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Regional partners in integrated rural 
development

A memorandum of understanding (MOU) between 
the APO and Centre on Integrated Rural Develop-
ment for Asia and the Pacific (CIRDAP) was drafted, 

and CIRDAP Director-General Dr. Cecep Effendi visited the 
APO Secretariat to meet Secretary-General Mari Amano to 
sign the document officially. CIRDAP, an intergovernmental 
organization based in Dhaka, Bangladesh, was established 
in 1979 to promote integrated rural development in the 
Asia-Pacific region. The three-year MOU will not only serve as 
a framework to implement a series of collaborative programs 
for both organizations but also pave the way to building a 
solid new relationship based on shared interests, missions, 
and goals to achieve regional sustainable development.

Preparations are underway for four projects to be cohost-
ed this year by the APO and CIRDAP under the framework 
of this MOU and implemented in cooperation with NPOs, 
starting with a course on organic agroindustry development 
leadership to be held in Bangladesh in May. Others will be 
a workshop on agricultural insurance systems, a produc-
tivity training course targeting women in micro and small 
agrifood-processing businesses, and a regional conference 
to discuss the greening of food supply chains.

Director-General Effendi noted that the MOU was signifi-
cant for his organization, offering benefits such as attracting 
more international participants through the APO network 
and creating more opportunities to share CIRDAP’s own local 
expertise and hospitality with the region. 

Expanding the productivity network

Assisting productivity efforts in Colombia
Discussions are underway between the APO and Science 
and Technology Centre of Antioquia (Centro de Ciencia y 
Tecnología de Antioquia; CTA) on plans for assisting the city 
of Medellín, Colombia, in its local and national efforts to pro-
mote productivity and innovation based an MOU signed in 
December 2015.

“Since 2012, the CTA has been implementing Enplanta, 
a program supported by the local government of Medellín 
focusing on transferring best practices of productivity im-
provement to local businesses. The productivity movement 
will soon extend beyond the Antioquia region, as a tripar-
tite agreement between the Ministry of Commerce, Indus-
try and Tourism, Mayor of Medellín, and CTA will soon be 
signed with the objective of promoting productivity and 
building competitiveness on a national level. With such de-
velopments, the MOU is crucial for us, as this is a challenge 

continued on page 3 

(L–R) APO Secretary-General Mari Amano and CIRDAP Director-General Dr. Cecep Effendi shake hands after the MOU signing.
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for which the APO’s support, experience, and capabilities will 
be very important,” noted CTA Assistant Director and Director 
of the Productivity Line Jaime Arboleda Palacio.

The CTA is a private law and not-for-profit corporation 
established in 1989 by the Government of Antioquia, busi-
ness representatives, and universities to support the eco-
nomic and social development of the region. In recent years, 
in cooperation with the Mayor’s Office of Medellín through 
its International Cooperation Agency, as well as the Minis-
try of Commerce, Industry and Tourism, the CTA has been 

mandated to develop a framework to contribute to national 
development through the enhancement of productivity.

The parties met in August last year at the APO Secretariat 
to discuss how the CTA could benefit from the APO’s expe-
rience and expertise in the area of productivity promotion. 
The MOU sets out the general scope for cooperative activi-
ties and exchanges between the two organizations on var-
ious subject areas, including training and capacity building 
of productivity practitioners, Green Productivity, and pro-
ductivity measurement. 

New publications

Policy Development for Green Productivity 
Promotion: Evidence from Asian Productivity 
Organization Member Economies
This is a compilation of findings from the Workshop 
on Policy Development for Green Productivity Promo-
tion conducted by the APO in March 2015 to examine 
existing public policies and programs in the region to 
promote best practices in GP promotion. 

Manual on Good Agricultural Practices (GAP)
To assist practitioners, producers, extension workers, 
and related professionals in disseminating sustainable 
agricultural development methods, this manual con-
tains insights and experiences of resource persons on 
Good Agricultural Practices (GAP).
ISBN:  978-92-833-2463-8 (Paperback) 

978-92-833-2464-5 (PDF edition)
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CTA Assistant Director and Director of the Productivity Line Arboleda Palacio (R) with Embassy of Colombia in Japan Communications Attaché 
Paula Esguerra (L) and Economic Development of Antioquia Province Secretary Tomás Cipriano Mejia (C).

