Compare your work
with Conway's

Most of us work on the wrong
things for over 50% of our time,
ie, over half of our work is
wasted (Conway 1992).

onway based this statement on

analyses of work done on manufac-

turing companies in the industri-

alised world. The author has

shown that it is also applicable in
the livestock industry in an Arab culture
(Synnot 1994). However, there is lack of
documented evidence to its application in
the service industry in the rural sector in
Australia.

Thus, it was decided to analyse a 37
month period (1990-1993) on the activities
of a general manager in 2 large integrated
rural merchane using the definitions of
work as described by Conway (1968 &
1992).

The rural merchant had 7 branches in
northern NSW and 4 in southern and
central Queensland. It was manned by
around 90 staff (mostly graduates) and
with an annual turnover of approximately
$100 million. Its activities involve retailing,
wholesaling and distribution of agricultural
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categories

inputs like sced, fertiliser, herbicides, insec-
ricides, livestock products, general
merchandise, and so on.

In addition it provides value-added
services like grain trading, general agricul-
twral consultancy (includes recruiting for
overseas consulting), distribution of anhy-
drous ammonia and crop terms (on lending
working capital to select farmers) for
cotton growing, dry land farming (cereals,

Table 2: Definitions and categories of the general
manager's tasks in the organisation

canola, sunflowers etc), horticulure and
livestock production (including feedlots).

The general manager reports to a
managing director and a board of directors;
the GM is responsible for all aspects of the
company's operations including profitabil-
ity, cash flow, debtors, stock, margins,
business and staff development.

There is a lack of documented use of
Total Quality Management (TQM) in rural

Category Tosks

Volue-adding Mast meeting with lients {includes suppliers), some staff management mlms&
developing new projects.

\ Wostinler-bronch travel, some meetogs (e, sffand o
reports {boord and manogement), menngi with the bank, developing end up— y

;i fimees S WL S

developing business plans), monitoring ond evoluating mdvmnu of deeluﬂ
sections ond moststociokes.

Re-work Same lmvd (indudes mlsr-hun:m,dmug dslrmml dalmus, some mffund

ings, some ), upgroding
; - computer: !yiiun,sman&nmmlm matters & re-doing tasks ike sind:lnhs'

Unnecessary. Many meefings, most vislors, some Iravel, some siaff meefings & some reports. .

oy, g o, s s, o i, ik o beks.




Table 2: The average and monthly range of time spent
(%] on tasks over 37 months in 1990-1993 compared
with a typical organisation (Conway 1992)

Work Australian Rural Merchant
average. range (monthly)
min. max.
yolue-odding 05 1 7 21
* necessary 15 32 18 45
rework 0 18 7 27
 unnecessary 10 9 2 15
not working 5 vk 15 “

industries in Australia. One of the aims of
TQM is to evaluate work pracrices and
improve efficiency. First work needs to be
defined and categorised. Conway (1968 &
1992} in his description of TQM care-
gorises work into five headings: value-
adding, necessary work, rework,
unnecessary work and not working. The

formal definitions are:

. Value-adding: work that increases the
worth of a product or service to an
external customer, that is, adds value
from the external customer's viewpoint.

Y

. Necessary work: work which consists of
tasks thar need to be performed to keep
the organisation operating but has no

uch as

value to the external customer,

expense reports, travelling, ng tax

returns.

w

Re-work: necessary work but required
only because something was not done

propecly the first time.

-

. Unnecessary work: not value-adding; all
tasks which do not add value and are
not necessary for the operation of the
organisation.

. Not working but being paid: authorised
like holidays, vacations, illness, personal
time off, breaks and unauthorised like

s

waiting time, idle time and so on.

The monthly range depends on activities
like annual holidays.

The main reason for the higher percent-
ages under "necessary work” (see table 2)
is that the general manager's role was
The
company had experienced rapid expansion:

predominantly administrative.
a 12-fold growth in sales of approximately
$100 million over 10 years. Yet managerial
and administrative systems were unable to
handle the sales growth.

Most of the general manager's

me was
spent on managerial and administrative
improvement tasks. This involved consider-
able travelling to branches. For example,
over a three-week period the general
manager spent 85 hours travelling in the
car.

When comparing the results of the rural
merchant with Conway's typical organisa-
tion, the percentage under "unnecessary”
and "nat working” are similar. The high
percentage under "necessary work”
explains the lower percentage under
“value-added” and "rework".

It may be that Conway's results are
different for a company expericncing
explosive sales growth and in the rural
service sector.

However, it supports Conway's finding

that not enough managerial time is spent
on the productive matters as defined by
“valuc-adding” and “necessary work". Too

much is wasted on "rework”, "unnecessary
work* and "not working".

It has been claimed by Dr. lan Brammar
of the Australian Technology Transfer
Council (November 1986} that the vast
majority of westetn companies spend no
more than 5% of their processing time on
value-added activities; Toyota spends 50%
{Conway 1992).

Conway's work definitions help focus
on the way work is done and the relevant
importance of different tasks. It encourages
us to put more emphasis on "value-adding"
tasks and "necessary work” while reducing
the time spent on "rework”, “unnecessary
work" and "not working.” G
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