PROCESS IMPROVEMENT

Muda:
lackling

admin process
waste the
Japanese way

By Mark Northway, director, Deltic Training

On the face of it, building a new car has
very little in common with managing an
administrative process. But if we peer
beneath the surface, we can see that there
are definite similarities: we want both to
work first time without needing to be fixed
every five minutes and we also want them
to do what they are meant to do.
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In short, it is about sorting out anything that
might cause a problem because if potential
issues can be removed, the only possibility left
is that things work correctly. This was the
theory of Japanese industrial engineer and
businessman, Taiichi Ohno (1912-1990). He is
said to be the father of the Toyota Production
System (TPS), which subsequently also became

known as Lean Manufacturing in the US and

clsewhere.

In a nutshell, the approach is based on reducing
cost and increasing quality by eliminating wasteful
activities. As part of the wider TPS, Ohno devised
the concept of the so-called “seven wastes” or
“Muda”, the Japanese term for waste. These seven
Muda categories are:

1. Overproduction

2. Transportation

3. Unnecessary inventory (stock) on hand

4. Producing defective goods

5. Waiting time (idle or non-productive time)

6. Processing

7. Unnecessary motion.

Although originally applied to production systems,
these Muda principles can also be applied to
administrative systems and processes too in order
to improve efficiency and effectiveness. Here 1s a
translation from one world to the other of what

this means in practice:

1.0Overproduction of information: In
relation to reports, this can relate to coming up
with a first draft, amending it and then endlessly
rewriting it. It can also include the production of
too many emails or the creation of unnecessary
paperwork and soft copy reports.

2.Transportation: Office design and layout
should ensure that information is easily

accessible in order to avoid unnecessary
walking around or potentially dangerous
movements such as stretching or reaching,
The concept also relates to individuals
commuting to and from the workplace when
they could work from home. Transporting
goods (or people) over long distances
increases their risk of damage (or getting
hurt).

3.Unnecessary stock: This term can refer
to buying too many items such as paper and
pens that end up cluttering store cupboards.
The lesson here is to plan for what you need
and introduce an effective system to manage
re-ordering. Allow the person who uses the
equipment to decide on how best to order.
Just do not give them any space to hoard.

An even bigger challenge, however, relates
to administrative information. It is worth
exploring issues such as how large the hard
drives on your computer need to be, how
much space 1s taken up by files and how much
information 1s printed off unnecessarily.

If you store too much digital information,
it becomes more difficult to find and to
lose, which can end up compromising data
security. “File it, bin it, or act on it” applies
as much to electronic data as it does to
hardcopy. Remember also that cc:iing or
beeiing emails only adds to the amount of
information held by others.

4.Producing defective goods: In this
instance, goods equate to information,
which includes poorly presented reports that
require re-printing; unclear emails that »
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