











The drug had a dramatic and positive impact on patients’ lives, and
demand for it was increasing rapidly. It appeared that we couldn’t
make enough to meet the huge new demand.

Then I showed them the results of the real-life project and how they
had been achieved. The team had vsed Six Sigma methodologies to
improve the yield by two-thirds. Building a plant to achieve that same
yield would have cost $80 million, and it would have taken another
year and a half, maybe, to do it. The impact of this single project on the
business was tremendous. As this product was for people with cancer,
it had a huge effect on their quality of life. This team’s impact was
tremendous because it allowed us to supply a life-altering product that
we wouldn’t have been able to supply otherwise. We showed them that
it’s not just about business, it’s about people.

We used that example and we used a couple of others like it. And at
the end of the presentation, our vice chairman asked, “Given people
with these types of skills, what are you doing to make sure that our lead-
ers use them right?” That was a fundamental question that hit right at it
and showed they got it. Our leaders realized that we now had a capabil-
ity that we didn’t have before. It was their responsibility to make sure
that we used it properly. Just a couple of months later, our chairman
came out with his Imperatives for the decade, of which Process Excel-
lence was one. I'm convinced that was a pivotal point for us.

Q: Would you say that there were parallel initiatives going on to
Process Excellence at the same time within the organization, or
would you say that that was the one key thing that Johnson & John-
son was driving at the time?

A We’ve had a number of things that have gone on in improvement.
When it comes to quality, although we’ve been decentralized, THE SIG-
NATURE OF QUALITY® was a common standard and a common
approach. Beyond that, our approach to business improvement was as
diverse as our many business units. We did substantial work on business
reengineering through the early 1990s. We improved efficiency, reduced
cycle times, built common systems, and simplified processes. We used
some of the same tools included in Six Sigma, but it wasn’t Six Sigma.
More recently, using the Internet to enable our processes has also been a
big catalyst for improvement.

Our challenge has been to move from the shotgun improvement
approaches to a common approach and language. Process Excellence
is our common approach. It includes Six Sigma, Lean Thinking, and
Design Excellence as well as causal dashboards. This is our best-
practice approach to improvement with a common language across our
decentralized corporation.



Q: What are you doing in terms of measuring the progress of the
deployment, and what has been done in making sure that knowledge
is shared between projects?

A We've done a few things. As far as deployment, we looked at what
causes the right type of outcome. So we created dashboards of business
results in key process arecas. We started in the operations and supply
chain areas, but then we’ve expanded into the new product development
and sales and marketing. Our first look has been at our dashboard mea-
sures at a business level with the belief that if you’re doing improvement
projects, eventually those high-level measures will be moved. The next
thing we’ve done is track improvement project financial results. When
you get cash that’s been saved by reducing inventory or outstanding
receivables, or money that’s been saved by reducing costs or by being
able to sell product that you’d never have been able to sell before with-
out these improvements, that’s real money.

We also have deployment metrics that were built based on causal
thinking. Have your leadership teams been educated about and gone
through the basic training for Process Excellence and Six Sigma? Do
you have business leaders who are Process Excellence leaders? Do
they use a process to select a project, to review their projects? How
many Black Belts and Green Belts have they educated? How many
have been certified? Those are deployment metrics that we captured.
Sometimes we were asked, “Gee, if all you want is a lot of Black Belts
or Green Belts, we can train a lot of Black Belts or Green Belts, is that
what you want?” Clearly not. We want results. That’s why we’ve
emphasized balance in looking at our outcomes, seeing what’s hap-
pening in our process metrics, as well as the financial outcomes, and
then asking what our leaders are doing and tracking some measures of
that, as well as looking at what our experts are doing.

Q: In terms of your rollout, looking back now, are there some
things that you would suggest to other leaders, or things that you
might do differently going into it?

A: Yes, probably. We probably should have made organizational
changes earlier, like adding Process Excellence leaders, organizing
councils that tie in leaders within the business to select and review proj-
ects, and so on. We were trying to be aware of what was going on and
what would work in Johnson & Johnson, and we wanted to gain a little
experience before we said, “Everybody do it this way.” I think we prob-
ably would have gone a little bit faster had we gotten some of those
structural changes done earlier. They require leaders in a business to put
their money where their mouth is because they’ve got to fund some of
these things. By funding it, you’ll want to get results out of it faster, and
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that would probably have helped us to get there faster. So that’s one thing
that we should have done.

The next is related to how we tried to bring Six Sigma together with
Lean Thinking. We’re convinced that they’re very complementary.
While we had several pilot locations that were deploying both Six
Sigma and Lean Thinking, we could have moved faster to incorporate
learning into leadership and expert training that was available across
the corporation.

