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My background

 35+ years at Ford

 Interest in how work worked:

 Operational reviews

 7-stage process improvement

 RAPID

 Three years as part of the Ford Production System

 Six Sigma Black Belt

 MSc in Lean from Cardiff (Lean, Learning & Leadership)

 Visiting faculty at IIT Bombay (Shaliesh J Mehta School of 

Management)

 Taught 5 batches since 2011
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Lean’s lack of progress

2016: >25 years since the term Lean was coined. 

What should we have expected in the meantime?

 Consensus on a (broader) more complete definition?

 Lean as a core subject in any management education?

 >90% of business leaders and managers with a visceral 

knowledge of Lean?

Instead we get discussions like
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A typical Lean 

discussion?
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Extract from Lean.org Forum

Question: do we, today, have any consensus around a clear and useful definition 
of Lean?

Responses:

“There have been too many discussions in this forum about this question. I would 
just as soon not go down that road again.”

“My opinion is that currently there is no universally accepted definition of Lean. 

“My opinion is that the world of Lean has become so obscured by experts that the 
fundamentals have become lost.”

“I think if you debate the essence of anything long enough, some differences of 
opinion are going to start to appear. Academics seem to love debating what Lean 
is while true practitioners of Lean seem to love teaching by doing. I would suggest 
that there's something to be learned there.”
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Lean definition
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Lean Product 

Development

Lean Marketing & 

Sales

Lean Management 

Accounting

Lean Supply Chain 

Management
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Lean Management 

of Technology

Lean Leadership 
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Lean Organizational 

Development
Lean Leadership

Ensuring a Common 

Language

(Hoshin?)
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Lean’s tunnel vision

We owe a lot to Toyota, but should we not cast the Lean net 

wider?

What about (for example):

 Delta Airlines

 Marriott hotels: The Marriott Way

 Scandinavian Airlines System

 Timpson: Great service by great people

Remember the Sushi Run of the 80s and 90s

 Did we learn anything?
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We are going to win and the industrial west is going to lose:  there’s nothing much you can do 

about it, because the reasons for your failure are within yourselves.

Your firms are built on the Taylor model ;  even worse, so are your heads.

For you, the essence of management is getting the ideas out of the heads of the bosses 

into the hands of labour.

We are beyond the Taylor model : business, we know, is now  so complex and difficult, the 

survival of firms so hazardous in an environment increasingly unpredictable, competitive and 

fraught with danger, that their continued existence depends on the day-to-day mobilisation of 

every ounce of intelligence.

For us, the core of management is precisely this art of mobilising and pulling together 

the intellectual resources of all employees in the service of the firm.  We know that the 

intelligence of a handful of  technocrats, however brilliant and smart they may be, is no longer 

enough. Only by drawing on the combined brain power of all its employees can a firm  

face up to the turbulence and constraints of today’s environment.

- - Extract from a speech by Konosuke Matsushita of the Matsushita Electric Industrial 

Co. given to visiting European & American managers in 1979

Konosuke Matsushita’s View in 1979



So how do we give 

substance to this 

definition?
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FOR CUSTOMERS

• Quality vehicles

• Highest value

• Shortest lead time

FOR MEMBERS

• Work satisfaction

• Job security

• Fair treatment

FOR COMPANY

• Market flexibility

• Profit

• Long-term prosperity

TOTOYA PRODUCTION SYSTEM (TPS)
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Flexible

Motivated

Members

Most 

essential

element

Maintenance of standards

Kaizen

Critical 

activities

Highest 

quality vehicle 

to society

Develop member 

potential based 

on mutual trust, 

respect and 

cooperation

Reduce cost 

through 

elimination of 

muda

Flexible 

production 

based on 

market demand

Pillars 

of TPS

Desired 

outcomes

Foundation

Goals

- - Joe McGrath
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Flexible, Motivated 

Members
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Recruitment Against Dimensions

Consistent, 

Congruent 

Leaders

Self Respect Self Reliance
Self 

Responsibility

Most Essential Element

Bedrock

Foundations

Regular 

Performance 

Reviews

Meaningful 

Development

Opportunity to 

Progress

Pillars of 

MPS

Mutual Trust and Mutual Responsibility

(Don’t Erode the Foundations!)
Core Values

Desired Outcome

Motivating People System (MPS)

Who deliver
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The Eighth Waste: Unutilized Human Potential

Skilled people like him in the Gemba:

 Is what is in his head considered 

Intellectual Property?

 Risk if he leaves or retires?

 Are all his colleagues working to 

the same standard?

 Is that standard “the one, best 

way”?

 How well does management 

engage him?
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Necessity is the mother of invention

 People under stress (Muri) will use their 

ingenuity to cope with the situation (Jugaad

or Frugal Engineering?)

 This may lead to more Muda, Mura, and 

dangerous practices

 Would it not be better to encourage, grow, 

and harness this ingenuity positively?

 Do organisations really encourage learning 

and innovation?

 What role does Lean play?
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Leadership 

Education
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The Puritan Gift - - Kenneth & William Hopper

 Managers trained experientially (apprenticeship?)

 The Puritan Gift

1. To serve a higher purpose

2. An appreciation of mechanical skills

3. The interests of the individual subordinated to those of the 

organisation 

4. The ability to marshal resources in pursuit of goals

 The Gift was given to the Japanese after WWII

 MBA replaced the Gift in the USA; fast-tracking

 The rest is history

 Lean based on the Gift?
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Change the way we teach Lean

 Focused on persuading successful leaders 

Get them early: high school; under grad?

 Base leadership education on Lean

 70/20/10 model

A combination of experiential (90%) and academic (10%)

Would you trust a doctor or pilot trained like and MBA?

What has happened in the B-schools
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Things we do not discuss in polite Lean society

 Ethics
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 Integrity  Trust

Genchi Genbutsu



In summary

 Develop a broader definition

 Beyond Lean Manufacturing: focused on Leadership

 Closer to TPS including its “soft bits”

 Strong consensus

 Stop obfuscation by consultants

 Get them young

 School, undergrad level

 Education

 Leadership, not just improvement

 Mainstream not wingmen

 70/20/10

 Include the “soft bits”

 Don’t fence it in!
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Thank You

Any Questions?
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