58th GBM to 
convene in Jakarta
The 58th Session of the APO 
Governing Body will be held in 
Jakarta, Indonesia, 19–21 April,  
at the Hotel Mulia Senayan- 
Jakarta. The agenda for the 
meeting will include the Annual 
Report of the Secretary-General, 
approval of the APO Budget 
for the 2017–2018 Biennium, 
report on the proposed Road-
map to Achieve the APO Vision 
2020, and appointment of the 
Secretary-General.

GBM
19–21 April, 2016
Jakarta
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p-Watch 
A macro view of productivity trends by Michael Hooper

Ecolabels: greening productivity  
for universal good

G reen Productivity is a combination of two fundamen-
tal concepts: sustainability, a synonym for continuity 
in production and consumption; and creating more 

while using less. “Green” and “productivity” are about the ef-
fective use of resources. Making more while taking less maxi-
mizes environmental benefits and economic returns, helping 
both commerce and the planet. How can GP-linked gains be 
measured and evaluated, since the latter is impossible with-
out the former? The Global Ecolabelling Network (GEN) con-
sidered this question at its recent Annual General Meeting 
(AGM) of delegates from 50 countries and territories, especial-
ly relating to green or sustainable public procurement.

An ecolabel is an environmental stamp of approval, but not 
all are created equal. Vague terms not supported by scientific 
research cannot be used for measuring resource conservation 
or product comparisons. Included in these are “greenwash” 
terms such as “environmentally friendly,” “natural,” “harmless,” 
and “green” itself. The weakest version of an ecolabel is one cre-
ated by a producer to market a product. It may be as straight-
forward as an isolated, sometimes irrelevant fact (“does not 
contain X”) or as fanciful as a dancing dolphin. The next rung 
up the ladder of credibility is occupied by well-supported, 
often third party-verified, claims in a defined sphere such as 
energy consumption or water use. Some examples, such as 
Energy Star or Fair Trade labels, are valid sources of information 
on specific facets of products or services.

The top rung is the preserve of ISO-defined Type 1 eco-
labels. These are multifaceted, cover a range of environ-
mental impacts, and have measurement definitions with 
independent verification. National and international eco-
label organizations supporting the Type 1 label code may 

apply to become GEN members. GEN member programs 
require “licensed” applicants to track the entire life cycle of 
product components. A take-back scheme is incorporated 
in many specifications, leading to recycling, remanufactur-
ing, and extension of component life, yielding economic and 
productivity benefits. As recycling and waste are core infra-
structure issues for local authorities, and pollution general-
ly concerns regional and national governments, the use of 
Type 1 ecolabels as procurement guides is especially benefi-
cial. GEN member ecolabels also require license applicants to 
question their product supply chains to ensure sustainable 
productivity.

Type 1 ecolabels are outward signs for ethical consump-
tion, a rapidly growing purchasing movement worldwide. If 
sales are the driving force behind production, then consum-
er purchasing patterns are important to manufacturers. GEN 
Ukraine member Living Planet recently polled nearly 1,000 
consumers and found 82% willing to choose products with 
better environmental characteristics at higher prices. Re-
gardless of price, 25% were willing to buy ecolabeled prod-
ucts. A global Nielsen survey found that 55% of the public 
were willing to pay more for items from companies “commit-
ted to positive social and environmental impact.”

In survey information provided for the GEN member (and 
government-owned) ecolabel Environmental Choice New 
Zealand, Colmar Brunton research (Better Futures 2015) found 
that nationwide purchasing behavior was increasingly influ-
enced by sustainability, but 71% of respondents could not 
name a brand or an organization as a leader in sustainabil-
ity, while 81% agreed that how businesses talk about social 
and environmental commitment was confusing and hard to 
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understand. While survey results vary, the trend 
is consistent. Companies are committing to 
green initiatives because they make good busi-
ness sense, despite a lack of understanding in 
the marketplace.

