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Preface
From Lean Production to Lean Solutions

In the summer of 1982 we had a revelation. We were visiting a series of companies in Japan, trying to understand why they were winning in global competition. Then we encountered Toyota.

We quickly realized that this company was quite different from the others we had seen. Toyota’s success lay in brilliant management of its core processes: the series of actions conducted properly in the correct sequence at the right time to create value for customers. Its management of product development and production and its collaboration with suppliers and customers in Japan were far better than anything we had ever encountered.

At the moment of revelation we turned to each other and said, “It’s not brilliant product innovations or culture or a weak currency or strong government support that makes this company stand out in global competition. It’s the brilliant focus on core processes.” This was an exceedingly useful insight, because quirky product brilliance or culture-specific advantages can’t be copied. But superior process management can.

It took us a while, but by 1990 we were able to describe these processes in The Machine That Changed the World.1 We presented exhaustive evidence that Toyota’s key value-creating activities were better on every significant dimension, not only in comparison with foreign auto companies but with other Japanese companies. Toyota’s product development, supplier management, customer support, and manufacturing processes were collectively the “machine” that was changing the world. This conclusion naturally raised the question of how companies in any industry in any country could also achieve process brilliance, a question we tried to answer in our next book, Lean Thinking.2

We proposed five simple principles to guide any firm:

Provide the value actually desired by customers. Resist the urge to work forward from existing organization, assets, and knowledge to convince customers that they want what the firm finds easiest to provide.

Identify the value stream for each product. This is the sequence of actions (the process) needed to bring a good or service from concept to launch (through the development process) and from an order into the hands of the customer (through the fulfillment process). Challenge every step in these processes to see if they really create value for the customer. Eliminate the steps that don’t.

Line up the remaining steps in a continuous flow. Eliminate waiting and inventories between steps to slash development and response times.

Let the customer pull value from the firm. Reverse the push methods used by firms with long response times, which try to convince customers that they want what the firm has already designed or produced.

Finally, once value, the value stream, flow, and pull are established, start over from the beginning in an endless search for perfection, the happy situation of perfect value provided with zero waste.



As the years have passed, we have been cheered that the internal processes in many organizations are improving. The simplest indicator is that most manufactured goods work a lot better today and cost less to buy than when we started our collaboration. For example, defects per car have fallen steadily in the auto industry, even as the real price of a motor vehicle of a given specification continues to decline.3 And we have been equally gratified to discover that lean production works in every company, industry, and country where it is seriously tried.

Meanwhile, Toyota marches from victory to victory in global competition as it closes in on General Motors for the leadership of the world car industry. By contrast, most of the other Japanese firms we encountered on our 1982 visit have failed or fallen by the wayside. (Honda is still independent and healthy, but Nissan is controlled by Renault; Mazda is part of Ford; Subaru, Suzuki, and Isuzu are tightly tied to GM; and Mitsubishi has suffered a dramatic loss of market share.)

But curiously, despite a growing variety of better products with fewer defects at lower cost available from a growing range of sales channels, the experiences of consumers seem to be deteriorating. In recent years, we’ve frequently found ourselves discussing this phenomenon with managers. They report that when they are wearing their producer hats in the office or the factory, things seem to be getting better. But when they go home and put on their consumer hats, things seem to be getting worse.

And we have felt this acutely in our own lives. It seems that every conversation the two of us have, working as busy authors separated by an ocean, starts with an account of a consumer frustration that has gotten in the way of getting our work done:



• The custom-built, delivered-in-three-days computer that refuses to work with the printer, the other computers in our home offices, and the software from different providers.

• The car repair requiring many loops of mis-communication, waiting, and complaints about work done wrong.

• The long drive to the “big box” retailer, stocking tens of thousands of different items—most of them better and cheaper than those available 25 years ago, only to return home without the one item we actually wanted.

• The medical procedure that was deeply impressive from a technical standpoint yet unpleasant and time-consuming from a personal standpoint.

• The business trip with endless queues, handoffs, and delays.

• The exasperation of “help desks” and “support centers” that neither help nor support.

Consumption should be easier and more satisfying due to better, cheaper products. Instead it requires growing time and hassle to get all of our goods and services to work properly and work together. Stated another way, today’s consumers are often drowning in a sea of brilliant objects. And this seems very strange when we stop to consider that satisfying consumption—not just making brilliant products—is the whole point of lean production.

