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Foreword

There are many excellent
companies in the UK that
.-'l.li'r'l‘.-'.‘d'u|]} compete in the
market. both at home and
overseas. They produce the right
i wids and services of the I'igl'll
quality. at the right price and
right time, meeting customers
needs more efficiently and more
t*l'!'rrliu-l} than other irms.
However, our overall
|u'|'ful'm'clm'!' in the world
competitiveness scorehoard
suggests that there are just not
|'r'|||L|;_rh of these 1'|u||I|.;1||i|'.-_ We
must improve if we are to meet
the aspirations of our people and
ensure that all organisations in
the UK aldnfrl the Ell'j!t"li{‘l'.-'- al

these world class companies.

WELLCOIVE
LIBRARY

We have listened :Iir‘a-u-tlj.- 4]

the views of over 100 of the best
UK companies. Chiel Executives
and senior managers have spoken

freely about the factors that

drive their companies, about their
business strategies and how they
are implemented. and about the
key business processes and
fn'nﬂir:*.-: llu-} use now and will
be using in the future.

The :'h.'j]lrnll_w to all of us is
1o ;lllfll}' the lessons to our own
organisations. What are we all
going to do to improve our
competitiveness — industry,
government. the professions?

The Department of Trade and
|nduxlr}' and the CBI are cager
to learn from these companies

and Em'nl‘pul‘ull' the lessons
directly within their own
organisations, Our future
;;:'Ii'n i!_iq':-'- .-:I_Ji'h = Elw ”Tr.n
“Managing in the 905"
programme and the CBI's
“Competitiveness Forum™ will
take Mull account of the results.
In addition we are consulting with
other government departments
and national bodies to ensure
that maximum use is made
of these findings.

We would like to thank all
those involved lor their time
and willing co-operation.




Ingredients for success

Winning UK companies:
Are led by visionary, enthusiastic champions of change

Unlock the potential of their people

. Cr—:-aahng a culture in which emp CWVSES are genuinety empowerad anc focused on the customer
* [mvesting in people through good commiuncations, teaming and training

* Flattening and inverting the organisational pyramid

Know their customers
= Constantly leaming from others

* Welcoming the challenge of demanding customers to drivie innovation and competitivenass
Constantly introduce new, differentiated products and services

* By desp knowledge of their compatitors

* Encouraging innovation 1o successiully exploit new ideas

* FOCUSING On core DUSINEsses complemented Dy strategic alkanceas

Exceed their customers' expectations with new products and services

Nine out of ten of the winning UK companies studied exhibited these characteristics of innovation best practice,
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Vision and +'|'|':III;_11‘ |r1':,:i|| at the
top. It can be an individual

or it can be a team supporting
the CEC that 1'|m:||||:|in|:|- the
continuons 1'!!;!!&;_',1' process byt
as one individual observed “they
do not manage change: they are
change”, From there the vision
15 cascaded [||r1ru:_’|m||1 the
organisation so that there are
“agents of change at all levels™
jmph*nn':rlin: anil .-|r|:r||n|'1ii|_: it

Il'l 1|'|I' I:H'.‘-[ I!'-HIIIFF.;JIIIF"1 1'|'I:|r|;_',1'

Chan

1T L Tl T |

2C

in all cases the process ol change

management 15 nol an issue:

"Fu'lr|||-' exXpeel l'l'tilrl_‘_'l'“. i

1= locused on meeting customers’
needs: “my vision is delighted
customers . The result is
"llrllii=!rl:lll'l| world-wide |l'.|||l'|-|'Li|l
and prohtability”. And this vision is
i "i||||||-'n |1'4'||."1‘I| LT ] |1I|:|'|I||'|'Ir'|'|.“'
customer but addresses issues such
as “what would our customers
'l'njlill 10 ||||.'|. ili ||-'I :lul'qli"lh li”|" {illd

why can’t they?”

Leadership




Creating a culture in which
employees are genuinely
empowered and focused
on the customer

One of the key elements of the

culture of the winm

l'rr|:||lunit'-. the ramework that
makes innovation a habit in the

company. is that the people in the

organisation are seen as a key
resource rather than simply as a
cost = the competition may copy
the product but it can’t copy the
[u'n||||'. Une of the main tazsks of
the senior team leading the

company is to enable each person

in the organization to fulfil his or

Winning comy
potential of their

her full potential through
empowerment of that individual
whilst maintaining [ocus on the
customer at all times. As one M)
puts it, “motivated stall will be
ten limes more |J|'mh|r'liw than
unmotivated staff™. There 15 a
clear recognition that it is
4‘|;||||n}.rv:-' who most often meet
with the company’s customers
and that “when a customer meets
an employee he meets the whaole
organization and often judges

1,|!|' whole [ Ihzlt ililhih“.
Employees are encouraged to
“work with customers as kr}'

partners .

Where people are the key resource

= el I
zl. Al il '.J-

f"("'l

1 F
\'l'*\.Jr‘\ | |b’

r people

Investing in people through
good training, teaming and
communications

Training is seen as a key
component in achieving
empowerment of the individual
and in maintaining focus on the
customer in order to remain
|-um|n-1ii:iﬂ.v. Not only is “training
the epicentre of l*1|||um-‘r1m'[|1",
with as much as 10% of
employees™ time spent on it, but
successful companies “use
education as a competitive
\kl‘ﬂl]ll"“, II.'I'Il' .,l.irn i.'; 1,” JJI'[I‘ i{l.'
employees with the necessary
skills to allow them to meet the
multiple challenges of the tasks
facing them in order to satisty the
customer. However, training is
not merely an end in itsell:
‘everything is goal orientated;
everything is measured with
chartz and zcore cards everywhere,
Our practice is to set targets,

cmpower ll'li‘ Leaim urui measure



l|t'|i1'l'l'_h-", All this is done where
“the customer is the focal point™.
Continuous communication forms
an essential part of the process of
empowerment and continuous
change. Communication takes place
in many directions 1|'1rnu;hnut the
organization. and is always a two-
Wiy pProcess, Just as the leaders of a
company communicate their vision
ol where the o MTIpAny 15 f_lnjn:_r. |_|:|I"_'|.
welcome and encourage feedback
and ideas from all their u-mpln:n.t-m,
for they recognise that all have
.-.-'ull'u‘lhitlg to offer: "one proposal
from each of our 100 employees is
better than 100 |I|'n11n.-;'|].- from one
super boss”™. Communication takes
the form of regular team briefings,
frequent internal newsletters and
n':_'_'uhl.T contact with customers.
In addition, senior management
frequently gets out 1o meet
employees by walking around
the organisation and hliking with
individuals, encouraging the team
concept of “us” rather than the

divizive “them™ and “us".

Inverting the organisational pyramid

v

A

Flattening and inverting the
organisational pyramid

The result of all these changes

in 'nur‘kill:_f i:ll'au'lirv- i5 thai
organisations have become much
flatter. This is not simply a matter
ol Femoving |a:u‘rr- of middle
management through “de-layering™
or “right sizing” which all too often
becomes a cost eutling exercise as
an end in itsell. Rather it is a
|'u||-»['iuu.- effor 10 focus on the
customer and cutting out all those
things that get in the way of that

1III ML= IHJ rea lli'l'lli'_'l-- hii‘l'it ﬁ'h}-

overheads and lunctionalism. As

Communication is important

a result the whole structure of the
organisation is changed: =5 years
ago the corporate structure was
like ||:|. ramids with ln'r:. .-:11~|'|| shim-,
in fact one could say stalactites.
Now it is more like a plate of peas’.
The number of levels inan
organisation is cut to as few as
possible. In some instances there
are “only three levels within the
organisation: Directors, Managers
and |'|'np|1'". f":l'llinril}. and its
rewards, no longer comes with
length of service but rather as a

I'!':‘-'I,Ij[ llili‘\fll'l']l']ll'i‘ .;JIIII ]\[IIH.'I. |t'li;l‘.



Constantly learn from others

The more companies progress. the
more they recognise that they still
have a lot to learn. '|‘|11':|. are apen
to ideas from all available sources.
{:||h1|||[|!'l"- e i HI:H |‘“|.|:‘1 s
of ideas for new products and
services but they can also be used

10 |||':|r|1|||;||'|-\ u1|:||'r' ;I.‘~|M‘!'1‘- ol

|11'|‘hr|'t||.;||l|'1' al;_{."un.ﬂ rnrn]n'Hlul'.-.

Contact with suppliers can be used
to pick up process ideas as well as
mare direet fu'mlm'[ information.
Many of the companies interviewed
encourage visits 1o the site because
e'nudlll'l]]l; tours and H'.-fmlulin;{
L8] 1|lu'.=~1 lons 1= seen as a lorm of
Iree advice. Similarly visits to

other 1'4||r111;||1i|'.-. even those in
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different sectors, can be a nselul

stimulus for lateral thinking.

Welcome the challenge
of demanding customers
to drive innovation and
competitiveness

It is recognised that it is customer
demands that drive the continuing
competitiveness of companies:
“the main financial pressure is
[rom customers™. This is seen as
hn!l] | ||'II'I'.;I1 .'|I|1| Hn 1||l|:mt‘rllllit:..
Customers demand, and expect.
lower prices, faster deliveries, less
1{1"1‘1"('1!‘-. Ill" I""l'l‘."'n::ll“"" Lll'“i
many others. In addition they
expect o see major improvement
year on year: “our customers are
demanding a 5% year on year
reduction in price’. By meeting
these demands companies make
[]]1-i|' 11I'mi||['1.- alllll =0T i'l'l:'.-
elobally competitive.