There are two challenges in communicating 
the veracity, impact, and value of ecolabels. The 
first involves manufacturers and service provid-
ers, who may not realize that sales can increase 
when products and services carry a GEN-backed 
ecolabel. Secondly, consumers who are bur-
dened with increasing amounts of “greenwash” 
need help identifying true ecolabeled products 
and services; research suggests they are desen-
sitized by pseudoinformation. A clear, simple 
guide that shoppers can understand with ease, 
like the GEN member ecolabel, is necessary.

Consumers may respond to environmen-
tally benign products and services with the so-
called ecolabel effect, however. A study by the 
University of Missouri-Kansas City in 2013 found 
that coffee drinkers were willing to pay more for 
a cup of “ecolabeled” coffee than the identical 
product labeled “conventional” and claimed to 
enjoy it more. The conclusion was: “Ecolabels not only pro-
mote a willingness to pay more for the product but also lead 
to a more favorable perceptual experience of it.” A 2015 study 
by the University of Gävle, Sweden, set volunteers tasks to 
be conducted under two identical light sources, one labeled 
“environmentally friendly” and the other “conventional.” They 
felt more comfortable under the ecolabeled light and per-
formed the tasks better. The ground for bogus ecolabeling is 
therefore fertile. However, GEN member Type 1 ecolabels in-
form consumers in a nonpartisan, ethical way, squeezing out 
pseudoscience and distinguishing promotional claims from 
genuine environmental performance.

The increasing recognition of GEN by other global or-
ganizations such as the UNEP, OECD, and APO is being 
reflected in its growing online presence and physical and in-
formational outreach. At the recent AGM, the measurability 
of the impact of ecolabels received considerable attention. 

Several members have been developing metrics to evalu-
ate the environmental impact of certified product catego-
ries and gave examples. A single water tap operating to the 
specifications of the Korean Eco-Label Program was shown 
to save 4,330 liters over a three-year period. Another GEN 
member found that using an ecolabeled air-conditioner re-
duced CO2 by 4,010 kg per year, calculated from energy sav-
ings of 6,540 kWh.

The China Ecolabel (CEL) has the most certified products 
of any GEN member, and their combined estimated impact 
is massive, avoiding the emissions of 8.59 million tons of car-
bon dioxide, 205,000 tons of volatile organic compounds, 
482,000 tons of carbon monoxide, and 64,000 tons of nitro-
gen oxide over a one-year period. Even more staggering is 
that CEL-certified products were estimated to have saved 227 
million tons of water and 13.3 billion kWh of electricity in 2013 

p-Watch 
A macro view of productivity trends by Michael Hooper

Bjørn-Erik Lønn, the new chair of GEN, addresses the Asia Carbon Footprint Net-
work Conference in Hong Kong during the GEN AGM week. Photo courtesy of GEN.

continued on page 6 
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alone. The Singapore Environment Council is another GEN 
member leading from the front. Its Envision program is a 
positive force for changing behavior.

“Greener” workplaces result in lower staff turnover and 
less absenteeism, contributing considerably to productiv-
ity. Ecolabel programs increasingly provide environmental 
performance specifications and assessment processes for 
workplaces. Air quality, commuting distances and office 
transport, lighting, and other physical aspects are included 
in most “green office” standards. “This is one of many crite-
ria categories operated by members of GEN that have an 
impact on commerce, manufacturing, and the purchas-
ing patterns of governments, companies, and consumers,” 
stated Chair of the GEN Board of Directors Bjørn-Erik Lønn. 
“Ecolabeling is really a positive triple line, or win-win-win sit-
uation for the sake of reduced environmental impact, better 
business for the licensee, and the feeling of making the right 
sustainable choices among consumers and buyers for the 
benefit of the future. With the COP21 climate accord in Par-
is, the spotlight is turned, as never before, on the measure-
ment of our efforts and our success in mitigating the human 

attack on the environment. GEN members have a seminal 
role in that process.” 

