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The Evolution of Operations
Management

From

1880s THE FOUNDATION
onward Scientific Management — Frederick Taylor

Broke work into measurable tasks. Introduced time-and-motion studies and the idea that
performance could be engineered. Controversial in practice, but operations now had its first
rigorous language.

EFFICIENCY STANDARDIZATION MEASUREMENT

1910s © f MASS PRODUCTION
onward The Moving Assembly Line — Henry Ford

Work came to the worker. Standardization at industrial scale. Made the car affordable and
demonstrated what throughput actually looked like when a system was designed end-to-end.

FLOW THROUGHPUT

]
1950s © TOYOTA PRODUCTION SYSTEM
onward Just-In-Time & Jidoka — Ohno, Shingo & Toyoda

Built at Toyota through the 1950s and 1960s. Eliminate waste, pull don't push, stop and fix before
moving on. The TPS is the foundation on which Lean was later named and exported to the world.

JUST-IN-TIME JIDOKA WASTE ELIMINATION KAIZEN

f
1950s © QUALITY MOVEMENT
onward Statistical Quality Control — Dr. Deming & Dr. Juran

Shifted focus from output volume to output quality. Statistical process control gave operations its
first data-driven improvement framework, laying the groundwork for everything that followed.

QUALITY PROCESS CONTROL CONTINUDQUS IMPROVEMENT

Mid-19809 © f PROCESS EXCELLENCE

onward Six Sigma, Lean & TOC — Motorola, Womack & Goldratt
Six Sigma born at Motorola in 1986. Lean coined in the late 1980s by Womack and associates
from the TPS playbook. Goldratt's Theory of Constraints (1984) added a third lens: identify and
exploit the constraint before optimising anything else. Together they defined a generation of
corporate improvement: reducing defects, eliminating waste, and anchoring quality in data.

SIX SIGMA DMAIC DEFECT REDUCTION

Now DIGITAL OFPERATIONS
Data, Al & the Intelligent Operating System

Real-time visibility. Predictive analytics. Al-assisted decisions. Every prior era still applies. The
ops leader of today needs all of it, held together by a coherent operating system.

DATA Al ADAPTIVE SYSTEMS

Where pr ion meets progress: Every era added a layer: efficiency, quality, flow, measurement,

intelligence. The best operators don't pick one era and stop. They understand all of them, and know

when to reach for each one.

@ Darren Reiniger CLARITY IN MOTION
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The 5 Levels of Operational
Maturity

Read bottom to top. The levels build upward. Most organizations sit at Level 2 or 3. Level 5 is where the best
ones are heading.

5 Adaptive
The system improves itself. Learning is continuous and embedded in how
people work, not just how processes run. Strategy, execution, and feedback
are tightly linked. The organization adapts faster than its environment
changes, without waiting to be told to. At Level 4, people drive improvement.
At Level 5, the system does.

ADAPTIVE & SELF-IMPROVING

4 Insight-Led
Measurement is connected to strateqy and reviewed on cadence. Data informs
decisions, but so does experience and judgment. Leaders ask betier questions.
Teams are trusted to act on what they learn, not just report what they see.

JUDGMENT + EVIDENCE

3 Structured
Processes are documented, roles are clear, and execution is consistent. Metrics
exist and are reported. Data is still largely descriptive though it tells you what
happened, not what to do next.

STAELE & REPEATABLE

2 Reactive
Problems get solved after they surface. Some processes exist but are
inconsistently followed. Leadership spends more time managing crises than AD HOC & INCONSISTENT
building systems. Good people carry the load that structure should.
Organizational inertia is high; effort goes into recovery, not progress.

1 Chaos
Work happens, but no one can explain exactly how. Processes exist in people’s
heads. Every problem feels like a new problem because there is no system to learn

FIREFIGHTING DAILY

from.

° Where precision meets progress: st organizations don't fail because they lack ambition. They fail
because they try to operate at Level 4 without the structure of Level 3. Each level is a threshold: you

cannot skip the foundation. Maturity is earned sequentially.

