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The strategic management of manufacturing requires a more comprehensive paradigm than

just the current generally accepted one. This is to seek to ensure that the manufacturing
capabilities of the firm are compatible with the order winning criteria of the target market.

The inability of many UK companies to be world class competitors suggests that managing
manufacturing strategically continues to be practised ineffectually. How can the complexity
of this task be reduced?

The purpose of this article is to describe a methodology which has been found to facilitate
strategic manufacturing management. A model has been developed that links the critical
manufacturing performance improvements required to sustain each of the generic
competitive strategies that may be pursued. The model is designed to help create a vision
for the manufacturing operations of a business which is essential for its strategic
management. How the use of the model can simplify strategic manufacturing management
in practice is illustrated by describing a case study of how a wasteful manufacturing
operation was transformed into one that gained a cost and time-based competitive

advantage.

The paper is the result of research carried out in twelve UK manufacturing companies
during the last three years.



Strategic Manufacturing Management: Restructuring Wasteful Production to World
Class

Introduction

How can UK manufacturing companies outperform international competitors when the odds
are so heavily stacked against them? The odds often quoted are the inadequacy of the
investments made in the past, the adversarial attitudes of both management and labour, the

short-term expectations of the investors, and many others.

The question is not a rhetorical one. The success of the many foreign - owned
manufacturing businesses based in the United Kingdom demonstrates unequivocally that
these barriers to achieving world class competitiveness can be overcome. Increased
competition necessitates a comprehensive understanding of the customers' needs, a
capability to respond quickly to a change of demand and the expertise to counteract any
strategic moves made by competitors. However, it seems that the senior management of
competitor manufacturing businesses have a better understanding of how to manage their
competitive strategy than their UK counterparts. The gradual decline of many long-
established UK manufacturing businesses is, in part, evidence for making such a claim.

The objective of this article is to describe a methodology to facilitate the strategic
management of the manufacturing operations. The performance of this function is often
claimed to be a major cause of an organization's inability to increase its competitiveness.
The methodology described is the product of a study of twelve manufacturing businesses in
the UK which had to change to survive. The purpose of this study was to develop a

procedure to simplify the process of strategic manufacturing management.

Research Objectives

Twelve companies collaborated with this research and the sample of firms included both
those that manufzcture using the time-honoured method of large batch production, i.e. with
high levels of inventory in process, and those that use lean production methods.

There were two research objectives for the study.

1. To seek common cause and effect reasons for the poor strategic management of

manufacturing.



2. To develop a conceptual model for the strategic management of manufacturing. The
purpose of the model is to present the alternatives to a manufacturing strategy that
primarily furthers the cause of cost-based competition, i.e. one that supports a least
cost competitive strategy. The model therefore must illustrate how a firm's
manufacturing resources are to be deployed and used to enable the successful
achievement of other generic competitive strategies. It must also illustrate how a
change of competitive strategy can be successfully accomplished.

Research Methodol

The study of strategic manufacturing management in each firm consisted of an audit of
manufacturing performance and an investigation of the performance measures used by
general and manufacturing management to control their business. Interviews were carried
out to research each manager's understanding of the competitive strategy that each company
had chosen to adopt and to obtain the interviewee's description of the manufacturing
strategy being implemented to actualize the desired competitive advantage. The interview
was also used to examine each manager's perception of his or her role as an implementor of
the company's manufacturing strategy.

Preliminary Qbservations

The study has shown that, in 10 of the 12 businesses studied, very little improvement to
customer service had previously been accomplished. Delivery performance, on customer
delivery lead times that were stated to be too long, was still below that desired by senior
management. The full costs of inadequate quality management were unknown but the
businesses knew that they were paying a high price for deficient process management. All
companies have suffered, for some considerable time, the consequences of manufacturing
inflexibility and yet continue to ignore this problem. One explanation for these findings
was that the firms' Senior Management had paid insufficient attention to the strategic
management of manufacturing. The evidence for this conclusion was the continuous
implementation of a manufacturing strategy designed principally to minimise unit cost even
though the competitive strategy of these firms had significantly changed. This lack of
strategic vision by the firms' senior manufacturing management reinforced the perception of
their middie management that their corporate role was to be the champions of cost
minimisation policies. As a consequence, attention to key performance indicators that
reduced unit cost took precedence over other strategic measures of performance. The need
to introduce key performance indicators ‘compatible with the changes to competitive strategy
was not fully understood. Production managers were therefore not aware of the need to
evaluate the impact of their decisions in any other way than by cost.



The most common problem resulting from this flawed method of strategic manufacturing
management was the inability to be both flexible to customers' needs and quick in response
to their demand. This was a common strategic objective of all the firms studied. How these
manufacturing capabilities can be established is the subject of this article.

A theoretical approach to strategic manufacturing management.

A management theory that is referred to in most published books and articles on the
strategic management of manufacturing is the need for the manufacturing strategy of a
business to be compatible with the firm's competitive strategy. The competitive strategy is
a statement of intent. It defines how a firm intends to outperform its competitors. The
target customers' needs determine the manufacturing capabilities that the firm must possess
in order to offer a competitive customer service. How these capabilities are established is
usually through a series of action programmes designed to improve the performance of
specific processes within the firm's manufacturing system. Alternatively, a change to the
infrastructure may be required to satisfy a specified standard of customer service
[11,121,[31,[4),[51,[6]. The firm's choice of its key manufacturing capabilities determines its
strategy for gaining a competitive edge [7]. This process is shown in Figure 1.

Fiqure 1. Determining a manufacturing strategy:
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This approach to designing a manufacturing strategy has been well understood for some
time but what is difficult to explain is the inability of many organisations to put this
approach into practice.

One explanation may be a lack of a more detailed conceptual framework for the strategic
management of manufacturing operations. The purpose of such a framework would be to
provide a connection between each type of generic competitive strategy and the appropriate
combination of manufacturing capabilities that would be needed to pursue it. The model
must also indicate how a change of competitive strategy can be accomplished by an
appropriate change to the manufacturing resources of the firm. With a conceptual model of
this type, the complexity of determining a strategic plan for manufacturing could be
simplified. The purpose of such a model is to help reduce the complexity of choice. The
scope of its use is therefore limited by its simplicity. Consequently the model is intended
only as a basic framework.

It is however essential that the selected combinations of manufacturing capabilities, used in
the paradigm, are representative of generic manufacturing strategies. This is to ensure that
the model is appropriate for general use and not just pertinent to the strategic management
of manufacturing in a specific company or industry.