In the winning companies
EVeryone within the orzanisation
iz aware of who the main customers
are and what are their requirements.
In many cases a Key requirement
is 10 Lr]u'n l|!l1' CLUstomer ;llld the
customer’s market place better

than the customer himsell,



Innovate

By deep knowledge of
their competitors

Compettors, alongside customers.
are seen as a major driver for
continuous ilr||u'nu'||wr|1:
"l'n!ll|h'li1ilr|1 forees iInnovation.
Innovation is driven by the goal
ol Eu‘in; and staying Number 17
Whilst companies are clearly
aware of their major competitors
by name they are frequently
reflerred to in terms of ||a]|iul|.~.
Low cost labour in the Far East,
p.‘driii'uhu'l} China. and the lean

production of Japanese companies

i .'!"‘"""-'"'j B mal i (il |
UL | b LY k. i o

figure frequently, whilst “anyone
whao thinks |-.|J|'||!u* 15 the

competition has missed the bhoat™

Encourage innovation to
successfully exploit new ideas

A= with all other aspects of the
winning companies produet
innovation is increasingly

targeted and measured: “a target

of 80% of sales of Jll'-u]m'h to be

;_H‘Ilrj'gih'l.l from pl'lrtfl]l'l- les= than

L i att I:Ir'l b II_H |

five years ol
development is like getting up
irl the |r|1||'||i||_-_I = if vou don't

l]l"H‘ll.l!l 1w }rl'1||||1rl-. Nl don’

Management of key business processes

" " ¥

zet very far” This is a core
attitude in l.'.ir|r|i||_~_J |-:III':<I|1i|'~.
both manufacturing and service,
and 15 a key driver in -t,niu;
ahead of the -':-r|||||-1ili1|1:|; Wi
have 1o innovate Lo slay ahead™,
The winning companies are
focused on all aspercis ol the
business that will enable them
1 |'\[r|ni1 new ideas -11|-c-|---|||||_1..
whether in the pl'illlur'ﬁun
process through simultaneous
.-ng_-im-rrin: and time « ||ir||1r'|~a-iu||
[l:'l'lllli[|||l"1. or in alter sales

service, Effective [ sluetion



process is seen as eritical in
11:'|i1.'|*|'ing4'unlirm:m:-'[) Improving
!u‘n[luv[.-: 1’mj|1|1'1] 'I.'.illl Cvier
improving customer support
services, As companies rationalise
their own operations, they are
increasingly looking to their supply
chain for further IMprovements,
Thu-} are v.\lu-ﬂing exactly the
same performance from their
.-n|1|r|il*|'.-' as their customers
expect from them, “Not enough
LK suppliers are innovative, we
are having to put a lot of effort

into their education™

7]
8
I :
=
:

Focus on core businesses,
complemented by strategic
alliances

Success is based around a [!vl‘p
understanding of customers

and their requirements,

together with a full know |t'dgl'
of the competition. As a result
companies are strongly

[ncused on core business and
competencies. As one Managing
Director put it, “we are experts
because we have fallen in all

the holes and now know how

to avoid them™. Teamwork.,

and the |1~.-'|m||:-'-i|1i|ilj.' of
I'I!T'I'|.l|1l:'|l‘!':- for all aspects of the
business process. ensure that this
happens. As a result, companies
are increasingly focused on the
organic growth of their core
businesses. However, to support
their operations and to maximise
the vw':lnil;lliun of scarce
resources winning companies are
entering into strategic alliances,
especially when looking to break

into new markets.



Winning :::"T‘;:"Ja:' Ies cons

bt

expectations with new

Within eustomer locus there is

the continuing desire to provide
products and services that exceed
expectations, “aiming to achieve
individual customer delight™
Price is only one element of this
equation and not necessarily the
maosl im]mrluul; Tour jnl:l 15 10
satisfy our customers: quality.
dvli\'u-r}' and then ||r'in- in that
order. Increasingly service is
Seen as a kl*_!. differentiator in
amn nrll__'ani.-'atlirrrl':-
“the un|:|,. :-nm|n-|i|iu~ advantage
that companies like ours have

over the Far East is service’.

compettiveness:

It oo 2o ThRaIr O 1I2eTonrn e
=1 LIy -} e I ! i}
L.l.l LY L .-.}":.'._.- ad RN Bl Al A ok
P T T ] s [ T T ey
! Droducts and service
L 1S Al Al A A T LS

Companies take it for granted
that elements such as quality, low
cost. performance and delis ery
time are no longer sullicient in
themselves. In fact. lhv} Are mow
seen by an increasing number of
firms as necessary qualiliers to
survive in the market. Innovative,
1'.'51,|I|"i‘|-|"[| Fll'.llll“'lﬁ ﬂl][l S0TY I-.i'l"i-.
supported h:. marketing and
design, are the dillerentiators that
allow companies o win: “if the
Fu'mhu'[ i.- r‘i;ilt. .'||1t| :'.ulj deliver
what YOUT customer wants. the

warld is vour oyster’,

Strategies for competitive advantage
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Observations - using the findings

The overall messages and more
[Il‘l.;iili'li I't"sllll:.- which have
emerged from this = 10O Company
Study™ are highly relevant 1o
industry. government and other
organisations. The way ahead for
the manufacturing and service
industries has been outlined in
the Challenge and Checklist. But
the messages can also influence
the future shape and content

of a range of best practice and
training activities of Government
Departments, the CBI and other
bodies. Discussions are being
held with those responsible to
consider if and how the following
activitics could be modified or
introduced taking account of

the fi miillg.-' of this .-'md:.'.

Department of Trade
and Industry

[. Prioritise best practice

I
programme (Managing in the
90s). with particular emphasiz on
people best practices and on new
product and service llq-\-vlnpnwnl.

2. Include in training of Business
Link Personal Advisors and other
relevant members of the Business
Link team.

3. Develop simple benchmark/
identikit of best practice for use
by a wide range of companies and

business advizors.

4. Encourage prolessional
institutions (eg through the
relevant |':r'|g]m:t'.ring Task
Groups) and other relevant bodies

to promulgate key findings to
members, incorporate in 1ru'm]ng
and professional updating and in

reducing lunctional boundaries.

5. Encourage Business Schools
to incorporate findings in their
pu:-cl-q-l.';n-rivlwn !1'¢|inin{_f COUTSEeS,

including MBAs.

6. Take the lead within Government
in applying best practice lessons
o the |||||h|i:- seclorn

Department of Employment

7. Consider the best practice
lessons in the formation of
general policy on training.

Management Charter Initiative

8. Develop the links between the
best practice lessons and the
Management Standards and
encourage all organisations to
incorporate them in their
MAnAZEment programimes.

0. Incorporate the findings of
this study in their review of
Management Standards.
especially their draft Senior
."I-|a::lzlgt'ml.'.nl Standards.

National Council for
Vocational Qualifications

10. Alert those who dl‘w'lup
National Voecational Qualifications

to the Iin[ﬁugs_

Engineering & Physical
Science Research Council/
Economics & Social Science
Research Council

11. Take account of the findings
in the Innovative .‘lluru:lfuurtllring
Initiative, research on the
management of innovation and
post-graduate training.

Training & Enterprise Councils

12. Benchmark their own study of
S00 “loeal™ companies against
findings of this study.

13. Take the results into account
in 1|f~n~|upin{; their portfolio of

services available o COmpanies.

Confederation of
British Industry

14 Incorporate findings into
Competitiveness Forum and in
the annual training presentation
to members.

Institute of Management

15. Disseminate the findings

to aceredited centres, members
and students. Incorporate them
into management information

prog Famimes.




Study methodology

This study is based on the views
of the leaders of 121 UK-based
businesses, The DT commissioned
Warwick Manufacturing Group to
develop an interview framework
and recording process. This was
based on the model developed
in the DT1 report “Manufacturing
into the Late 199057,

The framework was used by
senior industrialists seconded
to DTI, supported by DTT and
CBI alficials. in two-hour non-

attributable lace-to-lace

Companies by region

Companies by sector

interviews with senior executives
of the selected organisations.
The interview records have
been entered into a database.
The context of the interviews has
also been analysed, to validate
the conclusions drawn from
the database and to ensure
the impnr!unl MESSATes were not
overlooked. The final report
draws on the data from over 100
of the best companies studied.
The 5In*1]gli| of this il|llll'ﬂi:!1'll

haz been to allow the interviewee

Companies by employees on site

to lead the discussion into the
issues that were 1m portant Lo the
organisation rather than those
the interview teams believed to
be important.

“i';{kl!lhiltinlh were identibied
by the DT in discussion with
CBI Manufacturing Directorate.
The organisations were reviewed
against published financial data.
The final selection was made to
ensure a degree of balance
between the manulacturing and

serviee sectors, region and size.



Companies involved

The DT and CRI would wish to thank
the senior executives of the follow il!l'-_{
companies who agreed 1o be interviewsd
for this study.

