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Disclaimer:

The author of
this book has tried to present the most accurate information to his
knowledge at the time of writing. This eBook is intended for
information purposes only. The author does not imply any results to
those using this eBook, nor is he responsible for any results
brought about by the usage of the information contained herein.





Introduction

This book has
been written for businesses who struggle with maintaining
productive routines of working. For those businesses who know that
their people and their teams could be more effective if they spent
more time working on the right things in their business than fire
fighting their 'mistakes'.

This short book
gives both instructions and ideas on how to apply this powerful
visual management tool so that your team can also become productive
and effective. The ideas are not based on fantasy, but from hands
on experience of applying this approach to businesses who were
fundamentally fine but through lack of discipline and ineffective
habits let themselves (and their customers) down.
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Kamishibai

 Kamishibai boards are great tools
to help you manage day to day business activities. Whilst
computerised task management tools are great, their lack of
visibility to everyone away from the computer screen can make it
difficult to understand what progress has been made.

In their
simplest form a Kamishibai board is a red and green ‘T’ card system
where the red side of the card shows the task is incomplete and the
green side of the card show that the task has been completed. The
board always starts with all of the red sides visible and as tasks
are completed the cards are turned around.

If your
management style includes ‘walking the floor’ to find out what is
going on, then a Kamishibai board will make your working day a lot
easier. As you walk past an area that has one of these boards then
you should be able to see a wave of green cards forming. It’s very
easy to see one of two things; either that the board is not being
used (so you can give the people responsible a nudge), or that
progress is being made.

There is often
a concern with managers that people will turn the cards over
prematurely just to give the right impression. This can happen, but
thankfully people who do this trip themselves up very easily. One
case that is vivid in my memory is the manufacturing company who
had a task related to the checking of oil at the start of every
shift. The cards were turned over religiously and then the machine
seized! It was very easy for the manager to work out who had been
trying to fiddle the system… the system was adhered to from that
point onwards!

A Kamishibai
board is simply a card form of your routines of working.
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Figure 1 -
Example of a Kamishibai board in action

This board was
used to help get a better routine formed by a manufacturing team.
It's primary use was to get the operator maintenance to be
undertaken in a more frequent manner than it had been previously.
The board was located next to the clocking in machine and so it
became a very visible management tool for each member of the
business.







How to create
a Kamishibai board

 The first thing to do is to
define the time period that you want to manage. Working on a daily
cycle is often the best place to start but for some businesses a
weekly or monthly cycle can work more effectively. An accounts
department for example may find that a monthly cycle works best as
it could easily reflect the month end accounting procedures. You
may have reflected upon your own business and realised that you
have key tasks that cover daily, weekly and monthly. Your board can
be designed to accommodate this need. For example a board with five
columns may serve this purpose very well.






Example headings for
your board may be:

Daily | Week 1 | Week
2 | Week 3 | End of Month






If you have some
tasks that take place on different days then your board headings
may be:

Monday | Tuesday |
Wednesday | Thursday | Friday






I would recommend
that you keep your options open as your board may change once you
have put it into practice.






The second step is to
brainstorm a list of the tasks that happen during the selected
period of time. There are three main ways that I recommend you use
to approach this brainstorming.






Way 1: By process

If you create a
simple process map of your business, detailing the individual steps
within the process, then you can ask yourself ‘what actions need to
happen here?’ By answering this question for each step in the
process you should be able to create a list of the ‘must do’
activities that need to happen for each step in the process. These
will be essential components of your routine and hence your
Kamishibai board.






Way 2: By time

Considering how your
working day / week / month wants to unfold is another good
perspective to take when it comes to generating options for your
Kamishibai board.

What happens at the
start of the working day?

What needs to have
happened by lunchtime?

What has to be
completed before the end of the working day / shift?






A time perspective
can help you to capture additional items for your Kamishibai
board.






Way 3: By
irritation

There are likely to
be some additional items that you want to add to your board because
of the problems they cause when they aren’t done on time. Ask
yourself ‘what else doesn’t work or doesn’t get done?’ There will
likely be some tasks that need to be prodded that don’t spring to
mind when you consider your process or the sequence of events
during the day. Add these items to your list of Kamishibai board
items.






Pull all of your
listed items together and consolidate into one list. If necessary
you may want to consider rationalising the list, but this could be
done as part of your natural review of the tool after the first
week or so.






Step three is
to create some cards. The typical approach to a Kamishibai board is
to glue red ‘T’ cards to green ‘T’ cards, although it is even
easier nowadays to purchase cards that are already green and red on
the different sides. There are many variations on this colour
theme, but the theme is to have a card of some sort that can be in
two different states – done or not done. If you do opt for the ‘T’
card option then they are pretty easy to get hold of and
inexpensive as a quick search on the Internet will show. ‘T’ cards
can be housed in a ‘T’ card board, usually made of steel, and these
can also be relatively inexpensive. Beware of looking at
catalogues; there are many expensive boards that risk not being
used to their fullest. It is easy to get carried away with fancy
boards and this low cost improvement can suddenly become expensive.
If you have a spare whiteboard and some magnets you might come up
with a variation on the theme. The same can go for a notice board
and some drawing pins.

The red side of
the cards should have the task title written along the top. Below
the title can be a short description as to what needs to happen. On
the green side the same task title should be present.
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Figure 2 -
Example of Kamishibai cards (red on the front, green on the
back)

The task should
be clearly visible once the card is located in the board, whether
on the front or the back. Brief task notes are often handy,
especially for those new to the task.











Step four is to
organise the board and put it into practice. The acid test for the
board is that it should be understandable to anyone looking at the
board as to how to read the cards and track their progress. The
layout of the board may change a few times before you find
something that works for your business. Keep working with the
people who will be using the board to find something that works for
everyone.
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Figure 3 -
General factory Kamishibai board, being developed.

This photo is
from a business who were still trying to work out what needed to go
on their board when I took the photo. Arguably the board is too
big, but the mechanism of creating routines is the point to the
board. As you can see from the photo also, they are using an
existing board for their Kamishibai board and I think that this is
an important note to make when you develop your own board. Your
first attempt will likely be developed further and so, in many
cases, it is more important to try out your ideas than wait for the
perfect design / collection of cards to be available. You can
always come back and re-arrange the design, add and remove cards,
and generally improve what you have created from the new knowledge
you have with regards to how it works.
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