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Increasing productivity must be approached holistically to make meaningful and lasting results for the organization.  Massive restructuring and downsizing usually doesn’t throw you ahead of your competition, it just keeps up with them.  This presentation focuses on three dimensions of an organization which should be explored first before chiseling out what is thought to be waste.  A surgeon wouldn’t perform surgery on any area of the body without first checking what impact it will have on the heart.  Should any organization be less wise when making cost-cutting decisions that will impact them well into the future.  Before an organization decides to downside or even rightsize, it had better first smartsize.



Dimensions of Organizational Performance
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Smartsizing - 

Purpose (Organization)



Any time you pit a good performer against a bad system, the system will win every time ...



Purpose can be described as the strategies and organizational framework that companies build to support delivery their mission.

Today change is more fundamental, more frequent and less patient. Organizations adapt or die.

When one component optimizes, the organization often suboptimizes.  Pulling one lever often affects other parts of the system.  Solution: Optimize the whole and instead of the parts.

An organizational chart has two purposes: to show which people have been grouped together for operating efficiency, and to show reporting relationships.

Cutting 10% may very well compromise key organizational goals.



The Organization Level of Performance

Why are quality gains only moderate?

Various quality efforts are not driven by a clear statement of organizational strategy.  Solution: Define where you are going, what you want to be for everyone.  

The organization has not been designed in a way that supports maximum quality.  It is functional, not process driven.  Solution: Redesign around the process intent.  Easy to say, hard to do.

As a process interfaces with the organization, it looks like a pinball bouncing around.  Each ping is a waste in time and possibility for quality error.  Solution: Reduce specialization,  Simplify number of steps.



The organization is not managed with quality as a driver.  Solution: Understand and communicate the process intent.   



Smartsizing - 

Processes

Processes are the series of tasks we perform to deliver our service.  They often cut across organizational and professional boundaries through out the organization.  Because of this, many true processes go unrecognized and unmanaged by the organization.



Improving these cross functional processes requires a unique plan of attack known as Business Process Reengineering, or BPR.



Definition of BPR:

“A fundamental redesign of business processes to achieve a radical improvements in cost, quality, cycle time or effectiveness.”



BPR differs from the more common continuous improvement efforts such as TQM in several significant ways:



BPR				Continuous Improvement

Order of magnitude		5% - 25% improvement

improvement	



“Blow it up” and start 	 	Improve on the present

over approach	



Driven from the Bottom Up      Driven from the Top Down



Involves small core group	  Involves virtually everyone



Global improvement		Local improvement



Process Reengineering Critical Success Factors:



Executive Champion

understand and remove obstacles

empower the team

demonstrate support provide resources



Steering Committee

Provide guidance and mentoring

be knowledgeable of BPR & Processes

 understand and communicate company goals and direction

remove obstacles

provide resources

take leadership role in change management

fully commit to the project

keep an open mind



Core Project Team

be educated on BPR

have clear and measurable goals

be open minded and process oriented

be out of box thinkers

follow a methodology

maintain good communication

practice change management

work together as a team





Steps in Process Reengineering:



1.	"As Is"

	Define the processes

	Collect data to evaluate its effectiveness



2.  "Can Be"

	Identify opportunities for improvement

	Select best options for the improved system

	Share the vision with others and validate the plan



3.  "To Be"

	Modify and improve the plan with input from others 

	Develop performance metrics & new organizational 

       recommendations	

	Prepare implementation





Smartsizing- 

People & Culture

Most major BPR efforts that fail do so because they forget that people do processes. 



Every  organization has its unique culture or prevailing norms under which people act.



Improvements that conflict with the fundamental unwritten  rules of behavior are destined fail.



If the culture precludes positive progress, efforts must be taken to reshape and redefine it before addressing other areas.





Smartsizing- 

Productivity Tools



To jump start teams to consider out of box solutions, use “what if” scenarios.  The solutions the teams discover may not work in their entirety, but valuable observations and partial solutions are common.



Sample “what if” scenarios are as follows: 



What if the organization had...



One half the number of people to handle the same work load

One fourth the amount of time

zero defects each and every time

our entire process was exposed to the customer each day

our job orders or instructions could talk (what would they tell us?)

the department before or after us in the process were a different company

our function were a different company





Smartsizing - 

Micro Improvement

If you are not good at the small improvements, you will probably not be good at massive improvement.  Don’t leave the small begging, while dragon-slaying the massive.

Change begets change, and the momentum of the small exercises the organization for large change.

Support necessary to carry out the little things strengthen all people - management and staff.  You respect peoples’ ideas and efforts, you respect them

Understand the way Japanese look at improvement:

Kaizen - personal continuous improvement made as a habit of worklife

important moments of truth.  Put in place and maintained by the staff themselves.

Visual Control - visually setting the workplace up so it instructs anyone how to do things right or how not to do them wrong.

Waste Hit List - Necessary to eliminate excess waste in all organizations that want to succeed.

Externalizing - for those critical “moments of truth” when things must go right, smooth, and fast:  Move or eliminate possible activities outside the moment of truth.

Travel - it adds no value, adds cost.

Team  - working together usually is stronger than individually.

Organization - Everything has a place and everything is in its place.

Rubeism - Simplifying that which we have made complex through previous mangers, knee jerk reactions or incorrect business assumptions
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