
 



 



 



 

 

 

 

 

 

 



 



 

 

 



 

 

because what happens then is the team is a fixed number and if somebody isn't there then you 
have to work one short and that's very quickly from: I'm sorry our friend is sick, to: you better get 
rid of them before we do something about it.  So that tends to concentrate the mind wonderfully 
but it's all about if you try and do it on an individual basis that can lead to resentment.  If it's a 
total shift package and that team is performing, the company 1 was telling you about with the 
colour coding and everything, the team itself decides who has the training and you see the 
training records when you go in and it's not a team leader, he's called a team coach and there's 
a satellite workshop.  

   

Question: Cary Entwhistle, Derby  

   

Have you ever come across, in any business, them having to change the culture, the way that 
they operate, the philosophy of the business itself.,  

   

Answer - Yes, I'm probably, again, going to offend a few people. 1 can usually tell when 1 walk 
into a factory what I'm going to find and this is particularly true in Australia.  If I walk in and the 
environment is very dull and there are six pictures of the predecessors on the wall then 1 know 
there's going to be difficulty to change the culture in that organisation.  The real problems are 
where there has been a lack of staff turnover and a lack of investment and they've always done 
it that way and I've faced that a couple of times when 1 was in industry.  "We've always done it 
that way", well common sense tells you to do it a different way and 1 remember an old factory 
manager sitting in the corner, smoking a cigarette saying "Mike, remember sense isn't always 
common" which is a very good thing to remember and effectively  

   

if you are going into a new environment you've got to say to yourself what really needs to be 
changed and same with benchmarking, we give an action plan with maybe ten things to do, you 
can't do ten things at once.  You've got to say: right, what's the quickest win and you go for that 
one.  Then everybody sees that's successful, lets go for the next one and it's the same with 
cultural change.  You may need to do massive change but what is the easiest bit to start with 
first, but it will always be "we've always done it, that way or we tried it that way and it didn't 
work" so we went back to doing it our way.  

   

uestion: Tony Barcroft, Newcastle  

   



Q  

Given that you've travelled an awful lot benchmarking in other countries and companies, is there 
anything that strikes you as a really big difference between the largest company in the UK that 
would be our biggest opportunity?  

   

Answer - The biggest opportunity is also the biggest threat.  The biggest threat to food 
manufacturing in the UK, and I'm probably going to upset the people from Asda and Sainsburys, 
is the unique buying power that the major retailers have in the UK compared with anywhere else 
in the world.  It is unique and that's why companies have changeovers, but that is your biggest 
challenge.  If you know you've got to do changeovers, if you can actually trim that changeover 
time down, that money is going straight into your bottom line because you're not having to work 
overtime to create the products.  You can create a better customer service; all the major 
supermarket groups will score you on how good your service has been for the last month, three 
months. and six months.  Now if you can suddenly  
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start looking at some of these improvement programmes cutting out downtime, reducing the 
amount of time it takes to changeover a line, look at the way in which you're already building 
into your costings waste, look at eliminating that, all those are win wins because they're not 
costing you any money they're just going straight into you bottom line which gives you a 
competitive edge which means when the major retailers come along and say we want to knock 
10p off this product you might grimace, but deep down "that's not going to hurt us" because 
we've already made more than that.  

   

Question: Can you give some examples of people you have already done benchmarking to, 
what have they been like when you went back a year or two later?  

   

Answer - 1 suppose one of the classic examples was a company out in East Anglia where we 
looked at them and I have never been into a company that had so many layers of management 
in my life.  It's a bit like the Civil Service really and National Health, there was an Assistant to an 
Assistant to and Assistant like you see on the big film titles, it just went on and on and on.  We 
effectively said, we upset people, we said how do you ever make a decision in this business and 
1 suppose we were lucky in that the two guys who were running the operation were new so 
they'd actually said lets be benchmarked, lets see where we are and we can improve.  So we 
said you need to flatten the structure, why do you have a dozen people walking around doing 
quality control, empower the workforce and say you are now responsible for your own quality.  



Train them to do that.  It's the same with waste, there's software on the market we put into that 
company that controls give away and does lots of other things and they saved 1% on giveaway, 
so in one year they ripped out £700,000 of cost on that site, simply by saying wait a minutes, 
why are we doing it this way.  All we do is we act as a  

   

catalyst, we're the person coming in and looking at the company profile and saying based on 
what we've seen elsewhere we think if you do this, this may help and that particular site in less 
than a year ripped out £700,000 worth of costs.  Now the trick would be  

   

how do you rip out £700,000 next year because everyone will want that.  In my opinion they did 
it all too quickly.  Suddenly they were real heroes and if they only ripped out £400,000 next year 
they'd failed, but that's the sort of thing you can do



 