The choice of names given to the generic manufacturing strategies could also simplify the
process of understanding their strategic objectives. For example, a caretaker strategy could
be used to describe a manufacturing management philosophy that attempts to ensure that all
production resources are carefully managed on behalf of their owners. The objective of this
style of management is to maximise capital or labour utilisation and prevent an escalation of
costs. The name reflects a particular type of management philosophy and it also
communicates, albeit to a limited degree, a vision of how the resources of the manufacturing
unit will be utilised. Such a vision is essential for the strategic management of any function

of a business.

Strategic manufacturing management in practice

In the twelve firms that collaborated with this research, it was clear from the interviews
carried out that the vision of each firm's competitive strategy was well understood by the
senior management. Two of the firms had commissioned outside organisations to prepare
business plans for them. However, the senior management of only two of these firms were
able to articulate a vision of the manufacturing strategy needed to support the pursued
competitive strategy. In only one firm was the manufacturing strategy understood by all in



the production department. Severence and Passino [8] suggest that there are three elements
that are essential to accomplishing a change of manufacturing competitiveness. These are:

1. A clear management vision
2. Organisational flexibility
3. An integrated plan

It is unlikely that planned change can be accomplished successfully without an initial vision
of the desired outcome. All firms recognised the need to change. However, it is clear from
this research that a clear vision of the strategic development of the firm's manufacturing
capabilities was lacking in ten of the twelve firms studied. Consequently, there had been
little attention given to the strategic management of manufacturing. The evidence for this
conclusion was the inconsistency between the competitive manufacturing capabilities stated
to be desired and the measures of performance used to manage the manufacturing
operations. This is illustrated in more detail in Table 3.

The search for generic manufacturing strategies

Some important research has been carried out to determine a taxonomy of generic
manufacturing strategies [9], [10], [11]. The research has shown that it is possible to
distinguish a number of generic manufacturing strategy types.

- Two of the aforementioned research teams, i.e. Roth and Miller and Stobaugh and Telesio,
have used both the dominant competitive priorities of a manufacturing unit and the emphasis
placed on future action plans as the means for classifying a type of manufacturing strategy
(as recommended by Cool and Schendel [12]). The objective of their research was to search
for groups of manufacturers that possess homogeneous characteristics, i.e. those firms that
are developing similar types of competitive capabilities. Both Roth and Miller and
Stobaugh and Telesio discovered three types of manufacturing strategy which the former
named caretaker, marketeer and innovator. The relationships between the three types of
manufacturing strategy identified and the ‘manufacturing capabilities associated with each
strategy are shown in Table 1.



Table 1

Manuf rin biliti roupin
neric Manuf rin r T
Generic Manufacturing Strategy Types
Competitive Caretaker Marketeer Reorganizer Innovator
Capabilities {Product/Process
Priorities Performance
Group*)
(1988 data)
First Low Price Consistent Consistent Consistent
Quality Quality Quality
Second Reliable Reliable Reliable Delivery High
Delivery Delivery Performance
Products
Third Consistent High High Reliable
Quality Performance Performance Delivery
Products Products
Fourth Speed of Low Price Speed of Delivery Design
Delivery Flexibility
" (Availability)

* Note: The ability to change production plans quickly was a capability that was included in

the De Meyer analysis. However, this capability has not been reported in this table because

Roth and Miller did not include it in their study. All other listed competitive capabilities

were included in both studies.

Sources:

The third column in table 1 details some of the results of De Meyer's research. He adopted

Roth and Miller [9] and De Meyer [11]

the Roth and Miller research methodology and also discovered three groups of

homogeneous competitive capabilities. These he named the manufacturing innovators, the

marketing-oriented group and the high-performance products group. The last of these

groups he considered to be distinctly different from any of the manufacturing strategy

groupings identified by Roth and Miller. For this reason, the priorities for the competitive
capabilities of this group are shown separately.

Roth and Miller and De Meyer presented their findings on future action plans in different
ways. Roth and Miller chose to rank the statistical significance of the importance attributed
to a range of possible future action plans. De Meyer's report details the comparative

empbhasis attributed to action plans by the three groupings of manufacturers. It is therefore



extremely difficult to integrate these two sets of result. For this reason table 2 only shows
the Roth and Miller results for the caretaker, marketeer and innovator strategies and the
author's research results for the reorganizer strategy. (The sample size is obviously
inadequate to claim that the author's results are as statistically significant as the other

research results).

Table 2
Future Improvement Programmes

Caretaker Marketeer Reorganizer Innovator
1 Use of statistical |1 SPC for Process {1 Manufacturing 1 Manufacturing lead
Process Control improvement lead time time reduction
(SPC) for Process reduction
improvement

2Job enlargement }2 SPC for product |2 Vendor lead time |2 improving the
improvement number of
products
introduced on time

3 Manufacturing 3 Zero defects 3 Zero defects 3 Zero defects
lead time
reduction
4Vendor lead time |4 Manufacturing 4 Job enlargement |4 The application of
reduction lead time of computer aided
reduction design

Tables 1 and 2 show the caretaker management philosophy to be one that strives for
efficiency and low cost. Caretakers are often found in high volume continuous flow
production environments. Future improvement programmes are concerned with reducing

the costs of poor quality and the costs of production.

The marketeer management philosophy is one that emphasizes quality and product
performance. The degree of this emphasis is demonstrated by the range of quality
improvement programmes these companies are planning to implement and the scale of a

firm's product offerings.

Innovators are focused on programmes that will reduce manufacturing lead times and
improve the management of the introduction of new products. Many of the firms that adopt
the innovator manufacturing strategy are in technology-based industries and therefore,
technological innovations to both product, process and infrastructure are critical to their

success.



The innovators display many of the characteristics of the time-based competitors that Stalk
[13] has identified in the Japanese world class manufacturers. These include the
achievement of competitive advantage through time-based innovation, time-based product

introduction, manufacture and distribution.

This author’s research has, in the main, been carried out in firms that are currently pursuing
the caretaker or the marketeer manufacturing strategy but need the competitive capabilities
of a reorganizer (see table 1). All were planning to implement the improvement
programmes classified under the reorganizer manufacturing strategy (see table 2). This
strategy has been named, by the author, as the "reorganizer” strategy because it usﬁally
requires a reorganization of methods of production and changes to the measures of -

performance used.

This research has found evidence of the existence of four generic manufacturing strategies.
The caretaker and marketeer have been long established and are consistent with the least
cost and differentiation generic competitive strategies. The reorganizer and innovator
manufacturing strategies seem to be strategic roles for manufacturing along an evolutionary
path that leads to the establishment of world class design and manufacturing capabilities.

The reorganizer strategy was considered, by the senior management of the two firms that
were implementing it, to be an intermediate but distinct objective for the development of
their manufacturing operations. It is an objective to be achieved within a longer term plan
leading to the goal of "world class manufacturing”. However, both strategies make

different demands on a firm's manufacturing resources (see tables 1 and 2).