Michael Hooper is an award- 
winning communicator, jour-
nalist, editor, and photographer. 
Also an experienced radio and 
television director/presenter, Mi-
chael is marketing communica-
tions advisor for GEN, producing 
its on- and offline communica-
tions. He has guided web, video, 

and print output for government-owned Environmental 
Choice New Zealand for most of the last decade. Michael 
studied language, politics, and administration at Victoria 
University, Wellington. He currently lives with his partner 
at the historic eco-lodge Orongo Bay Homestead in New 
Zealand’s Bay of Islands and undertakes regular overseas 
assignments and engagements.

p-Watch 
A macro view of productivity trends by Michael Hooper

Working groups at the GEN AGM last October worked on ecolabel impact measurement and GEN growth plans. Pictured (L–R) Semyon 
Gordyshevsky (Russia), Hiroyuki Kobayashi (Japan), and Guy Ladvocat (Brazil). Photo courtesy of GEN.
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New era in the regional green economy

“U tilizing the vast network of the APO to connect 
with Asian countries, the Green Productivity Ad-
visory Committee (GPAC) hopes to continue to 

play an active role in achieving a sustainable society, “ stated 
GPAC Chair Teisuke Kitayama, Chairman of the Board, Sumito-
mo Mitsui Banking Corporation, as he opened the 14th GPAC 
meeting, 3 February, at the Rihga Royal Hotel, Tokyo. In refer-
ring to COP21 and the adoption of the Paris Agreement, he 
stressed that, “These global events have a significant impact 
on the Japanese industry, not only in strengthening our own 
efforts for greater technological innovation and new business 
development in the area of the environment and energy, but 
also in sharing green technologies with other APO members 
in their development efforts.” The GPAC, established in 2003, is 
a unique network of high-level representatives from leading 
Japanese private-sector corporations with expertise in green 
business and green technologies. The APO works closely with 
the GPAC to benefit from members’ guidance on key GP pro-
grams such as the Eco-products International Fair (EPIF).

Attended by representatives from GPAC member com-
panies as well as observers from the Japanese government, 
foreign missions, and other Japanese environmental and 
industrial agencies, the meeting had several agenda items, 
including the reappointment of the two vice chairs, a report 
on preparations for the 10th EPIF to be held in Thailand in 
June, and the endorsement of Vietnam as the host country 
for the 11th EPIF to be held in Ho Chi Minh City in 2017.

In his presentation, Director-General of the Federation 
of Thai Industries Jumrud Sawangsamud briefed the GPAC 
on efforts underway to promote the event. He emphasized 
that participation in the EPIF represented an opportunity for 
enterprises in the environmental field and sought the co-
operation and support of the GPAC in making it successful. 
Representing the EPIF Preparatory Committee, Senior Advi-
sor to ORIX Corporation and Committee Chair Yukio Yanase 
detailed the potential advantages of the EPIF and urged 
GPAC members to give their full support to it.

The meeting included the handover from former Chair Ki-
tayama to Honorary Adviser, JFE Holdings, Inc., Hajime Bada. 
In his acceptance speech, the new chair expressed his com-
mitment to the committee, noting that, “The recent global 
developments in the area of climate change mitigation have 
been a turning point for the activities of this committee. It 
will be a meaningful, honorable role to act as chair at such a 
critical time, and I look forward to making my greatest efforts 
to intensify the significance of this committee.”

In closing the meeting, the GPAC endorsed three pro-
posals by Chair Bada: 1) In recognition of the significance of 
the upcoming 10th EPIF in the response of the region to the 
needs created by climate change, the GPAC will continue 
supporting the fair through the EPIF Preparatory Committee. 
2) The GPAC will also assist in the planning of the 11th EPIF 
through the EPIF Preparatory Committee. 3) The APO Sec-
retariat and EPIF Preparatory Committee Chair will organize 
the next GPAC meeting, its agenda, and initiatives for the ex-
pansion of its membership. 

Eco-Products International Fair 2016

Date: 8–11 June
Venue: Bangkok International Trade and Exhibition 

Centre (BITEC), Bangkok, Thailand
Organized by the APO, Federation of Thai Industries 
(FTI), and Thailand Productivity Institute (FTPI)
Official website:  www.epif2016-thailand.com/en

GPAC board members, with newly elected Chairperson Hajime Bada, Honorary Adviser, JFE Holdings, Inc.
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Taking regional best practices local: National Follow-up Program

Background

For decades, APO projects generally fell into two cate-
gories: multicountry and individual country. The for-
mer type usually involves productivity topics of interest 

to all or selected members, while the latter targets the needs 
of an individual country with the style, design, and format 
catering to specific national needs or interest. Individual- 
country projects may range from offering direct technical 
assistance to NPOs by international experts to schemes al-
lowing one APO member to visit another to observe model 
projects and best practices.

