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 Dennis Pawley, founding 
partner of Lean Learning Center, 
Inc., was recently inducted into 
the Manufacturing Hall of Fame.  
Denny served as executive vice 
president of manufacturing for 
Chrysler in North America through 
much of the 1990’s and was the 
architect of the Chrysler Operating 
System which introduced lean into 
C h r y s l e r ’ s m a n u f a c t u r i n g 
operations, critical in positioning the 
automaker for a compet i t ive 
comeback.  Denny’s  career 
encompasses more than 30 years of 
experience in manufacturing and 
labor relations, including planning 
and imp lement ing opera t ing 
systems that work to the benefit of 
stockholders, the company and the 
workforce. 

 W h i l e e x e c u t i v e v i c e 
president of manufacturing for 
DaimlerChrysler in North America, 
Denny was responsible for more 
than 80,000 employees in 12 car 
and truck assembly plants, along 
with five manufacturing technical 
centers and 18 component stamping 
and powertrain plants. In addition, 
he had responsibility for powertrain 
and stamping operations in Mexico 
a n d w a s i n c h a r g e o f 

DaimlerChrysler joint venture 
manufacturing relationships abroad, 
principally in China and Austria. He 
also directed all labor relations 
activities in North American as a 
member of the corporate executive 
committee. 

 Incorporating concepts that 
Denny learned as vice president of 
manufacturing for Mazda and 
benchmarking of Toyota, the newly 
designed operating system helped 
C h r y s l e r i m p r o v e q u a l i t y , 

Ideas for helping your 
company transition to 

lean effectively and 
rapidly
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productivity and efficiency in its 
plants and support the launches of 
several new vehicle platforms 
including the Neon and LH sedans.  
According to Michelle Krebs, Senior 
Analyst for Edmunds.com, “Pawley 
certainly made huge improvements 
at Chrysler.  The unfortunate thing 
with Chrysler is it didn’t get to finish 
what he started.”

 Before coming to Chrysler in 
1989, Denny’s resume included 21 
years in various manufacturing 
management positions at General 
Motors  and he was instrumental in 
negotiating a UAW labor pact that he 
calls  “one of the first modern 
operating agreements in General 
Motors”.  Other positions  held in his 
long career include vice president 
for Otis Group, United Technologies 
Corporation; vice president for 
manufacturing at Mazda Motor 
Corporation, USA; and various 
m a n u f a c t u r i n g m a n a g e m e n t 
positions with General Motors 
Corporation. In 2000 following his 
retirement from Chrysler, Pawley 
served as chairman and chief 
e x e c u t i v e o f f i c e r f o r G u i d e 
Corporation, the largest North 
American provider of headlamps 
and signal lights to the automotive 
industry. 

 Denny retired from Chrysler 
short ly after the merger with 
Daimler-Benz AG but he wanted to 
stay involved and “give back” to the 
i ndus t r y i n wh ich he had a 

successful career.  He devoted 
himself to fostering continuous 
improvement in organizations that 
wanted to be competitive.  He 
partnered with Andy Carlino and 
Jamie Flinchbaugh to open the Lean 
Learning Center in Novi Michigan in 
2001 which enables companies of 
eve ry i ndus t r y t o make the 
successful transformation to lean 
with new processes, new ways of 
th ink ing , and new ro les fo r 
employees, management and 
leadership alike. And, in 2002, 
Denny provided a $1 mil l ion 
endowment to his alma mater, 
Oakland University, to establish the 
Pawley Lean Learning Institute.

 Denny’s philosophy is quite 
simple.  “If you’re teaching and 
you’re driving change, I don’t know 
what better value you can add to the 
human element of a company.”

 Pawley served as trustee of 
the Chrysler Institute of Engineering, 
the Chrysler Corporation Fund and 
the Boys and Gi r l s C lub o f 
southeastern Michigan. Additionally 
he was a member of the Oakland 
University Foundation Board of 
Trustees and, in September 2002, 
Governor John Engler appointed 
him to the Oakland University Board 
of Trustees.

