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Samlesbury Site



BAE Systems, Samlesbury Site

Samlesbury is BAE Systems’
Military Air Solutions (MAS) 
primary manufacturing site. 

It has a strong tradition of 
design, engineering and 
manufacturing excellence in 
the aerospace industry. 

The site is home to some of 
the most advanced aerospace 
manufacturing and assembly 
technologies in the world.



Samlesbury Site

World Class Airframe 
Design and Manufacturing 
Centre

Principal Projects:

– Airbus

– Eurofighter Typhoon

– F-35 Lightning II
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Managing Change at Samlesbury



Pressure to Change

Significant challenges faced by Military Air Solution at our 
Samlesbury site, F35 “one a day”, doubling production rate on 
Typhoon and rate increase in our Airbus facility

We were a diverse site with Programs and Functions, all with our
own way of doing things

We needed a “Site Direction” where we are all pulling in the same 
direction

We also needed to make the link between what we all do every day
and our Vision 

Our customers are mandating significant cost reduction
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Capacity to Change

Non Lean Culture

Lean Culture
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The Lean Equation:

Common Denominator = Lean Culture!!!



Capacity to Change

Lean Learning AcademyLean Learning Academy
established in Sept 2005
3 week Leadership 
Development Programme

Teams assigned to 
business ‘Focus Areas’
29 Cohorts = +500 Leaders
Employee, Supplier & 
Customer Participation



Capacity to Change



Actionable First Steps

2004

BSV

SQCDP
Focus

2005

Model
Line

LLA

1st Level
Policy
Deployment

2006

Model
Line 
delivers

LLA &
Cohort Club

2nd Level
Policy
Deployment
Pilot

2007

Top 10
Parts by
Value

Other Sites
& Eng LLA’s

2nd Level
Policy
Deployment

Process
Confirmation

£19m audited
Benefits.

2008

System
Transparency
And Local 
Ownership

Externally 
Benchmarked

3rd Level
Policy
Deployment

10 BSV
Enablers

Leadership
Behavioural 
Change

2009

Working
Practice
Change

Safety
Exemplar

Quality
Exemplar

Rate
Readiness

Service Excellence

6 Elements

Zero 40 200+ 300+ 500+

Lean Learning Academy           

Leadership Skills and Capability Development           

LLA = 84

PPS = 400

SLII = 300



Policy Deployment

Samlesbury Site

– Policy deployment of our Site Blue Sky Vision and Site Scorecard

– Policy deployment is a process to convert our Blue Sky vision through 
to individual responsibility

– Policy deployment creates a catalyst for innovate solutions at all levels 
of the organisation

– This tool enables us all to understand that “my contribution counts”



Scorecard & 

Master 
Schedule 

Blue Sky Vision

2003 2008 2009

5/10 Year Strategic Vision

Year on year targets & tactical plans that 
get us closer and closer to the vision 

Blue Sky Vision

Enablers / Elements

Strategy & Tactical plans that remove future 
roadblock to the Blue Sky Vision. Facilitating 
improved scorecard targets

Blue Sky 
Achieved

Lin
k 

Phil Astley  Production Systems Design 17 Oct 2006
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Policy Deployment - Samlesbury



Customer confidence improving in our ability to “show value”

– Recent investors visit directly referenced our policy deployment process during 
feedback

– “Our BAE teammates on the F-35 program have seen significant improvement in 
their assembly cost performance, the overall operating system of SQCDP can be 
directly attributed to their success. I am now driving all of the JSF assembly areas 
to adopt the BAE operating system framework.” Bob Fiorentini EVP Production 
Operation F35

– We completed no preparation for our recent external safety audit and feedback 
included “Deployment of SHE via the "Lean SQCDP" process very impressive, 
seen as a company benchmark”

Safety: 45% Reduction in accidents
Quality: 30% Improvement in scrap and concessions
Cost: 14% Reduction in non labour costs
Delivery: 19% Productivity improvements
People: 22% Improvement in EOS 

= To £17M savings since 2004

Policy Deployment – The Benefits



Reflections: Competing for the Shingo Prize

The Achievement Report
– Split the task!
– ‘Go, look, see’ for evidence

The Shingo Examiner Team Visit
– If you thought you already had fresh–eyes on your 

business…. think again!
– The simple questions still make you think the hardest

The prize is not the goal – it’s simply a milestone on the 
PDCA cycle through our transformational journey



So What’s Next?

