AIDT CONTINUOUS IMPROVEMENT TEAM

INSTRUCTOR GUIDE

LESSON TITLE: Visual Management

EDUCATIONAL OBJECTIVE: Improve a process or work area by applying the principles of Visual Management.

SPECIFIC LEARNING OUTCOMES:
a. Understand the purpose and advantages of Visual Management

b. Understand the 3 main steps required to achieve Visual Management

c. Cite several world-class standards of Visual Management

PURPOSE: This course focuses on the principles of Visual Management for the purpose of process improvement and ease of management.

INSTRUCTIONAL AIDES: PowerPoint Slides, Discussion, Examples.

HANDOUTS: Copies of PowerPoint Slides

METHOD OF EVALUATION: Identification 

INSTRUCTIONAL REFERENCES: 

“The Toyota Way: 14 Management Principles from the World’s Greatest Manufacturer,” Jeffrey K. Liker, 2004

Slide 1 – INTRODUCTION TO VISUAL MANAGEMENT

INSTRUCTOR’S NOTE:    This slides in this module are designed to encourage discussion and brainstorming between the instructor and the students.  In addition to the slide presentation, you might want to have a whiteboard or easel pad handy to illustrate points and write down student input.  For best results, do not simply recite the bullet lists; first encourage students to brainstorm for ideas; they will probably already know some of the answers, and will feel much more involved if they contribute the information before you reveal it to the class.

Also, as students and situations present you with better and better examples, add those examples (pictures and descriptions) into this slide show.

STATE:  Welcome to the Introduction To Visual Management class.  We’re going to take a look at something called Visual Management, which has been around in one form or another for thousands of years, but has been raised to almost an art form by modern business.  This should be a fun class, and you’ll start seeing things from a whole new perspective by the time we’re through.

STATE:  Before we begin, let’s take a quick look at the wording here:  Visual Management.  Visual has to with eyesight and what we see, right?  What about the word Management?  What do you think it means here?

INSTRUCTOR’S NOTE:  Ask for student input.  What you are looking for is the idea of managing the work that needs to be done, or managing the business.

QUESTION:  So, if we put the two words, together, what are getting at here?

INSTRUCTOR’S NOTE:  Encourage students to conclude that, in some way, we are going to be able to use our eyes to help manage the work.  That’s all they need to understand at this point.

TRANSITION:  OK, let’s see what we’re going to learn here today.

Slide 2 – Objectives of this lesson

STATE:  Here are the objectives of this lesson.  This is what I want you to remember when we finish.

STATE:  Number 1, understand the idea of visual management and why it is important.

STATE:  Second, be able to spot examples of visual management.

STATE:  Third, put visual management to work,

STATE:  And finally, be aware of world-class best practices.

Slide 3 – Section 1: What Is Visual Management?

INSTRUCTOR’S NOTE:  This slide is not intended for brainstorming.  It is a lecture slide.  The slide should initially appear with only the title and no bullet points.  Reveal the bullet points whenever you are ready to discuss the next point.

STATE:  What is Visual Management?

STATE:  Visual Management has been described as “Management by eyes”.  In other words, we use our eyes to help manage things.  We set up our work area so that we can see when things are going right and when they are going wrong.  We should be able to see at a glance if we are on track or not.

STATE:  Visual Management is a system that highlights the abnormal condition.  When something goes wrong, there should be some way to see it right away.   You should be able to know what is going on at any one time by taking a fraction of a second to look around.  If you have implemented visual management correctly, you can do this with ease.  Instead of constantly trying to figure out where things stand, you can focus on getting things done and just let the visual management systems tell you when something is going wrong or needs attention.

STATE:  Another thing to understand about visual management is that it helps provide clarity and transparency of information.  Things don’t get forgotten or overlooked as easily.  Everyone involved in the process can see right away if production is being met, and everyone is in a better position to help if things go wrong because everyone can see what needs to be done.

Slide 4 – Visual Management Allows You To…

STATE:  Visual management allows you to see the normal state, which is your standard.  And, it allows you to quickly see a deviation from that standard.
STATE:  OK, let’s look at some examples.
Slide 5 – Section 2:  Examples of Visual Management

STATE:  We all use visual management on a casual basis everyday.  You’ve been around it your whole life, whether you realize it or not.