 Pawley has earned recognition for 
his manufacturing quality initiatives 
by being inducted as a member of 
the Shingo Award Academy in 1998.

“If  you’re  teaching  
and  you’re  driving  

change,  I  don’t  know  
what  better  value  
you  can  add  to  the  
human  element  of  a  

company.”  

-‐Dennis  Pawley
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 We are often approached by 
clients who request that we integrate 
a formal evaluation tool into their 
training curriculum to determine the 
extent of learning that has occurred.  
One of the most common requests 
that we receive is to design a formal 
evaluation such as a quiz or test that 
can be admin i s te red a t t he 
completion of the training.  This 
request is often driven by the need 
for verification of training for 
personnel files or to calculate return 
on investment to ensure that the 
organization is benefitting from its 
financial commitment to training.

 Quizzes and tests are often 
requested because they are the 
most common and convenient tool 
to quickly and easily calculate 
learning and return on investment 
for the organization.  Another reason 
that quizzes and tests are requested 
is  because most adult learners have 
encountered these tools throughout 
their lower and higher education 
career, so these techniques are the 

f i rs t th ing we th ink o f when 
considering evaluation techniques.

Shortcomings

 While quizzes and tests are 
common evaluation tools, there are 
also a variety of shortcomings 
associated wi th these formal 
evaluation techniques  such as:  

1. Formal evaluation techniques are 
not results-oriented

2. Formal evaluation techniques 
indicate short-term learning, but 
no long-term application

3. Formal evaluation techniques 
send the wrong message

4. Formal evaluation techniques 
only appeal to a small fraction of 
learning styles

5. Teaching to the test
6. Tests are an event, but lean is a 

lifestyle

Shortcoming 1: 
Formal Evaluation Techniques Are 
Not Results-Oriented

 Adult learning research has 
repeatedly shown that techniques 
commonly used in lower and higher 
education aren't necessarily effective 
for evaluating adult learning.  The 
techniques that we grew accustomed 
to in lower and higher education fall 
short of our adult learning needs 
because we have grown from 
regurgitating facts and definitions to 
applying those facts and definitions 

Page 3Issue 21

Rethinking Learner Evaluation
by Melissa Hendley



v

4

and evaluating the results  of that 
application in our real-world work 
env i ronmen t .  Adu l t s don ' t 
c o m m o n l y e m b r a c e f o r m a l 
evaluation techniques because they 
are rarely used in their normal 
working environment to evaluate 
their performance.  Adult learners 
are accustomed to being evaluated 
based on work performance, ability 
to apply company policy and 
procedure, knowledge application 
within their work environment and 
results produced.  Although quizzes 
and tests provide quick results  to the 
organization, they send mixed 
messages to the learners on what 
the evaluation focus is  and why it is 
important.  If an organization is 
going to evaluate employees on 
r e s u l t s i n t h e i r d a i l y w o r k 
environment, the organization 
should remain consistent with its 
message when evaluating training 
effectiveness.  

Shortcoming 2: 
Formal Evaluation Techniques 
Indicate Short-Term Learning, But 
No Long-Term Application

 One of the largest benefits of 
quizzes and tests is their ability to 
evaluate short-term learning quickly 
using a variety of layouts including 
multiple-choice questions, fill-in-the-
blank, matching, and true or false 
statements.  While quizzes and tests 
verify lower-level learning and 
enable an organization to compile 
results quickly and inexpensively, 
those tests do not indicate that the 
learner deeply understands and can 
apply concepts beyond the test.   
Filling in the correct blank simply 

indicates  nothing more than the 
learner's  ability to retain a concept 
long enough to answer the question 
correctly.  Which is  more valuable to 
a n o r g a n i z a t i o n ' s l e a n 
transformation efforts....the ability of 
a learner to recall the definition of 
error proofing or the learner's ability 
to identify when error proofing would 
be appropriate and implement a 
so lu t ion to improve process 
performance?  Quizzes and tests 
place the emphasis  on jargon recall, 
but the ability to recall definitions 
and concepts is not going to close 
the gap between current and ideal 
state.  Change toward the ideal 
state occurs  through action.  This is 
of ten the message del ivered 
throughout lean transformation 
efforts.  This  message should 
remain consistent when considering 
evaluation techniques. 