The ultimate goal of the world class manufacturer is to be the least cost producer of a highly
differentiated product range. Consequently the reorganizer and innovator strategies could
be considered to be manufacturing strategies consistent with those needed by a world class
competitor. (See figure 2)



Figure 2 Competitive and Manufacturing Strat tion
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The key competitive capabilities of the four generic manufacturing strategies are shown in
Figure 3. A more detailed explanation of each type of generic manufacturing strategy is
given in Sweeney [14] and {15].

Figure 3 The Relationship between Generic Manufacturing
Strateagy Types and Competitive Strategy

Customer
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The model, shown in Figure 3, may be judged to be an oversimplification of the strategic
options that are available to many manufacturing businesses. It's use might also result in a
superficial examination of the required competitive strategy needed by a business.



R,

Hambrick and Lei [16] have warned against such behaviour. However, its use may be
advantageous as avway of simplify the complexity of strategic choice. Many conceptual
frameworks have been created to aid strategic decision-making and suffer from being
reductionist but are useful as tools for strategic management. As Severence and Passino [8]
suggest an integrated plan cannot be developed without a clear and comnionly held vision of
what needs to be done. The paradigm for the strategic planning of manufacturing has been
found to be helpful for both strategic planning and for the communication of management's
vision of a competitive manufacturing capability.

The decline to wasteful production

Table 3 shows the competitive capabilities that were stated to be required by the twelve

firms that collaborated with this research and the manufacturing strategies that they were

pursuing.
Table 3
Strategic Manufacturing Management Audit
of Coliaborating Firms
Products Competitive Manufacturing| Manufacturing |Manufacturing
Manufactured | Capabilities Required Strategy Capabilities Strategy
Pursued to be Required Needed
Clothing Low Price, Product Caretaker Quality Innovator
Design, Delivery Consistency
Reliability Product Design
Mfring Flexibility
Mechanical Product Performance,| Reorganizer New Product Innovator
Engineering Quality Consistency Introductions,
and Reliable Delivery Quality
Consistency
Computers Quality Consistency, | Reorganizer New Product Innovator
Product Performance Introductions,
Reliable Delivery Quality

Consistency

Reliable Delivery

Machine Tools | Product Performance | Marketeer Quality Reorganizer
Quality Consistency Consistency
and Reliable Delivery Deiivery Speed
Electronic Low Price, Quality Caretaker Quality Reorganizer
Components Consistency and Consistency

Manufacturing
Flexibility




Commercial Product Performance| Marketeer Product Reorganizer
Aircraft Quality Consistency Performance
and Reliable Manufacturing
Delivery Flexibility
Environmental | Low Price, Quality Caretaker Quality Reorganizer
Control Consistency and Consistency
Equipment Reliable Delivery Manufacturing
Flexibility
Trucks Product Performance | Marketeer Product Reorganizer
Quality Consistency Performance
Low Price Manufacturing
' Flexibility
Confectionery | Quality Consistency | Marketeer Quality Reorganizer
Goods Product Range Consistency
Delivery Speed Manufacturing
Flexibility
Electrical Low Price, Product Caretaker Low Price Reorganizer
Consumer Range and Delivery Manufacturing
Goods Speed Flexibility
Metal Low Price Caretaker Quality Reorganizer
Extrusions Quality Consistency Consistency
Product Range Manufacturing
Reliable Delivery Fiexibility
Fire Control Quality Consistency | Marketeer Quality Reorganizer
Equipment Product Range Consistency
Reliable Delivery Manufacturing
Flexibility

The manufacturing performance of ten of these firms was poor when compared with the best
in their industries. The exceptions are those firms implementing a reorganizer
manufacturing strategy. How their manufacturing performances had declined is typical of
the way that many manufacturing companies in the UK have lost their distinctive
competences. All of these firms originally pursued a caretaker manufacturing strategy, i.e.
a least cost philosophy to managing their manufacturing operations. All have continued to
use production methods that were devised at the start of this century. All have inevitably
lost ground to those firms that have improved the way that products flow through their
production system. An éxample would be a menswear manufacturer that uses large batches
for the manufacture of product components, to ensure low component unit cost, and
assembly lines for the production of large batch quantities of finished products. The total
manufacturing costs for this method of production are 10 per cent to 30 per cent greater
than those incurred using the modular or cellular method of production [17]. Typical
results achieved from the use of the modular method of production for the manufacture of

menswear are [17]:



Manufacturing cycle time reduced by 80 - 90 per cent
Quality improvements of 20 - 90 per cent

Total cost improvements of 10 - 30 per cent

Space reduction of 20 - 50 per cent

Greater flexibility

Better attitudes to work

Less absenteeism and labour turnover

Ny kW

Thus to continue to pursue a caretaker manufacturing strategy, which uses a batch sizing
logic similar to the one previously described, to supply a market that was price, delivery
and quality sensitive but now also expects improved performance (new designs) and speed
of delivery is evidence that strategic myopia prevails. The financial performance of the firm
will decline until it reaches standards like those shown in Table 4. These data derive from a
benchmarking study of the clothing company included in this research project and the best
of its competitors.

Table 4
mparative Performance with Best in Cl
Current Best
Performance Competitor
Market share Half the size of the Major shareholder
major share-holder target of 30 per
and declining cent
ROCE 17 per cent 30 per cent
Return on Sales 1 per cent 7 per cent
Stockturns 3.5 10
Sales per employee £34,000 £60,000
Sales per sq. metre £180 £450
Delivery lead times
Cat A 12 weeks 8 weeks
Cat B 16 weeks 12 weeks
Cat C 20 weeks 16 weeks
Delivery Performance 60 per cent on time 90 per cent

To decline to such a poor competitive position is a consequence of both a lack of a strategic
vision and an adherence to the use of the traditional manufacturing performance measures.
Many people (for example Kaplan [18], Drucker [19]) have criticised the use of financial
measures of performance that only report on the utilisation of direct labour because this cost
element is now a small percentage of total unit cost. Manufacturing management reports

that only provide information on direct labour utilisation and scrap/rework costs are using



measurement systems which do not supply all the data needed for the development of the
manufacturing capabilities required in the 1990s. It is, for example, essential that delivery
performance, stockturns and the cost of "non value adding" activities, such as machine
changeover and setup times, are also reported. What is measured signifies what is
important to the senior management of the firm. If only costs are measured and these are
only used to assess manufacturing management performance, then the achievement of
financial targets will prevail over all others. Such action can result in establishing and
maintaining a cost minimisation culture within the production function. Attention to costs
only can also lead to a massive difference in the quality of customer service provided by the
best and the average domestic manufacturer, as the example given in this article actually
shows. This was the method of manufacturing management observed in the six firms that

were pursuing the caretaker manufacturing strategy.

