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Class #2 Outline

• Practice: Assess Waste
• Concepts: Waste and Flow

• Technique: Gemba walks
• Trial 2 Worksheet (for Apr 23-29)
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Lean VAISC Practices - Basic Techniques
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Stand-up meetings

Gemba walks



Assess Waste

• This practice involves identifying customer needs, 
recognizing waste signals and then reflecting on the 
source of the waste
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Assess Waste

• This practice involves identifying customer needs, 
recognizing waste signals and then reflecting on the 
source of the waste

• In a Lean system, assessing waste is the way in which 
“the problem” is defined and understood

• While much of the Lean literature refers to 7 or 8 kinds of 
waste, there are actually four fundamental types: 
Defects, Waiting, Effort and Materials.

• Learning these four waste types and their signals gives 
you a simple and powerful lens for recognizing problems 
in a way that logically points towards their solutions
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The Lean Concept of “Flow”

• Flow is a pattern of work in which the process activities 
are performed in a continuous and uninterrupted 
manner from start to finish

• Work that flows is like a smoothly flowing river that has 
no sharp bends, rapids, or pools

• Perfect flow results in full satisfaction of process 
customer needs in the least amount of time and with 
the least amount of effort and materials

• Flow is the Lean vision of perfect work … it is the goal
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The Lean Concept of “Waste”

• Waste is any interruption in flow

• When flow is interrupted, you are not completely 
satisfying the customer needs and/or you are taking 
more time, materials and/or effort than is necessary 
to serve that customer

• In Lean management, our goal is perfect flow … and 
therefore waste is the problem
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Process Customer Needs

• Because waste is an interruption in fully satisfying customer 
needs, you need to first understand what those needs are … 
at the process level

• Customer needs at the process level are not always obvious 
and may take some time and reflection to recognize

• Fully meeting the customer’s needs defines “quality” and 
“what a perfect process looks like” from the customer’s 
perspective – this is the basis for the first waste: Defects

• The other three wastes – Waiting, Effort and Materials – all 
refer to the manner in which these needs are satisfied
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Waste Type Common Waste Signals Sample Points of Waste

Defects
Errors, mistakes, or 
problems with a 
product or service

• Reworking an activity because 
of a problem

• Customer who did not get what 
was promised

• Steak overcooked at a restaurant

• Email sent to the wrong person

• Missing information on an 
application form

Waiting
Waiting longer than 
necessary to serve 
the customer

• Customer upset with delays

• Customer waiting in line

• Employees who are waiting to 
proceed until others finish

• Customer waits to be seated

• Builder waits for permit to be 
issued by the city

• Patient waits for weeks to get a 
doctor’s appointment

Effort
Exerting more effort 
than is necessary to 
serve the customer

• People walking around a lot, 
especially back and forth

• Seems like too much effort or 
too many steps are required

• Multiple delivery attempts are 
necessary

• Excessive approval steps needed to 
issue a building permit

• Multiple screens are accessed to 
answer a customer’s question

• Hunting around to find something 
in a messy file cabinet

Materials
Acquiring, holding or 
using more material 
than is necessary to 
serve the customer

• Overcrowded storage areas

• Materials being discarded

• Dust on storage boxes

• A restaurant pre-makes more 
salads than are needed for the day

• A clothing store holds onto out-of-
fashion dresses in their stock

• A law firm orders too many office 
supplies

Waste Types and Common Signals



What is the primary “Unit of Flow?”
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INFORMATION often flows through processes
in professional, financial and technical services

PEOPLE often flow through processes
in health care, hospitality and personal services

MATERIALS often flow through processes
in manufacturing, wholesale/retail and transportation



Develop an eye for flow and waste
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https://www.youtube.com/watch?v=RRy_73ivcms (2:09)
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Gemba Walks
• A gemba walk is a regular visit by a manager to 

communicate and interact with employees at their 
“gemba” (or place of work)

• This technique provides an opportunity for managers 
to observe and learn about the work as it is actually 
being practiced

• The gemba walk is one of the primary venues for the 
manager to teach and coach employees

• It is a powerful way to build and strengthen the 
relationship between manager and employee
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The Power of Observation

• Reports and data analysis are important but they are 
merely “second-hand sources” of information

• A true understanding of how the everyday work is 
actually being performed can only come from going to 
the gemba and observing the work and the worker

• Careful observation is a skill that must be developed – it 
is more difficult than you might think

• In fact, many examples of waste are “in plain view” and 
yet we just don’t see them – we have to “learn to see”
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Coaching versus Micromanaging
• Coaching is about asking while micromanagement is 

about telling
• Micromanagement is so dysfunctional for employees 

because it takes away:
– Their opportunity and incentive to think on their own
– A chance for them to improve their knowledge and capability
– Their responsibility and feeling of ownership
– The possibility that they may have a really good idea and not 

mention it

• Coaching is most effective when done on the playing 
field … at the gemba
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Don’t micromanage, ask questions.



Showing Respect

• Extensive research shows that the employee’s relationship 
with their direct supervisor has the greatest impact on their 
motivation and satisfaction

• Going to the employees’ place of work shows respect
• Listening to employees shows respect
• Taking the time to teach employees shows respect
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“Go see, ask why, show respect.”
Fujio Cho, Toyota Chairman
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Week/ 
Class

Technique Lean Lessons

Week 1
Apr 16-22

Breakdown 
sheets

1.  Don’t just do the work, 
step back and think about how you are doing the work.

Week 2
Apr 23-29

Gemba
walks

2.  Don’t rely on reports, go see for yourself.
3.  Don’t micromanage, ask questions.

Week 3
Apr 30 –
May 6

Stand-up 
meetings

4.  Treat your employees as partners in problem-solving.
5.  Blame the process, not the person.

5S organizing 
events

6.  Just do it, then improve it.

Week 4
May 7-13

Visual 
controls

7. Make the work as transparent as possible 
so problems become visible.  

Class 5
May 13

8. Think of problems as gems.
9. Take the time to teach and learn.

10. Don’t keep working around the same problem, 
stop and fix it.

Ten Lessons of Lean Thinking



Thank You!
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