Shortcoming 3:
Formal Evaluation Techniques Send 
the Wrong Message

 We all remember the feelings 
associated with mid-term and final 
exams during our formal education 
years.  The sweaty palms, racing 
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heartbeat, feeling of complete panic 
when we read a question that we 
had not prepared for, and staring at 
a question and praying that the 
answer would miraculously pop into 
our head.  Using this technique, too 
much emphasis is placed on the 
importance of a score and there is a 
d a n g e r o u s a s s u m p t i o n t h a t 
meaningful learning occurred when 
a specific score is earned.  For 
example, a learner who earns a 
passing score and is  determined to 
successfully learn may not be able 
to transfer that knowledge to the 
work environment and identify 
application opportunities.  In 
contrast,  a learner who did not earn 
a passing score and has been 
determined by the test to be an 
unsuccessful learner, may not be 
able to recall a definition, but is able 
to identify application opportunities 
and act upon them.  Which is more 
important to an organization's lean 
transformation journey?  Relying on 
a passing score that says a learner 
'knows lean' or relying upon an 
evaluation mechanism that provides 
a learner with the opportunity to 
demonstrate their understanding? 
 
Shortcoming 4:
Formal Evaluation Techniques Only 
Appeal to a Small Fraction of 
Learning Styles

 Adult learning research has 
repeatedly shown that quizzes and 
tests appeal to only a fraction of 
adult learners, primarily the visual 
learner.  For the kinesthetic learners 
who prefer to use hands-on and 
action-oriented techniques to learn, 

quizzes and tests are pure agony.  It 
is  important to remember that new 
knowledge acquisition can be a 
stressful experience for many adult 
learners, so we must focus on 
utilizing evaluation techniques that 
remove stress and provide all 
learning styles with an opportunity to 
demonstrate understanding. 

Shortcoming 5:
Teaching to the Test

 Another shortcoming of formal 
evaluation techniques such as 
quizzes and tests is the common 
trap that facilitators fall into of 
teaching to the test.  One of the 
primary reasons that this  technique 
is so tempting is because the 
facilitator recognizes that both the 
learners and the facilitator will be 
evaluated based upon the final test 
results.  As we have discussed, 
recall of concepts  and terms does 
not automatically associate with 
one's ability to apply those concepts 
and terms effectively and accurately 
in their actual work environment, 
which is the only way that an 
organization can pursue the true 
north of the ideal state. 
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Shortcoming 6:
Tests Are An Event, But Lean is a 
Lifestyle

 Tests are a temporary irritation 
for most learners.  You pass the test, 
you move on with life as  a 'lean 
expert' as determined by the test.  
There is no follow-up associated 
with the test and no accountability 
for the learner past the test.  
Although the learner may possess 
newfound knowledge, there is no 
accountability for the individual to 
utilize that information to further the 
organization's lean efforts.  An 
o rgan iza t i on w i l l on l y make 
continuous improvements toward 
the ideal state through dai ly 
application of newfound information 
by every person in the entire 
organization.  Tests are an event, 
but lean is a lifestyle.  It's pivotal that 
learners embrace lean concepts as 
principles that will guide their daily 
actions and develop meaning with 
those concepts.  Unfortunately, 
traditional tests just don't have the 
capability to establish that meaning.

