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Lean and Six Sigma could offer op-
portunities without compromising ei-
ther TOC principles or measurements.

The process started with a full day, 
hands-on workshop that combined 
the principles of TOC and lean for 20 
key managers. While some had expe-
rienced TOC and lean education, this 
event provided a common platform to 
synchronize their understandings. This 
workshop was designed with the goals 
of helping participants gain a better 
understanding of how to manage their 
own systems (including production sys-
tems and quality systems) to learn what 
changes help and why they help and to 
understand what changes to make to 
their existing systems.

The event allowed participants to ex-
perience challenges in a simulated fac-
tory to understand both TOC and lean 
principles. The workshop shows the 
“How to” version of The Goal video (see 
sidebar on page 44) and applies its con-
cepts, including: The five focusing steps, 
synchronous flow, drum-buffer-rope 
(DBR) and buffer management. Partici-
pants experienced how TOC provides 
focus for leverage and that with lean, 
“there’s no business like flow 
business.” After all, continuous 
improvement involves recogniz-
ing and solving problems. 

As the late French surrealist 
Andre Breton said, “To see, to 
hear, means nothing. To recog-
nize (or not to recognize) means 
everything.”

Next came a daylong prob-
lem-solving session that included 
Six Sigma’s DMAIC approach 
and an introduction to the A3 
problem-solving tool. Partici-
pants were then facilitated in 
discussing practical applications 
of these methodologies to real-
life challenges.

 Some problems are complex, 
broad in scope and may require 
months to gain and sustain im-
provement. A lean Six Sigma 
project with the five DMAIC 

phases is appropriate in such circum-
stances. Other challenges are moder-
ate in scope and improvement may be 
achieved via a kaizen event (rapid im-
provement event), essentially a time-
compressed DMAIC. Finally, some 
specific problems can be analyzed and 
solved by teams of employees who are 
familiar with the process. These may 
be called quick wins. A3 provides a 
standard approach for quick wins and 
can be used in many ways. Progressive 
organizations need to use all three ap-
proaches.

This manufacturer had two negative 
effects or challenges: Frequent last-min-
ute schedule changes and throughput 
dollar losses because of insufficient pre-
ventive maintenance.

Often, the brutal truth is that well-
intended sales people may trigger last-
minute changes or expedite orders for 
the sake of “better customer service.” 
Uncontrolled, such changes can chew 
up manufacturing capacity, yielding less 
total customer service capacity to sell.

For this manufacturer, the sales 
team participated in the workshop and 
grasped that stable schedules result in 

better manufacturing performance. 
Sales professionals were persuaded that 
this enhanced production capacity 
would improve overall customer satis-
faction. They, along with production 
and management personnel, understood 
that better performance would come 
by moving away from abundant last-
minute schedule changes to more stable 
schedules.

On the maintenance question, one 
way to gauge the effectiveness of main-
tenance is to determine the percent-
age of maintenance activities that are 
planned (i.e., preventive) and the per-
centage that is unplanned (“emergen-
cy”). Unplanned maintenance is usually 
much more problematic and expensive.

Figure 1, a custom version of a work-
shop slide, shows how lean implement-
ed a robust, sustained total productive 
maintenance (TPM) program. The 
“house of lean” analogy is appropriate 
since the lower-level lean tools are nec-
essary for a successful TPM initiative. 
Figure 2 depicts the Six Sigma DMAIC 
methodology. The control phase of Six 
Sigma provides the activities that matter 
most in sustaining improvements. 

FIGURE 1

Home construction the lean way
The “house” of lean includes a number of tools that can benefit your improvement teams.
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