
Visual Management 
and Accountability 

Growth Strategy:  
Operational Excellence 

manufacturing growth through innovation 



What’s In It For You? 

…from the Group 
• Gain Information 
• Meet New People 
• Get Free Yummies 



OMEP Overview 

• Not-for-profit agency established on 1996 
• Mission is to create a stronger Oregon 

economy by helping small to mid-sized 
Oregon manufacturers become globally 
competitive. 

• Private-Public partnership funded by federal, 
state, and client company funds. 

• 15 total staff.  10 consulting professionals. 



Delivered Results 

OMEP projects are designed to deliver quantifiable results. Six to twelve months 
after a project is completed, an independent third party commissioned by the 
National Institute of Standards and Technologies (NIST) surveys clients to measure 
the project impacts. 

Companies Surveyed 108 

Jobs Created or Retained 1,720 

Increased or Retained Sales $129,763,641 

Cost Savings $17,239,702 

For the period  
July 1, 2009 to  
June 30, 2011 



OMEP Client Companies 



Strategies that Will Grow Your 
Company 

You need to look at all the elements of your strategy at the same time while attempting 
to synchronize your activity. 



Visual Management and 
Accountability 



No Flow, Flow, Balance, Take Away 



Operational Excellence 
Exceptional business results and value creation for 

customers achieved through a desire to: 
 
• Continually improve 
• Engage the minds of all our people 
• Effectively deploy company strategy 
• Stay ahead of our customers’ expectations 

 
Operational excellence requires focus on both behaviors and results. 

 
 

From Shigeo Shingo Prize Model for Operational Excellence 



Operational Excellence: Session Notes 

• Increased, Improved Capacity 
• Improved Quality 
• Reduced Friction, Eliminating Roadblocks 
• Ability to Deal with the Unknown 
• Creativity 
• Communication!!!!!!!!!!!!!!!!!! 



Ideas and Concepts 



Leadership Concepts 

Leaders  
Define, align, and communicate principles and 

their corresponding values and behaviors that 
drive systems 

 

Managers  
Define, manage, and improve systems and 

measures that drive culture 
 



Continuous Improvement Culture 

BEHAVIORS 

based on 
principles, 

mechanisms, 
structures, rules 

ATTITUDES 

 

 

 

COMPANY 

CULTURE 

 

 

“The mechanisms for continuous improvement 
create the culture of continuous improvement 

and not the other way around.” 
 

– Mike Rother, “Good System, Good Thinking” 
 



Paradigm 

•   A Structure 
•   A Set of Rules 
•   Guidelines 



Paradigm “Points” 
• Paradigm Effect.... 

– “See the world anew” or “View with blinders” 

• Paradigm Shift..... 
– “Everyone goes back to zero” 

• Paradigm Paralysis..... 
– “Deadly Disease of Certainty” 

• Paradigm Question..... 
– “What is impossible to do today;  but if it could be done, 

would fundamentally change the way you do things?” 



Every Person, Every Day 

 
“Every person in the organization needs to be 

actively applying the tools of continuous 
improvement within the scope of their daily 

work - every person, every day.” 
 

From Shigeo Shingo Prize Model for Operational Excellence 



Lean Management System 

• Standard Work – What should be happening? 

• Pace - Are We Ahead or Behind? 

Anchored with Visual Management 

 
   
 



Standard Work 

High level definition of tasks required to complete a process 

Consistent 
Process 

Desired 
Results 

Inconsistent 
Process 

Inconsistent 
Results 



Standard Work 



Standard Work 
 

 

 

 

 

 
   

 

 
 

 

 
 

 



Standard Work 



Visual Workplace 

System Principle #1--Visual Management  

Anyone Can Walk in and See: 
• The Current Situation (Self-Explaining) 
• The Work Process (Self-Ordering) 
• If You are Ahead or Behind (Self-Regulating) 
• If There is an Abnormality (Self-Correcting) 

 
You have to SEE the problem before you can fix it 

 
 
 



Why Visual Management? 