An inconsistency between a firm's manufacturing strategy and its business strategy, similar
to that previously detailed, can also result from another evoluntionary process. Some least
cost competitors in the past, through necessity, have elected to change to a product
differentiation competitive strategy and therefore have had to compete by offering the
customer, for example, an increased range of products. Such a product offering may
require a more flexible manufacturing capability and thus a change from the cost efficient
caretaker manufacturing strategy to a marketeer manufacturing strategy. The confectionary
goods manufacturer in the sample of firms studied is one example of the four companies that
~ have followed this type of competitive strategy development.

The expansion of the product range increases the complexity of production management and
the means adopted to cope with the increased quality and complexity problems has
traditionally been to develop the manufacturing infrastructure. The tactics used have been
quality improvement programmes and investment in manufacturing management information
systems, such as material requirements planning systems, to help schedule the production of
the increased range of products.

However, very often no changes are made to the organization of the manufacturing facilities
that are to be used to produce the increased range of products. Therefore the design of the
manufacturing system remains as that used for the original caretaker manufacturing

philosophy.

The outcome of this neglect to focus the manufacturing capabilities on the competitive needs
of the business is a lengthening of the manufacturing cycle time. Companies fail continually
to meet their delivery promises and very rarely measure the manufacturing throughput time
or actual delivery performance. All the four companies shown in Table 3 that were



pursuing a marketeer manufacturing strategy were experiencing these problems. The cause
of this inability to change the methods of production to those more conducive to
manufacturing flexibility is the ingrained least cost production mentality of the production

management team.

The result of this strategic manufacturing management approach is an inflexible production
system, i.e. a low throughput efficiency, high levels of work in process, quality problems
and poor customer service, both in delivery lead time and delivery performance. The
financial performance of such companies will be the same as that previously shown and they
will also fare badly when compared with the best in their industry.

The one redeeming feature of the outcome of these strategic approaches to manufacturing
management is the size of the financial resources that are hidden within the business. The
release of these resources can provide the working capital needed to restructure the firm's
manufacturing operations.

To Change from Wasteful Production to World Cl

To formulate a competitive strategy involves positioning a business to maximise the value of
the capabilities that distinguish it from its competitors. Therefore, to devise a strategy that
will re-establish a competitive edge requires an assessment of the current competitive
capabilities of the firm and a measurement of the customer service performance gap already
established by the best of the competitors. The results of such an audit are shown in table
4. The audit illustrates how uncompetitive a firm can become without a strategic vision for
manufacturing. How to restore competitiveness is the subject of the case study to be
described.

In addition to this benchmarking process, a company must carryout an examination of its
progress towards establishing a distinctive competence. Figure 2 shows the four possible

outcomes of competitive strategy management.

The worst possible assessment of the firm's competitive position is to be what Michael
Porter[20] describes as "stuck in the middle". To extricate the firm from this unenviable
position requires a sustained initial commitment to the pursuit of one of the two alternative
generic competitive strategies. (In this case study the company had already elected to focus
on selected market segments).

It is a confused corporate culture that causes a firm to drift into the stuck in the middle
uncompetitive position. This is because the management of the firm either do not have a



common resolve to be the least cost producer or they do not have the determination to
establish differentiation attributes that obviate the need for a low-cost position. The
consequence of this uncertainty about the strategic direction for the business is a reducing
market share and declining profitability. This is the diagnosis of a wasteful manufacturing
operation. '

The use of the strategic manufacturing management model can facilitate the development of
a plan to extricate the firm from this uncompetitive position. The results of the competitor
analysis should help determine the more appropriate set of competitive capabilities that need
to be established in the short-term. Initial agreement about the firm's short-term
competitive capabilities is necessary to eradicate the confused corporate culture and
establish an immediate common strategic vision for the business.

The firm to which table 4 refers was endeavouring to supply an increasing range of high
quality clothing goods within a delivery lead time that was less than the manufacturing cycle
time of the products. Its solution to the poor production throughput rate problem was to
bold a large stock of finished goods. The manufacturing management culture was that of
the caretaker but the competitive capabilities that it was striving to establish were those of a
marketeer (see figure 3).

Figure 4 was developed to help create the longer-term strategic plan for manufacturing
operations. It was necessary for the case study firm to establish a set of competitive
capabilities similar to those of a reorganizer, i.e. to retain the firm's established reputation
for quality products with the manufacturing flexibility to continue to supply a broad range
of products quickly and at a lower cost.

Figure 4
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Figure 4 also shows that to concentrate only on changes to manufacturing operations within
the company will not be sufficient. An holistic view of the impact of these changes along
the total supply chain must be taken before the full benefit of a change to manufacturing
strategy can be realized.

The strategic plan for the clothing goods manufacturer was therefore to reorganize the
production process in order to simplify the throughput of the product. This would reduce
both manufacturing cycle time and the working capital tied up in stocks. The solution was
to establish a cellular production system (i.e. to move from 2 to 3 on figure 4). Longer-
term the firm will establish closer links between product design and manufacturing and

compete through product innovation, i.e. to move from 3 to 4 on figure 4).

As Figure 4 shows, the route to world class manufacturing for many companies is to first
develop quick response and flexible manufacturing systems. Such a plan is also appropriate
for the high volume producer of a single product or for a high volume manufacturer of a
small range of similar products. Such firms usually use continuous processing systems and
consequently, they possess the ultimate manufacturing system design. However, for some
firms the flexibility of down-stream operations such as packaging and distribution is the
challenge of the 1990s.

Figure 5 shows a recommended procedure to follow when preparing a strategic plan for
manufacturing operations. A change of strategy, such as to develop a flexible
manufacturing capability, will require analyses of the types shown in figure 5. The relative
vertical position of each element of manufacturing strategy signifies the recommended

sequence for carrying out strategy design and action planning.



Fiqure 5
An_Implementation Programme for
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To effect a smooth and efficient change to manufacturing strategy of the type previously

described, will require a training programme for the development of the human resources of



the firm. The reasons for the need to change and how such changes will effect management
and labour must first be explained because it is the human resistance to change which has
proved to be the main barrier to change. It is very rarely a financial problem to restructure
the manufacturing function because the firms have huge amounts of working capital tied up
in inventories. The release of this capital is the source of funds needed to finance the
strategic change to manufacturing operations.

The most difficult problem to overcome is the development of the strategic management
skills of the senior manufacturing management. Most of these managers perform as
tacticians rather than developers of competitive strategy. They rely on their expertise at
resolving priority problems instead of developing plans to establish manufacturing-led

competitive advantage.

