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The Hunters and the Hunted


By  James B. Swartz, Productivity Press


Excerpts Summarized by PermissionDuke 


Lessons For the Hunter


Characteristics of Companies That Have Discovered Reengineering


They don’t just defend their markets, they attack their competitors’ markets when and where they choose


They respond faster, provide more quality for the price, and offer more value than their competitors


They are flexible, they anticipate and drive both linear and non linear change


They are dedicated to transforming themselves


 Non Linear Solution-  The wisdom, commitment, and action to be the Hunter; to transform our systems so that their rate and quality of learning and improvement is maximized


The Greatest Cost of All


loss of existing customers


lost share, sales and profits


missed market potential


lost job and technology


There are two ways to change mindsets: you must convince the workforce the company won’t remain competitive and people won’t have jobs.  This approach works best when accompanied by significant trauma.  If there is little trauma, management must be convinced with hard evidence that redesign improves the business.  You redesign one or more delivery systems, and as these are successful, the managers that supported the redesign are successful, they will be more receptive to new mental models, mind sets and measures.
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System Principles for Value Delivery


The system is optimized by optimizing it as a whole, not by optimizing its parts.  This might be called a house divided against itself.


To improve the output without tradeoff, we must improve the process itself. (You learn to hit by improving your swing, not by watching the scoreboard.)


The value delivery system must be targeted to becoming the supplier of choice and to achieve financial gain.


Strategic planning and the design of the value delivery system can not be executed independently


There are subsystems whose improvement will produce dramatic improvement in the performance of the whole system.  Even though  a rudder is small, it steers a large boat


Derive Process Intent (response, quality, and cost/value requirements) from the business strategy, then design the Process Model to meet this intent.


For a given Process Intent, there is an optimum Process Model


System response and delay is designed into the system.  Prioritization and expediting does not improve average response time, but usually makes it worse.  Prioritization is usually an indication that the response is worse than the expectation for the delivery time.


Reducing cycle time and valueless activity improves customer response time, reduces the time to detect and correct, reduces the cost of excess inventory, reduces variance of delivery date.


Complaints are just tip of the iceberg of customer dissatisfaction.  There is a delay between dissatisfaction and loss of business.


 The potential for learning and improvement is built into the system to provide feedback, feed forward, lessons learned, prevention and rewards.


There is a tendency for people to blame their problems on outside causes.  The source of their problems is either the design of the system of which they are a part of, or in the way they react to the system or its outside forces.


The design or redesign of a system should include


those who operate 


those who control the resources


those who have a stake


and those who have the knowledge


The system throughput is no faster than its smallest bottleneck..


People sometimes stumble over the truth, but usually they pick themselves up and hurry about their business ....Winston Churchill


All Successful Managers of the ‘90s:


Can no longer be merely open and adaptable to change


Can no longer be merely progressive about change


Must be flexible


Must anticipate and drive both linear and non linear change


Must sense the vital signs, search for the performance gaps, create the overall vision, facilitate the implementation and provide follow-up support


Hunters stay in a continuous process of transformation.


Early Warning Signs For a Non-Competitive Delivery System


Customers are hard to please; they want faster response and seemingly unreachable quality levels.


Much of management’s time is spent prioritizing work, solving crisis.


Time to obsolescence is decreasing faster than time to bring new products to market.


Quality levels are not improving rapidly, and customers complain the competition offers higher quality.


More inspection is necessary to meet customer requirements.


Price must be reduced constantly to meet the competition.


It seems that competitors are using unfair tactics to take your customers.


There are continual surprises from competitors and customers.


Blame placing and in fighting are rising.


Management is arrogant about  the superiority of their system and a no-bad-news is welcome atmosphere.


USA TODAY s transformation process started in 1982 and didn’t make a profit until 1987.  It appeals to single copy buyers in big cities.
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Major Transformation are Driven By Five Drivers


Strategic changes prompted by the market place


Significant trauma 


Vision and zeal of the inventor


Performance gapping


The Non Linear Solution


When our frames of reference are fixed and rigid, they become a substitute for thinking.  Learning takes place when we have the flexibility to change our frames of reference.... Moshe Rubinstein, Tools For Thinking and Problem Solving


The Greatest Principle: The rate and quality of learning and improvement are built into the system.


Value Adding Principles


Know the customer’s whole value expectation in terms of performance, response, quality, cost and flexibility.


Design the system to deliver what the customer values.


Design the process with value-adding activities in parallel if possible.


Try to avoid sequential activities.


Avoid valueless activities and expenses.


Minimize variance.


Maximize throughput compared to expense.


Seven Major Causes For Poor Quality


Insufficient understanding or commitment from management.


Reward system based on efficiency and quantity.


Customer requirement poorly defined.


Process not designed to meet requirements.


key variables not defined, variable interactions not identified.


process not standard.


people not missioned and trained.


inadequate variance reduction.


Poor feedback systems.


Poor Feed-forward systems.


Poor prevention systems.


Inspectors make people sloppy.  GM had consumer satisfaction index in the 90s.  They added inspectors for that last bit of improvement, but their quality went down.  When they added inspectors, the technicians stop feeling responsible for their jobs.  They removed the inspectors and the quality  index went up.


Reduce the Cycle Time to Correct- pitch a ball, it takes under a second to detect error, and correction is made in seconds (correction cycle time) by the next pitch.  That correction becomes useless if the cycle time to correct is one day.


I shall try to correct errors when shown to be errors, and I shall adopt new views so fast as they appear to be true views... Abraham Lincoln, 1862


Time to Learn = Time to Detect + Time To Correct


Defects arise only because people make errors.  While it is impossible to eliminate errors from any task, it is possible to prevent errors from becoming defects IF the operators get the kind of feedback that allows them to take corrective action right away.


