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VISION 
A productive and competitive nation

MISSION
Driver in transforming Botswana’s work culture

SLOGAN 
Together, we transform Botswana

VALUES BEHAVIOURS

Collaborative To cooperate, work together, use individual skills and provide feedback in 
order to achieve common goal.

Results Oriented Obligation to act transparently, accept responsibility and answer/account 
for achievements and non-accomplishments of expected results in order to 
effectively deliver to the expectations of our customers.

Innovative Translate/convert new business ideas into useful products and services to 
derive greater value as well as apply best practices to satisfy the needs and 
expectation of our stakeholders.

Compassionate Feeling or showing concern compassion for others, having or showing 
sympathy

Integrity Adherence to highest ethical standards and continuous promotion of 
principles and values consistent with good behaviours in dealing with all 
stakeholders and customers and inspire trust.

QUALITY POLICY STATEMENT
We commit to providing impactful transformational services in productivity and quality improvement 
to meet expectations of all interested parties. This will be achieved by setting objectives against which 
the Centre will measure, manage and communicate progress, and continually improve the Quality 
management system to ensure compliance with all applicable requirements.

BNPC COPYRIGHT POLICY STATEMENT
No part of this information shall be reproduced, stored in a retrieval system, or transmitted, in any form 
or by any means; electronic, mechanical, photocopying or other, without the prior permission of the 
BNPC. 
Copyright 2019 ©Botswana National Productivity Centre.

BNPC STRATEGIC  
FOUNDATIONS AND  

QUALITY POLICY

BOTSWANA
NATIONAL
PRODUCTIVITY
CENTRE

VISION 
Leader in driving national productivity.
BNPC will lead in transforming the current productivity landscape in Botswana across differing sectors, enterprises, and 
community groups. The leadership will be demonstrated by coordinating key stakeholders in order to co-create and deliver 
value adding national productivity improvement initiatives for Botswana.

MISSION
We provide innovative and high impact solutions that enhance national productivity and competitiveness.
BNPC will continuously scan the environment in pursuit of productivity improvement opportunities that create a strategic 
playground for innovation. The goal is for Botswana to serve as a benchmark for national productivity improvement and 
BNPC to provide similar solutions globally.  

STRATEGIC INTENT
To drive productivity in national prioritized sectors through Innovation, Technology, and Indigenous Knowledge by 2023.
By 2023, BNPC is committed to have improved national productivity across all sectors with particular focus on national 
prioritized sectors – Mining, Agriculture, Tourism, Diamond Beneficiation and Financial Services.  The Centre will conduct 
extensive research and application of indigenous knowledge to yield innovative solutions that address prevailing 
productivity and competitiveness challenges.  

SLOGAN 
Together, we transform Botswana.

VALUES
Collaboration We continuously exhibit teamwork and build each other up as we create value for Batswana. This 

goes beyond the confines of the Centre; therefore, we extend the same to all our stakeholders and 
partners as we form part of the national economic transformation value chain.  

Innovation At BNPC, every challenge is an opportunity to create human centred solutions through the use 
of indigenous knowledge and technology. We embrace our rich Botswana culture and intend to 
leverage and infuse its uniqueness into all that we do – creating a distinct BNPC mark.  

Passion We are zealous about creating value for Batswana, as we deliver our mission with pride and 
purpose. We passionately inspire and equip others to constantly strive towards meaningful 
economic and societal contribution.

Agility We thrive under pressure and in uncomfortable circumstances with agility. We create opportunities 
where there appears to be none and remain resilient in the process.

Integrity Our posture is rooted in doing what is right at all times. Each member of our team reflects resolute 
integrity by displaying transparency and accountability in all internal and external engagements.

QUALITY POLICY STATEMENT
We commit to providing impactful transformational services in productivity and quality improvement to meet expectations 
of all interested parties. This will be achieved by setting objectives against which the Centre will measure, manage, and 
communicate progress, and continually improve the Quality management system to ensure compliance with all applicable 
requirements of ISO 9001:2015.
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lighted. Mr Diswai further mentioned that 
the latest engagement between the two 
organisations was in 2020, in the form of 
a capacity building workshop provided by 
Statistics Botswana to BNPC’s Research 
and Measurement Unit on Botswana’s Data 
Quality Assessment Framework (BDQAF) 
to ensure BNPC’S conformity to the fun-
damental principles of official statistics. 
Statistics Botswana, he asserted, has also 
supported BNPC in coordination of agents 
that provide data to international agencies 
which has helped Botswana submit rele-
vant and timely statistics to such agencies. 
BNPC, he explained, has also provided 

The MoU’s objective is to enable the two 
entities to collaborate on issues of capac-
ity building, data sharing and technical 
support in conducting and producing Pro-
ductivity Statistics, and facilities sharing. 
BNPC Executive Director, Mr Christopher 
Diswai and Statistician General, Dr Burton 
Mguni oversaw the signing of the agree-
ment.

Speaking during the signing ceremony, Mr 
Diswai noted that the two organisations 

have a long history of fruitful but informal 
working relationship. He noted that Sta-
tistics Botswana has always assisted the 
Centre with reliable data used in the pro-
duction of BNPC’s Productivity Statistics 
Report since its first publication in 1996. 
This, he added, has been followed by pub-
lications in 2005, 2006, 2007, 2015 and 
2019. “BNPC has also relied on Statistics 
Botswana’s bulletins and databases for 
most of the data needed for the compilation 
of competitiveness indicators,” he high-

In an endeavour to strengthen stakeholder collaboration on 
productivity related issues, the Botswana National Productiv-
ity Centre (BNPC) and Statistics Botswana (SB) recently signed 
a five-year Memorandum of Understanding. 

BNPC and Statistics Botswana 
sign Memorandum of 
Understanding
By Puso Kedidimetse

support to Statistics Botswana in areas 
such as human resources management, 
quality management systems and produc-
tivity statistics. Mr Diswai further indicated 
that the Centre has seen and recognize 
the growing need to continuously engage 
Statistics Botswana as the sole custodian 
of national statistics. The MoU, he also ex-
plained, would ensure that BNPC conducts 
all processes in the statistical value chain 
under the guidance of Statistics Botswana 
and collaborate in community education 

and research awareness. The two, he mentioned, will also collabo-
rate in the development of statistical standards.

For his part, Statistician General, Dr Burton Mguni explained that 
collaborating with BNPC comes naturally as knowledge about pro-
ductivity levels in Botswana and elsewhere is key in decision-mak-
ing by many economic actors. Productivity, Dr Mguni highlighted, 
is key to bettering lives in every country’s economy, hence, the 
importance of maintaining good records or data on productivity lev-
els within economic sectors. “Raising productivity levels has been 
one of the areas of focus of the government of Botswana. The NDP 
11 identifies the decline in the Total Factor Productivity, especially 
labour productivity as a problem facing the country. This problem 
has by far greatly affected the country’s ambition of being a high-

income country,” he added. With the Covid-19 pandemic wreaking 
havoc in many economies, Dr Mguni noted that data has become 
important to assess the impact of the disease on both measures of 
labour productivity and total factor productivity. The MoU, the Stat-
istician General highlighted, will strengthen data management sup-
port, enhance collaborations, pursue the creation of professional 
exchange opportunities, and strengthen each other’s capacity and 
exposure on various areas including the statistical value chain, 
monitoring and evaluation, project management, quality manage-
ment, productivity and quality agreements on work ethics as well 
as relevant refresher courses.

Puso Kedidimetse is the Editor of BNPC publications.

BNPC Executive Director, Mr Christopher Diswai signing the MOU between the Centre and Statistics Botswana.

Statistician General, Dr Burton Mguni putting pen to paper during the MOU signing ceremony.

