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Why are we here today?

 Build a collaborative understanding of Metrics and Visual Management (VM)
» Explore how Metrics & VM relate to Lean Operating Systems
* Discuss key issues and needs that are associated with Metrics & VM
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Key Terminology

Visual Management conveys data so
that “health” can be easily seen; it's
the unifying framework of Daily /
Weekly / Monthly Management
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Metrics, also known as Key
Performance Indicators, assess
and control organizational processes;
these quantifiable objectives are the

basis of Visual Management
Operations

An Enterprise Excellence Model is how
the entire enterprise integrates and
responds, to ensure performance
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Daily / Weekly / Monthly
Management is the process of
“Assess”, “Assign”, “Accountability”;
it's a core component of a

Lean Operating System

Leader
Standard Work
| Operating Systems

= "Daily / Weekly

Problem-Solving ; Management

User Experience = Strategy Deployment

A Lean Operating System is the
culture of process stability and
continuous improvement under an
Enterprise Excellence Model

Honeywell



Metrics Selection — Thought Process

« Aligned to enterprise objectives, both Strategic and Tactical
— Safety, Security, Quality, Delivery, Cost / Efficiency, Inventory

» Used as the key indicators of core process stability
« Compared against benchmark organizations
* Drive enterprise focus on desired actions and behaviors
Applied consistently, to link the entire Enterprise (“True North”)

Regarding metrics, what must first be defined? ...”Customer” and “Value”
Limited to the ‘critical few” (“more” doesn’t equate with “better”)
Refreshed at rates that align with meeting cadences
Utilize effective Visualization, in order to drive the desired responses
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“Performance” Objectives

“YO-YO DESIRED

STATE STATE
(Sustained Results)

Desired State

RESULTS

PENDING
STATE

Current-State

Current-State Desired-State

BEHAVIORS

The primary purpose of performance objectives...change the way that organizations behave,

in order to achieve sustainable desired-state results



Metrics Selection — Thought Process into Action

Example - VHA Facility Metric Worksheet
Core Customers - Client subgroups and internal custormers (e.g. Operations) -
VA - Strategic Priorities: Greater choice, Improve Timeliness, Suicide prevention, Focus resources, Modernize systems
VA - Strategic Objectives: Suicide prevention, Customer experience, Community care, Appeals, Greater priorities, Improve Timeliness, Focus resources, Modernize systems
VHA - Strategic Goals & Objectives: Health care delivery,. Communication, Awareness & Understanding, Information access, Quality & equity, Innovation & improvement, Collaboration
VHA Facilities - Strategic Objectives:

Question - How are / should the components of an Enterprise Strategy differentiated - Theme vs. Priority vs. Objective vs. Goal (refer to Strategy / Policy Deployment (i.e. Hoshin Kanri)???

Management Locations MOS Cadence Data Visualization

Value Stream Safet Securi ualif Delive Efficienc Current-State Behaviors Desired-State Behaviors
i ty Quality Y Y Team Dept. Div. | Site |Enter. Day/Wk. Month Refresh Rate, Format

Honesty, Integrity, Motivation, Commitment
Promote - Diversity, Communication, Collaboration
Improvement, Exploration, Risk Management, Collaboration
ICARE - Integrity, Commitment, Advocacy, Respect, Excellence

Equipment
Maintenance/Repair

Facility Projects

Name of
Value Stream #3

tegic (Breakthrough goals)
r)

)

Are the metrics aligned to Enterprise (i.e. VA, VHA) objectives?

Are the metrics strategic or tactical?

Are the metrics aligned to performance benchmarks?

Do the metrics align to specific desired-state behaviors and types of actions?

Are the metrics limited to the "critical few"?

Where will the metrics be managed? Will the refress rates align with meeting cadences

What is the planned visualization format (e.g. Stoplight Scorecard, Control Chart, Pareto Chart, etc.)?
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Visual Management

» Assesses the “health” of each level and function of the Enterprise
 Uses easily-identifiable and compelling signals (e.g. color)

» Spotlights actual vs. expected performance

 Highlights barriers; this leads to actions (accountability) / escalations

 Characteristics:
— Easily recognizable (self-evident)
— Commonly known / understood
— Avoids “clutter” (I.e. visual noise)
— Links to key processes (“at standard”)

— Drives various responses:
* Tactical actions
« Systemic Problem-Solving
« Continuous Improvement

NYSs fISC Honeywell



Visual Management Effectiveness

Manthly Task Perfarmance

20
100% - 100%  100% 100 4%
50 74% 76%  76% 75%
13

10

Tasks Due Completed On Time

Qutstanding Tasks === Cumulative Performance

Mitigation Task On-Time Performance: /5%

100%
B0%
60%
40%

20%

ring Tatal)

%% of Tasks Completed On-Time (Run

100.0%

80.0%

90.0% -

On-Time to Request Performance

/N

T
Jun  Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May

=@=Directive - Dir Goal - - DLCL

What stories do these charts tell us?
Are these leading or lagging indicators?
s the information / status self-evident?

Is there any visual “noise” (i.e. clutter)?
Are processes “at standard” (i.e. stable)?
Is current performance meeting the goal?

If not, what response is needed?
— Tactical action(s)?

— Systemic Problem-Solving?

— Continuous Improvement?

