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Book Reviewer Comments
“The Fieldbook is a must read for those wanting to un-
derstand the kaizen methodology. Mark Hamel clearly 
identifies its role utilizing the TPS version of SDCA and 
PDCA. He further traces his follow-through model to 
the ‘learn-by-doing’ methodology of the Training Within 
Industry (TWI) program, which was developed in the U.S. 
during WWII, and is going through a resurgence today 
as companies struggle to sustain kaizen gains. This book 
now has a prominent place on my bookshelf.”

—Robert J. Wrona, Executive Director, TWI Institute®

 “A critical distinction from other texts on the market, the 
Fieldbook links the technical aspects of kaizen to lean 
philosophy. Kaizen is the game changer in any lean trans-
formation, and this is the game book.” 

—Bruce Hamilton, President, Greater Boston Manufactur-
ing Partnership

 “Executing effective kaizens is always a challenge. I have 
not seen any other book on the market that gets into this 
level of understanding kaizen events—from pre-planning 
to follow-through. This book will benefit not only the new 
adopters of lean, but also the early adopters who require 
a ‘back-to-basic’ understanding of how to properly ex-
ecute kaizen events to effectively drive change.” 

—Richard Levesque, Vice President and General Man-
ager, Professional Division, MAAX U.S. Corporation

“The Fieldbook is a roadmap for organizations to follow 
as they actively seek a continuous improvement culture 
and positive bottom-line performance. It is an essential 
reference for the proper application and implementation 
of kaizen. I intend to provide everyone on my manage-
ment team with a copy.”

—Max Willsie, Plant Manager, Toyota Boshoku Can-
ada, Inc.

“Applicable to any industry, the Fieldbook shows you what 
kaizen looks like when done properly. I plan to give one 
to each of my CEO clients.”

—Linford Stiles, Chairman and CEO, Stiles Associates

“Lean is about results and outcomes, not just intense 
focus on the process. The Kaizen Event Fieldbook bal-
ances theory with the tactical nuts and bolts, providing 
a practical roadmap for managers at all levels to stra-
tegically deploy kaizen and bring positive results to the 
bottom line.”

—Ted Gramer, Executive Vice President and General 
Claims Manager, Liberty Mutual Group

“An exceptional and in-depth review of the technical 
components of kaizen, I found this book to offer sound 
guidance on how to avoid the pitfalls of inadequate 
preparation, uncommitted leadership, and lack of focus 
on sustaining the improvements in business performance 
that lean anticipates. It is a true reference that I anticipate 
returning to again and again.”

—Jack M. Dutzar, M.D., President/CEO, Fallon Clinic, Inc.

“Amazingly prescriptive and reflecting years of knowledge 
acquired from renowned sensei, Mark Hamel has done a 
masterful job with the Fieldbook. Managers, instructors, and 
employees in any lean or aspiring lean company, within any 
industry, will find it an indispensable reference to impact 
positive, sustainable change. I plan to use it as a teaching 
tool for employees throughout my organization.” 

—David A. Amrhein, Vice President, Operations and Lean 
Enterprise, Ascent Healthcare Solutions, Inc.

“During any lean implementation, the pace of kaizen 
events is critical to maintaining momentum. This well 
organized, readable book will help us standardize and 
refine our approach.” 

—Kenneth Chandler, Vice President of Operations, Smith 
& Wesson

“Engaging your entire workforce in driving business 
results is fundamental to lean success. Mark Hamel has 
done an outstanding job of laying out the team kaizen 
methodology. The Fieldbook is a practical guide and I 
recommend it as a read for every business leader and 
lean practitioner.”

—Jerome D. Hamilton, Global Director, Lean Six Sigma 
& Business Initiatives, 3M Industrial & Transportation 
Business

“In the Kaizen Event Fieldbook Mark Hamel reveals the 
‘tricks of the trade’ for leading effective kaizen events. 
More than just the technical tools, he emphasizes the im-
portance of understanding and mastering the emotional 
element to influence and engage employees at every 
level, which is critical to creating a lean culture.”

—Julie DeWane, VP Global Supply Chain, GE Security

“Individuals and organizations looking to either get 
started or improve their kaizen capabilities will appreci-
ate the hands-on, step-by-step approach provided in 
the Fieldbook. A guide for success, it also warns of the 
pitfalls to watch out for on the course of the journey. I 
am definitely ordering this book for my entire team and 
selected leaders, and would recommend it to anyone 
serious about lean.”

