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1. Share & discuss lean transformation from 
t ff ti

Presentation Goals:

staff perspective

2. Help you think & reflect on your own 
personal and organization CI journey to 
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map a successful future course
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Three Areas of Focus
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1. Stockholder’s earnings expectations

Leadership Endorsement

2. Customer’s perfect order service expectations

3. Competition & consolidation

4. Operating expense reduction
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5. Grainger value proposition
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Key Events That Enabled The Current State

20092008

D di t d CI

2010
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Dedicated CI  
Leader

Position Created
Current State 

Analysis

What is CI at Grainger?

2007 Current State Analysis:

We Don’t Do ISO 9000

Six SigmaNot Sure
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That Here
Anything I 

Want To Do Consultants
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2007 Current State Analysis:

Why are/aren’t you practicing CI?

Boss Doesn’t 
Expect Me To

Don’t Know 
What CI Is

Didn’t Know 
I Was 

Supposed To

Don’t Have
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Expect Me To
Don’t Have 

Time

Don t Have 
Any 

Help/Support 
Resources

2007 Current State Analysis:

What do you think we should do to get 

Get Help From 
Externals

Pick A Method 
Stick With It

T i L d

better at CI?
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Provide 
Support 

Resources

Train Leaders Solve Real 
Customer 
Problems
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What CI Method Should We Use?

2007 Current State Analysis:

Is Easy To Use 
On The Job

Achieves 
Results

Get’s All 
People 

Involved
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On The Job
Isn’t Too 

Complicated President-
“Use Lean”

CEO Staff Review
Method: Lean

U.S. First

Key Events That Enabled The Current State

20092008 2010

D di t d CI
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Dedicated CI  
Leader

Position Created
Current State 

Analysis
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1. Decision:  Lean is our method

Outcomes - CEO Staff Review

2. Get external learning/thinking help

3. Leaders learn first / U.S. business first set 
of leaders
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of leaders

Key Events That Enabled The Current State

CEO Staff Review
Method: Lean

U S Fi t

Go See
CEO Staff 
Interviews

20092008

CI L d hi J h Sh k

2010

U.S. First

R fl ti

© 2010 W.W. Grainger, Inc. 12

CI Leadership
Position 
Created

John Shook
Cleveland 
Go Sees

Reflection
History
Why?

Learn-by-doing
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President 1 President 2 President 3 President 4 President 5

CI Lead 3

Grainger U.S. CI Journey
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1992 1993 1994 1995 1996 1997 1998 1999 2000 2001 2002 2003 2004 2005 2006 2007 2008

Quality Action Teams Total Cycle Time

Customer Focused Quality System
(Branches)

Perfect Orders Performance
System

DC / Branch
Lean
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( a c es)
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ISO Certifications

What were the patterns of previous 
CI attempts?

• Leadership changes prevented consistency / 
carry-over

What can we do now to ensure we don’t 
repeat the mistakes of the past?

• Simplicity is key
B ti t / b l ti t

History Lesson Observations

carry over
• Programs that didn’t attempt to change employee 

behavior
• Inadequate buy in from middle management
• Perfect Order was easy to understand – GPS 

sounds too complicated
• Leaders not accountable for CI in their functions 

– someone else's job – supporting versus driving
• No / inconsistent communication
• Dissonance about strategy
• Focus on program & form not substance of 

• Be more patient / be less patient
• Focus CI efforts on the customer / service
• Leaders must be willing to get into guts of 

processes – go and see
• Leaders need to create pull or context for CI in 

their functions
• Have a constancy of purpose
• Make CI culture about the way we lead not the 

tools we use
• All employees understand cost structure / be
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processes and business value
• Consultant driven methodology

All employees understand cost structure / be 
more transparent about major problems

• Give the why – communicate
• Find ways to sustain over long term
• Define behaviors to change
• Measure & monitor progress of change
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Decisions:
1. CI is the way we work - not a 

Outcomes – U.S. CI Workshop

program/initiative

2. Leaders first

3. Learn by doing
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4. Coaching support is needed

1. Made the journey visible
Variety of CI programs

Benefits of a CI Timeline History:

– Variety of CI programs
– Impact of leadership changes
– Time and effort expended for results achieved

2. Made it discussable
– Why did we do those programs?
– What were the leaders trying to achieve?
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y g
– What was going on in the business?
– Why didn’t that program stick?
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3. Helped leaders grasp our situation
Why do we need CI now?