Group picture of BNPC & Statistics Botswana teams.
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BNPC interventions impacts 
Kweneng North cooperative
By Puso Kedidimetse

This initiative involved identifying distressed 
and struggling cooperatives to be enrolled 
for assessment. Kweneng North Horticul-
tural Farmers Marketing Cooperative is one 
of the two that were selected for intervention 
and benefitted from BNPC advice on how 
they could improve their output. The turna-
round solution project intended to assist 
enrolled businesses to optimise operations, 
increase revenue, improve cashflow man-
agement, improve financial performance, 
enhance competitive advantage, create, 
and save jobs. The turnaround solutions 
kicked off with a preliminary assessment, 
the main objective being to establish wheth-
er the cooperative in question is indeed dis-
tressed. The preliminary assessment was 

highly dependent on the financial informa-
tion provided by the cooperative. Once it 
was established that the cooperative is a 
candidate for a turnaround solutions strate-
gy, an in-depth analysis followed. Kweneng 
North Horticultural Farmers Marketing Co-
operatives was established in 2015 with the 
aim to produce fresh produce in the range 
of cabbage, pumpkins, tomatoes, onions 
etc, for the greater Gaborone since the 
demand for such is more than supply. The 
cooperative started its operations in 2017 
with 15 members who individually produce 
at their costs and jointly sell their produce 
through the cooperative shop. This coop-
erative has been supplying the BDF camp 
with fresh produce and opened a fresh pro-

In an effort to boost Botswana’s national objectives of 
reducing unemployment, supporting economic diversifi-
cation, and promoting private sector growth, Botswana 
National Productivity (BNPC) undertook a business turna-
round solutions project at the Kweneng North Horticultural 
Farmers Marketing Cooperative. 

Through BNPC intervention, the cooperative’s Board members were taken on a process 

to revive the cooperative with activities such as benchmarking trips to successful coop-

eratives in and outside Botswana, mobilise new membership, monitor and update active 

membership, diversify cooperative revenue activities, and maintain good record keeping.

duce shop in Metsimotlhabe in November 
2019, along the Molepolole-Gaborone 
Road to bring products closer to the tar-
get market. The cooperative had targeted 
35 farmers in the Kweneng region but 
through share contributions, it was able 
to get commitment from nine active mem-
bers. The cooperative collaborates with 
the Farmers Association of Brazil who 
are piloting through the Botswana-Brazil 
relations. The initial customers for the co-
operative include the Botswana Defence 
Force, which is supplied with vegetables 
monthly, the service point at Acacia mall 
which serves individual customers once 

per month and Shoprite supermarket. The cooperative takes ten 
per cent of sales to maintain operational costs for employees and 
transport. Effective March 2021 the BNPC started a process to 
secure market-access to eight Payless Supermarkets. Through 
BNPC intervention, the cooperative’s Board members were tak-
en on a process to revive the cooperative with activities such as 
benchmarking trips to successful cooperatives in and outside 
Botswana, mobilise new membership, monitor and update active 
membership, diversify cooperative revenue activities, and main-
tain good record keeping. BNPC has also as part of the interven-
tion, suggested that there is need to expedite the implementation 
of the current master plan (strategic plan, marketing development 
plan and business plan). Furthermore, BNPC advised coopera-
tive members to divorce business financial accounts from family 
accounts to easily track business performance, and to also make 
individual cooperative members’ status-reports to know the loca-
tion, assets available, current production state and make recom-
mendations on areas of improvement. BNPC is also working on 
assisting the cooperative to access the Greater Gaborone market 
and assists in the development of some partnership agreements 
which could be formalised by the Ministry of Investment, Trade, 

and Industry. Due to BNPC’s turnaround business solutions, the 
Kweneng North Horticultural Farmers Marketing Cooperative as at 
end of March 2021 had successfully completed the status report 
for twelve cooperative members’ companies, comprising of a brief 
history with current assets, production, and operational issues. The 
employment capacity of the cooperative is also envisaged to grow 
from the current 40 to 200 employees. In addition, the KNHFNC 
board chairperson was also assisted with a draft presentation for 
the minister’s visit. Consequently, a potential horticultural market 
in the Greater Gaborone, the new Payless Supermarket with eight 
outlets in Molepolole, Mochudi, Tlokweng, Bontleng, BBS, Gabo-
rone Main Mall and Block 6 has been secured. Recently, the As-
sistant Minister of Investment Trade and Industry, Mr Molebatsi 
Molebatsi together with the Member of Parliament for the area, Ms 
Nnaniki Makwinja toured the projects recently and hailed the coop-
erative for their commitment towards contributing to food security 
in the country. The assistant minister also promised the coopera-
tive of his ministry’s support and vowed to ensure that the Local 
Enterprise Authority (LEA) comes to their assistance, in so far as 
capacity building and market access is concerned.

Assistant Minister at the Ministry of Investment Trade and Industry, Mr Molebatsi Molebatsi(Grey suit) inspecting horticulture projects.

MITI assistant minister and Kweneng North Horticultural Farmers Cooperative cooperative members tour the projects

Puso Kedidimetse is the Editor of BNPC publications.
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Turning theory to practice -  
from the learner perspective
By Tsampa Mdluli

Darwin’s theory of evolution
Training takes various forms, it may be theory, practice or both. Theory is a supposition or a 

system of ideas intended to explain something, especially one based on general principles 

independent of the thing to be explained.

Whereas practice is the actual application or use of an idea, belief, or method as opposed 

to theories about such application or use.

INTRODUCTION

The COVID-19 pandemic in 2020 caused leadership across sec-
tors to re-think ways of doing things. The health sector as the hard-
est hit saw the need to think outside the box. The volatile situation, 
triggered agility to handle the change brought about by COVID-19. 
This article is an interview conducted by a BNPC Consultant and 
the Senior Nursing Officer of a clinic in Gaborone which kick-start-
ed a pilot project of the Kaizen-5S process.

The aim of the project was to increase efficiency and effectiveness 
of services delivered at a public health facility by training staff and 
implementing Kaizen – 5S. This included improving the safe keep-
ing and flow of medical products, equipment, clinical records and 
others to be streamlined.

The interview that took place between BNPC and the Nursing 
Officers is as follows;

1. Please indicate your position at the clinic:
Senior Nursing Officer

2. Give us a summary of your job profile:
To supervise the provision of nursing services and make clinical 
judgement that requires substantial knowledge and intellectual 
skill.

3. Extension 2 clinic implemented Kaizen-5S last year - how 
do you understand this concept in your own words? Please 
define:
Kaizen-5S is a problem solving tool/method that aims at im-
proving quality and supporting continuous process changes 
that sustain a high level of efficiency. 5S involves a series of 
steps a manager can use to organize a work area/ environment. 
These steps include: Sort, Set in order, Shine, Standardize and 
Sustain.

This is one of the storerooms as it was before implementation of 
5S. Most storerooms were found in a similar state. The clinic staff 
sorted the items, removed the unnecessary items, discarded some 
and salvaged some items which were put back to use.
The after picture shows the current state of the same storeroom 
above. This is after it was set in order and standardised, the clinic 
management has since designated it for garden tools, expired 
drugs and storing miscellaneous items. The storeroom has been 
partitioned and labelled to cater for such. There is now safety, easy 
access and quick retrieval of items from there.

TRAINING

4. The project started with training - how did this unfold? 
(who was trained? How was the training conducted? How 
long was the training? Benefits of training?
The Ministry of Health &Wellness in collaboration with JICA and 
BNPC launched Kaizen 5S in September 2020. BNPC together 
with the clinic matron organised two (2) hours Kaizen 5S aware-
ness training that was run for three (3) days to cater for all the 
clinic staff. All cadres in the clinic, namely: nurses, pharmacy 
technicians, radiographers, cleaners, healthcare assistants, 
drivers, clinic orderly, gardener, Tirelo Sechaba Participants and 
students on internship participated in the training.  This training 
was delivered in a lecture format with the projection of train-
ing content. This training benefited Extension 2 staff in such a 
way that it boosted their morale and motivated them. To many it 
improved their performance in their daily activities which led to 
increased customer satisfaction.

