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Upcoming NITL Learning Modules

All modules are part of NITL’s Masters Programmes (which lead to the award of an M.Sc.).
However, all modules are self-contained and may be taken as one-off short courses. They pro-
vide an ideal vehicle for updating knowledge, skills and competencies in the areas in question.
For further information or to register for any module contact Antonio at adelinares@dit.ie
or (01) 4024023. Each module runs as follows: Thursday (1830 — 2100); Friday (0830-1730);
and, Saturday (0830-1600).

Executive Masters Modules in Supply Chain Management

Dublin

Business Strategy - 7th-09th & 14th-16th January (2010)

Change Management & Organisation Development - 11th-13th & 18th-20th February (2010)
Inventory Management - 18th-20th & 25th-27th March (2010)

Introduction to Supply Chain Management - 15th-17th & 22nd-24th April (2010)

Cork
Financial Dimension of SCM - 21st-23rd & 28th-29th January (2010)
International Supply Chain Design - 18th-20th & 25th-27th March (2010)
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Editorial

W elcome to the Supply Chain Perspectives (SCP) special issue based on the
proceedings of Logistics Ireland 2009.

Logistics Ireland is now into its second decade and since its establishment in
1998 the conference has developed into the country’s largest supply chain man-
agement (SCM) and logistics event. During this time SCM has become increas-
ingly recognised across the business community as a major source of competi-
tive advantage. Most of that period was characterized by high levels of eco-
nomic growth, with concomitant growth in trade and logistics activities. In re-
cent years the economic and business landscape has certainly become more
challenging and this year’s event reflected these challenges.

The theme of this year’s conference — and therefore the focus of this issue of
SCP - is ‘Supply Chain Management and Logistics in a Volatile Global Environ-
ment’. The concept of globalization is well known to supply chain professionals
with the field very much in the vanguard of developments in business interna-
tionalization in recent decades. However, the volatility which has been a fea-
ture of this global landscape in recent years has forced all of us to reconsider
some of our basic assumptions about the way in which we do business and, in
particular, how we create and sustain competitive supply chains. These and
other related challenges have sharpened the focus within organisations on the
need for robust approaches to supply chain design and management. These is-
sues are particularly important for an island economy and apply to all compa-
nies no matter their size or industry sector. The focus of the conference, and of
this issue of SCP, is the implementation of practical SCM strategies that give or-
ganizations the ability to meet these challenges and to tap into the upturn
when it inevitably happens.

This issue is based around some of the keynote speeches delivered at Logistics
Ireland 2009. In addition, Lee Styger presents a unique take on ‘Non-Rational’
supply chains and Cotter et al. discuss the role of business games in SCM educa-
tion. We also have our usual ‘Supply Chain Forum’ with news from NITL and the
wider Irish supply chain community. In this issue our website reviews provide
some information on three leading Irish professional bodies (CILT, IIPMM and
IPICS) and their websites.

We wish you well in relating the content of the various articles to your own
strategic imperatives and challenges.

Your NITL Team
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SUPPLY CHAIN MANAGEMENT FORUM

A Review of Developments at NITL and the World of SCM

Supply Chain Management and Logistics in a Volatile Global
Environment Launched at Logistics Ireland 2009

Edward Sweeney’s new book — Supply Chain Ma-
nagement and Logistics in a Volatile Global Envi-
ronment — was launched to coincide with the re-
cent Logistics Ireland 2009 conference. The book is
published by Blackhall Publishing. Following on
from the acclaimed Perspectives on Supply Chain
Management and Logistics (Blackhall Publishing,
2007) it explores a range supply chain manage-
ment (SCM) and logistics challenges in the rapidly
evolving global context. The book contains:
e Contributed chapters from international
SCM thought leaders
e Reflections on specific issues happening ac-
ross a variety of industries
e Implications of and tactics to deal with criti-
cal issues emerging from the SCM research
agenda.

Professor Martin Christopher, Europe’s foremost
SCM expert based at Cranfield University in the
UK, launched the book and commended Edward

and NITL for their |
contribution to the
development of SCM
in Ireland and further
afield. He stated that
“this book makes a
real contribution to
thinking in this field
and has a richness of
material across a va-
riety of areas”. Ed-
ward Sweeney com-
mented that “NITL is
proud to have
brought together a group of highly renowned
experts from universities in Ireland, the UK
(including Oxford, Cranfield and Heriot-Watt in
Edinburgh) and further afield to contribute to
this initiative”.

Aimed squarely at SCM and logistics professio-
nals, this book will also reach a wider market of
students, researchers and policy makers.

Supply Chain Management
and Logistics in a Volatile
Global Environment

You can order a copy now from:

Blackhall: http://
www.blackhallpublishing.com/
products/index.php?product|D=386

Amazon: http://www.amazon.co.uk/
Supply-Management-Logistics-
Volatile-Environment/
dp/1842181777/ref=sr 1 2?
ie=UTF8&s=books&qid=1260196277
&sr=8-2

or from most good bookshops.

Martin Christopher, Daniel Park, Edward Sweeney, Claudia Wagner,
Colm Ryan and David Grant pictured at the book launch.
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NITL Launches New SCM Learning Tool in Ireland

THE FRESH CONNECTION %4

NITL, in collaboration with
SCALA Consulting, is delighted
to announce the launch of The
Fresh Connection — an innova-
tive supply chain management
(SCM) competition and learning
programme developed to help
organisations educate and train
their employees in a dynamic
environment.

The Fresh Connection gives sup-
ply chain teams hands-on op-
portunities to compete and ex-
pand their functional knowledge
of effective SCM. Working in
teams of four, supply chain pro-
fessionals and students will take
part in an engaging and interac-
tive game that will enhance un-
derstanding of total SCM strat-

egy.

The Fresh Connection is an ex-
cellent learning and develop-
ment tool provides valuable
training and staff development.
This internet-based, role-playing
simulation game is built around
a virtual fruit juice producer.
The challenge is to save this vir-
tual company from its downfall
and develop it into a successful
company. The competition sees
players work together from cri-

sis management
through various

the ultimate supply chain experience

developing busi-
ness changes.

Starting in early 2010, the game
lasts six weeks with each week
equivalent to half a year in real
time. Working in teams of four,
each team will manage and
make tactical and strategic deci-
sions on procurement, opera-
tions, sales and the supply
chain. Each decision has an im-
pact on the business and shows
the importance of different dis-
ciplines working together to cre-
ate an efficient supply chain.
The Fresh Connection competi-
tion and learning program cul-
minates with live finals and a
conference. Players will also
have the opportunity to see
how their team measures up
against the rest of the competi-
tion with a detailed perform-
ance evaluation report once the
competition has finished.

Commenting on the launch,
John Perry, Managing Director
of SCALA said that “The Fresh
Connection ran very successfully
in the Netherlands last year
with 280 teams from some of

Europe’s largest businesses tak-
ing part. It is not only very com-
petitive, creating great team
spirit, but is also a fantastic
training and development tool.
We think The Fresh Connection
will help participating organisa-
tions develop their employees
more  effectively”.  Edward
Sweeney of NITL commented
that “The Fresh Connection is an
excellent learning mechanism
for SCM. We are delighted to be
associated with the wider inter-
national network of businesses
(in the UK, the Netherlands, Bel-
gium, Italy, Denmark, Switzer-
land and the USA) that is partici-
pating in this innovative initia-
tive”.

Further details can be found at
www.thefreshconnection.co.uk.
The article by Cotter et al. later
in this issue provides some in-
sights into the use of business
games in supply chain learning.

NITL Welcomes New Masters Participants

During recent months approximately 30 new participants embarked on NITL’s M.Sc. programme in
Supply Chain Management. The Executive Masters ‘Introduction to SCM’ module was run in both Dublin
and Cork with participants from a wide range of local and multinational companies including SAP, J&J,
EMC, Heineken and Sandvik. The introductory module was very well received with participants com-
menting specifically on the high level of participation and interaction, the effective use of illustrative ca-
se studies and the blend of theory and practice. NITL wishes all new participants well with their postgra-

duate studies.

6
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NITL Congratulates Recent Graduates

NITL extends its congratulations
to the latest cohort of partici-
pants to graduate from its flags-
hip Executive Masters program-
me. Eleven participants success-
fully completed the require-
ments of the M.Sc. in Supply
Chain Management in recent
months and received their
parchments during the ceremo-
ny at St Patrick’s Cathedral on
Saturday 21* November. This
graduation cohort comprises
supply chain and logistics pro-
fessionals from a range of sec-
tors including electronics, phar-
ma and management consultan-
cy. The companies represented
include leading hi-tech multina-
tionals such as Logitech, Trend
Micro and Symantec.

NITL extends its sincere congra-
tulations at all those who gradu-

ated at the ceremony, as well as
to their families: Sinead Bourke,
Gao Bowen, Martin Cavlan, Pat-
rick Collins, Donal D‘Arcy, David
Jacob, Niall Jones, Michael Joy-
ce, Elaine Laird, Michelle Lawlor
and, Charles Nwaokorie. At the
graduation Edward Sweeney of
NITL commented that: “We
wish all our graduates well in
their future careers. In the cur-
rent economic climate it
is those equipped with
the knowledge, skills and
competencies acquired
through our Masters pro-
gramme who will play a
pivotal role in building
the recovery.”

NITL also offers its -
congratulations to Dr.
Carolyn Collins on the
recent award of a Ph.D.

by the Dublin Institute of Tech-
nology (DIT). Carolyn has wor-
ked with NITL in the manage-
ment of recent Logistics Ireland
conferences. Her Doctoral thesis
was entitled “The tromped: a
means of prophylaxis for flight
related deep vein thrombosis”.
Carolyn’s primary degree was
also awarded by DIT (in Trans-
port Technology).

Dr. Carolyn Collins pictured with Edward
Sweeney of NITL at the recent graduation
ceremony.

NITL Report Cited in Northern Minister’s Speech

The work of NITL's Edward Sweeney was acknowledged by Northern Ireland Minister for Regional Deve-
lopment in a recent speech. Conor Murphy, MP, MLA, was speaking at the opening of the Annual Confe-
rence of the Irish Ports Association held in Dundalk recently. The Conference was formally opened by
Dermot Ahern TD, Minister for Justice, Equality and Law Reform.

