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Thesis Summary

Thesis Summary
This thesis summarises research focused on theisitegu required to implement

improvement initiatives successfully. Processexius enhance supply chain performance
initiatives are examined. The core hypothesisi@ & preconditioning programme provides
support for progressive organisations, irrespeciivéze or position in the supply chain.

An interpretation matrix developed as a result dfom research with M E Ltd was tested
with NP Ltd and its suppliers. During search coefees the matrix was found to add value
by serving as a common platform to record then @mpbservations and agree a common
understanding between participants.

Based on qualitative descriptions of training asahing in organisations from the 1950s to
the 1970s, Barrington's model has three levelstégyatic approach' predominating in the
1950s, ‘appraisal approach' developed extensindlye 1960s and an ‘attitude to continuous
improvement' that was promoted after the 1970s dusks. This model was used as the
basis for selecting collaborating establishment§he literature review concludes that
conventional supplier development has the attrdbutethe systematic approach, which is
considered the least effective level.

M E Ltd was considering introducing appraisal, haev attributes of the systematic
approach, and had an attitude for continuous imgr@ant. A company specific survey was
undertaken that led to a series of remedial actidmsh were identified as a preconditioning
programme prior to supplier development. NP Ltdected leaders by attitude, had
institutionalised appraisals and once the coregmas established, trained employees with
systematic techniques. AAP Ltd had the attitude sysiematic techniques, yet did not have
appraisal systems.

Principal conclusions of this are:
* These case studies suggest companies can havevargf Barrington's levels. As a
result, an alternate depiction of Barrington’s madeuggested.

* The cases indicate that preconditioning can ocdtirinva company, from customer to
suppliers and from suppliers to customer.

* The cases suggest product development roadmapitgtalsi a root cause for negative
effects to the relationship between customer apglgar.
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Origins of the Project

Chapter 1

The Origins of the Project

"Madmen in authority ... are distilling their frenfrom some academic scribbler of a few
years back"
Keynes, J. (1936, p383).

1.1 Introduction
This research programme focuses on requisites regjuio implement improvement

relationships successfully between companies thaitenup a sustainable network that
produce manufactured goods as profitably as passiBrocesses used to enhance supply
chain performance initiatives are examined. Thesis therefore reviews paradigms that
impact on corporate structures and purchasing|earding and change management from
an holistic perspective.

This chapter outlines paradigms that created timegb within which companies operate.
Sources of competitive advantage are identifiededbasn the goal of achieving and
sustaining world-class performance. Emulating dwathss supply chain networks is a
strategically important goal because supply chaorapete rather than original equipment
manufacturers. It is also important due to the mlexity of manufacturing and global

sourcing opportunities.

1.2 Small, Medium and Large Companies
The majority of literature available on enhancirgfprmance and improvement initiatives

is based on large, typically international or globarporations. As shown in figure 1.1,
economies have a significant and important proportof small and medium sized
enterprises (SMEs). The title of this thesis djexian emphasis on providing SMEs with

philosophies, tools and techniques appropriatbdsd businesses’ requirements. The term
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SME can be classified by a number of arbitrarily sateria including number of
employees, turnover, balance sheet value and thiéyepercentage held by various
shareholders. This is principally due to the dsitgrof principal business activities (50%
full-time equivalent or more) that registered compa focus on. Hence, some clarification
of what is meant in this thesis by the term SMEsggjiently is provided.

Definitions that delineate small and medium sizetdkmprises from large companies include
section 249 of the Companies Act 1985, the DepartrokETrade and Industry (DTI). The
DTI nominally delineate terminology used in its paations thus:

Micro firm  : 0 — 9 employees

Small firm  : 0 — 49 employees (includes micro)
Medium firm : 0 - 249 employees
Large firm  : over 250 employees.

“In practice schemes ... nominally ... adopt a var@tyvorking definitions depending on
their objectives” [1]. The DTI also provides grapdli evidence, shown in figure 1.1, of the
number of value added tax (VAT) registered compane the UK, percentage of

employees involved and turnover for small, mediund karge businesses.

99
100 -

9 -
80 -
70 -
60 -
50 1 44.7 43.7
40 - %

30 -

20 - 116 138

2 f
0.7 0.2
0 4

Small Medium Large

48.2

@ Businesses B Employment O Turnover

Figure 1.1 Proportion of Businesses, employment artdrnover in small, medium and
large businesses, start 1998 (DTI)
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In this research thesis, an SME is defined as dependent company or sub-element of a
larger corporation that is managed as an indepérmtefit centre, which does not have a
dominant position in its market or business seciidius, the business activities do not have
the power to shape the market yet are flexible ghao respond to rapid market force
changes, and entrepreneurial management stylelsecarsubjectively assessed attribute of
the business entity. Each of the companies ugeithéocase studies in this thesis complies
with this conception of a small to medium sizeceentise.

The number of shop floor employees at M E Ltd fhated between 120 and 320,
stabilising at approximately 250. M E Ltd was nged as an independent entity,
supplying two vehicle assemblers while openly calimgeagainst other companies in the
group and other non-equity competitors. Head catiiP Ltd grew from 35000 to over
50000 globally during the period of active researchNP Ltd manages each of its
manufacturing and product development centres parate businesses. NP UK made use
of only one assembly line in a small annex plaBach line is treated as a separate profit
centre and typically has 50 employees divided fatw shift groups. The factory unit used
had three lines. In 1999, NP Ltd consolidatedUt§ financial records for accounting
purposes to limit the analysis possible of dateastd to the public. Each product
development programme is managed as a separaty enth established employees and
contractors operating as portfolio workers.  Sgestiasupport employee groups,
particularly Operations, Logistics and Sourcingafinially were treated as consolidated
profit centre based internal consultancies. Ft),YM, and AAP each employ between 50
and 249 employees and can usefully be defined asumesized firms based on the DTI
criteria. Dependent on whether product is beirgglpced and the volume demanded, UDC

Ltd varies between small and medium sized status.
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1.3 Profitability and Optimisation from Corporate Structures
Manufacturing firms create value by converting comdlity raw materials into higher-value
components and assembling modules and systems il dgoods. To create profit,
essentially companies must do this without incgran higher cost than the difference
between the price paid for the materials and that py customers to obtain the goods [2].
The price of products is externally determined gy market:

 There is a price that individuals will pay for thgpe of product and basic

functionality
« A premium may be achieved if product features ektéms based on greater
functionality, or potential clients have a subjeetdesire to own a brand.

Companies have the ability to affect the costs rirezl by optimising the structure and
processes to achieve most efficiently the goalro¥iding goods at a reasonable profit.
The River Rouge plant was based on Ford's manufiagtsystem. Economies-of-scale
were created by vertically integrating their supplyain infrastructure. The company
owned most of the required facilities and planthimtthe supply chain to mass-produce
Ford branded goods. Mass production relies oraglprg the set-up cost over a production
run to produce stocks and work in progress in tlestreconomic batch sizes rather than
concentrating on the economics of the producticatesy and processes themselves. Goods
and services not directly made by the verticalliegnated organisation typically were
bought on a commercial basis using adversarialnasiog practices to leverage down the
unit price.
In the 1990s, the rationale behind vertically imé¢gd supply chains to achieve economies
of scale has been challenged in Western societypdrnership sourcing [3], the lean
production concept [4], activity based costing [&hd economies-of-scope that are based
on product family agility and variant flexibility6]. Lean manufacturers form relationships

with partner companies and optimise supply chainmmimising non-value-added waste.
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Typically the final assembler, or a strategic partisynchronises production of components
and modules within the network of associated congsan

Japanese supply chains, using the Toyota produstistem [7], pioneered systematic and
continuous waste eradication in manufacturing. aiRahships between Toyota and its
suppliers, according to Cusumano [8] initially wér@sed on indebtedness and obligation.
Miyashita and Russell [9] asserted that psychobigielationships are a founding principle
upon which the keiretsu were sustained and maiedatheir links. The combination of
obligation, motivation, and competitive pressuraveeto motivate the clusters of
organisations. Miyashita and Russell also examare#teiretsu that co-ordinate more than
85% of the publicly listed companies in Japan [1&xamples and definition of keiretsu
are given in appendix 1. The six Japanese keira@tsuMitsubishi, Mitsui, Sumitomo,
Fuyo, Sanwa and DKB (First National Bank). Miyaahéind Russell further establish that
each company in the keiretsu held a small equékesin the other businesses within the
network. Korean industry is structured in a simi@anner with four chaebol: Hyundai,
Daewoo, Samsung and Lucky Goldstar Electronics.

The keiretsu model lies between the pure vertitggration of Fordist mass producers and
the adversarial approach of competitive purchaseigtions between non-equity-linked
customers and suppliers. American and other Westaporations are reported to use the
keiretsu concept [11, 12]. The concept does he/dimitations, however, as Japanese
corporations have been allowed to collapse, anc thee reports of keiretsu in difficulties
[13].

Virtual vertical integration is derived from the ilesu system. Virtual networks of
companies group together in ad hoc clusters td thié requirement for the production of
various products on a project basis. The periatlitidividual companies remain part of a

virtual enterprise is largely dependent on that gpany's relative performance and
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improvements in manufacturing, managing the loggstiow, and the rate and quality of its
design innovation.
During the 1980s and 90s, companies in the Wesemaagress toward focusing on core
competencies [14]. As a consequence, leading metowiiag companies abandoned the
traditional concepts of attempting all design, nfanturing and distribution activities for
their product. The result is that firms now empdaswo operational strategies:

1) Focusing on in-house core competencies to magireisirn on capital and

2) The purchasing role in facilitating and co-ording activities undertaken by other

focused enterprises.

Therefore facilitating task is the selection andedepment of suppliers for non-core value-
adding activities that the company does not wistetain in-house.
Assemblers' facilities, in the 1990s, typically agnted for less than 50% of the value
added in producing most consumer goods. Lyson} ubted a survey of 1000 UK
companies that indicates the mean product cosktho@an was 39% in-house value adding
and 61% expenditure on acquiring materials. kdsepted that the range for purchasing
expenditure as a percentage of total product @sbe as low as 25% for service oriented
companies and as high as 95% for electronics urfamunt sub-contractors [16] although
the majority range between 60 to 85%. Consenstisaisthe percentage of outsourced
value-add generally is increasing as a result e§gure to become more competitive [17].
Simultaneously, assemblers are attempting to retheie supply base. This increases the
time available to develop relationships with suggiwith the ultimate goal of improving
the performance metrics for quality, cost, delivegfliability, design cycle time and
management.
Outsourcing [18] as a concept is in line with Ad&mith's 'division of labour' [19]. This
strategy increases the reliance of a businesssosufipliers as progressively more value-

adding is outsourced to a smaller supplier base. aAesult, in Western societies the
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advocated model of industrial manufacturing changjgdificantly from adversarial price-
based transactions to one of holistic supply peréorce incorporating non-financial
metrics.
The on-going nature of business, compounded bghkity to catch up, suggests that:
* There is no single company, supply chain or teahglthat will be an outright
winner, and that
* Any advantage(s) gained over competitors will etihgly short as commercial
entities learn to embrace change.
The challenge that has spread to face all bussedsrs is how rapidly to achieve superior
results and stay ahead of, or sufficiently difféeiztied from, the competition for sustained
periods of time [20]. This has significant potahtimpact on the people side of the
business including communication and efficiency][2mhionisation [22], skill acquisition

[23, 24, 25] conflict management [26], career depgient [27] and inter-organisational

training programmes.

1.4 Sources of Competitive Advantage
Porter suggests the basis of competitive advantagke value a company provides its

customers [28]. He further proposes [29] a biguthusice between cost or differentiation,
and between a narrow or broad focus to achieve etiye advantage. The lower-cost
producer creates an advantage over competitofgittistomer perceives the product or
service as comparable. Differentiation relies @eating truly unique attributes. The
narrow manufacturer achieves success by focusiolgigxely on market segment specific
requirements. Porter [30] also describes the cleangeemphasis Japanese vehicle
assemblers made:

They initially penetrated foreign markets with ipexsive compact cars of

adequate quality, and competed on the basis ofrldamur costs. Even

while their labour-cost advantage persisted, howdkie Japanese companies
were upgrading. They invested aggressively to dburiodern process
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technology, pioneering just-in-time production andost of other quality and
productivity practices. This led to better prodqaoglity, repair records, and
customer satisfaction ratings than foreign rivalslost recently, Japanese
automakers have advanced to the vanguard of pradabhology and are
introducing new, premium brand names.

Core to this rapid transformation has been "théingihess to abandon what has long been
successful - is found in all successful compames,only those in Japan” [31]. Hammer
recognised this in the phrase "don’t automateterblie” [32].

Porter used the concept\adlue chaingo separate customers', suppliers’ and the cortgpany
functions that impact the total competitive advgetaf a company. Competitive advantage
nominally is judged solely on potential customepesrceived value of a company’s
products and services, and their preference regigate choose those. In effect,
consumers buy products they consider subjectivedy fulfil their needs.

Businesses have sought competitive advantage atignwithin their business activities,
externally at competitors and suppliers, and bfjllinly customers' requirements. Various
approaches to achieve competitive advantage include

» Division of labour and industrial engineering taliease productivity, [33]

* Price based purchasing, [34]

» Market driven sales price used as a governor fonuf@eturing and distribution
costs.

» Cost based purchasing, and an emphasis on totails&tan costing [35, 36, 37].

* Outsourcing production of mature and end-of-lif@darcts in order to focus on
higher-margin new product development and laundi3&3,

» Just-in-time manufacturing and delivery to creat& transportation and stock costs
using smaller batch sizes, more frequent deliveoesnade-to-order goods and
reduced production lead times. Stable processemaoufacture high quality
components are a requisite of just-in-time manufang. Quality was perceived as
a strategic advantage Japan had over Western mgdiisting the 1980s and 90s.
[39, 40, 41]

» Creating broadly aesthetically appealing produdigies, and releasing frequent
variants as a result of concurrent engineering.

» Creating greater product and process availabji, 43]

» Integrating other products in co-assembled multfiomal consumer goods, [44]

» Creating low volumes based on a backlog of ordepsarlucts [45].

* Focusing on calibrated and tested products sebugxact customer requirements
[46, 47].
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* Focusing on products with performance that is basedcalculated nominal
response, where the processes are standardisedcariblled by statistical
sampling [48].

» Creating high volumes of low-cost, high qualitygrelardised products for export or
setting up transplant operations in the targeore{9].

» Creating networks of businesses based on partpesshircing principles to reduce
transaction costs [50].

Hayes and Wheelwright [51] identify cost, priceliakility, performance, dependability,
"peace of mind", service and flexibility as beingdaring priority sources of competitive
advantage.

Christopher [52] states "competitive advantagen@dasingly a function of supply chain
efficiency and effectiveness ... the greater theatmtation, at all levels, between supplier
and customer, the greater the likelihood that awamathge can be gained.” Leading
businesses apply techniques and lessons learnechalty up their supply chains to
suppliers and downstream through distribution cke&anCompetitive advantage in this
context is achieved through manufacturing basecdclmains of enterprises focusing on
continuously improving the rate at which costs r@@uced while quality and value added
rises.

The effectiveness with which the Japanese adaptdthigques and lessons learned up and
down supply chains in Japan became a significantcsoof competitive advantage.
Transplant assembly facilities and subcontractorsthe West later made similar
improvements. This implies that the performanandards achieved are not entirely
related to a mono-cultured society that Japan kargpresents.

Techniques and practices to improve supply chaigieficy have been largely explored
and adopted across manufacturing industries. likedy that leading firms will need to
monitor continuously their environments to identifgw requirements, approaches and

techniques in order to remain competitive. Rhdughlights possibilities associated with

alternative forms of response that could develogréate competitive advantage:

10
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"Tomorrow's world will be different. It will notansist of high-tech ways of
doing things we do in a low-tech way today. Itlwibnsist of an entirely new
set of more-or-less compatible businesses andtutistis, which variously
compete and collaborate in a largely unmanagedniraled search for new
ways of doing things. We and our organisationseaigaged in an evolutionary
process. If we know the outcome we would know thieeire; something we
generally agree is impossible. It is thus impemtihat we pay attention to
where we are, what others are doing and, via teedimtegic thinking we can
muster, where we might go.
Strategic awareness is crucial. When a significdnainge occurs somewhere
around the globe, be it in manufacturing or wherewe ought to know about
it and be ready for it" [53].

Awareness of the environment is considered a pyeisée to world-class performance for

the various criteria used to assess competitiveness

1.5 World Class
Hayes and Wheelwright [54] used the term "Worldsslananufacturing” (WCM) to

express the competitive advantage achieved by rgadianufacturing organisations.
Drivers of competition and critical practices nesagy to fulfil the drivers that are used by
world class manufacturers include:

» Workforce development,

» Development of technically competent management

» Competing through quality processes to produce-tadhe products
* Maintaining and stimulating the participation oétworkforce

* Investing in state-of-the-art equipment and faeit

During the 1990s, while corporations have focusedheir core competencies, networks of
focused, flexible and responsive enterprises haoerbe the core theme of organisational
search for competitive advantage. To satisfy deimfan consumer goods in the global

market, multinational corporations produce in ragised production facilities - transplants.

A core attribute of globalisation is to stratedigalource components within the target market
region, and sell excess capacity to other regions.

To be competitive, companies are striving to becamgk remain world-class [55]. There is

general consensus on the necessity of Western awnung businesses to re-organise their

11
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operations to compete on a global scale with wadds competitors [56, 57, 58]. During the
1980s, many Western businesses sought competitivantage through automation; for
example the use of robotics reduced operating dnstutting work force numbers. Rank
Xerox is typical of companies that invested in audtion, for example automated guided
vehicles, to reduce direct labour [59]. This typeaotomation became less popular during
the 1990s and was replaced by faster and moréféedriver operated machines.

Japanese manufacturers have a strong presencelaslass competitors for automotive and
electronic goods sectors [60, 61, 62] and Schomn¢63] described competitive advantages
being used by Japanese manufacturing enterprises.

Just-in-time (JIT) manufacturing is a disciplinepgpeoach to improve productivity and
eliminate waste [64]. Toyota Motor Manufacturingvedloped the Toyota Production
System [65] based on JIT principles, using kankedsas cues to initiate manufacture of
specified products in small batches. JIT is a dewaull value-chain control and
synchronisation technique that relies on a smalklog of orders. Emphasis is placed on
control of work done, rather than the Western emjshan simulation using manufacturing
resource planning (MRPII) information tools.

The JIT concept, combined with workers at Toyotat tloften worked one to two hours
compulsory 'work to finish' overtime at the endeatch shift" [66], served to increase plant
utilisation to between 90 and 120 per cent of tlengs nominal capacity. This is in

comparison to U.S. manufacturers that ranged betw8end 90 percent [67].

1.6 Motorisation
Motorisation is the stage in the industrial devetept of a country when the nation acquires

its own capability to produce vehicles. Motorisatwas used by a number of countries as a

significant step toward becoming an industrialisediety. Microelectronics has now made it

12
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possible for third world countries to bypass histdr manufacturing and management
evolutionary processes. By adopting advanced tdobies and manufacturing practices,
economic regional power has shifted with the enmrergeof newly industrialised countries
(NICs) [68]. Large international businesses hatmulated the industrialisation of low
labour cost countries such as China, Mexico andttimer Asian economies [69].

Older industrialised countries (OICs) have haddapa to the new business conditions. The
performance levels of supply chains in OICs hawktbamprove toward world-class levels to
compete with newly industrialised countries.

New manufacturing technologies and planning tealeschave led to reengineered processes.
Out-of-date infrastructure may remain on the fiasdet list for considerable periods of time
after becoming obsolete. These are theoreticdiyively straightforward to ‘obliterate’ [70],
re-organise, upgrade, or re-arrange. It is alsessary to change facilitating organisational
structures and approaches that supported the tbsmiecesses [71]. This is challenging
within any business organisation. Attempting digant improvements when the Target
Elements are in other companies complicates thibenhas. Since the 1960s, purchasing
professionals have expanded their functions' stopeclude the development of suppliers
[72]. Since some modern business operations areec¢dcaut on a global scale, cultural

obstacles and value-sets also have significantahjjpa].

1.7 Justification of Hypothesis, Aim and Objectives
The aim and objectives stated in figure 1.2 are\asion of those submitted with the

registration, in 1993, of this research programnhbe original aim was to identify lessons
learnt from successful and representative supplerelopment and other improvement
initiatives. These would thus be formalised as eglimés for further successful

implementations by practitioners. This researdwéver, does not generate and propose

13
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new guidelines. An alternate aim that more fukyrnstrates the accomplishment of this

research is:

» To Iinvestigate schemes and associated literatungh wmphasis on supplier
development, focused on the enhancement of supg@idormance and clarify links to
facilitating preparatory activities.

Objective 1 stems from the diverse sources and ddnge of literature available for

review. This research programme uses a literaguiew as a research technique, in order

to identify data for triangulation between explorgt and validated research. It is
necessary to categorise reading materials int@owarlusters including:

» Theoretical and exploratory

» Explicative

» Comparative discussions that create hypothetiahilyen conceptions of best

practice based on challenge-able data

* Survey data and other result based predictive mperative ‘calls to arms’ used
to invoke or motivate responses, commitment andigct

* Case studies

* Prescriptive guidelines

Objective 2 focuses on identifying hybrids, vargaand options in use, their causes and
applications. This objective is the result of atbgsis of literature, focusing to clarify tacit
assumptions upon which descriptions of scenariesbased. Given that comparative
discussions provide extremes on various continutins pbjective serves to sub-divide the
continuums in order to identify attributes and thdierentiate phases, for example of
achievement.

Objective 3 puts emphasis on producing a model wiitions, applicable to a wide range
of industries. The model is validated by reseaiohed at refining the original, which was
undertaken with NP Ltd and companies in its sugplgin.

The hypothesis of this research was identified,984, as a result of emic and subsequent
etic research into the blame culture within M E.Lithe investigation is detailed in chapter

5 and appendix 1.
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1.8 Summary
Commercial relationships between industrial entsesr range from legalistic contracts
through to strategic partnering based on technolagy performance leadership. The
relationships intangible aspects range from advatsan through to trust and a social
bond. Industry in the West is moving to emulatpadés supply-chain performance by
implementing a shift, from adversarial transactibased on price, toward the partnership-
sourcing paradigm.
The contention of this research is that the explieisults of world-class, manifest
themselves as improvements in the performance esetocusing on quality, cost and
delivery, are consequent effects of deeper, maiedapects of the relationship between:

* Goals and objectives,

« Agents of change — be they implementers or recipiand

e The modus operandi.

This research programme assesses the link betweehgsing paradigms, organisational

learning, learning organisations and change managefrom an holistic perspective [74].
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Hypothesis

The hypothesis of this research to be tested ts tha

A preconditioning programme for supplier developmemd other improvement

initiatives provides support for progressive orgations, irrespective of size

position in the supply chain.

Aim

The revised aim of the project is:

To investigate schemes and associated literaturiéh wmphasis on supplier

development, focused on the enhancement of sug@rormance and clarify links to

facilitating preparatory activities.

Objectives

or

Three objectives were identified in order to gapgmgress in this research programme.

1. To recognise current methodologies by examipinglications.
2. To identify hybrids, variants and options in ubeir causes and applications acr

industries.

3. To produce a model with options, applicableatovide range of industries, by

refining the original model, adapted ideas, coneepid applications.

0SS

Figure 1.2 - Research Hypothesis, Aims and Objects
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Chapter 2

Research Methodology and Review of the Thesis

The world is such-and-such or so-and-so only bezauestell ourselves that that is the way
itis

Castaneda, C. (1972) A separate reality: Furthevesations with Don Jua
Pocket Books, New Yor

=)

N

2.1 Introduction

The previous chapter enumerates the macro-envinoiaineorigins of this research
programme and consequent research hypothesis, amchgbjectives presented in figure 1.2.
This chapter outlines available methodologies,ctigle criteria and details methods used to
achieve the results obtained. The chapter conslwdh an holistic review of the thesis,
stating for each chapter its contribution as fotiotka or extension to the existing body of

knowledge.

2.2 Issues in Research Methodology Selection

Research aimed at resolution of challenges andatgifs divides into two primary
classifications resulting from the overall objeesy sponsor's requirements and scope of the
study:

* Elucidating theoretical questions and situationariables capable of wider

generalisation

» Solving particular concrete problems likely to haveestricted range of applicability
These provide the context to identify specific esh methods on a continuum ranging from
pure inductive quantitative, systematic protocdles@mothetic methods, through subjective,

gualitative accounts produced by ideographic tepes [75]. Approaches to the

preparation of abstract concepts and generalistitheir structure, the nature of the data
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reported and outcomes generated influence the psdygef the researcher's style, and hence
the position of specific research methods usedich a continuum.

In figure 2.1, Gill [76] compares the stages ofi@cttresearch, consultancy and 'pure’

research.

Stages Action research Consultancy 'Pure’ research

Entry Client or researcher  Client presents Client presents
presents problem. problems and problem and
Mutually agreed goals  defines goals defines goals

Contracting  Business and Business contract. Researcher controls
psychological Consultant controls as expert. Keeps client
contracting. Mutual client. happy.
control. Minimal contracting.

Diagnosis Joint diagnosis. Client Consultant diagnosis. Researcher carries out
data/researcher’s Often minimal. Sells  expert diagnosis.
concepts. package. Client provides data.

Action Feedback. Consultant pres_cribes Report often _designed
Dissonance. Joint action. Not published. to impress client with
action plan_ C“ent how much researcher
action with support. has learned and how
Published. competent he or she is.

_ Published.

Evaluation New problems emerge. Rarely undertaken by Rarely undertaken.

Recycles. neutrals.

Generalisations emerge.
Withdrawal  Client self-supporting.  Client dependent.  Client dependent.

Figure 2.1 Action research, consultancy and 'pureg‘esearch (Gill)

2.2.1 Etic and Emic Research
Pike [77] provided the notion of emic and etic domsts when researching, theorising and

categorising behaviour and other social dynamigstry [78] elaborated these and the terms
closely are associated with his work. Etic cordsare thought to apply universally to all
human behaviour or thought. Emic constructs acell@e to one culture or group. For this
thesis, emic research provided the hypothesis assalt of open-question examination

techniques. To provide confidence in the propasad, research validated the hypothesis by
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subjecting it to scenarios that test the robustoédise construct by exposing limitations and
failures.
For psychologists, Coolican [79] provides definiscfor etic and emic thus:

» Etic — (a) universal ... construct, applicable tocailtures,
* Emic - (a) construct applicable within one or oalfew cultures.

British society is composed of many identifiabldtares including Afro-Caribbean, Indian
(several separable cultures), North African andsi@ar Pakistani, Scots (highland and
lowland), Irish (loyalist and republican), Welshofth and south), Geordie, Liverpudlian,
Cornish, to name a few. The key attribute that esalkameworks etic is their universality
since they focus on continuums that cross, encospmasoperate remotely from, culturally
specific perceptions.
For research by managers, Gill and Johnson [80heletic and emic research thus:

» Emic — A form of explanation of a situation or etethat relies upon elucidation

of actor’s internal logics or subjectivity.
» Etic — A form of analysis relying upon explanatidhat impose an external logic
or frame of reference upon subjects so as to exghair behaviour.
Etic research seeks to impose categorising referdraaneworks to explain participant
behaviour. In effect, a typology is required tisabsequently can be used for statistical
analysis and comparison. Examples of etic instnisiaclude:
1) automotive assembler’s instruments to audit seppl
2) Kolb's learning cycle [81] that segments the psscof theory construction into both
inductive and deductive approaches,
3) Belbin's [82, 83] team roles, and
4) the Myers-Briggs' type indicator based on worktlhg apparently racist Carl Jung [84,
85], and Honey and Mumford's learning style categoi86].

Honey and Mumford etically use a forced compliagaestionnaire instrument to categorise
participants by approximating their preferred I|@agnstyle into four styles: activist,
reflector, theorist and pragmatist based looseliolb's learning cycle.

Emic approaches focus on clarifying scenarios basedientifying participant's subjective

internal logic, for example Schein's process cdatioh. Emic research workers accept that
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gualitative descriptions are subject to hermenaeatitmular effects based on interpretation of
literary texts by grounded theoretical practiced areaningful human behaviour.
Observed and portrayed behaviour also can be & dinto indexical shifts to suit current
scenarios. This front can have participants putbngn act, doing or saying what they think
others want to see or hear.
Schein [87] identifies six attributes of processi@dtancy in a matrix format, shown in
figure 2.2, that form the foci of observation antervention during the interaction between
individuals and subgroups. He also lists fiveilatiies common to group's survival in its
external environment:
» Defining the fundamental mission that justifies ésistence - its primary
task.
» Setting specific goals derived from the mission.
» Deciding what means to use to accomplish the goals.
* Measuring and monitoring whether or not goals &iadpaccomplished.
» Getting back on course by fixing problems once they identified (when
the group discovers it is off target or not accasiphg its goals) - any

group or organisation has to be able to regulaeseedial and corrective
processes and thus make them part of the structuhe group [38].

Task Interpersonal

content |1- Formal agenda, goals4. Who is doing what to
whom

2. How the task is donel 5. How members relate to
Process each other,
communicate, etc.

3. Recurrent processest 6. Recurrent interpersong
Structure | “standard operating relationships, roles
procedures”
Figure 2.2 Shein’s Foci of Observation and Intervation

Gill and Johnson [89] follow Burrell and Morgan'®0] contrast of nomothetic and

ideographic emphasis in figure 2.3 below.
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Nomothetic methods emphasis |deographic methods emphasis

1. Deductive Vs Induction
2. Explanation via analysis of causal Vs Explanation of subjective meaning

relations and explanation by covering systems and explanation by
-laws (etic). understanding (emic)

3. Generation and use of quantitative Vs Generation and use of qualitative data
data.

4. Use of various controls, physical or Vs Comment to research in everyday
statistical, so as to allow the testing of settings, to allow access to, and
hypotheses. minimize reactivity among the

subjects of research.

5. Highly structured research methodolog¢ Minimum structure to ensure 2, 3,
to ensure replicability of 1, 2, 3, and 4. and 4 (and as a result of 1).

Figure 2.3 A Comparison of Nomothetic and Ideograpic Methods
Quantitative research is defined as a researchepsdocused on mathematical or statistical
testing of research hypothesis generalisations]. [fleductive research develops a
conceptual or theoretical structure that is subsetiyitested. Such research designs attempt
to isolate the researcher frarpriori defined causative sequences of independent, depend
and intervening or extraneous variables [92]. [Totaality statistical measurement and
analysis tools represent application of quantieaipproaches to improve manufacturing key
performance metrics.
This contrasts with the qualitative methods assediavith understanding social issues and
dynamics and human problems, based on the construzit a complex holistic model [93]
that can oppose or by-pass systematic, and hestretige methods [94]. This is framed in
the context of a detailed report of informants \8ewonducted in a natural setting, for
example Watson [95]. Ideographic qualitative camgs examine research targets at

empiricist and epiphenomenal levels; empiricisrbased on the concept that knowledge is
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valid if derived directly anda posteriori from sense-data and experience, while
epiphenomenon are secondary constructs ratherimbagral to an organism's functioning
[96]. A posterioriexaminations have the advantage of hindsight ahdabresults generated
when forensically examining conditions. Princip@advantages are that with the passage
of time, perceptions tend to become elaborated sutttessive recounting and accounts of
reality distort, become filtered, standardised iotwporate mythology, constructed to save
face, integrating non-involved persons by assamiatitd gain credibility, or factual evidence
becomes omitted.
Survey methods used in data collection are diwasitio analytic and descriptive categorises.
Analytic methods focus on the identification of épgndent, dependent and external
variables and can be contrasted to the descriptighod of identifying the presence, extent
and variants of examined phenomena. Survey bas#dtd®ogies have specific limitations
including:

» Masking fundamental cause and effect relationshgig/een variables as a result of

interpretative survey bias; and
* The process of aggregation restricts the applicatib the information in defined
scenarios.

Bryman [97] suggested the difference between tlantpative and qualitative paradigms is
based on a convention neither relating to praactioe methods of data collection. The
underlying hypothesis is that research designsbeabiguously selected either from pure
gualitative or quantitative research paradigmsguBy retains advantages and disadvantages
of the research paradigm selected due to the defmatch or mismatch between methods
and the environment within which it is used [98].
Alternatively research programs are hybrids, ceb@ie selecting tools and techniques from
both disciplines to suit the problem rather tham plure paradigm, with the consequence of

more rounded research worker skills. Gill and 3oimn[99] identify four macro-level

research approaches based on a two by two matustrdted in figure 2.4. These
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approaches subcategorise hybrid research, thogghatindaries are arbitrary and allow for
transfer and some attribute commonality. Orgaiueat research-bias and research worker's

training and ability to apply techniques are twuiting influences.

N ANALYTICAL ACTION RESEARCH
gre dsc”t'.o“"e SURVEYS AND
eductive EXPERIMENTAL
Obtrusive

. RESEARCH DESIGN
‘from the outside’ .
(concerned with

(concerned with utilization)
precision)
DESCRIPTIVE ETHNOGRAPHY
SURVEY RESEARCH
o DESIGN
Descriptive (concerned with
Inductive (concerned with character of
Unobtrusive generality) context)

‘from the inside’

< »
<

General Particular
Extensive Intensive

Figure 2.4 — Gill and Johnson’s Framework of Reseah Methods

2.2.2 Method Deficiencies and Triangulation
Shikanai [100] found Japanese college studentsstiateeded attributed this to easy tasks,
when failing to their own inability. Hess et alOfl] found Japanese mothers provided the
same result, and compared this to American motivesm showed pride in the individual
when succeeding and searched for justificationgbyuating there was something wrong
with the college or teaching methods when failingCoolican [102] suggests such
ethnocentric research activities can lack universdidity due to the value judgements
associated with cultural differences, particulaifiythey are perceived from a particular
regional norm. He states:

“An example of ethnocentrism is to describe eatinity fingers as ‘dirty’ or rubbing

noses in greeting as ‘funny’. North Europeans, wgeoerally greet with a firm
handshake and full eye contact, tend to describeyrmeian cultures’ greetings,
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which involve a bowed head and no eye contactdeferential’ or as exhibiting a
‘shy’ cultural personality. This is an ethnocentdescription filtered through a
cultural perspective but it carries the unspokeplication that the interpretations are
somehow true, and that North European greetingtharaeutral basis from which to
assess others.”
To overcome this type of bias, researchers fronuilzones ‘A’ and ‘B’ should jointly
prepare research devices and ensure the languadehas translation equality. It also is
interesting to note Coolican uses the terms inggpions, culture and perspective in the
guoted passage. In learning situations such dasdescribed and in the case of supplier
development that is the focus of this research naraghe, concern for universal validity
contributed to motivation that led to the creatdithe interpretations matrix.
McGrath [103] asserts there is only a series of promises when selecting research
methods, and there is no single all-purpose saluti®@ince no one research method can
provide a full spectrum of validity the framework any research project must balance the
deficiencies of one method with the benefits obiatj approach. Kane [104] sponsors this
underlying principle of blending methods aimed anfaming, extending or validating
results. Kane recommends the use of multiple nusthto triangulate complementary
perspectives with quantitative measurement viewthg overlap of qualitative data.
Triangulation in this thesis was achieved by uglifterent research approaches in the study
of preconditioning prior to customer driven form@provement initiative implementations.
Approaches used were:

* Collection and analysis of prescriptive change iatite data from different
intellectual focuses (supplier development, reeegimg, benchmarking,
organisational learning, and total quality);

* Collection and analysis of case histories and conegainitiative participation
promotional data.

» Company specific employee survey and a series -ofepth process consultative
interviews. This work is the basis of appendixhtl ahapter 5.

» Development of Excel based quantitative tools fostibckholding cost evaluation for
supply chain scenarios, 2) process cost of quality3) part availability.

* Involvement as a Target for cognitive behaviouraldification [105] based on etic
preference identifying assessments, paradigm focsseinars and workshops.
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* Active research as a representative of a major fasving consumer goods
manufacturing corporation's supply chain managemenip involving work focused
on designing products for logistics (DFL) and desig logistics chains (DOL).
DFL work was based at a product development centrthe UK. DOL work
involved visits to suppliers, assembly plants amiséribution centres in Eire, Japan,
The Netherlands, Scandinavia and the UK. This vi®tke basis of chapter 6.

2.2.3 Information, Data and Intelligence
Research, for example literature reviews, is th&nakation of knowledge. A telephone

book is full of information. Researchers learnseek relevant information — the data that
represents facts that support or challenge arguanehbough books typically have a broad
range of subject content, arguments they contgiicayly at least are two to three years old.
More up to date data can be sought in journalspamdicals. What is critical to doctoral
research is the application of intellectual rigearunderstand, apply, synthesise, relate to
other data and decide worth, impact and validiBata without intelligent application and
interpretation is simply knowledge — recallableiti

Researchers must define or categorise:

1) What data is known as fact-undeniable and
2) What is supposition or interpretation

This categorisation is imperative to the testabifind credibility of research output since

research output could be based on an interpretafiommerous iterations of interpretations.

In effect this is interpretation pyramiding. Thetdrpretations Matrix identified as a data
recording instrument was used to pyramid interpicaia in order that participants can agree
a consensus opinion of the current state — a dustate analysis, and agree activities. This
matrix is described in sections 4.14 and 4.15 isfitiesis.

2.2.4 Triangulation of Interpretations

Literature reviews attempt to systematically tréaets to their original source. Interpretive

texts analyse existing literature sources. Rebeascmust distinguish between original

contributions to knowledge, original models and seduent interpretations and ancillary
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arguments proposed by others. This process reqairalytical application and an objective
opinion as possible. Particularly for science amgineering research, subjectivity is not
required and is actively avoided. Management audak research programmes may use
subjective data recorded during interviews as theisbof formal objective hypothesis
formulation to be tested in controlled conditiomsl aising etic research instruments.

2.2.5 Field Study

Field studies search for empirical data by direlosesvation of participants undertaking
activities in the scenario setting. Field inqumgquests answers to questions asked to
participants about those activities, including grants' perceptions, feelings and
observations. Group relationships provide recamiesindicators in identifying process and
information flows. They include organisation, hietay, formal and informal links, i.e.
interactions among groups and sub-groups and iegaorlationships [106]. Field study can
directly observe artefacts and outcroppings. Artsface the physical attributes of a site.
Outcroppings are noticeable physical traits thatknoa characterise the site being observed
which are aesthetic elements of the environmentutciOppings relate to more subtle
attitudes and behaviour stemming from status syspboles and relationships that are not
immediately obvious that require clarification.

Inductive investigations evaluating initiativesagario, during and after initiatives undertaken
within limited societal systems are quasi-experitakattempts to reproduce as closely as
feasible logic used in true laboratory experimentsatural, field, settings. Action research
is a significant variant of the quasi-experimeneédisn social science, which provides the
research approaches within the context for manalgamnd group dynamics [107]. A
drawback to action research is the need to havesado relevant parts of organisations that

demonstrate, or are identified as having, attribuedevant to the research subject.
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Whilst undertaking action research, interactionsveen researcher and subject are virtually
unlimited. This can be contrasted with the statpproach of desk research, surveys,
reflective observations and experiments under ktboy conditions [108].

The researcher’s style can influence the subjeols by an indexical shift in their trust,
access provided and the amount of elaboration whké&ying information. Gibb [109]
contrasted five supportive versus threatening disalikely to impact inter-personal
relationships:

» Evaluative versus descriptivA listener who perceives a statement as evakasiv
put on guard. If, on the other hand, the commerearceived as descriptive and
factual, the receiver is more likely to accepttbenmunication.

» Control versus problem orientationOne person's attempt to control another
increases the latter's defensiveness. Problemtatien, by contrast, is supportive,

because it does not imply that the receiver is $mwenferior.

» Strategy versus spontaneit$trategy implies manipulation, whereas spontgneit
reduces defensive behaviour.

» Superiority versus equalityfo the extent that a person assumes a supet@rhe
or she arouses defensiveness in the other persgoality is much more likely to
result in joint problem solving.

» Certainty versus provisionalismThe more dogmatic a person is, the more
defensiveness will be aroused in others. Provadiem, on the other hand, allows
the other person to have some control over thatsitu and increases the likelihood
of collaboration.

Awareness of these climates, in conjunction wittivd@s to increase explicit knowledge
through shared awareness between individual angodddl 0] can have significant impact on

intra- and inter-group dynamics [111].

2.2.6 Summary
In summary, research programmes comprised of oelyod used in isolation are limited in

focus, scope and ability to meet all requirememtgatidity and confirmation. To overcome

limitations each approach has, triangulation isumegl between distinct methods and
paradigms. Emic research has the potential totecregpotheses; etic research provides
universally applicable test instruments and testafthmeworks. Interactions between

researcher and researched can impact on results.
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2.3 Research Methodology Selection

2.3.1 Matching Objectives to Methods
The objectives of this research programme outlindayure 1.2 are defined as:

» To recognise current methodologies by examinindipatons.

» Toidentify hybrids, variants and options in useit causes and applications
across industries.

* To produce a model with options, applicable to deaiange of industries, by
refining the original model, adapted ideas, coreepd applications.
The underlying primary aim of the research programrthmt would contribute to original
knowledge is to establish whether a preconditiorpnggramme for supplier development
would assist inter- and intra-company dynamics det [serve end customer's requirements.
Prior to investigation of this aim it was deemedeassary to review:
* The nature of adversarial and partnership sounctiagagement practices; and
» The benefits, limitations, scope and impeding elenef existing improvement
initiatives applicable to manufacturing companies.
The research area investigated required a reviggublished literature to establish the state
of current knowledge and projects undertaken. griveipal literature survey objectives are:
 To compare critically, contrast and appraise ptblis knowledge of inter- and intra-
organisational change initiatives within a manufacig context; and

* To establish a sufficient database and knowledgeofs¢he principal techniques and
reported applications for subsequent work durinerlstages of the research programme.

2.3.2 Initial Interview Series
A series of semi-structured interviews were coneldidh public venues and at corporate

sites. Interviews were audio recorded where peionishad been sought in advance. Access
was gained to audio-recorded interviews conductgdother researchers. For emic
interviews conducted 'off the record’, notes werElenafter the interview was complete.
Each encounter took place with senior executivesqgerel within a number of
manufacturing organisations. The aim was to undedsimanagement' theories-in-use and

espoused theories regarding successful applicabbnbusiness to business (B2B)
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improvement initiatives. These built on the eghases of a literature review undertaken
over the extended period of this research workis Work provided a macro environmental
background for action and participant research wighcollaborating establishments, a set of
information available for grounded theoretical saviand resulted in three information flow
models [112].

The development of theory surrounding the strat@gisition of supplier development is
addressed by literature sources. In assessirgjritegic challenges of the first collaborating
establishment it was necessary to extend the kmigeléormulated in the literature review

by conducting an internal survey to gather feedidemnk staff and shop floor employees.

2.3.3 Company-Specific Survey
A company-specific survey was undertaken to gatherent state data and review the

company against its customer's espoused theongeridrmance gap became evident due to
the employment of a theory-in-use based on a blanitere and indirect communication.
The rectification or alteration of this scenaricéme the focus of a case history examined in
chapter 5 and appendix 1 of this thesis.

The primary aim was to ascertain the demographstridution, identify historical
antagonisms, categorise current emotive perceptiand assess the gap to the idealised
corporate state of capabilities and performandees& requirements were met by a company
specific descriptive survey. Feedback was provideshanagement and team leaders of the
results of the analysis.

This survey negated potential bias in terms of ietkiariables inherent in comparing two or
more organisations in the corporation by focusixgwesively on M E Ltd’s operations in the
UK. The benefits of this approach were consideéoddclude:

» Creating statistically reliable quantitative datgriori to customer company's supplier

development initiative implementation.
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* Pre-existing self identified and assessed humamesssrom shop-floor staff analysed
with reference to ideal responses and managemssggi®ns of reality.

* Company specific implications based on the scenadwe traceable to valid company
related data sets; and

» Case study material usable by a general populdtased on the analysis providing a
reportable historic context prior to customer'srapph and joint initiative.
Taking account of survey methodology limitationatadgenerated from the survey of the
first collaborating company was analysed to idgrdid subsequently extensively elaborate
company specific tactical response options to dppdres and challenges.
A predominantly inductive approach to this resegnagramme is justified firstly as a result
of the close relationship between data collectiod #heory building [113] that suited
inductively grounded explanation of social phenoamen This relationship supports
perceptions of relevance and feasibility to cortrd theories [114]. Secondly, nomothetic
imposition of external logic or frame of referenoa Targets, to explain demonstrated
behaviour, is inappropriate where the investiggieenomena possess subjective capabilities
[115]. In that case explanations of a situatiorevent must be based upon the elucidation
of internal logic or subjectivity and is best flléd by the use of ethnographic fieldwork
[116], particularly when using ethnographic andivectield research methods to explore

managerial initiatives [117].

2.4 Statement of the Researcher’s Involvement in thResearch and
Publications
The author as a sole representative of Coventrydysity undertook all research outlined in

this thesis with the collaborating companies. plblications reproduced in appendix 6 have
been written by Newlands as lead author with exoefuif:
1) Sherwin, Newlands and Cotton (1995 a and b) wBeerwin was lead author, and

2) Southey and Newlands (1994) which was a sigmfielaboration by Newlands of a
working paper by Southey.
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2.5 Personal Role in Research with Collaborating Orgnisations
The general aim of the research programme is basecvaluating inter- and intra-
organisational strategic change processes. Thibeaegarded as an investigation of social
dynamics within the context of a limited societyrfed by the investigated organisations.
Two action research projects involved the researcheeracting with a collaborating
company over periods of seventeen and eighteenhmeaspectively. Four other research
projects were based on contact durations of uméoveeek, working on behalf of the second
project collaborating establishment.
The prior knowledge gained from the literature,veyr and semi-structured interviews,
facilitated the investigation of concepts undeli@avand implemented using client data. The
interactive nature of the action research prograneaéo the identification of hard and soft
issues associated with the approach taken by ohais in their relationships with others.
Due to the on-going and multiple location natureh&f work, some portions of the research
were based on analysis and recommendations provideley participants based on
frequently updated descriptions of their situatiosis effectively became implementation
by remote contral This liberated time enabling simultaneously tevelop plausible
solutions for the participants, assess likely resps by the scenario's other key players and
implement agreed action plans. This approach a&doid supervisory perspective and
promoted a friendly old sage or honest broker imalgealso allowed the participants to go
about their business with an agenda, though wittt@Bource of the initiative being present
and causing resistance as a result of intimidairdiear.
A holistic research programme with M E Ltd consigtof a literature survey, multiple semi-
structured interviews and a collaborative actioseegch project of seventeen months
duration was deemed sufficient to generate a resetreory capable of a degree of
generalisation. This was applied during work vilie second collaborating establishment,

NP Ltd.
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Exit strategies were consistently proposed baseehdimg each action research project with
the resolution of the requirement or situation ahe customer/supplier relationship

becoming self-supporting. In the second collabegaestablishment, NP Ltd, although

solutions had been enacted, quartile changes tuprcoadmaps based on market shifts
impacted the solidity of the created relationships refocusing product development

programmes' efforts to alternate materials andnelcgies.

In summary the research methodology designed tewaelihe aims and objectives of this

research programme defined in figure 1.2 was:

» Exploratory qualitative assessment based on gralitit=oretical research practices
to conduct and analyse semi-structured intervieasuded on business process
change practices and the relationship between mast@nd supplier participants.
This series of interviews aimed to identify stradagdustrial dynamics.

* Qualitative data collection via semi-structurecemtews with M E Ltd. This series
served to identify internal dynamics operatingha tompany.

» Validatory research with NP Ltd that tests a model.

* A survey-based assessment of individuals' valuelspamspectives was undertaken
within an organisation. The survey was analysedguquantitative and qualitative
techniques. Statistical methods were deemed iopppte. Data was collated to
produce graphs to represent the current stateur@esal theory was used to identify
significant and repeating themes underlying theestants made by employees. The
analysis was openly reported to M E managementersigors and shop floor
employees.

» Action research using Schein's principles of pre@sultation to resolve identified
challenges.

» Qualitative analysis of literature sources to idgnpotential causes and effects, to
ascertain the theoretically-viable correlation kesgw theory-in-use and low rate of
supplier development initiative adoption by supyglie

A qualitative appraisal of participant's requirensenspecifying quantitative
simulations. Creation of the requested quantigasivnulations and review sessions
that focused on significance of the data and inagibkms for design of logistics and
consequently supplier selection and development.

* Action research, with the role of logistics projéeader, working with NP Ltd's
product development team members and a supplieageament interface scenario.
The psychological contract in this role was basadbeing on secondment from
manufacturing in order to review and advise oragfiects of product development.

» Generalisation. Generating a more generalised tauipgee and formal theory from
specific local theory (substantive); and

» Evaluation of Results.
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2.5 Review of the Thesis
The primary aim of this thesis is to enable theaesh programme to be evaluated. This can
be split into two sub objectives:

« Examination of significance and validity; and
» Fulfilment of the research aims and objectivesuffegl.2).

The thesis provides detailed analysis and critiggdraisal of the theory and application of
supplier development within the context of manufaag supply chains.
The structure of the thesis can be divided inta foain subsections that constitute:

* The research methodology

» A critical literature review

» The application of theory and development of knalgk
* Evaluation and discussion of the research programme

This thesis is the culmination of a research pnogna that has evolved over a number of
years. Individual chapters of this thesis can éadrindependently. The nature of this
research programme, however, advances incremefrattychapter to chapter, to add to the
developing argument. The holistic nature of therkwecequires that in evaluating any
contribution to theory the whole thesis must besaered. The holistic view required is

provided below via a summary of the developing argaots within each chapter.

Chapter 1 - The Origins of the Project

Networks of lean manufacturers have challengedet®nomic arguments that justified
vertical integration.

The competitive environment of British manufactgrimas significantly changed during the
past two decades. This is in part due to increésags on core competencies that form the
basis of competitive advantage. Relationship dyosirhetween business enterprises have
started to change from adversarial or legalistiotraats toward partnering based on trust,

performance and technology leadership. Faciliggtivis change is a core competence.
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Chapter 2 - Research Methodology and Review of thEhesis

The selection of research methodologies represestampromise between given strengths
and weaknesses of each method.

A triangulation methodology can be adopted to seksearch methods such that weaknesses
in one method can be offset by the strengths iarsth

Evaluation of the current theory and knowledge wipdier development and prescriptive
change initiatives shall be undertaken by a liteeateview and company survey.

Application of theoretical principles are investig and participant observer action research

methodologies described. Methodologies are chtuseuit the research problem.

