Following the example of Revere Academy, small shops
can implement the 55 component of lean manufacturing

to improve efficiency and organization

s a small shop owner, you may wonder what lean manu-
facturing has to do with you. Most of whal you read about
the process s geared toward large production facilities. It
may have worked for companies with hundreds of
employees, bul what can it do for your small business?

According te Andrea Hill of HIlL Management Cansulling, shops that
apply the component of lean manufacturing known as 55 will benefit
greatly from the efficiency and organization that it premetes. The principle
of 55, which stands for the Japanese words soirf lorganizationl, sefton
Ineatness), seiso lcleaningl, seiketsu [standardization), and shitsuke Idisci-
plinel, is “setting yourself up le work in the most efficient and smarl way
possible,” says HILL whose cormpany has offices in Milwaukee, Chicage, and
Albuquerque, New Mexico.

To determine if 55 i5 righl for your shop, Hill suggests asking yoursell this
simple question: How many limes have you spent bwo minutes digging lor pli-
ors ina drawer? [ the answer is twice a day, thal’s 20 minutes cach workweek,
or more than two full work days lost each year. That's lime you can reclaim to
do whatever you want with: create, earn. train—aven loaf, "Any use of that time
wauld be bettor than that act of digging for things in'a drawer,” says Hill.

Last year Hill helped Revere Academy in San Francisco, a training Insti-
tute for jewelers that tought 1,100 students n 2007, adapt 55 to its needs,
In this article, Reverss emike oye discusses how the school applied 55 to
its administrative office and classroems. Many of the steps laken can be
applied in the small shop envirenment.

BY CAROL McCARTHY

CASE STUDY:
REVERE ACADEMY
ADOPTS 55

ne of the fist things that

should be sud aboue apply-

ing lean  ma lfacmring
principles in the small shop is thar you
can adapt them 1o suit your specific
needs, Revere followed the iuwcir.\.'-
industry-specific 55 approach taught by
Hill, which is actually a 65 approach:
She changed the 555 wo sortfng. !i'l.l.l'_l'!-lllﬁ"
g syiresmatic cleaning, seandardizing,
and sreserning, and added a siceh “S8” for
safety to address the dangerous machin-
ery and pul:n:l':tll:.' hazardous chemicals
used by jewelers, Revere implemented
this 68 process using the steps outlined

in this article,
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OFFICE
ORGANIZATION
Sorting, simplifying, and

systematic cleaning

ye decided that the most logical
place to start implementing
Revere’s 68 program was in the

school’s administrative office, which houses
six administrators and their possessions.
One of her first tsks was 1o creite more
storage space in the small office. Lack of
space is a common complaint among small
shops, says Hill, and organizing along 65
parameters results in “finding” more space.

Ta begin, oye charged the Revere admin-
isteation 1o sont through their belongings
and place each item in ane of five categories:
keep (item is used often), store (item is used
infrequently), needs repair, discard, and
scllfrecycle.

“We did a really deep cleaning, and for
artists, that was the most painful part,” oye
says, "W tend 1o keep things for a long
something. You really need to rake a Zen
approach in a way and detach yourself.”

oye advises small shop owners who
want to do this process bur work alone to

When it comes to'cleaning up your
shop, don’t neglect the office. An
organized office drawer prevents
wasted time spent hunting for a
paper clip or sticky note.

“For small shops, it may be difficult to measure the cost of
implementing 65, as it is almost entirely dependent on effort
and time,” says Andrea Hill. To get a general idea of how
much it might cost to implement 65 in a shop of five employ-
ees, Hill offers the hypothetical example below:

¢ The average hourly rate of employees in the shop is $15.
2 65 2-hour kick-off meeting = $150 [2 hours x 5 x $15]

¢ |n the first month, you spend 12 hours deep cleaning all
areas of the shop = $900 (5 employees x 12 hours x $15)

» Weekly 65 meetings for the first two months (1 hour per
meeting) = $600 [5 employees x 1 hour x 8 weeks x $15)

