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Waste is………..Waste is………..

“Anything that adds Cost 
to the product without 

adding Value”

8 Wastes of Fat Manufacturing8 Wastes of Fat Manufacturing

1.1. Overproduction Overproduction 

2.2. Unnecessary transportation Unnecessary transportation 

3.3. Unnecessary motion Unnecessary motion 

4.4. Waiting Waiting 

5.5. Unnecessary processing Unnecessary processing 

6.6. Excess inventory Excess inventory 

7.7. Defects Defects 

8.8. Not using the knowledge and Not using the knowledge and 
intellectual ability of staff (ignoring intellectual ability of staff (ignoring 
talent) talent) 
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How much from wasted talent?

One of the most striking 
examples is the Proctor and 
Gamble study that ran 
several similar factories 
differentiated only by 
worker empowerment…………

..the empowered plants 
were up to 50% 
more productive!

John Bicheno - The Lean Toolbox

Where has my company achieved all possible Where has my company achieved all possible 
gains?gains?

1. Overproduction 

2. Unnecessary transportation 

3. Unnecessary motion 

4. Waiting 

5. Unnecessary processing 

6. Excess inventory 

7. Defects 

8. Not using the knowledge and intellectual 
ability of staff (ignoring talent)
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So, what is Empowerment?So, what is Empowerment?

�� EmployeesEmployees feel responsible not for just doing a job, but feel responsible not for just doing a job, but 

also for making the whole organization work better. The also for making the whole organization work better. The 

new employee is an active problem solver who helps new employee is an active problem solver who helps 

plan how to get things done and then does them.plan how to get things done and then does them.

So, what is Empowerment?So, what is Empowerment?

�� EmployeesEmployees feel responsible not for just doing a job, but feel responsible not for just doing a job, but 

also for making the whole organization work better. The also for making the whole organization work better. The 

new employee is an active problem solver who helps new employee is an active problem solver who helps 

plan how to get things done and then does them.plan how to get things done and then does them.

�� TeamsTeams work together to improve their performance work together to improve their performance 

continually, achieving higher levels of productivity.continually, achieving higher levels of productivity.
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So, what is Empowerment?So, what is Empowerment?

�� EmployeesEmployees feel responsible not for just doing a job, but also for feel responsible not for just doing a job, but also for 

making the whole organization work better. The new employee is an making the whole organization work better. The new employee is an 

active problem solver who helps plan how to get things done and active problem solver who helps plan how to get things done and 

then does them.then does them.

�� TeamsTeams work together to improve their performance continually, work together to improve their performance continually, 

achieving higher levels of productivity.achieving higher levels of productivity.

�� OrganizationsOrganizations are structured in such a way that people feel that are structured in such a way that people feel that 

they are able to achieve the results they want. That they can do they are able to achieve the results they want. That they can do 

what needs to be done, not just what is required of them and be what needs to be done, not just what is required of them and be 

rewarded for doing sorewarded for doing so..

The empowered workplace is The empowered workplace is 
characterized by:characterized by:

�� Enhancing the content of the workEnhancing the content of the work

�� Expanding the skills and tasks that make up the Expanding the skills and tasks that make up the 

jobjob

�� Liberating creativity and innovationLiberating creativity and innovation

�� Greater control over decisions about workGreater control over decisions about work

�� Completing a whole task rather than just Completing a whole task rather than just 

portions of itportions of it

�� Customer satisfactionCustomer satisfaction

�� Marketplace orientationMarketplace orientation
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From the Pyramid to the CircleFrom the Pyramid to the Circle

�� Decisions are made at the topDecisions are made at the top

�� Each person is clearly responsible only for their jobEach person is clearly responsible only for their job

�� Change is slow and rare and comes only from the topChange is slow and rare and comes only from the top

�� Feedback and communication are from the top downFeedback and communication are from the top down

�� Movement and communication between divisions is minimalMovement and communication between divisions is minimal

�� If you do your job you  can expect job security and promotions as the If you do your job you  can expect job security and promotions as the 

organization expandsorganization expands

�� People focus attention upward, and the person above you is responsible People focus attention upward, and the person above you is responsible 

for your resultsfor your results

�� Managers say how things are done, and what is expectedManagers say how things are done, and what is expected

�� Employees are not expected to be highly motivated, so it is necessary to Employees are not expected to be highly motivated, so it is necessary to 

keep tight control over their behaviourkeep tight control over their behaviour

The PyramidThe Pyramid
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�� The customer is the centreThe customer is the centre

�� People work cooperatively to do what is neededPeople work cooperatively to do what is needed

�� Responsibility, skills, authority, and control are sharedResponsibility, skills, authority, and control are shared