The Emerging Challenges of Consumption

In the late 1990s, we passed off these observations as short-term phenomena, the consequence of the bubble economy when consumers were offered many new capabilities supported by immature technologies. Surely things would get better in the future.

By the end of the bubble, however, we could see that these consumer problems weren’t anomalies; they were normal. We then asked a very simple question: What’s going on in the world that we should come to feel this way, gradually shifting our view of the next big challenge for business from producing better products to making consumption more satisfying?

As we reflected on consumption problems, we began to see five key trends that collectively create the challenge now facing consumers:

First, producers are relentlessly adding choices as they “mass customize” their product offerings4 and steadily increase the number of channels through which products can be obtained. Choice is wonderful but it requires more and more decision time from the consumer.

Second, the regulated economy of the mass production age is steadily contracting. This gives all of us more freedom—which is good.5 But it also gives us many more activities to manage and decisions to make: How do we invest our pension funds? Which telecommunications providers do we sign up with? What airline/rental car/hotel combination do we pick? The cost associated with making the right choice from this busy menu can easily exceed the time and energy required to make it.

Third, we are shifting from a service to a self-service economy in which we obtain more and more personal capital goods to manufacture our own value—like the computers, printers, scanners, personal digital assistants, and software that surround us as we write this book. (Our fathers and mothers had secretaries with typewriters; we have PDAs and PCs.) And we don’t just obtain these personal capital goods. We must also install, maintain, upgrade, and recycle them, often integrating goods and services from many vendors, using our own time and energy.

Fourth, households are changing in every advanced economy in ways that create time and energy pressure for consumers. Workforce participation has risen dramatically, meaning that in two-adult households the member of the household (typically female) who previously managed consumption is now working. And in a growing fraction of households there is only one adult present to earn the living and to manage the consumption. This may mean more money per capita to buy more goods and services, but there is less time to manage them.

Fifth, and finally, the advance of the Internet and information technology are steadily blurring the distinction between consumption and production, often pulling the customer into the provision process. For example, one of our wives recently ordered office equipment online from a well-known manufacturer. Due to confusion about a taxpayer identification number, the order was rejected, but no e-mail with this information was sent. When the equipment failed to arrive on the promised day several weeks later, a trip to the web showed that the order had been canceled. When a human was finally reached at the manufacturer’s help desk to discuss how this could have happened, the “customer relationship manager” explained that it is now the customer’s responsibility to check the web frequently to make sure the production and shipment process is proceeding to plan. As the wife noted, “I had been appointed operations manager at this company at zero pay, but they forgot to tell me.”

This widespread trend toward transparency and direct participation by the consumer in the production process is touted by providers as an unalloyed boon. But to busy consumers with other priorities, it often feels like the gift of unpaid work.



Today’s situation of more choices and more knowledge for the consumer, gained at the expense of more responsibility and more decision and management time, can be summed up very simply:

(1) There are more and more consumption decisions for consumers to make—more categories of products from more suppliers available through more channels to be obtained, installed, integrated, maintained, repaired, upgraded, and recycled.

Plus,

(2) The evolution of the production process, facilitated by information technology and the steady introduction of more personal capital goods, claims more of the consumer’s (unpaid) time and energy while blurring the boundary between consumption and production.

But,

(3) Consumers will never have more time in their day (the one real constant and constraint in life) and most consumers will actually have less useful time and energy in the years ahead because of changing households and aging populations in all advanced economies.

Collectively, these forces constitute the consumer’s dilemma in the 21st century.

Rethinking Value

As we grasped this situation, we realized that we needed to heed our principles of lean production by returning to the starting point, the question of value. We needed to ask what consumers really want in the era ahead. Then we needed to rethink consumption from first principles as a process—like production, but from the opposite direction—in order to discover a better way for consumers to obtain the goods and services they now want. We call this improved process lean consumption.

Lean consumption must have a companion process. Firms must provide the goods and services consumers actually want, when and where they are wanted without burdening the consumer. We’ve used the term “lean production” in the past, but too many managers act as if production stops at the office door or the factory gate. So we now use the term lean provision, which comprises all of the steps required to deliver the desired value from producer to customer, often running through a number of organizations.

Most of us find it easy to think about consumption when we are consumers and easy to think about provision when we are at work. But all of us find it difficult to see these interlocking processes together as a unified value stream. As we have walked through a range of industries in recent years, from airlines to healthcare to insurance to automotive repair services, we have repeatedly observed consumers and employees struggling valiantly with misaligned consumption and provision processes that alienate customers, drain away profits, and burden staff with feelings of rage and despair. Yet they soldier on in a fog of mutual incomprehension.