Finally, our approach has been to launch with the supply chain
processes and move from there into other process areas. The upside is
the supply chain was fertile ground. The downside is sometimes peo-
ple think you can’t really apply it to research and development or mar-
keting or other areas. If there had been a way to be able to launch
more broadly, it would have been wonderful. We didn’t have a way at.
the time. We went supply chain because we knew that’s where we
would get value and that’s where people were interested. The other
places at that moment weren’t. Now, there are many more examples of
success in R&D and in sales and marketing processes, not just supply
chain. I think you want to go more broadly, not just focus on one
process area.

Q: Johnson & Johnson was really one of the early adopters of Six
Sigma. How did you know it was the right time for the organization
to really go after that?

A: We had been looking for a couple of years for powerful ways to
make our improvement effort more effective. We were looking for
process measures leading ultimately to what you want to do in the mar-
ketplace, to financial results. We had a pretty good tool in THE SIGNA-
TURE OF QUALITY®, our Baldrige-based assessment tool. We were
starting to tie in dashboards or balanced scorecards, but it wasn’t quite as
explicit as what we have now in Six Sigma. There was causal thinking,
but it wasn’t quite as crisp and clean. And we saw that it was all really
starting to work and to capture attention. But then each business unit
would use its own approach to make its improvements. However, so
much of our work now is regional or global that we can’t afford to have
different improvement approaches and language across the corporation.
So we had been looking for a way to be able to leverage these founda-
tions and bring it all together. The concept we saw with Six Sigma was
right. Dr. Paul Janssen, who started our Janssen Pharmaceuticals, would
always talk about the importance of the prepared mind with his scien-
tists. He said that as a scientist, you want to have a prepared mind so that
when a good idea comes around, you recognize it as a good idea. We
actually had the prepared mind for Six Sigma. So when we saw what
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was happening at Allied and GE, we said, that’s exactly what we’re look-
ing for. We were ready.

Q: When you think about the role of the leader in Six Sigma, what
are some of the things that you would say that leaders just can’t del-
egate, that they really have to take onto themselves?

A: One of the challenges of leaders is setting vision and strategy and
putting the resources behind them, because strategy without resources is
empty. So as leaders, you can’t delegate letting the organization know
just how important this is to your mission being accomplished.

The next thing that you really can’t delegate is making sure that the
metrics you use support what you’re doing for your improvement. You
need to make sure that you’ve got dashboards linked to your business
strategy, so that people within the organization know what they’re
doing to cause that ultimate outcome that you as a leader have set
before them, the overall vision. Leaders really have to be able to create
that visibility in the organization of the ultimate outcome and the
measurement systems. Then once you’ve got that measurement sys-
tem, you can’t just hope the rest is going to happen. You’ve got to be
interested in it. How are we going to, as an organization, make sure that
we’re devoting resources to get that improvement done?

The role of the leaders is to get the vision out, the mission out, the
right measurement systems so as to understand what’s happening and
to be able to focus the activities of the organization, and then follow
up to make sure it’s getting done. That’s what links leaders to capable
improvement experts; the two of them together really can get a lot
done. But if you sever that, then the improvement people either won’t
be working on the right things or won’t have the resources because
the leaders won’t give it to them. If you sever that link, then the ini-
tiative will die and the leaders won’t get the improvement they need
to get there.

Q: Did you find that Six Sigma and Process Excellence actually
improved the leadership talent pool at Johnson & Johnson? And
when you were going into it, did you think that it would help?

A:In 1996, we launched our Standards of Leadership. They were
developed by our leaders around the world as a guideline to say what’s
important to them. And the core of the Standards of Leadership is our
Credo values. Circling the core and also at the center are business results.
In other words, leaders must practice our Credo values and are expected
to deliver results. Circling the values and business results are five group-
ings of behaviors that Johnson & Johnson leaders really need to be good
at to be able to live up to our values and get the results. Those areas are
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customer and market focus, organization and people development, inno-
vation, mastering complexity, and interdependent partnering.
Six Sigma and Process Excellence really help in all those areas:

* There is a huge focus on the customer, obviously.

* They have areal neat way of helping you as you lead people, because
you’re helping to develop people, to give them new capabilities, to
be successful and rewarding them after they’ve been successful.

» Improvements of 5 percent are no longer enough. Why not go for
80 percent reduction in defects or tenfold improvements? Those
are breakthroughs. And breakthroughs require innovation.

* There is so much data, but what can you believe? Process Excel-
lence and Six Sigma help the leader master the complexity of cau-
sation and data to understand what is really going to drive the result
that is wanted.