GAP ANALYSIS

After training employees on Kaizen-5S, staff facilitated to identify 
some gaps which were later on solved. This picture shows a staff 
member of the HIV section of the clinic discussing the gap analy-
sis..

5. What gaps were identified at the clinic?
The clinic staff and consultants started with touring of the clinic 
to identify gaps. The team was made up of the clinic matron, 
clinic manager of the month, nurse, pharmacy technician, driv-
er, clinic orderly, cleaner and the gardener. After identifying the 
gaps, analysis was done by the BNPC staff and the report was 
shared with different cadres in the clinic. All sections agreed on 
what issues to solve by implementing 5S. Below are some of 
the issues including some pictures below:

a. Patients were exposed to harsh weather conditions at the 
registration queue

b. Patients were confused about where to queue to access ser-
vices

c. The surroundings were dirty and not welcoming
d. Storerooms were unpacked 
e. Safety issues like loose electrical cables were visible

Issues:

The pictures below show a storeroom at the clinic before 5S and 
after 5S.

BEFORE .....

AFTER .....

1. Patients exposed to 
weather conditions

2. Electrical cables exposed

3. Unkempt 
surroundings

4. Unkempted storerooms
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IMPLEMENTATION

6. How did the staff implement 5S?

One vital encouragement is that during the report giving and discussions, the clinic staff was supposed to come up with plans and 
ways of how to mitigate/close the identified gaps.  All the clinic staff participated in implementation. The lead team and all others that 
were engaged were encouraged to incorporate the 5S steps in their daily duties. All staff members worked in their sections to sort, set 
in order, shine and standardise their processes. The following pictures were shot after implementation:

Solution:  An alternative temporary queuing area was identified and marked in accordance with Covid-19 health protocols

7. What were some of the tangible and non-tangible successes?

• Staff gained knowledge from both classroom learning and practice
• There was improved staff performance and morale
• There was improved smooth flow of patients in the facility
• Results of a mini survey, indicated that respondents  expectations were met, and they were happy with the services provided. 
• Colour codes were introduced to the clinic waiting areas at the facility to show patrons where to sit while waiting for the services. 
The colour codes are as shown below:

 8. How would you sustain what was done?
By training and orientation of new staff on Kaizen -5S would sustain the status. Kaizen-5S is a continuous process, so all the 5S steps 
will continuously be implemented to bring about efficiency. There are Standard Operations Procedures (SOPs) on the walls for all 
the new members of staff to follow. These would also remind the old staff not to deviate from the standard operating procedures for 
sustainability. A standing team for Kaizen-5S would continue to monitor the process.

10. Please encourage those who would like to turn theory into action based on your experience
Kaizen 5S theory says that one should change for the better. So if one allows self to be trainable and keep their minds open to learning; 
discarding  fixed ideas and keeping  open mind for change, seeing problems as big opportunities, efficiency and excellent performance 
will result. One has to actually do something for one to appreciate the value of the results.

CONCLUSION: BNPC team of consultants facilitated the training and assisted the clinic staff to be hands-on by showing them what to 
do, how and why 5S unfolds. At the end of the project money was saved being at least a total sum of P87000.00, safety in disposing of 
clinical waste was improved, Standard Operation Procedures were displayed at all working areas to improve work efficiency, and the 
clinic surroundings were cleaned.

Storerooms set in orderMarked queueing slots Shaded queueing  area Cleaned surroundings

Waiting areas are colour-coded so that patients can easily identify them according to the services provided as per the schedule above.

These are some Standard Operating Procedures and work instructions displayed on the clinic walls at the relevant sections:

Tsampa Mdluli is a Service Consultant in the Enterprise Support Programme
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Introduction

The impact of COVID-19 pandemic has had mixed for-
tunes on businesses, both big and small. Some busi-
nesses have had their cash-flows being impacted nega-
tively, among others, to the extent of not being able to 
meet their maturing loan obligations. This has resulted 
in such businesses accumulating debt and not being 
able to pay monthly salaries as well as rental when due. 
Depletion of the business cash reserves and inability 
to satisfy customer demand has been the norm. As a 
result, this has led to some businesses either being on 
the brink of collapsing or  closing down. 

Poor business management practices by informal & 
small business

Some of the poor business management practices that local busi-
nesses need to avoid by all costs include: -

• Failure to articulate the difference between personal and 
business goals
One major business practice which is prevalent among locally 
owned informal and small business stems from failure to ar-
ticulate the difference between personal and business goals. 
Thus, owners of such businesses are more comfortable with 
what they want to achieve in life instead of articulating what their 
businesses strive to achieve. In a way, they look at the business 
as a means to achieve their personal goals and aspirations, in-
stead of setting what the business intends to achieve. By exten-
sion, owners of informal and small businesses would set per-
sonal goals such as acquiring property, a house and/car, and go 
all the way to use business capital both recklessly and unfruit-
ful, only to satisfy their individual goals. Some of the reckless 
expenditure might include: a family excursion to the Okavango 
Delta or Dubai; funding personal hobbies such as gambling or 
even hosting annual birthday parties. As a result, while the busi-

While there are some benefits associated with putting business systems in place, 

a lot of informal and small businesses have neglected this area.

Impactful business 
management solutions 
for informal and small 
businesses 
By Dugmore Montshioa

Notwithstanding the above, other businesses have proved to be 
resilient during the pandemic by refusing to go down into oblivion. 
Some of the reasons attributed to their resilience include having 
systems in place not only to guide businesses in focussing on their 
purpose, but to also review their strategies in a way that enables 
them to achieve the desired results. Businesses which are an-
chored around systems and strategy tend to be more successful 
as they have policies, processes, and procedures in place to man-
age their resources in a more purposeful and calculated manner. 

This enables them to withstand any unforeseen calamities. For 
example, a business decision to retain 30% of profits, instead of 
declaring 90% of profits as dividends would go a long way in en-
suring business continuity during economic hardships. Therefore, 
investing in the right systems would assist organisations to survive 
hard times while propelling them to reach new heights. 

While there are some benefits associated with putting business 
systems in place, a lot of informal and small businesses have ne-
glected this area. One such reason is that informal and small busi-
nesses are highly limited in size and scope, therefore, the thought 

of developing systems does not appeal to them. Additionally, infor-
mal and small businesses do not have the capacity and capability 
to come up with their own business systems and as such end up 
outsourcing this , which could be costly and, therefore, unafford-
able.

As an alternative to the above, it would be advisable for informal 
and small businesses to look at some of the management prac-
tices which have been the stumbling block to business stability and 
prosperity. Once such stumbling blocks are identified, businesses 
would now be able to come up with an array of solutions to address 
their predicaments. Hence, this article discusses some of the poor 
management practices which informal and small businesses have 
adopted over the years, together with the recommended solutions 
aimed at improving operational efficiency. 

The recommended management practices should provide an im-
petus to informal and small businesses to maintain desirable per-
formance trajectory, even during trying times such as the COVID 
pandemic recession, perfect competition and/or the negative ef-
fects of globalisation. 

ness owner would derive personal satisfaction from attaining 
one’s goals, the business would suffer to the extent of impacting 
negatively on the business’ cash-flow, business sustainability 
and/or growth. Hence, business “goals should be explicit and 
unclouded should entail something to aim towards without mis-
interpretation” (Merritt, 1998, pp. 40-49). 

• Poor Customer Service
Good customer service is a primary impetus behind customer 
retention, business sustainability and profitability. It is better to 
build your business through existing customers, than to con-
tinue to look for and sell to new customer (Reider, 2015). Poor 
customer service is, therefore, undesirable as it can destroy a 
business within the shortest possible time while, an attempt to 
reverse it can be painfully slow and requires painstaking effort. 