—Stephen R. Malick, VP, WW Business Improvement, 
Johnson & Johnson Vision Care, Inc.
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Foreword

I began my own lean (kaizen) journey in Janu-
ary of 1982 when I became general manager of 
the High Intensity and Quartz Lamp Depart-
ment of the General Electric Company. We initi-
ated a simple kanban pull system between my 
department and one of my suppliers who was 
also a part of GE’s Lighting Business Group. 
My inventory of quartz arc tubes (the initial 
kanban target) dropped from 40 days to 3 days 
and my supplier department totally eliminated 
the inventory of these parts. The side benefits 
were so significant that I was hooked: space freed 
up, better customer service, better quality, and 
higher productivity. Implementing the Toyota 
Production System in all the businesses I ran 
after that became my priority.

I wasn’t exposed to the Toyota kaizen event 
approach, however, until after I left GE at the end 
of 1985 when I joined the Danaher Corporation 
where I was a group executive responsible for 
eight of its then 13 companies. In the summer 
of 1987, Danaher became the first U.S. client of 
the recently started (1986) Japanese consulting 
company, Shingijutsu. All three of the Shin-
gijutsu founders (along with the fourth initial 
partner who joined them a year later) had spent 
their entire careers at Toyota. For a number of 
years prior to founding Shingijutsu, they worked 
directly for Taiichi Ohno, the father of the Toyota 
Production System, implementing TPS in the 
Toyota group companies and in the tier one sup-
plier group. Their initial kaizen efforts focused 
on two of my companies, Jacobs Engine Brake 
(Jake Brake) Company and its sister division, 

the Jacobs Chuck Company. The results at both 
were amazing. 

They both were so bad when we started, how-
ever, that we couldn’t get Shingijutsu to work 
with any of our other businesses until they 
were comfortable that Brake and Chuck were 
far enough along on their lean journeys. After 
several years we got them to branch out into a 
couple of my other businesses, but that still left 
the bulk of the Danaher divisions without any 
lean help. To solve this problem, we instituted 
what we called the “President’s Kaizen” to 
spread the knowledge and speed the implementa-
tion throughout the rest of the company. Every 
six weeks, a series of kaizen events were held in 
a Danaher plant where the kaizen team mem-
bers were the 13 division presidents and their 
vice presidents of operations. We made a lot of 
progress and had a lot of fun along the way. 

In the end, lean (the Danaher Business Sys-
tem) became the way of life for Danaher and 
resulted in a price-to-earnings multiple that was 
double that of other similar companies. This, plus 
a lean culture, has allowed Danaher to be one of 
the best-performing public companies over the 
past 20 years. 

In September of 1991, I took the lessons 
learned and became CEO of the Wiremold Com-
pany headquartered in West Hartford, Conn. and, 
as they say, the rest is (lean) history. 

While kaizen events are an extraordinary con-
tinuous improvement delivery and deployment 
mechanism, it is important to make the distinc-
tion that they do not equal lean. In fact, many 
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people mistakenly and myopically believe that 
because they are doing kaizen events, they are 
“doing” lean. This couldn’t be further from the 
truth. Lean transcends tools, events, and even 
systems. The Fieldbook recognizes this reality 
and, at the same time, properly asserts that, “a 
company that does not possess and routinely 
exercise the capability to effectively target, plan, 
execute, and follow through on their kaizen 
events, including the non-negotiable require-
ments to comply with the new standard work to 
sustain the gains, cannot and will not successfully 
transform themselves into a lean enterprise.” In 
other words, get good at kaizen and sustaining 
the gains, or forget about lean.

It is for this very reason that I, as Wiremold 
CEO, personally trained hundreds of employees 
in lean principles and then personally facilitated 
dozens and dozens of kaizen events. On the heels 
of the launch, we made use of the best sensei to 
accelerate and expand lean learning and applica-
tion through kaizen events. One of the sensei, the 
late Bill Moffitt, was my friend and one of Mark 
Hamel’s teachers. 

Wiremold quickly supplemented the sensei 
approach with the development of an internal 
lean function. The people, the true heart and soul 
behind any lean transformation, responded. The 
company’s overall improvements approximated 
the typical kaizen event results. For example, 
from the end of 1991 until the middle of 2000:

	 delivery lead time was compressed from 4–6 
weeks to 1–2 days,

	 product development lead time dropped 
from 2 years to 3–6 months,

	 space requirements were halved,
	 inventory turns increased from 3 times to 

18 times,
	 productivity improved by 162%,
	 customer service satisfaction went from 50% 

to 98%, and
	 the gross profit percentage gained 13 

points.

The enterprise-wide improvements drove a 13.4 
fold increase in operating profit while sales 
growth, aided by acquisitions that were enabled 
by drastic working capital reductions, resulted in 
Wiremold being able to double sales twice (once 

every four years). More importantly, we were able 
to take a company that was valued at $30 million 
at the end of 1990 and sell it for $770 million in 
the summer of 2000 (a gain of 2,467%).