As we continued our investigations—visiting many companies in many industries in many countries—we began to see that if truly lean provision can be married to truly lean consumption, life can be better for consumers, more satisfying for employees, and more profitable for providers. A win-win-win is possible in which providers, employees, and consumers create lean solutions together. This fundamental insight led directly to this book.





Introduction
Lean Consumption Meets Lean Provision

Consumption. It sounds so easy. Indeed, in advanced market economies, it’s often portrayed as effortless. Consumers can get just what they want easily, even instantly. And yet, the problem is that consumption often isn’t easy and consumers can’t get what they desire. And this is true in every category of consumption, for all types of goods and services. In this book we will see why consumption is often hard work for the consumer and is unpaid work to boot.

Consumption Is a Problem-Solving Process

Let’s start with a very simple observation. Consumption is a continuing process—a set of actions taken over an extended period—to solve a problem. It involves searching for, obtaining, installing, maintaining, repairing, upgrading, and, eventually, disposing of many goods and services. All of this obtaining, installing, maintaining, and disposing involves time, effort, and—far too often—hassle for the consumer. To make this clear, let’s look at the process followed in one simple act of consumption.

As we set out to write this book, Dan needed a new computer and went to the web to do a bit of research on competing products. He gave the matter some thought, then went back to the web, reached the preferred manufacturer’s web site, and typed in all the information necessary to make the purchase and arrange a shipment date within his acceptable wait time. The manufacturer shipped the product as promised, and it arrived on the promised date. So far, so good.

But the software installed was not all of the software needed, and when additional software was installed for additional applications, the computer didn’t work. This led to a visit to the manufacturer’s web site and then a call to the manufacturer’s help line. After a considerable wait, Dan was told that the problem was with the new software. This triggered a call to the help line of the new software provider—who blamed the hardware maker. This caused a search for a computer expert with experience with this problem and a service call to fix it. Unfortunately the expert, after much time, some money, and many false leads, was stumped. This caused a search for a second expert who finally solved the problem.

Dan’s computer finally worked, but his consumption was hard work, time-consuming, and exasperating. On the next page, a list of the steps, time, and experience involved shows the complete consumption process.

Note that this simple act of consumption was actually an extended process involving 11 steps over seven days. Of these steps, four actually created value in some way, but seven were pure waste. One was fun, two were tolerable, and the rest produced anxiety and exasperation in varying degrees. (The two “help” lines were particularly exasperating.) What should have consumed no more than three hours and 30 minutes of Dan’s time—still a surprisingly large amount for “effortless”





	Steps

	Dan’s time

	Dan’s experience




	Day 1

	 
	 



	1. Web search for information

	1 hr.

	Fun. “Lot’s of interesting new stuff out there, and I never left home!”




	2. Product selection, option selection, and order entry

	30 min.

	OK–“But I do begin to feel a bit like a file clerk as the novelty of web ordering wears off. Why do I need this tracking number to check on my order? Aren’t they responsible for getting it to me on time?”




	Day 4

	 
	 



	3. Receipt of product and unpack

	1 hr.

	OK–“Bit of tension as I try to follow all the instructions, but the computer does turn on and boots up.”




	4. Load additional software

	1 hr.

	Some frustration–“Seems like this should be easier at this point in the computer age.”




	5. Test complete, but hardware/software “product” quits working

	1 hr.

	Extreme frustration–“It was working, but now it boots up and suddenly shuts down.”




	6. Visit to manufacturer web site and call to help line

	1 hr.

	Exasperation–“How can I spend an hour, mostly on hold, to learn that the problem is someone else’s fault?”




	7. Call to help line of software vendor

	1 hr.

	Extreme exasperation–“How can this industry survive when nothing works and no one takes responsibility?”




	Day 5

	 
	 



	8. Search for an expert

	1 hr.

	Mild frustration–“How come you can’t figure out in advance what anyone wanting to work on your computer systems really knows?”




	9. Expert visit

	2 hr.

	Extreme exasperation–“I love the way my time and money become this guy’s learning curve.”




	Day 6

	 
	 



	10. Search for a new expert

	1 hr.

	Extreme exasperation–“The web sure isn’t helping me now; I’m reduced to desperate calls and e-mails to friends.”




	Day 7

	 
	 



	11. Expert visit

	1 hr.

