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Innovation In, AND WITH Visual Management

We believe we can take Visual Management further by going beyond where most VM 
implementations stop today

As the title says we want to both innovate VM and innovate the way technical 
organizations get their work done by:

• Innovate VM by suggesting new ways to take VM beyond what is typically done today

• Using VM as an enabler to innovate and change how technical organizations work

The foundation for this presentation is based on years of experience from our colleagues 
and ourselves experimenting with and exploring the boundaries of Visual Management. 
This presentation also aligns with a blog series we started in August.

We hope you will engage with us here and in our blog dialogues to exchange/ expand the ideas

INTRODUCTION
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CAROLYN - BACKGROUND
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KARL - BACKGROUND

Peop le, Proc esses and  Produc t Development. New c ultures, c hange agent, c ontinuous improvement 

Automotive Emissions 

Food Processing/ 
Production systems

Aerospace/ Defense

Places Lived/worked

Education:
• Eng. Bachelor/  MBA



VM FUNDAMENTAL ASSUMPTIONS

T I M E L I N E

DELIVERABLES

ISSUES RISKS COMP

Setting the stage for discussion of more advanced topics



WHAT TO VISUALIZE ON THE BOARDS
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Stability

Phases

Checkpoints

Stage Gate Deliverables

Prototyping Deliverables Quality Testing Deliverables Bill of Materials Deliverables

Today, swimlanes contain:

Deterministic 
information – what is 
known, the physical 
attributes of the project: 
milestones, builds, tasks, 

etc. 



WHAT TO VISUALIZE ON THE BOARDS
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Future, swimlanes contain:

Deterministic 
information – what is 
known, AND

Non – deterministic 
information - the 
unknown: learning 
plans, decisions, 
knowledge gaps and 
experiments

Teams make the known 
and unknown visible

Functional Block Diagram “FBD”
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WHAT TO VISUALIZE ON THE BOARDS

Functional Block Diagram “FBD”
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Future, swimlanes contain:

Deterministic 
information – what is 
known, AND

Non – deterministic 
information - the 
unknown: learning 
plans, decisions, 
knowledge gaps and 
experiments

Teams make the known 
and unknown visible

Challenges:  “FBD” creation, resistance to sharing and documenting unknowns 



HOW TO GROUP THE CONTENT
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Today:

Swimlanes are 
organized by resource 
groups/ departments



HOW TO GROUP THE CONTENT
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Future:

Organize around system 
function/value stream

Functionally focused 
swimlanes

Value stream 
aligned participants

Functional Block Diagram

Turbine 
Functions*:

SPC
Serviceability

Weight
Cost

*Concurrent Engineering R&A July 2013
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HOW TO GROUP THE CONTENT

Serv
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Functional Block Diagram

Turbine 
Functions*:

SPC
Serv

Weight
Cost

Future:

Organize around system 
function/value stream

Functionally focused 
swimlanes

Value stream 
aligned participants

Challenges:  Functionally focused Swimlanes, Buy in on E2E VS alignment of the team

*Concurrent Engineering R&A July 2013
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Using VM as an enabler to innovate and change 

how technical organizations work
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UNDERSTANDING AND SEEING WHY?

Individuals and teams that understand the connections, the “why”, perform much better

Leadership Board– single-page view of all programs

Actions

Project A

Sub-system and
Asset Sub-Boards

Help needed –
risks and issues

Project NN

Business Unit Goals 
and Objectives

Our measure 
of success

SpaceX Example:
Reduce $/Kg to LEO
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UNDERSTANDING AND SEEING WHY?

Individuals and teams that understand the connections, the “why”, perform much better

Executives create easy to 
understand visions, show 
connections to work and
team projects

Business Unit Goals and 
Objectives
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UNDERSTANDING AND SEEING WHY?

Individuals and teams that understand the connections, the “why”, perform much better

Define meaningful metrics 
that connect the teams 
work to the vision, make it 
easy to see ”success”. 
Track progress to goals.

Our measure 
of success

SpaceX Example:
Reduce $/Kg to LEO
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UNDERSTANDING AND SEEING WHY?

Individuals and teams that understand the connections, the “why”, perform much better

Define actions that 
support vision/ goals.    
Use VM boards (project & 
leader) to track and 
measure impact (adjust)

Leadership Board– single-page view of all programs

Actions

Project A

Sub-system and
Asset Sub-Boards

Project NN
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UNDERSTANDING AND SEEING WHY?

