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1. Introduction
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In today’s regulated and fast-paced life sciences industry, QC and QA teams face
growing pressure to improve throughput, ensure compliance, and drive continuous
improvement, all while managing complexity and constrained resources. Many labs
operate in a reactive mode, juggling unstructured workloads, firefighting delays, and
relying on manual reports.

But this reactivity is not a technology problem, it’s a flow problem.

When information, work, and decisions stop flowing through the lab, systems slow
down, buffers grow, and people start firefighting symptoms instead of managing the
system itself.

q_alizer helps laboratories see and stabilize this flow, creating a direct feedback
loop between data, decisions, and performance. And q_alizer helps increase
transparency. Once everyone sees the same truth, decisions get faster and energy
moves from defending positions to solving problems. Transparency Kkills politics.

This guideline offers a practical roadmap to transform lab operations using data,
empowering teams with visibility, control, and smart decision-making. With the help
of g_alizer, a SaaS-based cockpit for lab performance, labs can move from reactive
management to proactive excellence.

You'll learn not only what to measure and improve, but also why these steps matter
and how to approach them using proven principles and practical tools.

The goal is not only control, it's rhythm. And with g_alizer, labs start to see the flow,
understand the system, and work on it instead of in it.

This shift from firefighting to flow is the essence of Flow Leadership — managing the
system, not the symptoms.

Page 3 of 12



From Chaos to Control: Your Guideline to Data-Driven Lab Management in QC & QA

2. Foundations of Lab Performance

Before optimization comes understanding. Understanding Flow Before You Manage
It. These five principles form the backbone of modern lab performance thinking:

Kingsman Formula

Originally from the world of queuing theory, Kingsman’s Formula shows that longer
lead times are not caused by slow processes alone but by excessive WIP (Work in
Progress) and variability. In the lab, this means reducing the number of open
samples and minimizing delays between steps.

Parkinson’s Law

This principle tells us that work expands to fill the time available. If teams have no
clear deadlines or SLA targets, tasks tend to stretch unnecessarily. Setting realistic
but focused goals ensures faster throughput without burning out staff.

Little’s Law

A cornerstone of Lean thinking, Little’s Law links three critical variables: > Lead Time
= WIP / Throughput By managing WIP and increasing throughput in a balanced way,
labs can shorten delivery cycles and respond faster to business needs.

Student Syndrome

People often start work only just before the deadline, this delay eats into available
buffer time. In QC, this can cause bottlenecks late in a test’s lifecycle. Training teams
to front-load work can greatly improve performance and reduce variability.

Multitasking

Switching between tasks leads to cognitive overload and inefficiency. In the lab,
multitasking increases the risk of errors, lost samples, and repeated work.
Standardizing roles and workflows minimizes context switching.

The Flow Perspective
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These five laws describe the mechanics of flow in your lab system:

The Five Laws
Lab Flow

mo— — TN Lead Time = WIP
/

Kingman's Formula Parkinson's Law Little's Law
Longer lead times caused Work expands to fill time Links Lead Time, WIP, and
by excessive WIP and available. Set clear Throughput. .
variability. Reduce open deadlines and SLA targets Manage WIP and increase
samples and minimize for faster throughput. throughput to shorten
delays. delivery cycles.

Student Syndrome Multi-tasking
Starting work just before Switching tasks leads to
deadline eats buffer time. inefficiencies and errors.
Front-load work to improve Standardize roles and
performance and reduce workflows to minimize
variability. context switching.

Kingman shows how variability and overload stretch lead times.
Parkinson reveals how time behavior creates hidden waste.

Little connects WIP, throughput, and responsiveness.

Student Syndrome,

and Multitasking explains why human habits amplify system noise.

akrowbd =

Together they form one truth: Flow is the system’s vital sign.

A stable flow means a healthy lab; turbulence means energy is trapped in queues, meetings,
and rework. You don't fix people; you fix flow. The lab is not a collection of people and
instruments. It's a living system of flows. Managing those flows means balancing structure,
rhythm, and feedback. That’s why q_alizer focuses on making flow visible. Because what the
system can see, it can learn to improve.
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3. Your 6-Step Roadmap to Operational
Excellence

This roadmap provides a structured approach to build lab maturity, step by step.
Each stage is modular; you can start anywhere based on your current challenges.

Step 1: Know Your Load

Visualize samples, WIP, TpT

Understanding what’s coming in, what’s in progress, and what’s going out is
essential. Without load visibility, labs cannot allocate resources effectively or detect
performance issues. Visibility and transparency are not just measurements,
they’re system feedback. When load and WIP become transparent, the lab starts to
breathe in rhythm.