Chapter 3 — Maintaining and Improving Manufacturing for Competitive Advantage
Manufacturing management methods have evolved fo@ditional Taylorist aims and
objectives

Organisations are more inclusive of stakeholdeeatbhjes

A number of supply chain network solutions have rbeeveloped including supplier
development, for which the purchasing company hasritiative.

Philanthropic attitudes are recognised as a kellitédor to enhance competitive advantage

of networks of enterprises.

Chapter 4 - Supplier Development

Supplier development models and inhibitors to immatation are identified. Supplier
development models have focused on the activitieledaken by the purchasing staff.
Recruitment of suppliers to supplier developmengpimmes is a significant challenge.
Training, development and facilitating are core aapts significantly omitted from

conventional supplier development literature. Begtion’s model is examined.
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No single management system provides an holistidiea to modern market conditions.

Chapter 5 — Development Research with a Collaboratg Company

Internal dynamics of M E Ltd are identified.

An original internal survey is reviewed.

A new change programme was planned and implemetatedevelop the management
infrastructure and alter the internal relationstagsprecursors to enhanced performance and
formal supplier development programmes driven leyatsembler.

Changes at M E Ltd were based on middle-up-dowherathan top-down or bottom-up
implementations.

Sources, Targets and Process are defined and @ipral matrix format model identified.

Chapter 6 — Validatory Research

The interpretations matrix is used as the datardaog instrument during the current state
analysis of a fast moving consumer electronics gom@nufacturer, aesthetic component
suppliers and a distribution centre.

The matrix has been applied and found satisfactottyin its scope as a tool for recording

the current state as the basis of analysis. Auditare suggested.

Preconditioning is identified within a company, fraa customer to its suppliers, and from
suppliers to the customer.

The case data challenges the assumptions behindig¢h&rchical nature of Barrington's

model.

Chapter 7 — Discussion
The context and individual company requirementsemieine the type and extent of

preconditioning.
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A relationship between the stability of the proddetvelopment roadmap and consequent

supplier development activities is proposed.

2.7 Summary

This research integrated methods to overcome dafi@s of any single method by
balancing those with advantages of others uselis résulted in triangulation to support the
validity and reliability of the work derived fromnaintegrated and holistic research
programme.

Chapters 1 and 2 of this thesis outline the foundatnd reasoning underpinning the
research investigation and the approaches appireddgh the programme. Chapter 3 details
paradigm literature reviewed. Chapter 4 criticaklyiews supplier development, training
and learning, facilitating and coaching literatared identifies existing literature that could
be used to provide a more effective basis for th@satives. Chapter 5 summarises process
consultative research undertaken as part of thgpterm collaborative venture with M E Ltd.
Appendix 1 details these results via a companyiipesurvey. Chapter 6 details the
application of knowledge by the researcher in sgesadriven by product development
requirements at NP Ltd. The remaining chapteréicaliy discuss the findings of the

research and establish conclusions and recommenddtr future work.
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Chapter 3

Maintaining and Improving Manufacturing for
Competitive Advantage

| was a young man in years but | give you my wokdg$ a great deal older than | am now, what with
the worry, meanness, and contemptibleness of thewdlamn thing. It's a horrid life for any man
live not being able to look any workman in the fadthout seeing hostility there, and a feeling th
every man around you is your virtual enemy

o

F.W. Taylor (1947)

3.1 Introduction

This chapter draws from literature on value chaigsality, cost, delivery, design,

management and supply chain management. This chaptmes the macro level paradigms
that have formed the basis of strategies to acliewepetitive advantage by affecting inter-
and intra-company structures. The chapter revieglsvant arguments proposed by
practitioners and the academic community that foompetitive axes by which businesses
are compared. Philanthropic attitudes are identifis being import to the effectiveness of

strategic improvement initiatives.

3.2 Value Chains

Three similar value chain generic models have heentified. Porter developed a generic
'value chain' model [118], based on a businesesysbncept developed by McKinsey &
Company, that identified a company's basic direct support activities. The model applies
to a stand-alone company rather than a networkigblgers. Porter's model was built on the
premise that there will be added value contribui@dnaterials from left to right. By

convention this reflects the flow of materials ayumbds from suppliers through to customers.

The difference between total costs incurred andpitiee goods are sold to customers is
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depicted as the net profit margin. Revenue isatm®unt buyers are willing to pay for a
product or service. In this context, revenue repnés value that is quantified by a price
system. A business is profitable when there isirplgs of cash from its activities. This
occurs when the value it creates exceeds thedosalincurred from performing all the firms
operations and indirect activity charges necesgatying the product into being [119] and
to market them.

Lamming [120] interpreted Porter's value adding el@$ a series of distinct stages or steps
rather than interdependent continuous flow procetsa are undertaken concurrently.

Hines produced an integrated materials value pipethodel that removes the boundaries
between processes and focuses perception upstreamdemand to supply, right to left
[121]. Based on the premise that companies eaisetve the needs of customers, Hines'
model supports the perspective that supply chaltismately must respond to customer
demands. This argument proposes the rationalea#isaimblers are more sensitive to market
requirements than upstream inbound supply chaidstlans are in a position to lead the
development of first and lower tier suppliers.

Hines' model attempts to avoid departmental andtiomal boundaries and focuses on team
roles, co-operative planning and action by all ihdividuals involved in the network of
businesses. The model depicts profit as a by-mtoofuall the activities undertaken, rather
than an end result. Primary and secondary aesvéire inverted in comparison to Porter's
model. This is in line with two mental constructy:the metaphor of an ‘ice berg' that direct
activities are more easily visible 'above the wditee’, 2) the philosophy that employees
have two jobs. Firstly to undertake direct aci@gtto add value to materials and goods
required by customers. Secondly, to improve thetjey do by undertaking work related

studies, learning about improvement techniquespanticipating in improvement projects.
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Peattie and Peattie [122] illustrated a model (fgBr1), based on similar principles to Porter
and Hines that concentrates on marketing activibesard customers. The model uses the
same orientation as Porter. The satisfaction chantept is reflected in the five rights of

purchasing that are listed in section 3.6 of thiesis. Peatie and Peatie also model the
impact product, price, place and promotion havenamnket share, and consequently on gross

revenue opportunity.
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O and PR
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Figure 3.1 Peattie and Peattie’s The Satisfaction Gin

Value-chain analysis is one of three themes ShadkGovindarajan [123] hold as the basis
for strategic cost management. They argued thategfic cost management concepts derive
from an amalgamation of (1) value-chain analyst3,sfrategic positioning analysis and (3)
cost driver analysis. Their value-chain concemghhghts four cost control and profit
improvement areas:

1) Links with suppliers

2) Links with customers

3) Process linkages within the value-chain of amess unit
4) Links across business unit value-chains withenftim.
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Optimising customer and supplier linkages is careoptimise life cycle costs since this
relates to the relationships between selling pracel other costs incurred over the

manufacturing life cycle and the working life oktproduct.

3.3  Supply Chain Competition

Supply chains are groups of companies linked tagdthservice the tangible and intangible
needs of the market. Competitive pressures resedrsince the 1980s motivated companies
to focus on their core competencies and outsoucrecore services and manufacturing
activities [124]. Perspectives of competition @tk from company-versus-company in
adversarial trading environments to supply chamswe supply chain, each competing to win
a share of the global market.

Supply chain development has been practitioner [lE2b], particularly by automotive
assembler companies in Japan, and subsequentiyanregions [126]. O’Laughlin, Cooper
and Cabocel [127] identified sources of competitndwantage from an holistic perspective,
depicted in figure 3.2, based on product develognsen integrated order fulfilment

processes.
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Market success
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Figure 3.2 — Sources of Competitive Success (O’Lghlin et al)
Application of the sources of competitive successdeh includes Warren's [128] model
shown in figure 3.3. As a Production Purchasinge€@bor, Warren highlighted that Rover
Group recognised the need to improve and develBipe model identified that intangible
attitudes and company culture form of the gestadkiground for tangible metrics which are

the primary benchmarks of competitive advantage.
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Quality
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eIncreased stock turns
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Cost
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*Eliminate unexpected events C u Itu re
eContinuous improvement
*Full engagement of all employe

Figure 3.3. The Need for Change (Adapted from Warre)
Watson suggests companies need an effective clstragegy to avoid the danger of making

existing strategies too rigid, which increases pinedictability of business' responses and

allows competitors to generate effective countetsgies [129].

3.4 Supply Chain Management

Products such as vehicles and computers are edbersets of systems that have been
integrated during brand name assembler's produala@nent activities. In essence, such
goods are co-packaged amalgamations of differefintdogies and modules produced by
numerous companies other than the brand ownerpaCkaging of core technologies from
different primary sources can add significant adstiative costs and increase overheads to
pay for the licensed manufacture of integrated goodhis is particularly important in
electronics, where manufacture of wafers is caroatl using semi-conductor technology

from more than one vendor. Given significant prtipas the values of finished consumer
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durables are attributed to bought-in parts, assemmbilave recognised the importance of
strategic supply chain management and their roteeureloping suppliers.

Supply chain management (SCM) essentially is aegnating philosophy to perceive,
organise and manage flows of information, mateald money from suppliers to ultimate
customers through appropriate distribution chann@®ods flow from suppliers to
manufacturers to distributors to retailers to ficansumers, and in reverse for returned
goods from consumers back to the manufacturemtlagtbe faulty, end of life for recycling,
refurbishment or repair. SCM philosophy is mor@eye and less broken down into its
constituent elements than logistics management lwhicS. literature considers services
including providing transportation, warehousing,eight forwarding or inventory
management to satisfy customers' predefined rageimés. SCM, by contrast, strives to
innovate continuously to create effective and &ffit ways to manage and re-define supply
chains to force out inefficiencies to create sustihle competitive advantage in the market

[130].

3.4.1 Supply Chains — Vertical Integration and Partering

Vertical integration is normally defined in termisaavnership, where upstream suppliers and
downstream business customers are owned by a domimsiness, typified by a brand

owner, the assembler or a holding company. Whilgaged in different types of activities,

each business within a vertical supply chain tylpiceontributes materials or processing

capabilities to produce a common product. Vertingdgration is strongly associated with

mass production of low variety products, typifieg Bord's Highland Park complex at the

River Rouge plant that was the prototype of thisinfacturing model.

Each part of the supply chain focuses on its 'dausiness’, based on the principles of

'division of labour' [131] applied at individual @loyee and business levels. Conflicts can
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develop as a result of ownership of different typésusinesses that are fundamentally
incompatible. A significant issue is associatedhwimiting purchasing of goods from
'internal suppliers'. Recognised phenomenon iagultom vertical integration are lack of
competitive pressure reducing motivation to prouvidgh quality goods and service classes,
and increased direct costs due in part to a nosat&n of wage rates [132].
Western businesses had a biguous choice - eithdically integrate or approach
negotiations based on unit price. This latter apph is based on adversarial trading
practices. Negotiations of this type stroked pasihg agent’ and sales representative’ ego
states; purchasing achieved a reduction in expenedéind sales had formed a profitable
contract, even though supplier's engineering aatiwimight cut corners actually to achieve
the profit. Lamming [133] states “in lean supphetshort-term expedients of irrational
action by the customers towards the suppliers malessense”. By inference then,
customers had acted irrationally when using thesegarial paradigm.
In this context centralised purchasing enablesnassies to leverage bargaining ability to
achieve economies of scale [134, 135] by:

» Consolidating quantities to obtain discounts oateb

e Suppliers have the option of pursuing contracts rfarst or all of the business’
specific requirements

» Supplier overheads therefore may be divided ovegdo production runs, thus
reducing apportioned costs per unit, that allow ghpplier to offer the customer a
lower price or better service

* Purchasing staff can specialise by commodity cegaty

» Specialist ancillary staff positions may be jusitifi

» Administrative costs may be reduced by processmgf, larger value orders

* Information technology support can automate masiadl data manipulations.
The Japanese approach differed to these biguoasligars, with government support that
encouraged assemblers and suppliers to form lang-partnering relationships based on
trust, information and commitment.

Cusumano [136] enumerated how Toyota avoided negaspects of vertical integration by

retaining commercial relationships with its supgiebased on keiretsu partnering
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relationships. Dyer and Ouchi [137] are in agreetnwveith Cusumano by recognising the
costs of acquiring suppliers or customers by valtifantegrating are more than the cost of
partnering:
"The disadvantages of acquisition include: payingOapercent to 40 percent
acquisition premium; a tendency toward increasedesan the acquired firm
since the larger firm, which usually does the agqgj typically pays higher
wages that are then transferred to the acquiregaoy and a loss of market
discipline because a captive customer reduces tipplisr's incentive to

innovate and continuously improve. Indeed, ... tlapahese partnership
structure creates substantial incentives for fitonsnprove continuously".

3.5 Make or Buy Decision and Performance Management
Purchasing as a function or set of activities exsst result of conclusions to not produce in-

house goods or services. This decision in pabased on cost considerations, where total
cost of acquisition can be minimised by procurimgds and services at a lower cost from
outside sources than would be incurred if they wprevided in-house [138]. The
performance leadership gap between the best ande#itg139, 140, 141, 142, 143] that
became apparent during the 1980s and 90s has esffatit departmental functions, and
particularly purchasing [144] due to potential irapan bottom line profits [145, 146].
Progressive companies' decisions to make or bujugt@and component categories typically
have been made at a board level. Dependent on ripnisational structure, product
development, BPR teams, operations or purchasimigbeiresponsible for investigating
whether making or buying given products better sgrhe business. Key attributes of the
strategic decision to buy-in include:

* Business level Pareto analysis

* Generic value analysis

* Focus on the business operations core competehat,part of the company's
activities that win it business. Order winning fueqtly is attributed to superior
comparable criteria including: availability, quglit variety, frequent product
introductions as a result of product developmentdesign expertise.

* Lack of resources to make the product,
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* A decision not to enter, or to exit establishew i@lue add sectors,

* A decision not to grow the business in an uncolgdobr diversifying manner,

* The existence of strategically important partnem$é that have provided adequate
quality and sufficient volume. Such suppliers Miltely invest in order to keep up
with increased demand in line with the lead comfslong range volume plans.

» Cost of product development can be reduced by eoabpg with other
manufacturers to co-develop technologies.

Marginal costing models are considered to be siamt indicators of the viability to make
products in-house [147]. This scenario assumesctmpany has sufficient technical
capability and the plant is under utilised. Onlge tompany has decided to buy-in goods,
purchasing agents must select the most approptigigier from those the company is aware
of [148], and agree how the two companies will iate to save costs [149, 150]. This level
of purchasing tends not to perceive the businessthe product life cycle holistically.
Alternative cost models examine the total cost @mership (TCO) [151, 152, 153],
sensitivity (or gearing) analysis [154, 155] ancb$ly breaks down costs into appraisal,
failure prevention and of internal and externalui@s [156]. Internal failures include
processing faulty goods, rework, delays, scrap,rtome payments to catch up lost
production, additional resources to rectify proldenkxternal failures include warranty cost,
loss of reputation and sales, loss of sales dueado of availability or reduced apparent
capacity. From this perspective, faults in suppliprocesses would be classified as internal
failures, from the perspective that end customersgive the supply network is being an
integral part of branded good manufacturers’ osgdiins. To overcome this risk,
employees at assembler and supplier facilities ineistained.

BS6143 parts 1 and 2 [157, 158], and subsequenthesdHet al [159], highlight that
eliminating the cost of rectification can providegrsficant returns on investment.
Assessment of returns on investment is an intqeagl of supplier development processes.

This inclusion in the process serves to reduceaptiiropic attitudes. Purchasing or change

agent’s intentions of being benevolent contributbysgenerously providing training and
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other improvement initiatives to suppliers can ballenged by a corporate emphasis on
achieving by any means, fair or reprehensible, toeporate goal of performance
improvement. Ford [160] subtly noted the imporgwt philanthropic attitudes within his
vertically integrated infrastructure by stating “ogy management can waste labour and
material and nullify the efforts of labour. Labowan nullify the results of good
management. But in a partnership of skilled mamegg and honest labour, it is the
workman who makes high wages possible”. The ghgté.W. Taylor [161] in the box at
the beginning of this chapter serves to remind ghaygents of the resistance and resentment
that can be created by focusing exclusively on pesformance indicators and ignoring the
Targets of the change initiative.

Woodcock [162] focused on work place aesthetics @anovides arithmetic models

highlighting cost elements associated with infortnaihing:

Cost of wages of new operators during learningageri

Cost of scrap and rework during learning period

Cost of supervisory time in training.

Cost of lost production and wages of experiencestaiprs involved in training.

To ensure expenditure on formal training coursesoiswasted, Woodcock considers the
following elements essential:

» Proper selection of trainees

* The appointment of suitable training staff,

» Setting-up a training area

» Devising effective training programmes.
These financial impact models do not take into antthe possibility of changing the value
of the products by producing possible variantsjomgt and accessories dependent upon the
product and market sector, e.g. automobiles, coenputiomestic appliances.
Hoare [163] makes the assumption that the customileraccept all overhead increases;

however Steele and Court [164] make a lowered estimHoare does not take into account

the potential to simultaneously reduce unit prifresn suppliers due to an increased sales
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turnover. Both analysis examples make the undeglgssumption that each variable does
not significantly affect the other variables. Tlaissumption is not valid except at a most
superficial level to show examples. Neither monowludes costs of development, or
intangibles such as ‘off standard’ (poor quality goerformance) costs.

Deming’s [165] point 6 promotes the institutionrobdern methods of training on the job.
His point 13 recommends the institution of a vigmoeducation and self-improvement
programmes.

Connected to Deming’s points 6 and 13, Joiner Stateney spent on training, retraining,
and education does not show on the balance sheleies not increase the tangible net worth
of a company. In contrast, money spent for equigngeon the balance sheet, and increases
the present net worth of the company” [166]. Neuimed expenses are estimated to achieve
the percentage changes calculated by Hoare oreSéeel Court. Neither the intellectual
capital is quantified nor the effect that a chamgrild or could happen once learning is
undertaken and implemented. The Institute of Ferslband Development [167] clarify
Joiner's point by categorising costs in terms gbpak and pay-forward. Payback compares
financial returns in comparison with alternativesi$or the investment. Pay-forward derives
benefit from cultural or behavioural change thaegsiot lead directly to financially
measurable business results, and increased empésgeeiation with the business and its
objectives.

Morgan [168] highlights that up to 1997, purchasingeractions with the supply base
focused on product quality and manufacturabilitsogess design, skills development and
training in a common set of techniques. Morgamgssts manufacturing industry will focus
on skill development, documentation, cultural changeorganisation and planning during

the first decade in the twenty-first century.
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3.6 Purchasing Perspective Shifts
Purchasing, like sales and marketing, operatasatevels [169]:

* Knowing the name of the Target (person or compangdvance that will be involved in
the transaction; the goods in question will be m@and delivered to fulfil the unique
order requirements. The lead-time between order dalivery, or the frequency of
orders placed, allow for the provision of signifitavariety and variability [170].
Typically, a make-to-order or assemble-to-ordertiam is established.

* Not knowing the name of the person or company waade. As a consequence lower
variety or a limited range of goods are providedally on a make to stock basis.

Purchasing emphasis at its most tangible levelraslyct centred purchasing that has the
objectives: To obtain goods at:

The right quality

Arriving consistently on time
Delivered to the right location
In the right quantities and

At the right cost [171].

agrwnE

Stannack and Scheuing identify three further levaks defined to purchasing activities
[172]. At a second level, buyers focus on proaessred purchasing that emphasises the
nature of the processes that provide goods andcesrio the customer company. The third
level is 'relational purchasing'. This involvesiates focusing on the exchange of a variety
of "items" (including money, relationships, long&ontracts, supplier development
programmes and so forth,) for changes in behavand,improvements in quality, reliability,
consistency and cost. The fourth level is perfaroeacentred purchasing, based on the
exchange of items for performance - undertakingvidiels outside the remit of the
customer's core activities. This fourth level esponds to full outsourcing. These levels
highlight purchasers' perspective shifts from thlggigoods and services acquired, to the
supplier's organisation, and subsequently to theenmtangible performance advantages

suppliers can create.
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3.6.1 Adversarial Contracting
Customers engaged in adversarial contracting eageutheir suppliers to oppose their

competitors to acquire contracts by cutting piedegs. Competition in effect becomes 'cut-
throat' at a micro-economic level. In these sdesasuppliers may not make a profit on the
initial quotation, though will chase every oppoityrto increase the piece price based on
complications due to customers' engineering chaegeests (ECRs). Simultaneously, any
development work undertaken by the supplier wkely be financed as a non-recurring-
expenditure (NRE), funded by the customer on arechtbasis that is agreed in advance.
Focus on low price and short term contracts is geed either to reduce supplier's

motivation, or as a hygiene factor, thus reduchng grobability that the supplier will invest

in capital equipment that reduces the unit cogtrofluction.

3.6.2 Contracting During Product Development
Secondly, product development is perceived asadegfic core competence [173, 174, 175].

Product development has evolved with the adoptfacoocurrent engineering, composed of
five key elements in an industrial system: processple, tools, structure and control [176].
Brookes and Backhouse [177] suggest efficiency,fipemcy, radical innovation,
incremental change and focus are key externalrdriforces acting to stimulate concurrent
engineering.

Purchasing representatives working for product gveent programmes during concurrent
engineering projects aim to provide a set of sohgdifor operations’ purchasing. It is during
this preparatory phase that purchasing negotiatitypscally take place for bespoke
components and modules. As company specific iteimes, customer company has the
strategic opportunity to single, sole, dual or nsolirce the goods required. This decision
affects whether the supplier receives an orderafbior a portion the goods for either a

limited period or for the production lifetime ofettproduct in operations.
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Updated traditional purchasing literature [178, JL&&igmented their consideration of
adversarial trading and negotiation with scenablesveen active buyers that gain control

and passive sales representatives toward relatpmsh

3.6.3 Partnership Sourcing
Partnership sourcing [180, 181] or co-makershi@[1B33, 184] became the alternative to

adversarial trading, and is considered a more pgolwparadigm [185]. The approach uses
outsourcing for long-term service provision ratllean merely a one-time acquisition of
goods or services against a specification [186j. uddated traditional purchasing text [187]
provides clarity on purchasing objectives:

* To supply the organisation with a steady flow oftenials and services to meet its
needs.

* To ensure continuity of supply by maintaining effee relationships with existing
sources of supply and by developing other souritbsreas alternatives or to meet
emerging or planned needs.

* To buy efficiently and wisely, obtaining by ethicaleans the best value for every
unit of currency spent.

« To maintain sound co-operative relationships wittheo departments (internal
customers), providing information and advice asessary to ensure the effective
operation of the organisation as a whole.

* To develop staff, policies, procedures and orgdioisdo ensure the achievement of
these objectives.

» To select the best suppliers in the market.

* To help the effective development of new products

» To protect the organisation's cost structure

* To monitor supply market trends

» To negotiate effectively in order to work with slipps who will seek mutual benefit
through superior performance.

Webster and Wind [188] developed a model of orgaimisal buyer behaviour, depicted in
figure 3.4. They define four classes of varialitest determine corporate buying behaviour
asindividual, social organisationa) andenvironmentglthese are divided into task and non-

task related dimensions, of which one is likelydlmminate [189]. Argyris noted similar
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effects when examining tacit defensive routinesO[19Webster and Winds' hierarchy is

defined from macro to micro levels:

» Starting with environmental impact and externalrees,

» Determining the organisational boundary defineditsytechnological, structural, and
directional attributes that are formed by the gpatparticipants;

* Focusing on functional activities and interpersateterminants of behaviour;

* Task and none task (value adding and non-valuaagjlditivities, and

» Psycho-sociological determinants of individual bebar that underpin the preferred
styles of knowledge workers, and

» Individual or group [191, 192] decision making peeses.

1 The environment (environmental determinantsuyfig behaviour)
Physical environment Economic environmerggal environment
Technical environment Political environmentCultural environment

. Labour Trade | Professional Ot.h € | other socia
Suppliers | Customers| Government . ] business | .- .
unions | association$ groups firms institutions
v v v v v v v v
Information about suppliers Availability of General business Values and
(marketing communications) goods and services conditions norms
v

2 The organisation (organisational determinantsuying behaviour)
The organisational climate: physical, technatagieconomic, cultural

Organisational Organisational Organisational Organisational
technology structure goals and tasks actors
Technology Organisation of the Buying tasks Members of the
relevant for buying centre and the buying centre
purchasing purchasing function

3 The buying centre (interpersonal determinantsuying behaviour)
Technological constraint

d technol ilabl Group Group Member characteristics
and technology avariabig structure tasks and goals, leadership
to the group
Task | Activities _ Sentiments | 1o | Activities _ Sentiments
Interactions Interactions

Group processes

¥
4 The individual participants
motivation, cognitive structure, personality,

learning processes, perceived roles Buying
\ 4 v decisions
Buying decision proces§a) Indiv_idual Qecision- (b) Grou_p deci_sion- /
making unit making unit

Figure 3.4. The Webster and Wind model of Organisa&bnal Buyer Behaviour
Webster and Wind’'s model creates a hierarchy otdéencies from various domains and

impacts the company through controlling processias,individual and the results of the
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decision. They note "the buyer (or purchase agent) most cases the final decision maker
and the target of influence attempts” and expamthdu by stating "It is the specific
individual who is the target for marketing effangt the abstract organisation”.

Sheth [193] also developed a model of organisatibaging behaviour, shown in figure 3.5.
Sheth identifies information sources, experieneecipasing process, product development
issues, conflict resolution processes and situatitactors, and links them in a closed loop

cycle that has functional similarity to the leawpioycle by Kolb, Rubin and Macintyre

[194].
Specialised Role Life . (4).
(1b) . . . Situational
Information education orientation style factors
sources | | |
Sal I ¥
ales people 1c ¢ - - - - - 1
PP e acive o | G (10 |
exhibitions and search : Background of| | Satisfaction with Autonomous :
trade shows i | the individual the purchase decisions ¥ v
direct mail : v | Supplier or
. 3 1 brand choice
Press releases 1) <-- yy
Journal Expectations of l -~
advertising > 1 Purchasing agenfs 2 v
. 2 Engineers Industrial ®)
Professional and 3 Users buying Joint Conflict resolution
technical 4 Others process decisions 1. Problem solving
conferences . 2. Persuasion
3. Bargaining
Trade news 4. Politicking
Word-of-mouth
(1d)
Others P Perceptual (a) (2b) o
distortion Product-specific| Company-Specifig
factors factors
/ /
Time Perceived Type of Organisation|| Organisation|| Degree of
pressure risk purchase orientation size centralisation

Figure 3.5. Sheth's Model of Organisational Buyindgehaviour
By convention, the initial part of analysis usingef's model focuses on perception and
expectations of participants that form the interd antra-organisational business scenario.
Functional roles augment the framework supportirpesion-making process. The model

is based on adversarial negotiation practices areb chot attempt to transfer knowledge,
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techniques or technology to suppliers. In its @laa comparison is made between
expectations and actual performance assessedis tdr'satisfaction' with the purchase. In
scenarios where expectations are unchanging, tieblais supplier performance against set
criteria. The model omits production process fexctaGiven the introduction of continuous
improvement stemming from the total quality paradigirom a supplier development
perspective, this simple model requires eitherdditimnal element that allows the customer
to improve the supplier, or a mechanism by which Hupplier can gauge customer's
requirements and autonomously respond.

Hakansson's [195] interaction model contextualisggproaches taken by customer and

supplier organisations and individuals representiggn, shown in figure 3.6.

Environment
Market structure Position in the
Dynamism M anufacturing channel
Internationalisation Social System

Atmosphere
Power/Dependence Closeness

Co-operation Expectations

Customer Supplier

Short term
Product/Service Information
Financial Social

Organisation
Technology
Structure
Strategy

Organisation
Technology
Structure

Exchange episodes Strategy

Interaction model

Individual
Aims
Experience

Individual
Aims

Long term Experience

Institutionalisation
Adaptations
Relationships

Figure 3.6. Hakansson's Interaction Model
Hakansson's model is used to bridge between a asirgh relationship and functional
process gestalt to an interactive, development iemmtovement based relationship with
network partners. To achieve the key performamuéicators that define world-class
manufacturers requires a significantly greater llefesustained collaborative effort both

internally within each company and department, timdughout the supply chain between
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trading partners. The common objective is to haweamless chain of associates that link
activities along the entire supply chain throughautetwork of information exchange nodes
at the intra- and inter-business levels. This pétvcan include activists engaged in product
and component design, demand forecasting and pignimventory control, production and

delivery logistics [196].

3.6.4 Supply Chain Networks

Supply chain networks are an extension of long-tparinering concepts in manufacturing
sectors where the majority of companies are capb&an supply.

Supply chain competition is based primarily on aghig a superior working relationship
with suppliers and customers, particularly duringwnproduct development design and
tooling phases, networks of businesses can setndpn@nufacture desirable goods at
optimum cost, quality and other key performancelevLamming suggested competition is
a "practical manifestation of many other environtaérfactors - economic activity,
dynamism, technology trajectories, internationatali@pments etc. ...the manner in which
the relationship is built and developed will itsdiftermine, to an extent, the nature of the
competition" [197].

Established networks are stable relative to thdgdeand generic technology stability
associated with the product. Automotive supplymoeks for example have the opportunity
to remain relatively stable as a result of the gleshaturity of road going vehicles. This
allows the group of companies to optimise the koggswithin the network toward lean
manufacture.

Less stable product ranges, including fast movimgsamer electronic goods, with relatively

short production life cycles and rapidly evolvingngponent and manufacturing process
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technologies require supply networks to have aluéippato adapt rapidly. In contemporary

terminology, this is industrial customer responseg&s manifested as flexibility and agility.

3.6.5 Lean Manufacturing
The International Motor Vehicle Program (IMVP) wasnultifaceted research initiative that

explored creative mechanisms for industry-goverrro@iversity interaction to understand
the fundamental forces of dealing with change imuf@acturing industry [198]. This study
highlighted the gap between the conceptualised teanufacturer, based on Toyota, and
mass production systems typified by Ford.

In response to the lean manufacturing paradigmtiftksh by Womack et al [199], market
leaders in many industries are re-defining the ephof the supply chain. The lean
paradigm requires stock levels to be reduced, aadugt quality and service reliability to
increase, all at a lower cost.

The concept of lean manufacture is considered lmyrhi;g as the fourth paradigm to affect
trading practices in manufacturing industry andarticular purchasing practices that also
impacted a wide range of industries and sectoescohomies around the world. Lamming
[200] modelled the characteristics of typical besises in a four-phase model, shown in

figure 3.8.
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Model Nature of Basis of Role of Manage- Delivery Dealing Attitudeto Role of Level of
competition sourcing data/infor- mentof practice with price quality R&D pressure
decisions mation capacity changes
exchange
TraditionalClosed but Wide; Very Few Large General Inspection: One-sided: Low /
before friendly; enquires; restricted problems; quant- negotiation arguments/ either medium:
1975 plenty of lowest - some ities (annual); laissez- assembler steady:
business bid; minimum poor buyer's agame faire or predictable
price- necessary scheduling choice:  win/lose supplier
based steady

Stress Closed and ‘Dutch A weapon;Spasmodic:Unstable; Conflictin AggressiveShared, but High /
1972-85 deadly; Auctions’: one-way; no no negotiation:campaignsonly for unbearabl
chaotic price- supplier system to control; a battle SQA, cost volatile
based must deal with variable; lose/lose etc. reductions
open chaos no notice
books of
changes
Resolved Closed; Price, Two-way: Gradually Smaller Annual Joint effort Shared for Medium:
1982 some quality short- improv-  quantities; economics towards develop- some
onwards  col- and term e.g. ing: buyer’s plus improve- ments sense of
labora-  delivery forward linkages demands negotiation;ments relief
tion; build appearing stabilizing win/lose
strategic
Partnership Collabora- Perfor- Two-way: Coordin- Small Annual Joint Shared:  Very high:
Japanese tion; mance long-term ated guantity; ecconomics planning some predic-
1990 tiering; history; e.g. and agreed + planned for black or  table
onwards  still long-term  knowl- jointly basis; reductions develop- grey box
dynamic source; edge of planned dynamic win/win? ments
costs costs 1T

Figure 3.8 A Four-Phase Model of Customer-SupplieRelations (Lamming)
A significant aspect of the phase changes is greaghasis on open, complete and honest
communication between participants directly affdctey, forecasting, or controlling the
situation. This requires a significant shift fraaadversarial trading where information is
treated as a source of power and leverage, toliassd co-operation, [201, 202, 203]. This
change is due to problems, associated with negtptiie actual situation due to focusing on
idealised mathematical modelling, that Scott sutpyesiude:

» Excess stocks

» Shortages resulting in line stoppages and expegditists

» Poor usage of data due to inaccurate bills of nzter lack of availability

» Obsolete stock as a result of inadequately comnatetcdesign changes and lack of
adherence to design for logistics guidelines thatiited in

» Disproportionate acquisition costs [204].

Scott suggests the scope of the trust-based nesilo extend to co-operation to:

* Aim for minimal levels of stock with both parties

» Allow reasonable profit margins for the servicepded by the supplier

» Reduce paperwork - purchase orders, invoices, Qusdisurance documentation
» Take full advantage of information technology
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» Let the supplier manage existing stock and purcheders

+ Communicate changes to the supplier e.g. buildraroges.

* Involve the supplier during component design aglddion

* Generally reduce waste and eliminate non-value-chddavities.

Cusumano [205] identified Honda's product developmand Toyota's manufacturing
characteristics and the impact this type of busiregistics have on Japan’s infrastructure.
For lean manufacture to work, the supply chain nesstabilised in terms of gross demand
volume per period time, thus eliminating the Faeeand Burbidge effects at the assembler
[206]. To ensure efficient use of the assemblinpléne concept of ‘factory within a factory'
[207] is used in plants producing relatively sntafih technology consumer goods such as

computers [208] and mobile telephone transcein208][

3.6.6 Agility and Coevolution
The customers’ requirement itself changes freqyeimtlline with latest thinking, knowledge

and techniques, thus requiring an on-going, lomgteelationship between user and
supplier. To ensure the long-term competitiveradgbe relationship, the supplier therefore
must have the flexibility, or agility, to co-evolugy jointly adapting the business model.
Rigid adherence to defined roles in this contegtla@ing replaced by business competition
based on experiential learning [210, 211]. Eisetthand Galunic [212] compare co-

evolution and the conventional collaborative relaship paradigm depicted in table 3.1.
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Table 3.1. Traditional Collaboration versus Coevoltion

Traditional Collaboration Coevolution
Form of Frozen links Shifting webs among
collaboration among static businesses evolving businesses
Objectives Efficiency and Growth, agility, and
economies of scope economies of scope
Internal dynamics | Collaborate Collaborate and competg
Focus Content of collaboration Content and number
of collaborative links
Corporate role Drive collaboration Set collaborative context
Business role Execute collaboration Drive and execute
collaboration
Incentive Varied Self-interest, based on
individual business-unit
performance
Business metrics Performance against Performance against
budget, the preceding competitors in growth,
year, or sister-business share, and profits
performance

New requirements are placed on businesses eithrdmally or increase in a subtle,
continuously increasing manner. To remain competiin the longer-term, corporations
must adapt, learn to change and embrace advancemetgchnology and progress in the
business environment within which they operate.

Hamel and Prahalad [213] suggest when managememde on maintaining the status quo
for too long they would have to resort to the birutark of restructuring the business by
refocusing, delayering, declutering and right gizinThese initiatives attempt to increase
productivity by reducing the payrole headcount.mghand Prahalad suggest that companies
that most aggressively reduce headcount can bsifaasin a "rogue's gallery of under-
managed or wrongly managed companies”.

Deal and Kennedy [214] aim to develop or incredsealiility characteristics to 'do what the

customer values' and help companies avoid deegddutreaucratic organisational styles.

59



Maintaining and Improving Manufacturing for Compe® Advantage

They identify several characteristics that are camno well-managed firms that ultimately
will enhance product quality and the employee-fimorking relationship:

* No formal organisational charts.

* Few formal rules, meetings, and memos.

* Flexible jobs

» A system of self-correction.

*  Minimum status symbols.

e Two-way communication.

» A carefully defined employee selection process.

* A well-structured social organisational programme.

Dove [215] categorises craft, mass, lean and agdeufacturing, in figure 3.8, in terms of
comprehensiveness, fixed layout, flexible and régare-able. Dove supports Womack et
al [216] by suggesting the reconfigurability of @nterprise is the principal addition to lean
that attempts to meet individual customer needsoffgring significant variety, while
retaining advantages of modern manufacturing teghes. This permits mass customisation

and low unit costs.

Craft Mass Lean Agile
Reconfigurable X
Flexible X
Fixed X

Comprehensive X

Figure 3.8 Dove’s Evolution to Agility Model
Goldman, Nagel and Preiss [217] surveyed 100 compaand identified four principle
dimensions to business' agility:
* Enriching the customer by providing significantqure benefits;
» Organising to master change and uncertainty bydhapeconfiguring facilities,
people's roles, responsibilities and tasks;

* Leveraging impact of people and information by emeging innovation and
entrepreneurialism, supported by providing contusitraining; and
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» Co-operating to enhance competitiveness at inted-iatra-organisational levels
through out the supply chain.

Kidd [218] suggested achieving agile manufacturgigased on developing companies using
three primary resources:

* People - knowledge, skill base and empowerment.

* Organisation - innovation, appropriate manageméyie and authority structures,

. jaIl'ieu(j:hnology - flexible information tools with ergana interfaces.
Warren [219] and Unipart [220] suggest a compartyimsupply chain has to have a policy
of continuous improvement and develop to surpasspetitors’ performance to achieve
success as depicted by figure 3.9.
Watson [221] extends the model used by Warren angdtt by suggesting key performance
metrics are improved on a project by project bas@ as a result of implementing solutions
derived from technology breakthroughs. The multjmeject concepts proposed by Watson
presumably allow networks of companies to priogitisanagement attention and investment
opportunities. This has the effect of reducingcpefed risk and companies then have the

opportunity to apportion them to dependent, inddpeh and intervening or extraneous

variables.
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Elevated Supplier
Performance

Success Customer
Customer Requirements
Satisfaction

(Expectations) Or competitor's systems

design performance

Failure

Time

Figure 3.9 Key Performance Metric Improvement OverTime -
Satisfaction, Success and Failure Adapted. (Warrernipart)

Co-ordinated
Business System

Engineering Xzsg?lgfgy
Critical
Performance — _ -
Measure 4 - Continuous
/ Improvement
£ (Kaizen/C.1.)
-
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Leader
Target
Company
>
Time
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Figure 3.10 Greenfield’s Sequential Curvy-Linear
Performance Improvement Model

Greenfield [222] builds on Watson's work by depmigti in figure 3.10, performance
improvements in a series of phases using curvatinelationships based on Pareto's

concept and the learning curve that anticipateiainigains will be rapid and then
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subsequently optimised over a settling in learrmegiod. In effect, Greenfield alters the
scale of the axes of the graph to absolute valadeer than artificially designated ranges
used in the Warren and Unipart model. This distomcin representation hypothetically is
linked to improvement initiative fatigue due to ack of understanding of an overall
programme or framework for change.

Rummler and Brache [223] developed a three by thma&ix, shown in figure 3.11, that
summarises their model that suggests to achieveowement, organisational change is
required at three levels. Rummler and Brache mepm case for a holistic approach to
organisational improvement. They argue most iings aim only at one or two of the three
levels and hence are sub-optimal. Most trainingiatives for example focus on
Job/Performance, automation focuses on processgstategic planning and reorganisation
initiatives make a great effort to progress fromangsl to change structures to the actual
achievement of improved performance. The prime meana emphasis at level two is on

designing efficient processes, and appointing chanspand goals.

Goals Design Management

Organisation

Level 1
Level

Process

Level 2
Level

Job/
Level 3 Performance
Level

Figure 3.11. Three by Three Organisational Improverant Model
(Rummler and Brache)
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3.7 Supply Chain Development and Improvement

Supply chain development focuses on increasingevadded as a result of business
decisions to specialise in core activities; thisams extension of Smith's [224] division of
labour between inter-dependent business enterpriSesck [225] identifies the relationship
dynamics between customer and supplier are sinaléne relationship between satisfaction
and dissatisfaction, and hygiene and motivatorse sdggests teams can concentrate on
reconciling differences or trying to understandiknties.

Purchasing functions, in conjunction with crosseiional teams are engaged in processes to
identify performance improvement opportunities, traggoropriate supply company partners,
and develop and deliver appropriate training. riaship sourcing [226] is promoted as an
alternative to traditional adversarial purchasingcgices based on price. Both partners' work
together to achieve optimum commercial advantagality and cost for both themselves
and satisfy their end customer. Partners agreectbgs and build relationships based on
trust, open communication and provide assistan@tomplish shared benefits. Solutions
are jointly developed, though funding for thesejgets may be required from the lead-

company as a non-recurring expenditure (NRE).

3.8 Summary
This chapter outlined the macro level paradigms tiaae formed the basis of strategies to

achieve competitive advantage by affecting intad mtra-company structures.

Strategies to vertically-integrate, form non-eqdibked associations, or to operate in equity
distributed keiretsu type structures are corpodateel attempts to create competitive
advantages. The ability to acquire quality goddsoapetitive unit prices can be enhanced
or reduced due to the corporate structure influendhe buyer-supplier relationship.

Initiatives to enhance suppliers’ key performanudidators likely would be affected by the
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corporate environment, purchasing agents’ decisiaking processes and the interpersonal

relationship dynamics that exist between partidipaemployed by separate parts of the

supply chain. Key conclusions from this are that:

* Improvement initiatives tend to be designed basedystematic strategies such as the
brutal work of restructuring the business by re&ieg, delayering, declutering and right
sizing and

* The effectiveness of improvement implementationsato extent is dependent on
purchasing representatives’ and change agentsirghiiopic attitudes.

Chapter 4 reviews supplier development speciferdifure. Focus is on the negotiation and

improvement activity levels associated with impletiney changes that are driven by the

customer to improve the supplier's performance.
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Chapter 4

Supplier Development

“Japanese and American management is 95% the sahdifters in all important respects’

Takeo Fujisawa, co-founder of Honda Motor Company

4.1 Introduction
This chapter examines supplier development speldéiature and determines the limits of

the state of the art. Supplier development modal$ iahibitors to implementation are
identified. Supplier development models have fedusn the activities undertaken by the
purchasing staff. As with other intra- and intempany improvement initiatives, the
number of supplier development initiatives undeztakand the success rate are
comparatively low. Further literature is reviewldm training, learning and facilitating
fields. The chapter identifies that supplier depehent models have focused on the first of
three approaches: systematic, dynamic and a cantinimprovement attitude. The chapter
concludes that the Honda BP approach used at TRWexico most closely fits with the
continuous improvement attitude by focusing on bggi factors in the work place to
stimulate and sustain motivation to improve. Tdase supports the theoretical framework of
a preconditioning programme. The chapter furtherchales that supplier development is
fundamentally a learning process undertaken byiddals working within groups and that
existing conceptual models of supplier developnfentis on company to company level

preparatory and monitoring activities undertakercbigtomer's purchasing staff.
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4.2 Supplier Self-Development and Customer Assiste&slipplier
Development

Assemblers from the auto and electronic sectogeth®r with retail chains are regarded by
many observers, noted in chapter 3, as being tlenipr Sources of development
programmes upon their supply chains. In order toea® higher levels of business resource
utilisation, organisations target existing and pt& suppliers and customers with
development and/or improvement programmes. Assgmbeploying supplier development
teams, aim to increase overall supply chain manageniSCM) performance through
development programmes and by stimulating improvesne

Assemblers facilitate their programmes by makingilable resources to develop and sustain
better SCM relationships. They assist strategipkers with training in new tools, techniques
and methodologies. This reduces stress involvelganding which cure-all should be adopted,
because the development programme is structuremkdae the assembler to act as a mentor for
its suppliers’ development. They promote qualitgndhmarking, insist upon continuous
and/or annual cost, quality and delivery perforneaimprovement targets and encourage

lean initiatives.

4.2.1 Supplier Development and Partnership Sourcing
The term 'partnership' has legal connotations hepcge businesses prefer to use the term

partnering to define the paradigm supporting tlaeiivities. Partnership sourcing in this
research is interpreted as a state of being - coiepare partners, and is couched in specific
cultural and behavioural ethos.  Supplier develagméy contrast, is based on
implementation - carrying out activities. Thisfdience enables purchasing to operate in
adversarial modes, while encouraging supplierseieibp and providing support services to
achieve performance criteria - supplier developnmeiat traditional purchasing environment.

Partnership sourcing is a long-term state, whilppsar development is a transition - a
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project managed transfer and implementation of kedge, orders, skills and techniques.
This implies the conversion or creation of longztgrartnering relationships with suppliers
focused around specific, relatively important pas#d items. The term conversion is used
since in some circumstances customer and suppaier dlready had long-term relationships
based on adversarial or commercial interactiond, atempts are being made to alter the

status to partnership.

4.2.2 Supplier Development - Survey Evidence

Watts and Hahn [227] surveyed 81 suppliers to datexr customer's emphasis and progress,
concluding supplier development initiatives to beren widespread than they expected.
Walker [228] highlights Coopers and Lybrand's symeasults listed below, showing supplier
development ranked 7th, early supplier involvemdidth and supplier performance
evaluation 13th overall on a prioritised scale.

COST REDUCTION ACTIVITIES

QUALITY IMPROVEMENT INITIATIVES

LONG TERM CONTRACTING

REDUCTION IN THE NUMBER OF SUPPLIERS
LONGER TERM SUPPLIER RELATIONSHIPS
SINGLE SOURCING

SUPPLIER DEVELOPMENT PROGRAMMES
USE OF FULL SERVICE SUPPLIERS

CROSS FUNCTIONAL SOURCING TEAMS

10. CORPORATE WIDE CONSOLATION OF PURCHASING
11. EARLY SUPPLIER DESIGN INVOLVEMENT
12. BUYER SELLER CONSULTING TEAMS

13. SUPPLIER PERFORMANCE EVALUATION

14. COST BASED PRICING

©CoxNoOGOA~WNE

McGinnis and Vallopra [229] emphasise early supplievolvement in new product
introduction. The Oliver Wight ABCD Checklist by &ma [230] emphasises performance
measurement as a means of gauging progress towaopdan quality award evaluation.

Larson [231] tested and confirmed the hypothesa$ tlo-operation between customer and
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supplier would reduce total costs and enhance ptoduality based on 712 survey

responses.
Low
HighA Total cost Subsequent
A

Consulting

teams

Supplier

certification

Early involvement
Expected Strategy
performance| | Cross functional teams implementation
improvemen sequence

Formal supplier evaluation

Longer-term relationships

Longer-term contracting

World-wide sourcing

Supply base optimisation/total quality management

Low First

Low High
Relative proportion of firms executing each strgiteg
Figure 4.1 Purchasing Strategy Implementation Sequee (Monczka and Trent)

Monczka and Trent [232] correlate the proportiorfiohs utilising a sequence of elements
to be achieve various levels of performance impmmemt, shown in figure 4.1. It is
interesting to note that these elements do not mifectly to training, development and
education in order to enhance work performancecapadbilities.
Edwards’ [233] profile of Ken Lewis highlights thedake-up of offers, given by customer
companies to enhance business performance in pagrseipplier development programs, in
the 1980s was unusually low. Lewis ascribed te@stance to change to "The attitude of
SMEs ... they will not open their minds."
Hines reports on a survey by Consigny [234] exangrautomotive, electronic and machine

tool supply chains from the perspective of suppdigsociations. This revealed a significant
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range of approaches and extent that Japanese degmhoies co-ordinate supplier-
associations. The study revealed that significamibers of lower tier suppliers in Japanese
supply chains receive free-issue materials. Thigrgially would lead to reduced supplier
leverage and rewards based on conversion of miatand high process yield rates.

Monczka and Trent [235] collected 190 data setssuiaveys between 1990 and 1993 and
compared projected to actual results for currentchpsing and materials management
strategies. They state focus in the 1990s woulphaxsise core competencies and
proprietary technologies, intense competition tasgylin pressure to innovate and compete
by continuously improving key performance resulfglonczka and Trent also recognised
that customer expectations rose faster than aswgblier performance improvement and
that aggressive supply base reductions alone do stintulate suppliers to enhance
performance. They conclude that early supplierigiesnvolvement, direct supplier
development and rewards for supplier performand¢@mecements can accelerate the rate of
improvement.

An Arthur D. Little survey [236] indicated increagi commitment and trust in partnerships
between customer and supplier. The findings indibaying companies are focusing on key
supplier relationships, numbering typically 10 esd, and that the key issue to facilitate
more extensive implementation initiatives is pramisof advice and knowledge about how
to project manage the change process. KrauseaatldHandfield et al support this.

Krause [237, 238], and Krause and Ellram [239, Z40Vey literature and industrial supplier
development practices. Krause and Ellram concfunla the literature that most supplier
development activities are short-term, and areetad)at improving supplier' products and
service performance in preference to enhancing tepabilities. From this set of data,
practice it seems only to be fulfilling half of tkeurces of competitive advantage identified

by O’Laughlin et al in figure 3.2.
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4.2.3 Supplier Development - Definitions, ConceptualDbservational and Prescriptive
Approaches

Leenders’ [241] reports on various situations ogogrin Canadian industry during the early
1960s. His definition for the basic concept usethat study was “Supplier development is
the creation of a new source of supply by the paseh ...It is primarily directed toward the
development of new sources of supply, rather then furthering of relations between
purchaser and existing suppliers”. Leenders dividhes analysis by size of supplier.
Assuming the customer size is constant, he sta#s t

“First, differences in supplier size require difiet supplier development
considerations. Such aspects as the need fotaas=s follow-up, and control
tend to vary with differences in supplier size. &insuppliers tend to need far
more assistance than larger suppliers do, for ekamfBecond, the common
concept of supplier development held by purchasirgcutives is that it is
limited to small suppliers alone. It is true tlihe development of a small
supplier may be more easily accomplished and yikigkly rewarding results
for both parties. This in no way refutes the needhe development of large
supplier(s) ... as well as small.”

He points out that both types produced equally rding results. Leenders stated that:

Supplier development implies a degree of executivelvement not normally
encountered in supplier selection. For examplefreguently places a
purchasing manager in a position where he mustupdes a prospective
supplier to accept an order.

General supplier development considerations outlibg Leenders to be necessary for
successful activities include the:

* Need for perseverance and planning

* Requirement of good faith by both companies

* Need for control and a gradual approach

* Probable existence of supplier internal managemesmtance
» Determination of price, supplier investment,

* Make or buy decisions.

