Accountability Meetings Key to Driving Performance, Obtaining Results

 - by Jay Watson

Several operating divisions have adopted daily accountability meetings, daily planning and scheduling reviews and weekly sales and operations meetings as the preferred method for the Leadership Teams, (both through -inter and -intra department communications) to disseminate status on critical performance indicators, identify bottlenecks and share critical ‘hand-off’ information between departmental personnel and operating shifts.  

Accountability meetings are used in Service Centers and Manufacturing facilities alike, and are typically held at the beginning of a shift or at a common time between two adjoining shifts. 

The purpose of this stand-up meeting, which lasts no longer than 15minutes, is to examine the “exception” to the daily plan and then identify swift actions to self-correct and get back on track.  The session focus is on key indicators that are off target. Metrics on target - generally require no action at all. Sessions may be held in a designated room specifically posted with key metrics or in a cafeteria or common break area. All targets, schedules and actual performance goals are displayed for all to examine and act upon. Identification of issues and action item completion is key.
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  “Stand-up” Daily Accountability Meeting held in common area. (Lunchroom)

Attendance at meetings is at the discretion of the Site Manager, but those responsible for site performance (or their representative) should definitely be included. Participants may include sales professionals, area supervisors, engineers, scheduling and production planners, customer service representatives, buyers and/or QA personnel – as the name implies – those accountable for site performance.

Examples of areas with key performance indicators may include, but not be limited to: SafetyOn 
· Safety (Days lost/ Incidents/ Near misses/ Concerns etc)

· Quality (Warranty/ Scrap/ Rework)

· Speed – Late shipments (Special Issues – Hot Jobs, Customer emergencies)

· Labor contribution/ Overtime/ Downtime

· Distribution

· Planning/ Execution/ WIP

· NC Programming

· Purchasing

· Inventory

· Continuous Improvement

· Supply Chain

· Supplier Performance

· Bookings/ Shipments/ Invoices

Daily metrics roll-up to weekly metrics, which in turn compile a Monthly performance record of accomplishment.  Use of this system creates ‘no end-of -the-month” surprises.

Daily planning and scheduling sessions are typically held near the end of day or shift and again are considered a stand-up meeting requiring no more than 15 minutes of time.  The session is kept short to share information in a timely manner and enable the team to ‘prepare’ for tomorrow. As an analogy – some people commonly lay out, the night before, the clothes they will wear the next workday – saving both time and effort.  

More specifically, the purpose of the planning session is to pro-actively assign work responsibilities for all available machinists/ technicians/ field service specialists and other operating personnel.  Utilizing a large scheduling board and work log, or large monthly calendar, the main goal is to visibly track and monitor key performance measures. One such example may be Billable vs. Non-Billable hours. By visibly posting the schedule on a daily basis, the Site Leadership is better able to plan labor allocation, unexpected schedule changes, and better respond to customer emergencies - aka: ‘hot jobs’.  
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Sample Communication Boards
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It is the General Manager, Site Leader or Operations Manager’s responsibility to enter daily results and additional issues onto the work log at the daily planning and scheduling meeting. The Board/ Calendar and Work Log are adjustable visual control tools and can be updated anytime during the workday to adjust for changes in priority. 
Information on the Scheduling Board and Log is site specific and may include:

Technician:

· Definition: Current date of production.

· Entered by: Service Center Manager.

· Frequency and Timing: Once per preparation of the board.

· Source: NA.

Customer:

· Definition: The statement of the issue.

· Entered by: Service Center Manager.

· Frequency and Timing: Daily as required.

· Source: Daily from the production, purchasing, and process engineering meeting minutes.  

Job #:

· Definition: The person/persons assigned to resolve the issue. 

· Entered by: Service Center Manager.

· Frequency and Timing: Daily as required.

· Source: Daily from the production, purchasing, and process engineering meeting minutes.

Code:

· Definition: Estimated date to resolve the issue.

· Entered by: Service Center Manager.

· Frequency and Timing: Daily as required.

· Source: Daily from the production, purchasing, and process engineering meeting minutes.

Location by City:

· Definition: A statement of the expected resolution of the issue.

· Entered by: Service Center Manager.

· Frequency and Timing: Daily as required.

· Source: Daily from the production, purchasing, and process engineering meeting minutes.

Start Time:

· Definition: Date that the issue has been resolved.

· Entered by: Service Center Manager.

· Frequency and Timing: Daily as required. 

· Source: The person/persons assigned to resolve the issue.
Planned Hours Billable vs. Non-Billable:

· Definition: The statement of status progress regarding the issues resolution.

· Entered by: Service Center Manager.

· Frequency and Timing: Daily as required.

· Source: The person/persons assigned to resolve the issue.

Work Description:

· Definition: The statement of status progress regarding the issues resolution.

· Entered by: Service Center Manager.

· Frequency and Timing: Daily as required.

· Source: The person/persons assigned to resolve the issue.

Weekly Sales and Operations meetings provide a more strategic look at the week ahead. Their purpose is to provide reporting feedback to management at the site level, as well as the regional, and director level - especially the regional Sales Director. Participants ask: ‘What does the landscape ahead look like for the week?  The Month? The Quarter?’ The more realistic the numbers - the more accurate the plans – the more confident the result. 
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    All supplementary materials and Performance Targets should be posted in same area.  

The objective is to implement post mortem job reviews (requires implementation of labor cost tracking to the jobs) and to enhance the existing sales forecasting process by review and analysis of the quotation log, implementing a break-even analysis tool and providing a better understanding of revenue streams. A finer granularity can be achieved - especially regarding the accuracy of key indicators - such as Quotation activity, Sales forecast, Backlog, Intra-company sales activity, and out-of-period invoicing, as examples.

These metrics are added to the existing weekly reports to upper management, as required.
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  Scheduling and Planning Board provides visibility on Due Dates, Resources.
The Sales and Operations sessions should establish, implement, and sustain the following objectives for the administrative process:
· Assign and develop accountability among department personnel for their actions and contributions in the overall company performance.
· Define roles and responsibilities for attendees of the weekly review meeting.
· Establish ownership for specific areas of responsibility – determined by Site needs.
· Establish focus on activities designed to meet daily, weekly, and monthly objectives.
· Define and establish metrics to quantify actions, measure results, and evaluate performance – especially regarding sales activities.
· Develop high visibility for critical value added activities.
· Ensure continuous support of department activities and develop a method to achieve continuous improvement.
· Support prudent risks in achieving the objective of continuous improvement.
The GM or Site Manager is typically responsible for conducting these meetings.  All attendees are responsible for ensuring that they are well prepared to discuss issues related to their area of responsibility. Participants may include Branch Manager, Area Sales Manager / Sales Lead, Office / Administrative Manager and the Operations Manager or Shop Lead. 
The weekly meeting may be held on Monday (or on a set scheduled day appropriate for the site location) and should last for no more than about 30 minutes.

An old adage goes, ‘Plan your Work and Work your Plan’. By incorporating the use of the three meetings described within this article, both Operations and Service Center leadership teams can better utilize resources, tap talent, and plan for more predictable execution.  By posting metrics in a visible area for all to see, sharing targets with operating personnel, communicating concerns and getting everyone involved in continuous improvement - team members are committed to being held accountable, and holding each other accountable, for obtaining the desired goals. Planning and forecasting is improved - because what gets measured gets managed.   
Last, but not least, successful planning leads to successful execution – ultimately driving performance, obtaining results, and enhancing total customer satisfaction.