To achieve such a transformation in management culture may require a management
development programme similar to that shown in Figure 6. It is crucial that the vision of
manufacturing's future strategic role is understood by all the manufacturing management
team and that it is also communicated to the whole department. It is also imperative that
senior management delegate operations management decision-making to their subordinates
and that they concentrate on the strategic management of the manufacturing unit. The
purpose of the development programme shown in Figure 6 is to create a common vision of
the manufacturing strategy needed by the business. This is the minimum management
development programme required to create an awareness of the need for a strategic
manufacturing management capability.



Figure 6
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Conclusions

The collaborative work carried out with the twelve UK manufacturing companies has
provided the opportunity for case research on the strategic management of manufacturing.
Previous research on the existence of generic manufacturing strategies have provided
evidence of their existence. This research has used the researchers' taxonomy of generic
manufacturing strategies and a model for 'the strategic planning of manufacturing has been
developed and tested.

The purpose of the paper is to propose a transition management plan for a specific type of
change to the strategic management of manufacturing, i.e. to a reorganizer or internally
supportive strategic role for manufacturing. The objective of the paper has been to provide
an aid to simplify the strategic management of manufacturing and a guide to implementing a

strategic change.



References

(1]

(2]

(3]

[4]

[3]

(6]

[7]

(8]

Buffa, E., "Meeting the Competitive Challenge”, Dow Jones-Irwin, Homewood,

IL,1984.

Wheelwright, S.C., "Reflecting Corporate Strategy in Manufacturing Decisions,"

Business Horizons, February, 1978, pp. 57 - 66.

Wheelwright, S.C., "Strategy, Management and Strategic Planning Approaches,”

Interfaces, 14:1, 1984, pp. 19 - 33.

Hayes, D.R. and Wheelwright, S.C., "Restoring Our Competitive Edge", John

Wiley and Sons, New York, 1984

De Meyer, A., Miller, J.G., Nakane, J. and Ferdows, K., "Flexibility: The Next

Competitive Battle”, Strategic Management Journal, 10:2, 1989, pp.135 - 144.

Hill, T.J., "Manufacturing Strategy: The Strategic Management of the

Manufacturing Function”, Macmillan, London, 1985.

Skinner, W., "Manufacturing: Missing Link in Corporate Strategy”, Harvard

Business Review, May - June, 1969. pp. 136 - 145.

Severence, D.G., and Passino Jr., J.H., "Sainthood for US Manufacturing? More
Managers Are Talking About Heaven Than Going There”, Planning Review,
Nov/Dec, 1988.



[9]

[10]

(11]

[12]

[13]

[14]

[15]

Roth, A.V. and Miller, J.G., "A Taxonomy of Manufacturing Strategies", Boston

University Manufacturing Roundtable Research Report, 1989.

Stobaugh, R and Telesio, P., "Match Manufacturing Policies and Product

Strategy”, Harvard Business Review, March - April, 1983

De Meyer, A., "An Empirical Investigation of Manufacturing Strategies in
European Industry”, Manufacturing Strategy - Theory and Practice, Proceedings
of the 5th International Conference of the UK Operations Management

Association, Voss, C.A. (Ed), MCB, June, 1990, pp. 555 - 579.

Cool, K. and Schendel, D., "Strategic Group Formation and Performance: The
Case of the U.S. Pharmaceutical Industry, 1973 - 1982", Management Science,
No. 9, 1987, pp. 1102-1124.

Stalk, G., "Time - The Next Source of Competitive Advantage", Harvard

Business Review, July - Aug, 1988, pp. 41 - 51.

Sweeney, M.T., "Breakthrough to World Class Manufacturing - A Strategy for
the Transformation”, Manufacturing Strategy - Theory and Practice, Proceedings
of the 5th International Conference of the UK Operations Management

Association, Voss, C.A. (Ed), MCB, June, 1990, pp. 841 - 860.

Sweeney, M.T., "Towards a Unified Theory of Strategic Manufacturing
Management", International Journal of Operations and Production Management,

Volume 11, No. 8, 1991, pp.6-22.



[16]

[17]

(18]

[19]

[20]

Hambrick, D.C. and Lei, D., "Toward an Empirical Prioritisation of Contingency
Variables for Business Strategy”, Academy of Management Journal, 28:4, 1985,

pp. 763 - 788.

Chandler, A., "Quick Response: The Case for Modular Manufacturing”, Apparel

International, January, 1989, pp 3 - 7.

Kaplan, R.C., "Yesterday's Accounting Undermines Production”, Harvard

Business Review, July - Aug, 1984, pp. 95 - 101.

Drucker, P.E., "The Emerging Theory of Manufacturing”, Harvard Business

Review, May - June, 1990, pp. 94 - 102.

Porter, M.E., "Competitive Strategy: Techniques for Analysing Industries and

Competitors”, The Free Press, U.S.A., 1980.



Cranfield School of Management

Cranfield Institute of Technology

Cranfield Bedford MK43 OAL England

Telephone National Bedford (0234) 751122
international +44 234 751122

Telex 826559 CITMAN G

Telefax (0234) 751806

& Cranfield

The Cranfield School of Management Working Papers Series has been running since 1987, with
approximately 300 papers so far coming from the seven major academic subject areas of the School:
Enterprise and Small Business Development in the UK and overseas; Finance, Accounting and Economics;
Human Resources and Management Development; Information Systems Management; Marketing and
Logistics; Operations and Project Management; and Strategic Management. In 1991, the School merged with
the Cranfield School of Policy Studies, resulting in two new subject areas, the Social Policy faculty being re-
formed into the new Public Sector Management Group, and a Centre for Logistics and Transport Studies.
From 1992, papers from all groups will be included in the Series. From 1992, papers are reviewed by senior

members of faculty before acceptance into the Series.

For copies of papers (up to three free, then £2 per copy, cheques to be made payable to the Cranfield School
of Management), please contact Mrs Val Singh, Research Administrator, at the above address.

February 1992

SCHOOL WORKING PAPER SERIES

List No 4, 1990

SWP 1/90 Sue Birley, David Norburn, Kingsley
Manning
"Developing a New Ventures Strategy”

SWP 2/90 Sue Birley
"The Small and Medium-sized Enterprise - Is
there a European Dimension?"

SWP 3/90 David Ballantyne
"Management of the Diagnostic Review
Process in Service Quality Management: ANZ
Bank - A Case Outline”

SWP 4/90 David Ballantyne
"Turning the Wheel of Quality Improvement -
Continuously"

SWP 5/90 Bob Spink
"Overtime: The Problem that won't go away. "

SWP 6/90 Sue Birley & Paul Westhead
"Growth and Performance Contrasts between
Types of Small Firms"

SWP 7/90 David Parker
"The 1988 Local Governmeat Act and
Compulsory Competitive Tendering"

SWP 8/90 Sue Davison
"Cultural Mapping - What is it, and How doy
it relate to Previous Research?”