SM United Kingdom ple

'||.|1':||| Hll“ﬂl Products UK Lid
Alicdd Colloids Gronp ple
i |]i|||||'i'\l:| FIII:'

ASW Lad

Wwan Rubber ple

Barclay: Bank PLC

BICC Cables Lid

Black and Decker Lid

Bonas Machine ( :Illlljh‘kl'l!. Il
Bridgeport Machines Lud
Britizh Acrospace Defenee L
“l"i|i.\|| ‘.il'\lu:\.ﬂ- |||1'

Hritish Airways Maintenanes
Cardillf Lid

British Steel |_.“'\l'hilll" |IEI.'
British Telecom ple

Calbury Lud

Calsonic International (Europe] Lud
Co=Uperative Imsuranee Soeiely
Control Teehnigues Lid
Courtaulds ||||'

Crabiree of Gateshead ple
Crosrol Lad

D21 Lad

Dalan Lud

Dale: Elecirie International ple
e La Hue Company ple
DeVilbiss Ransburg Lid
Dutton Engineering (Woodzide)Lid
Elmwood Sensors Lid
European Gas Turlvines Lud
Express Engineering Lud
|'.iilllll Fowtwear 1ad

Flymo Lid

Forms UK ple:

FR Electronies Lid

CEC Mareoni Avionies Ll
Cocnnt Lol

Gleneagles Hotel

L Group Lud

Guinmess Hr--uiug World Wide Lid

P Bulmer Lid

Harkers Engineering Lid
Harlow Shest Maetal ple
Hewlen Packard Bristol

| ||"|l. |1'l1 |"u1'kil:l'|| ladd
Hr:nlwg.hr~|l Contral Systims Il
House of Hardy Lul

LEM PC Company

leeslamid Frozen Foods Lid

11 !Ill'

Instron Lid

liveresk ple

1. Sainsbury ple

1 Bamford Excavators Lad
John MeGavigan & Co Ll

h AR Z";-lli.ll,‘lllnlr"' I,Ii1|

keodak Lad

Lucas Industries ple

Mansficld knitwear (Menswear)
Murks anl spencer ple

MBS Dhstribution Lid

Metron H‘.:,lhh':l 1.l

Micro Cirenit Enginecring Lud
Milliken Industrialz ple
“llthrl‘hv" ]iril{g:' ]lili:lirli_{h L.l
Motor Panels H:nu'nlr:.l L.t
Motorola Lid

“u". P:_sl'k [,1||

Nashua Photo (York Labs) Lid
\“'l. ii'll |,I1E

MNewbridge Networks Lud
Ohcord Magnet Technology Ll
I* & P Micro Distribtors Lid
I*all E-'_||m|u~ Lad

Parkland Manufacturing Lid
Penn Pharmacenticals [
Pindar Infotek Ll

Porvair International Lad
Project Office Furniture Lud
Pradential Corporation ple
Hr.'lnh].‘ Automative Lid
Renizhaw ple

olls Rovee Commoereial Aero Engines Lud
Rolls Rovee Industrial Power Group
Romag Glass Products Lud
Hmrrﬁruulu Powertrain Lid

5 P S Technologies Lid

=1, Gent Ld

scottish Power FIII:'

Aeaward Electronie Lid
Servomex ple

-‘I‘hlﬂ‘l Hrnlhvh I:Ild'

Solartron Instruments d
Sony Manufacturing Company UK
=ounderalil Electronices Ll
:'i-pith*r f"":.'e:l-'m.-: Ll
Spirax-Sareo Enginecring ple
Stalfordshire Tableware Lid
Stoves Lid

Sunrize Medical Lid

Swilt Group Lid

Tallem F.n;,:iln‘:*rin;_- Ltd
Tenzator Lid

The \iu*tu-r-mlngirﬂl {Mhice
Thorn EMI |rlr'

Thorn Lighting Lul

Tinsley Bridge Lid

Trifust plc'

Ulster Carpet Mills Lid
Unilever ple

| nipart Group I]]l'

L'SM Texon Lul

Vaux Breweries Lid

VSEL ph‘

Warwick International Lid
Wair {:rnup |ulu-

Wesstern Provident Association
Williamz Grand Prix Eng. Lud
LZENECA Group PLC

Project organisers and
implementers

The IFITT and the CBI gratefully

acknowledge:

1'11.' l"‘.lillllitlli{'ﬁ [ur Ilﬂ.ﬂil'ill\lllill;{ “i"illgl}
in this study;

the hq*lp anid assistance of the Scottish
OMfice, the Welsh Office and the Hi'gimlul
Government Offices in arcanging the
company discussions and providing
recordiers:

The Warwick Manufacturing Group at

Warwick University for developing the
mrﬂlmflnlug}' and reconding the results.










DeVilbiss Ransburg Ltd South VWest

1 I 1 1 iy N, e
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Key Achievements

* average lead time improved
from 4-6 weeks to 2 days

* delivery performance
improved from 40% to 98%

* productivity increased
threefold between 1990

and 1994

* hierarchy reduced from

T to 4 layers

In 1888. Thomas DeYilbiss

invented an atomiser for medical

purposes. When cars started to be
mass produced. DeVilbiss and
Charles Burdick. the inventor
of the .;u'ru;:!'ul:rh air brush. both
saw the apportunity to develop
and market a quick. effective paint
spraying system — an early example
of the kind of innovative thinking
which iz keeping DeVilbiss at
the forefront of the spray gun
market Inilal}.

Between 1990 and 1994,
DeVilbiss changed from being

an hierarchical. functionally

ATy T -

e 3 e i T e ¥ ¥
LA LE IS LR

| L oA

structured. autocratically run
organisation, to being a flattened.
i:ll'tlt't'--'iIf‘lll'rll:'l! COmpany. in which
t'lr1|r|l.|_'.||'t'.- take r-*.-|u|||.-i||i|il_1. for
whiat they produce. As General
1||'|1|r|.'1'=_f|'r' Jim Anderson pruts i
“if vou burn your bum. you sit

on the blister!” The changes at
DeVilbiss have been in response
to competitive pressure, primarily
on cosl and customer servicee,
"'|'|]:' |r|.'u'L|'1 |'|u- ||:'|'nr|'|-e' maore
demanding . explains Anderson.
“Our customers want the equipment
which will give them a better, easier
|r:lin1 finish, more information
about how to get the best [rom
the product and quick and reliable
:|1'|il..1'|':l.". Customers also wani
products which meet ever tougher
environmental standards. The

d =Wl Wils L] I[Iﬂl\‘l' l"lllpll:l}i'i".‘-'
responsible for “as much as we
can give them of the chain of
production. To make them masters
of their own destiny™. Although

Anderson believes ‘ll'HII;_"'.‘I. [l'l.;!l

vl Canmol |'[|'||!|1I"|'|.1‘|' III"I'IFllL'.

vou can only create an environmend
in which they empower themselves",

Cell manufacture did not

happen all at once. First. the
management team set up one
1"‘\'“'!'5].“'”'“' “L;llll]l‘ﬂ""lll!'il]!_'
cell where emplovees were given
a particular budget with which
1oy illL_'l. materials and tools,
and were measured on their
performance = effectively a small
business. 1t was all done with
a lot of talking and discussion.
rather than with formal training.
We tried 1t oul. found .-urlu'tllill;_[
that worked and then used the
initial cell as a training medium
[or other cells, 1t all orew from
there™. The company greatly
improved delivery performanee.,
which in turn made them more
L'ut‘r||||'1it5".|'.

Some employees found it harder
than others to adapt to the changes.
“The doers = those in either selling

or III;ILin;_r = took 1o 1 (uite e'uail_\,



"...we give them the chain of production to
make them masters of their own destiny”

but the ones in between found it
more difficult because they had
L |1';|l'|'| 0 bz MTIE 8 =SeTy il‘l! Tin
the process rather than having
total control over one part of it".
DeVilbizs sees i!.-l'llf a8 l:-anrnir:g
organisation, supporting both the
education and the training of its
emplovees. Education is defined
as “anything which helps people
to understand business processes
anid to make good decisions
on their own. Training is the
‘ability to carry out particular
procedures: “We do a lot informally
in-house™, says lim Anderson,
“hecause for our business structure
there is very little available outside.
But where outside courses do
exisl, we support people who
want Lo take ud\'unlug:* of them'
Jim Anderson sees his role as
“a provider of resources, advice
— an avuncular role really. My
job is helping people and | see
my=ell as providing service,
rather than control”, He has

been delighted with the way

the workforee has udnph'd to the
changes. “I said at the beginning
Tl know I'm winning when
|H.'I.J|j|l‘ start |n|5|li||g me rather
than me pushing them: | was
surprised at how quickly that

i"l.iilillrl o IZ.".J“.

Nine out of ten of the \-.Enning
Lk companies studied exhibited
the characteristics of innovation

hest practice.
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Key Achievements:

* “contributing to the success
of British industry”

* turnover per month, per
direct employee (i.e. non-admin)
£5,000 in 1991 to £7,500

in 1994

* between 1991 and 1994
reduced value of work in
progress and stock from
£276,000 to £113,000

# "] have lifted their
aspirations for themselves.
Even staff who have no
gualifications now have

a good standard of living,

a well-paid job and security”

The moment you meet ken Lewis,
vou know he is a man of inspiring
enthusiasm who cares deeply about
the future of British industry.

“| believe in British
manufacturing. | think we're
:_rm}[l at . HIII: ]l‘.-u gnl i=elf a bad
reputation — kids these days all
want to be doctors and lawyers,

they don’t want to 2o into business.

}
r
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What I want to say to them is:
'l see a future full of change.
The rules that have applied won't
apply in the future. It’s a bloody
exciting time to be out there!™
Dutton Engineering, a company
of some 25 |H'1:|p|1' which
manulactures precision stainless
steel enclosures for the electronics
industry, started in 1972, and was
hought out by its management in
1983. 1 went through several
stages in my thinking” says Lewis.
“First. I heard what the government
was saying about quality in the
80z, s0 we went for, and got,
B=573042 hefore most & rfrii' had
even heard of it. But then
| [|1nu:_fhl'. '|r1||arm.ir|; quality h}

itsell is not going to put us ahead

of the Japanese and the Germans.

| must find out what they're
doing that we're not” So | went
11? ,':EE';I'I Lin }l..,l‘ N | ]["ll\". l"\ EI._“_
he saw primarily was trust -
between team members making
a particular product, and
between manufacturers,

ide) Ltd !

