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Oil Change A3 exercise 

•  You own a car dealership 
•  I will be the service manager 
•  I am going to present an A3 to you focused on 

reducing the time to do an oil change 

•  With the post-it notes at your table, please write 
down three questions you would ask me 

•  Wait until I complete presenting the A3 to write your 
questions; take notes directly on your copy of the A3 
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What can we achieve in 2 hours 

•  Why use & what is the A3? 

•  Mentoring dynamics 

•  Coaching strategies 

•  Monday morning 
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WHY & WHAT– THE A3 
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What is the A3: Common Knowledge 

•  The Tool: 
–  A3 is just a paper size 
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• 1J averages 125 
carts of material 

• Work scheduled 
according to build 
plan 

• Job ticket board 
used to 
communicate status 

• 11J is recipient of latest 5-axis capital 
investment 

ABC – Standard Work in Process  
Background 

Current State 

Analysis: 

Carts staged in aisle 
Multiple sets of parts requiring 
the same operation No clear locations 

>35% of 
inventory in CSA 

belongs to 11J 

Approach: 

Objective: 
• Improve OEE to 70%, directly impacting inventory 

CSA Inventory by CC
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11J is among the 
highest in overall 
inventory for ABC 

• Informa)on*Flow:*
• Opportunity*to*improve*
coordina)on*of*schedule,*
parts*,*tools*and*fixtures*

• Material*Flow:*
• Internal*flow*not*clear*–*
must*standardize*
• Flow*from*CDC*does*not*
match*actual*needs*

Recommendation & Next Steps: 

• Focus*on*a*single*machine*
• HEC800*(171F2)*
• DeepNdive*system*
• Develop,*try*and*improve*recommenda)ons*
• Replicate*to*11J;*expand*to*1J;*expand*to*ABC*

Addi$onal)deep,dive)discoveries:)
• 5*dis)nct*stakeholder*�routes�*
• 27*OP/PN*combina)ons*require*
470*tools*
• Machine*capabili)es*not*fully*
u)lized*

• Tool)op$miza$on)
• Core)set))
• Ordering)
• Maintaining)

• Integrated)planning)process))
• Level)scheduling)
• Performance)visibility)improvement)
• System)standard)work)development)
• Cross)training))
• Tugger)route)standardiza$on))
• Manual)control)of)incoming)materials)from)CDC))
• NEW)–)True)pull)between)ABC)and)CDC)
• NEW)–)Tool)tracking)and)management)process)
• NEW)–)Tape)try)process)improvement)(entrance)criteria,)leverage)VeriCut?,)exit)criteria))
• NEW)–)Tool)commoniza$on;)mul$,genera$onal)plan)
• ADDITIONAL)–)Launch)Process;)Heat)Treat,)Processing,)New)5,axis,)etc…..)

2010 Initiatives 
• Establish & Maintain a Safety Culture 
• Quality System 
• Cost-out Strategy & Execution Plan 
• Execute Lean Transformation 

• Establish & Implement Process Mgmt 
• Factory Configuration 

–  Began in the auto industry as the Quality Circle 
problem solving format 

–  All on one sheet of paper 

–  Tells a story which anyone can understand 
•  UNDERSTAND means follow the logic all of the way 

through 
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What is the A3: Uncommon Knowledge 
•  The Process & Thinking behind the tool 

–  Engages the organization, creating alignment 
–  Develops people while doing the work 

•  A3 owners 
•  Leaders / coaches 

–  More effectively “solves” problems 
–  Limited space = respect for stakeholders 

•  5S for information 
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A3: The business case 

•  We are going to learn why organization should 
utilize the A3 process by considering: 
–  A definition of lean & it’s relationship to problems 
–  Project failure 
–  The role of leadership 
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What is Lean? 
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Maximizing(the(value(for(the(customer(with(the(minimal(amount(of(
resources(while(in(a(constant(state(of(learning(

Anything(that(gets(in(the(way(is(a(PROBLEM(
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Problems are everywhere 

�� 

The(gap(between….(

…where(you(are….(

….and(where(you(want(to(be….(

…is(a(problem(
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I have news for you, Lean is going to 
make you see MORE problems 

•  With standardization at its foundation and 
making those standards visual, lean makes even 
more problems visible – to you, and everyone 
else 
–  Not bad: they were always there 
–  You just couldn’t see them 
–  Now you can 

•  And since you are here I think your organization 
is committing to lean 
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Enough problem solvers? 

