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What is Lean 
In today’s dynamic environment, organization faces a constant challenge of delivering quality services 

with the limited resources at their disposal. Strained market environment has led organizations to 

constrain their budgets all the while expected to outperform their competitors through customer quality 

and retention. 

Lean is a management method which focuses on maximizing customer value and minimizing waste. This 

method transforms organization’s approach by shifting their focus on technology and asset 

management to optimizing the flow of products and services. 

How did it all begin 
The concept of lean manufacturing was introduced by Henry Ford in 1913. The idea behind the concept 

was to reduce the time involved in each process by introducing sequential steps into each of the 

process. This resulted in delivering perfectly fitted components into vehicles in a lesser time frame. 

While Ford’s process was very effective, their limited model of cars seemed to create a hindrance.  

Other manufacturers around that time gained better market share as they filled the gap of customer 

demands in the market. While they invested in larger machines with better productivity, apparently 

lowering process costs, but this resulted in throughput times and high inventory. 

Toyota production system: example of a redefined process 

Toyota, in the 1930s, studied the production system designed by Ford and created innovative ways to 

implement this system to deliver variety of products while retaining good continuity in process flows. 

Through this implementation, Toyota shifted its focus from individual machine utilization to wastage in 

the production process flow.  

Toyota identified the required machines; actual volume needed, self monitoring controls, process 

sequence of the machines, focusing on the required production per machine and the system for each 

process to identify and communicate the previous process step of its current needs. 

How has it benefited Toyota 

Since its implementation of Lean, Toyota has grown to be the largest automaker in the world through 

rising sales and market share in every global market. Toyota stands out to be leading example of the 

successful Lean operating company. 
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Growth of the lean: Branching out to different fields 
Success of Toyota has captured the world’s attention towards Lean implementation. Although its origin 

is based on a manufacturing, the principles are being applied by organization operating under different 

sectors such as retail, healthcare, construction, maintenance and government institutions. 

The concept of waste management and simplifying unnecessary processes has proved to be successful 

and beneficial for many organizations. Lean has helped organizations solve commonly faced problems 

such as inventory management and production efficiency. 

So what are the underlying principles of Lean 
To understand how Lean implementation can help your organization, it is prudent to fully understand 

the underlying principles on which Lean stands. While these principles are important from their own 

unique aspect, understanding the correlation between these principles is highly important. There are 

eight main principles that Lean comprises of: 

Customer focus 

The main objective of lean is to deliver customer value at the lowest cost. How is this important? It’s a 

simple equation: Delivery value defined by the customer at the lowest price. Achieving lowest price 

involves a lot of factors one of which is to eliminate the activities that add no customer value.  

Basic system stability 

Stable systems become highly important factor for an organization to deliver value. Creating a baseline 

process which can be monitored and improved consistently is the first step in Lean implementation. In 

order to create a baseline, organizations need to answer and clearly establish these four criteria: 

manpower, machinery, materials and methods. 

Leadership support 

Lean is an idea based on continuous improvement. This means that the commitment and seriousness of 

the management to implement Lean becomes key. Management support and zest to continuously 

improve and evolve is necessary to successfully implement lean and reap its benefits. 

Employee empowerment & protection 

Lean is all about driving growth and having a clear strategy. Employee empowerment is important as 

giving responsibility and holding key people accountable not only makes employees important but gives 

them a sense of their value to the organization. 

Having said that, Lean does not suggest organizations retain their entire manpower regardless of their 

performance. Lean focuses on eliminating waste (non value added activities). Where an activity is not 

required, organizations need to reassess the resource allocation.  
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Training 

This principle focuses on employee utilization to the activity most necessary for the organization. This 

requires cross functional training, which broadens an employee’s ability to contribute to the 

organization towards its needs and not limit the employee to certain tasks. 

Communication 

Communication is a key factor while implementing lean. The impact of lean implementation is truly 

visible when the organization as a whole has fully understood the new vision of the management. 

Continuous improvement 

Perfection is the goal and continuous improvement is the way to achieve it. This includes constantly 

reviewing process and identifies ways to eliminate waste. With change in market demands, comes 

change is operational strategy. Changes in operational strategy requires reassessing processes which 

means it is necessary to reassess the waste processes or sub processes. 

