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A View from the Side

Nowhere is “not being able to see the forest for the trees” more true
than in organization work. Familiarity with the inner workings of a
business, and an inability to step outside one’s normal involvement,
can prevent business owners from seeing solutions to complex
problems. A lack of perspective can undermine making sound
decisions when it comes to strategies for organization improvement.
Often, the problem stems from having too much information without
a coherent way to organize and interpret it.

According to Webster, perspective is the ability to see clearly; and

the capacity to view things in their true relations or relative
importance. We often tell clients that our perspective is to see their business from the
outside in, while they see it from the inside out. The dynamic interaction between these
two perspectives¥sthe broader outlines and the detailed business knowledge¥swork
together, and drive performance and profit improvement when coupled with a planned
program of change,

We recognize this is a bit of an abstraction...exactly what does it mean to see an
organization from the outside? We thought it might be interesting, and hopefully useful
for those of you who are trying to improve organization performance, to talk about this
perspective in some detail.

All organizations can be viewed as levels of systems, which are both separate and
interdependent. We use the following graphic to illustrate these levels in a way that
enables us to utilize our perspective and knowledge to craft improvement strategies.

Note: This model is used as a gestalt or overall guide, not as a rigid step-by-step
process. We don’t work on one level and then move to another; rather, we make
connections among levels depending upon which part of the organization system we are
dealing with at any point in time. However, for the sake of explanation, we are going to
discuss them one level at a time in this article.

Conceptual Level: The upper level, Paradigm Shifts and Realignment with the External
World, refers to the need to make sure the business is not operating on an old idea that
is out of synch with a changed environment and new conditions. It is not uncommon to
find organizations that are operating as if conditions that were true a decade or more
ago are still in force. This is really dangerous when it comes to the economic viability
and sustainability of any enterprise.
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For example, readers of this newsletter know we continually reinforce the idea of job
shops as service businesses as opposed to manufacturing. The differences between
these two paradigms and the implications for how you sell and service customers are
immense, and we would argue that manufacturing is an old paradigm for job shops.

The Delta Edge
Organization Improvement Strategies by Levels of Imp  act

Conceptual Level- Paradigm Shifts and Realignmentwi  th External World

Business Strategy— Markets, Products, Distribution C hannels

Organization & Process Design

Planning, Reporting, Information, & Control Systems

Management & Organization Education

Quality & Productivity Systems

Task Skills
Training

Business Strategy: Here we are looking at existing markets; trends in these markets;
potential new markets and customers; how we communicate with and serve those
customers; and what kind of competition are we up against among other things. Data
gathering and analysis are typically required so we have facts to work with, and the
focus is on how to grow revenues and profits which is generally a business goal.

For example, we recently analyzed a client’s sales data for last year and found that four
of their largest customers, accounting for 17% of sales, produced losses in excess of
$50,000. Obviously, this finding has implications for business strategy going forward.

Organization and Process Design: This involves the “quotes to cash” process, and
how the organization is designed around this process so it can be managed effectively.
STM Readers know we often find there is more than one business under the same roof,
and this requires separate processes for each as well organization differentiation.

One of the first places we encountered this was at a tool company in Massachusetts.
The company makes both surface preparation tools that are mass produced, as well as
custom engineered blades for road maintenance, fish and poultry processing, and other
applications. It was necessary to separate these businesses and create a separate
organization for the custom blades business in order to solve long-standing problems
that resisted other solutions. Read the case study.
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Planning, Reporting, Information and Control System s:  These are overall
management of the business systems that tie operational activities to financial results.
They involve decision support systems, as well as tools to monitor output and costs.
This level can also include sub-systems such as purchasing, human resources, and
other support functions. Many of these systems come together in the Weekly
Performance Report, which provides an overview of business activity and performance
for the week, as well as trends for the year.

