VALUE STREAM MAP TRANSFORMATION

= S s e PROCESS
77 3' MA\'ER\N— MATERIAL CYELE TIRE NON-VALUE TIRE
7. lNFoRH‘\T‘ON INFORMATION
MATERIAL X&] / 'NFORMA“ON C¥ELElL ssssssssss 55 procEss | [ proeess jgﬁ:e
m Z> = = =2 e | &
z> ; ’ — G 1 3 E1SLE TIRE: 288 TOLE |
\ ‘ 5 VALUE ADDED nou VALUE AnoEo »
CURRENT STATE (CHAQS) FUTURE STATE (STRUCTURE)

fERE (VSM) Lhkiaik: M "B REEE B8 HiE
BT T A E e



N AFENTE VSM? &g “3L

/7 N

Ak SSHA

(Business Focus)

HEFHRIRX T BE.
RE. BRARGHRAR

BN,

L,

RI%iL” 54—l

— % _— N\

AR

(Tech Focus)

T FIB0 RARRHAR
OKR. HBZE. M
A7 BiRa0iEH,

=l S EbFIRTEIE (The Abilene Paradox) )

FRZBMEIRENBERT, B REMERBEAREEENERRTR (FIUIWERE
l BHILE) o VSMBIRAIK “FRIN” BUREFRITRXMERLIA. A |

/4



PYERERE. 2FiE TN 5EXRE

72071 (Door-to-Door) EE

Bix: sAIEERNE (VA) [ &IMEIEE{ERE (NVA)




(HERVEAREIPA . FTRRERT)“ANS”

IESZERE (Steering Committee)
&/ LFESEEE (Sponsor)

| | %ﬁﬂ! %ﬁﬂﬁﬁmﬁ
{(2i#&E (Facilitator) 2 |

ps 1 FRgERERSM, &
54218 (Lean Manager) | e

B2 E/E (Core Mapping Team)
(Max 10 people)

= PMC IZIiE % HHE/RE
(Production) @_ (EHES) rg-x (Process Eng) O (Maint/Quality)
TR LMK T RAES TR O O T7THRCT5™EE : 7T RN SRR




1xEETR. PQPR 3th 5 ™= aah%*ERE
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Before vs. After Metrics 4 Design Principles for Future State
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msCE (Scope)

(R HEMET (Supply Chain)

Global Logistics
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(Factory Value Stream)
Door-to-Door (Dock to Dock)

Zia{ {87 (Process Level)
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Time Ladder

Rl K aTR

Data Box

Uptime (BRohE): 92%

FTQ (First Time Quality): 85

C/T (Cycle Time): 126s
C/0 (Changeover Time):

3em

%

(Typically < 5%)

. VA Time 21.9h
I:> Value Added Ratio (34{ELt) = T N ead Tims &9 317D
DD ©@
| Fol é 104D
| 20.1D il |
i = &
| Value Added Time > Inventory Days

(Non-Value Added Time)
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Precision Industrial |
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BB & Bix EEA GEET
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245 BRhiE, HIFRZE

VSP: HKEEENTE
Strategy defines Why

VSM: IREE NI

Observation defines What

VSD: iZitENEE

Design defines How

“MEAMEFRETRSRSS, BERBHER. REETORFSME,

Adapted from Learning to See
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MM A FHRE A, 1iF55Data BoxfEhniZEx
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SUPPLIER PROCESS CUSTOMER

= —1

Field Note

Uncovering the 'Ghost in the Machine'
through rigorous observation.
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BENNSEFIN: BHAELES VSM?

2L &R “PLbkiFe”

Business Focus

(o '*‘l [o— —
O =l il

I see your concern |:
for capacity, focus, =3
"~ technical debt, and [i
investment. P N

- = ]7I—J;

---------------------------------------------------------

We see the data revealing a
constraint that affects us both.

(The Abilene Paradox)

Tech Focus

D

I see your concern

for meeting OKRs, |

roadmap, cost, &
....: | talent targets.