SWP 9/90 Andrew Myers, Ian Oram, Michael
Sweeney, Alan Warr ;
“Managing Learning the Need to Change -
Some General Findings from a Study of
Applying Information Technology to Aid
Learning in a Business School”

SWP 10/90 David Parker
*The Importance of Ownership”

SWP 11/90 John Hailey
*Financing Small Enterprise in Developing
Ministates”

SWP 12/90 Malcolm Harper & John Hailey
“Management Development for Enterprise
Promotion: NGOs and the Development of
Income Generating Enterprise”

SWP 13/90 John Grierson
"Sustainability, Self-Sufficiency and
Management Simplicity”

SWP 14/90 Sue Birley & Paul Westhead
*Private Business Sales Environments in the
UK"

SWP 15/90 Malcolm McDonald & Hugh Wilson
"State of the Art Developments in Expert
Systems and Strategic Marketing Planning”



SWP 16/90 Yochanan Altman
*The Organisational Culture of the Armed
Forces: The Case of the Israeli Army”

SWP 17/90 Paul Burns
"Managing a Partnership for Business Success”

SWP 18/90 Sue Birley & Paul Westhead
"Spatial Variations in Private Advertised Sales
in the UK, 1983-1988"

SWP 19/90 Keith Ward, Sri Srikanthan, Richard Neal
: "Strategic Brand Accounting”

SWP 20/90 Yochanan Altman
"The Relocations of Companies: The Human
Resources Perspective”

SWP 21/90 Sue Birley & Kingsley Manning
“Public Sector Venturing”

SWP 22/90 Malcolm McDonald
"Marketing Technique Interrelationships and
the Pursuit of Relevance in Marketing Theory"

SWP 23/90 Sue Birley, Stan Cromie & Andrew Myers
"The Relationships between Incubator
Experience Entrepreneurial Networks in
Northern Ireland - Some initial findings."

SWP 24/90 Sue Birley, Stan Cromie, & Andrew
Myers
"Entrepreneurial Networks: Their Creation and
Development in Different Countries”

SWP 25/90 Sue Birley & Paul Westhead
"Discriminating Factors in the Strategic Profile
of *Small’ and " Large' Small Firms"

SWP 26/90 Andy Bytheway
"Electronic Data Interchange: The Longer
Term Effects on International Trade - A
Selected Glossary of EDI Terms and
Acronyms"

SWP 27/90 Andy Bytheway
"Electronic Data Interchange: Technical
Opportunity or Business Necessity?"

SWP 28/90 Andy Bytheway & Chris Barrington-
Brown
"Survey of Electronic Data - Interchange Users
and Service Providers in the UK"

SWP 29/90 Andy Bytheway
"An Update Report from the EDI 1989
Conference in London”

SWP 30/90 Andy Bytheway
*Electronic Data Interchange and Advanced
Information Processing - The Way Ahead"”

SWP 31/90 Andy Bytheway
*EDI Standards and the Single European
Market"

SWP 32/90 Andy Bytheway
*The Effects of EDI on the Financial Sector”

SWP 33/90 Mike Sweeney & S Carter
*JIT (Just in time) Manufacturing - But at
What Cost?"

SWP 34/90 Mike Sweeney
"CIM (Computer Integrated Manufacture) -
Buy Now or Pay Later®

SWP 35/90 Paul Westhead
"Managing the Construction of a
Manufacturing Establishment Data-Bank "

SWP 36/90 Yochanan Altman
*The Role of Personal Social Support
Networks in Soviet Type Centralised
Command Economies: Social Networks at
Work in Soviet Georgia"

SWP 37/90 David Parker, Keith Hartley, & Stephen
Martin
"Organisational Status, Ownership and
Productivity”

SWP 38/90 Mike Sweeney
*Breakthrough to World Class Manufacturing -
A Strategy for the Transformation”

SWP 39/90 Colin Armistead & Graham Clark
" After Sales Support Strategy”

SWP 40/90 Colin Armistead
"Competitive Service Strategy and the Service
Operations Task"

SWP 41/90 Susan Segal-Horn & Heather Davison
"Global Markets, The Global Consumer and
International Retailing”

SWP 42/90 John Mcgee & Susan Segal-horn
"Strategic Space and Industry Dynamics”

SWP 43/90 David Parker, Keith Hartley, & Stephen
Martin
"Do Changes in Organisational Status Affect
Financial Performance?"



SWP 44/90 Keith Ward, Sri Srikanthan, Richard Neal
*Life-Cycle Costing in the Financial
Evaluation and Control of Products and
Brands”

SWP 45/90 Adrian Payne, Deborah Walters & Gordon
Foxall
* A Study of the Cognitive Styles of Australian
Managers*®

SWP 46/90 Graham Elkin
"Organisational Behaviour: People, Groups
and Organisations at Work”

SWP 47/90 Graham Elkin
"Physical Therapy and Management
Consulting”

SWP 48/90 Graham Elkin
"Executive Challenge: Using the Outdoors to
Develop the Personal Action Skills of MBA
Students*®

SWP 49/90 Graham Elkin
"Career - A Changing Concept”

SWP 50/90 Graham Elkin
"Competency Based Human Resource
Development - Making Sense of the Ideas”

SWP 51/90 Graham Elkin
"The Admission of Mature Adult Students to
Executive MBA Programmes”

SWP 52/90 Graham Elkin
"Exploring the Environment, Discovering
Learning Resources and Creating Low Cost
Training & Development - Part 1*

SWP 53/90 Graham Elkin
"Exploring the Environment, Discovering
Learning Resources and Creating Low Cost
Training & Development - Part 2"

SWP 54/90 Kim James & Donna Lucas
"Managing Learning in an Organisation that
Understands Teaching”

SWP 55/90 Graham Elkin
"Eldercare: A Growing Issue for Employee
and Employer”

SWP 56/90 Robert Brown & Andy Burnett
"Graduate Enterprise Programme IV, 1990 -
Recruitment and Selection Report, East
Midlands Region”

SCHOOL WORKING PAPERS
LIST NO §, 1991 -

SWP 1/91 Colin Barrow
“How Green are Small Companies? A Survey -
by Cranfield School of Management®

SWP 2/91 Graham Clark
"Strategies for Product and Customer Support
- A Research Report"”

SWP 3/91 David Parker
*Tackling Tax Evasion in the UK"

SWP 4/91 John McGee and Susan Segal-Horn
"Strategic Space and Industry Dynamics: The
Implications for International Marketing
Strategy”

SWP 5/91 Chris Brewster
*Culture: The International Dimension”