Incorporate ‘Tools>Systems>Principles’ into our own 
Operating System Maturity Matrix

Area:
Safety Level Quality Level Cost Level Delivery Level People Level Leadership Level
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CONTINUOUSLY IMPROVING THE 
STANDARD
* Focus is fully on accident prevention with 
records showing all levels participating in 
Good Spot, Kaizen and APT
* Task based Safety Standards in place, 
visible, referenced in Standard Ops and being 
adhered to by all
* All Risk Assessments up to date and 
supported by APT for new and emerging risk
* SHE plans in place and owned at 
Team/Cell/Station level
* All Team Members understand the 
importance of Safety to themselves and 
others
* Local House Rules continually improved, 
updated and communicated, non 
conformance challenged by all

CONTINUOUSLY IMPROVING THE 
STANDARD
* No repeat problems evident with 3C's and 8 
Step Problem Solving philosophy embedded 
for new issues
* No quality issues are passed forward without 
defined containment and countermeasures in 
place
* All quality problems are detected and 
resolved before delivery to customer
* Quality improvement plans are in place and 
owned at Team/Cell/Station level
* All Team Members understand the 
importance of Quality and how they affect it

CONTINUOUSLY IMPROVING THE 
STANDARD
* Teams focus on cost reduction by removal 
of process waste
* Hourly work content is understood with 
labour assigned
* Consumable cost is challenged locally with 
improvements driven from local analysis
* Budget reviews are driven by data gathered 
from Team/Cell/Station level
* All Team Members understand how they 
affect Cost on a daily basis
* Team Leaders fully understand the daily 
drivers that impact CSR performance

CONTINUOUSLY IMPROVING THE 
STANDARD
* Kaizen work is carried out as a drumbeat 
activity where all Team Members actively 
participate in improvement initiatives
* Cell/Station value add/non value add work 
content is understood on an hourly basis
* The value stream has the ability to quickly 
react to changes in customer demand
* All schedules are driven from data collected 
at cell/station level including any planned 
downtime

CONTINUOUSLY IMPROVING THE 
STANDARD
* Clear succession plans in place for all levels
* Recognition & Reward system in place 
locally to reward both individuals and teams 
who take ownership of Continuous 
Improvement
* Diary time set aside each week to discuss 
issues affecting the team, good two way 
comms
* Individuals own and drive their own PDP's

DEVELOPING LEADERSHIP PRINCIPLES
* Uses SL II Model during all Performance 
Management interactions
* Team Members are advocates of their leader
* Continually looking to adopt best practice and 
improve standards
* Looks outside the organisation/industry for 
opportunities to improve
* Acts as a mentor for other business leaders
* Is an advocate of decision making at all 
meetings by encouraging prior stakeholder 
engagement
* All Leaders SL II trained
* Customer Experience satisfaction 
improvement plans in place

LE
A

N
 M

A
TU

R
IT

Y 
C

U
LT

U
R

E ANALYSIS OF PROBLEMS & 
IDENTIFICATION OF IMPROVEMENT 
OPPORTUNITIES
* All reported incidents/accidents have 
containment in place and countermeasure 
plans ongoing
* Local management and some Team 
Members challenge those not adhering to 
local Safety standards
* SHE plans are proactive and focus on 
accident prevention (APT utilised)
* Local House Rules in place across the 
business and expectations set by the team 
with any non conformance challenged

ANALYSIS OF PROBLEMS & 
IDENTIFICATION OF IMPROVEMENT 
OPPORTUNITIES
* All local Quality issues have customer 
protection actions in place with root cause, 
containment and corrective action activity 
summarised on Team Boards
* Quality standards are being updated 
periodically based on Root Cause Analysis
* Customer Escapes are rare and are never 
for repeat failure
* Quality plans are focused on future 
capability and demand utilising process 
inputs, process controls, suitable measures.

ANALYSIS OF PROBLEMS & 
IDENTIFICATION OF IMPROVEMENT 
OPPORTUNITIES
* Budgets are owned, understood and tracked 
at Supervisor level
* Labour and Non Labour spend are linked to 
customer demand with progress understood
* Budget reviews focus on local progress to 
plan and adjusted in line with demand 
fluctuation
* CSR impact understood at cell/team level
* Problem Solving to root cause for cost 
performance issues

ANALYSIS OF PROBLEMS & 
IDENTIFICATION OF IMPROVEMENT 
OPPORTUNITIES
* Daily expectation is set at DSUM level where 
all Team Members understand what they 
need to achieve by the end of the day/shift
* Andon is utilised to highlight any issues that 
threaten our ability to achieve the daily plan
* Work is balanced at cell/station level to 
achieve overall process flow and deliver to 
takt
* Plans are in place to remove waste identified 
by Value Stream Maps to maximise efficiency 
across the value chain