Murphy stated that:

With trading conditions as difficult as they are, it is entirely understandable that the ports would
wish to review the pace in which they bring forward their planned capital investment plans. Ne-
vertheless, | share the observation made by Edward Sweeney, Director of Learning with the Nati-
onal Institute of Transport & Logistics in an InterTradelreland Freight Transport Report, publis-
hed earlier this year. He noted that the current economic slowdown provides an opportunity for
our ports to address capacity requirements and operational issues, so that they are better able
to weather the current challenging trading environment and better able to handle rising demand

when the economy recovers.

A full copy of the Minister’s speech, entitled The Role of Ports in the Development of the North’s Econo-
my is available at http://www.drdni.gov.uk/index/publications/publications-details.htm?docid=5515




Logistics Ireland

NITL’s recent annual conference
heard how logistics and supply
chain management (SCM) hold
the key to tacking the challen-
ges faced by organisations in
Ireland today.

Two leading UK-based acade-
mics (Professors David Grant
and Martin Christopher) explai-
ned to over 150 delegates at
Logistics Ireland 2009 that SCM
thinking is imperative if firms
are to meet increasingly deman-
ding expectations in the market
place whilst simultaneously fo-
cusing on eliminating waste
throughout the supply chain.

Observing some of the logistical
casualties as a result of the eco-
nomic downturn, opening spea-
ker Professor David B. Grant,
Director of University of Hull
Logistics Institute (UHLI), said
that container shipping costs
have virtually collapsed as glo-

SUPPLY CHAIN PERSPECTIVES

e | OGISTICS
IRELAND

Ireland’s Premier Supply Chain
Management Conference

reased 20%. Loo-
king at the
‘megatrends’  im-
pacting a firm’s lo-
gistics and supply
chain strategy, whi-
le the economic
downturn was the
single biggest fac-
tor across all busi-
ness, other factors
were also having a
greater or lesser
impact depending
on the size of the firm. For smal-
ler firms the cost of logistics ser-
vices was a big consideration
whereas for medium sized com-
panies increasing customer re-
quirements were identified as
their biggest concern. Meanwhi-
le large sized firms felt that
changes in the company’s orga-
nisational structure was a major
factor in their supply chain stra-
tegy. He also emphasised that

NITL Executive Masters participants and module leaders photographed
at Logistics Ireland

SupPPLY CHAIN MANAGEMENT
AND LOGISTICS IN A VOLATILE
GLOBAL ECONOMY

small and medium sized busi-
nesses had the advantage of
being more adaptable than big-
ger companies, able to be
responsive to customer’s needs,
make quicker decisions and
work  more closely with
suppliers to change orders and
shipments to prevent inventory
build-up. An abridged version of
Professor Grant’s conference
speech is included in this issue
of SCP.

Another keynote speaker, Pro-
fessor Martin Christopher of
Cranfield University focused on
the issue of managing complexi-
ty. ldentifying that the biggest
opportunity for cost reduction
lies in reducing the complexity
of today’s supply chains, he no-
ted that outsourcing demands,
shortening life cycles and orga-
nisational growth were all fac-
tors in making supply chains
ever more complex. Understan-
ding the total cost of ownership
was critical, and by reducing or-
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ganisational, product and custo-
mer complexity, companies
could significantly reduce costs
he argued. Professor
Christopher’s themes are elabo-
rated upon in his article in this
issue of SCP.

One of the world’s leading ex-
perts in supply chain change
management projects is Liam
Cassidy, MD of LCL (Leading

Change through Lean) and
author of 10 Drivers of Rapid
Improvement - Without

Compromise — operating prin-
ciples which have become wide-
ly adopted by companies all
over the world. Liam outlined
the steps that he undertook to
save an Oral B plant earmarked
for closure in lowa. By imple-
menting a new competitive cul-
ture, streamlining aspects of the
business, and providing an open
and honest work environment,
the plant became one of the
best performing in the Gillette
Group’s network. Liam discusses
some of these issues in more
detail in his article later in this
issue.

Other presenters included Dec-
lan Kearney, founder and CEO
of SupplierForce who highligh-
ted the critical role of supply
management within SCM, and

Delegates at Logistics Ireland

the importance of dynamic risk
management. Pearce Flannery,
founder and Chief Executive of
Pragmatica, a management,
marketing and human resource
consultancy group provided a
motivational talk exploring how
we need to readjust our mind-
sets in order to affect the natio-
nal approach to doing business
in an international environment
(see Pearce’s article for more
detail).

Commenting on the conference,
Edward Sweeney of NITL said
that “the reality is that global
economic volatility has resulted
in markets that have become
more sophisticated and more
complex and customers who

Diary Marker!

have become more discerning.
In short customers expect bet-
ter service and quality at ever
more competitive prices. SCM
and logistics — with its focus on
enhancing customer service
while optimising total supply
chain cost and investment — ha-
ve a pivotal role to play in this
scenario”. Edward also thanked
the conference partners (Dublin
Institute of Technology and the
Chartered Institute of Logistics
and Transport) and sponsors
(Zetes, Dublin Port Company,
GPS Ireland, The Pallet Network
and GeoDirectory) for their sup-
port. The conference was ope-
ned by Lord Mayor of Dublin,
Councillor Emer Costello and
chaired by Ingrid Miley of RTE.

NITL is delighted to announce that Logistics Ireland 2010 will be held in Dublin on Tuesday Octo-
ber 19", The theme will be ‘Dynamic Supply Chain Management and Logistics Leading the Reco-

very’. Among the confirmed speakers is John Gattorna, one of the recognised thought leaders in
global SCM (see www.johngattorna.com).




. SUPPLY CHAIN PERSPECTIVES

USEFUL WEBSITES

By Edward Sweeney

The Chartered Institute of Logistics & Transport— www.cilt.ie

The Chartered Institute of Trans-
port (CIT) was established in
1919 and received a Royal Char-
The Institute  Education  Examinations Membership Events Press News Contact ter in 1926 The ClT and the fOf'-
¢ mer |Institute of Logistics &
. Transport (ILT) merged in 2002
. to form the Chartered Institute
; of Logistics & Transport (CILT).
., The principal objective of the
I Institute is to promote the art
and science of logistics and

Welcome to the Chartered Institute of Logistics & Transport Ireland (CILT) Latest News transport in /,.eland |t a Ch | eves

The Chartered Institute of Logistics & Transport (CILT) is the recognised professional body for all Transport Journalist Award 2010 . . . .

professionals involved in the transport and logistics industries in Ireland. Monday, 07 December 2009 th IS O bJ ECtIVG th ro Ugh bOth ItS
Transport Journalist of the Year 2009

The CILT draws together members ofthe Transport and Logistics Industry in a common networking forum Competition H HVYIH H

Here, the dynamic players of taday's industry mix with the leaders of tomorrow. Mot only are important The winner receives a trophy and a cheque for memberShlp aCtIVItIeS and ItS

decisions made at CILT but also invaluable relationships are forged for years to come €1,000 The ... More.

educational qualifications. There

S P new s oo are  three  regional  branches

(Southern Eastern and Western) each branch meeting regularly to discuss matters of local and national

interest, as well as organizing a variety of regional membership programmes and activities. The CILT in

Ireland is part of a wider global network with over 30,000 members in over 30 countries. Its website is

information-rich but highly accessible. As well as providing information about the Institute’s education

programmes and membership options, it provides a wealth of information about the Institute’s events

and various issues of interest to transport and logistics professionals in Ireland. It also provides access to

the Institute’s award-winning quarterly magazine — LinkLine - which features industry and Institute news
and industry-related research articles.

Read more... Irish Logistics & Transport Awards 2010

Irish Institute of Purchasing and Materials Management — www.iipmm.ie

The Irish Institute of Purchasing & Materials Management (IIPMM) is the professional association for pur-
chasing and supply executives in the Republic of Ireland It is dedicated to the pursuit of excellence in pur-
chasing and materials management through education, training and representation and to the provision
of focused, professional services to its members. The Institute's aim is to promote excellence in all
aspects of purchasing and SCM. It offers guidance on best practice, implements research and training ini-
tiatives and represents the interests of its members nationally and internationally. Its website provides
information about corporate and indi- IRISH INSTITUTE OF PURCHASING AND MATERIALS MANAGEMENT

vidual membership of the Institute. It :
also provides extensive information k& &
about the Institute’s education pro- =
grammes — including its range Of fmmmmm
prestigious HETAC-accredited educati- (SR
on programmes up to honours degree B
level. It also contains specific areas for PRES

both members and students of the In- {ETAC Accredited Degree Programme g watertors out it T
stitute. ey . @ e m

CrSullivan
TIIHH. .M?lll In Business Precurament 1., MIE, CEng. FIE), Chartered Engineer

Fee: €26 Brng your coleague for free!
Tobook: Please email Elizabsth - enubagipmm e or call us
018550257

An Forus um Cheannacht agus Bainistiocht Abhar

linister for Education and Science. Ban O'keetie TD, launched
Alion programme al a receplion in Buswess Holel
ngance was Or Bryan Maguire, Director of Acagemi;

Ftlumll on and Training Award: TAC)

he Minksier paid tnbule o the Instd

the provision of education and training |

AMND A HAPPY NEW YEAR

5 I0ng and proud
srEnasing and

Networking Event

Intreduction to Energy Management in Business

NewsFlash!

New Education Programme Dublin: Ref]\ Hobel, Naas Road, Dubin 22
miber 2000

HETAC Accredited Degree Programme

10
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IPICS (Supply Chain Management Institute) — www.ipics.ie

IPICS — the Supply Chain Management Institute — is the professional and educational society for operati-
ons management, including production, inventory, materials management, purchasing and logistics. It is a
voluntary not-for-profit professional and educational organisation dedicated to building operations ma-
nagement excellence in individuals and enterprises through superior training, internationally recognised
certification, and a network of accomplished industry professionals. The Society was founded in May
1980. It has developed significantly in the intervening years and currently has members throughout Ire-
land and Britain. IPICS has been instrumental in facilitating manufacturing professionals to keep abreast
of the latest developments in manufacturing through its education, seminars and other training courses.
It is affiliated to the European Logistics Association (ELA) and APICS, the Association for Operations Mana-
gement (USA). Its website provides useful information about the Society’s various education programmes
and one-day workshops, as well as about its various events and publications. It is easy to navigate and
provides several useful links to SCM-related resources in Ireland and further afield.