Individuals and teams that understand the connections, the “why”, perform much better

Executives create easy to 
understand visions, show 
connections to work and
team projects

Define meaningful metrics 
that connect the teams 
work to the vision, make it 
easy to see ”success”. 
Track progress to goals.

Define actions that 
support vision/ goals.    
Use VM boards (project & 
leader) to track and 
measure impact (adjust)

Challenges: Available clarity?, Get connections built, Executives “stick” to the plan..

Leadership Board– single-page view of all programs

Actions

Project A

Sub-system and
Asset Sub-Boards

Help needed –
risks and issues

Project NN

Business Unit Goals 
and Objectives

Our measure 
of success

SpaceX Example:
Reduce $/Kg to LEO



Outside boundaries – seek management help

Outside boundaries – seek management help

Inside boundaries – team empowered to act
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HOW ARE DECISIONS MADE AND WHEN?

Provide decision agility, quality by moving decisions as close to the source as possible:

Only involve leaders 
when really needed

Leader’s main focus is 
process and people

New culture: “understand 
before doing”

%

Time

Leader command/ control
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HOW ARE DECISIONS MADE AND WHEN?

Provide decision agility, quality by moving decisions as close to the source as possible:

Team empowerment by 
enable teams to see (VM), 
provide autonomy with 
defined decision bands

Only involve 
leaders when 
really needed

Leader's focus is 
process and 
people not 
projects

New culture: 
“understand 
before doing”

%

Outside boundaries – seek management help

Outside boundaries – seek management help

Inside boundaries – team empowered to act

Time

Agreed limits

Leadership Board– single-page view of all programs

Actions

Project A

Sub-system and
Asset Sub-Boards

Help needed –
risks and issues

Project NN

Business Unit Goals 
and Objectives

Our measure 
of success

SpaceX Example:
Reduce $/Kg to LEO



Outside boundaries – seek management help

Outside boundaries – seek management help

Inside boundaries – team empowered to act
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HOW ARE DECISIONS MADE AND WHEN?

Provide decision agility, quality by moving decisions as close to the source as possible:

Transition leadership from  
monitoring, controlling to 
support & empowerment

Only involve 
leaders when 
really needed

Leader's focus is 
process and 
people not 
projects

New culture: 
“understand 
before doing”

Time



Outside boundaries – seek management help

Outside boundaries – seek management help

Inside boundaries – team empowered to act

22

HOW ARE DECISIONS MADE AND WHEN?

Provide decision agility, quality by moving decisions as close to the source as possible:

Delay decisions as late as 
possible in the project, 
“front load” projects to 
optimize value

Only involve 
leaders when 
really needed

Leader's focus is 
process and 
people not 
projects

New culture: 
“understand 
before doing”

%

Time

Many NPI processes/ projects force decisions (freeze requirements) early
when we know least, front load knowledge build up early instead



Outside boundaries – seek management help

Outside boundaries – seek management help

Inside boundaries – team empowered to act
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HOW ARE DECISIONS MADE AND WHEN?

Provide decision agility, quality by moving decisions as close to the source as possible:

Challenges: Create frontloading mindset, Leadership transition, Empowerment Enablers

Team empowerment, 
enable teams to see (VM), 
provide autonomy with 
defined decision bands

Transition leadership from  
monitoring, controlling to 
support & empowerment

Delay decisions as late as 
possible in the project, 
“front load” projects to 
optimize value

Only involve leaders 
when really needed

Leaders focus mainly on 
processes and people

“understand before doing”, 
explore design space upfront
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SUMMARY

Hopefully we showed you some new ways VM can go beyond the typical 
implementations, and shared some of the challenges associated with that

Innovating VM 

• What to visualize on the VM boards – beyond the known -> share / discuss the un-known 

• How to group the content – beyond resource groups -> use functions / value streams

 -> More effective collaboration, less rework, more predictable deliverables

Innovating the “way we work” (using VM)

• Understanding and seeing - beyond “narrow views” - > seeing the “why”/ connections

• How project decisions are made – beyond hierarchy “yo-yo’s” -> to empowered agile teams

 -> More responsive to the un-expected, more informed decisions, faster time to customer

What is your thoughts on this .. Is this feasible in your organization – why/why not?

As mentioned we would like to continue the dialog and get your input 



argoconsulting.com

Argo Europe GmbH

Terminalstrasse Mitte 18

85356 München Germany

Office: +49-89-97007117
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Chicago, IL 60611 USA

Office: 1-312-988-9220

Fax: 1-312-988-9270

THANK Y   U
Questions or Comments?