•  If lean reveals more of the problems that already 
exist in your organization, 

•  Do you have a process to develop more problem 
solvers? 

The A3 is that process 
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When your organization began it’s lean 
journey, what processes were focused on 

first? 

•  Easy to see the work 
13 

Why?(
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When you solve a problem, where is the 
actual work happening? 

•  In your brain 

So,(if(improvement(is(fostered(by(making(the(
work(easy(to(see,(do(you(have(a(process(that(
makes(THINKING(easy(to(see,(helping(you(to(
develop(people(while(they(do(their(work?(

The A3 is that process 
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Where are we? 

•  We need MORE problem solvers 
•  We need to be able to see their thinking to better 

develop them 

•  What could make your problem solvers even 
more effective?  Let’s consider why projects fail. 
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Why do projects fail? 
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•  Success(=(
•  OnN/me(
•  Within(budget(
•  Addressed(the(issue(

Take(2(minutes(to(write(down(three(reasons(individually(

As(groups,(take(5(minutes(to(discuss(what(you(wrote(down(and(reach(a(
consensus(on(the(one(most(significant(cause.(
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Why? 
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Agreement Scope creep 

Leaders change 
No buy-in 

New �fire� erupts 

Lack of resources 

Target poorly defined 

Poor planning 

Lack of follow-up 

Lack of support from top management 

Wrong team members 

Not enough time 

Varying interpretations 
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Do you have a process 

•  That gains alignment & agreement? 

The A3 is that process 
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Tool vs. Process 

•  Think of the A3 as less of a tool 
•  And more of a process that: 

–  Gains alignment & agreement within the organization 
–  Develops thinking & effective problem solvers while 

getting the work done 
–  Solves problems 
–  And enables quick sharing of lessons learned 

19 
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MENTORING DYNAMICS 

20 
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The Leadership continuum 

Dictator(
Leadership(

Empowerment(
Leadership(

A3(Leadership(

Do(it(my(
way( Do(it(your(

way(

Follow(me(and(
we’ll(figure(this(
out(together(

Let’s look at what is meant by each of these 
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The “Dictator”: What happens when we 
tell people what to do? 

1.  We deprive them of the opportunity to think. 

2.  You take the responsibility away. 

3.  They might do it (and you might be wrong!). 
22 

We(will(hold(the(world(
ransom(for(one(MILLION(

dollars!(
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The “Empowerer”: What happens when 
we provide results targets and get out of 

the way? 

1.  Sub-optimization 
2.  Waste resources (positive harm) 
3.  Short-term benefits if any 
4.  Loss of direction and control 

23 
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The(A3(style(and(achieving(organiza/onal(goals(

Follow(me(and(we(will(figure(this(out(together(

•  I(will(help(you(find(the(way(
•  But(you(are(sSll(going(to(have(to(do(the(work(
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The(Leader’s(challenge(

•  Too(specific(
–  Dictator(
–  No(ownership(

•  Too(vague(
–  Empowerment(
–  No(direcSon(
(
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The   Lean Leader’s Challenge 
 

• Make assignments clear enough that the 
subordinate can approach the task with 
confidence. 

• Yet, open enough that responsibility is not 
taken away. 

• So the subordinate has clear responsibility to 
propose solutions with a sense of 
entrepreneurial ownership. 