IPICS

THE SUPPLY CHAIN MANAGEMENT INSTITUTE

1 H ——]
L=

[rome ] 2bou ] ducaton| examinabons | evens afaons | membersiip | pubications |[inks

Home Page

Distance
Learning
The professional and educational society for Operations Management, including Supply

Chain Management, Production, Inventory, Materials Management, Purchasing. and
Logistics.

IPICS is a voluntary not-for-profit professional and educational organisation dedicated to EI';'H°':_5"
building operations management excellence in individuals and enterprises through EN O

superior training, internationally recognised certifications, and a network of
accomplished industry professionals.

Specialists in the recruitment of - online access to 3-Day Course
g valuable resources
Senior Management and information




. SUPPLY CHAIN PERSPECTIVES

Reconfiguration of Operational Relationships Post the Current
Global Economic Crisis

By Lee Styger

Abstract

It is likely that classical models of strategic alliances may not be applicable moving forward into the new
world economy post the current economic crisis. Traditional business models have considered each part
of the business process in isolation, typically finance is remote from new product development, product
development is remote from supply chain and operations etc. Prior to the economic crisis it was not un-
usual to see typical traditional silos within an organization never meeting, posing the question that
if internal relationships were never fully forged how could a strong external strategic alliance be built and
maintained? Furthermore, this silo based approach seems to have been more prevalent in government
and not-for-profit organizations where clear lines of departmental demarkation have remained the main-
stay of management practice throughout the generations of stewardship. This article discusses the princi-
ple models of dip dynamics and sustainable dependency interaction in the light of developing strategic
alliances within the new world economy. Furthermore, the article will argue that it is in everybody's best
interest to maintain an environment of fiscal and environmental well being. By drawing on global re-
search, a new roadmap is offered for all parties involved in the reconfiguration of their strategic alliances.

Introduction

Recent high profile failures in
several “safe” blue chip compa-
nies have left billions of dollars
of debt within their “strategic
partners” (i.e. in their supply
chain). This debt is unlikely to
be recovered because thereis
no precedent for the magni-
tude, severity or indeed speed
of the recent economic cri-
sis and as such provision could
not have been made adequately
to offset the risk.

It has been reported recently
that General Motors left a debt
of $S13billion when they filed for
Chapter 11 in June 2009
(Braithwaite et al., 2009). This
debt has had the dual effect of
driving many of their strategic
partners into Chapter 11 filing
also and thereby destroyed the
commercial, professional or per-

12

sonal relationships within these
structures. Furthermore within
a free market economy the at-
tempted and actual intervention
by governments in such
cases raises questions of gov-
ernance within the political
arena and indeed whether gov-
ernments well meaning intent in
such cases misplaces real future
sustainability  within  market
places (i.e. is the inevitable be-
ing prolonged at unnecessary
cost and waste?).

The underlying premise of dip
dynamics suggests that organi-
zations will not recover in typi-
cally classical ways and it will be
necessary to reconfigure core
strategic alliances against “new
economy” strategic needs. For
years the benefits of holistic
strategic alliance management
have been well advocated
(Hines 2006). However, in light

of the recent eco-
nomic downturn, how  well
these were understood or in-
deed implemented in larger or-
ganizations has to be ques-
tioned, especially when we take
into consideration the whole
process chain of any given or-
ganization. It is certain that
moving into the next generation
of alliance building, a combina-
tion of harder and softer meas-
ures will be necessary in order
to achieve full business and
community sustainability.

The Principles of Dip Dynamics

One of the hidden aspects of
the economic crisis to many
outside observers has been the
fact that the pool of suppliers
and resources has contracted
significantly. For some sectors
resource starvation has become
critical and contracts are now
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being lost because of some sup-
plier's inability to supply on-
time, to specification and within
expected risk profiles (Anon
2009).

Currently, there is a popular be-
lief that there will be a wealth
of resource available on the up-
turn due to the current massive
downsizing. However, the rea-
son why there is likely to be a
scarcity of competent suppliers
lies, almost hidden, in the con-
cept of Dip Dynamics.

Dip Dynamics

Currently, many business sec-
tors appear to be experiencing a
process of dip-dynamics, and
depending on the tier of supply,
companies will be at one of the
four stages of dip and recovery,
these stages are:

The Drop Zone

The Slap Zone

The Balance Zone

The Reconfiguration Zone

Figure 1 illustrates the principle
of Dip Dynamics. It assumes
that companies have been oper-
ating at the 100% line for their
business pre the economic crisis
(i.e. they were operating at the
maximum they could achieve
based on their capability in a
strong economic environment).
Rapidly, their marketplace re-
tracted. In many cases by over
50% (60% - 80% have been re-
ported), causing the owners to
cut their business by at least
half.

The downsizing has included
internal and external elements.
However, the dynamic is not
that simple because, initially, if
a company has to cut its busi-
ness by half, then they are
forced to cut their resources,
inventory, people and supply
chain by more than half.

This is because there is signifi-
cantly more value in their sup-
ply chain in terms of out-
standing orders to suppliers,
work in progress and stock etc.

DIP DYNAMICS

L e L L

CAPACITY IN & DEMAND ON
YOUR BUSINESS

.
' BULLWHIP RE-CALIBRATION

THE DROP ZONE
THE SLAP ZONE
THE BALANCE ZONE

THE RECONFIGURE ZONE

Figure 1: The Principle of Dip Dynamics

that need to clear though the
system and this takes time to
accomplish. As such, business is
paralyzed, there is no activity
for some time because the bull-
whip effect caused during this
time is settling itself down.

After some time companies be-
gin to report work load increas-
ing slightly. This is due to the
settling and re-calibration of the
new demand within the chain
and the need to bring some new
orders back through the supply
chain. Companies have gone
from really busy to almost no
work overnight, to modest in-
creases from an almost zero
starting point.

Mistakenly, people think that at
this point they are experiencing
the green shoots of recovery,
and business will grow rapidly
again to where it was before the
drop. Unfortunately this does
not appear to be the case.
Work typically bounces along
for a while because it is not pos-
sible to establish the market
size and traditional forward
planning protocol gives way to
reactionary ordering.

Many business leaders believe
that their businesses are going
to grow again and get straight
back up to where they started
prior to the drop, but there is
now a different dynamic. Busi-
nesses were at the top of their
capability, but they have now
halved their workforce, stock
and working capital not to men-
tion their line of credit. In ef-
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fect, business has been force-
fully reconfigured.

The Concept of Non-Rational
Supply Chains

Fundamentally business has
moved into a new world order,
and new world organizations
have new world supply chains
and new world supply chains
demand new world relation-
ships.

The concept of non-rational
supply chain (NRS) relationships
surpasses more traditional “bow
tie” linear models by assuming
that:

¢ A network of competent re-
source is present but not nec-
essarily simultaneously active
(i.e. an organization may be
perceived to be a critical sup-
plier but not necessarily be
active in supply at the point
of assessment)

e Objective or task responsibil-
ity is not necessarily devolved
into the same supplier each
time the relationship is acti-
vated (i.e. unlike a traditional
supply chain model, first tier
supply status is never guaran-
teed in a non-rational supply
chain, but assigned at each
activity)

e Reliance on supply is not
based on a single node of ac-
tivity but rather (potentially)
limitless combinations of
nodes (i.e. there is not neces-
sarily a single road or channel
of supply)

¢ Supply demand can be rapidly
converted into supply deliv-
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ery, because channels be-
come networks that place
each node (“tier”) closer to
the point of activity (focal
company or end customer)

e Value delivery becomes criti-
cal (i.e. a focus on total cost
of ownership / total cost of
supply)

e Objective risk sharing tran-
scends supplier contracts

e Channel management be-
comes network management

Relationship management
within a non-rational supplier
environment demands a sys-
tems approach that recognizes
supplier networks that are more
in line with that of social net-
working service providers rather
than traditional channel rela-
tionships (Berger et al,
2001; Harkin, 2009,

In short there is no prescriptive
theoretical model that fits each
scenario. As such non-rational
supply chains have been de-
scribed as virtual for far too
long. The major problem is that
whereas a virtual supply chain
can be formed and disbanded
for any given task, and does not
necessarily have any formal
structural relationship, a non-
rational supply chain can be in
place with formal relationships,
yet significant parts can be in
hibernation for protracted peri-
ods without penalty or risk.

Traditionally management of
the supply chain has been based
around maintaining  strong
channel relationships to ensure
continuity of supply (Cohen and

Mukherjee, 2009).
This concept goes far
beyond that of “virtual
supply chain” relation-
ship management
(Chang, 2001). Indeed
virtual supply chain
relationship manage-
ment has unfortu-
nately shrouded
deeper understanding
of non-rational supply
chains for far too long.
This is typically be-
cause non-rational
supply chain relation-
ships are difficult to
map, and each one
takes on an almost
organic form that
needs defining and

positioning individu-
ally (see Figure 2).

Figure 2: Schematic of a Non-rational Supply

Chain
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Roussel, 2005; Fawcett, 2007;
Coyle et al, 2008). A single node
of failure could cause catastro-
phic failure even if multiple
sourcing policies were imple-
mented close to the focal com-
pany. Typically however, supply
chain failure can be attributed
to smaller suppliers embedded
well away from the focal com-
pany and whose management
was usually outsourced to other
suppliers closer to the focal
company. The premise with a
non-rational supply chain is that
the network becomes “self heal-
ing” insofar as a single node of
failure is surpassed by the net-
work rapidly reconfiguring to
maintain continuity of supply
without the focal point
(company) necessarily directing
the reconfiguration.

On the one hand, the competi-
tive advantages of non-rational
supply chains are attractive to
many organizations committed
to customer focus and rapid re-
sponse delivery and/or rapid
new product development and
introduction. However, on the
other hand, the change from
previous philosophies to the
new philosophy can be trau-
matic. On the assumption that
the change is not imposed or
evolved, but rather conscious,
then significant cultural and op-
erations change is necessary
that includes a step change in
management thinking that can
be far beyond the intellect of
many traditional practitioners
especially when classical models
of supply chain management
and relationship management

no longer apply.

The Challenges of Managing
Reconfigured Supply Chain Re-
lationships

To coin the phrase “things ain’t
what they used to be” and this
statement is ever more perti-
nent in the context of managing
relationships in  non-rational
supply chains.

