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[bookmark: _Toc518708372][bookmark: _Toc36156285]Introduction[bookmark: _Toc518708373][bookmark: _Toc36156286]Purpose
To provide a clear vision of what is required to achieve operational excellence. 
To define the gap between where we are today and the benchmark level for each VES-element, and actions required to close the gap. 
[bookmark: _Toc518708374][bookmark: _Toc36156287]Scope
This assessment should be used for production plants including the support functions related to the plant organization (e.g. plant quality but not country IT).
[bookmark: _Toc518708375][bookmark: _Toc36156288]Responsibility
[bookmark: _Toc36156289]Site Manager
It is the responsibility of the Site Manager to ensure the proper resources are assigned to complete the VES Assessment. Additionally, the Site Manager is responsible to ensure actions are documented and proper follow up is applied to move the site forward.
[bookmark: _Toc36156290]VES Manager
It is the responsibility of the site VES manager to plan and execute the VES Assessment at the right frequency and to include the right participants.
[bookmark: _Toc518708376][bookmark: _Toc36156291]Procedure
[bookmark: _Toc36156292]Assessment Participants
Include all levels & Functions (Cross Functional)
· Site Manager
· Manager / supervisor
· VES
· Line leader / operator
· Functional Support areas
[bookmark: _Toc36156293]Frequency
Self-Assessment to be conducted one time each quarter (minimum). Calibrated assessment (see 4.6) to be conducted every other year. In addition, any site achieving gold or platinum levels must call for a calibration to validate the results.
[bookmark: _Toc36156294]Basic sections of the VES assessment (Appendix A – VES Assessment): 
· Instructions & Definitions
· Visuals & Analysis
· VES elements & Calculations
[bookmark: _Toc36156295]Instructions & Definitions
Detailed instructions help the user to understand how to get the most out of the VES Assessment.
[image: ]
Definitions are provided for key sections and words used during the assessment.
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[bookmark: _Toc36156296]Visuals and Analysis 
The Assessment Dashboard is a visual display of the assessment results.  The dashboard is divided into 3 basic sections as follows:

1. VES House – The level of achievement for each element is represented by colors.
[image: ]
2. Strengths and Opportunities Pareto – All elements are shown in order from strongest to the biggest opportunity. The Pareto is linked to the QOS Tab.
[image: ]
3. Overall Rating – The result of all scoring is indicated by a percentage and level (Basic, Bronze, Silver, Gold or Platinum)
             [image: ]
Note: The VES Assessment Dashboard must be displayed in at least one location in the site.
The Assessment Analysis Tab – Graphs are provided to help the user see where strengths and opportunities exist for Leadership, Workplace and each element of the VES Assessment.
[image: ]
The QOS Tabs are based on VS061 and provides historical data of the progress in assessment result. The QOS chart is created manually.
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[bookmark: _Toc36156297]VES Elements
There are 8 elements in the VES House.  All 8 elements must be evaluated during the VES Assessment for a complete analysis of VES Maturity.

1. Each element starts with a mission statement.  This should be reviewed by the team prior to evaluating each section.  Within each element there are components for specific VES Principles.

2. Each element contains 5 levels for Leadership and Workplace.  Statements within each level help the user to determine where the site is performing. Leadership statements are focused on what types of behaviors we see from the site management team. Workplace statements are focused on what kind of verifiable evidence we should see at the Genba.