Benefits of a CI Timeline History:

– Why do we need CI now?
– Why is pull important?
– Why is lean the right method?

4. Helped leaders see & decided what to do 
different

– How will we lead CI?
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– How will we get everyone involved?
– How will we sustain CI over the long run?

5. Facilitated PDCA leadership
What is our plan?

Benefits of a CI Timeline History:

– What is our plan?
– What will we do?
– How / what will we check?
– When / how will we adjust?
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• External help can be a useful – if positioned and used 
carefully

Learning Leadership Engagement

• Leaders first – they set the tone, expectations, pace, direction 
and example for improvement

• No substitute for go see / ask why – get leaders out to see 
what workers are doing and how/why
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• Reflection, study and analysis of current state of CI by leaders 
is hard but healthy – can produce new thinking and behavior

Breakout Exercise

Making a Visual CI History & Timeline
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Step 1 – Identify past CI eras, programs, initiatives, 
activities projects and other key events

Breakout Exercise

activities, projects, and other key events 
that shaped your CI history

Step 2 – Identify the leaders involved.

Step 3 – Draw the story as a visual picture.
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Step 4 – Reflect & Study

Key Events That Enabled The Current State

CEO Staff Review
Method: Lean

U S Fi t

Go See
CEO Staff 
Interviews Leadership Learning 

Cycle
VP Customer Service

20092008

CI L d hi J h Sh k

2010

U.S. First

R fl ti Leadership

Check & Adjust

VP Finance
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CI Leadership
Position 
Created

John Shook
Cleveland 
Go Sees

Reflection
History
Why?

Learn-by-doing

Leadership 
Learning Cycle
13 U.S. Leaders
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Leadership/Coaching Approach
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Teach CI principles, tools and concepts

Learning:

1. Teacher

Learning:

• Tools help to cultivate 
thinking & behaviors

• See one, do one, teach one

• Learn by doing
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Lead kaizen project teams

Learning:

2. Expert

Learning:

• Transition from optional-ism to 

• Need to shift from project work to 
daily work

• Must be leader led
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p
expectations

Develop leaders as coaches

Key Concepts:

3. Support Coach

Key Concepts:

E t ti t b th i “b ”

• Focus on leadership behaviors

• Leaders lead problem solving

• Leader is coach
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• Develop daily problem solving skills

• Expectations are set by their “boss”
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CI Coach
Guidance &
Teaching

G
ui

da
nc

Fe
ed

ba
c

Learner
(SVP)

Goal: Develop a community of problem solvers

Leadership/Coaching Approach

Engaging your employees

Keeping the responsibility with them

Allow them to own the thinking & solving
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Coach them to see & think
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Your Director of Sales is trying to reduce the time it takes to set-up 
large customer contracts.  You realize that they are looking at the 
problem only from their department’s perspective.  Therefore, they 

Practice

p y p p p , y
are only working within their Sales silo and do not have the 
customer in mind.

You feel they should: 

1. Organize a “customer council” to better hear the 
customer’s voice.  

2 C t f ti l t t th bl
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2. Create a more cross-functional team to see the problem 
from a value stream approach.

What questions could you ask to help them see and think better?

• Ask open-ended questions

Key Coaching Concepts

• Provide teaching moments sparingly

• Keep the responsibility on them

• Seek to understand…not your next 
question

• Silence is good
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• Keep them honest to CI principles & behaviors

• Provide teaching moments sparingly