@ I_J_arren_FIeiniger . CLARITY IN MOTION
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The Real Role of
Operations Leadership

1at | hz

A PERSONAL ARC:

SERIES

HOW MY APPROACH TO LEADERSHIP EVOLVED

Force and
Instinct
My first mowve from IT into operations landed in
the middle of
around me protected their own turf. | struggled
for six months, not from lack of effort but from

misaligned force. | learned fast: drive without the

right people and the right structure does not
haold.

wost-9111 workforce cuts. Leaders

N
\Z )

BEUILDING SYSTEMS
Structure Found,
Something Missing
My IT background gave me an edge most
operations leaders did not have: | could build the
data infrastructure while running the operation.
Dashboards, scorecards, visibility. | moved from
a Cl DiSC profile to DC, more direct, more
decisive. But something was still missing. The
systems were right. The people development
was not yet there

THREE FRINCIPLES THAT HAVE STAYED TRUE THROUGHOUT

X
Lead What You Love

| have left roles in under a year because
the fit was not right. Operations leadership
is too demanding to do without genuine
engagement. It is not about the title or the
compensation. When the work has the right
pull, the energy needed to build something
lasting comes naturally. When it does not,
no system compensates for that friction.

*
Humble, Hungry, People-Smart

Lencioni named what | had already seen in
the best leaders around me, and the worst
ones too. The humility piece connects to
where | grew up; life on the East Coast has
a way of keeping things grounded. The
hungry piece was never something | had to
work at. The people-smart piece is the one
| am still learning, and probably always will
be.

rers frameworks, systems, and to

People, Culture
and Resonance
A manufacturing leader showed me what it
poked like when development was a discipline,
not an afterthought: structured reading, team
debriefs, imely feedback delivered with intent. A
healthcare team | worked with took five years to
reach full velocity, but when they did, it was a
different kind of system entirely. One that ran on
trust, not control.

v

Accountability Starts Within
Accountability is not a consequence you
apply to others. It is an internal standard
you hold first. | am late to meetings rarely,
and when | am, | notice it. If a commitment
cannot be kept, the right move is to say so
early and ask for help. Once made, a
commitment carries full weight. You cannot
maodel that standard from the outside in.

. All of it requires

et hard, and develops people who can

e get into the arc

cture, it helps to understand who is

Darren Reiniger
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From Purpose to Priorities

How argani al dir

® | purpose

Why we exist. The non-negotiable anchor that does not change with market conditions or leadership
transitions. Core Values belong here too: they define how people behave as the organization grows, and
they are what survive rapid hiring and leadership changes. Every choice in the layers below must serve
both.

- - (‘7'\
@) Vision (_THE WHERE )

The compelling picture of the future the organization is building toward. Even early-stage organizations
benefit from a clear directional vision. As the organization matures, this often crystallizes into a BHAG
(Collins & Porras, 1994): a long-horizon goal so bold it shapes every strategy between now and then.

® Strategic Analysis (_ THE TERRAIN )
Understanding the landscape before committing to a direction. What forces shape the environment? Where
does real opportunity exist? What strengths and gaps are we working with?

{ Blue ocean ) { PESTEL ) ( Porters 5 Forces ) { swoT )

@ Strategy ( THE cHoicEs |
The decisions about where to play and how to win, and just as importantly, what to walk away from.

Strategy is informed experimeniation. An organization trying to do everything has made no real choices at
all.

® Annual Priorities { THE mOW )
The 3 to 5 things that matter most this year, directly connected to the strategy above. This is where direction
becomes a work plan. Without this layer, strategy stays abstract. With it, every team knows what winning
looks like this year.

l WHERE THE CHAIN EREAKS
Most organizations can articulate Purpose and Vision. The gap opens between Sirategy and Annual Priorities,
where deliberate choices never fully cascade into work that actually gets done. Without execution, strategy is
just ambition on paper.

Where precision meets progress: Each layer e to make the next layer more focused. Purpose

constrains Vision. Vision shapes Strategy. Analysis informs the choices. Strateqgy drives Priorities. When

skip a layer or rush past the analy they do not save time. They create the execution gap they

will spend the rest of the year trying to cl
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The Business Operating System:

How It All Fits Together

Most izations.are*running em. |

BUSINESE OPERATING SYSTEM

smew cmaﬁgn STRATEGY CREATION

Where are we going and why? The informed choices about

where to play and what to let go. STRATECY DEPLOVMENT

Strategy Deployment

How sirategy becomes action: the frameworks that cascade

priorities into the organization.

