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Abstract 

Business challenges posed by turbulcnt local and global operating conditions are driving 

the adoption of new manufacturing strategies. Employee empowerment is vicwcd as a 
key enabler of these strategies within manufacturing enterprises. Analysis of the 

empowerment literature revealed that empowerment is poorly conccptualiscd. Little 

empirical evidcncc exists on the factors that influence the rcalisation of empowerment 
in manufacturing production. Paralld analysis in other domains reveals knowledge that 

could potcntially be applicd to opcrationalise empowerment in practice. This 

knowledge remains unexplored within the context of empowerment. 

The thesis proposition is that making empowerment operational depends on a prior 

understanding of the dimensions of the concept, which are specific to differing 

organisational contexts. The research endorses the necessity of considering 

empowerment from a differentiated systems perspective. Organisational control is 

confinned as a dominant management concern in operationali sing empowerment. 

It was determined that the development of a conceptual framework to synthesise the 

diffuse elements of empowerment could enhance understanding of the implications of 

operational ising the concept in manufacturing production. The author develops the 

framework using theoretical knowledge identified following a detailed analYsis of 

empowerment from literature. The theoretical propositions that constitute the 

conceptual framework are triangulated and the framework is operationalised using 
domain targeted industrial trials. 

The conceptual framework constitutes the prime deliverable of the research. The 

framework provides a mechanism for envisaging possible empowerment 
implementation scenarios within the context of manufacturing production. It is 

intended to be used by senior managers as a means of reflecting on the organisational 

contingencies of the application domain in which empowerment is to be 

operationalised. 
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Figure 1.1 outlines the contents of Chapter One. The context of the research is 

explained. Business pressures confronting manufacturers are identified and responses to 

these pressures are surnillansed. Consequences for the design of production systems 

within manufactunng enterprises are discussed. This introduces the concept of 

employee empowerment, which leads to the research problem. The research problem is 

stated. The research objectives and deliverables are presented. The research 

methodology is explained and the structure of the thesis is specified. 



Chapicr One Introduction 

1.0 RESEARCH CONTEXT 

The author's participation within a research project at Cranfield University, 

investigating the provision of real-time information to support empowered production 
teams within Ford, led to an initial research interest in the analysis of empowerment 

within manufacturing production. Later work on the EUREKA INTO' programme 

confirmed that organisational and human issues are of paramount concern within UK 

small and medium sized manufacturing enterprises. Discussions between the author and 

managers from a variety of such manufacturing enterprises revealed that the challenge 

of operational i sing empowered work strategies is a source of concern. 

Employee empowerment is portrayed as a key to achieving competitive advantage in 

turbulent local and global markets. There is, however, disagreement about the meaning 
of empowerment and there are contradictions associated with the concept. Separate 

academic disciplines utilise the terin to describe apparently unrelated phenomena. 
Analysis of empowerment reveals that the concept is multi-dimensional. The term 

empowerment' encompasses several concepts that can be applied at individual and 

organisational levels throughout an organisation. Information about any broad subject 

must be organised around a conceptual framework to make the information useful and 

understandable (Anthony, 1988). 

Work with various small and medium sized enterprises led the author to the view that 

the development of a conceptual framework, designed to guide the practical realisation. 

of empowered work strategies in manufacturing production, could lead to significant 
business improvement opportunities. The research that resulted in this thesis is 

synthesised and presented within such a conceptual framework. 

1 The EUREKA programme is a European initiative, for the benefit of Small and Medium Enterprises, that 
encourages collaborative research and development. INTO represented the network that facilitated research that 
came under the umbrella of the Integration of Technology and Organisation for Quality Production. 
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Chapter One Introduction 

1.1 MANUFACTURING PRESSURES 

Cuffcnt busincss prcssurcs in manufacturing organisations arc charactcriscd by: 

" customisation 

" time-based competition 

" globalisation 

" cost competition 

customer demands for quality. 

These business pressures are mutually reinforcing. Custornisation is a process whereby 

product variety is made possible by technological and business process advancement. 
Time-based competition arises as manufacturers are compelled by markct-lcd pressures 

to design, produce and introduce a rapidly evolving mix of easily customisable products 

to market before their competitors. Customisation and time-based competition lead to 

short product life cycles (Stalk, 1988; Stalk and Hout, 1990; Hum and Sim, 1996). 

Globalisation is a 'complex phenomenon' (Dean and Susman: 302). Shortened product 
life cycles result in rapid diffusion of innovation across countries. The consequence is 

that, as new manufacturing technologies and work systems are adopted, costs are cut at 

each stage of the product life cycle. Cost competition intensifies. Globalisation is also 

the force driving manufacturers to achieve quality at no additional cost. Throughout the 

1980s, Japanese electronics and automotive producers led the quality movement by 

delivering high quality products at competitive prices (Dean and Susman, 1989). The 

rest of the world's manufacturers now recognise that there is no longer a trade-off 

between cost and quality. Building low-cost quality into products and processes that 

are environmentally acceptable has become compulsory in the west. Diffusion of 

information technology further encourages the process of globalisation. 
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Chapter One Introduction 

1.2 RESPONSES TO PRESSURES 

Changes occurring within manufacturing organisations in response to business pressures 
include: 

0 implementation of advanced machine technology 

0 multidimensional changes to organisational structures and processes 

0 innovation that results in improvement to production processes. 

1.2.1 Advanced Machine Technology 

Advanced machine technology provides a means of achieving flexible, responsive 

manufacturing. Kenney and Florida (1993) comment that production technology will 
become increasingly cybernetic, presenting opportunity for the expansion of operator 

skills through synthesis of intellectual and manual effort. 

There is debate over whether advanced technology is skilling or deskilling (Adler, 

1992). Grint and Woolgar (1997) argue that technology is only made relevant through 

the interpretative actions of those involved with it. Technology is therefore neither 
inherently skilling nor de-skilling. The use of technology can increase operator skills: 

0 by providing information that is abstracted and interpreted by operators, giving 

them control over production processes (Zuboff, 1989; McEwan and Sackett, 

1998). 

0 through organisational restructuring that may accompany the adoption of 

advanced technology. Devolution of responsibilities for functions like planning 

and scheduling, previously the province of management, becomes possible. 

4 



Chapter One Introduction 

1.2.2 Innovation in Structures and Processes 

Manufacturers' dominant response to business pressures has been to realign traditional 

organisational structures and processes to become more responsive to market needs. 

Organisational structures enable organisations to achicvc goals and objectives. 

Hrebiniak ct al., (1989) describe structure as comprising of basic organisational design, 

which is how tasks are divided, plus management control structures. Management 

control structures consist of a system of responsibilities designed to co-ordinatc work 

cffort and to influence individual commitment to achieving organisational goals (Hall, 

1991). The distinction between actual task perfon-nancc and responsibility for that 

performance is significant. It is feasible that a person performing a task is not held 

responsible for the outcome. Work roles are changing within manufacturing production 

to incorporate the redistribution of both task and management control rcsponsibi Ii ties. 

Processes transfonn inputs into outputs within organisational structures. Material, work 

and information processes are controlled and integrated through horizontal and vertical 

structures, which incorporate work roles, relationships and channels of communication 

(Brown and Brown, 1994). New production models are emerging and replacing 

traditional function-centred organisations. The nmv 'proccss-centred' production 

models focus on achieving cross-functional process efficiency and control through work 

units that perform complete parts of a whole production process (Majchrzak and Wang, 

1996; Oakland, 1997). New production models are characterised by: 

" reintegration of manual and mental labour, separated in traditional manufacturing 

" focus on quality 

" focus on process discipline 

" continuous task and process innovation 

" elimination of waste 

" multi-skilled teams (Womack et al., 1990; Kenney and Florida, 1993; Cappelli, 
1994). 

5 



Chapter One Introduction 

Enterprise models deploy different critical competencies in pursuit of a variety of 
competitive strategies. High product complexity and uncertain market conditions result 
in 'chaotic' production (Factory for the Future, 1995). This implies that fragmented 

production control is a critical issue for this type of production. Manufacturing 

flexibility and control may be achieved through cellular manufacturing. Machines, 

tasks and processes are modularly arranged within cellular manufacturing. Teams 

within the cells potentially have responsibility for all operations in a subprocess and for 

co-ordination across subprocesses. Where responsibilities for management and 

production control are devolved, production operators would have to become skilled in 

decision making, problem solving and communication. 

Low complexity, high volume products compete on price. One way in which 

organisations that compete on price can differentiate their products is to focus on 

achieving productivity and quality through Continuous Improvement. Continuous 

Improvement activities can take place with no restructuring of task division or 

management control responsibilities (Lindberg and Berger, 1997). Cross-functional 

problem-solving teams may be superimposed on a largely unchanged management 

structure. A range of restructuring choices therefore exists in designing new 

manufacturing production models. 

1.3 EMPOWERMENT 

A range of options for organisational redesign implies that empowerment is likely to 

take different forms within manufacturing production systems. The changing mix of 

skills that organisational redesign demands of production operators is embodied within 
the concept of employee empowerment, which continues to be recommended as a 

principal strategy in achieving excellent performance within business organisations 
(Clutterbuck and Kernaghan, 1994; Competitiveness, 1994; Foy, 1994; Stewart, 1994; 

Pfeffer, 1994; Factory for the Future, 1995; The Industrial Society, 1995; Blanchard et 

6 



Chapter One Introduction 

al., 1996; Ginnodo, 1997; Robinson, 1997; Argyris, 1998). Empowcrmcnt is widely 
implicated in the achievement of manufacturing success. ExampIcs of manufacturing 

enterprises that identify employee empowerment as a key source of high pcrformancc 

are found in Appendix A, under the scction entitled 'Empowcrmcnt Implicated in 

Competitive Success'. 

1.3.1 New Manufacturing Initiatives 

To meet the challenges posed by turbulent competitive conditions, manufacturers arc 

adopting methods and philosophies that necessitate differing degrees of organisational 

restructuring. The methods and philosophies are applied within manufacturing 

organisations to achieve innovation and integrated production process control. They 

include: 

Just-In-Time 

Total Quality Management 

Business Process Engineering 

Total Preventive Maintenance 

Continuous Improvement. 

Total Quality Management, Just-In-Time and Business Process Reengineering can be 

seen as exploitative means of securing management control by ensnaring employees 
into intensified work (Delbridge ct al., 1992; Sewell and Wilkinson, 1992a; Sewell and 

Wilkinson, 1992b; McArdle ct al., 1995; Willmott, 1995; Mitev, 1996; Jones, 1997). 

There are doubts about the extent to which the nature of production work changes 

through supposedly increased levels of intellectual input from production operators 

(Wilkinson, 1997). The author has to declare that she shares some of the misgivings 

expressed by the critics and is deeply uncomfortable with the term 'empowerment'. 

These issues are explored in Chapter Three. 

7 



Chapter One Introduction 

Some proponents of Continuous Improvement (Bertodo, 1991; Suzaki, 1993; Daniels, 

1995), Business Process Engineering (Hammer and Champncy, 1993; Kruse, 1995) and 
Total Preventive Maintenance (Wilmott, 1994) state that they are empowering 

philosophies. Empowerment is claimed as a key requirement for successful TQM 

implementation (Powell, 1995; Rodrigues, 1994; Gatchalian, 1997; Roth, 1997). New 

wave manufacturing initiatives may be considered faddish, with each superseding the 

other as expected business gains fail to materialise. However, empowerment re- 

emerges as a constantly occurring feature of each succeeding initiative. 

1.3.2 Management Control Structures 

A principle driver of empowerment in manufacturing production is the need for 

innovation (Kenney and Florida, 1993; Bertodo, 1993). Innovation can be achieved by 

systematically applying the philosophy of Continuous Improvement throughout a 

manufacturing organisation. The philosophy is particularly targeted at production 

operators to harness previously under-utilised knowledge. Innovation need not 

necessarily engender any widespread change to management control processes. 
Organisational restructuring is a further key driver of empowerment. Cross-functional 

process efficiency and control may be sought through the application of initiatives such 

as Just-In-Time, Total Quality Management and Business Process Re-engineering. 

Devolved responsibilities for quality, indirect management tasks and integrated process 

control lead to changed vertical and horizontal management control structures. The 

concept of empowerment in manufacturing production is inextricable with the dynamics 

of changing management control structures. 

1.4 PROBLEM STATEMENT 

Empowerment was identified as desirable by nearly all the managers interviewed by 

Ezzamel et al. (1996) in their research into human resource practices. Expressed desire 

to utilise empowerment as a means of improving productivity and quality contrasted 
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with how human resource strategies were implemented within the organisations that 

were included in Ezzamel ct al. s research. Human resource stratcgics wcrc generally 

not considered as part of an integrated business strategy. The view of one managcr 
interviewed by Ezammcl ct al. is that it is easy to develop business, technological and 
financial strategies but it is the most difficult thing in the world to produce a people 

strategy and put it into effect (Ezainmcl ct al.: 66). It would seem that there is a lack 

understanding of factors that influence the process of opcrationalising empowerment. 

The author reviewed the empowerment literature and found that most writing on 

empowerment has addressed the benefits of empowerment. It has not focussed on 
implementation issues (Ford and Fottlcr, 1995; Pearson and Chatcdcc, 1996). There is 

little guidance in the literature on the process of opcrationalising empowerment in 

manufacturing production. This is changing as the accumulated experience of 
businesses enterprises are increasingly synthcsiscd (Ginnodo, 1997; Robinson, 1997). 

A prime problem in operationalising empowerment, which the author identifies from the 

literature, is how to maintain centralised management control within organisations while 

simultaneously devolving responsibilities for management and process control (Baker, 

1994; Brown and Brown, 1994; Kinlaw, 1995; Simons, 1995; McEwan and Sackctt, 

1997; Robinson, 1997; Argyris, 1998). There is little research into the the nature of 

organisational controls that are consistent with new management practices (Daniel and 
Reitsberger, 1991; Selto et al., 1995). These practices are the drivers of empowerment. 
The review of the literature also found that empowerment is a disputed and poorly 

conccptualised concept, which has different interpretations across knowledge domains. 

It seemed to the author that implementation issues within manufacturing production 

could only be considered once the concept was thoroughly analysed within that context. 

Although there has been little empirical research on empowerment (Cunningham et al., 
1996; Honold, 1997), an exploration of literature on systems theory revealed that 

theoretical knowledge that potentially addresses the control problems associated with 
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opcrationalising empowerment has been known for some time. The author decided to 

explore existing theoretical knowledge, using the analysis of empowerment and the 

control knowledge from systems theory, to develop and evaluate a conceptual 
framework. The purpose of the framework would be to centralise existing knowledge 

that is pertinent in implementing empowered work strategies, making the knowledge 

available and understandable. The framework could provide a mechanism to realise 
business bcncflt by allowing manufacturers to position themselves onto the framework 

and to map their business requirements. 

1.5 RESEARCH OBJECTIVES 

The context of this research is Small and Medium Manufacturing Enterprises in the UK 

that are currently operational ising employee empowerment within their production 

systems. The objective of the research is: 

to develop a conceptual framework, in which manufacturing enterprises can 

position themselves to map desired management control structures and innovation 

practices, which constitute the form of empowerment to be operationalised. 

Specific objectives are: 

to assess existing empirical evidence on operationalising empowered work 

strategies within manufacturing production 

to synthesise from literature the dimensions of empowerment 

0 to identify issues that are likely to influence the operationalising of empowered 

work strategies within manufacturing production 

to identify and evaluate theoretical knowledge that may support the 

operationalising of empowered work strategies within manufacturing production 
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to triangulate the premises underlying the framework and operationalise tile 

concept using the domain targeted industrial trials. 

Key assumptions underlying the formulation of the research objcctivcs arc: 

0 that knowledge about factors that influence the opcrationalising of empowered 

work strategies within manufacturing production remains undcr-devclopcd 

9 theoretical knowledge exists that is unexplored within the context of 

operationalising empowered work strategies within manufacturing production. 

1.6 RESEARCH DELIVERABLES 

The deliverables from this research are: 

0a tool for the collection of empowerment data across knowledge domains 

0a comprehensive analysis of the conccpt of empowerment within manufacturing 

production 

0 an exploration of existing theoretical knowledge that addresses problematic issues 

when operationali sing empowered work- stmtcgics 

a conceptual framework that provides the basis for further research towards the 

development of an implementation tool. 

1.7 METHODOLOGY 

A methodology denotes the establishment of a systematic approach to investigation that 

allows logical principles to be applied in pursuit of an agreed objective. Sound research 

11 



Chapter One Introduction 

must be founded on a method that ensures its validity and integrity. The research that 
led to this thesis is exploratory. The aim of exploratory research is to generate 
hypotheses, which in the author's work takes the form of a conceptual framework (Yin, 

1994). 

The research methodology utiliscs a two stage formal approach. A research need is 

established by reviewing the empowerment literature and the literature on the 

antecedents of empowerment. The empowerment literature is also reviewed to analyse 
the concept of empowerment, which is bedevilled by a lack of clarity. Different 

academic disciplines use the term to describe apparently different phenomena. 
Practitioners and academics use the terni so loosely that it is difficult to determine if like 

is being compared with like when examining the empowerment literature (Wilkinson, 

1998). A prerequisite to constructing the conceptual framework is to analyse and 

synthesise different interpretations of empowerment from the literature. 

Eccles (1993) contends that there is nothing new in empowerment. Other writers imply 

as much when they equate empowennent with employee involvement and participation. 
Participation has a research history going back more than 40 years (Nykodym at al., 
1994). Eccles remains "sceptical about the practical application of empowerment 
because its basic techniques have been available, but underused, for decades" (Eccles: 

13). He suggests that the best new thing about empowerment is the word itself. 

Managers must market old, well-known and more productive ways of working; firstly to 

themselves and then to their subordinates. A further prerequisite to constructing the 
framework is to establish the commonalties and differences between empowerment and 
its antecedents. This allows the framework to be constructed using familiar past 
knowledge, which is combined with theoretical knowledge that is currently unexplored 

within the context of empowennent. 

A fundamental premise of this thesis is that theoretical knowledge that could support the 

operation of empowered work strategies already exists within the academic discipline of 
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systems theory. The literature on systems thinking is reviewed to identify knowlcdgc 

that may be applied to the control challengcs associatcd with opcrationalising 

empowered work strategies. 

The next stage of the formal process involves the collection of data from case study 

organisations. The objective of the data collection is to identify factors that cmcrgc as 

significant in implementing empowered work strategies. The results from the case 

study evidence provide a means of triangulating the premises that underpin the 

conceptual framework. 

1.8 SUMMARY 

The key findings of Chapter One are: 

responses to current manufacturing pressures focus on organisational initiatives 

that are designed to manage process control. Empowerment is consistently 

identified as a key element in successfully realising these process-focused 

initiatives, which may alter the management control structures and processes 

within manufacturing production systems 

research on factors that influence the operation of empowerment in practice within 

manufacturing production is uncommon in the literature. There is a lack of 
knowledge on management controls that are consistent with process-focused 
initiatives. Maintaining centralised control and simultaneous devolved control is 

identified as a particular problem in realising empowerment 

a conceptual framework provides a mechanism for understanding information on a 

topic that is wide in scope. Empowerment is an elusive and disputed concept. It 

encompasses knowledge from several academic disciplines. The author believes 

that the development of a conceptual framework could provide business benefit to 
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manufacturing enterprises by supporting the operation of empowered work 

strategies within production systems. 

1.9 THESIS STRUCTURE 

The thesis is structured in eight chapters, which are listed in Table 1.1: 

1. Introduction 

2. Methodology 

3. Research Strategy and Methodology 

4. Antecedents of Empowerment 

5. Theoretical Knowledge 

6. The Empowerment Enabling Framework 

7. Analysis of Case Study Data 

8. Conclusions 

Table 1.1 Thesis structure 

Chapter One presents the research context, the problem statement and the research 

objectives. Chapter Two describes the research process and explains why the research 

methodology was adopted. Chapter Three explores the concept of empowen-nent. 
Chapter Four differentiates empowen-nent from previous management initiatives. The 

analysis identifies common ground between past and current management initiatives. 

Organisational control emerges as a key differentiating feature of empowen-nent. 

Chapter Five evaluates a systems approach to empowen-nent. Theoretical knowledge on 

organisational control is evaluated for possible inclusion within a conceptual 
framework. The relevance of this knowledge to the operation of empowerment is 

14 



Chaptcr One Introduction 

statcd. Chaptcr Six dcvclops thc conccptual framcwork, which is namcd the 
Empowcrmcnt Enabling Framcwork. Chaptcr Scvcn prcscnts analysis of data collcctcd 
from thrce casc study companics and asscsscs the ctnpirical data against thc conccptual 
framcwork-. Chaptcr Eight concludcs thc rcsults of the rcscarch, idcntirics contribution 

to knowlcdge and rccommcnds focus for furthcr rcscarch. 
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Chapter Two 

RESEARCH STRATEGY AND 
METHODOLOGY 

Section 2.1 

RESEARCH STRATEGY 

Stage One - Literature Review and Analysis 

Ct Stage Two - Case Studies 

METHODS 

Observation and 
Discussion 

Semi-structured 
Interviews 

* Indirect Observation 

Section 2.3 

SUMMARY 
Section 2.2 
TRIANGULATION 

Figure 2.1 Outline of Chapter Two 

Chapter Two outlines the development of the research process. It includes a description 

of the logic behind the selection of the research strategy and the methods used to realise 

the strategy. Figure 2.1 illustrates the contents of the chapter. 
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2.0 RESEARCH STRATEGY 

Robson (1993) defines strategy as tile general approach taken to the conduct of an 
invcstigation. Rcscarch stratcgics includc: 

expenmen 

survcy 

archival analysis 
history 

casc study (Yin 1994). 

The strategy to be adopted is determined by the research purpose and by the research 
question. Research purpose can be exploratory, descriptive or explanatory. Exploratory 

research seeks to find out what is happening and attempts to obtain new insights 

(Robson: 42). Exploratory research also seeks to develop propositions and hypotheses 

that will be the subject of future research (Yin, 1994; Zikmund, 1997). The author's 
research is exploratory. The conceptual framework represents the basis for future 

research. The author is aware of the potential difficulties in conducting exploratory 

research in inter-disciplinary domains, especially within an individual PhD project 
(Phillips and Pugh, 1990). Carefully identifying research objectives, constant awareness 
of the research scope and designing an appropriate strategy help to minimise the risks of 
the research. 

The author's interest in the subject of empowerment arose from her involvement in a 
previous research project (Dench et al., 1995). The commissioning organisation, an 
automotive manufacturer, was in the process of devolving increased decision-making to 

empowered production teams. Real-time operating information was recognised as a key 

requirement to allow the teams to operate effectively. The author was a member of the 

project group that was tasked to design a generic model that would facilitate the 

provision of real-time operating information to empowered production teams. A 
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working definition of 'empowerment' was adoptcd as "implying the transfer of powcr 

and authority to make decisions bascd on all available information and rcsourccs". 

Six companies provided case study evidence, which confirmcd that cnipowcmicilt 

within manufacturing production is associated with incrcascd lcvcls of dccision-making 

responsibilities for production operators. Tile derinition adoptcd by the group was 

adequate, although there was diversity in tile nature of empowerment and the dcgrcc to 

which it was experienced by teams within the case study organisations. The author 
became intrigued by the dynamics of devolving infortnation and responsibilities 

throughout organisations. It seemed to her that, in opcrationalising cmpowcrmcnt, thcrc 

must be theoretical limits to how far responsibilities could be pushed down the 

organisation. The question of what the limits were and what dctcrinincd or influenced 

them dominated the author's thinking in the early stages of tile research period. 

2.0.1 Stage One - Literature Review and Analysis 

Figure 2.2 illustrates that the research endeavour consisted of two stages, with two 

distinct phases within the first stage of the research process. The first phase led to the 

finalising of the author's research question. The author assessed what knowledge 

already existed on operationalising empowered work strategies within manufacturing 

production, particularly in respect of factors that limit the devolution of decision- 

making responsibilities. Literature in the domains of operations management and 

organisational behaviour was initially evaluated through relevant CD-ROMs, databases 

andjournals, accessed through Cranficld University Library. 

Since devolving responsibilities and information implies changes to the dynamics of 

relationships throughout an organisation, literature in the domain of systems theory was 

reviewed to determine if existing knowledge could inform the author's question on 

theoretical limits to devolving decision making responsibilities. 
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STAGE 
a 

Review literature In: 

*Operations Management 

*Organisational Behaviour 

*Systerns Theory 

STAGE ýCONCEPTUAL 
lb iFRAMEWORK 

Analyse literature In: 

*Operations Management 

*Organisational Behaviour 

%ýBusiness Management 

inrAntecedents of Empowerment 

aOrganisational Control 

LITERATURE 

Figure 2.2 The research process 

Issues 
affecting 

implementation 

STAGE 
2 

Semi-structured 
interviews 

Indirect observation 

CASE 
TUDIE 

Results from the literature search were initially disappointing, both in quality and 

quantity of references, with very few academic references emerging. The author 

acquired increasing confidence in the results of her literature searches when comments 

made by other authors about the literature confirmed the author's own findings 

(Marchington, 1995; Harrison and Storey, 1996; Honold, 1997). Investigative work was 

often necessary. The author's literature search revealed, while scanning a list of 

references, a journal devoted specifically to empowerment. Perturbed that this journal 

had not been revealed through the databases, the author checked the journal's entry in 
Ulrich. It showed that none of the databases at Cranfield Library subscribed to the 

joumal. 

Key results from the initial literature review were: 

0 empowerment is a poorly conceptualised and disputed construct 

0 there is little knowledge on operational is ing empowen-nent 

20 



Chapter Bvo Rescarch Strategy andUcthodoloU 

0 centraliscd managcmcnt control must paradoxically cocxist with the localiscd 

control rcsponsibilitics that accompany dcvolvcd dccision making. This is 

pcrccivcd within the cmpowcn-ncnt litcraturc as a primc problcm for managcrs and 
is rcprcsentcd as a barricr to opcrationalising cmpowcmicnt 

there is a model within the systems litcraturc that spccifics how the paradox of 
dccentraliscd management control can simultancously cocxist with ccntraliscd 

management control. The literature survey indicatcd that this knowlcdge rcmains 

unexplored within the context of cmpowcrmcnt. 

The definition of empowerment adopted in the carlicr rcscarch projcct was sufficient for 

the purpose and was corroborated by the cxpcricnce of the case study cntcrpriscs. It was, 
however, an inadequate definition on which to base an understanding of issues that 

influence opcrationalising the conccpt. The author's research question devclopcd to 

become: 

"What existing theoretical knowledge could be identified and synthcsiscd within a 

conceptual framework to operationalise empowerment within in manufacturing 

production? ". 

The question contains two major areas of investigation: 

0 what constitutes 'cmpowerment' in the context of manufacturing production 

0 besides the model revealed through the initial literature survey, what constitutes 
4existing knowledge' that might be relevant to support the operation of 

empowcnncnt within in manufacturing production. 

With the research question and purpose established, the next stcp in the process was to 

design the remainder of the research strategy and data collection methods. Tile choice 
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Strategy Form of research Requires control Focus on 
question over behavioural contemporary 

events? events? 

Experiment How, why Yes Yes 

Survey Who, what, where, how No Yes 
many, how much 

Archival analysis Who, what, where, how No Yes / No 
many, how much 

History How, why No No 

Case Study How, why No Yes 

'Fable 2.1 Factors that detcmilne research strategy (Yin, 1993: 6) 

It seemed to the author that operational i sing empowennent could only be considered 

once the concept within manufacturing production was thoroughly investigated. Table 

2.1 indicates that the author had a choice of gathenng data from primary sources, 

through the collection of survey data, or gathering data from secondary published 

sources. The author chose to assess the different dimensions of empowerment through 

an examination of the literature. One of the advantages of literature based surveys is 

that they are a resource efficient method of obtaining information. Time and cost 

constraints were factors in the decision to use to use published sources but they were not 

the prime consideration. The early research project had resulted in only a partial 

understanding of the concept. The author made the judgement that literature would 

provide a more complete understanding within the time available to her. There is no 

way of knowing if this choice was the most appropriate. However, the academic 
literature is mainly critical of the concept of empowen-nent. It provides a source of 
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debate that may not have arisen from primary sourccs and is ccrtainly absent from the 

more prescriptive empowerment literature. 

There is a problern with the quality of the litcraturc on empowcnncnt, which is 

dominated by practitioner and consultant led contributions. The problem with this is 

that there may be bias in favour of reporting success and a tendency to mininlisc conflict 

or failure (Marchington, 1995). The bibliography in Appendix A, developed by the 

author, is categorised to differentiate arnong different types of contribution to the 

literature. The author used the categories to assist her in questioning the source and 

motive for contributions. There is little academic research on the subject of 

empowerment, although this is beginning to change (Hardy and Lciba-O'Sullivan, 

1998; McEwan and Sackett, 1998; Wilkinson, 1998). 
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Figure 2.3 Analysis of the literature in the latter phase of Stage One 

There are claims that empowerment is not new. The novelty of the research could be 

questioned if significant knowledge already exists on implementing previous 

management initiatives and if it was shown that empowerment was no different to 

previous initiatives. An evaluation of the literature on the antecedents of empowerment 
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determined the extent to which such knowledge exists. The other main area of 
investigation was to identify existing knowledge that might be relevant in 

opcrationalising empowerment. The literature on the antecedents of empowerment was 

additionally reviewed to differentiate empowerment from previous management 
initiatives and to establish commonalties. The commonalties affirm sources of existing 
knowledge. The differences provide direction in searching the literature of other 
knowledge domains. Figure 2.3 summarises the literature domains surveyed in the 
lattcr phase of Stage One. 

2.0.2 Stage Two - Case Studies 

The second phase of the research process utilises the case study strategy. Case studies, 

according to Table 2.1 are most appropriate for explanatory research questions. While 

Yin suggests that a question type is likely to imply the choice of a particular strategy, he 

concludes that any of the five strategies is suitable for exploratory research. The 

primary objectives of the second stage of the research are: 

to compare the attributes of empowerment contained within different parts of 

conceptual framework against attributes of empowerment found within 

corresponding case study organisations 

to compare factors that theoretically influence the process of making 

empowerment operational within different parts of conceptual framework against 

the influencing factors that emerge within corresponding case study organisations. 

These comparisons provides an initial evaluation of the framework's validity. Of the 

strategies that Yin specifies in Table 2.1, the case study is the most appropriate for this 

purpose because the strategy focuses on context. A case study is "a strategy for doing 

research which involves an empirical investigation of a particular contemporary 

phenomenon within its real-life context using multiple sources of evidence" (Robson: 
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52). Expcrimcnts intcntionally scparatc a plicnomcnon from its contcxt, history is not 

applicabic to the analysis of contcrnporary issucs and thcrc arc limitcd opportunitics to 

invcstigatc contcxt using survcys (Yin: 13). 

Thrce manufacturing organisations wcrc sclcctcd to provide, the contcxt for conducting 

case study investigation. The primary scicction criteria were: 

0 enterprises were to be Small and Nfcdium Sized Enterprises 

cntcrpriscs had to have implcmcntcd empowered work strategies 

9 the form of empowerment must differ in cach cntcrprise to compare against 

specific attributes of the conceptual framework. 

A single case can be used to evaluate a theory's proposition, which is the purpose of 

these case study investigations. Although multiple cases are used in the thesis, the cases 

do not represent a multiple-case design. Multiple case design seeks rcplication. 

Replication anticipates that similar findings will be generated over several case studies. 

The objective in this investigation is for each case to evaluate particular attributes of the 

framework. There may well be findings that arc replicated across the cases but this 

replication is not sought. 

2.0.2.1 Unit of Analysis 

The unit of analysis is synonymous with the "case', which is the phenomenon that is 

under investigation. A case could be an individual or an organisation. A case could 

also be an event or process (Yin: 22). The phenomenon being investigated within this 

thesis is a concept, which includes its attributes and the factors that influence its 

realisation. The units of analysis are the concept's differentiated profiles of attributes 

and influencing factors, which are defined within the boundaries of the conceptual 
framework. Data is collected from individuals within specific organisational contexts. 
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The data is used to support, or refute, the theoretical prcmiscs containcd within the 

conceptual framework. 

2.1 METHODS 

Methods arc tactics that are deployed to collect data within a particular strategy. The 

following methods have been used throughout the research: 

Discussion 

Many visits were made to company sites, conferences and seminars throughout the 

course of the research period. The author was responsible for co-ordinating UK 

participation in the EUREKA INTO European research initiative on behalf of the 

Department of Trade and Industry. She also participated in seminars organised by 

CLASP, the Bedfordshire and North Buckinghamshire Supply-Chain and Best Practice 

Network. Discussions with numerous managers at CLASP and INTO events, as well as 

with colleagues at Cranfield University and at other universities, were invaluable in 

shaping the author's thinking. The enthusiastic response to the seminar she led on 

empowerment served to reinforce the key findings that were emerging from the 

literature. Discussions were particularly useful in affirming that implementation is a 

critical issue of concern for managers. This supports the rationale underpinning the 

research question, that providing guidance for operationalising empowered work 

strategies could bring business benefit to manufacturing enterprises. 
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2.1.2 Process for Data Collection from Published Sources 

Academic. lournals Popular Management . 10111*11 

Academy ot'Managcment IACCLIIINC Businchs I iori/ons 

Business I Academy of Management Journal 

INIanagement Academy of Management Review 

American Journal of Management 
Development 

Joumal of Management Studies 

Employee Relations 

Organisational Human Relations 

Behaviour Human Resource Management 
Journal 

Personnel Review 

New Technology, Work and 

Employment 

Exccutive Excelicncc 

Harvard Business Review 

Sloan Managment Rcvicw 

Empowennent in Organizations 

Organizational Dynamics 

International Journal of Productions Industrial Maintenance and Plant 

Production and Operations Management Operation online 

INIanagement International Journal of Quality and 
Industry Week 

Reliability Management Plant Engineering online 

Total Quality Management 
Production and Inventory TQM Magazine Management Journal 

Works Management 

Table 2.2 Structured Resource Listing 

Empowerment is a concept that embraces separate academic disciplines. The Structured 

Resource Listing, which is shown in Table 2.2, lists the key journals that were accessed 
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in analysing cmpowcnncnt. The process for building the list initially developed from 

scarclics of Cranfield University Library system and databases, the most relevant of 

which were ABI Inform and RAM (Recent Advances in Manufacturing). Search words 
included: 

" employee empowerment 

" employee involvement 

" corporate culture 

" delegation of authority 

" employee involvement 

" self-directcd work teams. 

The Internet became the author's main source of information as the data collection 

proceeded. Two wcbsites were principally used: 

%vww. eevl. ac. uk (Edinburgh Engineering Virtual Library) 

9 Nvww. proquest. umi. com (ProQuest Direct). 

The Edinburgh Engineering Virtual Library provides a gateway to the online version of 
Recent Advances in Manufacturing bibliographic database, which provides access to 

over 500 journals in manufacturing. ProQuest Direct provides state-of-the-art online 

access to an extensive collection of published material that encompasses a range of 

disciplines. The Structured Resource Listing represents a co-ordinated source of 

published data on empowerment and is considered one of the deliverables of the thesis. 

As published material on empowerment became available, ongoing analysis of the 

concept confinned that organisational control and empowennent are inextricably linked. 

Whereas empowerment in the context of manufacturing production was a topic that was 

unexplored, organisational control is a subject that has received considerable attention 

throughout many years. The same is true of the management initiatives that preceded 

cmpowennent. The author utilised literature reviews conducted by other authors. 
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2.1.3 Semi-structured Interviews 

The principal mcthod of collccting data within the case studics was through in-dcptll 

interviews, which are appropriate for exploratory investigation (Marshall and Rossman, 

1983; Oppcnheim, 1992). Exploratory intcrvicws arc conccmcd with trying to 

understand how people think and fccl about the topics of concern to the rcscarclicr. 

Interviewers have a handful of topics around which they scck to dircct the intcrvicw as 

unobtrusivcly as possible (Oppcnhcim: 67). In-dcpth intcrvicws appear to be 

synonymous with scmi-structurcd interviews, where intcrvicwcrs have a list of topics to 

which they want responses. Ilic intcrvicwcr has frccdom in the scqucncing and 

wording of questions. Varying amounts of time and attention can be givcn to topics 

under investigation (Robson, 1993: 237). 

The author negotiated access to a variety of respondents within the production facilities 

of the case study enterprises. Interviews wcre limitcd to an hour in duration, although 

there were exceptional interviews with key informants that cxcccdcd the limit. 

Respondents include production opcmtivcs, tcarns Icadcrs, middle and scnior 

management. The contact person within the organisations, two of which were human 

resource personnel and one was the managing director, chose who would be intcrviewcd 

by the author. The advantage of this is that key players in opcrationalising 

empowerment within each organisation were identified and selected for interview. A 

disadvantage is that selection by the company rcprcscntativc could have represented a 

significant source of bias. The author v. -as constantly aw-arc of this potential bias in 

considering the responses that she received. The author made it knowm to all potential 

respondents that she was aware that they had not been voluntarily selected. On the 

reassurance that the matter was bctwecn the author and the respondcrit, all were offered 

the choice of whether they wanted to participate. One chose not to participate. 
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Bias may bc introduced into the data collection process by the nature of the questions 

posed by interviewers. Yin warns of the bias inherent within leading questions (Yin: 

85). Bias distorts the objectivity of data. Data quality may also be compromised by 

intcrviewce responses. The interviewer must be equally vigilant to the responses 

rcceivcd to clucstions because there are many ways of responding to a question without 

answering it. These include (Dillon, 1990: 155-163): 

0 evading the question 

0 stonewalling, which is answering questions but being deliberately uncooperative 

0 withholding infonnation 

0 acquiescing. 

Dillon comments that interviewers must be aware of these response strategies in theory 

and have practical strategies for outmanoeuvring them (Dillon: 154). The author 

experienced instances where she knew information was being withheld. Further probing 

yielded information in some cases but in others it was obvious that the respondent was 
behaving defensively. There was one blatant example of acquiescing. The author and 

the respondent had formed a good rapport. The author challenged the respondent more 
directly than she would normally have done. The respondent admitted that he had been 

telling the author what he thought she wanted to hear. The interview data was 
discarded. 

Pilot of Interview Process 
lk 

The author conducted a short pilot study to give her the opportunity to assess her 

approach to the process of conducting the semi-structured interviews. This provided 

reassurance to the author that the use of open questions, guided by a schedule of topics, 

yielded rich experiential data that addressed the author's requirements. The author 
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found that having grcater intcrvicw cxpcricncc did not makc intcrvicwing Icss 

challcnging. Each intcrvicw was uniquc. The intcrvicw proccss was a focusing 

mcchanism but quality of data varicd from pcrson to pcrson. 

2.1.4 Indirect Observation 

Documentary analysis is considered to be representative of indirect observation. Rather 

than direct observation through interview, obscrvation through documents is indirect 

because they have been produced for another purpose. Documents analysis provides a 

source of supplementary data within two of the case study organisations analysed within 

the thesis. It is used more extensively in the other case study organisation. The author 

experienced problems in gaining access to this company. Permission was willingly 

granted early on in the data collection phase. High levels of business within the 

organisation meant that releasing staff for interview was difficult. The author conducted 

fewer interviews than she would have wished for in this company, although quality data 

was gathered. 

2.2 TRIANGULATION 

Triangulation is recommended as a means of reducing bias and increasing the reliability 

of research outcomes. Researchers confirm convergence through the process of 

triangulation, which involves examining data on the same subject from multiple sources 

of evidence. Seeing or hearing multiple occurrences of a finding from different sources, 

and using multiple methods, provides confidence that the finding is valid. There are 
five types of triangulation: 

0 data source triangulation that includes data taken from a variety of places and 

people, and at different times 
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9 methodological triangulation that includes the use of different methods of data 

colicction, for cxample intcrviews or obscrvation 

0 rcscarcher triangulation 

0 theoretical triangulation that involves adopting different perspectives on the same 
data 

0 data type triangulation that includes quantitative and qualitative data (Yin, 1994; 

Miles and Huberman, 1994). 

Triangulation is seen as a "near talismanic method of confin-ning findings" (Miles and 
Huberman 1994: 266). Miles and Huberman prefer to view triangulation as a way of 
life for the researcher, rather than as a tactic. Analytic deduction requires that a finding 

explicitly requires a process of hearing or seeing multiple examples of the finding, using 
different data sources and methods. Triangulation is provided in this thesis through 

different strategies and data sources within the case study organisations. The case study 
data was collected with the purpose of triangulating data collected from literature on the 

attributes of empowerment and the factors that are likely to affect strategies designed to 

opcrationalisc empowerment. This data led to the specification of the theoretical 

content of the conceptual framework. The case study data is also subject to a process of 
triangulation through the different data sources provided by interviewing a variety of 

people at different levels throughout the case study organisations. 

Miles and Huberman propose a hypothetical situation in which different sources of 

evidence provide either a lack of corroboration or even contradictory evidence. The 

author has to consider that this could be the outcome of the comparison between the 

conceptual framework and case study evidence. 
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Chapter Three 

EMPOWERMENT 

Section 3.0 
EMPOWERMENT 

, ýr Literature 

iýr Concept of Empowerment 

* Empowerment in Manufacturing 

ýr Analysis of Empowerment in Manufacturing 

Section 3.1 
SUMMARY 

Figure 3.1 Outline of Chapter Three 

Chapter Three contributes to establishing a research need. Figure 3.1 indicates the 

contents of the chapter. The empowerment literature is examined to determine what 

empirical evidence exists on factors that influence the operation of empowered work 

strategies in manufacturing production. In the process of determining this knowledge, it 

is revealed that empowerment is a diffuse concept. The empowerment literature is 

further evaluated, using the resource tool that was developed in Chapter Two, to 

determine the attributes of the concept and to examine issues relevant to empowerment 

in manufacturing production. Identifying the attributes of empowerment is likely to 

point towards issues that need to be addressed in preparing to make empowerment 

operational. 
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3.0 EMPOWERMENT 

The author has conducted an extensive review of the concept of empowerment. This 

fulfils scvcral objectivcs: 

0 much of the writing on empowerment is simplistic. The review confirms that 

empowerment is a complex concept 

the concept is disputed and ill defined. An exploration of empowerment's 
dimensions, within the context of manufacturing production, provides the basis 

for identifying requirements for opcrationalising empowerment 

a synthesis of empowerment's multiple dimensions can be incorporated within the 

conceptual framework to assist understanding of the concept and understanding of 
the implications of operationali sing the concept 

0a key objective in reviewing the literature is to establish a research need. 

3.0.1 Literature 

A comprehensive empowerment bibliography, developed by the author, is presented and 

analysed in Appendix A. The references in the bibliography are catcgorised to facilitate 

analysis of the concept. There is disagreement about meanings ascribed to 

empowerment and separate academic disciplines utilise the term, to describe apparently 

unrelated phenomena. Wilkinson (1998) adds that the prescriptive literature: 

" contains little detailed discussion of issues likely to arise on implementation 

" trivialises the conflict that exists within organisations 

" ignores the business context within which empowerment takes place 

" rarely locates empowerment in its historical context. 
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Wilkinson says that the term 'empowerment' is uscd loosely by practitioners and 

academics. He states that "in practice cmpowcrmcnt is usually sccn as a form of 

employee involvement, designed by managcmcnt and intcndcd to generate commitment 

and enhance employee contributions to the organisation" (Wilkinson: 45). Iliat may be 

the case within organisations opcrationalising empowered work stratcgics, although no 

evidence is presented to substantiate this claim. Wilkinson docs not make clear who 

usually sees empowerment in this way, but it is ccrtainly not othcr academic 

researchers. Empowerment is viewed by researchers through many difrcrcnt lenses 

(Honold, 1997). Wilkinson classifics cmpowcrmcnt into rive different overlapping 

types. He makes passing reference in his classification to psychological and political 
interpretations of empowerment. There is no analysis of how these or other 
interpretations of empowerment differ from or fit within his own view. Wilkinson's 

analysis is typical of most descriptions of the concept. Honold (1997) is the only 

reference in the literature that the author is aware of in which empowerment is assessed 

by synthesising different meanings and perspectives. There are no cxplorations of the 

concept's perspectives within the context of manufacturing production. 

