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Rome Wasn’t Built in a Day
 

 
 
Speed to Market readers know it is necessary to 

manage both task time and chronological time to 
ensure orders are completed on time and within the 
estimated cost.  What you may not know is that it is 
equally important to manage task time and 
chronological time when it comes to projects that 
are designed to improve organization performance 
and profitability.  
 
We were recently involved in a competitive bidding 
situation we lost because the period we proposed 
to implement the necessary changes in an 
organization was twice as long as one of our 
competitors (although the price was comparable).  

We could not seem to convince the prospective client that it takes more time for an organization 
to accept and internalize changes than it does to make the changes in the first place.  In 
addition, without the ongoing attention to detail and reinforcement, it is highly likely changes will 
not endure, and the organization will be in worse shape than it was before the project started. 
 
The following graphic illustrates multiple stages in a project over 8 months, and the various 
outcomes one can expect.  These outcomes range from quitting, to an extended crisis, to partial 
recovery, to transformation of the business.  Given these are equally likely, the probability of a 
successful outcome at the level of transformation is about 25%.  
 
These are obviously not very good odds, given the time, effort, and cost that go into large-scale 
improvement and transformation programs.  However, these odds increase dramatically with a 
well-designed program that fits the needs and nature of the business, especially in combination 
with an implementation plan that recognizes the difficulties and time required to bring about 
change in the status quo.  This is a polite way of saying you have to know what you are doing. 
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This graphic illustrates a typical project process.  Note the downturn after the honeymoon 
period.  If this is not managed properly (shorter duration, less depression), it is more likely to 
result in unfavorable outcomes. 
 

 
 
  
Report from an Industry Week Survey: 
 

Everybody is jumping on the Lean Bandwagon, but many are being taken for a ride. 
 
Rick Pay, manufacturing consultant and president of the R. Pay Co., reported that a recent 
Industry Week survey found "nearly 70 percent of all plants in the U.S. are currently employing 
Lean Manufacturing as an improvement methodology," yet "74 percent of the responding 
companies admitted they are not making good progress with Lean."  
  
Pay argued that, for some companies, "a different process improvement program -- or none at 
all -- would have been the better choice."  
 
Pay goes on to say “another major reason companies fail to realize Lean benefits is their top 
management teams miss the point that Lean transforms an organization's culture -- and they 
don't want theirs transformed!"  
 
In addition, "companies often fail to realize gains with Lean because they don't have the right 
players in the right positions.”  To decide if Lean Manufacturing is right for a company, Pay 
suggests "analyzing your business and operations strategy against the goals of the process 
improvement program; assessing your leadership's commitment to the program; determining 
your company's willingness to change its corporate culture; and deciding if you have the right 
people in the right positions.  Only then will you know for sure.”   
 
(Read the original article here Industry Week.) 
 
 

http://links.mkt171.com/ctt?kn=17&m=912247&r=MjQ0ODgxOTQ5MAS2&b=0&j=NjU1NTk3MTQS1&mt=2&rj=NjU1NTk3MTQS1
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Actions Speak Louder than Words: One problem with Pay’s last recommendation is that you 
will not know if you have the right people in place until you are somewhere in the middle of the 
transformation process.  People are very good at paying lip service to Lean (or any kind of 
improvement program), but their willingness to change is validated by their behaviors.  As 
always, actions speak louder than words.  
 
In addition to Pay’s recommendations, you can increase the probability of success by 
understanding it will take time to bring about change, and planning accordingly.  For example, 
we have been working with a small mold shop (fewer than 15 people) since last August, and are 
just starting to be confident that the organization can sustain the improved performance levels it 
has achieved.   
 
There is another factor to consider.  That is, the hype surrounding most improvement programs 
creates unrealistic expectations in terms of the time it will take and expected results.  When a 
company’s expectations are overdetermined and the reality does not match the hype, 
disillusionment sets in.  This starts a company on the slippery slope to unwanted outcomes… 
quitting or extended crisis.  Hype and unrealistic expectations on the part of managers fuels the 
parade of panaceas like TQM, SPS, MRP, MBO, MBWA, and other alphabet soups that have 
been coming down the pike for years.  Moreover, as long as managers believe in the magic 
bullet approach to performance and profit improvement and are willing to pay for it, the 
consulting and academic industries will be glad to oblige with yet another “next big thing.” 
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Lean is Not a Magic Bullet
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Why Implementation is So Difficult: 
 

It is pretty much agreed that implementation is the weak link in 
organization performance and profit improvement programs. Popular 
theory has it that “resistance to change” is the culprit.  We are all 
creatures of habit, this theory goes, who are comfortable in our 
routines, so we fight new ideas, methods, better ways of doing 
things, and change in general.  We selfishly act to perpetuate the 
status quo because we believe this to be in our best interests. 

Although there is always resistance involved in change, much of it can be traced to shoddy 
program design and the lack of a sound implementation strategy.   
 
Michael Schrage, a researcher at MIT and author of the book, Serious Play: How the World's 
Best Companies Simulate to Innovate, argues that the core of the problem is a disconnect 

between program design and implementation.  “We think the wrong thing is hard.”  he says.  
“We think that once you have the good idea, the implementation is easy.  One of the problems 
in implementation is that designers think the details are the implementer’s problem, not their 
problem. The designers do not understand enough about the implementation process to realize 
that you cannot divorce the quality of the design from the quality of the implementation.”   

From an interview with Michael Scrage by David Creelman in HR.com January 6, 2003 

 
Underestimating the difficulties associated with implementation is a significant problem with 
many Lean programs.  That is, Lean advocates think Lean Technology (concepts and tools) is 
the answer to performance and profit improvement without realizing the time and attention to 
detail it takes to make Lean work in practice. This is a primary reason the Industry Week study 
showed 74% of Lean programs are unsuccessful.   
 
