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Saying ‘Lean’.\
- Is Not a Skill. |
= N »

Moving from Continuous /
Improvement Vocabulary to |
Genuine Capability.

An executive briefing by AMVEN Improvementors. ‘ l
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The Skill

The Password

« Naming the 8 wastes.  Walking a process in real time.
» Completing a two-hour e-learning module. * Distinguishing waste from necessary work.

 Owning a Jira board. * Tracing a problem to a cause rather than a

* Throwing around terms like “duplication” symptom.
and “redundancy”. * Designing a controlled test of a change.

* Holding a standard once one exists.

Fluency in the vocabulary is not fluency in the discipline. You can say “reduce the inflammation”
with total confidence—but nobody should let you prescribe the drugs to do it. o wen mprovementor




The Translation Matrix: Seeing the Invisible 8 Wastes

Shop Floor Origin

Modern Office Reality

Overproduction: Excess stock

Reports generated weekly, read quarterly.

Inventory: Pallets

Approval queues sitting invisibly in inboxes.

Motion: Walking

Swivelling across six systems to answer one question.

Overprocessing: Extra machining

Three-signature sign-off on a £40 expense.

Defects: Broken parts

Rework caused by unclear inputs and broken handoffs.

Waiting: Idle machines

Multi-day delays for a thirty-second approval.

Transport: Forklifts

Endless email chains and file transfers.

Underutilised Skills: Misassigned labor

Subject matter experts doing admin.

If a leader cannot translate from the assembly line to their
software stack, they only have a pub quiz answer.

(i
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. The Danger of “Waste Labelling"

_.-cislllL,lJ!llull

Step 1: The Label. Step 2: The Reality Step 3: The Step 4: The Cost.
A shared services centre (The X-Ray View). Consequence. The financial recovery
removes a “redundant”  That step was actually a The error ran cost more than a
reconciliation step. hidden buffer—the only undetected for five decade of the step’s
Label applied: thing catching a recurring months. existence.
Overprocessing. supplier billing error.

Waste removal without process understanding is not Lean.
It is cost-cutting wearing a Toyota lanyard.




Lean vs. Six Sigma: The Cost of Choosing Based on Optics

Lean (The Flow Tool):

» Built to solve FLOW problems. It shortens

lead time and removes non-value-add activity
across an end-to-end process.

Six Sigma (The Variation Tool):
Built to solve VARIATION problems. It
uses measurement and statistics to reduce
o s scrap, rework, and unpredictable clusters ,5
. =" of customer complaints.

S i

The Diagnostic Truth: Declining the method built for your actual losses (scrap/rework)
because it is “too much hassle,” while applying flow tools to variation problems, is
not a strategy. It is a preference for the tool that photographs better.
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Introducing SCOPE-X: The Digital Gemba Framework

The world does not need another proprietary methodology pretending it invented iteration.
SCOPE-X is a deliberate synthesis of OODA, PDCA, and DMAIC. It is built for environments with no
takt time, no visible flow, and where the gemba is a laptop, a shared drive, and a Teams channel.

~ 4. Proceed i

j"(Expeﬂence)




The Front-End: Seeing the Invisible Reality

Sense (O0ODA’s Observe / DMAIC’s Measure):
Observe operational signals and customer impact.
Do not trust the dashboards-they lie in knowledge

work. Establish what the work currently costs
those doing and receiving it.

Clarify (OODA’s Orient / DMAIC’s Define &
Analyse): Define the problem, not the symptom.
Understand the context and establish the baseline

before touching anything.

Options (PDCA’s Plan): Design multiple safe-to-fail
interventions. (The first idea is usually just the
loudest person’s idea). Define success in advance,
In both process and experience terms.

© AMVEN - Improvementors




The Back-End: The Chokepoint of Change

Proceed (PDCA’s Do & Check / DMAIC’s
Improve): Decide, act, run the pilot, check
results honestly. Warning: If a pilot cannot fail,
it is not a pilot—it is a launch with extra
paperwork.

