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What are you actively working on?

• Value stream mapping

• Rapid improvement events

• Setup reduction

• Worker attentiveness

• teamwork

• Stop-the-line

• Pull inventory systems

• Jidoka

• A3

• Andons

• Poka-yoke

• 5s



To err is human
Have you ever done the following:

• Driven to work and not remembered it?

• Driven from work to home when you meant to 

stop at a store?

• Walked out to the garage but forgot why? 



Lather, Rinse, Repeat

Has there ever been a morning 

when you have lathered, rinsed and 

then struggled to remember 

whether you need to repeat or not? 

What would you do if such 

a mistake were life-threatening?



What did you recommend?
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Let’s consider something 
gruesome!

• There is a table saw injury every 9 minutes 

• Every year there are:

– Over 60,000 injuries 

– Over 3000 amputations 

– $2 billion in injury related costs

– Annual injury costs are 

double the annual sales volume
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1. 2.

3. 4.

Let’s consider something gruesome!

• When the hot dog contacts the blade (photo 2), the saw 
automatically stops and retracts under the table (photo 3) 
leaving just a minor cut (photo 4) instead of a severe injury.



Hot dogs are fine,

but I want to see a real finger! 



Pick-a-problem 

Share-a-solution

• Form a group.

• Review the common errors you listed at the 
beginning of this session.

• Pick a problem to work on:

• a common problem in your group or

• one of the following 3 mini-cases

• brainstorm possible solutions

• Prepare to share a promising, plausible approach to 
solve the problem



Mistake-Proof This 

Tightening the Carriage 

bolt using a pneumatic 

socket wrench causes the 

square shank of the bolt 

to be pushed out 

of its hole.  When the 

bolt is tightened the bolt 

sometimes fails to get 

properly seated. Product 

vibration in use causes 

the bolt to loosen rapidly.



Mistake-Proof This

An “L” shaped bracket 

holds electrical wires.  

The legs of the bracket 

are different lengths.  If 

the wires are mounted 

on the short leg of the 

bracket, extra tension 

results.  The wires will 

chaff and eventually 

short circuit.

Please propose more than one solution.Please propose more than one solution.



Mistake-Proof This

• A truck hits a low clearance 
bridge 

• Police ticketed the driver for 
disobeying a traffic sign — the 
one that warns the bridge is a bit 
more than 11 feet above the 
pavement.      

• Trucks hit the bridge almost once 
per month.

• A warning signs has already been 
installed

• What would you do to stop trucks 
from hitting this bridge? 



A3 Anyone?
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A3 for 

mistake-proofing

BACKGROUND:

• Note any contextual or background information 

necessary to fully understand the issue.

• Used data to support the background, preferably in a 

graph

• Describe the current controls that are intended to assure 

quality

• Determine whether the error is Skill-, Rule-, or 

Knowledge-based



A3 for 

mistake-proofing

CURRENT CONDITION:

• Insert a simple map or the relevant process steps.

• Assess the initial frequency, severity and detectability 
in the current process. Calculate the RPN.

• Estimate annual cost of the error

• Use data to support the background, preferably in a 
graph that will show a trend when updated 

• Describe the current state of what the operator does, 
level of training, standardized work, variation in results 
from different operators

• Include a before photo



A3 for 

mistake-proofing

ROOT CAUSE ANALYSIS:

• List the main problem(s)

• Use effective root cause analysis tools to determine the 
root cause.  At a minimum ask “why?” questions until 
root cause is reached. Usually at least 5 whys.

• List the answers to each why question. Condense the 
causal tree suggested by Gano to only the most 
relevant sequence of questions

•

• Problem

• � first immediate cause

• � cause for the first immediate cause

• � deeper cause to the preceding cause

• � etc.

•



A3 for 

mistake-proofing

TARGET CONDITION:

• Describe the desired future state you would like to 

achieve from a business perspective

• Briefly describe the 7 solutions you considered to 

mistake-proof the process.

• Assess the estimated change to frequency, severity, and 

detectability of the proposed solutions

• Assess the effectiveness, cost and implementation 

difficulty of the proposed solutions 



A3 for 

mistake-proofing

IMPLEMENTATION PLAN:

• List the actions which must be done in order to realize 

the Target Condition, along with the individual 

responsible for the action and a due date. 

• Add other items, such as cost, that are relevant to the 

implementation.

A3 reports are working documents...  

Keep revising. Keep improving.



A3 for 

mistake-proofing

FOLLOW-UP:

• Check

• Describe how success of the solution will be checked

• After implementation: report on whether check indicates 
success.

• Describe ongoing maintenance/calibration plan and 
responsibility 

• After Photo

We are about to work on an A3. When you back to 

work, go to the gemba and refine each area of the A3.  



Additional Information 

– www.mistakeproofing.com

– mmpp.wikispaces.com

– pokayoke.wikispaces.com

– The Design of Everyday Things. Norman, D.A. 1989. New York: 

Doubleday. 

– Make No Mistake!: An Outcome-Based Approach to Mistake-Proofing.

Hinckley, C.M. 2001. Portland, Oregon: Productivity Press. 

– Poka-yoke: Improving product quality by preventing defects. Nikkan
Kogyo Shimbun/Factory Magazine, (Ed.). 1988. Portland, 
Oregon:Productivity Press.

– Zero quality control: source inspection and the poka-yoke system.
Shingo, Shigeo. 1986.  trans. A.P. Dillion. Portland, Oregon: Productivity 
Press. 

– Mistake-Proofing the Design of Healthcare Processes, 2007.  Rockvile, 

MD: Agency for Healthcare Research and Quality: 

http://www.ahrq.gov/qual/mistakeproof/mistakeproofing.pdf



Thank You