For a non-rational supply chain
(relationship) to be effective,
the organization must consider
its internal and external
“transaction nodes” (point of
interaction or product/ service
exchange) and replace more
typical silo-based management
styles with a model more in line
with that of a social network. It
is this social networking model,
within the framework of

e How to cost effectively man-
age the supply chain

e How to protect the intellec-
tual property and configura-
tion of the supply chain

e How to generate profit for
the supply chain

A typical belief set is that fiscal
sustainability and seemingly
random supply chain interaction
cannot coexist. However, the
basic principles of Lean would
contradict this argument (Evans
and Lindsay 2008; Jones 2008).
A customer-focused business
model based on cost-down and
value-up, as illustrated in
“Styger’s Diamond” (Figure 3), is
very much in line with both fis-
cal sustainability principles and
indeed the customer-focused
principles of a non-rational sup-
ply chain.

the organizational and sup- I

SUSTAINABLE W

ply community, and impor-
tantly appropriate to the
corporate objective, that
should enable the host (or
focal organization) to gen-
erate profits. However, it is
the contextual manage-
ment and direction of the
non-rational suppliers that
remains challenging, spe-
cifically in relation to:

e How to configure the
supply chain

e How to guarantee sup-
ply and cash flow

¢ How to communicate to
the supply chain

¢ How to transact within the
supply chain

Figure 3: Styger’s Diamond of Sustainable

Principles

However, for this type of initia-
tive to be manifest, new multi-
dimensional models of business
relationships need to be devel-
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oped. Typically, the notion of
how a multidimensional rela-
tionship map or dynamic goal
succession modeling can be de-
veloped around corporate re-
sponsibility, physical exchange
of goods and services and in-
deed the ability to deliver new
products for an ever
more discerning marketplace
with stakeholder relationships
at the centre is a step too far
for many. Yet it is this level of
thinking that is necessary to de-
liver a sustainable and prosper-
ous future for organizations and
their stakeholders.

Overall, it is certain that the
most sustainable and profitable
solution for the entire relation-
ship has to be one where
“consensus” lies at the centre of
any advanced and multi- dimen-
sional mapping process. The
notion that a single “focal com-
pany” or entity will have the
power to direct a non-rational
supply chain relationship into
the future seems unlikely due to
the dynamic and almost random
manner that the relationship
and transaction channels will be
formed and hibernated based
on the task and opportunity.

Conclusions

One of the major aspects of the
economic crisis has been the
decimation of traditional supply
chains, and with it their opera-
tional relationships. Typically,
there appears to be little supply
chain resource and, impor-
tantly, no supply chain reserve.
As such, growth within the con-
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fines of classical supply chain
and organizational theory may
not be possible for many organi-
zations.

Furthermore, there appears to
be a reverse bullwhip effect,
where the real dynamic of the
supply chain becomes more dis-
torted the further the commen-
tator is from the actual point of
action. Reverse bullwhip has
the effect of instilling a false
sense of well-being into all
stakeholders and a belief set of
“she’ll be right”, that in turn
opens up great opportunity for
those organizations who have a
competitive drive to win mar-
kets.

Alarmingly it is likely that a sec-
ond tsunami is inevitable based
around failing companies run-
ning out of critical resources
during the upturn coupled with
lack of suppliers capable of de-
livering competitively at the
same time that further govern-
ment or institutional bailouts
are unsustainable.

Operational relationships,
within a context of customer
focus and overall responsive-
ness are certain to become ever
more challenging in the new
world economy as will be the
pressure on businesses to dem-
onstrate higher levels of corpo-
rate governance and social re-
sponsibility. Relationships will
become more valuable and
some may even be viewed
within the context of a corpo-
rate asset.

Whether organizations can en-
compass a culture of social net-
working instead of silo based
structures remains uncertain.
What is likely is that classical
models of supply and relation-
ship management principles will
not be applicable in many cases.
Moreover, traditional silo-based
and channel structures, either
internal or external, have been
impacted and changed beyond
reasonable definition (and in-
deed recognition) due to this
new world economic condition
and as such, their validity is now
questionable moving forward
into the brave new world.
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Coping Logistically in the Economic Downturn

By David Grant

The following is an abridged version of Professor David B. Grant’s opening keynote speech to Logistics
Ireland 2009, held in Dublin on October 20™.

| want to thank Edward
Sweeney, the National Institute
for Transport and Logistics
(NITL) and the Dublin Institute
of Technology (DIT) for inviting
me to speak at Logistics Ireland.
| am delighted that for a change
| am leading off a conference as
opposed to going last or at
lunch, which is the position my
good friend and colleague Pro-
fessor Martin Christopher finds
himself in today.

The purpose of my presentation
this morning is to discuss the
economic downturn and its im-
pact on logistics and supply
chain management (SCM) activi-
ties, propose some suggestions
for survival in these times, and
lastly present a couple of exam-
ples of how firms are leading
the way in these efforts. Many
others have commented on the
wherefore and the whys of this
current economic crisis; | will

Professor David B. Grant (right) chatting with Profes- hain
sor Martin Christopher during the recent Logistics
Ireland 2009 conference

18

ignore that aspect and simply
discuss the results as they affect
logistics and SCM activities and
offer some ideas for a way for-
ward. | do not want to appear
as a harbinger of doom, but |
am not convinced we have seen
many ‘green shoots of recovery’
as one politician put it earlier
this year. However, also | be-
lieve that firms who pay close
attention to their business and
customers will weather these
turbulent conditions, survive
and go forward when the recov-
ery takes place.

My own research focuses on
retail and retail logistics and in
the past year there have been a
number of retailers go into ad-
ministration including Zawvi,
Woolworths, MFI, Whittard of
Chelsea and Rosebys. UK manu-
facturing, which was down al-
most 10% over the last year, has
also suffered closures and lay-
offs at firms such
as Jaguar, Lland
{ Rover, Nissan and
JCB. Decreased
consumer demand
owing to a lack of
| consumer  confi-
dence in the
& ‘credit crunch’ has
1l significantly

{4 slowed global lo-
gistics and supply
operations.
Exports from China

have fallen over 10% this past

year while there are over
10,000 new, unsold Honda
automobiles sitting at the

Southampton port.

A presentation by Mr. Eivind
Kolding, CEO of Maersk at the
German Logistics Association’s
Annual Congress in Berlin in Oc-
tober 2008 indicated that over
the last five years the increase
in the supply of containers and
container ships has outstripped
the increase and subsequent
decrease in demand in 2007-08,
by almost 8%. This difference
has clearly affected container
costs and rates in 2008; the cost
to ship a container from Dalian
to Rotterdam was constant at
about USS$1,500, while the spot
rate for shipping, excluding bun-
ker fuel and terminal costs, fell
from USS$2,500 at the beginning
to 2008 to USS600 by October
of that year.

The Telegraph reported in Janu-
ary 2009 that shipping rates had
actually fallen to zero; however
that was a short-term phe-
nomenon likely related to ship
owners wanting to maintain
proper ballast while sailing.
Nevertheless, the same report
noted that idle ships were an-
chored in rows in Singapore har-
bour like a ‘vast naval fleet’ and
that shippers were finding it dif-
ficult to obtain routine letters of
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credit. Closer to home, the Fi-
nancial Times, in an article enti-
tled ‘Dire land’ reported in Au-
gust 2009 that the financial cri-
sis situation in Ireland was
predicated on the property
crash and that the Irish govern-
ment had little wiggle room in
their finances to assist firms. In
summary, firms will have to
weather these stormy seas by
themselves and develop their
own outlook and solutions.

Researchers in the US investi-
gated the ‘real logistics pain’
affecting firm’s logistics and
supply chain strategies and pre-
sented their research at the
Council of Supply Chain Man-
agement Professionals (CSCMP)
Annual Conference in Chicago in
September 2009. Almost 28%
of respondents noted the eco-
nomic downturn while 13%
noted the cost of logistics ser-
vices; the majority of these lat-
ter respondents were small-size
firms. Over 10% of respondents
- mostly medium-size firms -
noted increasing customer re-
quirements and almost 10% -
mostly large-size firms - noted
changes in firm’s organizational
structures. So, for small firms
costs appear important, ie. a
survival instinct, while medium-
size firms appear concerned
about customers and customer
loyalty, i.e. a need to differenti-
ate in the marketplace. Large
firms appear to be preoccupied
with activities such as mergers
and acquisitions as industry sec-
tors go through consolidation.
When asked what firms would
not do to improve effectiveness

around 68%

and efficiency,
noted they would not reduce
customer service or transporta-
tion levels while around 55%

would not move inventory
around their logistics networks
or increase their use of cross-
docking.

In another presentation by
Damco at the CSCMP confer-
ence the four main challenges
or barriers affecting supply
chains today were identified as
people, processes, technology
and sourcing risk. For people,
level of skills, proper perform-
ance measurement and collabo-
ration are important factors.
Process issues include a ‘one
size fits all’ outlook, process
control and complexity. Visibil-
ity, data quality and security are
considerations regarding tech-
nology while externalities such
oil price volatility, currency fluc-
tuations, trade barriers and the
green and carbon debate all
represent risks in sourcing.

However, it is not all ‘doom and

gloom’ as several success sto-
ries have been reported in vari-
ous media over the past year.
In the US, Wal-Mart is reported
to have swept aside the compe-
tition - as their ‘rivals floun-
dered they got stronger as
thrifty shoppers went back to
basics.” The CEO of their UK
subsidiary Asda, Andy Bond,
noted this is ‘the dawning of the
age of austerity’ and that as a
society ‘we are moving into an
era of the frivolous being unac-
ceptable and the frugal being
cool.” While retailers in the UK
failed as noted above, Pound-
land ‘rose to record profits and
opened 35 stores and created
1,200 jobs in 2009.” Just re-
cently, the British Retail Consor-
tium announced that retail sales
in London rose 7.5% year-on-
year for the month of Septem-
ber. Lastly, we saw a little fun
in 2009 with some unique new
product introductions: Burger
King introduced a ‘tasty’ little
present for men - Flame body
spray costing $3.99 that has the
‘scent of seduction with a hint
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of flame-broiled meat.’