 
 

Traditional Management Visual Management 

• Limited communication 
• Limited understanding of 

individual contribution to 
business 

• People working in isolation 
• Problems stay hidden 
• Continuous improvement 

invisible 
 

• Better communication at all levels 
• Everyone understands business 

needs and their contribution 
• Teamwork 
• Makes problems visible 
• Visible continuous improvement 

culture 
 
 



Visual Standard Work 



Visual Standard Work 



What is a Visual Control? 

Anything that enables us to immediately “SEE” problems… 
“What should be happening? What is?” 

Safety performance 
On-time performance 

Absenteeism 
Cross training 

Quality performance 
Standardized work  

Hourly by hour work progress 

 

Improvement ideas 
Issue resolution 

Line stops Quantity limits 
Locations 

Accountability for Leader 
Standard Work 

 

Almost Anything! 



27 

Visual Control 



Visual Control 



Timing and Pace 

Parts Per Hour: 
 

Complete by Deadline: 



Schedule 



Schedule 



Schedule/Pace 



Pace 



Pace 



Pace 



Pace 



Pace 



Accountability 

Daily Meetings  
10 minute, Stand Up 

Purpose  
Find and solve problems: 

(1) In daily workflow 
(2) In processes 

 
 

System Principle #2 -- Accountability 
 



Daily Accountability 

Agenda: 
• Assessment – “Plan versus Actual” based on visual controls 
• Assignment – For corrective action or improvement 
• Accountability – For having completed the previous day’s 

assignments 
 
The primary benefit is to reinforce the lean management 
system’s focus on process and to implement opportunities  

for improvement. 
 



Daily Accountability 
 



Daily Accountability 



Improvement Accountability 



Gemba Walk 

Gemba – “The Real Place” 

Gemba Walk -- Specific, 
predictable effort focused on a 
review of the visual system and 
facilitation of problem solving 
related to flow.  
 
 

System Principle #3—Real Time 
 



Engineering 4 M’s 

Engineering 
4 M’s 

Manpower 

Machines Materials 

Methods 



Engineering 4 M’s Breakout 

• Manpower 
– People, Teams, Training, Skills, Desire 

• Methods 
– Procedures, Protocols, SOP’s, Std Work 

• Machines 
– Equipment, Facilities, Tools, Energy 

• Materials 
– Raws, WIP, Inventory, Product, Resources 

 



4 M’s + 2 M’s = System Model Thinking 

• Meaning = Culture 
– Your True North 
– Organizational Uniqueness 
– Legally, Morally, Ethically 

• Measurement = Performance 
– Financials 
– Metrics 
–  KPI’s, Dashboard 



System Model 
Meaning 

TOTAL SYSTEM 
6 M’s 

Measurement 

Manpower 

Machinery Materials 

Methods 



System Model 
Meaning 

TOTAL SYSTEM 
6 M’s 

Measurement 

Manpower 

Machinery Materials 

Methods 

Intangible, Intellectual 
Tangible, Substantive 



System Model in Action 
Meaning 

TOTAL 
SYSTEM 

Measurement 

Manpower 

Machinery Materials 

Methods 

TRUST    COMMUNICATION 



System Model from Your Session 



A Purpose…Beyond the Obvious 

• Understanding 
• Commitment 
• Support 
• Fulfillment 

• Passion 
• Caring 
• Enjoyment 
• Renewal 

Teaching Moments 



Relentless Systematic Approach 



A Path Forward 
 

• Live with intention. 
• Walk to the edge. 
• Listen hard. 
• Practice wellness. 
• Play with abandon. 
• Laugh. 
• Choose with no regret. 
• Continue to learn. 
• Appreciate your friends. 
• Do what you love. 
• Live as if this is all there is. 

 
•                          Maryanne Radmacher-Hershey ©1995 
 



Questions/Comments 

 
 

John Valachovic 
OMEP Consultant 

jvalachovic@omep.org 
(503) 348-1581 

 
Slides will be posted on blog:  www.omep.org 
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