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The Right Ingredie}':ts for a Successful TPM or Lean

mplementation

Just a few days ago | received a call from Mark Hoffman that made me think a lot... Let me
share it with you...

Given the fact that only 10% or less of companies succeed at implementing TPM (and other
Lean Manufacturing Practices, | would add), what are the main factors behind that success?
Actually, Mark Hoffman is only interested on TPM, but my experience has shown me that it
applies to all of the other practices as well.

What a good question!

All implementers want our projects to be a success. So, what are the factors that really help
this to happen? We will also ask the opposite question: What are the factors that keep TPM
(and other lean projects) from succeeding?

Positive Factors

Top management support is perhaps the concrete factor in the teams with good results.
Some other positive factors will be:

Good training at all levels of the organization.

Let us remember: TPM and Lean Manufacturing disciplines, while technical, are more
cultural. Everyone in the organization must receive a lot of information on the new culture.
This awareness is crucial to get all the people tuned at the same frequency.

Vision and Mission Statements should include concepts like:

Our people are the single most valuable asset in the company.
All employees are our associates, or... are responsible for our success, etc. All other actions
will have to support such statements.

Management must be ready to complete the move all the way from the old image of
"power from authority” to "respect and admiration from true leadership".

Job descriptions (at least for new hires) should also be adjusted to reflect the new culture.

A good PM program already in place:

It is necessary to have a good Preventive Maintenance program in place, so that we count
on clear identification of each piece of equipment and have some history. Also helpful is any
documentation that we find available on the performance of each machine and the chronic
failures or problems.

Full information about equipment performance:

To begin a project, we research all possible information about the actual, expected and
designed performance of it. Some of this may be documented in work orders. | strongly
recommend establishing a very good communication with the "owners".

That is the operator of the machine, the area supervisor(s) and/or manager(s).

Good communication skills of the TPM coordinator or Continuous Improvement
Manager:

This is the key person in the success of the program implementation. The coordinator is in
charge of creating a good image for the new philosophies. His/her mission is not only to train
the implementer teams, but also to educate everyone else in the plant. He/she, has to
become an expert in this culture and explain it to anyone who wants to listen. He/she must
develop a creative broadcasting of the progress.
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Where “Lean
Thoughts”
Become Reality
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° Full time person(s) assigned to those
tasks:

The lean philosophies require continual
dedication and training. This person will have
to attend a minimum of one seminar each year,
(more than one if possible). Many companies
fail when they decide to just split the time of
someone who is already in charge of some
other assignment or task.

° Follow UP:

Once a project is delivered back to the
"owners", we must be aware that TPM has just
begun for that particular machine or system.
The other 99% of the success will depend on
the permanent communication that the
coordinator establishes with the operators. We
must make it clear that we are there to listen to
them they ARE our customers. The few
weeks following a project will be crucial in
terms of creative improvements to the machine
and its area.

This follow up builds up the confidence that our
customers feel towards the project and the
prestige of the program in general.

° Passion!

Indeed this and most other activities must be
supported by a passionate belief and
dedication in order to really succeed.

From the previous lines we can also define
some of the obstacles that the project finds just
in the lack of support, dedication or discipline.
Some other factors can also undermine the
program:

Negative Factors:

° Middle management:

We have found that middle managers,
supervisors, even some lead people, feel
threatened in their positions by these changes.
Again this is a matter of culture shift. These
people must be shown the advantages of
sharing their knowledge and responsibility with
the production operators.

° Maintenance Technicians:

For years, maintenance has been
conceptualized as a repairing force. Now we
must focus on maintaining the equipment in
normal operating conditions thus preventing
failure. Many of the technicians feel that
keeping some technical secrets makes them
more valuable or their jobs more secure. This
is not true. Under the new way of conducting
business, the more the operators get involved
in the maintenance tasks, the better the
technicians can apply their expertise to higher
level operations. These include: equipment re-
engineering, predictive maintenance, area re-
designs, installation and facilities
improvements.

Concerned Production / Mfg. / Engineering:

Must be made clear that TPM or other of these

disciplines aren't an extra burden on production,
manufacturing or engineering, but are instead,

ways to ease the accomplishment of their own

goals.