P
LA 3L

suppliers and customers.
|||.-Fhi|‘1~r| hlx seeing kaizen

{continuous improvement) in

action, Lewis set about applying
what he |1.;u| |1'.'u'r|||-:| to Dhutton,
“At Dutton, “quality’ used to
mean ‘inspection’ You made it
and then someone elze IHI.-IH‘-!'H'd
it. In Japan, | saw guys giving up
their Saturday morning to come
hack and put things right that
had gone wrong during the week.
.“‘1' L ||i_t:1ir|g :l'll'i'lllli' Lk ”“..i\."
things wrongly, then paying them
to put it right again. | thought:
'uh:- bother with inspectors?
The men and women on the
shop Hloor are skilled enough
an ||rui'-'-.~=in1m| 1‘nuugh to make
it right in the first place” Lewis
put people into teams, with
everyone on the same salary
regardless of education or
1"'..|||'|:'i:'m'='. "|".\t'l':l.nlu' 15 a0
equally valued member of the
team. If they haven’t got anything
to contribute, they shouldn’t be

there in the first E-L'lr'v",



Teamworking had a rocky
start = becausze, Lewis believes,
the British are brought up and
educated to operate as individuals.
But when he introduced a system
of annual hours, the teams began
to see the advantages of working
together. “Onee the tasks for that
week were finished, the team could
zo home, They worked a lot more
clfectively onee they realised that™
Lewis is elearly proud of the people
who work for him and has created
a culture in which t‘!T'Ii]Iﬂ"l.'l"t‘:-i o
only get satistaction from the work
they do. they also enjoy it, *1 trust
my people {-urnph-h-]}'. If !ll'[lPIi'
are valued and trusted. if they are
appreciated for what they do, they
o 1||t-irjlalr better. And 1,||:=.:; have
more fun doing it”

Change is something that
Ditton 1~1n|r|n}'ﬂ':-: have not just
got used to = they positively
relish it “With the right
leadership. people can come to
like change., to be confident with

it and look forward to it. Initially

trust my people completely

...they do their job better”

it’s hard and a lot of blood fows.
But now = if things have gone for
six weeks without a change we
all start 1o 'l.mrl'}":
The changes were hardest
for management. "."hlunugvn—‘
are terrified of the idea that the
people on the shop floor know
maore than they do about the job.
OFf course they do! A manager’s
role is to coach. facilitate, lead.
Everyone has something to give.
A manager’s skill is to find out
what it is and make the best of it”
Dutton has worked hard 1o
build trust relationships with
suppliers and customers. In
particular. Lewis encourages
as much contact as possible
between manufacturing cells
and customers. “The philosophy
used to be to keep customers
away from the people on the
shop Hoor because they might
drop you in it. Our people spend
time in customers’ plants learning
more about their needs. finding

out how we can serve them better.

After all, we want our customers
to be successful, Its vital to break
down the barriers and recognise
that we all want the same thing”.
Ken Lewis zees his own role
az being to “give them a vision.
I've told my team that in three
years time | want to enter for
the European quality award.
I've said to them: “Take me there.
And | know they will”.

Nine out of ten of the winning
UK companies studied exhibited
the characteristics of innovation
best practice.
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Key Achievements

* sales have increased 60%
since 1989

* return on capital has
doubled in the same period

* quality has measurably
improved

= profit has increased
significantly

* despite the fact that EGT's
products have long lead times,
‘on time' delivery has improved
from 60% to over 95%

Furopean Gas Turbines is a

COMmpany :-||:|p]m ing some 2,000

people, which manulactures gas
turbine encines for industrial
applications. Turnover, in 1993,
was £200 million. 1989, the
year Paul Barron took over

as managing director, was a
crucial time for the COMpany.
lts competitors were starting

to merge and make strategie
allianees. In the words of Paul
Barron. EGT was in 1{‘III:_F4*I' ol

being left swimming in the small

Gas Turbines Ltd [ 2=! Vidla

pool, with no chanee of getting
illl.l lil!' Ilig:l'r'i”]l'“, IIljll'l'l' Wils

a need for radical :-Imn:*' il the

company was to stay a global player

1t the nineties ;lnd In':nnnil,
The management team took

a long hard look at the company

and [|J|'r|1i|-|x'+{ [||r' 'lmili“n;_f |||m'|-.,~=
1

wat were needed to make the
company “world class. There were
many initiatives, but the main
focus was on people. The aim

was to change the company from
traditional to modern, to change
!u'urrir"- 1hill|xil1;:_ anid make them
more efficient. The strategy was
driven from the top. “How | acted
'I.".ill] rl.l:l. rH'.lFFIi'". "i_l.:'ll‘! IF.:”.II }'IICI!"'!“L
“was how | wanted senior managers
to act with their people and so on’.
.Iljll' ilEi";l Wais Loy Pemove il;llr'jl'll"\-
and nJ';{:t!l'l-t' the COMpany it
‘manageable chunks: The whole
company changed 1o team-working,
ﬁElIlFHH"I I.l:”‘ |I'|l:' I'S'"'w- fl'rl;_'irll‘-:'l'ill_*_l.
quality, purchasing ete.) was brought

il Ill‘ilI.!.II'l'l':l- (a1 i NH] ||'|r' -Ilul: ||i|u]'

and made equally |'-~-p::r|~i|:|v for

the 1lr'll-t|l|4'l. \ l'IJ-Ilil]ll'l"-|1|lp|ii'1'

approach was applied throughout
the oroanisation. ]'.1.|'|':n. individual
was forced to ask “whao is my
customer?” and talk to them to

find out how the ||a'-uJ||l'l or

service could be improved. Fach
part of the |mu|||1 Lo process
wils 1;||':_'|'I|'1| and measured to
INCreadse pl'm|||:'li'l.i1_'l.. “We Larzel
1*1--1'}1h[r|;_-". savs Faul Barron.
“How Tmany l'rullt'lr'ilw G O
customer support centre deal
with in one :|:|I1._" How 1:|ui|'|x|_-.
can we turn around a tender?”
The changes were pushed

right down to shop-floor level.
“As we |11-1'|l-1| away ach |;1:u'|'_
we had to tackle I"A."I'}ll'l]l!_:_"
from how we bought our nuts
and bolts to the :-r';_r;llli.-;|1i||||'-
-|'||ir|:_f strategy. T""-llnlh'tlzl_'_' Wil

left untouched. Everything was

uncovered, examined an

il NECessary, r|'1;|r|;_--'|
The changes have not been

smooth. or without sethacks.

“Change i= [rustrating. s



difficult to communicate a vision
= you encounter eynicism,
scepticism and resistance”. But five
years on, the company is more
productive, has better products,
stronger alliances, and a workforee
which is motivated to continuously
improve the production process
and the working environment.
Fven so. Paul Barron is far from
complacent. “1 want to stress that
this is not Utopia. We haven't
achieved perfection, or even made
as much progress as we would
like. When you are dealing with
people, the results are always
patchy. For example, some people
respond to team working and others
don’t and probably never will™.
Innovation is vital to the kind
ol changes that have made EGT
a world class manufacturer. For
Paul Barron. innovation means
“thinking horizontally about the
process. Always asking “what are
we trying to achieve? What if we
tried it this way?" It can be applied
to anything. If you are the operator

“...think about the future, train people,
communicate the vision, help and support”

in the print room and you have a
customer popping his head round
lwenly Limes a :|1L_\' uu:lling
photocopies, ask yoursell = “does
he always need the copies the
same day? Can we organise things
differently to suit him better?™
Managers at EGT are seen
as supports, below. rather than
above, the teams, Their job is
to “think about the future. train
people. communicate the vision,
help and support. Managers are
*hands off but this does not
mean that they are not involved.
Far from it. “They should be out
there amongst the problems,
taking ideas from the teams and
turning them into improvements™.
Leadership. according to
Paul Barron. is a matter of
being able to see a vision and
to transter ideas into action,
without being hidebound by
tradition. “A lot of people have
good ideas, but a good leader
can transfer ideas into action

and drive them through. even

when the going gets tough,
They have the ability to motivate
and inspire people and get the
best out of them™

Continuous learning is a vital
ingredient of EGTs success.
Training takes many forms
= formal and inflormal; on the
job and off the job: team learning:
internal and external courses.
Paul Barron makes a point of
seeking out best practice, no
matter where, “When | hear of
someone who is world class = the
hest at something = | ask to visit
them. You can get ideas from any
business and apply them to your
own”. EGT will continue to change.
to adapt to the global market.
“You have to carry on getting
better. No-one can =it back and

be satisfied with the status quo’,

Nine out of ten of the winning
UK companies studied exhibited
the characteristics of innovation

b=t pru::li{‘r.



House of Hardy Ltd 'o/ih tast

Winning companies know their customers

Key Achievements

= successful development of
international markets rewarded
with the Queen's Award for
Export Achievement in 1986
= T new ranges in the last

5 years

= 08% of products can be
delivered within 24 hours

# average return on capital
has exceeded 50% in the last
7 years

= sustained profitable growth
throughout the recession

House of Hardy is “a modernised.
traditional company™. according
to finanee director Gerry Metealle.
The company. which had its origins
in guns, now manulactures high
quality fishing tackle and fly reels.
Although House of Hardy is
expanding into lifestyle’ clothing
and also supplyving composite
tubing to the defence industry. the
world’s anglers know it as “the
Rolls-Royee of fly-fishing tackle™

- makers of high quality rods and

reels, of classie design. Company
turnover is £5 million.

In the late 1970s the brand was
starting to lose impact in the UK
marketplace. The market was
suddenly looded by cheap
Taiwanese products which could
not compete in terms of quality,
but were competing for the
scarce cash resource of dealers,
House of Hardy was spending
considerable amounts ol money
on advertising and promotion
to drive angler fanatics into
specialist dealers, only to find
that the dealer did not stock the
full range of their products and
=0 encouraged a switch to
a different brand. By the mid
1980s, the Hardy management
decided that they had to change
the way they distributed products
in the UK. They needed dealers
who understood their product
and who would sell it in an
appropriately commercial way
= with adequate stock and at
a full margin. The Board acted

radically — they fired over 1.000

accounts: only 50 dealers were
invited to become .-I}I:"'l'i;l“.'-l
‘House of Hardy' tackle shops.
This radical step was
complemented by significant
changes in the structure and
urll_iuni.-:.'ltiull of the :-ur:ll|lilllj..
They modernised their production
process, with hl‘u.\':n. investment i
the latest UNC
‘I'Iw_\' brought production and

athe I1'L'h|lu|u?_{_\..

.'iiljl‘r-'-"llllul‘k!'tillg_' closer 11r;:1-l|l1'r‘_
increasing the communication
between the two. Each employee
was made responsible for the
quality of the product they
produced and was empowered

Lo =top ]H'm|ut'li1 m ol a rod or
reel if the quality was not of

a sulficiently high standard.