26 

Clear direction with clear ownership 
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A3 dynamics 

Coach(

Author( Peer(

27 

Our$focus$
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A3 Coaching Strategies 

•  Practice humble inquiry 
–  Pure inquiry 
–  Diagnostic inquiry 
–  Prompting inquiry 
–  Coaching process inquiry 

•  Keep a diary (PDCA) 
•  Become a better writer 

–  The clear logical thread 
–  Learn how to share 

•  Practice, Practice, Practice – all of the above 

28 
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PRACTICE HUMBLE INQUIRY 
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What(would(Edgar(do?(
•  Edgar(Schein(
•  “Grandfather”(of(organizaSonal(development(
•  Professor(Emeritus(at(the(MIT(Sloan(School(of(

Management(
•  Credited(with(creaSng(the(term(“corporate(

culture”(
•  Author(of(the(book,(“Helping:(How(to(offer,(give(

and(receive(Help”(
•  We(can(learn(a(lot(from(him(on(this(basic(human(

act(
•  Four(kinds(of(quesSons(
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The type and focus of questions should shift 
depending on where we are in the problem 

solving process 
Grasp(the(situaSon:(

Analysis:(

RecommendaSons:(

AcSon(Plans:(

Follow\up:(

31 
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Four kinds of questions : Edgar Schein 

1.  Pure Inquiry (framing the problem) 
–  “What is happening” 

•  Builds confidence and status in the learner 
•  Creates a safe situation to share 
•  Fosters ownership 

–  SOME Examples: 
•  Why is this important to talk about? 
•  How will this help the business? 
•  What is happening? 
•  How does the process work? 
•  Exactly what problem are you trying to solve? 
•  What have you looked at or heard? 
•  Is this the entire process? 
•  What is you goal? 
•  How are you going to measure that? 
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Four kinds of questions : Edgar Schein – 
contd’ 

2.  Diagnostic Inquiry (digging for root cause) 
–  “Why is it happening?” 

•  Focuses attention on the elements 
•  Builds new diagnostic skills 
•  Causes the learner to think about new areas 

–  SOME Examples: 
•  How did you arrive at this? 
•  Why did you select that approach? 
•  How has this tool helped the analysis? 
•  What makes you sure you have a cause / effect 

link? 
•  How does this tie back to the goal? 
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Four kinds of questions : Edgar Schein 

3.  Prompting Inquiry (considering options) 
–  “What would happen if….” 

•  Produces new hypothesis options 
•  Insures linkages 

–  SOME Examples: 
•  What have you looked at or heard? 
•  What have you thought about trying? 
•  How do these options tie back to the root cause? 
•  What are the pro & cons of these options? 
•  How did you select this option from the many? 
•  What does the future state process look like? 
•  What steps are needed for implementation? 
•  Are things going according to plan? Why?  Why not? 
•  How long will you track your changes to insure 

effectiveness? 
•  How will you sustain your gains? 
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Some helpful questions – not all inclusive 
Grasp(the(situaSon:(
•  What(is(happening?(
•  How(does(the(process(work?(
•  Is(this(the(enSre(process?(
•  Exactly(what(problem(are(you(trying(to(

solve?(
•  Tell(me(more?(
•  Have(you(told(me(everything?(
•  Can(you(describe(what’s(happening(

versus(what(should(be?(
•  What(have(you(looked(at(or(heard?(

Analysis:(
•  What(makes(you(sure(you(have(a(

cause(/(effect(link?(
•  How(did(you(arrive(at(this?(
•  How(has(this(tool(helped(the(analysis?(
•  Why(did(you(select(that(approach?(

RecommendaSons:(
•  What(have(you(looked(at(or(heard?(
•  What(have(you(thought(about(trying?(
•  How(do(these(opSons(Se(back(to(the(root(

cause?(
•  What(impact(do(you(expect(that(

countermeasure(to(have?(
•  What(are(the(pros(&(cons(of(these(opSons?(
•  How(did(you(select(this(/(these(parScular(

opSons(from(the(many?(
•  What(does(the(future(state(process(look(like?(

AcSon(Plans:(
•  How(will(that(step(impact(the(gap(to(the(goal?(
•  Are(things(going(according(to(plan?((Why(or(why(not?(
•  How(will(you(track(changes(to(insure(effecSveness?(
•  What(steps(are(needed(for(implementaSon?(