These types of results may seem other-worldly, 
but they need not be. Breakthrough performance 
is achievable no matter the industry or value 
stream. Lean is not, as was initially claimed by 
the naysayers, limited to the automotive indus-
try; nor is it only a manufacturing “thing.” Due 
to its universal principles and common enemies 
(waste, unevenness, and overburden), lean and 
with it, kaizen, extends to healthcare, financial 
services, insurance, government, transportation, 
entertainment, etc. 

Mark Hamel is a lean teacher, a sensei, who 
has studied under some of the very best and has 
learned by doing. He has the mind and motiva-
tion of a learner, as evidenced by his “arrange-
ment” (through a colleague’s wife who happened 
to work for me at Wiremold) of a 1994 presenta-
tion by yours truly at his employer. That pre-
sentation sparked a Shingo-Prize-winning lean 
transformation and launched his immersion into 
lean thinking, practicing, and teaching. I have 
had the benefit of Mark’s lean implementation 
expertise at several of my business interests over 
the years. 

The full name of his work, The Kaizen Event 
Fieldbook: Foundation, Framework, and Stan-
dard Work for Effective Events, like the page 
count, is pretty big. It’s big, but very important. 
The Fieldbook should be required reading for 
any enterprise that truly seeks to become lean. 
It necessarily addresses the basic foundation of 
lean and the roots of kaizen. Further, it briefly 
explores something very near and dear to my 
heart, lean leadership. And, it lays out the stan-
dard work for how to “pull” kaizen by recognizing 
strategic imperatives and value stream improve-
ment needs, and then rigorously planning, ex-
ecuting and following through on each kaizen 
event. Finally, the Fieldbook provides insight into 
how best to establish your own lean function or 
kaizen promotion office. 

In short, for those who are profoundly com-
mitted, lean transformation efforts are abso-
lutely worth the necessary blood, sweat, and 
tears. Ineffective kaizen events, however, induce 
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disproportionate and unnecessary suffering and 
can quickly derail a lean implementation. The 
prize goes to those who understand that much 
of lean is about working smarter, not harder. 
The Fieldbook positions both the practitioner 
and the lean leader to work a lot smarter and a 
lot more effectively.

What now? Go to the gemba and put the Field-
book in action!

Arthur Byrne
Operating Partner
J.W. Childs Associates, L.P.
Retired Chairman, President, and 
	 CEO of the Wiremold Company
Avon, Conn.
September 8, 2009
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partly addressable by the effective removal of 
the second barrier. Competency and success are 
effective countermeasures to many of the root 
causes of resistance.

One of the most significant components of 
implementation know-how is the kaizen event. 
While the engine of any lean transformation is 
people, the kaizen event is a primary vehicle for 
engaging the hearts and minds of the workforce. 
Kaizens teach people how to see, think, and feel 
within the context of lean and, ultimately, how to 
rapidly and effectively deploy their improvement 
ideas to address high-impact opportunities.

In fact, there is a lot of talk about material 
and information flow within the scope of value 
stream mapping specifically, and lean in general. 
Kaizen is much about idea flow—first getting the 
ideas, big and small, to flow within a scientific 
construct and then ultimately implementing 
them and sustaining results. In the end, it is 

1
Getting Started

Kaizen Event Effectiveness: Prerequisite for Lean 
Transformation

Over the past decade, there has been an explo-
sion of lean studies. The types of media and de-
livery vehicles that have been deployed are many, 
including books, magazine articles, white papers, 
conferences, seminars, certifications, “belts,” and 
blogs. The subject matter spans from the elemen-
tal with a focus on specific tools and techniques 
to the more holistic where the emphasis is more 
systemic and enterprise-wide. 

Yet, despite the proliferation of lean “knowl-
edge” and lean activity at the gemba (the Japa-
nese term for the “actual place” where the work 
is done), many companies are still struggling to 
find their way. A recent study reflects that 59% 
of the 2,500 business people surveyed were ei-
ther in the planning or early stages of lean, as 
contrasted with the 7% allegedly enjoying an 
“advanced” level of lean implementation and 
34% at “extensive.” The same survey respon-
dents identified their company’s primary barriers 
to the creation of a lean enterprise as: 

1.	pushback from middle management (36%), 
2.	lack of implementation know-how (31%), 
3.	employee resistance (28%), and 
4.	supervisor resistance (23%) (Lean Enter-

prise Institute 2007). 

All of these barriers, except the second, are of 
a change management and transformation lead-
ership nature. However, it is safe to say that the 
remaining barriers are, directly and indirectly, 

Over 35 real life 
stories are interspersed 
throughout the Field-
book. These “Tales 
from the Gemba,” or 

“Gemba Tales” for short, are based upon the expe-
riences of the author and other lean practitioners. 
The stories provide insight into the application of the 
concepts. Sometimes they reflect success and other 
times failure, but the intent is always to teach and, if 
possible, share some gemba humor.
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about human return on ideas. Of course, one 
central and pragmatic tenet is that kaizen must 
be done with people and not to people. The kaizen 
(and lean) foundation is built upon humility and 
respect for the individual. 