Hines’ [242] work on supplier associations in theelgth Economic Development Regions
contributed to the definition:
activities made by a customer to help improve timtegies, tools and

techniques employed by suppliers to improve theimpetitive advantage,
particularly by removing intra-company waste.
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Hines states that supplier development is a crugd@ment of the process of emulating
performance benchmarks emanating from Japan.
Monczka, Trent and Callahan call for senior managjexction to reduce the number of
suppliers in supply bases bynatural selection processThey explain that: “By aggressively
increasing supplier performance expectations, anguyrm expects supplier contributions to
increase at an accelerated rate. Eventually, finmst maintain only those suppliers capable of
satisfying higher performance expectation levekld]. From this basis, Monczka and Trent
[244] definedirectandindirect supplier developmeans:
an aggressive approach for accelerating suppligralgbty improvement.
...providing additional business, capital, equipmenéchnology, or the
assignment of support personnel to a supplier'slifiacdirectly linked to

improvement of supplier capabilities

Indirect supplier development stresssspplier encouragementtraining,
increased performance goaBndself-improvement

Krause and Ellram [245] define supplier developnmeate generally as:

any effort of a buying firm with a supplier to iease its performance and/or
capabilities and meet the buying firm’s short andtdag-term supply needs.

Krause and Handfield [246] update Krause and Elsagarlier definition from a unilateral
initiative, to be a suitable definition for supplessociations:
Supplier development is a bilateral effort by bdibying and supplying
organisations to jointly improve the supplier'sfpamance and/or capabilities
in one or more of the following areas: cost, qyaldelivery, time-to-market,
technology, environmental responsibility, manadecgpability and financial
viability.
This definition is broader and may be interpreteduit the situation. In recognising that
development may be bilateral, reciprocal and mutBalthey and Newlands [247] defined
customer/supplier-development as:
the process of assisting existing customers ansiippliers to develop and
improve their overall capability, performance aretsatility, whilst meeting and

serving mutual needs and the customer in the nusteffective and resource
efficient manner.
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Although there is some similarity between the dgbéins, there is still no one dominant
methodology definition or interpretation of supplgevelopment. The number of supplier
development events highlights the need to inveitlae assumptions and programmes of
reported case studies.
Hahn, Watts and Kim analysed Hyundai as a supgbeelopment process case study [248]
and Galt and Dale provide one UK case study [248Jmpanies themselves are now making
public their own case histories and practices, iigtaia Internet sites [250, 251].
The interpretation of supplier development hasrekee in its use, particularly in the United
States, toward lower tier small to medium sizedegmtses managed by high potential
minority groups [252, 253], demonstrated by the msspend on this size of supplier. This is
a result of:
"Public Law 100-656 that requires OEMs receivinggggmment contracts in
excess of $500,000 give preference to, or put daikd effort toward, setting
aside as much as 20 percent of their subcontramtsthe priced bill of
materials) for small, disadvantaged, and minorityred businesses. Of this 20
percent, 5 percent is allocated for small disach@ged businesses and 5 percent
for businesses owned by women." [254].
The Ford Motor Company states they have the higsestd of any U.S. company in this
area [255], represented by year in figure 4.2. Ottlmmpanies are offering supply chain

management support services to manufacturing fi258].

3000

2500

2000 -

1500

Expenditure
1000 |

500 -

Millions $

1 2 3 4 5 6 7 8
1991-1998

Figure 4.2 Ford Motor Company's Expenditure on Minaity Suppliers
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Relateg Operating
Areas Product ;r?cess Systems
elate
Capabilities Related Related
Capabilities in: *Process Capability  .cap/cam
Design *Process Design «CIM/EMS
_ *New Product Introduction eAutomation <JIT/MRP
Technical *Feasibility Testing *Reconfiguration
Capabilities | «Product Improvement
*Specification Limits *Process Capability  *Quality Assurance
Quiality eIncoming Materials *Testing Equipment  Program
Capabilities | Control *Workmanship (skills) <Quality Circles
*S.P.C. Program
*Worker Training
Delivery *Product Mix *Capacity Level *Order Entry System
Capabilities *Materials Lead Time *Process Flexibility  Scheduling Flexibility
*Set-up Times (SMED)eTransportation/
Inventory System
Cost *Value Analysis :CP:roc;teslsl eff|C|tencyt *Work Productivity
Capabilities | *R&D Expenditure Ra?I a I.nvi.s mep eIndirect Costs
*Cost Reduction Programs ationalisation o «Control
Work place

Figure 4.4 Supplier Development Capabilities Maiix (Hahn, Watts and Kim)

Ellram [258] proposed a five phase model to devedopl enhance partnerships with

suppliers, shown in figure 4.5.

75



Supplier Development

Phase 1 - Preliminary Phase
»| ¢ Establish Strategic Need

* Form Team

* Confirm Top Management

Phase 2 - Identify Potential Partners
—» | ¢ Determine Selection Criteria
* ldentify Potential Partners

Phase 3 - Screen and Select

» Contact Potential
Partners

» Evaluate Partners

Phase 4 - Establish Relationship
» Document
Expectations/Contacts
Provide High Attention Level

Phase 5 - Evaluate Relationship
e Continue at Current Level
* Expand/Build Relationship
Reduce/Dissolve Interaction

Figure 4.5 Ellram’s Five Phases in the developméand evolution of
purchasing partnership

Hines (1994:274-288) suggests a 10-point suppkeeldpment initiative implementation
methodology developed from Camp's [259] benchmarkaethodology.

1. Benchmark present competitive position
2. Select appropriate co-ordination and developroais
3. Gain internal acceptance and create cross-furatteams
« Establish the management environment
* Develop cross-functional team
* Gain an understanding of the firm's requirementsthnse of its customers
e Training the cross-functional team
* Developing implementation plans
4. Select appropriate suppliers
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9.
10.

Supplier Development

Benchmark supplier position
Jointly target improvements
Focus co-ordination and development efforts
Undertake group activities
* Yearly conferences
» Series of seminars for senior management
» Specific tools, techniques and strategies traioindirect line staff
* News letter updates
* Visits to demonstration companies
» Social events to promote informal ties
Measure improvements
Refocus size of group and target areas. Onsén#ls been completed, return to
point 5. Benchmark supplier's position.

These activity phases follow the Deming cycle [2¢0&n, do, check and act. Hines’ points

1-4 are concerned with pre-planning. Points 5€ amncerned with planning. Point 8 is

implementation (Do). Point 9 is check. Point 4@ct.

Lascelles and Dale [261] identified key steps supplier development programme:

Establish and articulate programme objectives

Set priorities for action

Identify key suppliers as potential long-term partn

Make plans to reduce the supplier base

Communicate the programme objectives

Methodology to key suppliers

Assess the capability of suppliers to meet purchegeirements

Engage in advanced quality planning with suppligsanally recognise suppliers
which achieve "preferred” status

Develop an on-going quality improvement relatiopsiith suppliers based on a
free exchange of information.

The last of their points is an imperativete- dg rather than a current state that The

‘improvement relationship’ raises the question tissame as an attitude for continuous

improvement.

Briggs [262] used a six-phase methodology for assgsbusiness performance. The

elements of the methodology are, however, relatigeheric.

1.
2.
3.

Identify strengths and weaknesses of the cuagsg#ssment process;
Researching alternative approaches currentlyghgmiactised by industry;
Brainstorming new ideas and potential alternativethods of approach to the
assessment process;

Selecting the 'best’ approach for the businesenitext with the basic principles;
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5. Developing a draft procedure, and benchmarkirgrédsult both internally and
externally;
6. Amending the draft procedure and producing thel fiesult.

Based on page 52 of Womack and Jones [263], th@wfiolg six steps are identifiable and
applicable in-house and throughout the supply chain

1. Define value from the customer’s perspective
2. ldentify the entire value stream
3. Ignore the traditional boundaries of jobs, casgfmctions or firms and work in cross
functional teams
4. Focus on the actual Target
» The specific design, order or product
* Never let it out of your sight from beginning toder in order to complete the
task
5. Rethink specific work practices and tools to @liate back flows, perhaps using
‘from-to’ analysis
6. Identify scrap and stoppages of all sorts so tthatdesign, order, and production of
the specific product can proceed continuously amidtarrupted, though including
appropriate product mix.
* Include cluster analysis, quality, concurrent eagihmg, simplified and unified
customer liaison interface and pull, using appershop and interplant layouts
- cells and through the wall deliveries from adjacguppliers

Krause and Handfield [264] proposed a four stageelvie element flow chart based
implementation strategy for supplier developmeiiiatives shown in figure 4.6. Krause
and Handfield also highlight four active elementsl &even project management elements
listed below.

Active Elements:

Identify, Assess and Rationalise the supply base

Problem-solving development

Proactive Development and
Integrative Development

PwphPE

Seven-stage Process to Implement Supplier Developimé&atives:

Identify Critical Commodities

Identify Critical Suppliers

Form a Cross-Functional Team

Meet with Supplier Top Management
Identify Key Projects

Define Details of Agreement

Monitor Status and Modify Strategies.

NoOakwNE
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Increasing
Integration
A4 - - )
Stage 4. 10. Supplier Integration 11. Establish 12. Establish Goal:
Interactive in New Product/Process Performance Integrated Globally Aligned
Development Development Improvement in Second- Supplier Supplier Network
P Tier Suppliers Network
= 8b. Incentives
g and Rewards
o : Goal: Self-
o 7. Establish Open ) . ;
4] Feedback and Informatio bp v Momentum ase, Continuous
Development [a) Sharing Development Activities Improvement
o}
o 8c. Warnings
% and Penalties
n
Stage 2. Goal: Suppliers
Problem- 5. On-Site Risk 6. Problem-Solving to Eliminal Meet Current
Solving Assessment by Cross- Suppliers' Deficiencies Production
Development Functional Team ("Reactive") Requirements
i 4
Stage 1. -
Identify, ét Idtentllfy 2. search for \ 3. Establish Performandq  , ¢ o1 Basd Goal: Pool of
Assess and e Tglch . competitive Metrics and Assess > o ﬁpl?/ ion Potentially Capable
I?]atlgnalllse Egggé’c ain Suppliers Suppliers ationalisatio Suppliers
the Supply
Base R
Increasing Benefits
Critical Success Factors: * Global Perspective « Global Information Systems

* Top Management Support + TQM Process Focus
« Cross-Functional Support

Figure 4.6 Supplier Development Project Managemertlements
identified by Krause and Handfield.

Handfield et al [265] endorsed a two by two commoghortfolio matrix to categorise
required materials by criticality and opportunity brder to infer which suppliers or
processes should be prioritised for supplier degualkent.

The models presented thus far reasonably followl&heurchasing decision model, shown
previously as figure 3.5. Each omits contingenoytqrols to manage potentially rapidly
changing requirements. The models assume supptieoperation and the customer's
purchasing organisation is leading the improvensent development process. A growing
body of evidence suggests improvement initiativesot achieve the stated objectives. This

is, in part, due to implementation fatigue andstsice to change.
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4.2.4 Improvement and Development Initiative Resistace and Fatique

Handfield et al [266] enumerate inhibitors to immpkentation, progress and creating results.
They state that only a few of supplier developmaitiatives achieved anything more than
the first three of four stages of the seven proahagement elements. They specify four
barriers to successful implementation arose:

1/ During meetings between buyer and supplier memagt teams;

2/ When defining key projects

3/ When defining agreement terms and determiningicseor success, and

4/ When monitoring project status and subsequendglifying strategies.
The first and third of these remarkably resembkueés associated with the adversarial
traditional trading paradigm that are based onlas@ negotiation strategies, what Handfield
et al call the 'bargain’. The second and forthteeto unsupportive management, lack of
commitment or trust, availability of resources aadget project over complexity. Lewis
[267] concurs with Handfield et al concerning tlael of voluntary suppliers taking up
offers to be developed by their customers. Thst &ind third points identified above can be
associated to the philanthropic attitudes iderttifrechapter 3.
To facilitate the management of conflict within tbgadic relationship between customer
and supplier, Handfield, et al further highlightdgt use of an ombudsman. The role is
sponsored by the customer company to arbitrate)wesconflict and reduce resistance to
change by reassuring suppliers. The ombudsman iosapersonal communication, for
instance using behavioural guidelines such as Fiahd Ury, and Fisher and Brown’s
unconditionally constructive strategy, to deal whle soft side of the business. This creates
a triadic relationship. The psychological relasibips are reminiscent of ‘good cop/bad cop’
scenarios.
Purchasing and other specialists in a multifunctteam represent customer company
management when negotiating and introducing theceqmnof supplier development to

supplier's senior management. In such circumstartbe participants would tend to divide
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into either technical or administrative managemeértie ratio of successful implementations
of supplier development to offers could therefoeecbnsidered a purchasing and managerial
performance indicator. Given the low take up ratesupplier development, what are the
route causes of this?

Given the cross-functional nature of the teams lwed a significant proportion of the
supplier development team participants stem fromhrieeal backgrounds. For new
participants, this is likely to be the first timeely have been involved in a managerial level
process. The transfer to a front line managemesitipn either is made as a temporary
secondment out of necessity, or as a result ofnaaous decision and commitment on the
part of the individual. Bayton and Chapman [2@B§lderston [269] and Badawy [270]
provided six categories representing reasons wigynears and scientists moved of their
own volition into management positions:

* Financial advancement;

» Authority, responsibility, and leadership;

* Power, influence, status, and prestige;

* Advancement, achievement, and recognition;
* Fear of technological obsolescence; and

* Random circumstances.

Earlier research by Miner [271] identified 35 pdtahcauses of unsatisfactory performance
from technical and administrative management ragato individuals, the job and work

context. Badawy [272] subsequently identified estéypical causes of troublesome
transition from technologist to manager:

* The nature of technical education » Bias toward objective measurement
e The nature of the organisation's Paralysis by analysis
management systems and policies Fear of loss of intimate contact with

* Technical competence as a criterion their fields
for promotion * Technologists as introverts
* The dual-ladder system * Poor delegators

* The nature of the management task.
* The nature of scientists and engineers
as a group

Inadequate interpersonal skills.
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Badawy additionally proposed seven mechanismsde #ee transition to management:

» |dentify managerial potential

* Employ better selection methods

* Make the dual ladder work

* Provide appropriate support, orientation, and cwach

* Reward managers for subordinate's development

* Provide training in the functions and skills of mgement

» Provide opportunities for management internships.
Status symbols and prestige associated with mareg&moffices and other perks in
hierarchical organisations are pointed to by Bada&gting to an ‘index of success'. For
Japanese management style influenced companieg seem progressively to be replaced
by open plan offices, company standard jacket armiser suit work attire, and
empowerment to entrepreneurially influence the ess.
The relative inability of organisations promotingipplier development to secure co-
operation and implement change programmes withr theppliers in part also can be
ascribed to leadership. Lack of leadership, axppropriate leadership style, combined with
reward structures, provides the basis for argumpradposed by Carlisle and Parker [273],
and Leenders and Blenkhorn [274].
Bennis et al [275] stated that as a result of irtgg processes, "even if the total number of
employees does not decrease, the increase inaswdlacceleration of development will still
mean a significant change in all management positioNow all unsuitable appointments
made in the past, all merely nominal functionstlatise who have been shunted into sidings
or 'kicked upstairs' into harmless positions wélrievealed.” Fear of losing one's position in
distinctly bureaucratic management hierarchies igesv sufficient incentive to impede
otherwise successful supplier development. Angithef this fear is proposed by Deming in

his fourteen points. Two tactical approaches ie #re exemplified by Nissan's lifetime

employment promise and Rover Group's 'job for ag s you want it' policy.
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Womack and Jones [276] identified the crucial miehange agents, that are "the catalytic
force... generally (being) an outsider who breakgshadltraditional rules, often in a moment
of profound crisis". Womack and Jones suggest di@nge agent will likely succeed
provided the organisation does not actively salmtdge efforts or ignore them due to
‘organisational lassitude' in response to impleatert fatigue or the empire-building efforts
of technocrats. Two elements for success theyesigge that 1) the change agent would be
required to assume a beneficent despots (or kiiydiyt) style for approximately five years,
and 2) a consensus amongst the participants tleayawe will be treated fairly in the new
system.

Beer, Eisenstat and Spector [277] are critical lohnge programmes being overlaid on
existing organisations that do not attend to funelatad processes or the fabric of the
organisation. Shapiro [278] highlighted evidenaggesting frequent introductions of latest
improvement or development initiatives, by seni@anagement in a process she calls 'fad
surfing’, leads to implementation fatigue. Brandamd Morris [279] recognised this
phenomenon and offer a prescriptive solution ie hvith reengineering [280, 281] analysis
to clarify tacit assumptions that form the barrie@simplementation. In discussing fads
Rhodes [282] suggested "the problem is not thebisidthe faddish approach: proceeding
without a proper understanding of the implicationscertainties or prerequisites. ... Any
new idea must be evaluated for its suitabilitydatext ... Companies cannot avoid having a
strategy in the sense that, while they trade, tinegt be conscious to some extent. The
challenge is for them, and us as individuals, toaase the level of consciousness". Two
elements of this consciousness seem apparent: megsreand perspective horizon [283].
The tenant behind the interpretations matrix is gies with Rhodes’ perspective that the

ideas are evaluated for suitability within theintext by identifying various levels of Target.
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‘Honda BP’ change agents at TRW in Mexico [284] roaene similar reluctance and
implementation fatigue in the Rocio example. Tlmange agents actively listened. By
rooting around in scrap piles for usable materib&y rapidly implemented quick fixes to
employees' work station aesthetic 'hygiene problef285]. This demonstration of
responsiveness subtly altered the psychologicatracinbetween Source and Targets by
ensuring the originator of ideas was identified gue®r congratulated. This formed the
primer for rapid spread of rumours by the infornmatwork within the business and
subsequently lead to a reappraisal of the changetafy the Targets. The net effect in the
example was a cultural re-adjustment and renewed/ation to contribute ideas.

Schaffer and Thompson [286] argued the merits efticaous incremental improvement,
suggesting:

* Material and process changes are introduced asatieegquired,

* That a Darwinian process based on empirical teséugals what is effective,

* That frequent short term success motivates, artd tha

* By undertaking analysis, diagnosis and managingqi@haemployees develop the
skills required to sustain the initiative.

Schaffer and Thompson summarised six reasons wtiwitaacentred change programmes
fail and they promote result driven approaches:

» Activities are not linked to specific results.

* A company wide programme lacks focus, and changeldvikely have happened
without the initiative based on demand driven ferce

* Managers are accused of short-termism.

* Programme driven measures confuse activity withltgs

* The initiatives are based on the principle 'oneutsmh fits all', and are driven by
external specialists or consultants rather thamopeFations manager.

* Lessons are not learned because the effort is based on compliance to dogma

than comparing performance to goals.
They also identify four practical guidelines forphamenting organisational improvement
successfully:
» Each organisation should set short-term goals.

» Periodically review progress to capture lessonge#on and reformulate strategies
accordingly.
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» Discard inefficient processes and practices, astitutionalise the rest.
» Identify crucial business challenges and createcthr@ext by sharing vision and
direction for future change.

Combining the work of Kao [287], Hampden-Turner §p8and Stalk et al [289], provided

the following general guidelines:

* Aim for structural simplicity

» Clarify sources of competitive advantage (O’Laugldt al [290])

e« Commission parts of the organisation to identifyd aanalyse the business
environment for competitive advantages.

» Ensure the efficiency of core processes.

* Develop human resource management as the comptlgigger.

* Develop the leadership style by adapting to thengimg environment and

organisational structure.
A significant piece of research focuses on thepients of supplier development initiatives.
The United States' National Research Council's (NRXOmmittee on Supply Chain
Integration identified characteristics of succeksimall and medium-sized manufacturing

enterprises (SMEs) [291]. The committee suggeSid#s:

* Choose customers carefully

* React appropriately to salient events that camdefuccess or failure

» Establish strategic alliances and partnerships svtomers and suppliers
» Cater to customers' needs

* Focus on quality

» Treat employees as valuable assets

» Select and monitor manufacturing processes

» Use the Internet for business communication andatehn

* Share information with supply chain partners.

The Committee on Supply Chain Integration arguestoruer companies carefully select
targets for supplier development based on perfoceanetrics and recognise the inherent
resistance demonstrated to proposed change. Theitiee "emphasises that each SME
must carefully assess its own circumstances irrdpally changing business environment,
identify gaps between supply chain requirementsiendwn capabilities, and find ways to

fill the gaps". They go on to state that "baseddhorough analysis, each participant (SME)

should then develop an internal business caseddicgpating in particular supply chains
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and decide, ... the extent to which they will intégravith their customers and suppliers”.
To use a metaphor, the committee suggested thatamdead a horse to water, but can't
make it drink, and that the horse would find itsnowater if it wanted, though not
necessarily that on offer by those that would vigsprovide that opportunity.

The NRC's evidence that SMEs carefully choose ttestomers corroborates Leenders and
Blenkhorn's and Carlisle and Parker's perspectivaiscustomers have to sell themselves as
worthy of receiving goods and services from thaipmiers. This raises self-analysis
guestions such adsow good are we as customerafldd are we easy to do business with?
Such an approach is suggestive of strategic levalyais using the Johari window [292].
The NRC report also provides balance to Handfielal's remarks on the difficulties present
in producing recognition, procedural and substantagreements during the negotiation
phases of a supplier development initiative.

Given that supplier development is designed to ntekemanufacture of saleable products
more viable, it may be perceived as a value-addrtgyity. The principal objective is to
create competitive advantage by raising performadewaels through structured programmes.
Performance improvement objectives include increpsjuality and delivery reliability,
reducing cost and new product development time3][29 major issue for the designers and
implementers of supplier development initiativesoisg term dependence on the Source or
change agent.

Many first tier suppliers for automotive and elecdic goods supply chains, have
subsequently served as facilitators of supplieretiggment to lower tier suppliers and raw
material producers. These suppliers become sheweammples of performance levels and
customer focused operations that can be achieveak this tiering to be successful, a
contention is that it is necessary to create aatknm which the recipients of the training are

motivated to participate in the formal events. Pphi@cipal objective of any preconditioning
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sessions therefore should be to empower individaats businesses to be able to develop

autonomously by implementing agreed strategiespaindiples.

2500
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M 1986
1500 1988
_I 11990
1000 01992
M 1994
500 -
0 -

Fiat Ford GM Renault VW PSA

Figure 4.7 Number of automotive suppliers for varias years (KPMG)

Even though the automotive and electronic goodd¢osedave pioneered co-operative
supplier development, traditional/adversarial ptesed contracting remains a valid
purchasing practice for commodity items and goodanufactured by transferable
technologies [294]. This is especially evidenater tier levels where open competition for
contracts remains the norm. As shown in figure 4h& majority of the automotive
assemblers are reducing their active supplier lasthe minimum [295]. They select
specific suppliers that have a long-term closetesyia role to fulfil with the assembler-
company and focus on their core competencies. Anomm objective amongst leading
proponents of supplier development initiativeshe treation of competition for a bigger
percentage of their business [296]. Perverselyojpufar understanding, a high failure rate
for supplier development is considered as a punshasiccess since this justifies deselecting
suppliers.  Deselecting suppliers though also serte increase the importance of
relationships with successful suppliers. [297, 298]

From OEMs perspective as the co-ordinator of tHaevadding activities, they can specify

1) from which suppliers’ specific goods and sersiceust be sourced and 2) the price to be
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paid [299] as depicted by Newlands and Southelerfitst two exhibits of appendix 6. This
approach creates motivating forces in the interuppfiers to increase effectiveness and
efficiency, since they are only paid for the comu@n or sub-assembly procedures. It
therefore becomes imperative for these companiexitbvalue in other ways. Typically
these are by providing value adding creative sesyice.g. design, modifications,
prototyping, process technology research, lower sepplier training and auditing or
benchmarking [300].

The core objective of customer’s supplier developineitiatives is to reduce the unit price
through cost reduction. This draws attention ®\hlue adding process. Key to increasing
value add and reducing non-value-adding-waste ameplisity, reliability, ease of
maintenance, maximum flexibility, lowest possibkad time, responsiveness to volume
ramp up and turn-down, and superior quality.

Conventional supplier development tends to be dhmélised strategy for implementation of
improvement and development from one company tdhanan the supply chain. These
initiatives are developed and implemented with dbgective of improving the suppliers’
capabilities and performance levels. In effebge tustomer company is the source of
knowledge, motivation and facilitating resourcestfe initial programme. All attributes and
aspects of the supplier business are possibletsafge review during the initial phase of
supplier development.

The principal driver(s) behind the range of apphescto supplier development varies
significantly [301]. Recognised drivers include:

» performance measurement and qualitative audit tsahec

 strategic selection based on expenditure,

» supplier base reduction,

* co-operation and motivating input from suppliers,

» technological leadership,

* monopoly source leverage,

» quality kaizen (continuous improvement) and kaikébpportunities for stepped or
very rapid bursts of improvement)
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* costs - waste, failure and detection,

 delivery reliability and lead times,

* innovation,

* product features,

* volume capacity,

» speed of capacity ramp-up and turn down,

« flexibility - product changeovers and modular comgat designs,
* productivity,

 staffing level reductions,

» absenteeism reductions

* co-ordination,

* long term stability,

« ‘green’ manufacturing and recycling, particular§014000.

Each principal driver contributes values, objedjvstrategies, tactics and implementation
initiatives to the customer-supplier relationship.
From the supplier development examples collectedsingle driver or approach to supplier
development has been found to be dominant. Tatality, however, is recognised by a
significant majority of organisations. Only at tlewel of supply chain management (SCM)
strategies and objectives, are there broad sinidarbetween the recognised improvement
and development paradigms. This is only possibktd the evolving nature of SCM. Ross
[302] proposes the following definition for SCM:
Supply chain management is a continuously evolvivanagement philosophy
that seeks to unify the collective productive cotepeies and resources of the
business functions found both within the enterpased outside in the firm’'s
allied business partners located along interseciqply channels into a highly
competitive, customer-enriching supply system feduson developing
innovative solutions and synchronizing the flow mofarket place products,

services, and information to create unique, indigldzed sources of customer
value.

4.2.5 Supplier Development - Summary
Various definitions exist for supplier developmenthese vary to suit the objectives of

supplier development and are relevant to the tgpdinvironment and the paradigms in

operation within which the initiatives take place.
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To date, there still remains only a small core afely recognised data specifically referring
to the subject of supplier development. A seaicbupplier development literature reveals
pluralistic scope to develop suppliers:
» Evaluating suppliers as a prerequisite to furthgapsier development activities [303,
304, 305].
* Providing feedback on supplier performance [306].
» Selling the concept based on future benefits [308, 309].
» Greater information exchange through common interfaatforms [310].
» Performance and capability enhancements made pos$sibnvesting directly in the
supplier in exchange for raised performance expieao®[311].
* Cultural and technological interchange by implermmentour of duty training and
secondments [312].
The basis of these studies distil to seven prin@lgments:

* Identify and assess supplier's operations

* Providing incentives and inducements to improveéqgoerance

* Instigating competition among suppliers,

» The need to overcome resistance

» Working directly with suppliers, either throughitriag or other activities

» Periodic performance assessment and audits.

* Information Technology infrastructure developmemd atandard interfaces
Due to contemporary customer assembler's suppkseldpment emphasis on substantive
results, the people issues will likely either beduas a selection criteria or need to be addressed
prior to the development team's arrival.
Existing supplier development (SD) specific litewrat does not distinguish between training,
development and education for engineers, techrsciaraft workers, semi- or unskilled
labour. For such categories, different levelsssistance and syllabus will also be required
to suite the stage of career and achievement df E43]. Contemporary supplier
development models have tended to concentraterigaon specific skills and techniques,
transferred during supplier events designed tohteam stimulate both rapid cost savings
and continuous improvements. SD specific litemtlwes not examine issues of preparing to

teach [314], preparing to learn and change asdtresfeedback, or skills required by the

change agent [315, 316]. Additionally, internalndgnics of the customer company,
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especially direct operations teamwork for produttiy317], and management styles [318]
are absent. The surveyed literature does not ifgeahy specific companies that are
statistically shown to have a very effective pragadl methodology that increases the rate of
supplier participation and scope of developmentkwoHypotheses this research has not
discounted are that to reduce resistance:

» The approach and negotiation to implement supgiselopment would be supported by
suppliers' visiting best practice 'show case' exampf suppliers already assisted by the
customer, alternatively

» Other developed suppliers' representatives prostamuragement and support to as yet
undeveloped suppliers, or that

* The negotiations are undertaken at a neutral sié¢ thhe customer's premises.

In the next section of this literature review, fecshifts to the knowledge transfer and

creation processes present during training andesulent development and learning.
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4.3 Training, Development and Learning

Brown et al [319] categorised training, developmant learning by facilitator and time
horizon, shown in table 4.1. The classificatioysBvown et al are focused on shop floor
employees. Alternate focuses are self [320], mamanmt [321] teams [322], and the
individual [323, 324], regardless of organisatioré [325].

Table 4.1 Variations on Organisational Emphasis an&ey Workers
(Brown et al)

KEY PERSON

TIMESCALE FOCUS & TYPE OF PROVISION

Short-term Training Trainer Provides job-specific
skills

M edium -term Development| SupervisorOrganises planned

training and
development activities

Long-term Learning Worker Embarks on his/her
own planned
programme of
continuous learning

Bennis et al [326] suggested four major approatihaiscan be used to develop individuals’
understanding of their potential and how it coukl dpplied to achieve full career and
organisational growth.
» Direct mentoring between a manager-once-removedtenchdividual.
» Coaching to explore and understand all the subatéd#roles and highlight strengths
and weaknesses.
» Imparting knowledge by teaching to individuals @éctures, seminars, discussion and
practice.
» Training by using newly acquired knowledge on thie ¢r in learning simulations to
help individuals develop or enhance skills.
While partnership sourcing is regarded as orgaoisalt behaviour, supplier development by

contrast provides agents of change with procedams$ a curriculum of transferable

competencies and skills. Interpersonal skills geaagents likely would need are discussed
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by Fisher and Ury [327], and Fisher and Brown [328)ich described philosophical
attributes to guide individual's behaviour duringgatiations. This is complemented by
Walther [329] and Berry [330]. Part of individisa8bility to manage is to understand one's

personality [331], management-styles [332, 333] laadhing-styles [334, 335].

4.3.1 Training
Occupational skill training initiatives can be qaesed as:

» Off-the-job training under full-time supervision ia special area away from
production facilities, following properly designssgllabus

* On-the-job training under supervision in a productarea

» Semi-supervised on-the-job training by 'sitting hwiNelly'. (This is generally
discredited as a training method.)

» Use of projects and departmental assignments

* Use of external training organisations. This idels supplier development staff
training activities sponsored by customer orgamgatand training consultancies.

Training for occupational skill acquisition was Isted by the Industrial Training Act 1964,
empowering training boards to charge a levy to ditmased on either number of employees
or the amount of pay role [336, 337]. Participtamhs received cash-back grants based on
guantity and quality of training provided. The hetd three main objectives:
. T% ensure an adequate supply of properly trained amel women at all levels in
industry

» To secure an improvement in the quality efficien€yndustrial training
» To share the cost of training more evenly betwe®amst

Finnigan [338] identified line manager, trainingespalist, and industrial representative roles
of a training manager, and that training strategies "clearly called for and the form of
strategy must be conditioned by:

* The organisation
» The line manager's attitude to training
* The receptiveness of individuals to the need faining

» External factors such as the ideas of co-operatiogdemic institutions and
industrial training boards

* The training manager's own attitudes, hunchesjdarand prejudices" [339].
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Brown et al [340] categorised training as a shemtt provision of specific knowledge,
usually provided by specialists, with the aim gbichy achieving a foundation of common
skills. Training is focused on supporting businssategies by providing appropriate input
or conversion skills and techniques. Training seeghalysis (TNA) is a process of
comparison between desired characteristics andwts of ideal candidates to fulfil a role
and current abilities of available individuals [341his is somewhat reflected in figure 4.3
by Hahn et al. Once an initial TNA has been uradem, management nominally determine
an optimum sequence of standardised training pa&skaglivered in seminars [342, 343].
Training is the application of knowledge, which dam cascaded down through a business
and extended through supply chains by traininghérai. Typically, this knowledge will be
formatted for rapid understanding and assimilaf@##d]. Training provides specific job and
people skills [345], for which companies would m@a@ably expect significant returns on
investment [346].

Kirkpatrick [347] is recognised by the Institute Bérsonnel and Development as a standard
by which to assess training, development and legridirkpatrick's evaluation criteria are:

* Reaction (concern about mistakes made, feelings includimmattey and
excitement, situation dependent reactions - alarnmgellectual inquisitiveness;
route cause driven and solution driven - isolatedse and effect, systemic
analysis)

* Learning (increased understanding, acquisition of skillgpabilities and
experience)

» Job behaviour (synchronisation, efficiency, effectiveness)

» Organisational effects(results, product and service popularity - inceeasales,
stability and predictability) and

« Ultimate value effects (results, key performance indicators, competitive
advantage, growth)

Kirkpatrick suggested paper-and-pencil tests befanel after seminars, and assessing
individuals feedback on intrinsic and extrinsic qagtions using forced agree/disagree

guestions. A significant conclusion reached bykpatrick is that favourable reaction to

programsdoes not assuréearning has taken place. A grid therefore candtavn to
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illustrate the value (in terms of completenesskusrreactions or quality of presentation to
categorise and compare various initiatives. Apratite assessment tool for joint analysis
between customer and supplier is the Gartner G3dB@d8] matrix evaluates completeness
of vision against ability to execute.

Wickens [349] depicted four sequential levels oiligbused to grade Nissan employee's
abilities and competencies, in figure 4.7. Thiesels of ability are related to quality and

time, and therefore contribute to cost reductiaraliy, efficiency and productivity.

Task
Employe 8

lan Smith

Peter Brown
Mike Jones LI
Ron Watson| [ Ll | O
Jill Roper |
Frank Giles L]
Mary Wilson LI ]
Kevin Cope ]

!

20

Code: Tasks can be performed
To the right quality

L Quality and in the standard time

3] 4 7
L | O L

]

I_
D_

U Quality, standard time, can train others
[] Quality, Standard time, train others and troublectfimprove the operation

Figure 4.8 A Nissan Skill Matrix (Wickens)
4.3.2 Development
Training relates to acquisition of defined techmigiuto fulfil a specified role. In this
perspective, there is a metaphoric 'glass ceiliveg' forms a boundary to the role. Roles are
an extension of scientific management, that peeckalements of a company having defined
activities and purpose, and whose interactionsdcbaldefined, formalised and standardised
[350]. Development by contrast relates to job @mrent and expansion. Development

infers iteration and expansion, progress and advraent. Targets for development include
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individuals, groups, sub-groups and businesses].[3bleirs and Farrell suggested change
agents, or Sources of development are best seryddtiospective analysis in order to
identify the current state and subsequently theirements Targets must fulfil as a result of
the initiative:

"The manager responsible for conducting decisiamkthg performance - be

that his own or that of his organisation - musteifiere start with a sound and

shrewd assessment of his own thinking abilitiesnlyGf he knows his own

thinking strengths and weaknesses can he stattili dpon the former and, as

far as possible, remedy or compensate for therla@aly when he understands

where his own talents lie can he look around fer itidispensable talents that

will balance and complement them. And only afterias assessed his own

skills as a manager, motivator and assessor of @beple's thinking efforts

can he set about improving those skills" [352].
Heir and Farrell related the 'not invented her&mamena to Japanese industrial emulation
of Western industrial practices following cognitileehaviour modifications [353] that

originally were based on a national psyche thafaa#figners and extraneous methods were

intrinsically inferior.

4.3.3 Learning
Henry Ford contended that learning occurred indtganisation, so that experiments that

had not worked in the past would be recalled bycthikective memory. Ford assumed that
the cumulative knowledge of all previous experinsewbuld lead to an exhaustive list of
what could not be done, leaving no discernible opmities for examination. This
perspective heralds to learning organisations arghmisational learning [354]. Ford
advocated pro-rata compensation, stating:

"If an employer urges men to do their best, andnie@ learn after a while that

their best does not bring any reward, then theyrally drop back into 'getting

by'. But if they see the fruits of hard work irethpay envelope - proof that

harder work means higher pay - then also they begiearn that they are a part

of the business, and that its success dependsondhd their success depends
on it" (Ford, 1924:117-8).

96



Supplier Development

Henry Ford [355] also advocated not writing dowragiices and experiments already
undertaken. By contrast, the quality standard IBID9 series accentuate explicit
documentation of standard operating practices aB880Q0 emphasises quality tools and
statistical process capability measurement to aehignificant yield based on product
design tolerances.
Argyris and Schon [356] developed single- and dedbbp learning. Single loop learning
compares actual states of variables against gowgnariable limits and determines error.
Double-loop learning adds a feedback loop to alfowthe governing variables to change.
In effect, double loop learning is the fourth lewd#| Wickens' employee skills, shown in
figure 4.8. Imai, Nonaka and Takeuchi state:
"Everyone participating in the development procesengaged in learning,
even outside suppliers. Learning also takes placess all phases of
management and across functional boundaries. thisskind of ‘learning in
breadth' that supports the dynamic process of ptodavelopment among
Japanese companies. This learning emanating fnendévelopment process,
in turn serves as the trigger to set total orgaioisal learning in motion. In
this sense, new product development is the paaticdevice that fosters
corporate-wide learning” [357]
Learning at individual and organisational leveldimked with competitive advantage [358],
trust in intentions and competence [359], explormdjviduals margins of freedom that form
a source of uncertainty and games for colleagimesptganisation and other enterprises in
the supply chain [360], through innovation [361]damproved management [362]. The
decision to learn occurs at different levels of amigations at different times [363].
Attitudes of people in the organisational scenptay a considerable part in the maintenance
of individual's commitment to learn [364, 365].
Stiglitz [366] hypothesises: "Just as experiencgeroduction may increase one's productivity
in producing, so experience in learning may inaease's productivity in learning. One

learns to learn at least partly, in the processlezrning itself.” Neural linguistic

programming (NLP) categories individuals into aadrt visual and kinaesthetic types [367,
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368]. In learning settings, it is advisable to chathe medium to the recipient [369]. Calder
et al [370] identified deep and strategic levelthéag, and surface learning as being present
in their sample of British industrial organisatioaad further education colleges. They
identified that FE colleges focus on learner's piaé and specific qualifications while in-
company training focus on preparing and inductimgpleyees into specific jobs and
improving performance. In Calder’s study, respagdn-company courses did not normally
use the concept of passing or failing.
Collis [371] and Grant [372] conclude that businstsategists recognised the ability to learn
faster or 'better' than competitors may alter thmetitive advantage relationship between
organisation's goods and services.
Myers Briggs Type Indicator (MBTI) is the sourceaobalanced strategy for work definition
that uses all eight participant preferred styledrowersion versus introversion, sensing
versus intuition, thinking versus feeling, and judpgversus perceiving, [373]. The strategy
has seven steps:
1. Define the problemby using sensing perception to see it realisicallvoid wishful

thinking.

* Sensing Questions

* What are the facts?

* What exactly is the situation?

» What have you or others done?

* What are the bottom line realities?
e What are my resources?

2. Consider all the possibilitiesby using intuitive perception. Brainstorm. Ddaedve out
a possibility because it doesn't seem practical.
e Intuitive Questions
« What are all the possibilities?
¢ What might work?
* What other ways are there to look at this?
* What do the data imply?
* What are the connections to other issues or people?
* What are the patterns in the facts?
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3. Weigh the consequences of each course of actionusing thinking judgement. In a
detached and impersonal way analyse the advansagedisadvantages of each
alternative. Make a tentative decision about wiilitgive the best results.

* Thinking Questions

* What are the pros and cons of each option?

* What are the logical consequences of each option?
* Is this reasonable?

* What are the consequences of not acting?

* What impact would this have on my other priorities?

4. Weigh the alternativeslooking at the impact on people by using feelinggement.
Use empathy to put yourself into the situation.
* Feeling Questions
* How does each alternative fit with my values?
* How will the people concerned be affected?

* How will each option contribute to harmony?
* How will I support people with this decision?

5. Make a final decision consciously, on your best course of action. (thgjg

6. Do it Act on your decision. (Avoids the danger of pestination associated with
‘perceiving’).

7. Evaluatethe decision. Was it a good one? Did you consider all thesfgobssibilities,
impacts, and consequences? If you are satisfesy kn. If not, rework the steps. You

may have new information; the situation may havenged; you may see consequences
you didn't anticipate; or your values may have deain (Perceiving)

This balanced strategy also is in line with Densrgan, do, check and act cycle.

4.3.4 Group Facilitation

Heron [374] provided guidance on preparation, @ejnand evaluation of training materials

based on joint content agreement with the clieBy. contrast, Chalmers [375] focuses on
what the trainer can achieve in isolation. Odileof876] and Weaver and Farrel [377]

examined how managers facilitate change and work.

Sheal [378] examined facilitators' roles and autpocharismatic presence, and treats the
learner in an holistic manner. Sheal identifiesapproach for transposing training centre
practices to the workplace and relates this totimeaof individual and peer pressure to

achieve results. Most significantly, Sheal advesgteer review audits within firms to set
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guality and performance targets. In this respgglegal’'s concept is autonomous, self-directed
and sustainable supplier development.

To achieve 9,9 on the grid by Blake & Mouton [3B80], one hypothesis proposed is to
start with a facilitator that has achieved an emghan both tasks and people. External
parties that are not exposed to the detail as®utiaith the scenario under examination are
likely to be able to act as a chairperson. This roakes use of a balanced scorecard to
ensure both aspects are reviewed, analysed arsisaissthe decision-making process as an
ombudsman or arbitrator. The facilitator will b@leato identify the focus of concern of the
principal protagonist groups. From the startinigl,gthe facilitator likely will combine both
concern for task and concern for people in definengseries of projects that form a
programme of continuous improvement. Figure 4.9ids a facilitator changing
perspective to assimilate a client’s position aaghid. From there, each project is framed in
a people oriented introduction to ensure recogmifind procedural agreements. Only then,
are substantive task oriented agreements reacheédngsrovements implemented. This
approach emphasises attitude, appraisal of curparformance, and subsequently
improvement via systematic training (reversing Beyton’s model — starting with people,
then tasks, in a multiproject environment). Thisnchave an impact on employee

perspectives by creating ‘implementation fatiguritified by Shapiro [381].

100



Supplier Development

Facilitated
Training

Concern for people

Concern for task

Figure 4.9 Overlay of Hypothetical Facilitating andFacilitator Preparation Profiles on
the Managerial Grid (Adapted from Blake & Mouton)

Kaplan [382] identifies that development practidgoes must have imagination, flexibility
and the ability to work with ambiguity and contretthn; one which does not use rules, it
relies on guidelines. Kaplan noted contradictimmsned from a situation where "the people
resisted change, yet were patently unhappy withr tberrent state”. The ambiguity
emanated from a perceived imperative to developlewduestioning the correctness of
implementing and facilitating development on Tasg#tat were unwilling to accept the
consequent changes.

The dominant model of supplier development is a&tam a business-to-business teaching
and learning contract to improve the supplier'sabdjiies by transferring techniques and
concepts. Johnson [383] perceived business sueteasated from employees rather than
the structure of the company. Wood, Barrington doldnson [384] promoted an attitude of
continuous development that is effective as thesbafsskill and knowledge acquisition by

individuals in a business environment.
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Improvement values are
culturally embedded into ) ]
the organisation Attitude of Continuous

Improvement

Level 3

Based on measurement,

Level 2
feedback and control
loops Appraisal Approach
Earliest and Most Basic Level 1
Approach, Used as Form al
Courses Structures Systematic Approach

Figure 4.10 A Depiction of Barrington’s Proposed Herarchy
Depicted in figure 4.10, Barrington [385] reviewexperiential learning [386] organisation’s
training packages and individuals attempts to leara supply chain enhancement context.
This analysis was in conjunction with Adair’'s leestep model that identified group tasks,
group harmony and individual happiness. Qualitatescriptions were exclusively used to

trace the evolution of training processes throlngbe stages:

* 'Systematic Approach' predominated in the 1950@nadders define job descriptions
— the activities undertaken and responsibilitiesrom this a job specification is
created that details the skills and profile of itleal candidate. Based on analysis
leading to formal training plans that are impleneeinsoon after new recruits join the
organisation. The underlying proposition being Ewpes will then be able to
undertake the set of activities. The principaldrack of this method is that jobs and
roles change over time due to external influences.

» 'Dynamic Approach' using employee appraisal ineawgi as the interface between
business requirements, strategies and objectinelsperformance improvement plans
tailored to the individual. This level was deveddpduring the 1960s and uses
appraisals as the basis of training needs andrcdeselopment. This stemmed from
the view that a workforce as a whole was no longempetent and static job
descriptions and specifications could not keep pagth changing business
requirements.

* An approach that adopts 'continuous developmentthasattitude that leads to
integrating work and learning opportunities wasedeped in the 1970s following the
fuel crises. The attitude stems from a philosophgt thinks positively about
problems; viewing them as opportunities for leagniAs Deming noted, this requires
fear is eliminated from the working environment apdnitive punishments are
abandoned in favour of reward for effort and intra Continuous development
does not rely on a trainer or manager to push ilegrexperiences on to employees.
Individuals themselves identify learning needs amd provided opportunities to
decide how best to meet and exploit them. Contiawtevelopment is not a defined
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process or clear set of techniques or tools. @Goatis development is a philosophy
or commentary on how business and management basdyv

e From stability to dynamism

* From descriptions to objectives

e From systemisation to creativity

 From management command to participative decision

* From teaching to learning

* From training alongside work to learning within it.

According to Barrington, continuous development J@iitudes liberate individuals from a
misguided dependence on an ‘authority’ that pravitkaching and learning experiences. It
allows workers to become self-reliant by providitapls and techniques that are widely
applicable — employees might not know the answérey are encouraged to ask: “How can |
find out?” This type of learning is pulled by th&ont line personnel’, those directly
undertaking current value-adding work for the costa In this environment, managers
become facilitators, providing employees with resea to undertake learning activities that
are requisite to innovative solutions. The CD apph emphasises the interrelationships
between technical and personnel aspects of dayayoogerations, and also the need to
develop in parallel the technology and competerigeople.

Barrinton combined five aspects of attitude are the sixth — continuous development:

1. Continuous enquirys an attitude which accepts that few things aexr 400 per
cent right or wrong, good or bad, and that theeeadways new links to be forged
between the past and the future. It accepts ¢aahing is not all of one kind, and
constantly searches for new meanings in any expegzie It isnot cynical about
things that seem obvious, but is always readyvevethem.

2. Sensitivityis an attitude that promotes links with whatevehappening around
and about. It uses (and trusts) perceptive shitld faculties, and values the
outside world (including the people in it) as imamt and valuable simply by
virtue of its existence. It doest imply kindness, or a wish to help or serve, but it
is always ready to accept what is there withouin@la judgmental ‘praise or
blame’ view.

3. Authorityis an attitude which assumes the right or dutthiok strategically for
others. It accepts that decisions must be maakdeaws on past experience and
current knowledge in making them. It doest necessarily impose those
decisions on the world, but it is always ready toppse a line of action and to
present it as the ‘best possible’.

4. Confidenceis an attitude that assumes success — either sedhe relevant
decisions are ‘the right ones’ or because theybaeked by such a level of
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commitment that the expected results are inevitaltleloes not demand support
from others, but it does assume that support willdsthcoming if it is needed.

5. Enthusiasm is an attitude that assumes what ppeming is worthwhile and
enjoyable. It finds satisfaction in problems andcesses alike; it creates ways to
communicate that satisfaction to others. It doesalways report accurately, but
selects those aspects of experience that can lsegr@nd ignores the rest.

6. Continuous development is an attitude that assupregress’ — in the sense of
movement towards a superior future. It draws od balances all the other
attitudes mentioned: having collected informatiow dreated it with respect, it
takes a strategic decision and assumes successyingnjthe prospect and
communicating it to others, but still looking fourther new experiences to
produce new information and start the cycle oveirag387]

Barrington argues that when reading the above sirtg if the perception is formed that
these are idealistic, the reader is not displagimgof those attitudes described.

Shown in figure 4.11, Lamming [388] follows the samogic used by Barrington, and thus
provides a quasi-supportive approach, using data 29 interviews, to make the assertion
that a majority of the qualitatively described iatites of the phases must be achieved
sequentially.

All supplier development initiatives identified ithis literature review conform to the
systematic approach, with exception of the Hondarative described in Nelson, Mayo
and Moody [389], that emphasised quality circlesidentify and correct workplace
ergonomics and to stimulate ad hoc improvement estggns. Honda BP approach used at
TRW in Mexico most closely fits with the continuousprovement attitude by focusing on
hygiene factors in the work place to stimulate @aodtain motivation to improve. The

Nelson, Mayo and Moody work does not contain aitbetgprocess, though the TRW case

supports the hypothesis of a preconditioning pnogna.

4.3.5 Summary of Training, Development and Learning
This section has reviewed elements of training,ettgyment, learning and approaches to

their management. These are related to convehtsupplier development. A balanced
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strategy based on the Myers-Briggs type indicaiosshown. Barrington’s three stages are
compared to a supplier development initiative.

Brown et al's training, development and learningdedareflects the three levels highlighted
by Barrington’s hierarchy consisting of a systemafpproach, an appraisal approach, and an
attitude to continuous improvement. These simylambnverge with Adair's leadership
model that identifies the individual, groups and task.

It was noted during the preparation of this thésa philanthropic attitudes found lacking in
supply chain and supplier development literaturgeweflected by the highest level of
effectiveness in Barrington’s model. Chapter 5 appendix 1 describe research undertaken
as part of this programme to initiate supplier depment at the second of Barrington’s
levels. Chapter 6 focuses on an assembler’s gughylin that was thought to be attempting

to move to the attitude for continuous improvenienel.

4.4  Chapter Summary

In contemporary supplier development literatureaehe a distinct lack of any consideration
of learning styles, approaches to training and J&mm development of individuals, sub-
groups or teams. One must search specialiseatliter for guidance on implementation
issues that are an essential part of relationdbgbween facilitating agents from customer
companies, supplier facilitating and co-ordinatistaff, and direct process employees
working to produce goods. This thesis concludes$ pinocedural guidelines developed by
Hahn et al [390], and Handfield et al [391] predoanitly apply to indirect preparatory
activities by purchasing participants, and thatglines for the implementation of training
and learning events are most noticeable in supgbégelopment literature by their absence.

This is intriguing since suppliers also are asskssethe human and managerial aspects of
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their businesses. This research concludes thactdsupplier development activities
correlate to learning, teaching and innovativeraxt&on between the participants.

