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reView 

The reView methodology was 
developed in response to 
the question that underlies 
the majority of a company 
leader’s decisions: 
How can I significantly 

increase the enterprise 

value of my organization? 

 
 

$2.4 billion in client-reported 
cost savings 
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Lean transformation is a proven, highly effective strategy 

for increasing enterprise value. Based on the revolutionary 

principles of the Toyota Production System,1 Lean describes a 

problem-solving approach and organizational culture-change 

that drives continuous improvement. Its focus on identifying 

and eliminating waste has the ability to maximize efficiency in 

organizations of all types and sizes. 

 

Yet research shows that many complex, large-scale 
enterprise change programs fail to accomplish their 
stated goals. 

 
The reasons why vary from a lack of employee engagement 

to inadequate management to poor cross-functional 

collaboration. More often than not, however, these points 

of failure can be traced back to the same root cause: 

an incomplete or inaccurate understanding of business 

opportunities prior to Lean implementation. 

What’s more, company leaders often become caught 

up in simply doing Lean rather than using Lean to turn their 

strategy into action and cultivate a culture of customer 

satisfaction and employee motivation. They do what they can 

rather than what they should, often because the “should” can 

seem impossible. 

We believe this traditional approach can set limits on 

the improvement potential of the organization, potentially 

sabotaging the transformation before it even begins. 

 

Redefining what’s possible 
This white paper will introduce you to a comprehensive 

approach to Lean transformation that provides, upfront 

insight into the capabilities of your business. Known as the 

reViewSM Diagnostic, this process has the power to reveal huge 

opportunities you may be missing—and help you understand 

how to pursue them, and achieve results you never thought 

possible. 

 
In the following pages, you will learn: 

– How the reView Diagnostic can help you overcome the 

common failure points in a Lean transformation 

– Why this approach is essential to appraising the value 

of your company, and how that affects your Lean 

transformation 

– How this approach helps you align your Lean 

transformation with your business strategy 

– How this approach focuses your Lean transformation on 

changes that have the highest potential impact 

– How other organizations have used this approach to 

achieve breakthrough results 
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How Will We Do This? 

Your roadmap to transformation: Bypass the failure 
points 
The reView Diagnostic is based on an approach long-used by 

financial investors to appraise the value of companies they may 

decide to purchase. Because it’s built around the business 

challenges and time constraints inherent in a fast-paced 

acquisition, it’s rapid and intense—yet can be accurate and 

effective. This uniquely equips the approach to overcome the 

minefield of potential failure points that often impede a Lean 

transformation. 

 

Why are we doing this? 
A pitfall of a Lean transformation is a lack of engagement from 

the senior leadership. And without enthusiastic involvement 

from executives, other employees can have difficulty 

understanding the intentions driving the Lean transformation 

and connecting improvement activities to business 

opportunities. Their interest in and commitment to the system 

may wane, reducing the chances of success. 

Furthermore, when company leaders delegate the 

management of a transformation to a project group, the 

focus often turns to tactical actions that don’t address the 

fundamental challenges faced by the company. A popular 

analogy in the Lean world is choosing to kill mosquitoes one by 

one, rather than draining the swamp. 

The reView process helps get people at all levels of the 

organization—from the C-suite down—involved and invested 

in the Lean journey. It helps them understand the purpose of 

every activity and allows them to play an active role in defining 

the challenges, goals and metrics. 

A central outcome of an effective reView diagnostic is a 

high level of demonstrated commitment from the leadership 

team to drive the transformation. Because we believe when a 

CEO can see the waste firsthand—and frontline workers feel 

empowered to make decisions—Lean becomes an inspiring 

journey in which everyone takes ownership of the outcome. 

 
 

When defining strategy, leaders are often so focused on the 

what—the end result—that they fail to clearly define the how. 

The reView Diagnostic provides a thorough definition of the 

strategy implementation to help answer critical questions like: 

– How do we turn our strategy into action? 

– What are the real breakthroughs we need? 

– Who is responsible for each deliverable? 

– Which processes and capabilities need to improve to 

support our goal? 

 

In Lean, a breakthrough is defined as “a level of 
performance one does not currently understand 
how to achieve.” 

 
Even when everyone understands the strategy driving 

transformation, there is often confusion surrounding roles 

and responsibilities. This can result in a lack of accountability, 

which of course inhibits progress. 