Poor customer service in informal and small businesses can 
be caused by some of the following:
 
- Not keeping adequate stock of essential or fast moving 

goods such as basic food stuff (e.g. milk, sugar. cigarettes 
and bread) as is the case with convenience or tuck shops. 
Sometimes taking more than 1-2 weeks to replenish stock;

- Poor communication;
- Ill-disciplined, poorly motivated and untrained staff;
- Failure to resolve employee grievances and conflict;
- Not adhering to the stipulated business hours. As such 

a lot of businesses loose customers by opening late or 
closing before time;

- Not maintaining good work ethics such as not being honest 
to customers or providing service that does not meet 
customer expectations is highly undesirable as it drives 
customers away. Lack of respect to customers is also a 
sign of poor work ethics and is not good for business;

- How many times have you experienced a situation whereby 
you are told that “there is no change?” This is highly 
ridiculous as it turns customers away. Imagine having to 
wait for, say 10 minutes, while the Retail Outlet Assistant 
has gone to look for change from a neighbouring outlet. 
Not only is it a inconvenience to the waiting customer but 
the business would also lose more customers while one 
has gone to look for change elsewhere; and

- Not gracefully accepting feedback, more especially 
criticisms.

• Failure to maintain business records
Keeping business records is critical in assisting businesses 
prepare financial statements necessary  for tracking their per-
formance as well as highlight areas of concern and, therefore, 
allows for the enhancement of planning and decision making. 
In small businesses, for example, it enables the proprietor to 
ascertain whether the business is making profits or losses. If it 
is making losses, it also allows the proprietor to identify specific 
areas for improvement. In the case of Botswana, experience 
has shown that informal businesses rarely maintain financial 
records and as such are at a loss in terms of business perfor-
mance or even identifying their strengths.
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The need to maintain business records would also assist in 
identifying fast moving goods/services against slow moving 
ones and as a result, guide in decision making pertaining to the 
appropriate stocking levels or the appropriate services portfolio.

In view of the above, some informal businesses die a natural 
death before they could really come to grips with the challenges 
they were facing which they could have avoided had they kept 
business records.

• Offering irrelevant products or services
Generally, businesses sustain themselves through offering 
products and services that appeal to consumers. For example, 
a convenient store (kiosks) would stock bread as opposed to 
cakes since the former is consumed on a daily basis than the 
latter and thus, fast moving. An example of a business offering 
an irrelevant service would be renting out a tent with a capacity 
to accommodate 5000 people during the COVID-19 pandemic 
at a pre-COVID price.  Truly, a business which is unable to offer 
products and services that appeal to customers is doomed to 
collapse.

• Failure to provide differentiated products and services
Failure by informal and small businesses to offer products and 
services that are different from those offered by competitors re-
mains a stumbling block to their sustenance. As a result, there-
of, a number of new entrants in the informal and small business 
markets find it difficult not only to penetrate their target markets 
but also to sustain themselves. For example, a lot of convenient 
stores in a given location would sell loaves of bread to consum-
ers while they would be losing out on consumers who may pre-
fer to buy quarter loaves. 

Failure to differentiate ones’ products and services is a serious 
limitation to satisfying consumer needs which in-turn may limit 
the company’s potential to generate income. Similarly, a num-
ber of secretarial and internet service providers in Botswana 
only provide typing, internet browsing, photocopying and print-
ing services much to the exclusion of related services such as 
editorial, translation, dictation, company formation, payroll ad-
ministration, just but to mention a few. 

• Failure to shop around
One major challenge facing some of the small and informal 
businesses relates to failure to compare prices and quality of 
similar products/services that they want to buy. This problem is 
even more pronounced during month end specials when some 
informal and small businesses would just buy without having 
compared the prices and the quality of similar products and/ser-
vices being offered elsewhere. If, for example, an informal busi-
ness is in the business of buying and selling perishable prod-
ucts from some of the available chain stores, without checking 
their expiry dates, buying such products when they are to expire 
the following day would prove to be a great financial loss which 
should be avoided at all cost.

• Excessive exposure to loan and credit facilities
Some informal businesses view loan facilities as the pana-
cea for all their operational problems and as such depend on 
loans for survival, while neglecting and/or ignoring efficiency 
enhancement measures. Both informal and small businesses 
should realise that exposing themselves to excessive loans be-
fore finding ways to identify and address challenges that impact 
negatively on business performance challenges could prove 
to be suicidal to the business itself. Thus, where the business 
might be performing poorly due to poor business management 
practices, no amount of capital injection can reverse the situa-
tion.

• Non-appreciation of the need to retain earnings
Generally, businesses have experienced their ups and downs 
in terms of realising profits. Thus, sometimes they make losses 
while at times they make profits. Despite this, experience have 
also shown that some businesses never save a portion of their 
profits to cushion themselves against future unforeseen poor or 
low returns. Instead, some informal and small business owners 
would go on personal spending sprees instead of retaining any 
extra income realised.  The practice of buying “Maofit” and ex-
pensive cell phones, sometimes even if it means using the busi-
ness working capital, are some of the living examples of how 
capital is misused and/or abused. Failure to retain income for 
future use can have far -reaching implications to the business 
cash-flows and sustenance.

 
• Failure to adopt cost saving measures

Managing business costs plays a major role in guiding a busi-
ness towards profit maximisation, if the business is to continue 
operating. As a result, a business which is unable to contain 
its costs is bound to fail. Some of the unnecessary costs that 
informal and small businesses struggle with include water leak-
ages; unauthorised use of company cars and telephones; keep-
ing poor performers; provision of unregulated tea; use of non-
energy saving electrical devices; unauthorised leave; as well 
as; reckless, fruitless and wasteful expenditure. 

• Poor decision making
Decision making plays an important role in managing any busi-
ness. `Just like some of the major decisions that a business 
makes on a day to day basis may include, but not limited to 
budget rationalisation, staffing, when and how much to borrow 
as well as pricing. 

Decision making practices with a good track record are com-
monly known, but uncommonly practiced (Nutt, 2002). Some 
of the major causes of bad decision making may include, time 
pressure, failure to appreciate the underlying problem, failure 
to fully apply one’s mind, taking things for granted, lack of un-
derstanding the decision making process and, unwillingness to 
consult with stakeholders.

Poor decision making may result in low staff morale, poor ser-
vice delivery, employee turnover, cost overruns and low pro-
ductivity.

 
• Provision of uncontrolled customer credit facilities

One of the many inappropriate business management practices 
which informal and small business are grappling with is the ir-
rational manner of giving credit to customers without due con-
sideration to their credit worthiness or even whether the busi-
ness would be in a position to absorb losses arising from bad 
and doubtful debts. While issuing credit to customers could be 
a strong marketing tool, it could also be one of the major caus-
es of business collapse if not well managed. Hence, “making 
sales that cannot be collected profitably creates only numerical 
growth” 

• Failure to motivate staff
Failure to motivate employees remains one of the main chal-
lenges in managing a business. Poor communication, lack of 
respect for staff and limited personal growth have always been 
identified as some of the major causes of low motivation in em-
ployees. Poorly motivated staff is likely to lead to low productiv-
ity, poor customer service, poor work attendance and ultimately 
low profitability.

• Other 
The above challenges are not exhaustive but also include, 
among others; defaulting on loan/credit (re)payments, failure to 
pay employee salaries on time, failure to honour contracts/or-
ders, engaging in corrupt practices, engaging in fraudulent ac-
tivities, non-conformance to legal and regulatory requirements 
and, failure to appreciate business’ strengths, opportunities, 
risks and weaknesses.

Possible solutions
Some of the possible solutions that informal businesses should 
consider as way of addressing the above-mentioned challenges 
include the following: -

• Setting clear business goals
Business goals enable an organisation to set direction of what 
and how it wants to achieve going forward, as well as setting 
milestones for achieving the set goals. It’s about the business 
plotting its journey to achieve the desired outcome in a way that 
would be beneficial to the business owners, employees as well 
as to customers. Thus, a business should always strive to artic-
ulate its goals and objectives in a more simplistic manner, while 
ensuring that they achievable given the various constraints they 
are facing. Similarly, whatever goals and objectives are decided 
upon, there is need to ensure that at least the business could 
look back and measure whether the goals had been achieved 
within the set timelines. 