Some may judge this a bold statement, but . . . 
A company that does not possess and routinely 
exercise the capability to effectively target, plan, 
execute, and follow-through on its kaizen events, 
including the non-negotiable requirement to com-
ply with the new standard work to sustain the 
gains, cannot and will not successfully transform 
into a lean enterprise. Kaizen event effectiveness 
is thus a prerequisite for lean transformation suc-
cess and a precursor of a daily kaizen culture. Due 
to the dynamics of transformation leadership, the 
converse is not necessarily true; a company can 
be good at kaizen events, but still fail in its effort 
to become lean.

The scope of this book is primarily limited to 
kaizen standard work and event management. 
It is focused on imparting the reader with the 
strategies, tools, and techniques necessary to 
conduct effective kaizen events, with some for-
ays into other supporting elements of the lean 
enterprise. However, before beginning, it is useful 
to understand some of the symptoms of ineffec-
tive kaizen events. Table 1-1 will help the reader 
discern whether there indeed may be a kaizen 
performance gap within his or her organization.

During the outset of a lean launch the symp-
toms outlined in Table 1-1 are imperceptible to 
all but the most experienced. The symptoms are 
often masked by the initial energy and euphoria 
that accompany any new initiative, and the first 
flurry of activity and the easy elimination of the 
most egregious forms of waste. To some degree, 

this is to be expected; people are at the beginning 
of the learning curve. However, kaizen event 
malpractice will eventually limit the success of 
the fledgling transformation. 

Flawed kaizen management approaches sap 
the vitality out of any lean transformation effort. 
Effective lean leaders employ and propagate best 
practices, “standard work” in lean parlance, to 
limit malpractice and dramatically increase the 
odds of success.

Standard work, also known as standardized 
work, is a fundamental lean tool that explic-
itly defines and communicates the current best 
practice (least wasteful) for a given process that 
is dependent upon human action. It provides a 
routine for consistency, relative to safety, qual-
ity, cost, and delivery, and serves as a basis for 
improvement. Standard work is comprised of 
three basic elements: 

1.	takt time (rate of customer demand), 
2.	work sequence, and 
3.	standard work-in-process. 

The notion and relevancy of kaizen event stan-
dard work is addressed throughout this book. 

Audience
This book is written primarily for lean practitio-

ners, both existing and aspiring, whose population 
is comprised of three groups (see Figure 1-1): 

1.	kaizen technologists and facilitators in the 
kaizen promotion office, 

Kaizen
The word “kaizen,” Japanese for continuous im-

provement, and more formally defined in Chapter 
2, is used as both a noun and a verb. As a noun, 
“kaizen” is shorthand for a kaizen event or a smaller 
discrete kaizen activity, while kaizens (plural) is for 
multiple kaizen events. As a verb, it represents the 
action of continuous improvement.

The Universality of Kaizen
Kaizen “works” in every industry and, by extension, 

every enterprise. This can be deduced from vast em-
pirical evidence and corroborated by the experiences 
of lean practitioners far and wide. So why is kaizen 
so universal? Every value stream is comprised of 
processes which, in turn, are comprised of activities. 
Virtually every activity has a measure of waste, some a 
lot, some a little. Kaizen does not discriminate, waste 
is waste. Kaizen’s very core is about identifying and 
eliminating waste with a vengeance and implement-
ing management systems to ensure sustainability of 
the improvements.
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2.	lean leaders, and 
3.	kaizen event team leaders. 

Kaizen event participants may also benefit by 
reading the Fieldbook. 

Kaizen technologists and facilitators. While the 
use of the term “technologist” may appear curi-
ous, it is appropriate in that it reflects someone 
who applies scientific knowledge to solve practical 
problems. (This is in purposeful contrast to “tech-
nocrat,” which smacks of elitism—a very un-lean 
characteristic.) The science of kaizen is real and, 
at its core, is founded upon the profoundly simple, 
but powerful plan-do-check-act (PDCA) cycle. 
Also, it should be acknowledged that the use of 
technology, especially in the change management 
business of lean, does not preclude a necessary 
balance with behavioral skills.

Depending on the company, kaizen technolo-
gists and facilitators represent individuals whose 
titles combine words such as “vice president (VP),” 
“director,” “officer,” “manager,” or “coordinator” 
with words or phrases like “kaizen promotion,” 
“continuous improvement,” “kaizen,” “lean,” 
“just-in-time (JIT),” “lean six sigma,” or “opera-
tional excellence.” There is an opportunity for a 
veritable title bingo card, but you get the point.

