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s business school worth it?  

 

That’s a question that dogs nearly every 

potential business school applicant at one 

point or another.  

 

They crunch the numbers and weigh the cost 

of tuition and time spent in the classroom 

versus the potential benefits of having a 

degree attached to their name. For some, 

business school presents opportunities for 

further career advancement. For others, it 

monopolizes energy that could have been 

better spent on the next great startup.  

But is it a relevant question? Perhaps 

applicants should ask themselves whether a 

business school education is useful?  

 

That’s an entirely different discussion 

altogether.  

 

Those potential applicants expect that an 

accredited business school will provide a 

meaningful education. This is generally a 
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false assumption. Why? There may be 

several reasons. 

 Educators’ comfort in their tenure. 

 “Drive-by” or surface examination of 

industry/business practices. The 

academic approach gleans enough to 

appear to be cutting edge, but the 

educators never fundamentally change 

their subject matter. 

 National and international accreditation 

for business schools allows schools to 

tout their excellence to standards that 

bear little resemblance to world-class 

operations. 

 Analysis or “rigor and relevance” is an 

inbred, redundant internal review 

process fraught with professional 

deference and little substance. 

 Professorial independence (i.e., tenure) 

prevents/protects professors from the 

true collaboration necessary to reform 

business school deliverables. 

The unfortunate outcome is that students 

will spend $100,000 to $200,000 and 

countless hours studying for knowledge that 

will not properly prepare them for effective 

business development. The misconception 

exists that school is cutting-edge. The truth 

in most cases is that business academic 

programs generally lag by decades in 

industry knowledge. This is a sad 

realization. 

 

We all know that the world of business — 

and particularly the world of manufacturing 

— is changing rapidly. Longstanding 

precepts that were once thought to be 

universal are being challenged. A new 

emphasis on effective process is demanding 

creative thinking, new business models and 

a willingness to abandon institutional ideas. 

 

It is becoming increasingly clear that both 

undergraduate studies in business and 
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business schools themselves have not 

adjusted to this new reality. Academia is 

structured so that tenured professors can 

spend decades teaching the same obsolete 

curriculum.  

 

For many, having a business degree is still 

worth the cost of admission. However, it is 

important for them to remember that there 

are many crucial process and leadership 

lessons that business schools simply don’t 

teach. 

 

At Daman, we are well aware of this 

education gap. Nothing in our culture or 

education prepared us for our changed way 

of operating our business. Yet, we had to be 

open to dissolving time-honored thoughts 

about business and most of our formal 

business education.  

 

For many years after our founding, we 

struggled to develop the best business model 

for our company. Though we were not born 

with a lean, continuous improvement 

mentality, our embracing continuous 

improvement methodologies allowed us to 

make major changes and reconsider many of 

the old ways of doing business.  

 

In our world, nothing is valid until proven 

so. As a result we have: 

 substantially eliminated time-wasting 

meetings,  

 eliminated forecasting,  

 automated operational purchasing,  

 eliminated tool rooms,  

 dramatically shifted accountability in 

design allowing us to eliminate oversight 

checking, 

 eliminated the traditional manufacturing 

management structure,  

 radically redefined notions of cost 

accounting and ROI to facilitate free 

flow of creative ideas, and 

 reduced reporting to only what is needed 

to operate with visual cues. 

 

Daman’s process was fundamentally changed in 1997, and has 

been evolving through continuous improvement ever since. Lean 

process mapping was rediscovered by James Womack in the early 

90’s. Sadly, industry is still in the early adopter phase with too few 

companies wanting to take the risk. The reason as we see it… 

 
 It is easier to dance with the devil you know. 

 Ownership ego/fear. Our methodology requires that ownership focus on 

process and give up perceived control of the organization. The truth is that you 

are only giving up the illusion of control. 

 Fear of resistance from the rank and file. 

 Schools don’t emphasis Lean Thinking 
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What we’ve found is that business schools 

do not teach many of the lessons that are 

crucial in today’s manufacturing world. In 

this white paper, we will discuss several 

common misconceptions that are taught at 

business schools, and the solutions we have 

identified. 

 

Forecasting Is Obsolete 

 

ithout adequate product 

forecasting, how can any 

business understand how many 

components it needs to manufacture? 

Admittedly, this is a question we initially 

asked. For many firms, the use of 

forecasting is a no-brainer. However, at 

Daman we’ve found that this classic 

business school lesson is a false means of 

understanding the future that will lead to 

unacceptable levels of inefficiency. 

 

When forecasting, there is a natural bias to 

inflate numbers to theoretically reduce costs 

and to reduce chaos through fewer set-up 

changes.  The result is inflated production 

run quantities occupying machine time and 

labor, building product that has not been 

ordered, and tying up machines and people 

that could be producing other products that 

are in demand by the market.  Consequently, 

longer lead times and chaos is generated at 

the manufacturer level.  Distributors 

compensate by ordering more inventory than 

they would otherwise need, further inflating 

artificial demand on manufacturers.   