Much of the empowerment literature is superficial and uncritical. It is, however. 

becoming increasingly rich in accounts of the contradictions and difficulties experienced 
by organisations attempting to cffect the transition to empowered work environments 
(Frey, 1993; Heckschcr, 1995; Claydon and Doyle, 1996; Jones, 1997; Lewis and 

Lytton, 1997; Wicksier, 1997). The author finds it significant that the references in the 

category "Reasons for Success or Failurie' are dominated by the writings of consultants 
(Bernstein 1992; Cramer 1993; Forrest, 1995; Sykes, 1996; Gatchalian, 1997; Smith, 

1997) and contributions to popular management and engineering journals (Brcdin ct al., 
1995; McClenahen, 1995, Anon, 1998; Latino, 1998). This is not to denigrate 

management consultants but it confirms Honold's view that the cmpowcn-ncnt literature 

is practitioner-led, which implies that theoretical knowledge may be undcr-cxploitcd. 
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3.0.1.1 Literature on Operationalising Empowerment 

Thcre has been little research into the meaning and effects of empowerment 
(Cunningham ct al., 1996). Honold (1997) confirms that academic research lags behind 

practitioner interest, which dominates the empowerment literature. In a review of the 

empowerment literature, Honold gives no indication of how frequently accounts occur 

of operational i sing empowerment nor does she present an analysis of issues that have 

ariscn from accounts of operationalising empowerment. Most writing on empowerment 
has not focussed on implementation issues (Ford and Fottler, 1995; Pearson and 
Chatcdee, 1996). This is corroborated by other researchers who state that there are few 

implementation studies of new manufacturing strategies (Harrison and Storey, 1996) 

and that there is little empirical research that explores new management techniques in 

practice (Delbridge, 1998: 8). New manufacturing practices are synonymous with 

cmpowcn-nent. Research that investigates the implementation of new manufacturing 

strategies is explored later in Chapter Three. Research that identifies success factors 

associated with empowerment is emerging. Results from a longitudinal study 

conducted over eight years at ten organisations, which transformed from bureaucratic to 

empowered organisations, confirm that the transformation process is difficult. 

Organisations are described as "failing their way to various levels of success" 
(Randolph, 1995). 

A search of the bibliography reveals only four references that document the direct 

experience of operationalising empowerment in manufacturing production (Frey, 1993; 

Pearson and Chattedee, 1996; Lewis and Lytton, 1997; Wicksier, 1997). This finding is 

consistent with claims that practical examples of operationalising empowerment are 

uncommon. The issue of control is prominent in the majority of these studies. 
Empowerment in the Pearson and Chatcdce study focuses on devolved responsibility, 
decision-making and control. At the end of a formal intervention, levels of authority 
decreased, formalisation of procedures decreased as shopfloor responsibility increased 

and there was a significant increase in shopfloor decision-making. 
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Frey (1993) describes his cxpcricncc as the owner of a small manuracturing company 

that was forced to transform it's working practices to survivc. Frey admits to forcing 

empowerment by use of coercive methods. ProbIcni-solving and cost control 

responsibilities were gradually released once common intcrcst in the company's 

survival became established. Frey reported that he was at the time of writing resisting 

employees' demands for additional operating control authority. Nianagcnicnt control is 

challenged by empowerment. 

This is confirmed by Wicksicr (1997). He documents the casc of a small manufacturing 

organisation, which was open and informal, that experienced operating difficultics 

following a period of growth. Formal structures of responsibilities replaced inrormal 

working relationships. Factions with competing interests emerged, along with a culture 

of fear and blame. Management attempted to impose control through retaining 
decision-making authority. The situation began to change through leadership training. 

Key business information was shared, although the process was slow and difficult. 

Management layers were cut. Extra management layers created conflict and interfered 

with implementation of the new work methods. Devolving power and dcCision-making 

control resulted in high levels of organisational discomfort but was deemed to be 

necessary to meet the demands of quality, innovation and customer focus. 

Lewis and Lytton (1997) document the experience of a small manufacturing enterprise 

that was transformed in stages, with the early stages charactcrised by enthusiasm but not 

much change. Production team members currently have very high levels of 

management responsibilities. There is common understanding and acceptance of 

organisational objectives throughout the enterprise. Senior management took an 

uncompromising attitude to conflict and resistance about the new way of working. This 

is encapsulated in the expression, "If you can't change the man, change the man! ', which 

was used within the organisation to emphasise determination to implement change. 

According to Lewis, "wc are all heading west; those who were facing cast have now 

gone their separate waye' (Lewis and Lytton: 33). 
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Thcsc examples of opcrationalising empowerment all entail changes to organisational 

structures. McCafferty and Leigh (1997) report on an implementation of a problem- 

solving project that levered a change in working relationships within a traditional 

organisation. The implementation initiative changed organisational processes rather 
than structures. Implementation was effectcd in stages to promote understanding and to 

establish common objectives throughout the organisation. 

3.0.2 Concept of Empowerment 

Price (1993) offers an amusing view, to the author at least, of empowerment. It is 

"delegation beefcd up with a shot of testosterone" and it may be "the latest in a long line 

of cant terms from the managerial lexicon of hypocrisy ... the art of getting employees to 
do things against their inborn inclination to indolence has a long history". To Debnath 

(1996), the term 'empowerment' describes a set of values, attitudes and behaviours 

different from those that existed within organisations in the past. As such, it is a 

management philosophy that is based on purpose, people and processes (Ghoshal and 
Bartlett, 1997). 

Empowerment reflects an increase in the value of employee input to organisations that 

ranges from delegated responsibilities (McConnell, 1995), implying no change in task 

authority, to self-managing production teams that have considerable autonomy in 

decision making and in exercising management responsibilities. The aim of 

empowerment is to make the best use of the intellect, creative skills and capacity for 

innovation of everyone within an organisation. Empowerment is particularly aimed at 
those employees lower down the organisation, whose knowledge has been traditionally 

under-utiliscd. Different interpretations of empowerment are outlined in the following 

sections and issues arising from the literature are discussed. 
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3.0.2.1 Political Interpretation 

Political empowerment is rigorously analysed by Collins. He allies himself with 

academics who operate "within a political framework Icss acccpting and certainly more 

critical of management". These academics have -tcndcd to arguc that cmpowcrmcnt is 

a control strategy used by managers under certain historical and political circumstances 
in order to enhance control and accumulation at work" (Collins, 1998a: 53). He dcrincs 

empowerment as the ability to voice disscnt and to demand rights as a citizen (Collins, 

1997). To Collins (1996), empowerment, democracy and participation arc related 

concepts. Analyses of cmpowcn-ncnt that do not link these concepts arc misguided. 
(Collins: 3). His concern, is for academics to build contextual and historically grounded 
knowledge before offering 'solutions' (Collins, 1998b: 9 1). 

Collins argues from a theoretical perspective. Researchers who adopt a political stance 

may be in danger of producing empirical work that is less than objective. McArdic ct 

al. (1995) produce case study evidence from an electronics company that implemented 

Total Quality Management. The research speculates whether empowcrmcnt is 

exploitative. The researchers are of the opinion that empowerment is a controlling 

phenomenon despite favourable worker response. They conclude that workers arc being 

exploited but are unaware of it. They suggest workers arc cowed into acceptance 
because of threats of redundancy. The workers responses appear to have been evaluated 

within the researchers own value frame of reference. 

There may well be controlling managements who attempt to exploit current economic 
difficulties. Ezzamel et al. (1996: 77) quote a manager who says that difflicultics in 

world markets have been used to "get people on our side, particularly trade unions and 

employees. And we've just kept pushing". This could be interpreted as a cynical 

attempt to intensify work and to make it appear attractive by calling it empowerment. 
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As an illustration of disagreement over interpretations of what constitutes 

empowerment, Kinlaw (1995) opines that organisations are mistaken in implementing 

strategies that focus on the political meaning of empowerment. He states that "the first 

purpose of empowerment in organisations is certainly not to enfranchise. The first 

purpose of empowerment is to strengthen the performance of the organisation by 

making fuller use of employee knowledge, skill, experience and wisdom of their 

people". 

3.0.2.2 Power 

The 'inextricable link' between power and empowerment is most recently addressed by 

Hardy and Leiba 0' Sullivan (1998). According to them, much of the writing in the 
business literature on empowerment is devoid of any discussion of power. Their 

description of power as 'a complex, multi-dimensional concept' is echoed by Brown 

and Brown (1994: 17), who believe that a consequence of the failure to describe power 

allows organisational theorists to get away with gross simplifications. Hardy and Leiba 

O'Sullivan use their analysis of power to suggest that the failure of many empowerment 

programs may be a consequence of the language of empowerment. This promises the 

acquisition of power but in practice actually limits its devolution because empowerment 

programs are designed to avoid conflict by discouraging questioning of organisational 

goals. 

The fact that perceived threats to management power inhibit the process of employee 

empowerment is illustrated by comments made by managers themselves. One manager 
interviewed by Hegarty (1995: 25) described himself as "a reformed rottweilee, who 

operated a dictatorship. He initially found it difficult to let others make decisions and 
he admitted that he found it hard to see recognition that previously belonged to him 

going to self-sufficient teams. This manager is describing attitudes. The perceived 
threat to managers is also revealed to be a consequence of organisational systems that 

are not aligned with the goals of employee involvement (Fenton-O'Creevy, 1996a). 

The terms 'empowerment' and 'employee involvement' are sometimes used 
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synonymously. Fcnton-O'Crccvy dcrincs cmploycc involvement as "the ciTectivc 

exercise, by employees, of influence over how their work is organiscd and carricd out". 

He assesses employee involvcmcnt by measuring influcncc over decision making. 

Since dccision-mak-ing is a dimension of cmpowcrmcnt, flic tcrms 'cmpowcnncnt' and 

6cmployec involvement' can be used interchangeably for the present purpose of 

discussing power and empowerment. 

One of the reasons that middle managers and supervisors resist cmploycc involvcmcnt 

initiatives is to protect their scif-intcrcst. The key threat to managcrs' scif-intcrcst is the 

fear that they will lose control and power ( Fcnton-O'Crccvy, 1996b). Tannenbaum 

(1968) proposed that there is not a rixcd quantity of control within organisations. 
Devolving control to subordinates does not result in a loss of control at higher 

management levels, in fact it is deemed to be a control-cnhancing action (Tannenbaum: 

20). Kanter postulates that empowerment among managcrs is a function of access to 

power that results from the circulation of information, resources and pccr support 

through networking. Fenton-O'Crcevy (1996b) rccommcnds that managcrs; nccd greater 

access to information and control ovcr resources. In addition, they need access to 

vertical and lateral integrating mechanisms through which they can exert influence. 

Fcnton-O'Creevy comments that managers paradoxically require grcatcr authority if 

they are to cease being authoritarian. 

A lack of power is not only a problem for middle managers. Burke (1986) and Kanter 

(1983) refer to the discrepancy of power available to those at upper or middle echelons 
in an organisation and those at the bottom. Burke defines powerlessness as having 

responsibility without having access to resources, informal political influence or 

mobility prospects. It could be argued that many apparently empowering initiatives arc 
in fact discmpowcring if increased responsibilities arc not accompanied by access to 

resources. 
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3.0.2.3 Psychological Interpretation 

Conger and Kanungo (1988) develop their psychological view of empowerment based 

on an analysis of power. They differentiate between relational and motivational 

empowerment. Power in the relational sense occurs as a result of possession of formal 

authority or control over an organisation's resources. Relational empowerment is the 

outcome of sharing authority with subordinates. Psychological empowerment as 
described by Conger and Kanungo builds on Bandura's work on self-efficacy, which 

i-cfers to a person's self-beliefs in his or her own ability to perform specific tasks 
(Bandura, 1986). The motivational view of power is determined by an individual's 

motivational disposition. Individuals are assumed to have an internal need for power 
that is fulfilled when they perceive that they are in control and can cope adequately with 

situations and people. 

In a five-stage model, Conger and Kanungo suggest strategies to be deployed by 

managers that will remove organisational conditions deemed to inhibit individual 

empowerment. The strategies include goal setting, feedback, and rewards contingent 

upon performance and job enrichment. Thomas and Velthouse (1990) built on Conger 

and Kanungo's work. They cquate empowerment with intrinsic motivation that is 

linked to task commitment. According to Thomas and Velthouse, intrinsic task 

motivation is mediated by meaning, competence, self-determination and impact. 

Meaning is derived from the fit between work and an individual's beliefs and values. 
Competence refers to his sense of self-efficacy. Self-determination is reflected in 

autonomy over work pace and methods. Impact is the degree to which an individual can 
influence strategic or operating outcomes. Altering the organisational. environment, such 

as leadership style and job design, influences the determinants of empowerment. 

Spreitzer (1996) extends Thomas and Velthouse's work to specify the content and 

nature of an empowering environment. Spreitzer concludes that low role ambiguity, 

wide supervisory spans of control, access to information and a participative climate 

create opportunities for empowerment through intrinsic task motivation. 

42 



I 
Chapter 77irce Empowernictit 

3.0.2.4 Multi-diniensional Concept 

Many analyses of cmpowcnncnt yield insights from a particular perspective. In her 

review of tile cmpowcn-ncnt literature, Honold (1997) states that crnpowcrmcnt must be 

regarded as a multi-dimcnsional concept. She idcntirics dinicnsions that appear 

repeatedly in the literature as: 

" leadership that creates visions and develops common goals 

" use of teams 

" job autonomy and responsibility for dccision-making 

" control over decisions 

" decentralised organisational structures 

" controls, flexible enough to permit adaptation, based on checks and balances 

" reward systems contingent on performance. 

Table 3.1 summariscs the attributes of empowerment that emerge from the analysis of 

the empowerment bibliography in Appendix A. These confirm the attributes that 

Honold identifies. Analysis of the bibliography also confirms comments she makes 

about the nature of the literature. Honold states that "of the over 200 articles on 

employee empowerment, only four were in scholarly, refereed journals" (Honold: 209). 

She lists Conger and Kanungo (1988), Keller and Danscrcau (1995), Sprcitzcr (1996) 

and Thomas and Velthouse (1990). These references are comparatively rare but are 

increasingly evident (Hardy and Lciba O'Sullivan, 1998; McEwan and Sackett, 1998; 

Wilkinson, 1998). 
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Individual Organisational Leadership / Management 
Requirements R- equirenjents Requirements 

Accountability Communication channels Create a 'no blame' culture 

Authority Control processes: Create reward systems that are 
consistent with empowerment 

Commitment Operational objectives 

Communication skills Social Leadership that empowers 
through direction/inspiration: 

Competence Strategic 
Aligns direction 

Congruence between Goals 
personal and Allocates resources 
organisational goals Information systems 

Clearly defines work roles 
Decision-making skills Performance measurement 

systems that are consistent Communicates goals, 
Knowledge with the goals of vision and values 

empowerment 
Motivation Creates structural 

Policies boundaries 
Problem-solving skills 

Processes Sets parameters, goals, 
Responsibility for: vision and values 

Procedures 
Task innovation Management that empowers 

Purpose through action / participation: 
Process innovation 

Standards Provides feedback, 
Process integration co-ordinates and 

Structures: communicates 
Self-belief 

Task control Minimise adversarial behaviour 
Social skills 

Management control Provide access to business and 
Technical skills operating infon-nation 

Provide education / training 

Set high expectations 
Table 3.1 Attributes of empowerment I 
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3.0.3 Empowerment in Manufacturing 

It is claimed that employee empowerment is necessary for the success or process- 
focussed management initiatives. Each or the initiatives or philosophies is examined 

separately, although in practice they tend to co-cxist within manuracturing systems and 

the literature ofIcn rcfcrs to the practices as occurring simultaneously. Dean and Sncll 

(1991) use the term 'integrated manuracturing' to describe what they then referred to as 

a new manufacturing paradigm. Three prominent practices comprise this paradigm: 
Advanced Manufacturing Technology, Just-In-Timc and Total Quality Management. 

From the author's perspective, and in the context of this research, Just-In-Timc, 

Business Process Rccnginccring, Continuous Improvement, Total Quality Management 

and operating with reduced management hierarchies arc the main drivers of 

empowerment in contemporary manufacturing production systems. 

3.0.3.1 Just-In-Tinic 

Empowennent of production operators is frequently cited as a key contribution to 

excellent business performance. High-pcrforming manufacturing enterprises that view 

empowenment as critical to their success are found in Appendix A, in the section headed 

'Empowerment Implicated in Competitive Success'. Many of these enterprises include 

Just-In-Time within their manufacturing strategies. Empowerment is integral to the 

success of Just-In-Time implementation (ScIto ct al., 1995). Just-In-Timc is a 

philosophy applied to production process control. Based on waste reduction and 
immediate response to customer demand, output is matched to the needs of the market 

through a 'pull' system; production takes place only when there is demand down stream 
in the production system. Characteristics that derine Just-In-Time systems arc: 

0 workflow integration 

0 team interdependence 

process simplification. 
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A rundamental charactcristic of Just-In-Time systems is the removal of stocks of work- 
in-progrcss, which have traditionally served as buffers that break task interdependencies 

among manuracturing subunits (Klein, 1991). The effect of removing stock buffers is to 

make tasks between work units more integrated as completed work is immediately 

passed on to the next stage of the production process. Just-In-Time requires integration 

of process stages, functions and goals (Dean and Snell, 1991). Interdependence forces 

collaboration among individuals within groups and across groups. Work procedures 

and schedules are simplified in Just-In-Time systems to facilitate the flow of work. 
Simplificd task elements then become standardised (Jackson and Martin, 1996). 

Dean and Snell do not use the word empowerment but the changes they infer as 

necessary to the work of production operators are reiterated by those who invoke 

empowerment as a key component of Just-In-Time (Selto et al., 1995). Dean and Snell 

propose that in theory the design of operators'jobs should expand to include increased 

technical, conceptual and analytical input. They review existing research on the effect 

of integrated manufacturing on three aspects ofjob design: 

0 task complcxity 

0 task variety 

0 task interdcpendence. 

A task is complex when production operators utilise cognitive skills such as problem- 

solving, apply judgement and use technical knowledge. The need for increased problem- 

solving skills for operators should become more prominent. The amount of information 

operators process in the pursuit of multiple goals should increase (Dean and Snell: 782). 

Dean and Snell found limited research evidence to support the conclusion that work 
becomes more mentally challenging within integrated manufacturing. They found 

limited support for increased task variety and some support for increased levels of 
interdependence. These findings are inconsistent with the popular view that integrated 

manufacturing and process-focused initiatives affect operator responsibilities. The 

ambiguous relationship between job design and integrated manufacturing is reflected in 
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crnpirical evidcnce that highlights diarnctrically opposcd vicws on the likcly cffccts of 
Just-In-Time on employce skills and working conditions (01 ivcr, 199 1). 

Proponents argue that team working, multi-skilling and job-rotation provide 

opportunities for expanded and more challenging work for opcrators. Activc problcm- 

solving is required to keep work flowing continuously. Errors have to be anticipated or 

speedily recovered (Mullarkcy, Jackson and Parker, 1995). Balancing these 

opportunities for skill enhancement is the belief that the need for increased integration 

may reduce operator control over the timing of work and choice of work mahod (Klein, 

199 1; Jackson and Martin, 1996). 

Mullarkey et al. (1995) document a positive outcome in a Just-In-Timc initiative that 

was implemented in two phases. Afler the first phase, there was a perception of greater 

employee control over work timing and methods. Devolved control responsibilities 

were experienced. The second phase involved lowering inventories and making 

changes to shopfloor layout. Employee autonomy was not reduced and work 

intensification was not observed when inventory was removed. Mullark-cy at al. 

comment that the process of implementation in this case study contributed to the 

project's success. The phased implementation was accompanied by prior preparation 

and education of the workforce. 

Dawson and Webb (1989) also report that Just-In-Time provides opportunity for 

increased operator autonomy over the pace of work and greater involvement in 

production organisation (DaNvson and Webb: 236). These benefits are tempered, 

however, by stress from additional responsibilities and from the lack of control that 

operators have over business fluctuations. 

In a further example of the cffects of Just-In-Time implementation, Jackson and Martin 

(1996) found a reduction in operator autonomy over work timing, an increase in work 

pressure, a decline in job satisfaction and no additional opportunities for problem- 
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solving. Jackson and Martin found that despite detrimental consequences of Just-In- 

Time on the work content, there was no increased strain on operators. Jackson and 
Martin conclude that this is because operators were involved in the implementation 

process and fclt a sense of ownership for the success of the project. 

ScIto ct al. (1995), conducted research within a division of a major manufacturing 

enterprise that competes on cost, reliability and innovation. Def"icicncies in time-to- 

market and reliability prompted senior management to adopt Just-In-Time and Total 

Quality Control to rcgain competitiveness. ScIto ct al. identify process knowledge, 

communication skills, authority and control responsibi Ii tics at operator level as essential 
for the success of Just-In-Time. Selto ct al. found that operators at the research site had 

little or no authority to identify and solve process problems. There was considerable 

conflict among workgroups and between management and operators. The researchers 
found that structural conflict between the requirements of empowered operators and an 
inappropriate management control approach contributed to the conflict and was the most 
likely barrier to superior performance. Many of the control measures consistent with 
Just-In-Time were in place but strong vertical management control, typical of 
traditional manufacturing, probably negated the benefits of appropriate controls (Selto et 

al.: 681). 

Critics of Just-In-Time see the system as a sinister force that allows management to 

control employees through intensified work, increased surveillance of employee 

activities, and through the use of peer pressure within teams to exert self-imposed social 

control (Dclbridge et al., 1992; Sewell and Wilkinson, 1992a; Sewell and Wilkinson, 

1992b; McArdle et al., 1995; Willmott, 1995; Mitev, 1996; Jones, 1997). 

3.0.3.2 Business Process Reengincering 

Empowerment is seen to be inherent in Business Process Reengincering (Hammer and 
Champricy, 1993) and a necessary factor in cffecting Business Process Rcengineering 

(Kowal, 1995; Kruse 1995). A forum convened by the Economic and Social Research 
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Council (ESRC) Business Process Resource Centre proposed that high priority be given 

to human and organisational issues in implementing Business Process Rccnginccring 

(Peltu et al., 1996). Grcater employcc cmpowcnncnt and local autonomy was proposcd 

as a targctcd outcomc of bcst practicc. 

Kruse proposes that there arc three copccpts that should guide Business Proms 

Reengineering within manufacturing cntcrpriscs: 

federalisation 

process-orientated structuring of organisations 

0 empowerrncnt of pcopic within organisations. 

Kruse defines empowcnnent as the authority to make dccisions by those who have the 

most knowledge and who are closest to the activity concerned. Speed and quality of 
local process-based decisions are enhanced through the proccss of cmpowcnncnt. 

Clearly defined policies and expectations minimisc risks associated with the devolution 

of decision-making authority. 

Business Process Rcengineering has been associated with downsizing, rcJundancics and 

the contraction of full-time work (Willmott, 1995a). Implementation may therefore be 

problematic. Sayer and Harvey (1997) suggest that methodologies linked to business 

process reengincering reinforce management power. Since control is the focus of 

Business Process Rcenginecring, structural change required for organisational 

transformation is constrained. They believe the concept of empowerment is rhetorical 

and is in conflict with Business Process Reenginecring. 

Willmott (1995a, 1995b) is highly critical of the conflation of empowerment and 

Business Process Reengineering. Business Process Rccnginccnng uses the language 

and logic of production engineering, which deems people to be malleable, predictable 

and willing (1995a: 310). He describes the human element of Business Process 

Reengineering as its Achilles heel. Willmott (1995b) differentiates empowerment 
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bctwccn 'functionalist humanism' and 'democratic humanism'. The functionalist 

variant assumes that humans dcsirc frccdom from bureaucracy. If this freedom occurs, 
individual nccds arc satisficd and performance is improved. The democratic variant 

rcfcrs to the frccdom to shape the framework in which decisions are identified and 

madc. Functionalist cmpowcn-nent is rcplacing democratic empowerment. It's 

adoption and implcmcntation is not motivated by a desire to change structural 
incqualitics but to cnhancc performance and profitability. Willmott concludes that faith 

in cmpowcrmcnt as a means of responding to change ignores the problems generated by 

the structure of the employment relationship, where some employees are valued for their 

knowlcdge and others are dispensable. 

3.0.3.3 Continuous Improvement 

Ilic objective of Continuous Improvement is to increase the effectiveness of 

manufacturing performance through a company-wide process of focused and sustained 
incremental innovation. All employees constantly seek innovation through small-step 

task and process improvements. Continuous Improvement translates into an 

organisation-wide capability that is operationalised through policies, practices and 
behaviours (Caffyn and Bessant, 1995). Empowerment is inherent in the philosophy of 
Continuous Improvement (Bertodo, 1993; Suzaki, 1993; Daniels, 1995). It is the main 

cnabler of successful Continuous Improvement programmes (CIRCA, 1996). 

There are 'permanent' and 'temporary' variants of Continuous Improvement found 

within manufacturing production. Permanent variants focus on improving work 

methods and procedures through problem-solving teams that deploy systematic 

problem-solving methods, measurable objectives, process evaluation and performance 

feedback (Suzaki, 1993; Lindberg and Bcrger, 1997). Temporary variants involve 

teams of employees who come together to solve a particular problem and are then 

disbanded upon the problem's completion. 
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Figure 3.2 Types of Continuous Improvement (Adapted Lindberg and Berger, 1997) 

Figure 3.2 classifies types of Continuous Improvement. These are differentiated 

between activities that are integrated within normal tasks and activities that take place 

within a parallel structure for innovation generation. Parallel Continuous Improvement 

is exercised within existing management decision-making structures. Problem-solving 

techniques are applied to work methods and results from problem-solving investigations 

are fcd back into the formal organisation through suggestion schemes. Decisions to 

alter standardised work procedures are sanctioned by line management. Quality control 

circles are mechanisms for facilitating permanent parallel Continuous Improvement. 

Expert task-force constitutes temporary parallel Continuous Improvement. Organic 

Continuous Improvement, characterised by group autonomy In planning, evaluating and 

implementing improvements, is permanent and integrated. It is exercised through 

mu Iti -functional work teams. Wide-focus Continuous Improvement is a hybrid 

approach that consists of temporary parallel and integrated activities. 
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3.0.3.4 Total Quality Management 

Empowerment is claimed to be the key to the success of Total Quality Management 

(Morris and Haigh, 1996; Gatchalian, 1997; Kondo, 1997; Roth, 1997). In an 
investigation into Total Quality Management as a source of sustainable competitive 

advantage, Powell (1995) concluded that factors normally associated with Total Quality 

Management success did not lead to sustained competitive advantage. Tacit factors that 

arc not casily imitable, including behavioural patterns, open culture, employee 

cmpowcrment and executive commitment, were considered significant in sustaining 

competitive advantage. Wilkinson ct al. (1997) state that, to its advocates, Total Quality 

Management is unequivocally good and leads to the empowerment of employees. As 

with Just-In-Time and Business Process Reengineering, there is an opposing perspective 

that presents Total Quality Management as another management ploy to tighten control 

over the workforce and to intensify the pace of work (McArdle, 1995; Jones 1997). 

There is no agreed definition of Total Quality Management. To Rodrigues (1994), it is 

a long-term commitment to ongoing improvement of quality throughout an 

organisation's whole system, with all employees actively participating. Hill and 
Wilkinson (1995) identify three common attributes: 

0 customer orientation 
0 process orientation 
0 Continuous Improvement. 

Quality entails meeting customer requirements, which is achieved through a production 

process that consist of task inputs and outputs within a chained sequence. The eventual 

recipicnt of the completed product or service is the customer. Work units that are 

recipients of output from upstream within the production process are considered to be 

intcmal customers. Customer focus is the common goal that drives quality. Continuous 

task and process improvement by employees at production level is achieved through 

process simplification, process reengineering, measurement systems and problem 

solving. An integrated systems perspective is required by all employees in Total 
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Quality Management. Each work unit within the process chain needs to understand the 

quality contribution of the unit to the whole production process. 

3.0.3.5 Operating with Reduced Managerial Hierarchies 

Just-In-Tinic, Continuous Improvement and Total Quality Nlanagcnicnt provide the 

means of achieving horizontal process control. Changes to the horizontal dimension of 

management control structures can occur simultaneously with these proccss-focusscd 

techniques. Devolving Indirect management responsib, I 'tics changes vertical 

management control structures. 
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Figure 3.3 The Empowemient Continuum (Wellins et al., 199 1) 
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Figure 3.3 illustrates an empowerment continuum that relates specific responsibilities 
devolved to production teams with levels of empowerment (Wellins et al. 1991). The 

continuum is highly simplistic. Skilled empowered teams whose main activities are 

scheduling, quality and maintenance can have the highest levels of responsibility in 

automated production (McEwan and Sackett, 1998). The continuum nevertheless shows 
the nature of indirect functions that are being devolved from middle management to 

production employees. How managers adapt to changes to horizontal and vertical 

management control structures within an empowered work context is potentially 

problematic (Lciba and Hardy, 1994; Roth, 1997; Robinson, 1997; Wicksier, 1997). 

3.0.4 Analysis of Empowerment in Manufacturing 

Empowerment is a multi-dimcnsional concept. Internally generated psychological 

cmpowcnncnt, which is associated with job motivation, adds an individual dimension to 

the concept. Externally generated organisational empowerment for shopfloor 

employees is a consequence of the need for organisational innovation, flexibility and 

control. Organisational empowerment contributes a systemic dimension to the concept 

through vertical and horizontal changes in management and process control 

rcsponsibi Ii tics. Internally and externally generated empowerment are moderated by 

factors that influence employee compliance with empowered work strategies. Insights 

from tile literature on political empowerment highlight issues of conflict and the 

importance of industrial relations context. 

Empowerment in manufacturing production is targeted mainly at shopfloor operators. it 

does, however, require fundamental changes to attitudes, control structures and working 

relationships throughout the organisation. Empowerment requires an understanding of 

organisational purpose at all levels. Leadership and management functions need to 

adapt to mediate co-ordinated empowered strategies within a context of procedures, 

processes and structures. 
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3.0.4.1 Criticisms of Empowerment 

Critics of cmpowcmicnt and ncw manufacturing practiccs asscmble thcir argumcnts 

around the issues of- 

0 power 

0 control 

0 the limited changes in work- pcrformcd by production opcrators. 

To some critics, the concept of empowerment must rcflcct a genuine change in power. 
Wider employee influence over business strategy would constitute an increase in power. 
The critics argue that, since employee participation is rcstrictcd to production process 
input, 'empowerment' entails no shift in power. This, the author argues, is a somewhat 

narrow view of what constitutes power. The value to companies of appropriating 

employee knowledge in the forin of Continuous Improvement suggestions is measurable 

in cost savings. Shapiro (1996) reports that, as a result of employee ideas, savings of 

$13 million were made over a threc-year period at one plant of Caterpillar Tractors. 

Many of the manufacturing enterprises listed under the category 'Empowerment 

implicated in Competitive Success' in Appendix A report cost savings from cmploycc 
ideas. The sums vary between $1 to $10 million within the period of a year. New 

production models cannot function without innovation or process control activities. It 

could be argued that power emanates from the value of employee knowledge and 

willingness to participate in manufacturing initiatives, not from strategic decision- 

making authority. Belasco and Stayer (1994: 3) refer to Marx's axiom that those who 

hold capital exercise power. They argue that today it is holders of intellectual capital 

who hold this power through knowledge that is required to meet the challenge from 

turbulent markets. 

Critics of empowerment and new manufacturing practices regard them as controlling 

phenomena (Sewell and Wilkinson, 1992b; Delbridge ct al., 1992; McArdle, 1995; 
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Jones; 1997). Critical accounts of operator experiences of new manufacturing 
tcchniqucs have focused on the high levels of direct supervisory control and on the high 
levels of self-control that teams impose on themselves through peer pressure (Garrahan 

and Stewart, 1992; Graham; 1994). Balanced against management attempts to control 

production operators, and to secure their compliance with new work practices, is 

operators' ingenuity and capacity for resistance. Delbridge (1998) categorises varying 
degrees of operator resistance: surviving the system, moderating the system and beating 

the system (Dclbridgc: 194). Surviving the system entails operators distancing 

themselves from the demands of management, for example, by avoiding overtime and 

not participating in any form of discretionary behaviour. Moderating the system 
involves operators maintaining some control over their work effort in a way that is 

detrimental to management demands. This could include taking informal breaks or 
indulging in slack time-keeping. Operators that deliberately regulate the quality of their 
intellectual input display moderating behaviour (Kerfoot and Knights, 1995: 229). 

Beating the system includes refusal to undertake specific tasks, which is likely to be a 

collective form of resistance. 

The issues of power and control are related. In the author's view, operators have power 

and their resistance has value where there are costs attached to operator non-compliancc 

with new work practices. Costs could be measured by an assessment of detrimental 

cffects on process innovation and control. Where operator knowledge can be translated 

into cost savings, management control systems should be designed to minimise operator 

resistance as far as possible. Adopting the same logic, resistance has little value, in 

terms of the process of empowerment, if it levers no changes in working conditions in 

favour of production operators. This concurs with the view that utilising empowerment 

as a means of responding to change ignores the fact that some employees are valued for 

their knowledge and others are dispensable (Willmott, 1995b). Management control 

associated with new manufacturing practices may be perceived as being coercive and 

excessive in some manufacturing enterprises. Empowerment is irrelevant in these 

circumstances. 
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There is no escaping the fact that factory work may be tcdious bcyond comprchcnsion. 
Dclbridgc (1998) conducted his research by working in two factories. He states that 

when he left this employment his despair at the systematic waste of his colleagues' 

talents was complete (Dclbridgc: vii). This view appears to be inconsistcnt with the 

notion of empowerment. Empowerment need not involve significant changes in job 

responsibilities for production operators. Although changes in operating responsibilities 

may be occurring, the overall redistribution of managcmcnt control rcsponsibi Ii tics 

remains small (Wilkinson ct al., 1997). W11crc there is no significant devolution of 

management control responsibilities, the need for process innovation is likely to be a 

lever in changing management attitudes towards production opcrators. Changcd 

attitudes translate into working relationships that differ from those found in traditional 

manufacturing. 

The GM-Toyota car plant, NUMMI, in California has a highly standardised model of 

production, which is associated with Tayloristic time-and-motion methods. It is 

assumed that detailed standards, implemented with high levels of discipline within a 

hierarchical organisation, stifle innovation and create motivation problems. This view is 

turned on its head at NUMMI, where standardised work- is seen as the source of 

creativity and learning. Procedures are designed by the workers, rather than by 

engineers. Although absolute changes in employee responsibilities may be limited, the 

design and control of their own work alters the balance of power bctwccn labour and 

management, in favour production employees (Adler, 1993a: 98). The success of the 

NUMMI model is attributed to high levels of union and worker power Adler (1993a, 

1993b). The process of achieving management control was highly significant in 

obtaining operator compliance within a tightly-disciplined manufacturing system. 

The author admitted in Chapter One that she is uncomfortable with the term 

gempowerment'. She is also uneasy with some of the accounts, which are found in the 

empowerment bibliography, of the benefits of empowerment. These accounts ignore 

the conflicts that operationalising empowerment can gcncmte. They also misrepresent 

the reality for many working in manufacturing production. I'lle author has a family 
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mcmbcr who works in an electronics assembly plant. For several years, in common 

with his colleagues, he has been on three-monthly renewable employment contracts. 
This prevents the acquisition of legal rights to redundancy entitlements. The employer 

can do this because of local labour market conditions. The concept of empowennent is 

questionable in cases like this, which are increasingly common. 

Critical theorists are correct, in the author's view, to query the validity of the concept of 

cmpowcrmcnt. They provide an insistent reminder that new manufacturing practices 

emerged in a particular political and historical context, at a time when union influence 

had diminished within the ma ority of workforces. Critical theorists suggest that 

management's traditional controlling function may be strengthened by new 

manufacturing practices. They speak of the 'managerialist' stance adopted by 

proponents of empowerment. 'Managerialism' is supposed to represent the views of 

management, an elite grouping. This is where the author disagrees with the critical 
theorists. Management is not a homogenous group with united interests. Itappearsthat 

the group identified as middle management, which includes first-line supervisors, 

perceives that it has most to lose in contemporary manufacturing enterprises. The 

corollary to this group feeling threatened is that there are real changes occurring within 

manufacturing production. The author perceives that, where operator innovation is 

perceived by management to have monetary value, working relationships are becoming 

less adversarial and management control responsibilities are changing. Scarborough 

(1998) aft"irms this perception when he argues that there is evidence that managerial 

practices are infiltrating shopfloor social relations as authoritarian managerial practices 

are challenged. 

3.0.4.2 Empowerment and Process Control 

A brief discussion on organisational control structures is necessary before the analysis 

of empowerment within manufacturing enterprises progresses. Management structures 
derine rules, conventions and responsibilities, which determine the placement of 
dccision-mak-ing power within an organisation (Weick, 1969). Control, influence and 
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the exercise of authority are sanctioncd through managerrictit control structurcs and are 

mcdiatcd by social rclationships. 

Hrebiniak et al., (1989) describe structure as basic organisational dcsign, that is how 

tasks arc divided, plus management control structurcs. Vcrtical managcmcnt control is 

maintained through the exercise of ccntmliscd or dcccntraliscd dccision-making 

authority that is incorporated within work rolcs. The conscqucticc of currcnt trcnds 

towards decentralisation is that decision-mak-ing authority is rcdistributed from 

management down to production level. Horizontal organisational control includcs both 

process control and horizontal management control, which rcflccts workflow co- 

ordination responsibilities that arise from dcccntmlisation. 

Just-In-Time, Total Quality Management and Continuous Improvement arc methods 

and philosophies applied in pursuit of process ctTicicncy and control. Gunsak-cran and 

Cccille (1998) provide examples of techniques used within a small manuracturing 

enterprise to achieve process control. They include Total Preventive Maintenance, 

reduction of changeover time through the method of singe minutc exchange of dic, 

operation of a kanban system, Continuous Improvement and the use of Hoshin 

workshops. The workshops arc used as vehicles for problem solving and 

communication to focus on cycle time, waste elimination and work organisation. The 

process of achieving production control relies on the collaboration of operator ideas, 

contribution of individual knowledge and willing participation from production 

operators. The allocation of final decision-mak-ing responsibility for process control 

activities may not be devolved to production operators. 

Process control through Continuous Improvement activities may not lead to significant 

changes in management control structures. There is no change where innovation- 

generating, evaluation and implementation mechanisms exist separately from work 

tasks. Job design is augmented to include responsibility for innovation evaluation and 

implementation with Integrated Continuous Improvement (Lindbcrg and Berger, 1997). 
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Thc rcscarch evidence on the effects of Just-In-Time and Total Quality Management on 
the reallocation of management control responsibilities is mixed. Wilkinson (1997) 

rcports that changes to dccision-making responsibilities associated with Total Quality 

Management arc in practice insignificant. Argyris (1998) claims that there has been no 

sweeping transformation of responsibilities as a result of empowerment within 

organisations. This concurs with research that indicates that job design is not 

necessarily augmented to include responsibilities such as problem-solving as a 

conscqucncc of Just-In-Time (Dean and Snell 1991; Selto et al., 1995; Jackson and 
Martin, 1996). Further evidence is provided by research conducted within the European 

auto componcnts industry into high-performing organisations (Oliver et al., 1996; Lowe 

ct al. 1997). The research found that the amounts of responsibility devolved to 

production operators for quality, allocation of work, control over pace of work and 

maintenance was no greater in high performing plants than in other plants. High- 

performing organisations reported a lower level of devolution of responsibilities for 

quality than did the other organisations. This implies little or no change in management 

control responsibilities in high-performing organisations. Oliver et al. (1996: 95) state, 

without defining what they mean by empowerment, that production operators in the 
higli-pcrfonning plants "show no evidence of greater empowerment". 

3.0.4.3 Empowerment and Management Control 

In contrast with the evidence that indicates limited change to management control 

responsibilities as a consequence of Just-In-Time and Total Quality Management 

initiatives, there are examples within the empowerment literature of empowerment that 

takes the form of significantly devolved management control responsibilities. McEwan 

and Sackett (1998) provide case study evidence. The Milwaukee Electric Tool 

Company (%v%v%v. usu. edu/-shingo/Metco. html) operates cellular manufacturing, where 

the cells function as mini-businesses. Cell managers and members require the skills to 

take full responsibility for quality, supplier relations, inventory management and cell 

management. Self-directed empowered teams at Saturn Corporation are responsible for 

work scheduling, inventory management, inter and intro-group communication, budget 
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control, conflict resolution, health and safety, relationships with supplicrs and rcsource 

management (Ginnodo, 1997). One of the case studies examincd in Chaptcr Scvcn 

demonstrates empowerment that involves signiricantly dcvolvcd managcmcnt control. 

The preceding discussion demonstrates that cmpowcrmcnt within manufacturing 

production can take a variety of forms that achicvc organisational control by different 

means. The need for innovation and control arc common across all industrial scctors in 

manufacturing production. Which is more of a dominant concern is a function of many 

factors. It is obvious that the form taken by empowerment in a high volume, tightly 

controlled and standardiscd manufacturing production cnvironmcnt is likely to differ 

from that found in a dcccntraliscd, low volume and complex production system. There 

is a need for a contingent approach to be taken when implementing cmpowcrcd work 

strategies. Contingency factors are discussed more fully in Chapter 5. 

3.0.4.4 Empowerment and Organisational Control 

The fact that empowerment is inextricably linked with organisational control is 

comprehensively demonstrated by the exploration of Just-In-Timc, Continuous 

Improvement, Business Process Reenginccring and Total Quality Management. The 

cffects of process-focussed initiatives on operatorjob design arc ambiguous. Tight 

process discipline was found to be a consistent feature of high performing 

manufacturing enterprises in the European auto components industry (Oliver ct al., 1996 

and Lowe et al., 1997). The same research found little evidence of devolved 

management control responsibilities. How manufacturing enterprises achieve 

organisational control is of critical concern in identifying which attributes of 

empowerment are associated with a particular control outcome. 

Figure 3.4 illustrates a range of possible control outcomes from implemcnting new 

production arrangements (Dawson, 1994). These control outcomes arc stated from the 

perspective of task structure as well as management control structures. The top left- 

hand quadrant describes a situation in which task structures change towards 
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tcamworking but management control structures remain as before, with strong 

supervisory control. The top right-hand quadrant describes a change to teamwork and 

changed management control structures that reflect a reduction in supervisory control. 

COLLABORATIVE TEAMWORK 

Reorganise teams and maintain 
conventional control systems 

IRECT 

Conventional flow-line manufacturing 
systems with well-defined supervision 

Conventional work organisation with 
control responsibility for quality 

INDIVIDUAL TASKS 

Figure 3.4 Control and new production arrangements (Adapted from Dawson (1994)) 

The bottom right-hand quadrant represents unchanged task structures and changes to 

vertical control structures only in respect of responsibility for quality. Dawson 

characterises the bottom left-hand quadrant as technologically controlled manufacturing. 

In terms of new production arrangements, this represents no change in either task 

structure or management control structures. According to Dawson, there is detailed 

division of labour and strong supervisory management within this quadrant. Dawson 

contends that this model of production tends to lead to shopfloor conflict, high labour 

turnover and adversarial industrial relations. 