For the sake of simplicity, the title “kaizen pro-
motion officer” will be used as the proxy for the 
kaizen technologist/facilitator. These individuals 
comprise an enterprise’s “lean function,” which 
is discussed in detail in Chapter 8. They are the 
organization’s identified lean subject matter and 

deployment experts whose primary role is to 
teach, advise, and facilitate at all levels within 
the company. The placement and reporting rela-
tionships of kaizen promotion officers within the 
organization should be such that they can have 
meaningful access to others and exert the requi-
site amount of influence within the organization 
as indicated in Figure 1-2. Similarly, there should 
be sufficient resources, from the perspectives of 
the corporation, business units and value streams 
to drive meaningful change—through formal 
kaizen events, training, and projects.

Ultimately, it is the corporate kaizen pro-
motion officer’s responsibility to develop and 
maintain the standard work for kaizen event 
management. Each kaizen promotion officer, 
no matter the level in the organization, should 
be expected to adhere to the standard work and 
contribute to its continued improvement by way 
of formal activities such as periodic Lean Summit 
meetings and informal collaboration with fellow 
kaizen promotion officers and management. This 
subject is addressed in Chapter 8. 

Lean leaders. Without the lean leaders, there 
is categorically no chance for a sustainable lean 
transformation. They provide vision, direction, 
urgency, resources, and accountability, and back 
it up with tenacious and consistent involvement 
and communication. Lean leadership is addressed 
explicitly in Chapter 3 and implicitly throughout 
this book. 

The lean leader population encompasses all 
of the senior executives, business leaders, and 
managers, especially those who participate on a 
lean steering committee and who lead or manage 
the various value streams and key processes. Op-
timally, they will use lean within the framework 
of a lean business system and drive high-leverage 
kaizen events to fulfill strategic imperatives and 
execute the value stream improvement plans. 

The various senior change agents can also ben-
efit from a deeper understanding of kaizen and 
kaizen event management. This is particularly 
important if they are integral in the selection 
of kaizen promotion officers and kaizen event 
team leaders. 

Kaizen event team leaders. A quick review of 
this book will provide team leaders with greater 

Figure 1-1. Audience of lean practitioners.
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insight into the big picture of the kaizen event 
process and the underlying scientific method 
and strategy. Additionally, it will instill a deeper 
appreciation of the need for effective planning 
and follow-through. 

Purpose of the Fieldbook
The Fieldbook was created to answer the needs 

of both the newly engaged and the experienced 
lean practitioner. The primary intent is twofold: 
1) to provide insight into the foundational ele-
ments of kaizen and its context within a holistic 
lean business system, and 2) to provide the 
practitioner with kaizen event standard work. 
This is based upon the approach and philosophy 
employed and propagated by Shingijutsu, a self-
described world consultancy for manufacturing 
technology founded by several former members 
of Taiichi Ohno’s Toyota Production System 
implementation team. It was instrumental in 
the first U.S. lean transformation (Danaher’s 
Jacobs Vehicle Systems, a.k.a. “Jake Brake,” in 
Bloomfield, CT) and many others since. 

The practitioner, unless at the absolute begin-
ning of personal exposure to lean, undoubtedly 
will have had standard work, its benefits, tools, 
and techniques drilled into him or her by a sen-
sei. “Sensei” is the Japanese term for teacher. 
From the perspective of kaizen event facilita-
tion, many believe that a person only begins to 
approach proficiency after coaching 100 kaizen 
events. Accordingly, it is often presumptuous to 
self-adopt the title of “sensei.” Even in Japan 
the term has experienced title inflation, meaning 
that anyone who teaches anything is apt to call 
himself a sensei (hence, some lean teachers have 
moved to the formal or informal title of “coach”). 
In any event, caution should be exercised when 
it comes to sensei selection. This role is, after all, 
an extremely critical element in any successful 
lean transformation. 

Consistent with the lean “foundation” instilled 
by the sensei, the practitioner has hopefully 
enjoyed some measure of success implementing 
standard work on the plant floor, in the office, 
field, and lab, and anywhere else waste hides. So, 
if standard work is so powerful and important 
. . . and it is, why is there a dearth of standard 

work in the public and private domain on how 
to conduct an effective kaizen event? 

There is standard work that most sensei do not 
explicitly share. The apparent lack of sharing is 
usually not because the sensei is being contrary. 
Indeed, his job, vocation even, is to teach the will-
ing student. It is just that virtually all of the tools, 
techniques, and strategies are intuitive to him. 
In other words, the sensei just does it. 