STATE:  Take for instance, a seating chart in a school classroom.  How many people here remember sitting in assigned seats in school?  Well, for the teacher, that was a form of basic visual management.  The teacher could look over the classroom and see in an instant who was absent.  An absence was an abnormal condition that required attention and extra paperwork.  Without assigned seating, the teacher would be forced to spend extra time each morning figuring out who was present and who was not.  With the seating chart, he or she could have that information presented to them in a fraction of second just by glancing around the room.  That’s working smart, and that’s what we’re going for with visual management.

STATE:  Another way we use visual management is with safety issues.  Remember the markings and lines around a public swimming pool?  Some of the lines told you where you could safety swim and where you could not.  A lifeguard sometimes has to react in a split second to save someone’s life, so they need to be able to spend their time watching the danger zones, not constantly reminding people to stay in the safe areas.  By implementing a system of markings and rules, everyone knows where they can swim and where they cannot.  Anyone can know in an instant if they are outside the proper boundaries.

STATE:  Here’s another good example:  a soft drink machine versus a gumball machine.  If the gumball machine is getting low on product, how is management alerted to the condition?  Easy - you can see the inventory of gum balls right through the glass.  Is the same true for a soft drink machine?  Not usually.  It looks the same on the outside no matter if there is just one drink or many drinks.   You can’t know the true story on the inventory unless you unlock the door and open it up.  So, in a strange sense, we are almost forcing the machines and equipment to do our jobs for us.  We can know what is going on with just a glance; the physical setup and properties of the device does the work of reporting the inventory level.
ASK:  What are some other examples?
INSTRUCTOR’S NOTE:  This should be fun and interesting.  There’s no limit to the amount of stories and examples that they can come up with.  To make things even more colorful, you might want to dig through some history books and check out some of the ancient devices that past civilizations used to implement visual management.
Slide 6 – Examples of Visual Management

INSTRUCTOR’S NOTES:  This is a great place to begin brainstorming with the students for instances of visual management in the workplace.  Ask for examples and begin writing them on a whiteboard or easel pad.  After several ideas have been presented, begin revealing these bullet points one-by-one and discuss each.

STATE:  One simple idea that has been around in various forms for a long time is the “red line”.  When you have a shelf or closet that holds some kind of inventory (for example, boxes of air filters, or perhaps laserjet toner cartridges), you simply paint or tape up a red line on the wall or shelf at the point where the particular item needs to be reordered.  That way, when you remove an item and see the red line, you know it is time to reorder that item.  You don’t have to count the items every few days and then compare that count to a chart to know when to reorder; you simply see the line and follow up with a standardized plan of action.  In this way, you avoid accidentally forgetting to reorder until it is too late.

STATE:  Empty containers on a production line.  Here is a form of visual management that works especially well in a production environment where containers move down the line and get filled with parts that are part of a larger order.  We saw this one in action at a plant recently.  It worked like this:  tubs or containers would travel down a conveyor belt.  Team members would produce parts destined for another assembly point and put those parts in the bins as they went by.  The team member had only a certain number of seconds to fill each container.  If a team member was slow to produce a part, or if there was an interruption in the supply of parts further up the line, it would be instantly visible because everyone would see an empty container.

STATE:  A production board is one of the most important forms of visual management.  In many manufacturing plants they have a large board that displays the production numbers hour-by-hour and shift-by-shift.  Sometimes the board is nothing more than a simple erasable whiteboard.  Sometimes it is a fully computerized electronic display.  In either case, it helps workers and managers know exactly where they stand in regards to making the production numbers for the day.

STATE:  Floor outlines are simple markings on the floor that show were some item should be placed.  The item should always go in the designated space when it is in the area, and nothing else should be placed in it’s space.  The outlines are usually made with tape or paint.  Simple as it sounds, the floor outline tool is used in every world-class manufacturing plant around the world.

STATE:  Signs are critical.  Whether mounted on the wall, on equipment, or hanging from the ceiling, signs point out where things should go, and do it easily.

STATE:  Color coding can be a useful way to quickly identify things.

STATE:  By limiting the amount of space allowed for certain inventory items, you can enforce standards and direct human behavior.  If the standard calls for only 3 items on a shelf, you might want to allow room for only 3 items.  That way, if someone operates outside of the standard (for instance, by bringing in 4 or 5 of the items), you will have instant recognition of it because they will have to put them extra items somewhere else, which can be spotted visually.