�� Control and coordination come through continual communication and many Control and coordination come through continual communication and many 

decisionsdecisions

�� Change is sometimes very quick, as new challenges come upChange is sometimes very quick, as new challenges come up

�� The key skill for an employee, and a manager, is the ability to work with othersThe key skill for an employee, and a manager, is the ability to work with others

�� There are relatively few levels of organizationThere are relatively few levels of organization

�� Power comes from the ability to influence and inspire others, not from your Power comes from the ability to influence and inspire others, not from your 

positionposition

�� Individuals are expected to manage themselves and are accountable to the Individuals are expected to manage themselves and are accountable to the 

whole whole –– the focus is on the customerthe focus is on the customer

�� Managers are the energizers, the connectors, and the empowerers of their Managers are the energizers, the connectors, and the empowerers of their 

teamsteams

The CircleThe Circle

Where are you?Where are you?

Your Team?

Your Organization, one year from now?

Your Organization?

Your Organization, one year ago?
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Empowerment is totalEmpowerment is total

It is not a single It is not a single changechange, but a total , but a total 
shift of everything about the way we shift of everything about the way we 
do business and work togetherdo business and work together

First and Second Order ChangeFirst and Second Order Change

SituationSituation First OrderFirst Order Second OrderSecond Order

Driving a carDriving a car Use gas pedalUse gas pedal Shift gearsShift gears

Watching TVWatching TV Change ChannelChange Channel Turn it offTurn it off

GovernmentGovernment From one dictator to From one dictator to 

anotheranother

From dictator to From dictator to 

democracydemocracy

MeetingMeeting Shift agendaShift agenda Use meeting facilitatorUse meeting facilitator

Assessing resultsAssessing results Increase target Increase target 

numbersnumbers

Focus on quality of Focus on quality of 

productsproducts

TeamTeam New proceduresNew procedures New way of making New way of making 

decisionsdecisions

BusinessBusiness Reshuffle jobsReshuffle jobs Go from pyramid to Go from pyramid to 

circlecircle
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Now to move the mindsets…..Now to move the mindsets…..

From    From    

•• PowerlessPowerless

•• Waiting for ordersWaiting for orders

•• Doing things rightDoing things right

•• ReactiveReactive

•• The contentThe content

•• QuantityQuantity

•• Boss responsibleBoss responsible

•• Blame placingBlame placing

ToTo

�� EmpoweredEmpowered

�� Taking actionTaking action

�� Doing the right thingDoing the right thing

�� Creative and proactiveCreative and proactive

�� Process and contentProcess and content

�� Quality and quantityQuality and quantity

�� All responsibleAll responsible

�� Problem solvingProblem solving

The Three Major Mindset ShiftsThe Three Major Mindset Shifts

1.1. Towards ProcessTowards Process

2.2. Towards ResponsibilityTowards Responsibility

3.3. Towards LearningTowards Learning
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SecondSecond--OrderOrder ChangeChange is a must for….is a must for….

MindsetsMindsets

RelationshipsRelationships

Organization Organization 

StructureStructure

What Motivates your employees?What Motivates your employees?

What do we know about people?What do we know about people?
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Here is what we know about people:Here is what we know about people:
11stst Basic Assumption………Basic Assumption………

•• People want recognitionPeople want recognition

•• People like to be praisedPeople like to be praised

•• People want to be handled as People want to be handled as 

peoplepeople

•• People like to receive creditPeople like to receive credit

•• People like to feel importantPeople like to feel important

•• People like a pat on the backPeople like a pat on the back

•• People look for support and People look for support and 

empathyempathy

People want to be 

handled positively

Here is what we know about people:Here is what we know about people:
22ndnd Basic Assumption………Basic Assumption………

•• People want to be understoodPeople want to be understood

•• People want the have the right to People want the have the right to 
know about the things that concern know about the things that concern 
themthem

•• People need someone to listen to People need someone to listen to 

themthem

•• People need to be involvedPeople need to be involved

•• People like to say how they feelPeople like to say how they feel

•• People want to belongPeople want to belong

•• People want to have their wayPeople want to have their way

People want to 

contribute
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Here is what we know about people:Here is what we know about people:
33rdrd Basic Assumption………Basic Assumption………

•• People like to know where they standPeople like to know where they stand

•• People want objectivesPeople want objectives

•• People like to know against what norms People like to know against what norms 

their performance is measuredtheir performance is measured

•• People want to know what is expected of People want to know what is expected of 

themthem

•• People want clarity regarding things which People want clarity regarding things which 

concern themconcern them

•• People want standardsPeople want standards

•• People want to know when a task needs to People want to know when a task needs to 

be completedbe completed

•• People are prepared to give information if People are prepared to give information if 

it can help clarify a  positionit can help clarify a  position

People want 

direction

1. People want to be handled 1. People want to be handled 
positivelypositively

ThereforeTherefore,,

BE SUPPORTIVEBE SUPPORTIVE

�� Give RecognitionGive Recognition

�� Offer HelpOffer Help
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2. People want to Contribute2. People want to Contribute