	Anxiety followed by relief–“Will this ‘expert’ be any better?” followed by “I can finally get some work done!”







web-based consumption—actually burned up 11 hours and 30 minutes, nearly one and a half standard working days.

But this is not the end. Dan’s real objective is not to own a computer. It is to solve the problem of processing words and images, transferring them to others as necessary. The computer, its software, and the technical support required are only a means, not an end, and are only a first step.

The complete consumption process to solve Dan’s problem over several years will involve not just one “buy and install loop,” but also a number of repair and upgrade loops, followed by a replacement and disposal loop. The steps involved in each of these loops will be very similar: many actions (a few of them value creating) and lots of personal time (much of it exasperating). All to solve the simple problem of processing words and fashioning images for books and articles.

On one level, personal computing is a miracle. We know because we started writing books together years ago on IBM Selectric typewriters, exchanging drafts by mail and then by fax. But on a different level it’s highly exasperating. The individual products involved are often very impressive—once you get them to work right and to cooperate with each other. But the overall experience is full of frustration.

If this typical experience is the current negative, let’s think about the future positive. What would we really like to experience as consumers? What are the objectives of what we term lean consumption?

What Do Consumers Really Want?

First, we need to remember that most of us consume in order to solve problems. These may be little problems, such as finding, buying, and using the apparatus needed to enjoy music as we go through the day; or they may be big problems, like finding, buying, and maintaining a comfortable home in which to live and work. Often we aren’t as interested in the goods and services themselves—the iPod or even the house—as we are in what they can do for our lives. Therefore, it follows that our acts of consumption must actually solve the problem, from our simple music problem to our complicated shelter problem. A partial solution—a new computer that won’t talk to the printer, or a health maintenance organization (HMO) that can’t find an appropriate specialist in a timely manner—is no solution. We want our problems solved completely.

Second, we would like our problem solved cost-effectively, with minimum expenditure of our time and effort. As society develops and standards of living rise, the one item we never have more of is time. (To the best of our knowledge there is no research underway in any laboratory anywhere on increasing the numbers of hours in the day or days in the week.1) Thus the conservation of personal time and effort for more valued uses becomes an ever more important objective.2

Third, we would like to obtain exactly what we need to solve our problem, including all the necessary goods and services in the exact specification required. We don’t want to make substitutions or go away empty-handed.

Fourth, we want to solve our problems where we need them solved. In a bygone age of personal services, items were often brought to the customer: the cleaner, the grocer, the butcher, the vegetable gardener, and the doctor all made house calls. In the more recent age of self-service, the customer has either gone to the store or ordered directly from the producer. We believe that in the emerging age of lean consumption many products will be available at multiple locations for comparable prices. That is to say, you will be able to solve your food problem by going to the “big box” warehouse, the traditional grocery store, or the small convenience store, or get home delivery with web-based ordering. You will diagnose your health problem by going to the HMO or the stand-alone medical lab, or perform tests at home with personal capital goods. You will have the choice of buying life insurance from the agent at your dining room table or by filing the application yourself over the web.

Fifth, we want to solve our problem when we need it solved. As we will see, current provision systems typically involve strangers ordering goods and services from strangers. It’s not surprising, therefore, that most consumers give the provider no warning that an order is coming. Unfortunately, typical production systems—including even the touted build-to-order systems of companies like Dell—can’t provide a high level of service in this environment. And, as we will see, consumer desires are actually much more complex. It turns out that in the world of lean consumption, the notion of when means very different things to different consumers.

Finally, many of us would like to reduce the total number of problems we must solve. The obvious means is to bundle them. For example, many of us might appreciate a “solution provider” to put the vehicles we need in our driveway for a simple usage fee in order to solve our mobility problem without our ever having to think about it. Or a shelter provider to cost-effectively maintain our homes without any of our mindshare or emotion-share. How about a shopping solution so the items needed arrive at our homes when we need them, without fetching them ourselves nights and weekends? Or a single computing and communication provider so we deal only with a single party and expend no time on the solution? Moving the fundamental unit of consumption from many individual items to a few aggregated solutions is a major leap. But it is a leap that we believe is the end destination of lean consumption.



The Principles of Lean Consumption

These six simple principles of lean consumption provide a new definition of value for today’s consumer, which we’ll express in the voice of the customer:

• Solve my problem completely.

• Don’t waste my time (minimize my total cost of consumption, which is the price I pay plus my time and hassle).

