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How do you close the quality gap?
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Don’t just take my word for it

Nobody Ever Gets Credit
for Fixing Problems that
Never Happened:

CREATING AND SUSTAINING PROCESS
IMPROVEMENT

Nelson P. Repenning
John D. Sterman

ow much would your organization pay to develop manufacturing
capability equal to Toyota’s? How much would a world-class, six-
sigma quality program be worth to your company? How about
Harley-Davidson'’s ability to tap into the hearts and minds of its cus-
tomers or Dell’s ability to manage its supply chain? Most firms are working
aggressively to develop these and similar capabilities through process improve-
ment. The combined expenditure of U.S. companies on management consul-

tants and training in 1997 was over $100 billion, and a sizeable fraction went

towards efforts to develop operational capabilities matching those of the best

firms in business. Whether it’s an advanced manufacturing system or the ability
to respond quickly to changing customer needs, the drive toward improvement
has become a way of life in corporations today. There is only one problem.
Despite these vast expenditures, and notwithstanding dramatic successes in a
few companies, few efforts to implement such programs actually produce signifi-
cant results.

Consider, for example, Total Quality Management (TQM). In the 1980s,
spurred by the success of many Japanese firms, TQM was all the rage among
U.S. firms. Consultar chool faculty preached its virtues and
managers made pilgrimages to companies with award-winning quality pro-
grams. By the mid-1990s, however, TQM was considered passé. Academics had
moved on to other issues, TQM received rare mention in the popular business

s and business

press, and articles that did mention it usually did so in a negative context. TQM .

Work reported here was supported by the MIT Center for Innovation in Product Development under
NSF Cooperative Agreement Number EEC-3529140. For more information on the research program .
that generated this article, visit <http:/web.mit.edu/nelsonr/www/>.
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It’s not all bad
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What does Speed and Quality mean?
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What are the 4 key metrics?

Delivery or Change

Lead Time
Throughput
Deployment

Speed
Frequency
Mean Time
To Restore
Quality i Stability (MTTR)
d = Change T
Failure Rate @)il6o
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Alternatively, as questions...

DE“VGI")’ or Change |. How long does it take you to go from code commit to
Lead Time running in production?
X Throughput
DePIO)’ment 2. How often do you deploy small batches of code to
Frequency production?
Mean Time

3. How long does it take for you to restore degraded
To Restore end user service™*?

% Stability (MTTR)

Change 4. What percentages of deployments result in degraded
Failure Rate end user service!?

** Anything that leaves your users unable fully or partly carry out a @JII 0
task that needs a subsequent change to the system to remedy J'@QUWD‘QQ
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Working Smarter with the 4 key metrics
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How do you get started?

@ﬁ \Deployment
ﬁ g Throughput Frequency

2. How often do you deploy small batches of code to
production?

Team To start 1 Keep it simple

pushing to production 2. How often do you deploy code to production?
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Theory of Constraints

5. Do not allow INERTIA
to cause a system constraint

4. ELEVATE the systems constraint I |. IDENTIFY the systems constraint
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Theory of Constraints

Want to learn more?
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Theory of Constraints

5. Do not allow INERTIA
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Are we now working smarter?
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Are we now working smarter?
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What is working harder and working smarter?
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Execution mindset to a learning mindset
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Learnmg mindset via experimentation
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From Speed Vs Quality to Speed & Quality

Stop viewing as
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Use the 4 key metrics to build a common
understanding of Speed & Quality

Delivery or Change
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How to get started
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Further reading

Nobody ever gets credit for fixing problems that never
happened:

I highly recommend reading this paper &

& Faster delivering teams: Kill the test column

~ Speed Vs Quality: Can you have both:
Short blog post on speed and quality
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