If business goals are well articulated, they would transform “Ten-
derpreneurs” from over dependence on government contracts 
and enable them to appreciate the buying/spending power of in-
dividual customers and other businesses as one massive mar-
ket with endless opportunities. In addition, goals also provide 
opportunities for improving operational efficiency necessary for 
business sustenance and growth.

The above notwithstanding, if the business goals are not pas-
sionately and vigorously pursued, they will remain just but pipe 
dreams. Thus, commitment to pursue business goals remains 
one of the daunting tasks that entrepreneurs are always grap-
pling with.    

• Improve customer services
Some of the small ways of improving customer service include; 
- Knowing your customer’s needs and preferences;
- Ensuring the availability of stock in the right quantities and 

quality as well as at the right time;
- Always communicating in a friendly, the right tone, clear, re-

spectful and confident manner, it be verbal or non-verbal, so 
as to gain the trust and respect of customers;

- Ensuring that employees conform to acceptable work ethics 
and code of conduct;

- Appreciating employee strengths and weaknesses;
- Recognise employee effort; 
- Accepting both positive and negative feedback; and,
- “Sell their entire experience, good service, timelines, quality, 

price and make it easy on the customer” (Reider, 2015).

• Proper upkeep of business records
Good record keeping enables entrepreneurs to make appro-
priate business decisions, ensure survival of the business and 
also monitor and evaluate business success. (Ghasia, Wamu-
koya, & Otike, Oct 2017):)
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Some of the records which are recommended to be kept 
include: -

- Financial records, for tax purpose and trend analysis;
- Employee records, to conform to statutory requirements;
- Daily sales and purchases, so as to shed light in terms of 

business purpose;
- Inventory, to allow for monitoring stock and to assist in deci-

sion making pertaining to what and when to replenish, as well 
as assist in identifying non-performing stock; and,

- Commercial contracts.

• Offer relevant products or services
Providing relevant products or services involves ascertaining 
the consumer market in terms of; customer needs and expec-
tations before deciding on the type of products or services the 
business intends to provide, the target market size, what is lack-
ing in products or services offered by competitors, availability 
and quality of substitutes in the market, market segmentation 
based on demographics or geographic location or any other 
segmentation and, product functionality.

• Provision of differentiated products and services
One major competitive advantage of any business is the ability 
to offer completely unique products and services by differentiat-
ing the business offerings from those offered by competitors as 
well as differentiating its own products and/or services. Prod-
ucts may be differentiated on the basis of colour, size, quan-
tity, price, among others, so as to appeal to various consumers. 
An example of a differentiated service in a carwash business 
might include the following services; providing engine cleaning, 
puncher repairs, stand-alone vacuuming, radio installation in 
addition to the normal car washing business.

• Shopping around
Shopping around is the procurement of goods and/or services 
at best prices and quality after making comparisons with those 
offered by a variety of service providers, retailers, wholesalers 
and distributors. Some of the best practices of shopping around 
include; taking advantage of “month end specials”, negotiating 
for better prices, buying directly from original sources such as 
buying cash crops from farmers and importing.

• Limit unnecessary exposure to loan and credit facilities
Exposing the business to loans and credit lines should be man-
aged in ways that minimises the possibility of defaulting, to-
gether with the associated challenges thereof. In order to avoid 
excessive and unnecessary exposure, businesses may adopt 
the following measures:
- Loan and credit facilities should be strictly aimed at serving 

the needs of the business as opposed to personal interests;
- Always shop around for better loan and credit terms and if 

possible; try to avoid “machonisa” or “loan sharks”;
- Always ensure that the business has the capacity to repay. 

Therefore, conducting cash flow analysis more especially 
cash-flow coverage ratio, should give a clear indication as 
to whether the business has sufficient cash flow to pay for 
scheduled principal and interest payments on its debt. Cash-

flow coverage ratio 
is calculated as op-
erating cash flows 
divided by total 
debt, 

- Only keep fast 
moving stock items 
so as to maximise 
income generation 
as well as to im-
prove the business’ 
cash-flow position;

- Where possible, al-
ways ask for down 
payment in the 
case of bulk orders 
specifically to cush-
ion the business 
against any poten-
tial loss, in case the 
client fails to pay upon delivery of goods;

- Always be on the lookout for unscrupulous sales agents who 
will pressure you to take up a loan even when you do not 
need it; and,

- Avoid loan refinancing if there is no value add.

• Non-appreciation of the need to retain earnings
The importance of retaining excess income stems from the fact 

that business performance is cyclical in nature. Thus, busi-
nesses sometimes make substantial profits while at times 
they make losses.  Retained earnings enable business con-
tinuity during tough times and provide the business with re-
serves that could be tapped if necessary to finance planned 
business growth as well as to safeguard the business from 
taking up loans.

In view of the above, it is imperative that businesses should 
retain a proportion of their earnings so as to guard against 
negative cash-flows as well as to promote business growth. 
Similarly, businesses should strengthen their reserves by 
avoiding unnecessary expenditures as well as irrational and 
uncontrolled dividend pay-outs. 

• Implement cost saving measures
Some of the cost saving measures that a business should im-

plement include; fixing of water leakages promptly; keeping 
stock of products with  long shelf life; monitoring company 
fleet and taking action against unauthorised use; installing 
car tracking and monitoring systems; terminating employment 
contracts for poor performers; use of energy saving electrical 
devices; zero tolerance on unauthorised leave, ensuring any 
expenditure if fully justified and dully approved and ensuring 
that  a maintenance plan for machinery and equipment is de-
veloped and implemented as per the schedule. 

• Improve decision making
In an endeavour to ensure that a business makes informed and 
quality decisions, its decision making process should embrace 

the following key 
components: -

- A detailed analysis 
of the underlying 
problem in terms of 
the nature and ex-
tent of the problem;

- Information gath-
ering in terms of 
knowing how to 
get relevant infor-
mation that should 
assist in arriving at 
the right decision;

- Coming up with al-
ternatives to solv-
ing the problem, 
clearly assessing 
and comparing the 

pros and cons of each alternative;
- Selecting the best decision amongst available alternatives;
- Closely monitoring the implementation of the decision and 

subsequently evaluating the effectiveness of the chosen de-
cision, and;

- Reviewing the decision to close any gaps that may hinder its 
effectiveness. 

 
• Controlled customer credit facilities

Extending credit to customers is highly desirable if it brings posi-
tive results to the business such as; improved market pene-
tration and increased sales. Notwithstanding, over extending 
credit to customers can be damaging to the business if not 
well managed.

Some of the recommended best practices of managing credit, 
inter-alia, include: -

- Ensuring that the customer is credit worthy before being 
granted credit;

- Setting credit limit in terms of both the total amount of credit 
to be advanced to customers, as a proportion of the business 
monthly sales, as well as the amount of credit to be advanced 
to each eligible customer;

- Sticking to short-term repayment period so as not to impact 
negatively on the business cash flow;

-  Ensuring that collections are carried out promptly and effi-
ciently;

- Penalising defaulters, and;
- Request financial institutions to provide credit underwriting 

services on their behalf.

• Motivate staff
Motivated staff not only enhance their commitment and confi-
dence but also have the power to improve organisational perfor-
mance, employee loyalty and customer retention. Some of the 
less costly but effective ways of motivating staff include: -
- Recognising employee contribution; 

- Providing feedback;
- Appreciating employee needs;
- Giving employees the respect they deserve;
- Treating an employee as an asset, instead of a cost to the 

business, and; 
- Providing support and equal opportunities for advancement 

and training.
 