• Provide exactly what I want.

• Deliver value where I want it.

• Supply value when I want it.

• Reduce the number of decisions I must make to solve my problems.

Note that none of these principles focuses on the specific attributes or performance of products themselves: the car, the software, the insurance policy. Today the product is often not the problem. Unfortunately, many firms making goods and providing services cling to a product-centric focus. Because they oversee only one element of the total consumption process, they often overlook the consumer’s total experience in finding, obtaining, installing, maintaining, upgrading, and disposing of the products needed to solve the problem. And they are seemingly oblivious to the total cost of a solution, including the consumer’s time and hassle.

The Challenge for Lean Provision

Provision. Like consumption, it also sounds so easy. Surely with modern technology—especially information technology—providers can supply the value desired by consumers easily, even effortlessly. The problem is that provision is actually very hard and few firms today do it well. Indeed, as consumers struggle with broken consumption processes, providers struggle with defective provision processes. The evidence is everywhere:

• Growing spending on product features and options that fail to attract new customers.

• Unrealistic delivery promises, which providers feel they must make to be competitive.

• High levels of out-of-stocks (due to too few goods) and remaindering (due to too many).

• Increasing spending to retain customer loyalty, even as customers become less loyal.

• Larger investments in bigger assets (big stores, big distribution centers, big computer systems), which have shrinking ability to create competitive advantage.

• Spiraling spending on help desks and other forms of customer support, now outsourced so that direct customer contact is lost.

• Chronic employee dissatisfaction in almost every activity with intensive customer interface, causing high turnover and training costs and low customer satisfaction.

No provider wants any of these outcomes, but with current provision processes most of them are unavoidable. And most providers seem to think that actually solving customer problems while providing value when and where the customer wants would cost much more. As a result they have pushed harder down the traditional path of mass consumption. They offer ever more brilliant products in splendid isolation at steadily lower prices, even as consumers signal they really want something else.



Fortunately, as we will see in the pages ahead, a few firms have learned a new way to think about consumers and providers and how they can create lean solutions together. They have discovered that just as high quality costs less, not more, we now know how to provide the value that consumers really want and at lower total cost. The simple objective of this book is to demonstrate this new approach—marrying lean provision to lean consumption—so we can all progress from mass to lean.







Chapter 1
Learning to See Consumption

“Let’s take a walk.” This has been our standard response for many years when an organization asks us to talk about lean thinking. The firm’s managers usually want to meet in the conference room or the CEO’s office. But we know from long experience that value is only created on the gemba—the Japanese word for the place in the office or factory where the real work is done. So that’s always the place we insist on starting, to learn what the true situation is.

Consumers have a gemba, too. It’s the path they follow to solve their problems. And most managers seem to have a very hard time seeing it, even when they follow the path themselves, once they take off their provider hats and put on their consumer hats. So, in recent years, we’ve spent a lot of time walking the consumer gemba, dragging along managers whenever we can.

Our objective is simple: We aim to teach managers to see all of the steps a consumer must perform to research, obtain, install, integrate, maintain, repair, upgrade, and recycle the goods and services needed to solve their problem. We then challenge each step, asking why it’s necessary at all and why it often can’t be performed properly. Once worthless steps are eliminated, we can talk about flow and pull, heading toward perfection.

To make this method clear, let’s take a walk right now, putting ourselves in the position of a consumer. Let’s experience a simple car repair, following the path of Bob Scott, a prototypical consumer whom we first encountered in Lean Thinking when he bent the rear bumper of his pickup.

Walking the Consumer Gemba

This time the process started when the mysterious “check engine” light began glowing on the instrument panel, and Bob needed to search for a repair outlet. The choices were the new car dealer he felt victimized by the last time he needed service, other dealers within driving range who sell and service the same type of vehicle, and several local garages, which may or may not have the latest equipment and knowledge about the specific vehicle.

After several phone calls describing the problem and inquiring about the likely cost, Bob decided to go to a new car dealer he had not visited previously.

The next step was to schedule an appointment—the equivalent action to placing an order in the case of a product, for example, Dan’s computer. Bob then took the car to the dealer at the appointed time.

At the dealer, the problem needed describing. Because Bob was a stranger, the dealer knew nothing about the history of the vehicle and no information had been collected prior to his arrival. This circumstance required a wait in a queue at the service desk to fill out and sign the appropriate forms.