Extrapolating from Dawson's framework, it would seem that there is no scope for 

empowerment in manufacturing enterprises within the bottom left-hand quadrant. This 

is not true. Adler (1993) has demonstrated that empowerment arising from innovation 

through parallel continuous improvement is consistent with standardised production 

under traditional management structures. Empowerment in the top left-hand quadrant 
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will similarly arise from parallel continuous improvcmcnt. Unchangcd vertical 

management control structures implies that horizontal communication among tcams and 

the integration of process control that is rcquircd by new wave manufacturing stratcgics 

rcmains the responsibility of supervisors. Empowcrmcnt in the top right-hand quadrant 
incorporates continuous improvcmcnt, cithcr intcgratcd, or parallel, along with dcvolvcd 

responsibilities to production teams for dircct, management control and horizontally 

integrated process control. Empowerment in the bottom right-hand quadrant is 

restricted to devolved responsibility for quality and for continuous improvcmcnt. 

ScIto et al. (1995) present the case for consistency in aligning nianagcmcnt control 

structures with Just-In-Time. They view process knowledge, communication skills, 

authority and control responsibilities at operator level as csscntial for the success of 

Just-In-Time. Selto at al. found an absence of devolved authority for idcntifying and 

rectifying process problems. Selto ct al. concluded that thcrc was structural conflict 

between the limited operator responsib il i tics for problcm-solving and strong vertical 

management at the research site. This structural inconsistency was idcntiricd as 

contributing to the considerable conflict that exists among work-groups and between 

management and operators. 

Jackson and Martin (1996) reported case study evidcncc that revealed a similar lack of 

opportunity for additional problem solving within a manufacturing enterprise that 

implemented Just-In-Time. This research differs from ScIto ct al. in that the 

implementation of Just-In-Time was unproblcmatic. Managcmcnt preparation and 

involvement of the workforce in the implementation process resulted in success. 

Working relationships between management and production operators were poor at the 

research site investigated by ScIto ct al. The contrast bct'%vccn these two cases indicates 

that the lack of problem-solving responsibilities in the Jackson and Martin research was 

compensated by a management approach that encouraged operator commitment and 

motivation to support Just-In-Time. 
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Adler views how the NUMMI system was implemented as critical to the plant's 
success. The system makes production problems immediately visible. Visible control 

under an autocratic management would result in ubiquitous surveillance. Adler claims 
that the system works because management is regarded as a support function rather that 

a controlling hierarchy. Tensions and frictions remain within NUMMI but it is reported 
that the workforce adopt a mature and pragmatic realism. The imperative of effectively 

managing the implementation process of empowered work strategies is confirmed by 

favourablc responses to the Just-In-Time initiatives that were documented by Mullarkey 

ct al., (1995) and Jackson and Martin (1996). 

Crcating the climate and structures within which responsibilities can be exercised 

should be a critical organisational objective in confronting the challenges posed by 

turbulent market conditions (Partnerships With People, 1997). Identifying the form of 

cmpowcrmcnt that corresponds to a particular profile of organisational control structure 

provides a basis for constructing a set of principles to guide empowerment strategies. 

3.0.5 Establishing a Research Need 

Research on implementing work methods that are intended to create empowerment as a 
key outcome is uncommon. Empowerment and new manufacturing practices are 

synonymous. There arc two key sources of empowerment: the need for process 
innovation through harnessing the intellectual input of production operators and 

empowerment resulting from restructured organisational. control dynamics. A generic 
fivc-stagc model for implementing Continuous Improvement, for use within 

manufacturing enterprises, has been developed using the results from a large scale UK 

research project (Bcssant and Caffyn, 1997). The model specifies evolution from 

sporadic, uncoordinated Continuous Improvement activities within an organisation to 

the point where Continuous Improvement is absorbed as a way of life throughout the 

organisation. The model focuses on behavioural routines associated with successful 
implementation at each stage. Significant crnpirically-based research into factors that 

facilitate the process of innovation in manufacturing enterprises therefore already exists. 
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There is no research on opcrationalising crnpowcrmcnt spccifically from an 
organisational control perspective. The drivers or crnpowcni, crit include process- 
focussed initiatives like Total Quality Management, Just-in-Timc and Business Process 

Rccnginecring. There are a variety of management control outcomes from new 

management practices, which implies that there are multiple forms of empowerment. 
There is a need for to support practical rcalisation of crnpowcrmcnt from the perspective 

of management control. The author believes that this support has to begin with a 

comprehensive understanding of the form of empowerment and the issues to be 

addressed in operationalising cmpowcn-ncnt, within the context of the business 

environment in which is to be operational iscd. A conceptual framework is a means of 

capturing this knowledge. The conceptual framework that author develops cncapsulaics 

all dimensions of empowerment, including innovation and control, using existing 
theoretical knowledge. The theoretical premises underpinning the framework arc 

validated using case study evidence. Bessant and Caffyn's work on the process of 
implementing Continuous Improvement provides an important additional source of 

validation. The research need is only partly established. Claims that empowerment is 

no different to previous management initiatives must be evaluated, since 
implementation knowledge may exist. 

3.1 SUMMARY 

The main points to emerge from Chapter Three are: 

empowerment is a multi-dimensional concept, arising from innovation in 

production processes and from changing organisational control rcquircmcnts; the 

core techniques supporting empowerment and process control are synonymous 

a contingent approach must be taken to opcrationali sing empowerment because of 
the various permutations of management control structures within manufacturing 

production systems 

65 



Chapter 77irce Empowerment 

preparing for tile process of implcmenting empowered work strategies is 

consistent with favourable employee response 

0a rcscarch nccd is partly cstablishcd. 
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Figure 4.1 Outline of Chapter Four 

The contents of Chapter Four are summarised in Figure 4.1. Empowerment is 

sometimes used synonymously with past management initiatives, Chapter Four 

explores the antecedents of empowerment to establish what knowledge exists on 

implementation of past initiatives. Differences and commonalties between 

empowerment and past management initiatives are determined. Past knowledge that is 

relevant to operational ising empowerment may contribute to the conceptual framework. 

Differences from past initiatives highlight the need to harness knowledge previously 

unexplored within the context of empowerment for inclusion within the framework. 
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4.0 ANTECEDENTS OF EMPOWERMENT 

I'lic history of dcvclopmcnts in management methods in organisations is well. 
documcntcd (Blacklcr ct al., 1978; Hackman and Oldham, 1980; Holloway, 1991; 
Marchington ct al., 1992; Fcnton-O'Crccvy and Nicholson, 1994; Collins, 1995; 
Wilkinson, 1998). The study of management methods began as the scale and 
complcxity of organisations incrcascd in the period following the Civil War in the US 
(Fcnton-O'Crccvy and Nicholson, 1994). 

4.0.1 sclentific Management 

Taylor's scientific management emerged from this background (Fenton-O'Creevy and 
Nicholson, 1994). Taylorism became influential from the period of the First World War 

onwards, when it was subsumed within Ford's standardiscd mass production 
tcchniqucs. Hackman and Oldham (1980: 49) summarisc Taylor's management 

principles: 

40 work is analyscd to determine precise details of equipment, materials and standard 

times for tasks; simplified tasks are specified and allocated among workers 

cmployccs should not be overqualified; scientific management aims to reduce 

reliance on employee skills through work simplification 

managers ensure that work is performed exactly to the specification of the work 

analysis; close supervision is deemed necessary to ensure compliance 

adherence to work procedures and practices is linked to the payment of bonuses. 
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4.0.2 Human Relations 

Social problems arising from application of Taylor's management methods led to thc 

emergence of the 'human relations' tradition of management during the 1920's and 

1930's. Human relations began with experiments at the Hawthorne plant or tile 

Western Electric Company in Chicago. Investigations were carried out to try to 

determine reasons for poor productivity and high worker dissatisfaction at tile plant. 

Initial results found that altered aspects of working conditions were not key factors in 

increasing cfficiency in work performance. Subsequent investigations found that people 

worked harder if they felt they were being given attention or participating in something 

new (Blackler ct al., 1978: 12). This has become known as the 'Hawthorne: Effect'. 

The subsequent research also highlighted the influence of inrormal work groups on how 

employees perceived work and reacted to it. Productivity was round to depend on 

social relations within the factory (Hackman and Oldham, 1980; Holloway, 1991). 

Improving worker motivation through changing tile social context or work became the 

goal of human relations. Human relations writing thcrcrore ccntrcd on tile development 

of supervisory and management leadership skills. According to Holloway (1991), 

human relations interventions were designed to induce the consent and commitment of 

workers without changing organisational structures or technology. Human relations did 

not replace Taylorism. By ameliorating the adverse social cffccts of scicntiric 

management, human relations seemingly offered management a way of improving 

productivity while continuing to operate standardised production. 

4.0.3 Job Design 

Humans are assumed to search ultimatcly for 'scif-actualisation' through personal 
development and a sense of accomplishment in their activities. Since this was unlikely 

in many industrial jobs, the solution was to redesign work- to meet self-actualisation 

needs. Job design shifted away from focus on working relationships as a means of 
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targeting employee motivation and back to an emphasis on individuals. Hertzberg ct al. 
(1959) claimcd that factors such as supervision and working conditions, while 
important, wcrc not dircctly relatcd to self-actualisation. 

IIcrtzbcrg's motivation-hygcne theory differentiates between work factors that are 
motivators and those that arc hygcne factors. Motivators are key sources of motivation 

and includc recognition, achievement, responsibility and personal competence. Hygene 
factors arc not critical to sclf-actualisation. They include company policies, supervisory 

practices, pay and working conditions. Hertzberg proposes that jobs enriched to include 

motivators will enhance work motivation. 

Job design cncompasscs job enlargement and job enrichment. Job enlargement is the 

outcomc of allocating responsibilities for more than one task to an operator (Holloway, 

1991). Hertzberg (1987) claims that job enlargement efforts are problematic because of 
what he calls horizontal job loading. Horizontal job loading, through job rotation or the 

completion of multiple tasks, does nothing more than enlarge the meaninglessness of 
an already meaningless job (Hertzberg: 114). Job enrichment occurs through vertical 
job loading. Vertical loading reflects the opportunity to add responsibility, growth 

potential, recognition and achievement to jobs. 

Hackman and Oldham build on Hertzbergs's work in the Job Characteristics Model. 

Job characteristics theory postulates that an individual will be motivated to work when 
jobs arc designed to satisfy three critical psychological states. These include: 

0 the need for meaningful work 

0 the nccd to bc rcsponsiblc for work outcomcs 

0 the nccd for perfonnance fcedback. 
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of work 

Autonomy Experienced 
responsibility for 
outcomes of work 

Feedback Knowledge of 
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OUTCOMES 

Knowledge and skill 
Need for personal growth 

Satisfaction with working conditions 
MODE R. AT ORS 

Figure 4.2 The Job Characteristics Model (Hackmari and Oldham. 1980) 

Figure 4.2 illustrates core job characteristics associated with each of the psychological 

conditions that must be met if jobs are to be motivating. Task identity is the extent to 

which a job has an identified outcome. This reflects satisfaction with a sense of 

completeness. Task significance reflects the degree to which there arc consequences for 

poor task perfon-nance. An other%vise unchallenging task may have a high degree of 

meaning because of the safety implications of a manufactured product. The motivating 

potential of a job is modified by personal characteristics. The model emphasises the 

need for a fit between an individual and a particular job. 

4.0.4 Sociotechnical Systems 

Whereas in the US job design focused on individual jobs, the sociotechnical approach, 

pioneered by the Tavistock Institute in the UK, focused on the design of work groups 

within organisations. Sociotechnical systems theory has its genesis in the Trist and 

Bamforth (1951) study into the effect on social groups of technological changcs in the 

method of coal-getting in the UK coal mining industry. The revised method 

necessitated the use of new machinery and the accompanying design of specialised jobs. 
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The innovations unexpectedly led to decreases in productivity. Trist and Bamforth 

compared processes at mines using the old 'hand-got' method with processes at mines 

using the new 'longwall' method. According to Trist and Bamforth, social balance that 

existed among groups using the old method was lost with the move to the new method. 
Miners using the old method worked out job rotation systems and were able to adjust 

their work to take account of their colleagues' work situations (Cotton, 1993). 

The objective of sociotechnical organisation design is not primarily motivation, but the 

joint optimisation of an organisation's technical and human systems. Cummings (1978) 
defines the technical system as "the equipment and methods of operations used to 
transform raw materials into products or services" and the human system as "the work 

structure that relates people to the technology". When these are optimised, employee 

needs arc satisfied, productivity increases and the organisation is adaptable to change 
(Pasmorc and Sherwood, 1978). Pasmore and Sherwood emphasise that each 

sociotcchnically designed organisation is unique and that no single method of 
intervention should be advocated. While Cherns recognises that there is no blueprint 

for implementing sociotechnical design, he proposes a number of common 

sociotcchnical principles. These are listed in Table 4.1. 

PRINCIPLE DESCRIPTION 

Compatibility Different perspectives exist among organisational participants; 
conflict is inherent in design; consultation is required to achieve 
optimal design 

Minimal critical System design states what must be done within a system; how 
specification something is done is made as discretionary as possible 

Variance control Responsibility for controlling variance from production goals is 
given closest to the source of task execution 

Organisational boundaries are drawn such that the sharing of 
Boundary location information, knowledge and learning are unimpeded 
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Infonilation flow Infoi-mation is directed to the team or individual rcsponsible for 
action; infoi-niation is essential for variance control and discharp 
of responsibilities 

Power and Authority and resources arc made available to ensure pcrforniaticc 
authority of responsibilities 

Multifunctional New skills can either be delivered through adding expert 
principle knowledge or through expanding the repertoire of cxisting skills-, 

the principle advocates using experts as tramrs to cxpand cxisting 
knowledge 

Support Control of production teams by support functions should be 
congruence congruent with the principle of minimal critical specification 

Transition Managing the stresses of change is planned for and is part of the 
design task 

Evaluation Chems refers to this as the "Forth Road- principle. Redesign is a 
continuing part of organisational redesign. Equipping operating 
teams to implement redesign is necessary 

Table 4.1 Sociotechnical design principles (Chcms, 1978; Chcms 1987) 

4.0.5 Employee Involvement and Participation 

There is broad consensus that participation is a managemcnt led philosophy which 

purports to increase employees input into organisational decision making (Wall and 

Lischerhorn, 1977; Cotton, 1988; Plunkett and Fournier, 1991; Fenton-O'Creevy and 

Nicholson, 1994; Lawler, 1992). Participation can include indirect influence through 

joint consultation but this aspect of participation is excluded from the present 

discussion. To Ackers et al. (1992), employee involvement is more heterogeneous in its 

motives, method and impact than older theories of participation, which were fostered by 

trade unions and were intended to strengthen employee influence over strategic 

decision-making. 

Defining ten-ns is problematic. 'Participation', 'participative management' and 

'employee involvement' are often used synonymously in the popular management and 
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management rcscarcli literatures (Foy, 1991; Cotton, 1993). Cotton (1993) states that 

tlicre arc numerous terms rcfcrring to a myriad of techniques. It is argued that a central 

concept of involvement or participation underlies all of them. Fenton-O'Crcevy and 
Nicholson dcrinc participation as "an umbrella term covering all ways in which 

employees may purposefully influence managerial decision making" (Fenton-O'Crcevy 

and Nicholson: 6). Employee involvement, in this view, is a form of participation 
intended to increase employee commitment and contribution to the organisation. It 

incorporates elements of human relations, job design and sociotechnical systems 
interventions. 

To Lcdford and Lawlcr (1994), employee involvement can only be effective if it is 

implemented using a systems approach since "any intervention that is not reinforced by 

multiple subsystems is unlikely to have major effects on performance because it is 

likely to be overwhelmed by organisational subsystems that do not reinforce 

participation". The four critical processes required to sustain employee involvement are 
the provision of information, rewards, knowledge and power (Lawler, 1992). 

Marchington ct al. (1992) use the term employee involvement to describe a more ad hoc 

approach adopted by organisations. An organisation. may have a mix of employee 
involvement initiatives in place at any one time. Waves of interest in different 

techniques rcfIcct temporal responses to particular business pressures. 

Table 4.2 summariscs employee involvement initiatives (Marchington et al, 1992; 

Lawler ct al, 1992). Employee involvement encompasses a range of interventions. 

Something as trivial as increasing communication by means of house journals to radical 
job design and self-managcd work teams can constitute employee involvement. 

Employee involvement does not imply any redistribution of decision making authority 

or power, although some forms of management initiatives may require such a 

redistribution (Marchington ct al., 1992). 
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Knom. -ledge Ilower 
Information Rmards Slistritig 

Competitors' relative Leadership 
performance 

Multi-skilling 
Financial: 

Company results Problem-solving 
Unit perfon-nance 

Team-building 
Operating perfon-nance: 

Company 
Unit 
Team 

Strategic: 
Plans / goals 

Employmcni secufity Job rcdcsign 

Perfomiancc bascd: ScIf-managing 
work groups 

Individual incentivcs 
Tcam iticcntives Quality groups 
Profit sharing 
Gainsharing Quality of 
Employcc shares working life 
Non-monctary cornmiuccs 
rewards 

Surveys 
Skill bascd pay 

Suggestion 
schcmes 

New technologies 
Units that 

Other: function as 
Housejournals businesscs 
Employee reports 
Team briefings 

Table 4.2 Employee involvement initiatives 

4.1 IMPACT OF ANTECEDENTS 

The impact of the antecedents of empowennent can be assessed by the diffusion of past 

initiatives and by the effect they have had on organisational performance. Although 

employee involvement evoked interest among academics in the 1960s and 1970s, 

practical implementations were rarely encountered until the 1980s, when demanding 

global competitive conditions fuelled increasing practitioner interest (Lawler, 1992; 

Ledford and Lawler, 1994; Fenton-O'Creevy and Nicholson, 1994). 

Despite the stress over the past 40 years on the importance of co-operation between 

technical and human systems, research repeatedly shows that production systems under 

perform because social, organisational or human factors are ignored in systems design. 
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Sociotcchnical systems thcory has had limited practical impact (Benders et al 199S). 
Although nianagcnicnt interest in Hertzberg's ideas was enthusiastic, few examples of 
job cnrichmcnt programmes were found in practice, at the time of writing, within direct 

production work (Black-1cr ct al., 1978). 

These observations of the limited diffusion of past management initiatives are in 

contrast to research that reports positive effects of job redesign and participation on job 

satisraction and productivity. Both the job design and participation literatures have 
bccn heavily criticiscd. Blackler ct al. cite a major review of the job design literature. 
The review criticiscd the job design literature for its 'missionary zeal'. The reviewer 
claims that only positive results are published and that poor research designs are 
characteristic of the job design literature (Blackler ct al.: 43). Academic research into 
job design has focused on the cffccts on employee satisfaction and motivation rather 
that on what influences job design (Dean and Snell, 1991). According to Dean and 
Snell, job design theory remains underdeveloped. 

The author could find no academic research on implementing past management 
initiatives. This is unsurprising, given that practical implementations were rarely 

cncountcrcd until recent years and that most academic research has focused on the 

cffccts of job design on employee satisfaction. The lack of implementation studies 

affirms the finding from the review of the empowerment literature that implementation 

remains a key area for investigation. Knowledge of factors that influence the process of 
implcmcnting empowered work strategies in manufacturing production could be of 
significant business benefit to manufacturing enterprises. 

The research findings on the effectiveness of participation and involvement are 

equivocal. In his review of studies that are themselves reviews of empirical research 
into the cffcctivcness of employee involvement, Cotton (1993) concluded that "all of 
the reviewers found considerable heterogeneity in their reviews ... studies examining the 

same outcomes would find totally different results". Differences in methodology and 
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tcrminology uscd in cmpirical rcscarch arc partly rcsponsiblc for dimsity in outconics. 

For cxampic, Cotton ct al. (1988) rcvicwcd studics that nicasurcd the cffccts of 

participation on job satisfaction and productivity. Ilicy groupcd the studics by rom, or 

participation and found vcry diffcrcnt outconics for diffcrcnt rornis of participation. 

Ledford and Lawler (1994) criticiscd a mcta-rcvicw conducted by Wagner (1994) on the 

grounds that his dcrinition of participation was too narrowly drawn, influencing the 

studies Wagner included in his review and the cffcct this had on his results. Besides 

criticising Wagner's Mitnition of participation, Ledford and Lawler (1994) question the 

usefulness of yet another mcta-rcvicw of mcta-tcviews. They call ror more context- 

dependent research that encompasses systemic interactions within organisations. 

Schuster et al. (1997) provide an example of such research. I'lic research tests tile 

proposition that conscious interventions that cmphasise high levels of employee 

involvement can produce higher motivation and commitment, leading to improved 

organisational performance. The authors claim that previous evidence in support of this 

proposition is largely anecdotal. Schuster ct al. reported a successful implementation 

strategy that included all the organisational processes that Lawler identified as critical in 

attaining organisational cffectivcncss. 

4.2 EMPOWERMENT AND ANTECEDENTS 

Figure 4.3 surnmarises characteristics of the antcccdcnts of cmpowcnncnt. Past 

management initiatives have been developed in response to concern, over motivation 

and it's effect on productivity. Increased productivity through Icadcrship-mcdiatcd 

employee motivation is the key objective of human relations thcory. Theories of job 

redesign also target individual motivation through job content. Sociotcchnical 

interventions are not primarily designed to intlucncc motivation. The key diffcrcncc in 

the sociotechnical systems approach to increasing productivity is the focus on synergy 

arising from an organisation's optimised technical and human systems. 
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4.2.1 Coninionalties with Empowerment 

'I'lle emphasis in the ernpowennent literature on the influencing role of leadership in 

organisational change has obvious roots in human relations theory. Increased 

responsibilities through autonomous decision-making is a key dimension of 

sociotechnical systems theory. Vertical job loading are tenets of job redesign theory. 

Job redesign and sociotechnical systems characteristics are integral to the psychological 

models of empowerment developed by Conger and Kanungo (1988), Thomas and 
Velthousc (1990) and Spreitzer (1996). 

Cummings ( 1978) suggests that the conditions that lead to self-management, an intrinsic 
feature of sociotechnical system design, may coincidentally be sources of motivation. 
Factors that influence self-regulation within work groups, such as skill variety, task 

identity and task significance, are also the motivating job characteristics in Hackman 

and Oldham's model. Features of sociotechnical systems include devolution of 
dccision-making and problem-solving responsibilities, control of process variance, 

provision of information and multi-skilling. They are also attributes of empowen-nent. 

Empowerment is driven by a need to respond to market forces. The same is true of 
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previous involvement strategies. Job design, championed by acadcmics in 111c intcrcst 

of increasing productivity through motivation, was in practice partly dctcrrnincd by 

economic and labour market forces. Economic considerations influenced the difTusion 

ofjobdcsign. Black1cr ct al. (1978, p18) believe that a major factor in the lack of job 

redesign programmes evident within direct production was that managers and industrial 

engineers saw no real economic argument for fundamentally changing work systems. 

Holloway (1991) cites an early example of tile introduction of job cnlargcmcnt within 

IBM that was a pragmatic response to counter a shortage of cxpcricnccd machine scttcrs 

and inspectors aftcr the Second World War. Although sociotcchnical systems theory 

developed with a systems focus on productivity, the most famous examples or 

sociotechnical production, at Volvo's Udcvalla and Kalmar plants, were instigatcd in an 

attempt to address labour market problems through job motivation. Ilic Udcvalla plant 

emerged at a time when Volvo was operating in a protected niche markct, demand was 

high and production was at capacity. The break- with Taylorism and Fordism was a 

deliberate attempt to make automotive work more palatable to overcome labour 

shortage (Adler and Cole, 1993). Employee involvcnicnt is introduced in response to 

labour and product market pressures (Ackcrs ct al., 1992). 

Critics of empowerment regard it as a controlling phenomenon. The same criticism has 

been levelled at job redesign. Twenty years ago, Wackier summariscd criticisms of job 

redesign as "a modem variant of 'human relations" management. Despite its language 

of 'self-fulfilment' and 'personal development', it may be more correctly described as a 

management control device ... while appearing to promise fundamental change, in 

practice job redesign changes may involve only marginal issues. The legitimacy of 

prevailing power ... limit appreciations of alternative action" (Blackler ct al.: 43). 

Knowledge arising from theories of motivation, job design and human relations are 
included within the conceptual framework that is developed in Chapter Six. 

Differentiating factors are identified. These provide direction in searching for rclcvant 

knowledge, to augment that already identified, to include within the framework-. 
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4.2.2 Differences froin Empowerment 

It would sccm this far that there is nothing new in empowerment. An examination of 

cniploycc involvcmcnt reveals that the difference lies in an increasing focus on 

organisational control that is absent from previous initiatives. Currently changing task 

and proccss control dynamics are leveraging changes in managerial control practices 
(Scarborough, 1998). 

In tlicir rcvicw of employee practices in 25 different organisations, covering 38 sitcs, 

Nlarchington ct al. (1992) documented a diverse range of employee involvement 

practices. The dominant practices in use throughout the period of the research were: 

" downward communications 

" upward problcm-solving schemcs 

" financial involvcmcnt 

" reprcscntative participation. 

Downward communications included house journals, newsletters and employee reports 

that differed in content, style, and professionalism. Structured communication methods 

such as team briefings were included in downward communications. The frequency, 

purpose and information content of team briefings again varied across and within 

organisational units. Upward problcm-solving schemes included suggestion schemes, 

attitude surveys and Total Quality Management activities. Financial involvement 

referred to profit sharing or share ownership. The most common vehicle for 

representative participation was consultative committees. 

The most popular mixes of initiatives practised within the research sample included 

houscjoumals, team briefings, Total Quality Management and consultative committees. 

Total Quality Management was only recently introduced into many of the companies at 

the time of the research. All but six of the companies had introduced Total Quality 

Managcmcnt or customer care programmes. It is significant that only a fifth of the 
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rcscarch companics utiliscd fonnal problcm-solving groups. Or those companics that 

had a suggcstion schcmc, ovcr half the swnplc, nonc rcgarded it as ccntral to cmploycc 

involvcmcnt. Problcm-solving and suggcstion sclicmcs arc considcrcd kcy cicnictits or 

Continuous Improvcmcnt and Total Quality Managcmcnt philosophics. 

Two of the same authors, writing five years later, reportcd on research thcy conductcd 
into cmployec involvcment in Total Quality Nlanagctncnt (Wilkinson ct al., 1997). 

Involvement practices found in the rcscarch companies arc catcgorised as: 

0 educative 

0 changes to work processes 

0 problem solving teams. 

The educative strand of involvement activities is conccmcd with incrcasing customcr 

awareness. This is achieved through housejoumals, training and cstablishing customcr 

contact. Changes in work processes within the sample companies ranged from 

removing quality inspectors to significant restructuring of work rcsponsibilitics within 

production cells or autonomous teams. The final category of practices take the form of 

quality circles, quality action teams or problcm-solving groups. Thcse involvcmcnt 

practices indicate an increasing emphasis on process control than in the earlier research. 

Wilkinson et al. continue to use the collective description of 'cmploycc involvement' 

for recent developments in management innovation. According to Wilkinson (1998), it 

is not always clear that like is compared to likc when cncountcring the tcnn 

&empowerment'. The content of employee involvcmcnt initiativcs is qualitativcly 

different between Marchington et al. (1992) and Wilkinson cl al. (1997). 711c author 

questions whether like is being compared with like. 

Many of the methods and principles associated with empowerment arc identical to those 

associated with job redesign and sociotechnical systems design. Empowerment is 

clearly rooted in past management initiatives. The differentiating factors bctwcen 
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cnipowcmcnt linkcd to ncw production modcls and past managcmcnt initiativcs is the 

nccd for rnanagcmcnt of innovation and the imperative of achieving horizontally 
integratcd proccss control. 

None of the past initiatives addresses innovation. Sociotechnical systems theory does 

address cross-boundary management and control issues. There is continuing debate 

ovcr the relative merits of lean production and the sociotechnical production model 
(Adlcr and Colc, 1993; Bcrggrcn, 1993; Berggren, 1994). Differences and similarities 
bctwccn the models are discussed in the literature (Niepce and Molleman, 1996; 
Dankbaar, 1997; Maccoby, 1997). 

The focus of process control differs between lean production and sociotcchnical 

systems. The philosophy of waste elimination through the application of Just-In-Time 

and Continuous Improvement is key within lean production. This includes eliminating 

work-in-progrcss from the production process, which creates greater task 
interdependency. Tight process discipline is further maintained through standardised 

work procedures. It was demonstrated earlier in the chapter that the effect of process 
focused techniques, such as Just-In-Time, on job design is varied. Management control 

responsibilities may or may not be devolved to production operators. Dawson (1994) 

claims that there arc fewer supervisory levels within lean production compared to 

traditional manufacturing models. While the number of supervisors may decrease in 

lean production, team performance is co-ordinated and controlled through an intensified 

supcrvisory function (Dawson, 1994: 30). Teams exert self-imposed social control 
through pccr pressure (Dclbridge et al, 1992). 

Sociotcchnical systems theory stresses work group autonomy rather than process 
discipline. Buffcrs in the form of work-in-progrcss are necessary to ensure autonomy. 
NVhilc the sociotcchnical principle of autonomy in variance control at the point of 
knowledge remains key within empowered work strategies, there may be problems with 
the sociotechnical emphasis on autonomy, apart from the issue of work-in-progress. 
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Hcckschcr (1995) is scathing about crnpowcrmcnt that dc%-olvcs grcatcr autonomy to 

work groups. He argues that, although dclaycring yields temporary pcrformancc 

flexibility, autonomous groups eventually build walls around IlIcniscivcs. 

Empowerment initiatives that expand autonomy worscn bureaucracy and increase 

Organisational politics. According to 11cckschcr, cmpowcrmcnt initiatives nccd to 

concentrate primarily on collaborative working to be effcctivc. 

Management control structures arc fundamentally challenged by empowered work 

strategies. Eccles (1993) concurs that control is a dominant issue whcn operational i sing 

empowerment. He comments that management has to be prepared to reshape 

organisational structures and processes if significant gains arc to be made. Changes to 

management control structures present potential difficultics at all lcvcls within 

organisations. There is a need for co-ordinatcd, systemic approaches that address 

control issues when operational ising empowered work strategies. It is for this reason 

that those who equate employee involvement with empowerment give an impression of 

'business as usual', detracting from the potential changes to control responsibilities 
demanded by new manufacturing strategies. 

4.3 SYSTEMS APPROACH TO EMPOWERMENT 

The foregoing argument concludes that the key differentiating factors between the 

antecedents of empowerment and new manufacturing strategies arc the need for process 
innovation and integrated cross-functional process control. Changing control dynamics 

as a consequence of focus on process control imply that a systems approach should be 

adopted to implementing empowered work strategies. Fcnton-O'Crccvy and Nicholson 

(1994), investigating the role of middle management in implementing cmploycc 

involvement initiatives, concluded that their findings could only be unravclled and 

reintegrated within a total systems perspective. They derine a systems perspective as 

the analysis of a phenomenon within its wider context of influences, all of which 

comprise a total interconnected system. They specify that to be effective organisational 
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change strategies must be directed at the level of process. Communications and 
nianagcmcnt style arc manifested at the level of process within an enterprise. The level 

of structure cncompasscs organisational design, which includes the allocation of 
resources and spccification of systems and procedures. The subject of organisational 

control within a systcms context is explored in Chapter Five. The notion of 
organisational control at the level of structure and the level of process is incorporatcd 

within the dcvclopmcnt of the conccptual framcwork in Chaptcr Six. 

Several references in the literature indicate that a systems approach to operationalising 

cmpowcmicnt is required (Vogt and Murrell, 1991; Brown and Brown, 1994; Brower, 

1995; Kinlaw, 1995). Control as a central issue in operationalising empowerment is 

analysed in these text. The concept of empowerment, however, remains 

undifferentiated and is not specifically analysed within the context of manufacturing 

production. The conceptual framework developed in Chapter Six differentiates 

cmpowcrrncnt from the perspective of differing manifestations of management control 

within die context of manufacturing production. 

4.4 SUMMARY 

The key points to emerge from Chapter Four are: 

0a review of the literature on the anteccdcnts of empowerment confirms that there 

is little existing knowledge on factors that influenced the implemention of past 

management initiatives 

features of past management initiatives relevant to ernpowennent, which are 
incorporated within the conceptual framework, include: 

* the influence of leadership 

* job cnrichmcnt through the devolution of management control functions 
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* motivation thcorics that strcss the importancc of pc6onnancc rccdback and 

rccognition, the nccd for nicaning in work and the motivating cffcct of 

expericncing a scnse of rcsponsibility for oic outconic orwork pcrfoniicd 

0 the principal diffcrcnce bctwccn past initiativcs and cnipowcrcd work stratcgics is 

the emphasis on innovation and process control, which was abscnt from prcvious 
initiatives 

the focus on cross-functional process control in new manuracturing strategics 
implies that a systems approach should be adoptcd %vhcn opcrationalising 

cmpowcnncnt. 
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Figure 5.1 Outline of Chapter Five 

one of the key differences between empowerment and previous management initiatives 

is the emphasis on process control in contemporary manufacturing production. Chapter 

Four reviewed theories of motivation and job design, which arc relevant in 

implementing empowered work strategies. This chapter explores theoretical knowledge 

on control in organisations to assess the validity of incorporating this knowledge within 

the framework, along with knowledge from motivation theories. Figure S. I outlines the 

content of Chapter Five. 
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Ilic chaptcr initially cxplorcs the paradox of the organisational need to achievc 

ccntraliscd managcmcnt control with simultaneously devolved local control. The 

subjcct orsystcms thinking is examined and the concept of an organisation as a system 
is introduccd. The subjcct of control within organisations is explored, which provides 
the context for an analysis of the Viable System Model. The relevance of the model in 

implcmcnting cmpowcrcd work strategies is specified. Criticisms of systems thinking 

and the Viablc Systcm Model arc addressed. 

5.0 PARADOXES IN ORGANISATIONS 

It is important to manage the paradoxes inherent in implemcnting new manufacturing 

stratcgics (Partnerships with Pcopic, 1997; Thompson, 1998). Paradoxes that confront 

cntcrpriscs implementing Total Quality Management include: 

" diversity that exists within a common vision 

" creativity that is encouraged within a consistent approach 

" cvolutionary continuous improvement with simultaneous radical step-changes 

" autonomy in dccision-making within the constraints of standardisation and control 

" conflict is welcomed within cohesive tcams 

" performance targets that arc set to be achievable with simultaneous stretch targets 

" team cffort is rewarded but the motivational climate is created for individuals 

(Thompson, 1998). 

711c fourth of these paradoxes is of direct relevance to this thesis. A challenge to 

managcment control within organisations is how to devolve control of production 

management to production level while simultaneouslY maintaining centralised co- 

ordinatcd control. This is a fundamental problem of flexible organisational design 

(Simons, 1995). Argyris (1998) comments that, despite empowerment's "much touted 

potential", there has been no sweeping metamorphoses within the majority of 
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workforccs. He says that the reasons for this arc complex. Obstacles to achicving 

empowerment arc prcscntcd by production cmployccs and managcnicnt. A major 
limiting factor, howcvcr, may be managcment conccms ovcr control. Argyris 

differentiates elsewhere bctwccn cspouscd theory and theory-in-use (Argyris and Schon, 

1978). Managers may say that cmpowcrmcnt is desirable (cspouscd theory) but they 

may be loath to abandon the command-and-control model to which they have become 

accustomcd (theory-in-usc). Research by Howard (1996) and Wccrakoon and Lai 

(1997) confirms that there is more talk than action from managcrs when it comes to 

empowerment. Argyris (1998) speaks of a "battle bctwccn autonomy and control that 

rages on while the potential for real cmpoN%-crincnt is squandcrcd" (Argyris: 103). Many 

other Nvritcrs have highlighted the issue of maintaining a balance between autonomy and 

control (Baker, 1994; Brown and Brown, 1994; Kinlaw, 1995; Simons, 1995; hIcEwan 

and Sackett, 1997; Robinson, 1997). 

Thompson focuses on leadership as a means of managing the control / autonomy 

paradox. Leaders monitor key performance indicators while allowing discretion as to 

how the targets are met. Maintaining direct contact with leaders is seen to be bcneficial 

for both subordinates and leaders. While close links with leadership may be ciTcctivc in 

facilitating devolved responsibilities, clearly specificd mechanisms could provide 

additional means of managing the process of devolving control while encouraging 

simultaneous centraliscd control. Changing control dynamics, which result from the 

implementation of empowered work strategies, occur across functions throughout 

manufacturing enterprises. Adopting a systems perspective to analyse organisational 

control is appropriate. 
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5.1 SYSTEMS THINKING 

The discipline of systems thinking emerged around fifty years ago (Flood and Jackson, 
1991). Systems theory has been out of favour for some time (Spencer, 1994). 
Organisational restructuring associated with Total Quality Management, Just-In-Time 

and Continuous Improvement has re-focuscd academic and practitioner attention on 
systems thinking (Parnaby, 1988; Flood and Jackson, 1991; Senge, 1991; Hitchins, 

1992; Flood, 1993; Parnaby, 1993; Dooley et al, 1995; Stacey, 1996; Oakland, 1997). 

According to Chcckland (1981), understanding the process of scientific activity is 

ncccssary to appreciate the nature of systems thinking. In science, investigation of 
complex rcal-world phenomena is conducted through experimentation, where the design 

of an experiment defines a reduction of the world's complexity for the purpose of 
investigation. This approach to scientific investigation is 'reductionist'. Reductionism 

assumes that systems arc amenable to analysis. The division of an entity into 

components will not distort the phenomena under investigation. Components are 

assumed to bchavc in the same way, whether viewed in isolation or as part of the system 
in which they exist (Checkland, 1981: 59). 

Rcductionism is synonymous with mechanistic thinking. Systems viewed from a 

mechanistic perspective can be described as deterministic. Mechanistic systems operate 

with no margin of error, are predictable and are governed by fundamental laws. The 

natural state of a mechanistic system is equilibrium; disturbances to equilibrium are 

controlled by negative fccdback mechanisms (Dooley et al., 1995). 

In contrast to the rcductionist approach, systems thinking is a philosophy that views 

entities from the perspective of the whole. In this view of the world, the behaviour of a 

system cannot be infcrrcd from the components that comprise the system. The sum of 
the whole is greater than the sum of its parts, the difference being attributed to emergent 

properties that could not be allocated to individual parts. Systems thinking evolved from 
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within the field of biology. Systcrns conccpts of sclfýorganisation, survival and 

adaptability reflect the discipline's biological origin. 

Ackoff (1983) articulates the distinction between rcductionist and systems (hinking 

when he states that "viewed structurally, a systcm is a divisibic whole. Vicwcd 

functionally, it is an indivisible whole in the sense that some of its essential properties 

are lost in taking it apart". Ackoff's insight highlights that the samc manufacturing 

system can be viewed from different perspectives. Chcckland similarly differentiates 

between systematic and systemic thinking. Systematic systems thinking is equated with 

systems of integrated components and is consistent with rcductionist thinking. 

systemic thinking models whole complex networks of interactions. 

5.1.1 Organisations and Organising 

Weick (1969) differentiates between the concept of an organisation and the process of 

organising. He describes an organisation as a conjunction of procedures, interpretations, 

bchaviours and objectives to be achieved (Wcick: 4). He also describes an organisation 

as "relationships and variables tied together in a systematic fashion, affected by 

direction of influence, strength of links, time taken for information to circulate ctc. 
(Weick: 87). He stresses that an organisation is not tangible. The appearance of 

continuity and repetition in processes across time is attributable to the rules and 

procedures that regulate behaviour. 

The process of organising is a dynamic, active cognitive process (Argyris and Schon, 

1978). Systematic rules, conventions and procedures provide the structure within which 

organising and social processes occur. NVcick's description of organisations and 

organising can be surnmarised in the context of Ackofrs structural and functional 

system perspectives. Task responsibilities and management control responsibilities, 

which are designed to co-ordinate work effort, are derined and structured through work 

roles. Organisational structures are divisible and analysabic. Viewed as a functional 
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whole, the complexity of pcrsonal intcractions that constitute the process of organising 
rcndcr the systcm incapable of division. 

5.2 ORGANISATIONS AS SYSTEMS 

Schodcrbcck ct a]. (1978) propose that the study of organisations is best approached 
from a systems perspective, with the principal focus on inter-rclationships and 
interdependency of groups. They envisage organisations as the interaction of 
"organiscd complexities". Organised complexities are "phenomena that are composed 
of a very large numbcr of parts which intcract in a non-simple way" (Schoderbeck et al.: 
118). Organiscd complexities have a spccific. structure and exhibit purpose. Purposeis 

achieved within organised complexities through the pursuit of goal attainment. 

Viewing organisations from a systems perspective has a long history (Bums and Stalker, 

1961; Emery and Trist, 1965; Katz and Kahn, 1978). Katz and Kahn adopted a systems 
view of organisations, applying opcn-systcms theory to their exploration of 
organisations. Open systems are complex networks of elements that interact, forming 

organiscd information feedback loops, to maintain a cyclical exchange of inputs and 
outputs with their operating environment (Flood and Jackson, 1991). Bums and Stalker 

demonstrated that the operating environment is a key determinant of organisational 

structure. Emery and Trist argued that the mechanisms of open-systems do not 
sufficiently describe the cffects of increasingly turbulent operating environments. They 

proposed that an additional concept, the causal texture of the environment, is required to 

enhance this understanding. Causal texture describes how inter-related environmental 
developments, independent of an organisation and its immediate relations, can crucially 

affect organisations. 
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5.2.1 Systems Engineering 

Systcms cnginccring is a mctliodology, associatcd with ncw manufacturing practiccs, 

that is applicd to the dcsign of manufacturing systcms. Ilic Toyota production systcm 

typifics a systcms cnginccring approach to manufacturing systcm dcsign (Parnaby, 

1993). Systcms cnginecring is cxpcricncing a surgc in popularity within manufacturing. 

it is rccognised as a powcrfal, stratcgy in achicving compctitivcncss in world rnarkcts 

(Parnaby, 1988; Hitchins, 1992; Parnaby, 1993). 

Systems engineering is based on control principles. Manufacturing subsystems are 

ordered, structured and integrated to achieve overall system purpose at lowest cost and 

with minimum complexity (Hitchins, 1992; Parnaby, 1993). Iliac = tlircc types or 

system that can be engineercd: 

0 application systcms, which are dcl ivcrcd to a custonicr in ful ri 1mcnt ofa contract 

engineering systems, which constitute the people, methods, procedures and 

organisation that are required to develop and implcmcnt an application systcrn 

support systems, which facilitate operation of application systcms (Ilitchins, 

1992). 

Systems engineering represents reductionist, systematic thinking because design and 

control of manufacturing systems proceed in rational and well ordered steps (Clicckland, 

1981). Hitchin's view of systems engineering, by contrast, cmphasiscs the importance 

of emergent properties, which he dcrines, as system properties that are perceived by 

external observers. Emergent properties within systems engineering arc inherent in 

dynamic organisational processes, which are a function of organisational managcmcnt 

control structures. Adopting a systemic view of dynamic control proccsscs may have 

implications for bow production control can best be achieved. 
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It is rccogniscd that pcopic arc key to achieving production and quality control within 

manufacturing systcms (Feigenbaum, 1991; Bertodo, 1993). However, an emphasis on 

rcductionist systematic thinking in the control of human behaviour remains prevalent in 

mantifacturingcntcrpriscs. This is clearly demonstrated by Robb (1984), who maintains 
that "an cnginccr who undcrstands how to control a complex physical system also 

undcrstands how to control an analogous managerial system: all he requires to do is to 

gcncralisc his cnginccring knowledge and then transport it to his managerial problcme'. 
Ackoff argues that such reductionist analysis fails to provide the understanding that 

cmcrgcs through synthetic systems thinking. He states that this is particularly the case 

with phenomena such as social systems that cannot be treated in a mechanistic manner. 