SWP 6/91 Chris Brewster and Helen Peck
“Management Changes in China and Eastern
Europe: Dubious Parallels”

SWP 7/91 Keith Ward, Sri Srikanthan, Richard Neal
"Marketing Investment Analysis: The Critical
Success Factors for Financially Evaluation and
Effectively Controlling Marketing Investment
Decisions. "

SWP 8/91 Andy Bytheway and Bernard Dyer
"Electronic Data Interchange: Persuading
Senior Management"”

SWP 9/91 Alan Warr
*Strategic Opportunities and Information
Systems Management"

SWP 10/91 Alan Warr
*Bridging the Gap - Implementing Information
Systems Strategies”

SWP 11/91 Alan Warr
"Mapping the Applications Portfolio onto the
Projects Portfolio”

SWP 12/91 Siobhan Alderson & Andrew Kakabadse
"The Top Executive Competencies Survey - A
Literature Review"

SWP 13/91 Mike Sweeney
"Determining a Technology Strategy for
Competitive Advantage”



SWP 14/91 Len Holden and Helen Peck
"Bulgaria, Perestroika, Glasnost and
Management”

SWP 15/91 Robert Brown & Andy Burnett
*Do we need Enterprising Graduates?”

SWP 16/91 Ian Oram & Clare Tagg
*Using an IS Strategic Model to give a
Strategy for Teaching IS"

SWP 17/91 Len Holden
*Employee Communications in Europe”

SWP 18/91 Susan Segal-Horn
*The Globalisation of Service Industries”

SWP 19/91 David Ballantyne
*Coming to Grips with Service Intangibles,
using Quality Management Techniques”

SWP 20/91 Colin Armistead
*Resource Productivity in the Services Sector”

SWP 21/91 David Parker & John Burton
"Rolling back the State? : UK Tax and
Government Spending Changes in the 1980s®

- SWP 22/91 Simon Knox & David Walker
"Involvement, Cognitive Structures and Brand
Loyalty: The Empirical Foundations for a
Unifying Theory"

* SWP 23/91 David Ballantyne
"Internal Marketing, Collaboration and
Motivation in Service Quality Management”

SWP 24/91 Chris Brewster
"Starting again: Industrial Relations in
Czechoslovakia®

SWP 25/91 Cliff Bowman & Gerry Johnson
*Surfacing Managerial Patterns of Competitive
Strategy: Interventions in Strategy Debates”

SWP 26/91 Malcolm Harper
*Cooperatives and Other Group Enterprises:
What are the Critical Factors for Success? A
Survey of Informed Opinion. *

SWP 27/91 Mike Sweeney
"The Strategic Management of Manufacturing:
From Waste to Haste"

SWP 28/91 Mike Sweeney
"How to Achieve Competitive Edge by
Simultaneous Process Engineering”

SWP 29/91 Mike Sweeney
*Towards a Unified Theory of Strategic
Manufacturing Management”

SWP 30/91 David Ballantyne, Martin Christopher &
Adrian Payne
*The Pathology of Company-Wide Quality
Initiatives: Seven Prescriptions for Failure”

SWP 31/91 Martin Christopher, Adrian Payne &
David Ballantyne
*Relationship Marketing: Bringing Quality,
Customer Service and Marketing Together"

SWP 32/91 Mike Fleming & Joe Nellis
*The Developmeat of Standardised Indices for
Measuring House Price Inflation Incorporating
Physical and Locational Characteristics”

SWP 33/91 Cliff Bowman
*Charting Competitive Strategy”

SWP 34/91 Roland Calori, Gerry Johnson & Philippe
Samin
“French and British Top Managers®
Understanding of the Structure and the
Dynamics of their Industries: A Cognitive
Analysis and Comparison”

SWP 35/91 Michael Sweeney
"Manufacturing-Led Competitiveness: Use
Maths not Myths®

SWP 36/91 Robert Brown, Andrew Norton & Bill
O'Rourke
"Case Study - Beverley plc*®

SWP 37/91 Malcolm Harper & John Hailey
*Management Development for Enterprise
Promotion: Non-Governmental Organisations
and the Development of Income Generating
Enterprise”

SWP 38/91 Shaun Tyson & Noeleen Doherty
"The Redundant Executive: Personality and
the Job Change Experience”

SWP 39/91 Yochanan Altman
"On Managing Volunteers - Absence of
Monetary Compensation and its Implication on
Managing Voluntary Organisations: The Issues
of Motivation, Control and Organisational
Structure.”

SWP 40/91 David Parker
"Privatisation Ten Years On: A Critical
Analysis of its Rationale and Results."



SWP 41/91 Ian Oram
*Implications of an IS Strategic Model for IS
Development®

SWP 42/91 Shaun Tyson
*1992: An Investigation of Strategies for
Management Development”

SWP 43/91 Malcolm McDonald
*The Changing Face of Marketing"

SWP 44/91 Malcolm McDonald
"Teaching by Degrees"

SWP 45/91 Malcolm McDonald & John Leppard
“Marketing Planning and Corporate Culture®

SWP 46/91 Colin Barrow & Andy Bumett
"The Single Market and Small Growing
Companies in the UK: A Survey by Cranfield
School of Management”

SWP 47/91 Colin Barrow
"Key Staff Recruitment in Small Firms in the
UK: A Survey by Cranfield School of
Management"

SWP 48/91 Yochanan Altman
*Organisational Consultancy and Clinical
Psychology - The Meeting of Two Worlds"

SWP 49/91 John Hailey & Jon Westborg
*A New Role for Development Agencies:
Non-Government Organisations and Enterprise
Development”

SWP 50/91 Paul Burns & Christine Choisne
*The Attitudes of Small and Medium-Sized
Companies in Britain and France to the
Business Environment in the First Half of
1991

SWP 51/91 Paul Burns
"The European Market"

SWP 52/91 Shailendra Vyakarnam
"The Mismatch between Academic and
Practitioner Constructs of Ethics : Implications
for Business Schools”

SWP 53/91 Cliff Bowman
"Managerial Perceptions of Porter's Generic
Strategies”

SWP 54/91 Adrian Payne and Flemming Poufelt
*Increasing the Effectiveness of Mergers and
Acquisitions within the Management
Consulting Industry®

SWP 55/9 John Hailey
*The Small Business Sector in Developing
Economies”

SWP 56/91 Colin Armistead & Graham Clark
*Capacity Management in Services and the
Influence on Quality and Productivity
Performance”

SWP 57/91 Colin New
"World Class Manufacturing versus Strategic
Trade Offs"

SWP 58/91 Colin Armistead & John Mapes
"Supply Networks and the Changing Role of
Operations Managers®

SWP 59/91 Brett Collins & Adrian Payne
*Internal Services Marketing”

SWP 60/91 Andrew Myers, Mairi Bryce & Andrew
Kakabadse
*Business Success and 1992: The Need for
Effective Top Teams"”

SWP 61/91 Malcolm McDonald
*Strategic Marketing Planning: A State of the
Art Review”

SWP 62/91 Malcolm McDonald
"Excellent Selling can Seriously Damage a
Company's Health®

SWP 63/91 Graham Clark & Colin Armistead
* After Sales Support Strategy: A Research
Ageada”

SWP 64/91 Graham Clark & Colin Armistead
"Barriers to Service Quality: The Capacity,
Quality, Productivity Balance”

SWP 65/91 Ariane Hegewisch
*European Comparisons in Rewards Policies:
The Findings of the First Price
Waterhouse/Cranfield Survey”

SWP 66/91 Andy Bailey & Gerry Johnson
"Perspectives of the Process of Strategic
Decision-Making"

SWP 67/91 Collin Randlesome
*East German Managers - From Karl Marx to
Adam Smith?"