Batch sizes were reduced from
00 or 600 at a time 1o jll:-'l [H0,
to allow greater flexibility in
production. New ranges of products
were introduced. In the past, a
single product might be marketed
for 60 or 70 years: now, many



products are changed or replaced
alter 5 vears to fully cater for
market requirements,

Research and development
15 also strong, The R and D) team
has close links with universities
and research establishments and
15 continually working with new
materials to develop innovative
products. A further radical change
has been in delivery times. The
new structure and lw'hm:rlugj.' has
meant that House of Hardy has
hugely improved its responsiveness
-8 years ago ||+-|i~.:-.r?. Lime was
between four and live weeks. which
compared reasonably favourably
with competitors, Now, 98% of
fishing tackle can be delivered in
the UK in 24 hours = it can be on
shelves in the US within four
days. “Today = Wednesday - we
have just had confirmation of
a £200k order from Japan™, says
Gerry Metcalfe: “00% of that
order will be on a shipment by
the end of the week™

The 50 remaining UK dealers

“We have worked hard to find out all
we can about our customers and what

they want”

were invited to Hardy's to set up
a two-way How ol information
which continues to provide
invaluable customer data. But
how do you define a serious
fisherman? “Our customers
come from all socio-economic
classilications and the delinition
of a serious Hardy fisherman is
very difficult. 1s it someone who
zoes fishing once a year, spends

a thousand pnunll.- on tackle and
several thousand pounds booking
the best week to fish on the Tweed?
Or is it the man who spends fifty
pounds on tackle and goes fishing
once a week? We have worked
hard to find out all we can about
our customers and what they
want. “International distributors
and UK dealers are encouraged
to see themselves as an extension
of House of Hardy. Every other
vear, UK dealers get together in
groups of 11 or 12 for a business
seminar where they discuss the
company philosophy, strategy and
targets. Informally, the dealers talk

among themselves, sharing product
and customer information’.
Learning has always been
important at House of Hardy -
rod-making skills have always been
learned on the jul-. However, in the

19605, the company collaborated
with a local technical college to
develop four-year sandwich
courses to supplement the
traditional, formal apprenticeship
scheme, Over the last 7 years.

12 people have come through the
scheme. The strategy of the Hardy
leadership is clear. “We derive
satisfaction from meeting our
customers’ requirements and

we see ourselves as custodians

of the brand. We are geared 1o
long=term sustainability. We have
been around for 125 vears - and
we intend to be around for the

next 1257

Nine out of ten of the winning
UK companies studied exhibited
the characteristics of innovation
best practice.
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Iceland Frozen Foods Ltd Wales

~._"-J inning companies
nthusiastic champions

Key Achievements

* from one store to 700

= and from nothing to a billion
pound turnover - in 24 years

* profit increase from £3 million
in 1984 to £65 million in 1993

* a large investment in training
at every level

* 200 new products launched

every year

= Continuous Innovation

Retail 1s gu-11|-|':|||:~ agreed to be
a tough market. lo stay alive in
High Street. you need to

hl' .;||||t' 1 1'"HIFH'11' with ll’H' hl:_f:_r:r.nl

[ml.n

!11ui|iplu-.—~. to adapt to constantly
changing social conditions and to
react :lniL'H} to customer demand.
leeland has not only survived in
this fiercely competitive market
place, it has |Jur-'i1i1.'1*|:. thrived.
The Ii;_-un-.-u are im;]l':*.-.-:iw. From
one shop selling loose Trozen food
in 1970, leeland now has 700 :-|IU|-.-
nationwide, Turnover has gone from
£65 million in 1984, to £1.1 hillion

in 1993, Prohits have gone up [rom

L3 million in 1984, to £65 million
in 1993, leeland’s success, according
to chairman and founding partner
Maleolm Walker, comes from
“focusing on our core business -
.'s|1|.1.'4i}'.- ih'ing the hest at frozen t'nm|.
always being the first to do anything
in the frozen food world”, Teeland
hias |m.-iliulli'd itself 1"‘II'|:'|-II""|.
in a niche market, competing
with. but also complementing,
the major supermarkets, It has
chosen to stay in the High Street.
offering the customer a smaller
shopping environment, friendly
service and a huge range ol
products. “We see ourselves as
the affordable Marks & Spencer”,
says Walker.

leeland’s culture is young,
innovative and fast-moving
= “like a person run ning very
fast’. It i= “high risk’ tolerant
and able o accommodate failure
and learn from it."We are a
ago L-ut1||mr1}_\"|.u- make {:Illit'li

‘have

decisions. I our ideas work = fine,

If lht'} don’t, we take a qui:'h step

back and move on ;lg;tin". For

example. in 1993 the company
nlu'lll'd several stores in France,
took over 43 Littlewoods food
halls and opened 60 new stores
in the UK. The French experiment
did not prove to be |:r‘n|lllalll||*
enough and was put on hold:

the venture with Littlewoods is
zoing very well and will continue.
Quick response to change i=
e=ssential in Tood H‘l.‘li]i]!; =

“It’s a lashion business™, says
Walker. L

2000 new ||I‘|||l||1't.- CVery year.

dand launches at least

Fvery Monday morning. the
Board meets to look at the
previous week’s sales and make
decisions for the week ahead,
“It’s quick and snappy™. says
Jill MeWilliam. public relations
director, “We compare sales
with the same week the previous
year, come up with ideas and
predictions and then make
i fm|i1'1'l. decision,

What sort of r'tn!]ln:!.'l'r'.- can

handle such r':I'l:ill change?



The company employs young
entreprencurial people, who are
1'*-;}1L‘rl1'il to take a |Ii;_f|'| dr;r:::*
of responsibility. “We like people
who are bold and innovative

- who make decisions and then
stand by them. Even junior
MAnAgers are t'.'-'.p!'{'lﬂl to take

a high degree of responsibility™
Everyone is expected to come up
with ideas for Improvement,

“We are good at communicating
upwards", says Walker. “A good
idea from an arca manager’s
meeting can be i|t1;|1|1-rn:*nh-d
countrywide in a very short time”
Jill MeWilliams believes that
Walkers charisma and strong

leadership has been a vital

illg_fﬁ"llil"'t'ﬂ 1?" I.'I' ;l"{rﬁ- SUCCess,
“He is a great motivator = his
sheer enthusiasm rubs off on
everyone in the COmpany and
helps to give it a buzz. He is
constantly looking at everything
and coming up with ideas = but if
SOTEONE COMES W w ith a better

one, he is genuinely delighted to

“‘Being second best is never enough.
We have to be the best”

dump his idea and go with the
one that works better”,

leeland considers training to
be very important. There is a
comprehensive in-house training
scheme which takes employees
up the ladder from stock assistant.
to supervisor, to manager. Walker
explains: “everyone is encouraged
to move upwards = no-one is held
back . But everyone 1= l*.*.pr:'ld‘nl Loy
participate, to make a contribution”.
leeland likes to strike a balance
between growing their own
managers and bringing in new
blood and new ideas from outside,
About 70% of their managers are
home grown.

leeland has an unbroken
growth record and an unbroken
profit record and is a perfect
illustration of the suceess of
a culture of innovation and
rapid response to change.
Maleolm Walker believes
in winning. “Being second
best is never enough. We have
to be the best™,

Nine out of ten of the winning
UK companies studied exhibited
the characteristics of innovation
bizst |II‘::I1'I'II:1‘.



John McGavigan & Co Ltd

Key Achievements

* productivity is up = in
October 1993 they produced
1.6 million ‘widgets) with

a staff of 190 people; in
October 1994, they produced
2.3 million, with a staff

of 152 (staff were either
redeployed within the new
manufacturing company or
took voluntary redundancy)
* turnover has gone from

£8 million in 1989 to

£14 million in 1994 - they
hope to double the 1994
figure in the next three years
« gxpanded in a period of
recession from 2 to 4
manufacturing companies
by developing innovative
products and finding

new markets

\ recent survey ol r|1l|l|u_'n'r
satisfaction conducted in the
University of Shefficld at John
MeGavigan (Automotive) — a

Glasrow firm which makes

screen-printed dials and appligues
for the automotive industry

- included (uestions on innovation
and tradition. |:r|||||n_~.r|-= werne

.I-!u'li O arred Or I:Il-.-._i'_:]'l'l' '|1.i|||

statements such as people in this
organisation are always searching
for new ways of looking at
Fllllhll'llll-.. ar ‘the Wy this
H!':_’:Illi‘:HiH'II tlowes l|lir|;_'= has
never changed very much! Scores
for MeGavigan employees were
very significantly higher” on
innovation and “very significantly
lower” an traditionalism than
those ol I'rllllllh:gr'l" in the othe
19 manulacturing companies
included in the SUrvey. Managing
director Edward Smith is
delighted. ™ That terrible phrase
= ."u'ld"-'l.l' ;ll'ﬁ‘u;l-'l.‘l '!lllll' il ||'||'| 1.'|||:||.
= has been kicked throush the
window here?