According to Hitchins (1997: 115), engineenng managers seem so obsessed with 

cxcrting and maintaining control that they disregard the havoc that excessive control 

wreaks on the business. Behavioural control within organisations is widespread. 
Management practice over the years has given 'considerable attention' to reactive 

opcrational control, to the relative neglect of proactive operational control. At the same 
time, thcrc has been pervasive proactive control over the behaviour of individuals 

(Mills, 1983; Manz ct al., 1987). It would appear that exerting and maintaining control 
has been largely attempted through reductionsist behaviour control. 

The language and logic of production engineering deems people to be malleable, 

predictable and willing (Wilmott. 1995a). This implies that behaviour can be easily 

controlled. Individual human beings are complex entities. Complexity within 

manufacturing organisations is increased through processes of social interaction. 

Integration activities associated with Just-In-Time, Total Quality Management and 
Business Process Reengincering contribute to increasing the complexity of social 

processes. Emergent properties of creativity and innovation materialise from social 

processes. Behaviour, and therefore control, is not capable of reductionist analysis. 

Tight production process discipline remains a critical objective within manufacturing 

production (Lowc ct al., 1997). The devolution of decision-making authority down and 
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throughout organisations is changing thc dynarnics of rnamigcnictit mid production 

control. How control is succcssfully achicvcd, is a kcy issuc ror ciitcrpriscs to rcsolve. 

Feigenbaum (1991), writing about impicnicnting Total Quality Systcnis, states that, "'tile 

systems challenge that must be mct is massive ... in part, bccausc the managcrial 

approaches that are nccdcd to operate thcsc systcnis are not yct widcly cnough practiscd 
in industry". The cnginccring tradition or rcductionist systcms practice in 

manufacturing must, it sccms to tile author, be complcmcntcd by consideration of the 

same manufacturing system from a different perspcctivc. A systcms view that modcls a 

manufacturing system in terms of management control structures and proccsscs could 

provide a basis for understanding tile principles undcrlying tile inlplcmcntation of 

empowered workstrategies. 

5.3 CYBERNETICS 

Cybernetics is the science of communication and control in animals and machincs. The 

objective of a cybernetically designed system is sclf-rcgulation through the proccsscs of 

control and communication. Cybernetic systems arc goal seeking. Self-rcgulation is 

achieved by directing activity towards goal achievement. Communication among a 

systcmls components, and between the system and its environment, is achieved through 

the transfer of information. Control is regulated through negative feedback, which is 

information about actual performance that is fed back into the system and compared to a 

pre-specified goal. 

There are three different types of feedback systems: 

first-ordcr fccdback. The object of first-ordcr fccdback is to monitor and rcgulatc 
deviations from an externally determined goal that the system or system 

participants cannot change 
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0 sccond-ordcr fccdback. Thcrc is a choice of possible control actions in this ordcr 
or fccdback. Ilic systcm or system participants can choose to minimise deviations 

or change the goal 

third-ordcr fccdback. This order of feedback entails the greatest amount of control 
choiccs. Thcrc is capacity for Icaming within third-ordcr fecdback systcms. it is 

sornctimcs difficult to differentiate between second-ordcr and third-order feedback 

systcnis (Schodcrbck ct al.: 123). 

Nadler (1977) makes an important distinction between feedback in mechanical systems 
and fccdback in social systems. Feedback does not automatically create change within 
social systcms. People in organisations can choose to ignore feedback, intentionally or 
unintcritionally. 

5.4 CONTROL IN ORGANISATIONS 

The term 'control' has different connotations depending on the perspective and values 
of the person using it. Godfrey ct al. (1997) illustrate this by describing the process for 

monitoring machine output in one of their research companies. Output from a machine 
was constantly monitored such that the final product was traceable back to the operator. 
The research team members from a human resources background thought this 
demonstrated surveillance consistent with a Taylorist mode of work. The researchers 
from a quality management perspective viewed the procedure as part of acceptable 

process control that ensured continuous improvement by the operators (Godfrey et al.: 
563). Control is a topic that has been the subject of much attention over the years. An 

cxamination of the entire control literature is outside the scope of the author's research'. 
This review illustrates that there are different types of control. The object of the review 

' Tannenbaum (1968: 7) %%Tote, "the theoretical analysis of control in social systems has a long and venerable 
history". Since then, a 'considerable literature' has emerged on how management controls should be designed to be 
consistent with organisational structure and context. See Selto ct al. (1995) for a list of references. 
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is to identify which of flic varying types of control arc likely to be afrcctcd by 

crnpowcrcd work stratcgics. 

Organisation implics control, which brings about acliicvcnicnt of the ultimate purpose 

of the organisation (Tannenbaum, 1968). Oakland (1997: ps33) dcrincs control as "the 

process by which infon-nation or fccdback is providcd so as to kccp all runctions on 

track, being the sum total of the activitics which incrcase the probability that planncd 

results will be achieved". Control can be broadly catcgorised as: 

0 strategic 

0 opcrational 

0 social. 

5.4.1 Strategic Control 

The strategic management literature advocates that organisations need to establish 

systems of strategic controls to identify and monitor their competitive positions (Daniel 

and Rcitspcrger, 1991). Deccntralisation within organisations requires the fulflimcnt of 

two conditions. Senior management must always be aware of the strategic position of 

the business and know when to intervene to keep the business on track. The other 

condition is that managers of subunits within the organisation must know what 

constitutes performance that is consistent with strategy. Research indicates that few 

organisations meet these conditions (Gould, 1991). The following types of control arc 

associated with strategic control: 

informational Control 

Informational control provides a means of ensuring strategic control (Pickcn and Dcss, 

1997). Managers learn through informational control to scan the strategic cnvironnicnt 

to assess whether current organisational goals remain compatible. Organisational 
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assumptions, goals and objcctivcs must be continuallY evaluated and adapted where 

appropriate in response to environmental change. 

Interactive Control 

As well as looking outward into the operating environment, managers must control 

strategy by looking inwards to the organisation, through a system of interactive control 

systems (Simons, 1995). Interactive control systems are formal information systems 
that managers usc to keep regularly involved in subordinates' decisions. Characteristics 

of intcractivc control systems include: 

0a focus on constantly changing infonnation that senior management identifies as 

stratcgically significant 

0 the idcntirication of such information demands frequent attention from operations 

managcmcnt 

0 infonnation generated by interactive control system are best discussed in face-to- 

face meetings 

0 the interactivc control system provides a mechanism for debate that challenges 

assumptions and objectivcs. 

Osborn (1998: 488) differentiates between planned, top-down strategy and strategy that 

cmcrgcs from the process of monitoring threats and opportunities. He views interactive 

control as a means of surfacing and acting upon emergent strategies. 

5.4.2 Operational Control 

Task completion and integration of workflows are monitored through operational 

control. According to Ouchi (1977), operational control is maintained by focusing 

primarily on output or on behaviour. In theory, which dominates depends partly on the 
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nature of the task, technology and the cxtcnt of fortnalised rulcs. In practice, 
bchavioural control appears to be widcsprcad. Nfanz ct al. (1987) state that managcnicrit 

practice over the years has given 'considcrable attcntion' to rcactivc opcrational control, 

to the relative ncgicct of proactivc opcrational control. At the same time, organisational 
design and structure implies that proactivc control ovcr the bchaviour or individuals is 

pervasive (Mills, 1983; Manz ct al., 1987). 

To Ouchi, behaviour control is dccmcd to be feasible and appropriate whcrc thcrc is a 

high degree of formaliscd rules and proccdurcs. Behaviour control is inappropriate 

where tasks are complex and unpredictable. Output control rcquircs the cxistcncc of 

valid output measures. The following types of control arc associatcd with opcrational 

control: 

Diagnostic Control Systems 

Outputs are compared to pre-sct standards of pcrformancc through negative fccdback in 

diagnostic control systems A process of itcration, whcrc inputs and production 

processes are adapted, allows output to be closely matched with goals (Simon, 1995). 

Systematised Control 

Systcmatised, Discretionary and Developmental arc modes of operational control that 

originate from the work of Van de Vcn ct al. (1974). Slocum and Sims (1980) and Dean 

and Snell (1991) have both made use of the control categories dcrincd by Van dc Ven ct 

al.. The control categories are differentiated by the amount of discretion devolved to 

production employees in exercising diagnostic control. Systernatised control consists of 

detailed procedures and standards to be adlicrcd to by employees. Systcrnatiscd control 

is applicable to routine, repetitious tasks. Slocum and Sims state that systcmatiscd 

control requires little problcm-solving communication between management and 

subordinates. This observation is no longer relevant. Managcnicrit control structures 

may remain typical of traditional manufacturing control but current organisational 
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control proccsscs arc highly dependent on production operator collaboration in problem- 

solving. 

Discralonary Control 

Discretionary control consists of a range of alternative contingencies and guidelines for 

the exercise of discretion when production employees are confronted with problems. 
Discrctionary control is applicable for problems that occur sporadically within 

moderately derined limits. The range of responses is dcflned in advance. 

Developmental Control 

Devclopmcntal control consists of specified goals to be achieved, directed by a set of 

norms and bchavioural expectations. This mode of control is deemed to be applicable 
for complex tasks that require the application of problem-solving and decision-mak-ing 

skills. 

Self-managed Control 

Output control, behavioural control, formal leadership, roles, systernatised, discretionary 

and developmental modes of control are all external control mechanisms (Mills, 1983). 

There is an argument that says that all control is essentially self-imposed. Individuals 

assess external control mechanisms and decide the extent to which they will comply. 

Figure 5.2 illustrates a model that integrates external and self-imposed control (Manz et 

al., 1987). 

Three major components of control are the setting of standards, evaluation of 

performance against standards and consequences arising from performance evaluation. 
External control and self-control lie along a continuum that represents each control 

component. 
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In the extreme, control can originate entirely outside the individual or it can originatc 

within the individual. Objective self-control is manifest in the setting and evaluating of 

standards. Subjective self-control arises through individual psychological perccptions 

of control. Mills (1983) stresses that self-controlled emplo-yees remain very much 

controlled through self-imposed norms. 

5.4.3 Social Control 

According to Tannenbaum, organisational control processes "help circumscribe 

idiosyncratic behaviours; and keep them conformant to the rational plan of the 

organisation" (Tannenbaum: 3). Social control is manipulated by a variety of 

mechanisms: 

Belief Svstems 

Belief systems are used by senior managements to disscminate values and direction 

(Simons, 1995). Simons believes that formal belief systems arc particularly necessary 
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within dcccntraliscd organisations to maintain consistent core values. He makes the 

point that, to be taken seriously, senior management must demonstrate espoused values 

by tlicir actions. 

Boundary Systcrns 

Boundary systems arc based on the premise of stating minimum standards that must be 

adhcrcd to. Boundary systems are negatively stated. Telling employees what not to do 

gives scope for innovation. Boundary systems are particularly critical where trust is a 
key competitive asset (Simons, 1995). 

Concertivc Control 

Conccrtivc control is self-control that is exerted by peers. Barker (1993) claims that 

scif-managing teams exemplify the notion of concertive control. He documents a case 
study that illustrates how concertive control develops. According to Barker, peer 

management is created through consensus on shared values. Peers then enforce these 

values on each other by a system of rules that they develop. This combination of peer 

pressure and regulation of sclf-defined rules produces a powerful means of social 

control. 

5.4.4 Summary of Control 

Figure 5.3 summarises the foregoing review of control types. It illustrates the levels of 

strategic control responsibilities and the forms of social control that are conceptually 

consistent with different forms of operational control. Empowered work strategies 

explicitly affect operational control of production processes through devolved 

responsibilities for process control and integration. The different forms of diagnostic 

control, which range from systernatised to self-control, represent increasing degrees of 

empowerment. 
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OPERATIONAL STRATEGIC SOCIAL 
CONTROL CONTROL CONTROL 

Form Responsibility Level Source 

Systemised Low External 

Discretionary 

Developmental 

Self-control I ligh Self-imposed 

Figure 5.3 Types of control. 

Continuous Improvement leads to a proactive focus on operational control that 

complements the reactive control that may be associated with operational control. 

Decentralisation can result in wider responsibility for strategic control throughout the 

organisation. Social control is complex. Organisational purpose is accomplished or 

defeated through the mutual influence created by alliances and norms that exist among 

people (Weick, 1969). Managements can design social control systems but their 

success or failure depends on whether people choose to comply. Even where operators 

comply with organisation objectives. the interactions that mediate workplace 

relationships create unintended consequences despite the efforts of those seeking to 

exert social control. Social settings refuse to be wholly predictable (Delbridgc. 1998: 

40). This affirms the distinction between the systematic nature of organisations and the 

indivisible, systemic nature of the process of organising. 
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5.5 VIABLE SYSTEM MODEL 

Figurc 5.4 summariscs the two distinct facets of empowerment in manufacturing 

production: cmpowcrmcnt arising from innovation generation and empowerment arising 
from organisational restructuring. Innovation-generating mechanisms can exist in 

parallel with work tasks or can be integrated with operators' production responsibilities, 

expanding their dccision-making authority. Parallel innovation does not affect 

managcmcnt control structurcs. 

Assuming for the moment that managers are not resistant to devolving decision-mak-ing 

authority, a principal problem in implementing empowered work strategies is the 

paradoxical requirement of devolving decentralised management control throughout an 
organisation while maintaining co-ordinated centralised control. The Viable System 

addresses this paradox. 

The Viable System Model was developed more than twenty years ago (Beer 1981, 

1985). It is based on cybernetic principles of self-regulation, communication and 

control. The model specifics various management functions that achieve distributed and 

co-ordinatcd control throughout an organisation, by means of information feedback. 

Control mechanisms within the Viable System Model allow for simultaneous 

ccntraliscd control and dcccntralised autonomous control. Mechanisms are stable forms 

of communication, which systemically mediate an organisation's management functions 

in order to fulfil organisational objectives (Espejo et al., 1996: 105). The Viable System 

Model can be used either as a diagnostic tool or as an aid to guide organisational design. 

It is the model's potential in facilitating the re-structuring of management control 

responsibilities that is of relevance to the author's thesis. 
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Management 
Control 

EMPOWERMENT . -'Process Control 

-, _and 
Integration 

Figure 5.4 Summary of empowcn-nent in manufacturing 

According to Espejo and Gill ("-A,. phrontis. com), the model has been used extensively 

in organisational redesign and as a management support tool in change management 
initiatives. Similarly, Clemson (1996) has been using the model for the past twenty 

years. Whilst consultants may be utilising the model within organisations, there is scant 

evidence in the systems literature that illustrates how the model is being used and 
implemented in practice. Espejo and Hamden (1989) and Brocklcsby and Cummings 

(1996) do provide documented examples of applications of the model. Espejo and Gill 

confirm, however, that the model has made little impact on general managerial practice. 
Academic interest in the model is not a new phenomenon. To Jackson (1986). 

organisational cybernetics, which focuses on the Viable System Model, is "an approach 
fich in insight with much potential for future development*' (Jackson: 189). The Viable 

System Model is currently attracting renewed academic and consultant attention. Flood 

(1993) includes the Viable System Model within a toolbox approach to systems 
interventions, which he calls Total Systems Intervention. This approach is applied to 

the exploration of a new understanding of Total Quality Management. Espcjo ct al. 
(1996) demonstrate the relevance of the model's pnnciples to organisational learning. 
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Clemson (1996) also includes the model in a methodology for managing change that he 

refers to as Organizational Systems Engineering. The Viable System Model has been 

recently used, in collaborative research among the universities of Liverpool, 

Loughborough and Strathclyde, as the basis of information systems design and as the 
basis for a framework for assessing the integrity of performance measure systems 
(Bititci ct al., 1997). The author's work contributes to the current interest in the model 
(McEwan and Sackett, 1997a; McEwan and Sackett, 1997b). 

5.5.1 Viable SYstems 

The Viable System Model specifics the mechanisms by which a system remains viable 

within a complex operating cnvironmcnt. The following are features of viable systems: 

0 they arc able to maintain a separate existence 

0 tlicy havc problcm-solving capabilitics 

0 they are viable if they can survive and adapt in the face of unfamiliar disturbances 

that impact upon them from a wider operating environment (Jackson, 1986; 

Espcjo, 1989; Espcjo ct al., 1996). 

5.5.2 Requisite Variety 

The model describes how systems cope with complexity. Complexity within the Viable 

System Modcl is defined and regulated through the concept of requisite variety. Variety 

is a term used by Ashby (1958) to describe the occurrence of distinct elements from 

among a set of elements. For example, the set 'c, b, c, a, c, c, a, b, c, b, b, a" 

contains twelve elements but only three that are distinct. The set is said to have a 

variety of three (Ashby: 125). Variety is not an objective measure. It is subjective 
because an observer within the system has to apply perception and judgement to the task 
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of asscssing complcxity. Varicty is thcrcfOrc an licuristic indcx of coillplcxity. It is an 

cxprcssion of the pcrccivcd magnitudc and typc of possiblc cvcnis or situations that a 

systcm confronts. 

The world that human beings inhabit is infinitcly complex. Pcople could not possibly 

absorb all the information, on a multitude or issucs, which is available to thcm at any 

given time. People make conscious and instinctivcjudgctnctits about which inronnation 

is relevant to achieving their purposes. Purposcs arc satisficd through the pursuit of 

objectives. Using relevant information, people dcploy stratcgics that are dcsigned to 

achieve their objectives and ultimate purpose. Objectives can only be achicvcd if 

people have the resources to reach those objcctivcs. The rcsourccs and stratcgics that 

people deploy to achieve their objectives constitute rcquisitc varicty. 

The same principle applies within organisations. A system must be capable or 

absorbing variety if it is to maintain viability. In order to do that, a system must display 

requisite variety. This means that the variety displayed within the system, the resources 

and strategies for meeting the system's objectives, must at least match the variety 
impacting upon the system from its operating environment. This is known as Ashby's 

Law of Requisite Variety. It is a fundamental prerequisite orviabilitY and it is a central 

concept within the Viable System Model. If requisite variety is not inherent within a 

system, the system is unable to cope with its complex environment and it ceases to 

become viable. 

Complexity is regulated within a particular viable system by means of attcnuators and 

amplifiers. Attenuators regulate complexity by reducing the amount of variety within a 

system. In an attempt to reduce uncertainty, operating standards and simplificd work 

routines are applied when implementing Just-In-Timc. 'nicsc arc examples of 

attcnuators. Amplificrs increase the variety that is deployed within the system in 

response to systemic variety. Exploiting existing resources more cfrcctivcly, or adding 
further resources, would amplify response variety. Empowered work strategies, 
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dcsigncd to encourage innovation and to harness previously under-utilised intellectual 

capacities, amplify response variety. 

5.5.3 Recursion 

Rccursion is the second fundamental concept that underpins the model. Recursion is 

closely linked with the need for a system to display requisite variety. The Viable 

System Model is structured as a hierarchy of nested viable systems that carry out the 

organisation's prime activities. Prime activities are those that are critical to the 
functioning of the entire system. In the case of a manufacturing organisation, the 
highcst-lcvcl viable system is the entire enterprise. The lowest-level systems could 

consist of production cells on the shopfloor. Each of the systems contained within 
highcr-level systems is a viable system in its own right. All the viable systems within 
the entire system are subject to the same principles and control mechanisms. 

Recursive structures are necessary if requisite variety is to be maintained. Lowcr-levcl 

viable systems absorb complexity from higher-level systems. Complexity must be 
devolved down the organisation, if higher-level systems are not to be overwhelmed by 

the complexity that the organisation absorbs from the operating environment. By the 

same reasoning, lower-level systems must have the necessary resources and capabilities 

to equip them to deal with devolved complexities. 

Figurc 5.5 illustrates Hitchens' conception of the systems principles that underlie 

systems engineering. Systems hierarchically contain, and are contained within, other 

systems. Hitchins describes systems engineering as the 'glue' discipline that maintains 

cohesion and connectivity to parts (Hitchins: 210). He does not specify how this 

cohesion is to be achieved. The Viable System Model provides mechanisms for 

achieving systems integration. 
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Sibling Systems 

Inter-connection 

Subsystems 

Intra-connecticm 

Figure 5.5 The Principle of Recursion (Hitchins, 1992) 

5.5.4 The Viable System Model 

The intention here is not to elucidate the model III (Ictail. Since thc author's puTI)osc III 

explaining the model is to demonstrate its relevance in implementing empowered work 

strategies, only the rudiments of the model's main functions are described. EspCjo and 

Gill claim that one of the reasons the model has not gained more popularity within the 

general management population is that the ideas contained within the model arc not 

intuitively easy to grasp. The author disagrees. 

The model is based on cybernetic principles of communication and control through 

information feedback. It Is underpinned by the two fundamental concepts of recursion 

and requisite variety, which result in a structure of inter-linked viable systems. Each 

viable system has five management functions that are necessary if the organisation and 

subordinate systems are to operate effectively. How responsibilities for these functions 

are allocated and who assumes the responsibilities are not specified within the model. 

In the terminology of the Viable System Model, the functions are known as System I 
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through to System 5. Figure 5.6 shows the Viable System Model to two levels of 

recursion, with the management functions labelled as SI to S5. 
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making discretion andjudgemcnt at operational level. Vatical co-ordination retains the 

sense of peer-to-pcer communication. 

S3 Control 

The control function within any viable systcm is focuscd in two kcy arcas: 
implementation of prime activities and policy. Accountability for an organisation's 

prime activities, themselves viable systems, is dircctcd through control to tile mcta- 

management of higher-levcl systcms. Exccssivc managcmcnt control by highcr-lcvcl 

control functions is unwise. Not only does excessive control risk violating the principle 

of requisite variety, but it creates motivation problcms within workforccs (Ilitchins, 

1992). 

The co-ordination function is designed to operate closely with control in order to 

overcome the need for direct intervention in operational activities. Control absorbs 

residual variety that is not dealt with by co-ordination. The more active the co- 

ordination function, the less recourse there is to the intervention of the control function. 

The control function is additionally responsible for contributing to shaping and 

regulating organisational policy. Autonomy of organisational subsystems facilitates 

flexibility, but it can also create deviance from organisational purpose. Control 

facilitates cohesion among subsystems by regulating consistency of purpose. It does 

this by looking inwards to the system's operations to scan for strategically significant 
information that requires senior management attention. 

The function S3* is an important part of control. It is an audit channel that is used by 

control to monitor the quality of the information that it receives. Control needs to know 

that the information that it receives, about what is happening within a particular 

system's operations, is accurate. Infrequent and unpredictable checks, part of a declared 

policy throughout the organisation, are made by the higher level control function. These 

checks by-pass the subordinate system's management mcta-systcm and communicates 
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dircctly with the subordinate systems' operations. To avoid defensive behaviour, people 
throughout an organisation need to understand the reason why such checks are deemed 

to bc ncccssary. 

Espcjo and Gill state that this channel could potentially be misused by higher 

management levels that mcddle in the affairs of lower management. This behaviour, 

they point out, is self-defeating because it contradicts the principle of requisite variety. 
lliglicr-lcvcl complexity would increase to the extent that organisational effectiveness 

would be threatened and system viability eventually threatened. 

S4 Intelligence 

The control function looks inwards to regulate cohesion of system stability. The 

intelligence function looks outwards into the system's environment to scan for threats 

and opportunities. The intelligence function is focused on the future. Conditions in the 

market and the relative position of competitors could constitute the enviro=ent for the 

whole organisation. Day-to-day relationship with customers, suppliers or other 

production teams could be part of an empowered production team's external 

environment. 

S5 Policy 

The control function looks inwards to scan for current strategic issues. Intelligence 

looks outwards to scan for potential future strategic issues. It is the policy function's 

prime responsibility to monitor the interactions between intelligence and control 
(Espqjo, 1989: 88). Intelligence and control are highly inter-connected and must be in 

balance. Intelligence and control are filtering functions. According to Espejo et al., 
information reaching policy should be minimised through the interaction of policy and 

control. Final policy decisions are made by the policy function on issues that have 

already been filtered and debated throughout the organisation (1996: 113). 
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For the sake of clarity, the communication channels within and across all the viable 

systems are simplified in Figure 5.6. It can be seen from the diagram that the higher- 

level co-ordination function communicates with each of the three lowcr-levcl systcm's 

co-ordination function. At the same time. because theY arc part of the higher systcm, 

the lower co-ordination functions communicate among thcmsclvcs to co-ordinatc the 

higher system's operations. Espejo claims that the morc the co-ordination function is 

developed, the more autonomy is possible at lower organisallonal IcvcIs (Espcjo, 1989: 

95). This implies that there is a process by which rcsponsibilitics arc dcvol%-ed. Ifighcr- 

level co-ordination may adopt a more dominant role in the early stages of implemcnting 

empowered strategies that involve process integration. Co-ordination rcsponsibi Ii tics 

are increasingly absorbed by the lower systems as Icaming occurs. 

POLIC 

INTELLIGENCE 

CONTROL 

POLICY Poucv PNOLOCY 

ELLIGENCE INTELLIGENCE ELLIGIENCE 

coNrROL 010IN'T"m 

COORDINATION] AMONG OlPiýRATIONS 

Figure 5.7 Interactions among policy, intelligence and control 

Figure 5.7 illustrates the interactions among control, intelligence and policy. The 

organisational purpose and values of a higher-level system are clarified by policy. 

Values and purpose are transmitted to subordinate systems through the higher-Iml 

control function, which communicates with lower-level policy functions. The policy 
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function within a lowcr-lcvcl system receives the overall system purpose and values and 
represents them to the lower system. In practice, the three functions are not necessarily 
distinct entities. Responsibility for policy, intelligence and control could, for example, 
bc allocatcd to onc individual within a small organisation. 

The author has not encountered any reference in the empowerment literature that links 

cmpowcnncnt to the Viable System Model. Attributes of the model that are identified 

as having relevance to cmpowen-nent and organisational design are, however, being 

articulated independently by other authors. The control function is analogous to 
interactive control systems (Simons, 1995; Osbome, 1998). Interactive control systems 
arc designed to look inwards to an organisation to highlight emerging strategy issues. 
The intelligence function is comparable to informational control. Informational control 
looks out into the operating environment to check that current assumptions and 
objectives remain valid (Picken and Dess, 1987). 

5.5.5 Empowerment and the Viable System Model 

The author believes that the Viable System Model is relevant to implemcnting 

cmpowcrcd work strategies for the following reasons: 

0 the model provides theoretical justification, through the principle of requisite 

variety, for devolving management control responsibilities to lower organisational 
levels 

0 the model demonstrates how varying degrees of self-regulation can be achieved 

among and within systems 
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0 the model providcs communication chatincls and proccdurcs that allow the 

apparcntly paradoxical rcquircmcnt of local scir-rcgulation and simultancous 

ccntraliscd control 

0 the model provides a framework for dctcrmining the implications of impicilicnting 

empowcred work stratcgics at diffcrcnt organisational levcls. 

5.5.5.1 Theoretical Justirication 

The Viable System Model is a managcmcnt control model that rcgulatcs organisational 

complexity arising from the system's environment, which contains far more complexity 

than the system. Current turbulent operating conditions arc a conscqucncc of changing 

dynamics in global competition. The principles of recursion and requisite variety offer 

insights as to why empowered work strategies arc appropriate organisational responses 

to turbulence in global market conditions. By devolving responsibilities for 

management control and responsibilities for integrated production process control, 

manufactures are cffectively operating the principle of rcquisitc variety in rcsponsc to 

business pressures. 

5.5.5.2 Self-regulation 

Earlier discussion in section 5.1 of this chapter differentiated between systematic and 

system thinking. A systematic view of a system is amenable to rcductionist analysis. 

Systemic thinking demands that a system be analysed from the perspective of the entire 

system. Systemic thinking is not subject to reductionist analysis. The concept of an 

organisation and the process of organising is analogous to systematic and systemic 

thinking. If it is the case that the process of organising is not capable of rcductionist 

analysis, then the tendency of engineering managements to attempt to control operator 

bchaviour in a reductionist manner is misplaced. The Viable System Modd is not being 

proposed as a tool to secure mechanistic control within manufacturing organisations. 
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Rather, tile model offers a way in which self-regulation can be directed. 

Communication channels specified by the model, through feedback and information 

exchange, enable the process of organising. Information exchange is guided by 

organisational procedures and by management control responsibilities that are assigned 
to work roics. 

Chcrns' (1978,1987) statement of principles common to sociotechnical systems, listed 

in the previous chapter's analysis of empowerment, includes the principle of minimum 

critical specification. This principle states that systems design should specify what must 
be done to achieve systems objectives but that there should be discretion and autonomy 
in how ob . ectives are pursued. Minimum critical specification is designed to maximise 

organisational flexibility and to reverse bureaucratic thinking. It is essential for the 
functioning of self-regulating systems (Morgan 1986). 

Minimum critical specification applies to the control of a system's operational activities. 
It also applies to the design of management control structures. Morgan recommends 
that work roles are left as ambiguous and overlapping as possible so that the 

organisation's structure can adapt to changing circumstances. Although multi-skilled 
teams provide this sort of flexibility, it is difficult for the author to envisage that this 

course of action would be widely feasible within manufacturing production, where 
integrated process discipline is correlated with competitive success. Morgan admits that 

there is a danger that such flexibility could lead to chaos. Spreitzer (1996) reports 

results from her research, and summarises evidence from previous research, that 

indicates that psychological empowerment is associated with low role ambiguity. Clear 

goals, tasks and lines of responsibility are key determinants of psychological 

cmpowen-ncnt. 

The point that Morgan makes is that defining work roles too rigidly may compromise 

system flexibility. The author sees no conflict between the principle of minimum 

critical specification and clearly defining work roles. To Morgan, minimum critical 
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spccirication is defining "no more than is absolutcly necessary for a particular activity to 

occur" (Morgan: 101). The Viable System Nlodcl adheres to minimum critical 

speciflcation by articulating the rive managcnicnt control functions ncccssary for systcm 

viability. These arc manifested in responsibilities that are dctcrniincd in whatcvcr 

manncr is most appropriate to the organisation. Ilowcvcr management control 

responsibilities are detcrmincd, they must be clearly assigned. The process of 

adaptation depends upon it. Systems adaptation is achieved through the intcraction of 

the policy, intelligence and control functions. The exercise of these rcsponsibi Ii tics 

provides monitoring mechanisms that facilitate responses to cnvironmcntal complexity. 
Rigidity within the Viable System Model is discouraged through adaptation. 
The degree of internal sclf-rcgulation within a system's operations, which arc 

themselves viable systems, can differ according to the relationship bctwccn the 

implementation and control functions. SlL19 SIL2 and SIL3 in Figure 5.8 could be taken 

to represent three different empowered production teams. If it is supposcd that the 

teams are at different stages of maturity, it is conceivable that the relationship between 

control and operations implementation could differ among the teams. An organisation 

that instigates an empowered work strategy may choose to exercise greater initial 

management control over operations. Discretionary or systcmatised control could 

operate at the outset. A range of pre-spccificd contingencies permits production teams 

to have problem-solving responsibilities within derined limits. As more management 

control responsibilities are absorbed in time by operations, the emphasis on tight 

management control lessens. The exercise of developmental control permits yet more 

decision-making latitude. 
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Highly empowered production, self-managed teams could assume responsibility for the 

control and operations functions, including being accountable to the meta-management 

system of higher-level systems for operations performance. A less empowered team 

would have a management function to which it reported within the subordinate system. 

The management function would then be accountable to the higher-level meta-system 

for the team's performance. 
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The highcr-lcvcl system could bestow grcatcr scif-dctcrniination on the subsystems 

through the co-ordination function. Because of the need to maintain requisite vadcty. it 

is not in the highcr-lcvcI system's interests to closely monitor co-ordination among tile 

subsystems. The highcr-lcvcl co-ordination function. however, may be more involved 

in subsystem co-ordination wlicn cmpowcrcd work strategies arc initially inIplcmcntcd. 

Co-ordination among subsystems could become more autonomous as Icanis get 

accustomed to taking on responsibilities for process integration. 

The Viable System Model relics on networks of fccdback mechanisms that monitor the 

achievement of short-term and long-tcrm goals. Feedback can be of first, second or 

third-order. First-ordcr fccdback compares actual performance to a prcdctcrmincd goal. 

Goals cannot be challenged. Only corrective action in pursuit of the goal can be taken. 

As tcams become more empowered through increased management control and 

operations control, requisite variety demands commcnsuratc increases in choice of 

control strategies. Deviations from a goal can be either minimiscd or the goal can be 

questioned and changed. This sccond-ordcr choice of strategies may be appropriate for 

decision-making authority that is restricted to production issues. Highly empowered 

teams can effectively become mini-busincsscs. Third-ordcr control strategies, which 

allow maximum latitude in choice of adaptive actions, arc required. Such tcams 

therefore need the five management functions to dctcrminc system viability. Tile 

principles underlying the Viable System Model, together with the control mcchanisms it 

contains, provide manufacturing organisations with a rich source of principles to follow 

when operational ising differing degrees of sclf-rcgulated empowerment. 

5.5.5.3 Autonomy and Control 

Discrepancies betwecn the expressed desire for cmpo%%, crmcnt and what actually 

happens in practice indicate that implcmenting empowered work- strategies is 

problematic. It is a moot point whether the Viable System Modcl, provides the means 
for changing managerial attitudes. It does provide a theoretical solution to the paradox 
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of rctaining ccntraliscd organisational control while allowing simultaneous local self. 

rcgulation. The need to observe the principle of requisite variety by devolving 

complcxity is the key to incrcascd local self-rcgulation. Centralised control is achieved 
through the communication channels and control mechanisms that link recursive viable 
systcms. Rcfcrring back to Figure 5.3, each of the three SI systems has its own control 
function that cnsurcs sclf-dctcrmined control. Each of the three control functions is 

simultancously autonomous and accountable to the higher-level system's control 
function. This interaction of the control functions ensures that control is simultaneously 
localiscd and ccntraliscd. 

5.5.5.4 Empowerment at Varying Organisational Levels 

The five management functions are applicable to all viable systems at all levels. 

Although common at all levels, the functions obviously have a different focus 

depending on a system's place in the overall system. For example, the GRAI 

methodology (Graphe A R6sultats et Activit6s Interlics), which takes a conceptual view 
of manufacturing systems, proposes that a manufacturing system consists of three 

subsystems (Doumeingts, G. et al., 1987). These are the physical system, the decision 

system and the information system. The decision system is represented hierarchically. 

Decisions taken at the top of an organisation are long-term strategic decisions, which 

affect large domains throughout the manufacturing organisation. The time-scale of such 
decisions is long, with the effects being felt over a sustained period. Operating 

decisions tend to be more limited in scope and their effects are felt for a relatively short 
time. In fact, many operating decisions are made in real-time. 

If many of the decisions taken at the level of middle management are being devolved 

down to the shopfloor, because organisations are functioning with flatter management 

structures, then this has implications for the type of decisions that middle managers and 

production teams are now likely to be making. Production teams remain primarily 

responsible for short-term operating decisions. It would also be expected that 
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production teams, as they become cmpowcrcd with greater degrees of dccision-making 

authority, would be involved in morc strategic decisions. Middic management would 

still be involved in monitoring the activities of subordinate systems, although rcquisitc 

variety stipulates that micromanaging by higher level systems violates the law or 

requisite variety. Middle management would play an incrcasingly critical role in co- 

ordinating the activities of flattcr organisations. They arc likcly to become more 

strongly focused on strategy formulation and implementation. According to the 

principle of requisite variety, senior management could be in danger of becoming 

overwhelmed by the complexity of market turbulence ir this complexity was not 

absorbed. 

Fixed strategic goals become dysfunctional in unpredictable markets. 11c: process of 

strategy formulation should be highly dynamic. The relationships among strategy 
formulation, implementation and control need to be closely interactive. Assumptions 

and goals need to be continuously monitored, tested and reviewed. Controlling strategic 

change is difficult. Pickcn and Dcss claim that leaders and managers can best serve 

their organisations by introducing a sense of direction and logic to the incremental 

process of strategic control. Nianagcrs need to understand the organisation's strategic 

environment and be able to evaluate critically any changes to that environment. 

Osborne (1998: 483) comments that the topics of strategy, control and systems have 

been studied individually in depth. He contends that interactions among the domains 

offer leverage for competitive adaptation and performance. The Viable System Modcl 

provides a framework for integrating strategy, control and adaptation, through the 

mechanisms of the policy, intelligence and control functions. These adaptation 
functions provide a means of continuously monitoring the validity of organisational 

goals and purposes. Recursion provides the mechanism for appropriately applying 

policy, intelligence and control, according to the focus of a particular system. The 

model provides understanding of the implications of implementing empowered work 

strategies from the perspective of shopfloor teams, middle and senior management. The 
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Viable System Model provides an unambiguous theoretical statement of the critical 

contribution of middle management in shaping organisational strategy. Research by 

Floyd and Wooldridge (1997) confirms that middle management involvement is 

significant in strategy definition. Middle management resistance has frequently been 

idcntiricd as a significant barrier to the success of employee involvement practices 
(Fenton O'Crcevy, 1996a). Fenton O'Creevy recommends that resources, rewards, 

recognition and responsibilities are given considerable attention for this group. 
Responsibilities for strategy development, co-ordination and control are clearly 
indicated by the model. Empowering employees require that managers are also 

empowered. This will only be achieved if shared goals and a common purpose are 

evident within the organisation (Fenton O'Creevy, 1996b). 

5.6 CRITICISMS 

Despite the theoretical relevance of systems theory and the Viable System Model in 

operational ising empowerment in organisations, both have attracted criticisms. These 

arc: 

information does not flow unimpeded, as suggested by open systems theory, but 

may be used to further individual ends and frustrate organisational objectives 

0 systems theory ignores the reality of conflict within organisations 

viable systems require acceptance of organisational, goals among system 

participants. In reality, individuals pursue a multitude of purposes, which may 

coincide with organisational purpose or deflect from organisational intent 

0 the Viable System Model is inherently autocratic. 
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5.6.1 Countering the Criticisms 

Stacey (1996) differentiates between legitimate and shadow networks of relationships 

among organisational members. The legitimate systcm is established to rcalisc 

organisational purpose, that is purpose dctcrmincd by senior management (Anthony, 

1998), through the allocation of formal authority and responsibilities. Ili= authorities 

and responsibilities are exercised within the confincs of an approved set of values. Ilic 

shadow system constitutes an informal network of relationships that serve a diverse set 

of purposes, which range from personal politics to sabotage of the legitimate system 
(Stacey: 27). The shadow system allows people to take their own infarmal authority. 
This could and have the cffcct of undermining formal authority or it could lead to sclf- 

organisation that produces creative change. Stacey argues that it is mainly within the 

shadow system where creativity takes place within the organisation. 

Management control structures represent the legitimate system of the organisation, with 

control responsibilities and authority attached to %vork roics. The process of organising 

represents systemic complexes of interactions that arc outcomes from both the 

legitimate and shadow systems. Stacey proposes that how the legitimate and shadow 

systems interact determine the basic dynamics of an organisation. 

Information 

Shapiro (1996) confirms the influence of the shadow system in her criticism of 

supposedly open systems. She is particularly concerned about the reality of information 

flows within organisations. Open systems theory relics on a free flow of vertical and 
horizontal information throughout organisations. In practice, employees withhold 
information in the form of knowledge, ideas and data. Shapiro envisages a continuum 

of barriers to the circulation of information, from "lack of rewards" to61ack of rewards 
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plus the existence of substantial (but subtle) penalties" (Shapiro: 69). She believes that 

tlicrc is risk attached to sharing information through official channels. Information 

flows freely through the unofficial grapevine. This unofficial information is often, 

pcrccivcd as more reliable than that which flows through official communication 

channels. Shapiro asserts that the grapevine is a fact of organisational life. It cannot be 

controlled. Those in authority should confront issues that emerge from the grapevine 

with the object of building trust and encouraging ideas and observations to flow more 
frccly. This endorses Stacey's view that it is the interaction of the legitimate and 

shadow systems that determine organisational dynamics. 

5.6.1.2 Systems Theory 

Collins (1998) criticiscs systems theory on several grounds, all of which could be 

contested. He asserts that there is a tendency in systems theory to treat abstract concepts 

as though they represent what people actually do. To Collins, "it seems that roles do 

things to people" within systems theory (Collins: 151). This seems to the author to be 

obviously not the case. There would be no conflict within organisations if roles did 

things to people. Weick (1969: 3) states that roles are significant in so far as there are 

mutual expectations attached to them. They define what an organisational member 

expects from himself and from other people. Expectations might suggest a particular 

course of action but there is no guarantee that an individual will behave in a particular 

way because he has been assigned a role. 

Collins also perceives that the actions of people within systems theory are swept aside 
by a focus on the supposed structure of the system. According to Weick (1969: 3), an 

organisation is "an identifiable social entity pursuing multiple objectives through co- 

ordinated activities and relations among members and objects. Such a social system is 

open-ended and dependent for survival on other individuals and sub-systems in the 

larger entity". Weick's view of an organisation concurs with the systems perspective of 

an organisation, which focuses principally on inter-relationships and interdependency 
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among groups of people (Schodcrbcck, 1978). Proponcnts of the Viable Systcni Nlodcl 

view the cntcrprisc as "a dynamic plicnomcnon that is continuously constitutcd and 

rcconstituted in the tra cctory of its cxistcncc" (Espqjo and llarndcn, 1989: 452 - 453). j 

The interactions of people arc implicit within the abstraction or systcms thcory. The 

messy, political reality of organisations docs not, it sccms to the author, invalidate the 

use of theoretical abstraction as a means of understanding organisational rcality. 

Abstraction in systcms thinking is intended to assist understanding of basic principles or 

organisation. The neatness of a sYstcms model is not intcndcd to rcprcscnt reality. 

To Collins, a consequence of abstraction is that the reality of connict within 

organisations is neglected. The author believes that this is a valid point. There are 

reminders within systems thinking that achieving a workable level of stability within 

organisations is partly a matter of conflict-rcsolution (11abcrstroh, 1968). While 

definitions of organisations as systems implicitly acknowledge conflict through the 

multiple interactions of individuals who pursue multiple objectives, conflict does not 

receive prominent attention within systems theory. 

5.6.1.3 Viable System Model 

A criticism of the Viable System Model is that there is no mcchanism containcd within 

the model to facilitate debate on different viewpoints on organisational goals and valucs 
(Jackson, 1989). Jackson articulates the critics' view that the only way in which 

autonomy can be devolved to subordinate parts in the Viable System Modcl is if thcre is 

agccmcnt over organisational goals (1989: 422). Proponents of the Viable System 

Model tend not to stress conflict. If anything, conflict appears to be determinedly 

glossed over. Jackson believes that the model facilitatcs the cmcrgcncc of sharcd goals, 

through the policy function of the model. Espcjo and Harndcn (1989: 458) argue that the 

Viable System Model does not assume the agTccmcnt of all participants. In their view, 

participants at different structural levels attribute their own purposcs according to how 

they see the organisation. Nevertheless, Espcjo and llamdcn maintain that the model is 
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a generative mechanism, which enables dynamic structures to be continually created 
through the cohcrcnt participation of all organisational members. Conflict surely arises 
if "in the social domain, every individual viewpoint has, in one form or another, vested 
intcrcsts in particular social, political and intellectual structures" (Espejo and Hamden, 
1989: 455). The belief that 'shared goals' and the 'coherent participation of all 
organisational members' arc outcomes of the model in practice imply that conflict, 
which may be destructive or constructive, is managed or resolved. 

Conflict can matcrialisc in several ways. Fundamental conflict may exist in attempting 
to obtain compliance with organisational purpose and goals, which is essential for the 
functioning of the control and communication mechanisms within the Viable System 
Model. Management strategies must be directed both at the level of process and at the 
level of structure to be effective (Fenton-O'Creevy and Nicholson, 1994). The 
legitimate system of an organisation encompasses both the level of structure and the 
level of process. The Viable System Model addresses the level of structure of an 
organisation's legitimate system, through allocation of responsibilities for the 

management functions. The outworking of management control responsibilities take 

place at the level of process, shaped and reinforced by beliefs, core values and 
management style. Conflict, and mechanisms for facilitating different viewpoints, also 
matcrialise at the level of process. The level of process is not prescribed by the Viable 
System Model (the exception is the audit channel that the control function uses to 

monitor the quality of information it receives about operations; the model specifies that 
this communication channel is used unpredictably and intermittently). How compliance 

with organisational goals is achieved is a matter for individual enterprises. 

