Turning PDCA into a Routine for

Learning

Mohammed Hamed Ahmed Soliman

Published by personal-lean.org, 2020.



Publisher: Personal Lean Publications
For inquiries: info@personal-lean.org
Website: www.personal-lean.org

No Al-generated text, translation or images were used in the
production of this work.

All trademarks and brand names belong to their respective
owners and are used for identification and educational
purposes only.

No part of this publication may be reproduced, stored in a
retrieval system, or transmitted in any form or by any
means, including text, photographs, illustrations, tables,
and diagrams, without prior written permission from the
copyright holder.

While every precaution has been taken in the
preparation of this book, the publisher assumes no
responsibility for errors or omissions, or for damages
resulting from the use of the information contained
herein.

TURNING PDCA INTO A ROUTINE FOR
LEARNING

First edition. October 13, 2020.

Copyright © 2020 Mohammed Hamed Ahmed
Soliman.

ALL rights reserved.
Written by Mohammed Hamed Ahmed Soliman.



Table of Contents

.......................................................................................................... 1
Plan-Do-check-Act-Cycle ...ueieeereernerinecerecineceneceneens 6
The Plan Phase ... sessssessaesaessessessessens 12
Distinction between Management by Objectives and Lean
MANAZEMENL cuucververrenrecrsersersessessessesssssssessessessestesssssssssasssessessessessesses 13
The Use of Incentives to Motivate Creative Thinking and
Encourage Employees to Generate Ideas for the Plan................ 20
The D0 Phase...uueeeeeiesieeieseeeeieees et sssssaesaesassessessessens 24
Hiring the Lean Team-Who Is Responsible for Making
IMProvemMEnt 2. it sssssssaes 25
The Check Phase......uueueeieeeeeeeeeieeesesiessessessssessaesasssessessessens 27
Aligning the Improvement Efforts with The Overall
Demanded Outcomes for Maximum Efficiency .......ccovevuucvenncee 28
TIPS ottt es 31
The Use of Cost Benefit Analysis in Decision Making.......32
Short-term Focus on Cost Reduction........ccccoeeererrerrenrnnnes 34
What Is Behind SUccess? .......vueuererreererreereerereeeresesessessnne 37
APPENdiX. Lo sissesisssessssesssssssssssessssenns 39
GEMDAaeeteeeee ettt 40
AppendiX. Il ssssesssesssssssssssnenns 45
Toyota Coaching Process.......cuceueveneversesisnsesssesisnnenns 46
AppendiX. I eieerieecireriiesieeessssesssesesssssessssnenns 48
Lean ReSOUICES...coviiiinrerreireeseeetetssessssssssssssssssesssssssssssesnnes 50

REFERENCES.....iniiniissiessisessssssssssssssasesaens 51






4 MOHAMMED HAMED AHMED SOLIMAN

Dedication
I created this book with the help of many different business

resources.

These academic articles and books are all cited at the end
of this book. A number of people have influenced my learning
journey and my entire career. I would like to acknowledge them
here.

Esraa Soliman: My lovely wife and partner. She encouraged
me to write and publish this work. In fact, she always encourages
me to do creative

work.

Jeffrey Liker: Professor at the University of Michigan and
author of The Toyota Way and the amazing Toyota series of
books. His impressive work on Toyota inspired and influenced
my learning about the Toyota Production System. I would really
like to thank him for his indirect involvement

in this work. Many examples included in this book were
originally from his books. Although I have never met Jeff face
to face, we have had great communications over social media
platforms.

Chris Duklet: A lean manufacturing leader from the United
States who works in the field of healthcare. He has contributed
to this work by reviewing the book prior to publication and
giving me useful recommendations and advice.

Attia Gomaa: Professor at the American University in Cairo
who influenced

my teaching career at the university and taught me how to

become a good trainer.



TURNING PDCA INTO A ROUTINE FOR LEARNING 5

Steven Borris: A business consultant, author, and friend
from England who influenced my writing career. He encouraged
me to write and publish. Steven was my mentor on lean
manufacturing, helping me first to understand the basics, after
which I developed my understanding through deep practice and
self-directed learning.

Eslam Soliman: My friend and a professor at the Assiut
University. His PhD is from the University of New Mexico.
He has influenced my entire writing career by giving me
recommendations and advice on how to write and publish. He
revised my published works many times and kept inspiring me
after every piece I wrote and published.



Plan-Do-check-Act-Cycle

M istakenly, many people think plan-do-check-act (PDCA)

is a continuous improvement cycle, even if they neglect

the human part. PDCA does aim to improve the process, but if
you have only improved the process without developing and
teaching your people, you have put the process at risk of slipping
back. People must be trained in the culture of continuous
improvement so they can keep managing the process with the
new method.

PDCA is actually a remarkable learning cycle because people
learn by doing. The best thing is to pick up a real project and
start improving a process (Soliman, 2016). You don’t learn to
play football by watching a game or golf by watching the coach.
You have to practice under the watchful eye of the mentor to
develop new habits and change the bad ones. An attentive coach
is critical to helping you make a new method become routine.

Toyota has several steps in its problem-solving process, steps
that cycle through the famous PDCA wheel (Liker, 2012):

1. Define the problem relative to the ideal (plan).
2. Grasp the current situation (plan).

3. Break down the problem into manageable pieces
(plan).

Find the root cause of the problem (plan).
Develop countermeasures (plan).

Implement the solution (do).

Examine what the actual outcomes are (check).
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Adapt, adjust, standardize and scale the solutions to
other areas (act).