If the average sensei was asked how he or she 
facilitates an event, the reply likely would be that 
it is something that is learned, first and foremost, 
by doing. Indeed, the meaning of sensei is “one 
who has lived before.” There are no shortcuts. 
Simply telling “how” is dangerous in that it ar-
tificially shortens the student’s developmental 
journey. This can rob the student of the natural 
growth inherent in the pure experience of doing 
and reflecting, which is best supplemented by a 
sensei’s Socratic Method. Of course, not every 
corporate environment has the requisite patience 
or readily available sensei. Nevertheless, if the 
sensei were to entertain such a question, he or 
she would likely have to stop and think. The 
sensei would recount the process, decisions, 
tools, and strategies, and then provide a perhaps 
esoteric response. The “answer” is most difficult 
because, while many elements of the strategy, 
pre-event planning, and follow-through phases 
are fairly straightforward, there are numerous 
details that must be considered. 

The actual event execution has many straight-
forward elements. However, a lean sensei will 
tell you that no two events are ever exactly the 
same. There will always be one or many more 
differences in the scope, targets, process, tools 
and, without question, team dynamics. Accord-
ingly, the sensei often feels his way through the 
event, introducing new tools or techniques at 
the appropriate time, pushing teams one way or 
another, altering strategy, etc. So, it is hard, if 
not impossible, to capture this dynamic within 
standard work. This leads to another reason why 
there is little in the way of substantive kaizen 
event standard work—it is downright painful 
to articulate and, in some ways, dangerous to 
attempt such an explicit summary. 

A serious student of kaizen event management 
must never forget that learning comes from direct 
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observation of the sensei, instruction from the sen-
sei, studying and, most importantly, facilitating 
and participating in kaizen events. As in anything, 
learning comes from both success and failure. As 
one person was wont to say, “Knowledge makes 
a bloody entrance.” Perhaps less graphic is the 
sentiment that “Wisdom grows out of difficulties” 
(Hirano 1990).

What the Fieldbook is NOT
As reflected in the discussion thus far, the 

Fieldbook is many things. However, to appropri-
ately set expectations, it is important to articu-
late what it is not:

	 The “Lean Gospel.” The Fieldbook is not 
intended as a compelling exhortation to un-
dertake a lean transformation. It presumes 
that the reader has taken the leap of intellect 
and faith to the lean side. The Fieldbook does 
not attempt to point out the errors of batch-
and-queue thinking, the wiles of ill-conceived 
automation, or the corrosive effects of poor 
workplace organization. It does not try to 
contrast the key performance indicators 
or measures of market value added in lean 
and non-lean companies. Nor does it try to 
convince the reader to vigorously implement 
continuous flow wherever possible or apply 
autonomous maintenance or balance work 
content among multiple operators.

	 A “how to book.” The Fieldbook is not a 
treatise on the how, where, and when to 
implement any of the various lean tools 
and techniques—5S (sort, straighten, 
shine, standardize, sustain), visual con-
trols, continuous flow, kanban, heijunka, 
single-minute exchange of dies (SMED), 
mistake proofing, total productive mainte-
nance (TPM), jidoka, strategy deployment, 
value stream mapping, lean management 
systems, etc. However, it does presume that 
the reader already has, at a minimum, an 
understanding of lean tools and techniques, 
their interrelationships, leverage, primacy, 
and sequence of use. 

	 Further, the Fieldbook is not a cookbook. 
It must be understood that the notion of 

standard work is treated in this book at the 
conceptual level. To successfully facilitate a 
kaizen, a facilitator must possess a mix of 
technical and behavioral skills that enable 
him to transcend a paint-by-numbers ap-
proach (otherwise, everyone could do this!). 
So, it may be helpful to think of the Fieldbook 
as a set of standard work and guidelines.

	 A substantive exploration of daily kaizen. 
Daily kaizen is the genuine implemen-
tation of continuous small incremental 
improvements, which is representative of 
a profoundly engaged workforce that is 
empowered to experiment and make things 
better every day. The Fieldbook is unabash-
edly focused on kaizen events that are more 
closely aligned with breakthrough perfor-
mance and are typically the initial labora-
tory in which employees learn about kaizen. 
Events dynamically support and coexist 
with daily kaizen as the lean transformation 
matures. (Appendix B devotes several pages 
to the subject of daily kaizen.)

There are a multitude of excellent books that 
address the broader topic of lean, the required 
cultural shifts, and the various specific tools 
and techniques so necessary to a successful lean 
transformation. It would be useful to obtain 
and peruse the recommended reading list for 
Lean Certification (available from the Society of 
Manufacturing Engineers, www.sme.org/certifi-
cation). Also, the Glossary herein contains brief 
definitions of many of the lean tools.

The best practices embodied in the Fieldbook 
can be characterized within the three basic ele-
ments of standard work: 

1.	takt time, which is a measure of the rate of 
customer demand (takt is a German word 
that means meter and is calculated by divid-
ing the available time of a given process for a 
given period by the customer demand for that 
period); 

2.	work sequence, and 
3.	standard work-in-process (WIP). 
Each event has its own implicit takt time, rela-

tive to the duration of the kaizen event and the 
prescribed timing of the pre-event planning and 
post-event follow-through. Similarly, there is a 
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best practice sequence for planning, executing, 
and following up after a kaizen. Within each one 
of these macro processes, there is standard work 
for the micro-level processes. Standard WIP can 
be understood within the context of the progres-
sions of tasks and the collection and analysis of 
data, which is guided by the many standard forms 
and work sheets and captured and reflected in 
charts, maps, etc. 