Embed (PDCA’s Act / DMAIC’s Control):
Standardise what worked, assign ownership, and
monitor performance.

The Trap: This is where improvement dies. The
workshop happens, the pilot succeeds, but six months
later the process drifts back. If your organization has run

40 Kaizen events but cannot show 40 held standards, you
do not have a capability. You have a workshop habit.

4l
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‘X’ = The Blind Spot of Control

= The lllusion

Go back to the deleted reconciliation step.
The process metrics were green. Cycle time
Corporate Performance Dashboard STATUS: OPTIMAL - improved. Cost per transaction improved.

Process Metrics 4 , Cycle Time -—

( ) =
| : | p . 4 /? = The Failure of ‘Control’
S s . by DMAIC’s Control stage asks whether a process
IS holding to its standard. It never asks if the
standard is any good.

Cost per Transaction

= The Gap

A process can sit comfortably within statistical
control limits while silently breaking the people
E using it. That is the gap X exists to close.
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Conformance vs. Consequence (SLA vs. XLA)

The SLA Dashboard
(Operational Conformance)

The XLA Reality
(Targeted Consequence)

Ticket closed within four hours.

4\ User unable to work for four hours.

Invoice processed within 24 hours.

4\ Vendor chased three times for payment.

100% QA check completion.

A Staff switching across five applications
to complete it.

Both columns can be true at once. Only one of them is usually on the dashboard.

Control measures conformance. Experience measures consequence.

VEN - Improvementors




The Forgotten 8th Waste

Transiation Matri Description

i Analysis of ticket Unbutilized trving In non-utilized proces

20 prorustion Cost per transcritation
Anplicaite count output

ReeSS metrics invyiation

'"'.m.lll

EIIRmac 0SS five applications.

JOCESSS

;“;u HlUMEC }dl

Customer dewahmation ||
Underutilized skills

N

The Concept The Blind Spot The Solution
The underuse of people’s skills. Process metrics count output. This waste surfaces immediately
It is not a coincidence this is the The 8th waste sits invisibly in through an Experience measure
one leadership teams forget—it what was never asked for. (XLA)—Tlike counting how many
was Taiichi Ohno’s late addition It almost never registers on a exceptions a process blindly throws
to the original seven. throughput dashboard. back onto the subject matter
experts meant to be served by it.
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How to Kill an XLA

The Rule of Death: The Timeline:
An XLA goes bad the exact \ A Put an XLA on a performance

moment it stops being a signal bonus in Q1
somebody reads and becomes => |t will be manipulated to
a number somebody owns. green by Q3
=> [t will be completely

meaningless by Q4.

The Prerequisite: —

The measure survives only if the accountable person can report a bad
reading without it turning into a performance conversation. If your culture
cannot tolerate that, do not build the XLA. Build the culture first.
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Three Audits for This Week

, : — Find out early if you
1. The Vocabulary Test: Next time someone have capability of just

says “remove waste,” kindly ask them toname ~ —J  yocapuylary.
the 8 wastes with examples from your own
order-to-cash workflow, not a car plant.

2. The Ghost Buffer Audit: Find a process —> Roughly 1in 3 was
streamlined in the last 12 months. What hidden | performing an
inspection, buffer, or handoff was quietly catching undocumented
errors before it was removed? escape-catch.

3. The Experience Metric: Take one “successful” —
change this year. Measure one countable
consequence (chases, handoffs, systems touched).

If nobody measured it
—» beforehand, that inability
to answer is the answer.
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The Final Word

“Continuous improvement was never the words. It
was never the belts either. It is the unglamorous
ability to see work clearly, change it carefully,
hold the change, and then find out honestly what

the change did to the people living inside it.”

‘Which wastes?” ... Somewhere in your next steering
meeting, there is a pause waiting to happen.

mmmmmmmmmmmmmmmmmmmmm
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