MeGavigan's major changes
started in about 1989, At that
time, the arou consisted of
1w |'||r||||:|.”i‘-"' = 0re |||I|“i|]|'i||;

sereen-printed dashboard dials

Afves 45 b4 L0B (SR

Sadda LIER

Irﬁ'

260

e IR

for the automotive industry and
the other producing graphic panels
for the information ter hinolog,
market. In 1994, the managemeni
team felt that the company was

[ CRTH] ||F'FII'III|.I|'I!I'I PN AT OB DWWl I1I.,I|-l il
CU=LOMers. =o I|1-'_'-. decided (o
1'\_’|4||||‘ |||-' :I'Illlll |!:l.'. ||r"i.|'|l.l|rill:_*
different, innovative ]Jr'-nhu'l-—
that could be marketed throush
sell-suflicient, Er|||-'!-|-||-l|-||1|_1-
managed companies. Now, the
group has expanded to four
companies = the second two
produce parts = high current
membrane switches and inmould
II['IlIIIlI'E'l- lor |l'||' 1|I|'|1|:||-:|Ii'\|.-|‘,
information ted hrl--|r-_'_'l. industries,
Influenced |I_'-. the ideas of American

oura De. Deming, Melavigans

||._i'- .,.|I|1II.I|I'|| lq'._lirl'l.'nll'l-.irl_:.'_. -..._Ii.-’l'rl
(continuous improvement) and
have built up a remarkable
reputation for innovation. “Our
strateey has been to continuously
add value to ow ||r'1|||||-'[”. explains
Fdward smith. “%We listen :'.'|1-'|II||}

to our customers |rl':||r|r'!tl- andl



come up with innovative solutions.
And we develop ever more complex
products = better designed and
more eflective’,

Employee empowerment has
been a vital part of the culture
change. leam leaders are expected
to gather data and ideas from
their teams, analyse it and
then implement it back into
the workplace. The Sheffield
University survey indicates
that this process is operating
successfully. Employees rated
the company very highly on
statements such as “this company
is quick to respond when changes
need to be made! Edward Smith
feels that empowerment is amply
demonstrated by a recent building
project. “In 1985, this building
was a state-of-the-art facility. |
felt 1t needed HI];_'I".H“"!;, (e
the decision had been taken to
invest £125.000 in the project.

I turned it over to my people and
said “you know what you need.
you know how the place should

“We listen carefully to our customers'
problems and come up with iInnovative

solutions

be organised = you do it Just
don’t o over the hmi‘t_rﬂ.' '|1||:"\' are
happy with the building because
they have had input into the design.
A week or so ago they said *don’t
come in now. Edward = wait until
its finished: | said "0k They can
see that I trust them™,

Managers at MeGavigans
lead by example. Their job is to
inspire people with the company
vision, communicate with
employees and train them
appropriately. Training is given
a high priority for employees of
every level. 1 think training as
being like putting on glasses™, says
Edward Smith. “Once properly

trained 10z as il you are seeing

things for the first time. The world
i full of people with good training
systems who can ht-lp vou to achieve
double what youl think YO Can.
When 'm invited 1ngiw' a talk
somewhere = in 1"t'|-1'1'l. 1] Il"il[‘ll
:iulnrlhing -1 always bring
something back that Ive learnt.

Learning is a two-way T}rm-{-s.-'-'t

A company has to be confident
to submit to an illtlt‘]lt'mi:tnt
survey of employee satisfaction.
McetGavigan's conlidence has been
well justified. The Sheffield
report sums up that “MeGavigans
employees are markedly more
<atisfied than employees in other
companies with physical working
conditions: opportunities to use
their abilities: relationships
between management and workers:
chances of progression: hours
of work and attention paid
to suggestions.

These same emplovees have
taken the company from an
L8 million turnover in 19849
1o £14 million in 1994,

Mine out of ten of the h'iﬂt‘lill{_’
K {-um|mniq-:-'= studied exhibited
the characteristics of innovation

best practice.



Key Achievements structure was typical of an old-
* improved guality of product
= from 13 technicians and
one test manager in the test
department to 3 technicians
and no test manager

* 25% increase in turnover
between 1993 and 1994

¢ from 3 million pounds
turnover in 1992 to 5.1 million
pounds in 1994

+ net profit up from 60k

in 1991 to 500k in 1994

* maintaining 80% of
production as exports

* one of only 4 companies

in the world who manufacture
the waterproof radio which

is being heralded as the
industry standard

fashioned .'1:~'-r'|:||ri]. line COMPany.
with an hierarchical structure and

lots of layers. Supervisors patrolled

the lines, setting up work. fetching
and carrying for the workers. “Each
individual had their own job = if
lhq-} lefi. there was no=one else
who knew how to do it

The company employed some
0 flr'llilll'. many of whom had
never seen the inside of another
factory. It was a hard eulture to
change. “We started IJ:I. r'|1|=-i||_t_-
the f.'lt'hrl'.\ for two ll;l}i. 1i||\|l||_:_!
everyone to a hotel and giving
them a “lay it on the line” session.
Wi l"‘tl]lilillt'LI that the way wie
worked was ineflicient, our
competitors were getting ahead
ol us .;|||1| il we weren't to .-I;|;_5r|.'1h'
‘!."11'""]. ll‘tl" |'1"l'i":"i"l-i|'lll Ili[ ‘.I.,l'l.ii'ih Wi 'ﬁ';:”l'i ]1&.\.1' Lin I!'I'I'.ILI' =T

producers of navigational equipment  radical changes™ Having laid the

and waterprool radios lor the seed bed for change, Bowerman

leisure market = sales of which then advertised for the st ol
are highly seasonal = they knew team leaders. He also identified
that the time was ripe lor change.  certain people as "product

It was 1990, but the manufacturing  champions” = “people who are

naturally motivated. who have

a desire to drive and get things
||1|IH'IT .‘1”“:\ ol tll" .'!Illfl'l'\il‘ﬂll':"
assumed that they would be
given the job by virtue of seniority
and did not apply. They were

1|i:-i||r|hlillll'|| — three out of the

IIH“' LA l"i_llll"l':"' et ||i|'1"':'1|:l.
from the .-|'!u|i Hoor. The next -tr'|l
was o take the team leaders and
Pl'“lll“'1 i'I'll_l”lIli”l'l." M i 'r;l;ll;ll:_:
course to explain cellular
manufacture = the Key message
lwiu: ithai ":-.ml have to learn to
think for yoursell™

The next stage of change was
1o retraim EVETY 1'|u|l|nl'.1'1' in the
factory. “Every emplovee had to
learn about quality, soldering
h-|'|1||i1|||r'-. mechanical 14-|'|1||i1|u:'-
and company procedures. Fach
of the four team leaders took a
subject, teaching six people over
a one=weelk EII‘]'iIIIl.I.IIIIII' 1|';|iuir|.-_'
was all dl'-i;{l'lt'd in-house, "|1al‘..il|;_[
set up a training room in the
factory. the trainees were given

-"il:rll||ll“' L I!Ii.lrld“'ll]fh‘r. ||'I'l:“3lﬂl'1‘=



to build, and =0 on. Then they
played a business game — devised
h}' us = to illustrate how the
company works". Now. the entire
worklorce is multiskilled, moving
around as required, although
each person has a team to which
they belong - “it’s important to
give people a home base”. Training

continues to play an important
role. The company has just
instigated an NVQ) level 2 course
with a local technical college.

Al stalf aged 16 1o 22 will do
the course and. i successful,

will o on to NVO level 3. Team
leaders will do "ﬂ'f'j evel 4 = the

equivalent of a BA in management.

Employee empowerment has
led o ;_[L“'l'illl'l' }ts r'li‘l'.-ihill nr t|'||~
|lrn-l:|1|1‘t. "llisihililj. hoards all over
the I'iI:-Iul'} ||i.-'T:r|u3.' current market
inlormation and financial targets.
Mike Bowerman explains:

“we have ﬂ|h'l'|t‘1] up our whaole
business system so that every
employee = and ey ery visitor — can

see what'’s going on. No-one can

‘From having a staff who work here, we
now have a staff who feel they belong here.
They are the company”

claim not to know the bigger
picture. because its all there for
them to see’ f",mimm-rmu*ul diel
not happen overnight. “When
[ first got here™, says Bowerman,
“f}:-nph* would come in every few
minutes saying ‘shall 1 do this?
Would it be OK to do that?
We turned every question back to
them. “What do you think?” And
they would say *I don’t think it’s
a good ideal and we would reply
There’s your answer. then™
EIIIIIH'-&'I[I-UI'I uml continuous
improvement is another ingredient
in Navico’s success. Team leaders
take members of their team Lo
other companies and come back
with ideas of how they can io
things better. Every team also
has a brainstorming session onee
a week, chaired h_!.' the {!Ilulil}' Learm
leader, to find ways of improving
the quality of the product and
the process. Team members have
alzo been finding out more about
what their customers want by using

the |II'{H|LII:‘E themselves, “We realised

that staff knew very little about
the product they were making.
S0 we took every member of
stafl sailing so they could see
the equipment in action and
understand why we needed
such rigorous quality standards™.
Mike Bowerman's leadership
style contains a large teaching
clement. “I'm there to advise,
direct and teach, I firmly believe
that you cannot lead unless you
also serve. | believe in management
by walking about = you're there
as a resource to be used in that
way . He feels his main achievement
is to give employees a sense of
ownership. “From having a stall
who work here. we now have a
stalf who feel they belong here.
They are the company’.

Nine out of ten of the “'illlling
UK companies studied exhibited
the characieristics of innovation

hest practice.
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Key Achievements

= Pindar's sales in 1994/95
are predicted to be 25% up
on the previous year

* the company's projected
profit increase is 40% over
the same period

* “our key achievement is to
offer excellent levels of
service at all points on our

network"

|’ir|1L||".- h||.=~i|||-=..-. e II'H' ;_';|[||1'|'ir|;_f_
fn'm-:-.--in; and delivery of
information through print or

electronic means = is changing

PThonp® I'..'Ilii[":l. ll'l.;lll .;III.IH'.‘!‘I :|r|:|.

other in the world to ay. Pindar's
attitude to the ever-changing
world of information technology
}I.qll:"‘ ill‘l'l] i'l'lll'inll lin 1|:|t'i|' =L ==
“We ride on the waves ol 4'|!'.I:L:'_H‘
rather than trying to hold back
the tide™ says Chief Executive.
EBichard [.Llltllr:«.. “We have to
make sure that our people see
change as a benehit, an advantage,

an opportunity .

Pindars focus is not on its
produects, but on the service it can
offer, “We zeek to understand
fully the needs of our customers™,
says Deputy Chairman, Andrew
Pindar. He likens Pindar to a rail
network which stretches for |lr||_t_:
distances and has many stations.
*Lustomers HIHY pi-'|-. up our train
at anmy station and ride for as IlHl;_:
as it suits them. But we hope they
will o further and further with

s 1*.;:!']| time they take a ilrljl'lu‘\.".