Consistent with the notion of guidelines, within 
this amalgam of standard work, the practitioner 
must learn how to think to facilitate an effective 
kaizen event; effectiveness is measured by the 
achievement of kaizen targets and the behavioral 
and technical development of the participants. 
There is an underlying philosophy, process, and 
story behind kaizen (more on this in the next 
chapter) to which the practitioner must remain 
true. This does not mean that the event standard 
work is not applicable. Quite the contrary, it 
means that the facilitator must understand how 
to weave the standard work within the kaizen. 
This sort of rigid flexibility is necessary because, 
as mentioned before, every event is unique. 
There will always be some measure of variation 
because of dynamics introduced by changes or 
differences in scope, targets, takt times, process 
issues and technologies, improvement ideas, en-
vironments, and people. Accordingly, the value 
of experience and good old-fashioned common 
sense, combined with the time-proven lean tools 
and techniques, can never be underestimated. 

How to Apply the Fieldbook
The Fieldbook can be applied in several ways: 

1) at a corporate level as a framework for devel-
oping (improving, if the “developing” is done) 
and deploying standard work throughout the 
organization, and 2) for the personal develop-
ment of motivated kaizen practitioners. Many 
of the figures contained herein are available for 
download at www.kaizenfieldbook.com. 

Certainly, any company heading down the lean 
transformation path must develop an excellent 
in-house capacity and competency to conduct 
numerous, frequent, and effective kaizens in a 
variety of different venues. In so many ways, 
the kaizen event is the initial (and repeat) lean 

delivery, cultural indoctrination, and training 
system. It is too important to risk dropping the 
ball in this area. Kaizen event standard work is 
one of the great enablers.

In the situation where an organization does not 
have a resident lean sensei, it is most advisable to 
get one quickly. Second only to finding a change 
agent at the most senior executive level is the need 
to secure the requisite knowledge (Womack and 
Jones 1996). The most expedient way of doing that, 
presuming that there is no candidate in house, is 
to hire a full-time sensei or consultant who will in 
turn develop your own in-house capabilities.

Even if there is a resident sensei, there still may 
be a critical need for a consultant, who should 
bring blunt objectivity and a wealth of experience 
and perspectives from a variety of applications, 
industries, and clients. The decision to use a 
consultant should be based upon several factors, 
including the magnitude of the performance gaps, 
the rapidity with which the gaps must be closed, the 
number and diversity of company locations and 
operations, and the extent of the required cultural 
change. It is also based upon leadership’s desire 
for the benefits of the outsider’s: 

	 fresh eyes, 
	 propensity to tell it like it is, and 
	 frequent challenge to achieve what may be 

(currently) unimaginable. 

Fieldbook Structure
The Fieldbook’s eight chapters are apportioned 

into three parts: 

1.	Foundation and Framework, 
2.	Standard Work: The Multi-phase Approach, 

and 
3.	Developing Internal Capability: The “Lean 

Function.” 

Part I, encompassing Chapters 1 though 3, 
is structured to provide the reader with an 
overview of kaizen from a definitional and con-
ceptual perspective. The role and importance 
of transformation leadership is reviewed. Part 
II, Chapters 4 through 7, details the kaizen 
event standard work, spanning the logical 
sequence of: 
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1.	strategy, 
2.	pre-event planning, 
3.	event execution, and 
4.	event follow-through. 

Finally, Chapter 8 comprises Part III, moving 
from the specifics of kaizen standard work 
to the development and customization of the 
enterprise’s lean function. Lastly, the Fieldbook 
contains a glossary and two appendices.

Part I–Foundation and Framework
Chapter 1, Getting Started. This is the chapter 

you are reading now. It establishes the premise 
that effective kaizen events are a prerequisite for 
true lean transformation, while specifying the 
Fieldbook’s audience, scope, and purpose. 

Chapter 2, A Short Course in “Kaizenology.” 
In this chapter, the reader is provided with the 
source, foundation, and fundamentals of kaizen, 
its Training Within Industry (TWI) job methods, 
plan-do-check-act (PDCA) and standardize-do-
check-act (SDCA) roots, and its context within 
a lean business system. The chapter is “dense” 
from the perspective of background, concepts, 
principles, systems, and tools. There may be a 
desire to skip to Chapter 3 or 4 and jump right 
into the mechanics. This may be fine if you have 
a deep understanding of the substance within 
Chapter 2, otherwise, “grind it out” and study. 
The risk of jumping downstream of Chapter 2 is 
that you will learn “how,” but may miss much 
of the “why.” 