By implementing a culture of transparency and 

communication, the reView process helps each individual 

understand what they are expected to do and how it will be 

measured. Everyone is held accountable for their contribution 

to the success of the system—and ultimately, the improvement 

and growth of the business. 

The final magic ingredient is commitment. Many 

participants will claim to understand the strategy, but not all will 

demonstrate their commitment with action and a willingness 

to be measured against bold targets that really define a 

breakthrough. The reView process can help you secure this 

commitment before improvement activities get underway. 

 

What is everyone else doing? 
An end-to-end business process, particularly in a large 

organization, is typically rife with hand-offs between 

departments, business units and even regions. And it’s that 

lack of efficient collaboration in these interactions where waste 

can typically be found, in the form of delays, errors, rework 

and low morale. The customer is frequently able to see it and 

experience its negative effects, but employees and leaders 

don’t always recognize it. 

The reView process takes a horizontal view of your end- 

to-end business process, examining every single step in each 

value stream for its ability to deliver value to customers. Doing 

this at the beginning of a Lean journey helps support 

each function or department’s Lean efforts to help them 

integrate harmoniously rather than compete with each other. 

This end-to-end view can potentially be further expanded 

outside the enterprise to include suppliers, influential 

customers and other sources of support. 
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The aim is for the customer to recognize the benefit because 

the entire flow has improved, rather than one area being optimized 

to the detriment of others. 

Take demand creation, for example. The process of winning 

new business often involves multiple employees from marketing, 

sales, engineering, purchasing, estimating, legal, finance and the 

C-suite to perform a variety of tasks including calculating quotes, 

drafting proposals, generating contracts and more. 

A potential order has to navigate each of these hurdles— 

often in the face of approval limits, thresholds and automated 

routing processes—before it can be sent to the customer. This can 

potentially result in extended lead time and errors, and may cause 

the business to lose sight of the customer’s real requirement. 

The reView Diagnostic allows a company to reorganize 

the demand creation process into a team-based, flow-driven 

environment. Specialists from each department are selected in a 

cell structure to pick up the opportunity, work to progressively add 

value, and not put it down again until it has been completed and 

sent to the customer. 

Demand creation is just one example of a value stream that 

exists in many businesses. Imagine the potential impact when the 

reView process is applied across all value streams. 

 

 
   1-BY-1  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 DEFECT-FREE  

 

 

 

 

 

 

 

 
 

1-ITEM 
FLOW 

BASIC 
6-S 

 

 

 

 

 

 

 

 
 

STD 
WORK 

PULL 
SYS 

 

 
 LOWEST COST  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 ON-DEMAND  

 

We’ve improved. Now what? 
Achieving your Lean improvement goals is only part of the 

equation. To realize the full benefit of a Lean transformation, we 

believe you must have a cashing-in strategy. How will you fully 

convert the improvements you make into a top-line/bottom-line or 

balance-sheet impact? 

For example: Suppose you succeeded in increasing 

productivity by 30 percent, resulting in 80 fewer people per month 

required to produce your product or service. What will you do with 

those extra resources? Lay off workers? Give them meaningless 

busy work? Or perhaps reassign them to start developing that 

new idea—the one with the potential to increase revenue by 15 

percent? Few businesses shrink their way to success. We believe 

one of the leadership’s primary responsibilities is to help the team 

understand how to reinvest the valuable resources freed up by your 

transformation. 

Many companies make the mistake of focusing their 

transformation on driving costs down, rather than driving value up. 

The former can be a dead-end view, while the latter can help open 

up your business to a near-limitless supply of possibilities. This is 

specifically where and how an effective transformation can enable 

and fund the deployment of your strategy. 

The reView process helps you identify ways to create capacity, 

and then goes further to find ways to reinvest that capacity to 

better meet the needs of your existing customers and attract new 

business. And this is how you increase the value of the enterprise. 
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Prior to participating in a reView Diagnostic, a 

client reported that they had set a goal of less 

than $10 million in annualized cost-savings. The 

enterprise reView assessment was able to 

identify approximately 10 times that 

number in opportunities. Leaders selected 

a set of strategic options based on prioritized 

business goals, and the company is now 

tracking toward their goal. 

 
The original goal of less than $10 million 

was hit in the first 120 days after the reView. 

 
Conducting a reView diagnostic as the first step 

can accelerate time to value for your 

transformation. 