• Other 

Other business improvement solutions may include; strict ad-
herence to loan repayment schedules; paying employee sala-
ries on time, honouring of contracts/orders, zero tolerance to 
corrupt practices, putting not so complicated processes in place 
to detect, prevent and manage risks, strict conformance to legal 
and regulatory requirements and, assessment of the business’ 
strengths, opportunities, and weaknesses.

Conclusion

Effective business management is not about how much one spends 
money on buying blessings from a pastor, neither is it about how 
much one spends on a traditional doctor.  Hence, effective busi-
ness management will always remain both an enigma and a daunt-
ing task to some if the right business management practices are 
not followed.

Effective business management is about doing the right things, for 
the right reasons and at the right time. It is also about prioritising 
between pursuing personal goals or business goals. 

Managing a business effectively is also about high levels of com-
mitment and self-sacrifices. If the right business management 
practices are followed assuming that everything else remains con-
stant, ideally businesses would be able to achieve some form of 
the stability or even growth. Invariably, this would also lead to indi-
vidual and organisational success. 

In view of the above, initial investment in business management 
systems should assist small and informal businesses withstanding 
competition from large businesses as well as unlock their value.   
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Pictorial of delegates from the Office of the Prime Minister of the Republic of Namibia. The two officers, Mr Allen Hansen, Deputy Director, 
and Ms Sally Boiswalelo, Chief Policy Analyst. The two were on a benchmarking and learning mission in Botswana and visited BNPC 
where the Executive Director,Mr Christopher Diswai and the executive management team explained the mandate of the Centre and 
productivity issues in general.

Photos: By Puso Kedidimetse

Namibian delegation 
benchmarks at BNPC
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Introduction

Organisations are affected by the environment in which they operate. The mark of a good organisation is its ability to anticipate change 
and respond accordingly. An understanding of the impact of both internal and external influences on every component of an organisation 
is hence critical to management.  Labour Management Relations system is by its nature prone to influence by numerous moderating influ-
ences from within and outside the organisation (Venter, 2003). Bendix (1996) indicates that labour management relations is the study of 
relationships, the work situation, the working man, the problems and issues of the modernised workplace consisting of certain processes, 
structures, institutions, and statutory framework all which are placed within a specific social, political, economic and technological context, 
none of which can or should be studied in isolation. The purpose of this article is to unpack open systems approach to labour manage-
ment relations.  

A system may be defined as a set of interdependent subsystems that form a whole and compelement each other with a view to attaning 
a common goal (Nel etal . 2004). Interdependent subsystems refers to components of a system that concurrently work together to make 
the system functional. If one subsystem is ineffective,  it automatically affects the functioning of the whole system.  A system is open if it 
interacts with both components from internal and external environment. (Dunlop,1977) indicates that labour management relations, may 
be regarded as an open system in the sense that it consists of contituents or  subsystems such as employers/management, employees/
unions, and government agencies which are often in constant interaction with each other as well as with other factors/forces from the 
external environment.

The below diagram depicts Labour Management Relations (LMR) open system comprising inputs, throughput, output and environment 
components:

Open systems 
approach to labour 
management 
relations
By Kabo Solomon

Inputs 

The inputs in the labour management relations system are the 
employees, employers and the state who are parties to the em-
ployment relationship. The state provides a legal framework that 
guides and regulates the actions of the participants in the LMR 
system. The labour relationship is by no means a static one. The 
interactions that take place between the parties are dynamic, and 
occur within a turbulent environment (Venter, 2003). The employer 
and employees are bound to disagree on various issues because 
they have differing interests, goals, attitudes, values and person-
alities. Nel, et al (2004) are of the opinion that the employer and 
employee behavior is constantly influenced by their own percep-
tions of reality, which are based on the conditions in the labour 
market, historical influences, and international influences on labour 
management relations. There could be power struggles between 
the employer and trade unions, and between the manager/super-
visor and the employee. All this would normally result in conflicts. 
Conflicts are unavoidable in a labour management relations sys-
tem and what is important is to manage them to ensure that they 
remain functional, and not dysfunctional. According to Robbins, 
et al, (2003) functional conflicts result in clarification of problems, 
issues, solutions to problems, builds cooperation among people 
through learning more about each other, helps release emotions, 
anxiety, stress, supports the goals of the group and improve its 
performance.   Conflict generation will prompt for ways which could 
be used to resolve them and those are found at the throughput in 
the LMR system. 

Throughput

Throughput involves mechanisms, structures and statutory frame-
works that are used to resolve conflicts between employees and 
employer. Employers and employees can come up with policies 
and procedures to regulate their relationship. The government 
too, as the third party in the labour management relations system 
normally avails structures and processes for the management of 
conflict between the employer and employees. These structures 
and processes are supposed to help the employer and employee 
to turn possible conflict into functional conflict for the benefit of all. 
The effectiveness and perceived legitimacy of the structures and 
processes of conflict resolution are fundamental to the success and 
failure of any LMR system. While conflict resolution mechanisms 
should be adaptive to changing environmental forces such as po-
litical, economic, social, and technological, at the same time they 
must provide some stability and some predictability (Finnemore, 
1999).  Some of the internal and external structures, processes 
and agreements available in the Botswana LMR system are work-
place forums, shop steward committees, recognition agreements, 
collective bargaining, counseling, strikes, lock outs; with media-
tion, arbitration, and industrial court being dispute resolution mech-
anisms. It is important for parties to the employment relationship to 
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be aware of all available options of conflict resolution. They should 
both put an effort to resolve their differences through the use of 
internal processes and structures as this would reduce the amount 
of time spent in resolving conflicts externally that would otherwise 
have been used for productivity. For effective conflict resolution, 
parties should collaborate and avoid competition against each 
other. This calls for increased social dialogue within organisation 
by both parties. Because LMR is a system of interrelated compo-
nents, ineffective handling of conflicts can affect the whole LMR 
system and this could lead to negative outcomes that can affect 
the system and the organisation as a whole. 

Output (Outcomes)

The desired output of any labour management relations system 
is harmony or labour peace brought about by effective through-
put processes characterized by effective conflict resolution. La-
bour peace/ harmony is a prerequisite for achieving organisational 
goals, positive productivity changes, low labour turnover, improved 
communication, adjustment to policies and procedures, employee 
engagement, low or no absenteeism, job satisfaction, job security, 
and positive psychological wellbeing for both parties in the em-
ployment relationship. Ineffective conflict resolution mechanisms 
could result in toxic organisational climate, high labour turnover, in-

creased absenteeism, decreased productivity, frustration, job loss 
and even closure of the organisation. Labour Management Rela-
tions System that enjoys positive output at any moment should not 
be complacent because the system is open in nature and failure to 
respond well to changes from environmental forces will result in a 
sudden negative output. 

Feedback 

The Labour Management Relations System allows parties to the 
employment relationship to assess outputs and this should form 
part of feedback which is useful for both inputs and throughputs 
components. This shows that the LMR system has continuous pro-
cesses of related components and does not end. If there is failure 
to resolve a conflict effectively, the ideal is for employment relation-
ship parties to introspect and alter their goals, change attitudes 
towards each other, alter conflict resolution mechanisms, compro-
mise for the sake of harmony to allow the system to be effective. 
Failure to introspect after outputs can lead to parties not learning 
from their mistakes or improving on their positives.

