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Information is better in small batches. 
November 2013 Newsletter 

	  
Toyota has taught us that we get better quality and lower costs by building products in small lot 
sizes equal to demand (ideally, one piece flow). Build up a pile of work-in-process inventory, as 
we’ve historically done in mass production, and we’ll likely create a pile of defective or obsolete 
inventory that simply ties up cash.  
 
But it’s not just physical material that should be managed in one-piece flow. We benefit by 
managing information in small lot sizes as well. 
 
 
THE PROBLEM WITH WEEKLY AND MONTHLY MEETINGS 
Consider the typical project management team or department schedule: the team or the 
department meets once a week with each other, and perhaps once a month with a member of 
senior leadership. This information “batch size” of one week or one month creates terrible 
problems. It leads to long, inefficient, meetings in which the department manager or the senior 
leader sits through a lengthy information-sharing presentation (and often, death by 
PowerPoint). There’s little time for substantive discussion or analysis—usually it’s crammed in 
during the final 10 minutes, and often has to be continued after the meeting officially ends.  
 
The more consequential problem with these weekly or monthly batches of information is that 
they make it impossible to respond to problems or errors in a timely fashion—or even better, 
avert them entirely. It’s like trying to do maintenance on an airplane after it’s left the ground. 
Case in point: recently, I sat in on a client’s weekly project meeting. One of the junior engineers 
gave a 20-minute presentation on the experiments he had run during the past week, only to 
find that his manager wanted him to take an entirely different approach. All the work he had 
done—the preparation, experimentation, data analysis, careful recommendations, and 
PowerPoint production—all garbage. He did a beautiful job of problem solving. Unfortunately, it 
was for the wrong problem. The one-week batch size led to a total waste of time and effort, 
and jeopardized the overall project schedule.  
 
You see this problem in all departments and value streams. In product development, the sales 
team is shocked by the prototype that doesn’t match their expectations. In marketing 
communications, everyone is surprised by the creative output developed by the agency. And 
senior leadership often gets apprised too late to make any changes without delaying the overall 
schedule or causing chaos. 
 
 
WHAT’S THE ALTERNATIVE? 
The solution to this chronic problem is to manage information in smaller batch sizes—a daily 
cadence for project teams, a weekly cadence for management and leadership. The daily 10-15 
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minute standup meeting keeps the manager or team leader apprised of what’s going on each 
day, and helps her spot problems before anyone invests time or money. A weekly or bi-weekly 
check-in with leadership ensures that the team is on the right track to meet the company’s 
strategic objectives.  
 
It may seem counterintuitive to schedule even more meetings than you already have. Your 
calendar is probably sclerotic with meetings as it is. But shorter meetings are easier to schedule 
(and schedule around), and the total time commitment will either be lower or, in the worst-
case scenario, about the same.  
 
Companies involved with lean manufacturing and agile software programming have deployed 
these high-frequency, small batch size meetings with great success—fewer errors, less rework, 
and higher levels of on-time delivery. Why don’t you give it a try? 
 
	  
	  
	  

(Like this newsletter? Read my weekly blog post here.)	  
	  