 

 
The reView Diagnostic approach is 

designed to help you achieve: 

– Enhancement in enterprise value 

– Rapid business growth 

– Maximum return on investment 

– Clearly defined opportunities for improvement 

breakthroughs 

– Positive customer impact for improved 

retention and acquisition 

– Strong commitment and engagement from 

leadership and other employees 

A cell is a collection of work elements with a clear input 

and output, where the work flows in the least waste way. 

A cell is characterized by having: visual management 

to highlight problems at a glance, one piece/ need flow 

to reduce waiting time and inventory, standard work to 

define the least waste way to perform the work at the 

rate of customer demand and pull systems to prevent 

unnecessary inventory and overproduction. 

VISUAL MANAGEMENT 
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Data capture and preparation 

PHASE I 

Current state assessment 

▪ Obtain critical information 

▪ Build dataroom, confirm scope, select 

processes and projects 

▪ Visioning workshop 

▪ Data collection design, current state 

prep, capture management information, 

train team 

▪ reView Diagnostic of selected sites, 

value streams and functions using 

structured interviews and real-world 

data collection on site 

▪ Populate and summarize 

dataroom 

▪ Update report with current state 

summary 

▪ Feedback to leadership 

PHASE II 

Strategic option evaluation 

PHASE III 

and selection 

▪ Prep option ID workshop 

▪ Option ID workshop and report update 

▪ Prep option evaluation and decision 

workshop 

▪ Option evaluation and decision 

workshop 

Benefits hypothesis and report 

 
▪ Benefit calculation, implementation 

planning, produce final report and 

brief leadership 

PHASE IV 

reView Diagnostic Types Duration: 3-10 weeks, depending on size 

We can’t do that 
Perhaps the most detrimental—and difficult to overcome— 

point of failure companies may encounter is the inability to alter 

their mindset to see what’s possible. 

Corporate culture can foster a reluctance to commit 

to big goals and big change, because failure often brings 

consequences. This fear of failure inhibits honesty and 

creativity, potentially limiting the opportunity for improvement. 

The reView process helps company leaders set more 

aggressive goals—based on sound logic and verifiable data. 

Then, it highlights multiple options for the organization to 

consider to help them achieve those breakthrough targets, 

and empowers them to make a more informed and inspired 

decision on which options to pursue. This, can in turn help 

increase everyone’s personal investment in the value creation 

process. 

 

A better process 
What makes the reView Diagnostic different from the less effective Lean approach attempted by so 

many organizations? The answer is in the meticulous process it follows, which occurs in four phases. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

Type Duration Org. Size Org. Revenue # of Sites Access Information 

Large (Enterprise) 10 weeks 1,000+ $500M+ Multiple Full access to visit locations and interview 

leadership 

Full access to P&L, balance sheet, key metrics, 

supporting data 

Small (Business Unit 

or Site) 

1 week onsite; 

3 weeks after 

100-500 $30M– $500M 1 Main Full access to visit locations and interview 

leadership 

Full access to P&L, balance sheet, key metrics, 

supporting data 
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Phase I: Data capture and preparation 
An effective reView Diagnostic is a business-minded 

assessment. It requires a blend of business and commercial 

acumen combined with an experienced eye to see and imagine 

what’s possible. The approach must replicate the attitude and 

mentality of a prospective new business owner. That means 

using real data and taking nothing for granted. 

 

 

The data capture and preparation phase must 
begin with the question, “What’s the reason our 
business exists?” 

 
 

Using a proven set of data requests and analysis, the data 

capture and preparation phase helps you accomplish the 

following objectives: 

– Define the value offered by the company 

– Reveal a clear picture of the company’s financials 

– Gain a solid understanding of the customer perspective 

– Confirm the fundamental business strategy and goals of 

the leadership team 

– Outline clear targets and expectations 

– Define breakthroughs 

– Determine the scope of the Lean transformation 

– Prioritize needs and determine the critical business areas 

to focus on 

Because nothing is assumed, all subsequent evaluation is 

driven by a trustworthy source of knowledge that can help 

increase the potential for breakthrough improvements. 

Phase II: Current state assessment 
The current state assessment is arguably the most important 

part of the reView Diagnostic. This is where you can rapidly 

and systematically uncover the improvement potential of your 

business. 