Operational Execution

KPls, reviews, rhythms, countermeasures: the day-to-day

machinery that keeps strategy alive.

] PDSA: The Centre & The Engine 4
Plan, Do, Study, Act. The confinuous improvement cycle that ' |
tums leaming into action at every layer. ’ 4

OPERATIONAL EXECUTION

0 O

| Organizational Foundation

PDSA: THE ENGINE OF EVERY LAYER

PDSA doesn't just live at the centre: it runs through every ring. Strategy is tested and refined through PDSA.

Culture is shaped and reinforced through PDSA. Execution improves through PDSA. It is the operating
principle of the entire system.

’ Where precision meets progress: Most organizations have pieces of this system. The ones that win

have all the pieces connected, with a shared discipline for improving each layer continuously. A

Business Operating System isn't an org chart or a strategy deck. It's the living architecture that gives
every part of the organization its orbit, its velocity, and its direction. Without it, effort dissipates. With it,
the whole system compounds.

Darren Reiniger
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Strategy Deployment:
Choosing the Right System

ct. The one that w

FRAMEWORK EST. WHAT IT DOES BEST FIT CORE MECHANISM WATCH oUT

Hoshin Kanri 1965 Cascades a small number Lean organizations, Catchball: bidirectional Early-phase complexity

Folicy O ! of breakthrough priorities manufacturing, alignment between frequently causes loss of
through every layer of the process-mature levels adoption before the
organization using environments system gains traction.
structured alignment and Review discipiine is
review equally critical once

established.

OKRs 1970s Setz ambitious, gualitative Tech firms, high- Transparent goal-setting  Streich goals misfire

e objectives paired with growth companies, with frequent check-ins without psychological
measurable key results; knowledge-work safety
encourages stretch and environments
transparency across teams

Baldrige 1987 Assesses organizational Healthcare, Criteria for performance Comprehensive scope

B performance across seven education, excellence as an demands sigmificant

': criteria: leadership, government, integrated system internal effort

! sirateqgy, customers, organizations
workforce, operations, seeking systemic
results, and measurement assessment

BSC 1992 Tracks performance Large enterprises, Strategy maps linking Without discipline on

Balance across four linked public sector, cause-and-effect across  melric count, it expands
perspectives: financial, regulated industries perspectives quickly and becomes a
customer, internal process, reporting exercise rather
and leamning and growth than a strafegy tool.
Focuses teams on one Teams competing Lead measures plus a Lacks vertical cascade

OTHER NOTABLE APPROACHES: MBO (Drucker, 1954) laid the conc

Wildly Important Goal at a
time, tracks lead
Measures, maintains a
visible scoreboard, and
drives weekly
accountability

against a heavy
day-to-day
operational load

weekly WIG session
cadence

across the full
organization

ion. The question isn't which s

° Where precision meets progress: The framework debate isa d

best: it's which system your team will actually use, consistently, at your current stage. Sophistication earns

nothing if execution is absent.

Darren Reiniger CLARITY 1N MOTION
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Closing the Gap:
From Boardroom to Front Line

THE CASCADE: THREE LEVELS, THREE TRANSLATIONS

Lever 1 Organization: The Strategic Signal

ment frame | , Hoshin Kanri)

bie

rever 2 Department: Translate, Don't Copy

* 4 to 5 department objectives tied to at least one company priority * Department KPls that reflect the function's unigue contribution
® Cross-functional dependencies identified upfront ® | eader briefed, aligned, and ready to carry the message

Goals do not always look identical at this level. Alignment mafters more than uniformity. Not every priority cascades to every department.

cever 2 [Individual: Make It Personal and SMART

# |ndividual objectives tied to department goals ® SMART targets: specific, measurable, achievable, relevant, time-
bound
* Employee understands how their role connects to the larger picture ® 1-1 conversations that reinforce purpose, not just tasks

This is where engagement ives or dies. When people see the connection between their daily work and the company’s direction, the system gains
traction. Not every department objective cascades to every individual.

CARRYING THE SIGHNAL: FIVE CHAMNELS THAT WORK

Town Hall Team Meeting 1:1 Conversatien Visual Scorecard Skip-Level
Informal leaders

Broadcast clarity to the Translate company The mast powerful channel Keep the signal visible. A
¥ z pirio| into what they Individ n o scorecard on the wall
mean for this team, in this piurp: moves faster than a report
net juest inform. function, this quarter del in an inbox.

