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Excerpts from e °Facilitator’s Guide

You Are the ‘Chosen One’

If you have been tasked with the day-to-day leadership aatitadion of your
company’s transition to Lean, or as we (GBMP) refeittdeverybody everyday ¢&
Continuous Improvement System,” you’ll soon discoves tia change management
role of the highest order of difficulty: While theskais managed day-to-day and even
minute-to-minute, it can only be undertaken successfullg asategic objective. Too
many things need to change in your company fdoée treated as just another project.
As the companion manuals note, the change from convehtioperations to %
operations requires a reversal in much of conventidratiegly, policy and organization.
Moreover the underlying belief system, upon which the agament system is built,
must often also be retooled. The current system, #mgnst condition for your project,
may be as opposed to your objective as you can imagimie.manual and its companion
everybody everyday Continuous Improvement System legrguides have been
designed to help you and your company grasp and understand dishkel -- the big
monolithic obstacle known as the “Status Quo.”

While & contains some highly effective countermeasures — todistwill bring your
company orders of magnitude improvement to quality and praatyctiyour role as a
facilitator is to understand and manage relationships, andelp create experiences
where every individual is drawn to learn by doing. We*“lessrning to ride a bike” as
an analogy in our lessons to explain what we expect &ach of the participants. Your
primary job is to get each and every person in the caypa the bike. We offer tricks
and activities to help you with this, but ultimately theéccess you derive will be from
your ability to relate to employees and management,lpothem understand why vill

be good for them, what és, and how &works. Perhaps you've been tasked to create
change, but given no other resources. Maybe the jobdesassigned, but the assigners
themselves know little or nothing about ePerhaps you're taking on a project that has
already failed or is foundering.

Promoting Success

Make it your personal goal to promote any and all
successes arising fronf éraining or continuous
improvement activities in your organization. We
talked in some sections above about ways to ma
improvement and learning visible such as bullef
boards, newsletters, etc. Beyond that, be creat
and seek out new and changing ways to let peo
know what is happening with’@nd continually
prime the pump by talking to people from all leve
and areas of the organization about next steps artes e

other opportunities for improvement. Remember

to show your appreciation often when good work has been bpny@ur students (the
words “thank-you” are free and more powerful than youwknoMake it a point to show
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off any improvements to management whenever possibsk them to offer a personal
thank-you and to talk with the students about how their orgments affect customers
and the company.

As a rule, you can not do enough to promotes@ccesses. Endorsements, creative
advertising of improvement efforts, small rewards, teafabrations, etc. all help to send
the message that the program is important.

Choosing a Pilot Project

There are a few things to keep in mind when choosing piiptdvement activities for
your students. First, make the initial improvement ptejsenple, but meaningful. The
booklet exercises will give you some guidance on howize and select practice
activities but the goal is to move beyond these effartd have students take on further
projects to extend learning and achieve more benéfibsl will want to help participants
feel a sense of accomplishment so it will be impdrtanguide them to select initial
projects that are not all encompassing, ones that pdkgmt#an be subdivided into bite
size improvements activities where team members @apregress on a regular basis.

At the same time, be sure you are encouraging themldot projects that address issues
and problems that participants and other key stakehadde#ssponsors see as relevant
and worth spending time on. This can help alleviate patdsackground chatter about
the value of training and practice.

As the number of pilot projects grows, try to consdpp$an and select projects that can
be knit together to demonstrate improvement across théoeend value streams in your
business. When you do this participants and managementcantibegin to see the

broader impact from interconnected, properly sequerfceticets.

Traps to Avoid

Facilitators will want to be on %ﬁ\?}b the lookout for some
common pitfalls that can Ql»yj compromise training,
pilot projects and early efforts. Foremost, keep aroea
for hallway chatter and company \(/\I:A gossip that is anti-e
particularly if managers are the @ source of this rhetoHc.
can undermine your training program and make
participants hesitant to learn and practice both wittha

confines of the class and beyond. You may need to getfrio@iptop management or
your steering team if this problem is occurring.
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For more information or to order thé @ontinuous Improvement System,
please visit:
www.gbmp.org

or
Contact:

Mr. Christopher Martin

Vice President

GBMP, Inc.

100 Morrissey Boulevard, M5-209
Boston, MA 02125

(617) 287-7648
cmartin@gbmp.org
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