Although the individual-country projects have been 
enhanced over the years in response to requests of mem-
bers for greater diversification in approaches, challenges re-
mained. For example, the official language of English used 
for APO multicountry projects sometimes posed difficulties. 
Some members simply lacked the resources and know-how 
to plan initiatives utilizing the APO’s existing individual- 
country programs. Taking such realities into consideration 
and in the hope of developing a method to provide more 
flexible opportunities from which all members could bene-
fit, the APO Governing Body at its annual meeting in April 
2015 adopted the National Follow-up Program (NFP) allowing 
multicountry projects to be translated into programs on a 
national level.

The NFP runs throughout the year, with interested APO 
members submitting proposals to the Secretariat. In princi-
ple, each member country is entitled to hold one NFP project 

each year, but depending on the total number of annual ap-
plications and budget availability, some APO members may 
have additional opportunities. The linkage of proposed NFP 
projects to the original multicountry ones is crucial and is 
created by participants who attended the original versions 
then taking the initiative in planning an NFP version tailored 
to their countries. The linkage is also strengthened by utiliz-
ing the same international experts to support the national 
projects.

Benefits
As soon as the NFP was introduced in June 2015, the interest of 
APO members was evident. Since September 2015, five APO 
members have taken advantage of the new scheme, with 
six NFP projects successfully organized so far. Bangladesh 
conducted the first, its National Conference on Enhancing 
the Role of Mass Media Practitioners in Knowledge Transfer 
to Improve Agricultural Productivity. The project inherited 
the objectives of its multicountry “parents” held in 2013 and 
2014 and localized them to explore the potential role of mass 
media in facilitating the transfer of productivity information, 
knowledge, and technology to local small farmers.

Because NPOs take the initiative in organizing NFP proj-
ects, and they are very “localized” events, they attract both 
huge numbers and a very diverse range of participants 
from various levels involved in a country’s productivity ef-
forts. Cambodia and Nepal conducted their versions of na-
tional conferences on Enhancing the Role of Mass Media 

(L–R) Secretary of State, Ministry of Agriculture, Food and Fishery Orm Lim Ser joins Secretary of State Sat Samy and Deputy Secretary of 
State, Ministry of Industry and Handicraft (APO Alternate Director for Cambodia) Tung Ciny in presiding over the opening ceremony of the 
National Conference on Enhancing the Roles of Mass Media in Innovation and Knowledge Transfer to Improve Productivity and Competitive-
ness of the Rice Sector of Cambodia, 7–9 December 2015. Photo courtesy of NPCC.
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Practitioners in Knowledge Transfer to Improve 
Agricultural Productivity in December last year, 
attracting between 70 to 100 participants repre-
senting not only local productivity practitioners 
but also high-ranking officials such as state 
secretaries from related ministries, heads of in-
dustry associations, and leading private-sector 
enterprises. The conferences in both countries 
were widely covered by local television chan-
nels and newspapers.

Another benefit of localizing APO projects 
is the great flexibility in redesigning them to 
meet specific needs or interests. Cambodia con-
ducted the National Workshop on Agritourism 
Development in January utilizing the NFP to 
promote agritourism as a strategy to strength-
en the competitiveness and sustainability of the 
country’s booming tourism sector. For Malaysia, 
the National Workshop on Measurement of Pro-
ductivity in the Public Sector in January became 
an important opportunity to raise the awareness of various 
stakeholders of the concepts and approaches in measuring 
public-sector productivity while simultaneously beginning 
a multipartite national discussion on the subject in terms of 
initiatives to be carried out under the Eleventh Malaysia Plan, 
2016–2010.