These examples suggest customers and their views
may be changing forever due to influences from
these current times, and these changes may affect
how firms design and operate supply chains in fu-
ture. The IGD reported on a recent survey of
changing consumer shopping habits at their cen-
tenary conference held in October. They found
that 22% of consumers would be shopping more
online by 2012, 26% would be shopping more at
farmers’ markets, 23% would be shopping more at
specialist stores, and 29% would be shopping more
at discount stores. Thus, it appears consumers are
more concerned nowadays about what they pur-
chase and where as regards quality and prove-
nance but are also being very careful about their
spending. | leave it for you to consider how these
changes would affect your individual firm’s logis-
tics and supply chain processes and operations.

What then are some strategic suggestions for cop-
ing and surviving in these times? Retailers should
respond to changing consumer buying patterns by
developing credit-crunch prices, changing packing
sizes, changing category strategies, clearing stock,
reducing inventory, pushing inventory back to sup-
pliers, consolidating operations, cutting logistics
costs, reducing total loss and waste, going lean
and green and undertaking training. Manufactur-
ers should respond to changing demand from re-
tailers and end customers by cutting production,
suspending capital investment, downsizing, re-
structuring, re-engineering, developing lean pro-
duction and supply chains and undertaking train-
ing. Logistics firms and service providers should
respond to changing and decreased demand by
downsizing, suspending capital investment, con-
solidating and collaborating with customers and
partners, reviewing and changing their customer
portfolio, cutting their own logistics costs, devel-
oping leaner operations and undertaking training.
You will recognise some themes emerging here,
especially training which my own institution and
NITL / DIT provide to assist firms.

Small and medium-size firms (SMEs) may have
some advantages in these times, despite being
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concerned about costs and customers respectively
as noted earlier. SMEs have the ability to be re-
sponsive to customers’ needs as they are typically
closer to the customer, undertake quicker decision
-making due to less management bureaucracy and
work more closely with suppliers to change orders
and shipments to prevent inventory build-up.

An example of an SME logistics service provider
doing just that is the northeast England firm Clip-
per Logistics Group, who examined their response
to the credit crunch and initiated two strategies:
some usual cost reductions as one would expect
but also enhanced and focussed service solutions
that went beyond usual third-party logistics re-
mits. For example, they added to their pre-
retailing activities for e-fulfiiment, which includes
usual activities such as breaking bulk, consolidating
and tagging, by providing photographs of incoming
goods to upload onto the customer’s order web-
site. They are also providing consolidation, stor-
age and delivery of multi-user goods for many re-
tailers at the Meadowhall Shopping Centre in Shef-
field.

In conclusion, the current economic conditions
pose many challenges but also many opportunities
for firms and their logistics and supply chain activi-
ties. | hope my presentation this morning has pro-
vided some insights into these issues and | will
close by saying don’t get lost in the fog of uncer-
tainty and indecision that surrounds us today.
Thank you for your attention this morning.

David B. Grant is Professor of Logistics and Direc-
tor of the Logistics Institute at the University of
Hull. His doctoral thesis received the James Cooper
Memorial Cup Ph.D. Award from the Chartered In-
stitute of Logistics and Transport (CILT UK) in 2003.
He has published over 95 papers in refereed jour-
nals, books and conference

proceedings, is on the edito-

rial board of several jour- , -

nals, and is a member of the | 3 |

USA Council of Supply Chain ' f
Management Professionals
and the UK Logistics Re-
search Network.
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The Turnaround of Oral-B, lowa City

By Liam Cassidy

OralB

“If you don’t like change, you’ll like being irrelevant even less”

Understanding the Nature of Change

We are all familiar with the phrase: survival of the
fittest. It is used so commonly that we no longer
really understand its true significance to our lives
and dealing with the challenges we face. It does
not mean survival of the strongest, it means sur-
vival of those most adaptable to change.

Change is all around us. The world is seeing the
emergence of new global powers and emerging
markets: China, Russia, Brazil, Indonesia and Viet-
nam among others. These countries are seeking to
diversify their economies and provide their consid-
erable populations with the improvement in living
standards they are demanding from their govern-
ments. We are increasingly seeing governments,
and government-backed companies, compete for
an ever-increasing scarcity of resources and com-
modities. These fundamental shifts in the eco-
nomic world order are being felt in boardrooms
across the world.

In short, the old rules of supply and demand, and
assumptions about markets behaving rationally,
have changed.

Resistance to Change

How does the above relate to Lean Manufacturing,
or manufacturing in general for that matter? Sim-
ply put, the security of manufacturing jobs has be-
come increasingly precarious, especially for those
companies entrenched in the old ways of doing
things. This was the case at the Oral-B plant in
lowa City, where the very resistance to change in
the face of exposure to these new commercial re-
alities, had brought Gillette its parent company, to
the point of asking me to implement a programme
of closure. What had brought about this previously

Anon

unthinkable decision, and how did we turn it
around?

A Proud History Made Irrelevant

The Oral-B plant in lowa was built in 1958 and
earned an excellent reputation for customer ser-
vice. At 310,000 square feet, it was the largest
manual toothbrush plant in the world, churning
out almost one million units daily, with product
development conducted on site. By the time | ar-
rived in 2000, the plant had suddenly become vul-
nerable. Product development had been inte-
grated with the parent company Braun, part of the
Gillette Company. This meant that the plant’s
workforce now competed for products and against
facilities in China and Mexico with much lower cost
structures.

lowa City’s high service levels relied on high inven-
tory levels, adding to its cost disadvantage. Its tra-
ditional MRP-driven push production system
caused overproduction, creating even more inven-
tory, which led to costly stocks of obsolete prod-
ucts. Add in a traditional culture with multiple job
classifications that hampered productivity im-
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provements and the future prospects for making
toothbrushes in lowa City began to fade rapidly.
This came as a great shock to the workforce as the
1990shad seen a period of solid growth.

However, the plant, which mostly served North
American markets, had some intrinsic strengths.
The workforce was well-educated and had strong
technical skills. Besides brush production, lowa
City did packaging and distribution, work that most
plants of its type did not handle. Best of all, it was
located in the middle of the company’s largest
market, North America. Unlike China and Mexico,
it was just days, not weeks, away from the major
distribution centres for big retail customers such
as Walmart, Costco and Target. These factors gave
it a definite advantage over its competitors, if it
could quickly reduce costs.

| knew from my time in auto manufacturing that a
lean system based on “just-in-time” (JIT) produc-
tion and “pull” would reduce lead times and inven-
tory, augmenting the plant’s advantage in service
while reducing costs.

Hard Bargaining; Rapid Improvement

From the beginning | was completely honest and
transparent about the competitive threat facing
the company and the likely reduction in the num-
ber of jobs necessary: from 750 to roughly 450.
Severance packages were offered. After some dif-
ficult and at times emotional communications and
negotiations the union agreed to a two-year wage
freeze and a reduction in job classifications, first
from 33 to 20, then ultimately to nine. Plant man-
agement ranks were thinned out. Senior positions
were cut from seven to five by merging the quality
assurance and IT departments under the Human
Resources Director.

The materials and distribution departments were
integrated under a new supply chain director.
These directors, together with the directors of en-
gineering, finance and manufacturing formed a
five-member operations team reporting to the
plant manager. The workforce was consulted in
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groups of approximately 20 people, the problems
and strengths of the plant were explained and they
were asked for their feedback on the following
four questions:

What is working?

What is not working?

What do we need to retain?

What do we need to become a great plant?

This helped us to drill down and more fully under-
stand our starting point and map out our program
for change to optimise the plant’s performance.
This required the shaping of three fundamental
elements: the Operating System; Mindsets & Be-
haviours; and, Management Infrastructure (as
shown in Figure 1).

deal State

Mindsets &

.....
state

Figure 1: Production System Shaping

As a direct result of workforce input, teams were
put together to work on the following key areas:

e Supplier Development / Kanbans to factory

e Re-organise warehouse / Kanbans to factory
floor

e Kanbans for internal improvement of Work-in-
Progress

¢ Creation of a Central Store for spare parts

¢ Re-organisation of resources to ensure maxi-
mum support for production

e 55 - A Place for Everything and Everything in its
place

¢ Clearly defined Communications Process

This consultation process ultimately spawned 10
principles which guided the programme for
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change. These were later adopted more widely
within Gillette and became known as:

The 10 Drivers of Rapid Improvement — without
Compromise ©

1. Create an open, honest environment where
good communication is treated as an essential
part of the process in which everyone has a
genuine voice.

2. Maintain a high awareness of the competitive
environment and a constant focus on cost re-
duction and continuous improvement.

3. Build urgency and speed of response into all
processes through the empowerment of people
and elimination of bureaucracy.

4. Acknowledge people as your greatest asset and
invest in their personal development on a con-
tinuing basis.

5. Clearly communicate goals and objectives to
every level, and hold each person accountable.

6. Nurture an organisation that is in constant
touch with developments in technology, the
markets, the wider organisation and that antici-
pates and prepares for change rather than re-
acting to it.

7. Design transparent financial systems so that
managers and supervisors have key cost meas-
ures as tools and can be held accountable for
effectively managing their areas.

8. Develop an effective performance appraisal
system where all employees get an assessment
of their strengths and weaknesses, and follow-
up plans to address their needs.

9. Take swift action to deal with personnel who
obstruct or do not sufficiently contribute to
change that is necessary for the continuing de-
velopment of your business.

10.Empower people, by creating a supportive, dy-
namic team-based matrix organisation that al-
lows for fast decision-making and where occa-
sional mistakes are treated as opportunities for
learning.

Mobilising the Workforce

To get people behind these drivers, a plant slogan

was devised: “Fighting for our future”. This helped
to keep the workforce focused on the reasons for
the changes.

All  of the
above was |
guided by a
culture of | °

rapid improve- :_'_
ment. This M
allowed for am
radical  over- |-
haul of the old |
system.  This
was needed
due to the his-
toric complex-
ity of production scheduling arising from packag-
ing, as well as the lack of separation between pro-
duction and material-handling duties. A “Just-in-
Time” (JIT) team was created to help with issues
arising from transition and to maintain momen-
tum.

A factory operative at Oral-B, lowa
City:“Fighting for our future”

Results Achieved

After 3 months, the team had converted an esti-
mated 70% of the shop-floor to the new system,
achieving its goal. Inventories were down dramati-
cally and most products were made on a weekly
basis. By 2002, the plant was competitive in terms
of cost and other indicators within Gillette facilities
globally. By 2004 it was one of the overall top per-
formers in the company.