 

To further complicate the process, 

forecasting formulas are based on past 

demand. It is highly common (we can’t over 

emphasize this enough) for production 

forecasting to generate large production runs 

while orders are slowing prior to a recession.  

This phenomenon is known as the 

“inventory bullwhip effect.” Conversely, 

coming out of a recession, forecasting 

typically fails to predict increased demand 

W 

Forecasting is false means of 

understanding the future that 

can actually lead to 

unacceptable levels of 

inefficiency. 
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due to its backward looking bias. And this is 

the process taught in the vast majority of 

business schools, in spite of proven 

processes in industry that are profoundly 

more effective.   

 

Wouldn’t it be superior to build a system 

that is highly adaptable and naturally flexes 

with demand?  Simply put, this concept is 

the essence of lean/continuous improvement 

thinking. 

 

As a practical example, at Daman, when we 

used to forecast demand for our standard 

and custom manifolds, we would use this 

data to generate production orders for 

batches of product that moved through the 

shop in a linear batch fashion. Our 

additional emphasis on traditional 

purchasing ended up pitting vendors against 

each other as they sought to lower their costs 

for higher volumes. All of this activity 

rooted in driving costs down, in fact 

introduced chaos into the process . Instead 

of creating an ideal laminar flow, we had 

created turbulent flow. 

 

As a result, customers would call, 

wondering where their orders were, forcing 

our foreman to disrupt our process further 

by pulling products off the line and creating 

unofficial schedules for completion. 

 

No matter what we tried, the system was 

still inefficient. The frustration levels and 

timing were perfect for us to embrace a lean 

expert, even though we had little idea of 

where this would lead. At the heart of the 

“fix” was the elimination of forecasting. In 

its place, we implemented a pull inventory 

system. However, simply changing our 

inventory process would have been 
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disastrous without also reorganizing the 

operational processes necessary to support 

the pull system. And make no mistake, the 

redesigned process did not resemble what 

was, and still is, taught in business 

programs. 

 

In business school, the linear assembly line 

is supposed to be the most efficient way to 

create a product, and firms are expected to 

lower their production costs through 

economies of scale, by producing higher and 

higher volumes to optimize an “ideal” push 

inventory system.  

 

However, at Daman we have managed to 

reach higher levels of effectiveness at lower 

volumes while eliminating “hidden” costs, 

hiding in plain sight as taught.. Our 

manufacturing accuracy rating is 99.74 

percent, and our on-time delivery rating is 

99.09 percent. We have dramatically 

achieved more effectiveness by reducing lot 

sizes, and eliminating forecasting and cost 

accounting --seemingly counterintuitive and 

inconceivable to our academic brothers. 

 

The entire act of forecasting is a massive 

waste as an activity and is lethal to effective 

operations. It’s better to build an adaptive, 

opportunistic, agile organization that more 

easily captures opportunity as it presents 

itself.  

 

Manage Processes, Support People 

 

usiness schools warn students about 

the dangers of micromanagement. 

However, they’re less adept at 

noting the problems with hierarchical, 

command and control, conventional 

management.  

 

Even when they aren’t trying to control 

every employee’s movements, supervisors 

tend to spend wasteful, inordinate amounts 

of time attempting to squeeze additional 

efficiency out of their workforce, either 

B 

Supervisors tend to spend a 

wasteful inordinate amount of 

time managing people; they 

should be managing the 

process. 
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through a pay-for-performance system or 

some other incentive. They operate under 

the mistaken belief that this speeds up the 

manufacturing process. 

 

While this may seem like a common-sense 

business strategy, the end result is too much 

control from upper management that stifles 

creative thinking on the part of the line 

workers. The truth is that once a firm has 

embraced lean manufacturing, the level of 

management required is far less than what is 

needed at a traditional manufacturing firm.  

 

At Daman, we rely on cells for our daily 

operations. Unlike in a standard assembly 

line, these cells are self-contained and retain 

a high degree of autonomy. Though they are 

responsible for some redundant functions to 

ensure reliability, each cell primarily 

handles tasks that make sense within the 

particular cell. This allows each cell leader 

to innovate and share these ideas with other 

cells, when appropriate. An overbearing, 

micromanaging management team is not 

necessary to solve the issues that may arise 

on the shop floor. 

 

Cultivate Trust, Not Fear 

 

hen employees are afraid to try 

new things, they won’t. It’s as 

simple as that.  

 

Unfortunately, this often means that 

manufacturing firms stagnate, due to a lack 

of creative solutions that are achieved when 

employees take pride in their culture. 

In addition to our cellular systems, another 

major factor that contributes to our success 

is our culture of trust. This is an essential 

element of any effective operation, one 

which we built slowly as employees learned 

to trust that their leaders were aligned with 

valid market-driven company goals and 

were committed to supporting all employees 

in meeting those goals. We don’t want to 

scare our employees into keeping their heads 

down and doing the bare minimum 

necessary to complete the job. We trust them 

to use the tools and the money they have 

available to continuously improve the 

workplace — and they deliver. 