Supplier development training initiatives attempt tedress the shortfall of technical
education in schools, colleges and universitiesresthe supplier association system, such
networks seem ideally suited to sponsor generiastrally oriented academic courses, such
as the Jaguar Masters programme at Coventry Uitiveasd provide additional specialist

learning opportunities for employees, especiallyt@in the trainer' courses.
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Chapter 5

Development Research with a Collaborating
Company

‘When we know ourselves and our enemy, we havadjrevon.’

Sun Tsu

5.1 Introduction

This chapter describes iterative prescriptive amdective action research work undertaken
with the first collaborating establishment. Buyé&@m two major final assembler customers
put M E Ltd on notice that they would be targetathwumprovement initiatives, to start 18
months after the start of this research. Eacharatp customer had a range of standard
training packages forming their supplier developtraourses. A lack of knowledge of the
courses was reported as the source of M E’'s marageapprehension. This provided the
motivation to approach Coventry University for asmnce to prepare prior to the formal
supplier development initiative. The company ap#ted using an appraisal-based approach,
which is the second level of Barrington’s hierarchy

Pro-activity in this action research focused onlysiag alternatives and facilitating the
decision-making process on which to use. Reseaashundertaken as an external facilitator.
This approach kept a strategic perspective whilaageament were involved in the detail and
avoided being perceived as taking sides. This th&d benefit of creating the role of

ombudsman with the core group as protagonists.
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5.2 Collaborative Research with M E Ltd.
For reasons of confidentiality, the name of thdatmrating establishment has been disguised
as M E Ltd and names of employees have been withkigh the exception of Alison Davis,
at that time the Personnel and Administration Ma&nag
This research analysed the organisation scenaglatianships and employee behaviour
observed and reported to be present within M E e work considered whether and how
to change these into modes conducive to the inttomiu of final-assembler formal supplier-
audit, appraisal and development schemes. The wak based on Schein's [392, 393]
process consultative approach to create a resealationship that was facilitated by M E
Ltd's personnel and administration manager as pyintdntact person. This chapter
addresses two objectives:
e To examine the internal dynamics of a rapidly exipiag small to medium sized
enterprise, and
* To identify inhibitors, barriers and likely Targdts change. Having identified these, to
recommend, plan and facilitate implementations tha@ce the customers' supplier
appraisal score by creating a conducive environna¢ni E Ltd in preparation for
supplier development schemes.
This research provided analysis and recommendatmrg®y participants. Assistance was
provided by analysing alternatives, their conseqasrand facilitating the decision on which
to use. Introduced as a ‘student’ from Coventryversity undertaking a project, interviews
were conducted with a selection of employees ateakls of the organisation. To reduce
apprehension during the implementation phase, gulesg analysis was provided based on
frequently updated descriptions of the focus gmspuations during after hours' consultative
meetings. This partially became implementationréayote contral The strategy, based on
acting as an external facilitator, liberated tinmedevelop further plausible solutions and
strategies for the participants and assess likebpanses by analysing the scenario's and

response strategies likely to be used by key ptaydihis approach is essentially Taylorist

[394], though avoided a supervisory perspective gmdmoted a friendly old sage,
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ombudsman or honest broker image. It also allowex participants to go about their

business with an agenda, though without the vistimlerce of the initiative being present that
likely would have caused resistance as a resulpevteived intimidation, fear or other

behavioural response.

Exit strategies were consistently proposed baseending each action research project with
either:

1) The resolution of the requirement or situatiord g¢he customer/supplier relationship
becoming self-supporting, or

2) The client had been provided sufficient directio extend the project.

5.3 Initial Contact
As an M E Ltd representative, Ms Davis approackedUniversity through contacts seeking

guidelines on how to manage that company's changggirements. Ms Davis had no
executive power to implement corporate strategjes,was head of a middle management
departmental function - Personnel and Administratio Ms Davis had three salaried
subordinates and they all worked on average betvittgrand sixty hours per week. This
situation motivated a request for assistance framwe@try University in developing practical
solutions for implementation at that level in theganisation. This request provided an
opportunity to conduct a social quasi-experimerseldeon win-win strategies [395, 396] used

in negotiation guidelines [397].

5.4 Company Survey
A company-specific survey for M E Ltd was undertake gather current-state data, to assess

the internal ‘feeling’ within the company. The s@mmanagers approved two versions of the

guestionnaire, one for staff, the other for shamiflemployees. Results showed a lack of
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internal communication, feedback, low morale aruk laf commitment to the company. The
survey and interviews described in Appendix 1 ptedi an opportunity to review M E Ltd
against its customer's espoused model of bestass duppliers. The survey was a current
state analysis that focused on employee perceptiQuestions were forced compliance type
with the exception of an open request for commefiso versions of the questionnaire were
produced, one for staff, the other for shop floorptoyees. The objective was to obtain
feedback whether the company employees and staffdwaxcept or reject an appraisal based
performance review system. Base line questiong \aeked about the feedback, amount of
appreciation shown by more senior members of thmapemy, knowledge of the business
objectives and strategy. Results were cross-mnetecebased on length of service and by staff
or employee.

The results showed managerial style at that tindendit support people oriented supplier
development initiatives or world class performanc@ positive attitude was collated,
showing a majority of both staff and shop floor déoypes favoured appraisal schemes.
Significant qualitative comments were obtained andlysed. This provided the justification
to recommend the company aim for Investors in Reoggistration prior to starting supplier
development with assembler customers.

Phase two of the research focused on the inteapgllg chain within M E Ltd.

5.5 Phase Two Research
Acting as an independent external adviser, datarefased during after-hours consultative

sessions [398]. Data was gathered concerning @mfyl the nature of the participants'
attitudes, role-playing, sociability, organisatiberucture and focus. Communication routes,
responsibility, accountability and authority aredighe internal systems, and approaches that

were identified as not satisfactory were discusdedute causes were defined and researched.
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Strategic solutions were subsequently presentedhéo representatives responsible for
resolving them. The offer to change, appropriétategies and plans of action, appeared to
come from internal staff, who were effective aseinal communication nodebetween
workers and operations directors. This approacdiidad the standard requirement to gain
commitment from M E Ltd top management. The 'meddgb-down’ approach as described by
Nonaka [399] for learning organisations is simitathis approach.

This research was undertaken from a process catisalpperspective to prepare M E Ltd for

supplier development. Primary activities undertekere:

* Gaining an understanding of the company's produetanufacturing strategy, and
business structure.

» Directing a study conducted by the company to ifierts own problems, challenges and
opportunities.  In so doing, imparting self-suppwt learning, problem solving,
relationship analysis and negotiation skills.

* Providing M E Ltd with their customers' explicatisad procedural supplier development
documentation. These were jointly analysed toagxtiate the customer's expectations
likely to exist at the time of the re-audit.

* Providing consultation services including causallgiical support, alternative strategies,
recommendations and project planning services. oRetendations were made to

increase day to day feedback for all levels of @ygés, and to encourage managers and
supervisors to appraise personnel on an informssba

5.6 Current State Analysis at M E Ltd

5.6.1 Assembler's Initial Audit of M E Ltd

The customer assembler's audit instrument condentraexclusively on substantive
manufacturing performance metrics. Criteria f@easing management and internal dynamics
were not included and hence not assessed durinfyshaudit. Senior managers at M E Ltd
stifled rumours about the presence of an auditintlas undertaking a supplier appraisal survey,
by stating that the auditor was a 'student’ onepleamt as part of an academic course. The
University identified the student was a Senior Rasing Manager for an automotive assembler.
Both the auditor and senior managers at M E Ltdl usme almost submissive, yet cordial,

approach during the first audit. This situatiolowaked for a degree of 'benefit of the doubt' to
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creep in to ‘fudge’ and ‘massage’ perceptions. sTgave rise to an elevated supplier rating,
which at that time was acceptable to both partis.a result, no action was taken to initiate
training at that time or insist upon objectives amgrovement targets other than those stated
in the assembler's own literature (which the awditgsumed, incorrectly, the supplier was
familiar with). Since this audit was early in tfiest round of their supply-base auditing
programme, it was concluded that at that time tditar, whom was working directly for

that assembler, was relatively inexperienced agpleapappraisal.

5.6.2 Dynamics of a rapidly expanding SME

M E Ltd was taken-over by a competitor based immtinental European country. The parent
company subsequently seconded two executive opesathanagers for two years to M E Ltd.
Their aims were to make the business more competitnd reinforce the links to the parent
company. The deal was based on up-front investriteievelop the business. Increased
competition from alternative competitors' produetss the company’s driving force for change.
One assembler customer had audited M E Ltd pritngqroject and rated them as satisfactory.
They focused change on two aspects: 1) the adopfiorew computer systems, and 2) an
increased focus on daily operations in order totrdekvery requirements. Culture change and
staff development programmes were not includetenpian.

M E Ltd was also attempting to move from its orajisite (consisting of five separate units),
to a new larger site, however the volume demangigined expansion to occupy all available
space. M E Ltd management were endeavouring @ wah just-in-time order fulfilment from
the UK to Germany. These every-day fire-fightirogiaties occupied management's attention
including frequently arranging for members of stafffly to the assembler in Germany with
parts in order to fulfil volume requirements.  ddgting at two sites divided the seconded

managers' attention. They became involved in dadaly kanban order filling at the expense
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of strategic change planning and control. Neithstructions nor feedback were exchanged
directly between management and the work teamsstedd, messages passed via the

administrative part of middle management.

5.6.3 Recruitment Drives and Induction Training
To fulfil contracts for one British and one Germaantomotive assembler, M E Ltd was

having a recruitment drive to hire workers. Onetledse assemblers two years previously
switched suppliers to a lower price competitor luhicit supplier had to ask for a price rise to
stop making the components at a loss. The otheanaser had made a decision at short
notice to switch the component sets from premiumvolume luxury items to high-volume
standard equipment. Coping with assembler custatogrstart new product launch fjitters’
and supplier changes to take advantage of lowerpuoes induced major shop floor employee
recruitment drives, followed by layoffs and re-rgtment.

M E Ltd experienced shop floor number fluctuatitwesween 120 and 320 employees during
the period of this research. The number of fulll @art-timers stabilised at approximately
250 with some seasonal variations. This was iordext of predicting worst case scenarios
of closing down or increasing to over 500 employ&@sng their boom. The number of staff
remained at 21 throughout these changes.

Prior to July 1994, new workshop recruits learnvhio do the work by the discredited 'sitting
next to Nelly' approach. This is in line with wheid and Barrington [400] identify as the main
descriptors of British industry training perspeetivin July 1994, a policy was established to
give all new recruits at least six hours of inteadiraining prior to commencing work on the
shop floor. Team leaders held sessions duringonodective hours, when they had the time to

teach. Such sessions tended to occur either iavii@ing after the second shift or on Saturday
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afternoons. The new scheme proved to be very pomith both new recruits and their team
leaders.

Internal politicking based on the operations mandugernally called 'The Bear') getting the
managing director to pull rank created a situatidmere the induction and basic training
programme was bypassed. The requirement to acha@umes to supply the product ramp-up
created an imperative to put new recruits to worknediately. The Bear repeatedly reinforced
this imperative for example by aggressively statiMg need forty to start Monday!" with an
overbearing manner and colourful expletives. Assalt from September 1994 prior training
no longer was provided. Despite good intentiors @ositively assessed results of the training
scheme, priority was given to making product imragay rather than training new employees
adequately for the positions. Training revertedstting next to Nellie'. M E Ltd's senior
management defined two advantages of this approach:

e ltis cost-effective and not time consuming foirteas.
e ltis also very relevant to the actual job ande¢fae 100% transfer of skills.

It was postulated that this resulted in a much sfolearning curve for new recruits and
consequently lower productivity.

During periods of rapid expansion, the proportibmew recruits made the sitting with Nellie
approach to training less effective. Minimal isgtnext to Nellie' training also was identified as
a contributing factor to increase the probabilitynew employees leaving the company during
the induction crisis period. This had the opposifect of the original intention of foregoing the
training to increase employee numbers as rapidboasible.

Once employees reached an acceptable standar@tiopermanagement considered workers
did not to require any further training unless ¢hens a potential shortage in another section. In

this case, the 'sitting next to Nelly' approachiragauld be used.
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Based on this evidence, and other reported instaitogas concluded that internal ad-hoc rules
were in use by M E Ltd management, staff and wastrkérhese rules prevented any group or

individual from accepting responsibility and accnility for decisions or actions.

5.6.4 Conclusions from the Current State Analysis
The internal survey and interviews, described ipesalix 1, and the identified recruitment

and training issues provided sufficient evidenceirdkrnal issues that it was deemed
necessary to address M E Ltd's people issues toritie re-audit or technique based supplier
development programmes. A scenario became eviésatting from the employment of a
theory-in-use based on a blame culture, the manism of self-supporting behavioural
modes and indirect communication routes. The lieatibn or alteration of this scenario
became the focus of this case history.

Research work involved consulting with the Persomamel Administration manager and her
team (henceforth 'the focus group') to create amgleément a pre-development conditioning
programme to enable the supplier's senior staffeieelop themselves, their subordinates, and
work shop teams in the business.

A preliminary study was carried out on M E Ltd tauge the ease with which assembler
customers’ supplier development team activities ldidne undertaken. It was concluded that
fire fighting predominated and limited managemesiources would reduce the effectiveness

and long-term usefulness to M E Ltd.

5.7 Internal Change Programme
The project initially used arithmetic calculatidnased on how to reduce the unpaid overtime

to a normal working week with an efficiency alloveanshowed it was advisable to double the

size of the Personnel and Administration departmemte desired consequence of this

115



Action Research with a Collaborating Company

liberated time was to encourage the use of staffative energies to identify opportunities
and challenges, and develop their own solutions iamgdementation plans. The objective
was to improve M E Ltd's internal operating rousingy providing the focus group with
strategies and tactical advice. By assuming awbehia@l, moral and intellectualigh ground

it was anticipated that the Personnel and Admiaistin department staff would be able to
stimulate change. The extent of that change wdidddetermined by the momentum
generated by involving the entire company and peshater their customers and suppliers.
Recommendations were proposed to the seconded erantgincrease the administrative
staff head count in a systematic manner to religneeexcessive unpaid overtime. It was
proposed that this would eliminate overtime fortho& work and provide sufficient resource
availability to host or facilitate the assembledevelopment initiatives. The seconded
managers agreed to initiate these changes. Toceetlhe recruitment, training and
supervision workload, a recruitment strategy wagsseh to employ one new staff member
every six weeks until the department had suffityeskilled staff to reduce the unpaid
overtime. A bilingual management secretary andir@hasing assistant were recruited. The
personnel and administration department originaibnsisted of four staff. A detailed
training need analysis was carried out, and an animternal skills audit planned. The
Personnel and Administration department eventugiéw to nine, releasing senior staff to
resolve internal problems more effectively. By #ra of this research phase, M E Ltd had
28 staff.

Senior management and workshop employees blameld etier, while not directly
communicating. They sent messages to each otlaethe personnel and administration

(P&A) department, shown in figure 5.1. [401]
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Figure 5.1. Internal Hard-Hard Blame Relationship

The focus group at M E Ltd were aiming to achieyg anh Blake and Mouton’s managerial
grid. This approach allowed management to emwaspects of the focus group’s behaviour
with a focus on concern for people, and shop fleroployees — particularly team leaders, to
focus on concern for task. The net affect of thishe company aims to achieve 9,9 while
individually management seeks 2,9 and shop flogrleyees seek 9,2.

Outline departmental roles were discussed to coyreferred blame-laying internal styles.
As part of the pre-development programme, the P&patitment were trained to accept being
blamed, while additionally providing solutions totb management and workers, in figure

5.2.

OPERATIONS
MANAGEMENT

PROVIDERS
PERSONNEL
4 AND ADMIN
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N
N SOLUTION
7

7
WORKERS

Figure 5.2 Internal Constructive Relationship:
with a contrived alternative blame Target

This was in line with the unconditionally constiivet strategy by Fisher and Brown [402],

while aiming the focus group to 7,7 on Blake andukdm's managerial grid [403]. This
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approach allowed the group to be concerned foremployees and the situation while

ensuring that the employees did not dump their aesipilities, and reduced the group's

previous tendency to 'take the monkey'. A speaifstance of taking the monkey was noted

where, at the end of normal office hours day, theeee emergencies to organise tickets, cash

and accommodation for evening and night flights Germany to deliver components.

Analysis identified three coping strategies:

Ensure there was enough time to arrange collebttyorourier,

Ensure shop floor staff provide sufficient notidetee need to hand deliver goods, or
Train workshop team leaders in how to organisegtiesmselves, providing all necessary
telephone numbers and a batch of pre-selected otoebers. All that was then required
was for a phone line with national dialling capdabibnd authority to be granted to the
operations manager to sign off on the expense. dptisn became the accepted practice
until sufficient safety stock had been built uptle downstream pipeline and the plants
were consolidated on one site.

5.8 Preparation for the Second Audit
The enlarged personnel and administration depattrhename the principal agents for

change while preparing for the second assembleit. atche following were identified as

potential M E Ltd responses.

Pre-empting admission of primary audit miss-classification, possibly lvian “injured
friend approach” [404]

Keeping quiet- effectivelyplaying ignorant - in order to accept help graciously,

Forming an organisation defending style and perspective which is based upon ‘our
company is different’,

Rushing througltosmetic changes$o proceedings, creation of meeting minutes, ineatf
forms andproformae creation of procedures, policies, guidelinesesuhnd regulations.
Thorough preparation from managerial functionsokotved by presenting to the OEM
auditors, explaining ‘the activities that are nawplace’ and any reasons for not complying
with OEM expectations and imposed policy. Latéeirt creators explained these same
documents and policies to senior management, dketgeason for their adoption. The
change in attitude could be explaineddognitive dissonancand understanding of the new
systems usefulness, together with a recognitionttleaOEM and other auditing authorities
will expect to return periodically.

Delaying tactics- in order to rush through changes in order tectff full ‘cover up’ by
installing and using the new systems honestly eefte OEM makes a return visit.

Through to Porter’s ‘Dog’ business shedditake it or leave it’ attitudes being displayed,
[405].
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The enlarged personnel and administration depattrfedsricated minutes to meetings,
policies, strategies, improvement forms and dexgsiolhe primary goal of these fabrications
was to provide evidence to the auditors that arrevgment scheme had been implemented
and the company was attempting to enhance itsnpeafoce. The focus group identified that
the fabrications did, in fact, make logical coniibn to the business. The act of creating the
fabrications therefore acted as a synthesis ofigeractivities, and acted as a preconditioning
process. This relates to cognitive dissonancecadsd with justifying situations and
decisions. The parent company's senior manageswgequently decided to adopt the
policies, strategies and improvement forms as #s#sbof their improvement scheme. The

act of fabricating also overcame the 'not invertee' scenario.

5.9 Psychological Interactions

The interactive nature of the action research puogne led to the identification of the hard
and soft dynamics that are best described in siceftamat [406]. As a result of this type of
interaction, the psychological contracts effectvethanged between senior management and
workers. The research found ‘Consultant’, ‘Yest lamd “Its Not My Fault” psychological
games [407] being played similar to those latecdesd by Wild [408].

The process to change the intra functional ganseNtt My Fault” between management and
workers took just over one year. The recruitmemigpamme to find and train additional
office staff largely dictated this time scale. @sult of blaming the information transfer
nodes, managers and workers tacitly learned tleat qlueries, problems and doubts would be
dealt with, and solutions identified relatively raly.

With the opportunity to lay blame elsewhere, operst management and work teams both
readily approached the personnel and administratepartment to gain advice on how to

resolve their problems. The relationship betweemagement and workers consequently
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improved to the point where they communicated eabience assisting in the resolution of
their problems, whilst retaining a symmetrical be&agame with personnel and administration.
A review by their major assembler customer ratesl ghrformance, particularly that of the
Administrative and Personnel department, as exaepliy commendable. The assembler
also noted the change in the relationship betweanagement and shop floor. The focus
group subsequently became explicitly recognisedii®y parent company as an efficient

department, with effective problem solving and tedmaracteristics.

5.10 Results
The main consequences of the research phase #are tha

M E Ltd retained its supplier rating against assembkaudit higher performance
expectations.

e« The culture at the company was perceived as hawvimyoved based on feedback
provided by assembler auditors.

» A synthesis to create a 'history' of activitieslited the introduction of more formalised
approaches to new employee induction and ‘contabugppraisal.

e The focus group implemented a scheme at M E Ltiunfrove internal communication
channels and to introduce a more participative gament style.

5.11 Conclusions
This research identified opportunities to 1) enlantanagement structure by creating and

developing staff positions to cope with a threalfoicrease in the number of shop floor

employees, 2) improve the control and reliabilifysbop-floor operations, and 3) enhance

administrative processes.

The focus group, working in association with tlasearch project, implemented a programme
to enable M E Ltd's staff to develop themselvesirteubordinates, groups and teams. The
programme was later summarised as preconditionidgesearch contract was established

with NP Ltd to validate the hypothesis that a pretiboning programme for supplier
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development and other improvement initiatives piesi support for progressive

organisations, irrespective of size or positiothi& supply chain.

5.12 Definition of Preconditioning

5.12.1 Definitions of Preconditioning
The Oxford Concise Dictionary defines preconditiam "a prior condition, that must be

fulfilled before other things can be done" and agee "to bring into a required condition
before hand".
Psychological use of precondition focuses on amnga#i link by association between two
stimuli. If a response to one stimulus is condiéid, the response will also occur as a result
of the other stimulus. Conditioning and recondithg are also examined in clinical
psychology [409, 410, 411].
From a purchasing perspective, Hakansson and Sn¢b2] summarise their supply chain
network model by addressing the notion of boundaai®d relationships.
Business organisations often operate in a contexvhich their behaviour is
conditionedby a limited number of counterparts, each of whihunique and
engaged in pursuing its own goals [413].
(Emphasis added)

Their use of behavioural conditioning represents tionstraints and positive influences

resulting from co-operation, synchronisation anclifing on core competencies.

5.12.2 Nevantie's Contextual Use
Nevantie [414] defines preconditioning in contektpoeparing training courses. He states

there are:
three main parts in the course development andratgliprocess in Contra:
preconditioning, development and the delivery. Bgrithe preconditioning

phase, the course developers are notified aboutcolbeses, and the course
owner together with the development team is appdintDuring the
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preconditioning phase, also the information is gendifferent interest groups
like the regional offices, which need the inforroatifor their own scheduling
purposes. Development phase of the process meandetrelopment of the
actual course. It includes the preparation of tregenial, the training sessions
and the trainers. The final, and maybe the mosbmapt, phase is the delivery.
In addition to the actual training, the deliveryapk encompasses the request for
a course, the scheduling of the recourses, prapdonthe delivery and the
evaluation of the delivery. The evaluation of tledivery includes also the usage
of the evaluation information. The information ihig section is based on
comments from an old employee.

Nevantie continues by intonating that the recruittrghase can act as a deterrent:
The commitment of the people was not knowingly erdd during any part of
the preconditioning phase, but the way of appoinieople to different projects
was not a real problem. The course developmentoftas done in groups of
two and there has been enough interesting prdj@ctgmost everyone.
The procedural part of preconditioning accordinfl&vantie is described thus:
the first phase in course development and delipevgess is the preconditioning
phase. The phase is initiated by one of the coatpex when they request for a
new course ... that ... does not exist ... already. Elgeest is directed to the ...
Section Manager. During this process step, theisechanager's task is to
separate the essential from the request and andtlysegether with co-
operational parties according to predefined cateriThe result from this
process step is the evaluation of the course réques
In the context of this programme, the action rededéocused on directing a study conducted
by the company to identify its own problems, chadies and opportunities. In so doing,
activities included imparting self-supporting leag problem solving, relationship analysis

and negotiation skills.

5.12.3 Attributes as Pre-conditions
Representing Rolls-Royce, Collis [415] differendicht between approved, preferred and

strategic suppliers. They do this by ascribing th@imum attributes required to fulfil
specified criteria. Figure 5.3 Shows their cragnvhich are described as pre-conditions. In
the context of this research, however, these @itare pre-requisite attributes to attain

various levels of status. This approach thusrdisishes conditioning as a process, and the
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O’Laughlin et al, (shown in figure 3.2).

attributes as a state of readiness — in effect stabkshed capability. This is similar to

Table 5.1 Mandatory Minimum Pre-Conditions for Suppliers to Rolls-Royce

(by Collis, Rolls-Royce)

PRE-CONDITION

CQC103 and Technical approvalsx X X
Standard Terms of Business X X X
Contract Flowdown Acceptance X X X
Financial Review X X X
(E100k Annual Business)

Long Term Agreement (General) X X =
Project 2001/HISPEC X = =
(Long Term Agreement and NDA)

EDI X X =
CADDS 5X Interface Capability X = =
(Where applicable)

Assessment Score > 55% X X =

Note: (NDA - Non Disclosure Agreement)

STRATEGIC PREFERRED APPROVE

5.13 Preconditioning
The hypothesis of this research tested is that:récgnditioning programme for supplier

development

and other

improvement initiatives pilesi support for progressive

organisations, irrespective of size or positiothi& supply chain.

Preconditioning is a phase of change programmadsatiempts to prepare participants by

orientating perceptions and contributing to theatimm of an attitude of continuous

improvement.
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5.13.1 Preconditioning Programme for Supplier Develoment
The aim of preconditioning programmes is to fagibt and support implementations and

existing on-going programmes that provide oppotiesifor the creation of competitive
advantage.

Various literature sources were provided as backgtaeading to the focus group in order
that they form their own basis for preconditioning-hese included Allan [416], Argyris
[417], Blanchard and Johnson [418], Brown [419]rri&e[420], Brennan and Block [421],
Carnegie [422], Casse [423], Champy [424], Clemared McNeil [425], Fisher and Ury
[426], Fisher and Brown [427], Investors in Peopl@8], Johansen and Swighart [429],
Johnson [430], Pondy and Huff [431], Sun Tsu [4&]n Tsu Il [433], and Walther [434].
Assembler customer's literature on their changgnarames and supplier auditing measures
was provided.

By providing the literature and chairing regulahligld sessions, the focus group cognitively
reviewed the literature and accepted the imperativeprove. Quotations used by the focus

group are attached in Appendix 4.

5.14 Interpretations Matrix
As discussed in section 2.2.1, Coolican used ttresténterpretation, culture and perspective

in his text. In learning situations and in theeca$ supplier development that is the focus of
this research programme, concern for universatitglcontributed to motivation that led to
the creation of the interpretations matrix.

Figure 5.3 shows a matrix that was developed atehodased Targets and change Process
fields. The matrix is a result of the work with B Ltd, and is based on the identified
attributes of the undertaken analysis.

It was proposed that:
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* The interpretations matrix is a conceptual framéwdesigned to assist participants to
unify perspectives and approaches to improvemeahtiamelopment.

* The matrix would be of use during the categorisatibcompany data and the analysis of
scenarios.

The concept of a Source of improvement, or an agérmhange is also recognised by the

matrix.

U) (%) — (92}

SOURCE n |4 F - L

— o4 5 z > & 0 x

(WHO) =0 |9 S 5 T < w o

s b = o 9 o 3 % o

OO0 | o 0 o 2 p W o o o o

Z T Ll = O] | Z 1 =

(WHO/WHAT) T & (£ © ¢ 9 & 2 & I 2 %

~ 0 o n | T ﬁ T w m u o

TARGETS a a o o - ) fa) - @ a

INDIVIDUAL Al BLI C1 D1 E1 F1 G1 H1 11 J1

PERSONAL A2 B2 C2 D2 E2 F2 G2 H2 12 J2

INTERPERSONAL A3 B3 C3 D3 E3 F3 G3 H3 13 J3

GROUP, A4 B4 C4 D4 E4 F4 G4 H4 14 A

TEAM, A5 B5 C5 D5 E5 F5 G5 H5 15 J5

ALLIANCE, A6 B6 C6 D6 E6 F6 G6 H6 16 J6

HIERARCHY A7 B7 C7 D7 E7 F7 G7 H7 17 J7

ORGANISATIONS A8 B8 C8 D8 E8 F8 G8 H8 18 J8

CHANGE AGENT A9 B9 C9 D9 E9 F9 G9 H9 19 J9
ALLIANCE, A10 B10 C10 D10 E10 F10 G10 H10 110 J10
MONOPOLY, Al11 B1l1 C11 D11 E11 F11 G11 H11 111 Ju1
CARTEL, Al2 B12 C12 D12 E12 F12 G12 HI12 112 J12
CO-OPERATIVE, A13 B13 C13 D13 E13 F13 G13 H13 113 )3
PARTNERSHIP, Al4 Bl4 Cl14 D14 E14 F14 Gl14 H14 114 N4
CONTRACTOR, Al15 B15 C15 D15 E15 F15 G15 H15 115 Ji15
CLIENT, Al6 B16 C16 D16 E16 F16 G16 H16 116 J16
SUPPLIER Al17 B17 C17 D17 E17 F17 G17 H17 117 27
CUSTOMER Al18 B18 C18 D18 E18 F18 G18 H18 118 Ji8
EXTERNAL BODIES A19 B19 C19 D19 E19 F19 G19 H19 119 J19
IMPLEMENTATION ACTIVITIES| A20 B20 C20 D20 E20 F20 G20 H20 120 J20
-SUPPORT A21 B2l C21 D21 E21 F21 G21 H21 121 J21
-DIRECT A22 B22 C22 D22 E22 F22 G22 H22 122 J22

Figure 5.3 The Interpretations Matrix — Oriented for Spreadsheet Data Input
The matrix was derived from the literature revigligcussions with other researchers and the
core team members at M E Ltd and examination ofthreey results. The core element that
highlighted the need for a non-linear flow modelswhe reluctance to change identified

stemming from fatigue associated with improvemerglementations.
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5.15 Development of the Interpretations Matrix

5.15.1 Origins
The interactive nature of the action research ptojgth M E Ltd led to the identification of

hard and soft issues associated with the appr@entby individuals in their relationships
with others described by Newlands and Southey [4B&iget attributes also are described in
this paper. Attributes on the Process axis arenddfin Newlands and Southey [436, 437].
These articles are reproduced in chronological essecgliin appendix 6.

Due to the on going and multiple location natureh&f work, some portions of the research
were based on analysis and recommendations providedley participants based on
frequently updated descriptions of their situatiorishis effectively became implementation
by remote contral This liberated time enabling simultaneously évelop plausible solutions
for the participants, assess likely responses égtenarios’ other key players and implement
agreed action plans. This approach avoided a wispey perspective and promoted a
friendly old sage or honest broker image. It aflowed the participants to go about their
business with an agenda, though without the Soofcthe initiative being present and

causing resistance as a result of intimidatiorear.f

5.15.2 Justification
The decision-making models by Webster and Windu(eg3.4) and Sheth (figure 3.5) depict

a series of data inputs at either an explicit oit favel. Subliminal or conscious comparative
or analytic procedures are undertaken to arrivéhatdecisional output. In effect, these
models act as a static map for given scenarioscudsion of these models identified that
they require significant updating to take accoufhtparadigms employed by corporate
functions in the lean and agile era. To overcohelimitation associated with a model’s
reducing appropriateness due to evolving manufmmguand management best practice

paradigms it was concluded that an efficient metbfo@cording observations is desirable.
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Consequently, the interpretations matrix has beed as a current state description recording
instrument and, on the same set of axes, provitedraceability to activities designed to
ameliorate or enhance the issues identified.
The matrix has been devised so that it places t#tebwtes of the change process on one axis,
and the principal targets on the other. From #espective of both Source and Target, four
phases are outlined:

1. The present position,

2. The current problem, complication or challenges,

3. Possible modes of response (active, reactivgeoattive),

4. Proposals — candidate solutions.
These four phases reflect the action research amuge undertaken at M E Ltd. From this
analysis, consensus can be created through seaodference events [438] and
implementation facilitated by relevant sourcesargle conferences are perceived as a viable
approach to pre-conditioning participants (both rSeuand Targets) for improvement and
development.
The matrix lays out on the horizontal axis facttaken into account when designing the
strategic change initiative with M E Ltd. The lmntal axis places approximately equal
emphasis on Blake and Mouton’s concern for peoplé eoncern for task [439]. The
transition between concern for people and taskigged in this framework by concern for
improvement and development that stem from learamd) change. At each end of the axis
there are business environmental factors - pushimdy pulling forces and results. These
elements represent the commercial imperative to ammcompetitive in business
environments that change as a result of extrinsgiorss by other participants, as well as the
intrinsic results and positioning by the focus Tedrg
Attributes listed on the process axis are sequemcea similar manner to Barrington’s

hierarchy (figure 4.10) are shown in figure 5.4.esRlts and techniques equate to the

systematic approach. Combined with results andiniqoaes, development, change and
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learning equate to the appraisal approach. Thdaqusly named attributes plus philosophy,
perception and psychology equate to the attitude clantinuous improvement. This
perspective of Barrington’s hierarchy eliminates tiistinguishing layers shown in figure
4.10. An alternative proposal is to depict pillafsvarying heights shown in figure 5.4

below.

Attitude of
Continuous
Appraisal Improvement
PSYCHOLOGICAL ]
.aplp r((j).ach Levels
PERCEPTION Inclu Ing_ 1’ 2& 3
systematic
PHILOSOPHY methods
LEARNING
CHANGE Systematic Levels
approach 1&2
DEVELOPMENT
TECHNIQUES Level 1
RESULTS

Figure 5.4 An Alternate Perspective of Barrington$ Hierarchy based on Pillars

The focus group at M E Ltd aimed to achieve 7,/Btake and Mouton’s managerial grid.
This approach allowed management to emulate aspktite focus group’s behaviour with a
focus on concern for people, and shop floor emm@sye particularly team leaders, to focus
on concern for task. The net affect of this is ttempany aims to achieve 9,9 while
individually management seeks 2,9 and shop flogrleyees seek 9,2.

The vertical axis from the top to bottom ranksiltites and Targets for improvement and
development. These Targets also take into acdbertoncern for people and task. Concern
for people is represented by a series of classifica that define the socio-organisational

gestalt [440] in terms of context and scope.
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Some of the social group Targets are transitive, they may become Sources of
improvement and development. Other Targets, pdatily the activities and relationships are
intransitive and remain Targets. Various perspestiare possible that contributes to the
interpretation and subsequent intervention approdtlis necessary therefore to clarify the
Source and relationships to other participants.is T& nominally by defining who is in
charge, those providing training, materials and mvhs learning or being studied. From a
range of analyses by various Sources, combined egén and honest communication, it is
contended that the participants are more likelgenerate a satisfactory solution.

A distinction needed to be made for each scenaiwden those that are reluctant to change,
and those that advocate, lead, or otherwise paatieiin improvement initiatives.  An
intrinsic attribute of change initiatives is theafioriented emphasis on key performance
indicators and other results. In Barrington’s egsatic approach, results are made possible
by procedural techniques, for example includingistiaal process control and failure mode
and effect analysis, as shown by Hahn, Watts and (figure 4.4). The matrix is founded on
the proposition that such systematic approachewttake human factors such as motivation
and goals into account.

Original equipment manufacturers’ motivation to lempent supplier development initiatives
stem from various sources. The primary sourcamatfvation are the competitive situation
of the manufacturing sector caused by competitodsresing consumer expectations and the
will to survive. Other secondary sources are naihynassociated with improvement in
operations management effectiveness and efficiegaglity, cost, delivery reliability, lead

time reduction, product variety, assembly line aélsy, and productivity.
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5.15.3 Explanation of How the Interpretations Matrix Operates
Figure 5.3 depicts the interpretations matrix deenfor use as a spread sheet. Each cell is
numbered for quick reference and clarity betweatigipants. Participants can be instructed
to fill the cells with text in columns from A to J,to A or in an ad hoc manner; similarly
filling rows from 1 to 22, 22 to 1 or in an ad ho@nner. What is considered important is
that proper consideration is given to relevant €ador each process attribute that describe
inputs, controlling variables and outputs. The @pal benefit over organic mind-maps [441]
is that the matrix acts as a method to pigeonhata tbr rapid assimilation, comparison and
agreement.
The company may have a solution, for example a lwidgplicable technique, and is
searching for candidates to host the implementatidayloristic use based on authoritarian
issuing of instructions tends toward ignoring p®jolical, perceptual and philosophical
elements of a pre-implementation analysis. Usethaf matrix forces the analyst to
intentionally ignore these attributes, make usecagnitive dissonance by suggesting, as
Henry Ford [442] argued, that knowledge workersdneet extend 'unwanted sympathy' to
workers undertaking repetitive activities.
The matrix hence can be used in a number of mammatgling:
1) A single individual recording observations
2) A group or focus team recording observations
3) Reengineers planning a factory or operations fadohank sheet
4) As a supplementary data recording instrument ts@thalyse social and technical aspects

during a failure mode and effect analysis.

5) Sociological and technical management’s attertgogslan how to achieve 9,9 on Blake

and Mouton’s managerial grid.

130



Action Research with a Collaborating Company
5.15.4 Data Entry and Pyramiding
Pyramiding can be used to gather individuals’ estriDepicted in figure 5.5, pyramiding is a
group learning and facilitation technique that lieggl individuals to reflect and record
findings. The data can be directly compared to oftieer individuals’ and an agreed
interpretation is reached. Pairs of individualsnttcompare their joint interpretations and
agree a second time. Two groups of 4 then comgradeagree a third time. Pyramiding is an
established method for reflective practitioners andup learning events such as search
conferences. Pyramiding tends to be most effedtiveed in ‘max/mix’ — maximum mixture
- groups, where participants do not know, or arly partially acquainted with, each other

and have different functional perspectives.

Level 4
Agreement | matrix

Level 3 / \
Agreement | matrix Matrix
Level 2

Agreement Matrix Matrix Matrix
Level 1 / \ / \ / \

Agreement

A

Matrix

Matrix Matrix Matrix Matrix Matrix Matrix Matrix

Figure 5.5. Pyramiding Matrix Interpretations
The matrix facilitates the learning process by gsan spreadsheet pro forma to record
observations. This allowed the axes to be ‘froZen’easy data input, storage and retrieval.
Comparative analysis is thus possible by compadat located in the same location on

different sheets. Thus blank copies of the intégbi@ns matrix are provided to participants
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for their initial data. At each level, two matricare reviewed and third agreed matrix is
created. This procedure provides trace-abilityhéti due to time constraints or to maintain
momentum and cohesive groups that are focusedeint#isks, typical session management
practice for session leaders is to limit the tirperd on level 1 data entry. Comparison and
agreement processes create interaction; for groupsisting mainly of extroverts, this creates
motivation. For groups consisting mainly of inteo‘company workers’ or ‘completers’,
more time can be spend to individual reflection, facilitating follow up sessions once
participants have filled in as many intersectiors taey feel is justified. Due to
confidentiality agreements, representative data Iwesn substituted to provide a set of

example results of using the interpretations matrix

5.16 Summary
This chapter reviews work undertaken with M E Lidluding:

* A company wide attitude survey, remedial intervemsi using action based research that
focused on internal information chains and

» Addressing the cultural aspects of the businedsibee identified as likely to inhibit the
effectiveness of externally provided supplier depehent programmes.

 The collaborating organisation’s senior managemeas motivated to improve and
develop stemmed from a fear that the OEM wouldowee. Senior management
responded to input stimulus from the middle manasgenfunctional specialists that had
gained an awareness of the performance requirensnisipated by their customers.
Motivation for the departmental staff stemmed frgmde’ in their work, and knowing
that theconsumemvas satisfied with the product.

Dissonance was recognised as a core element othoihhibitors to achieving performance

and as part of the remedial strategy to rectifysib@ation.

The following chapter summarises validatory reseamtdertaken with NP Ltd and its supply

chain to challenge the elements listed on the axed, hence determine its validity. The

objective was to observe the implementation ofamddrd set of improvement techniques

combined with a systematic approach to overcomectahce to change and build a shared

culture.
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Chapter 6

Validatory Research

6.1 Introduction

This chapter describes work to analyse businesssos and relationship requirements using
the interpretations matrix, shown in figure 5.3re@gord observations. The chapter examines
an assembler, four first-tier suppliers and a ddrasn distribution company involved in
creating branded consumer electronic goods exdlsifor the Japanese market. The
assembler is a European public limited companyithlsted on five stock exchanges and is
the global leader by volume in its product categofyvo of the suppliers are European. One
company based in the United Kingdom and the otheax Nordic country. The other two
suppliers are based in Japan. The distributiotreés a contractor based in Japan. Use was
made of the interpretations matrix, identified ihapter 5, to analyse the business scenario
and each company's unigue situation.

During the period of field research, the researeves a direct employee at a product creation
centre in the United Kingdom that is fully owned the NP Ltd. The role focused on
promoting a design for logistics concept within gwot creation centres and to influence the
product design, thus facilitating the supply chaimproduce goods at the lowest total logistics
cost. This position had direct responsibility the logistics considerations during product
design and manufacturing preparation. The rolaided on three themes: 1) the sales
package and the augmented product based on sdewviels, 2) flow (of information and

materials), and 3) identifying lessons to learn.
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6.2 Market Considerations and Constraints
Japan is a dynamic market for electronic consumeatles. Consumer electronics sectors
have witnessed significantly shortened time franeesnanufacture and sell goods. This
primarily is due to the rapid progress made in petctronics hardware and software
development and the intense competition betweedgobcomparable specification.
Manufacturers typically release products in linghwthe cyclic economic periods prevalent in
Japan. March and April, October and December ansidered key months in which to make
sales. Manufacturers attempt to synchronise ptotkleases to these months. Should a
manufacturer's time scale slip, the window of opyaty to launch and sell significant
quantities disappears. In such an environmentetl® a significant potential to incur
obsolescence costs.
Japan market has significant aesthetic quality &mactionality requirements, where
perception of defects is subjective at best. Theggirements are drivers for the use of
quality function deployment to determine what caosts a defect. Management of the
second collaborating establishment — NP Ltd - rasegl that there was a disparity between
the perception of quality in Japan and the critesad to assess defects within its Western

subcontractors and the final assembly plant.

6.3 Outline of Companies
Companies discussed in this chapter have had tia@res disguised as NP, PU, PF, YM,

AAP, and UDC in response to concerns for confidgityi NP is the final assembler and
brand name owner of consumer electronic goods. FRJ,YM and AAP are aesthetic
component producers. UDC is a downstream thirdydagistics services provider. The
relationship between these companies is depictefibume 6.1. YM, AAP and UDC are

businesses owned and operated by Japanese in Jauaa(dignity) andon (respect for one's
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country represented by nationalism) were eviderdlirthe studied companies. AAP were

considered the most eager to do business with NP.

Supplier Assembler Third party Operator Distributor Points of Sale

logistics
service

provider
e
I

AAP

Franchise
Shop

Figure 6.1 Value Chain from 1st Tier through to Pint of Sales -
Relationship of Case Companies

6.4 Use of the Interpretations Matrix within the NP Supply Chain
NP agreed to support this research programme @dwite companies' names were modified

to camouflage their corporate identifies. Ovelerbased research agreed to focus on the
analysis of NP's products in terms of design fgidtics. The end objective of the role was to
influence the design decisions during product geato optimise the production processes.
The management agreed also to support the coveeaneh agenda that focused on the
examining the fit between NP's supply chain managerand integration approaches and the
interpretations matrix. The aim was to use therimand thereby test ease of use and assess
completeness [443]. The objectives were to usenth&ix as the tool for a current state

analysis and to discern the validity of the Tam®d Process field sequences.
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6.5 NP Ltd
NP Ltd is a European assembler of high volume elatt consumer goods and is listed on
five stock exchanges. NP integrates technologiefines products, designs finished goods,
prototypes and assembles the core product. Akssmies and packaging materials are
outsourced. In its fiscal year 1999, NP produgga@ximately ninety million units in twelve
assembly plants in the Americas, Europe and ABg.2000, the company increased output
to 136 million units with a combination of incredseroductivity and outsourced
manufacturing. Due to the creation and rapid egjganof the business sector, in 1999 NP
produced more products during pre-production fosigle verification purposes than the
company capacity fifteen years earlier. Betweef718nd 2000, the company grew from
approximately 35000 to more than 50000 employeBse rapid expansion of the business
created a situation where new employees frequerghe being recruited. All new employees
are made aware of the company's four values - mestosatisfaction, respect for the
individual, achievement, and continuous learnifigne values are considered fundamental to
the success of the business due to the mix ofmatand site cultures.
NP recognised the imperative to outsource all amganaterials and component production.
Subcontract manufacture of complete products had beserved for mature, near end of life
models. Due to increasing demand beyond NP'segicatlly desired rate and ability to
expand its in-house capacity, new models begamnaltsneously ramp-up in out-sourced
production facilities. NP estimates anticipate ghabal market rate of expansion will start to
decline in 2002, with market saturation/maturitypgximately 2007. By April 2001, three
of NP’s major competitors have begun laying-off émgpes in the UK.
Tolerance of diversity is a core relationship dymamessage in NP's year 2000 strategy.
This strategic message reinforces the concept @figing opportunities to individuals that
they may achieve desired results in the manner hanost convenient. In addition,

associates are made aware of the company's prodatton and delivery process model that

136



Validatory Research with a Collaborating Company

describes at a highly abstract level the typesctiviies undertaken to create and deliver
goods and services. All employees are appraiseddban the investors in people initiative
model. This constitutes the achievement of thersg¢evel of Barrington's model [444]. NP

was attempting to move to the third level basedhenwidespread adoption of a continuous
development attitude.

Figure 6.2 depicts NP's conceptualised model teesehefficiency and effectiveness. The

philosophical argument 1) moderates or balancesilgesparalysis by analysis' and clarity-

of-the-message due to the introduction of too maamables in the conceptual model, and 2)
tolerates individuals' abilities to interpret theguct creation and delivery model to suit the
requirements of disparate projects. NP also assothe model with the value of being able
to transfer useful approaches or 'best practicetsvden product development programmes

and manufacturing plants.

Chaos in
System ,  Chaos existing in Chaos existing in
Complexity of Reality Complexity of Model
*Free for all Everything structured

*Bureaucratic

*Too many metrics
*Policy/procedure/directive
*Not used / used slightly

Unrepeatable
*No metrics
Not written
*Always try
something else

*Balanced
(Repeatable but flexible)
*Proper metrics

*Sharing good practices
eContinuos improvement
*Used widely, because
all good guys do!

Minimum
in Chaos

»

Completeness of the Model

Figure 6.2 NP's Model of Chaos, Complexity and Gopleteness
(NP Ltd Training Material)
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NP accepts that for dynamic companies the bestigotuare strongly context dependent.
Therefore with reference to a common conceptuahéwork and terminology, their stated
goals are to seek deeper understanding and loogdod practices. These stemmed from
knowledge management propositions described byseragind O'Dell [445].

Figure 6.2 is complemented by inverted parabolidet® describing the degree of access to
collaborative networks versus derived benefits [4d6d the degree of task related behaviour

versus supportive relationship building behavici#7, 448].

6.5.1 NP Recruitment and Induction Process
Prospective NP staff are assessed using psychenetts at their first interview. NP uses a

psychological profiling instrument to determine iidual's basic behaviour characteristics
and assess the compatibility with the company'seséand the role requirements.

A second interview typically 'stresses' the appiicahereby interviewers provide scenarios
that require the applicant to describe how theyldioespond. Prior to commencement of the
position, sets of formal contracts require sigrimghow agreement. These include:

» position specific and general terms and conditions,

e company confidentiality agreement,

* anintellectual property non-disclosure clause,

e an acceptable and non-acceptable behaviour guedéintiuding a receipt of gifts

clause)

These documents provide a context within whichitigvidual will be expected to operate.
By signing each contract, the individual indicatesnmitment to the conditions of service.
This process acts as a screening and precondigigumocess by creating a context within

which further detailed work is learned and undezitak
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6.6 The Manufacturing Appreciation Training Incident
As a member of Operations, Logistics and Sourcirgpagement, part of the induction
process was to attend a three week course at thparty's original process plant (OPP) in a
Nordic country. The objective of this course was familiarise participants with
manufacturing processes used to produce the saekage. This provided the first
opportunity to be a direct participant in a sogahsi-experiment.
The group consisted of British engineers and desgyn Three of the group had served
mechanical or manufacturing trainee-ships. Thesrofbur were electronic and software
specialists that were largely unaware of manufagjutechniques. The three time served
participants in effect audited the parent compamasufacturing operations. This was the
tenth running of the course and the first time ¢haras a dynamic interaction between
presenters and participants. Part of the courgeireanents was to record observations of
things that could be improved on a database. Vbeage number of observations recorded
was 15 during previous courses. The tenth grougreth 163 observations on all aspects of
the firms operations.
Two aspects were identified as challenging the @@te philosophies "acceptance of

diversity" and 'fact based decision-making'. Theydescribed in the following two sections.

6.6.1 Calibration Using Golden Equipment
NP manufactures electronic goods with acoustiafiate devices. After final assembly, the

product is tested in bespoke test-boxes for alf usierface characteristics. The quality
control system used repeatability and reproduciyalfR&R), fuzzy logic and design of

experiments to establish and maintain datum decdi®) levels. Previous products set the
datum level. NP selected a 'golden product' fraengroduction run that precisely matches

the datum in all respects. This golden produased to calibrate all the test boxes.
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Concern was raised during factory tours about tiabilgy of the acoustic readings. It
became clear that the R&R tests used twenty predigdted three times to establish a
correlated prediction of the test box stability. test was proposed by a participant that the
golden product be repeat tested in a calibratednestation. The product was tested twenty
times to establish if the results obtained wouldstadble, and to establish the 95% confidence
range for all readings. Over the twenty readirggse of the tests results showed a stable
mean. The second showed a progressive downward imeeach subsequent reading. The
third showed for the majority of readings were odaavnward trend, with some large re-
alignments and subsequent downward trends. Ttetaeade company confidential and hence
are not shown graphically.

The test data supported the conclusion that siegoproducts should be used. This proposal
would use pairs of products that consistently pevstable readings for each of the test
parameters. It was concluded that stability wasenmoportant than precisely aligned results.
Stability would allow the use of constant offsetghe correct reading.

A presentation, of the mini project objectives, noetology and results, was made to the
course sponsors after returning to the UK. Desihigecorporate philosophy of fact based
decision making, the presentation was greeted antiotionally driven remarks from senior
managers including: "You are not an acoustics exggiti and "This is not your job. What do
you know!"

A key guestion that remained unanswered was: "W#eeigolden product or the test box?"
Subsequent manufacturing appreciation training (MA&durses identified that the test box

required acoustic dampening materials, some rexdl@gigk and a valid calibration system.

