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Goals for Today

• Background, a brief introduction to Lean

• Not something that can be done by checklist

• Case Study, applied to Environmental Portfolio 
Management

• We will discuss the first of five Process Improvement Events

• Four additional have been completed, and the team performs at 
least one a year to foster continuous improvement

• Quantifying the Impacts and Benefits



Lean:

Increase Value
Reduce Waste
Respect People
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4P

Long Term PhilosophyPhilosophy

Right ProcessProcess Right Results

Develop PeoplePeople & PartnersPartners

Solve Root ProblemsProblems
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People and Partners
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Process and Tools
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See & Perceive Together
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Dissatisfaction
is the mother of Improvement
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Understand & Create 
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Act
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CONSENSUS: 
See, understand and act together

• Understand value 

• Expose obstacles
(wastes)

• Minimize obstacles & 
increase value
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What if Lean were applied to 
Going to the doctor?
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Tesoro Corporation: Lean in Action

• Tesoro manages a complex portfolio of sites 

• They face the same challenges that each of us do in our 
work, whether site owners, consultants, suppliers or 
regulators
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The Starting Point - Defining Success

• Value Exercise - See  to 
better understand

• Highest Value:

• Management of retained 
liabilities

• Impact to Bottom Line

• Progress to Closure

• Who could disagree? Key learning: 
This simple poster 

became a key reference 
for the team to evaluate

the VALUE of 
each process
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But where do you really start?  
Which of many key processes involved in managing a 
portfolio warrants attention first?

We chose the 
“super process”

Site Management

• Ranking Exercise:

• Value

• Muda (waste)

• Ability to eliminate waste

• Our Knowledge of the process

• Why?

• This decision set the stage for a 
series of process improvement 
events, each focused on 
systematically improving portfolio 
management
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Analysis – Where is there Waste and 
Opportunity?

Created a Value Stream Map to learn more 
about:

•key processes (yellow)
•waste (pink)  MUDA
•flow (arrows)
•improvement ideas (purple)
Also:
•people involved (green)
•Documents (blue)

Key learning: 
The value stream map

worked well to help 
everyone understand the 

system and see lots of 
non-standard
approaches

Collectively we
discovered many
opportunities
To improve!  

Collectively we
discovered many
opportunities
To improve!  
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With the Value Stream Map we could see:

• Many observations of waste and opportunities to improve. – but still 
needed to determine the “right” waste to tackle first and what ideas 
to incorporate in the solution 

• Observed lots of discontinuity in work flow.  Process interruptions, 
miscues, redundancies, re-work 

• Observed teams working hard, but not always on the “right” thing in 
a way that maximizes value  

• Learned there were currently few standard methods to establish 
priorities or guide project teams, and everyone “owned” their own 
method.

• Observed different approaches to similar problems across the 
portfolio, few standard approaches
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Evaluating Countermeasures
The team assessed impact versus and difficulty

• A simple impact/difficulty 
analysis (shown)

• Helped distill the team’s 
understanding of how 
much value could be 
delivered with a solution, 
and how much effort could 
be required

Key learning: 

Collectively we understood where 

we can most effectively 

make the biggest impact
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Plan for Actions

• The team agreed on 
“highest priorities for 
action”, who would lead 
each, who would 
contribute and the 
timing.

• We quantified the 
expected results in 
measurable criteria to 
set goals for real 
improvementKey learning: 

Much of what we did 
helped make meaning of 

solving problems – by 
depicting value and finding 

ways to have 
less stressful, better work.

That context established 
priorities, creating resolve

and enthusiasm.
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Results

• Direction – the future state is well defined and the team 
understands the value of reaching for that future

• Focus - Priorities are defined in the context of value –
There is a much greater level of enthusiasm about 
improving – the team can see things in context

• Communication tools – maps and other visuals provide 
a good way to communicate status, needs and the degree 
to which goals have been achieved.



Fast Forward: Where we are today
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Generic Impact Tool – Allows Analysis of 
the Portfolio Condition
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Sargent Hotel Part Duie Esterline Batesville Casket 
Honda Coca Cola Steelcase Intel Textron Stanley 
Works Tesco Nike Pentair Toyota Danaher Burt's 
Bees Honda Pella Windows Denso  John Deere 
HON Industries Illinois Tool Works Dell Caterpillar 

Steelcase  Parker-Hannifin Batesville Casket 
Company Boeing Southwest Airlines Mercury 
Marine Mgg Kimberly-Clark Darigold United 

Technologies Johnson Controls Heinz Ariens 
General Electric Kion Wabtec Nissan Tata Steel 
Alcoa Subaru Terex Hindalco 3M Ametek ITT Pentair Wal-

Mart Volkswagen Palm Harbor Homes Autoliv Newell 
Rubbermaid Roper Toro Eaton BMW Hershey Standard 
Aero Oscar Meyer General Motors Honeywell Cooper Tire 
Goodyear Avaya Praxair Hasbro Cisco Wiremold  Chrysler 

Delphi


