EDUCATION AND TRAINING

The untrained industry — some

food for thought

Roger Wynne

At a time when further technical training and education is strongly
recommended foremployees within the coloration industry, criticism is
repeatedly levelled at members of higher management who have never
undertaken formal management training. The result s that the younger
company members who are learning new management techniques are
actually being poorly managed by their superiors. Roger Wynne dis-
cusses the need for higher managers to resume training and considers
some of the basic tools that are available to them.

For over twenty years the government
of the day has been exhorting industry
to improve its productivity in an effort
to help UK Ltd prosper in a highly
competitive world. In my view these
exhortations have been levelled at
senior management to get their
workforces to work harder, thereby
improving productivity. This is a
fallacy because the workforce, in terms
of overall costs to most companies, is a
minor consideration compared with
the costs of assets, raw materials, work
in progress and finished goods. The
levels of these stocks are unnecessarily
high, finished goods warehouses are
full of stock that is either not immedi-
ately required, obsolescent or even
obsolete. Much improvement to
business performance would result in
paying attention to the management of
these resources first, producing a fast
improvement to the bottom line.

Why has this not happened before?
In general terms, the reason is that
much of British management has not
been trained to manage, be it in the
textile industry or any other industry
sector you may care to mention. How
many of our chief executives have a
qualification in accounting; quite a few
[ venture to suggest. We are ruled by
the accountants. Everything is judged
in terms of pound notes and in short-
term gain, rather than longer-term
survival and controlled growth. Yet
those who are at the coal face of
producing goods and services, i.e. the
production or operations managers,
need information that will assist them
to be proactive rather than reactive to
last month’s accounts which are often
too detailed, out of date and contain
much information that is irrelevant and

meaningless. However, the poor
middle manager does not really have a
chance to be proactive because he is
too busy getting the goods out of the
door! Nevertheless, he is still judged in
terms of the financial performance of
his departments even though he
doesn’t get the chance to challenge the
rationale behind the recovery of
overheads. Therefore, he quite natural-
ly submits a budget that he knows will
be cut, asking for more than he wants
in the expectation that in so doing he
might get what he really needs.

14 thereis oftenan understand-
able reluctance to ‘go back to
basics’and re-learn the intrin-
sic features of production:
managers who have worked
within an industry for many
years often regard this as an
admission of failure. ! 7

The production manager is responsi-
ble for managing 80% of the assets,
80% of the people and 80% of the
expenditure in terms of personnel and
material costs. He needs to be able to
do this effectively within the cost
constraints imposed by accountants
and the marketplace but, in many
instances, the production manager is
finding that the decisions which are
coming from the top rarely assist, and
frequently hinder, his operations.
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The textile industry needs to recog-
nise that education does not stop when
professional qualifications in technical
areas have been attained. In time, the
technicians of today become the
managers of tomorrow and need to be
trained in how to manage at an early
stage in their careers. There is a
plethora of simple tools that can be
used to improve situations. There are
so many problems that need to be
considered when running a business
yet many managers today consistently
fail to recognise which should be
prioritised and which can be put on
hold until later. Compared with a
range of other problems that fall upon
a company the latest customer com-
plaint may well be trivia, but the odds
are that this is the problem that is
tackled first. Furthermore, many
managers do not not have the training
to adequately deal with the problems
that are facing them and the likelihood
is that the customer complaint will
only be dealt with at the level of the
symptoms rather than the root causes.

In times of recession, and the textile
industry is normally the first to suffer ,
it is likely that the primary item to be
axed is the training budget, if indeed
there is one. This, of all, should be the
last to go, because it is through training
that employees can aquire the knowl-
edge that will enable them to coordi-
nate the process of production most
effectively. All businesses and organi-
sations consist of a series of transfor-
mation processes of inputs, in terms of
raw materials or information that
produces outputs in terms of value-
added products or information. We
need to know that the inputs are right
and that the transformation process is



right. Then, the output cannot help but

be right. Moreover, an appreciation of

the integrated nature of these process-
es is often lacking and many managers
would benefit from further training in
this area. However, there is often an
understandable reluctance to ‘go back
to basics” and re-learn the intrinsic
features of production: managers who
have worked within an industry for
many years often regard this as an
admission of failure. But, an appraisal

of the most elementary details of a

company is essential if it is to operate

effectively and todays top level manag-
ers have to be prepared to swallow
their pride and take on a number of
simple truths.