140



Validatory Research with a Collaborating Company

6.6.2 The Quality Trainer Incident
The participants focused on the substantive isagssciated with the value adding activities

and support services. There was no intention dee'ha dig', be rude or aggressive to the
presenters or other employees. One event thaideasified as an indicator of the scenario
involved a quality trainer. He introduced himsaff representing the quality department.
During the presentation, he made it clear he dit balieve in the company's quality
statement. This seemed at variance with his relguality trainer. He was asked, "Do you
know about Deming, Duran, Taguchi, Crosby and &s¢?" and answered affirmatively. "Do
you teach this to the people in the workshop?" @plied "No". To this he added, "They
don't need to know."

At this point, it seemed clear that he had 'humg'sklf. There was an opportunity to 'back
off', however there seemed to be scope to exarhméogic behind this. A participant stated
"If you don't teach them this, they will not be emaered to analyse problems and make
recommendations." The response was "Who are ydo® long have you worked for NP?"
Given the relatively short service indicated by ithply, the trainer became dismissive.

This dialogue can be perceived as an example ob-pasception and communication
between people of different ego states in a trditgead analysis [449]. A transactional
analysis model for this situation indicates comroation between 'parent' participants and
‘adult’ trainer. Additionally, the English pronotyou’ was being used by the participant in
the plural to indicate the quality department rathan the individual being addressed. It was
later identified that the trainer likely took theopoun and the comments to relate to him
personally, and that then stimulated the emotigpoases.

The participants, from their perspective, were isigaexperiences and observations of better
practice from other industries in line with the quany explicit practice. The participants'
managers suggested difficulties with this proceseevthe communication exchange patterns,

combined with presenters’ lack of experience artd dé other businesses and mid-winter
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seasonal affective disorder associated with lon§ daghts, four hour days, and continuous
sub-zero temperatures. Two issues concerningatiguhge were apparent on reflection: 1)
the lag time between data transfer and responseuniasual for the British contingent. It
became evident that time was to be given for tediwsl, thinking, re-translation and
preparation to start to respond. Culturally drivesmparatively long interludes between
statements had not been experienced by the pamisipefore; 2) The presenters were not
professional trainers, in many cases being pickédhe factory floor as 'volunteers' to
teacher due to their ability to communicate in Esigl Feedback at the end of the course
suggested the participants had not demonstratpeagsand 'seemed to consider themselves
to be perfect'.

After returning to the UK, the participant that Hagken identified as the 'ring leader' went on
a 'Working Together' course. His manager conduateeview and peace keeping/restoring
exercise with the factory personnel.

Approximately three months after the course, sorh¢he trainers were in the UK and
discovered that what is said in good faith canrterpreted very differently. This provided
them with evidence that it was easy to 'take o#enaad aggressively reciprocate as a result
of differences in culture.

Subsequent courses were re-developed, with masiegbresentations conducted in the UK.
This allowed participants to ask 'sensitive’ questito their peers. Participants were then
given specific advice to observe during their visithe plant and suppliers, to expect a pause
between speakers during a dialogue, and to staenfally difficult questions until their

return.
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6.6.3 Conclusions from Manufacturing Appreciation Training
Conclusions from this research phase are thatctimgpany initiated actions, training events

and courses designed to increase awareness. Mheas to facilitate the prevention of this
type of scenario by reducing the probability ofepetition and its negative results. This in
effect constitutes reactive, experientially demamtliven, organisational learning.
Subsequently, participants on the manufacturingeaggtion training (MAT) course were
preconditioned about what to expect.

Faceandon were dominant factors in the scenario. NP subsettyuprovided psychological
preference awareness training to all the Operatibogistics and Sourcing (OLS) project
management group members from all the various todweation centres. These courses
were supplemented by courses for individuals toetdly recommendation of their
management including ‘working together’, decisiaakimg, and Japanese cultural awareness
programmes. The courses used the propositiohnfiseare facts’. These courses were
supplemented by substantive techniques and resudisted awareness training programmes
provided to OLS members including problem solviogmponent quality planning, process
capability studies, statistical process controlsigie and process failure mode and effect

analysis (FMEA).

6.6.4 Subsequent Participant Research with NP Ltd.
Subsequent research work with NP Ltd highlighted greference for two modes of

communicating and learning:

* Focusing on technical capabilities and performaeqgeirements

* Learning about oneself, and one's preferred workemgership and decision making
styles. NP has a corporate training facility teatphasises self-development. These
sessions use etic standard classification systeohsding Belbin's team roles (BTR)
and the Myers Briggs type indicator (MBTI). Thejaatiives of such courses are to
help the individual understand their strengths idiedtify opportunities to change.
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These two modes emphasise achievement and respeleefindividual, which are two of the
corporation’s explicit values.

NP ran seminars on both BTR and MBTI. These wemlined with their institutional
philosophy for minimum chaos (see figure 6.2). iTtohallenge is 'groupthink’ that was
identified, and seemed to stem from the demograplaice-up of the operations, logistics and
sourcing (OLS) project management group. The ntgjof OLS were shapers (BTR), and
ESFJ — Extrovert, Sensing, Feeling and Judging (NIBT

Part of NP's corporate ethos is for groups to céftely examine their activities to identify
what they could do better. The key indicator witiNlP of the concern for people is
embedded in the management maintained explicittileto examine attributes within ones'
own sphere of direct influence. The statementueatjy used was "Lets see what we are
doing wrong and identify what we can do ourselveBHhis is in line with Fisher and Brown's
unconditionally constructive strategy [450] thatesses one should do what's right for oneself
and the relationship, regardless of whether thergtarticipants are doing what's right or not.
This approach also is in line with Towers' [451¢ammendation to improve in-house, then
examine and develop suppliers and subsequentlypgocate customers for improvement
opportunities. The interpretations matrix usesgsophy, perception and psychology field to
examine these phenomena. NP company-specific wdasarecorded on the matrix as the
basis for appraisals and highlighting training riegments. Representative data produced

after the research period with NP is presentegpeadix 5.

6.6.5 Fact Based Decision Making
Macro analysis and conclusions focusing on teclesgand financial results derived for

proposed strategies to make the supply chain leardiacussed by Newlands and Steeple

[452, 453, 454]. From first principles, an arititic simulation was developed that examined
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inbound and outbound logistics [455]. The simolativerified the scale of potential
inventory reductions reported to be obtained by games such as Honda of America [456]
and Toyota [457] when they started to produce Vehiin the US. An analysis of the
opportunities and drawbacks was undertaken andme@mndations made. The core proposal
was to re-locate final assembly to the target ntarkKehe techniques and results likely to
accrue from implementing the proposal would havweeske to help close the competitive
advantage gap between NP and its competitors piregluc Japan. This would serve to
reduce the response time, pipeline stock, obsatescesk, and increase the range of variants
that would be economically feasible as a resuliatéd configuration. This recommendation
was in direct contrast with two of the companytatsgies: 1) not to build any more factories,
and 2) not to recruit any more shop floor employekscomparison with the interpretations
matrix, adopting this approach would have altetezl driving forces within the industry by
assisting NP by setting a president in terms @ftegyy and benchmark performance. Despite
benefits that would be derived and analysis froheosources that recommended the same
course of action, the analysis was stonewalled.

Additions and enhancements to existing strategiere wccepted after significant review and
development. Justified proposals and recommenuatioat were diametrically opposed to
the direction of existing strategies were not. THey issue had been that despite the
organisation's explicit focus on fact based denisiwaking, generated in this case by an
arithmetic simulation; there exists an organisatiantransigence at the strategic conceptual
level that had not been detected earlier. Thramsigence seemed to relate to the freeze state

at the beginning of the coping cycle [458, 459].
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6.6.6 NP Supplier Audits and Development
NP audited all vendors to assess their capabibtiesdeficiencies according to a standardised

checklist. The criteria are an extension of QS9fifuirements [460]. Despite NP's own
requirement, it became clear that the majorityhedf supplier base had either not been re-
audited after a maximum of three years, or thatiatnation associated with maintenance of
the database had not been sustained. This crélagedituation that product creation
programmes were using a significant number of sappthat technically were no longer, or
had never been, approved. This situation, it vegented, occurred as a result of assuming it
was acceptable to do as the previous programmedrag] without checking the fine details.
NP's supplier development initiatives focused ongilale design process methodologies
including FMEA, and production process verificatiorcluding measurement system and
gauge repeatability and reproduce-ability, andatenn reduction using six sigma statistical
control. During the period of research, NP did paivide training opportunities to attend

courses on psychological, behavioural or other |[geopented subjects to suppliers.

6.6.7 NP based Research Conclusions
Despite an explicit management policy of 'fact blagecision making', recommendations

based on quantitative analysis were 1) encourageoet'hushed up', or 2) discounted in
favour of consensus ratified senior executiveatsgic level proclamations.

The role the researcher was employed to undertag@egnised the requirement to identify
'grey issues' and those activities that 'fell dawa cracks'. Detailed checking of supplier
approval status may seem pedantic, doctrinaireogmatic. In context of the requirements
for product liability and legislatively imposed ertded warrantee periods, this seems less so.
The activity to check their status is part of tlwu®ing leaders' role description checklist and
had not been assessed, despite more than one Hwfditeese leaders working globally on

NP projects and their work status being checkdlrae milestones prior to product launch.
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6.7 PU Ltd.
PU and its supply chain were studied with the dithe interpretations matrix during a pilot
product production run for NP. Primary explicital® were to identify specific and generic
lessons to learn for the design of logistics chaimd evaluate the impact on profitability due
to product designs requiring complex networks qipdiers.
PU Ltd is a British subsidiary of PF, a Nordic maings company that is located in
Sunderland. PF Ltd advised NP UK to make use ofdBtihg product design, tooling and
production phases. This made geographical andraulsense during design and tooling.
From a purely logistical perspective, once toollvay been proven, PF would have been a
superior supplier due to proximity to the final@sbly plant. It was agreed however that the
supply chain PU had newly established would be s&®tk the planned production run was
insignificant (0.375% of that year’s volume) comgxhto the volume of products destined for
American, European and Asian markets. Four conegamilded value to components in the
PU supply chain - HH, AY, XP and NN. Figure 6.3is idealised component flows for

the four components.

Subcontract

X 'Special Pairh X

Subcontract Subcontract
Paint&gloss Gasket

Component Sub-
Forming

- mg\t;rial NP Final PU Ltd Partner
W,X,Y & Material Assembly Sul:)_-.tffJ_r.l_tl'r?ctor

Z Code : i

Figure 6.3 Planned PU Inbound Aesthetic Componer@€hain
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HH is located in London. AY's plant is within 3dmates by road of PU. Both HH and AY
are aesthetic coating specialists. It was obsetlvatdHH were secretive while AY had open
communication with PU and NP representatives. Faonemotive perspective, PU Ltd and
AY demonstrated behaviour and attitudes that wageeto please and sincere.

HH mixed the coating materials in batches. AY amttast mixed at the point of application.
All the materials used were produced in Germany aodrced from a stockist in
Birmingham. XP is a specialist paint coating compaising advanced masking and
electrostatic techniques to metalise polymer satestr NN provided solidifying liquid gasket
sealant subcontract services. XP and NN were mgyired to add value to part X. Part Z
also was freighted from PU directly to UDC in Japaie co-packed.

Originally it had been anticipated that materialsuld be pulled through the supply chain
based on monthly demand forecasts and weekly dglnsgjuirements. In theory, PU sold
moulded parts to the painter. They painted théspamd scrapped a percentage due to their
process yield. The painter sold on the remaindbereback to PU or on to XP for metallic
coating. XP would add their value then sell thepto NN for gasketing. It was expected
that the suppliers would order, from the next lowwer supplier, the volumes required by the
next company in the chain plus their anticipatedaiual yield rate loss.

Difficulties associated with the scenarios becamppagent during ramp-up. Preparations
during the product design and tooling phases hadmseananticipated scenarios. None of the
companies in this scenario anticipated Forresteces or quality defect liability issues. The
complexity created by the liability/ownership pgli@and erratic yields created a lack of
production synchronisation that resulted in NP pasing involvement on a daily basis to
expedite parts between moulding and the factorys Tvas done on an ad hoc basis by
telephone and weekly visits. Other key issuestifled were a lack of co-ordination between

the subcontractors, low process yields and missiatghes of parts. Feedback on the
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expectations of quality began to be received frobClthat robotic painting had too many
imperfections. AY had a lack of employees thatevskilled to the required level. The
managing director of AY insisted on working shiftighe hand-finishing booth to achieve the
yield and volumes required.

The yield rates from processes undertaken by gelliompanies required that the seller
inspect the components before despatch. Supptigise component X supply chain route
rapidly came to the conclusion that they would axtept the risk of buying the parts, adding
their value and then not being able to sell théspdwe to defects that had been present prior
to delivery to themselves. This situation staltathp-up. At the lessons to learn meeting
during the ultimate week of production, NP souraiaegorted that, for every 15,000 parts PU
moulded, they received back from the subcontractorssub-assembly on average 3000.
This in effect was a profitable business for PU fHdimg operations since the cost of
purchasing, adding value and scrapping fell tootiher subcontractors.

The route problem was the trading arrangementsdsgtveach successive pair of companies.
At an inter-business level, a commercial philosophiyou are responsible for your own work'
contributed to the creation of the scenario wheeedubcontractors would not accept costs of
inspecting lower tier supplier's components at hemises.

Component X became the bottleneck holding up primlu@t NP. An intermediate solution
was devised that relied on PU Ltd inspecting thmmonents after each supplier had added its
value, shown in figure 6.4. PU had to act as guarafor the receiving contractor that the
inbound components were of the appropriate quaftyy defects then created would be, at least
in theory, the responsibility of the receiving gactor as a result of damage during its value
adding operations. The main contractor returnedadgd or otherwise rejected parts to the

previous contractor for credit note purposes. P& when in a position to determine the
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amount of money owed to each company. This salwitowed the inbound logistics chain

to supply the assembly plant with at least sonth®@part sets required.

Subcontract
Special Paint

Subcontract Subcontract

Paint&gloss " Gasket
.~ i <

; d _ PU Ltd
! Inspection !
5 Component Sub- !
. Forming Assembly i

NP Final UubDC Distributo Customer
Assembly

Issues: Yield, lead-time, quality, ownership, cogltrtransport,
product damage, pointing the finger, delivered qtiaes... ...

Figure 6.4 Intermediate Solution: Inspection Screnble
This situation lead to restricted production volgnas a result of repetitive, and consequently
inefficient quality inspection procedures, and ffisient administrative control systems to track
batches of components. Gross volumes of the ptadleie planned to be in excess of three
hundred thousand units. During the production tess than ninety-one thousand units were
produced due to inadequate supply, damaged padsat delivery. To avoid this occurring on
higher volume product runs for other regions, gengesign changes were recommended and
implemented based on the use of alternate techp@olgtions that allowed for a simplified

supply chain to be developed, shown in figure 6.5.
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Surface Treatment Plant 2
& processes

P

Component Sub- Plant 1
Forming assembly

l Single Partner

NP Final Sub_-(_:c_)il'fr_a_ctor

Assembly 'PFE Ltd!

Partner adds all mechanics value.
Key issues: production capacity and quality.

Advantages: Better information flow, better qualgianning,
Supplier accountability, better production planning

Figure 6.5 Revised Inbound Mechanics Value Chainfter Supplier Development
It was decided that capabilities would be createldi for processes not currently performed by
them. This increased PF's percentage of the \aalded processes without increasing their

responsibility. This strategy aimed to simplifytdyatracking and clearly assign accountability.

6.7.1 Lessonsto Learn
Over the course of the sales window, the delayedprap and the inability to deliver

sufficient volume of acceptable component sets geduthe total number of products

produced by more than 69.8%. This created a nenéial loss for both production and the
product development programme. The relationshi wWie principal downstream operator

was also negatively affected by failing to delittee batches on time.

Issues identified resulting from the lessons tornestudy lead to recommendations to
resource aesthetic component sets to PF, or YMA&TR, and re-engineer the supply chain.
This required 1) the elimination of 'hand-offs' J46rom one company to another to ensure
responsibility and accountability for order fulfigmt, and 2) the elimination of special radio

wave screening paints by adopting alternate hate €lectronic screening methods. PF was
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selected to supply components for a higher volumelyct. PF had facilities capable of

European standard painting. NP elected to asfishRreating capacity in various surface
treatment processes that had previously been stracted. This constituted a supplier

development project.

It was later learned that PU had become a contra@tone of NP's direct competitors. It is

understood that this relationship made use onldf producing aesthetic finishes by in-

mould decoration and multishot moulding techniqied used more than one polymer colour
to produce parts for European markets.

The conclusions from use of the interpretationsrimadentified that supplier's attitude and

willingness to help were insufficient to produce thuality and quantity of goods required.

These socio-relationship attributes were, howeperceived as a sound basis for additional

skill training and technology transfer to promdte supplier's professionalism.

6.8 PF Ltd.
PF is a strategic partner that provides NP with 4&%he aesthetic part sets it requires

globally. PF owns and manages operations in Nantierica, Europe and Asia on behalf of
its clients. PF's clients operate primarily intfamving electronic equipment sectors.

As a consequence of the poor supply chain perfocem&om the PU case, NP co-invested
with PF to establish an aesthetic finishing plasdmthe moulders' die making, moulding and
component placement facilities. This strategy:

* Increased the value added within PF,

» Centralised ownership and responsibility issues,

» Allowed fuller visibility of yield losses,

* Concentrated NP supplier development partnership'sassistance
The principal difficulty in researching PF was timernal resistance within NP's product
development team to allow what they consideredetadn-core programme members access

to the facilities. This partly was driven by theduency of engineering change requests
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implemented. Access to data also was difficulolbain by the follow-on product creation
programme. It became clear that implemented swistto the design negatively affected the
follow on program. This was primarily due to tlaek of communication, haste with which
solutions were generated and implemented and thepladuct launch. Consequently, this
type of stand-alone product historically had causigdificant obsolescence right-off costs at
the end of the product sales window.

NP UK assisted PF to develop the processes anddersianding of the quality requirements
defined as acceptable by the Japanese consumée gioint of sale. The NP product
development programme requested a time-based groduysglanning and monitoring tool
from the researcher that was employed as a logigtigject leader. This was produced and
provided though was not adopted due to productisibility and the clear liability PK had to

deliver volumes.

6.8.1 PU and PF Conclusions
The PF inbound supply chain was used to produces par a product released for sale in

February 2000. Subsequent models based on thikigrplatform for Japan market were
cancelled due to rapid changes in electronic compis) data processing technology and
design divergence caused by late fixes.

The benefits derived from the investment in PFlitaes are compounded by the use of this
supply chain for high quality products destined European markets that constitute the
majority of the demand. This, it was considereahtgbuted to cost, delivery and quality
competitive advantages over NP's competitors' misdu

Learning and changes implemented at PF, suppostédPbsuggested that the access to PF

issue related to psychological and philosophicafgrences to 'hide the dirty laundry'. This
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state seemed valid until improvements were achietad allowed participants and the

distributor's inspection committee to be satisfieth the technical processes and results.

A consequence of the lack of visibility to the dgon-making process, the senior mechanical
designer for the follow on programme was appoirgdnanager to implement a conditioning
programme for engineers and designers associatbdnwéchanical parts. The programme
aimed to re-condition associates behaviour thatdeaaloped engineering routines that are
unsuitable to multi-product concurrent engineeriaigg pre-condition those with less or no

experience.

6.9 YM Ltd.
YM is a Japanese company specialised in producimgjaed parts. Its core competence is in

flexibly producing volumes with diverse high quglibesthetic finishes. YM's core
competence is in-mould decoration (IMD). The compaonsistently has been used as a
principal aesthetic parts producer for cosmeticgesaand by Japanese electronic equipment
assemblers. YM subcontracted aesthetic paintirogéoof its strategic partners.

YM is a family owned business that operates fivanfd in Japan and one in Korea. YM
ended a commercial partnership with a moulding caamypin France. YM sold its French
holdings at the end of 1998 to protect its comnatsxcrets.

NP Japan had sourced part sets from YM for an ets#ily redesigned product that
extended the electronic modules' production lifemycYM was not classed an NP partner.
The company was visited to determine their abttitgatisfy NP's requirements for a product
that had been given approval to establish detailgde. NP anticipated the product would

lead a series of related product families.
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YM management made it clear they desired to rebiskaa supply relationship with NP. To
this end, the majority of the agenda was basedhencburteous rituals and pleasantries
associated with entertaining potential clients eitprecise details were not discussed. The
meetings held were at YM's head office in Northedskyo. Attendant were YM
representatives at directorial and technical lewdR UK and Japan purchasing and logistics
responsible employees. The meetings were at thg garliest stages of a contract
establishing process based on introductions, opgestatements, fact finding and setting up
positions for subsequent negotiation. The YM pamdshow room displayed components
produced by the range of patented process capebitieveloped in-house that were on offer
for NP's marketing and design to specify for Japanket.

YM's management made an overt display of the cogipgamofitability by providing their NP
guests with the company's chauffeur driven limogeisamd social lunches at an exclusive
suburban restaurant. NP's purchasing managerniseogthis as YM's conclusion that NP
had difficulties achieving Japanese quality requeats with its established supplier and
successfully had used YM previously. The purct@simanager concluded that YM were
confident the immediate contract would likely beaasled to them. These preliminaries were
therefore a means of moving NP toward consummadtiege-establishment of a long-term
relationship.

Enquiries into the process stability, reproducdigband repeatability were answered with
statistical process control records that demorestrahat 'black belt' quality engineering
assistance was not required. YM had been auditddFbin 1997, and found to fail on nine
issues and according to the supplier accreditatedabase had not been re-audited. Despite
this, it became clear that technical assistanempoove the production processes subtly was

rejected by avoiding the issue and changing thehasip of conversations.
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To achieve concurrent product design, YM were retpeeto print-off a graphics file held on
CD-ROM brought by the NP UK purchasing manager.agfeed to set up a domain for YM
with a firewall and restricted access rights talfate data transfer between sites.

Only one mistake made by NP was discernible alfftese preliminaries. This was associated
with the augmented product rather than the coreumodomponents. During a tour of
prototyping facilities, comments were made coneegrnpolystyrene chips used as packing
fillers. NP had updated its specifications to eastomponents did not arrive to the assembly
plant packed with these chips in order to minintis&s associated electrostatic discharges
affecting microelectronic devices. The phrase usad "NP have recently specified these
chips are to be avoided". Japan culture trainimgrsges had warned that the word 'No' was
frequently avoided in polite dialogue. 'No' wasiaed, though the statement used was

considered a covert 'reprimand’ rather than thelsimbservation it was meant to be.

6.9.1 YM Conclusions
YM had demonstrated its technical capabilities #nel opulence of a chauffeur driven

limousine overtly displayed the fiscal results amdrket niche dominance the company
enjoyed. These constituted a clear psychologiehahstration that YM's capabilities
exceeded NP's requirements. These indicatorsfiadlINP's anticipated position of being
prepared to offer technical assistance to develbpag a supplier. This served to create a
'who needs whom more' scenario that positioned \thequasi-subjugated negotiator. This
was particularly noticeable by observing the sediapanese NP representative. In effect,
rather than NP preconditioning the supplier for elegment, YM reverse conditioned

members of NP's delegation.
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Despite Japanese culture training, negotiationsmederemarkably similar to political
manoeuvring rather than setting up a commerciatioziship. This implied the need to have

culturally astute specialists or natives leadirtbeathan part of the delegation.

6.10 AAP Ltd.
NP product road-mappers defined a strategic reqpaing to produce goods with 'real metal'

aesthetic front covers. NP approached AAP tolftiifs requirement. Sourcing and Logistics
introduced the product concept and emphasisedaimenercial relationship, logistics metrics
used to define performance, and tooling developnhesd-times. NP commercial support
people were there to assess if they would be 'cdatfie’ doing business with the supplier.
AAP Ltd is a wholly owned subsidiary of the Mitsahi keiretsu specialised in stamping and
forming to produce components from sheet aluminiuAAP's core process technology is
aluminium anodising and surface treatments to predu wide range of aesthetic parts for
consumer electronic goods for branded assemblérs.principal subcontracted process AAP
puts out to its strategic partners is aluminiumahsting and fettling. Yield rates for AAP's
entire supply chain were in excess of 95%. AAP ag@ment demonstrated a co-operative
attitude during the meetings and enthusiasm toigeoMP with components.

An NP mechanical designer led a subgroup discudsiothe design requirements, to agree
technical compromises. A key limitation identifialas that AAP only worked with
aluminium. Under the keiretsu strategies, AAP giised only in aluminium rather than
expanding to work with other non-ferrous metals.he Taluminium grade the company
predominantly uses is a high purity ductile alldgomponent rigidity was provided either by
supportive plastic moulded backings or by the comept's profile and material thickness.

NP also were considering the use of magnesium 4fm&alding [462] and wanted to make

use of AAP's anodising expertise to finish the paifhixo-moulding is based on magnesium
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alloy paste-phase die-cast technologies developednbulding machine vendors. The
material and process are both unknown and unprfmremgh volume production runs. Key
issues with magnesium are the need to have 100%isamubsurfaces. These mouldings
additionally require both surface-filling to achéean acceptable form, and aesthetic painting.
The primary reason to choose this technology wascd®ase Young's modulus and hence the
axial torsion strength.

On further reflection, a Dural alloy with four perd copper in solution was recommended as
a proposal. Dural is the alloy grade used to predaircraft flying components. Properly
heat-treated Dural is soft and ductile for a lirdifeeriod before 'mar ageing' starts. Typically,
this alloy requires low temperature storage in-liblogistics or annealing heat treatment
prior to forming. Post operation heat treatmerges hardness and strength-to-weight ratios
to be superior to some grades of steel.

NP rejected this proposal without stating justificas; in effect ignoring it. NP abandoned
the possible contract with AAP and started a twarygevelopment program with thixo-

moulding equipment manufacturers and part produoefapan and Canada.

6.10.1 AAP Conclusions
With the addition of temperature controlled in-bdutogistics and post forming heat

treatment facilities, AAP easily could have develdpts business by entering the aircraft
component supply market and thus reduced the apped process development overhead
costs. NP's thixo-moulding advanced technologyipg programme is of limited value to
NP on a volume basis, being appropriate only fov imlume premium products due to

greater inherent costs and lower process yields.
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Dual material strategies using both the thixo-mmgd project and Dural proposals
statistically reduce the associated risk. Polymmeulded components was the back up
strategy.

A level of intransigence and group-think [463] wagident in this scenario. This was
attributed to product creation programme associdteinlg preconditioned to promote and
participate in research and technology (R&T), addaaced development (AD) projects.
Fact based economic appraisals of the economiglityatf the R&T and AD projects were

secondary to the intrinsic gratification derivedrfr such projects.

6.11 UDC
Inspection criteria used throughout the inboundpuphain to assess aesthetic finishes were

subjective, especially for scratches, blemishesiaddsions. Similar parts that would have
been sold in Europe, for example, would be rejeatethpan due to the quality expectations
of what constituted a defect.

UDC was commissioned to be the last chance fitietlie sale pack. Their role was to test
and visually inspect the core product to Japanesdityg expectations. This was deemed
necessary to ensure minimal open-the-box failunas would be detrimental to the trading
arrangement with the operator and the distributietwork. UDC had developed rework

capabilities to replace aesthetic covers on bebBINP. This was based on free-issue
component exchanges with PU, PF and YM.

At the time of this research, twelve UDC employeese on permanent NP payroll and all
other UDC employees were female casual labour #nat employed during production

periods. These production periods are dependeiRs product ramp-up and release time

scales.
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The majority of consumer electronic device saledapan are through sole traders and small
independent retail outlets. As a consequence,nviolous packing of consumer goods
frequently demands unavailable storage space. egoestly, high-density master packs are
specified. The distributor is the authority thatsscommon packaging specifications for all
manufacturers. Sales packs produced by UDC ardiraaitly sold to the end user. Instead,
these packs contain five user manuals and five owodules. Supplementary packs are
supplied containing all standard accessories. cbinsumer receives the goods purchased in a
logo printed carrier bag that is designed in alsimmanner to that obtainable from American
fast food outlets. UDC's activities are uniquehmtNP. All other markets use NP's global
packaging standard.

Using digital still and motion photographic equipthean industrial engineer working for NP
photographed UDC operations during a plant touhis provided the evidence required to
disparage UDC to NP employees. This data and #mener in which it was used served to
negatively precondition NP associates in both pcbdreation and operations.

UDC adds value by designing and producing the pgingamaterials on behalf of NP. This
arrangement also reduces the required cubic cgpadirfreight from NP to Japan.

Due to the increase in specification and functipaihe user manuals increased in thickness.
Concerns were raised and questions asked to dd#fese changes. This was sufficient
justification to warrant a visit to UDC.

The overt justifications for visits to UDC were ¢efold. Firstly, to establish a working
relationship and direct communication routes. #dbg to review UDC operations, and
thirdly, to investigate, agree and report UDC' \atti plans to the product development
programme management in the UK. UDC managemesresaoncern was a lack of visibility
of NP's generic business model and when the nexiugt would be ramped up. These issues

were clarified during the first research visit. ré@sult of the second research visit was a
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generic plan defined and owned by UDC to desigmptiekaging. The durations of activities
was calculated backward from the expected launth. ddne second visit proved timely as

the plan required UDC to start the following day.

6.11.1 Conclusions from UDC
NP associates had begun to precondition the congpaeyception of UDC. The strategic

requirement for UDC to act as a last chance inspestis being removed as a result of
supplier development with PF. Associates at NRWddgave strong bonds with UDC. As part
of the medium term strategy for change, NP recaghithat preconditioning is required

directed at NP Japan associates to prepare fabdaedonment of the relationship.

6.12 Use of the Interpretations Matrix
For each of the companies and dyadic relationshgps,Excel based version of the

interpretations matrix described in chapter 5 wseduas the notation and analysis platform.
Due to the company sensitive nature of this infdroma these have been withheld from the

thesis. Representative data is shown as a substitappendix 5.

6.12.1 Conclusions from the use of the Interpretatioss Matrix
The interpretations matrix was used as a 'think fmadote attributes in the relationships at

individual participant, organisational, direct aswpport activity levels. The primary use for
the matrix was to categorise and tidy the inforomgtithereby pigeonholing data in an

organised form for later analysis.
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The matrix provided support during analysis forgorditioning programme with M E Ltd,
NP, PF and UDC. A reverse conditioning processif’ldM to NP was identified from data

recorded on the matrix.

6.13 Chapter Summary
This chapter outlines participant research with N8, suppliers and a downstream

distribution centre.
Key examples of preconditioning occurred during:

 Employee selection interviews via psychometricimgstand stress inducing interview
techniques.

« Seminars focusing on the individual’s preferred esd These included Belbin’'s Team
Roles, Myers Briggs type indicators, Working-Togethoutward-bound team building
events, 360 degree feedback, and one-to-one megtori

» Potential performance improvement search confeeence

* Visits to suppliers to present situations and caorcafibns. Then facilitating suppliers to
examine the scenario, identify activities, planesiiiies and agree goals.

* Lessons to learn reviews undertaken near to ramapraid existing products, in order to
identify corrective actions, training required, delines and activity lists.

* NP management recognised the need to appoint aneendo a managerial role in order
to overcome difficulties associated with informati@and decision transparency in a
concurrent engineering environment.

It was identified that supplier's attitude and indiness to help were insufficient to produce

the quality and quantity of goods required. Thesao-relationship attributes were, however,

perceived as a sound basis for additional skilhing and technology transfer to promote the
supplier's professionalism.

Group-think and existing preconditioning toward anrternal task-based focus hindered

building relationships with strategic suppliersmplications of this are that strategic level

goals should emphasise internal effectivenessiaksl With partner companies.
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Chapter 7

Discussion

7.1 The Research in Context
Figure 7.1 plots subjectively assessed comparisainditerature contributions on the

framework of research methods by Gill and Johnson b

A
o Krause &
Deductive Ellram ) ¢
Obtrusive Relationships
from the outside M E Survey
Monzcka NP SCM
& Trent
Leenders HMA :
Handfield, NP| | Lewis
Krause, et al Leendersg‘
. Information Etic participant
Descriptive
| reference models
Inductive Flow Effects p
Unobtrusive Aim of Droie one o
‘from the inside’ ! £Sea eres
General Particular
Extensive Intensive

Figure 7.1 Research Methods in Context

* Leenders, [464]. 'Leenders 1' represents theegimatfunctional level describing
business to business scenarios that form the basigplier development. Leenders'
work is the basis of subsequent generic purchaselgtionship and supplier
development qualitative purchasing literature. eli@ers 2' represents the participant
to participant scenario descriptions included i ¢hse studies. These are the earliest
found records describing the difficulties to overm supplier's resistance to
customer's improvement initiative proposals.

* Monzcka and Trent's survey, [465]

« Krause and Ellram's survey, [466]

* Lewis's work at Wooton Engineering, [467]

* Nelson Mayo and Moody's study of Honda ManufacohAmerica (HMA), [468]

» Krause and Handfield, [469] and

e Handfield et al [470].
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Research work undertaken as part of this prograalsteis plotted on figure 7.1 to highlight
the aim of the research and actual approaches used.
* Information flow effects refers to three modelsntiiged during the initial phase of
this research [471].
* M E survey is the subject of appendix 1 and 2 f thesis.
* M E relationships is the subject of chapter 5.
* NP, NP's supply chain, and researched suppliersdeatdbutor are the subjects of
chapter 6.
* The etic participant preference assessments ankishaagos are integral parts of NP's
employee development and leadership initiative.
M E Ltd, PU, PF, YM and AAP are all aesthetic comgat manufacturers. M E Ltd has the
opportunity to rework parts. NP requires that ewark is undertaken, and rely on first-time
yields for their production. For all these supdjestatistical process control is appropriate

only for the component geometric sizes.

7.2 Common Elements of Supplier Development Programmse
Common elements to implementation methodologiesneed in this research are listed

based on Precedence and Response. In effecsthHzelow is a representation of relatively

re-active organisational system behaviour:

1. Situation,

2. Stimulus Recognition

3. Response Possibilities Identification

4. Response Consideration, Recommendation and Belect

5. Decision

6. Response Preparations: Current state assessed, elements identified
and support elements in place

7. Response Actions.

8. Intervention effectiveness and efficiency feeditacprevious elements.

9. Reporting.

10. Post Phase Review.

These ten phases are further expanded below, ntifidéhe focus areas and specific types of
activities that are undertaken by manufacturingiresses that have proprietary design,

system integration and development capabilities:
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Situation,

« Understand the historical chain of sequences tmtdad to the present position.

e Understand the present position: understand customeds, current and probable
product mix by technology and volume split, futtméal volume capacity constraints
and requirements,

Stimulus Recognition

» Extrapolate current trend(s) and determine wherasomes will be required to be in
order to remain competitive. - Find informationtteapports the argument.

« Examine potential change forces; likely timing banges based on monitored trends,
synthesis of competitor's activities,

Response Possibilities Identification

« Assess current policies, strategies, objectivesdievance to roadmap

« Examine current policies, strategies and objectiwadentify underlying assumptions

* Examine conflicts created by the assumptions

» Develop potential alternative assumptions by itemat base this on extending,
contracting, combining, separating, sequencinggga&ation, antonyms

Response Consideration, Impact Analysis, Recordatam and Selection,

* Assess attitude to change, improvement, development

« Determine the type of value(s) drives successartisiness

» Define values and key measures of success

« Define corporate goal and objectives;

» Decide to make preparations in secret, or publitiaéthe change program is coming
to the entire company. Oversight and union congmgtmay be invited to comment
and later informed of the final decision and iritia direction.

» Devise and install/ensure that a reward systematgpporporate goal and objectives.

* Define product type and technology roadmaps

» Clarify the company's core business activity ar&&lye creation activities
information gathering and review, concept creatisolution examination, tactical
optimisation, planning (Planning includes long ranglume forecasts, intermediate
term commitments, short sequencing and synchreoigatsuggestions, designs,
working assumptions, models, simulations, cause effett analysis, agreements,
facilities and end to end supply chain preparatidalue-add activities sourcing,
operations, distribution; best practice identificaj

» Define new product attributes, characteristics:dpm range requirement, variant
control (Minimising hardware component variants,iximising value add via late
implementation of software variants),

* Based on the core business activity area, defite, pesource and implement
strategic advanced development activities and progr in order to create a buffer of
technology, knowledge, off the shelf solutions,atafities and designs.

Decision

» Secure access draft version of proposal revievogeri

 Comment collation, evaluation, and review; inclusto draft version, modification,
decision to delay inclusion to later phase, regecti

» First formal proposal version completed. Includelined macro resourced activity
plan; a sequence and schedule of intervention tpmites, budget, benefits and
payback analysis.

» Presentation to sponsor.

» Sponsor's comments, feedback, request for modditatommitment, rejection.

e Second round review. Permission to go to nextstahgase, milestone.
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6. Response Preparations: Current state assessed{ eéiements identified and support
elements in place

Defining project's terms of reference; objectivesppe; focus; key success and
completion indicators;

Define degree of freedom to be made available;rtggpconventions;

Develop a structured programme to accomplish thgctibes [472] within the
boundaries of the constraints.

Select team leader

Define roles, job descriptions, expectations andirdd team member attribute
descriptions.

Cross-functional team creation - recruitment preessupported by HR.

Define and agree internal team operating rulesmepiconventions, objectives and
time scales

Assigning responsibilities;

Design an optimised logistics chain consistingniound, operations and distribution.
Base this on existing and roadmap product cregtiojects.

Create a detailed plan of requirements.

Confirm sponsor's support.

Identify, audit, assess and select external patiegsare likely to be involved.

Identify the delta between current state and ogtahilogistics chain.

Identify in-house, relationship and partner spedithibitors, facilitating technologies,
training and content of coaching required.

Prioritise efforts based on key criteria, e.g. npsducts, new suppliers, highest
spend, most suitable attitude and behaviour, higledame, lowest technology, most
potential benefits (based on feedback from lesstmslearn stemming from
benchmarking products and processes), others. d®@ti most appropriate sourcing
dependence strategy: adversarial, single, solé adunaultisourcing.

As a prerequisite of the new relationship, bothiparhave to reach an agreement on
how they will work together (i.e. establish the gnd rules) [473]. This may include
face to face presentations, visits by both pattiesach other's premises, reviews of
the product and services, answering questions aedas.

Carry out a critical review of the key aspects ahties that impact on other internal
and external parties. Include specifications, comgations, training and
organisational roles [474].

Evaluate, modify and select the measuring/auditstyument to be used to evaluate
supplier current state. Ensure the instrumentutles areas defined by QS9000,
Malcolm Baldridge/European Quality Award, policiegrocedures, systems,
information technology infrastructure and barrievydata transfer. Other criteria can
be assessed such as attitude, performance, pratydgad-times for production and
prototype parts, defect rates, capacity, flow &arontrol plans, plant and facilities,
quality systems, financial stability, response]ita planning and handling. Samples
may be evaluated.

Provide feedback in the form of conferred status.

Agree policy on frequency and specifically whenldal up assessments will be
undertaken. This may be based on current perfarenand status, type of products
supplied, at major changeovers (for example of pegdmanagement, facilities),
request from suppliers, to coincide with other @geand at the end of a certification
period.
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* Involve external parties early in the specificatminparts to increase the likelihood
that these parties will accept responsibility faarvanty costs of parts they produce
[475].

» Identify generic implementation potential riskslusimns, resource requirements,

* Record what the CFT members already know.

e Micro activity simulation, sequencing.

» Identify what knowledge may be required by interyegb analysis.

« Commission an ideal transferable knowledge padg;dan be developed by the CFT,
by consultants, taken from the parent company, foracademic source.

* Pre-requisite and generic knowledge transfer - betwthe CFT members, by
consultants, by non-core team secondees, by patpetiers, by Parent Corporation.

» Pilot intervention preparation.

7. Response Actions.

* Announce schedule of pilot intervention opportugsti

» Target selection, invitation,

» Target's choice of scheduled intervention oppotiesi

* Industrial tourism: visits to exhibit companies rfronon-competing enterprises
renowned for their capabilities

» Define benchmark data that are to be made available

* Reengineering: Design the core value-adding presassluding types of flexibility

» Pilot intervention delivery, review.

8. Intervention effectiveness and efficiency feedtacprevious elements.

* Intervention feedback, modification.

* Intervention promotion (Awareness notices, targetience advertising, tiered down
passing on of notices, policies and opportuntiasd macro role out. Announce
schedule of full-scale intervention opportunities.

9. Reporting.

* Frequent or continuous monitored indicator measargmecording.

« Periodic status reports for management control.

» Exception reports for rapid response consideration.

10. Post Phase Review.

* Lessons to learn reports; sharing experiences,epgons; identifying areas of
opportunity to increase networking, communicatiffieciveness.

* Process formalisation.

7.3  Preconditioning

7.3.1 Clinical conditioning and reconditioning
Described in section 5.12, conditioning and recbowiing are used in clinical psychology.

The subjects tend to be animals, children with $jgetears and adults with phobias.
Subjects are conditioned by association. Eatingsed dogs to drool. Non-threatening

queues such as bells were rung before eatingheh became possible to make the dogs
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salivate by ringing the bell [476]. A child wasred of the fear of fury animals by eating
chocolate while a kitten was introduced into themo Eventually, the child began playing
with the kitten. This was attributed to the asabon with eating nice things. The work was
extended and the child eventually overcame fealladnimals. The approach draws on an
assumption that there is a link between doing aetirfg.

These clinical practices aim to overcome speci@badvioural attributes. There is scope to
apply similar techniques in social quasi-experiraemt intra- and inter-organisational

settings.

7.3.2 Nevantie's Focus for Preconditioning
Described in section 5.12, Nevantie's perspectiwepeeconditioning focuses on sharing

information among developers and the evaluationrezfuirements in comparison with
available solutions. This perspective is limiteml the preparation of required training
materials that are otherwise unavailable. Nevantiescription is satisfied by alternate terms

including ‘training needs analysis' and 'trainingt@nials and course preparation'.

7.3.3 This Research's Focus on Preconditioning
This research project focused on preparations tedds=r by prospective recipients prior to

improvement training. The research identified prettioning occurred:

* In-house within both M E Ltd and NP Ltd. The foay®up at M E Ltd preconditioned
themselves to accept being blamed, and by fabmgaprocesses, procedures, forms,
strategies and decisions as the basis of an atalit for their customers' supplier
assessors. NP preconditioned associates as patheaf revised manufacturing
appreciation training scheme. Operations, Logisticd Sourcing staff underwent a series
of courses to re- or pre-condition in order to tzethe potential to sustain peak
performance. NP also in created a managementigosio re- and precondition
mechanical engineers to work more successfulljyéncompany's concurrent engineering
projects.

 Based on photographic records, an NP industriaineeg attempted to precondition
associates with negativity toward UDC, in ordeatwid developing them and bring the
value added work in-house.

* From NP to some of its suppliers.
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* Inreverse from YM to members of NP's delegation.

A hypothesis formed as a result of this researt¢hds processes involved in preconditioning
and reconditioning are similar, in respect thatudtt@n associate undertake a similar project,
lessons to learn would have been incorporatedtirgavorking methods and project plan that

constitute the approach to work.

7.4 Proposal of a Procedure to Determine Extent anddripient of
Preconditioning
Procedurally based initiatives to increase the rembf implementations of the pre-

conditioning concept using the interpretations matould be based on the following key

steps:

1) Identify Sources and Targets

2) Undertake a survey to determine quantitative eslilnat gauge the motivation and goals
of both Sources and Targets.

3) Correlate the data using the interpretationsimatr

4) Identify gaps between motivation and targetsfath Sources and Targets.

5) Relate the quantity and type of preconditionmghie identified gaps.

It is anticipated that some elements of preconaiitig will be common to all initiatives.

Others likely will be either elective, mandateddgnior management based on systematic job

description analysis or appraisal based.

The survey and action based research with M E tédnbined with participant observer

research at NP Ltd, provide a level of confideriz the process will be valid.

7.5 Barrington's Model Reviewed
Barrington's model [477] is now questioned. Thedelosuggests using a systematic

approach based on techniques, a dynamic approau ajgpraisal, and the development of
an attitude for continuous improvement are seqabythigher levels toward world class

improvement initiatives.

169



Discussion

The cases reviewed suggest that a hierarchy isalma@tys the relationship between these
approaches. An alternative model is based onrthegulation of techniques described in
section 2.2.1 of this thesis. This line of reasg is based on the following observations:

« M E Ltd had few techniques, and awaited systensafpplier development. They also did
not have appraisal systems. They did have am@dtifor continuous improvement, and
this was enhanced with preconditioning to accephgle and manage the blame culture.

* NP focused on the creating the attitude duringuitment and via awareness training
courses. An appraisal system for both suppliedsamsociates was already in place. NP
started to role out systematic techniques aftersthg of the awareness training that ran
concurrently.

* AAP had the attitude and systematic techniquesdigiehot have appraisal systems.

The case studies in this thesis suggest compaaresave any two of Barrington's 'levels'.

This suggests that a hierarchical relationship betwthem is incorrect. Shown in figure 7.2,

an alternate proposal, is based on Adair's modslukes three intersecting circles to indicate

relationships between the individual, the group &mel task [478]. Equally valid is the

metaphor 'pillars of success'. The cases inditae preconditioning can occur within a

company, from customer to suppliers and from sepplio customer.

Systematig
Approach

Appraisal
Approach

Figure 7.2 Adair's Leadership Model and an Alternate Depiction of Barrington’s
Proposal
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7.6  Strategic Guidelines
The aim of this research was to produce strategidetines for supply chain development.
This research has identified that strategic guidsliare appropriate to specific attributes of
the holistic strategy required to create competitdvantage. This research has focused on
preconditioning prior to implementation strategaesd joint improvement initiatives. The
number of cases is limited and thus impacts onvthielity of strategic guidelines produced
from this research.
An identified source is the United States' NatidRatearch Council (NRC) [479]. The NRC
produced recommendations that can serve as guedefor strategies to achieve enhanced
quality, cost and value, delivery, service, managemskills and human factors, and
technology. The NRC guidelines broadly correspianithe systematic approach identified by
Barrington.
The Myers-Briggs balanced strategy, outlined inptéa4, provides a generic analysis and
implementation plan for cross-functional intra- anter-company improvement initiatives.
The balanced strategy can be used independenttheotype indicator seminars. More
importantly, the strategy can be used with othgretyndicator instruments, for example

Belbin's team roles (BTR).

7.7 Interpretations Matrix

The matrix presented is a general model and thiéfersuall the weaknesses of general
models. Fields on the Target axes have been ugkdwange of emphasis. The matrix has
been applied to inter- and intra-organisationalnades. The organisational relationship
elements contractor, partnership, co-operativetecamonopoly and alliance were least

analysed. This was primarily due to an emphasisdesignfor rather thanof logistics.
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Specific elements identified as missing from theerpretations matrix developed with M E
Ltd that would contribute to producing a more gangamework include:
« Communication routes and equipment, message fotiomlatrategies and pro forma
templates
* Materials, bill of materials, specifications,
* The identification of metrics
« The matrix in itself does not describe a speciip@y-chain management situation to
the level of detail required to make general gunds. The matrix identifies some of
the classes of variables that require elaboratipthboreticians and practitioners of
supply chain management.
Generality offers, however, a set of compensatieigefits. Recording scenario observations
on the matrix provided a database of company gpeaiformation, and led to the
identification of the logistics scenarios that wéaer quantitatively analysed. Significant
scientific progress as a result of research intoadel/supply chain relations will come only
from systematic analysis of specific variables asged with relationships within a given
type of scenario. This general model was develdpmd the preconditioning initiative at M
E Ltd. Based on the strategic requisite that deassare fact based, the matrix assisted in
mapping NP Ltd's scenarios.
Effective supplier development is in part dependesmnt
* The stability of the product development roadmayg, a

* The ability to draw from individuals, working in figet companies, recognition of
their own conclusion that they require additiomalrting.

7.8 The Relationship between Product Roadmaps, Produbevelopment
Programmes and Supplier Development

P/D ratios define a relative comparison betweertithe to complete a product from the time
the order is raised and the time period that thetorner is willing to wait for delivery of the

goods. P/D ratios focus on the short-term timéesaad assume the product has already been
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designed. Having available tooling, stock partd aork in progress can reduce production
time.

A longer-term ratio can also be identified basedtlom time to design and manufacture a
product from scratch, and the customer's delivepeetations. In this context, the customer
is almost exclusively a business or a market rativan an individual. Concurrent

engineering is used to reduce the design and metauéecycle.

Strategic changes were made each quarter or halfige NP's roadmap that forced the
cancellation of product development programmes odified their focus or role. Sourcing

representatives in each product development prageamworked on identifying suppliers,

negotiating, arranging non-recurring expenditurBdREs) for product development and
evaluative studies and prioritising improvement atelelopment. Figure 7.3 uses the
metaphor of a mobile to depict conceptual relatigrs identified as a result of product
development roadmap changes for sourcing.

In the second collaborating establishment, NP lkaithough solutions had been enacted,
quartile changes to product roadmaps based on mahkiés impacted the solidity of the

created relationships by refocusing product devekm programmes' efforts to alternate

materials and technologies.

! Data recorded while analysing NP Ltd has beersiflad as company confidential, and thus retaingdhe

company.
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Figure 7.3 Conceptual Structure of Supplier Improvenent and Development and
Relationship to Product Development Roadmaps

Changes to the product development roadmap créagddllowing identified effects:

» Loss of trust, onset of scepticism and cynicism

» Sourcing didn't push as hard to get concessions

» Suppliers chased contracts more likely to conwehigh volume orders

* Reduced motivation over the transition period frtme cancelled to the new
project. A lot of the work that could be ‘recyclegs carried over.

» Soft and provisional hard tooling had to be writigfi due to market specific
styling changes.

* The roadmap change put back the ramp-up date éaretlised product. The new
product had higher specifications that alloweddlse of the sales window to be
put back. The assembly plants continued to pro@xc&ing models or ramp-up
products from other development centres for diffem@arkets. Delayed product
releases reduced demand for the brand becauseatie Wwas not being advertised
or taking shelf space.

» Suppliers sought to guarantee their profit mardigsfocusing on high volume,
low margin ranges. A degree of frustration wasedofrom suppliers that
preferred to sell machine utilisation rather thanus on extending the technical
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specification and knowledge boundaries associatiéd te low volume, high
specification Japan market requirements.

* Volume planning accuracy measured in a standarcherasonsistently was lower
than comparable product development sites. Ob=mhes costs were consistently
higher as a proportion of turnover.

* It became necessary to design the product incrglgsior process flow lines that
had been built around other products idealised flcamd to other regional
customer's requirements. Generic layout 'crazgsliwere then required that
allowed several low volume products for differerdriket regions to be built with
relatively short changeover lead-times. In coofiom, each product development
site began to develop site specific strategies.

» Demand-supply chain reengineering project proposale abandoned.