Senior management within manufacturing enterprises that are implementing empowered 

work strategies appear to be ruthless in their determination to obtain adherence to 

common organisational goals from all organisational participants (Frey, 1993; Wicksier, 

1997; Lewis and Lytton, 1997). Those who obstruct or do not commit to organisational 

goals leave the organisation or are dismissed. However, this ultimate sanction follows 
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periods of communication and persuasion from scnior managcnicnt about the rcasons 
for pursuing organisational goals (Frey, 1993; Wicksicr, 1997; Lewis and Lytton, 1997). 

if opcrationalising the Viable System Modcl means that thcrc must be common 

agreement over organisational goals, as the critics maintain, then this rcflccts the tcality 

of what is occurring in practice. 

The need to obtain common consent on organisational goals is illustrated by research 

that reported the effects of inconsistency between the level or structure and process 

within the production system of a manuracturing enterprise (ScIto ct al., 1995). 

Destructive conflict among work-groups and between management and operators was 

reported to be prevalent within a manuracturing production site that implemented a Just- 

In-Time initiative. Strong vertical management control practices, a legacy ortraditional 

management prior to implementing Just-In-Timc, were inconsistent with organisational 

goals. The researchers concluded that this inconsistency caused the Just-In-Timc 

implementation to fail. 

The few documented examples that exist of operational i sing empowerment demonstrate 

that conflict is inherent in the process, either through the process of transition or through 

structural inconsistency. The author provides empirical evidence in Chapter Seven of 

the fact that conflict may be present within organisations at the level of process even 

when there is common commitment to organisational goals. This type of conflict arises 

from differing individual perceptions of how best to achieve organisational goals. The 

principles underpinning the Viable System Model could be valuable in implementing 

empowered work strategies that devolve management control responsibilities. The 

author believes that conflict has to be explicitly rccogniscd as inevitable in tile dynamic 

outworking of the model's control mechanisms. 

Critics of the Viable System Model contend that it is inhcrcntly autocratic bccausc it 

serves the interests of the most powerful within organisations. The model could be 

interpreted as being compatible with senior management desire to get people to conform 
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to the management functions in a uniform manner. In accordance with the 

sociotcclinical principle of minimum critical specification, the Viable System Model 

dictates necessary management functions and communication channels at the level of 

structure. Frequency and type of information to be communicated are not specified at 

the level of process. Senior management may initially behave autocratically in 

obtaining commitment to organisational goals. Once commitment is voluntarily 

established, autocracy at the level of process violates the principle of requisite variety 

and may invite destructive participation in the organisation's shadow system. 
Collaboration required by process innovation and integrated process control could be 

jcopardised. Utilising the model in an autocratic manner, particularly in current 

operating conditions, would seem to be self-defeating. 

5.7 SUMMARY 

The key points to emerge from Chapter Five are: 

0 the difference between a static organisation and the dynamic process of organising 
is analogous to the difference between reductionist and systemic thinking. The 

process of organising is incapable of division because of the complexity of 

personal interactions. Engineering management has traditionally attempted to 

exert reductionist behavioural control to human behaviour. Systems thinking 

implies that human behaviour is not amenable to reductionist control 

0 the Viable System Model within organisations addresses an organisation's 
legitimate system only at the level of structure, by stipulating the management 
functions that are necessary to achieve system viability and distributed autonomy. 

How the model's management control functions are experienced within an 

organisation will depend critically upon management action at the level of process. 

The model does not specify actions at the level of process 
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0 the level of process is key in inipicnicnting crnpowcrcd work strategies, which is 

particularly significant in accommodating the conflict that is inlicrcnt in 

opcmtionalising cmpowcrmcnt. 
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SUMMARY 

Figure 6.1 Outline of Chapter Six 

This chapter draws together theoretical knowledge from Chapters 3,4 and 5 to construct 

a conceptual framework, which is designed to support the operation of empowered work 

strategies from the perspective of production operators and frontline management. The 

author defines frontline management as team leaders and the level of management that 

co-ordinates the activities of team leaders. Contingency factors that are likely to 

influence the choice of implementation strategy are reviewed. A statement is made of 

the characteristics that the conceptual framework should display. The elements of the 

framework are then described. 
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6.0 CONTINGENCY FACTORS 

Analysis in Chapters Three and Five indicates that organisational control is variously 

rcalised within different manufacturing enterprises. Empowerment derives from: 

0 the nccd for proccss innovation 

changing horizontal management control responsibilities, as a consequence of 

proccss-focuscd manufacturing initiatives 

0 changing vertical management control responsibilities, as consequence of the trend 
for manufacturers to operate with fewer levels of management. 

It is obvious that strategies for operationalising empowerment will differ according to 

the drivers for change. Multitudes of factors influence the design of management 

control structures. Hall's (1991) analysis of the foundation literature on organisational 

analysis is comprehensive. The following brief review of a selection of the foundation 

literature indicates that contextual factors, such as technology, size and environmental 

complexity, are shown to be key determinants of organisational structure. 
Organisational design is also a matter of choice. The purpose of this review is to argue 

that there is no direct correlation between organisational structure and a particular 

manifestation of empowerment. 

Organisational structure can be viewed as a 'complex medium of control which, is 

continually produced and recreated in interaction, and yet shapes that interaction: 

structures are constituted and constitutive' (Ranson ct al., 1980: 3). This emergent 

perspective of structure is consistent with the definitions of organisation that are 

outlined in Chapter Five (Weick, 1969; Argyris and Schon, 1978). Elements'of 

structure include the number hierarchical levels, the degree of horizontal task division, 

the extent to which procedures are formalised and whether decision making authority is 
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centralised or decentralised. Multiple management control structures can co-cxist 

within the same organisation. 

Differing types of management organisational structures correlate with technologies 

employed within organisations (Woodward, 1958; Burns and Stalker; 1961; I. awrcncc 

and Lorsch, 1967; Perrow, 1970). Difficultics arc raiscd by the concept of technology 

(Hinings et al. 1976: 105). Some researchers view it as a machinc-bascd concept that 

refers to the degree of automation and integration of work-based proccsscs. Pcrrow 

views technology in ternis of knowledge rcsponscs and information, which transform 

6raw material' into products and sen'Ices. This concept of technology includes more 

than machinery. Perrow uses his analysis of technology to propose that technology 

determines structure. He admits that his analysis is entirely speculative (Pcrrow: 82). 
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Figure 6.2 Technology / Structure Framework (Perrow, 1970: 81) 

Perrow predicts that organisations, assuming they have knowledge of the sociology of 

complex organisations, will adapt their structures to fit their technology (Perrow: 80). 
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lie uses the variables of group discretion, power, basis for co-ordination within a group 
and interdependence to argue his case for technological / structural congruence. Figure 

6.2 reproduces the framework that captures his hypothesis. 

The framework represents structural variables as applied to lower and middle 

management within manufacturing production. Middle management is responsible for 

production administration, labelled Technical in the framework. Lower management 

supervises production. The Non-Routine organisation is characterised by the need to 

acquire knowledge of unfamiliar situations and to manage a large number of unexpected 

occurrences. Co-ordination within groups is a process of mutual adjustment through 

feedback. Interdependence among groups is high. 

Pcrrow offers the view that most enterprises fit into the Routine category. Familiar 

situations are encountered within relatively certain production processes. Discretion for 

supervisory and technical personnel is limited, but middle management have more 

power. Predetermined planning replaces feedback as a co-ordination mechanism. 

The Engineering model is characterised by familiar situations, but with an increasing 

level of unexpected occurrences. The technical level within the Engineering model 
behaves as in a Non-Routine organisation, while supervisory management behaves 

according to the Routine model. The Craft model represents the converse to the 

Engineering model. 

Woodward's (195 8) empirical evidence demonstrated a relationship between production 

systems and patterns of organisation. She defines technology as a 'System of 

techniques', which implies the inclusion of knowledge (Woodward: 10). Woodward 

concluded that technical methods, designed to exert control over production, were the 

most important factor in deten-nining orgatusational. structure. Enterprises grouped 

according to technical methods used were found to share structural characteristics. 

Woodward defines technical complexity as the extent to which the production process is 
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controllable and its results predictable (Woodward: 12). Ificrarchical lcvcls, first-line 

supervisor span of control, and the ratio or managcnicnt to other pcrsonncl, arnong other 

effects, all varied with the groups' technical complexity. Tcchnology was also found to 

be instrumental in setting the tonc or human relationships within the research 

enterprises. Woodward commented that her findings cast doubt on the existence of 

universal principles of management, which at the time wcrc widely assumcd. 

Based on empirical evidence, Bums and Stalker (1961) confirmcd that management 

systems do not confonn to one ideal type. Like Woodward, Bums and Stalker found 

that management systems are dependent on rates of technical change or market 

conditions (Bums and Stalker: 96). Unfamiliar problems and a high dcgrcc of 

unexpected occurrences are prevalent in turbulent operating conditions. Bums and 

Stalker propose that 'organic' management structures, comprising networks of control, 

communication and authority rcsponsib il i tics, arc appropriate in these circumstances. 

'Mechanistic' structures, which are hierarchical and fon-naliscd, arc appropriate in 

relatively stable operating conditions. Organic structures are synonymous with Pcrrow's 

Non-Routine model and mechanistic structures arc comparable to the Routine model. 

Lawrence and Lorsch (1967) investigated organisational structures under differing 

market conditions. They acknowledged the influence of the Woodward and Bums and 

Stalker research, and confirmed their observations. La%vrcncc and Lorsch selected 

enterprises from three different industries to examine states of complexity, which they 

term 'differentiation', and integration. Differentiation includes task division, 

distribution of vertical and horizontal management control, and the extent of formaliscd 

procedures. Lawrence and Lorsch additionally include within differentiation attitudes, 

behaviour and orientation towards goal achievcmcnt. 

These three groups of industries within the study opcrated in diffcrcnt product markets. 

The group of enterprises selling plastics operated in highly competitive, continually 

changing and turbulent operating environments, where competitive advantage was based 
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on frequent product innovation. Although market uncertainty was high, production 

process was characterised by certainty. Production variables could easily be measured 

and monitored. The two other industries, standardised containers and packaged food 

were selected to show the effects of differing rates of change in operating environments. 
The sources of competitive advantage in standardised containers were delivery times, 

quality and cost minimisation. There was no significant product development and 

production process certainty was high. Competitive advantage in the packaged food 

sector was through product innovation, to a lesser extent than in the plastics industry. 

DIFFERENTIATION 
Complexity 

High 

Uncertainty 

Low 

High 

Super Value Goods 

Fitness for Purpose 

Fashion 

Timeliness 

Consumer Goods Simple Components 

Value for Money I Price 

Figure 6.3 Enterprises categorised by product complexity / market uncertainty 

Figure 6.3 shows manufacturing sectors categorised by product complexity and market 

uncertainty (Factory for the Future, 1995). The basis on which each of these companies 

would compete is indicated. The plastics manufacturers in the Lawrence and Lorsch 

study would fit into the low complexity / high market uncertainty category. The 

standardised containers manufacturers would fit into the low complexity / low 

uncertainty category. It is unclear into which category the packaged food manufacturer 

would fall. One of the major conclusions from this work is that organisational 

structures and their associated technologies are heavily influenced by external market 

conditions. The enterprises that manufactured plastics, which experienced very 
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I 
turbulent market conditions, were found to be more differentiated than cntcrpdscs 

within the other sectors. A high degree of differentiation would be also be predicted for 

enterprises within the high product complexity / high market uncertainty category. The 

manufacture of aircraft would be typical of this category. 

Highly diffcrcntiatcd structurcs incrcase the nccd for intcgratcd control and co- 

ordination. Hall (1991) citcs Pfcffcr and Lcblcbici (1973) who, in common with 

La%vrcncc and Lorsch, found that control and co-ordination incrcascs in conipctitivc 

situations. Rodrigucs (1994), convcrscly, rcports that organisations confronting crisis 

conditions incrcasc fon-nalisation and standardisation of opcmting proccdurcs. The 

rcsearch on cnvirorunental effccts appcars to bc ambiguous. 

Differentiation also increases with the size of the enterprise. Hall additionally reviews 

research on the effect of size on structure. Debate about whcthcr size or technology 

principally determines organisational structure continued until researchers began to 

examine the mutual effects of size and technology. The relationship between 

technology and size is not simple. A large size can co-cxist with both routine and non- 

routine technology (Hall: 86). Hall concludes that there arc multiple explanations of 

structure, which must include historical and cultural factors. Starkey and McKinley 

(1993) claim that the biggest barrier to Ford's UK attempt to implement organisational 

change is a legacy of poor industrial relations. It is feasible to suppose that management 

attempts to adapt organisational structures could be hindered by a culture that is 

resistant to change. This resistance to change may be an entirely rational response to 

past management tendencies to invest in technologies that have negative associations for 

the workforce. 

The research evidence from the foundation literature suggests that cnvironmcntat and 

market factors strongly affect the nature of technology used in manufacturing 

enterprises. There is, however, no automatic relationship. A ccntmlised managcmcnt 

control structure may be the most appropriate for an organisation, but it may also reflect 
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management beliefs about the capabilities of those lower down the hierarchy to make 
decisions for themselves. There is choice in how organisations arc structured to respond 
to environmental complexity. Woodward found that levels of hierarchy and the ratio of 
management to manual workers both increased with technical complexity. The current 
trend is for manufacturing enterprises to function with fewer levels of management, 

with production teams responsible for making decisions previously made by more 
senior management. 

Analysis in Chapter Three shows that there are varying effects on job design following 

implementation of Just-In-Time (Mullarkey et al., 1995; Jackson and Martin, 1996; 
Selto et al., 1995). Dean and Snell (1991) concluded that contextual variables can have 

encouraging or discouraging influences on the redistribution of management control 

responsibilities. They initially argued that managers within high-performing enterprises 

would have no incentive to redesign jobs. Contrary to expectations, their results 
indicated that high performance can accelerate changes to job responsibilities. Such 

manufacturing enterprises have the financial resources and the required skills to 
implement a programme of job redesign. Dean and Snell suggested that the same 

reasoning applies to the size of an organisation. Large organisations could be associated 

with organisational inertia but they could also have the resources to implement a change 
programme. 

The author believes that it is not possible to predict, on the basis of current knowledge, 

which form of empowerment will be consistent with a specific enterprise model. Based 

on the underpinning theory, the framework to be developed will consist of a variety of 

guideline profiles to focus management activities for a specific type of empowerment. 
Management within a manufacturing enterprise would initially use the conceptual 
framework to identify the type of empowerment that is most appropriate for that 

enterprise's particular set of manufacturing objectives and contextual circumstances. 
The exercise of identifying which form. of empowerment is to be operationalised entails 

assessing management control structures and processes. This would then allow the 
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enterprise to benchmark their existing practices against the corresponding organisational 

conditions and management activities that arc likely to facilitate the opcrationalising or 

the rclevant fonn of cmpowcnncnt. 

6.1 FRAMEWORK CHARACTERISTICS 

The framework should: 

0 make explicit the need to take a difTcrcntiatcd approach to implcnicnting 

cmpowcrcd work stratcgics. 11iis charactcristic dcrivcs from analysis in Chiptcrs 

Three and Five, which indicates that organisational control is variously rcaliscd 

within different manufacturing enterprises 

0 have the capacity to address cmpowcmicnt from a systcms pcrspcctivc that 

includes input from production operators and frontlinc managcmcnt. This 

characteristic follows from the argument in Chapters Four and Five, which 

identifies the need to adopt a systems approach to iniplcmcnting empowered work 

strategies 

incorporate theoretical knowledge on all dimensions of cmpowcrmcnt, discusscd 

in Chapters Four and Five. 

0 address the paradox of achieving local control while maintaining ccntraliscd 

control. This paradox is discusscd in Chaptcr Fivc. 

The framework is developed to provide comprehensive understanding of the diffuse 

concept of empowerment. The author intends that manufacturing cntcrpriscs could use 

the framework as a means of reflecting on an enterprise's own set of organisational and 

contextual circumstances when implementing an empowerment strategy. It is not 

offered as a 'proven path' series of recommendations, which havc been criticiscd as 

simplistic and misleading (Clemson, 1996; Collins, 1998). 
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6.2 THE CONCEPTUAL FRAMEWORK 

The conceptual framework, known from this point as the Empowerment Enabling 

Framework, is constructed from the perspective of production operators and frontline 

management within manufacturing enterprises. Strategies for operationalising 

empowerment at production level involves input from more senior management. A 

separate framework would be required to understand the theoretical implications of 
implcmcnting empowered work strategies specifically from the perspective of senior 
management, whose roles would focus on integrating the diverse capabilities of 
frontline management, shaping strategy and developing competencies (Floyd and 
Wooldridge, 1997; Ghoshal and Bartlett, 1997). 

The Empowerment Enabling Framework incorporates knowledge from theories of 
motivation, organisational control and systems thinking, including the Viable System 

Model. The Viable Systems Models is discussed in Chapter Five. Theoretical 

knowledge is assembled within five Empowerment Profiles that represent particular 
forms of empowerment. Different forms of empowerment are associated with 
combinations of management control structures and processes, and conditions that 

stimulate individual motivation. Knowledge of factors that are conducive to producing 

motivation are included within the Empowerment Mix of the framework. Theoretical 

knowledge on control is included within the Control Mix of the framework. There is a 
separate Empowerment Mix and Control Mix for each Empowerment Profile. 

I- 

The remainder of this chapter outlines the logic behind the Empowerment Profiles, 

followed by an explanation of the Empowerment Mix and Control Mix components of 
the framework. The development of the framework is completed by descriptions of 

management activities, drawn from research and theory, that are associated with each 
Empowerment Profile. 
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6.2.1 Empowerment Profile Logic 

The Empowennent Profiles in Table 6.1 arc associated with a parlicular Ibmi of' 

empowerment. The profiles arc logically derived from the analysis in Chaptcr Thrcc of 

empowerment in manufactufing. The Empowerment Profiles incorporatc structurcs. 

processes and activities that enable empowerment to be operational ised. The form of 

empowerment associated with each Empowerment Profile is dc1crmincd by its source. 

Empowerment may arise from the need for process innovation, requiring littlc or no 

devolution of management control responsibilities. Empowerment can entail significant 

devolution of management control responsibilities. Higher numbered profiles in the 

Empowerment Enabling Framework indicate increasing degrees of management control 

devolved to production teams. A mixture of profiles can simultaneously exist at the 

same level in an organisation (McEwan and Sackett. 1998). 

Profile Description 

Number 

I: 

1.1 No devolved responsibi lities for hofizontal or N crt Ical managetimit control 

1.2 Parallel innovation 

2: 

2.1 Mininial exercise of horizontal management control responsibilities 

2.2 Minimal devolution of vertical management control responsibilities 

2.3 Parallel innovation 

3: 

3.1 Moderate exercise of horizontal management control responsibilities 

3.2 Minimal devolution of vertical management control responsibilities 

3.3 Integrated innovation 
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4: 

4.1 Significant exercise of horizontal management control responsibilities 

4.2 Moderate devolution of vertical management control responsibilities 

4.3 Integrated innovation 

5: 

5.1 Significant exercise of horizontal management control responsibilities 

5.2 Significant devolution of vertical management control responsibilities 

5.3 Integrated innovation 

Table 6.1 Empowerment Profiles 

To recapitulate, Lindberg and Berger (1997) discriminate between parallel and 
integrated innovation. Parallel innovation functions within existing management 

control structures. Production operators make improvement suggestions. Resulting 

changes to work procedures are sanctioned by management. Integrated innovation 

expands operator work to include responsibility for the evaluation and implementation 

of task and process improvement activities. 

The differentiation among minimal, moderate and significant exercise of horizontal 

management control responsibilities is understood by comparing activities associated 

with Total Quality Management and Just-In-Time. Total Quality Management requires 

production operators to participate in the process of maintaining quality throughout the 

production process. These activities may be perceived as being relatively insignificant 

(Wilkinson, 1997), requiring little exercise of management control responsibilities. 

Operators participating in Just-In-Time may require problem solving, process 

integration activities, communication and social skills. Responsibilities for problem 

solving, for example, but not for process integration could constitute moderate 

devolution. Responsibilities for process integration and problem-solving represent 

significant devolution of horizontal management control responsibilities. 
t 
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The same logic applies to the differentiation wnong minimal. moderate and -significant 

devolution of vertical management control responsibilities. Rcsponsibilitics for 

functions such as quality and maintenance could constitute minimal devolution. Further 

responsibilities, for example production scheduling and customer / supplier 

relationships, could represent moderate devolution. Significant management control 

responsibilities could include financial decisions that impact on the business long-term. 

6.2.2 The Empowerment Mix 

Figure 6.4 shows a schematic representation of the Empowcrmcnt Mix for each 

Empowerrilent Profile. The Empowerment Mix focuses on management activities and 

organisational conditions that would be expected to be consistent with a particular 

Empowerment Profile. Psychological empowerment, internally generated within an 

individual, is positively associated with job motivation. 

EMPOWERMENT MIX 
Ld Management' activities focui increasingly 

on organisationil dimensions 
of eýmpowerment 

z 
Ld 

Manageme4 activities Ld focus decrea ingly on 
z motivational imensions of 4mpowerment 

F-- IIII --V V \/-ý 
PROFILE PROFILE PROFILE PROFILE PROFILE 

12345 

0 
LLI 

LLI 
z 
LLJ 

Figure 6.4 The Empowemient Mix 
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Thcory suggests that individual motivation can be stimulated by enriched work within 
the context of an empowering environment (Conger and Kanungo, 1988; Thomas and 
Velthousc, 1990; Spreitzer, 1996). Motivation and psychological empowerment are 
dccmcd to be a function of-. 

9 individual nccd for achievcment 

9 individual nced for fecdback 

(Hertzberg, 1959) 

(Hackman and Oldham, 1980; Conger and 
Kanungo, 1988) 

* low role ambiguity (Spreitzer, 1996) 

knowledge of task accomplishment (Hackman and Oldham, 1980; Thomas and 
Velthouse, 1990) 

(Hackman and Oldman, 1980; Thomas and 
e meaningful work Velthouse, 1990) 

personal competence, skills, (Hertzberg, 1959; Conger and Kanungo, 1988; 

individual perceptions and growth Hackman and Oldham, 1980; Thomas and 

nceds 

9 individual need for recognition 

e acccss to information and 

Velthouse, 1990) 

(Hertzberg, 1959) 

(Alpander, 1991; Spreitzer, 1996) 

rcsources 

e high perfonnance expectations (Alpander, 1991) 

9 rcduced perfonnance constraints 

e inspirational goals 

e rcsponsibilitY for work outcomes 

(Conger and Kanungo, 1988; Alpander, 1991) 

(Conger and Kanungo, 1988; Alpander, 199 1) 

(Hertzberg, 1959; Hackman and Oldham, 

1980). 
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Motivation theories propose that motivation is a function of work content. Work is 

motivating if it provides opportunity for achicvcmcnt, recognition, is mcaningrul and 

has idcntiflable outcomes. Leadership that inspires and creates a participative working 

environment influences motivation. Managers within manuracturing production may 

adopt varying roles in supporting cmpowcrcd work strategies, according to limitations 

on the meaningfulness and enrichment potential of work. Whcrc work is routine, 

unchalicnging, and without scope for redesign, the author believes that work can be 

cnrichcd through focusing on task and process innovation rather than on re-structurcd 

management control responsibilities. A sense of achievement and recognition could be 

fostered through fccdback on achievements in contributing to process innovation. 

It has previously been suggested that job redesign should be undcrtak-cn to cnhance 

motivation. Current emphasis on the devolution of managcmcnt control responsibilities 
is a response to turbulent market conditions. Motivational cmpowcrmcnt, a statc which 
is an outcome of the fulfilmcnt of individual nccd for powcr through being in control, is 

coincidentally inherent within tasks that arc cnrichcd with additional management 

control responsibilities for pragmatic cxpedicticy. Such work is thcorctically 

intrinsically motivating. 

The Empowerment Mix indicates that management tasks change as empowerment 
increasingly emanates from the absorption of additional management control 

responsibilities. Empowerment Prorile 4 and Prorilc 5 rcflcct this form of 

empowerment. Management activities within these profiles focuses less on encouraging 
individual motivation. It instead crcatcs an cnabling operating environment by 

providing resources and information, and developing the managerial competencies of 

production teams. 

The attributes of empowerment, surnmarised in Chapter Three from the analysis of the 

empowerment bibliography in Appendix A, arc presented in Table 6.2. The summary 
indicates leadership and management activities required to meet the individual and 

organisational needs inherent in the various fonns of empowenncnt. Combincd with 
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factors associated with motivation, this provides a resource for organisations to 

hcnchniark their own positions. 

Individual Organisational Leadership / Management 
Dimensions Dimensions Requirements 

- Accountability Communication channels Create a 'no blame' culture 

Authority Control processes: Create reward systems that are 
consistent with empowerment 

Commitment Operational objectives 

Communication skills Social Leadership that empowers 
through direction/inspiration: 

Competence Strategic 
Aligns direction 

Congruence between Goals 
personal and Allocates resources 
organisational goals Information systems 

Clearly defines work roles 
Decision-making skills Performance measurement 

systems that are consistent Communicates goals, vision 
Knowledge with the goals of and values 

empowerment 
Motivation Creates structural 

Policies boundaries 
Problcni -solving skills 

Processes Sets parameters, goals, 
Responsibility for: vision and values 

Procedures 
Task innovation Management that empowers 

Purpose through action / participation: 
Process innovation 

Standards Provides feedback, 
Process integration co-ordinates and 

Structures: communicates 
Self-belief 

Task control Minimise adversarial behaviour 
Social skills 

Management control Provide access to business and 
Technical skills operating information 

Provide education / training 

Table 6.2 Summary of empowerment attributes 
Set high expectations 
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6.2.3 The Control Alix 

The Control Mix focuscs on control structurcs and proccsscs that would bc cxpcctcd to 

be consistent with individual Empowcrmcnt Profilcs. A spccific combination or 

motivational managemcnt activitics, control structurcs and control proccsscs ariscs from 

the Empowerment Mix and Control Mix within cach Empowcniicnt Profile. Although 

the Empowerment Mix and Control Mix arc shown as scparatc inputs into the 

Empowerment Prorilcs, motivation and control arc intcr-rclatcd. Control is cnablcd by 

fccdback which, under ccrtain circumstanccs, motivates by crcating intcrnal and 

external reward expectancies. Fccdback can also ncgativcly affcct bchaviour, causing 
decreased performance and defensive behaviour (Nadlcr. 1977: 79). 

Figure 6.5 shows the addition to the framework of the Control Mix and the Viable 

Systcm Model functions. The Viable System Nfodcl management functions are 

represented within the framework at identical lowcr-Icvcls of recursion. An equal 

degree of requisite variety is assumed to be present within each Empowerment Profilc. 

The Control Mix differentiates between responsibilities allocated at the level of 

structure and the outwork-ing of those responsibilities at the level of process. Ilic Viable 

System Model dctcnnines organisational structure through the allocation to work roics 

of communication and management control responsibilities. flow the model's 

management control functions are experienced within an enterprise will depend 

critically upon the actions of organisational participants at the level of process. I'lic 

model does not specify actions at the level of process. 

The abbreviations used to describe the Viable System Model nianagcmcnt functions 

within the framework are: 

S= responsibility for the management function is maintaincd at a highcr supervisory 
level within the lower viable systcrn 
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Figure 6.5 The Viable System Model within the Framework 
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D,,,, = minimal responsibility for the management function is devolved within the lower 

viable system 

DMOD= modcrate rcsponsibility for flic managcnictit function is dcvolvcd within the 
lower viable sYstcm 

Dsj, O = significant responsibility for the managcnicnt function is devolved within the 
lowcr viablc sYstcm 

S2 = Co-ordination 

S3 = Control 

S4 = Intelligence 

S5 = Policy 

The paradox of maintaining centraliscd control at the samc tinic as achicving local 

control is resolved within the Viable Systcm Modcl. This is possible through the 

combination of adhercncc to the principle of requisite variety and through the 

interaction of the control functions among diffcrcnt rccursion lcvcls. The rcsolution of 

the paradox is implicit within the framework, which has the principles of rccursion and 

requisite variety embedded within it. 
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The Viable System Model is shown to two levels of recursion in Figure 6.6. S 11-11 S421 

SI,, SI,,, and S 11 , represent lower level viable systems. Each lower level viable system 

exhibits a different manifestation of empowerment. Each lower level system is included 
in the framework within the respectively numbered Empowerment Profile. 

The entire conceptual framework is presented in Figure 6.7. Operational, strategic and 

social control are exerted at the level of process within organisations. Different 

theoretical types and sources of operational, strategic and social control are included 

within the Empowerment Profiles. 
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6.2.4.1 Empowerment Proffle I 

The source of empowerment in Profile I is parallel Continuous Improvement. This 

entails no change to management control responsibilities. Collaborative process control 

activities arising from the operation of Just-In-Time and Total Quality Management are 
highly supervised. Only management can sanction changes to work routines as a result 

of improvement suggestions. It is clear that management action influences the process 

of empowerment within Profile 1. Work that is routine can be given meaning through 

emphasis on input into the production process. A sense of operator achievement could 
be derived through recognition for participation in process innovation and efficiency. 
This requires frontline managers to be responsible for activities such as: 

9 instigating and communicating well-defined procedures for the efficient evaluation 

of improvement suggestions (Casison, 1998) 

0 collaboration with operators on implementation of suggestions (Taninecz, 1997) 

0 formally rccognising cmployce contribution to Continuous Improvcmcnt (Bcssant 

and Caffyn, 1997: 19) 

9 managing the process of Continuous Improvement through encouraging learning 

behaviours (Bessant and Caffyn, 1997) 

providing training on techniques to enable collaborative, cross-functional process 
innovation, including training on technical issues, social skills and problem 

solving (Gunsakeran and Cccillc, 1998; www. usu. cdu/-shingo/coach. html). 

These examples of management activities are consistent with theories of motivation, 

which propose that motivation is a function of achievement, task accomplishment, a 

sense of responsibility for work outcomes and individual recognition needs. The list of 
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motivating managcmcnt actions is not exhaustive. Others are listed in Table 6.2 under 

"Leadership / Management Requirements. Bcssant and Caffyn propose that "cnabicrs', 

which arc structural and procedural devices that arc deployed by managers, rcinrorce 

behaviour that is consistent with Continuous Improvement. 71a cffcctivcncss of 

cnablers varies according to the history, culture, structure and market conditions of an 

cntcrprisc (Caffyn and Bcssant, 1995: 12). Organisational context is a key 

consideration in implcmcnting empowered work strategies. 

Responsibility for the five management functions of the Viable System Nfodcl rcmain 

supervised by frontline management within SIL11 It is stressed that the Viable System 

Model does not prescribe control and communication processes. Mana8cmcnt action at 

the level of process is critical if operator participation in production process control and 
innovation is to be obtained. Systematiscd control, dccmcd to be appropriate for routine 

work, is achieved through detailed control procedures. Production opcrators have little 

independent discretion to take corrective action in the event of deviations from expected 

goals. Management behaviour at the level of process is key to increasing operator input 

to process efficiency when systematised control is utiliscd. Adler (1993a, 1993b) has 

shown that operator collaboration in setting procedures and standards can result in 

employee empowerment. Collaborative operational control potentially enriches work. 
Operational control that is exerted in a manncr that demeans operators 'wrcaks havoc' 

(Hitchens, 1997) and is not conducive to their participation in process control and 
innovation. 

Social control and operational control are closely intcr-rclatcd. Operational control is 

maintained by focusing primarily on output or on behaviour. Whether output control or 
behaviour control dominates depends the nature of tasks, technology and the extent of 
formalised rules. Behaviour control is most appropriate for routine, standardised tasks 

(Ouchi, 1977). Processes for attaining desired bchaviours, could be achieved through 

minimally stating acceptable boundaries of behaviour. Behaviour control could also be 

attempted through detailed requirements that arc observed and measured. The author 

provides empirical evidence of the consequences of such methods of achieving social 
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control in Chapter Seven. Simons (1995) suggests that social control is most effective 

when influcnccd through the dissemination of corporate vision and values throughout 

the organisation. The Viable System Model provides a recursive structure for the 
dissemination of vision and values, by means of the policy function, throughout the 

organisation. Opportunities for shaping business strategy are likely to be negligible 

within Profile 1. 

6.2.4.2 Empowerment Proflle 2 

The source of cmpowen-nent in Profile 2 remains mainly focused on innovation but 

there is a small amount of increased vertical management control resulting from 

devolved responsibility for quality management. Quality inspection is removed from a 

separate function, which expands operator tasks to include self-inspection. An element 

of change to horizontal control structures arises through operator responsibility for 

inspecting the quality of components received from the previous stage in the production 

process. As in Profile 1, operator participation and collaboration in Just-In-Time and 
Total Quality Management, through innovation activities, is critical. Operators still 
have no authority to sanction changes to work standards. 

The Empowerment Mix of motivational management activities within Profile 2 remains 

as for Profile 1. The addition of quality responsibilities may not enrich the work of 

production operators to any great extent. The Control Mix for Profile 2 is also very 

similar to that found in Profile 1. The structure of responsibilities within SI'2 differs 

from S ILI only in respect of minimal amounts of responsibility devolved from frontline 

management to operators. The responsibilities affect the co-ordination function, S2, and 

the control of operations, S3. At the level of process, systernatised operational control is 

applicable, there is little opportunity for strategic input and social control is externally 

influenced through management activities that attempt to facilitate the absorption of 

corporate values. Management behaviour at the level of process remains key in 

influencing operator input to process efficiency within Profile 2. 
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6.2.4.3 Empowerment Prorile 3 

The source of cmpowcnncnt within Profilc 3 is more influcticcd by the rcdcsign or 

management control responsibilities. In addition to dcvolvcd responsibilities ror 

functions such as quality and maintenance, changes to vertical control structures now 

include the responsibility for problem solving. Continuous Irnprovcincnt activities arc 

integrated within operators existing task rcsponsibil i tics, rathcr that parallel as in Profile 

I and Profile 2. Horizontal managcnicnt control increases ror operators as work groups 

take on responsibilities for the evaluation and iniplcmcntation of task and process 

improvcmcnts. 

Work is theoretically more inherently motivating within Prorilc 3 than in Profilc I and 

Profilc2. Problem solving may lead to an increasing sense orrcsponsibility for work 

outcomes, a sense of achievement, recognition and knowledge of task accompl i slim cnt. 

The mix of management activities that support the implementation of empowered work 

strategies changes from primarily encouraging motivation to creating the organisational 

environment in which operators can perform their augmented responsibilities. The 

activities of managers focus increasingly on organisational and structural issues in 

facilitating the implementation of empowered work strategies. This includes making 

available resources to operators as they develop problcm-solving and decision-making 

skills. Boundaries on limits to authority need to be set and clearly communicated. 
Performance expectations, measures and targets must also be communicated, along with 

procedures, policies and standards. 

The Control Mix of structures and processes change to rcflcct the changing nature of 

empowerment. As in S I, it is the co-ordination and control functions (S I and S2) that 

are affected within SIL3. Production operators assume increasing responsibility for the 

co-ordination function through process control responsibilities. Frontline management 

retain responsibility for process integration. Additionally, they rctain responsibility for 

scanning the environment for threats and opportunities, for aligning strategic dircction 
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and for monitoring the co-ordinating activities of production operators. They also 

communicate with management in the higher level system, which monitors operations 

within the lowcr lcvcl systcms. 

Discretionary operational control at the level of process, which allows limited corrective 

actions by operators within specified boundaries, is consistent with the changes to 

management control responsibilities taking place within SIL3' It remains likely that 

operators' involvement in strategy formulation would be limited, since their increased 

responsibilities are restricted to the operational domain. Setting boundaries gives scope 
for innovation. This form of social control, coupled with dissemination of values and 

vision, is appropriate within SIL3. 

6.2.4.4 Empowerment Profile 4 

The source of empowerment within Profile 4 is increasingly influenced by the redesign 
of management control responsibilities. Significant horizontal control responsibilities, 

encompassing problcm-solving and process integration, are devolved from frontline 

management to production operators. Increasing levels of responsibilities for activities 
that were previously the province of management, such as production scheduling, are 
vertically devolved. Continuous Improvement is integrated. Production operators' 
business awareness, accumulated knowledge and confidence accelerate as increasing 

levels of responsibilities are absorbed. Responsibilities for developing supplier and 

customer relationships are therefore consistent with this level empowerment. 

The Empowerment Mix of management activities is focused increasingly on creating 
the organisational context to facilitate the work of production operators. Work is 

enriched through the addition of responsibilities that provide meaningful work and 

opportunities for accomplishment and recognition, which is the case in Profile 4. There 

is therefore a reduced need for managers to focus on encouraging motivation, compared 
to Profilcs 1,2 and 3, although there is still a need for formal leadership, direction and 

encouragement. In his discussion on the control of self-management, Mills (1983) 
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argues that scif-managcmcnt involves operating in an cnvironmcnt in which infortnation 

tends to be equivocal. Fonnal leadership provides assurance and support to individuals 

opcrating undcr such unccrtain conditions (Mills: 448). 

The Control Mix of structurcs and proccsscs change to rcflcct the changing sourccs of 

cmpowcn-ncnt. The control, co-ordination and intclligcncc functions (SI, S2 and S3) 

arc affcctcd within SItA. Production opcrators take complete responsibility for co- 

ordination. Managcmcnt within SILrctains sonic control for monitoring co-ordination 

but the balance of responsibility is principally with operators. Opcrators also potentially 

contribute to the intelligence function. If dcvolvcd managcnicnt responsibilities include 

supplier and customer relationships, strategic opportunities and threats arc likely to 

emerge from these sources. Dcvclopmcntal control that dcnotcs incrcasing lcvcls of 

operator discretion is applicable within SIL, 
4. Social control at this lcvcl of scif- 

management is deemed to be self-imposcd. 

6.2.4.5 Empowerment Prorile 5 

Production opcrators havc maximum latitudc for vcrtical and horizontal managcmcnt 

control within Profile 5. The mix of management activitics that support cmpowcrmcnt 

are focused entirely on creating the organisational context to facilitate the work of 

production operators. The Control Mix or structures and processes rcflcct the fact that 

production operators arc entirely responsible for all the management functions within 

SIL5. The supervisory level of management that existed within the viable systems SILIP 

SIL2, SIL3and SItA, and which communicated with tile control function of the higher 

level viable system, is no longcr necessary. Production operators within SILS now 

communicate directly -with the control function of the higher level viable system. At the 

level of process, the opportunity for input to stratcgy formulation is high. Social control 

is self-imposed. Regulation of bchaviour by self-dirccted teams through scif-dcrined 

rules and peer-enforccd sharcd values produce a powerful means of social control 

(Barker, 1993). Lewis confirms the disciplinary cfficacy of peer pressure (Lewis and 

Lytton, 1997: 127). 
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6.3 SUMMARY 

A conceptual framework, the Empowerment Enabling Framework, was presented. The 

framework is designed to support the implementation of empowered work strategies 
from the pcrspcctive of production operators and frontline management. The following 

key point cmcrge from Chapter Six: 

0 multiple factors influence how management control structures change in response 
to new management practices. The starting point for using the Empowerment 

Enabling Framework is the management control structures and innovation 

processes that constitute the fonn of empowennent to be operationalised. 

the management control structures and innovation processes are mapped onto the 

corresponding Empowennent Profiles, which indicate organisational conditions 

and management activities that theoretically facilitate the operation of empowered 

work strategies 

0 the Empowerment Mix within Empowerment Profiles I and 2 is dominated by 

theories of motivation 

the Control Mix of management structures and management processes drive the 

empowerment process in Empowerment Profiles 3,4 and 5. 
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Chapter Seven 

ANALYSIS OF CASE Srl"UDY 

DATA 

Section 7.0 
VALIDATING THE FRAMEWORK 

Sections 7.1,7.2 & 7.3 
Context 

iýr Form of Empowerment 

Cr Factors Influencing Empowerment 

0 Issues Arising 

Mapping onto the Empowerment and Control Mixes 

,: 7 Summary of Mapping 

Section 7.4 
SUMMARY 

Figure 7.1 Outhile of Chapter Se,, -cn 

The experience of three manufacturing enterprises that have implemented empowered 

work strategies is examined in this chapter. The enterprises arc described. including 

contextual factors and the form of empowerment found within the enterpnses. Factors 

that emerge as influencing the operation of empowered work strategies are stated. 

Particular issues that emerge from each enterprise are discussed. Each enterprise is 

examined and mapped against a corresponding Empowerment Mix and Control Mix 

within the relevant Empowerment Profile. 
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7.0 VALIDATING THE FRAMEWORK 

The Empowerment Enabling Framework is derived from theory. The objective of this 

chapter is to assess the theoretical content of the framework. This is achieved by 

assessing tile experience of manufacturing enterprises that have implemented 

empowered work strategies. If issues that arise in practice are addressed by the theory 

within the Empowerment Enabling Framework, then this indicates that the framework 

may be developed to guide manufacturers in implementing empowered work strategies. 

PROFILE PROFILE PROFILE PROFILE PROFILE 

1 2 3 4 5 

Profile 1.1 2.1 3.1 4.1 5.1 
Identifiers 1.2 2.2 3.2 4.2 5.2 

2.3 3.3 4.3 5.3 

Motivation Focus on Focuson Focus on Focus on creating Focus on creating 
INUX individualjob individual job 9 individualjob an enabling an enabling 

satisfacion: satisfacion: satisfaction environment: environment: 

9 co-ordination e set boundaries set boundaries 
" fccdback 9 feedback and integration * develop develop 

" information e information 9 develop competencies competencies 
" communication e communication competencies 9 monitor monitor 

e support 0 support 
Control S2-S S2 - Dm1N S2 - D, OD S2 - Ds,, a S2 - D,, G 

Structure: S3-S S3 - D,, S3 - DmN S3 - DmOD S3 - DsG 
VSINI S4-S S4-S S4-S S4-DMOD S4 - DsG 

Functions S5-S S5-S S5-S S5-S SS - DsIG 

Operational Systernatised Systernatised Discretionary Developmental Self-control 

Control 

Strategic Low Low Medium High High 

Control 

Social External External External Self-imposed Self-imposed 

Control Self-imposed External 

Table 7.1 Enterprise Positioning Grid 
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SOURCE OF EVIDENCE MOVILE IMMIX 11TOFILL rROFILIr IMMIX 

2 3 4 5 

Prorile Company Documcnation 
Identiflcrs 

Dialogue 

Interview Data 

Observation 

Published Data (book, 
newspaper) 

Motivation Company Documenation, 

Miz Dialogue 

Interview Data 

Obscrvafion 

Published Data 

Company Docurnenation 
VSINI 

Dialogue 
Functions 

Interview Data 

Observation 

Published Data 
Process Company Documcnation 

(social) 
Control: Dialogue %f I/ 

Operationa 
I Interview Data 

Social Observation 

Strategic Published Data 
Table 7.2 Sources of evidence 

Empowcn-nent Profiles are determined by identifying the source of empowerment 

within the enterprise, or part of the enterprise, that is seeking to opcrationalise 

empowennent. Enterprises are mapped onto the framework, using criteria summariscd 
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within the Enterprise Positioning Grid represented in Table 7.1. Profile identification is 

made with reference to Table 6.1 in Chapter Six. Organisational conditions and 

management activities associated with the Empowerment Mix for each Empowerment 

Profile are deduced from the argument in Chapter Six, section 6.2.2. The organisational 

conditions and management activities are identified from the summary of empowerment 

attfibutcs in Table 6.2 of Chapter Six, and from factors identified from research. These 

arc listed in section 6.2.2 of Chapter Six. The characteristics of the Control Mix, at the 
level of structure and at the level of process, are outlined in Chapter Five. 