SWP 68/91 Paul Burns & Christine Choisne
*High Performance SMEs: A Two Country
Study”



SWP 69/91 David Parker
"Ownership, Managerial Changes and
Performance”

SWP 70/91 Graham Elkin (Visiting Fellow)
*Socialisation and Executive MBA
Programmes”

SWP 71/91 Shai Vyakarmnam
“The New Europe from the Third World"

SWP 72/91 John Hailey
*Small Business Development in the
Developing World: An Overview of
Contemporary Issues in Enterprise
Development”

SWP 73/91 Paul Burns
*Training Within Small Firms"

SWP 74/91 Paul Burns & Christine Choisne
"High Performance SMEs in Britain and
France: Strategies and Structures”

SWP 75/91 Robert Brown et al
"UK Tax Implications for the Small Business”

SCHOOL WORKING PAPERS
LIST NO 6, 1992

SWP 1/92 Mike Sweeney
"How to perform simultaneous process
engineering”

SWP 2/92 Paul Burns
“The Management of General Practice”

SWP 3/92 Paul Burns
"Management in General Practice: A Selection
of Articles”

SWP 4/92 Simon Knox & David Walker
"Consumer involvement with grocery brands”

SWP 5/92 Deborah Helman and Adrian Payne
"Internal marketing: myth versus reality?"

SWP 6/92 Leslie de Chernatony and Simon Knox
*Brand price recall and the implications for
pricing research”

SWP 7/92 Shai Vyakarnam
"Social Responsibility in the UK Top 100
Companies”

SWP 8/92 Susan Baker, Dr Simon Knox and Dr Leslie
de Chernatony
"Product Attributes and Personal Values: A
Review of Means-End Theory and Consumer
Behaviour*®

SWP 9/92 Mark Jenkins
"Making Sense of Markets: A Proposed
Research Agenda”

SWP 10/92 Michael T Sweeney and Ian Oram
*Information Technology for Management
Education: The Benefits and Barriers”

SWP 11/92 Keith E Thompson (Silsoe College)
"International Competitiveness and British
Industry post-1992. With Special Reference to
the Food Industry”

SWP 12/92 Keith Thompson (Silsoe College)
"The Response of British Supermarket
Companies to the Internationalisation of the
Retail Grocery Industry”

SWP 13/92 Richard Kay
“The Metaphors of the Voluntary/Non-Profit
Sector Organising”

SWP 14/92 Robert Brown and Philip Poh
* Aniko Jewellers Private Limited - Case Study
and Teaching Notes”

SWP 15/92 Mark Jenkins and Gerry Johnson
"Representing Managerial Cognition: The
Case for an Integrated Approach”

SWP 16/92 Paul Burns
"Training across Europe: A Survey of Small
and Medium-Sized Companies in Flve
European Countries”

SWP 17/92 Chris Brewster and Henrik Holt Larsen
"Human Resource Management in Europe -
Evidence from Ten Countries” '

SWP 18/92 Lawrence Cummings
"Customer Demand for 'Total Logistics
Management' - Myth or Reality?"

SWP 19/92 Ariane Hegewisch and Irene Bruegel
"Flexibilisation and Part-time Work in
Europe”

SWP 20/92 Kevin Daniels and Andrew Guppy
"Control, Information Seeking Preference,
Occupational Stressors and Psychological
Well-being”



SWP 21/92 Kevin Daniels and Andrew Guppy
*Stress and Well-Being in British University
Staff”

SWP 22/92 Colin Armistead and Graham Clark
*The Value Chain in Service Operations
Strategy”

SWP 23/92 David Parker
"Nationalisation, Privatisation, and Agency
Status within Government: Testing for the
Importance of Ownership”

SWP 24/92 John Ward -
" Assessing and Managing the Risks of IS/IT
Investments”

SWP 25/92 Robert Brown
*Stapleford Park: Case Study and Teaching
Notes"

SWP 26/92 Paul Burns & Jean Harrison
"Management in General Practice - 2"

SWP 27/92 Paul Burns & Jean Harrison
"Management in General Practice - 3"

SWP 28/92 Kevin Daniels, Leslie de Chernatony &
Gerry Johnson
"Theoretical and Methodological Issues
concerning Managers' Mental Models of
Competitive Industry Structures”

SWP 29/92 Malcolm Harper and Alison Rieple
"Ex-Offenders and Enterprise”

SWP 30/92 Colin Armistead and Graham Clark
"Service Quality: The Role of Capacity
Management”

SWP 31/92 Kevin Daniels and Andrew Guppy
"Stress, Social Support and Psychological
Well-Being in British Chartered Accountants”

SWP 32/92 Kevin Daniels and Andrew Guppy
*“The Dimensionality and  Well-Being
Correlates of Work Locus of Control”

SWP 33/92 David Ballantyne, Martin Christopher,
Adrian Payne and Moira Clark
"The Changing Face of Service Quality
Management”

SWP 34/92 Chris Brewster
“Choosing to Adjust: UK and Swedish
Expatriates in Sweden and the UK"

SWP 35/92 Robert Brown, with Peter Cook et al
"Goldsmiths Fine Foods - Case Study and

SWP 36/92 Mike Sweeney
"Strategic Manufacturing Management:
Restructuring Wasteful Production to World
Class”

SWP 37/92 Andy Bailey & Gerry Johnson
*An Integrated Exploration of Strategic
Decision-Making"

SWP 38/92 Chris Brewster
*European Human Resource Management:
Reflection of, or Challenge to, the American
Concept”

SWP 39/92 Ute Hanel, Kurt Volker, Ariane Hegewisch
and Chris Brewster
"Personnel Management in East Germany"

SWP 40/92 Lawrence Cummings
"Logistics goes Global - The Role of Providers
and Users"