After 3 years, the programme for change had de-
livered a reduction in the workforce by 40% and
improved productivity by 56%. Product costs were
slashed by 30-60% and compared favourably with
China and Mexico. Value streams were created
giving cross-functional teams responsibility for
“their” factories, thereby making a large plant eas-
ier to manage and improving communications. The
supplier base was rationalised and an aggressive
supplier development program implemented.
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Critical Learning Points

Having a workforce that is will-
ing to (continuously) change is
one of three keys for companies
that want to compete in North
America. The second is that
management must understand
the true costs and realistically
appraise the merits of outsourc-
ing. Thirdly, responsiveness and
being close to the market is im-
mensely important and trans-
lates into a real competitive
edge when countering threats
from more distant sites, in this
case China and Mexico.

Conclusions

In summary, it is possible to sur-
vive and thrive in a high-cost
environment, however, the
right kind of leadership is criti-
cal, as is the expert application
of lean practices. This brings us
back to change and how to
manage it. Change is a constant
external factor, and likewise,
from a manufacturing view-
point, internal change must also
be constant, with the emphasis
on continuous improvement.
Companies, workforces and
suppliers, that resist change,
instead of embracing it, will ulti-
mately lose everything they
seek to protect.

In 2002 the lowa City plant was
declared the best factory in Gil-
lette. The rules of the game
may have changed, but the
workforce showed what is pos-
sible when challenges are tack-
led: adapting accordingly they
stayed “relevant” to P&G’s busi-
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ness needs.

Liam Cassidy is a Lean Manufac-
turing expert of international
renown, with over 30 years ex-
perience, driving change man-
agement projects with out-
standing results. Liam was the
leading champion of world class
manufacturing for Proctor &
Gamble/Gillette worldwide, re-
peatedly delivering benchmark
sites in Europe, the US and lat-
terly Asia. Upon completing a
stellar career with P&G in 2009,
Liam established his consultancy

LCL (Leading Change through
Lean), which has offices in Ire-
land and Shanghai. Liam can be
contacted by email:
liam@consulticl.com.cn.

*In 2005 the Proctor and Gamble and
Gilette Corporations merged
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Attitude defines Altitude
By Pearce Flannery

How important is attitude to success in business?
It appears to be more important than you might
think. Even if your business offers great products
and services at unbeatable prices, the attitude you
project will be the factor that makes or breaks it.
All the advertising, slogans, buzzwords and promo-
tional campaigns in the world can't mask a busi-
ness that isn't truly focused on the customer.

Likewise a person cannot mask a poor attitude
over the longer term. How many times have you
been in a great mood, only to be meet someone
who looked as if it hurt him or her to smile? This
interferes with your own karma and in turn in-
fluences your own mood. We should all treat peo-
ple the way they wish to be treated. A bad attitude
not only reflects badly on them, it impinges on
your personal outlook. A bad attitude can and will
infect those all around it. Likewise a positive attitu-
de empowers everyone that it comes in contact
with, in every walk of life.

Ultimately you need to enjoy what you are doing.
Your attitude needs to reflect this. There will be
bad days but these are the days you need a positi-
ve attitude most of all. Remember work is only a
chore when you would rather be doing something
else. A study by Harvard University found that
when a suitably qualified person gets a job 85% of
the time it is because of attitude and only 15 % of
the time because of any other factors.

In my book Grabbing The Oyster — Anecdotes and
Advice from Icons of Irish Business - | identified the
three levels of attitude in groups or teams and
used different yardsticks by which to measure
them. For the purposes of illustration | will refer to
these groups as the Three As.

Achievers: These are the people we all wish to be.
They are the people that we all graduate to at
social functions. They exude confidence and
energy. They have that indefinable quality cal-

:Iu

pragmatica

led charisma. They have an excellent attitude
and approach to life in general and more speci-
fically to the team. They have a positive impact
on the dynamic of any team. Such people are
essential to success.

Adequates: Unfortunately this is where most of us
find ourselves. The adequate group is exactly as
it says on the tin. A group of people that fulfil
their function but rarely rise above mediocrity.
Foot soldiers. But foot soldiers are essential to
victory and every team needs its adequate foot
soldiers. This group interacts with the other
groups and are essential to the team dynamic.

A***holes: We can all recognise someone from
this group. The born cynic or the person who
perpetually lives in the valley of excuses. The
person whose fault or responsibility it never is.
The person who could be great but for... (A mil-
lion reasons, and of course none of them their
fault). This group really does exist. We can all
identify one or more people that fit neatly into
this group. We cannot overlook their impact on
a team, or more correctly we cannot overlook
their negative impact on a team. Because if al-
lowed to prosper this group will have an im-
mense negative impact on the team dynamic
and infect the second group with their negati-




. SUPPLY CHAIN PERSPECTIVES

ve, cynical deadbeat attitu-
de. This is why they are
a***holes. Stay away from
them, ignore them and wha-
tever you do, do not listen to
them. They will suck the life
force out of you. This cannot
be understated. Negative
people are to be avoided as
much as is practically pos-
sible.

In  short ‘Dispense  with
A***holes’ - make it a personal
policy decision for yourself. Wri-
te it down; Make it a creed that
you live by. Cut them out of
your life now, your life will be
greatly enhanced by this act.
Remember the old cliché: ‘If you
must listen to an a***hole,
break wind!" It is said that you
are the average of the five or six
people you are surrounded by.
Can you afford to have your at-
titude and abilities compromi-
sed by the cynical perpetual un-
derachiever? If you wish to suc-
ceed in your endeavours you
must deal with the a***holes in
your environment. Cut them out
of your life and your life will be
the better for it.

In the 1980s British Airways em-
barked on a comprehensive Hu-
man Resources programme cal-
led ‘Putting People First’” (PPF).
This programme studied all of
their personnel and analysed
their suitability for the business
according to the strengths and
weaknesses of each employee.
This then gave them an accurate
picture of the strength of the
entire British Airways team and
how closely aligned the team
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was to its specific requirements. This was likewise analysed for
groups and micro groups within the overall British Airways team dy-
namic. The results were interesting to say the least (see Figure 1).

Politicians Winners
Attitude
Dead-Beats Cynics
Enegy

Figure 1: Personal Attributes

The upshot of this hugely expensive and time-consuming study was
that the most desirable individuals are those that fill the upper right
-hand quadrant. Winners were more desirable than any other com-
bination of attributes. Those people that displayed an approach to
business and to life in general that was high in energy, high in attitu-
de were the type of people that were identified by ‘Putting People
First” as those people that could and would contribute most to wha-
tever environment that they found themselves in. Qualifications and
skills were only of a secondary importance.

This study was undertaken in a global organisation in the 1980s. It is
interesting to note that the results of a scientific study quantified
and empirically proven mirror the thought processes and attitude of
our chosen business personalities. It seems clear to me that those
that wish to succeed in their careers either as an entrepreneur, in an
executive capacity or in any walk of life should take personal stock
of their personal attitude as it applies to the above diagram.

The formula for success all seems to boil down to one word - ATTI-
TUDE. Its importance cannot be underestimated.

Attitude: Write it down. Think about it. Put it in your bedroom wall.
Embrace it because there is no getting away from it and there is no
substitute for it. In this context | feel it is their secret to success as a
positive attitude is infectious and empowering. It is an indefinable
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variable but it can be identified
by their behaviour and in every
way they act. It defines you.

At Pragmatica our people are
recognised as being the
amongst best training and advi-
sory professionals in their field.
When we are working on an as-
sighnment on behalf of a client
we always follow one major dic-
tum:

Hire For Attitude And Train For
Skill

In other words all factors being
equal we always start by evalua-
ting candidates on the basis of
attitude. A person that exhibits
the right positive ‘can do’ attitu-
de has immense potential. They
can be trained in specific pro-
cesses or skills. As one of the
most successful training and

development organisations in
our field we can confidently sta-
te that you cannot properly
train or develop an unwilling

candidate or one with a poor
attitude. They do not wish to
change or develop and will re-
sist the process all the way.

The point | am trying to make is
that no matter who you are or
what you do, your life - both
personal and professional - will
be greatly enhanced by develo-
ping a positive ‘can do’ attitude.
All successful people possess
this positive ‘can do’ attitude,
all of their staff are hired on this
basis and their friends and soci-
al circle all seem to display the
same qualities. This is no coinci-
dence.

All successful people are suc-
cessful because they have made
themselves successful. The first
thing they have done is to deve-
lop their attitude and then they
have ensured that they have
surrounded themselves with
lots of positive attitude. There is
no secret formula; it all boils

down to a positive attitude. To
summarise there are three ty-
pes of people:

Those who make things
happen,
Those who let things happen,
Those who say what
happened?

Which category do you fit into?
It really does not matter - what
matters is what category you
want to fit into. You can change
category quite easily if you have
the will to change. It all boils
down to how you approach life.
It boils down to attitude.
Attitude really does define alti-
tude!

Pearce Flannery is the founder
of Pragmatica, widely acclaimed
as lone of reland’s leading ma-
nagement and marketing stra-
tegists. He has an international
reputation as a business coach
and he enjoys a high profile in
the broadcast media. His repu-
tation as a motivational, confe-
rence and keynote speaker is
immense and he has lectured
extensively on economic, busi-
ness and automotive issues.
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Reducing Complexity and Improving Agility in the Supply

Chain
By Martin Christopher

Introduction

Recent events in the global economy have served
to remind us that companies do not have com-
plete control over their own destinies. We have
witnessed how a crisis in the housing mortgage
industry in the USA can lead indirectly to the col-
lapse of companies in quite different industries in
every corner of the globe. At the same time the
competitive landscape is being re-shaped through
mergers and acquisitions — many of them driven
by the search for scale that is thought to be a pre-
requisite for survival in a recessionary environ-
ment.

This growing uncertainty brings with it a serious
challenge to the classic practice of running the
business on the basis of forecasts. It will be appar-
ent that in conditions of stability — and hence
lower uncertainty — forecast accuracy should gen-
erally be high. Equally, the converse will be true,
i.e. as uncertainty increases so too will forecast
accuracy reduce. Hence the argument that if un-
certainty is to be the norm — at least for the fore-
seeable future — then a new approach will be re-
quired. Indeed, the challenge that organisations

now face is how to reduce their dependence on
forecasts and to become increasingly demand and
event driven.

To counter the twin threats of greater uncertainty
and heightened vulnerability requires a supply
chain that is able to respond more rapidly to
events as they happen and that is flexible enough
to change as conditions change. This level of sup-
ply chain responsiveness is what many commenta-
tors now term ‘agility’.

