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The culture of knowledge management must come from
the C-suite to the production floor or office and hack up.

COMBAT
WASTE

CYNTHIA J, YOUNG

ombating wastes is valuable

for both the supplier and cus-

tomer since waste can nega-

tively affect either party, and

the removal of waste can pos-

itively support both. This article describes
the eight wastes of lean and suggests inte-
gration of knowledge management prac-
tices to combat wastes in service or manu-
facturing industries. These applications of
knowledge management require a culture
of knowledge management, where both
tacit and explicit knowledge is shared and
transferred. The culture of knowledge
management must come from the C-suite
to the production floor or office and back
up. All organizational personnel with expe-
rience or responsibility for a service, man-
ufacturing process, or project must in-
corporate knowledge management into
their daily activities to combat lean wastes.
Wastes occur in both the service and
manufacturing industries. Organizations

THE EIGHT

S OF LEAN

contend with these wastes daily, whether
addressing them head-on or through :
ancillary processes. The eight wastes of
lean are defects, overproduction, waiting,
non-utilized talent, transportation, inven-
tory, motion, and extra processing, also
called DOWNTIME. In 1998, Taiichi Ohno
designated seven wastes in manufacturing.’
Jeffrey Liker included non-utilized talent
— understood as unused employee creativity
— as the eighth waste.? According to Liker,
“wasting human creativity is the most
important waste.”® These wastes apply both
in a physical or contractual sense and in
an economic sense of dollar value in the
mind of the customer and organization.
Knowledge management is more than
just finding a location for knowledge, : |
whether physically or in the cloud. Crucially, : ‘
knowledge must be shared and transferred :
to be useful as part of a culture of knowledge :
management. The knowledge gained through
experience is not useful if it is captured
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and stored away. Therefore, organizations
must enact a culture of shared knowledge.
There is value in incorporating explicit and
tacit knowledge-sharing and transfer
practices to add value and remove wastes
from both service and manufacturing indus-
tries. The acquisition of this knowledge
through interviewing, observing, brain-
storming, or even storytelling can support
and establish a knowledge-based culture.*

Knowledge management must occur
throughout a project or process from
planning through closeout and not just as
bookends. Knowledge acquisition occurs
throughout a project or process and therefore
is most useful when shared throughout.
Value stream mapping is considered the
most widely used tool in lean, but purposeful
incorporation of knowledge management
can support the entire organization in com-
bating waste.® In this regard, lessons-learned
events or after-action reports are helpful.
When an organization has projects and
processes working side by side, various
wastes will occur that the team could mini-
mize or avoid altogether through purposeful
knowledge management.

The following is an overview of the eight

. wastes and easily implemented organiza-
: tional practices to combat waste using

knowledge management.

Defects

Defects are imperfections with a product
or problems with a service. For instance,
faults or errors can occur through the mis-
management of hand tools and machinery.
Leadership must ensure that each team
has enough scheduled time to perform
quality checks on deliverables and that
each team has the correct composition of
human resources to meet deadlines. Addi-
tionally, teams may cause defects because
they lack knowledge on the specific require-
ments of plans.

Solutions may exist to prevent defects,
but organizational leadership may not know
about them. Accessible records of previous
problems and their solutions can support
risk reduction or risk mitigation. Managers
who have experienced problems in their
departments may be able to prevent repeated
defects throughout the project and not just
at the end of the project. Therefore, managers
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should support defect mitigation at the
beginning of the project instead of losing

time and money by repairing defects at the
end.

Overproduction

In the manufacturing industry, overpro-
duction of products requires additional
storage space due to more products being
manufactured than needed to meet demand.
In the service industry, overproduction
results in extra time that managers must
spend juggling additional paperwork or
meeting to address overproduction. An
example of overproduction in the food in-
dustry is the growing of crops that are not
able to be harvested, sold, or consumed
before spoiling.® Accordingly, suppliers
need to determine how they will address
the overages.

Sharing tacit knowledge from previous
project managers of similar projects can
help prevent these kinds of overages from
occurring. For example, sharing previous
production schedules that did not resultin
overproduction can provide cost and time
savings. This promotes better quality because
the organization no longer has to address
the overages later. These optimal production
schedules should be retained as explicit
knowledge and provided to future teams.

Waiting

Many conditions cause waiting to occur in
a process. For example, one of these con-
ditions is “analysis paralysis.” This can occur
when a manager is afraid to make a decision.
Waiting causes delays, missed deadlines, or
decreased forward movement. In general,
whether the people affected are customers,
workers, or executives, individuals do not
respond well to waiting. Waiting in a process
should be expected, but when decisionsare
delayed or not made at all because of fear
about making the wrong decision or not
having enough information to confidently
make the right decision, the process can
come to a halt altogether.

Sharing knowledge with all personnel
involved in a given process may prevent
future delays. A manager who lacks the req-
uisite expertise to move forward with the
process should conduct a process review
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or request a team briefing to aid effective
decision-making. Also, converting tacit
knowledge to explicit knowledge and making
the results accessible to everyone in the
organization can reduce wait times as well.

Non-utilized talent

Non-utilized talent becomes an issue when
there is no process in place to recognize
talent within an organization. Even when
leadership identifies organizational expertise,
thisknowledge may be unknown to others.
In most organizations, human resource
departments are the primary keepers of this
relational knowledge. But, as Liker stated,
“The Toyota Way is to recognize the potential
of people and then develop them.”” Managers
cannot develop potential if they are missing
thisinformation. Thus, because they cannot
visualize the relationship between different
knowledge, skills, and abilities (KSAs),
managers can miss the opportunity to en-
hance employee potential.