Therefore,Therefore,

BE ACCOMODATINGBE ACCOMODATING

�� Ask for suggestionsAsk for suggestions

�� Ask for opinionsAsk for opinions

�� Show understandingShow understanding

�� Create opportunities for Create opportunities for 

discussiondiscussion

�� Show interestShow interest

3. People want direction3. People want direction

Therefore,Therefore,

BE DIRECTIONALBE DIRECTIONAL

�� Give suggestionsGive suggestions

�� Give OpinionsGive Opinions

�� Ask for clarificationAsk for clarification

�� Ask for summaryAsk for summary

�� Set follow upSet follow up
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So, to have motivated employees….So, to have motivated employees….

All we have to do is apply the All we have to do is apply the 

correct balance tocorrect balance to the the 

THREE BEHAVIORAL THREE BEHAVIORAL 
SKILLSSKILLS

And that is called

Managing Interpersonal effectiveness

The New Work Contract: MutualityThe New Work Contract: Mutuality

1. Shared Assessment

2. Problem Solving Orientation

3. Growth and Learning
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Developing Collaborative Relationships

History of collaboration

1. In the 1950’s managers learned to be friendly

2. In the 1960’s managers became sensitive to needs and 

motivation

3. In the 1970’s managers asked employees for help

4. In the 1980’s managers initiated a lot of meetings

5. In the 1990’s managers started sharing ownership of tasks and 

rewards for results

6. In the last decade managers are collaborating with employees, 

who have a 50% responsibility to make it work for the organization

Steps to CollaborationSteps to Collaboration

1.1. PaternalismPaternalism

2.2. CommunicationCommunication

3.3. ParticipationParticipation

4.4. CollaborationCollaboration
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The new leader is responsible for the process, not the outcomes

Directive

• You alone are responsible

• High-intensity persuasion

• Prescribes what to do

• You assume you know the way

• Minimal feedback

• Midcourse correction is difficult

• Used when there is little prior 

commitment

• No time for pilot tests or 

questions

• Top-down communication

Collaborative
• Shared responsibility

• Low-key encouragement

• Facilitates group discovery

• You ask others for help

• Communication and controversy

• Flexible, easy to shift direction

• Used when everyone shares goals 

and goal-setting       

• Makes use of pilot projects and 

continual evaluation of results

• Two-way communication

The new Facilitative LeaderThe new Facilitative Leader

��Leads with vision, not traditionLeads with vision, not tradition

��Learner, not teacherLearner, not teacher

��Focus on process, not contentFocus on process, not content

��Enabler, not controllerEnabler, not controller

��Coach, not expertCoach, not expert

��Linker, not hoarderLinker, not hoarder

��Emotional literacy, not technical skillEmotional literacy, not technical skill
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Shifting to Facilitative LeadershipShifting to Facilitative Leadership

Managers NeedManagers Need Employees needEmployees need

SupportSupport Structure, incentivesStructure, incentives Feedback, encouragementFeedback, encouragement

ResourcesResources Models, coachingModels, coaching Tools, practiceTools, practice

DirectionDirection Vision, inspirationVision, inspiration Goals, measurementsGoals, measurements

KnowledgeKnowledge Training, examplesTraining, examples Training, role modelsTraining, role models

SupportSupport

ResourcesResources

DirectionDirection

KnowledgeKnowledge

Building Empowered TeamsBuilding Empowered Teams
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Inertia

Anger

Self-Doubt

Chaos

Empowerment

You are 

here

To Recap: what is Empowerment?To Recap: what is Empowerment?

�� EmployeesEmployees feel responsible not for just doing a job, but also for feel responsible not for just doing a job, but also for 

making the whole organization work better. The new employee is an making the whole organization work better. The new employee is an 

active problem solver who helps plan how to get things done and active problem solver who helps plan how to get things done and 

then does them.then does them.

�� TeamsTeams work together to improve their performance continually, work together to improve their performance continually, 

achieving higher levels of productivity.achieving higher levels of productivity.

�� OrganizationsOrganizations are structured in such a way that people feel that are structured in such a way that people feel that 

they are able to achieve the results they want. That they can do they are able to achieve the results they want. That they can do 

what needs to be done, not just what is required of them to be what needs to be done, not just what is required of them to be 

rewarded for doing sorewarded for doing so..
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