I |74 IL

B4R P
FIPAE F IR RIRIAAE— 3,
TAEE AR

ARAER Q@
Bl kI (Cost) , #
AKX FRE (Speed) o

VSMEYER @), - et
EeiRnfRAsRE (Invisible
Waste) B9IZBITH, &EiEM
AR,




wEZEN: ¥EX—x (Walk the Flow Backward)

Key Techniques: R

1. IE4EERPHK#E . XINi%
(Go to Gemba) . R4Z%K
Ea, WEIMZES,

2 WRTL: NEPREE [
PRk, O
3. PQPRAH: ST ’
ik, MR 25,

€

(Receiving)
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IEM AR LB “EiE” (Spaghetti Diagram)
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“BETIMEE: BREREFRNSEHA

Rules of Collaboration:

o )l efii (No Software):
QEFLEEHREENELD,

o Efta%REY (Color Code):
&= = 317 (Process),
& =587 (Information).

o [FPAFREH (Ownership):
1B ERERETFHPRA, BiEE
BERERF A




VSMBYIOBE: fi#49 Data Box (30IEIE)

Data Box &l TFH “MRAEMRINL”

7 )
MHE
Stamping
- , 7,
Z c/o . A (Setup time)
CT » [E1EABYIE) (Time per piece)
FTQ/%C&A 1 FiEkF (Quality passed downstream)

Uptime / OEE * 1&& D] A% (Machine availability)
% Shifts » ¥Ix (Number of shifts)




Xt 1. HiE——mmiER%ED

(-

Takt Time (538) :

ZPMTZ (Available Time /
Demand) o

Cycle Time (/EHA) :

Time) o

({

£~ Z (Actual Processing

?

7,

Alert
Red

—t N

Capacity
Surplus

Process A

Alert Red

Process B

#3n (Bottleneck)
CT > Takt

Takt Time Limit

Process C

Lead Time (XfY1AHR) = &7/ BHERE, XEHERATTERIXE,




X Il: BREMSER

L WIP (T£%I5)

Noto Serif SC

ABRYIH, BRUARH
(Days of Supply) o

LﬁSOO pcs = 2 Days Stagnation.

LOEE/ Uptime (RTAEER) 7]

20%

Downtime
—RT
1 1
Noto Serif SC

REMRREINAIR, FHE
20%FRE A KRR

B

o]

L Batch Size (=)

Noto Serif SC
AtE = KA (High C/0) -
FRERILIR,

- ol




RiRtEEtRERN . HRWRTIER

152 (Scenario)

| A FERERR / Cycle Time, Takt Time, A =[S TR
I HERA OEE, Overtime (Debottlenecking)
B.IEHEH/ | WIP (nventory Counts), | o wviE (75
SEF Lead Time, C/O Time (Batch Reduction)

D

(r

Data Box =2
EBARENR, &
RIEI SRS
SEE,

Scrap Rate (EMmE) ,
Rework Time, %C&A

A

IRk B %
(Quality at Source)

v A -
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‘anlE R

BFEh

(Electronic)
ERP / EDI

=

30"

!

Production
Control / ERP

I’sn

40"

=

=

S 1l '?Iull.r‘b
(Manual)
é&ﬁé#&/ AL

: SR8 (Information Flow)

A The Trap (P&BH#)

e ERPE% vs. MELIFE
- (R B LRV &,

e Push (#) vs. Pull (i)

- RNEESRETM

() FRETHE
(fiI) ?




SFHRIBIE=: 1R3EXKRE (Kaizen Bursts)

Current State Map
Push )| Process Step

Process Step 1

4. Transportation:

EHEEEREL?
7 Wastes Checklist
Overproduction @ Waiting 2, Defects Transportation
Push &ikiEmETF? Waiting clock Scrap bin Spaghetti diagram




IS RFIRE: MERRZERED

T

[ ‘

[ ‘

]| <

(m | ! _
N | ] B B

Supermarket
(B Hzh) ®
Pacemaker

Design Principles

« A% (Takt)

« E47 (Continuous Flow)

o 8z (Supermarket Pull)
« T (Pacemaker)

Continuous Flow Cell

(ELR)

Future Flour Map




IFEENRSHT (ROI) :

& EE (Investment)

HERIERRME

Yz fifh (Benefit)

mA (Item) & (Amount)
ZMXW/B% (Fans/Wiring)| 1.9A7T
%% (Equipment) 3.087T
B (Lean Pipe) 0.4h77T
#1f& (Renovation) 0.27A7T
Total 5.987%

+

M EULEE (Yearly Saving)
1 10055/
~ [EULJEARA (Payback)
© 0.5 % v
KPI Delta

X #= (Stops) : -444
X2, BEH (Distance) : -1010




Noto Sans SC

Xiggmxidatn (KPI) ¥F{&

7L
(Safety)

Noto Serif SC

E ¥ £
(Accident Rate)