Follow\up:(
•  Was(the(goal(achieved?(Why(or(why(not?(
•  How(are(you(going(to(insure(ongoing(success?(
•  Are(there(any(open(issues?(((
•  Is(there(an(opportunity(to(replicate(/(share?(
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Let’s look at the questions you “asked” 
about the Oil Change A3 
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A3 Coaching Strategies 

•  Practice humble inquiry 
–  Pure inquiry 
–  Diagnostic inquiry 
–  Prompting inquiry 
–  Coaching process inquiry 

•  Keep a diary (PDCA) 
•  Become a better writer 

–  The clear logical thread 
–  Learn how to share 

•  Practice, Practice, Practice – all of the above 

37 
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Four kinds of questions : Edgar Schein 

4.  Coaching Process Inquiry (reflecting) 
–  “What is happening between us, right now?” 

•  Focuses on how the learner / mentor process is 
working 

–  SOME Examples: 
•  Are my questions helping? 
•  Are we getting anywhere? 
•  How do you think the conversation is going so far? 
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Keep a “diary” 

Plan(

Do(

Check(

Adjust(
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A3 Coaching Strategies 

•  Practice humble inquiry 
–  Pure inquiry 
–  Diagnostic inquiry 
–  Prompting inquiry 
–  Coaching process inquiry 

•  Keep a diary (PDCA) 
•  Become a better writer 

–  The clear logical thread 
–  Learn how to share 

•  Practice, Practice, Practice – all of the above 
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Become a better writer: The clear logical 
thread 

41 
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Learn how to share 

•  50% and go 
•  Share, don’t present 
•  Messy is okay 
•  Small lot works with A3’s too 
•  Captured dialogue = instant meeting minutes\ 

42 
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50% and go 

43 

BACKGROUND(

CURRENT(SITUATION(

TARGET(

ANALYSIS(

RECOMMENDATIONS(

ACTION(PLAN(

FOLLOW(UP(

50%(
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Share, don’t present 

44 

It’s your portable white board 
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Messy is okay 
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Small lot works with A3’s too 
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Captured dialogue = instant meeting 
minutes 

47 

Would(
they(do(it(
again?(

ClarificaSon(
points(

Alignment(with(
other(iniSaSves(

Do(we(
need(a(
rouSne(
cadence?(
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A3 Coaching Strategies 

•  Practice humble inquiry 
–  Pure inquiry 
–  Diagnostic inquiry 
–  Prompting inquiry 
–  Coaching process inquiry 

•  Keep a diary (PDCA) 
•  Become a better writer 

–  The clear logical thread 
–  Learn how to share 

•  Practice, Practice, Practice – all of the above 

48 

Write(

Share(

Coach(
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Some final thoughts on coaching 

•  Coaching implies the coach is regularly 
engaged.  Just because someone knows the 
rules of football doesn’t mean they do not need 
regular coaching.  Likewise, just because 
someone has been trained in the A3 process 
doesn’t mean they do not need regular 
coaching. 

•  If “clear direction with clear ownership” is taking 
place: 
–  The mentee will be engaged on the problem 
–  Closer to the problem than you 
–  So respect their knowledge 

•  Don’t use questions to guide them to 
YOUR answer 
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NEXT WEEK 
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So on Monday morning…. 

•  Proclamation 
–  Make a decision 

•  Process 
–  The A3 

•  Practice 
–  Practice 

•  Practice 

 51 
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Doing this will help you and your 
organize move 
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Write in solitude 

Use to report results 

Engage stakeholders 
in meetings (large 
lot) 

Conversationally engage 
stakeholders (small lot) 
prior to consensus mtg 
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QUESTIONS? 

53 
Contact:(erice@leanshid.com(