¢ [mplementation tasks other than the all-over deep clean,
which require 2 hours of each employee's time = $150 (5
employees x 2 hours x $15)

» Once you are in the maintenance phase of 65, it takes
each employee 10 minutes per day: $12.50/day ($15 per
hour/60 minutes x 10 minutes x 5 employees). That trans-
lates to $62.50 per week,

TOTAL IMPLEMENTATION COST: $1,800
TOTAL ONGOING MAINTENANCE COST: $62.50 per week or
$3,250 per year

Is it worth it? "Taiichi Ohno—the father of lean manu-
facturing—once famously said that Toyota owed its suc-
cess to analyzing the timeline from the moment the cus-
tomer submitted an order to the time when the cash was
collected, and removing non-value activities from that
timeline,” says Hill. "When you implement 55, you
remove a host of non-value activities from each day,
replacing them with efficiency, conservation of energy,
and increased quality. The nominal costs of 55 are a very
small price to pay for the potential benefit of driving up
revenue while simultaneously driving down costs.”
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invire a friend over to help, Let the friend
asle the hard questions, such as, Wlly do
you have this? When did you last use ie?
Can someone ¢lse benefit from it instead?
“It’s much casier to part with things when
you have an objective person there o
encourage you,” she says.

BENCH AND TOOL
ORGANIZATION
Sorting, simplifying, systematic
cleaning, and safety
nce the office was organized,
it was [ITe 1o move on o II'I-C

classrooms. The same pringi

ples of sorting. simplifying, and cleaning
apply, but when it comes to the bench
twoaols you own, there probably isn't much
excess, The goal here is organizing your
toals for maximum efficiency.

“The studio manager ar Revere organized
the instructors’ bench for general use, keep-
i“s Ih(‘ maost commaon tun]s Elﬂﬁ' At h.‘ll“‘l
and Soring those less rm.]uullll}‘ used inoa
wilk-in storage area on shelving units.
When organizing your own bench, Hill
suggests grouping tools in the following cat-
cgorics: used daily/all day, used dailyfonge,
used weekly, or used seldom, Swore the wols
used mest frequently closest 1o your body
in the casiest-to-reach locations, and store
those used less I'mqucnlh' farther our, in
rlL'-.sa.'udillg order hy HSARE CAICEOTY

“Oiganize your bench well and your
body will know where things are, saving
time and physical strin,” says oye, Having
the right wol handy also means you'll be
less likely ro make do with 2 ol that is net
qu'm: riglu for |'|1|:]'u|s_ Mukil\gdﬁt‘an have
a negative impact on quality, Hill says, and
65 has been shown w improve quality, as
well as the botom line, “Both Honda and
Toyota n,'pnr[(d that llIL'_'H reduced quulil}'
defects 25 to 30 pereent when they imple-
mented 55," says Hill, “When you caleu-
late how much that mattered in terms of

rework, repain and returns, that’s huge.”

only one layer of
allowed per drawer
Left]. The students” tool
5 have laminated pho-
ols on the inside

[top right),

see where the

ether any-

[right].

In addition 1o olg;mir.ills the instric-
tors’ bench, the staff ar Revere wanted o
make sure the students were participa-
ing in the 65 efforr, as well, To keep the
students’ wol lockers organized, the staff
awached laminated photos of the wols
o the inside door and shelves of cach
ool locker, so irs easy w0 see where the
wols go and whether aﬂ}'(lling is miss-
ins. When i comes o drawer storage,
anly one layer of items is allowed per
drawer. This prevents wasting time dig-
ging around to find a specific item—
everything is in its place.

.M:mg with ol ::rganimtinn. one of
the most critical components of 65 in
the classraom or workshop is safery. “We
started |hiukin5 about safety and clearly
|a|}c1in5 cw.'r)'llli |15.' Oye says, The labels
range from instructions on how to trn

on and off oxygen and propane tanks, o
reminders 1o wear safery goggles, Hill
says such labeling is even more critical
with less-used items in which struggling
LLi] r|,'11wnll)¢l' IIHW o use []1|:|11 mﬂl\l
pose a mﬁ:{y hazard.