Environmental forces 

An open system naturally interacts with forces from the external 
environment. Failure of the LMR system to respond well to the 
forces could spark conflicts and lead to negative outputs. Political 
forces comprise of the comprehensive legislative framework that 
regulates and facilitates all aspects of the employment relation-
ship. The system should continuously adapt to changes made to 
labour laws through aligned policies to ensure fair labour practices 
and harmony. Economic forces can be sub-divided into monetary 

policy, fiscal policy and inflation. Adjusted interest rates, taxes, and 
inflation would give employees a legitimate expectation to demand 
salary increase. Failure by the organisation to respond to such 
changes could affect the LMR system as it could be a source of 
conflict. Various Social forces that impact on the system include 
racial, tribal and gender imbalances, education and training, health 

care, and standard of living. On the issue of health care, an organi-
sation can respond by ensuring that employees have medical aid 
schemes and develop policies to ensure that everyone is covered 
when it comes to health matters. This could contribute positively 
to the system as employee wellness is key to performance. Tech-
nological forces involve improvement in technology, and this can 
impact on the system. Introduction of technology could result in job 
losses, and should be done taking into context all procedures and 
processes. The world is faced with digitization associated with the 
4th Industrial Revolution and this needs parties to the employment 
relationship to collaborate, react and change as a team. An em-
ployer is expected to train employees on the use of new technol-
ogy so that they are effective in their jobs. The mentioned forces 
change continuously and parties to the employment relationship 
should respond collaboratively for the system to be effective. 

Conclusion

A glance at most of the organisations in Botswana gives one the 
idea that there is room for improvement. One could conclude that 
both employees and employers seems to approach their interac-
tions as competing parties. Most LMR systems are giving negative 
outcomes but it seems parties to the employment relationships are 
not putting any effort to change how they relate to one another, 
change approach to conflicts resolution and impasse, respond as a 
team to forces from the external environment, and failure to realize 
the connectedness of LMR components. An example can be the 
COVID-19 challenge which is a social force from the external en-
vironment. Some employees believe it is the duty of an employer 
to respond. Some employers do not put extra efforts to react to the 
changes and this creates anxiety and conflicts in the system which 
can result in a negative outcome. Altering the way employees do 
their work during the pandemic could include; introducing flexi time 

and telecommuting should be done through thorough communica-
tion, consultation, and availing of resources. Such flexibility from 
the employer requires a great deal of accountability and responsi-
bility from employees. Employees too should play a role by ensur-
ing that they adhere to COVID protocols and offer advice on how to 
improve safety and health for the system to function well.   

The above discussions indicate that Labour Management Rela-
tions components should not be looked at in isolation of one an-
other. Looking at them as a system holistically will enable parties to 
the employment relationship to learn to accommodate each other 
to create win-win situations instead of win-lose situations. Parties 
should understand that for the LMR system to be effective, they 
both need to play their roles diligently because at the end, they 
both benefit from outputs associated with a harmonious environ-
ment and that a toxic environment affects all of them too.  
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Introduction

Lean manufacturing is highly essential for the growth of manufacturing organisations regardless of their 

size, due to its characteristics of the search for quality, efficiency and effectiveness of enterprises. The fo-

cus of Lean philosophy is to decrease the cost of production and to evaluate and eliminate activities which 

do not add value to the product from the customer’ point of view. The systemic Lean implementation can 

necessitate operational excellence benefits such as cost reduction, quality and productivity enhancement, 

delivery and customer satisfaction improvement. The implementation of lean requires a commitment and 

support by management and participation of all personnel within an organisation to be successful. Lean 

manufacturing has been defined by different researchers as;

Adopting lean manufacturing 
as an approach for continuous 
improvement
By Kennedy Tommy

In today’s increasingly global marketplace, many manufacturers 
are adopting Lean manufacturing practices in order to optimize 
costs and efficiency, thereby gaining a competitive advantage. 
From the definition of lean, it can be concluded that the essence of 
Lean is to reduce cost and improve productivity.

Lean Principles

Lean manufacturing techniques are based on the application of the 
below five principles.
• Value: an activity in which the customer is willing to pay for, done 

right the first time, changes or transforms the product.
• Identify the value stream for each product: mapping and identi-

fying all necessary actions required to eliminate waste or non-
value added activity.

• Make value flow without interruption or delay: elimination of all 
process stoppages or bottle necks.

• Let the customer pull value through the process steps
• Pursue perfection and prevent rework: Advocate for doing things 

right the first time.

Tools and Technics of Lean Manufacturing

The lean tools are enablers of operational excellence and should 
be used strategically, appropriately and cautiously to better drive 
ideal behavior and excellent results. Organisations which have 
lean and mean processes achieve high operational excellence. 
Lean is the application of tools for the removal of waste and varia-
tion in a process which ultimately allows for outcomes that will be 

delivered more efficiently and to the specifications and expecta-
tions of the customer. The below include some of the lean tools:
• 5S- a house keeping philosophy that emphasizes orderliness 

and cleanliness of workplaces. Applying 5S (that is Sort, set in 
order, sweep, standardize and sustain) will reduce problems 
arising from poor housekeeping. 5S is easily included in man-
agement practice and contributes to cost-effectiveness by maxi-
mizing both efficiency and effectiveness. The implementation of 
5S can also uncover hidden problems that may have otherwise 
remained unnoticed. 5S refers to the workplace organisation and 
standardization and it is considered a cornerstone for companies 
pursuing Lean excellence as it lays the ground work and devel-
ops the discipline necessary to support the successful implemen-
tation of other Lean concepts across the organisation.

• Kaizen-Also referred to as continuous improvement. Pursues 
low cost gradual continual improvement initiatives in an ongoing 
basis.

• Value Stream mapping-VSM is used for analyzing and mapping 
processes to reduce waste, allowing better flow of production. 
The purposes of VSM are to highlight the sources of waste and 
eliminate them through the implementation of future state map-
ping. The goal is building a production chain in which individual 
processes are connected to their customers, by either continu-
ous or pulled streaming, and each process produces only what 
customers need and when they need.

• Visual Factory- Visual factory provides visual identification of the 
status of material and information throughout the value stream. 
Examples of visual factory include providing status of material in/
out at a raw material warehouse, showing units produced, units 

“The use of the term “Lean”, in a business or manufacturing environment, 

describes a philosophy that incorporates a collection of tools and tech-

niques into the business processes to optimize time, human resources, as-

sets, and productivity, while improving the quality level of products and 

services to their customers (Becker, R.M. 2001)”.

“Lean is the application of tools for the removal of waste and variation in a 

process, which ultimately allows for outcomes that will be delivered more 

efficiently and be closer to the specifications and expectations set by the 

customer (Roderick et al.,2007)”. 

“Lean manufacturing aims at streamlining the flow of value by systemi-

cally reducing waste. Lean production is usually assumed as a contributor 

to improving operational performance, in both developed and developing 

economies context (Rossini M, 2019)”.
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to complete order, and total produced by shift or day on a pro-
duction display board, and indicating machine status with red, 
yellow, and green lights on the machine. Imagine that we need to 
find out the current status of a work order for a given customer. 
Often, this is achieved by talking to line supervisors, referring to 
logbooks, conducting internal meetings, and so on. In short, if an 
employee can walk onto a shop floor and can tell which machines 
are running, what product is being produced, how many more are 
to be produced by customer, follow posted safety instructions, 
and report to management, that is an effective visual workplace. 

• Total Productive Maintenance- If the lean enterprise implementa-
tion is to be sustained, the manufacturing or service equipment 
has to be reliable. In order to have reliable equipment, an organi-
sation has to maintain the equipment periodically. Hence, a total 
productive maintenance (TPM) program partners the mainte-
nance technicians and line workers as a team to help each other 
reduce machine downtime. Management support is required to 
cross-train line workers to perform simple, basic maintenance 
and repairs. As the operators are trained to watch for symptoms 
of common failures, communication reaches maintenance tech-
nicians faster, thereby reducing downtime and sustaining the life 
span of machines. 

• Standard work- standard work is a tool that defines the interac-
tion between man and machine in producing a part. It has three 
components: standard time, standard inventory, and standard 
sequence. Standard work helps in training new operators and 
reducing the variation in the process. Further, by having stand-
ard work, equipment, tools, layout, methods, and materials are 
standardized and thus reduce variation in processes. A detailed 
process work instruction with all of the above can be a very use-
ful standard work document. 