So what are the tools that our
manager need? The basic tools, which
do not take long to learn, include:

* Pareto analysis for prioritising
procedures; there are literally
hundreds of potential applications
of this tool

* Flow charting to help understand
processes; presentation of numerical
data in the form of bar charts,
histograms and graphs (a picture
paints a thousand words)

+ Cause and effect analysis to get to
the root cause of problems

* Method study to improve the way in
which things are done

* Activity sampling to find out what is
going on

+ Income/contribution charts to
identify which products need
improvement in terms of either
increased contribution or increased
sales; this tool can also be used to
identify those products that should
no longer be in the product range

* Variety reduction techniques

* Value analysis

» Life profile of stock as a control
measure

» Plant layout

* Quality management and its
associated charting techniques

These tools can contribute towards
management effeciency, but, firstly, let
us start improving things by taking one
step at a time and by using the simple
tools first. The greatest improvement in
percentage terms will result from the
initial work. Improvements on the
improvements will take longer and the
returns will be harder to get. The tools
are available, but one needs to be
prepared to consider the elementary as
well as the intricacies. The quest for
improvement on improvement is one
of the fundamental concepts of total
quality management (TQM). TOQM is
not just another flavour of the month
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at Heriot-Watt

A new degree course in manufac-
turing computing at Heriot-Watt
University, Scotland, highlights the
move to increased flexibility in
university study. Students embark-
ing on the course, which started in
September 1991, will be able to
progress, with each year’s success-
ful study, from Higher National
Certificate to Diploma to ordinary
degree and on to an honours
degree after four years. This course
structure also provides more
flexible entry opportunities.

The BSc in manufacturing
computing (textiles) is offered in
the university's new faculty at the
Scottish College of Textiles, Galash-
iels, Scotland. It is securely founded
on the college’s unique strength in
relation to the textile industry,
while also teaching skills widely
applicable to computing and
information systems throughout all
manufacturing industry. Individual
project work is a feature of years
two, three and four (for those
students wishing to procede to
hons degree status) under the
guidance of staff. The project in
year four is based within a live
organisation which is hoped will
give considerably greater scope for
individual interest and talent,

Jennifer Rees, head of manage-
ment studies in the faculty, com-
ments, ‘“The course maximises
students’ job opportunities, offering

New manufacturing computer course

access to software currently used at
the sharp end of many manufactur-
ing industries and allows a great
freedom of choice about the level of
qualification they can achieve.’

Roger Knox, senior lecturer and
course leader, adds, ‘Textile-
related software and hardware is
often the same or similar to that
found in a wide spectrum of
industries, so techniques are
transferable, for example batch
production or computer-aided
design.

‘Textile-based products now
extend well beyond their traditional
role in personal clothing and
domestic fabrics — think of the
range of lightweight, highly
resistant materials needed for
specialised industrial and protective
gear, sport and leisure, military
application, transport, even space
exploration.’

The multi-disciplinary nature for
the course is reflected in an empha-
sis on project work throughout, in
addition to a period of work
placement in the final year. The
course is based at Galashiels with
certain specialist options taught at
Heriot-Watt's Riccarton campus in
Edinburgh.

For further details contact: Roger
Knox, Heriot-Watt University,
Faculty of Textiles, Scottish College
of Textiles, Netherdale, Galashiels
TD1 3HF = 0896 3351,

technique, nor is it the attainment of BS
5750 (ISO 9000). TQM is here to stay,
because it embodies so much ‘common
sense’ to those who are succeeding,
Sadly, there is not so much ‘common
sense’ around!

TQM will not work unless there is
total commitment from the chief
executive officer of the organisation.
Management improvement will not
happen unless there is this level of
commitment from the same person to
management education and training,
All members of organisations must
assume ownership of the improvement
process. It is no use looking to a
consultant to give a bolt-on solution; it
will drop off on Friday. Consultants, in
my view, should be helping companies
to help themselves.

In these few lines | have tried to say
that the Society (in serving its mem-

bers) and the membership (in serving
the Society) need to make a renewed
commitment to management educa-
tion. The requirements of industry
need to be determined, and the
providers need to provide what is
needed, not what they think is needed.
1 have stated what I think is needed on
the basis that many companies do not
actually know what they need. This
means that, somehow, awareness and
understanding has to be created. This
can only be achieved by interested
parties talking together, and having
done so, doing something positive, and
not paying lip service to the problem.

Roger Wynne has recently joined
Bradford and Ilkley Community Col-
lege as senior lecturer in operations
management. He was previously at
the Bradford Management Centre.
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