The vehicle couldn’t be fixed immediately, and Bob needed to get to work, so a “loaner” car was provided. This caused another wait while the replacement vehicle was transferred from its storage area. Fortunately, the actual commuting time was no longer than Bob’s normal commute, although in many cases it would be.

During the day, the dealer’s service department made the dreaded call to Bob to describe the problems found and to reveal the cost of the repair. Later, Bob received a second call sharing the bad news that the vehicle would not be ready until the next day because of a lack of parts. As we will see, this is a typical experience when the consumer and the provider are strangers who fail to discuss the nature of the problem up front or share any data on the product’s “as is” condition. As a result, parts have to be ordered and shop time can’t be scheduled accurately.

The next evening, Bob returned to the dealer to pick up the vehicle. This required a short wait in line to fill out the paperwork—reviewing the statement, providing the credit card, collecting the keys. After paying, he encountered a second wait, while the vehicle was brought around from the remote parking area used to store vehicles once repaired.

With the addition of the trip home—counting only the travel time in addition to the daily commute time necessitated by the need to get the car serviced—the consumption process was seemingly complete. However, on the drive home the problem recurred. The mysterious “check engine” light that instigated the initial service went on again.

This is actually a common outcome, as documented by the International Car Distribution Programme (ICDP).1 The chances in North America and Europe of getting a vehicle fixed right the first time are only about 80 percent. And the chances of getting it fixed right the first time and on time are only about 60 percent.

Because the dealer had failed to fix the problem but the repair had already been paid for, the search process moving forward was very simple. Bob made another appointment at the same dealer, the vehicle was returned to go through the check-in and checkout steps, and—two times lucky—the car actually worked properly.

On the next page we have listed the steps that Bob needed to take to complete what appeared to him to be a simple act of consumption. None of the 16 steps was by their nature complex, and each took only a small amount of time. However, when they are added up, the magnitude of effort and time required is striking. Bob expended three hours and 30 minutes of his own time to solve his problem.

Drawing a Consumption Map2


Step lists of the type we have just created can be constructed for any consumption process. They are designed to help managers learn to see the process and its implications. However, we find that many managers and employees are more visual than verbal, so we also draw simple consumption maps to show a process at a glance.

In the consumption time map (The Long and Winding Repair Path) depicted on page 24, we’ve arranged the steps involved from upper left to lower right to illustrate the flow of the process from start to finish, with a back-flow loop of Step 10 through Step 16. We have also drawn the boxes for each step in proportion to the time taken.



Consumption Step List



	Steps

	Consumer time




	1. Search for the best repair facility

	25 min.




	2. Make appointment with selected facility

	5 min.




	3. Drive vehicle to facility

	20 min.




	4. Wait in queue, describe problems, and do paperwork

	15 min.




	5. Wait for loaner car and sign form

	10 min.




	6. Discuss problem with service staff and authorize repairs

	5 min.




	7. Second call to say the car will not be ready until the next day

	5 min.




	8. Fill out paperwork and wait for delivery of the car

	15 min.




	9. Drive vehicle home (and discover problem was not corrected)

	20 min.




	10. Make appointment with same facility

	5 min.




	11. Drive vehicle to facility

	20 min.




	12. Wait in queue, describe problems, and do paperwork

	15 min.




	13. Wait for loaner car and sign form

	10 min.




	14. Discuss problem with service staff and authorize repairs

	5 min.




	15. Fill out paperwork and wait for delivery of the car

	15 min.




	16. Drive vehicle home

	20 min.




	Total consumer time (16 steps)

	210 min.
(3 hr. 30 min.)







The Long and Winding Repair Path

[image: Image]



From Consumption Process to Consumer Experience

So far there is nothing right or wrong about all this activity. It’s just a fact. These are the steps, conducted in a specific sequence, that were required of Bob to get his car fixed. If we were making a list of steps and a process map only for what happens to the car during the repair cycle, we would be done. That is, we would have a very useful map if we were treating this only as a production process of the type we might find in an office or factory.

But we are not focusing on the vehicle and the repair process from the standpoint of the provider. We are focusing on the consumer as he experiences this process. So some additional dimensions are needed for our step list and map.

First we need to consider the “value” of each step, where value is defined simply as an activity that the consumer pays for willingly because it seems to be truly necessary to solve the problem.

When we look at the list and the map in this light, we note that the activities described are quite different. The drive to the dealer is unavoidable, unless Bob is willing to bear the extra cost of having the dealer pick up the vehicle. (In Chapter 10 we will discover that in the future this may not involve an extra cost.) And few consumers would dispute the necessity of telling the dealer what’s wrong with the car and picking up the repaired vehicle at the end of the day.