1.9 Summary
This research examined intra-company relationslsipeets of improvement programmes

within a collaborative establishment. An interptgins matrix identified as a result of this
work was the basis for inter-organisational progres aimed at enhancing industrial
organisations’ performance.

Secondary testing of the matrix has been undertaken

In conventional supplier development, promotersltembe the assemblers while recipients
are first and second tier suppliers. The most decued supplier development programmes
are promoted by industrial and service sector msicly functions in large organisations.
Terminology in this research for Promoters is $wirce and for recipients the teriiargets

is used. The strategy of how information, skiltelabilities are transferred is tiReocess

Re-review of the literature verified the use of ttems Source, Target and Process.

7.10 Contribution to Knowledge
The original and distinct contribution to knowledgeveloped from this programme of

research is the identification of the non-hieracahrelationships in the systematic approach,

appraisal approach and the attitude for continumgsovement defined by Barrington.
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This is based on seven original case studies aitgtatranalysis of literature. The
significance of this research is that organisati®imsuld undertake a current state analysis to
determine their strengths and weaknesses, anddiétesmine the emphasis for their own
preconditioning programmes.

The research also identified a conceptualised ioelstiip between product development
roadmap stability and the effectiveness of supploavelopment and improvement

programmes.
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Chapter 8

Conclusions

The thesis reviews strategic supplier developmaitiatives and contrasts them with an
Institute of Personnel and Development three-atteibnodel by Barrington. This suggested
that supplier development described in the liteatelies on the systematic and hence least
effective approach. Core to successful improvenmaptementation is the approach adopted
toward the relationship.

Promoters of supplier development are not necégshose that will eventually implement
the changes.

Supplier development is most typically perceivedaasyadic interaction occurring through
the supply chain.

From the Rocio scenario [480], case studies in tengb and 6, and analysis of information
flow effects [481] it can be conjectured that adic relationship typically provides greater
performance.

A key source of challenges to effective supplidatrenships stems from the stability of
organisation's product development roadmaps thaheeagenda for concurrent engineering.
A conceptualised 'mobile’ of the relationships iwed is identified.

The interpretations matrix served as an efficieatdecording instrument for later strategic
analysis. Several elements were identified asidates for inclusion on the axes. A flexible
framework for the comparison of concepts and mamagehange models is of potential
benefit to improve communication between the pr@mnatecipients and other stakeholders.
The thesis concludes that the development methoatsixmoutlined in this work is a

contender for the role of supporting conclusiomsest above.
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Adequate understanding and ability to implement ngea initiatives is required to
successfully achieve world class results. Thisiireg that a set of agreements have already
been established - recognition, procedural andtanbge.

Literature arguments in chapter 3 assume a custie and short-term rectification of

educational and skill deficiencies. Longer-terntusons to resolve educational and skill

deficiencies include:

» Sharing applicants with other networked companmeghe supply chain, by identifying
recruitment requirements, sharing the cost burdemaming craft, technician, engineer
and administrative level employees. The act ancyof sharing applicants reduces
pressure to poach, increases the economies of $oalselection, recruitment and
education. This avoids losing the applicant to -redlated industries or worse - to
competitors' supply chains, and provides a weaftltampany visit and tour-of-duty
opportunities for apprentices, trainees and mateaeners. Further, this also should
reduce the 'them and us' attitudes inherent asudt ref more strictly defined business
boundaries.

« Dividing labour into regionally specialised roleepgndent on the demographic
ethnography, especially for administrative actestwhere direct contact is not essential
and information is transferable electronically.

A conclusion identified as part of early researclorkv with the first collaborating

establishment was thatsuccess depends more on the preparedness of matiageron the

systems themselves. Therefore as much effort dhoelinvested in preparing the system

users as in the systems" [482]. This in part sugpthe general conclusion that a

preconditioning programme merits further elaboratod implementation.

A generic structured and participant focused impgletation strategy remains elusive. The

emphasis upon supporting participants to definie tiven strategy thus is concluded as essential.

In summary, it has been demonstrated in the casly sbompanies that the hypothesis that a
preconditioning programme for supplier developnmovides support is valid. In terms of the
aim to produce strategic guidelines for supply clitvelopment, the conclusion is that in order
for supplier development programmes to be sucdesgiplication of the improvement matrix

will lead to an understanding of the:
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» Sources of improvement initiatives under the stipplier development and
» Targets who are required to implement the changes.

Detailed analysis will lead to an understandinghaf motivation and goals of these parties

and a further analysis of the motivations behireséhparameters will lead to recognition of

the degree and type of preconditioning that needbet applied to either or both parties

(Source and Target).

The objectives of this thesis were:

1) To recognise current methodologies by examinungjipations.

2) To identify hybrids, variants and options in u#iegir causes and applications across
industries.

3) To produce a model with options, applicable wide range of industries, by refining the
original model, adapted ideas, concepts and apiglica

Objective 1 has been fulfilled in the literature\ay in chapter 3.

Objective 2 has been fulfilled in the literaturevay in chapter 4.

Objective 3 has been fulfilled through the conaaptiapplication and testing of the

interpretations matrix, described in chapters 5&nd
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Chapter 9

Further Work

9.1 Introduction

This research predominantly took an emic stanceinguctively understand Target
participants' current behaviour and antithesisarsps by Source participants. This allowed
Sources to focus on the Sources' own behaviourowepnent efforts, to ensure a style that
does not engender negative hygiene factor respam3esgets. Further work should ideally
focus on etic analysis based on the mechanismdvewdo transfer imposed external logic
frameworks to Targets, and construction of a ptegicnomothetic model that identifies
probabilities of future styles and responses basegre-existing key indicators of human
behaviour. This would result in identification mithods and guidelines to influence Targets
away from adverse or undesirable behaviour, whitenpting positive interaction between
Source and Target. A self-help package or taughtse would likely be resultant from
undertaking this type of research and consultancy.
Hooper [483] identified the correlation betweenpmyate culture expressed by the values in a
businesses' mission statement and the performanitetobusiness. Given that the people
make up the organisations' culture, there is likelype some consistent correlation with the
terms and conditions associated with the contresstsed by companies to candidates for
positions of influence in those businesses. Fumiwk in line with this hypothesis requires
grounded analysis of contract terms and conditafmrsmployment issued by companies and
correlating this data with:

* Type, grade, experience and qualities of candidates

» Determination of the degree of role specialism,tmwsin the corporate structure
and associated responsibility, accountability aumtth@arity
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» Determining the point when the new employee is ictamed as adequately trained
and skilled to perform the duties associated wite task without significant
coaching

» Company performance

Suppliers reviewed in this thesis produce aesthmdits. Techniques including statistical
process control are only relevant to the geomedizes rather than the aesthetic quality,
which is subjective. Further work should identifya relationship exists between supplier's

emphasis on geometric size or aesthetic qualitytla@@mphasis on systematic approaches or

the attitude toward continuous improvement.

9.2 Bibliography
Late during the preparation of this thesis, it meealear that studies had been carried out by

Odaka, Ono and Adachi [484] concerning ancillargnfdevelopment, and by Nelson, Mayo
and Moody [485]. These references were not idedtiearlier due to their oblique titles.
Due to time constraints, these books have not be@ewed superficially. Further work is
required to investigate these qualitative desaisi and re-evaluate the existing thesis

accordingly.

9.3 Further Use of the Interpretations Matrix
Further use of the interpretations matrix wouldehk benefit from analysis of the

relationships between the intersections. From thimay be possible to depict generic types
of relationships. This might then be the basissiecting guidelines using an expert system
based architecture.

Use of the matrix in non-manufacturing environmemisy serve to identify other sets of
Targets and Process elements. Further work shaldd consider alternate stages to

Barrington's model [486] for change.
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9.4 Triadic Models
This thesis has used the conventional dyadic cglship between customer and supplier.
However, a series of triadic relationships has bdetermined as a useful approach or
solution. Further work on the triadic relationslipnamic examined in figures 5.1 and 5.2
were anticipated to focus on a single supplier amd competing assembler customers.
Instead, a scenario was identified and a reseawnlract made with NP Ltd based on the
triangular relationship dynamics between a prodisstelopment site, suppliers and a final
assembly plant. This was the basis for work with INd and its supply chain, discussed in
chapter 6.
Qualitative analysis should be undertaken withgbeof dyadic and triadic models depicted
in exhibits 1 and 2, attached in appendix 6, tav@ra the relationships between the assembly
plant, product creation programmes and the suppése. One objective of such an analysis
would be to identify criteria by which to assessridalass product creation and delivery
processes.
A detailed analysis should be undertaken to vaidaeé hypothesis behind the relationship
model depicted in figure 8.2. Objectives wouldtbel) highlight the relationships between
manufacturing supply chain performance and frequermd extent of the product roadmap
changes, and 2) quantify the sensitivity of finahdost opportunity in terms of profit and

turnover as a result of delays.

9.5 Related research programmes

» Undertaking an assessment of conventional supgéeelopment based on the strategic
principles that are the basis of the Institute efsBnnel and Development policy. A UK
survey to compare perceptions from purchasingpitrgiand personnel managers on the

theme of supplier development implementation siceesild complement this.
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Case award research programme to analyse and adnifpothetical relationship between

product roadmap stability and supply chain improgemnitiative effectiveness.

Psychological profiling of Sources and Targets.e Bim to identify attributes at various

levels of acceptableness and strategic desirability

Major collaborative research programmes with othestitutions, particularly in

economies that provide a stark contrast to the @oan conditions present in Western

countries. Prime locations for such research waaldude former Eastern Block

countries and Asian Tiger economy countries inelgdChina.

The model should be applied in a larger numberoshmanies in order to explore the

precise nature of the relationship between SoundeTarget's motivation and goals, and

comparison of the degree and nature of precondhgpnequired in various economic

environments.

Manufacturing sector differences, for example auttive, aeronautical, white goods,

electronics, capital goods should be further exgaor Application to the service and

public sectors should be considered.

Application of this methodology should be in comiganwhere the economies are

developing:

1) From an established manufacturing base whichbkaa subject to neglect of quality,
cost and delivery criteria, e.g. Eastern Block ¢oas; and

2) From a manufacturing base where transplants rdreduced to take advantage of
cheap labour and raw materials such as China.

Development of the detail of the common elementsupiplier development programmes

(section 7.2) to relate these to the evaluatiomofivation and goals of both Sources and

Targets. This would enable a clear quantificatmin the mismatch and type of

preconditioning required to undertake a successfpplier development programme.
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 Based on the limitations of Sheth’s model (figure 3.5), the methodology should be
developed to allow suppliers to gauge customer’s requirements and autonomously

respond.
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Appendix 1: Definition and Examples of Keiretsu

Appendix 1: Definition and Examples of
Keiretsu.

Al.1 Japan’s Corporate Groups - The Keiretsu

There is no concise translation for the Japanese keiretsu. The word does not
change from the singular to plural. Synonyms imglih include corporation, group,
alliance, association, cartel, portfolio and clust8ix principal keiretsu predominate in
Japanese industry. They are: Mitsubishi, Mitswiyd; Sanwa, Sumitomo, DKB. The
six keiretsu groups of enterprises are outlinethédiagrams in this appendix.

Each group consists of a city bank anghasha- a trading company. Keiretsu ensure
they have representative companies in each majormawcial sector, aggressively
competing against similar members of other keir@tsthe domestic market. Keiretsu
industry activities include: automotive supply amdnufacture, concrete, construction,
paper, plastic, fabrics, ferrous and non-ferrousategglass, electronics, ship and train
building. Finance companies within the group pdevservices including a central/city
bank, life and non-life insurance, logistics aratling companies. It is estimated that the
extent of this affiliation practice covers the batkJapanese businesses, such that seven
top keiretsu have associations with more than 83%allostock market registered
companies. (Miyashita and Russell, 1994).

Keiretsu tend to own controlling interests in comipa at many layers down from the
leading part of their organisations. It is undeostin Japanese society that once one has
purchased a brand of vehicle, seldom will that @ershange brand.

Once a company has placed emphasis on businessomdtikeiretsu more than the
others, a psychological commitment develops. Thimpulsion is based on extending
favourable terms and conditions. To benefit fromcused long-term contracts,
companies develop closer ties through ‘co-operabusiness decisions and integrated
processes.

It is understood that placing equal emphasis onddeom all financial sources allows a
certain quality of ‘independence’ from absorptiotoi any one group. Once one works
for a company, it is expected that the person wilk there throughout their career,
with perhaps the opportunity to move within ther&esu to another group company. It
is taken for granted that once special deals haea loreated to supply equipment to a
supply company, that company will generally arrarigencial loans to make the
purchase through the group’s loan houses, and ggamsurance in the same way. In
return, the keiretsu request the supply compangréwide opportunities for Auditing
Executives to sit on the board of directors. Adicepthe tacit contract, the lead bank
may open accounts for all employees of the compandyencourage them to make use of
them. Bonuses are directed to those accountsempioyees are encouraged to leave
their money there to build interest.

Employees’ mortgages may well be arranged by tmepemy offices with which they
work, thus encouraging them to stay with the compamnoughout the duration of the
repayment. Given the economic situation in 1998 H909, these types of inducements
are likely to be directed to employees with highiestinsic value. The ‘job for life’
policies enjoyed by employees from the 1950s a&® fieequently issued.
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Al.2 Keiretsu Historical Routes: The Zaibatsu

Keiretsu formed in the 1940s and 50s from remnasftszaibatsu structures that
dominated business. The zaibatsu grew from embryorms in the 1850s. American
and European shipping maintaining the opium tradl ®hina created an atmosphere
of dominance that Japanese culture found thregieniResponding urgently, Japan
assumed a national strategy of protectionism ag#uesthreat of foreign invasion. The
core of Japan’s strategy was to be able to prafecpolitical will overseas by the
creation of a naval presence around its shoresgré&ssively, government contracts were
offered to entrepreneurs willing to act as troopriees for their Taiwan invasion
campaign.

Increasingly profitable, steam ship routes werenepeto cross the Pacific. Operating at
lower cost than their Western counterparts, thedage became sole carriers by the
1860s. Japanese industrial concerns developeddghnmvestments in mining, lumber,
refining and other heavy industries. Trading ameestment companies were created in
most Western companies, co-ordinating businessema@b Early in this programme,
finance was difficult to obtain through governmentirces, hence the majority of these
conglomerates were financed, owned and controllgdfdmilies stemming from
traditional ruling classes. For entrepreneurss ragriches were possible in relatively
few years. It became necessary to create theofgleofessional manager to administer
these diverse businesses on behalf of the owners.

World War One created favourable conditions foradegse industry. Not directly
participating in conflicts, its businesses suppliadnitions and other goods to both
Imperial Germany and the Allies, at considerabl®fify. Some of the larger
conglomerates forecast the end of hostilities awérded into other fields. Smaller
companies, including Suzuki, were eager to enterstipply vacuum. They invested
heavily, to be then court-out and go into liquidati Thus, remaining conglomerates and
businesses, having fewer domestic competitors,yedjbealthy profits in the domestic
market.

In the late 1920s and early 1930s, Japan embarikets ambitions for massive military
build-up. Being perceived as non-patriotic on thding zaibatsu families created
psychological pressures to comply. Desiring not ltmse face and business
opportunities, zaibatsu owners conformed to changdomestic conditions by
implementing armament supply contracts. This @ogne lead to Japan’s projection of
force and consequent ‘Pacific War’ during World Wavo.

Al.3 Keiretsu Formation

Following suspension of hostilities, allied forcescupied Japan from 1947 to 1952.
Overseen by General MacArthur and his team as Sg@ommander for the Allied

Powers (SCAP), plans were created and laws chatogeliminate zaibatsu structures.
Conglomerates and holding companies were madeailleg?ower was compulsorily

removed from zaibatsu family members. To eliminatesting management structures,
SCAP demanded thall serving company directorse removed. The “post-war Prime
Minister, Mr Shigeru Yoshida and his colleagueemiibnally misinterpreted the order
to mean all “managing directors,” thus eliminatiogly a small fraction of zaibatsu
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executives, leaving the real managerial talent liaat made them so strong still intact.”
Miyashita and Russell, (1994, 33).

Removal of zaibatsu owner’s influence and elimmatiof holding companies was

designed to create free market dynamics and ergerpn a similar mode to the

American and European model. Companies, which ex@pected to ‘go it alone’, were

generally reluctant to do so. Businesses did epamsate as SCAP had anticipated.
Instead they remained in loose federation; helettugy by their historical ties and the
memory of good trading relationships enjoyed thiemg their development till that

time. Freed from owner interference and stimulabgdthe drive for recovery and

expectation of future competition, the new class pobfessional manager derived
affiliation and investment capital from city ban&ad other businesses in their loose
federation as a keiretsu. Thus by circumventirgSKAP law, they effectively negated
the need for ‘holding companies’ under the old atsb system.

MacArthur’'s administration introduced wireless setnufacture to the Japanese islands.
This fledgling industry grew by coercion and int@reompetition supported by keiretsu
funding into world class companies. With the realay family owner interference and
subsequent withdrawal of the allied forces in 19&2etsu banks and member company
directors could manipulate their economic environtnerlhis was achieved through the
strong influence of the political system throughpavate campaign funding and support
for electoral candidates. Government establistggh@es including the Ministry of
International Trade and Industry (MITI) continueves@ strategies to keiretsu members.
Initially, MITI had significant influence, howeveurrently the companies decisions are
more influenced by forecasts of their competitaztBoms than the central co-ordinated
plan.
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Al.4 Keiretsu structures for Mitsui, Mitsubishi, Sumitomo, Fuji,
Sanwa and DKB banking groups.

Main Members of
the Mitsui Group

Mitsui Toray
Petrochemical Industries;
Industries

Mitsui .
Sakura
Bank E

Hokkaido
Colliery &

Mitsui
Paper
Mills

Ishikawajima-
Japan Harima
Steel

Engineering &
Works
Denki

Shipbuilding
Kagaku

Kogyg

Mitsui
Sanki Trust &
Engineering Mitsui Banking
Mutual Life

Insurance

Insurance

Source: Miyashita and Russell, (1994).

Main Members of
the Mitsubishi Group

Mitsubishi
Estate Mitsubishi
Research
Institute

Mitsubishi i i
Mitsubishi
Rayon
Mitsubishi i i i Mitsubish
Kakoki

Plastic
Nippo
Yusep

Mitsubishi
Cable Ind.

Insurance

Source: Miyashita and Russell, (1994).

265



Appendix 1: Definition and Examples of Keiretsu

Main Members of
the Sumitomo Group

Sumitomo

. Metal Industrieg
Sumitomo

Coal Mining

Sumitomo
Light Metal
Industrieg

Sumitomo
Realty &
Developmen

Sumitomo
Corp.

Sumitomo

. Sumitomo
Bakelite

Mutual Life
Insurance

Source: Miyashita and Russell, (1994).

Main Members of
the Fuyo Group

Kureha
Chemical

Tokyo
Tatermon,
Showa
Denko Keihin
Electric

Express

Mitsubishi
Plastic

Mutual Life
Insurance

Yasuda
Fire &Marine
Insurance

Source: Miyashita and Russell, (1994).
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Main Members of
the Sanwa Group

Nakayams @

Nlppon Steel
Works

TOJ uyama Toyo

Soda Trust &

Tan ab e Banklng
Se'ya Sekisui Ube

Iwatani House Industrie]
Internat|ona|

Sanwa oD
Hitachi Stee
Chemical

Bank

Ohbayas
|tach|
Zosen
Nltto d
Electnc Hitachi
Ind Seklsm Fujisawa TOY Cable
Chemlca Pharmaceutic Tire &

Rubb

Source: Miyashita and Russell, (1994).

Main Members of
the DKB Group

Asahi
Chemical
Co.

Tokyo Kyowa
Seibu Dome Hakko
Dept..
Store hib Yasakawa
Kobe Electric
Nippon Steel
Japan
Asahi N otals & | [ Asahi
Denka J{ - micaig \Optical
Kogyo
PO'I Kawasak
apey Kisen

Zeon
Kawasaki
A\ Steel Chichib
] Ceme
Orient
Fire &Marine
) Insurance
i Nissan Niigata
Fire &Marine ngineering
Insurance,

DKB - ‘Dai-ichi Kangyo Ginko’ = First National Bank

Source: Miyashita and Russell, (1994).
The keiretsu depicted above are a horizontallyelchko their funding bank and to each
other. Hines (1994) shows that each board membepany has a vertical tree of
koryoko kai associated suppliers that form suppdigsociations. These again own a
limited percentage of share equity in each of thebusinesses in their supply chain.

Kawasaki
Heavy
Ind.

Showa
Shell
Sekiy!

Harima
Heavy Ind.

Taisei

267



Appendix 2: Internal Survey of the Collaborating Company

Internal Survey of the Collaborating Company

“we must change who we are, as well as what we do.”
Pascale and Athos (19811)

A2.1 Introduction

This chapter summarises investigative activitiesxamine internal supply chains within M E Ltd.
The chapter describes a fact-finding survey andrigw based field research work undertaken
with the first collaborating establishment.

Members of M E's middle management were concernild alack of employee and general
development policies within the organisation. Pheject initially was designed to establish a case
in favour of introducing an appraisal scheme cotetliegnternally by company staff and supplier
audits by M E Ltd's customer representatives. ®bjectives of the qualitative survey were to
identify and examine the culture represented byrdlegtionships prevalent within the company [1
and 2], and employee attitudes towards appraisdl arstomer conducted audits, considering
whether these form a situation favourable for titeoduction of formal appraisal systems.

Methods of investigation included a literature sbhaand exploratory interviews with key members
of the organisation. A gquestionnaire was desigpédied and issued to all members of staff and
shop-floor employees. Subsequent investigatiotredaced the ideas that appraisal per se is not
necessarily of benefit to an organisation or itplayees, and that appraisal should be used as the
basis of current state analysis, identifying goafsl corrective action planning. The chapter
concludes that the organisation should take mesadarégmprove communication channels and to
introduce a more participative management styled4]3, However, the organisation was not yet

ready for a formal across-the-board system of aggira
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A2.2 Terms of Reference

M E Ltd's customers audited the company in the, st on a three year cycle repeatedly will
continue to do so. This work was initiated eightesonths after the first supplier audit conducted
by an automotive assembler based in the UK. Tarensnproved results from these external
appraisals, M E Ltd were required to provide adégymovision for training and support of its
shop-floor workforce.

The aim of this investigative survey based phassuded on examining the feasibility of
introducing appraisal schemes for staff and shoprfemployee development, and process auditing
for company development. Two sets of objectiveseweentified. Principal objectives the
company wished to address were:

* To investigate the existing culture based on theiosships within the organisation.

* To examine the effect of the company's culturernpoposed appraisal or audit scheme.

* To examine the attitudes of management, staff,stop-floor employees towards appraisal and
audit schemes.

» To consider the implications of various types ofie&ing procedures.

* To consider to what extent appraisal schemes fop floor employees and for staff should be
similar or should differ.

* To make recommendations to senior management dedk#ility of appraisal schemes.

This research phase identified, determined the es@p analysed relationships and employee
attitudes prevalent within M E Ltd. The work cateied whether and how to change these into
forms favourable for the introduction of customempany's formal supplier audit, appraisal and
development schemes. This research project esttallia process consultative relationship
facilitated by M E Ltd's personnel and administratmanager as primary contact person. Principal
objectives this research addressed:

* To establish the academic rigour required for a ¢ost survey of M E Ltd employee reactions
to the concept of introducing an appraisal scheme.

! For reasons of confidentiality, the name of thdatmirating establishment has been disguised as
"M E Ltd" and names of employees have been withiaélld the exception of Alison Davis, at that
time the Personnel and Administration Manager.
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* To examine the internal dynamics of a rapidly exjxag small to medium sized enterprise and
the effects of pressure to improve quality and pobidn process efficiency stemming from the
company's assembler customers.

* To identify inhibitors, barriers and likely Targetsr change. Having identified these, to
recommend and plan implementations to enhance dheagr given the company by its
customers' supplier appraisal schemes.

This chapter addresses the first of these objexti@bjectives 2 and 3 are dealt with in chaptef 5

this thesis.

A2.2.1Inhibiting constraints upon the work

Senior members of the organisation allowed the ntgjof the research to be conducted without
manoeuvring or inhibiting the work. There was aparted evidence of resistance from supervisors
or shop floor employees once the scope and obgsctiv the work had been clarified. Access to
company documentation was granted, with the prothab copies were not made or removed and
that confidentiality and anonymity is maintainedThe only case of restraint was in the
guestionnaire design, where senior management tedjedirect questions relating to their

management style.

A2.3 M E Ltd.

M E Ltd is a manufacturer of hand-finished aesthetboden trim to the automotive industry. At
the time this research was initiated in 1993, ttganisation had 245 employees, of whom 222 are
shop floor personnel and 23 were staff and managemd&he company previously reduced
workforce numbers as a result of its principal Wséembler customer switching to a lower priced
competitor in 1991. The competitor's pricing stane significantly undercut M E Ltd and
produced a negative profit for both the compet#iod M E Ltd. The competitor requested a price
rise from the customer whose policy was to acceppmice rises. As a result, the assembler re-
established the contract with M E Ltd. This reqdirthe company to re-establish production

volumes by recruiting replacement shop floor wasker
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In 1994, a German corporation that had five plamsrating in the same industrial niche segment
acquired the company and changed the name to MIE Twvo senior executives were introduced
to the company on two-year secondments from theotate parent. Direct competition for orders
between the plants was maintained. Apprehensidmrastrust of the new German parent company
and its personnel was alleviated by conductingetim@loyee survey described in this chapter and
introducing voluntary attendance taught German dagg courses. These were available to all
company employees in after-hours sessions.

M E Ltd had been awarded two major new contracis$ wWere necessitating significant and rapid
expansion. The size of the organisation, in tesfimsmployee numbers, increased to 325 by April
1994. Employee numbers were expected to increpse farther 50% by the summer of 1995,
though the reverse happened - the number fell pooxpmately 275 due to significantly lower than
forecast sales volumes for the company's Germasmdder customer. This assembler made the
strategic decision to make the trim standard optstead of a premium extra. This prompted the
assembler to dramatically reduce the price paidrparsets, while total number of set produced did

not increase, which consequently reducing M E ldgdiss margin.

A2.4 Preliminary Internal Interview Data Collection

Points in this section summarise data collectgabaisof the interviews conducted with staff on site

at M E Ltd.

The opportunity to conduct this investigative reskgphase stemmed from middle management
concern relating to a lack of employee developnmantelations strategies at M E Ltd. The

comparatively low priority personnel issues playadhe company and absence of any kind of
formal appraisal scheme in place at any time ircttmapany's history accentuated the concern.

M E Ltd middle management deemed it important fa brganisation to improve and develop

based on internal and external issues:
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A2.4.1 External Issues

A2.4.1.1 Domestic Factors

M E Ltd faced increasing competition from its malK competitor for real-wood products. In an
attempt to cut costs due to economic conditionsiesof the company's customers were considering
alternate processes which produced trim from syatimeaterial. New technology solutions were
enabling competitors to offer such imitations of erer-improving quality, at an ever-decreasing
price, thus posing a greater threat to the compaysting business. M E Ltd concluded that they
needed to become more flexible and to achieve apebtive edge through the company's

employees.

A2.4.1.2 International Factors

Participation in the European Union provided legéte and viable opportunities for the company's
competitors. In response, middle management cdadliVl E Ltd needed to improve its flexibility

by taking advantage of significant opportunitiegpo organisations that can run more effectively.

A2.4.2Internal Issues

A2.4.2.3 Customer Expectations

M E Ltd had focused on winning contracts based simgureal wood rather than alternative
synthetic materials and quality associated withdhfamshing aesthetic components. Consequently,
unit price was considered secondary, based onrdmipm image and marginal extra price charged
to end purchasers. M E Ltd began to recognise tt@tmajor automotive assemblers were

constantly setting standards. This was associatidda perceived inevitability that change would
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be forced on the company. The assemblers reqirBd_td to meet best in class benchmarks in a
number of performance categories, including hunesource management. Assembler customers’
expectations to reduce costs over time also inetkas

As part of the action research, M E Ltd managemere made aware of the fad like treatment
measurement and change initiatives were regard&gportunity costs for quality, efficiency and
delivery reliability were subsequently quantifiesl @ result of benchmarking between the German
parent and the UK operations. Benchmarking wasmited in an effort to learn, adopt and adapt, on
the proviso that they should regard it as the istanpoint of a series of projects, rather than a
‘flavour of the month' business improvement progrem

Management anticipated that by continuing to ineeedlexibility and productivity, it would
maintain its profitability. Non-quantifiable aspe®f better practice were also identified. It was
concluded that improving communication and relaiomith employees would facilitate the

organisation to achieve the externally imposedqoarénce targets.

A2.4.2.4 Expansion Programme

Details of a five-year Business Plan requested b Mtd's bankers remained confidential to the
company Directors. There was a certain lack o$ttriitom the directors, even to the senior

management team and therefore a 'need to knowymgerated. The majority of staff and shop-floor

personnel therefore would be unable to explairotganisations' stated goals.

Between January 1994 and August 1995, personnebensmwere planned to double. Higher

numbers of employees necessitated more systemaliction, training, and appraisal systems to
co-ordinate training and development. It was @udited that employee development would reduce
the company's considerable labour-turnover anddawnaurring additional and unnecessary costs of

hiring and training personnel. This was stratdbicanportant to the company due to a
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disproportionately high percentage of new recrtftat were settling in and would serve to

minimise turnover during the induction crisis.

Until the recruitment drive, potential shop floangloyees were informed of vacancies on a word
of mouth basis in the local area. M E Ltd did hatve a budget for recruitment advertising. During
the rapid recruitment phase, the local Employmetfic® staff were trained to hold recruitment

sessions on behalf of M E Ltd. This was the ppobject to assist in preconditioning the

administrative manager to accept responsibility delégate authority to trained people.

A2.4.2.5 Individual Factors

The company recognised it had not offered strudtwareer advancement, formal training or
provided educational opportunities for its empl®/eeManagement were not aware of either
Hertzberg's hygiene and motivational factors [5]tlee level of morale in M E Ltd's plants. A

number of comments had been made that employees ditl not know what was expected of

them, and that dissatisfaction was felt due tak td feedback from supervisors.

A2.4.2.6 Productivity Bonus Scheme At M E Limited

Each batch of new employees had consistently bpposed to the bonus scheme operated by the
company. Several long-service employees had nedptreferred to the company productivity
bonus scheme. This bonus has the advantage #ratithan obvious direct link between overall
productivity and pay. The disadvantage is thatamm®unt of bonus paid to individuals relates to

hours worked during the week, rather than to paréorce.

Bonus was calculated and paid weekly. Bonus fguvere established and employees paid [the
value of the bonus multiplied by the number of lsailney have worked during the week

Bonus A- for employees with 1 month to 2 years sexrvic
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Net value of parts delivered to customersX 5.8 %
Total number ouln® worked

Bonus B- for employees with over 2 years service

Net value of parts delivered istomers X 6.8%
Total number ouln® worked

The bonus officially was not guaranteed, thouglpractice it was paid weekly. Holiday pay did
not include bonus, since the company shut downtlae@fore quantity of parts delivered was zero.
To gauge the extent of the applicability of the aoemts and lack of communication, it was

concluded that an internal survey of all UK empks/gvould be undertaken.

A2.5 Methodology

A literature search was undertaken on questionndisign, data collection and analysis
methodologies. Dillman [6] provided a framework test results by triangulation and double
negatives. The survey instrument was influencethbyearlier Dillman work, and is supported by
the tailored design approach [7]. Schuman andserg8] examine the form of questions, wording
and content relevancy. Schuman [9] recognisedgtine and weaknesses exist due to the blend of
the natural and the sophisticate. Mishler [10gmafts to avoid circularity or leading questions
while focusing on clear meaning, subtitles, andubses analysis of speech events. Bryman [11]
suggested the use of a corporate sponsor to chantpoinvestigation. Howard and Peters [12]
identified that qualitative research is accepteduastioningly in some research fields such as
history and literature. They highlight that managet research purists claim such activities are not
research unless the impact is measured. This isip@T the research instrument design by
requiring interpretation of the degree of complarto a given description and an associated
guantitative scale [13]. Kirk and Miller [14] suggted a form of grounded theory to compare and

contrast subjects' qualitative responses.
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Discussions were held with shop-floor supervisonsl snembers of staff. Language used in
interviews and documentation was chosen in lind wrinciples espoused by Walther [15]. The
information gathered provided sufficient data tsige a draft questionnaire relevant both to theory
on appraisal schemes [16, 17, 18 19, 20, 21] ahglidually tailored to the climate at M E Ltd.
The questionnaire was designed to be simple to ratadel, and to take not more than
approximately 5 minutes to complete. This was domainimise resistance, due to fear [22], from
Team Leaders, who likely would not want their waorkie to spend time away from their primary
task, and to lessen any perceived threat empldgéies order to encourage the maximum number
of responses.
Senior management were presented with a draftiQunesire and were invited to discuss the merits
of all questions. This resulted the questionnbgeoming more focused; a number of questions
were modified and in some cases a wider range tofregd responses were added. The scope of the
guestionnaire was restricted, due to senior managesrapprehension regarding a number of direct
guestions. These questions related to attitudssertimr management, including "How well do you
feel senior management perform their duties?" @wd You proud of the company?".
Twenty-three forced answer questions were prepamdplemented with a request for open-ended
gualitative feedback. Two versions were producaak for management, one for shop floor
employees. The questions initially identified tb&tegory of employee represented by time of
service.
A pilot questionnaire was issued to team lead&go potential flaws became apparent:

1) Some shop-floor employees may not understdrguattions.

2) The truthfulness of responses may be inhibitedroployees’ fear of individuals' answers

being recorded and presented to senior management.
As a result a number of questions were simplifigddphrasing. The title page was amended to

include additional emphasis on the confidentiaityl anonymity of all questionnaire results.
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The final questionnaire versions were issued tcsladlp-floor employees, staff and management,
excluding non-executive Directors that only sattlee board and were not involved in day to day
company management activities. Team leadersdssopies of the questionnaire to shop floor
employees, explaining briefly the purpose of theestigation. Staff and management individually
were given questionnaires. Each questionnairedisisbuted with a plain envelope to reinforce
anonymity of all responses.

Results of the analysis were distributed at theestime to both senior management and to shop
floor employees.

The Office Manager presented the results and ceiweia to senior management and team leaders.
The team leaders then were encouraged to providdetkfeedback to shop floor employees.
Response rates were high. Table 5.1 illustrateseptages of shop floor and staff response. This

indicates that the data provides a valid represientaf the attitudes of the workforce as a whole.

Table A2.1 M E Ltd Company Specific Survey Response

Total Number of employees Total respondents % Response
Shop-floor 162 128 79
Staff/Management 20 15 75
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A2.6 Questionnaire Results

The following is a summary, released for use irs tiiesis by M E Ltd, of the results from the
employee questionnaire.

Less than half of shop-floor employees and staficaited a positive intention to stay with the
company for the subsequent two years or longegurés 5.1 and 5.2 illustrate the breakdown of
results. More than a quarter of staff stated theuld definitely like to leave the company during
the stated period. This is partially explaineddistrust of the seconded managers from the German

parent company and the grouping of all administeasitaff with management.

50

40 -
30

20 -

10 -

0
% YES DONT KNOW NO

Figure A2.1. Percentage of staff that planned to ay with the company for two years or more.
Nearly half the staff thought that employees stagtetthe company due to the restricting job market.
A third of staff believed that employees left doeldw job satisfaction, though only a negligible
number of shop-floor employees indicated this. Tinest popular reason shop-floor employees
indicated for staying with the company was its cament location. Both groups suggested most
employees generally left due to rates of pay. H@wvé should be noted that individuals' motives
should be taken into consideration here. Staffcemted it likely that shop floor employees

believed by indicating that response they imprabesr chance of leveraging a pay rise.
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Figure A2.2 Percentage of shop floor employees plaimg to stay with the company for two
years or more, categorised by length of service.
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Figure A2.3 Length of Service

A2.6.1Working Environment

A majority of shop floor and staff personnel clagh® be proud of the company's products while
consider their working environment to be friendkpproximately half the employees agreed their
working environment is comfortable. There is angigant variation in responses between staff and

shop floor on the question of how often they fesdlied.
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Figure A2.4. Do staff feel valued?
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Figure A2.5 Do shop floor employees feel valued?aegorised by length of service.
Shop-floor employees and staff tend to feel valug#dequently. There is significantly more
variation among shop-floor responses than amonsgtfrom staff. These results were cause for
concern, based on Mayo's Hawthorne experimentsMamslow's hierarchy it is recognised that
employees who feel valued will generally contribmere to the success of their organisation.
Only 7% of staff and 21% of shop-floor employedsvalued at least on a frequent basis.

A majority of shop-floor employees felt that theyntributed more to the success of the company

than any other group within the organisation. ¥q@ercent of staff also gave this response.
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Approximately one third of each category of empls/endicated that everyone contributed equally.

No one stated that top management contributed tst. m

A2.6.2Communication
Results indicate that the majority of shop-floorptmyees knew what standards of performance

were expected from them. Marginally less than ludifained feedback on whether their own
performance met the required standards and lessathhird claimed to know what the company's

overall objectives were.
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Figure A2.6. Shop floor knowledge of company objentes, standards, and feedback.
Split by length of service.
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Figure A2.7 Staff knowledge of company objectivestandards and feedback.
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Less than half of staff knew what standards ofqrerince were expected from them. Only a fifth
understood the company's objectives, and only dntheo 15 members of staff who responded

claimed to receive feedback on their performaneenesg required standards.

A2.6.3Management Style

Nearly one third of staff and shop-floor employetsmed to want more responsibility from their
supervisors, implying a lack of delegation. Ofkalf of staff and approximately a third of shop-
floor employees felt they received inadequate guidato accomplish higher performance in their
position. Consequently, middle managers were dhited to the principles of one-minute
management [23].

The significant majority of all employees were pecifically encouraged to make improvement
suggestions; only 12 % of shop-floor employees daeh any of their suggestions adopted. In
contrast staff were more likely to make suggestisitsout the encouragement from management.
Half of shop-floor employees, and less than a bal§taff, were encouraged to discuss problems
related to their work with their supervisors. S@nmanagement were not considered to be
particularly approachable in the case of persoraipms.

Less than a third of both staff and shop floor eayeés claimed to be happier at work than 6
months previously. Most staff and shop-floor parsa claimed to have received no training, or

gained any new skills at work during the previouadnths.

A2.6.4Employee attitudes toward appraisal schemes

More than half the staff commented positively abappraisal schemes and indicated that they

thought their supervisor would let them set theundargets. Results from shop-floor employees
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were less enthusiastic, one third thought they d/del allowed to set their own targets, while fewer
than half answered favourably toward the idea d¢foducing an appraisal scheme. This low
response is partially attributed to a lack of kneage about appraisal schemes. It was concluded
that nearly a fifth assumed a link between apprasd pay, which had not been prompted by the

guestionnaire.

80

60

B STAFF
O SHOP-FLOOR

40 +

20
0 - ‘

POSITIVE NO COMMENT NEGATIVE
% COMMENT COMMENT

Figure A2.8 Employee attitudes expressed toward @paisal schemes.

A2.7 Detailed Comments On Appraisal

An analysis of the contents of comments in detiealed a variety of valid concerns and perceived
benefits. Topics included: communication; beneéifsobjective-setting, benefits of feedback;
morale; equity; trust/distrust between employeesl amanagement; respect for/from senior
management; fear of unknown systems being imposegilications on team work; practical
concerns of the feasibility of appraisal at the panmy. Examples of typical comments are given

below. Further representative comments are pregdentAppendix 1.
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A2.7.10bjectives

"This would give us something to aim for. At themmant we get no praise and never know if the top
management are grateful or not."

A2.7.2Improvement Through Feedback

" It would make the standard of work better and ymuld know for yourself if you need to improve or
change anything. | think it would be a good idea."

A2.7.3Morale
"You would feel better in yourself if someone segt done now and then"

A2.7.4 Attitude To Management/Respect

"I'd feel it was just another way of them hidingrfr their responsibilities by pushing more work sofor
no thanks or reward"

A2.7.5Mistrust Of Management
"It's a very good idea. Shop-floor workers are N@3pected and are treated disgustingly"

"It would be OK if it is done for the right reasonet just to find more ways to kick employees intéeth
again”

"It would not be so bad if you were paid for whauyare worth, but there is no chance of that! They
(senior management) do not care about us. The thrihg the management likes giving is orders, not
respect.”

"Because of management's rather detached "Thenahdiew, they do not consider the indirect advgata

to productivity through increased motivation, comp#oyalty and lower staff turnover."

A2.7.6Fear
"Employees would think it was just an excuse tglsiout people who may struggle with their work"

A2.7.7Individual Appraisal As Anti-team work

"Appraisal would mean each worker would feel presdunto increasing their output and thus quality i
their work would deteriorate. At the moment in theck that | work my supervisor has us workingaas
team. We help each other to achieve these wiitgtikg the quality to a very good standard."

A2.7.8 Equity
"It would be a good idea if people who showed gomdjress were rewarded for their efforts."

"l think it's a good idea as you will get paid f@hat you do and not carry others on your back"

"This would sort out those employees who do nokwsrhard as they should. It would also stop udede
overtime during which too little work is done™
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A2.8 Discussion

Initial impressions from the collated comments werat employees took the questionnaire as an
opportunity to criticise low pay levels. Employessemed particularly sensitive that the most
recent pay rise occurred three years prior to tleeger. There seemed to be a danger that
employees felt put-upon, assuming that appraisalldvdenefit management and resist its
implementation by asking ‘what’s in it for me?"'

Close scrutiny revealed that the majority of empks/that had specifically mentioned pay or had
suggested a link were not proposing an across-dhedbincrease. Instead, the emphasis was for
fair pay to be determined by individuals' productivityThe prevailing sense of wage structure
inequity was concluded as a probable primary jigstiion that a considerable proportion of the
employees contemplated the link between appraisdl gay. This is in part supported by the
system used at that time that rewarded long seasagpposed to employees doing the most or best
work. Employees knew that performance wasn't bé&mgally measured. The suggestion that
performance could be measured conceivably made tiiek of the advantages in terms of making
the pay system more equitable. This is of grelatvance to senior management's human resource
policies. It suggested pay structures should hgewed and amended to enable individuals'
earnings to reflect their own productivity.

The company could neither afford a company-widens®g; nor lose its best workers that happen to
be on a low level of pay due of their age and/@mriskervice. A high number of employees
indicated that they would welcome appraisals linkegay, if they could be sure that the process
would be conducted fairly. This policy was takerthe inter-company level during negotiations
with M E Ltd's customers' purchasing representativBy bringing the win/win scenarios to its
customers, the impression of a dynamic, modernpaogressive company was considered to have

been produced.
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The final comment quoted above highlights an instanf ineffective human resource management.
This had implications for company policies usedhatt time. The company could neither afford
neither superfluous nor non-productive (loss-makiogertime. The responses revealed that the
objectives of performance measurement were gepengbunderstood. This suggested it was
important to explain details of the scheme to mdpwyees before it is introduced.

Further responses to the open question about appravealed a lack of trust of top management.
Employees feared that appraisal would be usedwasydo 'get more work out of us without giving
us any more pay'. There was suggested lack oécedpr or pride in top management since no
employee named senior management as contributisgytmthe success of the company. It seemed
fair that appraisal may be used as a way to 'gee mork out of us without giving us any more
pay'.

Many of the shortfalls highlighted by the employeemments could be tackled independently of
any appraisal or auditing scheme. Managementitigaicould assist introducing objective setting,
high quality feedback and improve morale, and m@at between management and employees.
Improved management practices throughout M E Ltdildiday the essential foundations for a
possible performance measurement schemes in e fut

An individual or a specified group would have tagaesponsibility for monitoring performance.
Initial audits by customers are conducted undemtitaority of the customer's requirements. Team
leaders perceived themselves as part of the warf(they actually participate in the shop-floor
work) and therefore steered clear of this respditgibManagers were too busy fire fighting.

It was recommended that a culture and internatiogiships be developed within which everyone
in the hierarchy felt responsible for performan@euthority in this scenario would be delegated to
team leaders. They would then manage their pempla day-to-day basis. Given the recruitment
programme at that time, more responsibility hadbéo delegated to immediate supervisors to

monitor and correct problems.
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Conclusions from the internal survey were reporte@he data caused concern to middle
management while virtually being ignored by sem@nagement. This provided the opportunity to

initiate changes by a 'middle-up-down' approacherathan ‘top down’, or 'bottom up'.

A2.9 Conclusions

This investigation into the feasibility revealedmaex employee relations' problems. A summary
of M E Ltd specific analysis, comparing and cortirgg the current state with personnel
development literature, was provided to the comjganganagement. Improvements were
recommended to be made initially via a pilot prgjeprogressing to more far reaching
improvements.

It was recognised that employee performance prablemst be rapidly resolved while taking into
consideration the objective of facilitating indiv@s' development. A common cause of long-
standing performance problems was that the manaigrsot accept and deal with their employee
performance appraisal responsibilities, nor keegrard of actions taken.

Ms Davis informed M E Ltd senior management thapleyment law requires companies take
timely action to correct any alleged performancéctencies. A focus was required on actual
performance rather than historic records. Proehgmtification and corrective action was required.
Joint investigations identified that appraisal [ge&r would not necessarily directly benefit the
organisation or its employees, though would provige data to analyse training needs. It was
considered impractical to recommend that all marsagexd supervisors at the company need
training in all areas of people management at once.

It was identified that success was dependant morin® preparedness and flexibility of managers
than on the systems used, and it was advisablattagpmuch investment in preparing the system

users as in the systems. The company was reconethéndommit to implement activities to gain
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Investors-in-People recognition prior to implemegta performance appraisal scheme or initiating

a dyadic customer-supplier development programme.

On the next page is a copy of the original questine, a summary of the collated results and M E

Ltd’s employee development policy.
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CONFIDENTIAL AND ANONYMOUS

To: All Employees

From: Personnel and Administration Department

EMPLOYEE RELATIGNQUESTIONNAIRE

| have designed the following questionnaire as péra project in association with
Coventry University. May | kindly ask you for yowssistance, by completing all
guestions, which should only take approximatelyibutes.

All answers will be anonymous.
Please read each question carefully and indicate gaswer by circling one of the
options.

Example: How long have you been employeiity Ltd ?

Less than 1 year 1to 3 years More thareang

Key: Percentage of staff /Percentage of shop-floor ||

Your completed questionnaire should be returngebtw supervisor.
All individual answers will be anonymous and theulés will be made freely available.

Alison Davis
Office Manager

A) LENGTH OF SERVICE
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1) How long have you been employed by M E Ltd?

Less than 1 year 1to 3 years More thayears
27/ 39 20/ 11 53/50
B) CONDITIONS OF EMPLOYMENT

2) Would you like to stay with M E Ltd for timext 2 years or more?

Yes No Don’t know

40/ 48 2719 33/43

3) What do you think is the main reason for Eyges staying at M E Ltd?

Location Type of work Johistaction Rate of pay Other
(Please state)
27145 7117 13/14 713 46/ 21

4) What do you think is the main reason for esyipés leaving M E Ltd?

Location Type of work Johisiction Rate of pay Other
(Please state)
0/2 0/4 33/1 60/ 90 713
C) WORKING ENVIRONMENT
5) Are you proud of the company’s products?
Yes No Don’t know
93/65 7120 0/15
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6) How often do you feel valued as an employeth@icompany?
Constantly Frequently Infrequently NV
0/5 7/16 73/ 33 20/ 46
7) Would you describe your working environmesfraendly?
Yes No Don’'t know
73/ 80 2719 0/11
8) Would you describe your working environmastcomfortable?
Yes No Don’'t know
60/ 47 40/ 45 0/8

9) Who do you think contributes the most toghecess of M E Ltd?

Shop Floor employees Team Leaders Staff Top Management Everybody
40/ 65 716 20/1 0/0 33/28
D) COMMUNICATION

10) Do you know what the company’s overall obyas are ?

Yes No Not sure

20/ 30 53/ 44 27126

11) How do you normally find out about companyttexs that affect you?

Gossip Memos Personally from supervisor Other
(Please state)
73/78 13/8 13/ 12 0/2

12) Do you know what standards of performancesapected from you?

Yes No Not sure

40/ 75 53/ 14 7/11
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13) Are you told whether your own performaneeets the required standards?

Yes No Not sure
7147 93/ 47 0/6
E) MANAGEMENT STYLE

14) Does your supervisor give you as much resipdity as you would like?

Yes No Don’t know

53/ 65 33/ 29 14/ 6

15)  Are you given adequate guidance from your super?

Yes No Don’t know

27167 53/ 27 20/ 6

16)  Has your supervisor encouraged you to makesaggestions for improvement in
your workplace or working methods during the last@nths?

Yes No Not sure

40/ 22 47/ 63 13/ 15

17) Have any of your improvement suggestions laepted in the last 6 months?

Yes No Not sure

67/12 27177 6/11

18)  Are you encouraged by your supervisor to bpeiscuss work related problems?

Yes No Not sure

40/ 53 53/ 38 7/9

19) If you had family problems preventing yoarfr attending work, would you feel
able to speak to senior management about this?

Yes No Not sure

53/ 27 40/ 65 7/8

20)  Are you happier at work now than you weradghths ago?

Yes No Not sure
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20/ 29 60/ 52 20/ 19
21) Have you received any training at workha tlast 6 months?
Yes No Not sure
20/ 20 80/ 77 0/3
22) Have you gained any new skills at work dgitime last 6 months?
Yes No Not sure
27134 73/ 62 0/4
23) Do you think that your supervisor would yetl set your own work targets?
Yes No Not sure
53/31 7141 40/ 28
F) ATTITUDE TO APPRAISAL
24)  Please describe in your own words what you wouldktif senior management

suggested introducing a Performance Appraisal sehgihob Progress Reviews)

Staff Shop-floor
Positive Comments 67 42
Negative Comments 13 22
No Comment 20 36
Total 100 % 100 %
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Further quotations from the survey

A representative selection of comments made by @mps when asked for their

thoughts on the introduction of a performance appf@&cheme by senior management:

"Couldthe company find time to run such a scheme? 't donk so."
"If it would lead to some sort of pay award themduld be all for it"

"We would have to listen to suggestions to seevifas going to be financially beneficial
for shop-floor workers™

"Good idea if it meant performance related pay"

"This would be a good idea to sort out who doediyre@zork and who are here just to
mess around"”

"Allright if the earnings matched work output”
"Some people do twice the work of others and gkttha pay"”

"They should have a shake-up and sort out of theagement first....Give respect to us
the employees ... Stop taking and give somethicg'ba

"l don't see how it would improve things if a scheelike this was brought in because the
company is doing well enough”

"This would be an opportunity to air our views a@rtain topics"

"At least we would know how we were doing as regardr jobs. At present there is no
way of knowing if our work is satisfactory”

"It would be good letting us know our target eacew’
"It would be good to let the workers know whereytstand"

"I think it would be a very great idea because eaiployee would be striving not only
to do just the job required but put some pride pextonal effort into their work."