To recognize non-utilized talent, orga-
nizations should consider using a database
of employee KSAs. Liker wrote that the data-
base should be a starting point for initially
identifying candidates and background
data.®When hiring managers hire personnel
for specific skills or abilities required for
jobs, unrealized talent can be missed and
becomes non-utilized. When organizations
have a database of KSAs, leadership can
take advantage of in-house expertise and
support internal growth and knowledge-
sharing. As a result, hiring managers may
not have to hireadditional personnel if they
review the KSA database regularly and find
sufficient in-house talent.

Transportation

depending on the vessel’s configuration.
The ship can use the helicopters to support
surveillance missions, replenish supplies,
provide mail service, and transport person-
nel. Prioritizing helicopter movements, main-
tenance, and missions requires all depart-
ments to deconflict tasking. The ship should
deconflict tasking daily. Schedule decon-
fliction must include sharing knowledge
between departments to aid coordination.
After coordination, other commands may
use the helicopters to support their missions
or resolve emergencies. The bottom line is
that transportation is messy. Integrating
scheduling across stakeholders and depart-
ments is crucial to ensure seamless trans-
portation throughout an organization’s
projects and processes.

Inventory

Inventory is an outcome of an organization’s
supply process. Problems occur when there
is a lack of flow in the supply process or a
fear that the organization will not have a
part when needed.® Some companies want
the security of having products on the
shelves just in case the need arises, while
other companies lack storage space or funds
to cover warehousing, so they work under
the just-in-time method and order supplies
as needed. When an organization orders
too many supplies or retains additional
products due to fear of running out, the
organization must devise a plan to counter
excessive inventory. The resulting problems
may include additional storage costs or the

‘inability to store other supplies.

Organizations should examine their
supply history to get on-the-ground knowl-
edge of part utilization. They should also
review order history to gain knowledge

about past purchasing patterns. If con-
structing a new location for warehouse
inventory, organizational leaders need
to use explicit data of prior inventory
requirements or coordinate with some-
one experienced who can share best
practices before finalizing the structure.
Organizations that store superfluous supplies
should consider hiring logisticians with the
experience to implement a just-in-time
inventory environment. Once this is in place,
there should be a workflow to determine
inventory management under various cir-

NON-UTILIZED
TALENT BECOMES AN
ISSUE WHEN THERE IS

Transportation involves movement, includ-
ing people, products, and all types of com-
munication. Managers responsible for trans-
portation tasking and resourcing may review
resources based on the number of total
transportation assets. Understanding the
totality of assets is necessary, and often it
is beneficial to view transportation through
a scheduling lens.

Transport schedule integration can help
reduce waste. For example, a naval destroyer
may have one or two helicopters embarked,

NO PROCESS IN
PLACE TO RECOGNIZE
TALENT WITHIN AN
ORGANIZATION.
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cumstances. The management team then
communicates different workflows and pro-
vides training for organizational stability.

Motion

Motion is moving from here to there and
reflects the movement of a person ora pro-
cess. Extra motion in a process delays the
accomplishment of a task or decision. An
outside-the-lifelines view of the process
and knowledge of proven practices can
reduce motion without bias.

Questions must be asked, such as, why
is the action necessary for the process, and
why does the customer or organization need
the movement? Has there been a gemba walk
of the process? What observations of the
process can contribute to the knowledge
of those involved and bring new under-
standing to problem areas? Organizations
must ensure that the knowledge gained
from answering these questions is docu-
mented and distributed to those who have
access to organizational workflows.

Extra processing

Extra processing occurs when total perfec-
tion is prioritized rather than simply meeting
the requirement. This can lead to an inef-
ficient process by the team and may be due
to poor handoffs; translation; and missing,
inaccurate, or irrelevant information.1
When an organization excessively processes
a product or service, they take on the risk
of expanding the scope, extending time,
and increasing costs. Neither the organiza-
tion nor the customer desires extra process-
ing if the benefits do not outweigh the costs.

Extra processing also occurs during man-
agement of a service or creation of a product.
When project managers are missing knowl-
edge of processes, policies, and expectations,
they will be unable to effectively find a
solution to mitigate extra processing.
Methods to avoid additional processing
could have been developed in the past, but
management may not have shared this infor-
mation with parallel teams. In order to
prevent extra processing, an organization
should consider using tollgate reviews at
cach stage of the project and during handoffs
between team members. Similarly to com-
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bating overproduction, this would provide
opportunities for teams to review the process
and incorporate in-process corrections
immediately rather than at the end when
schedules and costs would likely increase
due to rework.

Conclusion

Purposeful knowledge management is a
critical component of successful service
and manufacturing organizations. When
organizations share and transfer tacit and
explicitknowledge, the entire organization
and customers benefit. Educating and
utilizing knowledge management practices
empowers a workforce to hold in-process
reviews and make the associated in-process
corrections on the work floor. Thus, the
organization and the customers save both
money and time. These savings would also
make the customer more likely to come
back to the organization for future and
more complex work. The bottom line is that
when an organization is able to combat lean
waste using knowledge management, effi-
ciencies increase, which makes for a stronger
organization, a happier customer, and a
better-functioning team. M
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