Performance management  

Performance management comprise of three elements: Quality, cost and delivery. These three elements 

are directly linked to organization’s objectives. Addressing these objectives, helps organizations create 

value to its customers at the lowest price.  
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Building blocks of lean 
In order to reduce or eliminate the above wastes, Lean practitioners utilize many tools or Lean Building 

Blocks. The more common building blocks are listed below. Some are used only in manufacturing 

organizations, but most apply equally to service industries.  

• Pull System – The technique for producing parts at customer demand. Service organizations 

operate this way by their very nature. Manufacturers, on the other hand, have historically 

operated by a Push System, building products to stock, without confirmed customer orders.  

• Kanban – This method focuses on maintaining an orderly flow of material. Kanban cards are 

used to indicate material order points, how much material is needed, from where the material is 

ordered, and to where it should be delivered.  

• Work Cells – The technique of arranging operations and/or people in a cell rather than in a 

traditional straight assembly line. This concept allows for better utilization of people and 

improves communication.  

• Total Productive Maintenance – TPM capitalizes on proactive and progressive maintenance 

methodologies and calls upon the knowledge and cooperation of operators, equipment vendors, 

engineering, and support personnel to optimize machine performance. Results of this optimized 

performance include; elimination of breakdowns, reduction of unscheduled and scheduled 

downtime, improved utilization, higher throughput, and better product quality.  

• Total Quality Management – Total Quality Management is a management system used to 

continuously   improve all areas of a company's operation. TQM is applicable to every operation 

in the company and recognizes the strength of employee involvement.  

• Quick Changeover – The technique of reducing the amount of time to change a process from 

running one specific type of product to another. The purpose for reducing changeover time is 

not for increasing production capacity, but to allow for more frequent changeovers in order to 

increase production flexibility. Quicker changeovers allow for smaller batch sizes.  

• 5S or Workplace Organization – This tool is a systematic method for organizing and 

standardizing the workplace. It’s one of the simplest Lean tools to implement, provides 

immediate return on investment, crosses all industry boundaries, and is applicable to every 

function with an organization. Because of these attributes, it’s usually our first recommendation 

for a company implementing Lean. 
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Lean different from traditional approach 

Concept Traditional approach Lean approach 

Inventory An asset, as defined by 

accounting  

terminology 

A waste – ties up capital and  

increases processing lead-time 

Economic order quantity Very large – run large batch sizes 

to make up for process 

downtime 

ONE – continuous efforts are 

made to reduce downtime to 

zero 

People utilization All people must be busy at all 

times 

Because work is performed 

based directly upon customer 

demand, people might not be 

busy 

Process utilization Use high-speed processes and 

run them all the time 

Processes need to only be 

designed to keep up with 

demand 

Work scheduling Build products to forecast Build products to demand 

Labor costs Variable Fixed 

Work groups Traditional (functional) 

departments 

Cross-functional team 

Accounting  By traditional FASB* guidelines “Through-put” Accounting 

Quality Inspect/sort work at end of 

process to make sure we find all 

errors 

Processes, products, and services  

are designed to eliminate errors 

 

Barriers to implement 
Many of the companies that attempt to implement Lean experience difficulties and/or are not able to 

achieve the anticipated benefits. Some of the barriers to implement are:  

• The company fails to tie the improvement metrics to financial statements.  

• The company implements the building blocks in the wrong sequence.  

• Lean isn’t difficult, but can be complicated because of all the variables and communication 

involved.  

• The company spends too much time on training and not "doing," or they start at the wrong 

place.  

• Failing to expand lean implementation to the supply chain. Because of the need for just-in-time 

delivery of materials, minimization of inventories and Lean's dependence upon high quality 

products and services, companies need to bring suppliers into the improvement efforts. 

• Resistance to change due to lean implementation and communication from the management. 
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How can Falak help 
Implementing a successful lean operation requires a thorough understanding of the lean principles. At 

Falak, our core team can help you implement this by bringing together a team which involves the 

management, our experts and your employees to collaboratively work towards achieving a lean system. 

• Developing communication plan between management and employees 

• Integration between organization and supply chain 

• Planning out the right method to implement a lean structure. 

We achieve a successful lean implementation through understanding your business, the processes 

involved and the people within the organization through workshops and training.  
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