—=f

=

-

Bu~E
(UPPH)

Noto Serif SC

A&
(Units Per
Person Hour)

~N

Vs

o

iz

(Inventory)
Noto Serif SC

[AFEXE (Turns)

& &# (Value)

~N

o

N

RE
(Quality)

Noto Serif SC

—RERE (FTQ)
& FRERLZS (Cost
of Quality)

2h

32
(Delivery)

Noto Serif SC
AVE R X DR
(On-Time
Delivery)




Modern Field Guide

1355’]5’]9&%1*:5_. ﬁ'ﬁzE “E

ZI% (Go to Gemba): REHFHERERSFE,
i {E30E (Trust the Data Box): BEfIEGEFLEIE,
& @73 (Bias for Action): KEFRRREMNE, MRMTHIHE

Modern Field Guide ‘
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4 5S IHRE VSM fHETRISHT
--------- S N
& Constraint g Ijk!

I
, HREHER i | WHREPESIA,
Business &1 rmpmmTyL | BERTIENE | sisaumsis m  Tech
Focus  RERNITE ‘mEiR | RONOR. | pemTEEEMNSY  Focus
R 0 A | L3,
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PUEbMIFIE . BRZHINNREFEK

X

I Abilene
i (Nowhere)

@J\ ke “In collaborative environments, a lack of clarity and

alignment can take you places nobody wants to go.” g0

le
a3

A RAERIEMTH MLRABTE) , THLEEETES
RENEE, RERARS SRS,

BEELAM, BEXLEN. VSMATFHHREMAMNLIR, B "HEIES




fir{EnE (VSM) : E 2" BUIRE

y
2REE. 88,
ME: . A y e

e
R ., X

0, B | | AL
_ ' =| (Value Ratio):
= -// ¥ JaBFiE: 20Ss. 0.60/0

ARG | TEY
[ 'l
I 3
: N IIN b
AGE. 5ot
X 82
: 52 Lx
FiEo o\ B -
i3 r T
_Re: . " i'.‘ - s et B
MISER NI &% o - 47 JAA: 31.7Dv
VAtime: 21.9h~
DGk %ty 16 dhit 8, RIRRH S
FE A san| \ b ML 4.3%(1.3%)-
— 3 - 7 7FR¥: 104D.
MESENSML: a e 2

o [l ol Lol Lol ool Luf Law ™

SSEESIFIREFINET 104K, BEZSIFIRIBEILRRNAMIE.
VSMZEiZERIR, AFiRa “WEREFE" UKk “BEFERFL" -
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Industrial Precision meets Swiss Editorial 16:9

RIEHZ: ARSI SF TFRHITRGT

S—PME: 128 Sk BE S=Mikr: %A

(Diagnosis) RSCLUTE )R |\ (Transformation)

vsMEite A sximas A RRELH +
GRBUHRER) @ RPLES % S 55 FRAL

HVSMiX sz SRICAT BRI, FSSIXEAR R

Source: Learning to See / Flow Engineering Logic



THSES: SKMERER (Kaizen Week)

X313

Day1-2: &M Day 3:i&it Day 4: it Day 5: k&
(See) (Design) (Plan) (Report)
o SR ILARE] « IZITARFKE o FIEITENITXY « BE5KPIZE
(Current State (Future State (Action Plan)
gas fa AR
- RIS 5IEIEME |« E RER (RTSI)
b= (Kaizen Bursts) B
— AL BPSLHESSHY
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BT ERETI Ay3%E

Reality
VSO
Process

BatinlRE (Problem) :
o 47EHE (Lead Time) : 31.7%
o EFXRH (Inventory) : 104K

IR&FEE (Constraint)

o RALNMFBERSRAEN “Fi° M Rz
R,

g RAZ (Execution) :
o VSMIEHT “FULIE" F1 “E3E” ZiBlRYBR s,

o SSHATEIE “T{EF5I” (Work Sequence),
RBINHIEDFR S (Pull System) 7EBRIERS




kR EFRN “HRF° NG

BFRE (Digital Waste)

. FEIH e .
(Annual Plan) . ﬁ%f?{?}ﬁ; 290£Jmm¢ (kiglgg/\ L‘JJ)
 ERFE 4 ;
(Product Dev) : éﬁ%&ﬁ)! 93 MY (41B188M3ERh)
ecision by Committee
miHEH
(Marketing)
#=F 5S (Digital 55):
> HARREEIE DAZKSSMUBLRET, MEE R,
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