Finally, the NFP contributes to extending the APO’s reach 
throughout the region by intensifying the dissemination of 
knowledge and information to a wide array of professionals 
at the national level. The Practice-oriented Workshop on En-
ergy Efficiency conducted in India in January synthesized the 
experiences of the APO and its numerous multicountry proj-
ects on the topic to create its own training platform for local 
officials and professionals in the area of energy auditing and 
management, raising awareness of energy efficiency while 
exchanging practical knowledge and experience.

Feedback
Deputy Director-General of Tourism Aing Sovannroath, of 
the Ministry of Tourism of Cambodia, first attended the mul-
ticountry workshop on Agritourism Business Development 
and subsequently initiated the organization of a national 
workshop on the topic. He expressed deep appreciation to 
the APO because, “The national workshop was able to share 
the knowledge and ideas of the experts with a large number 
of stakeholders. Participants gained a lot of valuable ideas 
and insights from the presentations and discussions during 
the three-day workshop. After this, we will organize more 
meetings with relevant stakeholders and the private sector to 
move forward with this new tourism product in Cambodia.”

Faruque Ahmed from Bangladesh Television experienced 
both the multicountry project as well as the NFP one targeting 
mass media practitioners. He commented that the scheme 

had provided a rare opportunity 
for local professionals from differ-
ent sectors to come together to 
share insights and experiences on 
a common platform.

The NFP will continue to cre-
ate more opportunities for APO 
member countries to participate 
in multicountry APO projects 
with a regional focus and then 
take advantage of the available 
means and resources to devel-
op and conduct productivity 
enhancement activities geared 
toward their own local commu-
nities. The NFP is widening the 
scope of APO influence through-
out the Asia-Pacific, recognizing 
the uniqueness of its members 
while working toward the same 
common goal. 

Participants in the National Conference on Enhancing the Role of Mass Media 
Practitioners in Knowledge Transfer to Improve Agricultural Productivity and Farm-
ers’ Welfare in Nepal during a group workshop.

Resource person and NPC Deputy Director General Shri R. Virendra interacting with participants 
during a theoretical training session during the practice-oriented session of the Workshop on Ener-
gy Efficiency, India, 18–22 January. Photo courtesy of NPC.
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Value stream mapping (VSM) is a visualization tool among lean techniques, which are based on the 
Toyota Production system, used to document, analyze, and improve the flow of information and ma-
terials required to produce a product or service for a customer. It is a process for measuring, under-

standing, and improving the flow and interactions of all the associated tasks to keep the cost, service, and 
quality of a company’s products or services as competitive as possible. VSM is an end-to-end system taking 
into account all processes involved in producing a product or service as well as the management and infor-
mation systems that support those processes. By analyzing the value stream map, we can identify continued 
opportunities to enhance value, eliminate waste, and improve flow.

Approach to VSM
To construct a value stream map, the bound-
ary must first be determined by selecting a 
product or service family (Figure 1), i.e., a group 
of products/services sharing similar process 
steps that are not necessarily identical (Table 
1). This isolates different families to distinguish 
the needs of the customer and the purpos-
es of the transactions for each family and is 
vital to show current steps, delays, and infor-
mation flows required to deliver the product 
or service. The current-state map forms the 
foundation to identify the nonvalue-added 
activities and then to improve the flow and 
shorten the end-to-end lead time.

Through analysis of the current-state 
map, we can identify opportunities for im-
provement by applying lean techniques 
like the kanban/pull system, single-minute 
exchange of die, continuous flow, heijunka 
(production leveling), pokayoke (mistake 
proofing), etc. to remove waste and improve 

p-Tools 
Productivity methodologies, tools, and techniques by William Lee

Figure 1. Approach to VSM.

Introduction to value stream mapping

Determine practical limits of 
mapping activity

Design future state flow

Goal of mapping

Understand current operations as 
foundation for the future state

Product/service family

Current state drawing

Future state drawing

Work plan and 
implementation
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p-Tools 
Productivity methodologies, tools, and techniques by William Lee

the process flow to derive the future-state 
map. Some future-state questions to be asked 
include:

• What does the customer really need?
• How often will performance be checked?
• Which steps create value and which gen-

erate waste?
• How can the work flow with fewer 

interruptions?
• How will work be controlled between 

interruptions?
• How will the workload and/or activities 

be balanced?
• What process improvements will be nec-

essary to achieve the future state?
From the future-state map, the work plan is broken into 

loops prioritized for kaizen improvement, minimizing the 
use of resources. The following common-sense approach is 
recommended:

• Eliminate nonvalue-added tasks that do not require 
new IT efforts.