As we can see, the success of any lean

implementation is for the most part a Common
Sense application. Devote the time and effort to
build the new culture and the results will show up
immediately and at long term...

Source: Enrique Mora, www.tpmonline.com

Lessons from Qantas Pilots &

Maintenance Crew

Ya gotta love the way our colleagues down-under get
the job done — and done right. After every flight, pilots

fill

out a form called a gripe sheet which conveys to the

mechanics, the problems encountered with the aircraft
during the flight that need repair or correction.

The mechanics read and correct the problem, and then
respond in writing on the lower half of the form what
remedial action was taken, and the pilot reviews the
gripe sheets before the next flight.

Never let it be said that ground crews and engineers

lack a sense of humor.

By the way, Qantas is the

only major airline that has never had an accident.

(P = The problem logged by the pilot.)
(S = The solution and action taken by the

engineers.)
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. Left inside main tire almost needs replacement.
: Almost replaced left inside main tire.

: Test flight OK, except auto-land very rough.

: Auto-land not installed on this aircraft.

: Something loose in cockpit.

: Something tightened in cockpit.

Dead bugs on windshield.

: Live bugs on backorder.

: Autopilot in altitude-hold mode produces a 200 feet
er minute descent.

: Cannot reproduce problem on ground.

: Evidence of leak on right main landing gear

: Evidence removed

DME volume unbelievably loud
DME volume set to more believable level

: Friction locks cause throttle levers to stick

: That's what they're there for

: IFF inoperative

: IFF always inoperative in OFF mode

: Suspected crack in windshield.

: Suspect you're right.

: Number 3 engine missing.

: Engine found on right wing after brief search.

P Aircraft handles funny.

S:

Aircraft warned to straighten up, fly right, and

be serious.

P:
S:

Target radar hums.
Reprogrammed target radar with lyrics.

Thanks to Bill Hanover, CCO, TPS
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Consortium Event Schedule

Tour

January
T

Wednesday 24
Eaton Electrical,

February
T

Wednesday 14,
CFN Precision,

Workshop Conference

March
T

Wednesday 21,
Nestle Waters,

contact Joe

Fisher,
JoeRFisher@eaton.com

contact Paul
Kaulback,

pkaulback@cfn-inc.com

w

La-Z-Boy
Corporate
Monroe MI
February 14 & 15
Enterprise Value

Stream Mapping
How to use the

VSM tools to map
admin processes.
Contact Richard

Kunst for info.
Richard.kunst@la-z-
boy.com

Register at www.ame.org

July

August

contact Mariela
Castano
mcastano@gerriergroug.com

September
T

Wednesday 26,
Kraft Foods,
contact Hanif Jivraj
hjivraj@Kraft.com

April
T

Wednesday 18,

CTS Corp.,
contact Bob Garces,
Bob.Garces@ac.ctscorp.com

C

Lean Design &
Development
Conference
Wed 18 to Fri 20
Chicago

Contact
www.iirusa.com/lean

October
T

Wednesday 10,
CGL Manufacturing

May
T

Wednesday 16,

Stackpole CSD,
contact Don Barber

Don.Barber@stackpole.ca

Consortium
Shareshowcase

Saturday 05

CGL Guelph.
Contact Cindy

Grolleman
Grolleman@canada.com OF
Dave Deskur
daved@cglmfg.com

November
T

Wednesday 14,
Messier-Dowty,

contact Dave Deskur
daved@cglmfg.com

C

AME National
Conference

Mon 29 to Friday
Nov 2

Chicago

Contact
WWW.ame.org

contact Mike Smith
Mike.Smith@Messier-
dowty.on.ca

June
T

Wednesday 20,
Morrison LaMothe,

contact Tony Vita
tvita@morrisonlamthe.com

C

AME Regional
Conference

Mon 18 to Thur 21
Edmonton, Alberta
Contact
www‘measureugforsuccess‘com

December
T

Wednesday 12,
Orenda,
contact Brenda
Mclntosh

brendamcintosh@orenda.com
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