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White Paper# 10: In Plain Sight: Hidden Wastes that Affect the Viability of your Organization

If you are like us, you continually attend various state and local human resource events and in doing so you hear a common theme coming from presenters that if you want to be perceived as a member of the partnership table you need to learn the business. So as human resource professionals how do you achieve that goal?

You begin the process by learning the language of your business. This means that you need to change your focus from the administrative duties that you have been driven to either by design or your perception of what role you are supposed to play within your organization. You must adopt the goal of realigning your function to be more efficient, more effective and more productive.  

This white paper will share some new approaches that you can utilize to run your human resources processes with your space and as a whole within the organization. To begin with we must come to agreement on several principles that will guide us going forward. First, we need to understand that every business is comprised of processes that run the organization. The processes are a piece of the culture that is understood by all your employees and perceived the outside world. Second, we need to understand that every process that exists within our organization, contain steps or actions which jeopardize the competitiveness of the organization because of they are non-value added segments. They are non-value added due to the fact that they are not based on the voice of your internal or external customers. Third, the reason that the non-added steps are referred to as hidden is because you have not taken the time to look for them. They are there under your nose every day of the year.

John Donne once penned that “no man is an island…” and your function is no less an island. Whether you recognize the tenant or not, the non-value added steps affect your organization and you.  The only way to reorganize the need to remove the wastes is to understand that we are a vital part of the organization and have to eliminate the feeling of changes being an intrusion on your turf. Silo mentality in today’s global business arena does not work. 

Let us begin the review of these approaches by asking you to think about a scenario that should be common to almost any reader of this paper. We are not concerned as to whether you are looking at a monthly, quarterly or annual financial report, but your financial people have just sent you a financial report. What do you do with the report?

As the recipient of the financial report you have two options that you can follow. The most common option that is followed is to either to just sign off on the report to verify that in essence you have received the report. The second option is to implement a six sigma related tool called the five “whys”. You begin by asking why you did something. Usually the first answer is because that is the way we have always done it. With this response in place you continue to ask the why question until you reach the final why which should expose the real reason behind the actions you have taken. This tool can be used on any process with your organization. The response to the dilemma determines whether you are the problem or part of the solution.

Where do we start in this remodeling of the human resource function? We began by learning about your business entire organization and the role that human resources play in the total organization. As human resource professionals you must learn to operate the human resource function more efficiently, more effectively and more productively. To accomplish these goals we must learn how to run every process within the organization faster, cheaper and better. 

These are rather generic terms in nature so what do we mean? In reality the three terms are interdependent. To be more efficient we want to perform the actions in an utmost better mode. We want to improve the quality of our delivery to the organization. This means that when we deliver the needs of the internal and external customer we are aligning that delivery with the expectations of our customers. At the same time we also need to look at whether we are being for effective by reducing the costs to the customer. This can be in terms of time, money and workload. We want to be able to not only deliver our services with better quality but we do it as fast as possible. Finally, we need to review our process steps to remove those steps in the process that contribute nothing to the needs of the customer. These goals can be found in the six sigma methodology which tells us that Lean and Six Sigma focused on continuously improving the transactional services and process quality, getting the services to the customer faster, and reducing costs while improving the price to the customer. It means that we are involved in measurable continuous process improvement. 

So what are these non-value added steps or actions that occur in your organization? Six sigma recognizes that there nine categories of waste or muda. The ultimate model of your organization should be to remove as many of these as you can. Let’s review the nine categories:
Category #1: Transportation

By transportation we mean the movement of equipment, materials and information. Within your operations, what does an employee need to do to get at the resources they need to perform their duties? If you expect a fax where does the transmission come into the office? We recently talked with a client who in order to retrieve the fax I sent her had to go half way across the office to get it. Reports get completed because you anticipate someone is going to need the report even though no customer says they need it. 

Category #2: Inventory

Essentially these non-value actions refer to the accumulation of too much of everything. Someone convinces the organization that it is cheaper to run hundreds of copies of the forms you use every day when half that number is more realistic. You change the form and you are left with a supply that is headed to the recycle bin. Inventory also refers to the managers having to wait for a response to a request longer than they expected they would have to.

Category #3: Motion

Every day we inadvertently ask our employees to do things that if they were subjected to the 5 whys tool we would not believe that we expect them do these efforts. Do employees forced to take extra steps to complete the process then are needed? You are working on a project and create forms to complete it, how many hands actually touch the same piece of paper? How many times have you created a metric only to have it never leave your department?