ANALYSIS OF PROBLEMS & 
IDENTIFICATION OF IMPROVEMENT 
OPPORTUNITIES 
* Team Board includes specific task based 
competency training matrix outlining critical 
skill gaps
* Trend analysis of people issues available 
with links to Trust in Leadership improvement 
plans
* Regular skip sessions held to help 
understand the impact of local Leadership 
behaviours on the wider team
* Individual Team Members have PDP's with a 
balance of competency and aspiration

EMBEDDING LEADERSHIP PRINCIPLES
* Utilises SL II model for all interactions both 
formally and informally
* Seen in the areas where value is added daily 
and activly communicating with Team Members
* Standard Diary takes precidence on a daily 
basis
* Issue follow up to completion centred around 
regular Process Confirmation
* Displays leadership behaviours at all meetings 
and openly challenges those that don't
* All Team Leaders LLA trained
* 75% Team Leaders SL II trained
* Leadership demonstrating Service Excellence 
principles
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PERFORMANCE & STANDARDS VISIBLE 
AND ADHERED TO
* Team Board udated regularly using Green 
Cross
* Minumum Safety standard is adhered to
* Risk Assessment plans reviewed with 
progress being made
* SHE plan reviewed regularly with evidence 
of supporting activities
* Site standards, Building standards in place 
and visible. Non conformance challenged 
infrequently
* Evidence of PPS root cause 
countermeasures in place for all Safety issues

PERFORMANCE & STANDARDS VISIBLE 
AND ADHERED TO
* Team Boards policy deployed, updated 
regularly with reference to local Quality issues 
and are owned by local management
* Quality focus evident with standards being 
adhered to and maintained
* Customer Escapes given full attention with 
plans to resolve
* Quality plans reviewed regularly with 
evidence of supporting activities
* Evidence of PPS root cause 
countermeasures in place for all Quality 
issues

PERFORMANCE & STANDARDS VISIBLE 
AND ADHERED TO
* Team Boards are updated regularly with 
reference to local budget issues
* Budget control measures evident at a local 
level
* Impact of overtime and non labour spend 
understood locally
* Budget reviews include impact of 
over/underspend on IBP and CSR
* Evidence of PPS root cause 
countermeasures in place for all Cost issues

PERFORMANCE & STANDARDS VISIBLE 
AND ADHERED TO
* Team Boards updated regularly with 
reference to Delivery issues
* Takt calculations are now used to determine 
customer demand with business operating 
more in line with schedule and less reactive
* Lost Time is logged at business level with 
reference to schedule impact including some 
contingency action
* DSUM sessions are utilised to set the 
expected daily targets
* Evidence of PPS root cause 
countermeasures in place for all Delivery 
issues

PERFORMANCE & STANDARDS VISIBLE 
AND ADHERED TO
* Team Boards updated regularly with 
reference to People issues deployed from 
Scorecard
* Data analysis of People issues is available 
to support planned meetings
* Competency based training plans are visible 
with plan in place to give Team Members the 
relevant job training
* Team Members have status against 
competency based training plan identified, 
gaps understood
* Evidence of PPS root cause 
countermeasures in place for all People 

FOLLOWS LEADERSHIP PRINCIPLES
* Utilises SL II with all direct reports
* Sets expectation and Process Confirms the 
understanding
* Seen to follow standards and challenge non 
conformance
* Adherence to Standard Diary normal with 
minmal disruption
* Regular diaried Process Conformation
* Conforms to meeting culture and terms of 
reference
* 75% Team Leaders LLA trained
* 50% Team Leaders SL II trained
* Business Service Stars trained
* All Team Leaders Service Excelence trained
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PERFORMANCE & STANDARDS VISIBLE 
BUT AD HOC ADHERENCE
* Team Board in place but not updated 
regularly
* Local Safety standards visible but not 
adhered to
* Risk Assessors trained, plan visible but in 
backlog
* SHE Plan visible but review 
schedule/accountability unclear
* Site standards visible but not adhered to or 
challenged
* Evidence of Root Cause Analysis and the 
use of 5 WHY Problem Solving