Reduce Variation From Target Value- Taguchi suggests that any variation from target value which includes making the tolerance too tight or too loose increases cost to the customer.


You have to be the supplier of choice  before you can have financial gain-many organizations go for the financial gain first.  To be the supplier of choice the Hunter must:


Go beyond expectations in the marketplace


Continuously redesign the delivery system to make it faster, higher quality and lower costs


Quality comes not from inspection, but from improvement of the process  W. Edwards Deming


Don’t make large investments until you have simplified the process model, eliminated valueless activities and established flow controls


Many do not separate the improvement of value-adding activities from the reduction of valueless activities.


Eliminate valueless time-valueless time is not obvious to people, so it can accumulate in the process without gaining a lot of attention.  Valueless activity should be removed as part of the process of reducing valueless time.


As system cycle time is reduced, the business responds faster to customer and markets, forecasts are more accurate, and part shortages are reduced.


As errors and defects are detected and corrected sooner, quality to the customer improves.


All transactions associated with wasteful handling, prioritizing, expediting, inspection , rework, and crisis problem solving are reduced.  Expense due to scrap, obsolescence, excess floor space and carrying  excess floor space is dramatically reduced.


Reduce the Cycle Time Ratio- Fast lube  ratio is 2:1 (40 min cycle time),  Dealer ratio 18:1 (6 hours cycle time) .Valueless time for  Fast lube is only 20 minutes.


If you need a new process and don’t install it, you pay for it without getting it.  ... Ken Stork, past president of AME


System Response Time = Work in Process/Output rate


If customers wait longer than expected , input  will eventually go down - Delay time is dangerous, because the time you become aware you are losing business, you will lose much more before you can improve your response and you may not be able to regain your lost customers.


Story of How The Hunter Became the Hunted- People Express  was founded in 1980, had become the fifth largest air carrier in five years.  Its spectacular success (Hunter weapons) were achieved by providing heavily discounted fares and no frills service.  As they expanded,  their long training time caused their service quality level to become inadequate.  Customers went elsewhere and their sales plummeted.  Failure to supply sufficient capacity of qualified staff weakened the Hunter and low price was all that was offered.  Finally the Hunted counter attacked.  American Airlines Saber reservation system offered advance  purchase discount fares.  This devastated People Express.


Ownership Proverb:  We all share in the final outcome so we share control.





Characteristics of Excess Work In Process


operations in series


process center flow


functionally focused


chain of command


Characteristics of Low Work In Process 


parallel operations


product flow


customer focused


network/ simultaneous


communication


Prioritizing does not improve system average response time.  If something is moved ahead, then something else is pushed back.


The mind treats a new idea like the body treats new protein, it rejects it  -Biologist  PB Medawar


All Business can be reduced to Delivery Systems that add value.


The process model must meet the process intent. If fast customer response is important, you’ve got to choose a fast process model.  This is why car dealers will not get many customers for oil changes.


Design the value delivery systems of the business first , then design the organization to facilitate the delivery systems.


The Hunter’s real reason to rush to market is to put you out of business. 


The real target is not what the customers want but what the customers want to buy.


Hunters continually transform themselves to become the suppliers of choice.


Restructuring seldom changes the design of the delivery system, mind set and measures.   As costs go down neither response nor quality improves; so the restructured competitor is not ready to hunt.  Instead, it often continues to be Hunted and requires further restructuring.


Six major factors of the Delivery system: management and work force commitment to customer response, the process model, capacity vs. demand, work in process, and valueless activity in the process.


Fast Response-Competitors must have a highly responsive delivery system.


Hunters Choose When and Where they wish to compete  They transform themselves to be the dominant competitor.  Often they will redefine the very rules under which the competition will take place.


Restructuring is an effort of the Hunted to make you themselves leaner.  But restructuring will  not make them into Hunters again.  It will make you lean, but it will not make you mean.


With fast feedback systems and short cycle inventory replenishment, Wal-Mart generates 50% more sales per dollar than K-Mart.


To be supplier of choice the Delivery system must excel in three categories: response, quality and value to cost ratio.  And the system must be flexible.


Hunter’s Weapon: Produce variety without incurring the added costs associated with it.


Success can be blinding  A&P was the first “supermarket” chain  which gave them a competitive Hunter’s edge in process models.  Self-Service ran counter to A & P beliefs, and the resulting lower prices / high volumes coupled with A & P’s  inflexibility caused them to go under. 


Time waste differs from material waste in that there can be no salvage.  The easiest of all wastes and the hardest to correct, is the waste of time, because wasted time does not litter the floor like wasted material .. Henry Ford, 1926   


Changing Process Intent: Proctor and Gamble (1879) had a problem with too much air in a soap batch. It was traced to a worker who had left a batch of soap to mix and stir too long in a mechanical stirrer because he was more interested in lunch.  Harley Proctor saw the soap that floated as a competitive edge so they changed the process intent and the process model to take advantage of this accident.


Once a strategy is determined, the designer of the value delivery system must determine the process intent.


Hunters are flexible and constantly determine new strategies to win customers.


Improvement is the process by which you use your learning to change what you do, change what others do, or change systems that affect our lives.


The Process Intent is what the process is intended to do.  It considers: 


performance requirements


responsiveness


quality level achieved


cost of adding value


Align Process Intent with strategy


Great weapons of Hunters:  Use advanced technology, use advanced methods


If you reduce system cycle time and eliminate defects and errors, you also achieve lower costs.


Waste is anything that does not add value to from the customer’s perspective.


Increase the contribution of the entire workforce
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