Using a proprietary mapping technique with highly 

customized data, each business function in the end-to-end 

business process is analyzed to identify waste and 

improvement opportunities. It’s a team-based exercise, 

putting the pen in the hands of the people who actually do 

the work. And it doesn’t take place on a computer screen or a 

conference room wall; it’s a “go-see” process that takes place 

where the work is done. This combination of onsite 

observations, employee input and business data is what 

makes scalable improvement possible. 

By asking the critical question, “So what?” when 

problems are spotted, the team works together to find 

potential solutions that when implemented, will help solve the 

problems and add value to the enterprise. Strengths are 

identified and capitalized on, and best practices are solidified 

—especially between business units or territories, where 

differences can be significant. 

The team then assembles a dedicated data room where 

findings from the assessment and answers to the ‘”So what?” 

questions are summarized in a prioritized and structured 

manner. The visual, tangible presentation of this information 

can have an enormous impact on the success of the 

transformation. Leadership is often humbled to see how large 

the improvement opportunity can actually be, and becomes 

excited and motivated by the ability to visualize the possibilities. 

The current state assessment highlights your company’s 

strengths and weaknesses, using data rather than opinions. 

This drives alignment and commitment to the true potential of 

the enterprise, helping answer the question, “What’s the size of 

the prize?” 
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An example improvement hypothesis 

Phase III: Strategic option evaluation and selection 

Now that the “what” has been defined, the next step is to 

determine the “how.” During this phase of the reView Diagnostic, 

the team determines which strategic options for pursuing the 

identified goals are viable. The requirements and impact of each 

option are evaluated, and new breakthroughs are defined. An 

improvement hypothesis makes it easy to objectively rank and 

compare options. 

Then, it’s decision time. The team looks at the possibilities 

and makes a commitment to what they will do. Important factors to 

consider are: 

– Impact on enterprise value 

– Impact on customers and employees 

– Difficulty, risk, and/or cost of implementation 

– Contribution to the cashing-in strategy 

– Impact on overall strategic goals 

 
The ability to thoroughly evaluate and then choose strategic 

options puts the expected benefits, costs and plan of action clearly 

in focus for the entire company—before any action is taken. This 

provides an important opportunity to assess the level of appetite 

and commitment that exists within the business to make it happen. 

 
 

Phase IV: Benefits hypothesis and report 
The final phase of the reView Diagnostic is a comprehensive report 

that summarizes the key outputs and findings from each of the 

prior three phases. It is essentially a record and reference of what 

the team found, what they committed to do, how they plan to do 

it and what they expect the results to be. A clear, time-based 

roadmap for achieving the desired results is developed, 

taking into account the size of the business, the level of effort 

required, the availability of resources and the culture of the 

organization. This provides the answer to the question, “How 

heavy is the lift?” 

IF we establish a daily improvement process for 

problem solving in all operations, THEN we can reduce 

the cost of rework from $90,000 per month to $30,000 

per month within 12 months. 
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Real results 
Large-scale companies across the globe, from a wide variety 

of industries, have applied the reView Diagnostic as a powerful 

springboard for a successful transformation—and a rapid 

increase in enterprise value. 

 

Distinguish your Lean transformation from 
the other 70 percent 

 
The reView Diagnostic was developed by Simpler® Consulting, 

a leading management consulting firm that helps organizations 

around the globe to improve performance through Lean 

transformations. 

This proprietary approach is designed to rapidly identify 

the strategic improvement opportunities that exist within 

your organization, help you overcome common barriers to a 

successful change initiative and construct a customizable 

roadmap for achieving results you never thought possible. 

But the reView process is only the beginning. In the next 

step toward total Lean transformation, Simpler will help you 

reThinkSM how you will achieve your improvement targets using 

a proven technique to focus, engage and align your whole 

organization to deliver on the highest-impact improvement 

priorities. 

Finally, in the reBuildSM process, you will apply the Simpler 

Business System® to rapidly implement the required changes, 

resulting in a substantial increase in enterprise value and a 

profound cultural shift in your organization. 

 
 

 
 

Coming soon 
Additional white papers exploring the reThink and 
reBuild processes in depth. 

Why Simpler Consulting? 
Simpler has guided and coached some of the world’s 

largest corporations through successful enterprise-wide 

transformations, resulting in a total of $2.4 billion in 

client-verified ROI to date for clients large and small. Our global 

presence allows us to support multinational clients across 

multiple locations, languages, and cultures. 