Abbreviations used to identify the Viable System management functions for each 
Empowennent Profile are explained in Chapter Six in Section 6.2.3. 

The case study enterprises are evaluated against the positioning criteria using 
documentation, deductions from company information (assembled from dialogue or 
from documentation), observations and interview data. The sources of evidence 

matched against the Enterprise Positioning Grid are identified in Table 7.2. The case 

study enterprises are allocated within Profile 1, Profile 2 and Profile 3. Jusitification 

for allocating the case studies within these profiles is outlined case by case in the 

remainder of the chapter. 

A selection of exerts of transcripts from the interviews, which are important in 

supporting the author's argument, are included in Appendix B. The transcripts are 

annotated and referenced within the text of the chapter. Interviews are numbered within 

enterprises and identified by a code that represents a particular topic. For example, 
[I. I. COMM] identifies a piece of text within Enterprise One, Interview One about the 

subject of communication. 
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7.1 ENTERPRISE ONE 

The first enterprise to be uscd to evaluate the Empowcmimit Prortics within thc 

Empowcnncnt Enabling Framcwork is a manufacturcr of Constant Forcc and Constant 

Torque Springs, Scat Bclt Retractor Springs and Pedestrian Guidance Systcnis. 

Context 

The enterprise's business is split into dirce main product arcas: the I ligh-Volunic scctor 

and the Traditional sector, both of which manuracturc springs. The Barricr scctor 

makes guidance systems ror qucue managemcnt in public placcs. The cntcrprisc is the 

recipient of many manuracturing awards, including a Quccns Award for Export, currcnt 

at the time of the research, and a rcccnt Ovcrall Rcgional Award for cntcrpriscs of Icss 

than 300 employees. The cntcrprisc, with a turnover cxcccding Orn In 1996, exports to 

38 countries. The sustained strength of stcrling prcscntcd a cl1allcngc to the cntcrprisc 

at the time the research was conducted. Ntanagcmcnt cstimatcs that cfficicncy savings 

due to Continuous Improvement suggestions has cut labour costs by 15-20%. 

7.1.2 Form of Empowerment 

There is currently no clear devolution of management control responsibilities to 

shopfloor level. Work is unskilled with little opportunity for expanding the content. 

Management within the enterprise is working towards operators taking responsibility for 

their own jobs [I. I. OWN]. Operators arc asked not to call on Tcarn Lcadcrs. The 

policy is to get operators performing their work without direct supervision, so that Team 

Leaders will be available for Kaizcn activities. By implication, problcm-solving would 

become part of the operators' remit. Weighed against this, the Production Director 

simplified the machines to make the work easier for operators [1.2. SINIPLIFY] and 

responsibilities are being managed very tightly. Responsibilities allocated to operators 

remain small [I-I -DEFJB]. 
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The process of Continuous Improvement is managed in parallel to the operators' normal 
task activities. There are five Kaizen teams, each responsible for a specific area of the 
business. The teams are made up of Operators, Team Leaders and members of 

management. One day in every working week is nominated Kaizen day. The teams 

meet regularly to consider improvement suggestions, to monitor the progress of 
innovations that have been agreed for implementation and to maintain the momentum of 
Continuous Improvement. The limited range of operator responsibilities and the 

parallel innovation maps this enterprise onto Empowerment Profile I of the 
Empowerment Enabling Framework, described in Table 6.1 of Chapter Six. 

7.1.3 Factors Iniluencing Empowerment 

The key influencing factors that emerged within this cnterprise are: 

0 Communication was identified as a key factor in establishing a secure working 

environment where operators can speak their minds [lACOMM]. This is in 

contrast to what happened previously. One of the operators, while remaining 

critical of management, [1.4. DISAG], identified communication among 

management and shopfloor as the main difference between the organisation as it is 

now compared to before Continuous Improvement was initiated. [1.4. OLDORG] 

0 Management believes that feedback on the process of management to production 

teams is key in building trust between management and shopfloor. One of the 

operators complained that management does not carry initiatives through to 

completion. Management appears very willing to recognise that this occurs. A 

prime example would be an early attempt at generating Continuous Improvement 

suggestions. The response from operators to an exercise to generate suggestions 

was overwhelming. Management had not properly considered what the process 

would be for evaluating and implementing the suggestions. The initiative 

collapsed. The Production Director said that if there were negative responses to 
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Continuous Improvement within the workrorce tllcn the rcsponsibility for that lay 

with management. [ 1.1. MANRESP]. 

Comments made by senior management rcncct their awareness of and willingness 

to acknowledge the importance of "soft' issue like leadership, individual need for 

recognition, personal development and confidence building. (I. I. PERSDEV, 

I. I. CONF, LLREC, 1.2. REC) When asked what her role entailed, the 

Production Manager gave as much prominence to her rcsponsibility for tile 

personal needs of staff as she did to production control responsibilities. Her 

responses throughout the interview reflected an awareness of motivation. For 

example, in discussing operator response following the collapse of tile first 

Continuous Improvement initiative, she attributed their change from eagerness to 

disillusionment to the fact that the operators could see no rcwards for their cfforts. 

[1.2. REWARD] Despite the evidence of management awareness of these issues, 

there are claims from a manger that the Company as a whole is not cffcctivc in 

involving the workforce. [ 1.3. INVOLVE] 

7.1.4 Issues Arising 

The following issues emerged from the interviews. The author feels that they deserve 

comment. 

Operator Response to Continuous Improvement 

The view among management is that there is no disccmiblc resistance from production 

operators to Continuous Improvcmcnt. One manager perceives that opcrators are 

enthusiastic in their participation in Continuous Improvcmcnt. [1.2. ENTHUS], 

[1.2. ENTHUS. 2]. Intcrvicw responses from the operators indicated no resistance. At 

the same time, little overt enthusiasm among operators for Continuous Improvement 
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emerged from the interviews. One of the operators, who was responsible for a 

suggestion that savcd the company significant amounts of money, was dismissive of her 

achievement. She said her suggestion was "just a passing comment" that she never 

anticipated would have the impact it has had. The same operator said that in the end 

operators do what they are told. Another operator said that he had stopped making 

suggestions because he feels that management does not listen. This particular operator 
highlights a possible problem in disseminating business information. He is aware that 
his product area is the most profitable within the company but he perceives that 

significantly more attention is given to the High Volume area, which he resents. A 

further example of the pragmatism of operators was given to the author by an operator 
in the Traditional sector of the business. This man operated an antiquated machine. He 

told the author that he had always had pride in his work and had striven to make 

whatever improvements he could. He showed the author a schedule that he had 

developed for other operators to use in his absence. The schedule effectively 

encapsulated the operator's tacit knowledge of his machine, which he was eager to make 

available to other operators. This operator said that management was only doing what 
he had always done. 

7.1.4.2 Feedback 

One of the operators claims that the only time the team receives operating information is 

when something goes wrong. [I. I. FEED] Management is aware that mechanisms for 

disseminating feedback within the enterprise are inadequate and the issue was being 

given attention at the time of the research. [ 1. LINFO] 

7.1.4.3 Preparation for Continuous Improvement 

The Production Director views the team leaders as pivotal in the process of sustaining 

commitment to culture change and Continuous Improvement. He recognised that 
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managment and team Icadcrs had to be prcparcd before assuming responsibility for 

organisational change. A prcrcquisitc to implementing Continuous Improvcnicnt was 

middle management training, which included tcarn Icadcrs. Training in pcrsonal 
development and in techniques of monitoring was givcn to 35 managcrs, ovcr a ycar 
before the bottom-up change initiative began. [I. I. PREP]Tiiisisconsistcntwitliotlicr 

research that confirms that preparation for change initiativcs corrclatcs with succcssrul 

operational i sing of empowered work initiatives. 

7.1.4.4 Structure 

A key issue, in the context of this research, is the importance of structurc. Thc company 

remains a functionally structured organisation. This impacts significantly on the culturc 

change that Production management is attempting to effect. The Engineering 

Department, which interfaces with production, found that it could not cope with the 

volume of work generated by Continuous Improvement. I'lie Production Director 

identified structure, not people, as the principle problem he cncountcrcd in 

implementing Continuous Improvement. [I. I. SYS-SUP] 

7.1.4.5 Control 

Control of management processes is identified as a critical requirement in 

operational i sing empowerment. The Production Director stated that empowerment 

means structure and control. [I. I. ENIP] Social discipline is not inherent in Western 

culture. It has, therefore, to be imposed. He referred particularly to middle 

managcment. Where management has had control prior to an organisational change, 

they resist submitting to a more disciplined approach. He idcntiricd the middle 

management group as the group that could make or break a change initiative. 'I'lic 

disciplined approach requires that managers have conridcncc and trust in the leadership. 
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0 7.1.5 Mapping on to the Empowerment Mix 

The main source of empowerment for production operators and team leaders within this 

cntcrprisc is through innovation and through ownership for their work performance. 
The type of work associated with Empowerment Profile I is likely to be routine and 
unchalictiging. The process of manufacturing springs, in both the High Volume and 
Traditional sectors of the business, is highly routine, as is the assembly of the barrier 

products. Psychological empowerment reflects self-confidence and self-perception of 

capabilities, which are unlikely to be stimulated by such routine work. Participation in 
Continuous Improvement may provide opportunity for increased psychological 

empowerment. Psychological empowerment is associated with theories of motivation, 

which propose that motivation is a function of work that is enriched to fulfil individual 

needs for recognition and achievement. These motivation needs cannot be met by work 
that is inherently unchallenging. It may be possible that recognition and achievement 

needs can be met through participation in process innovation. Management activities in 

stimulating motivation by providing feedback, recognition and knowledge of 

accomplishment in achieving process innovation, rather than task accomplishments, 

could possibly contribute to realising empowerment within Empowerment Profile 1. 

There is evidence of considerable awareness within senior management of the 
importance of leadership in setting strategic direction, providing information, providing 
honest feedback and in building the trust and confidence of managers, particularly Team 

Leaders. These can be considered the key factors that influence empowerment within 
this enterprise. Motivation theory refers specifically to the provision of performance 
feedback. The production teams receive feedback on team performance on quality, 

output and scrap rates. The provision of operating feedback is recognised as inadequate. 

There is little evidence of consistent individual recognition for contribution to process 

efficiency. [1.3. REC]. It is difficult to know to what extent the view that the Company 

is not effective in involving the workforce reflects a personal perception. 
(1.3. INVOLVE] Negative operator comments and an apparent lack of enthusiasm for 
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Continuous Improvement may indicate that managcmcnt's objectives in disseminating 

its human resource policies arc not being fully mct. Motivation thcory suggests that it 

might be advantageous for management to consider a wcll-publiciscd programme of 
fccdback on aciiicvcmcnt on innovation and pcrformancc. 

7.1.5.1 Mapping on to the Control Alix 

Since the source of empowerment associated with Empowcmictit Profile I is innovation 

that requires no additional management control responsibilities being given to 

production operators, the Viable System Modcl is not relevant in opcrationalising 

empowerment at operator and team leader level in this case. 'I'lic Control Mix of 

Empowerment Profile I indicates that responsibilities for none of the Viable System 

Model management functions is devolved to production teams. T'llis is the case within 

the case study enterprise. Based on the comments of the Production Director, it would 

seem that the model could be a useful tool to adopt to maintain management control at 

higher levels of management. How this control is achieved has significance for 

production teams. The Production Director commented that there must be trust between 

senior management and managers being controlled. The need for control at more senior 

levels of management does not directly affect the assessment of cmpowcn-ncnt 

requirements at operator and team leader level within the context of the Empowerment 

Enabling Framework. If it is resented, however, it may have an indirect cflect on team 

leaders through potential barriers to communication and fccdback. nis example 
illustrates that operational i sing empowerment at operator and team leader level is likely 

to be significantly influenced by structural conditions at higher levels of management. 

Systernatised operational control, where operators have littic discretion, is incorporated 

within Empowerment I as typical of the form of operational control that is consistent 

with routine work. Documentation provided to tile author confirms that systcmatised 

control corresponds with the type of operational control that is present within the case 

study enterprise. There was no evidence that operators wcrc involved in strategy 
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formulation. No evidence of overt social control emerged from the interviews; it is not 

possible to assess the type of social control that exists within this enterprise. 

7.1.5.2 Summary of Mapping on to Empowerment Profile 1 

It can be concluded, from the prominence the topics received during the interviews, that 
leadership in setting strategic direction, provision of information, provision of feedback 

and in building the trust and confidence of managers are viewed by management as key 

mechanisms that influence empowerment. These factors correspond with those that are 

consistent with theories of motivation. Occurrence of these motivating factors validates 

the prominence of motivating management activities within the Empowerment Mix of 
Empowerment Profile 1. 

Tile critical requirement that was identified for the operation of Continuous 

Improvement within this enterprise, and therefore empowerment, is a supporting 

organisational structure. The limitations imposed on the Production Department by the 

Engineering Department's inability to absorb increased levels of work arising from 

Continuous Improvement constituted a major frustration for senior management within 
Production. There is currently no scope for representing this important finding within 

the Empowerment Enabling Framework. The finding did not emerge as such a critical 

requirement of empowerment from the analysed bibliography in Appendix A. Table 6.2 

is amended to include a 'supporting organisational structure' as an organisational 

requirement of empowerment. This finding highlights that the Empowerment Enabling 

Framework is in a currently undeveloped form and may eventually include further 

refinements, such as an attempt to prioritise the individual, organisational and leadership 

requirements in Table 6.2 to match specific Empowerment Profiles. 
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7.2 ENTERPRISE TWO 

The sccond entcrprisc is a facilitY that manufacturcs high tcchnology machincs for usc 

within the textile industry. At the time data was colicctcd for tile thesis, tile cntcrprisc 

employcd approximatcly 300 pcople and had an annual tumovcr of 05m. 

7.2.1 Context 

The company exports 90% of its output and repcatcdly has bccn the rccipicnt of a 

Queens Award for Export Acliicvcmcnt, most recently in 1994. Sales or the cntcrpfisc's 

product are affected by changes in fashion. In addition, at the time the author 

conducted hcr investigation within the cntcrprisc's production facility, the tcxtilcs 

industry worldwide had been in recession for several ycars. Sustained strcngtli in the 

value of the pound created further business prcssurc for the cntcrprisc. Senior 

management within the organisation, as a rcsult of accumulatcd business pressures, 

were forced to embark upon a programme of redundancies carly in 1997. 

7.2.2 Form of Empowerment 

The form of empowerment within this enterprise maps onto Empowerment Prorile 3 of 

the Empowerment Enabling Framework-, described in Table 6.1 of Chapter Six. 

Continuous Improvement is integrated. Problem-solving responsibilities within and 

across manufacturing cells constitute moderate changes to horizontal management 

control responsibilities. Devolved responsibility for quality constitutes minimal 

changes to vertical management control structures. Centrally controlled autocratic 

management previously dominated the culture. The enterprise is committed to cffccting 

a complete culture change that embraces Continuous Improvement, problem solving and 
lean processes, which aim to reduce inventories and response times. The factory has 

been extensively restructured to enable cellular manufacturing and to facilitate lean 
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processes. The factory is divided into four zones, which are further divided into 

manufacturing cells. Team leaders of manufacturing cells report to Zone Managers, 

who report to the Production Manager. He has a key role in co-ordinating the activities 

of the zones. Team Leaders are instrumental in maintaining the impetus of Continuous 

Improvement. 

7.2.3 Factors Influencing Empowerment 

The author visited this enterprise following an exercise that senior management had 

conducted, which involved all production personnel. Code-named Week 37, the object 

of the exercise was for management to gather feedback on management processes. 
Senior management were shocked at the level of hostility and negativity that they 

encountered. The author found this a difficult case to analyse. The evidence is 

sometimes strongly contradictory. It is significant that of all the operators the author 
interviewed, all were negative in their responses. One long-serving operator was 

particularly aggrieved that he had been selected for redundancy, which he challenged 

with the help of the union. He supplied the author with documentation that detailed the 

selection for redundancy criteria and his defence. A team leader, who was positive in 

his reaction to his own experiences of the enterprise's culture, reported positive attitudes 

within his own team. He said that there was a will within his team to 'put things right'. 
This contradicts the overwhelming negativity of the operators' collectives responses, 

which may have been very much affected by the redundancies that had taken place 

about ten months prior to the author's visit. The factors that influence empowerment in 

this case are stated negatively and are explored in the following section. 

7.2.4 Issues Arising 

The major issues that emerged from data collected at this enterprise focuses on the 

effectiveness of performance measures, the difficulty of achieving common 
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understanding of organisational objectives, the difriculty or achicving cffective 

communication and balancing standardisation with autonomy. 

7.2.4.1 Performance Measures 

Factors that impinge upon the cffcctivcncss of pcrrormancc nicasurcs within this 

cntcrprisc are: 

an apparent lack of understanding at opcrator lcvcl of the relevance of 

performance measures [2.2. PERF-REL] 

0 perceptions that the measures do not focus on corc activitics [2.2. PEPF-FOCI 

resistance to a measure of behaviour, which is vicwcd as kcy by scnior 

management. 

There are 12 key measures that arc centrally displayed on diagrams within the 

production facility, known as Radar Charts. Key operating mcasurcs arc additionally 

maintained and displayed on boards at the cells. There is cynicism among the operators 

about the value of the Radar Charts. A view exprcsscd by one opcrator was that the 

charts were for the benefit of visitors. A senior manager commented that the company 

has a 'terrible reputation abroad' for quality. [2. I. QUAL] lie confin-ncd that the charts, 

apart from signalling to the work-force the company's commitment to measurement, are 

partly intended to indicate to potential customers that the company is quality driven. 

Key measures include a high proportion of 'soft, mcasurcs, dircctly dcsigncd to 

influence behaviour. There has been vigorous debate within the organisation that tile 

measures should be more focused on quality of the product, rather than on what some 

people regard as peripheral issues. People are aware of what is important but they fccl 

that the measures do not focus on core activities. One managcr commcntcd that there is 

a lack of ownership of the performance measures, which means that they arc viewed as 
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not being relevant and as unnecessary distractions from real work. This is confirmed by 

comments made by operators. 

A key measure that is used to effect culture change is Philosophy of Work. This 

measure attracted severe criticism during the Week 37 exercise. It is applied throughout 

tile whole organisation and measures seven mandatory bchaviours, through a process of 

monthly evaluation. The measure is used to assess salary reviews in preference to 

skills, since skills arc dismissed as ineffective if deployed with inappropriate behaviour. 

A senior manager commented that Philosophy of Work is a piece of social engineering. 
[2.1. SOCIAL-ENG) The measure is deemed to be particularly necessary for new 

recruits who have come from a traditional manufacturing culture. The senior manager 

commented that Philosophy of Work has limited currency. It is a mechanism for 

facilitating the transition to changed patterns of behaviour. The problem with 
Philosophy of Work is that it was included within the criteria for redundancy selection 

and it has become tainted. A working party formed to follow up on Week 37 has 

detcn-nined that, although Philosophy of Work is crude, it can be used as a skeleton for 

an adapted measure of behaviour. 

7.2.4.2 Common Understanding of Organisational Objectives 

A serious lack of understanding among senior managers was revealed only four months 

prior the author's involvement with the enterprise. [2. LCOMM-STRAT. 1]A strategy of 

cascading policy deployment throughout the organisation was introduced two years 

prior to the research, in 1995. Policy deployment aims to encourage people to take 

ownership of their part in the process of achieving organisational objectives. Interview 

2.1 outlines the way policy deployment operates. [2.1. POL-DEP] It is an integrated 

process, requiring top-down and bottom-up communication among all organisational 

participants. A senior manager informed the author that he gave an introduction to a 

group of senior managers at the beginning of that year's round of policy deployment. 

On summarising five main elements of the enterprise's strategy, he realised that two of 
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the six managcrs did not think about stratcgy in the way in which it was prcscntcd. This 

promptcd him to conduct an awarcncss cxcrcisc throughout all lcvcls of managcnictit. 
The scnior managcr found that thcrc was a large =ount of misundcrstanding about 

corporatc objcctivcs, from tcam Icadcrs; upwards. Achicving common undcrstanding oil 

organisational objcctivcs is prob1cmatic. [2.1 -CONINI-STRAT. 21 

7.2.4.3 Communication 

Managers identified communication as a problem. The Production Manager articulatcd 

the frustration he encounters because of the difficulty of communicating through 

multiple levels within the organisation. [2-2. CONINI-LAYER] 11c also believes that 

senior managers arc, to some extent, out of touch. Middle managcrs are not 

communicating upwards, perhaps through fear. [2.2. MID-MAN-COMM]. Senior 

managers are not communicating organisational stmtcgy and pcrformancc information. 

[2.1. COMM-PER] 

One senior manager identified communication as the way to addrcss mismatches in 

perceptions throughout the organisation. He used the example of the policy deployment 

meeting to illustrate that a lack communication produces scvcrc and serious problems. 
He also stressed that the experience of the policy deployment meeting cnhanccd 
learning about communication, saying that "you tell them what you arc going to tcll 

them, tell them what you are telling them and then tell them what you have told thcnf'. 

This perception of communication ignores the two-way processes necessary for 

communication to be cffective. 

7.2.4.4 Standardisation and Autonomy 

A key responsibility of the Production Manager is to co-ordinatc the activities of tile 

Zone Managers, who have a high degree of autonomy in cxcrcising their 
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responsibilities. This has created a problem for the Production Manager. The Zone 

Managers now have expectations about the degree of independence that they have in 

their roles. They may perceive that their autonomy is compromised by having to adhere 

to standardised procedures. One of the Zone Managers told the author that he would not 
like his autonomy to be threatened. The Production Manager graphically describes the 

process of co-ordination as comparable to 'herding cats'. [2.2. IND-EXP] 

Empowerment of the Zone Managers is associated with freedom that could descend into 

anarchy. He comments that a consequence of the way expectations have developed 

could be that people will not tolerate being told what to do. 

7.2.4.5 Training 

A view expressed to the author was that the training in technical issues resulted in good 

levels of technical expertise but that inter-pcrsonal skills were generally poor within the 

organisation. Neither the Zone Managers nor the Production Manager have had training 

in inter-pcrsonal skills. 'Soft' skills, which are equated with being consensual, are not 

generally discussed for fear of being thought 'namby pamby'. [2.2. NOTRAR,; ] 

7.2.4.6 Conclusion of Issues Arising 

The notion could be construed from the foregoing analysis that this enterprise is 

achieving little success in operationalising its culture change programme. This would 
be incorrect. Commenting on the Week 37 exercise, one of the senior managers said 

that any organisation that takes people away from their normal managers, provides 
facilitators and encourages feedback is bound to bring out concerns. There is evidence 

that managers are continually evaluating their processes and demonstrating their 

capacity to learn through willingness to change their approaches to achieving 

organisational objectives. [2.1. MAN-LRN] Individual managers are aware of 
individuals need for direction and feedback on perfort-nance. [2.1. MOTIVATE], 
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[2.2. MOTIVATE] The opportunity for providing such fccdback through the monthly 
ic c or meeting between supervisors and opcrators may provide an cfrcctivc vch Ir 

encouraging individual performance and building relationships. The lack of training in 

intcr-pcrsonal skills might indicate that this opportunity is not being optiniiscd. 

[2.2. NOTRAIN] Managers that do not have innate communication skills may be 

disadvantaged in developing the capabilities of their subordinates. . 

7.2.5 Mapping on to the Empowerment Mix 

While operator job content is expanding through problcm-solving and quality, 

theoretically affecting the sense of ownership for outcomes, the changcs in 

responsibility are not large. Theory suggests that a significant input from managcmcnt 

remains necessary in influencing motivation. A high input of motivating managcmcnt 

activities is theoretically consistent with Empowerment Profile 3. This appeared not to 

be the case within this enterprise. There is strong focus on changing the culture and 

measuring behaviour, perhaps to the detriment of systematically rewarding and 

recognising achievements. A well received monthly review that is dcsigncd to monitor 

progress and to encourage communication may be an cffcctivc mechanism for 

conferring recognition. If this was being effectively deployed, it should have emerged 
from the interviews with the operators. It did not. The only significant indication of 

correlation between any of the propositions of motivation theory and experience within 

the enterprise came from the Team Leader who said that a sense of ownership was the 

main satisfaction he obtained from his work. The same Team Leader expressed 

confidence in and implied that he has high expectations of his team. Other managers arc 

aware that 'soft' issues may be motivating. There may, however, be misunderstanding 

about 'sofl' skills, which are equated with consensual management. The lack of training 

in personal development and management skills is questionable for an enterprise that is 

so focused on commitment to a company culture. 
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7.2.5.1 Mapping on to the Control Mix 

Tile Control Mix of structures, process and management activities within Empowerment 

Profile 3 nccd to reflect the vertical and horizontal changes to management control 

structures implied by the addition to operator work of problem-solving and quality 

responsibilities. The author established that task and process problem solving 

responsibilities apply within and across teams. These responsibilities can be represented 

within the co-ordination function of the Viable System Model, while the Team Leader as 
frontline management retains control responsibilities. 

Control, communication and co-ordination increase significantly in complex 

organisations. Complexity has increased in this enterprise through the restructuring of 

the production system into zones and cells, which require co-ordination. Although 

changing attitudes and behaviour are key organisational. objectives, the enterprise has 

significant structural issues of communication and control to confront throughout the 

organisation, including at the highest levels of management. The Viable System Model 

could, the author believes, be highly relevant in facilitating the process of control and 

communication within this enterprise as a whole. The model could be used to allocate 

specific responsibilities for control and communication among existing identifiable 

systems. The enterprise could be represented by the model at three levels of recursion. 

The top level could comprise meta-management at board and senior level, with the four 

zones as System I (operations), which are viable systems in their own right. Each zone 

contains manufacturing cells, which again are viable systems that have responsibility for 

their own management functions. Policy deployment, a key management strategy 

within the enterprise, is a top-down and bottom-up process that could be enabled 

through the policy function of the Viable System Model. 

The author asked the Production Manager, who is responsible for co-ordinating the 

activities of the manufacturing zones, how he would keep himself informed of events 

without being too prescriptive. He said that the key is to set measures that directly 

reflect organisational objectives and to instigate a process of monitoring that includes 
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increased levels of checking frorn a variety of sources. (2.2.111' ; Rr-NiEAS-lROCj 12.2 

PERF-MEAS-CIIECKI'nc Production hianagcr admittcd that lie had omittcd to check in 

the past that tasks were being pcrformcd. lie intended to rcctify that by increasing his 

level of monitoring. tic is wclI aware that this approach rcquircs a high degree of trust 

between himsclf and the Zone Nianagcrs. This npproach precisely describes tile audit 
function, which is the mcchanism within the Viable System Model that allows tile 

control function of a higIlcr-lcvcI management system to bypass the control function of 

a lower systcrn to check directly with operations within the lowcr system. In this case, 

the Production Manager would bypass the Zone Managers to check with Team Leaders. 

The Empowerment Enabling Framework- indicates that discretionary opcrational control 

is consistent with empowerment characteriscd by Empowcrmcnt Profile 3.11iis 

correlates with the type of operational discretion that is evident at manufacturing ccil 

level within this enterprise. Problcm-solving is part of operator responsibilities. Iliac 

was no evidence either way of the involvement of operators in strategy formulation. 

Achieving social control through a process of continual and dctailcd performance 

measurement was very much in evidence. It is suggested that social control is most 

effectively achieved through minimally specifying acceptable behaviours and that 

excessive attempts to control behaviour encourages participation within the shadow 

system. There is a belief that excessive control %-. Tcak-s havoc within production 

systems. Changed behaviour and attitudes, of management and shopfloor operators, arc 

necessary if production facilities arc to be transformed from traditional manufacturing 

systems to systems that are flexible to confront currcnt business pressures. Management 

has choice in the approach it adopts in achieving observable bchavioural change. 

7.2.5.2 Summary of Mapping on to Empowerment Prorile 3 

The main issues to arise from the data collcctcd within this enterprise arc the dcgrcc of 

negativity reported by operators, the ambivalence cxprcsscd by managers about 'soft' 

management and the challenges of communication and co-ordination throughout the 
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enterprise. The object of the mapping exercise is to evaluate the validity of the 
theoretical focus of motivation and control that is specific to particular Empowerment 

Profiles. There is scant evidence of motivational management action. This is not to say 
that motivational activities do not occur; evidence of their occurrence does not emerge 
from tile data. The data confirms the Control Mix within Empowerment Profile 3. 

The evidence from this enterprise demonstrates a prime use of the conceptual model. 
Solutions to problems within this enterprise, identified by management, can be 

suggested by the theories within the Empowerment Enabling Framework. Problems 

include achieving common understanding of organisational. objectives, the difficulty of 
achieving co-ordination and communication throughout the organisation and the 

paradoxical requirement of achieving simultaneous centralised control with devolved 

autonomy. The Viable System Model offers solutions to each of these problems. 
Insight into why there was operator resentment towards the Philosophy of Work- 

measure could be gained by theory, outlined in Chapter Five, which contends that 

minimally specifying acceptable limits is more effective than close control. The notion 

of the shadow system, also outlined in Chapter Five, confirms that people adopt their 

own means of subverting the constraints imposed on them. The inclusion of motivation 
theories within the Empowerment Enabling Framework, and the apparent absence of 

widespread motivational management could be useful in presenting options for future 

action. Theory therefore can offer solutions. The author is not implying that theory 

offers an ideal or even a correct solution. Confidence in theory increases the more it is 

confirmed by empirical evidence. Theory can also be used as a means of reflecting on 

experience in relation to theoretical propositions. 

7.3 ENTERPRISE THREE 

The third enterprise is a small manufacturing facility that specialises in the fabrication 

of stainless steel, mild steel and aluminium. The enterprise is small. It employed 29 

peoplc at the timc of the author's last visit and had an annual turnover of f2m. 
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7.3.1 Context 

Working practices have been transformed over a period of approximately 10 years. 

Turnover has doubled, with a reduced workforce, over the period of the organisation's 

transformation to its current position. Aftcr a period of growth in sales, the Company 

experienced a three-month period in 1996 where sales declined dramatically. The 

company recovered following voluntary pay cuts and voluntary redundancies. It is 

looking to cxpand saics by 125% over the next rive years (Sunday Times, 1998). 

7.3.2 Form of Empowerment 

The form of empowenncnt within this entcrprise maps onto Empowcrmcnt Profilc 5, 

described in Table 6.1 of Chapter Six. Tlicrc arc significant dcgrccs of devolved 

management control and intcgratcd Continuous Improvcmcnt. The transformation of 

the enterprise's structure and working relationships began with a scrics of goals that the 

managing director set the workforce: 

0 to simplify the manufacturing process 

to reduce working inventory 

to increase the skills and flexibility of the workforce 

to maintain and improve product quality 

to be customer focused. 

Manufacturing processes were simplified through close collaboration with the design 

departments of the enterprise's customers, who were encouraged to adapt their designs 

to the enterprise's manufacturing capabilities. Building relationships with their 

suppliers reduced inventories. Continuous Improvement was implemented as the key to 

achieving Total Quality Management within the enterprise. Continuous Improvement is 

integrated within the work- of production team mcmbcrs. Team Icadcrs evaluate initial 
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feasibility of a Continuous Improvement suggestion. Once feasibility is established, the 

team member that proposed the idea is tasked with implementing it. 

The transformation of the enterprise also entailed restructuring. Layers of management 

were eliminated. Responsibilities previously the province of management, for example 

quality inspection, were devolved to production teams. A functional structure arranged 

around welding, fabricating and polishing specialities was replaced by manufacturing 

cells, comprising multi-skilled teams that encompass welding, fabrication and polishing. 
There were four cells at the time of the author's last visit. Each cell has a team leader, 

who reports directly to the senior management team. 

The enterprise has evolved to the extent that the production teams effectively run their 

own mini-businesses. The teams are responsible for setting their own work schedules, 

setting their own pay, recruiting new staff and maintaining relationships with customers 

and suppliers. The teams have the authority to source their own suppliers if needed. 
Teams perform their own job costing, which includes materials costs and time 

estimates. They negotiate terms with customers and then make decisions on delivery 

dates, to which they must commit. 

7.3.3 Factors Influencing Empowerment 

Factors identified here are taken principally from an account of the company's 

experience written by the managing director. Success in operationalising the work 

methods within the enterprise is attributed to: 

the imperative of having common agreement on organisational goals 

team leaders that motivate and maintain Continuous Improvement effort 

senior management provides resources, encouragement and vision 
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0 financial, technical and intcr-pcrsonal skills training. Training and communication 
help to ovcrcome rcsistancc by cnhancing understanding on the rcasons for changc 

0 o%vncrship of cost control 

0 owncrship of solutions to problcms. Solutions introduccd by managcnicnt clicitcd 

unfavoumble rcaction from tcam mcnibcrs. The same solutions bccomc acccptablc 

when identiricd by team members (Lewis and Lytton: 133) 

0 ownership of workflow managcmcnt. Ilic tcams arc contractcd to work 

annualised hours. Teams manage their own workflow. Ilicy can dccidc their own 
hours of work. The only stipulation is that quality products arc dclivcrcd to 

customers on time. Interview data confirms that annualiscd hours arc wclcomcd 
for the opportunity to control workflow but also because they rcmovc tile tllrcat of 
having to work short weeks. The assurance orhaving regular, guarantccd amounts 

of salary is appreciated 

0 recognition, both financial and verbal is viewed by management as important. 

Interview data confirm that team members apprcciatc not being tak-cn for granted 

0 direct responsibility for meeting customer requirements. 

The need for agreement on common goals, the importance of leadership and the key 

requirement to train all emerge strongly from the analysis of the attributes of 

empowerment in the bibliography in Appendix A. The motivating cffccts of o%vncrship 
for outcomes and the need for recognition also cmcrgc from the analysis of die 

empowerment bibliography but these factors arc more prominent in the thcorics of 

motivation that are included in the Empowerment Mix in the Empowcrmcnt Enabling 

Framework. 
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7.3.4 Issues Arising 

A significant finding from this case study is the inter-personal friction that emerged 
from tile data. Out of three interviews, two separate issues were revealed in one 
intcrvicw and another was dominated by an account of misplaced expectations that led 

to tcnsion between individuals. 

7.3.4.1 Inter-personal Relationships 

A team member promoted to team leader had to contend with the demoted ex-leader 

remaining as a member of the team. [3.1. DEM] The circumstances leading up this 

person's demotion was not discussed but the fact that the demotion occurred implies 

that friction may have existed. The presence of the ex-tearn leader created a difficult 

situation for the new team leader. The same interview yielded an insight into another 

source of friction. The topic under discussion was training. [3.1. FRICT] The team 
leader informed the author that a team member was under-performing, despite having 
been given substantial amounts of training. The issue was not pursued during this 
interview but it emerged during another. [3.2. FRICT] 

7.3.4.2 Misplaced Expectations 

A member of the same team as the team leader that was interviewed spent some time 

explaining the difficulties he had been having with the team leader. The team leader 

had been with the company for ten years. The team member was highly ambitious for a 

management position and thought that this company was the place to progress. Rather 

than his enthusiasm being rewarded, the team member felt that the team leader was 

antagonised by it because he had been in the company a long time. The team member 
became disillusioned. He was issued with a written warning for his attitude. 

184 



Chapter Seven dlnaývsis pf Case StutIV Data 

[3.2. WARN] He admittcd that lie had dcvclopcd a ncgativc attitude towards the 

company. On reflection, he rcaliscs that the scope for progrcssion to tcatil Icadcr is 

limited, unless the enterprise expands. The tcarn mcnibcr spoke positivcly about tile 

company, saying that it was still one of tile bcst lie had workcd ror. [3.2. POSI Ilis 

coninictits indicate that he may retain ambiguity in his attitude to what lic pcrccivcs the 

company expects from him. 

7.3.4.3 Communication 

One of the Team Leaders highlighted tile difficulty of achicving cffcctivc 

communication within the team. [ILCONIN1.11 He commcntcd that he had a problem 
in the past with team members not implcmcnting customer requircmcnts in his abscncc. 

The process of rectifying the situation is continual evaluation and analysis until 

customer requirements are understood. Communicating clear goals and individual 

responsibilities in relation to the team's major customers to team mcmbcrs was critical 

in resolving the problem. [3. LCOMM. 2] 

7.3.4.4 Conclusion of Issues Arising 

This enterprise is small and products are not highly complex. Any increased complexity 

experienced within the organisation as a result of dcccntmlising management control is 

moderated by the relatively uncomplex nature of the enterprise. The evidence presented 
indicates that the outwork-ing of new operations management practices is highly 

dynamic. The organisation's transformation has evolved to a mature stage. Working 

relationships between senior management and production personnel arc based on trust 

and mutual respect. There is united commitment to achieving the paramount 

organisational objective of meeting and exceeding customer expectations. Despite tile 

existence of such favourable conditions, which arc the basis of the enterprise's 

continuing success, tensions emerge at the level of process bctNvccn people. Recalling 
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the author's argument in Chapter Five, conflict would appear to be inevitable within any 

organisation where latitude is allowed in deciding how to achieve organisational 

objectives because individual perceptions and views differ. How tensions and conflict 

are to be resolved is an important policy issue for any organisation implementing 

empowered work strategies. 

7.3.5 Mapping on to the Empowerment Mix 

This enterprise maps onto both the Empowerment Mix and the Control Mix of 
Empowerment Profile 5. Theories of job design propose that motivation is stimulated 
by individual need for achievement, feedback, task accomplishment, recognition, 

responsibility for work outcomes and meaningful work. Ownership of solutions to 

problems, responsibility for workflow and recognition arc among the factors attributing 
to success in operationalising work methods within the enterprise, according to the 
Managing Director. Theoretical enabling factors include access to information and 

resources and the setting of high performance expectations. These conditions are found 

within this enterprise. That these factors are motivators for the operators and team 
leaders within this enterprise is implied by their commitment to the high levels of 

responsibilities of the work, which was confirmed through the interviews. The 

interviews with the operators did not directly confirm the theoretical factors. 

7.3.5.1 Mapping on to the Control Mix 

The principles underlying the Viable System Model are implicitly affirmed through the 

experience of this enterprise. Viability requires a system to have the potential to 

respond to unfamiliar disturbances such that a catastrophic event can be survived 
(Espejo, 1989: 78). Viability in this enterprise can be judged by its ability to achieve 

sustained competitive advantage, constantly responding to changing environments and 

effectively overcoming periods of economic turbulence. This has been achieved 

through appropriating the intellectual capacities of all employees within the enterprise 
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and through the flexibility of the workforce. Adherence to the principle of rcquisitc 

varicty is apparent in management's unwillingness to intcrfcrc unless the intcrcsts of tile 

enterprise arc pcrccivcd to be under threat. For example, in managing annual hours, tile 

managing director commcnts that "the crucial clcmcnt was that managcmcnt tricd to be 

involved as little as possible" (Lewis and Lytton, 1997. - 120). Interview data with one of 
the team Icaders confirms that management takes action as a precaution when the teams arc in 

dangcr of not meeting their targets. Management otherwise adopt a monitoring and supporting 

role. Teams continue to have the same high levels of responsibilities during difficult pcriods. 

The enterprise's primary activities arc c1carly identificd as thosc pcrformcd within thc 

customcr-dcdicatcd manufacturing cells. Tile teams arc responsible for procuring 

additional business from their existing customer base, which is facilitatcd by tile on- 

going close working relationships that exist bctwccn the team mcnibcrs and customcrs. 
The teams are responsible for controlling their own opcrations. In terms or the rive 

management functions that must be cxcrciscd within viable systems, the production 

teams' responsibilities map precisely onto the cxpcctcd Viable Systcm Model 

responsibilities that are specified within Empowcrmcnt Profile 5 or the Empowcrmcnt 

Enabling Framework. The team are responsible for looking inwards to control 

operations, including financial monitoring of opcrations. It is the tcams' rcsponsibility 

to ensure that at least 85% of man-hours is generating rcvcnuc (Sunday Timcs, 1998). 

Management use a computcriscd system to generate dctailcd data on time and resources 

used on a job, which is fed back to the teams to allow thcm to monitor their own 

profitability. The teams set their own business projections, which they present to 

management. Financial reports arc prcscntcd by flic teams to managcmcnt cach month. 
The teams are responsible for generating business to rcctify any shortfall. Performance 

data on "everything you can think of"is publicly displayed. Tile intelligence function is 

also the teams' responsibility, which is enabled through close contact with existing 

customers, the main source of the enterprise's ncw business. Thcre was little evidence 

of the need for co-ordination among the groups. Each group has parallel responsibilities 

to a customer base. A continual awareness of policy is fostcrcd through close 
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communication between the teams and senior management. Senior management would 

constitute the meta-system of the whole enterprise. The main function of management 
is to monitor the progress of the subsystems, which arc the manufacturing cells in this 

case. The managing director has said that management identifies where working time is 

allocated and acts to initiate improvements. 

The type of operational control that is associated with Empowerment Profile 5 is self- 

control. Performance is monitored through a system of measures. There are few 

prescribed procedures and production teams have maximum latitude in achieving 

performance targets. The teams have high levels of strategic influence. The degrees of 

operational, strategic and social control identified within this enterprise maps onto the 

degrees of control specified at the level of process within the Empowerment Enabling 

Framework. Disciplined behaviour is an outcome of team compliance with the 

organisational objective of exceeding customer expectations. The Managing Director 

rccognises that peer pressure is an effective means of exerting social discipline and 

commitment to the team. 

7.4 SUMMARY 

The objective of this chapter was to evaluate the theoretical content of Empowerment 

Profiles 1,3 and 5 within the Empowerment Enabling Framework. The Empowerment 

Mix is shown within the Empowerment Enabling Framework as representing differing 

types of management activities, which support the form of empowerment associated 

with each Empowerment Profile. This was based on motivation theory that perceives 

work as inherently motivating if it includes opportunity for achievement, recognition 

and a sense of ownership for outcomes. Management in Empowerment Profile I would 

be expected to focus on motivational activities, more than in the other Empowerment 

Profiles, to compensate for the typically unchallenging work that is associated with this 

Empowennent Profile. Empirical evidence confirmed that there was strong 

commitment to communication, honest feedback and personal development of staff. 
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This indicated an awareness of motivational issues. There was littic systematic 
feedback on innovation success. Theory suggests that such fccdback may provide 

stimulation through rewards, recognition and a scnsc of achimincrit. The author 

encountered little real enthusiasm for Continuous Improvcnicnt. Managcincrit appear to 

have been successful in creating a working cnviront-ncnt in which people fccl secure but 

this is not yet rcfIccted in a committed response to Continuous Improvcmcnt. The 

conclusion from this enterprise is that it validates the Empowcnllcnt Mix within 

Empowerment Profile 1. Management are aware of the nccds of individuals in creating 

a positive working environment, although a dcgrce of opcrator dissatisfaction remains. 

The Empowerment Mix of the Empowerment Enabling Framework was dcsigncd to 

reflect the logical proposition that there is Icss necd for managcnicnt to be as critically 

concerned directly with sustaining motivation whcrc work is thcorctically intrinsically 

motivating. Management instead encourages motivation by providing rcsourccs and 

creating an enabling operating cnviro=cnt. Expcricncc of Entcrprisc Thrcc, which was 

used to validate Empowerment Prorile 5 appears to support this thcorctical proposition. 

Although management continue to be awarc of individual nccd for recognition by 

making an effort to convey appreciation for work cffort that exceeds expectations, their 

principal role is in providing expertise and resources to cnsurc that the teams perform. 

Enterprise One and Enterprise Three represent the extremes within the Empowerment 

Enabling Framework. 

