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By RAFIKUL ISLAM

ONE of W. Edwards Deming’s
14 points is Improve constantly
and forever the system of produc-
tion and service. Improvement is
not a one-time effort. Manage-
ment is obligated to continually
look for ways to reduce waste
and improve quality.
Conlinuous improvement of
products or services provided hy
the organisation is a fundamen-
tal consideration. Take the ex-
ample of disc storage space. We
started with the 5.25-inch disc
with 360 kilobytes of space only.
Now we are using higher and
higher capacity dises: 3.5 floppy
dise, zip disc, removable dise,
CD, DVD, ete. Like this simple
example of produet improve-
ment, people have been tireless-
ly trying to improve features of

every product or service which
the organisation is providing.

Rationale for continuous im-
provement:

1. To surpass competitor’s
performance. In order to in-
crease market share, the com-
pany needs to exceed the per-
formance of its competitors.
This is possible by continuously
improving the features of its
products or services. If the com-
pany stops improving its prod-
ucts or services, then very soon
it will witness eroding market
share.

2. To meet ever-changing
customers needs. Joseph Juran
stated, “To maintain and in-
crease sales and income, com-
panies must continuously evalve

new product features and new

process to produce these fea-
tures. Customer needs is a mov-

ing target.”

In this statement, Juran stated
that customer needs were not
static. The product’s feature
which is considered innovative
today becomes just routine to-
morrow. They require further
innovative features. To satisfy
customers’ ever-changing needs,
companies need to continuously
improve their products or serv-
ices. ’

No product is produced or no
service is delivered without a
process. Therefore, in order to
produce superior product or de-
liver better service, we need to
pay attention to the correspond-
ing process through which the
product is being produced or
service is being delivered.

A process is the interaction of
some combination of people,
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materials,
methods,

equipment,
measurement
and the environment.
Process needs inputs.
These inputs are proc-
essed and ultimately we
get some output in the
form of a product or serv-
ice. When the product or
service reaches custom-
ers, in general, they have
some “says”. These “says”
are conveyed Lo the proc-
ass “owner” and subse-
guently the process is
modified to meet custom-
crs’ demands.

There are numerous
processes in any organi-
salion. We need to identify
all the processes and its
sub-processes. For exam-
ple, in a university, some
of the processes are: reg-
istering for the courses,
scheduling time table for
the classes, conducting
examinations, communi-
caling students’ results,
developing new courses,
and maintaining class-
rooms (actually these are
activities that are carried
oui through some process-
¢3).

For an automotive com-
pany, the main processes
can be: purchasing new

materials including: parts,
supplier selection, product
design, product manufac-
turing (it has many sub-
processes), and product
distribution.

For a typical organisa-
tion, the following check-
list provides a number of
factors that should be im-
proved:

Numbers of errors or
defects;

il Units/hour or items/
person;

] Number of delays;

B Cycle time;

Fl Number of complaints;

Number of suggestions;

Nurmber of accidents;
and

Customer satisfaction
index.

The task of improving a
process is structured and
it has the following steps:

1. Identifying process
owner. Lvery process has
an owner. This owner
may be a single person or
a group of persons. The
main responsibility for
process improvement lies
ail the hand of the process
owner. However, the im-
provement -activities will
be supervised by the man-
agement.

In particular, necessary

resources should be dis-

“bursed to implement the

improvement project. The

~main responsibilities of

process owner are:
B Identifying correct

process inputs inciuding .

customers needs;

_ B Planning and manag-

ing the work activities;
Optimising uses of the

available resources;
Reducing operating

costs; and :

L

Making necessary chan-
ges to the processes. The
person is assumed to be
empowered Lo do this.

2. Measuring process
performance. Before at-
tempting to improve a
process, we should know
the present performance
of the process. So, meas-
uring the present perform-
ance is essential for fur-
ther improvement. People
contend that if something

cannot be measured, it
cannot be improved.

Take the example of
work-related accidents. If
you know this number,
then it will be easier to
develop and implement
some action plan to re-
duce this number in fu-
ture. Simply put in words,
measurement entails some
target for further im-
provement.

3. Controlling process.
In this step, problems are
identified and necessary
solutions are implemented
to correct the problems.
The following sub-steps
may be adopted:

B Define the problem;

Find out the root cause
behind the problem;

f Develop a solution to
correct the problem;

Implement the solution;
and

Ensure that the prob-
lem has been solved.

4. Tmproving process.
The previous three steps
are applied to manage an
existing process. The
present step focuses on
the process to increase its
efficiency and effective-
ness. The following sub-
steps may be adopted:

B Identify an opportunity

for improvement;

@ Formulate the plan
for improvement - doing
things quicker, hetter and
easier;

Identify the changes
and their potential impact;

& Implement the plan.
Many times new and supe-
rior technology is used to
improve the process per-
formance; and

f@ Monitor the process to
sustain the improved re-
sults.

Every work is done
through some process,
Therefore, in order to im-
prove work performance,
the organisation should
promote process-oriented
thinking. Those compa-
nies that think in terms of
processes and that have
identified and sought to
improve their processes
are capable to increase
profitability in the market.
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