• Simplify the remaining steps requiring minimal IT sup-
port (e.g., minimize transactions entering the value 
stream).

• Change the flow of transactions or paperwork 

to “process one, move one” (e.g.,improve layout, 
cross-training, cell implementation).

• Implement solutions requiring significant IT support.

Constructing a value stream map
A cross-functional team is required to construct a value 
stream map and ensure that every detail of the flow and 
management of activities in creating the product or service 
family is covered. Various software packages can help in 

continued on page 12 

Table 1. Identifying a product/service family.

“A group of products and/or services that share similar processing 
steps: they do not have to be identical to each other.”

Product
Processing Steps

Estimate/
quote

Design/
configure Enter order Generate 

job packet

Model A  

Model B  

Model C    

Model D    

Figure 2. Value stream mapping in progress.
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constructing a value stream map. However, when drawing 
up a value stream map by a cross-functional team, flipcharts 
and sticky notes work equally well (Figure 2). For documen-
tation purposes, the map can then be reconstructed using 
VSM software.

Six steps are involved in creating a current-state value 
stream map:

• Document customer information and need, i.e., identi-
fy the key group of customer demands for the selected 
product or service family. The lead time to deliver the 
product or service must also be determined.

• Identify main processes in order, not by the department 
or functions in the company. This should be detailed in 
a forward-flow manner.

• Select process metrics. This reflects the cost, service, 
and quality within the value stream. Some examples 
of process metrics include process times, changeover 
times, batch size, inventory, number of people, etc.

• Perform a value stream walk-through and fill in data 
boxes, including inventory and resident technology to 
show how work is created, progresses, and is organized. 
This is done with the cross-functional team observing 
each of the main process steps identified in step 2 and 
collecting the agreed-upon data in each step.

• Establish how each process prioritizes work, including 
instructions, scheduling logic, or prioritization, for ex-
ample, by due date, order size, customer, etc.

• Calculate system summary metrics, such as lead time 
versus process time, first-pass yield, cost, and/or oth-
er value stream summary measures. This requires as-
sessing the value stream performance from a systems 
perspective.

Below are some tips for constructing a value stream map:
• Identify the basic process boxes before performing the 

actual walk-through.
• Identify the metrics that the team will collect for each 

process box.
• Add other information (via visual icons or metrics) as 

the process is observed in motion.
• Guard against making the map too unwieldy; start sim-

ply and add boxes as necessary.
• Estimate the performance of the current state first to 

get a quick picture of the existing value stream.
• Walk the value stream to gather performance data asso-

ciated with creating value.
• Ask questions regarding activities and issues to under-

stand potential barriers in designing future states.

• Map the whole value stream as a team.
• Assign team members specific tasks to perform in the 

mapping process.
• Always draw by hand and in pencil.
In addition, specific sets of process, material, infor-

mation, and general symbols are used to construct a val-
ue stream map (an example of these symbols can be 
found at: http://www.lean.org/Bookstore/ProductDetails 
.cfm?SelectedProductId=9).

Application of VSM
VSM is typically used in conjunction with the plan-do-check-
act (PDCA) cycle for continuous improvement. Constructing 
current- and future-state maps helps define the work plans 
and target metrics in the planning stage. Value stream maps 
also help communicate plans to all stakeholders when lean 
champions are selected to implement the changes identi-
fied. With the target performance metrics determined in the 
future-state map, we can then reflect upon the actions un-
dertaken, and the cycle is repeated.

A key point in the application of VSM is that it is simply a 
visualization tool to help communicate plans of action and 
create consensus and prioritization of lean implementation 
in operations. It should not be done as a one-off exercise for 
planning without action on the lean improvement oppor-
tunities identified. Every improvement step taken is a move 
to improve productivity. By repeating the PDCA cycle, enter-
prises will be well on the way to staying competitive through 
lean applications. 
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