An Example of Implementation: Let’s take a look at an example of what it takes to implement 

change in an organization.  This should give you a pretty good idea of the level of detail 
involved.   
 
Step 1  Identification of an Area for Improvement:  Let’s say that one of the areas for 

improvement you identify is rework which is running at an excessive rate. (You detected this by 
monitoring your Weekly Performance Report.)  
 

          

PERFORMANCE MEASURES  Average YTD  Annual Annual 

  Week Cumulative Run Rate Goal 

Production & Productivity         

Total Rework Dollars $2,934 $ 23,475. $ 152,587. $ 75,000. 

          

 
During an average week, rework costs are running at $2,934 which translates into an annual 
projected cost of $152,588.  The goal is to cut rework costs in half to $75,000.  
 
Step 2  Identification of Causes of Rework:  We begin the improveent effort by analyzing 

instances of rework in terms of causes, and build a histogram to show the frequency of each.  
This histogram is reproduced below. 
 

http://www.hr.com/
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We need to break “human error” down into as many specific reasons as possible because there 
is no useable information in this overly general category which becomes a catch-all. 
 
Step 3  Determining how to Attack Rework: Once we have determined causes of rework, the 
next step is to determine where we will will focus our efforts in order to reduce rework in specific 
categories.   
 
Note:  Generally, the most frequent source of rework is attacked first.  Less frequent causes are 
addressed subsequently.  However, it may make sense to address a cause of rework that is 
easier than one that is more frequent, and this is a judgement call on the part of those who are 
orchestrating the program.  Also, be careful not to bite off more than you can chew (attacking 
too many causes at once) because you can lose focus and momentum very easily. 
   
Step 4  Selecting a Cause of Rework: Each of the following 8 categories requires its own 
strategy,  Let’s start with misreading prints. There are a number of reasons prints can be 
misread:  

 A person may be dyslexic (transpose numbers) 

 Prints are in poor condition–smudged/damaged 

 Metric confusion 

 Bad eyes 

 Previous print release is used 

 Inexperienced person 

 Others to be determined 
 
Step 5  Developing a set of Strategies:  Each of these reasons for misreading prints will 

require its own stategy.  For example, if an individual is dyslexic, he or she may have a buddy 
assigned to review set ups or check dimensions.  If prints are in poor condition, this may require 
protective covers or special handling to avoid damage.  If people get confused between metric 
and english systems, perhaps prints are stamped with the appropirate system in large letters.  If 
the work force is older and eyesight is a problem, we might decide to have everyone’s eyes 
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tested or perhaps issue magnifying glasses.  If we have no way of knowing the latest print 
release, a new process is required to ensure the latest information is on the floor.  If some 
people are inexperienced in reading prints, a training program may remedy this situation. 
 
Step 6  Implementing these Strategies:  Each of these strategies requires its own 
implementation plan and responsible person to make sure it gets done.  Lets say we are going 
to test everyone’s eyesight.  How do we do this?  Send everyone to an optometrist?  Have an 
optometrist visit the shop?  Let people make their own arrangements? And then how are we 
going to handle getting new glasses for people who need them? Does our medical plan cover 
eyeglasses?  Is the company willing to pay part of the cost of new glasses? 
 
Let’s say we are also going to conduct print reading training. Who is going to conduct the 
training?  What should be inlcuded?  How many sessions will be required? Where will it be 
held?  If after work, will the company pay employees for attending?   
 
You can see that each one of these strategies involves a considerable amount of thinking about 
the best approach and detailed implementation planning.  And recognize we have only 
considered  one of the eight causes of rework we identified…misreading prints.  We still have 
wrong tool, feeds and speeds, incorrect set-up, wrong information, bad material, block not 
square, and design errors. Each of these has to be subjected to the same treatment. 
 
Step 7  Evaluating Results:  Did it work?  Did our efforts to reduce rework produce results?  
This is something we can determine by reviewing the Weekly Performance Report and the 
rework trends graph. You can see a downward trend in the following graph that indicates our 
rework reduction strategies are working. 
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The following image summarizes the work required to implement and evaluate improvement 
strategies.  
 

Copyright © Delta Dynamics 2008

Implementing Improvement Strategies

Example:  Misreading Prints
• Detail of Errors…How Misread

– Dyslexic (transposes  numbers)

– Smudged/Damaged

– Metric confusion

– Bad eyes

– Previous print release

– Inexperienced

• Corrective Strategies

• Plan for Implementation

• Implementation

• Reporting 

• Evaluating (Measuring)

• Learning (Reduce Instances?)

 
 
Summary: A recent Industry Week study reported that some 70% of manufacturing facilities in 
the U.S. are currently employing Lean Manufacturing as an improvement methodology, but 74% 
of these companies are not making good progress with Lean.  This is dismal. 
 
Achieving successful results from any performance and profit improvement program requires a 
sound design and attention to detail in the implementation process.  It also requires an 
understanding of the chronological time it takes to bring about organization change to the point 
at which it is enduring.  The description of how rework can be reduced should provide some 
insight into the detail involved, and the need to measure results in order to determine if rework 
reduction strategies are effective. 
 
The manufacturing environment has undergone significant changes over the past twenty years 
or so, and continues to evolve at a rapid pace. This means companies can no longer accept 
implementation as the “weak link,” and must learn what it takes to implement change and 
improvement more effectively. 
 
And now a word from our sponsor...call Vincent Bozzone at Delta Dynamics for help on 
designing and implementing programs designed to improve performance, profitability, and 
competitiveness  249-333-0482 