Category #4: Waiting

Your IT manager notifies the human resource area that they have a need for a new analyst in three days. Three months has gone by and you are no closer to fulfilling the voice of the customer. When the requisition report reached the human resource area, who received the request? If it went to the Director it could have been overlooked for a brief period of time before a recruiter was handed the details of the opening. Waiting also involves delivering outputs that differ from what the customer says they need. Waiting can also be created by the release of wrong metrics such as telling the candidate to report on one date and the offer letter having another date later in the year.

Category #5: Overproduction

Like inventory, this area of waste involves the production of too much of one thing. You outsource the talent acquisition effort and you request the best five candidates and they send you the best 20 candidates. A department manager asks for the metrics on the recruiting effort for the past month and you send them the results for the last quarter, Along with this, you submit the metrics that were requested but need to supplement it with all the background data to support the ultimate outcome or the report is prepared for a certain time frame and you create the same report for every subsequent period even though it was never requested.

Category #6: Over processing

This area includes the tendency for redundancy. One department completes a step in the process and when the next area in the chain receives the output they complete the whole process over again from the beginning. BY not understanding the voice of the customer your department managers receive far more then they need or want.

Category #7: Defects

Defects are those non-value added actions that expand the scope of the work even though the work would be the same end product if they were not present. I work with an individual who is also employed with a Fortune 1000 corporation in the quality area. They recently made the decision to move her desk from the second floor to the first. However they left all her forms that needed to complete the processes on the second floor. In order to retrieve the files takes twenty-five minutes out of her day each and every time she needs the files. These results in lost productivity top the organization. Defects also include asking illegal questions on your applications, production of documents with misspellings or offer letters with wrong reporting dates or salary information. Defects also include invoices with charges that exceed the understandable cost of completing the project.

Category #8: Unused Employee Potential

The goal of workforce planning is to ensure that your organization is staffed according to its demands. Waste is created when we either are staffed with too much headcount so that employees sit at their desks with nothing to do or we under estimated the headcount and the result is that the workload must be doubled by the existing workforce to complete the demands of the organization. 

Category #9: Material Underutilization

This final area of waste ranges from leaving excess materials from producing marketing material to being charged for time involved in conference calls when someone shows up late. This underutilization also exists when we misuse the volume of information that we collect.

Strategies and Solutions

Alright you are telling me that you recognize that there may be some steps that are not contributing to the needs of the organization. But your corporate culture is slow to make changes. How do we make the changes so everyone understands the changes and more important buys into the improvement of the internal processes of the organization? Here are some strategies that will start you done the road to reach the goals we discussed earlier.

Strategy #1: Redesign the work flow to lessen the need for excess movement. Part of this can come from creating work cells in which all the equipment and materials that are needed are within easy reach of each employee. This can result in the removal of unnecessary steps in the process. The unnecessary steps should include all those that exceed what the customer tells us they need. 

Strategy#2: Move the processes within your organization from one that force feeds the materials into the system to one where they do not enter the process until the customer asks for them. This may require a reorganization of how you initiate each step but it will get you on the path to reach the goals we established earlier.

Strategy#3: Initially process maps each process and then convert the maps to value stream mapping which will show every document, and every time frame in the same process. The end result should plainly demonstrate where the non-value added steps exist.

Strategy#4: Be cognizant of the continuous process improvement effort by asking why you run processes in the way you do. If you can’t provide a reasonable answer change the process.

Strategy#5: Simplify the approval process when you need to make decisions as the processes work their ways through the organization.

Strategy#6: As you refine your process ensure that you create a standard of work which sets out clear steps that are to be followed every time you conduct the same process. In this regard, wherever possible automate the process where it is feasible.

Strategy#7: In looking at the utilization of your human capital, move towards placing them in skill benches which are in affect project teams. As the organizational components need the services of the skill bench they are dispatched to the component. When the project is complete and there are no other project needs, then we can send the project team members to gain their required continuing education.

Strategy#8: Change the metrics of the way you hire human capital for your organization, Take definitive steps to optimize hiring via priorities scheduling and pricing of your organizational outputs.

Every organization is confronted with a culture that dictates how change occurs within the organization. Despite this cultural factor it does not rule out your ability to find the parts of these cultural components whose elimination will not change the outcome except for allowing us to deliver the end results faster, better and cheaper. The final proof is in your ability to present to management the metric s based evidence that these changes are for the betterment of the entire organization not just a silo called human resources. These changes will make the organization more sustainable by removing waste which will increase revenues that the organization needs to function in the global workplace.
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