Many of our clients’ transformations are recognized as 

exemplary case studies by organizations such as the Lean 

Enterprise Institute (LEI) and the Association for Manufacturing 

Excellence (AME). We have coached more companies that 

went on to be awarded the prestigious Shingo Prize—the 

world’s highest standard for operational excellence—than any 

other Lean consulting firm. 

 

Get connected 

 
Americas: 

Mark Williams, Vice President, Industrial East North America 

+1 336 457 7167 

markwilliams@us.ibm.com 

Jim Little, Vice President, Industrial West North America & 

Latin America 

+1 512 568 6602 

jlittle5@us.ibm.com 

 

Europe & Asia: 

Roy Garnham, Regional Director 

+44 7780 974275 

roy.garnham@uk.ibm.com 

Richard Jenkinson, Director of Business Development 

+44 7984 608705 

richard.jenkinson@ibm.com 

 

 

About Simpler Consulting, an IBM Company 

Simpler® Consulting, an IBM Company, is a leading 

management consulting firm that helps organizations 

around the globe to improve performance through Lean 

transformations. Since 1996, Simpler has worked closely with 

clients to foster an organizational culture that continuously 

seeks out opportunities to make improvements, and help 

to stimulate business-impacting results. With its proprietary 

Simpler Business System®, Simpler has helped clients to 

implement Lean transformations across a wide range of 

industries. 

 

reViewSM

 

Enterprise Assessment 

to rapidly uncover 

business opportunities 

reThinkSM

 

Define breakthrough 

goals to focus 

improvement efforts 

reBuild
SM

 

Improve your operating model 

by applying 

Lean principles 

Increase 
enterprise 
value 
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1 Inside the Mind of Toyota: Management Principals 

for Enduring Growth, Productivity Press, 1st edition, 

Nov. 28, 2005. 

© Copyright 2017 Simpler Consulting, 

an IBM Company 

 
Simpler Consulting, an IBM Company 

P.O. Box 36 

Bloomfield, IA 52537 

 
Produced in the United States of America 

October 2017 

 
IBM, the IBM logo and ibm.com are 

trademarks of IBM Corporation in 

the United States, other countries or 

both. Simpler Consulting LLC, Simpler 

Healthcare, Simpler Business System®, 

and Simpler®, and its respective logo are 

trademarks of Simpler Consulting LLC, an 

IBM Company.  All other company or 

product names are registered 

trademarks or trademarks of their 

respective companies. A current list of 

IBM trademarks is available on the Web 

at 

“Copyright and trademark information” at 

www.ibm.com/legal/copytrade.shtml. 

 
This document is current as of the initial 

date of publication and may be changed 

by IBM at any time. Not all offerings are 

available in every country in which IBM 

operates. 

 
The information in this document is 

provided “as is” without any warranty, 

express or implied, including without any 

warranties of merchantability, fitness for 

a particular purpose and any warranty 

or condition of non-infringement. IBM 

products are warranted according to the 

terms and conditions of the agreements 

under which they are provided. 

The client is responsible for ensuring 

compliance with all applicable laws and 

regulations applicable to it. IBM does 

not provide legal advice or represent or 

warrant that its services or products will 

ensure that the client is in compliance with 

any law or regulation. 

 
The performance data and client 

examples cited are presented for 

illustrative purposes only. Actual 

performance results may vary depending 

on the specific configurations and 

operating conditions. It is the user’s 

responsibility to evaluate and verify 

the operation of any other products or 

programs with IBM product and programs. 

 
Statement of Good Security Practices: 

IT system security involves protecting 

systems and information through 

prevention, detection and response 

to improper access from within and 

outside your enterprise. Improper 

access can result in information being 

altered, destroyed, misappropriated or 

misused or can result in damage to or 

misuse of your systems, including for use 

in attacks on others. No IT system or 

product should be considered completely 

secure and no single product, service 

or security measure can be completely 

effective in preventing improper use or 

access. IBM systems, products and 

services are designed to be part of a 

lawful, comprehensive security approach, 

which will necessarily involve additional 

operational procedures, and may require 

other systems, products or services to 

be most effective. IBM does not warrant 

that any systems, product or services are 

immune from, or will make your enterprise 

immune from, the malicious or illegal 

conduct of any party. 

 
As of the latest publication date, the 

healthcare information presented here is 

accurate. 
 

H
P

W
0
3

0
6

8
-U

S
E

N
-0

0
 

http://www.ibm.com/legal/copytrade.shtml