’ Where precision meets progress: Strategy communication is not a single broadcast. It is a sustained frequency
multiple channels, repeated with co ency until the message has enough momentum to move on its own.

tions that get this right do not communicate strate nce at the start of the year. They communicate it

constantly, at every level, until everyone can say it back in their own words.

@ Darren Reiniger CLARITY IN MOTIOM
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Not Every Metric Is a KPI

Most organizations measure too much and act on too little. The problem is rarely a shortage of data. It is a shortage of
components: the seven structural requirements that transform a raw measurement into a metric that forces a decision.

= THE 7 COMPONENTS

01
Metric Definition

Exactly what is being measured, with no ambiguity. If two people
read it differently, it is not defined yet.

03
Owner

One person accountable for the result. Not a team, not a
department. Shared ownership is no ownership.

05
Measurement Frequency

How often it is reviewed. The cadence must match the pace of the
work.

07 : The one most organizations skip
Strategic Link

everything else matter.

o2
Target

04
Data Source

06
Action Trigger

—— THE SAME COMPONENTS, THREE DIFFERENT CONTEXTS

MANUFACTURING
ON-TIME DELIVERY RATE

COMPOMNENT

HEALTHCARE
30-DAY READMISSION RATE

The specific threshold that defines success. A number without a
target is just a reading on a gauge.

Where the number comes from and who validates it. Data trust is
the foundation of KPI credibility.

The pre-defined threshold that forces a response. Without this,
KPIs get watched but never acted on.

The objective or goal this KPI directly supports. A KPI disconnected from strategy is busywork in disguise. This is the condition that makes

PROFESSIONAL SERVICES

PROJECT MARGIN AT
COMPLETION

Target =97% monthly
Owner Production Planning Manager
Action Trigger If OTD falls below 940:

constraint analysis and
CUSIOmET communication
protocol initiated

One-Year Objective Achieve 97.5% OTD across all
Tier 1 accounts, reducing
delivery-related penalties and

customer escalations by 4059

Strategic Link Differentiate on reliability fo
defend and grow accounis in a

commuoditized market

<8% monthly
Director of Care Transitions

If readmission rate exceeds 10%:
case review and discharge
planning audit initiated within 48
hours

Reduce readmission rate from
11.2% to below B% across all
acute care units, freeing capacity
and improving patient outcomes

Improve confinuity of care and
reduce avoidable system burden,
supporting the organization’s
commitment to patient-centred
outcomes over episodic treatment

=28% per project
Engagement Manager

If projected margin falls below
22% at project midpaoint,
scope or resource adjustment
required before work
continues

Deliver 90% of engagements
at or above 28% margin while
growing revenue 209

Secale revenue without
proportional headcount growth
to fund capability investment

www.jewal.ca
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Where Plans Meet Reality:
Tactics and Governance

TWO SIDES OF THE SAME SYSTEM

Tactical Planning

Governance and Controls

o Actionable Steps
What, by whom, and how. Break every objective into sequenced
tasks with clear dependencies. Ambiguity here costs velocity later.

o Resource Allocation
People, budget, tools. Never ask someone to carry their full role
and a major initiative simultaneously. It does not work, and most
leaders already know this.

o Milestones and Ownership
Short-term checkpoints maintain momentum and surface drift
early. One owner per action, not a team. Shared ownership is no
owmership

o Flexibility and Countermeasures
Mo plan survives first contact with reality. Build in adjustment
points. When something fails, the countermeasure should already
be in motion before the next review.

o Balancing Operations and Goals
Baoth are equally important, on different time horizons. Some goals
extend existing work; others demand entirely new capacity. The
tension is real and needs to be planned for, not discovered mid-
year when the same people are being asked to do both.

TACTICAL FLANNING GIVES YOU

Direction, ownership, and the force to move toward a goal with
clarity about what success looks like at each step.

ho doe

inan

Start with what matters most. A good QMS grows over tim

is opfional; consi

use them.

= Certih

L

stency is not. Keep documents short or people will not

GOVERNANCE GIVES YOU

The structural guardrails that keep execution consistent, compliant,
and repeatable as the organization grows and conditions change.