"As long as it was fair it would be OK"
"It would show who works hard"

"I would be quite concerned ... something as imgdras performance appraisal would
need time and effort from all concerned to be atergid a fair reflection. "
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"Good idea... better communication between managearel shop-floor"

"l think the idea itself is good, but through pagperience, | would not be confident of
them arriving at the correct assumption”

"Work performance would be poor, employees woulshrtheir work to meet overall
demands”

"I would like to see management stand at a benicagl and do the job. Instead of
telling us what we are doing when they don't knbentselves. After all we haven't had
a pay rise"

"We're OK. It's senior management that needs loplat"

"Not a good idea, as individuals don't want apadaidMost just come to work to do a
job, not to be treated as school kids, having thveirk checked and given gold stars for
good work."

"What's the point?"

"At the end of the day you work as a team and ndividuals. That's the way the jobs
should be done"

"I don't think it would work, because it would letmlmore arguments and bad work"
"I think it is a great idea. It should be doneheiit question.”

"It would be good because it would sort out thekeos from the non-workers"
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EMPLOYEE DEVELOPMENT STRATEGY AND POLICY

ALISON DAVIS
OCTOBER 1994

EMPLOYEE DEVELOPMENT STRATEGY AND POLICY AND THE CHMPANY
LIMITED

SYNOPSIS

The following report investigates the current state employee development at THE
COMPANY Ltd. It is written to appeal to the exdegatwithin the company who should be
expanding on existing employee development stratagypolicy.

The following areas will be covered:

-Definition of Employee Development Strategy adidy
-Outline: Why Employee Development is so important
-Description of current Strategy and Policies:

a/ Strategic Operational Plan

b/ Learning Need Prioritization and Concerns

c/ Integration of Learning and Working

d/ Top management emphasis on continuous develapm
-Analysis and Conclusions of the Current Position

-Recommendations for Improvements and Concludemdtks

Definition of Employee Development (ED)

ED is much more than ‘training’. The latter teraggests short-termism, possibly one-off
sessions, designed primarily to meet the requirésneha specific task or job, requiring the
acquisition of skills to pre-determined standardBevelopment encompasses performance
management and management development and invabresving maximum potential not
only for the individual but also for the organisati

Harrison supports the essentiality of ED, by nothmag:
"Employee development as part of the orgaminatioverall human resource strategy means
the skilful provision and organization of learniegperiences in the work place in order

that performance can be improved, that work goatske achieved and....there can be
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continuous organizational as well as individual vgilo" (Harrison, R. Employee
Development. 1983, p4).

Policy and Strategy

Corporate and functional strategies are develofed:Eompany audits, environmental analysis
(PEST), identifying gaps and challenges, forecs&8®WOT. Policy establishes the overall
purpose and direction at a functional level withiganisations. Policy acts as the rudder for the
enterprises' strategies.

Why should THE COMPANY be concerned with Employev&opment?

EMPLOYEES’ knowledge, skills, experience and profound undedsiey of the job should be
viewed as THE MOST VALUABLE RESOURCES OF THE ORGANISATION!
Personnel cost money to acquire, to maintain andbeadifficult to replace. Like any other
resource, they must and therefore should be daplageeffectively as possible towards the
achievement of organizational goals.

The key to achieving organizational goals is Emgéoyevelopment. Through Employee
Development the Company can achieve maximum patdraim employees, thus reducing the
risks inherent in achieving both current objectjwelilst increasing future growth, performance
and standards.

THE COMPANY must take account of both external aridrnal factors in implementing or
ignoring the Employee Development theme.

External Factors

a/ Domestic

We are facing increasing competition from our méik competitor for real wood
products.

Due to economic conditions some of our customegsl@king into new processes
which produce imitation wood trim in an attempftctd costs. New technology enables
competitors to offer such imitations of an everdioying quality, at an ever-decreasing
price, thus posing a greater threat to THE COMPANisting business.

THE COMPANY therefore needs to become more flexdnd to achieve a competitive
edge through its employees.
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b/ International

The European Union gives the company more conopgtihence an need for improved
flexibility, but it also offers significant oppontities to organisations that can run more

effectively.

Internal Factors

a/ Customer Expectations

New standards have been set by our major custpnmetading Rover, Honda and
Audi. THE COMPANYis expected to meet best in classchmarks in a number of
areas, including Resource Management. Friendlghyaarking between Empe and the
U.K. operations, in an effort to learn, adopt addm, should not just be seen as the
flavour of the month' business improvement progrem Customers’ increasing
expectations of us to reduce costs over time meélvitably force change.

Improving communication and relations with empksge will greatly assist our
organisation to achieve externally imposed objestiv As a result of increasing
flexibility and productivity, THE COMPANY will conhue to maintain its profitability.

b/ Expansion Programme

Between January 1994 and August 1995, there lanagd 100% increase in personnel
numbers. Higher numbers of employees necessitate systematic measures to co-
ordinate training and development. Costs of hiang retraining personnel are high so
we must avert high labour turnover. In particulaath a disproportionately high
percentage of new recruits (settling in), emplogeselopment will help minimise
turnover during the induction crisis!

Individual Factors

Employee development can enrich individuals' quadit life in addition to enhancing the

effectiveness of their work.
Andrew Mayo noted the importance of realising pespbotential:

"The waste of precious capability leads to frugira low morale, high staff turnover,
poor performance and results. By contrast, goodecamanagement means strongly
motivated employees, fully able to meet the chanpgmeeds of the organisation!
(Managing Careers: Strategies for Organisations.)

298



Appendix 3. Employee Development Strategy and Policy at M E Ltd

Existing Employee Development Strategy and Policy

Is THE COMPANY Strategic?

In popular management texts, which describe orghaarss and their behaviour, there is a
framework leading to strategic plans:

Mission Statement (generalized objective)
Policies (purpose and direction)
Strategies (getting from A to B)

Resources, plans

Implementation,
The company has a 5 year Business Plan, which veakiged at the requet of our bankers.
However, details of this business plan remain cemfiial to the Directors of the company.
There is a certain lack of trust from the direct@gen to the senior management team and

therefore a 'need to know' policy is operated. irtagority of staff and shop-floor personnel
would be unable to explain the organisations' dtgtels.

Do managers give priority to learning needs?

Managers are often unaware of their subordinaasiing requirements. There is no system in
place for identifying performance standards ontray requirements.

The majority of the managers are mainly concerndlal getting the designated job done. They
are not encouraged to consider their subordinatasihg needs, nor does assessment of their
own performance include any element of managindeweloping their staff. Only the Office
Manager has had any form of human resource trainihgerefore, other managers do not
appreciate the importance of employee development.

Learning experiences within the workplace are ygolnned. External learning takes place on
an ad-hoc basis, dependant upon individual requests

Shop Floor - Training
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The majority of shop floor personnel are recruitéthout prior experience. Required skills can
be obtained from short term training, although ¢hae specific to this type of industry. As a
result, training has to be given to new employbefre they can contribute productively.

In July 1994, a policy was established to givenallv recruits at least six hours of intensive
training prior to commencing on the shop floor. isTWas held during non-productive hours,
when Team Leaders had the time to teach. Prithratiodate, new recruits learnt by the 'sitting
next to Nelly' approach. The new scheme provédgeteery popular with both new recruits and
their team leaders. However since September o paining has been undertaken due to
urgent requirements for additional shop floor persd. (‘We need them to start Monday').
Despite good intentions of the scheme, prioritgti given to filling vacancies rather than
training people for those vacancies.

Once employees have reached an acceptable statttzydire considered not to require any
further training unless there is a potential slg@tan another section. In this case, the 'sitting
next to Nelly' approach is again used.

Integration of learning and work

Shop Floor

Most shop floor training is on the job, taking @amn-site. The advantage of such training is
that its relevance is immediately apparent. Thasing however, is limited to usually one
specialised section or activity. Overall processesnot appreciated due to this over focus on
activities, reducing the potential to motivate #raployee, and eliminating the opportunity to
'bring them into the team'.

Staff and Management

Two members of staff are presently attending egterourses. It is significant that there is a
perception of either working or learning; that tiv® are not seen as compatible. There is little
evidence of planned learning taking place duringnabworking situations.
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Continuous Development. Its importance from CRiefcutives

The Chief Executive does not support ‘continuowldpment’. He fears the consequences of
continuous development would be either an increassgks/salaries bill, or increased labour
turnover, (due to perceived fact, that higher diealiand experienced personnel will seek more
money or a 'better' job). The senior managemant teas undertaken no management training.

Financial costs of training are seen as prohibitie addition, any time away from primary
activities - hands on value adding activities -gdnet help achieve the job. Pay back analysis
concepts must be understood, in order to appretiatdifference between high investment/low
running cost systems, verses low investment/highing cost systems.

The following example illustrates the Managing Diog's perception of continuous
development's importance. An administrative amsistin her 20's, who had been with the
organisation for seven years, sought alternativel@ment. Her pay for the type of work was
well above average. However, she had been dosentslly the same job since she joined the
organisation, with little opportunity for developnte She had been offered no formal training
during this time, nor empowered to carry out maaged duties. The Managing Director did
not understand why she wanted to leave.

Analysis and Conclusions of the Existing SituatddHE COMPANY LTD.

What has this report lead to?

| refer again to Harrison's definition of employgevelopment. According to that definition,
there is NOemployee development within THE COMPANY operatiofifie company has no
overall human resource strategy (above basic nigmbguired), learning experiences inevitably
do occur but are not planned, nor highlighted, ghex little emphasis on performance
improvements and individual growth is not on semanagement's list of priorities.

What are the likely consequences of this failuneplement employee development?

1/ The company is missing an excellent opportuaithielp achieve organisational
goals, because an experience and suggestion ressunat being utilized.

2/ Without support, performance improvement eapability development factors
decline.

3/ Poor retention of the most valuable staff.

4/ Low morale within the organisation.

5/ Potential loss of the very orders now beitgcgd upon THE COMPANY,
because of low OEM tolerance to non-improving OIS/EIoNs.
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Analysis/Discussion of the Current Situation

Directors are not using the framework mission statgs, policies and strategies to drive the
business. This appears to be due to the comparygimal form, where there where no
shareholders outside the founding family. Thersfeoro external pressure to follow such a
protocol was experienced. In addition, any obyestiwhich have been agreed are not filtered
down through the organisation.

As a result the business is likely to suffer ass/digts can not be directed according to company
objectives. Any organisation will struggle to seed if the majority of its workforce is unaware
of the intended purpose and direction of the compan

Both internal and external factors have changecedine company was founded ten years ago.
The culture that was appropriate at that time witly twenty employees, is no longer the
optimum for the company as it is now, or how itlvae. The company requires a shift in
culture, with improved communication, trust andedeltion of responsibilities. Information
that is relevant to the company's objectives maspdssed on the employees at all levels to
enable them to ensure that their actions contritowtards those objectives.

Managers can not be expected to give priority toething that is not measured. It is only once
a system is in place to systematically identifyri@ay needs, that such requirements can be
properly dealt with.

It is the company's short-term perspectives whicitoerage an emphasis on today's
performance rather than planning for tomorrow'sgoerance. Managers need to understand
longer-term advantages of meeting their subordsilataning needs.

The instances where new shop floor personnel arggently required that training took low
priority, were caused through bad planning and poarmunication between departments. The
result is a much slower learning curve for newuisrand consequently lower productivity. In
addition, minimal 'sitting next to Nellie' trainings more likely to result in a new employee
leaving the company during the induction crisisiquer This has the opposite effect of the
original intention of foregoing the training whietas of course to increase employee numbers
as rapidly as possible.

The reasons that shop floor personnel specialisaerarea are as follows:
-If the job is performed satisfactorily, why shduhey be trained to do something
different?
-Perceived time-loss to teach different skills.
-Few people available to 'train'.

Managements’ priority is productivity. They do marceive an organisational advantage where
people enjoy their work. This further evidence gifort term thinking. Because of
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managements rather detached Them and Us' viewdthaot consider the indirect advantages
to productivity through increased motivation, compboyalty and lower staff turnover.

There are advantages of the 'sitting next to Nellpproach; it is cost-effective and not time
consuming for trainers. As previously discusseds also very relevant to the actual job and
therefore 100% transfer of skills. However, atesrof rapid expansion, the high number of
new recruits may make this approach to training &ffective. For example: A section of 15
people with five new recruits will struggle to mi@m normal standards of productivity and
may perceive their own work being interrupted laynees. This is not an atmosphere that will
encourage learning.

Managers should make it their business to know et subordinates are learning on external
courses. This should be followed up with visibleerest in there subordinates progress on the
course motivating them and encouraging them toempht any new knowledge/experience
they have incorporated in to the workplace.

Low staffing levels result in prioritising performee on the immediate jobs at hand, as opposed
to planning performance for the future. Also teepany culture emphasises roles performed
by people, rather than the people themselves. eldrer as long as the role is performed
satisfactorily, there is no apparent need for ptanearning.

In the short term, a company can survive withouticoous development of its staff. However,
in the longer term, it is likely that staff willfd their jobs unfulfilling and will seek alternagiv
employment. To replace staff would be both timastmning and expensive. Even staff who
remain with the company are likely to become devat#id and therefore perform less well. A
process of education is needed, starting at theftthee organisation to ensure an understanding
of these issues.

Performance Management

Without any systematic performance management, @@t have no clear indication of
standards required, how they are performing agthese standards, and how they can improve.
Without a direct link from organisational objecsvi® individual objectives, the work done by
an individual can not be expected to contributerganisational goals. This represents a lost
opportunity to help improve both the individual &hd organisation.

Management Development

Managers should play a vital role within a learnorganisation. They have to pass on the
values, through their own actions. They need tdetstand the importance of employee
development and implement the policies. Any charigethe existing organisational culture

must come from the top of the organisation.
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Career Development

As the organisation is expanding, vacancies wiltuocwithin the middle management
hierarchical structures. Without career develogirtbiese vacancies will be filled on an ad-hoc
basis, which is likely to be from outside the oigation. Senior management should recognise
the potential advantages of 'growing our own' developing people from within the
organisation who have an indepth knowledge of tmepany, its processes and problems.

Training
The reason so little training is undertaken is teatards are often not immediately obvious and

guantifiable. However a longer term approach t@ning would prove beneficial in
productivity, motivation and commitment, etc.

Culture Change

A collaborative culture should be developed witdiers, advisors and facilitators as opposed to
order compliance. Line managers should be encedrég take responsibility for personnel
issues inculding assessment, rewards and developrmeraddition the Company should
improve communication and trust, with 2-way brigBrand empowerment. Employees should
be encouraged to adopt the idea of common peraadabrganisational goals.

Investors In People

Investors in People has the direct objective ofrqmiing Employee Development in a strategic
and business-led manner. In order to qualify #& & company has to demonstrate the
following:

Employee Development plans which are tied @tsgic objectives.

Plans deriving from a systematic analysis ofargational and individual needs.
A development function which is well integratedh other business functions.
Monitoring and evaluation of activities

The author recommends the adoption of IIP as it @vhance individual and organisational
growth and prosperity through:

- Improved Quality

- Increased motivation

- Greater Customer Satisfaction

- Enhanced Company Reputation

The costs of implementing such a programme araalmvfunding is available.
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National Vocational Qualifications (NVQ'’s)

The introduction of NVQ'’s into the workplace wouldlp THE COMPANY to:

- Identify Training Needs

- Set Training Targets

- Recognise Staff Achievements

- Retain Staff by Motivating/Involving Them
- Develop A Multi-Skilled Workforce

- Improve Company Performance

Employees would benefit from NVQ's through recogmitof their achievements, identification
of any skills gap and through their self-developmeFHE COMPANY would benefit from the
identification of standards and competencies, thméwork to focus on development and the
prestige associated with the ‘lIP’ label.

The Prevailing Culture at The Company

A high percentage of the workforce are dissatishédvork and do not feel valued by the
organisation; significant numbers intend to leave@ider to gain the satisfaction they crave.
Only limited training or employee development takésce, which is mainly during the first
few months of emloyment. There is pride in the pany products, although it should be
noted that this is not the same as pride in thepammyitself, a question that Directors did not
want the author to ask. Shop-floor employees beenselves as the back-bone of the
organisation but they indicate that management doeappreciate their efforts.

Communication barriers exist between both shoprferaployees and their supervisors, and
staff and their managers. Shop-floor empoyees kmbat standards are required from them,
due to the visable nature of the work . Companjdalyves and feedback on their work,
which would require communication, are less cle@ommunication quality between staff
and management leaves staff with insufficient krealgk of either standards, feedback or
overall objectives.

Management style within Marvic-Empe leaves a sigaift number of employees craving
more responsibility or guidance. There is a huge&ee of potentially valuable information
being left untapped due to a lack of work-reladestussions between supervisors and their
subordinates. Senior management is not considered particularly approachable.If We
Introduce Appraisal What Type Would Be Most Appropriate ?

It may not presently be viable to introduce apiaisowever the following points should be
noted for any future implementation

Goals- It is vital to consider the aims of any appraseheme, as conflicting goals must be
avoided.
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Formal/Informal- There should be a formal procedure to the apgkacheme but any formal
interviews need to be supported by ongoing inforeamhmunication between employees and
their managers.

Who To Appraise It is vital that any appraisal scheme is peragige being fair. Therefore
it is not appropriate to plan appraisal for oneugrof employees and not another. It would
only be valid to initially introduce appraisal tosenall group of employees if this was as a
pilot scheme, with the communicated intention thauccessful, it would be introduced to
all.

Open or closed An open appraisal (results available to the eyg®) has the advantage that
justice is_seerio be done. A manager who has to justify his cemis is likely to be more
careful in his assessment. A closed appraisalldviuel existing suspicion/apprehension
about appraisal.

Confidentiality - It should be a condition of employment for agministration staff that
they maintain the strictest confidentiality.

Timescales Extensive training would be needed to achiewiecessful appraisal system.
Therefore the potential success of a company-witkeree can not be judged from a short
pilot for which only a brief training sessions ayeen. Shop-floor employees, staff and
management would have to be committedthe scheme. A pilot scheme would need
extensive planning and should be run for at leashanths.

How to appraise- 2-way appraisal can be of more benefit than §-weHowever as
individuals need to feel involved in the procesdf-appraisal must also be encouraged.

Forms- Paperwork should be kept to a minimum.

Timing - Formal interviews should take place annuallyb@nnually, plus supplementary
appraisal when an employee is transferred betwesioss.
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CONCLUSIONS

The Company's Culture is At Odds With Appraisallédophy

Any potential appraisees are currently highly scispis of the appraisal process. As a result
they would be defensive, would not communicate tpeand therefore would not gain the
benefits from the process discussed above.

Appraisal inevitably involves additional paperwddk a manager/supervisor. Managers at
the company presently have ‘too much on their plate accommodate such a scheme,
therefore an imposed appraisal simply would notisar

The Company has a strong ‘firefighting’ culture. ppkaisal would not work in such an
environment, as tasks and events are perceiveel tofredictable and uncontrollable.

Patten ( 1982) criticizes theindless checking judgmental boxes on a graphiagatheéet
He notes that any successful appraisal schemeresganalysis. If appraisal were to be
pushed forward by senior management at the complaisyis exactly how the exercise would
be viewed, particularly by supervisors who are Husfighting.

Appraisal would only be successful if the annual borannual formal interview were
supported by day-to-day informal 2-way communigatioThis is unlikely in the present
culture at the company.

Senior management must be committed to performapgeraisal, and other managers
throughout the organisation would need to be ghigh quality training for the scheme to be
successful. Given the organisation’s history di@ninimal training, it is unlikely that senior
management would support this. They may attemptit@orners, avoid spending the money
needed to help managers learn how to give an sféegerformance appraisal.

The report has shown that there are many aspectpmfisal which would benefit the
company. Yet the present culture within the orgmion is not conducive to its introduction.
Therefore, before the organisation can contempdgigraisal, the culture would need to
change.

An analytical paper produced by a research stuidenmt Warwick University independently
noted the importance of culture change:

‘A change in culture is also required at the shapifllevel. Some way must be found
for employees to become more involved in the psomed understand the need for
consistent quality and performance.’

Sylvan Sitkey July 1994, Analysis by the Time Coegsion Programme

307



Appendix 3. Employee Development Strategy and Policy at M E Ltd

The important words used here are INVOLVEMENT, UNREIANDING and
CONSISTENT QUALITY AND PERFORMANCE, which are cuntty lacking at The
Company Ltd.

The author cannot, however, justify a culture cleamgerely for the introduction of an
appraisal scheme. Appraisal should only be iniced as part of a planned and co-ordinated
improvement programme.

This investigation into the feasibility has revehla ‘hornets nest’ of employee relations
problems. A common cause of long-standing perémee problems is that managers do not
accept and confront their employee performanceaaggdrresponsibilities

9 - RECOMMENDATIONS

Due to the present company culture, the author dumsrecommend the immediate

introduction of a formal appraisal scheme. Thegeds to be a solid foundation of good

management practice before a performance appstisame can be successfully constructed.
It is not practical to recommend that all managerd supervisors at the Company undertake
training in all areas of people management at ohimvever they represent a key group
within the organisation and therefore it is of vitaportance to the Company that they should
be effective as managers. Therefore they shoudldwioa course of basic management
training.

Employee Performance Problems - A FOCUS ON PRESEERFORMANCE is required,
rather than on old records. Prompt identificatéo consistent corrective action is needed,
keeping in mind the objective of helping the indival to grow.

In the future when an appraisal scheme is congidapplicable, it should be noted that
success depends more on the preparedness of marhgeron the systems themselves.
Therefore as much effort should be invested in PRERG THE SYSTEM USERS as in
the systems.

WELCOME SUGGESTIONS. Shop-floor employees are prigileged position to identify
potential improved working practices. Case studieNissan Yamamoto have indicated that
it could be counter-productive to introduce a tgbisuggestion box'. Individual motives (for
a financial reward or merely a personal pat on Kaek) would conflict with team
identification. Therefore a fuller relationship tiveen managers and their subordinates
should be actively encouraged, enabling frequewai2-communication. Everyone in the
company in process analysis techniques, for exan@asby's ‘Concepts of Quality
Improvement’.
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LISTEN TO WHAT EMPLOYEES ARE SAYING. The authorleved she was not guilty
of falling into the same trap as many of her cagless of dismissing the ideas of shop-floor
employees in terms of improvements in the workplattowever she was surprised by the
amount of useful information gained from employeeswering the open question about
attitudes towards appraisal. Her initial intentimas to merely determine percentages of
employees in favor of or against an appraisal syst€his would have ignored the important
contribution that all employees can make throughrtbomments and suggestions. Having
learnt from her own mistakes, the author can nptess strongly enough the importance of
LISTENING TO EMPLOYEES for the benefit of the idea@ntained, as well as for the self-
esteem of those being given the opportunity to @srtheir views.
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Practical Recommendation For Implementation

The Company could follow the example set by Nudfiélospitals, as discussed by John
Wilson and Graham Cole (1990). The appraisal sehttrare focuses on the attainment of
PERSONAL OBJECTIVES. This report has revealed a high percentage thf lwop-floor
and office personnel rarely feeling valued. Therefa scheme which concentrates on the
positive side of individuals' performance woulddiegreat benefit to both employees and the
organisation as a whole. Communication is a védetor; managers should communicate to
staff:

The content and scope of their job, including tesults they are expected to achieve

How they are progressing and the fact that thehievement is recognised.

Feedback on their career prospects and perdernalopment.

Freedom / encouragement to communicate withr tin@nediate manager about
personal progress and work generally.

The appraisal scheme need not be named as suahoitb certain negative preconceptions
from both management and subordinates. It coulccdiked the personal development
programme. This programme should be availabldl jeasonnel. Each individual's job is as
important to them as any others (as illustratedhigyquestionnaire). Everyone should have
the right to personal development.

How Would Personal Development Programme Work ?

- All personnel to have 6 monthly or 12 monthlyeiiew with manager.

- Actions are to be agreed which help both the manand subordinate to develop
professionally.

- Subordinate must be the main driving force. f-Behluation is the key to this approach,
and SELF CRITICISM IS THE EASIEST TO ACCEPT. Themager 's role becomes that of
coach.

- Appraisal is 2-way. Managers also learn fromcsdinates.

- Managers must play an active role in developihgirt subordinates, increasing their
happiness at work , morale and personal growth. .
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Setting

The interview should be conducted in an area away fdistractions, and sufficient time
should be allocated for the process. The one-tegual partnership should be stressed.

A simple form may be used by the subordinate tohiggmemory. This should be discarded
after the interview; if it was kept on record thgbserdinate may feel less inclined to be
truthful. The questionnaire should be designednoourage the manager and subordinate to
think about performance, and should cover praisepfesent achievements, assessment of
both subordinate's and manager's performance.

The outcome of the interview should be that develent actions are agreed by both parties.

Following the interviews, heads of departments khbwld debriefing sessions with senior
management to decide training requirements.

Appraisal interviews should act as the startinghp®or year-round employee coaching, as
opposed to the finishing point.

In many cases the most effective training is onjobe working for a good manger and being

given responsibility. The manager should be ermged to discuss the subordinate's
progress, to delegate, encourage, praise and emnpanormance.

Selling the Scheme

A residential course would facilitate senior mamaget’'s acquisition of the key skills
required to do the job of appraisal well. It isavithat senior management are prepared to
invest both the time and the money to get the sehsshup correctly. The residential should
include practical training in interview techniquesd counselling skills.

Subsequently all managers and supervisors shoulaibed, ideally for 1 day.

The following recommendations will ensure that tRERSONAL DEVELOPMENT
PROGRAMME has the best chance of succeeding:

* Survey employee attitudes about PDP

* Design a single purpose system, not with mugtiglonflicting
objectives

* Keep forms simple and to a minimum.
* 2-Way personal development

* Convince managers that people are worth devetppi
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* Train managers on how to conduct interviews, taeand coach
* Managers to brief staff beforehand, so they kwawat to expect

* Monitor the process through departmental briefiafjer the interviews. This
creates an opportunity for learning.
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An Unconditionally Constructive Strategy

Do only those things that are both good for thatr@hship, and good for us,
whether or not they reciprocate.

1. Rationality. Even if they are acting emotionally,
balance emotions with reason.

2. Understanding.Even if they misunderstand us,
try to understand them.

3. Communication.Even if they are not listening,
consult them before decidingon matters that affect them.

4. Reliability. Even if they are trying to deceive us, neithersttrthem nor
deceive them;
be reliable.

5. Noncoercive modes of influencdzven if they are trying to coerce us, neither
yield to that coercion nor try to coerce them;
be open to persuasion and try to persuade them.

6. Acceptance.Even if they reject us and our concerns as unwooththeir
consideration,
accept them as worthy of our consideration,
care about them, and
be open to learning from them.

(Fisher and Brown 1989)
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Unconditionally Constructive

Unconditionally Good for the | Good for me
constructive relationship because:

advice: because:

1. Balance emotiohAn irrational battle is | make fewer mistakes.

with reason.

2. Try to understand.

3. Inquire, consul

and listen.

4. Be reliable

5. Be open (g
persuasion; try
persuade.

6. Accept the other 3
worth dealing with
and learning from.

less likely.

The better | understan
you, the fewer collision
we will have.

I We both participate i
making decisions. Bettq
communication improve
them.

It tends to build trust an
confidence.

) If people are persuade
prather than coerced, bo
the outcome an
compliance are better.

To deal well with ouf
Hdifferences, | have t
deal with you and hay,
an open mind.

ddark, the better solution

2rmaking a mistake  wit
sout giving up the ability
to decide.

dMy words will have
more impact.

2By being open, | kee
thearning; it is easier t
dresist coercion if one i
open to persuasion.

ereality, I remove
obstacles to learning tf
facts and to persuadin
you on the merits.

The less | shoot in th

5| can invent and th
better able | am t
influence you.

1l reduce the risk of

DBy dealing with you ang

e
S
>
D

N

o

e
g
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Don't Bargain Over Positions

Generate a variety of possibilities before dexjdvhat to do.

based on some objestaredard.

People Separate the people from the problem.
Interests: Focus on interests, not positions.
Options:
Criteria : Insist that the result be

PROBLEM

Position Bargaining: Which Game Should You Play?

SOFT
Participants are friends.

The goal is agreement.
cultivate t

Make concessions to

relationship.

Be soft on the people and the problem.
Trust others.

Change your position easily.

Make offers.

Disclose your bottom line.

Accept one-sided losses to reach agreems

Search for the single answer: the dhey
will accept.

Insist on agreement.

Try to avoid a contest of will.

Yield to pressure.

HARD
Participants are adversaries.

The goal is victory.

n®emand concessions as a condition of
relationship.

Be hard on the problem and the people.
Distrust others.

Dig in to your position.

Make threats.

Mislead as to your bottom line.

rribemand gains as the price of agreement.

Search for the single answer: the goawill
accept.

Insist on your position.
Try to win a contest of will.

Apply pressure.

the
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PROBLEM
Positional Bargaining: Which Game
Should You Play?

SOLUTION

Change the Game -
Negotiate on the Merits

SOFT
Participants are friends.

The goal is agreement.

Make concessions to
cultivate the relationship.

Be soft on the people
and the problem.

Trust others.
Change your position
easily.

Make offers.

Disclose your bottom
line.

Accept one-sided losses
to reach agreement.

Search for the single
answer: the one they
will accept.

Insist on agreement.

Try to avoid a contest of
will.

Yield to pressure.

HARD
Participants are adversaries.

The goal is victory.

Demand concessions as a
condition of the relationship.

Be hard on the problem and
the people.

Distrust others.

Dig in to your position.

Make threats.

Mislead as to your bottom
line.

Demand gains as the price of
agreement.

Search for the single answer:
the one you will accept.

Insist on your position.

Try to win a contest of will.

Apply pressure.

Fisher and Ury (1981)
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PRINCIPLED
Participants are problem-

solvers.

The goal is a wise outcome
reached efficiently and
amicably.

Separate the people from
the problem.

Be soft on the people,
hard on the problem.

Proceed independent of
trust.

Focus on interests,
not positions.

Explore interests.

Avoid having a bottom
line.

Invent options for
mutual gain.

Develop multiple options
to choose from; decide
later.

Insist on objective
criteria.

Try to reach a result
based on standards
independent of will.

Reason and be open to
reasons; yield to prin-
ciple, not pressure.
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Quotations Used for Preconditioning

"The key to superior multibusiness teams is greatg dynamics: fast decision making with
plenty of conflict over content, but also with desgpcial bonds that limit interpersonal
conflict. To create this group process, these seaely on frequent meetings to build
familiarity and trust, data-rich information to adop a shared intuition, and clear turf
boundaries so that politicking is kept to a minimunkisenhardt, K. and Galunic, D. (2000)
Coevolving: At Last, a Way to Make Syneries Workrimd Business Review. January-
February 2000, Pages 91-101.

“The success of a partnership with a Japanese agmpalirectly related to the strength of
inter-personal relationships.” Brennam, L. anddRloD. (1991) Business Etiquette: The
Complete Book of-: The Essential Guide To GettingeAd In Business, Judy Piatkus
Publishers Ltd, London.

“The basis of Japanese etiquette is respect-foivitheéhls, companies, ideals and
methodologies. Respect is demonstrated in evgrgca®f good behaviour. For example,
when a Japanese agrees to allow you to pay foh)ureis respecting your right and ability to
do so.” Brennan and Block, 1991, p153

“You must have a culture that encourages qualilies relentless pursuit, bottomless
resources of imagination, and both smooth teamvamidk individual autonomy.” Champy
1995. p76.

“reducing hierarchy, bureaucracy, and the restt @ inot just a matter of rearranging the
furniture to face our customers and markets. la imatter of rearranging the quality of
peoples attachments - to their work and to eachrdgt@hampy 1995. p77.

“Six Ways To Make People Like You
Rule 1:Become genuinely interested in other people
Rule 2: Smile
Rule 3:Remember that a man’s name is to him (Aersweetest and most important sound
in (his/her) language.
Rule 4:Be a good listerner. Encourage otheralkoabout themselves.
Rule 5:Talk in terms of the other man’s (/womairggrests.
Rule 6: Make the other person feel import-and diniterely.” From Carnegie, 1938 p121.

“Twelve Ways of Winning People to Your Way of Thing

Rule 1: The only way to get the best of an arguneeta avoid it.

Rule 2:Show respect for the other man’s opiniddsver tell a man he is wrong.
Rule 3:1f you are wrong, admit it quickly and enagibally.

Rule 4:Begin in a friendly way.

Rule 5: Get the other person saying “yes, yes” ighately.

Rule 6:Let the other man do a great deal of thénig
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Rule 7:Let the other man feel that the idea is his
Rule 8: Try honestly to see things from the othenspn’s point of view.
Rule 9:Be sympathetic to the other person’s ideakdesires.

Rule 10: Appeal to the nobler motives.
Rule 11: Dramatize your ideas.
Rule 12: Throw down a challenge.”

Carnegie, 1938 p192
“Nine Ways to Change People Without Giving Offencé\rousing Resentment

Rule 1: Begin with praise and honest appreciation
Rule 2: Call attention to people’s mistakes indisec
Rule 3:Talk about your own mistakes before catig the other person.
Rule 4: Ask questions instead of giving direct osde
Rule 5:Let the other man same his face.
Rule 6:Praise the slightest improvement and prevgey improvement. Be “hearty in your
approbation and lavish in your praise”.
Rule 7:Give the other person a fine reputatioliveup to.
Rule 8:Use encouragement. Make the fault seegnteamrrect.
Rule 9:Make the other person happy about doingfting you suggest.
Carnegie, 1938 p219

“Seven Rules for Making Your Home Life Happier
Rule 1:Don't nag.
Rule 2:Don’t try to make your partner over.
Rule 3:Don't critize.
Rule 4: Give honest appreciation.
Rule 5:Pay little attentions.
Rule 6:Be courteous.
Rule 7:Read a good book on the sexual side ofiaga:r’

Carnegie, 1938 p254

As Champy “participated in and observed reengingegprojects in hundreds of corporations,
[he] ..noticed striking similarities in the valuasd behaviours promoted by their different
cultures.” He goes on to say: “What's emmergisga ibroad, humanly satisfying culture of
willingness, the willingness, specifically...

To perform up to the highest measure of competesways.

To take initiatives and risks.

To adapt to change.

To make decisions.

To work cooperatively as a team.

. To be open, especially with information, knovgedand news of forthcoming or
actual “problems.”

7. To trust, and be trustworthy.

8. To respect others (customers, suppliers, arldagples) and oneself.
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9. To answer for our actions, to accept resporitsibil
10. To judge and be judged, reward and be rewatedhe basis of our performance.”
Champy 1995. p78/9.

ELECTRONIC COMPONENTS

A PRACTICAL GUIDE FOR PURCHASERS AND SUPPLIERS
CODE OF GOOD PRACTICE

NEDC

THE CODE OF PRACTICE AS IT RELATES TO THE SUPPLIER

1.1 If seriously intent on making a commercial s#te supplier needs to field a professional
salesman who is likely to be persona grata withgbhechaser. Continuity of sales force
personnel plays an important part in developingappropriate relationship. The salesman
needs to be technically competent yet able andngilto draw on as much additional

technical input as may be necessary.

1.2 The honesty and integrity of the sales staféinbe beyond doubt. They must have the
right and ability to commit their companies to slypgontracts which they themselves believe
are achievable. However, as the commitment ishieae some future activity, the purchaser
must also use vendor assessments to give assuhantle contract is likely to be achieved.

1.3 The supplier provides a service to the pumhasd should be committed to meeting all
the purchaser’s defined needs.

1.4 The supplier should become fully conversarthhe purchaser’s invoicing procedures
to enable prompt and consistent payment by thehpser as agreed in the conditions of
contract.

1.5 The salesmen should be responsive to thernest®needs and must be able to rely on
consistent support from their office.

1.6 Where a salesman agrees to supply goods iagla source to his customer, he should
recognise the absolute nature of the commitmentodaain the backing of his organisation.
In this situation the customer really is alwaystig

1.7 The salesman must be fully aware of his coryipgroduction scheduling and must not
accept orders unless there is capacity at thenestjtime.

1.8 The salesman needs to take time out to urashetrshe motivation of customers - what is
important to them, why and what future problemsytagpect to encounter. The salesman
needs to track the purchaser’s requirements leadiagBest Buy’ and to follow up all leads
and opportunities with interest and determination.

1.9 The supplier also needs to open up channédsthe technology area, to consider
improving existing products and developing new oimesonjunction with the purchaser, to
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enable the best product to be offered to the cust@mnd carry out awareness training in new
technology/products.

1.10 Depending on the nature of the relationsthip,salesman must be willing and able to
involve management of all disciplines to help mamageet the needs of the customer. This
includes all aspects of quality, delivery and sazvi

1.11 A good supplier will be anticipating the @mer’s future needs.
THE CODE OF PRACTICE AS IT RELATES TO THE CUSTOMER

2.1 The honesty and integrity of the purchasimadf shust be absolute. They must have the
right and ability to commit their company to pursimg contracts.

2.2 A purchaser needs to understand the commuoditket place in which he is operating.

He needs to know the players, their strengths aeakmnesses. He should know what his
competitors are doing, where they are buying ang whe should keep himself informed of

the supply and demand situation for the commodith® national and world-wide basis.

2.3 A purchaser should understand the productshieuying, not the immense technical
detail, but at least to the level of what is doed why. Only then can he act as an effective
agent between the supplier and his technologists.

2.4 Commodity purchasing managers should be yatedponsible for actions and decisions
in their commodity area. Advice and guidance mayiven by their Line Managers, but not
instructions.

2.5 The purchaser should regard himself as pnogidi service to his customers, whoever
they are (production, marketing, sales, design, B é&ic.). The purchaser has a commitment
to these customers to succeed, not to find exdasdsilure. There are no problems, only

opportunities.

2.6 The purchaser has a unique responsibilityptorose the “Best Deal” having regard to
specification, quality, product reliability, deliwereliability, price, supplier reliability, lead
time and batch size. The definition of “Best Daalunique for every situation which is why
the professionalism and understanding of the fonds so essential.

2.7 The purchaser should act responsibly to enkigrgrompt and consistent payment of
suppliers within the contracted time period. Tpesiod should be reasonably short and not to
exceed that which the purchaser agrees with his cwstomers. This is of even greater
importance where large companies purchase fromlemslippliers, since other wise the

purchaser’s work-in-progress in effect has to lmariced by the small supplier for whom

credit is likely to be more expensive.

2.8 The purchaser, in order to fulfil 2.5 and al®ve, must have an absolute right to call
upon anyone within his organisation, including nesirkg, production and quality, for
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clarification of the requirements, and indeed nimtw who to call on when support must be
given.

2.9 Technical Back-up. In paragraph 2.8, the rMfeedhe purchaser to be able to call on
internal resources was established. This canufseconly happen if the purchaser himself is
willing to do so. Part of the purchaser’'s profeasl responsibility is to take the best
technical advice available.

2.10 The purchaser should get to know the supplezll and needs to understand their
motivation, ability, skills, commitment to custorsgprocesses, flexibility, inventory policy
etc. Only in this way is the purchaser able tivarat a balanced and correct answer to 2.6
above.

2.11 Vendor Assessments. In order to establigpl®r credibility within a purchasing
organisation, it is essential to conduct Vendore&sments involving staff from purchasing,
quality, design and finance. This provides annapif opportunity to get to know the supplier
in depth and can avoid a lot of misunderstanding.

2.12 Single Sourcing. This decision by a purché&seingle source a requirement can give
benefits in volume terms, consistency of qualitg atyle, but clearly can only work if there is
an absolute commitment given by the supplier totrttee purchaser’s needs. This can work
out very well in practice, but clearly all the ‘wh# scenarios need to be examined.

THE CODE OF PRACTICE AS IT RELATES TO THE RELATIOMN®P
BETWEEN PURCHASER AND SUPPLIER

3.1 The reason for stressing the need for prafeaism in this relationship is not to boost
membership of any Institutes, but to ensure thatghrchaser and supplier can be totally
trusted to work together without compromising thelwss, their companies or their

agreements. This is an essential ingredient toelationship and puts a heavy responsibility
on both parties.

3.2 Both buyer and seller should recognise thatstipplier is in effect an extension of the
purchaser’'s own operation and channels of commtiaicghould be set up and structured
accordingly. The supplier also needs to understgritie purchaser’s organisation if they are
to position themselves in such a way as to be teffec

3.3 Where single sourcing is appropriate, a ‘spaelationship’ needs to exist where both
sides recognise the absolute nature of their resipiities. The purchaser needs to
understand and respect the limitations of the sepphd the supplier has to be committed to
responding to meet the purchaser’s needs. If tppl®r accepts the role of single source,
then there is an absolute duty to perform. No sesu

3.4 The technical complexity of product is oftegh) including instances where the full
specification is not know at the time of initialntoact. Purchasers and suppliers have a
mutual responsibility to ensure that the technileadision makers are kept well briefed and if
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possible, should arrange regular technical meetbejween the parties. Where necessary,
arrangements should be made to exchange confitignagreements between the parties to
enable this process to take place.

3.5 Vendor Ratings should be carried out to monitee performance of the supplier
originally chosen through the Vendor Assessmeiiitsese ratings should be carried out with
full co-operation of the vendor and should not eersas ‘policing’. Following ratings, joint
reviews should take place to discuss any problems.

3.6 A stable relationship between the supplier tredpurchaser leads to the best results.
This needs to be reviewed regularly, worked at dikg relationship and the parties need to be
frank and honest. Both parties should keep therattfformed of their intentions so that the
other may respond constructively.

3.7 Where the nature of the product dictates dhaarms length relationship is appropriate
e.g. low value miscellaneous items, effort showdniade to reduce cost to both parties. It
may be possible to establish some form of ‘in-hadis&ibutorship’ whereby the product is
not bought until it is actually needed, but wherebing one distributor some volume benefit
can be obtained.

Procedure for Preconditioning

The procedure proposed by Pondy and Huff was usethe procedural guideline for
preconditioning programme. The procedure followsatvwas agreed to be a suitable
sequence to clarify the current state and redutfedubiguity and potential conflict:

1. Make small changes that seem reasonable within fatby frames; avoid decisions and
actions that are unreasonable within either frame.

2. Assess the plausibility of both frames by:

(a) Monitoring external events more intensively;
(b) Monitoring the effects of the small incrementali@as that are taken.

3. Begin to develop an information base that will pgrmajor changes to be made if and
when it becomes clear that major changes are esjuir

4. Send ambiguous signals to the organisation that@rsistent with both frames in order to
maximise flexibility to go either way. Do not imuhately discredit the current frame.

5. Attempt privately to re-articulate the current pgliframe so that its plausibility can be
assessed more fully; at the same time begin tolaewke elements of an alternative
plausible policy frame within an inner circle ofisted policy makers.

6. Avoid making irreversible decisions and commitmamsl deadlines force you to do so;
delay action as long as possible so that a maximfunformation is available.

7. Begin to create the awareness more broadly amomgugastakeholders that some change
may be necessary.
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8. If and when it becomes clear that more permaneahgds will be required, develop
support for partial solutions that will graduallyraulate into a new strategy.

9. Develop the necessary slack resources that wilinpea partial, rather than a total,
response to the immediate (but perhaps temporhayges in the environment.

10.Throughout the process of adaptive responsatiig@nd protect the core activities of the
(business units in question), and also protecttédibility of the administrative structure.

Pondy, L., Boland, R. and Thomas, H. (1988) Mangdgimbiguity and Change, Wiley,
Chichester.

The supplier development programme given below gvaated during the preconditioning
sessions as a simulation of what the focus groaglithted by the researcher, considered
assembler customers would consider a suitable apprto developing their suppliers. This
supplier development programme uses human resonraeagement as the agents of change

rather than the conventional purchasing drivenatntes.

HRM Based Supplier Development Programme

1. HRM manager to define Internal Development Champiole, characteristics and
performance criteria.
 To act as development director
2. HRM manager to review existing staff functionsesglopportunities to develop existing
staff, and thoseensitiveto technical and managerial issues.
*  This should follow Fitz-Enz' (1993) Staff Benchmiagkmodel.
* In organisations where a mandate has been madéuttiar recruiting is forbidden
to re-arrange subordinate employees to reportiterahanagers.
* Where there is ‘fat’ in a department, take thostaeprofessional personnel, who
are sensitive to technical and managerial issudarto the Supplier Development
Team.
3. Select the Internal Development Champion
* To oversee all development and improvement acwiti
» Selection made based upon information node rolgpl®r problems, politics and
mechanisms description honesty
4. Select the Internal Supplier Development Champion
* To set in motion the mechanisms for supply chairettgpment
Define competitors characteristics and performamiteria
Monitor and ‘snap shot’ conditions to decide orediion.
State the initial conditions and driving forcesiagton each participant in the industry.
Requires the mission statement to contain direcém senior Source company
management, commitment and tolerance,
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10.
11.
12.
13.
14.

15.

16.

17.
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Request benchmark feedback from suppliers and messoof internal activities.

Benchmark local resource requirements

Benchmark remote resources

Define internal role

Define locally supported strategic roles

Define internal and suppliers’ ideal characterssaod performance criteria

Categorise suppliers dependent upon relative gtants, location, current performance,

demonstrated acceptance and implementation of ehamg active, passive, potential

and reject. Classify internal and suppliers tratehgrades ABC into Strategic Aligned,

Strategic Independent, Spot Commaodity.

Select or de-select suppliers

» Deselect non active, poor suppliers,

» Deselect suppliers based upon competitive perfocmacomparison between
suppliers for long term contracts

Select the Suppliers’ Champion

* Based upon information node role, supplier problepditics and mechanisms
description honesty

* Nominate, vote, order, direct, specifically emplmyite,

Develop information node staff

* To enhance suppliers’ internal performance

* To gain suppliers’ internal management commitment

* To enhance quality of information, speed, accuraggliness

324



Appendix 5. Filled Interpretations Matrices

Appendix 5. Filled Interpretation Matrices

Generic Development Methods (Interpretations) Magxample filled in - Page 326

M E Ltd Interpretations Matrix - Page 342
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Interpretations Matrix

TARGETS
INDIVIDUAL

PERSONAL

INTER-PERSONAL

GROUP

TEAM

HIERARCHY

ALLIANCE,

ORGANISATION

DMM generic example filled in

PROCESS

DRIVING FORCE

Al Financial survival,
prosperity and security

A2 Self esteem, self

development, competitive

instinct, individualism,

A3 Cohesion,

partnership, competitive

advantage.

A4 Need to belong

A5 Need to contribute,
participate, compete

A6 Centralised control
versus decentralised
entrepreneurialism

A7 Internal competition

between teams, blame
culture between

management and workers
(them and us) at an intra-

organisational level

A8 Direct challenge or
competition from
substitute or potential
replacement. Financial
survival, prosperity and
security

PSYCHOLOGICAL

B1 Internal drivers: don't be
stupid - knowledge worker;
don't be lazy - hard worker,

B2 Game player; rebellious
trying to gain recognition or
individuality

B3 Win-Win contracts rather
than win/lose. Non-game
playing (Berne 1964).

B4 Part of a collective whole,
individuality moulded or
adapted to the collective -
clique

B5 Part of a collective whole
while retaining individuality

B6 That's not your job. If you
don't do what you're supposed
to do, it won't get done.

B7 Win/Win rather than game
playing - prisoner's dilemma,
win/lose. Dependence
progresses to independence,
with maturity ends in
interdependence

B8 Knee jerk reactions or
ignore as if does not exist.
Tactical short-termism rather
than strategic long-term..
Focus on weaknesses and
threats. Possible lip service
only to analysis and
exploitation of strengths and
weaknesses.
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PERSPECTIVE

C1 Focus on the job, focus on
surroundings, focus on external
events, focus on conflict, focus on
non-related issues

C2 Focus on personal issues;
contact and reference points;

C3 Focus on problem, not on
people and positions.

C4 Focus on group harmony,
pursuing commonality

C5 Focus on contribution of diverse
skilled team members

C6 Focus on authority,
responsibility and accountability

C7 Short termism versus strategic
agenda. Close to centre or a non-
core protagonists

C8 Focus on challenges -
performance gaps, objectives,
techniques, task and people,
Perceive the bigger picture,
processes or only functional
activities; Customer oriented?
Response imperative - sense of
urgency. Focus on strengths and
opportunities, or on weaknesses
and threats?



CHANGE DRIVER

ALLIANCE,

MONOPOLY,

CARTEL,

CO-OPERATIVE,

PARTNERSHIP,

CONTRACTOR,

DMM generic example filled in

A9 Introduces and
summarises the issues
that drive change,
suggests opportunities
where improvement and
development will likely
lead to competitive
advantage

A10 External

competition, blame
culture at an inter-
organisational level

A1l Technological or
economic leadership;
substitutes; anti-socialist
movements - capitalist
competition; EU
legislation; customer

leverane:
Al1l2 Economics based on

finding adequate
substitutes that challenge
the status quo

A13 Equal voting rights
to avoid dominance -
supplier, customer or
competitor leverage

Al14 Synchronisation and
co-evolution

A15 Survival via
profitable acceptance and
fulfilment of project
contracts

B9 Leader of ideas rather
than actions? Lets others
express themselves. Listens.
Summarises. Acts as
chairperson and shaper.
Keeps the target's discussion
on the subject of interest.
Time manages.

B10 Win/Win rather than
game playing - prisoner's
dilemma, win/lose.
Dependence progresses to
independence, with maturity
ends in interdependence

B11 Intra-company group
think; fear of substitutes - buy-
out start-up companies,
acquire patent rights; desire to
crush niche intrants

B12 Inter-company group
think; best interests with the
shareholders;

B13 No direct competition
between co-operative
members; herd psychology;

B14 Strategically important
relationships reinforced by
commitment

B15 Competitive proposition
couched in competence,
effective deployment for
specific activities and
durations
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C9 Could anticipate, plan & define
appropriate strategy. May not know
the answer. Asks open questions
to allow others to expand their
understanding, come to
conclusions, define plans and
commit to them. Altenatively tries
teaching, telling and demanding
activities undertaken to a pre-
defined plan - may create
resentment.