 

We will regularly complete improvement 

projects that employees believe will allow 

them to be more productive. Generally, 

these occur due to their own initiative. Once, 

our cell team took the time to reorganize the 

work area, and in the process had a 1’ x 

30’channel sawed in our 12 inch thick floor 

because it facilitated an improvement idea. 

They had an idea that would allow the 

manufacturing floor to operate more 

efficiently, and they felt comfortable sawing 

through the floor without asking for 

permission. 

 

W 
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The concept of trusting your employees to 

take such initiatives is foreign to most 

business schools and companies. Traditional 

cost accounting practices dictate that firms 

calculate return on investment before 

pursuing improvement projects. However, it 

is not always easy, or possible, to measure 

benefits like employee morale when they 

feel trusted and truly empowered. 

Most businesses understand the importance 

of hiring skilled employees who are capable 

of taking the initiative. But these workers 

are wasted on firms that do not trust them. 

 

Abandon Traditional Cost 

Accounting and Focus on What 

Matters 

 

ost accounting is a common 

practice utilized by most 

organizations for determining value. Cost 

accounting holds that the more pieces one 

can run over a single set up, the cheaper the 

unit price. It also teaches that the more 

pieces one runs, the more efficient the labor 

per part will be. Thus, cost accounting 

fundamentally is an operational practice 

designed to determine value by reducing 

time to make parts for less money.  

Despite cost accounting, too many business 

people are encouraged to spend money in 

the wrong places, or worse, withhold 

spending due to the intrinsic, non-

quantifiable value of some projects.  

 

Why do most businesses fail? It’s not just 

because carving out a space in the market is 

challenging. One major problem that rarely 

gets enough press is the fact that companies 

spend so much on activities that do not have 

value. C 

Forecasting entails many wasteful activities that are germane to its process.  

 
Most, if not all, of the steps above are eliminated within Lean organizations 

removing many unnecessary, traditional activities that bog down the manufacturing 

process.  

It is possible to operate in a much more laminar environment. 
However, the first step is to imagine the possibility. 

Fo
re

ca
st

in
g Historical usage 

calculations, current 
inventory, vendor 
price points, 
inventory availability, 
production lead time, 
safety stock 
calculations and a 
WAG at whether 
markets are 
softening or 
growing.

St
an

d
ar

d
iz

at
io

n Creation of 
production routing 
documents, 
blueprints, setup 
costing documents 
and eventually the 
actual purchasing of 
material assuming 
the quantities 
required are in 
stock.

R
ef

o
re

ca
st

in
g If quantities are not 

in stock, the system 
dictates returning to 
the forecasting stage 
and forcing required 
quantities to match 
available material. 
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The real issue, that cost accounting misses, 

is that throughout entire organizations 

hierarchical companies are some of the 

worst regarding evaluating how they spend 

their time. They spend as much as 95 

percent of their time on activities that do not 

have value to for the customer – while 

world-class organizations operate around 

70% non-value/30% value. Customers don’t 

want to pay for endless planning sessions or 

chaotic operations.  

 

What’s one near-universal activity that costs 

time and money while generating little in the 

way of results? Meetings. We used to have 

regular post-mortem meetings at the 

conclusion of projects to determine what 

went right and what went wrong. However, 

this was a difficult thing to do. At the time, 

these jobs could take as long as two to four 

months, leaving us with mounds of data to 

sift through as we sought to assess the 

results. Even then, some of the information 

we needed was simply unknowable.  

 

Rather than continue to hold meetings that 

wasted everyone’s time, we adjusted our 

post-mortem review behavior to fit the 

increasing speed of our process. Now, we 

rely on our cell members to consider the 

facts on the ground and make any necessary 

adjustments themselves in real time. It saves 

time, and it ensures that the people making 

crucial operation decisions are the ones who 

are responsible for working the floor day-to-

day. 

 

As always, our most successful strategies for 

efficiency depend on trusting our 

employees. 

 

Conclusion: Never Stop Improving 

 

ny business owner, or business 

school student, will tell you how 

important it is to consistently 

improve your business. But it is clear, 

through observing the world of 

manufacturing, that most firms do not live 

up to this standard. 

 

A 

ROI, cost accounting and 

forecasting when traditionally 

applied, work together to 

generate wasteful operations.   
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Ultimately, it’s because business schools 

teach these owners the same longstanding, 

seemingly universal precepts that have since 

been surpassed by exciting new ideas. There 

are a lot of important lessons that people 

don’t learn at business school, lessons that 

we at Daman have only uncovered through 

years of innovation and experimentation 

with lean manufacturing models. 

 

As for where to learn more about continuous 

improvement? Until universities are willing 

to address the tenure system, it is doubtful 

that academia will be able to capture the 

spirit of continuous improvement and 

deliver the profound business training it 

promises. 

 

We’ve come a long way, and today, we have 

a model that allows us to meet our customer 

obligations and experience strong growth 

without conducting wasteful and inefficient 

forecasting or engaging in 

micromanagement. We hope that many 

others can learn from our example. 

 

 

 

To learn more, go to our website 

www.daman.com or call us at 800.959.7841 

and ask for our Distributor Services team.  
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