Management and Organization Education: This level is broadly focused on teaching
people how their business works and their role in it. It may involve the introduction of
new tools along with instruction in how to use them. For example, we recently
introduced a new capacity planning and scheduling system in a tool shop, and taught the
machining manager how to set it up and use it.

Coaching is a primary method for delivering this type of education. We are currently
coaching a process manager in a tool shop so he can use a set of tools designed to
keep track of job progress and costs, and to take corrective action when an off schedule
condition is identified.

Quality and Productivity Systems: This is the process level closest to the work itself.
It can include production planning and scheduling systems, travelers and work
packages, project management systems, in-process quality systems, final quality
inspections, and related systems for managing and controlling the accomplishment of
work and quality within established standards.

Normally, there is quite a bit that can be done on this level to improve scheduling, on-
time ship performance, productivity, quality levels, and cost control. Often, it requires
more than the redesign of processes and management systems, and can require
supervisory training, forecasting workloads, capacity management, and staffing
projections. Often, the tools for performing these managerial functions are not in place,
and so must be developed and installed.

The Task Level: This is where the majority of the value-adding work is accomplished.
It involves the application of an organization’s production technology to convert raw
materials into finished items. This is typically a combination of individuals’ expertise and
skills, specialized equipment, a defined process, and sometimes proprietary technology.

Work simplification and methods improvement, as well as task skills training, can be
used to bring about performance improvement at this level. Methods for improving skills
include apprenticeships, providing exact instructions on the floor via computer screens
and other formats, and various types of specialized training programs.

For example, we worked in a chicken processing plant that had a lot of turnover of line
workers. These workers cut up chickens into parts as they passed in front of them on
moving overhead hooks. It was important to make sure that each part was cut off
precisely; otherwise yield would be lost (e.g., an incorrect cut on a wing would add
breast meat which is higher-priced than wing meat). We developed a “show and tell”
audio-video program for new workers on how to cut up a chicken properly and increase
yield. (I still use the skills | learned making this video every Thanksgiving!)
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The Delta Edge: The multi-level organization model outlined in this article illustrates the
perspective we use at Delta Dynamics. It provides a type of “lens” we use to organize
and interpret what we learn about a specific business, and how it creates value for its
customers. This, in turn, enables us to think strategically about program design when
approaching the challenge of improving performance and profitability. We believe the
Delta Edge, as we call it, is a useful model for those of you who are either brave or
foolhardy enough to do it yourself. Let us know how it works for you.

American Tooling Industry Survey

We're sure STM readers will be pleased to know that the job shop is gaining new
respect in the academic world as a subject worthy of study and research. William
Loendorf, a Ph.D. candidate at Walden University, is researching how the American
Tooling Industry is responding to increased global competition. Specifically, he’s
interested in learning what individual shops are doing to address the need to modernize,
restructure, and reorganize in order to meet both current and future global challenges.

His study is designed to answer four questions:
1. What is the American tooling industry doing to remain competitive?

2. What is being done by the American Tooling Industry to increase its efficiency
and streamline operations in order to improve its competitive position?

3. How does American Tooling Industry demonstrate that improvement programs
are really making a measurable competitive difference?

4. What performance measures are successfully being used by the American
Tooling Industry to indicate and judge that the implemented improvement
programs are actually beneficial?

William has developed a survey that will be available in the next month, and is looking
for shops that would be willing spend 20 minutes or so filling it out. Please support this
research by sending an email to William at mailto:wdloendorf@msn.com or call him at
(509) 342-0564 and tell him to include you on his survey distribution list. Everyone who
participates will get an executive summary of the results and conclusions. Thank you.

News and Notes

Vincent Bozzone will conduct a Speed to Market seminar for the Metal Treating Institute
at their Spring Meeting at the beautiful Atlantis Resort in Paradise Island, Bahamas, April
25 - 29.

A Speed to Market seminar is planned for the Architectural Woodworking Institute at
their annual convention in Louisville, October 4-6.
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