3. Each element also contains a “Width” score (1-3) in the far-right hand column.  This is used to determine how wide spread a principle is within the site.  In other words, it is a multiplier that adds to the score as full deployment is reached. 
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4. A calculation tab is provided to standardize the sample size and formulas for objective statements within each VES Element and component. Yellow boxes require data input and Green boxes are the output. This data should be prepared before the Assessment starts.
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[bookmark: _Toc36156298]VES Guideline
An assessment guideline is provided to help the user understand how to answer each component in each element.  This is not mandatory but is available for users who may not otherwise feel comfortable selecting the right level to show the rank for a given component. (See Appendix B – Assessment guideline)
[bookmark: _Toc36156299]Actions and main take a ways
All actions that come as a result of the VES Assessment need to be linked to helping the site to achieve their main KPI’s. Additionally, the actions must be prioritized to align with the site Policy Deployment. Although a tab exists for the purpose of documenting the main take a-way from each element, the actions will be tracked in the sites normal actions plan (LOP).
[bookmark: _Toc36156300]Calibration Process
At the frequency defined in section 4.2 a pair of VES Assessment calibrators will come to each site and lead the assessment.  The calibrator along with the site leadership will participate in a discovery exercise to define the road map going forward. One of the key drivers behind the calibration is to give an objective view of the plants VES status.

The local cross-functional team for each Assessment Element should be invited to the calibration. If there is a risk of language barrier, make sure to have a translator present to include all participants in the discussions. 

Calibrators should not belong to the assessed Plant’s organization.

The expected duration for a calibrated VES Assessment is 2-2,5 days.
[bookmark: _Toc36156301]Calibration agenda and pre-work
A sample agenda is provided as a general outline of how an assessment calibration will be conducted including a list of preparations. (See Appendix D – Calibration agenda and pre-work)
[bookmark: _Toc36156302]Gold and Platinum Ceremony
A site that has achieved gold or platinum levels must call for a calibration to validate the results. After validation the site should plan a celebration ceremony. EVP Operations should be invited together with other applicable Senior Management functions. The purposes with the event are to share success stories, acknowledge the achievements and celebration for the plant team together with Senior Management.
[bookmark: _Toc36156303]Summary
1. VES does not hide problems
2. Use the assessment to drive improvement
3. Use the tools (dictionary, etc.) to aid in filling out the assessment
4. Use the strength of a cross functional team
5. Use the assessment to clarify what is the desired culture.

[bookmark: _Toc82506364][bookmark: _Toc36156304]References
VS061 - Presentation of Continual Improvement Processes

[bookmark: _Toc82506365][bookmark: _Toc36156305]Appendices
[bookmark: _Toc82506366][bookmark: _Toc36156306]Appendix A – VES Assessment
[bookmark: _Toc36156307]Appendix B – Assessment Guideline
[bookmark: _Toc36156308]Appendix C – VES Assessment Training Module
[bookmark: _Toc36156309]Appendix D – Calibration Agenda and Pre-Work

[bookmark: _Toc82506367]

[bookmark: _Toc36156310]Modification Index
	Version #
	Date / Author
	Modification
	Purpose

	1.0
	2015/04/02 CH
	Initial release
	Standardization

	1.1
	2015/11/17 DJ
	Added Appendix C (Compliance Audit Checklist), Clarified cross functional team involvement (4.1) and expectations for display (4.3.2)
	Provide a clearer expectation for what compliant means.

	2.0
	23 Nov 2016 / RB
	Added section 4.3.3 for Zero Defect Pre-requisite dashboard.
	Provide focus on key elements to achieve Zero Defects.

	2.1
	07 Dec 2016 / DJ
	Modified wording in section 4.3.3 for definition of unacceptable quality performance
	Better Clarity of expectation

	3.0
	2 Jan 2018 / DJ
	Added statements for all elements and components. Removed evaluation of behaviors, metrics and results. Added Performance evaluation. Added Analytics tab. Added Calibration process.
	Improve the usefulness of the Assessment. Calibrate the results and compare performance to VES Maturity.

	3.1
	2 Apr 2018 / DJ
	Appendix A - Fixed grammar and or clarified several statements in the VES Assessment.  Appendix B - Updated the Trend and Stability Analyzer to reflect 24 months instead of weekly data. Adjusted the visual management of the roof to be consistent with the pillars and foundation.
	Clarify understand and improve the accuracy of the trend and stability analyzer.