Lean waste/Muda

Waste has been defined by many researchers as a non-value add-
ing activity; any activity that the customer is not willing to pay for. 
There are two types of Muda, Type 1 and Type 2. Muda Type 1 
includes non-value-added activities in the processes that are nec-
essary for the end customer but do not directly add value to the 
final product i.e. inspection which is usually performed due to the 
inefficiencies of the manufacturing processes or lack of full error 
proofed processes. Muda Type 2 includes non-value added activi-
ties in the processes which are not necessary for the customer and 
this should be eliminated in the processes. The below paragraphs 
discusses the 7 types of type 2 wastes:
• Overproduction- Producing more than what the customer has 

ordered/needs or making it earlier or faster than is needed by 
the next processes. Customarily evident by excess WIP (work 
in progress).

• Over Processing-Extra or excess processing not essential to 
value-added from the customer point of view. This form of waste 
is often difficult to recognise.

• Transportation- unnecessary movement of material between dif-
ferent sections of the production area/facility. Poor plant layout is 
usually the cause of this. A better plan to address this inefficiency 
is to plan an optimum arrangement of of facilities, including per-
sonnel, operating equipment, storage space, material handling 
equipment, and all other supporting services along with the de-
sign of the best structure to contain these facilities

• Inventory- When excess inventories of raw materials, finished 
goods, or work-in-process are maintained, costs are incurred for 
environmental control, record keeping, storage and retrieval, and 
so on. A systematic maximum and minimum inventory level for 
both raw materials and finished products needs to be established 
and maintained in order to eliminate this type of waste. 

• Defects-defects occur when products deviate from the customer 
requirements or specification. Time is spent or wasted on correct-
ing or aligning the product to the specifications. Typical causes of 
defects are poor equipment maintenance, poor quality systems, 
poor training/work instructions, and poor product design. Lean 
thinking demands a vigorous look at these and other causes in 
order to continuously reduce defect levels.

• Waiting- waiting occurs when a worker or a machine cannot pro-
ceed to the next task in a process, it means doing nothing or 
acting slowly whilst waiting for the previous step in the produc-
tion line or process. Typically caused by such events as delayed 
shipments, long setup time, or missing people, waiting results in 
waste of resources and, perhaps more importantly, demoraliza-
tion of personnel.

•  Motion-unnecessary movement during manufacturing process 
caused by poor workplace layout, including awkward positioning 
of supplies and equipment. This results in ergonomic problems, 
time wasted searching for or moving supplies or equipment, and 
often in reduced quality levels. Kaizen events are effectively 
used to focus a small short-term team on improvements in a par-
ticular work area.

Advantages of Lean Manufacturing

• Reduced production delays or downtime
• Minimum material handling and elimination of bottleneck
• Efficient utilisation of labour/ human resource and machines
• Flexible reaction to the changing customer demands.
• Lean tools provide the possibility to gain a better understanding 

of the current production processes and to point out potential for 
improvement.

• Use excellent visualization techniques, which support the trans-
parency of the process and the optimal production design.

• Most of lean tools and methods require only a pen and a single 
sheet, nothing more like expensive equipment. (The value stream 
with the most important production parameters are sketched on-
site by hand.)

• Lean increases flexibility and overall utilization to reduce the ex-
treme spikes associated with shifts in demand.

Lean Implementation Framework-PDCA Cycle

A systematic project management approach needs to be adopted 
in order to successfully implement lean projects. PDCA (Plan-Do-
Check-Act) is an iterative four-step quality improvement and pro-
ductivity improvement process typically used for the better of the 
business strategy. The use of PDCA cycle is applicable when start-
ing a new improvement process, improving an existing process, 
implement any changes and working towards continuous improve-
ment.

Plan: the first step of any continuous improvement initiative is to 
recognize and define the problem. This phase also incorporates 

the thorough analysis of the current state in order to identify the 
root causes. Flow charts and value stream mapping are the right 
tools applicable for this course. Then appropriate solutions are for-
mulated and evaluated to identify the most probable solution to 
address the problem.
DO: Implement the plan, execute the process, make the product. 
Collect data for charting and analysis in the following “CHECK” and 
“ACT” steps.
Check: Significant learning can take place in this phase by observ-
ing the newly implemented processes. By evaluating what worked 
well, what new learning has taken place, and what adjustments 
need to be made, an improved plan beyond what could have pre-
viously been imagined can be developed to include new learning 
and further elevate the process. This enables the “Check” phase to 
be an opportunity to develop comprehensive plans to elevate the 
process to new heights, rather than simply fixing what went wrong 
in the “Do” phase. The achieved state after the implementation of 
the improvements is then analyzed in order to verify the solutions. 
If the results are negative, the improvement work will have to start 
over again at the planning phase. If not, the tested solutions will 
continue to the act phase. Compare the new data to the base-
line data to determine whether an improvement was achieved, 
and whether the measures in the aim statement were met. Pareto 
charts, histograms, run charts, scatter plots, control charts and ra-
dar charts are all tools that can assist with this analysis. Reflect on 
the analysis, and consider any additional information that emerged 
as well. Compare the results of your test against the measurable 
objective.  Document lessons learned, knowledge gained, and any 
surprising results that emerge (Patel, Pratik & Deshpande, Vivek. 
2017).

ACT: Request corrective actions on significant differences be-
tween actual and planned results. Analyze the differences to de-
termine their root causes. Determine where to apply changes that 
will include improvement of the process or product. When a pass 
through these four steps does not result in the need to improve, 
the scope to which PDCA is applied may be refined to plan and im-
prove with more detail in the next iteration of the cycle, or attention 
needs to be placed in a different stage of the process.

Limitation of Implementation of Lean Principles in 
Manufacturing SMEs in Botswana

The below stated challenges are based on the authors observation 
during assessments or consulting for Kaizen projects. 
• Lack of optimum facility layout planning
• Lack of proper documented process flows and procedures.
• No systematic approach to set and monitor production targets 

due to lack of documented product cycle time or standard time.
• Lack of pre requisite skills to support continuous improvement 

initiatives.
• No defined standard work procedures and lack of refresher train-

ings for operators.
• Resistance to change and lack of enthusiasm to challenge the 

status quo.
• No or limited application of Information& Communication Tech-

nology to optimise some of the business processes.
• No or limited systematic adoption of continuous improvement 

initiatives.

Conclusion

The challenge to organisations utilizing lean manufacturing is to 
create a culture that will create and sustain long-term commit-
ment from top management through the entire workforce. Typical 
causes of defects are poor equipment maintenance, poor quality 
system, poor training/work instructions, and poor product design. 
Lean thinking demands a vigorous look at these and other causes 
in order to continuously reduce defect levels. Typically caused by 
such events as delayed shipments, long setup time, or missing 
people, waiting results in waste of resources and, perhaps more 
importantly, demoralization of personnel by poor workplace layout, 
including awkward positioning of supplies and equipment. This re-
sults in ergonomic problems, time wasted searching for or moving 
supplies or equipment, and often in reduced quality levels. 

Clearly, employee involvement and empowerment in Lean trans-
formational programs are critical to success measured on many 
dimensions including organisational performance. Success in 
these types of programs and activities requires a high level of em-
ployee participation. Its adoption and introduction usually confronts 
a company with the need to change the way its employees think 
and act (Fok-Yew, O. & Ahmad, H. 2014). Effectively, when taking 
on a transformational effort, organisations must identify the most 
capable change leaders, drive them to execute that change, and 
ensure the people, process, and structure is in place to sustain it 
over the long-term (Brasfield, D.A. 2015).

The reason any manufacturing SME should consider traditional 
transformation to lean is to receive the benefits of lean system: 
reduced lead times and inventory, increased quality and better pro-
ductivity, optimized shop floor space, and increased market share. 
Manufacturing companies that adopt lean will be in a better posi-
tion to build an intimate relationship with its customers and sup-
pliers and create a foundation of operational excellence. Globally, 
companies are realizing that interventions such as lean are a must 
in order to remain competitive.
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