
Card Based Control Systems For A Lean Work
Design: The Fundamentals Of Kanban
ConWIP POLCA And COBACABANA

In the relentless pursuit of operational efficiency, lean work design has
emerged as a transformative approach that streamlines processes,
eliminates waste, and enhances overall productivity. As a key component of
lean principles, card-based control systems (CBCS) play a pivotal role in
orchestrating a seamless production flow, empowering teams to visualize
and manage work effectively.

What are Card-Based Control Systems?

CBCS are visual management tools that utilize physical or digital cards to
represent individual work units, tasks, or production orders. These cards
convey essential information such as the product or service being
produced, its quantity, and its due date. By displaying cards on a dedicated
board or in a digital platform, CBCS provide a real-time snapshot of the
work in progress, allowing teams to track progress, identify bottlenecks,
and make informed decisions.
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Key Benefits of Card-Based Control Systems

1. Enhanced Visibility: CBCS create a transparent and centralized view
of all work activities, enabling teams to quickly identify the status of
each task and its contribution to the overall workflow. This
transparency fosters collaboration, accountability, and timely problem-
solving.

2. Improved Flow Management: By visualizing the sequence and flow
of work, CBCS help identify and address potential bottlenecks. Teams
can adjust work assignments, prioritize tasks, and optimize resource
allocation to ensure a smooth and efficient production process.

3. Reduced Lead Times: CBCS facilitate a continuous and visible flow
of work, eliminating delays and shortening lead times. Teams can track
the progression of tasks, identify and address obstacles, and reduce
the time spent on non-value-added activities.

4. Empowered Teams: CBCS empower teams by giving them autonomy
and ownership over their work. Teams can manage their own
workload, prioritize tasks, and make adjustments as needed, fostering
a culture of continuous improvement and self-sufficiency.

5. Improved Communication: CBCS serve as a shared communication
platform, enabling teams to effectively convey work instructions,
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updates, and progress reports to colleagues, supervisors, and
stakeholders. This open communication streamlines decision-making
and minimizes misunderstandings.

Types of Card-Based Control Systems

1. Physical Kanban Systems: Traditional Kanban systems utilize
physical cards or sticky notes attached to a physical board. Teams can
move cards between columns representing different stages of the
workflow, providing a tangible representation of work progress.

2. Digital Kanban Systems: Digital Kanban systems operate on
software platforms, offering a virtual representation of the physical
Kanban board. These systems leverage features such as drag-and-
drop functionality, automated notifications, and real-time updates to
enhance collaboration and efficiency.

3. Electronic Kanban Systems (e-Kanban): e-Kanban systems employ
sensors and RFID technology to trigger automated work orders based
on actual inventory levels or production needs, ensuring a demand-
driven pull system.

Implementation Considerations

1. Define Clear Work Units: Identify and define the specific tasks or
production units that will be represented by cards. These units should
be small enough to be manageable and trackable, yet large enough to
provide meaningful value.



2. Establish a Workflow: Map out the flow of work and create a
corresponding Kanban board with columns representing each stage of
the workflow. Ensure that the workflow is logical and allows for smooth
transitions between stages.

3. Set Work Limits: Determine the maximum number of cards allowed in
each column to prevent overloading and ensure a balanced workflow.
Work limits should be based on capacity and lead time requirements.

4. Monitor and Adjust: Regularly review the performance of the CBCS
and make adjustments as needed. Identify bottlenecks, analyze lead
times, and implement continuous improvement measures to optimize
the system.

Card-based control systems are powerful tools that empower teams to
visualize, manage, and improve their work processes. By providing real-
time visibility, improving flow management, reducing lead times, and
empowering teams, CBCS play a pivotal role in implementing lean work
design and achieving operational excellence. As technology continues to
advance, digital and electronic Kanban systems offer enhanced
functionality and flexibility, further unlocking the potential of CBCS in
modern production environments.
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