Panel Discussion: Lean Across the Sectors 
Doug Folsom, Plant Manager, GE Aviation; Amanda Grappone Osmer, Director of Sales for Grappone Automotive Group; Todd Selig, Durham Town Administrator; Tracey Lonergan, Director of Administrative Operations, Community Bridges. 

Moderator: Governor John Lynch
What does Lean mean to you?

· (Folsom) Executing on daily deliverables and continuous improvement, identifying waste and eliminating it. 

· (Osmer) It’s a philosophy—we want to have an organization that is efficiently run and has respect for people. How do I deliver the best possible environment for the staff? 

· (Selig) Find techniques to pull apart the process and improve it. 

· (Lonergan) Lean allows you to measure performance. We need to be able to answer the question of “What are we good at?” and “How do we show that we’re good at it?” 

What are the benefits of Lean?

· (Folsom) Having teams work together to focus on the process and remove the waste. Employees do not want to go to work and push a button. Employees want to use their full mind and work as a group. Lean makes employees a more useful and more powerful part of the organization. They feel that they’re adding more value. 

· (Osmer) We had a head painter who was a 30-year employee. He was able to flourish creatively and bring to life what had been in his head for many years. He created a new product, a paint stand. 

· (Selig) Employees were much more engaged and satisfied with their work. Residents were much more satisfied with the services they received.  Waste was eliminated from multiple processes across the municipal operation with savings exceeding $300,000/yr. Our Fire Department, for example, eliminated 30% of required permits which were outdated and no longer necessary.

· (Lonergan) We were tracking attendance data four different ways for Federal reporting. We decided to work on this for our first lean product. We went down from 16 hours to 2 hours per month per person. That’s 1200 hours of management time a year—huge for a small agency. 

How do you measure success with Lean?

· (Folsom) In the Rutland VT plant, the old style was to manufacture with large amounts of batch processing. Cycle time was 10-12 weeks. We asked ourselves what would it take to manufacture the part in 5 days. We were looking for that big leap. We created a value stream map. We can now manufacture the part in 2 days. The point is to get people to focus—focus on identifying waste. 

· (Osmer) How do you measure success? You ask how the people are doing. The most important toolbox is a mirror. Nothing can happen until you recognize that you are there to serve. The point of what we’re doing is to surface the problem. You as the leader own the failure. Look at yourself; look at your team; get them the resources they need.  
· (Selig) We have learned through trial and error the importance of developing objective measures for existing conditions and then comparing the output of new processes against established metrics. This moves the public sector away from anecdotal information to measurable results and offers the ability to accurately track improvements in the form of decreased cycle time, cost savings, reduced staff time, or other relevant metrics.

· (Lonergan) We’ve only been practicing Lean for about a year. We are measuring success as outcomes. We do value stream mapping and then we do data sheets. And then we track the data in the future. But success isn’t always measured in dollars or saving paper. Sometimes success is engaging people in the process. Success is how much time we are freeing our staff so that they can support our clients. 

People say they don’t have time for Lean. How do you deal with it?

· (Folsom) That’s not uncommon at GE. We run tight shops. How do you have time not to do Lean.  It’s like the guy who saws wood for a living and never sharpens the saw. Why don’t you sharpen it? I don’t have time… We’re in a culture of walking in the door and being confronted with a variety of urgent needs. You need to break people away and give them time to focus on what’s important but not urgent. We need to take people away for one week away from their normal job. 

· (Osmer) The most critical thing is to lead with the servant mentality and remove barriers that make their job difficult. At this point we’re trying to show Lean leadership without saying anything explicit. 

· (Selig) We endeavor to make Lean a priority and work to integrate it into the way we conduct business on a daily basis. We leaned our department head meetings, renaming them our leadership team meeting, and for a full year we started each session with a Lean topic. We sent four staff to receive training as Lean facilitators. Integration remains an ongoing process, but we don’t have time not to implement Lean.  

· (Lonergan) We get the employees to understand that freeing them up through Lean will help them do the important stuff…We’re doing a multi prong approach to Lean. We have book discussion; we’re introducing this to our staff as part of a several phase process. We’re teaching coaching and communications, not just Lean. We have significant senior management buy in. We really need to work on the supervisory level. Lean is hard work, but it’s so worth it in the end. 

What advice would you have for those who are implementing Lean?

· (Folsom) Three things—Lean needs to begin at the top. Leadership needs to be clear that continuous improvement is important. Second, it has to take part with the people that are intimately involved in the process. You have to get everybody involved. Third, with regard to defining waste—it’s got to be what is wasteful to your customer. You have to ask how am I wasting my customer’s time and resources? 

· (Osmer) Look at the latest and greatest resources. For example, the book, The Toyota Way to Lean Leadership. Find mentors. Find them and make it happen. Don’t underestimate the power of what this system is. You’re empowering employees to solve their own problems. As soon as you allow people to realize they are part of the solution, it’s very very powerful. 
· (Selig) Operational excellence is about process improvement. Involve and empower the people doing the work, map out the process and understand it.  Good people placed in a bad process will not be successful. Even a good process can be made better. Lean is common sense commonly applied. 
· (Lonergan) Make Lean part of the culture. Get “Debbie Downer” involved. Keep communicating successes, but recognize that not every project is going to be successful. 