* When you look at interdependent partnering, part of our challenge
is having so many decentralized companies, but we’re finding that
we have to work more and more together. We're finding with our
Six Sigma effort that when we solve a problem in one part of the
world, we’re starting to get ways to be able to share that informa-
tion so that other parts of the world can see it, learn from it, and
solve that problem a little bit more quickly. We’re using web-based
solutions to do this, tying it in with our Internet initiative, We have
project tracking that we do pretty routinely. We have web-based
tools that help us move through the methodology, both from a
teaching standpoint and for keeping on track. We have web-based
tools for sharing knowledge in a variety of ways, not just on a proj-
ect basis but as a knowledge base for asking questions about the
business and getting answers from different parts of the world. Plus
we’re building a structure to link Process Excellence leaders
through the world that have the same community of interests and
practices to make sure that they share best practices globally.

Q: Were there some memorable symbolic actions that you feel the
leaders took that really helped Process Excellence and Six Sigma?

“A: Well, the key symbolic act was making Process Excellence one of
the four key Imperatives of the decade. Another symbolic act was that
our executive committee went through a couple of days of training on
Six Sigma well before we required it of all our businesses. They under-
stood the methodology at a higher level, causal thinking, some statistical
methods, and ways to look at things that would be useful for them. The
third symbolic act is that our executive committee agreed, on a semi-
annual basis, to review the dashboards that we developed as part of a
high-level outcome measure. So they would review our improvements on
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these high-level dashboard metrics, as well as what our financial returns
and deployment metrics were. That was something they hadn’t done on
that level of review before.

Q: Do you have advice for other leaders concerning the personal
challenges that undertaking Six Sigma might bring for them?

A Yes, the first thing in any of these cases is that, as a leader, when
there’s something out there like Six Sigma, we have a responsibility to
understand whether it can help us in our business. There are many things
out there calling for our attention. But we’ve told our leaders that one of
their key roles is to understand this well enough so they can see how
powerful it is and become committed to it. The belief is that once they
do, they’ll understand its power, and that pretty much takes over. So as a
leader, ensure you understand it, and make sure that’s done early and
fast. It’s personal education, and then look toward the education of your
leadership team.

Then the next advice, really, is about how to get it started. You've
got to assign responsibility and resources and follow up. Ultimately,
it’s going to come down to the importance leaders place toward
improving their organization, because Six Sigma will bring results. If
it’s still a question for somebody, then they just haven’t bothered to
look around because it’s everywhere now. It’s across every process.
I’ve seen Six Sigma have a significant impact on sales and marketing.
It’s newer in research and development, but we’re seeing great results
in those areas in our company and other companies. With Six Sigma or
Process Excellence being so valuable, we have to ensure it gets exe-
cuted well. Successful leaders know how to launch leadership initia-
tives. This is no different. Find a way to make it happen.

Q: Would you say that Six Sigma or Process Excellence has been
one of the most successful quality initiatives that Johnson & John-
son has ever taken on? Do you think it has coalesced the organiza-
tion around a common theme, like never before?

A Process Excellence has been, I think, one of the most successful
quality initiatives we’ve ever taken on. While this is a big corporation
that has a lot of things going on that are important, Six Sigma has given
quality a life and a purpose and an impact on the day-to-day business
that surpasses what we had before. That’s been very valuable.

QQ: What would you like to see happen over the next two or three
years with Process Excellence?

Az T would love to see it continue to grow and expand to every outpost
within Johnson & Johnson. I would like to see it become the language of
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improvement within Johnson & Johnson, and I think that’s something
that time and emphasis will help us get to. I would like to see it help us
meet our business targets and surpass them for both top-line and bottom-
line growth. I’d like to see it help us meet our responsibilities to our cus-
tomers and to regulatory bodies around the world, so that the products
and services that we make are flawless or virtually flawless . . . that we
use it as a way to complement our efforts from the regulatory standpoint
and we live up to our regulatory responsibilities around the world . . . that
it helps us live up to our environmental responsibilities, both regulatory
and just doing what’s right around the world, as a corporation and as a
global citizen. I'd like to see Process Excellence help our leaders become
extremely focused on results. I'd like to see them use facts and measure-
ments very wisely to help them provide direction in the organizations and
to help them ensure that we get these fantastic business results. I'd like to
see it help employees throughout Johnson & Johnson find ways that they
can be successful, so that there isn’t a problem that they feel that they
can’t solve, where they can use the input, not only the methodologies, but
the leadership system, to be able to benefit not only the company, but also
themselves through the thrill and the exhilaration of achievement, of hav-
ing solved things that people before them haven’t been able to solve.
That’s a wonderful thing. When you do that, then our customers end up
with products that are far better than they’ve ever had. Employees have
far more opportunity and satisfaction. The local community is better off
because we're leading, we’re going well beyond our compliance to local
regulations, and we’re pleasing our shareowners too. That’s what I would
like to see, and I think Process Excellence can play a substantial role in
helping us do that.

Copyright © 2003 by Rath & Strong. All rights reserved. Published by John Wiley & Sons, Inc.



rodd.welch
Text Box
Copyright © 2003 by Rath & Strong.  All rights reserved. Published by John Wiley & Sons, Inc.