But the last seven steps, which were required to get the car repaired correctly as it should have been the first time, are unlikely to be considered valuable by any consumer anywhere. Indeed, why isn’t the dealer compensating Bob for these steps by refunding some of the cost of the repair to offset the value of his wasted time?

And even for the first nine steps that seem on their face to create value, what about all the waiting involved: The “please hold for the next available service representative” message when calling the dealer to inquire about the cost and to make an appointment? The wait at the service desk to describe the problem? The time needed to fill out the forms with information the dealer could have obtained beforehand? The wait for the loaner car? And the wait at pickup time, both at the service desk and for the repaired car to be fetched?

When we restate the step list to break out the steps and expenditure of time as “wasted” vs. “value-creating,” we see something very interesting. More than 70 percent of the total time expended by the consumer in this case was “wasted” rather than “value-creating.”

Anyone observing the queues at the dealership could easily see the waste of time in waiting. And any dealer even casually analyzing this process could challenge the repairs that aren’t really repairs by installing a more robust, first-time-quality process. So why do these waits and wastes persist? The simplest answer—which we believe is almost universally true in consumption processes—is that providers ignore the customer’s value of time. They either don’t see it, or they choose to ignore it because they think that doing so saves them money. And as long as all providers think this way, and consumers fail to demand a better process, this logic goes unchallenged.

To help raise managers’ consciousness, we find it useful to enhance the consumption map by shading the fraction of value-creating time in each step. This consumption-time waste map (Many Steps, Mostly Waste) reveals activities that create value and those that do not.

The clear and simple message of the completed map—with only a small portion of the available space shaded to indicate value-creating activities—is that even simple consumption activities involve many steps and significant consumer time. And most of this time is wasted.



Consumption Steps: Value-Creating vs. Wasted Time



	Steps

	Value-creating time

	Wasted time




	1. Search for the best repair facility

	5 min.

	20 min.




	2. Make appointment with selected facility

	1 min.

	4 min.




	3. Drive vehicle to facility

	20 min.

	 



	4. Wait in queue, describe problems, and do paperwork

	5 min.

	10 min.




	5. Wait for loaner car and sign form

	1 min.

	9 min.




	6. Discuss problem with service staff and authorize repairs

	5 min.

	 



	7. Second call to say the car will not be ready until the next day

	 
	5 min.




	8. Fill out paperwork and wait for delivery of the car

	1 min.

	14 min.




	9. Drive vehicle home (and discover problem was not corrected)

	20 min.

	 



	10. Make appointment with same facility

	5 min.

	 



	11. Drive vehicle to facility

	 
	20 min.




	12. Wait in queue, describe problems, and do paperwork

	 
	15 min.




	13. Wait for loaner car and sign form

	 
	10 min.




	14. Discuss problem with service staff and authorize repairs

	 
	5 min.




	15. Fill out paperwork and wait for delivery of the car

	 
	15 min.




	16. Drive vehicle home

	 
	20 min.




	Total consumer time

	58 min. (28%)

	152 min. (72%)







Many Steps, Mostly Waste
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Perceptual Time vs. Clock Time

So far we have been listing steps and drawing maps as if time is time, and we all measure it the same way. But is this true?

Early in our careers, one of us worked on transport planning projects in which it was important to measure the value of the time saved for travelers by building a new highway or opening a new commuter rail line. This was the key benefit for the cost/benefit analysis used by governments to decide which projects were worth the investment.

Analysts of these projects learned a long time ago that in many instances, time is not time and that value cannot not be accurately estimated by simply using the clock. For example, time spent waiting for a commuter train late at night on a dark platform in a dangerous area is usually reported by travelers to be much longer than it actually is. By contrast, time spent in the train, reading or dozing while en route, is often reported to be shorter than it actually is. Therefore, shortening the frequency between trains or increasing the security of the waiting area was actually a better way to “save” time as perceived by the traveler than increasing the cruising speed of the train. Yet the latter step was typically advocated by public officials who were not themselves involved in the process of traveling.

Extending this concept to other consumption activities, like repairing your car, we can easily see that steps that seem unnecessary, such as waiting in lines, or with an uncertain outcome (“Will the appliance service man actually show up during the two hour window I’ve agreed to wait at home for him?”), seem to take longer and be more onerous than steps requiring the same amount of “clock” time that do seem to actually create value and where a successful result is assured. We call the former “hassle time,” or time that seems longer than it is. The successful consumption process always seeks to minimize this form of waste.