The experiences of the three enterprises clearly map onto the Control Mix for each 

Empowerment Profile. The applicability of the Viable Systcm Nlodcl was dcmonstratcd 

in each enterprise. Operational, social and stratcgic control was confirmcd as having 

merit in indicating the differing dimensions of control at the level of process within 

individual Empowerment Proriles. Nianagcmcnt control at middle management level 

and above was shown to be an issue in Enterprise One and Entcrprisc Two. The 

Empowerment Enabling Framework is designed to include structurcs and process that 

are required to operationalise cmpowcr7ncnt at the levels of opcrator and frontline 
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management. The experience of these two enterprises reveals that a key issue of 

concern to senior management was the need to control and impose structure to maintain 

standard i sation. Operational ising empowerment at the lowest level of responsibility 

within organisations, therefore requires effective structures and procedures throughout 

the whole of an organisation. The author believes that she has demonstrated the validity 

of the Control Mix aspect of the Empowerment Enabling Framework. The 

Empowerment Mix is partly validated. The Empowerment Profile device is shown to 
be an effcctivc means of synthesising the organisational and psychological 
interpretations of empowerment. It is also effective in differentiating the concept within 
the context of manufacturing production. 
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Chapter Eight 

CONCLUSIONS 

The final chapter evaluates the outcomes of the rcscarch against the rcscarch 

assumptions and objcctivcs. Kcy conclusions from the rcscarch arc outlincd. The 

author's contribution to lmowlcdgc is prcscntcd and rccommcndations for futurc 

rescarch arc suggcsted. 

8.0 THE RESEARCH ASSUMPTIONS 

The research set out to explore the question of what cxisting thcorctical knowlcdgc 

could be identified and synthesised within the Empowerment Enabling Framework to 

guide the operation of empowerment, from the pcrspcctivc of production opcrators and 

frontline management, within manufacturing production. The research was motivated 

by the author's initial investigation of the concept of cmpowcrmcnt, prior to the 

formulation of the research question. The investigation identified a key problem that is 

associated with realising empowerment in practice within organisations. It also 

uncovered theoretical knowledge from another knowledge domain, which was 

unexplored within the empowerment literature, that seemed highly pertinent to the 

identified problem. 

The initial investigation of empowerment led the author to assume that theoretical 

knowledge may exist that is unexplored within the context of opcrationalising 

empowered work strategies within manufacturing production. I'lic author additionally 

assumed that knowledge about factors that influence the operation of empowered work 

strategies within manufacturing production remains undcr-dcvcloped. The reason for 
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making this assumption is because the initial investigation uncovered little research on 

operational i sing empowerment, particularly in relation to the implications for 

organisational control. 

The lack of research into factors that influence the operation of empowered work 

strategies seemed to offer a means of contributing to knowledge. A fundamental 

problem with empowerment is the fact that it is so poorly conceptualised. The author 
believes that successfully operationalising empowerment is dependent upon a thorough 

understanding of the dimensions that the concept assumes within specific organisational 

contexts. The author believed that a conceptual framework could provide a mechanism 
for synthesising different strands of disparate theoretical knowledge. It seemed highly 

likely to the author that any theoretical knowledge uncovered would be inter- 

disciplinary because the initial investigation revealed that empowerment is a diffuse 

concept that encompasses several knowledge domains. The author envisaged that a 

conceptual framework would enhance understanding by bringing this diffuse knowledge 

together, making visible the influencing factors that are relevant for specific 

organisational contexts. 

An analysis of the concept of empowerment reveals that the principal drivers are the 

need for innovation and potential changes to organisational control mechanisms that 

arise from process-focused initiatives. The assumption that knowledge of factors 

influencing operation of empowered work strategies may remain under-developed was 

shown to be partly correct. Significant empirically-based research exists on the process 

of sustaining Continuous Improvement within manufacturing enterprises, which 

includes knowledge on factors that influence operation of Continuous Improvement 

initiatives. Empirical knowledge on factors that influence empowerment predominantly 

arising from changing control mechanisms was found to be under-developed. There is a 

need for operational support for empowerment from the perspective of management 

control. The research assumption is accepted as valid and establishes a research need. 
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The Empowerment Enabling Framework cncapsulatcs all dimensions of cmpowcmIcnt, 
including innovation and control, using existing theoretical knowledge and is validatcd 

using case study evidence. The existing research on factors influcricing the proccss or 

Continuous Improvement provides an important additional source or validation for the 

theoretical propositions encapsulated within the Empowcnncnt Enabling Framework. 

The author's assumption that relevant thcorctical knowledge may exist that has not been 

explored within the context of cmpowcn-ncnt is also acccptcd as valid. I'lie knowledge 

is principally concerned with organisational control and is includcd within the 

framework. 

8.1 DELIVERABLES 

The research objectives have been met. A conccptual framework to facilitate the 

operation of cmpowcrcd work stratcgics, from the pcrspectivc of production opcrators 

and frontline management within manufacturing cntcrpriscs, was developed. A rcscarch 

nccd was cstablishcd by reviewing the existing cmpirical evidence on opcrationalising 

empowered work strategies within manufacturing production. An analysis of 

empowerment was conducted as a prerequisite to developing the Enipowcnncnt 

Enabling Framework. This was formattcd as a Structurcd Rcsourcc Listing for use as a 

research tool. Issues that are likely to influence the opcmtionalising of cmpowcrmcnt 

were identified from the analysis. This led to the identification of rclcvant thcorctical 

knowledge. This was included within the Empowcnncnt Enabling Framcwork, which 

was triangulated using case study experience. 

8.2 CONTRIBUTION TO KNOWLEDGE 

The author's contribution to knowledge rcsults from hcr evaluation of the conccpt of 

empowerment. Both practitioners and academics loosely use the term 'cmpowcnncnt'. 

The author conducted a comprehensive analysis of the concept within the context of 

manufacturing production. An outcome of the analysis included the Structured 
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Rcsourcc Listing, presented in Chapter Two. A further outcome of the analysis was the 
identification of innovation and management control structures as key generators of 

empowerment within manufacturing production. This identification led to the 

specification of differentiated forms of empowerment. The specification of 
differentiated forms of empowerment according to source is a major contribution to 
knowledge. The consequence of differentiating the forms of empowerment is that 

existing theoretical knowledge, addressing issues likely to influence how empowerment 
is made operational, is synthesised through the Empowerment Enabling Framework and 
targeted within specific Empowerment Profiles. 

8.3 CONCLUSIONS 

The framework is intended to be used as a tool by those managers, who have 

responsibility for investigating the organisational conditions required to operationalise 

empowered work strategies within manufacturing production, to assist them in 

preparing for an eventual implementation strategy. Using the framework enables 

visualisation of empowerment as a function of innovation and management control 

processes. Empowerment is an outcome, not a technology. Reflecting on her work, the 

author realised that this conclusion was implied but not made explicit in the analysis of 

empowerment. It reflects both the organisational and political dimensions of 

empowerment. Opportunities for more stimulating work is an outcome of restructured 

management control responsibilities. Recognition of the value of intellectual input for 

production operators enhances the status of previously menial work. Increased value is 

measurable in bottom-line benefits. Work may remain largely menial but a realisation 

of the value of operators' process knowledge could be viewed as politically 

empowering. Empowerment is also an input. There are clear associations in the 

literature between empowerment and the effective use of process control technologies. 

Organisational conditions and management activities that are consistent with 

psychological empowerment are shown to be associated with successful Continuous 

Improvement and Just-In-Time implementations. 
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The framework can encourage managers to think of their intcndcd application domain in 

an abstract manncr, which may be contrary to their to day experience, and so provide 

new insight. Initial focus is therefore on understanding the intended application domain 

from the perspective of innovation and management control structures. This generates 
definition on what cmpowcnncnt means within the context of the enterprise. It could 

also require managers to consider the systemic complexities inherent within the concept 

of cmpowen-nent, encouraging enhanced appreciation or the challenges that may be 

encountered in operzitionalising the conccpt. Once the ronn or empowerment to be 

opcrationaliscd is agreed upon, the application domain can be positioned within a 

corresponding Empowerment Profile, which incorporates the theoretical content ofthe 
framework. It is envisaged that the tool could be developed for use in facilitating 

organisational change within an entire enterprise. Identifiable units within an enterprise 

could also use the framework. Differing skill mixes and production processes normally 

exist within the same enterprise. The framework can formalisc, and so sustain, 

differentiated forms of empowerment appropriate to each work unit. 

The empirical evidence from the case study enterprises confirms that adopting a systems 

approach to operational i sing empowerment, apart from being necessary, points to issues 

that emerge as key concerns in all the case study enterprises. Essential notions within 
Systems *Theory include the centrality of purpose or goal driven bchaviour, using 
feedback information received through communication channels to assess progress and 

remedial action for goal achievement. Within Enterprise Three, obtaining common 

agreement on organisational purpose was viewed as critical at the outset of the change 
in working practices. Generating common assent to new ways of working was 
determinedly pursued. Enterprise Two is the most complex or all the case study 

enterprises, with complexity arising from the product and rrom a differentiated 

management control structure. At the outset of culture change within this enterprise, 

there was a concem to change from an autocratic managcnicnt structure to one where 

autonomy increased through decentralised decision making. Co-ordination and 

communication pose significant challenges for Enterprise Two. This is now 
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exacerbated by middle management expectations of autonomy. The centrality of 

purpose has been compromised by a lack of appreciation of the inherently paradoxical 

nature of empowerment, which demands structures of controls to enable freedom of 

action. 

An unexpected finding of the research was the importance attached to the need for 

structure and controls within Enterprise One. Although there may be no devolution of 
management control responsibilities, the approach to operators assuming a greater sense of 
personal responsibility for their work is to make them completely accountable for small 

units of tightly defined job responsibilities. Responsibility means checking. The social 

culture that exists within the UK means that discipline has to be imposed. A senior 

manager stated that culture change means empowerment, which in turn means structure 

and control. Control within Enterprise Three is not at all prescribed but the self- 
imposed team discipline in evidence throughout this enterprise is highly effective in 

achieving organisational objectives. The two extreme examples, Enterprise One and 
Enterprise Three, confirm the control types at the level of process that are included 

within the Enterprise Profiles 1 and 5. The emphasis on structure that emerged from 

Enterprise One is confirmed by rare longitudinal research that exists into factors that 
influence empowerment. This found that more structure, rather than less, is necessary 
for successfully opcrationalising empowerment. 

Each of the enterprises mapped with ease onto the Viable System Model within the 

Empowerment Profiles. It was shown in Chapter Seven to be highly relevant in 

addressing the control and communication issue prevalent within Enterprise Two. The 

model could support the existing policy deployment technique being implemented 

throughout the enterprise by specifying communication channels and management 
functions that focus simultaneously on current and future concems within teams or 

zones. The model could provide a means of re-establishing focus on organisation 

purpose by providing understanding that control and autonomy are not in conflict. 
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Enterprise Three is currently relatively unconiplcx. The modcl could provide a guide 
for future action in the event that the Company expands in size. 

An important insight into intcr-pcrsonal communication cincrgcd rmm E-ntcrpdsc 

Three. A relatively high level of intcr-pcrsonal friction was obscrvcd in the intcrvicws. 

The enterprise is operating undcr favourablc rnarkct conditions with a workrorcc that is 

mature in its understanding of cxccptional commitmcnt to custonicr rcquircmcnts and 

pursuit of quality. The emergence of conflict within Entcrprisc 11ircc was a rcsult or 

cxpcctations that were mis-aligncd bctwccn an individual opcmtor and what tile 

Company expected of him. Individual pcrccptions ovcr how bcst to achieve an 

objective may cause conflict. It is uncertain %vlicthcr this finding could be cxtMpolatcd 

to the rest of the enterprise. The finding is, howcvcr. consistcnt with the author's 

contention in Chapter Five that disagrccmcnt is bound to arise whcrc individuals have 

latitude in decision making. Pcople have diffcrcnt pcrccptions of tile same issue and 

subscribe to their own solutions in pursuing organisational objcctivcs. Company policy 

on conflict resolution should be a priority for any cntcrpriscs intcnding to opcmtionalisc 

empowerment. Conflict may be regarded both positivcly and ncgativcly. 

Preparation has been shown to be consistent with successful implementations of 

empowered work strategies. This is demonstrated from research outlined in Chaptcr 

Three. It was also confirmed in Enterprise One, where senior management adopted a 

strategy of preparing and developing the management and team leaders that were to 

drive the culture change, for a period of one year, before embarking on a programme of 
Continuous Improvement. It is difficult to compare the experiences of Enterprise One 

and Enterprise Two in effecting their respective culture changes. The complexity of 
Enterprise Two may signiflcantly increase the culture change cndcavour. However, the 

stress on personal development and preparation in Enterprise One seems to have gained 

universal 'buy-in' to the initiative, even if operator response to Continuous 

Improvement is somewhat muted. This 'buy-in' was referred to several times by 
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Enterprise Two respondents but the author was unaware of preparation for culture 
cliangc. 

A final conclusion that emerges from the case study enterprises confirms an aspect of 
systems theory that was stressed in Chapter Five. The difference between the static 
property of an organisation and the dynamic process of organising provides a critical 
insight into operationalising empowerment within manufacturing production. Existing 

research and results from the case studies, Enterprise One in particular, confirm the 

paramount need for control structures and processes in realising empowerment. The 
Viable System Model provides guidance in creating structures of management and 
communication responsibilities. The model creates expectations of individual actions 
through the allocation of roles and responsibilities but it does not specify action at the 
level of process. Evidence from Enterprise Two and Enterprise Three highlight that 

actions and inter-personal relationships at the level of process ultimately realise or 
frustrate empowerment. Understanding of the effects of actions at the level of process is 

key to successfully operationalising empowerment. 

8.3 FURTHER RESEARCH 

The finding that preparation correlates positively with successful implementation of 
empowered work strategies lends support to this thesis. A tool can be developed from 

the refined Empowerment Enabling Framework to prompt managers to examine their 

own intended application domain, increasing understanding of the issues involved in 

operational ising empowerment. The following areas for further investigation resulted 
from the author's exploratory research: 

0 Investigation into factors that affect the process of operationalising empowerment 

at the level of process within each of the Empowerment Profiles would 

significantly extend the utility of the Empowerment Enabling Framework. 
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Management control and the need for structure wcrc rcvcalcd from Ilic rcscarch 
investigation. The Viable System Model was found have potential application 

within each of the targeted enterprises. A fundamental principle that underpins 

the Viable System Model is the principle of Rcquisitc Varicty. This is a hcuristic 

measure, dependent on the judgement of the obscrvcr, of the amount of 

complexity confronting the a viable system. Participants within a system apply 

attenuators, which filters out problem situations, or amplificrs, which cxpand the 

repertoire of options open to the system in confronting complexity. Rcscarch into 

how Requisite Variety is asscsscd and how decisions arc madc in arriving at 

assessments could be a useful addition to cxisting knowlcdge on how the Viable 

System Model could function in practice. 

investigations into how the boundarics of applying the modcl arc dctcmlincd 

could make the model more targetcd and spcciric in its usc. 

Much of the case study data, on which the author's analysis is bascd, is takcn from 

the point of view of management. The author had not intcndcd this. Data was 

gathered from all levels within the case study cntcrpriscs but the most revealing 
insights tended to merge from management. Spcciric investigation into what 
factors determine operator compliance or non-compliancc with cmpowcrcd work 

strategies would add to the validity of the Empowerment Mix. 

The attributes of empowerment and the individual. organisational and 

management requirements to realisc the concept were summariscd in Chapter 

Three. The Empowerment Enabling Framework could be developed by 

investigating envelopes of individual, organisational and management 

requirements to target specific to individual Empowerment Profiles. 

Further research should be conducted to invcstigatc whcthcr thcrc is a rit bctwccn 

the framework and empirical experience for Empowerment Prorilcs 2 and 4. 
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Following development and refinement of the framework, the author envisages 
that it could have application within the Extended Enterprise to assess partnership 

compatibility across the Value Chain. 

The author regards her area of research as both fascinating and important. There is 

evidence that disseminating previous management initiatives proved to be unsustained. 
The challenges of contemporary manufacturing indicate that there is now no option 

except to change. The widc-ranging nature of the subject demands that knowledge 

should be presented in a format that encourages managers to think about the complexity 

of operationali sing empowered work strategies. The work identifies the dimensions of 
empowerment and presents them through the Empowerment Enabling Framework. 

Differentiating the concept targets specific organisational. contingencies and so defines 

knowledge boundaries for managers. The author believes that refining the Framework 
beyond its current status offers opportunity to expand practical understanding of 
operationalising new work strategies, providing business benefit to manufacturing 

enterprises competing under increasingly challenging conditions. 
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Appendix A Analysis ofEmpowerment Bibliography 

Appendix A contains an analysed bibliography of empowerment references. The 

purpose of the bibliography is to determine the attributes of empowerment, particularly 

within manufacturing production. The bibliography is categorised to facilitate analysis 

of where and in what form empowen-nent occurs in the literature. References listed in 

the bibliography are arranged as follows: 

Concept of Empowerment 
Concept Discussed Within Main Subject of Analysis 
Empowerment Implicated in Competitive Success 
Empowen-nent in Manufacturing Organisations 
Empowerment in Other Organisations 
Guidance for Implementation 
Reasons for Success or Failure 
Research Associated With Empowerment (Manufacturing) 
Research Associated With Empowerment (Other). 

It is sometimes unclear which category is the most appropriate for a particular reference. 
For example, McEwan and Sackett (1998) is categorised under 'Concept of 
Empowerment' but could also have been considered under 'Empowerment in 

Manufacturing'. The article predominantly probes the theoretical nature of 

empowerment in a variety of manufacturing environments. Manufacturing case study 

evidence is used to support the analysis. 

Accounts of the outcomes of empowered work strategies are categorised as 
'Empowerment in Manufacturing'. Focus in this category is on description of strategies 

and outcomes. Accounts of extraordinary company performance, where empowerment 
is identified as key, are included in 'Empowerment Implicated in Competitive Success'. 

Focus in this category is on performance. Academic investigation is categorised as 
'Research Associated With Empowerment. The author's judgement in allocating a 

reference to a particular category could in some instances be contested. 
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CONCEPT OF EMPOWERMENT 

Analysis or discussion of cmpowcrmcnt is the main focus of thcse rcfcrcticcs. 

1. Anon. (1993). 'Empowcnncnt: a Icap of faitill. Managcnignt Tmining 119, vol. 2, 

no. 2,13-16. 
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20. Dumas, R. A. 'Attitudcs on cmpowcrmcnt. 

ww%v. servqual. com/ris/cmpowcnncntAitnil. 

21. Early, V. (1991). 'Empowcring organ i sati ons'. Exccutive Excelictice, vol. 18, no. 2, 

13-14. 

22. Ecclcs, T. E. (1993). 'Thc dcccptive allurc of cniPowcmicnt'. Long Ringc Plannin , 
vol. 26, no. 6,13-2 1. 
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employee empowerment'. Employee Relations Today, vol. 18, no. 2,213 - 220. 

24. Gozzo, M. W. (1992). People empowcn-ncnt: achieving succcss from involvcmcnt. 

In: Conference Proceedings of the American Production and Inventoty Society, 167- 

169. 

25. Hand, M. (1993). 'Freeing the victims'. MI-Magazing, vol. 5, no. 3,11 - 14. 

26. Hardy, C and Leiba-O'Sullivan, S. (1998). 'The power bchind cmpowcnncnt: 
implications for research and practice'. Human Relat ions, vol. 5 1, no. 4,451-483. 

27. Harley, W. B. (1995). 'Eight critical principles Of cmpowcrmcnt'. Enil2owcrrncnt in 
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30. flopfl, H. (1994). 'Empowen-nent and the management prerogative'. Eml2owerrnent 

in Organizations, vol. 2, no. 3,39-44. 

31. Lciba, S. L. and Hardy, C. (1994). 'Employee empowerment: a seductive 

misnomcr? '. In: Hardy, C. (ed). Managing strategic action: mobilising change. Sage 

Publishing, London, Thousand Oaks (CA), New Dehli. 

32. Losey, M. R. (1995). 'The dawning of the high-performance workplace'. Managing 

Off ice Technolop , vol. 40, no. 3,25-26. 
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47. Thomas K. W. and Velthouse B. A. (1990). 'Cognitive elements of empowerment: an 
'interpretative' model of intrinsic motivation'. Academy of Management Review, 

vol. 15, no. 4,666-681. 
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This category incorporates a wide divergence of views from various philosophical 

standpoints. Empowerment is associated with: 

Aligning / understanding organisational purposes and processes (19,31) 

Autonomy and control (2,3,21,30,36,37,43) 

Barriers (21,45) 

Commitment (2) 

Control (19,35) 

Delegation (34) 

Devolved responsibility, authority for problem-solving and decision-making (1,16, 

24,25,41,45) 

Information - provision, interpretation and management (1,19,32,45) 

Intellectual capabilities, talents and skills (4,6,7,19,24) 

Leadership / role of managers in goal setting, creating structure / boundaries, 

aligning purpose, motivating, communicating vision, values, allocating resources 
(3,5,6,25,27,31,40,43,44) 

Linked to (or equated with) employee involvement / participation (22,39,45,50) 

Management accountability (21) 

Managerial control -threat to (4,3 1) 

Multiple meanings (42) 

Myth (20) 

Political perspectives (8,9,10,11,12,13,14) 
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Power (IS, 26) 

Psychological perspectives (15,31,46,47) 

Senior management support (33) 

Training (44) 
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EMPOWERMENT IMPLICATED IN COMPETITIVE- SUCCESS 
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How cmpowcnnent is manifestcd within tllcsc cntcrpriscs is bricfly surnmariscd as: 

Coach: Manufacturer of Leather Goods 

Continuous Improvement 

Training focuses on business, technical and social skills. Organisation rcstructurcd to 

support flexible manufacturing. Clearly dcrincd rolcs and rcsponsibilitics 

Experience of Multiple Companies: (Caudron, S., 1998) 

Consistent features of successful companies: 

Training 

Link performance to measurable business results 
Goals 

Communication 

Experience of Multiple Companies: (Verespej, M. A., 1998) 

Summary of 10 Industry Week best companies for 1997. Each take o%%m path but 

commitment from all workers. Senior management set the stage. 

Continuous Improvement 

Communication - using a variety of vehicles 

Focus on critical performance issues 

Alignment of goals throughout the organisation 
Goals must be measurable 
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Close relationships with suppliers and customers 
Integration of techniques to achieve objectives 

Ford -Livonia Transmission Plant: (Suzik, II. A., 1998) 

Continuous Improvcmcnt 

Communication 

Empowerment viewed as the key ingredient in turning the performance of the plant 

around. Increased authorities for production operators. Total Productive Maintenance. 

Freudenberg-NOK: Automotive Supplier (gaskets) 

$1.1 million saved in first three quarters of 1997 

50% increase in product mix over 18 months, while maintaining operational gains 
Continuous Improvement - cross-functional teams formed as needed 
Two layers of management for 200 people 
Empowerment - culture established where generation of ideas, information and action 
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Structures in place and specific action taken to ensure that operating groups are aligned 

with company goals and vision. Radical change to structures. Business cells and policy 
deployment 

General Motors, Hewlett-Packard, US Steel etc: (Heaton, W. E., 1998) 

Intellectual assets - as other assets depreciate, value of people increases 
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Developing of 'soft skills' - conflict management, influencing, decision-making 

Continuous Improvement - set clear goals and expectations 
Long-term commitment, with senior management commitment 
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Cutting costs - rcassurc that pcopic will not bc madc rcdundant through improvcnicnts 
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Continuous Improvcmcnt 

Empowerment - team. involvement in decision-mak-ing, problcm-solving. Provision of 
business and operating information to production teams viewed as key. Sclf-dircctcd 

empowered teams comprise more than half of the plant workforce. Teams arc 

responsible for all changes within the plant. Each team has a budget for implcmcnting 

improvements 
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Milliken: Manufacturer of Textile Products 

Continuous Improvement - arises because of empowennent. 
5 'W's of cmpowcnnent: 

NNIiat are you going to do? 

Where? 

When? 

Who? 

Why? 

'H' - How ? 

Leadership 

Teamwork 

Education 

Concepts of empowerment, teamwork and leadership utilised aggressively pursuing 

environmental goals 

Milwaukee Electric Tool Company: Manufacturer of Electric Drills 

Cellular manufacturing 
Continuous Improvement 

Just-In-Time 

Empowerment - cells function as mini-businesses. Cell manager and members should 

posses the skills needed by owner of a small to medium size enterprises. Cell manager 

responsible for training and for implementing cellular principles. Cell members 

responsible for quality, manufacturing documentation, supplier development, inventory 

management and cell management 
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Rockwell/ Reliance Electric: Manufacturcrsof Industrial AC motors 

Total Quality Management 

Just-In-Time 
Restructured plant layout 

Wider product mix 
Empowerment - problcm-solving, increased dccision-making, innovation. 

Communication through newsletter, business review meetings. Recognition 

Schindler Elevator Corp: Elevator manufacturer 

Processes changed (factory layout and inventory) but cqual focus on changed attitudes 
Make-to-order 

Just-In-Time 

Responsibilities for quality, cost and safety 
Empowerment through STPM (Schindler Total Productive Niaintcnancc; includes 

elements of Total Productive Maintcnance, Total Quality Managcmcnt and Just-In- 

Time) 

Process of implementation slow and difficult 

Senco Products: Manufacturer of nails and staples (Taninccz, G., 1997) 

Continuous Improvement 

High volume, 900 stock units 

Quality 

Just-In-Time 

Training 

Empowerment - ownership of production process. Collaboration bctwccn proccss 

engineers and hourly workers 

249 



Appen(hr A Analysis of Empowerment Bibliography 

SGS Thompson: Semiconductor Manufacturer 

Continuous Improvement - based on local process ownership, ccntred around principles 

of Total Quality Management, which entailed breaking down barriers between product 
lincs 

Empowerment stated as a principle of Total Quality Management 
Systems thinking perspective. Goal driven. Constant performance measurement 

Tenneco Automotive: (Hasek, G., 1997) 

Continuous Improvement - kaizcn events scheduled weekly 
Teams - project teams 
Technology provides real-time feedback to production operators 
Empowennent - 30% production teams are self-directed. 86% are 'empowered'. 

Empowered teams require management input on production scheduling, scrap reporting, 
human resources and training. Self-directed teams are more highly trained 

TRENIEC: Automotive Supplier (rear wheel drive transmissions) 

Cellular manufacturing - group technology; each group is a factory within a factory 

Total Productive Maintenance 

Total Quality Management 

Continuous Improvement 

Stress on education 

Valco Wiper Systems: (Gunsakeran, A. and Cecille, P., 1998) 

Just-In-Time - tools for achieving. Requires empowennent 

250 



Appaidix A Analysis of Empou-crinctit Bibliography 

Varian Vacuum Pumps: (NIcOcnahen, J. S., 1997) 

Total Quality Managcmcnt - cniployccs rcsponsible ror root-causc analysis 
Managcmcnt control for 13 functions devolvcd to tcarns. not supcrvisors: 
Production schcduling 
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Quality 

Skills certification 
Daily job assigmnent 
Safety 

Holiday scheduling 
Inter-team communications 

Managers responsible for 'big picture' issues 
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20. Wicksier, E. L. (1997). 'The paradox of cmpowcrmcnt -a case study'. 

Empowerment in Organizations, vol. 5, no. 4,213-219. 

Company publicity and accounts of successful initiatives (5,17,19) report 

unproblematic experience of implcmenting empowered work strategies. Significantly, 

those written from or reporting an employee perspective (2,14) arc highly critical of 

empowerment. There are instances of resistant employees and managers who changed 

(7,10). Adler (1) documents experience of standardiscd production and empowerment 

within an automotive environment. Employees control the process of standardising 

tasks. Conflict is mentioned in the account but the overall impression is that employees 

take a pragmatic approach to new work methods. Wicksicr (21) and Frcy (7) present 
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accounts that highlight the difficulties in implementing empowered work strategies. 
Empowcnncnt is associated with: 

Changing adversarial behaviour - management and unions (7) 

Continuous Improvement (5,8) 

Employee Involvement (6) 

Intellect and knowledge through devolved decision making, responsibility, 
Information and power (10) 

AT (8) 

Managers absorbing tasks from above (10) 

Managers letting go of control (20) 

Managers set parameters and clear out the way (11) 
N 

Motivation - comes from a desire for excellence, sense of realism and trust ( 1) 

Performance measures (8) 

Problem-solving (7) 

Process of change over time (7) 

Provide cost information (11) 

Purpose (20) 

Self-directed work teams (3) 

Sharing profits and responsibilities that accompany success (and failure) (7) 

Total Quality Management (4,9,14) 

Training (8) 
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EMPOWERMENT IN OTHER ORGANISATIONS 
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no. 4,3-8. 

255 



Appendix A Analysis ofEmpowerment Bibliography 

Empowcnncnt associatcd with: 

Accountability (7) 

Commonly accepted goals (8) 

Creativity and Innovation (1,2,4) 

Decision-making (3) 

Devolve authority (5) 

Executive commitment (1) 

Feedback (2) 

Focus on strategic responsibilities of management (4) 

Goal-achievement (3) 

Information sharing (4) 

Processes (7) 

Process consultation (7) 

Responsibilities (2,7) 

Roles (7) 

Skills (7) 

Systems (7) 

Training (7) 
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GUIDANCE FOR IMPLEMENTATION 

Some of the references in this category are among the most simplistic and prescriptive 

in the bibliography. Potter (18) lists a nunibcr of points lie rercrs to as an 

4empowerment tool kit'. According to him, tlicrc are "only a few basic points to bcar in 

mind if we want to create an organization of cmpowcrcd individuals" (Pottcr: 8). 

Dickmeyer and Williams (7) present a technique, born out of consulting experience, for 

which they make dramatic claims. Rapid 'transforniational rcsults' are proniiscd. The 

technique, catalytic empowerment, is dcscribcd as 'affordable'. It is difficult for the 

author to see this article as anything other than a sales pitch, dcspitc the fact that it 

appeared in a refereed journal. 

Belasco (1) offers a particularly problcm-frce book on how to cfrCct organisational 

change. Organisations are slow to change so its participants nccd to bc taught to 

change. Obstacles will be overcome with persistence. Blanchard ct al., (3), Foy (9), 

Plunkett and Fournier (16), Scott and Jaffe (19), Stcwart (21) and Wcllins ct al. (24) 

take a similar unproblematic stance. 

Diagnostic and training tools include Baruch (2); Ford and Fouler (8); Johnson and 'Murston 

(12) and Nicholls (14). 

Brown and Brown (6), Kinlaw (13) and Vogt and Murrell (23) adopt a multi-dimcnsional 

systems approach to implementing empowerment. Brower (5) presents a modcl for 

implementing empowerment that adopts an explicitly systems approach. 

Robinson (17), despite the unpromising title of the book, guides the rcadcr through the 

changes required to organisational structures and processes wlicn implcmcriting 

empowerment within a manufacturing environmcnt. Suzak-i (22) focuscs on thc proccss 

of Continuous Improvement within manufacturing cntcrpriscs. Ginnodo (10) prcscnts 

contributions on empowerment from several 'experts', along with case studies. 
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Ginnodo (10) prcscnts contributions on empowerment from several 'experts', along 

with case studies. 
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15. Nixon, B. (1994). 'Developing an empowering culturc in organizations'. 
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16. Plunkett, L. C. and Fournier, R. (1991). Participative managenicia: iniplanctititig 

empowement. John Wiley & Sons, New York,. 

17. Robinson, R. D. (1997). 77ze empowermellt cook-booký. McGraw-Hill, Ncw York. 

18. Potter, J. (1994). 'Tapping the iceberg'. Empowerment in Orrmnintions, vol. 2, no. 

1,4-8. 

19. Scott, C. D. and Jaffe, D. T. (1991). Einpowcmient: building a coninzincd it-orAforcc. 
Kogan Page, London 

259 



AppenAr A Analysis ofEmpowerment Bibliography 

20. Schaeffer, 0. (1991). 'Empowennent as a business strategy', Executive Excellence, 

vol. 8, no. 10,9 - 10. 

21. Stewart, A., M. (1994). Enipowering people. Pitman Publishing, London. 

22. Suzaki, K. (1993). 77ie new shop floor management: empowering people for 

Continuous Improvement. The Free Press, New York. 

23. Vogt, J. F. and Murrell, K. L. (1990). Empowerment in organisations: how to spark 

exceptional perfomance. Pfeiffer & Co, San Diego. 

24. Wcllins, R. S., Byham, W. and Wilson, J (1991). Empowered teams. Jossey Bass, 

San Fransisco. 

Empowerment is associated with: 

Accountability, alignment of direction, authority and ableness (5) 

Continuous improvement (22) 

Contingent approach to implementation (4,8) 

Leadership - setting visions, enabling subordinates, remove barriers, create 

culture (1,6,15,21,22,23) 

Leadership / Management responsible for: 

Designing organisational context 

Nurturing skills 

Providing information 

Setting boundaries 

Setting expectations 

Defining roles 

Providing feedback 
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Defining resource control 

Identifying training needs 

Consistently modelling desired behaviour 

Recognising and rewarding performance 

Enable contributions of subordinates 

Implement recommendations 

Solicit feedback 

Listen 

Align goals and objectives 
Keep focus on organisational objectives (Contributions from Nlohnnan, S.; Byliam 

W. C.; Somers, K. and Conference Attendees. In (10)) 

51iddle management responsibility for devolving strategy (20) 

Organisational factors: 

Mechanisms for enhancing common understanding of empowerment 
for facilitating common acceptance of vision and values 
Performance management and measurement systems 
Communication mechanisms 

Reward systems 
Information systems 

Training - technical, social-skills and problem-solving skills (Byham, W. 

in (10)) 

Process control through goal setting, problem-solving, CI and feedback (22) 

Structuresý relationships, values and attitudes (19,23) 

Systemic and multi-dimensional approach to Implementation (6,13,19,23) 

Unity of purpose (11) 
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Factors that influence success or failure: 

Access to Information (7,14) 

Authority equal to responsibility (14) 

Business Information aligned to strategic objectives (8) 

Change of focus and control at all levels (3) 

Cohesive strategy of skills, accountabilities and communication processes (18) 

Clearly defined responsibilities (14) 

Communication (11,15) 

Control (12) 

Culture must support decision-taking (10) 

Define standards (14) 

Failure - focus on immediate concerns (6) 

Feedback (14,17) 

Leadership (1,7,12) 

Long-term purpose (2,13) 

Managers eliminate constraints (9,17) 

Measurement (15) 

Middle management (4) 

Permission to make mistakes (14) 

Shared vision, values and goals (10,15) 

Time (10) 

Training (13) 

Trust (2,13,14) 
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Alpander: management and motivation. Questionnaire to German, Australian and 
Japanese subsidiaries of a pharmaceutical company. Results analysed by country. 
Individuals in all countries, to differing degrees need control. Conclude that managers 

set inspirational goals, provide access to resources, reduce performance constraints and 

express high expectations of performance. 

Ileckscher: interviewed over 250 middle managers in 14 large companies (c/f Kinlaw 

who says small companies leading the way). Participative management not 

accomplished much. Downsizing increases organisational politics. Discrepancy 

between perceptions of senior and middle management. Rhetoric and reality. 
Restructuring yielding disappointing results. Fundamental increases in organisational 

effectiveness not materialising. Empowerment: create something new or reinforce old 

ways. Expanding autonomy blocks systemic innovation. Overcoming barriers means 
focussing honestly on purpose. New relationships required by involvement in strategic 

purpose are threatening. System of co-ordination needs to be constructed. 

McArdle et al.: case study evidence from an electronic company implementing TQM. 

The research speculates whether empowerment is exploitative. The researchers are of 

the opinion that empowerment is a controlling phenomena. Despite favourable worker 

response, they conclude that workers are being exploited but they are unaware of it. 

They suggest that workers are cowed into acceptance because of threats of redundancy. 
Workers responses evaluated within the researchers own value frame of reference. 
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McCafferty and Leigh: case study documcnting culture changcs within a traditional 

management structure to a delaycrcd structure that focuses on prob1cm-solving and 

continuous improvement. Change driven by cnvironmcntal and cost prcssurcs. Having 

specific tasks focussed effort. Stages includcd obtaining support, dcrinc requircd 
improvements, ensure team understanding, establish common objcctivcs, irnpicnicilt 

and review. Success of the problcm-solving exercise has startcd a process orchangc as 

production teams become aware of possibilities. 

Pearson and Chatterice: the researchers confirm that impicnicntation aspccts of 

empowerment remain unexplored. This field cxpcrimcnt documents the process of 

implementation within a subunit of an industrial workshop where locomotives arc 

maintained. The results of the research provide support for a cluster approach to 

implementation, which needs to be initiated at a local level and cxtcndcd through a 

ripple effect. 

Powell and Jewson: case study of a US automotive supplier of brakc systems to GNI 

(Delco Chassis) changing from a traditional to new style management. Changes 

included installation of quick-change tools. Organisational changes cqually important. 

Relationships changed from parcnt-child to adult-adult. Provision of accurate and 

timely business information (goals, budgets, costs, competitors) seen as critical in 

cffecting change. Use of performance measures and trust wcrc key factors in changing 

responsibilities. Experience showed that techniques are not optional and must bccomc 

ingrained in management structures. 

Pun and Chin: Case study of a Just-In-Time/NIRP implcmcntation within a PCB 

manufacturers, including the implementation of a Kanban system. The planncd 

implementation process focused on education, with conccpt training to scnior 

management and then to all employees. Emphasis on leadcrship, prcparation, 

communication, education and collaborative problem solving. 
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Selto, Renner and Young: the researchers report experience within a manufacturing 
division of a Fortune 500 organisation that implemented JIT/TQM. The object of the 

research was to test different manifestations of contingency theory. Selto et al. report 
that there is little research into the changes required to organisational design (structure, 

context and control) when introducing manufacturing practices such as JIT/TQM). 

Their research examined the relationships among organisational structure, 

manufacturing methods and management controls at workgroup level. Management 

control practices at the research site frustrated efforts and were inconsistent with 

empowerment. Information and authority to self-manage were absent. Intragroup and 

structure conflicts impeded superior performance. 

Simons et al: the research examines the experience of a manufacturing unit that 
implemented TQM. The unit is a foundry that supplies flanged pipes, valves and 
fittings to a variety of industries. Supply to Toyota so quality requirements are high. 

The research examines the possible contradictions between TQM and human resource 

management. An organisation-wide approach required by both. An integrated strategic 

view to implementing HRM and TQM adopted. Success dependent upon senior 

management. Importance of structure in maintaining centralised core values and 
decentralised execution. 

Weerakoon and Lai: need to conform to ISO 9000 results in many companies 

professing empowerment but not practising it. Critical dimensions leading to 

empowerment are generally seen as: leadership, information, planned quality 

management, support of human resources, product quality, supplier quality, customer 
focus, public responsibilities. The results of the exploratory survey of 26 manufacturing 

organisations showed a lack of management commitment to empowerment and negative 

perception of employees. 

268 



Appendix A dlnaýysij OfEmpou-crinctit Bibliograp1q, 

RESEARCH ON EMPOWERMENT (OTHER) 
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Blackburn and Rosen: Intcrvicws with senior nianagcnicnt rcprcscniativcs or 

Baldridgc award winners to profile 1111 practices. 14 key practiccs. hicludcs 

empowering employees to make quality decisions and having sysicnis or upward and 

lateral communications. 

Claydon and Doyle: case study in a data management organisation in the financial 

sector. Research based on scmi-structurcd interviews. Focuses on tcnsions and 

contradictions inherent in empowerment, which involves both coercion and consent and 

discipline and autonomy. Reports on rhetoric and reality. Some managcrs interpret 

empowerment as being able to "run their own show". Employccs fccl dunIpcd oil wlicn 

mundane tasks devolved. Subordinates unclear about limits of discretion. Expcrts 

withhold knowledge in cross-functional teams because others perceived to be 

encroaching on their territory. Frustrations with expectations being raised and not met. 

Cunningham et al.: survey of 38 organisations, followed by scmi-structurcd 

interviews at 13 of the organisations. Research reveals limitations and Wnsions. Little 

dissemination of power and close control over employees. Main intent of cmpowcnncnt 

to increase employee commitment and flexibility. Conccpt is practitioner driven. 

Strong managerial controls still in evidence. 

Ezzamel et al.: interviews with managers from a %%idc variety of organisations. 

Examining issues arising from designing and implementing human rcsource stmtcgics. 

Empowerment identified a important by a majority of the managers. Empowerment 

being used as a code for increased responsibility and work intcnsirication. Tension of 

the employment relationship. Internal inconsistencies. No new understanding bctwccn 

employees and employers. Recession makes it legitimate to constantly push for changc. 
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Foster-Fishman: case study of failed attempt to introduce empowerment into a 
traditional bureaucratic culture. Resistance because of the reform programme were 
inconsistent with employee expectations. 

Gilbert and Nelson: documented experience of US Air Force base implementing 

TQM. 5 year project written at three-year point. Lessons learned include: 

Increased understanding of employee frustration and anger at having to change. There 

has to be patience and persistence when implementing change programmes. Future 

TQM programmes will be developmental (a programme can only be evaluated in place) 

- the TQM process includes alternatives routes at different levels. Training as an initial 

step does not necessarily excite interest - this must be somehow accomplished. Leaders 

create constancy of purpose; constant improvement means constant ambiguity and 

partnerships need to be nurtured. 

Kappelman and Prybutok: field study of a TQM implementation at 52 branches of a 
US bank. Concluded that employees empowered with a small degree of control over a 

change process produced increased motivation and commitment to the change. Training 

communicated management's serious intent about empowerment. 

Keller and Danseraeu: survey of 92 people from management and hourly-paid 

employees at US computer company. The research investigated the role of leadership in 

empowennent, from the perspective of social exchange theory. Empowerment 

understood as self-cfficacy. Leaders shown to affect subordinates perceptions of control 

through support for self-worth 

Kerfoot and Knights: analysis of the contradictions that arise in implementing TQM 

within the financial sector. Contradictions include the need for employees to commit to 

quality initiatives while there is extensive rationalisation and redundancies. Having 'the 

right attitude' conflicts with job insecurity. Compliance to TQM goals at the same time 
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as being thinking, active agents. Dctrimcntalinflucnccofmnk. Quality programme 

subverted by existing dominant groups. 

Northwood University: focus groups from organisations participating in the rcscarch 

into the reality of implementing cmpowcrmcnt rcport ""disturbing issucs". Among 

consequences of implementing cmpowcrcd work were highcr ratcs, of labour turnom, a 

reaction of cynicism and distrust among workcrs and managcrs reluctant to share 

decision-making. The concept has appcal among busincss Icadcrs but almost none or 

the research participants offered compensation for additional rcsponsibilitics. 

Panteli: both case studies exwninc empowerment arising from the use of information 

technology. Employees with a wide range of responsibilities, through information are 

not necessarily empowered. They have no additional control over the workplace. High 

standardisation, lack of worker discretion, constant monitoring, infon-nation with limited 

knowledge and responsibility without authority were characteristic of 'empowered' 

organisations investigated in the research. IT enabled empowerment suits managerial 

and organisational purposes. 

Parker and Price: empowerment defined as the belief that one has control over 
decision making. Using survey data from a social work context, cvidcncc is prcscntcd 

that suggests managers who arc perceived by subordinates to bc in control of dcCision- 

making positively influence subordinates own sense of control over dccision-mak-ing. 

Managers who exercise power in a supportive manncr are an empowering forcc for tlicir 

subordinates. 

Powell: survey evidence used to investigate TQNI as a sustainable source of 

competitive advantage. The finding suggest that factors normally associatcd with TQm 

success do not lead to sustained competitive advantage. Tacit factors, not casily 
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imitable, are associated with sustained advantage. These include behavioural patterns, 

open culture, employee empowerment and executive commitment. 