Pindar tries to el Lo the heart of
what their customer 1= trying to
;u'hi-'u* and then .'||||:|_'| their
I.H‘III;III' ani It'|'|lrl1||n_~_lf} oy find
innovative ways ol taking them
|'|n-|'|' 1o i, "H:r 1-*-,.;unp|u'. i 1= nod
-'Hn:l;h for II-_iII-! to reduce the
price of a catalogue, We can do
far more for a customer by
ululu':l'-l;uu“ll: what 1l1r':l. will do
with the l'ell:lllr;_flll' once we have
produced it Onee a vear, we
Frl'illllli'l‘ii o [ll”ll“-.lllll |H.I_'_’l‘
catalogue for a large electronics

COImMpany. But then they told us

that 80% of sales were made by

only 200 of the customers who
received the catalogue and also
that 0% of orders came from
:lrl|} 200 of the |'¢|I;I|H_2II1'_ We
used that information o sugees
i |".|[:|||r:_:m~ which would work
harder for that company in terms
of =ales”. Pindar is ai the culling
r'||;_[-' of information |l'l'IJJIIl|li_'_'_'|-
= in 1993, they won a DTI award
for the ;|[+|||?. ine of artificial
|'!|lr'||'t_'_',l'|1|'|' Lo page |'.I_'|.H|]| - bt
I|I1‘_\ o not use Ir'I'I'II'IIlltI:'_'_'t lor
!!'|'1|||rs|n_'_'_\1- sake, “We nse |50
years ol l-\.pr-ri--ul'-- in the
business amd a world class
lr'l'l1|||l|l|_,'_'inlt knowledee to find
t|||' most eHective Wiy for our
customers to caommunicate with
their customers .

The role of Pindar's leadership.
says \ndrew Pindar is to
CRCOrage and advise. It is like
-hlluiilig on the |1r'!i|E;_'i" ol -|]j11
trying to see where the ship
ought to be going. You cannot be

stoking the boiler or cooking



meals becauze if vou take yvour
eye off the horizon the ship may
seem to be Foing u|u||:1;_I very fast,
but you cannot be sure it is
following the right course™. The

|"‘“fi|1' fu'l'llurmin;.'; lh'" lltl}' 1ex Elil}'

tasks of running the :-illill have far

more information on which to
make the I‘i,'__'hl decision.

The company has a loose
structure and approximately four
layers. Their ‘workloree” includes
emplovees, partnerships and
franchises. “One might say that
we allect the lives of some B30
people™. savs Richard Lumby.
The leadership expects its people
to understand their customers
and to be searching continually
for new ways ol serving them.
“Our greatest delight is when
someone has had an idea. taken
a risk and got on with it 11 they
fail. our role is not to jump on
them. but to sit down with them
and decide what might have
given a better outcome. But if
people feel they have the

“We use 150 years of experience in the
business and a world class technological
knowledge to find the most effective way
for our customers to communicate with

their customers”

authority to have good ideas and
to implement them, they are far
more likely to succeed™.

Everyone at Pindar is learning
constantly. Training is done
internally and externally. “We
have people training our people.
our own people training the
customer’, Customer training
i= used as a way of gaining a
strategic advantage. “For example.
we had a customer who ordered
something in a particular colour.
but could not understand how
that colour would look on two
difference Kinds of paper. They
were shocked at the result. That
led not to an argument. but to the
development ol a training course
to help the customer understand
the use of colour, Result?
|1||||r'm'|l:| customer relations and
several large orders™

Pindar not only operate
Il'lmllgll 20 locations in the UK.,
they now have aceess o 330
outletz in over 20 countries.

“We take a long-term view of our

compi r]J."».-L gl'umh = the strength
of the organisation is what
matters to us, The fast pace of
change of our business is
constantly offering new
n|J|mrtl.l||ilil‘:-' Lo serve our
customers. We I'mlm to grasp as

- -y
many of them as we can’,

Nine out of ten of the winning
UK companies studied exhibited
the characteristics of innovation

hest i‘:rl'u{:l.iﬂ'..



Key Achievements

* completely consumer
innovation driven

* market declined by 30%

- company grew from

£17 million to £42 million

* provided 200 jobs in
Merseyside during worst
recession their industry

has known

* capability to produce new
model of cooker every day

* can get a product to market
ten times faster than any
competitor

* stock turn relative to sales
now 20 times a year (and
improving)

« cost of tooling new models
reduced by a factor of 10

“The firsi 1|1]n_=_- Vil need o star
a new company is a clear strategic
plan and vision." John Crathorne,
managing director and CEO of
Stoves Litd [IIFHEII.II'I:'I'.- of cookers
anid hohs) is quite specitic about

what he and his colleagues

Stoves Ltd [0 V/est

wanted to achieve throush their
management buy-in in May 1989,
“We wanted (o create a 1|LI;||il_'|.
company which was capable of
auliwl}in;_' consumer necds ina
rapidly changing market”.

The achievement of that vision
makes an astonishing story. The
first thing the new management
team did was to research the
market in detail, something
which had not been done belore,
At that tme. 85% of all balt-in
I'Ed'.'[l'i.' OV Ees wWier: frrl]llll'll‘ll. IIllll"
results showed that consumers
were becoming increasingly
-.-n!lhi.ﬂl:i:';ﬂmi, "'-nl |r||]:|| dirl 1|1:':\
want a 'l.u'""tli'.-i:_:_:tu'ﬂ. llll;liil}
product, they wanted it tailored 1o
suit individual needs. “In the
"H“Jl'l'rl Lilt"‘u'l]. l'll“l‘hl'l'.ﬁ are
virtually the only appliance you
actually see. Consumers want to
have a say in their colour, size,
and shape. They want a cooker
which is hygienie, safe, easy to
clean and geared to the food they

cook, in the way they want to

cook it. In other words, they want

innovation. more involvement,
more choiee”, In the past, CTTINEers
came up with bright ideas and
the marketing department then
decided how to ||-r.-i|i-r|| them.
Stoves turned all this on s
head: “our plan was to identify
user innovation and then satisfy
it. We =ee this as the trend of the
nineties — mass customisation
How could this idea be put
into practice? The changes came
in several slages, In 1989, the
l".lrtnr'_\ r't||||||rj.t'l| about 00
people: the hirst challenge was
to communicate the -»1r':|1|‘;_'ir
vision to the stall and sain
their involvement. The lone
|:||'m{|4:'1i||-11 line was restructured
into teams of S=10 |:1'1|p|='. each
team being responsible lor the
whaole production process.
I".[Tllllll:ﬁl'l'*-l |'H_|:|| Wills [l |1|‘||=1‘|'
linked to volume, each person
was paid a salary. in recognition
of their value as one member ol

a ]ll'nuilln'1in|| L. "|.i|-|||a]I_-. CVEry



employee was retrained at the
(‘um;]uu}‘s own training school
on site, learning how to work
more effectively as a team by
tackling problem-solving tasks
which were highly relevant to the
wark. “You cannot be a :lu;llil}
company unless vou believe in,
and invest in, your stalf. Our
people know they are special”,
The current training cost is
approximately £% million per
vear. for a stall of 680 E“'"PI“-
Central to the vision of the
Stoves” management team is the
relationship they have with
suppliers. In 1989, Stoves had
ujj-pruxillmlqll} 230 .-ufn|1|ivr_-'.,
They unloaded their products
into a central area and the goods
were then checked and either
1I|'{'|'|ill'|‘] or |'|'j|'|'1|:'4{, _\n'l.'.'. l||i||g5
work very difﬁ-r‘q-ml‘\., “We have
50 key suppliers and we regard
them as partners, with whom
we have a mutually beneficial

relationship™ says John Crathorne.

“There has to be a high th-gl‘l_'u‘

ol trust because they are closely

‘Customised quality products, designed,
produced and delivered quickly”

imvolved with all our new Fjrmhu:t:-‘-.

We believe that when two
companies form this kind of
partnership. they make sure they
don’t let the other party down

because there is too much to lose,

In our I'alr-lm'}'. the person who
delivers the goods identifies with
the team he services, He finds
out the programme for the day
or week ahead and makes sure
that the right material is in the right
place at the right time. Each team
has its own telephone lor instant
aceess and team leaders are in
constant contact with :-il.:lpplivm.
How many companies can say
that they never have to give their
suppliers a schedule? Or that
time spent invoicing can be eut
down 1o one transaction per
month?” The lactory never
knows two days in advance what
it will be |l|‘n:|l.lt‘.i:|!g. yel I}ll.':_.'
produce about 1L.200 units per
day. They have no warchousing
and very little stock. Products

are produced against orders

for immediate delivery.

What does all this mean for
the consumer? “Cuastomised
quality products, designed.
produced and delivered quickly™
As for the company, the figures
speak for themselves. In a market
which has declined h}' 2%
between 1989 and 19941, Stoves
increased its turnover from
£17 million to £42 million.
“mmgl‘l':ﬁ at Stoves are no Iungcr
“‘directors of |J'I‘IIE!il.‘: lhi'}i are
role iz to enzure that the system
a= a whole is running smoathly
and that it is supported by the
appropriate resources, “This
company used to struggle to
launch three new models of
cooker a year. We now have the
capability to launch a new maodel

every single day of the week”™

Nine out of ten of the winning
UK companies studied exhibited
the characteristics of innovation

best !rr'..'.u'lir-.-.