Slide 7 – Advantages of Visual Management
LQ:  OK, we’ve talked about all the ways you can manage your workplace visually.  Can anyone name some advantages of visual management?

INSTRUCTOR’S NOTES:  Encourage brainstorming and try to write down as many advantages as you can think of.  If no one guesses these answers, reveal them to the students and discuss each one.

INSTRUCTOR’S NOTES: Visual management makes work easier.  Everyone can spot problems without having to decipher data and reports.

INSTRUCTOR’S NOTES:  Visual management also makes life easier on new employees.  They can figure things out for themselves and do not have to continually ask other employees.

INSTRUCTOR’S NOTES:  Visual management allows problems to be elevated to support staff faster.  Problems aren’t hidden.  Managers can walk by and see for themselves that something is not normal.

Slide 8 – Visual Management (list)

STATE:  Here are some other things that visual management can do:

STATE:  It identifies where things must go.

STATE:  It identifies the standard quantity.

STATE:  It identifies the minimum and/or maximum.

STATE:  It allows us to see when the process is not working the way it should.

STATE:  it gives us a reason to ask “why.”

STATE:  Finally, it often provides the trigger that something is abnormal.

Slide 9 – Section 3: Put Visual Management To Work

STATE:  Now we’re going to put all this knowledge to work.  We’re going to look at three basic steps to making your workplace a visual workplace.

STATE:  The first step is to decide what needs to be made visual.  As we have already mentioned, there are lots of things around the workplace that can be made visual.  A focus group or Continuous Improvement team within the company can help you come up a place to start.  Good examples are supply closets, production inventory areas, or anywhere along a production line.

STATE:  The next step is to set up a way for the system to call attention to itself (or “trigger” a response) when the system experiences an abnormal condition.  Examples of this might be when a certain inventory item falls below a certain number in stock.

STATE:  Finally, you need to decide how you want people to respond when there is an abnormal condition.  You do this by setting standards in place.

STATE:  Now we will talk about each one of these in more detail.

Slide 10 – Put Visual Management To Work; Step 1

STATE:  OK, back to step one.  We need to decide what needs to be made visual.

LOQ:  Let’s brainstorm for just a minute.  What are some simple things around here that can be made visual?

INSTRUCTOR NOTE:  Encourage the students to come up with lots of ideas.  Write them on a whiteboard or easel pad as they think of them.  Throw in some ideas of your own if the students have trouble thinking of them.

INSTRUCTOR NOTE:  

Here are some examples we have seen in previous workshops:

WIP levels between workstations.

Location of papers to be filed

Location of carts or bins on the production floor.

Inventory levels of supplies (office or production).

Slide 11- Put Visual Management To Work; Step 2

STATE:  Next, we want to set up a trigger system.

STATE:  In visual management, EVERYTHING works off of a trigger.  Think about some of the examples we gave earlier (for instance, the assigned seating in a school classroom, or the red line on an inventory shelf.  Triggers are usually very simple, like a painted line.  A more complex one might be shelf or rack that has been specially designed and built to accommodate only a certain number of items, with no extra room for unneeded stuff.

Slide 12 – Put Visual Management To Work;  Step 3

STATE:  This is the most important piece of the puzzle.  After we have decided what we want to highlight and have come up with a way to trigger a response when it needs attention, we next need to make sure everyone does what they are supposed to do.  We need to set up a response that operates the same way every time.  In other words, set up standards that direct actions once the trigger has been activated.

Team members need to know if the problem is progressing toward completion. The standard should include ways to report this information back to team members on the front lines.

Slide 13 – Section 4:  Best Practices

STATE:  Here are some final suggestions for making your visual management program really stand out.  

STATE:  Operational information is systematically tracked.

STATE:  Management has a keen interest in operations.

STATE:  Communicate activities to team members on a daily basis.

STATE:  And, finally, set up a production board that reports production information to everyone on a real-time (or almost real-time basis).

Slide 14 – Summary

STATE:  So, let’s summarize.

STATE:  The purpose of Visual Management is to highlight the abnormal condition.

STATE:  To implement Visual Management, decide what needs to be shown, set up a trigger system to highlight it, then put standards in place for followup action.

STATE:  Utilize world-class practices for best result.
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