	4.0
	25 March 2020 / MB
	Conversion Autoliv to Veoneer. Removal of Performance section of the VES Assessment.
	First launch as Veoneer document
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Enter the site acronym here → Enter the date of the assessment →

Instructions

Element Instructions:

1.

2.

3.

4.

5.

6.

7.

8.

9.

10.

1.

a.

b.

c.

2.

1.

a.

b.

2.

Use the "Assessment Dashboard" tab to evaluate the overall results.

When the element is complete, ask each assessment team member; "What is your main take away?". Note strengths and opportunities at the 

bottom section "Record the main take for this section of the assessment". Note: Notes from all elements are summarized in the "Observation 

Summary" worksheet.

Assessment Analysis:

Use the results to zero in on areas of opportunity. Define specific actions that will be taken to strengthen the site.

Use the results to focus on areas of opportunity.  Define specific actions that will be taken to strengthen the site.

Use the "assessment Analysis" tab to look deeper into the results.

The top two graphs indicate the strengths and opportunities for each element. The graph on the left shows Leadership and the graph on the 

right shows Workplace. Compare the results for Leadership vs. Workplace.  

The colors of the house indicate strengths and weaknesses within the different elements of the house.

Select the number in the width column that represents how wide spread the concept is within the site. Hover over the "width" cell to see the 

comment with the definition for width 1-3. Note: Try to select a level that corresponds to a width of 3. This makes it easier to identify areas to 

improve when evaluating the results.

For each objective statement in the assessment there are instructions and standardized formulas located in the "Calculation" tab.  Fill in the 

yellow boxes and use the outcome in the green box to determine the results for each statement. Note: This should be prepared before the 

assessment starts.

Repeat these steps for all 8 elements and all components of the assessment.



Assessment Dashboard:

Assessment purpose: To understand the current level of VES application in a site and how the VES level effects the site 

performance.  To define the gap between where we are today and true north.

The team should start each element by reading the mission statement.  The mission statement will serve as a point of reference for team as they 

perform the specific section.

Start with the "Leadership" section. See "definition of terms" section below for a description of Leadership. Note: This section can be done in 

meeting room if necessary participants are present.

Select the level that best describes the current leadership behaviors and enter in the column "Score".  This will automatically assign the level 

color. 

Go to Genba and assess the "Workplace" section and repeat step 3 to 5. See "definition of terms" section below for a description of Genba. 

If the plant does not meet all statements/requirements the level is not met; read the level below. If the level is met; continue to level above.

For each specific component, start reading from the level where the plant thinks they are today (or from level 3 if assessment should be reset).

The pareto chart is another indication of where the site is the strongest and where they have the most opportunities.

The gauge chart indicates the overall assessment result.

All remaining graphs indicate the strengths and opportunities by component within an element.


image4.emf
1

2

3

4

5

1

2

3

MTBF Mean Time Between Failures; The average time between failures of a machine/system.

MTTR Mean Time To Repair;  The average time required to repair a machine/system. Total corrective maintenance time divided by the total 

number of corrective maintenance actions during a given period of time.

Leadership The word leadership in the VES assessment refers to all persons in leading positions, such as Functional Managers, Operational Managers, 

Supervisors and other leaders. 

Management Manager of an area/department or facility.

MPS Manufacturing Process Specification (VS-405).  A process to capture good manufacturing standards and then applying them globally.

FIFO First In First Out. Means always using the oldest material first.

Genba Worksite. Location where action is taking place, including: operations, office areas, and support areas, etc.

Indirect For this document "Indirect" has reference to all departments and areas not defined in "Direct".

Direct For this document "Direct" has reference to production, inspection, and warehouse areas.

Dock to Dock From incoming dock to outgoing dock for a facility. Part received to part shipped.

Facility Manufacturing plant, tech center, office, cross dock, etc.

CFT Cross Functional Team. The idea is to have people on the team which: 1. provide necessary skills and talents for team to be successful, and 2. 

have people with different viewpoints and understanding to ensure success in all aspects.