Key Focus Areas: - Track incoming and outgoing samples - Monitor WIP by stage:
drop-off, testing, review, approval - Measure TpT (Throughput Time) per step and
sample type

q_alizer enables: - Real-time dashboards - Alerts when targets are missed - Trend
analysis for throughput and delays. What gets visualized gets stabilized. Once
you see the pulse of your lab, you can manage rhythm, not chaos.
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Test authorised to Sample authorised () Test result entered to Test authorised

Test started to Test result entered () Sampling to Test started

Test authorised to Sample authorised () Test result entered to Test authorised

Test started to Test result entered () Sampling to Test started
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Step 2: Decode Demand

Group by methods, projects, frequency

Not all lab work is equal. Some tests are routine and predictable; others are
complex and ad hoc. Segmenting your workload allows better prioritization
and planning. Structuring demand is designing flow. And predictability is
the antidote to firefighting.

Break demand down by: - Test method - Instrument type or team - Source (e.g.
production vs. validation) - Frequency (runners vs. rare tests)

Use ABC/XYZ analysis to: - Identify standardization opportunities - Spot where
training or automation is most needed

q_alizer provides: - Dynamic workload views - Capacity-demand alignment - Alerts
for shift mismatches or unexpected peaks. Complexity is not the enemy, opacity
is. The clearer the workload picture, the easier it is to focus improvement where it
matters.
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Step 3: Reveal Bottlenecks

Identify delays and constraints

Flow is often blocked not at the beginning or end—but in the handovers.
Mapping each subprocess lets you detect which stages are slowing you
down. Bottlenecks are not mistakes, they are the system talking to you.
Every bottleneck is feedback, not failure.

Sub-process examples: - Sample intake — test start - Test result entry — review —

final approval

Track for each: - WIP per step - TpT and idle time - Qualification/resource gaps

q_alizer features: - Visualizations of flow stages - Warnings for aging WIP or long
TpT - Root cause indicators (e.g. instrument failure, staff availability)

Instead of pushing people harder, Flow Leadership means changing the system so

that work can move again.

Test result entered to Test authorised .
y ! B i
ean Q Median

5‘9/ u’»;q v;:b »(6\ <'°q/<o’§ @’0% @\\ @\) 40’\« %Q/Q «;ﬂ:b 039/@ b{ﬁ 0359/ oj’g «;@ 05‘;\
Y PP ISP
T TS S

TPT for Test result entered to Test authorised —— WIP based TpT for Test result entered to Test authorised

Test authorised to Sample authorised .
y . B
ean @  Median

60
50

TpT for Test authorised to Sample authorised = WIP based TpT for Test authorised to Sample authorised

Page 8 of 12



From Chaos to Control: Your Guideline to Data-Driven Lab Management in QC & QA

Step 4: Make It Visible

Share KPIs across teams

Data only becomes valuable when it's shared and discussed. Transparent

KPIs align teams and highlight improvement areas. Visibility creates
alignment and alignment creates speed. Transparency Kills politics

because data and insights replaces opinion.

KPIs to monitor: - On-Time Testing by category - OOS/Invalidation rate - Open

incidents and resolution time - Tests per FTE - Equipment backlog and stability

metrics

q_alizer enables: - Realtime dashboards per department or role - Drill-down
capability - Data without Excel chaos. Shared dashboards turn meetings into
learning loops facts first, egos second. Transparency builds trust, and trust

accelerates flow.
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Step 5: Drive Change

Turn insight into action

Metrics should lead to improvement not just reporting. This step focuses on
translating data into action through structured improvement processes.
Improvement means redesigning the system, not squeezing the people.
Work on the flow, not in the flow.

Typical use cases: - Launch a Kaizen to resolve bottlenecks - Reassign resources
based on trends - Adjust targets to meet SLAs

Improvement without learning is maintenance not transformation.

g_alizer helps: - Monitor the effect of changes over time - Visualize progress from
baseline - Support daily huddles or retrospectives.

Each improvement loop builds learning flow the rhythm of reflection and adaptation
that makes excellence sustainable.
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Step 6: Plan Smarter

Use data to forecast and align

Lab planning is often based on gut feeling or outdated schedules. With
real-world performance data, you can optimize planning with confidence. acting
in sync with past, current and future demand, not behind it.

Inputs for planning: - Validated capacity (not theoretical) - Sample inflow trends -
Staff schedules and equipment availability - Known future events (e.g. stability pulls,
method transfers)

q_alizer provides: - Real-time planning support - Alerts for mismatches or
overloads - A single view to align team actions. q_alizer connects capacity, demand,
and time into one living schedule.
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4. Self-Check: Where Are You Today?

Use this quick maturity self-assessment to identify your current level for each of the 6
steps. This enables you to prioritize actions and track progress. This self-check

reflects your Flow Maturity Level:

Rate Your Lab for Each Step

Step 1

Step 2

Step 3

Step 4

0 | No visibility. Flying blind.

1 | Basic tracking. Manual Reports

KPI Monitoring. Initial Analysis

Bottleneck management. Visib

le flow

AW DN

Integrated planning. Proactive improvement

Checklist “Rate your lab for each step (0—4)”

The goal isn’t to score higher - it’s to shorten the time between seeing a problem and

improving it.
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