Complexity and the Supply Chain

In its strictest sense, complexity does not mean
complicated but rather it describes a condition of
inter-connectedness and  inter-dependencies
across a network where a change in one element
can have an effect on other elements — often in
unforeseen ways. Today’s supply chains mirror
very closely this idea of complexity. Indeed it is a
misnomer to describe them as chains at all since a
chain implies a simple linkage from one entity to
another, whereas most supply chains are multi-
echelon networks with many nodes and links.

Complexity in a supply chain can arise from a num-
ber of sources and some of the most common
causes are detailed below.

i. Network Complexity

The more nodes and links that exist in a network
then clearly the more complex it becomes. As a
result of the outsourcing of non-core activities
many companies are today much more reliant on
external suppliers of goods and services. Those
external suppliers also are dependent upon a web
of second tier suppliers and so on. There is a
strong likelihood that the focal firm at the centre
of the network will not even be aware of many of
the second or third tier suppliers that feed their
upstream supply chain.

ii. Process Complexity
Underpinning every supply chain are innumerable
processes — processes internal to the firm as well
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as those processes managed by upstream and
downstream partners. Often these processes have
been developed in a haphazard way and have
been added to and modified to reflect current re-
quirements and as a result have become more
complex. This complexity is manifested in proc-
esses with multiple steps, often performed in se-
ries rather than in parallel.

iii. Range Complexity

Most business organisations find that the range of
products and/or services that they offer to the
market has a tendency to grow rather than reduce.
The rate of introduction of new products or ser-
vices, new pack sizes or variants and brand exten-
sions seems to outpace the rate at which existing
products or services are eliminated. The general
effect of this mushrooming of the product/service
portfolio is to extend the ‘long tail’ of the Pareto

distribution. Figure 1 below highlights the chal-
lenge.
5%
L
_._'_.___,_,..-—"’_'_
15% —
/""#
% of 4
sales
80%
/1\' ‘B c
/ 20% 50% 30%
v

% of stock keeping units (SKUS)
Figure 1: The “Pareto” or 80/20 rule

iv. Product Complexity

The design of products can have a significant im-
pact on supply chain complexity. It can be argued
that the supply chain begins on the drawing board
in that decisions on the choice of materials and
components can directly or indirectly impact total
life cycle costs as well as agility and responsive-
ness. Product complexity can arise because the
number of components or sub-assembilies is high,
or because there is little commonality across the
Bills of Material for different products. The less
the commonality at the Bill of Material level the

less is the flexibility to vary product mix or volume.
A further unforeseen impact of product design de-
cisions is that if components or materials are
specified which happen to have lengthy replenish-
ment lead-times then the ability to respond rapidly
to changes in demand for the product will be im-
peded. By involving logistics and supply chain plan-
ners early in the design process much of the subse-
guent complexity can be avoided.

v. Customer Complexity

Customer complexity arises as a result of too many
non-standard service options or customised solu-
tions. The costs of serving different customers can
vary significantly. Each customer will exhibit dif-
ferent characteristics in terms of their ordering
patterns, e.g. frequency of orders, size of orders,
delivery requirements and so on. These differ-
ences will be increased further as a result of the
availability of different service options or packages
and/or customisation possibilities.

vi. Supplier Complexity

The size of the supplier base can add to supply
chain complexity by increasing the number of rela-
tionships that must be managed as well as increas-
ing total transaction costs. Because one of the pre
-requisites for agility is a high level of collaborative
working with key suppliers, this implies a high level
of active supplier management and supplier in-
volvement in process integration. It is unlikely that
this degree of closeness can be achieved across a
diverse supplier base and hence the need for ra-
tionalisation. The implications of such a supply
base rationalisation are profound. Clearly careful
regard must be paid to the effect of a smaller
number of suppliers on the resulting supply chain
risk profile. Too high a level of dependence on just
a few critical suppliers can be dangerous. Instead
a better option, if available, is to have a lead sup-
plier across a category of products who takes re-
sponsibility for the management of that category
across a number of suppliers, for example in the
same way a fourth party logistics provider (‘4PL’)
might co-ordinate a number of logistics and trans-
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port providers for a client com-
pany.

vii. Organisational complexity

Most businesses have tradition-
ally organised around functions
and departments and their or-
ganisation charts have many
levels and tend to be hierarchi-
cal in this structure.  Such
‘vertical’ organisational arrange-
ments are no doubt administra-
tively convenient in that there
can be a ‘division of labour’ be-
tween functions as well as ef-
fective budgetary control. How-
ever, they tend to inhibit agility
because they are, of necessity,
inward-looking with a focus on
efficiency rather than customer-
facing with a focus on effective-
ness. A further problem is that
over time the functions have a
tendency to become ‘silos’ with
their own agendas and they can
lose sight of the fundamental
purpose of the business, i.e. to
win and keep profitable custom-
ers.

Complexity and Uncertainty

The problem with complexity is
not just that it is a significant
driver of cost within a supply
chain but that it also contrib-
utes to variability and uncer-
tainty. Because so many of the
interactions between agents
and entities within a network
can have a cumulative and com-
binatorial effect it is not always
possible to predict the impact of
those interactions. This is par-
ticularly the case where those
actions are not always visible
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because they often take place at
several stages removed from
the focal firm.

A good example of a complex
system is the weather. Many
different influences combine to
create a specific weather condi-
tion, each of those influences
are themselves the result of in-
teractions and hence a small
change in one element can fun-

v
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damentally affect the final out-
come. Hence the difficulty that
weather forecasters face in try-
ing to predict even tomorrow’s
weather.

The outcome of complexity in a
supply chain, as with the
weather, therefore is uncer-
tainty and with that uncertainty
comes an increased likelihood
that forecast error will increase
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in line with complexity. This
leads to a conclusion that com-
plexity reduction must be a pri-
ority for supply chain managers
and that to rely on the classic
forecast—-based approach to
supply chain management is
inadvisable and instead the fo-
cus must change — rather than
being forecast-driven the busi-
ness must become event-
driven.

From Forecast-Driven to Event
Driven

There is a strong case to be
made that, since the degree of
turbulence and volatility in the
market and business environ-
ment has increased, the ability
of conventional forecasting
tools to cope with this uncer-
tainty is significantly weakened.
Whilst some might argue that
the response to this situation
should be to improve the fore-
casting tools, an alternative
view might be that we need to
lessen our dependence on the
forecast. If it were possible to
respond to events as they hap-
pen rather than have to predict
those events, then supply chain
performance — measured both
in terms of cost as well as cus-
tomer service — would clearly be
enhanced.

This idea of event-driven re-
sponsiveness is embodied in the
philosophy of the agile supply
chain. There are a number of
enablers of responsiveness but
probably the two most critical
elements are visibility and ve-
locity. ‘Visibility’ denotes the

ability of an organisation to see
real demand, real demand being
the independent demand ema-
nating from the final market-
place. ‘Velocity’ refers to the
speed with which the organisa-
tion can respond to changes in
real demand.

For many companies their visi-
bility of real demand is ob-
scured by the presence of inter-
mediaries between themselves
and the final market, particu-
larly when there is a low level of
shared information — or even
none. The paradox is that
whilst the information and com-
munications technology (ICT) to
enable information sharing
across the supply chain is widely
available, there is still a reluc-
tance amongst many companies
to fully engage with their supply
chain partners in this way.

Improving velocity in a supply
chain requires time compres-
sion - not necessarily by speed-
ing up existing activities, but
rather by reducing non-value
adding time. In other words, if
we can focus on the things that
add value to customers and
eliminate or reduce those things
that do not, then velocity and
hence responsiveness will in-
crease.

Both visibility and velocity in the
supply chain are adversely af-
fected by complexity. Complex-
ity reduction can enable simpler
networks with improved ‘line of
sight’ end-to-end along with
more flexible and responsive
processes. In the volatile and

uncertain worlds that most
businesses now compete in, this
is a prize worth seeking.

Martin Christopher is Emeritus
Professor of Marketing and Lo-
gistics at Cranfield School of
Management. He has gained an
international reputation for his
work in logistics and SCM and is
the author of one of the leading
texts in the field, Logistics and
Supply Chain Management: Cre-
ating Value-Adding Networks
(Prentice Hall, 2005). He is a fre-
quent presenter at conferences
and workshops around the

world and is the recipient of
many awards, including the Dis-
tinguished Service Award of the
USA Council of Supply Chain
Management
(CSCMP).

Professionals

Cra,
"fae),

Wb &

31



. SUPPLY CHAIN PERSPECTIVES

Supply Chain Learning — The Role of Games

By John Potter, Jerry Forster and Edward Sweeney

Introduction

It is well recognised by most successful
organisations that people are an asset
and that improving their performance, abilities
and capabilities is a key requirement for sustain-
able business growth and development. However,
the training budget is one of the first budgets to
get cut at the first sign of a business downturn. If
subsequent downsizing results, it soon becomes
apparent when the business outlook improves that
fewer people have to perform at a higher level if
the organisation is to take advantage of the up-
turn. Following this logic, the training budget
should be increased during a downturn so the or-
ganisation can get a jump start when the business
outlook improves, thereby gaining a competitive
advantage. Interestingly, compared to recessions
in the late 20™ century, in the current recession
many businesses have reduced the working week
rather than making people redundant. They have
done this knowing it makes good business sense
given how long it can take to develop a skilled
workforce. For many organisations now could be
the right time to invest in training, and what better
way than gaining a hands-on and detailed under-
standing of issues than playing games simulating
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the ultimate supply chain experience

the “real business environment”.
The Basics for Good Learning
Learning Phases

The four stages of learning require differing ap-
proaches / styles of teaching as shown in Figure 1.

The four stages will always apply when learning
any new skill and it does take time to go through
the four stages. Ignoring the stages and applying
the inappropriate teaching methodology can result
in de-motivating participants and failure to achieve
training objectives.

Subconsciously incompetent — “don’t know, that |
don’t know.” At this stage the learning objective is
education to create awareness, the “how” and
relevance to the business / individual.

Consciously incompetent — “now know that | don’t
know.” This becomes very apparent when the
learning is put into practice. This stage is critical to

skill development and motivation. It is often

The Four Stages of Learning ‘

the stage when confidence dips and the de-

@ cision to give up are most common.