Evaluation Mechanisms

 Recognizing the shortcomings 
a s s o c i a t e d w i t h t r a d i t i o n a l 
evaluation mechanisms, we must 
strive to identify a mechanism that 
will satisfy the organization's need 
for learning feedback, but will also 
provide learners with something 
actionable to take away from the 
learning experience.  It sounds like a 
big task, but it is  a manageable one 
if we always prioritize the best 
interests of the learners and the 
organization.  This will require the 
organizat ion to deviate f rom 

traditional evaluation techniques and 
strive for techniques  that are more 
respons ive to learner needs 
including:

1. The Course Wrap-Up Crossword 
Puzzle

2. The Learner Action Plan
3. Team Concept Presentation

Evaluation Mechanism 1:
The Course Wrap-Up Crossword 
Puzzle

 The course wrap-up crossword 
puzzle has  the ability to satisfy the 
organization's  request for term and 
definition recall, but will provide the 
learners  with a less intimidating 
mechanism to test their newfound 
knowledge.  To test a deeper level of 
understanding beyond terms and 
definitions, examples of application 
c a n b e e m b e d d e d i n t o t h e 
crossword hints to evaluate a 
learner's  ability to recognize a 
concept and apply it.

Evaluation Mechanism 2:
The Learner Action Plan

 The learner action plan has the 
ability to evaluate a learner's 
understanding of course concepts 
while providing the learner with 
something actionable to walk away 

Page 6 Issue 21



7

7

from the formal learning setting with 
a n d a l s o h o l d s t h e l e a r n e r 
accountable for satisfying the action 
plan.  Where formal tests and 
quizzes do not allow for follow-up 
and action, the learner action plan 
does.  The learner action plan 
ensures that learning does not end 
when the learner exits  the workshop 
doors, but continues on for a 
specific period of time.  This is  key 
to ensuring the transfer of training 
from the classroom to the actual 
work environment.  

Evaluation Mechanism 3:
Team Concept Presentation

 Rather than ask participants to 
recall terms and definitions at the 
workshop's conclusion, provide 
them wi th an oppor tuni ty to 
d e m o n s t r a t e t h e i r l e v e l o f 
understanding of the concept.  For 
example, break participants into 
small teams and assign a workshop 
concept to each team.  Each team 
wi l l then be responsib le for 
preparing a presentation with the 
following information:

• A brief overview of the lean 
concept 

• Identify an area within the 
organization that the concept 
could be implemented

• An explanation of why the 
specific organizational area 
was identified (the needs and 
opportunities present within 
that area)

• Define a brief implementation 
plan

 This  technique verifies learner 
understanding at a much deeper 
and meaningful level than any 
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traditional test can, ensures that 
participants walk away with something 
actionable, and also ensures that 
newfound participant knowledge is 
immediately put to good use by 
furthering the organization's lean 
transformation efforts. 

Final Thoughts

 The recommendations provided in 
this  article should not be seen as a 
comprehensive list of evaluation options 
or a recipe for evaluation success.  An 
organization's  evaluation methodologies 
will be successful only when the 
organization takes  the time to analyze 
what it wants to get out of an evaluation 
method, analyzes  the learners' needs 
and asks themselves how the evaluation 
will move transformation efforts forward.  
Completion of this  analysis will ensure 
that the organization is selecting a 
customized, responsive and successful 
evaluation plan.  
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Toolbox Reference Guide
    
   Product-Process Map

Proper Uses of Tool

1. To understand how the product, good, service, or information flows 
through a process

2. To identify opportunities to reduce waits, excessive motion or 
transportation, inspection, and non-value added activities (waste in 
general) as a product flows through a process, resulting in a more 
streamlined process

Improper Uses of Tool

1. To simply map the flow of a process for the sake of documentation

2. To build a product process  map without also building an activity map. 
The product process map only shows the flow of the product through a 
process and does  not show all of the participants and hand-offs 
between those participants

Description of Tool – How-to

! Building a product process map  requires teams to be disciplined 
enough to dig into the details of how a process works while restricting the 
rush to solution. Teams that are able to detail a process at a detailed, 
granular level will find significantly  more opportunities for improvements. To 
get started creating a product process map, the team will need a large 
sheet of paper (eg. 3ʼx 10ʼ rolls of butcher paper works well) pinned to a 
wall, colored cards (red, blue, white, green, and yellow), and markers.  