Where should this chart be managed?
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Benefits of Metrics / Visual Management

 Standardization and process stability
 Improved customer service levels (internal / external)
— Safety, Quality, Delivery
e Reduced waste
— Cost / Productivity, Inventory
 Behavioral and cultural change
— Increased communication and engagement
— Organizational integration, across the entire Enterprise

Metrics and Visual Management...

the basis of Operational Discipline and Continuous Improvement
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Enterprise Excellence Model

Development

Application of Plan-Do-Check-Adjust (PDCA) to all key aspects of the Enterprise



SIPOC Model
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(Inputs) = (Process) (Outputs)

(Suppliers) (Customers)
Providers of process All required process Sequence of key All outputs that result Recipients of
inputs inputs process steps from the process process outputs
¢ Internal * People e Step#1 ¢ Desired (“Value”) ¢ Internal

(Enhance, Optimize)

* Work Instructions . Step#

» Expected
¢ Materials l (Maximize Efficiency)
« External e Step #3 ¢ External
¢« Equipment l e All Others
«  Step #n (Minimize)

¢ Software
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Lean Operating Systems

Continuous
_Improvement

Leader =
Standard Work _ Benchmark
- Operating Systems

—  Daily / Weekly

Problem-Solving _ Management

User Experience s Strategy Deployment

A Lean System applies best practices by leveraging Lean tools and engaged stakeholders...delivering
sustainable performance, cultural alignment, and continuous improvement.

User Experience clarifies key customer needs that define the Enterprise objectives

Strategy Deployment creates consensus /oversight for integrated Enterprise priorities (“True North”)
Visual Management, Daily / Weekly Management, and Problem-Solving ensure key process stability
Leader Standard Work expands coaching where the “real work” takes place (standard work validation)
Engaged Employees drive Continuous Improvement — Safety, Security, Quality, Delivery, Productivity

NS, fISE Honeywell
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Strategies are Realized with a Lean Operating System

Environmental Scan;
Vision/Mission

Operating System

Concise assessment,
Return-to-Standard

SDP Project A3s,

Strategy
Development

Strateg;

Deployment
X-Matrices, B

(process stability)

Operational
Discipline
Visual Management / 5S,
Tiered Accountability,

Rapid Problem-Solving,
Standard Work

Organizational
Alignment

Enterprise Engagement,
Learning Organization,
Effective Leadership,

Leader Standard Work

Assess Customer
Needs (e.g. vOC, PEMP)

“What”

(Define Objectives)

Translate Environmental and
Customer Needs into Strategic
Breakthrough Themes / Objectives

Translate Breakthrough Objectives
into Prioritized Process
Improvements, Targets to Improve,
and managed Projects / Goals

Goal Deployment, Aligning the Prioritized, intentional
Enterprise MOS Enterprise Culture Continuous
to the Strategy Improvement

Enterprise-Wide

“How”

C.lL. (Measure, Achieve,
Value Stream Mapping, anq Su.stam
Obijectives)

Cl Project Pipeline,
Cl Project A3s,
Cl Project MOS

An Enterprise Operating System is the integrated framework of how work is accomplished




Visual Management, related to 5S

5s (Sort-Store-Shine-Standardize-Sustain)

Establish clear visual standards that enable recognizing standard vs. non-standard

conditions (normal vs abnormal). Includes administrative environments
e Implementation of a 5s culture and MOS
e Sort, Store, Shine, Standardize, & Sustain
e Ensures the workplace is safely and neatly organized
* A place for everything and everything in it’s place
e 100% of the workplace
e Daily Return-to-Standard (RTS)
e Continuous Improvement |

Personal Office Space \

- ———ened Area Standards
+ Desks are neatly and safely organized.

¥ Personakzation - pictures, belongings,
awards, elc. - is encouraged

' Rems on desk are needed forthe pb
(unused tems are removed)

+ Desktop inbox and racks are organized

+ Cords are bundied and stored safely

7 In-process work is neatly stacked or stored
at end of the day

Not Required + Chair is pushedin at end ofthe day

» Photo depicting “Return to Standard”

> La cabinets (but should be & Nothing stored on cabinet lops

considered for desk sharing) E Nothing hanging or posted on glass dividers
> Shadow boxes ortape outines E No *fiing by piing
> Min / Max levels

Personal & organized for employees; presentable for visitors f

Before

Self Regulating & Self Explaining




Visual Management, related to Daily/Weekly Management

Tiered Accountability
* Introduction / maturation of a Daily/Weekly Management System

Integrated stand-up meetings...open communications to assess the “health” of
each level and function of the Enterprise

Promotes / develops Engagement (“informed”, “involved”, and “committed”)
Spotlights the work groups’ actual vs. planned performance...key metrics and
work priorities (tactical)

“Up”/"Down” flow...Work Teams — Departments — Divisions - Sites

|dentifies barriers to success, captures actions, drives accountability, and
escalates (when needed)

Provides transparency to external and internal customers

Enterprise Tier

---------

Daily Management Drives Accountability



	Slide Number 1
	Slide Number 2
	Slide Number 3
	Slide Number 4
	Slide Number 5
	Slide Number 6
	Slide Number 7
	Slide Number 8
	Slide Number 9
	Slide Number 10
	Slide Number 11
	Slide Number 12
	Slide Number 13
	Slide Number 14
	Slide Number 15
	Slide Number 16