This insight gives us one final way to enhance our map, this time with the steps adjusted to take account of perceptual time as shown on the consumer’s face. The consumption experience map (Was My Experience Really that Bad?) on the next page illustrates the hassle level for the consumer.

What the consumer really wants and what providers should be offering is a much shorter map with all areas shaded and every face smiling. That’s the signature of lean consumption.

A World of Unpaid Work

You may think that fixing your car or successfully buying and installing a computer are irritating tasks, but that problems of this sort don’t happen very frequently. After all, products like cars actually are getting better, as we noted in the Preface, and surely computers will work better some day as soon as the industry matures.

Then, once you’ve had these latest problems solved, along with a few others on your list at the moment, everything should be fine and you can get on with what you really want to do. But this is rarely the case. New problems just keep popping up as quickly as you slay the old ones, like the plastic monsters in the arcade game that our kids smacked down with a mallet.

As it happens, this reality has been documented by a little-noticed cottage industry within the academic world that studies the use human beings make of their time.3 To categorize time use, studies conducted across the world have divided the 24 hours in our days into four categories: personal



Was My Experience Really that Bad?

[image: Image]



time (sleeping, dressing, personal hygiene, and eating), paid work, leisure, and—a wonderfully suggestive category—unpaid work.

Personal time is known to have been constant at about 540 minutes a day (or nine hours) for more than 200 years. And time expended on paid work has fallen steadily over many decades in the advanced economies, except for some senior executives and technical specialists.

The real contest for our time, as it turns out, is between leisure and unpaid work. Leisure is easy to define. It’s activities we enjoy and that we perform paid work in order to afford: sports and exercise, entertainment (including pastimes like hobbies and reading), travel for pleasure, and just sitting around relaxing, alone or with friends and family. But what is “unpaid work”? It is the bothersome tasks we don’t want to perform and aren’t paid to perform, but that are necessary to solve our daily problems and conduct our lives. This includes cleaning up, doing routine chores, and obtaining, installing, maintaining, and disposing of the goods and services we need.

Despite the introduction of labor-saving devices, and in many cases because of these labor-saving personal capital goods, unpaid work has been rising in advanced economies in recent years at the expense of leisure. The growth in unpaid work mostly involves the management of consumption—shopping trips, medical visits, bill paying and financial management, home repairs, motor vehicle maintenance. This is not only by the consumer for his or her personal needs, but in many cases on behalf of the consumer’s parents and children.

If the amount of unpaid work needed to operate our households and conduct our lives is rising and if this work is often stressful, what can managers in a wide range of organizations do to make it less time consuming and more satisfying? Even better, what can they do to make this a business opportunity that reduces their costs while increasing their customers’ satisfaction? To begin the escape from the world of unpaid work, we now need to go to the other side of the equation and look at the value-provision process.







Chapter 2
Learning to See Provision

At the end of a consumption walk, managers invariably want to sit down and think about the many questions that have been raised. But there is really no point without also looking at the matching provision process consisting of the steps the business takes to deal with the consumer. We need to see why consumption is so challenging for the consumer even as the provider expends large amounts of energy, frequently without much economic reward.

So after catching our breath, we need to take a second walk, now through the provision gemba for the same product to see what a firm is actually doing to serve its customers. We need to record all the steps taken and the amount of human effort expended by employees. As we do this we need to remember that this also is a provision experience for the managers and employees operating the process. How they feel about the process will have a major bearing on how well they do their jobs and how well they satisfy the customer.

As we walk, we will also want to identify the points of interconnection between the consumption and provision streams, where the consumer and the provider directly engage each other. These are often the points of greatest dissatisfaction for both consumers and employees.

Walking the Provider Gemba

In the case of Bob Scott’s car repair, the process started when the Service Desk received the call from Bob, heard about the problem, described the nature of the repair, and provided an estimated price. Next, Bob called back to schedule an appointment.

Then Bob brought the car to the dealer on the agreed day and time, which was a pleasant surprise to the dealer, since many customers booking service appointments in North America do not actually show up with their vehicle at the agreed time. This permitted the dealer’s Service Desk to take down all of the necessary information—remembering that this dealer had never seen this vehicle before and had no prior record to work from. The desk then wrote up the nature of the problem for the technicians in the Service Department.
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