Chapter 3, Transformation Leadership. This 
chapter addresses what is often the elephant 
in the lean room that no one wants to acknowl-
edge—poor transformation leadership. Without 
good leadership, kaizen is just a bunch of muda 
(waste). It addresses the basic things that lean 
leaders must do well: 

	 know, execute, and require others to adhere 
to the kaizen event standard work, 

	 apply the rigor of the lean performance 
system, 

	 develop an effective KPO function, 
	 effectively manage change, and 
	 develop their own personal lean compe-

tency. 

Part II–Standard Work: The Multi-phase Approach
Chapter 4, Strategy: Right Wall, Right Ladder. 

This chapter addresses the first of the four-phase 
kaizen event methodology. The strategy, as articu-
lated within the enterprise’s strategy deployment 
process as well as the supporting value stream 
improvement plans, must be the primary driv-
ing force behind each kaizen event. Absent of 
this linkage, there is a real risk of conducting 
indiscriminate kaizen events, which is waste, by 
any definition.

Chapter 5, Plan for Success. This chapter 
sheds light on the unfortunately much over-
looked and marginalized pre-event planning 
process: 

1.	event selection and definition,
2.	communication, 
3.	pre-work, and 
4.	logistics. 

The underlying standard work is supplemented 
by several important templates and forms. 

Chapter 6, Event Execution. Many would 
consider this chapter to be the “meat and po-
tatoes” of kaizen event standard work . . . and 
they would be partly correct (do not forget the 
other three phases!). There is a tremendous 
amount of important material in this chapter, 
including details on the seven-part kaizen event 
sequence: 

1.	kick-off, 
2.	pre-event training, 
3.	the kaizen “storyline,” 
4.	team leader meeting process, 
5.	kaizen work strategy, 
6.	report-out, and 
7.	recognition and celebration. 

Chapter 7, Event Follow-through. The post-
kaizen event presentation applause does not 
represent the official end of the kaizen, but rather 
the transition from one phase to another. This 
chapter is ultimately about sustaining the kaizen 
gains, improving the organization’s kaizen event 
management capabilities, and post-event commu-
nication. It addresses elements such as the kaizen 
newspaper, leader standard work, the post-event 
audit, and the kaizen event evaluation. 
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Part III–Developing Internal Capability: The “Lean Function”
Chapter 8, Becoming a Kaizen-ready Enter-

prise. After gaining an understanding of how 
to conduct kaizen events, the next question is 
often (or should be), “How do we make kaizen 
our own?” For a company to become proficient at 
kaizen, it must move beyond “sensei dependen-
cy.” The KPO development roadmap contained 
within this chapter provides a simple approach 
to developing the “lean function” and becoming 
a more kaizen-ready enterprise. 

Glossary. The Fieldbook may contain terms 
and concepts that are unfamiliar to the reader. 
The Glossary, while not comprehensive, defines 
nearly 60 important terms. It may prove useful for  
the reader to peruse the glossary prior to begin-
ning Chapter 2. 

Appendices. Two appendices are included in 
the Fieldbook. The first, A, contains blank forms 
to promote the use of standard work in your kai-
zen events; B briefly discusses daily kaizen and 
its relationship to kaizen events.

SUMMARY
	 The majority of companies seeking to be-

come lean have yet to achieve an advanced 
stage of lean implementation.

	 The biggest obstacles to lean are change 
management issues and gaps in implemen-
tation know-how.

	 Kaizen must be done with people and not to 
people.

	 Companies that do not possess and routinely 
exercise the capability to effectively target, 
plan, execute, and follow-through on their 
kaizen events, including the non-negotiable 
requirement to comply with the new stan-
dard work to sustain the gains, cannot and 
will not successfully transform themselves 
into lean enterprises.

	 The Fieldbook audience includes: 

	 1.	kaizen technologists and facilitators, 
	 2.	lean leaders, and 
	 3.	kaizen event leaders.

	 The Fieldbook’s purpose is to provide: 1) 
insight into the foundational elements of 

kaizen and its context within a lean business 
system, and 2) provide the practitioner with 
kaizen event standard work.

	 The Fieldbook is not: 1) the “Lean Gospel,” 
2) a “how to” book or “cookbook,” 3) a deep 
exploration of daily kaizen.

	 The Fieldbook can be applied at a: 1) cor-
porate level and 2) an individual level for 
personal development.

	 The Fieldbook is structured to provide the 
reader with insight into: 

	 1.	kaizen’s source and foundation, 
	 2.	the role and importance of transformation 

	 leadership, 
	 3.	the multi-phase kaizen event process 

	 and, 
	 4.	how to make the enterprise more kaizen- 

	 ready.  
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