Where precision meets progress: Governance is not the enemy of speed. Bureaucracy is. The difference is

intent. A lean set of pol

ent execution. Without this layer, every problem fe

, clear S0OPs, and standard work that people actually u:

es the conditions for fast,
like a new problem, and every new person resets the

n back to zero. Tactical planning and governance together are what keep the system in motion between

@ Darren Reiniger
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The Operating Cadence
of High-Performing Teams

gm

s the problem

THE FIVE CADEMNCES

DAILY
Standup / Huddle Surface blockers fast. Align the team on
@ Every workds today's priorities. Keep execution moving at
the right frequency without waiting for the
weekly review.
WEEKLY
Team Review Review the week's progress against targets.

Identify short-cycle gaps, assign
countermeasures, and carry forward

® Same day, same fime

unresolved signals before they lose amplitude.

MONTHLY

Monthly Operating Review Synthesize trends from the dailies and

Fixed in the calends weeklies. Assess whether the organization is
@ S5FANS TACTICAL TO STRATEGIC on track. Surface decisions that require

leadership. The MOR is where operational
rhythm and sirategic intent share the same
TOOMm.

QUARTERLY OR SEMI-ANNUAL

Strategic Review Assess strategic prioriies against operational

@ Org maturity depend reality. Adjust goals, reallocate resources, and
confirm whether the plan still fits the
environment. Anchored in the scorecard and

KPI trends the deployment framework tracks.

ANMNUAL
Planning Cycle

Confirm and translate direction into annual
priorities and build the plan the operating
@ cadence will execute against. The annual
cycle gives the entire operating cadence its
context and purpose. Without it, the riythm
below has no signal to follow.

Front-line team and direct lead. 10 to 15
minutes. Stand up, time-boxed, no deep
problem-solving.

Team lead and key contributors. 30 to 60
minutes. Structured agenda, consistent
format.

Operations leadership and functional leads.
60 to 120 minutes. Structured, data-driven,
forward-looking.

Senior leadership, strategy owners, and
functional leads who own the KPls being
reviesved. Half to full day. Anchored in
deployment data, not anecdote.

Two phases: senior leadership sets the
strategic frame first, then the full leadership
team builds the plan within it. Multi-day offsite
of structured series. Qutputs must cascade
into every cadence below it.

Cadence follows maturity, not convention. A young or lean organization may run daily and monthly only. A complex enterprise may need
all five plus additional functional rhythms. The right cadence is the one your team will actually sustain: one that produces decisions, not just

discussion.

Each c ds the next. Daili

Where precision meets progre
build the signal the MOR synthesi

and th
with the right people in the room.

m loses coherence. The goal is not more me

@ Darren Reiniger

www.jewal.c

irface what weeklies r
s. The MOR sets the frequency the strat
gs: it is the right conversations, at the right cadence,

ive. Weeklies
> review depends on. Break one link
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Where Strategy
Meets Execution

it is the only m

1, amdfor

WHERE THE MOR SITS

o o

MONTHLY
OPERATING REVIEW

TYPICAL AGENDA STRUCTURE

Scorecard and KP1 Review
Open with data. Review performance against targets across key
metrics. Green, yellow, red. No namative yet, just the picture.

Operational Performance by Area
Each function or area reports on trends, not just results. What
moved, what did not, and what is driving the gap.

Issues, Risks, and Countermeasures
Surface what the weekly reviews escalated. Assign ownership,
confirm countermeasures, and set resoclution timelines

Decisions Required
Only items that need a decision in the room. Pre-reads distributed
in advance. No surprise topics, no open-ended discussion without a

clear ask.

Forward Look and Priorities

Close by looking ahead. What are the critical priorities for the next
30 days? What signals warrant early attention before the next
MOR?

a reporting meeting: it is the moment where operational reality and

your team leaves having only shared information, the meeting failed. If they leave with deci
) days, the cadence is working.

WHEN IT WORKS

Data is prepared and distributed
before the meeting

Discussion focuses on trends and
root CAUses

Decisions are made and owners
are named

The right people are in the room,
no more

Meeting ends with clear actions
and accountabilities

Agenda is fixed; topics stay on
topic

Forward-looking: what do we do
next?