C10 Strategic agenda for core
protagonists. Decision on equity
links and joint investment. 500 year
planning horizon (as used by
Mitsubishi)

C11 Individuals perception of job
security; 'on to a good thing’;

C12 Dominance not threatened
due to high cost of entry; public
pressure and political maneuvering
can impact internal policies

C13 Symbiosis rather than control
of others with or without ownership
(vertical integration or partnerships)

C14 Interdependence

C15 Can decide to be, or not be
dependent on repeat contracts;
operates as a project based
organisation



CLIENT,

SUPPLIER

CUSTOMER

EXTERNAL BODIES

IMPLEMENTATION
ACTIVITIES

DMM generic example filled in

A16 Fickle users; in
ability to clarify
requirements; low brand
loyalty.

Al17 Securing adequate
provisions - quantity,
quality, responsive to
demand variations ie:
variant flexibility & volume
flexibility.

Al18 Recipient
expectations - quality,
cost, delivery,
responsiveness;
subjective or objective
requirements

A19 Competing
stakeholder requirements
and demands;
competitors (products and
keiretsu), substitutes,
governmental bodies,
scientific and
technological leaders;

A20 Need to create and
sustain competitive
advantage

B16 Has an unfulfilled
principal requirement and is
willing to exchange value
(cash) for goods or services to
meed the requirements; Need
for prestige or status
manifested by manufactured
goods.

B17 Has all of the
responsibility for provisions.
In adversarial trading,
probably has little authority to
affect changes to designs.

B18 Has all of the authority to
decide which supplier to
source from

B19 Independence is
considered vital to the role;
service provision financed by
collecting funds - taxes, duty
levied, fees for services,
copies of white papers,
reports and standards

B20 Implementation fatigue.
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C16 Sense of urgency associated
with fulfilling the requirement -
cognitive dissonance created when
required to wait for a product to be
produced and/or delivered - P/d
ratio. Self perception; perceived
requirements.

C17 Degree of access to LRVP;
focus on process flexibilities and
internal logistics effectiveness;

C18 Forecast horizon - long range
volume plans (LRVP), short term
build schedules

C19 External observation;
unhindered by short-term financial
performance; advanced technology
development, support technology
validation trials with companies
whose core competence this is, or
could be.

C20 Just another improvement
campaign; alterting individuals to
their preferred style via standard
etic assessment instruments;
Observation, seeing, listening;
Interpretation, thinking, reviewing,
discussing.



DMM generic example filled in

-SUPPORT A21 Recognise strategic B21 Select candidate C21 Simultaneously understands

driving forces:
weaknesses and threats;

-DIRECT A22 Toremain in
gameful employment; to
remain current in the
specialism and develop
transferable 'life skills'

employees via etic personality holistic interactions and relates to
trait assessment devices. challenges faced by directly

Select existing employees for involved individuals; understands
roles dependent on fit'; focus the terminology and concepts used;
on emphasising strengths and

opportunities rather than

weaknesses and threats.

B22 Focus on understanding C22 Detachment to attain an

preferred modes via etic alternate perspective, identify tacit
personality trait assessment  assumptions, solicit comments
devices. based on others' observations.
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PHILOSOPHY

D1 Personality classifiable by
Myers Briggs type indicator. If
not part of solution, part of the
problem.

D2 Theory X - It is only work,
and | do it for money. Theory
Y - It is what | do because |
enjoy it.

D3 Unconditionally
constructive strategy (Fisher
and Ury, & Fisher and Brown)
Do what is right for oneself
and the relationship,
irregardless of what the other
does.

D4 This is what we do, this is
who we are, "I'm a welder",
this is what we look like -
common style

D5 Team role preferences
identifiable via Belbin roles;
this is a game we can win,
though the competition is not
us. We are distinct from what
we do.

D6 Defined by Organisation or
senior management

D7 Centralised control (fit) or
Decentralised
entrepreneurialism (split)

D8 Values and cultural
ambitions identifed. Either: 1)
identify deficiencies in others'
work and create initiative to
put in corrective action, or 2)
focus on what we do wrong,
and what we can do our
selves to put it right.

DMM generic example filled in

LEARNING

E1 Specific learning
needs analysis,

E2 Criteria and
measures by which
performance is assessed.
Learn by doing

E3 Learn from a mentor.
Learn by observation.
Learn by role modelling
based on another.
Identify values.

E4 Group norms;
Creating all-round
performance by balancing
own weaknesses with
other's strengths

E5 Performance
expectations, challenge to
un learn old habits -
supervisor becomes team
leader

E6 Who are the key
players, the rules of the
game

E7 Centralised lessons
to learn hub. Willingness
to teach and answer
tough questions

E8 Organisational
learning and learning
organisation. Dependent
on issues reviewed in
perspective and
philosophy.

CHANGE

F1 Open up to what the individual
can change and how.

F2 What does the individual
change at the personal level in
terms of attitudes, behaviour,
perspectives, philosophy

F3 Plan activities and guiding
metaphors. Putting into practice.

F4 Focus on achieving changes to
the focus issue that all can
contribute to simultaneously

F5 Identify a range of
opportunities and distribute them
between participants that are
specialists

F6 Change as a result of
identifying better internal operating
model

F7 Internal customer and supplier
relationships. The network created
is the source of competitive
advantage

F8 Change as a result of external
environment data updates;
Systematic and/or appraisal
approach or an attitude to
continuous improvement. Fact
based decision making or intuitive
hunches - "go find me data that
supports this".
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D9 Change is good. Change
is necessary. Change is part
of a dynamic system. Change
requires specific training,
general development and
generic learning.

D10 Play to core capabilities,
reward performance and
innovation.

D11 'any colour as long as it
is black’ versus market
diversification based on
introducing variety late in the
process while focusing on core
competencies

D12 Dominate to create
stability

D13 Operate to take market
share from non-cooperative
members

D14 Long-term integrated
symbiotic relationship based
on performance

D15 Works to project budget
and time schedules; accepts
commissions on the basis of
acquiring diverse capabilities.

DMM generic example filled in

E9 Learning and
teaching enabling
approaches, techniques,
and measures.

E10 Centralised review
of lessons to learn and

F9 Managing transition phase.
Aware of risks, monitors key
performance indicators, coaches
and motivates participants.

F10 Relationships are managed to
form a strategic network for

improvement proposals to competitive advantage

ensure global standard
methods and component

specifications - share best

practice; Learn by doing;
Systematic and Appraisal
approaches

E11l Can become
incestuous & hence
learning stops or slows.
Not invented here
syndrome?

E12 Replicated lessons
learnt for generic process
steps; bespoking
undertaken, particularly in
petrochemical industry,
late in the process, i.e.
mixing additives when
filling tankers, all
materials up to then are
common.

E13 Rich source of
comparative benchmarks
and transferable abstract
concepts.

E14 Member ship of a
supplier association
allows access to data
each partner is willing to
share; a degree of
openness is required

E15 Learn by doing;
learn by poaching staff;
learns by proper planning
and consultation with the
client/customer.

F11 Drastic if a new entrant
produces a substitute. Could be
detrimental to society if external
bodies do not have a moderating
influence.

F12 Consensus driven - a camel
is a horse designed by committee

F13 Change to recognition and
procedural agreements by
consensus. Change to substantive
issues, when operating as
'independent traders' permits
significant freedom to implement
enhancements as free-lancers

F14 Each partner has full authority
to modify their internal logistics - to
optimise flow of materials, money
and information.

F15 Accepts change since it is a
project based business;
implements change as a third
party; can recommend change
projects as part of the viability
study or as via consultation
services
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D16 Method of evaluating
proposals by prospective
producer-

suppliers/assemblers; will the
client accept previously owned
goods (2nd hand) or demand
new products built to unique

specification

D17 Required to have the
deepest commitment to

assembler customers and to

fulfilling their business

requirements by focusing on

core competencies.

D18 Make or buy decision.

Single, sole, dual or multi-

source; Vertical intergration,

keiretsu or other equity
linkages; Collaboration or
adversarialism;

D19 Providing guidelines and

requirements to ensure

consistency, health and safety.

D20 Competing to grow,

growth through competition.

Network competes against
network (keiretsu versus
keiretsu); create the
acceptance of the need to

learn, develop and change;

never complacent;

DMM generic example filled in

E16 Dependent on the
responsibility clause in
the contract with their
supplier.

E17 Usually
independently, however
can be given 'on a plate'
via either kyoryoku kai
(membership of asupplier
association), by
benchmarking or internal
technology transfer
between affiliates

E18 Defined learning
function; improvement
proposal review panel;
reproducing described
work - validity; repeating
previous work - to gauge
stability or for
benchmarking purposes

E19 Learned institutions -
working groups;
government quangos,
think tanks, policy
committees; British
Standard/ISO and legal
requirements or
presidents; University
studies;

E20 Systematic and
appraisal approach.
Open learning
environment; mentoring;

skills audit, 360°
feedback, seminars,
search conferences, role
play for set scenarios.
Not all lessons will be
planned; process
consultation undertaken
since even the facilitator

may not know the
anQwer

F16 Changes perception of
requirements or ideal solutions to
requirements sporadically,
especially when an innovation is
released or becomes popular

F17 Autonomously undertaken or
resulting from stress created by the
need to compete

F18 Attempts to create
competition via change or tries to
keep pace with competitors is a
minimum; Accelerate past
competitors to more fully satsify
client requirements; kaizen as a
way of life & kai kaku for
reengineering projects to achieve
rapid and drastic enhancements
F19 Nominally adjusts
specifications and guidelines as a
result of a president, incident or
innovation.

F20 Plan, Do, Check, Act cycle;
JDI - just do it; selling initiatives to
management - supporters,
facilitators, participants and
recipients, and those otherwise
affected stakeholders (reverse
marketing) .
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D21 Aims to identify hygiene
factors and motivators to
facilitate transitions. Clarifies
and commits to corporate and
individual values.

D22 Win/Win via
assertiveness created by an
unconditonally constructive
strategy. Quality and
leadership philosophy. Learn
by doing; being scared but
doing it anyway.

DMM generic example filled in

E21 Learns techniques
and applies them in role
playing sessions;
undertakes analysis;
creates/reviews strategic
vision proposals.

E22 Participation in
search conferences,
awareness training;
reviews of case studies &
recent projects;
preparation and
subsequent analysis of
internal surveys;

F21 Sets out the agenda,
roadmap and strategic plan.
Knows what should be changed;
facilitates; has the courage to
delegate authority.

F22 Change starts with decision to
change and commitment to
enhancing working environment
and outputs. Knows what can be
changed; has the courage to do so
and the wisdom to know the
difference.
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IMPROVEMENT

G1 Having a go - 'just do it' (JDI); Can
be perceived as 'holier than thou’;
Adopting the moral and intellectual 'high-
ground'

G2 Refining one's goals. Setting a time
scale. Achieving regular successes.

G3 Setting out the agenda. Ask for
advice from a mentor or third party
ombudsman.

G4 Understanding and allowing for
individuality, developing tollerance to
diversity

G5 Increased co-ordination and
cohesiveness of diverse energies and
attributes; Focus on the job and how to
improve the job

G6 Managed project to switch-over to
new system

G7 Recognition, procedural and
substantive agreements reached. Flag
potential problems early. No putting the
spanner in late in a project.

G8 Continuous improvement (kaizen)
or rapid step change (kaikaku).
Automation, electronic assistance tools,
simulation excercises - what if analysis.

DMM generic example filled in

TECHNIQUES

H1 Self directed learning to
achieve development; reflective

practitioner

H2 Career planning; Focusing on
strengths and opportunities

H3 Implementing perspective

changes by practicing
assertiveness.

H4 Exageration of existing

characteristics.

H5 Training; suggestions;
coaching by experienced change

agent

H6 Electronic data interchange
and integration (EDI) eliminates
hierarchy except for exclusions

H7 Process consultancy used by
management. Unconditionally

Constructive Strategy is
employeed

H8 Focus groups, subject teams,
lone free agents - specialists, free
lance project workers, search

conferences, engage consultants,

encourage lateral thinking

approaches to create alternate

perspectives.
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RESULTS

11 Leadership of ideas
and of people; Lessons
learned and
implemented; Pride in
one's accomplishments

12 Achievement

I3 Focus on the issue.
Not playing games.
Taking responsibility.
Leading by example.

14 If positive, more
individuals wish to
affiliate with the group.

I5 Shared recognition,
token awards at
publicised events

16 Efficient
communication

|17 Achievement,
learning, respect for the
individual. Data shared
in a timely manner.
Assertive company
associates.

I8 Gap analysis,
comparison with similar
organisations and/or
with customer's
requirements. Tangible
results seen as
improvement indicators.
Real result is the
change in
organisational culture.



G9 Encourage front line people -
actually doing the work to have two jobs
1) to do the job they are doing, and 2) to
improve that job. To improve the
relationship with internal and external

customers and suppliers (intra- and inter-

organisational boundaires are managed
by empowered employees).

G10 Recognition, procedural and
substantive agreements reached. Flag
potential problems early. No putting the
spanner in late in a project.
Development contracts funded by non-
recurring expenditure agreements.

G11 Rate subject to global competitive
forces.

G12 Implemented independently; once
one does, they all do - all reticent to be
first, none want to be last.

G13 Implemented ad hoc and soon
after the opportunity is identified

G14 Gauged against demands by the
customer or ssembler for cost down
curves, defect rate reductions, delivery
performance rates; shared benefits -
savings split between network partners
for a win/win.

G15 Implementation according to the
agreed plan

DMM generic example filled in

H9 Inform others of the macro
situation, the challenge, identify
alternative solutions, explain the
chosen intervention, show how
plan is designed, explain what is
required to succeed, allow time
for feedback. Alternatively:
Shock, alarm, instruct and
measure.

H10 Unconditionally constructive
strategy used as part of the
'memorandum of intent'. Formal
contracts (legalistic approach) is
avoided where possible, except in
circumstances where legislation
requires.

H11 Non-public disclosure;
massive expenditure on research
and development to create 'off
the shelf' solutions for possible
scenarios, ie threat from a new
entrant that aims to break the

mononolv
H12 Non-public disclosure;

massive expenditure on research
and development to create 'off
the shelf' solutions for possible
scenarios, ie threat from a new
entrant that operates outside the
cartel

H13 Justdo it (JDI)

H14 Joint development initiative
for innovation, process stability
and capability, joint planning,
early involvement, single data
bank with data access; non-
disclosure agreements (NDAS) in
place

H15 Ensuring responsibility is
clearly defined, focusing on
techniques and skills. Internally
managing contractor's own
efficiency; external resistance is
responsibility of client/customer.
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19 Results are
achieved by clients,
whom think they
identified the
opportunities, solutions
and implemented
willingly.

110 Achieves superior
performance in the
business sectors. Key
performance indicators
benchmarked by other
industries with similar
processes rather than
direct competitors.
Shared benefits.

111 Can create their
own wind-fall by
imposing on society or
industry their own
conditions

112 Subject to macro-
economic stimulus and
transitions

113 Dependent on the
amount of planning and
complexity of the
improvement

114 Superior sustained
peak performance

115 Deliverables are
delivered



G16 Reverse marketing; offering
training and education services as part
of the augmented product ie more
emphasis on services and less on

materials.

G17 Gauged against demands by the
customer or assembler for cost down
curves, defect rate reductions, delivery
performance rates; probably agreed
during an annual purchasing function

spending round squeeze

G18 Focus internally, upstream to

DMM generic example filled in

H16 Typically left to the provider
to decide on behalf of the client.

H17 Focus on core
competencies and efficient
techniques.

H18 Create savingsthat form the

suppliers and down stream to customer - basis of an improvement budget;

in this sequence.

G19 Focused on key protagonists for
industrial tourists; providing a thresh-
hold level of recognised acceptability

G20 Periodic reviews undertaken;

focus on simplicity,
synchronisation, customer
satisfaction,

H19 Publication and
dissemination of formal
requirements

H20 Systematic approach
(Barrington's model); technician,
craftsman and professional levels
of competency. Techniques may
be perceived as secondary to
primary activities, hence take
up/utilisation rate may be low.
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116 Reliant on
providers. Likely only to
recognise

dissatisfaction if the
product or good does
not meet expectations.
May not recognise
satisfaction except
when the good or
service is referred to by
another, in which case
this is a function of
‘gestalt' perspective
(Houston)

117 Superior
performance; equalling
or surpassing the
benchmark rate of
improvement.

118 High value add via
coordinating efforts of
others and adding value
by late configuration or
point of variation.

119 Take-up rate of
accreditation by third
party assessors;
number of sales of
copies of relevant
publications.

120 Consciencious
usage where required



G21 Verify a plan has been created;
responsible person is identified; person
undertaking the activity is agreed,;
collaborating protagonists agreed;
peopleto be informed are listed.

G22 Achieving a level of skill in
techniques without pressure to optimise.

DMM generic example filled in

H21 Time management - delay,
delegate, ditch & do. Sponsoring
initiatives; providing -securing or
realocating resources; acting as
ombudsman, facilitator, mentor,
project milestone reviewer,
responsible person.

H22 Application and optimisation
of lessons learnt, tools, skills,
philosophies etc, within the
framework created by awareness
of alternative perceptions that are
conducive to achievement.
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121 Success is
achieved through
others; helping others
to achieve greater
results lets support staff
achieve greater results.
Helping others to help
themselves -
dependency,
independence and inter-
dependency.

122 Achievements
derived from enhancing
capabilities and
performance



DRIVING FORCES

J1 Sense of being an
individual - Alpha
male or female; Ability
to outperform and
become the
benchmark or leading
example

J2 Desire to achieve
more, or for longer.
Feelings of elation
associated with
success.

J3 Fewer
interpersonal conflicts
- hygiene factor is
eliminated or reduced.

J4 Exageration of
existing
characteristics.

J5 Motivation
resulting from
achievement
(Montgomery, 1987,
The truth about
success and
motivation, Thorsons
Publ.)

J6 More efficient
communication

J7 Motivated to share
the "company way"

J8 Sustained
competitive
advantage over
competitors; change
initiative has gained
momentum and
direction, Focus on
strengths - positive
psychology, emphasis
on unigueness and
core competencies,
stimulate creativity
and can do attitude.

DMM generic example filled in
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DMM generic example filled in

J9 Desire to start
another project or
mentor other change
projects as an agent
of change.

J10 Potential to
reduce overhead
marketing costs by
focusing on core
contracts. Shared
benefits by focusing
on costs rather than
unit price.

J11 Sustaining the
status quo

J12 Sustaining the
status quo

J13 Entrepreneurial
enthusiasm

J14 Elevating
sustainable
performance to create
leadership and
competitive
advantage

J15 Exploring
opportunities created
by being able to sell
based on an
enhanced reputation
derived from further
experience
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J16 Moving to the
next stage or jumping
up the social or
prestige ladder'

J17 Opportunity to
export superior
performance to other
industry sectors using
process capability
improvement and
management to
expand the core
competence set.

J18 World class
manufacturing, global
presence with local
variants.

J19 To remain
current, or in advance
of industry
specifcations,
particularly where
humans can be
affected

J20 Sustain the rate
of change - keep the
ball rolling;

DMM generic example filled in
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DMM generic example filled in

J21 Promote
strengths and explore
opportunities;
entrepreneurialism;

J22 Build on
achievements

341



Interpretations Matrix

TARGETS

INDIVIDUAL - Alison
Davis

PERSONAL - Alison
Davis

INTER-PERSONAL

GROUP - Principal
protagonists - the
focus group led by
Alison Davis -
Personnel and
Administration
Manager

TEAM - Focus group
plus new recruits to
administrative roles

ALLIANCE,

HIERARCHY

M E Ltd

PROCESS

DRIVING FORCE

Al Desire to enhance
career prospects and
current salary

A2 Desire to spend less
time at work

A3 Desire to reduce
aggressive tendencies
by the Bear and team
leaders

A4 Desire to reduce
work-load, work more
strategically and as an
internal change agent

A5 Increase
administrative head
count to reduce unpaid
overtime

The creation of an
internal alliance between
middle management

A7 Blame culture
between senior
management and shop
floor employees
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PSYCHOLOGICAL

Bl At start of the
project, self developing

B2 Recognised
psychological games
occurring in both
domestic and work
settings

B3 Preparedness to

PERSPECTIVE

C1 Anindividual in
charge ie with
responsibility and little
authority.

C2 Too focused on

minutiae due to work
load

Analysis of social

accept respnsibility; lack dynamics

of trust; little data
transfer, especially on
strategic matters

B4 Eager to learn;

C4 |Initially clouded

trained psychologist and perspective due to

HRM manager,

B5 Team built around
providing a better
service, on time, more
reliable

B6 Herd psychology -
sticking together;

B7 Avoid direct contact
to avoid face to face
confrontation

overwork - 60-70
hours/week

C5 New members
focused on existing
direct activities; original
focus group focused on
improving direct
activities and modifying
internal psychological
contracts (blame culture)
between management
and shop floor

C6 Initially none -
conditions of work did
not stimulate motivation,
nor allieve hygiene
factors

C7 Personnel and
Admin used as a conduit
between senior
management and shop
floor



ORGANISATION -
M E Ltd

CHANGE DRIVER -
Direct customer
purchasing
(Automotive
Assembler),

ALLIANCE - M E Ltd's
European parent
company

EXTERNAL BODIES -

Indirect change driver
(Coventry University -
David Newlands)

IMPLEMENTATION
ACTIVITIES

-SUPPORT activities
by the focus group

-DIRECT by shop
floor and
management

M E Ltd

A8 Responding to
assembler customers'
demands - volume
requirements

A9 Competitive
advantage;

A10 Market share

A19 (IND) Need to
conduct empirical field
research

A20 M E Ltd middle
management wished to
retain approved supplier
status

A21 Support staff can
only climb as high as
direct employees'
performance and
entrepreneurialism
allows

A22 Performance based B22 What's in it for me?

bonus payments
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B8 Willing to work and
improve

B9 Assembler has the
initiative;

B10 Independent
business units

B19 Act as old sage or
honest broker;

B20 Review of
pscyhological and
psychometric support

tools - etic behaviour

models

B21 Fear is eliminated;

Delegation is the norm

C8 Lack of visibility to
customer assemblers'
long range volume plan
(LRVP)

C9 Emphasis on key
performance indicators,
assessed by purchasing
representatives.

C10 Real rather than
synthetic or other
substitute materials
finished by hand to add
prestige value

C19 Analysis as
external observer

C20 Move from a focus
heavily on work to
improving the work done

C21 No academic can
teach us since we are at
the leading edge.

C22 Perspective is
limited to the training
brought to the company,
how much people will
listen to their ideas and
the training received
within the company - are
they a 'full' member of
the 'club'’



PHILOSOPHY

D1 Aimed to increase
authority and delegate to
trained employees

D2 Focus on receiving
recognition

Dsesire to lead by
demonstration; prepared
to accept being blamed
and provide solutions

D4 Wanted to make a
difference to the
company and increase
salary by increasing
personal value via self
development

D5 Moved from service
provider to service and
solution provision

D6 Initially, workers
work, managers worry
about detail and
performance.

D7 Tayloristic, non-
human approach
adopted by senior
management; little work
study undertaken,
initially learning by
sitting next to Nelly.

M E Ltd

LEARNING

E1 Acquired and
adopted attitude and
behaviour guidelines for
use in domestic
situation

E2 Acquired and
adopted attitude and
behaviour guidelines for
use in work context;
acquired an expanded
perspective

E3 Greater
understanding of roles

E4 Learn by analysing
and open discussion to
identify opportunities

E5 New recruits learn
routine work;

E6 Other departments
made similar proposals -

E7 Tacit learning to
respond to solution
providers
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CHANGE

F1 Decision to commit
to adding value as an
individual by leading by
example

F2 Created, adopted
and implemented a
personal development
plan

F3 Leading, analysing
and recognising neural
linguistic preferrences
used by others;
recognition of types and
preferred styles - Belbin,
(Myers - Briggs type
indicator not used)

F4 Focus group realign
their activities to
become principal
protagonists in the
preparations for the
customer audit

F5 Recruited and
trained extra staff to
take on routine activities
in order that the focus
group could provide
solutions

F6 Creation of a triadic
relationship between
management, solution
providers and shopfloor

F7 Target of blaming
changed from each
other (management and
shop floor) to solution
providers

IMPROVEMENT

G1 Self improvement

G2 Awareness training
used in context

G3 Emphasis on
hygiene factors and
motivators

G4 Creation of
proformas, minutes to
meetings,

G5 Improvement based
on reduced stress load;
company recieves a
better service; reduced
unpaid overtime; clearer
roles and responsibilities

G6 Triadic relationship
overcomes serial
relationship deficiencies

G7 Open
communication between
management and
workers for substantive
issues



D8 Tacit philosophy:
customers can take it or
leave it because we will
respond if they do take it

D9 Tayloristic
perspective of shop floor
activities; continuous
improvement;

D10 Open competition
between sites;
responsiveness

D19 Act as 'Chair' at
meetings; Help those to
help themselves by
undertaking research via
Schein's process
consultation activities

D20 Aim to modify or
eliminate the blame
culture and become
more valuable as an
individual

D21 Reports reviewed
of exceptional data only;
Delegation is the norm

M E Ltd
E8 Needed to learn how F8 Would be imposed G8 New recruit training

to improve;

E9 Rolling out standard
training packages to
suppliers

E10 Benchmarking
from captive companies

E19 Provide M E Ltd
focus group with their
own customers'
requirements, audit
criteria; support key
protagonists to start to
reduce administrative
burdon (time
management) and learn
how to provide solutions
and accept being
blamed

E20 Provision of
courses and seminars;

E21 Assimilated the
changes by mental try-
outs; provided with
reading material and
discussed the
preparations required -
invented twice - once in
the mind then in reality

D22 Responsibility to do E22 Tacit learning since

the job and to improve
the job

the data selected by the
focus group for their own
pre-conditioning was not
rolled out; explicit
learning by transfering
best practices between
manufacturing cells and
plants
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18months after the start
of this research project
by their assembler
customers. Number of
new recruits significant
(up to 40 per week)

during new product ramp

up;

F9 Can be reliant on
supplier being willing to
change, accept
externally provided
training or adopt best
practice

F10 Adoption of best
practices

F19 After hours
meetings focused on
clarifying the situation;
focus group facilitated to
create an improvement
plan;

F20 Changing who we
are as well as what we
do

F21 Focus group
members' attitude and
tolerance to blame
enhanced

F22 Occurred as a
result of a new
psychological contract
being introduced;
implement facilities
changes dependent on
product roadmap and
build plan

programme developed
(and subsequently
scrapped by the Bear)

G9 Annual
improvement targets;
content if improvement
roadmap targets are
achieved

G10 Improvement via
explicit data creation,
measurement and
monitoring

G19 Implementation
undertaken by focug
group, backed up by
regular off site meetings
and analysis

G20 Focus on
effectiveness (doing the
right thing) as well as
efficiency (doing things
right)

G21 Providing
justification to senior
management for the
need to allocate
resources - department
enlargement, emphasis
on preparation activities
to 'bluster' the customer
auditors

G22 Improved
relationship between
shop floor and
management since they
could blame Personnel
and Admin knowing they
would provide an insight
into the problem since
they were more distant
from the daily detail



TECHNIQUES

H1 Off the shelf
activities (Boydell and
Pedler (1981)

H2 Self and situational
awareness training

H3 Role play
undertaken during off-
site meetings with the
facilitator

H4 Creation of a history
via synthesis - reverse
time plan extrapolation
with time reset for future
real application

H5 Recruit one every 6
weeks to stagger
induction and training
load

H6 Modifying the
relationships by creating
an alternate Target

H7 Ad hoc

M E Ltd

RESULTS

11 Increased confidence

12 Increased confidence

I3 Increased dynamism;
assertiveness,
eliminating aggression
and submission

14 Cognitive dissonance
occurred thus they
adopted their synthesis

I5 Increased team from
4 for 8 members plus 2
other special assistants

I6 Solutions created;
relationships modified;
Management and
shopfloor employees
communicate

I7 Reinforced positions
and increased the
number of solution
providers; Blame culture
not modified,
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DRIVING FORCES

J1 Achieve full potential
- increases salary
expectations and
perception of self value

J2 Repeat experiences
else where or expand
the programme

J3 Sustaining
communication and
dialogue

J4 Sustain momentum

J5 Consolidate the new
team

J6 Sustain the new
status quo

J7 Maintain the new
status quo



H8 Applied cognitive
dissonance and
cognitive behaviour
modification

H9 Use of purchasing
leverage to impose
training and
improvement regime via
Tayloristic attitude

H10 Replicate best
practice

H19 Face to face

M E Ltd

I8 Stablised contract -
commitments gained

from their customer not

to transfer business to
other suppliers

19 Dependent on quality
of training,
receptiveness to
learning and adoption

where applicable

110 Absorb proformas
into normal practice
across the subsidiaries

119 Pioneering case

interviews undertaken by study data collected

Newlands at M E Ltd
with representative
personnel from
management and shop
floor.

H20 Implementing
change without
explanation or warning -
leading by example

H21 Brain storming;
creation of dummy
minutes to meetings and
filled in proformas that
provide a 'track record'
of attempts to improve

H22 Pre-shift meetings;
training provided based
on plans that gauge
appropriateness via
length of service ie
defined employee
development plan used
as a template for all
shop floor employees

120 Monkey see,
monkey do - imitating
and mirroring used at a
subliminal level

121 Focus group singled
out for merit by the
assembler customer

122 Direct activities
audit undertaken and
positive feedback
provided to M E Ltd by
their assembler
customer
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J8 Closer ties with its
assembler customers

J9 Catch-up with other
direct competitors,
increasing the rate of
improvement

J10 Replicate solutions

J19 Validate approach
and internal dynamics

J20 Leading by
example, Creating a
new company culture

J21 Sustain the
initiative

J22 Congratulations for
little effort, desire to
repeat or enhance the
situation



Interpretations Matrix

TARGETS

INDIVIDUAL - Each
established employee
(significant number of
contractors working at
NP that are excluded
from certain
development courses)

PERSONAL

INTER-PERSONAL

GROUP

TEAM

NP Ltd

PROCESS

DRIVING FORCE

Al Achievement,
learning, repect for the
individual; coming out of
one's comfort zone

A2 For some: focus on
achieve-able tasks,
stroking, need to be in
the company of others
with similar challenges;
others : learning,
participant observation,
exploring strategies,
concepts and
implications

A3 Respect for the
Individual;

A4 Cliquie sub-cultures
operating based on
educational background
and nationality

A5 Project based
product development
organisation

PSYCHOLOGICAL

B1 Pyschological profile

assessed during
candidate screening at
interviews; updates
provided for awareness
and effective team-work

B2 Herd psychology -
need for safety in
numbers in a global
corporation

B3 Assertiveness rather
than agression and
submission;

B4 Attempts by the
company to limit group
think by promoting
individualism in the
manner activities are
undertaken by loosely
defining generic
processes

B5 Concurrent

engineering is more than

doing things
simultaneously, it is a
state of mind
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PERSPECTIVE

C1 Dependent on
individual ranging from
micro-problem solving ie
software engineer
through to macro-
complete supply-chain
and product creation
processes ie logistics
project engineer

C2 Adding value by
contributing both
technical input;
understanding one
person can influence,
yet can't change the
company

C3 Training during
induction on security,
keeping secrets, data
gathering

C4 Open discussion
between specialists;

C5 The core product
(augmented product
including service
provision and
accessories is left to
Logistics Project Leader)



ALLIANCE,

HIERARCHY

ORGANISATION

CHANGE DRIVER

CLIENT,

SUPPLIER

NP Ltd

A6 Transferability of
technology
(commonality, carry-
over and compatibility);
Ability to transfer
established employees
and contractors between
product development
(PD) programmes;
Bridging cultural
differences between PD
sites in various countries

A7 Effectiveness; fit
(centralism) and split
(decentralism)

A8 Achievement and
leadership in the chosen
business sector

A9 Provide a third node
to create a triadic
relationship thus
providing an enabler

Al16 World leadership
for the standard used in
subsequent generations
of devices

A17 Achieve volume
capability, capacity and
delivery

B6 More in common
than distinguish between
the parties; Diversity of
target market creates
different business cases
and strategies

B7 Trust in the
individual to make the
best selection from
solution options
available

B8 Unified front to
external parties (the
company line)

B9 Deflect, dilute or
become the blame
focus;

B16 Face and On
typified by Japanese
societal norms; Deep
seated need to dominate
or lead

B17 Create dependence
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C6 Ignores external
models of corporate
behaviour; Internally
searching for the best fit
solution to achieve
maxiumum and
sustained peak
performance

C7 Matrix reporting
structure to achieve dual
perspectives - functional
(content) and line
management (process)

C8 Balancing political,
economic, social and
technical issues; focus
on strengths and
opportunities

C9 Ombudsman;
Facilitator; Leads yet
does not dominate

C16 Leader by
implementing first the
generally perceived best
route to success

C17 Strategic alliance
to high volume
customer;



CUSTOMER

EXTERNAL BODIES
IMPLEMENTATION
ACTIVITIES

-SUPPORT Staff

-DIRECT Employees

NP Ltd

Al18 Securing adequate
volume for a rapid
growth trajectory

Al19

A20 Implement training
and education regime
for key employees;
provide opportunities for
involvement for all
interested parties

A21 Rapid expansion in
head-count; need to
propagate and preserve
the original values and
culture of the business

A22 To consolidate
their established position

B18 Pay attention to
suppliers; allie with
partners; Trust and
create trust with
discipline and ethical
actions

B19

B20 Profile seminars;
Key note speakers;
'‘Christmas Lectures';
Company Way off-site
status reviews

B21 Provision of
training staff to provide
and lead semi-structured
seminars focused on
clarifying individual
employee's preferred
styles using etic type
indicator devices

B22 Need to fitin'
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C18 Securing supply
capacity at suppliers by
reverse marketing while
in competition with other
customers

C19

C20 Mind-openers for
managers and
established employees
(O'Keefe, J. 1994, Mind
Openers for Managers,
Harper Collins, London)

C21 Focus on attitude
for continuous
improvement
supplemented with
formal training in
techniques and
appraisals

C22 Just one of many
new faces; unsure of
what to do and how to
do it



PHILOSOPHY

D1 Dependence on the
product road map,
independent work design
and project plans;
interdependent on
support specialists and
their product
development
programme

D2 Acceptance of the
company values -
achievement, learning,
respect for the individual
& customer satisfaction

D3 Tolerance of
diversity; security
concerns create the
environment for secrecy

D4 A group of
individualistic specialists
with a common aim

D5 Working for product
creation programmes
under the guidance of
operations, logistics and
sourcing management

LEARNING

E1l Lessonsto learn
from historical data and
challenges; lessons to
learn from projections
and 'what-if' scenario
analysis; invited guest
speakers give
'‘Christmas Lectures’;

E2 Awareness of own
preferences; coping
strategies; 360°
assessment feedback
process

E3 'working together'
training events provided
to established
employees; Role play;
understanding others

E4 Type indicators
taught to functional
specialists; lessons to
learn recognised
resulting from
individualism

E5 Team roles (Belbin)
clarified for functional
specialists; team
building events (all
established employees
associated with a
product development
programme)

NP Ltd

CHANGE

F1 Based on agreed
objectives set during
twice yearly investors in
people appraisals

F2 Decision to take
action based on analysis
of data showing
perceptions of others
including two managers

F3 Understanding and
commitment (via signed
contract after job is
offered) of a set of
guantitaitive examples
demonstrating generic
types of un-desireable

behaviour - "School yard

rules"

F4 Adopting best
practice - can be
followed blindly

F5 Individuals improve
due to peer pressure or
to fill a vacant role

351

IMPROVEMENT

G1 Implementation of
self improvement action
plans

G2 Not directly
assessed with a formal
appraisal; 3 month trial
period at start of working
with the company allows
a period for
management and
employee to decide
suitability

G3 Implement and
maintain assertiveness;
use of an unconditionally
constructive strategy

G4 Individuals are
recognised; group
discussions - share
experiences; peer group
provide support

G5 Identifying potential
gaps between
capabilities and
expectations -
overcoming fear or
reticence



D6 Sell solutions to the
product development
programme and to the
factory; Attitude is that
other companies can not
teach the leader in the
field what it must do to
succeed

D7 No-formal hierarchy
document anywhere in

E6 Focused learning
events are used as well
as standard training
modules

E7 Negative: learning
how to play the system -

the company; individuals playing one manager

establish their own
networks

D8 Cultural values
(customer satisfaction,
learning, respect for the
individual and
achievement)

D9 Solution provider
and accepts being
blamed; supports
management's
improvement or
development
programme

D16 Test bed for
technology

D17 Retain contract
through the production
life cycle and land the
order for the next
product

against the other to do
the minimum; Positive:
Dual perspectives
provide multiple
opportunities to
benchmark and analyse
tacit assumptions

E8 Company's teaching
institute 'Academy’
provides standard
training packages and
special lectures from
guest speakers

E9 Provides lessons to
learn, case histories,
mathematical models,
theoretical principles;
listens to the client and
sumarises; undertakes
learning by asking open
guestions

E16 Creating standards
for assemblers to meet;
providing a lessons to
learn centre to
benchmark candidate
assembler's products

E17 Learning for mass
production, learn
techniques and
expectations for
extremely subjective
quality requirements

NP Ltd

F6 Strategic division of
labour; creation of
focused centres of
excellence

F7 Dynamic changes
based on ability and
performance;
responsibility and
authority goes to those
that have demonstrated
abilities

F8 Adapting as a result

G6 Red and Blue teams
compete to create the
best solution; results are
combined in
implementations

G7 Darwinian natural
evolution; Progress
resulting from selection
criteria, opportunities
and internal candidates

G8 Multiple iterations

of specifically attempting due to changing product

to reduce bueauracracy
and chaos

F9 Acts as a mentor,
champion, consultant

F16 Attaches any good
idea to the specification
list

F17 Supplier develops
themselves; Customer
assists; non-recurring
expenditures
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development roadmap

G9 Knows what is
possible; set the height
of the bar; proposes a
set of phases;

G16 Rapid due to the
all inclusive best
practice paradigm in
operation; Define the
situation for assemblers

G17 Continuous during
production; Step jump
enhancement between
product iterations



D18 Pay a premium to
secure supply; Limit
supplier's access to
relevant data - security;
focus on component and
process capabilities, and
maximising
manufacturing capacity

D19

D20 Continuous
professional
development;
Benchmarking against
best in class and the
ultimate standard,;
Quality philosophy

D21 Understanding is
fundamental to
acceptance of
preferences and creation
of improvement plans

D22 Just do it; Be
honest; Ask if not sure

NP Ltd

E18 How to increase
flow velocity through the
plant - logistics; How to
minimise component
count, hand assembly
time; how to increase
yield (first time test
passes); Acquiring
lessons to learn from all
areas of activity

E19

E20 Learn by doing;
Learning via guided
seminars; Lessons to
learn from historical
project reviews/end of
project reviews;
Technical appreciation
training seminars

E21 Self assessment
and assessment
instrument results are
compared; descriptions
of types explained

E22 Formal learning
events and relying on
intuition or experience
from other companies or
industry

F18 Focus on core G18 Roadmaps created
competencies; and performance
compared to plan

F19 G19

F20 Change G20 Review processes;
management - tOp dOWﬂ, peer review (3600
bottom up; middle up-  feedback); Change for

down predominated; change' sake; centralism
Shifting perspectives of yersus decentralism;
collaborators in the encouraging leadership
established network of

contacts;

F21 Local site mentors G21 Agreed
assist by creating the improvement objectives
environment to succeed

F22 Implement lessons G22 Review plans prior

learnt in daily work to start of activity;
Review progress at key
milestones
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TECHNIQUES

H1 Mentoring contract
established (key
challenge is the
manager is the mentor)

H2 Participation where
required - jumping
through the loops;
Participation in anything
new; ensuring visibility
"who knows you exist" or
"who can vouch for you"

H3 Formal contract -
terms and conditions

H4 Creating awareness
of 'group think' and
creating the
environment for self
expression without fear
of reprisal

H5 Awareness training;
fulfilling the
requirements for the
project

RESULTS

I1 Some improve by
balancing preferences
with development of
‘uncomfortable’
preferably avoidable
modes; others ponder
(understanding of
preferences reinforced
preferences)

12 Visibility,
participation,
contribution, integration,
appreciated by others,
reputation grows

I3 Negotiated and
amicable best solutions

14 Increased
individuality
demonstrated; Shared
information pool;
Systematised learning
available for new
recruits

I5 Increased
functionalism and
interfunctional co-
operation

NP Ltd

DRIVING FORCES

J1 Develop the skill
base to be effective and
able to mentor others as
required

J2 Sustained demand
for services provided

J3 Sustain network of
collaborating and
coevolving relationships

J4 Identified and
adopted norms

J5 Sustained peak
performance in a
dynamically changing
environment
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H6 Stimulated
competition used to
create motivation to
compete; Recognition is
given to all participants

H7 Appraising
performance
(achievement) and
indentifying
opportunities to use
strengths

H8 Changing the goal-
posts based on updated
data and understanding
of customer
requirements

H9 Complements

NP Ltd

16 Aimed for increased
commonality,
compatibility and carry-
over to increase the
range of products while
reducing obsolescance
risk and costs

I7 Changes
implemented rapidly to
reduce risk of not
achieving the desired
results; Leadership traits
are developed in all
established employees

I8 Mulitiple restarts for
product development
programmes; Few
products at ramp-up are
the original idea or
specification

19 Facilitated

existing company quality improvement that

and learning processes

contribute to the

with simple and effective improvement metrics

analysis tools

road-map

H16 Corporate listening; 116 High quality goods

Providing test
environment; close
monitoring of
assembler's activities

H17 Supplier
Development

offered to end users;
Sell what sells

117 Profitability through
exceptional results
based on customer's
performance metrics

J6 All on the same side;
working for win/win;
multiple projects at a
range of stages 'cross
subsidise or finance'
other projects

J7 Achieve results with
the network of
employees

J8 Sustaining
competitive advantage
(brand and market
leadership by product
type and volume)

J9 Satisfied clients;

J16 Maintain client's
leverage over
assemblers

J17 Profitability and
growth (volume, core
process technology
acquisition, unique
abilities, service
provision)
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H18 Outsource all non-

core activities and
component
manufacture;
modularise; delay the
point of variation

H19

H20 Statistical
methods; Process
stability; Failure mode
and effect analysis;

H21 formal training in
techniques and
appraisals

H22 Academic
techniques applied;
Make up own software
and pro-formas;
Scenario analysis;

Network with others in a

similar predicament to
find presidents and
emulate or superceed
them

NP Ltd

118 Growth to a J18 Growth and

sustainable head count sustainability;

and production capacity profitability and
confidence

119 J19

120 Aim to be & achieve J20 Stimulate and

world class sustain a pace of
change

121 Feedback forms J21 Sustained peak
analysed; Monthly performance by

reports reviewed; Follow- motivating and

up session chaired empowering individuals
including presentations,

guestions and answers,

and informal chats

122 Dependent on the
amount of networking

done and information

shared;

J22 Achieving and
maintaining average
performance for
minimum involvement
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Interpretations Matrix

TARGETS

CHANGE DRIVER -
NP Ltd

PARTNERSHIP -
Generic (from NP
perspective)

SUPPLIER - PU Ltd

SUPPLIER - YM Ltd

SUPPLIER - AAP

PU, YM, AAP, UDC

PROCESS

DRIVING FORCE PSYCHOLOGICAL PERSPECTIVE

A9 World class quality B9 Secretive C9 No more people, no
and volume production concerning product more plants (facilities)
to meet expanding styling and business

demand activities

Al4 Exploitation of the B14 Partner with key =~ C14 Production

expanding market technology providers; volumes due to brand
(volume increases associate with volume  affiliation with the sector;
globally) producers; Second on basic

technologies; Leader on
technology integration to
create new product

sectors
A15 Co-ordinating a B15 Deep desire to C15 Lack of awareness
new supply chain of satisfy NP, of actual problems or
independent companies where products were in

their supply chain; NP
perceived PU as "the
most unprofessional I've
ever worked with"

Al16 Reestablish trading B16 Deep desire to C16 Pre-requisites in
with NP Ltd demonstrate superior place to provide NP with
capabilities superior component
sets; this is their source
of competitive
advantage;

Al7 Become a supplier B17 Deep desire to sell C17 Competitive edge

to NP Ltd, sell anodizing production capacity based on unique
capability anodizing technologies

357



CONTRACTOR - UDC

IMPLEMENTATION
ACTIVITIES

-SUPPORT - NP
Representative

-DIRECT - Supplier
Personnel

PU, YM, AAP, UDC

A18 Maintain the status
quo - 12 people on NP
Japan payrole; Learn
more about processes
used at NP Ltd.

A19 Standardised
performance criteria to
be met

A20 Achieving
competitive advantage
via performance metrics

A21 NP Ltd
requirements for
volume, quality and
delivery reliability

B18 Deep desire to be
utilised by NP -
anticipation of next
product ramp-up

B19 Specific culture
training provided; speak
only English in order to
not be considered lower;

B20 Problem focused;
promotes trust as a
result of ethical
behaviour; empathy

B21 Likely to start out
weary;
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C18 Limited
perspective - originally a
manufacturer of kareoke
machines; did not try to
diversify once the
‘cushy' contract with NP
had been signed

C19 Culture training
and mind openers

C20 Understands the

scenario overview and
possible complications
and implications

C21 Understands the
detail; perhaps
‘blinkered'



PHILOSOPHY

D9 Growth through
specialising in core
activities; Growth via
outsourcing accessories
and badged production
of mature products

D14 Necessary to
maintain competitive
pressure on suppliers
and to optimise
production capacity by
division of labour,
design and production
activities

D15 Compliant with NP
plan to have a supply
chain of buy and sell
relationships

D16 Used by NP Japan,
capable of satisfying NP
UK; Mass production

preferred (5million units

plus)

D17 Willing to explore
technical challenges;

PU, YM, AAP, UDC

LEARNING

E9 Provided
guantitative analysis to
support ‘fact based
decision making'

E14 Learn by
outsourcing; Retain core
technology lessons to
learn activities -
especially part
placement and part and
process design

E15 Learned to sell
capacity of in-house
capabilities and avoid
chains; Learning by
mistakes during tooling
preparation

E16 Resisted
suggestions to be
provided training

E17 Massive leadership

in anodizing; had an
improvement plan and
learning partners
(Mitsubishi keiretsu)

CHANGE

F9 Did not change
logistics strategies
despite analysis "it is not
in the strategy. We
won't put it in the
strategy"

F14 Implement and
sustain partnerships with
key suppliers and
technology creaters

F15 Move production of
next product to PF

F16 Change
programme already in
place though not
explained to NP

F17 Flexible anodizing
technology; change
materials from
Aluminium to
Magnesium alloy
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IMPROVEMENT

G9 No improvements
made to logistics except
change from PU to PF;

G14 Integrate
technologies to reduce
component count and
suppliers; liscence
technology or pay non-
recuring expenditures
(NREsS) to develop or
acquire technology
G15 Completely
incompetent at
managing or co-
ordinating their supply
chain

G16 YM continuously
undertake in-house
process development;

G17 Already had a
supply chain capable of
97% vyield end-to-end



PU, YM, AAP, UDC

D18 UDC activities are E18 UDC requested an F18 Newlands

necessary as a 'last
chance filter' for NP
products in order to
minimise ‘out of the box
failures'; thus ensuring
relationship with retail
and distribution chain is
not tarnished

D19 Asian philosophy
courses; Know the other
and you have already
won - do background
research on Target

D20 Change dirver
facilitates; clarifies the
present position and the
problem; lets Targets
identify possible
solutions and propose
their own projects

D21 Target supplier

explanation of NP
product development
process and milestones

E19 Technique training
seminars - supplier
quality programme;
Feedback to suppliers
from audits

E20 Black belt training

E21 Process owner

undertakes the activities; training

presented a situation
likely to occur; UDC
senior management
defined activities -
working backwards from
expected launch date
UDC had to start the
next day to be ready
with their component
they were to design and
make

F19 Business process
reengineering planning;
Process improvement
initiatives

F20 Promote process
improvements -
especially internal
logistics solutions

F21 Process
improvement
suggestions made;
adopt an attitude of
continuous development
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G18 Formalised plan
template and estimated
durations; more clarity of
UDC processes
requested

G19 Radical
improvement (kai kaku)
or continuous
improvement (kaizen)

G20 Macro supply chain
logistics considerations;
product designed to fit
the existing logistics
infrastructure

G21 Internal logistics
optimisation



TECHNIQUES

H9 Search and audit
potential suppliers; sells
participation in a product
concept

H14 NREs; Joint
investment for tooling;
Focus on core product
(should also focus on
accessories and service
providers)

H15 Coping strategy
adopted by NP
purchasing - expediting
on a daily basis

H16 YM reverse
preconditioned NP
Japan representative;
NP UK representatives
impressed by process
technology available,
not by attitude

H17 Technical
discussions undertaken;

PU, YM, AAP, UDC

RESULTS

19 NP UK - poor
logistics performance;
Analysis likely to remain
dormant until turndown
in global demand
stimulates supply chain
reengineering

114 High component
unit price

115 Produced 90,400 of
an expected 300,000
plus build plan; ramp-up
late, late deliveries and
incomplete batches;
significant rejection rate
at NP; multiple
inspection set up at PU;
PU only company in that
supply chain to break
even

116 YM not used due to
change in product
development roadmap -
real metal aesthetic
parts to be sourced

117 NP decided to focus
on Magnesium and not
use AAP at all, even for
anodizing

DRIVING FORCES

J9 Working product
solutions rather than
optimised processes

J14 Component
technology leadership
via partnerships

J15 NP - Create an
effective supply chain
with PF, (PU's parent
company); PU - sell
capacity to NP's
competitor what required
processes PU alone
could provide

J16 Find another
product development
programme to sell to -
not necessarily NP

J17 Recognised
preference to focus on
aluminium

361



H18 NP send
representatives to
understand UDC,;
Newlands acted as
representative of NP to
facilitate by acting as a
Chair, Shaper and
Facilitator

H19 Set expectations;
Deliver training
materials; Facilitate
suppliers' activity
planning sessions; agree
objectives; mentor as
required

H20 Training suppliers
to yellow, green or black
belt quality
understanding;

H21 From-To analysis,
material process flow
analysis;

PU, YM, AAP, UDC

118 At the end of the
period of research, zero
shop-floor employees,
12 employees on NP

pay role; zero production

output

119 Assessment of
effectiveness using
feedback forms and
actual results compared
to expectations defined
by the process
improvement target
roadmap

120 Training delivered;

21 Training put to use
to make activities and
product better, faster
and cheaper

J18 Maintain the satus
quo; closer relationship
with NP

J19 Ensuring adequate
and enhanced supply of
quality components and
modules

J20 Ensuring
techniques and
implementation are
successful

J21 Successful
implementation and
tiering down lessons to
lower tier suppliers;
creating benefits shared
with NP; increasing
competitive advantage
to merit orders from
other customers
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