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 Lean is simply a group of strategies for the identification and 

elimination of the waste inside the value stream. 

 A value stream includes all the activities of all parties involved 

in the manufacturing and the supply of a product (or service) to 

their ultimate customer. 
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Value Stream Mapping: 

 A strategic mapping tool that helps to understand and visualize 

the flow of product through the various production stages. 
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 The primary goal is to eliminate waste (Muda). 

 It focuses on the process using the principle of Lean from the 

perspective of Value. 

 It tends to display more information than a typical process map. 

 It spans from the receipt of the material 

to the delivery of the finished good to  

the customer. 

 It creates a visual map of the flow of 

material and information in the value 

chain of the product. 
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Benefits: 

 Enables to see the big picture rather than individual processes. 

 Creating such a big picture helps to identify non value-added 

activities, waste and sources of the waste. 

• Such as work in process, excessive inventories, rework, scrap, etc. 

 Enables the team to see where would the bottlenecks be. 

 Helps bring the production rate of the entire process closer to the 

customer’s desired demand rate. 

 Provides a qualitative measure of what the 

process should be and how to achieve it. 

 Helps plan improvement activities. 
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Applicability of Value Stream Mapping:  

 Order to payment process. 

 Sales forecasting. 

 Manufacturing. 

 Backroom processing operations. 

 Supply chain/distribution network. 

 Inventory management. 

 Service delivery. 

 Product development. 
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Manufacturing Example:  
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Non-Manufacturing Example:  
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Approach: 
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Before Start: 

 Focus on the production of a single product (or product family). 

 For products with multiple branches, concentrate on the main 

process flow first. 

 A Product Family Matrix may be helpful. 
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Current State Map: 

 Develops an understanding of what happens today: 

• Information. 

• Material. 

• Interactions. 

 It is often rare to find one person who has 

knowledge of the entire value stream. 

 Information is better to be collected from the 

shop floor. 

 Analyst should start from the customer end and work upstream 

to draw the map by hand. 
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Approach: 

 Establish a team (include people involved in the process). 

 Walk the process and talk to the people there. 

 Collect all data and complete data boxes: 
• Capture process data. 

• Capture cycle time, uptime, changeover time, etc. 

• Count delays and inventory between processes. 

• Collect demand data, schedule requirements, etc. 

 Draw the map by hand starting with the material flow. 

 Map the information flow and the secondary processes 

(e.g. rework loops). 

 Add the timeline and VSM calculations. 

 Don’t get blogged down in the details. 

 Refine the map as you go along. 
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Zone the Map: 
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Standard Icons: 
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Example: 
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Date Related to Customer may Include: 

 Customer demand (item/day). 

 Product mix. 

 Shipping frequency. 

 Standard shipping container quantity. 

 Customer shift/operation pattern. 
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Date Related to Each Process may Include: 

 Cycle time. 

 Changeover time. 

 Uptime / downtime. 

 Batch size / tray quantity. 

 The number of operators required. 

 The number of product variations. 

 Working time (without breaks). 

 Scrap rate. 

 OEE values. 
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It is Useful to Collect Data Such as: 

 Process / Queue times. 

 Setup times. 

 Transport times. 

 Number of people. 

 Number of machines. 

 Defect rates. 

 Batch sizes. 

 Existence of Kanban. 

 Inventory (In process, in queue, in transport). 

 Source of data. 

  

 - Value Stream Mapping 



Continuous Improvement Toolkit . www.citoolkit.com 

The Information Flow: 

 Goal: to know how much to make and when to make it. 

 Map what actually happen as opposed to what should happen. 

 Walk the information flow. 

 It may be useful to collect examples of relevant documentation. 

 We should map informal processes as well. 

 Key areas to focus on: 

• Demand management. 

• Planning. 

• Logistics. 
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Future-State Map: 

 A very ambitious future state that takes into consideration the 

customer’s need. 

 This map represents the best possible improvement the project 

team is able to implement. 

 It consists of: 

• A stream of value-adding processes. 

• Linked to the customer by ‘pull’ of 

continuous flow. 

• With a minimum of waste. 

• Uses principles of Lean principles such 

as load leveling. 
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Future-State Map: 

 Should be based firmly on Lean principles. 

 It should be done with a multifunctional group. 

 Start only when the current state map is understood and agreed. 

 It is useful to draw a ‘blue sky’ future state map. 

 Then work backward toward what is achievable in the shorter 

term. 

 The future map becomes the 

blue print for implementing 

a Lean system. 
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Guidelines for the Development of the Future-State Map: 

 Produce to Takt time. 

 Are there steps in the process that can be 

simplified or eliminated? 

 Develop continuous flow wherever possible. 

 Use pull systems where  continuous flow is 

not possible. 

 Try to send the customer schedule to only one production  

process (pacemaker process). 

 Distribute  the  production  of  different  products  evenly. 

 Continuously improve the system. 
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Things to Look For: 

 Are existing systems used in optimum way? 

 Is automation possible? 

 Can any paper work be eliminated? 

 Is information missing or conflicting? 

 Is information actually used? 

 Is information reliable and up to date? 

 Does information arrive in time? 

 Are things done in the right sequence? 
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Implementation Plan: 

 A gap analysis should be carried out to identify the list of 

improvement required to achieve the future state. 

 Then put together a timetable with milestones 

and review periods. 

 You may start with a single product family. 

 Someone need to own the value stream project. 

 Monitor the value stream and make it part of the business 

planning cycle. 

 Have a regular reviews of the plan. 
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When the future state becomes a reality it becomes the new current state 



Continuous Improvement Toolkit . www.citoolkit.com 

Further Information: 

 Always record the inventory you see not what you are told is 

normally there. 

 If there are other products than your family travelling through 

the process, then count all products to obtain the queue time. 
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