Getting Started:
! Determine the scope of the process that the team wants to study and 
clearly  define the boundary  points of that process. Since many processes 
do not always follow one set path, define a common flow through the 
process under investigation (the exceptions can be dealt with once the ideal 
state process is defined).  The criteria of an example flow are meant to 
prevent tangential discussions of “sometimes it does this and sometimes it 
does that.  
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! The colored cards are used to create a visual representation of what 
happens to the product as it flows through the process. The appropriate 
colored card should be used to represent the following tasks

Building the Map: 
! The team documents, step by  step, what happens to the product as it 
flows through the process on the appropriate colored card. Each card is 
posted, step  by  step, on the wall chart. Each card should state the task and 
the time to perform that task.  If the step  is transportation, then distance 
should also be captured.  The objective is to map  what happens to one 
product one time through the process.

Structure of an Activity Map: 
! The following map represents the typical structure for any  process 
map. In this case, we mapped a product process map for making a pizza.

Order Placed Wait for 
Action

Dough 
Shaped

Dough spread 
in pan

Pie crust 
shaped

Sauce 
added

Cheese Added Toppings 
added

Wait for 
baking

Placed in 
oven Baked Removed 

from oven

Placed in box Cut in 
slices

Checked for 
quality

Placed on hot  
rack*

Wait for 
delivery

Placed in 
hot bag

Wait for 
Transportation

Transported 
to 

Customer

Placed on hot rack
2 min., 11ʼ

Placed on hot rack
2 min., 11ʼ

Document the work done on the 
product and the time for that task.

Green Operations that change the product

Red Waiting

White Storage

Blue Inspection

Yellow Transportation
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Analyzing the Map: 
 Once the map has been completed, the team must find the 
opportunities to eliminate waste and enable the process to function more 
efficiently. The following questions will help teams uncover the 
improvement opportunities.

• Which activities can be eliminated?
• Which activities do not add value?
• Where does excessive wait, rework, or inspection occur?
• Where can lead times of activities be reduced?
• Which operations can be performed in parallel?
• Where are there redundant activities?

Also use the map to do a waste walk (see Waste Walk Reference Guide).  
Document the opportunities to improve your process with these questions, 
and begin constructing an activity map to uncover even more opportunities. 
Ultimately, an action plan should be created to implement the suggested 
improvements.

Variations on the Tool

 The product process map is  one of the tools used during a 5-day 
Lean Kaizen Workshop in order to understand the current reality.  It can be 
used independently for individuals or groups that are making process 
improvements outside of the context of a structured improvement process 
or in a process other than Lean Kaizen Workshops.

How Tool Relates to Rules and Principles

A product process map is a tool that supports Rule #3: Specify Every 
Flow Path whether it applies to material, information or people. As 
discussed above, the main objective in using a product process map is  to 
understanding our current reality and then taking waste out of processes in 
order to simplify the flow of goods and services through the process.

The product process map helps  us  Directly Observe Work as Activities, 
Connections and Flows.  Understanding our current reality at a deep, 
detailed, granular level is perhaps  one of our biggest failures  in business  
and this tool helps to see what we do not currently see.  By directly 
observing using the framework of activities, connections and flows we can 
see opportunities where we could not before.

The purpose of having the map is then to work on Systematic Waste 
Elimination.  Waste creeps into many processes not because we are lazy 
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or do not want good processes  but because we do not have many 
processes that focus our energy and attention at the root of waste, as the 
product process map does for us.

A by-product of a product process map exists  in Establishing High 
Agreement of both What and How a process should function.  In 
facilitating teams through mapping exercises, we have found that the 
majority of teams started with low agreement and high ambiguity on how a 
process worked and which individuals and functions were involved in the 
process. To the extent that teams drive toward a detailed, granular 
understanding of how the process works, both currently and ideally, the 
team will leave the exercise with high agreement on how the process will 
function. 
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Quick Tips: 3 useful but underused everyday 
questions

1. How will this impact the customer?

A lean organization is customer focused. But is it easy to use this 
perspective all the time? Certainly not. Asking this simple question 
serves as a reminder as we go through the day making decisions.