Afier more than a month of sorting,
simplifying, and cleaning, the staff had an
entire classroom filled with items o sell,
donate, reeyele, or discard. Maney earned
from the sale of the items was used 10

reward the safl with a celebratory dinner.

COMMUNICATION
AND MOMNITORING
Standardizing

n a small shop with a few employees,
one of the most crucial aspects in
implementing a 58 system is commu-
nication. At Revere, a job wheel keeps
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everyone apprised of who is responsible
for routine tasks, such as cleaning and stw-
dic maintenance, The “Wheel of Jobs™
shown ar the far right is for the kitchen
and office arcas of Revere. Duties shift
weekly to ensure that one member of the
staff isn't stuck with the same sk for oo
long. There is a separate job wheel for the
classroom, as well as a student job wheel.

An Action Register is used 1o record
wh is responsible for other rasks at hand.
Iv includes a description of the sk, the
mame of the point person on the job, the
due date, the time required 1o do the job,
and an arca 1o check off when rhe job has
been completed.

1's helpful 1o create a Communication
Board 1o 'ltccp track of all 68 acuvities in
one place. Since many of the seafl a
Revere are not there at the same time, the
65 Comimunication Board helps them
keep wack of what cach is doing.
Centrally located so it's casily visible by all
staft, the Communication Board includes
the staff job wheel, Action Register, a cal-
endar, 68 meeting minutes, and other 65-
related marerials.

PROGRESS
Sustaining
fter the program has been imple-
mented, the difficult wsk of
maintaining momentum  must
begin, Otherwise, a company will have the
expense but not the benefits of the pro-
gram. Hill notes, When it comes 1o 65,
the expense is really time. oye cstimares
tha the Revere stafl donated a week of
time 1o 65 at the outser, *Your daily busi-
ness needs 1o take a back sear for that first
week of super cleaning and reorganizing,”
she says. “But, in the end, we are uL‘:u:“r
making moncy by rumning a more effi-
cient ship.”
The success ar Revere Academy has
much o do with founder Alan Revere's

participation, “Top-level involvement is
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ties in one place. The job wheal [bottam right) keeps ave 2
such as cleaning and maintenance. The Agtion

responsible for routing task

ALLSTAFF 1S RESPONSINLE FOR
CLEANING TIHELR 0WN MISIES

k of all 65 activi-
apprised of who i5

Register [bottom left] is used to keep track bf the progress of ather specific tasks.

needed for the success of a program that
relics on plenty of work up front widh a pay-
off down the line,” Hill says,

“lt really is a big sk adds oye
“Everyone has to be on board and want o
do it.” There are other hurdles o e over-
come, 1oa, stich as arguments from employ-
ces thar eleaning and organizing are beneath
them, or that dhere is no point in cleaning
because the aren will get messy again. To
overcome these hurdles, Hill suggests lead-
ing by cxample. "I the shop owner stars
with his own bench, takes a *before’ photo,
implements 65, and takes an ‘after’ photo,
he can show the difference to his employ-
ces,” she says “Ics hand o argue with the
notion that the after’ photo will provide the
bench j:,'\.w,'hf ||!=:m|:H"Lcirnc}:"

ove agrees that sustining momentum is
not easy. Originally, the Revere Academy's
staff had 65 momenium mectings monthly:
now they micet every two months, “We have
to nudge each other,” says oye. “You don't
just da it onee and stop,” she says. To gauge
their success, the stall measures. progress
along several levels of accomplishment.
ranging from just beginning o conrinu-
ously improving, oye says that while the
waork is never over, the benefits show on a
dlaily basis.

“The office and classrooms look more
professional, our staff is betrer at commu-
nicating with each other, and we have an
atmosphere of mutual respect,” she says.
“The students take notice, and respect
begets respect.” #



