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Dear readers,

It’s been a year since lean knocked on
SCGM'’s door. During our last meeting we
went through the results that we have
achieved over the past year, and | would
like to share them with you.

Our external lean coach came in for his
regular monthly visit on the same date as
last year, a nice occasion to mark the first
anniversary of the SCGM Way and discuss
our accomplishments.

THE POPCORN
METAPHOR

A year ago, it all started in a conference
room with the steering committee, so
that’s where we gathered to discuss
results. What we saw when entered the
room was an electric cooker, a pan with
its lid, oil and a bag of popcorn kernels.
Surprised, we all took a seat and the
meeting began.

The coach heated the oil, put the kernels in
the pan in an even layer, covered the pan

CEO Sandra Cadjenovic
shares SCGM's lean
progress, a year after the
Serbian manufacturer
embarked on its journey.

and waited. As soon as the first kernels
popped, he removed the lid, showing that
not all of them had actually popped . “This
is you after one year,” he said.

In a company (the pan), employed by the
owner (the person putting the kernels
inside), people are all together (kernels
placed evenly) working by using resources
(temperature) and the right (lean) method
(appropriate temperature set) with the
(lean) standard (lid covering the pan).
Complete lean implementation will take
three years.
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LEAN

DESIGNING A SYSTEM

2012 2013

2014

1. HSE - Health Safety Environment

2. COST MANAGEMENT

3. QUALITY MANAGEMENT

4. AUTONOMOUS MANAGEMENT

5. EARLY MANAGEMENT

6. LOGISTICS & FLOW MANAGEMENT

7. FOCUSED IMPROVEMENT

8. EDUCATION & TRAINING

CONTINUOUS IMPROVEMENT

RESPECT FOR PEOPLE

“Let’s see who popped,” the consultant said starting the discussion on the
results achieved over the past year.

The SCGM Master Plan was showed, and we could see where we actually
are at the moment. Orange squares represent where we have succeeded
in taking up and completing the steps within the relative pillar.

As far as the Health, Safety and Environment pillar is concerned, the team
leader informed us of the outcome on the field:

Safety conditions have improved considerately;
The number of injuries has been brought to 0 - KPI reached;
People are becoming more pro-active and are thinking “safety”.

A current problem we have is that people are refusing to wear safety
clothes, even though they have been provided to them. They complain
that it is too hot to wear safety shoes, and too uncomfortable to wear
safety glasses. The consultant suggested that all managers should set the
example by wearing the clothes when on the shop floor. If employees see
their supervisor wearing them, they will follow the model.

As for Lean Cost Management, we achieved savings of 11.4%. The
Autonomous Management pillar has proved to work well. The first step
was completed successfully and OEE average figures, calculated on three
pilot machines then and now, went from 61% to 80%.

Lean Quality Management was exceptionally good, as
proven also by an external audit that we passed with
regards to the SRPS ISO 9001:2008 standard.

In addition, here are some more important facts:

We have won 50% more customers this year. Last year
we had eight crucial clients, now we have 12;

Headcount went from 52 to 62, all full-time employees;
Customer satisfaction significantly increased this year.

Let’s go back to people now, who are the foundation of
the SCGM structure. Out of 62 people, 11 are now fully
engaged in lean — to use the popcorn metaphor, 17% of
our people “popped”. Our target for next year is grow the
number to 50%, and to 100% the year after.

In order to achieve that, we will concentrate on improving
communication. Managers have been complaining about
the lack of information, which resulted in some problems
being dealt with late. We have introduced a regular 15
minute meeting every morning, with all the participants
sharing problems and actions for the day. Once they are all
up to speed and agree on the actions for the day, they go
back to work. So far, it proved to work extremely well.

Our following actions include turning to our next pillars,
Early Management and Education and Training, and pushing
ahead with the existing ones. The steering committee
seemed pleased with the results they shared with the
coach, and | am happy to say we have something to boast a
year after we started our lean journey.

Back in the meeting, the consultant put the pan back

on the cooker and gently shook it. We all heard further
popping as a pleasant smell spread in the room. Three
minutes later all the kernels had popped. “This is you in
two years,” the consultant said, as we started serving the
popcorns to our diligent lean people.
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Figure 2: The SCGM Master Plan
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