Key Achievements

*= 20% growth each year over
11 years

* 44% return on cash invested
» “building the strongest team
in our industry at all stages

- sales, design, engineering,
manufacture”

* “creating high quality products
has made us number one in a
number of countries despite
different technical requirements
and reimbursement schemes"
* applying innovation to

every process

“We make custom rmrhiiil} !u'thu'T«
ful' l|!||‘ i“.‘-;,lElll'lI. Ohur IILi.-u-[n!! 15 to
improve people’s lives by producing
high quality, innovative products”.
Barrie Payne. managing director
of Sunrise Medical. employer of
some 370 people. might also add
that his goal is to grow the business.
In every one of the last 11 years,

I'Il‘ ilII|[ Ili-" Leam ]'IH"-i' ili'hii"ﬂ‘ll i

20 crowth. Beturn on net assets

is at least 44% and, d:':npilv
aggressive multinational
L'1J!T1|.rt'[ili1|II. they ]m'u' .']I1;|.irl||'1i

the number one market slot in a

number of different countries.
."u'n'url|ir|g_: 1o Barrie P:l_u:n'.
the main challenge for a company
I 1_|!||' hll.-in:':-- of J||1||ri|:ir:'. [rn wluets
iz that “there is no commaon
market. You are trying to sell
vour products in different
countries with different cultures
and different reimbursement
1‘.”‘”! i_IIIPI'“'I..H] .‘-l'h!'““':". Il‘l]!'l"'
i= a complex matrix of barriers to
doing business". Sunrise’s answer
is to go into each country and
“analyse the theatre of business.
“There i no point in going in, all
arrogant, and saying “we have the
Fl]'.'l‘llll"t :rl“] |]I'I'1{: I‘II“.I |'|4'_|1|‘|" 10y :fl
in with the tElu‘.-ti'url - *what do
we ||;|1|.1- (0] do to 'I.'l.ill here?™
Designers, product managers, and

sales fn'lr|}|1'. are all encouraged to

find out everything that will help

them tailor the product to the

needs of a particular culture.
The Sunrise philosophy

e. In 1987, the

company decided on a strategy

I.l.H'I:IH':‘ O I.H"llll

ol becoming a “world-class
manulacturer, IH“‘,‘- changed

I|||' 'uhn|-:' siruciure of the
organisation. ended piece-work
and ereated focused teams. They
cmpowered cach team to create
change and find new. better ways
HIIIIIIiH: lhirl;_'a. “From my |J|ri|1l
of view™”, HE 5’;1:.“1‘. “Innovation
iz not just the products, but how
Vol ;_[t'[ the Frl'll||ll1'! 1o thee
customer. Its about improving
the process at every stage

The achievements of employees
at every level in the organisation
anre Ili"i'il.r_'lli"!"'ll i,HHl |"|"|\LI"II1'|J.
|'-.'l.|'l':|. month. the |.;||'1u|':.. i= closed
down for hall an hour in order

to acknowledge “anything an

individual has done, however



small. over and above what Ihv}-
might be expected to do™. They
oet a certificate which goes into
an annual draw = they can win a
car, a cruise, and other incentives.
“It makes sure P“'”Ph‘ ane rt'.l'ngllllh:‘ll
and al=o makes it a more fun
place to be”.

The company is also highly
customer focused. They do
customer surveys (for both end
users and dealers), organise focus
groups to talk about new products
and encourage middle and lower
managers o 2o oul, meetl customers
and forge relationships. They
have im[rruu-{E 1i|-|i~.'u-r} times and
are now producing customised
products more closely geared to
what ecach customer wants. T0%
of their sales are of products
launched in the last four years.,

In 19940, Sunrise decided that.
in order to win in Europe. they
also had to gain greater control

over their distribution system.

‘Innovation is not just the products, but
how you get the product to the customer”

“The distributors and importers
we were using were multi-focused
and under-capitalised and we were
very vulnerable to their survivability.
We decided to acquire company-
owned distribution in Spain.
France, Germany, Norway and
Sweden. and the Benelux countries.
The team here put all that in
place. with no outside help or
investment”. By having Sunrise
people in those countries. the
company ensured that the
distributors concentrated only
01 Sunrise prm]ul'ts and that
Ihr}' were in tune with the
COrporate culture,

Barrie Payne believes the
managing directors role is
“to be analytical, to steer the
people in the direction we have
to go to win. Also to stimulate
people and get the best out of
them™. To do this, he, like all his
employees, has to be apen 10 new
ideas. “I'm still learning. | spend

40=50% of my time travelling
and 1 am always looking out for
slivers of gold that I can take
back and use”.

Nine out of ten of the winning
UK companies studied exhibited
the characteristies of innovation
hest practice.
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Key Achievements

= widespread employee
empowerment

* major restructuring

* 65% increase in productivity
* time-losing injuries down
from 25 to 1 per year

* ‘quality costs' down from
27% to 19% of turnover

* l[earnt from oil industry

In 1988, this family-owned carpet
|'|];|||||I._“"||||'r'|' Wils i_ll il I'I'Lli'ii_ll
ILIt'Ilill_Lr I:Hrilll. The three Wilson
brothers, whose [ather founded
the business in 1938, were
approaching retirement age and
there were no family members in
a position to take over. The future
of the company was in the balance.
\s Edward Wilson, :uuun:_lr-l
brother and current chairman.
1"~.fr|.si|1.~. “if the COMPany was

L0 remain imlrru-ml--m - a5 wWe
wanted it to = we had to install

a professional management team
which could take the company

over the next three decades™,

% T B TS

The brothers illlf"lilrlt'l| A W
MY Michael Mills. illirhr'{*--1~1!
I'|_'l| ]|i.‘ [“”'l'\; I'l'l'ill'l:l = :‘ﬂ"“i“!'
executive at Fsso.

\n industry review in 1989
revealed serious challenges for
the company. Ulster Carpets was
'n.ir"1|m||:-. i||1!i-1i||_:|||'-||.'||+i|' from
its l'III'I]|JI'1i[l:1I'- i 1*|-|irix'u|':\_
technology or quality. Like many
other manulacturing companies.
it was threatened by low-cost
foreign competition. Clearly,
the business Jl..ﬂl (1} rlle' rII._IiHI'
l'h:lrl:'__"l'?- in order to survive, Alter
considerable turmoil and “some
interesting strategic meetings .
Board members decided on a
series of measures which woulid
|uu|i|'.'1||_x change the way st
l_'.;u'|||'l-~ I:leirl:'l"ﬂl'll. '|‘||1' s
crucial of these was a move awiay
from an autocratic management
.-1} le towards ;_(r'l‘.'lh'l' 1'I1]1||lrf.l'r-
empowerment. " Prior to 1988,
every decision = from the design
ol the label on the back of a

carpet to a major purchase of

a piece of machinery — was made

by mysell or my brothers. There

was no initiative. So innovation.

We needed o give people in

Lr} puuiiiuil- the H|||.uu'l||||i1:'.

to mould a future for their

section ol the business. o ;_'i‘- e

them |:r||dj_=|-l-. tareets, arcas of

P'I"-JIIIII.‘-E'!I”“:\. and to make them

accountable for their performance”
\ good example ol employee

1'|'|||:|‘“'l"|F'I'lllf'!l[ Wil= il'l ‘ll"’ dl'etd

ol salety, “We |l|u||_*_'||| our safety

record was 1"5"|." gooil = we had

about one [il'lll"lll.‘-llli:_: irl_illl'_\.

every two or three weeks. But

Michael is from the oil industry

and he saw that, quite rightly.

as unacceptably high™ Area

Halh'lj-. commitiees were sel Lp

wil || their own lllll]!_'l'h-» o --\||-'|.1.

i|1||1r'm.+~n|:-nt.-. Time-losing

injuries ||r|r1||u-d from 25 per year

to | per year, and one .-hu||'|]:||||'

initiative resulted in the award

ol the Sun Alliance 'E'ru|r||:'. fion

Lhien

‘ "hr'f 1'hi|rl;_'.l'.‘ ‘llllll'ﬂl'll. .[.hl'

rational Risk ]Ir||r|'1l'|.-'lltl'rll.




number of graduate employees
was increased = from 5 in 1988
to over 60 in 1994 - to bring
‘more brainpower’ into the
business. The company now has
its own R and D department

= “if we can’t buy it”, says Wilson,
“we invent it Manufacturing
processes have been automated
where possible, but even more
impnrtunl than new te'{'hm:h};{}'.
says Wilson. has been a new
attitude. “We question everything
we o, We ask ourselves, l'l:ll:'l.'-'lillll|}',
“how can we [m}}rm e? |s there

a better way of doing this?™”
Inevitably. the changes of
leadership and culture have been
difficult for some. “Many have
adapted well. others have fallen
IJ_':. the w ayside: but overall ]Jm,\':h-
have responded positively™.

\s the company has become
more customer focused, new
structures and initiatives have
followed. For example, departments
are no longer compartmentalised
and functionally based (design.

“We guestion everything we do. We ask
ourselves, constantly, ‘now can we improve’?
s there a better way of doing this?"

manufacturing, sales ete.) but
are geared to the needs of their

particular market sector (customised

or domestic, each under one head).
The company has introduced

a revolutionary 60-day product
guarantee for domestic consumers.
“We aim to delight our customers”,
says Wilson. “The guarantee gives
them the opportunity to say if
they are not delighted”.

The company i= also moving
towards TOM. “Seen in terms
of quality costs, most companies
find that as much as 20=30% of
turnover is lost in quality cost-
defective product, wasted time.
futile meetings ete. We have
]’Fi‘liltll'-_:ill l|u.'i]iljr‘ costs down from
27% of turnover to 19%. but
there is still a long way to go’.

In 1994, Ulster Carpets looks
like a very different company
indeed. They are now one of two
leaders in the domestic market
and have become a key player
worldwide. Productivity has
inereased by 05% in 5 years,

(“If we were to produce the same
amount of product five vears ago,
we would be employing 383 more
people”) Edward Wilson and his
brothers are not l:{mlplarrnl, but
they are proud of the company’s
achievements in such a short
time. “We have been through
considerable changes. but it
has been well worth it

Ulster Carpet Mills is suill
a lamily company. but it is now
on course o compete in a global
market well into the next century.

Nine out of ten of the winning
UK companies studied exhibited
the characteristics of innovation
best practice.