2. Will this make someone else's work more difficult?

The easiest way to eliminate waste is to move it 
to someone else. We don't do this on purpose 
(usually), so this question helps us catch 
ourselves in the act.

3. What is the most important thing to be 
working on right now?

The latest email or fire to fight can easily distract us 
from what is important. A gentle reminder can keep 
us focuses throughout the day, week, month, or 
year.
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 At the end of May, 2011, the 
Lean Learning Center will once 
again offer i ts  f ive-day Lean 
Experience workshop in Europe.  
The class, beginning on May 30 and 
ending on June 3, will be held in 
Solihull, England at the Holiday Inn 
Solihull, just six miles  from the 
Birmingham International airport.  
Solihull provides a convenient and 
comfortable location to participate in 
the Center’s previously sold out 
European class which has  attracted 
participants from England, the 
Netherlands, Spain, Italy and Brazil, 
as well as parts of Asia and the 
Mideast.  The hotel provides a range 
of excellent amenities, including a 
fully equipped fitness center, steam 
room, Jacuzzi, sauna and heated 
swimming pool.

The five-day workshop includes all 
the “experiences” of those held in 
our Novi, Michigan facility such as:

• E n l i g h t e n i n g e x e r c i s e s , 
participant interaction, and 
team experiences that will 
enab le you to learn the 
fundamenta l and c r i t i ca l 
thinking underlying lean and its 
powerful guiding rules

• Engagement in a realistic 
simulation to explore lean and 
experience the power of the 
Learn-Apply-Reflect model

• Development of your own 
unique Lean Transformation 
Roadmap

According to Bob Dover, Industrial 
Professor at the University of 
Warwick, “European companies 
have been applying lean concepts 
and thinking for some years, 
however, much remains to be done.  
Most still have to make the leap 
from lean as a tool for the shop floor 
to lean as a source of competitive 
advantage and shareholder value.  
That is why I welcome the Lean 
Learning Center to Europe.  Their 
experience working with some of 
America’s top corporations will 
prove invaluable to companies in 
Europe.”

 Previous Lean Experience 
workshops held in Europe have sold 
out so register early at:

https://www.leanlearningcenter.com/
open_enrollment/register, 

or call us at 248-478-1480 for more 
information.

Lean Learning Center Brings the Lean 
Experience Back to Europe
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Lean Learning Center Announcements
Products

! The Lean Learning Center is one of the most 
recognized and premier lean consultancies in the world. 
With on-site assessment and consulting at client locations, 
an adult-learning-designed Center in Michigan and custom 
curriculum developed through an Instructional Design 
Studio, the Center brings unique lean understanding in 
creative ways to executives, managers, supervisors, 
change agents and front-line employees at clients 
including many  Fortune 500 companies in a range of 
industries. The company  combines consulting expertise 
and a unique learning environment with educational 
techniques that facilitate discovery  to drive cultural and 
organizational transformation resulting in maximum 
sustained performance.

For more info, visit:
www.leanlearningcenter.com

Open Enrollment
Lean Value Stream Improvement
October 24, 2011

Lean Experience
January 24, 2011
March 14, 2011
May 16, 2011
July 25, 2011
September 26, 2011
December 05, 2011

Leading Lean
May 23, 2011
October 26, 2011

Lean Kaizen Boot Camp
May 09, 2011

Lean Learning Center

40028 Grand River Avenue Suite 300 
Novi, Michigan 48375

Phone: 248-478-1480
Fax: 248-478-1589

Email: info@leanlearningcenter.com

The Mouse Trap Experience The Beer Game

The Hitchhikerʼs 
Guide to Lean Single Point Lessons

http://www.leanlearningcenter.com
http://www.leanlearningcenter.com

