THE VISUAL PHARMACEUTICAL WORKPLACE

Imagine a highway system without signs and you'll understand why so many drug manufacturing facilities
fail to reach their potential. Visuality is key to achieving operational excellence.

By Gwendolyn Galsworth, President, Quality Methods International, Inc.

ESTABLISHING a “visual” workplace, where information is immediately accessible and
part of the work process, is the foundation for improving efficiency at any manufactur-
ing facility. At too many GxP-compliant pharmaceutical plants, operators, mechanics,
scientists and engineers waste hours each day looking for documentation, locating
spare parts, tools or the right labels, moving [rom one part of the floor to another, or
running error-prone equipment or processes.

The result? Longer changeovers, wasted time and rework, all of which can add
up to millions of dollars in losses each year. You may already be familiar with
55 (Box) and Error Prevention, which are key parts of any Visual methodology.
However, the Visual workplace goes far beyond these tool sets by establishing
a culture ol OPenness, ahgnmcm 'dI'l(l lransparency even as it attacks errors
and error-causing conditions.

This article will outline the requirements of a Visual workplace that will
help you get started on developing a Visual work culture wherever you
work, whether on a pharmaceutical production [loor or packaging line, or in
a quality control laboratory.

THE ROAD TO EXCELLENCE

In a truly effective workplace, information is so thoroughly infused into the
environment that it has become an integral part ol the work process. Consider
any advanced highway system. At every step of the way, visual information
keeps the system [unctioning, helping drivers do the right thing, at the right
time, in the right way, salely. And yet, drivers rarely give thought 1o this rich
array of visual devices, because the information has “become” the system. The fact
that we take these visual systems for granted is proof that they work.

A Visual workplace speaks to its workforce continually, telling employees how and
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when to use it properly, alerting them
to where tools and materials are, at

a glance, and warning them when
processes are of[-track. Because it
explains itsell, a Visual workplace
engages the work force, which makes
the workplace sell correcting, Visual
organization reduces stress in the
workplace, and empowers people who
work there to be more “in control” of
their work processes.

THE BUILDING BLOCKS OF
VISUAL THINKING

Visual thinking is each employee's
ability 1o notice his or her own mo-
tion and the information deficits that
trigger it, and eliminate both. Eight
building blocks must be in place for
this outcome 1o result.

1. The ability to find answers to
“information deficits” that are vital
to accurate, complete and sale work.
Seeking those missing answers can
consume much of the work day.

2. Asking six core questions:
Where, What, When, Who (or
which machine, tool or person),
How many, and How? Workplace
Visuality installs answers into the
work environment in the form of
Visual devices and mini-systems,

3. An understanding of motion,
the chain of negative events that leads
o “moving without working”.

4. A clear understanding of work,
which may be defined as *moving and
adding value"—or engaging in value-
enhancing activity.

‘Whereas work adds value, motion
reduces it, blocks it or makes it
impossible. Let'’s say, for example,
you need a spare part for the case
packing machine, so you walk Lo the
stockroom and look through several
cabinets in order to find it. All three
of these activities are examples of
motion—two of them can probably be
eliminated through Visual devices, and
the third (the need for the spare part)
can probably be reduced as well.
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5. A motion metric that shows
how much time you spend away
from your value field, or the
location where value is added.

Start collecting data. Get a stopwatch
or pedomerer and track time and
distance. You're in for a surprise. At
the end of the day, have you racked
up an hour away from your value
field—or is it 2,5 hours?

6. Answers to the two unanswered
questions for every process or
procedure:

* What do I need to know? What
information do 1 need in order to
do my work?

* What do I need to share? What
information do [ have for others
1o do their work?

7. Creating an I-driven
environment. Notice that the two
basic questions are anchored in “1"
rather than “we."” The Visual workplace
links each individual with his or her
own information deficits and therefore
puts him or her in charge of creating a
Visual answer to them,

Once 1 through 7 are in place, you
can move on Lo

8. Establishing technical standards
(specifications, values, dimensions)
and the step-by-step process by which
they are achieved—standard operating
procedures, or SOPs.

In a workforce of Visual thinkers,
people apply these eight building
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blocks to invent Visual solutions
regularly, When they do, they liberate
information that used to be hidden
and restricted to just a few. The

result over time is an aligned and
empowered workforce of continuous
improvement,

A VISUAL BLUEPRINT:

55 AND BEYOND

The journey to a fully-functioning
Visual workplace crosses no less than

A Visual workplace inspires creativity: The “apron” above was the idea of an assembler at

five major levels of Visual informa-
tion sharing. That process begins with
preparing the physical environment to
hold Visual information: clearing the
clutter, making things clean and sale,
and then designating a home for each
item left in the area through a home
address, and, if applicable, an 1D label.
In short, this means installing the Vi-
sual answer to the “where?” question.
This is the work of what is commonly
called 35S or workplace organization.
The next step is to implement Visual
standards, displays, metrics, problem
solving, and controls and pull systems,
each a method that creates a given
outcome, This system of methods
culminates in the most refined Visual
application: Visual guarantees or
error-proofing, which is imbedding
vital information so deeply in the
process of work that it becomes the
work itsell. These poka-yoke devices
override personal choice, and prevent
inadvertent individual error from
inhibiting performance excellence.
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Lockheed Martin Aercspace who noticed how frequently he and coworkers could not find
tools that they needed. He crafted the big red apron, and added Velcro and color-coding to

make storing and locating tools a snap.
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CORPORATE ENEMY NUMBER ONE: MOTION

CONTINUED FROM PAGE 18

WHAT TO DO?

There is much you can do in your own
enterprise Lo reap the rewards of work-
place Visuality.

+ Begin a 55 project, only instead of
making it primarily about “clean
and neat,” expand its scope to
include Visual information sharing.
Go beyond lines and labels. Make
a point of challenging people to
invent Visual solutions that answer
their own need-to-know questions.
Support “l-driven responses.” Make
it okay for people to invent things

that do not require official sanction

Challenge stalf 1o {ind Visual
answers to each ol the six core
questions. You will notice a new
level of excitement and focus
Track results. Watch your

performance metrics! Introduce

a new metric on employee
engagement or Visual inventiveness
and track that as well,

The learning process will take time.
Be sure 1o factor overtime into your
budget, or sanction operator time off
for Visual efllerts; and think ol it as an
investment in the luture, rather than
lost production time

WHAT BENEFITS TO EXPECT

An investment in a Visual workplace
can pay oll in terms ol improved
throughput at 15% or better; a 30% in-
crease is not uncommen. Just as impor-
tantly, people will be riveted on motion

Motion is not

and the information deficits that trigger
it. Suddenly, instead of 30 managers
being needed for 300 direct employees,
330 employees will be responsible for
themselves and lor each other. Together,
these individuals will spot abnormali-
ties with ease and eliminate them with
Visual solutions

Implemented alone, Visual
methodologies can accomplish huge
improvements in both day-lo-day
performance and in strengthening,
realigning—or even creating—a culture
ol systematic improvement. Yet they are
best implemented with Lean. Just as a
bird needs two wings to fly, a company
needs both Visual and Lean if its
journey 1o operational excellence is to

be sustainable. @
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