Word Descriptions

VS Veoneer Standard (e.g. vs 57)

Definitions

Definition of terms.

Benchmark level that is at or very close to True North. Discipline to standards and understanding of "the why" is part of the culture

Width of Deployment

Some instances

More than 50% of the site is implemented

Fully deployed and is part of the culture

Achievement Levels for house elements

Low level of understanding and execution

Poor adherence to existing standards

Adherence to standards fluctuates with changes in management

Above average discipline to standards. Many understand "the what" and "the how" of VES
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Total Achieved

Total Possible

Percentage

1 2 3 4 5

Score

1 2 3 4 5

Score Width

Team Meetings  -Leadership meetings are 

random and only partially 

attended. 

 -Information discussed is 

random.



 -Leadership meets as needed 

with low efficiency (>30min 

approx.). 

 -Key members are often 

missing.

 -Standard morning meeting 

with low efficiency (>30min 

approx.). 

 -Viewed as a place to judge 

and blame.

 -Opening meeting time is not 

early in the day(>2hours 

after start of work day.)

 -No repeatable follow up to 

close the loop on actions.

Morning meetings are 

efficient (<30min approx.). 

 -Standard agenda exists for 

providing information and 

driving actions. 

 -Action Register (LOP) is 

used to ensure 

accountability and to close 

the loop.

 -Opening meeting is early in 

the day (<2 hours after the 

start of work day)



 -Morning and closing 

meetings are efficient 

(<30min approx.) in 

providing status and driving 

action in the site.

 -Meeting purpose is defined, 

agenda exists, the right team 

members participate or send 

delegate, & the meeting 

starts and ends on time.

 -Any team member can run 

the meeting (Autonomous)

 -Team members come to the 

meeting fully prepared so the 

efficiency is not lost.

 -Actions are completed on 

time.



4

 -Team meetings are random 

and often unorganized.

 -Information is rarely 

shared between shifts.



 -Team meets as needed to 

discuss issues (not daily).

 -Actions are assigned with 

little to no follow up. 

 -Information between shifts 

is shared reactively when a 

problem happens.

 -Team meets daily, no 

standard agenda / low 

efficiency

-Expectations are not well 

defined.

 -A method exists to transfer 

information between shifts.

Team members meet daily at 

a set time. 

 -Agenda exists

 -Meeting starts +/- 3 min of 

start time.

 -The method to share 

information between shifts 

is used.



 -Team members meet daily 

to provide information and 

drive action at the worksite.

 -Meeting purpose is defined, 

agenda exists, the right team 

members participate or send 

delegate, & the meeting 

starts and ends on time.

 -Information is transferred 

seamlessly and efficiently  

from one shift to the next.

2 3

Policy Deployment -PD exists but is not used as 

a tool to drive work in the 

site.

 -PD exists and is viewed as 

extra work on top of other 

demands.

 -PD is followed by the team.  

 -Status is often outdated. 

 -Is typically updated only 

when upper Management* 

visits the site.

 -Leadership promotes PD 

and generally aligns actions 

to support tactics. 

 -Monthly action plans to 

review.

 -PD is the method to drive 

focused action and prioritize 

resources. 

 -All actions are calibrated 

against current tactics. 

 -Monthly action plans are 

used to create recognition 

and accountability.



3

 -Actions in the site are 

random because the team is 

not aware of Policy 

Deployment tactics.

 -Policy deployment is rolled 

out at the beginning of the 

year and displayed visually 

in the site.

 -Very little interaction 

between PD and team 

members daily work. 

 -Team members are aware 

of PD but do not use it to 

prioritize resources and 

actions.

 -Actions are not documented 

to promote follow up.

 -Team members are aware 

of PD and  strive to align 

actions to tactics.

 -Actions are documented 

and team members hold 

each other accountable.

 -All team actions are 

calibrated through PD to 

maximize results.

-Team members participate 

in action plan reviews to 

show progress.