“Iknowe | can do and don’t
think about how™

subconscioudy Competent —

Consciously competent — “now know how to

do.” This is achieved through practising to

Training /
Coaching

Consciously Competent —

Education /
Training

Consciously Incompetent —
Phnowy that | don't know

m 3 = 3 = @m m

improve capability and performance.

Subconsciously competent — “don’t need to
think.” This is demonstrated by an apparent
“automatic” ability to perform a skill. It is at
this stage that the capability can start to be
skilfully and appropriately applied to maxi-

Time

Figure 1: Four Stages of Learning
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mise performance. It is also the stage when
people may think they have nothing to learn,
so why bother with training!
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Learning Styles
People learn in different ways, or at least have pre-
ferred ways of learning.

Activists: Learn by doing — activists want to

get on with trying out new activi-
ties and are often willing volunteers
Want to understand how new ac-
tivities can be applied in practice so
once this is understood like activists
they are keen to try out new activi-

ties

Pragmatists:

Theorists: Often perfectionists and logical so
keen to understand the principles
before trying a new activity

Reflectors:  Cautious, careful, good listeners and

will want to watch others before
trying a new activity

Preferences for Receiving Information

e Visual Learners: Learn best from demonstrations
and diagrams

o Auditory Learners: Learn best from explanations

e Kinaesthetic Learners: Learn best from demon-
strations and practising

Good training should cater for all four styles and
three preferences for receiving information.

Therefore any process that aims to improve an in-
dividual or team performance, abilities and capa-
bilities must develop a training programme that

reflects:

e The four stages of learning, the different the
learning styles and preferences to receive infor-
mation; and,

e Relevance to personal development / team per-
formance / business objectives

Learning From Sport

The learning and crossover between business and
sport is becoming more relevant and common-
place. The traditional football manager is now
more frequently the team coach and part of a big-
ger team responsible for team / squad selection,
training and management. In individual sports the
player / coach is being replaced by a multi func-
tional team e.g. “Team Murray”.

No sports person / team trains and only competes
in the event targeted e.g. Olympic Games, World
Cup, Grand Slam without using other events as
part of the preparation — friendly matches, pre
season tours etc.

Business does not normally operate around a sin-
gle event every 4 years, but is continuous day in
day out, so “on the job training”, pilots, and test
marketing is how organisations test ideas. Given
business demands, how does an organisation build
the team? In the supply chain, performance of the
chain is determined by the weakest link. The or-
ganisation is a team of more functions than found
in the typical supply chain (e.g. Finance, Legal,
Marketing, Information Technology) but all must
play a role if an organisation is to achieve its objec-
tives and maximise business results.

Whereas the rugby team will have internal compe-
tition between players for places in the team, it is
unlikely the forwards regard the scrum half as a
competitor for team selection. However in organi-
sations internal competition can be more intense
than external competitors — “organisational poli-
tics.” This will be seen through competition within
a department for promotion and inter departmen-
tal competition for influence and share of budgets.
This extends throughout the organisation and not
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uncommon to be most intense
at Board level!

Competition can be healthy to
bring out the best performance
of an individual / department.
However it can easily turn nega-
tive - adversely impacting over-
all organisational motivation,
financial performance, market
share, retention of the best tal-
ent etc. In many organisations
competition between Sales and
Marketing, Marketing and Pro-
duction, Production and Logis-
tics is common resulting in
suboptimal results. The Supply
Chain “profession” was con-
ceived to optimise the supply of
product and services. Sales and
Operations Planning (S&OP)
brings together all functions
working together to achieve
one business plan, and recognis-
ing that the “the whole is
greater than the sum of the in-
dividual parts.” The history
books of sporting endeavour
will testify this concept with nu-
merous examples of the appar-

ent underdogs being triumphant.
Team Building

Developing an effective team goes through the same four stage
learning process as described above, making team building two di-
mensional in terms of improving individual performance levels and
overall team performance. This is achieved through:

¢ Recognition of the role of each player

e Focus on common goals and objectives

¢ Alignment of strategies

¢ Rewarding the whole, not the parts. Success and failure must be
shared to prevent a culture of blame

Business managers recognise the need for the organisation to work
together and offsite management team training events - climbing
mountains, building rafts from oil drums and ropes to cross a sup-
posedly crocodile infested river - are common. Sometimes budgets
and / or numbers being trained result in these exercises being simu-
lated in the “classroom.” Either option (provided the exercise is well
organised and structured) can be valuable a part of any training ses-
sion to:

1. Create an awareness of team work

2. Demonstrate points of learning

3. Identify organisation culture and / or behaviours
4. Have fun!

These are all worthwhile objectives, but whatever the reason or
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original objective for including a game in a training event, often time
allocation does not permit the learning potential to be fully utilised.
The four stages of learning identify that maximising performance re-
quires time for practice supported with good coaching.

For example games used for team building usually bring out the com-
petitive side of participants. They are often executed at a frantic
pace, chaotic and noisy. In pursuit of being the winner the original
training objectives can get lost. However, they are very accurate in
identifying how an organisation and individuals behave, albeit exag-
gerated, due to the time pressure and no organisational support
structure. The winning team normally gets the least learning. Cynics
claim this is because they have least to learn. Analysis of the results
would reveal the missed learning opportunities:

¢ Role of leaders and leadership styles

¢ Importance of cross functional contributions

¢ Communication — listening, clarity of argument, assertive v. aggres-
sive — to make the necessary choices

¢ Analysis and follow up — “plan, do, check and act”

e Team dynamics — finding the right roles for team members to opti-
mise team performance

e Controlling the environment — reflects organisational culture and
opportunity to study individual / functional / departmental behav-
iour

e Maximising team knowledge and capability

Optimising the Use of Business Games to Improve Team Perform-
ance

To get the most out of games as part of a training programme the

following points are important.

1. Must be part of a programme — it takes time to analyse the re-
sults, explore the points of learning and more importantly how to
skilfully apply within the organisation.

2. Relevant — not necessarily directly but participants must be able
to relate / apply to the organisation and / or business objectives.

3. Cross functional — not always essential but if participants repre-
sent their function it will reflect on how the organisation func-
tions. However, it can also be used to create learning on the chal-
lenges and difficulties of different functions e.g. the Sales Director
responsible for the factory will demonstrate the issues Sales can
create for Manufacturing. It is important to have a clear objective
of why the game is being played.

4. If numbers permit, an organisation can set up different teams to
play the same game and get multiple learning opportunities.

5. A well structured game should ensure roles and execution accom-

modates the differing learn-
ing styles and preferences as
well offering sufficient cycles
of the game for teams to
progress through the four
stages of learning.

6. Opportunity to observe and
explore organisational cul-
ture and behaviour in a safe
environment.

7. Experiment in  different
roles, strategies, behaviours
with no financial risk to the
business.

8. Create competition, motiva-
tion and fun off a foundation
that is a serious business re-
lated objective to improve
team performance, that will
be ultimately be reflected in
improved financial results.

NITL, in collaboration with
SCALA Consulting, has launched
in lIreland an internet-based
game designed to enhance
knowledge and understanding
of successful supply chain strat-
egy. Conceived, developed and
supported by experts in the
field of supply chain manage-
ment the game was first run in
the Netherlands last vyear.
Some 280 teams of four people
each took part and the game
was highly acclaimed. The
game, called The Fresh Connec-
tion, incorporates the principles
for optimising the use of games
to improve team performance
providing an  experimental
learning environment where in
a realistic, competitive environ-
ment teams are able to test
their vision, their strategies and
their tactics. It is an accelerated
learning experience for all in-
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volved in the supply chain in-
cluding procurement, sales and
manufacturing. The game dem-
onstrates the impact a supply
chain has on company profit-
ability and provides all partici-
pants with an insight into the
teamwork which is required to
make real, tangible improve-
ments in the supply chain and
company performance. In addi-
tion to Ireland, The Fresh Con-
nection is being run in the US,
Netherlands, Belgium. Italy,
Denmark, Switzerland and UK.

Over 6 weeks representing 3
years in the company’s develop-
ment, teams make strategic and
tactical choices. The intelligent
software behind the game cal-
culates the consequences for
each team's operation, with the
results of the various teams'
weekly choices becoming the
starting point for the next
week's round.

Teams taking part in the lIrish
competition starting in early
2009 will manage the product
portfolios, compete for cus-
tomer sales, supplier capacity
and category management
whilst managing the company
through crisis, growth and other
complex business scenarios. The
objective is to optimise the total
supply chain to maximise the
company’s return on capital.

After the competition, all par-
ticipating teams receive a per-
formance evaluation report. In
this report they will receive
feedback on individual and
team performance. What were
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the crucial decisions? What was
good, or bad, about the deci-
sions taken? What lessons
should have been learned?

Conclusions

Single training events of a good
quality are appropriate for spe-
cific needs e.g. learn a new
process /procedure (e.g. health
and safety changes, how to use
new software / machinery).
Games can be valuable learning
and fun in achieving these ob-
jectives.

To build an effective team is an
on-going process. Like any team
sports organisations get new
players, new competitors, new
business  opportunities and
threats. Opportunities to prac-
tice in business can be difficult /
expensive and even impossible
to set up. Software will have a
“training environment” to test
upgrades before “going live.” In
the same way training to opti-
mise team performance needs
to be planned and executed
over a series of events such that
the learning can be analysed,
strategic and tactical changes
can be measured to assess im-
provement and the team can
experience the four stages of
learning in a safe and structured
way so that individual players
can maximise their individual
performance in optimising the
overall team performance. The
Fresh Connection provides a
cost effective way to optimise
team performance to improve
business results and partici-
pants will have fun learning in

the process.
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The Charterad Institute of
Logistics & Transport

Irelard

LOGISTICS &
TRANSPORT

AWARDS 2010

The following awards will be made on
Thursday, 11th February 2010 at The Burlington Hotel, Dublin:

Overall Award Logistics and Transport for Excellence
Lifetime Achievement Award
Supply Chain Integration Award
Logistics Best Practice Award
Passenger Transport Award
Policy & Planning Award
Safety Award
Environmental Award
Technology Award
HR Development Award
Commuting Award
Publication Award
Education Award
Transport Integration Award
Young Manager Award
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To enter the Irish Logistics and Transport Awards 2010 download the entrance form and criteria at
www.iltawards.ie or email info@iltawards.ie
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