PERFORMANCE & STANDARDS VISIBLE 
BUT AD HOC ADHERENCE
* Team Boards in place but not policy 
deployed, updated regularly, or managed 
robustly
* Evidence of Quality standards but lack of 
adherence/focus on improvement plans
* Customer Escapes visible with short term 
actions to resolve known issues
* Quality plans visible review 
schedule/accountability unclear
* Evidence of Root Cause Analysis and the 
use of 5 WHY Problem Solving

PERFORMANCE & STANDARDS VISIBLE 
BUT AD HOC ADHERENCE
* Team Boards in place but not updated 
regularly
* Evidence of local budget reports but no 
focus unless demanded
* Evidence of resource planning based on 
demand
* Planned budget reviews visible 
schedule/accountability unclear
* CSR Performance visible but 
ownership/accountability unclear
* Evidence of Root Cause Analysis and the 
use of 5 WHY Problem Solving

PERFORMANCE & STANDARDS VISIBLE 
BUT AD HOC ADHERENCE
* Team Boards in place but not updated 
regularly
* Customer Demand understood but still 
reacting to priority calls above schedule
* Business understands the affect of lost time 
on overall leadtime but not captured
* Evidence of DSUM's but lack af clarity 
around daily delivery targets
* Evidence of Root Cause Analysis and the 
use of 5 WHY Problem Solving

PERFORMANCE & STANDARDS VISIBLE 
BUT AD HOC ADHERENCE
* Team Boards are in place aligned to 
SQCDP but not updated regularly
* Local People issues discussed on an ad hoc 
basis with some supporting material
* Generic Competency based training plans 
exist but not visible on Team Board
* A basic level of training via induction is 
available to new Team Members
* Evidence of Root Cause Analysis and the 
use of 5 WHY Problem Solving

DEMOMSTRATING LEADERSHIP 
CAPABILITY
* Has been trained in SL II but only uses on an 
ad hoc basis
* Only outlines expectation within the 
management team, can over delegate
* Adopts basic Safety standards
* Leads change initiatives at start but hands 
over to others with little or no Process 
Confirmation
* Does not openly challenge non conformance
* Standard Diary adherence >50%
* 50% Team Leaders LLA trained
* All Execs SL II trained
* Business Service Stars identified
* Business Customer Experience satisfaction 
feedback visual
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BASIC STANDARDS IN PLACE, 
LEADERSHIP TEAM UNDERSTAND LEAN 
CONCEPT
* Scorecard in place
* Team Boards in place with standard safety 
reporting (Green Cross, Good Spot)
* Risk Register in place
* Minimum required SHE plan in place
* Site Safety Standards defined
* All Team Leaders PPS trained

BASIC STANDARDS IN PLACE, 
LEADERSHIP TEAM UNDERSTAND LEAN 
CONCEPT
* Scorecard in place
* Team Boards in place with standard Quality 
reporting/accountability (Scrap/Rework)
* Local Quality standards defined
* Customer Escapes resolution process 
defined
* Targetted Quality Plans in place
* All Team Leaders PPS trained

BASIC STANDARDS IN PLACE, 
LEADERSHIP TEAM UNDERSTAND LEAN 
CONCEPT
* Scorecard in place
* Team Boards in place with standard Cost 
reporting/accountability (Labour/Non Labour)
* Resource plans in place
* IBP impact/accountability understood by 
Leadership Team
* CSR impact understood by Leadership 
Team
* All Team Leaders PPS trained

BASIC STANDARDS IN PLACE, 
LEADERSHIP TEAM UNDERSTAND LEAN 
CONCEPT
* Scorecard in place
* Team Boards in place with standard Delivery 
reporting/accountability (Progress against 
plan)
* Customer Demand understood, business 
reacts to priority calls that may change daily
* Impact of quality yield not related to impact 
on delivery
* Customer driven schedules available
* All Team Leaders PPS trained

BASIC STANDARDS IN PLACE, 
LEADERSHIP TEAM UNDERSTAND LEAN 
CONCEPT
* Scorecard in place
* Team Boards in place with standard People 
reporting/accountability
* Sickness & Absence reporting in place
* Skills requirement understood
* Training plans in place
* All Team Leaders PPS trained

LEADERSHIP CAPABILITY IN PLACE
* All Execs LLA trained
* All Leadership PPS trained
* 50% Leadership SL II trained
* Policy Deployment to Business level
* Value Stream Mapping utilised
* Evidence of Lean Tools being used
* All Execs Service Excellence trained

Score 1 Point for each statement satisfied. Do not progress onto next box until all criteria are fulfiled for the box below

Samlesbury Site Lean Maturity Matrix



Thank You!!!

Are there any Questions?
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