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the burdens of management and employees will continually
develop further. Management will however have to "endure"
delegating part of the responsibility, a factor which is often
underestimated in the experience of the consultants.
A problem-solving culture in organizations
Knowledge and the daily application of problem-solving
techniques will play key roles. 80 % of the top managers in
the baking industry interviewed declared that a problemsolving culture within the improvement pro gram will play
the leading part (see fig. 2). "Here it is crucial," according to
a leading biscuit producer, "that as many employees in the
company as possible are involved in problem-solving on a
daily basis." By maste ring basic problem-solving techniques,
every employee must be in a position to analyze the root
causes of problems and to rectify them. By solving root
problems the "fire-fighting operations" decrease, management responsibility is reduced, processes simplified and the
success will be apparent to each ernployee," Employees must
sense that they improve their daily work with structured
problem-solving. It is crucial here to begin with those problems which reoccur and which can also be solved with relatively simple methods. At this stage the level of savings
should be secondary. BFC distinguishes between three different levels of problem-solving depending on the complexity of the problem and the type of problem to which they can
be applied. "Problern-solving techniques should not only be
limited to the production," as Bausch knows from his own
experience, "but rather involve all areas in applying the solutions to achieve areal competitive advantage."
The fifth building block in BFC's Improvement Management
comprises common optimisation using process mapping. A
culture of personal responsibility and entrepreneurship
emerges through process optimisation. Error-free information
and material, at the right time and of the right amount, to the
right person: those are the criteria for world-class processes to
be achieved in four steps. Increased motivation and improvement of employee abilities are almost by-products along with
areduction in non-value adding activities of almost 40 %.
As a first step, each employee learns how to best organize
his/her workplace. Step two involves defining and improving
department-intern
processes communally. Step three addresses interdepartmental processes with process mapping,
identification of problems and the evaluation of costs and
benefits. Internal and/or external benchmarking takes pl ace
in step four.
Obstacles to implementation
Implernenting a culture of this kind within an organiszation
requires staying power on the part of management (see fig. 3).
70 % of managers in the baking industry indicate that the lack
of persistence on the part of management presents an obstacle
to the introduction of improvement programs. The reason is
often overload from day-to-day events (66 % of respondents).
The third hurdle with 67 % is regarded as being the lack of
leadership at certain levels. It is therefore important to adopt
an all-round concept of which management is entirely con-
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Obstacles in the implementation

of the improvement processes

vinced and the practical application of which has already
been tested. Businesses should begin on one selected Production line or in one administrative department to avoid
overstraining the organization with an excessive number of
priorities. Positive results from this introduction facilitate
the continuation of the improvement initiatives elsewhere.
While such improvement programs have already been implemented for years now, above all in American organizations,
the German baking industry has its difficulties with this
business culture, despite the fact that 70 % of the top managers
interviewed see it as representing the future and being of
long-term competitive advantage. +++
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