WHAT SEFPARATES GOOD FROM EROKEN

WHEHN IT BEREAKS DOWN

First look at numbers happens in
the room

Each area recites what happened
with no analysis

Issues are noted, then carried
forward unresolved month after
manth

Too many attendees; no one with
authority to decide

Meeting ends with no outputs and
no follow-through mechanism

Agenda drifts; tangents consume
time meant for decisions

Backward-looking: who is to blame
for last month?

weekly

in about whether the plan still holds. It is not

> intent are te

sted against each other. If

ions made and a

Darren Reiniger
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Continuous Improvement:
The PDSA Loop

THE FOUR STAGES

= P Plan: Define the Hypothesis
Identify the problem, understand its current state, and design a testable change. This is
where rigor begins
P D » Clarify the gap between current and target condition
PLAN Do » |dentify root cause, not just symptoms
» Design a small, measurable test of change

D Do: Run the Experiment

A S Execute the planned change at small scale. Collect data deliberately. Resist the pull to
T T roll out before you know if it works.

« Implement on a limited scope or fime window

« Capture what actually happens, not what was expected
« Document deviations from the plan as they oocur

S Study: Understand What Happened

Analyse resulis against the hypothesis. Checking confirms an outcome. Studying
understands it, including when the result surprises you.

« Compare resulis to predictions, not just targets

« Look for unintended effects alongside intended ones

« Ask what the data reveals about the system, not just the change

A Act: Standardize or lterate

If the change worked, standardize it. If it didn't, redesign and cycle again. Either
outcome advances understanding

» Adopt: build the change into standard work

» Adapt: revise the approach and plan the next cycle

« Abandon: document why and carry the learning forward

IN THE BOS PDSA s not a standalone tool. In the Business Operating System, it is the engine at the centre of every layer, the
mechanism by which strategy, deployment, and execution all get sharper over time. Every cadence in your operating
rhythm is an opportunity to run a cycle.

Where precision meets progress: Most organizations know the loop. Few complete it. The most common failure

is stopping at Do: implementing a change, moving on, and never returning to study what actually happened.
Without Study and Act, there is no loop. The only activity.

Darren Reiniger oL

www. jewal.ca
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Clarity in Motion

Tw INe n. What it actuaiiy1o

SO ON ItS own.

The frameworks in this series are real and they work. A well-designed BOS gives an
organization direction, structure, and a language for improvement. But frameworks
don't create the moment when someone tells you they'd follow you into a burning
building. People do.

Early in my career, | left a role where | was, by any measure, an intermediate IT
professional: two years with the company, nowhere near the leadership table. On my
last day, the full senior leadership team showed up for lunch: all fifteen of them, C-
suite included. A colleague leaned over and said she'd never seen it happen before. |
hadn't engineered it. | hadn't managed it. | had just shown up, stayed connected, and
treated people like they mattered.

THE FOUR FORCES THAT KEEF A EYETEM

That is what clarity in motion actually looks like. Not a scorecard. Mot a perfectly aiive

structured MOR. A room full of people who chose to be there.

The organizations that get this right share something that resists measurement: they
pick the right people, treat them well, stay genuinely connected to what is happening,
and build enough structure to hold it all together without letting the structure become
the point. The ones that don't get it right usually have leaders who have drifted into
the ivory tower, making decisions from a distance, treating people as variables, never
quite knowing the truth on the ground. Data can confirm what you suspect. It cannot
replace what you need to go and see.

FURPOSE. PEQOFPLE. PROCESS. PROGRESS

PURFOSE

Why the organization exists and where it is going. Purpose and
vision give every layer of the system its bearing. Without them,
effort has no common orientation and velocity becomes noise.

FEOPLE

Mo framework survives a team that doesn't trust each other. The
organizations that reach Level 5 are not the ones with the best
scorecards. They are the ones where people would walk back
into the building together.

° Where precision meets progress: The framev
you do with them depends on something no pos

PROCESS

KPls, cadences, governance, and reviews create the conditions
for consistent execution. Process is not bureaucracy. It is what
keeps the system in motion between decisions.

FROGRESS

PD3A is at the centre of the BOS for a reason. The system only
stays alive if it improves. Progress is not a destination: it is the
discipline of returning to the loop every time.

ucture. What
f honest, and

keep showing up for the people around you. When those two things combine, the system and the human

commitment behind it, that is clarity in moti

Darren Reiniger