4 3

Site Organization / 

Structure

 -Each functional department 

has their own objectives.

 -Decision are taken at the 

department level to meet the 

needs of the department.

 -The site Management* team 

(Site staff) is autonomous.

 -Lower levels (AMC/AMG) of 

the organization are not 

autonomous.

 -Each level of the 

organization is autonomous 

with cross functional team 

members to make business 

decisions.

- A plan exists to grow 

autonomy according to job 

responsibilities.

 -Goals and objectives are 

common for all leadership 

members.

 -Cross functional teams 

support each other to fulfill 

common objectives.

 -Leaders have appointed 

deputies so that no critical 

task is left unattended.

 -The business runs well 

regardless of absenteeism. 

 -Leadership understands the 

value of an Autonomous 

organization.  The working 

level (AMT) is viewed as the 

priority in terms of needed 

support. 

 -The customer/supplier 

relationship continues up 

the organization. (e.g. AMC 

supports the AMG, AMO 

supports the AMC, etc.)

 -Each level of the 

organization is working at 

the optimal level of 

autonomy.



2

 -Organizational structure is 

not clear to all team 

members.

 -Team member roles and 

responsibilities are not 

clear.

 -Support must be requested 

from each functional group.

 -Roles and responsibilities 

are clear but support does 

not reach lower levels.

 -Support is given frequently 

(Weekly) to next level. 

 -Indicators, actions, dead-

lines etc. are visual and 

discussed during meetings 

between levels.

 -CFT is proactive in 

supporting the team 

members.

 -Next level down is 

presenting the status, 

problems, actions etc. 

 -They are requesting and 

given support when needed.

 -Actions are done efficiently 

and results can be followed.

 -Organizational structure 

provides necessary 

communication to support 

the needs.

3 3

Team Work

Mission Statement: Cross functional teams are organized to capture problems early, and then act swiftly to correct.  Regular proactive actions are geared to maintain a stable operation at the Genba*.  Teams seamlessly act horizontally and 

vertically to implement calculated actions which align with Policy Deployment.

Component

Workplace (Evidence) Leadership (Behaviors)
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Muda 

Elimination

Mura/Muri

From Leading2Lean enter the last 10 pitches for both demand and actual on 3 

different production cells.



Percentage of 

pitches achieving +/- 

5% of demand



Cell #3           

Demand    Actual



Cell #1           

Demand    Actual

Cell #2           

Demand    Actual



Muda 

Elimination

Inventory

Physically verify min/max condition  in the following areas: 5 locations in the 

Raw material warehouse, 5 in Line side racks, and 5 in the finished goods 

warehouse.  Enter the total number of compliant (Meaning within the min and 

the max. If min/max is not established then it counts as 0.

# within the 

min/max -Raw

# within the 

min/max -Line

# within the 

min/max -FG

Percentage of 

min/max adherence



0%

Muda 

Elimination

Waiting

Compare the P4 sequence steps to what is actually being done on 10 sequences 

across a minimum of 3 processes (Cells, lines, etc.). 

Following correctly = 1 and Not following correctly = 0 

Average compliance 

to P4 document

0%

Muda 

Elimination

Overproduction

From Leading2Lean, count the total number of active cells (cells currently in 

production and producing this week).  Count the number of cells with a PEFF 

value greater than 100%

Total number of active 

cells

Total number of cells 

with PEFF >100%

Percentage of cells 

overproducing
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VES Assessment Standard Calculations

Note: If the  data does not exist for a specific element and/or component then the Lead Calibrator has the final say on how to quantify the level. 

Element Component Instructions Standard Calculation

Standards

Continuous 

Improvement

Randomly select 3 Standard work instructions. Enter the latest revision date in 

the cells provided.

Average months 

since last revision



1452

Standards

Follow up / 

Compliance

From the VESS implementation matrix in SharePoint, enter the current 

percentage of VESS compliance for your site.

Current VESS 

Compliance %



Total VESS 

Compliance %



0%
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