Randolph: longitudinal research conducted over eight years at ten organisations that 

transformed from a bureaucratic to an empowered organisation. Randolph stresses that 

the transformation process is difficult. He describes all the organisations as "failing 

their way to various levels of success". They made many mistakes but learned from 

them. The organisations succeeded by appreciating the paradoxes and value changes 
inherent in the transformation process. Leadership is identified as critical in effectively 
implementing the three key keys to empowerment: open and candid sharing of business 

information, more structure (rather than less) and use of teams. 

Schuster et al.: this significant reference provides a review of the literature that 
demonstrates the link between management practice, organisational climate and high- 

level performance. The research tests the proposition that conscious interventions that 

emphasise high levels of employee involvement can produce higher motivation and 

commitment, leading to improved organisational performance. The authors claim that 

previous evidence in support of this proposition is largely anecdotal. 

The company being evaluated, a dairy processing and marketing concern, initiated a 

new corporate strategy in 1987. The objectives of the strategy were to: 

* involve all employees in affecting five critical business success factors (quality, 

customer service, cost-effectiveness, innovation and managing the environment) 

each employee to become manager of his ownjob 

empower employees through increased decision-making authority 
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9 team structure. 

An Equity Committee was established to monitor the cffcctivcncss and raimcss or 

management systems. A sevcn-step implcmcntation stratcgy was cvaluatcd ovcr a fivc- 

year period, which correlated with a 66% incrcasc: in proritability. Ilic basclinc 

condition of the human organisation was cstablishcd through the colicction of survcy 

data. Key opportunities for improvement wcrc idcntiricd. Concurrctitly, pcrromiancc 

measures and reward systems were rcvicwcd to bc consistcnt with the dcsircd 

organisational changes. Barriers that impede social interaction wcrc rctnovcd (scparatc 

dining rooms, reserved parking spaces). Results of changes wcrc communicatcd to 

employees. The condition of the human organisation was then rc-measurcd. 

Operating income before expenses was chosen as the kcY indicator of the succcss of dic 

strategy. The 66% increase in profitability over the period was attributed to the stratcgic 

changes. Industry performance, and the performance of the organisation's compctitors, 

was flat over the same five-year period. The researchers claim that the supcrior 

performance of the organisation cannot be claimed to be the result of any uniquc 

environmental, economic or competitive factors that differentiated the organisation from 

the rest of the industry, apart from the cmploycc-ccntred managcmcnt stratcgy. 

Substantial investment in training both management and non-managcrial cmployccs was 

a critical feature of the success of the strategy. 
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Company One 

Interview One 

Production Dircctor 

Own was Cl introduced at the Company? 

A Total Quality programme was started before I arrived about 6 years ago. My 

understanding is that this failed quite miserably. People just didn't take it on board. We 

then embarked again, just after I started, upon change - we didWt call it a TQ 

programme - we changed it, we really just said that we needed a culture change that had 

to come from the bottom up. 

We embarked upon a complete training programme for about 35 people from middle 

management all involved in manufacturing and operators who we thought could make 

good team leaders as we developed the culture. They were given training in developing 

themselves and in techniques of monitoring CI etc. [ 1. LPERSDEV] 

They were taken off site one day a month session into a hotel. The aim was to develop 

these people into a team, to give them some skills and to give them confidence to take 

on this programme. [ 1. LCONF] 

Part of that programme was to talk about CI and how we should start it. 

That was really the first success we had. From that, within the company, we started CI 

teams on the lines. We had maybe 50% success on that. It wasn't really what we wanted. 

We took on probably too much. People came back with lists of maybe 50 - 80 ideas and 

we never really had the facilities to back that up. So I think we've evolved. So we keep 

leaming as we go along. [ 1. LMNLRN] 
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That went on for 18 months two years and wc did havc somc succcsscs. Wc uscd a4 

stage founat to monitor Cl. That is still going to be tile basis of what we do now. 

We did a year's training before we really did anything. (I. I. PREP] 

We then started on the CI programme with CI teams. We were slowly changing culture, 

certainly in this part of the company. 

We went on to Kaizen, which is still CI; a workshop approach - gctting pcopic involvcd. 

But we still have learned that management still have to be in control and that hasn't gone 

away. I think more and more that tells us that that is the way it has to be. So we arc 

empowering people to have an input in what they are doing, there's no doubt about that. 

In thefirst CI effort, was your main problem the high level ofsuggestions coming back? 

I think that is the problem. I think people arc quite willing to join in and bc involvcd and 

I dont think we've had a major negative problem. [I - LNONEG] 

If there's been a major negative attitude from the shopfloor pcopic it's bccause of our 

doing, its because we have not done what we as management said wc would do. 

[I. LMANRESP] 

I can't really say that we've had anybody who's been negative. We did say wlicn we 

started the CI / culture change improvement, when we involved everybody in 

information feedback meetings, that this would now be part of cvcrybody's terms and 

conditions of employment. We now tell everybody when they come into the company 

that this is part of our culture - we expect them to be involved. They asked what they 

would get out of it and we told them possibly nothing, except that you may have a job in 

12 months time because if we dorVt do it, then you woWt have jobs. Competitors who 

are doing it will go ahead of us and therefore we will fall by the wayside. 
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We try to be honest with people that there may be nothing in it for them. [ 1. LHONEST] 

We didn't dangle that as a bad thing. This is just the way it is. Some of the people we 
thought would respond badly actually responded quite well. Some people say to me 

now, I thought that this was going to be the last time we did it. ", and I have to say to 

them that we have had to re-visit it. We have agreed that we will not change the name. 
Will just use Kaizen no matter what we do. People have said, "Oh, no. Something new 

again. " 

The obstacles are really more management than they are shopfloor. Its putting all the 

other things in place to make sure it happens. You do need controls. [I. I. MANOBST] 

Are you thinking ofmaking structural changes to cope with operator response? 

We have now made someone a Kaizen manager. His sole responsibility is now to 
develop this Kaizen approach. One day a week is Kaizen Wednesday and on that day 

people hold 2 workshops, one morning and one afternoon. They are review meetings to 

review what the teams are doing and to make sure that action plans are made up with 

people's responsibilities. 

Is this a means ofsustaining continuity and motivation? 

Yes, absolutely. 

Do you see this as a means of handing over eventual control to the operators for the 

assessment of CI suggestions? 

The team picks the priorities of what needs to be done. The team is not just the 

shopfloor. It's a mixture of people. It is supervision, shopfloor people - they make the 

decision of what they want to do, with some guidance. When we started out, we worked 
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with the Kaizen Institute. Their philosophy is bring cvcrybody in, make sure everybody 
is involved and it sounds wonderful but it doesn't really liclp you as a manager to 

manage your roles so what we try to do is 

we help steer people in the right direction and we give them some focus on the things 

that they pick. [ 1. LCIDIRECT] 

Whether we would eventually allow them 100% choice, I would say possibly no 
because you can't. I think we still have to manage the company and I think that if their 

priorities were the same as ours we would leave that alone. But if they arc not, thcn we 

will try to help persuade them. Other people we've spoken to who arc doing Kaizcn 

have said the same thing. 

It's great, get people involved but they have to come along. It's not a mattcr of 

discussion, although we've met companies where they make it voluntary, but I don't 

think that works. A culture change is a culture change. [1-1-CONIPULSORY] 

At the outset, is management autocratic? 

Yes, you are starting to control in very small areas now. We havc one or our parcrit 

companies, a seat belt manufacturer, they have taken on this kaizcn on board and they 

are probably 6 months - 12 months in front of us and they have it down to having 

control of someone, for example, who works in the store. He comes out on a 15-minute 

trip down the factory so that they have controlled what he docs. \Vhcrcas Wore he did 

what he wanted to do they've now become much more autocratic and thcy say, "Right, it 

takes you 15 minutes to do that". They've cut stock and w. i. p. to this 15 minutc kanban 

approach. They now control what he does. 

Do you see empowerment as being inconsistent with that approach? 
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No, because within that lie has to make his own decisions but what we are doing is 

making the decisions easier for them. 

We are saying to an operator, that is your responsibility, you have got to do that 

properly. The chunks (we are addressing) are smaller and more manageable. Where 

before we might have taken on the whole line, we are now giving them small bits to 

develop. We are going to give you all the tools now get on with it. We are starting to 

define job descriptions tighter and tighter. [I. I. DEFJB] 

Can we talk about the procedurefor monitoring suggestions? 

Do you mean from the point of view of actually monitoring if what we've done works or 

not? 

No, how much autonomy does an operator have in implementing the suggestion or does 

it have to be evaluated? 

Within the kaizen workshop approach, that tends to come up in the workshop and the 

team would agree that they would do something about that. In fact, what we said was 

anyone who brings up an idea we would try to do something about that idea. Does that 

answer your question? 

I am trying to understand who is responsiblefor evaluation. Is it still management? Is it 

still management controlled? 

Yes. In all fairness we balance the kaizen teams so that there's more management than 

there are shopfloor people. It is balanced to give them an input but not reallY total 

decision-making. 
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Is that the way it is going to stay? 

Yes, I don't think that will change. The morc pcople wc talk to, the morc pcoplc say 

that's how they do it and that's how it should bc donc. 

If you have no intention of moving towards firther devolveinctit of responsibilities. do 

you see a problem with maintaining motivation if operators get to point whcre theyfeel 

that they can that they can contribute no more? 

Not really, because CI is exactly what it says, it is continuous. It never stops. 

What we are going to give them is a controlled way of being involved. Before we 

started this, an operator might say, "Ah well, I told the supervisor this and the supervisor 

said it was a waste of time". That wouldn't happcn now. They have the right to get their 

query put down in writing so that a decision would be made about it. [ 1. LPROCJ 

No, I think there will be no negative reaction and I think wc will never stop. Pcoplc will 

not lose interest. I think there will be a point where new ideas will peak- but we are now 

looking at long term development of equipment which will involve engineers coming in 

and working with the team. We are already talking about the next series of cquipmcnt 

and products we are going to make so that will then start another round of Cl. We arc 

not stuck with a product or production process which is going to stay static. I'llat is 

where the variety will come. A lot of people are satisfied with a small input whcrcas 

others want to become more involved. The majority will have better understanding of 

their role and how that can help which is mainly what they didn't have before. Ilicy 

know that their contribution will be recognised. [I. I. REC] 

"at sort ofperfomance measures are used on the shopfloor? 
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We have a bonus scheme where we work on a three monthly rolling scheme so what 
they actually do in this three months is paid in the next three months. The bonus is paid 
in arrears. That helps us. The type of work done means that it is quite difficult to 

motivate to we still have a bit of a bonus scheme. They are measured by a standard rate 

per hour. We use a minutes per piece measure to monitor performance on the shopfloor, 

as well as scrap. Really that is it. That is a group policy. Our group head office 

understand minutes-per-piece and that's what we use. It is also quite a good indicator of 

what goes on. But we do get deeper. We are looking at all aspects of efficiency. 

We are developing, through Kaizen, a worksheet for each line which takes into 

absenteeism, scrap, efficiency by operator, efficiency to work-to-lists, cost of despatch, 

despatch to customer ... certainly we are trying to feed back to people, "Did you supply 

what the customer wanted? " Did the product get shipped and if so what was the cost of 

shipping? People can then understand the implications if things go wrong. [ 1. LPERF] 

You are very aware ofthe strategic importance ofinformation? 

Oh, ycs. 

Do the operators get overall business information or do they get specifically 

information about their own operating contribution? 

No, the MD does a quarterly feedback information meeting to everybody and in that 

they will get company figures. Nothing is kept secret. They are told exactly what profit 
is made. We do not go into too much detail so that people can understand that we are 

either making a profit or not and also the contribution made by different areas. There is 

a slide somewhere (search for overhead, not found) We have three distinct sales areas in 

the company. We looked at sales for these areas, the cost of material and labour, the' 

contribution of each of these areas so that people can understand the whole mix of the 
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company. There was a lot of information fcd to them but wc arc careful. Wc havc found 

that they do not want overload. 

At what is the cut offpoint? 

They get more detail of their own spcciric areas bccausc that is what they know thcy can 

change. People want an overview of the company, that's all. Wc try to show thcm kcy 

ratios that affect them so we try to get details of matcrials information down to the lincs. 

We are not there yet. We arc currently in the middle of addrcssing managcmcnt 

structure to try to get more information down to the shop floor. [ 1. UNFOI. 

You made the point that management was more a source ofproblcms in Implementing 

CI rather that the shopfloor. Aly perception is that the problem is not one of attitude. Is 

that correct? 

No, it is not attitudes. It is more about sensitivity. Pcoplc arc more conccmcd about 

changing titles. When you change someone from being a manager to being a team 

leader 

Is that important to people? 

Oh, yes. Very much. It is surprising how important that is. By introducing kaizcn, I 

suppose the idea is to flatten the structure of the company so that makes pcople ncrvous 
because you suddenly see someone who is called a manager suddenly becoming a tcam 

leader they see it as a retrograde step. 

We try to tell them, and what our policy is here is to get the pcopic on the shopfloor 
doing their job without supervision and therefore then the Tcam Lcadcrs can thcn 
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develop kaizcn and spend more time on trying to improve the ideas that people come up 

with. [I. I. OWN] 

We ask opcrators not to call on the Team Leaders. We arc changing structure, not 

numbers of people. We are changing their job roles and trying to make it so that if we 
do free people up then they can go on to CI and help develop it. 

The Quality Manager was telling me that efficiency savings as a result of CI has helped 
the company to cushion the effects of the recent strength ofsterling ..... 

Yes, over 4 years we have improved direct labour costs from 15 - 20%. The operators 
know that they have a made contribution to this - but there are limits to empowerment. 
We have actually changed our mind on this. When we started we didn't see any limits. 

We were going to empower ... but as we go on we realise that there have to be controls. 
Otherwise you have people going off on their own. Empowerment is about changing the 

culture and really about doing what we should have been doing all along. What we hope 

to do is to change the culture. You go three paces forward and two back but eventually it 

is a change of culture which we are after. Nobody has written the book which tells you 
how to do it. You learn from others. 

What have your own particular frustrations been in introducing CI within the 
Company? 

CI has been focused on manufacturing, not throughout the whole company. This is a 

general tendency, not just within The Company. CI needs to implemented throughout 

the whole company. That is one frustration. We were not structured properly to make CI 

happen and to back up what we were trying to do. 
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More facilities are needed to develop C1. We have an cnginccring dcpt which is finc ror 

what we were doing. Suddenly you start bringing in tcams and they start to gencrate an 

awful lot of work. We found that we didn't have the means in place to dcal with that 

work. The main problems have been structural, not to do with people. [ 1. LSYS-SUP) 

That has not been a problem since day one. I worked ror a Japanese company and I was 

once told, "If you were in Japan, you would be a very good manager. " I said, "I don't 

know what you mean". They said, "Well the difference between your culture and ours is 

that in our culture, if we have a meeting at which it was agrccd that we %N-crc going to do 

something, it would be done. We would work all the hours ncccssary and you would not 

have to go back and check because that is our culture. In England, that does not happen 

You come up with lots of good ideas but they do not get followed through and that just 

about sums us up. 

That is why we are trying to change the culture, which means crnpowernicrit, which 

means structures and control. [I. I. EMP] 

We probably have to have controls whereas in Japan they don't need them. Their own 

society has control already in place. The amount of discipline in their culture is 

something that we do not have. I worked for a Japanese company for 5 years and I was 

in Japan for 6 weeks. I saw a lot of good and bad things. I actually saw people struck 

over the side of the face because of quality problems. On the good side, an employee 
had problems at home with their baby and everything was done automatically to support 

him and to make sure that everything was OK. You have got to cmpowcr people, more 

probably at a middle management level. They arc key to this thing working or not 

working, they have to have confidence and trust in you as a leader that you arc not 

going to move them along so that they lose theirjob. One of the things we try to be here 

- in fact we have been - is honest. We have tried to be honest from day one but the 

middle management have been the ones who have had to change. Whcrc they have had 

control before, they are giving that away to a more disciplined approach and people 

don't want to do that. I will handle that. That is my job ...... Iliat sort of barrier needs to 
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be broken. When we make mistakes, we tell them. What we learned is this, and what we 

are going to do is this ..... I really did change manufacturing quite a bit. It really was quite 

old-fashioned before I came. People do know that we will make decisions to try to take 

the company forward, rightly or wrongly. Team leaders are the key. They can make it or 
break it. 
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Enterprise One 

Interview Two 

Production Manager 

How long have you been with the Company? 

About 13 or 14 years. When I first joined the company I was a machinc opcrator on the 

shopfloor and after about two years I was made up to Tcarn Lcadcr and it as just gonc 
from there. 

When did you move to your present position ? 

About three years ago. 

So you will have seen all the changes? 

Oh yes, I have seen a great deal of changes. They really took off 4 or 5 ycars, ago. Iiiis 

was to do with the problems the company was having at the timc - who owncd whom. 
The company was taken over by the current parent company and it is only since tllcn 
that things have really started, since a little bit of money has been made available. I 

should say that a lot of change started since the Production Director arrived in the 

company. 

He made gradual changes but then he showed us different sorts of equipment that could 
be introduced onto the lines for easy maintenance and easy for an operator to come to 

terms with. They were really basic machines. The ones we had beforehand were a bit 

too technical for us so that there was only a small number of people who could put them 

right. [1.2. GRAD] 
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He has taken us to other companies and we have looked how they have followed 

through on Cl. Everyone has their own way of doing it but they all come out with their 

own set of results. It is a company thing. I don't think that you can write it down and 

say that this is the way to do CL 

What does your currentjob entail? 

I am manager of the area. I am responsible for the staff in the high volume area and it is 

basically making sure that they complete their work to lists which are generated from 

the scheduling from the customers. 

I am also responsible for the staff's personal needs to ensure that they are looked after. 
The disciplines of the line and also I have supervision who look after the day to needs of 
the line. I am more for looking forward. [1.2. CARE] 

Do you have much contact with your opposite numbers in the other production areas 

(Barriers and Traditional)? 

When we were on the same site we did - not so much now - but our actual jobs never 

really crossed. The has been a restructuring in the last few weeks. I used to have three 

co-ordinators. High volume has been now been cut in half and I am responsible for half 

and Shirley is now responsible for the other half. He hasn't demoted or promoted 

anybody but titles aren't mentioned any more. It is really to get a clearer focus on 

certain areas and aim for positive issues, targeting scrap, for example. On some lines it 

was worse than others so it was to take the pressure from one person having to figure 

out what was going on there and there are two of us highlighting different areas. 

290 



Appendix B Enterprise One: Interview Ilvo 

Couldyou tell ine how the recent changes have affected)-ourjob? 

In all honesty, it has made my job a lot easier. I say that bccausc whcn the custonicr 

schedules came in it was more fire fighting. You would havc 6 rnaciiincs making a 

product then there would be a change in schcduic. Evcrything would go bcrscrk. llicrc 

was no flow. Well, there was an individual flow. It was one pcrson doing sonictiling. 
Well, now there are groups of a minimum of 6 and a maximum of 10 on a linc and flicy 

do a consistent product. The actual operators arc taking o%%mcrship of tlicir own lincs. 

Would you say that was the biggest operating change)m have secti? 

Operator participation is the biggest change that has happened. Instead of managers 

coming down and saying we are going do X, Y and Z the operators arc saying, well 

what if we did so and so? Do you think that would improve the line. It is now coming 

across from them. They talk about things over their tea breaks as well, coming up with 

ideas and getting involved, whereas before they never used to. [1.2. ENTIIUS] 

How didyoufeel when you werefirst introduced to this new ita), of work-ing? 

It was a bit frightening, really, purely because of change. You arc never surc of whether 

things are going to work out. It is also exciting because you have ncvcr bcforc becn 

given the opportunity. I think that it was a combination of apprchcnsion and cxcitcmcnt. 

Was that apprehension about your own abilities or about it-hat would happen ? 

it wasn't my own abilities. I am quite happy to share what I know about how the lincs 

work. It was just the uncertainty of change. You hear about other companics who havc 

been doing it and they make it sound so easy. When it first startcd it wasn't casy. You 

used to have loads of meetings with loads Of People from the shopiloor and they would 

all be coming up with their own ideas. You would have lists and lists of idcas. At the 
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end of the day, you think, what am I going to with these? We failed. I will be quite 
honest with you, we failed. We tried to do it all at once and you can't do that. As it has 

gone on, we have tried to give everybody a little something. Most recently we have 

been involved in kaizen which has been the most successful way of implementing CL 

Mhat was thedifference benveen that and the CI initiative? 

It was probably that it was more organised. We had probably had got a bit bogged down 

with trying to take a little bit of other companies' experiences. 

The operators had also lost interest. They had been eager and had suggested new ideas. 

They could see no rewards for their efforts. They thought, here we go again. What are 

we doing this for? [ 1. LREWARD] 

The biggest breakthroughs we actually had - and this might have been a little bit of 
judgement and a little bit of luck - and that was a group of girls who work on one of the 
lines. They work very, very closely as a tearn of people. 

One of them was the spokesperson for the line and every time they went to a meeting 

she would say things like, "I have heard it all before, you tried all this before". Then, 

one day out of the blue they actually came up with a plan to improve the line. It has 

been very successful. That helped spur a few of the other lines. [1.2. ENTHUS. 2] 

It has only been this year that management have been getting specialists in Kaizen and 

we have been going though the training of how they would do it. It is a proper format to 
follow. It has made it a lot better. 
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Could you give me any other axamples ofthe success ofKaj. -cit? 

It is really hard. The high volume area is split into 12 lincs and basically fficir proccsscs 

are the same but there are some lines which are rcally cagcr to participatc in all or this 

and there are other lines where the opcrators just want to corlic in and do thcir job and 

go home. 

Why do you think that is? 

I think it because of the size of the groups and how tilcy arc spaccd out. 

wouldyou say fhat it had anything to do with the mir ofpersonalitics? 

yes, quite possibly. The age of the line we talkcd about carlicr, thcy arc mainly oldcr 

women. They all work on the line. They have thcir tca-brcak togctlicr. It is vcry rare that 

any of them are out. It is even things like that with abscntccism. You can pick lincs out 
that are the ones that do not run as teams. Their attcndancc lcvcls arc probably the 

worst. 

Is there competition amongst the 12 lines? 

No. They keep themselves within their lines but on occasions they havc, to tnovc. 

HaS there been any operator resistance at all 

Very little. There is always one in the pack but the biggest of these has conic round to 

our way of thinking. I don't know why she changed. It could be that it was because she 
had been having some personal problems. We took time to sce licr through it, I think she 

probably responded in a positive way. She was asked to be a supcrvisor in the past and 

293 



Appendix B Enterprise One: Interview Two 

she declined. The line that she went on to had a supervisor and in the supervisors 

absence, without having to be asked, she will take charge of the line. 

Acknowledging the fact that she had gone to the line and sorted it out, she has 

subconsciously appreciated the recognition. [1.2. REC] 

I Mat sort ofperformance measures do the teams have to perform to? 

It depends on the actual line and the scheduling. Basically what they do is, we plan a 

minimum of a month ahead. We say this line will make whatever quantity per week for 

the next number of weeks and then the work-to-list is built up to that number. 

Is the work-lo-list theprime documentation? 

For production, ycs. 

What about defects and scrap? 

The scrap rate is monitored by people on the line. They count their scrap and they 

record their scrap on a sheet which is handed to production control. 

Miat other things do the operators on the line controlfor themselves? 

Time sheets. They are also responsible for hitting performance over a period of time. 

We have a lady that takes the time sheets and work out their performance. 
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Does Cl extend to analysis of why problems persist? 

It is now. The scrap side and the defect side has always been a problem to handle. 

Where is the problem being generated? How do we record it? On one or the I ines doing 

the Kaizen at the moment, they have formulated a new document to rccord their scrap. 

The old scrap sheets might have 20 or 25 reasons as to what the problem could be. You 

would have a defect and then you would have to scan the list to see what one it was 

going to be. The new sheets arc simplificd to identify how the problem could have 

happened not what the problem was. 

Are all the lines in the high voltinze area covered by A-aken activitics? 

Not at the moment. 

Miatproportion are involved? 

Two out of the 12 lines with a third about to start. We also discovcrcd that bccause thc 

lines are so similar, apart from the fact that they do diffcrcnt products, is that part orthe 

information can automatically be fed into the othcr lincs so they can sharc bcCausc thcy 

have common features. 

Are their kaizen audits where CI targets are set? 

Targets are not set. Well, they have but they are not targets, they arc projects. Thcy havc 

their projects and a set amount of time they have to do them. Ilic projccts arc sct by the 

group. The Kaizen teams meet every Wednesday. Wednesday is Kaizcn day throughout 

the company. It doesn't necessarily means that all fivc kaizcn teams gct to havc a 

meeting that day. There are three who do it one Wednesday and thcn the following wcck 
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the other two meet and it is in those meetings that it is discussed what has happened and 

what they would like to happen. 

How wouldyou describe communications between management and the shopfloor? 

It is not even a change form management to shopfloor. It used to be that management 

would all go way and sit in an office, discuss what they wanted to change and then tell 

the people - this is the change. Slowly, from the managers telling the people on the 

shopfloor to the managers talking to the people on the shopfloor. Now it has got to the 

stage where it is now a joint problem-solving process. The managers are still there but 

the loop has now been closed. The shopfloor people now realise that you can't do 

everything you want to do within a week. It does take time and because it is now their 
ideas which are being implemented, rather that the supervisors or whatever... 

Do you thinkfrom a business point of view that the operators understand the reasons 
for implementing CP 

I do not think so. I do not really understand it from a business point of view. I think they 

are all aware of the need to improve and that if the company doesn't then we stand still 

and that competitors will move on. The operators are basically working smarter not 
harder. 

Miatfrustration or difficulties have you identified in implementing kaizen? 

The only difficulty is that when they are implementing kaizen, not maybe all of the 

relevant people know about what is happening. That is for a variety of reasons. On KC2 

( one of the lines) , they come up with an idea and they tell you about it. You are 

convinced that that is what they are going to run with and then somewhere along the 

line they have changed their minds. They have gone away and had another chat about it 

and they talk to you about it as if you know about their new idea. That's a bit of an 
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obstacle. Sometimes you feel a bit stupid in a niccting wlicn it conics out that you don't 

know their new plan, as though they had told you about the chang. [ 1.2. COMM I 

Do the teams on the lines havc to scckpcrinission before sliggestionj are implemented? 

No, it is not seeking pcn-nission. Because there is a combination of people in the team it 

is agreed and discussed with the rest. There is always going to be an idea which is not 

practical because it is very costly so at that given time, I wouldn't say that it is 

dismissed, it is sort of shelved but they try to explain why the idea isn't fcasiblc. 111c 

people in the kaizen teams who work on the lines go and fccd back to the lines. Also the 

rest of the lines at regular times during the month arc stopped and fillcd in what is going 

on. There is always a lot of talk of what is happening. 

When I askedyou about whatyourjob cittails), oufocussed a lot on people. Do you see 

your major role as being one of leadership? 

I have just had my motivation profile done. Mine is vcry high on Icadcrship qualitics 

and also on benevolence which basically means that I am a people Icadcr. I tcnd to othcr 

people's needs rather than my own. People do not go out of tlicir way to bc dclibcratcly 

obstructive. I think that everybody likes to have a moan and a whingc but I also think 

people need to see why we are doing things. If people discuss a changc and thcy scc it 

happening it just entices them. 
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Enterprise One 

Interview Three 

Senior Manager 

... I was then taken on as CI manager. I have a capacity to gct pcople to do things. I can 

communicate above and below. The problem then came bccausc sonicbody had just 

seen CI in action in another company. I started reading up on it as soon as I was givcn 

management of the C. I. P. It wasn't as straightforward as the pcrson who originally 

thought it was. His idea was; you have a meeting with the shopfloor pcoplc, you gct all 

their silly little things out of the way - they want a new broom, thcy want this thcy want 

that and you end up with God knows what but with no bcncrit to output. Now, I 

understand that but the problem was that I ended up with 70 projccts, which was the 

most stupid thing. 

What constitutes a project? 

Chairs. The operators said the chairs we have don't fecl comrortabic. That's a good one. 
If you feel comfortable, output is better. Oil - we need to oil our springs to rcducc 
friction so that they rewind better. This was driven mainly by the shopfloor. 111c C. I. P. 

manager was there as a facilitator. That came about 6 months later - as I said, I started 

reading about this and I thought - you doWt manage C1. You crnpowcr the operators. 

You give the operators the power to do it. The facilitator guides thcrn through the 

minefield of management requirements to get somctliing through. Micri I say that, if 

you understand empowerment to the extreme it means that everybody on the shopfloor 

can write purchase requisitions for L1000. No company is going to allow that 100%. 

The facilitator is there to say, yes I agree. We'll involve the finance director. If lie agrees 

then I will arrange the purchase requisition and it won't be me that gcts the pat on the 

back, it will be the team. 

JVho evaluated and iniplenzented the suggestions? 

299 



Appcndbc B Enterprise One: Interview Yhree 

The projects were prioritised by the 6 or 7 people in a team. One team might have 15 

projects. The teams had a format to follow through and prioritise projects from I- 10, 

10 being the main priority. If one team ended up with 150 points, that project was honed 

in on. That was a standard we laid down. The problem was that people had a tendency 

to think that everything was a priority. & people sitting there, 5 not interested but the 2 

others would get shouted down. The facilitator mediates evaluation. If the 2 people do 

that job 90% of the day and they have grief with it then the team starts to come round to 

the 2 people priority suggestion. That was the aim. The collapse to CI was not the 

people on the shopfloor, it was the amount of live projects generated. 

Could the operators not take responsibilitiesfor small suggestions? 

The small suggestions were not operational. Small ones were, for example, towel 
holders etc. We got the silly little things out of the way. These things sound silly to us 
but operator comes in, sits at his machine for x amount of hours, gets up, goes for his 

tea-break, comes back, works away, gets up, goes for his dinner break and comes back 

and he has nothing else to do. He doesn't have to get up from that machine, he doesn't 

require anything. He shouldn't, in theory, have to move from that machine. He should 
have line feeders who supply him with product that he requires throughout his working 
day. The initiative faltered because I wasn't just responsible for CL This is another 
failure. I have been to other companies and they have a CI person - that one person, it is 

solely what they do. Nothing else. They are sent away on training courses. We now 
know that an integral part of CI as a facilitator is knowledge of the structures. There 

were no structures. We had a consultant who we used - he is very good as a consultant. 
He had seen CI and he tried to take that on board as part of his consultancy work and 

our directors thought, well ... but in truth I have since found that there are specified 

courses for CL They are not just sitting down for two hours -I spoke to a manager I 

have known for many years who was sent on an intensive week long course which cost 
his company E5000 pounds. We live hand to mouth in respect to finance. We are not 
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going to have that. The next thing I know, wcvc got the consultant and with the best 

will in the world it was not an intensive course. 

CI started to die. Now, as a programme, CI never dics. It is just an ongoing thing - 

somebody on the shopfloor will say, "Why can't we have a blastcd conveyor bclt which 

will save me getting up and going round thcre" and you know, that's a good idca. One or 

the group directors has been through, in a minuscule way, or looking at Kaizcn. We 

both know that Kaizen is CI under a diffcrcnt name. That is the buzzword. Now, him 

being the group director, we arc now going through C1 again. We still have not had 

anyone go away on a specific training course and that is the one thing I Icarned rroin 

that friend of mine and that is in a company one pcrson should be scnt. 

In all manufacturing companies, the most high prorilc for improvcniclit is the shopfloor. 
People are inherently aiming at those to improve. 1, in my quest for Cl have noted that, 

if you started at the office and worked your way through you wouldn't have a problem. 
We have a problem. Barriers, which arc our biggest money canicrs, had a problem with 

customer orders. Production control - we get pulled into a meeting on a daily basis and 

why havent we reached so and so. Well, we are not logged to make so and so. It's too 
late then. The person sitting opposite production control person is the export person who 

says, "Yes, we can give you those for Friday" and has put the phone do%,. m. She expccts 
the person sitting opposite ... and there you have it. If you ask somebody on the shopfloor 
to make A, and then B and then C, so long as they have A, B and C. they will do it. The 

problem comes when A is there, B isret and C is. What do they do? 711is is where the 

term empowerment comes in. Somebody has to make the decisions. 

I think that with CI, in the majority of cases we start in the ivrong place. Conformity is 

necessary in CI - is everything in the right place. Look at the office out thcrc. Thcrc is 

paper strewn all over the place. If that happened on the shopfloor, there would be all hell 

to pay. But we have to live with drivers we have. I am a great believer in Cf. CI is about 
data so that if the offices were the first to be targctcd thcy would understarid that data 
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collection is the driver behind C1. Without the office behind us the structure will 

collapsc. 

Are you saying that things here don't function here s temically and that partial YS 
implementation of CI causes problems? 

That's exactly right. We had a programme of appraisals - the whole factory. 

Manufacturing, once a month, don't ask why, all manufacturing managers were 

appraised. I have a friend who works for a multinational company. That's all he does. 

He says that's not appraisal that's objectives. A month is insufficient time for anybody to 

reach an objective because you are still on a learning curve. Well, in manufacturing this 

was carried out on a monthly basis for nearly a year. Then manufacturing found out that 

appraisals were not being carried out on finance, sales, anywhere else ... once again 

manufacturing had been pushed to the forefront and ... why? Why is it always 

manufacturing? If manufacturing were given the right information our efficiency would 

rise. The office have tried in a roundabout sort of fashion. 

Is this a prohlem which is recognised? 

No, we've had the Kaizen team in from the Kaizen Institute. Because of the problems 
that we as manufacturing incur, and I tend to be the one to stick my nose in when I 

shouldn't, I asked the kaizen team from Ford/Jaguar, do you have anything on office 
Kaizen? They said yes, but we're not supposed to say anything about it. The biggest 

problem was because we had half a day being taught kaizen, we didn't fully understand 

the literature but there is programme for office environment kaizen and that is why the 

people on the shopfloor think, oh not us again. The people on the shopfloor are not 

stupid. The majority of good ideas come from the mouthpieces but the reason that they 

are mouthpieces is because they do a good job. One of our operators, three years ago or 
four years ago was the bane of everybody's life but she has so much positivity about her. 

She thinks she is negative but when she says something you listen. She changed the 
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whole structure on one of the lincs. I think it cost about E2000 but thcrc was ininivisc 

benefit. Brilliant, well done girl. Truthfully, it didn't take long for that to take off. 

Thafs another thing about kaizcn, C1. The driver has to have the ability to give praise 

where it is due. That does not always occur. [1.3. REC] 

I run the coiling kaizen group. We had one of the group dircctors of the parcnt Company 

come onto our team and his first language is not English. At flic cnd or the cxcrcisc, %vc 

made our presentation. He said that lie thoroughly cnjoycd working with thc Icam 

because the team made up of two people from the shopfloor, a niaintcnance ctigitica, a 

supervisor and two managers. There should not have bccn two managcrs. 

Did that affect the dynamics of it-hat happencd in the team? 

It did, it did. I was one of the managers and the other was from our other local factory. 

He is production manager over there, which incorporates coiling. I'licy have about five 

coiling machines but of the more traditional type. Coiling over hcrc is totally different. 

We are high volume and we knock out about in the region of 500,000 a week. Over 

there, they might knock out 30,000 a week. As managers we were peers, we have 

worked together for many years although he now works over there. Because he was an 

outside manager, it put pressure on the operators who were used to either maintenance 

or myself I originally thought that the group director might be a problem but I chosc: the 

two youngest operators. I want them to go forward. A youngster has enthusiasm. A 

person who has done the job for years might find change hard. A youngster can drive 

the change. This is what happened. They took their time to actually stand up. They were 

from two different shifts. We let operators go through the process. 

They were both very, very wary first off. One of them said that they carric to work on 

the shopfloor. I told them that because they work at the machines 8 hours a day, they 

know if the machine goes "kcdunk-" when it should go "kcklank" then they know about 

it. As an operator, the person who should be involved should be the person at the 

303 



Appen(& B Enterprise One: Interview Three 

machine. The supervisor should be involved in an advisory capacity or to sign the 

purchase requisition. They go through the process with the operator. Empowerment 
became the buzz word. I still to this day am scared because it seems a very bard, harsh 

word. It contrives in one's mind to admit that that person is capable of anything they 

want to do. I don't care - any director in this company can say we want empowerment 
but if they are honest, they want empowerment to a certain level. Which is correct. If the 

word empowerment is taken out and if not such forceful a word is put in its place, I 

think that people would accept it. The word really means that the company want 

personnel to take hold and work and improve their area. It is normal that people are 
insular in some respects. This is my line. If every person involved in CI, at a senior 
level, that is the aim. People would love CI to happen overnight. Deeming says that in 

Japan it took 15 years. Japan was rebuilding itself but people like Deeming didn't take 
into account Japanese culture. 

I think this country is totally untapped but people want to be tapped. [1.3. POS] 

I have been to a hcll of a lot of companies where if you used the word 'empowerment', if 

you said the word, you would not last in the job very long. You take away what a 

manager or director within that company feels is his job. 

It seems to be that people's understanding - nobody is invincible, you have to be open, 
you have to be honest with the people on the shopfloor. Now, you carft always be 

honest with the people on the shopfloor. Now the problem is that sometimes you can't 
be honest with people on the shopfloor in respect that there are certain things you can't 
tell people. 

This company has a workforce which want to be involved but the company, in truth 
don't know how to involve them and yet there are training courses in how to involve 

people. [1.3. INVOLVE] 

304 



Appendix B bacrprise Otte: hiteniew Ilirce 

Afler the two outside agencies came into the Company, with thcir difficrctit approaches, 

am I right in thinking that the changes they suggested arc being impIcnicntcd? 

No. The Kaizen Institute involved the directors for the first couple of days. I'licii it was 

a programme of involvement of who the directors fclt should be targeted. All that has 

actually stemmed from that is that the Kaizcn Institute has a close link with Ford / 

Jaguar. As a personal thought, in part of our group, if I am totally honcst, our toilct 

cleaner could have gone and improved their efficiency dramatically and easily. I think 

that they then said to us, "Come and see what we've done". 'Iliat factory had a Kaizcn 

Manager who was sent on a course. He was scrit to various plants to understand how 

Kaizen worked at various plants. He has three Kaizcn co-ordinators working for him on 

a 75/25 basis - 75% working for him. Spread it into the Company - oh, licre you do it. 

He as a person is like myself. He wants to go forward. He has taken on about 5 projccts 

and he is now finding that it is collapsing under him. He has not been involved with 

senior management long enough. He is a 26 year old and you arc putting too much 

pressure on someone like that. 

He has remarked that he doesn't know what management want of him. NV)lcn askcd what 
he means, he says "Well, I get started on this, I drive that through and then they pull mc 

off'. Once again, there has been no training. There has been an informal chat and that's 

it. Now what I find important for you to understand for your thesis is, the pcopic %vllo 

are nominated for facilitators must be adequately trained. If they arc not adcquatcly 

trained, you might as well forga it. [1.3. TRAIN] 

The other thing is, there has got to be a budget; a specific budgct that is put asidc. NVllcn 

we did Cl, I was give a specific amount of money. Within thrcc months, that had gonc 

not because I had spent it but because pans of the company had uscd that cash. 
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The only problem I have with Kaizcn at the present time is, the level of commitment in 

the heart is quite strong, the level of commitment in the pocket is quite weak. You have 

to have both. Each of our directors will say, "We want kaizen to work". If you then ask, 
"Well, how much have you budgeted? " I would be surprised and flabbergasted if anyone 

said they had put a figure aside. This does not bode well. If they want to go that way, 

then let us just carry on with CI but do not put deadlines on activities or give people 

titles. [1.3. FIN] 

Titles are stupid. I came in here as the coiling manager but I have about 6 titles in this 

company and I know full well that is just another title. The big thing this year is the 

environment. I am the Health and Safety Manager, I am the Environment Manager, I am 

the Coiling Manager, I am Security Manager, and I am the Utilities Manager. Now, I 

do a9 or 10 hour day and I enjoy it. I do not understand why you are given a title and 

when you start making inroads, they take it away from you. This is what is happening 

with the CI Manager now,. He is getting a bit under the cosh. Everybody wants things to 

happen now, bang, bang, bang, bang. Things don't happen like that. CI is one of the 

slowest things that will happen within a company. Occasionally, you get somebody will 

come up with a big idea but not very often. 

(Interview finishes with conversation not related to the Company) 
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Enterprise One 

Interview Four 

Operator 

How long have you worked at the Company? 

6 years now. I have always done the same job, on thc rmind. 

Could you describe what you do in a tipical day? 

You just sit there, wind the springs, re-wind them and cut them. I'liat is all it involves. 

really. It doesn't take a lot of brains to do it, truthfully. There is a knack to it. You havc 

got to pick up your speed. It is speed more than anything, really. You have to cam. 111c 

more you do, the more you earn - up to a point and thcn it gcts cut off. 'nicrc is no 
brain work with it. 

Is there any rotation ofjobs on the line? 

No, literally you stick to the same job but if there arc a couple of pcoplc do%%m at the cnd 
of the line, doing the auditing, then you will go down and do thcirjob. Auditing is likc 
inspection. 

Any special training you getfor the auditing? 

Basically, no. it is just somebody show-ing you and you just pick it up from somcbody 

else. There is not a lot of training here at all. They might say wc havc traincd a pcrson 

and five minutes later they would be doing the job. 
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Plat about housekeeping and servicing of the machines? 

Well, basically we tidy up our our own areas. You wipe up your machine at night and 
tidy around. There is no procedure for that and it is up to your own discretion what you 
do- you, make sure there are no springs lying around, you wipe your machine down in 

case somebody goes on it when you are going home. The only maintenance I can do is 

change a pin. You have different types of springs and you have to change the pin for 

small, medium or large. All I would do is to take out a pin and put another one in. But 

that is all tile maintenance I would do. Sometimes you might do it twice a day but then 

another time you might not do it for a week or so. 

Couldyou tell me a bit about the changes that you have seen here at the Company? 

Well, truthfully when I first came here it was absolutely rubbish. There was no 

organisation, there was no communication between management and staff. If you had a 

complaint or you didn't like something, they would say, "You know where the door is" 

and I think that that is terrible. It is no way to run a factory. [1.4. OLDORG] 

There is no unions any more. We tried but there was no way we could get one in here. 

Then the Production Director came and things began to get better. There was a lot more 

communication between them and us. If you wanted to say something to him, whether 
he liked it or not, you could say it. There was no backlash. There has been a lot more 

organisation, a lot more meetings. People arc not afraid to say what they think any 

more, which, as I say happened before. [ IACOMM] 

They would moan but do nothing about it. There is much more communication since he 

has been here. If you don't like something, you can do something about it now. You 

can have a meeting and have a moan. Whether you can get what you really want, I 

don't know but I believe they do give a lot more now than they ever did before. There 
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is a lot more compromise now. There wcre only about 24,25 wlicti I staricd. Thcy do 

not know any different. 

A lot of what management does I do not agrce with and I think they brcak a lot of ruics. 

up to a point - even now. [IADISAG] 

You can't do a lot about it, because you haven't got any unions. I am not a strict 

unionist but do honestly think they used to help. You do nccd samcbody to hclp wilcil 

you have a situation. I don't agree with the way they do their time and motion. 

How do they do that? 

They do not care who does it. As far as I arn conccmcd, timc and motion is likc a 

course people go on. You can't send somcbody away for a wcck and thcn say flicy arc 

qualified because they are not. The way they do that is out of ordcr.. 

How often do you have a time and motion study done on ), our ivork? 

We have just had another one done. What they do here, is that you go by 3 months at a 

time. You have a certain amount to do and you have to kccp that up for 3 months. If 

you don't keep that up then your money goes down. For the ncxt thrcc months - arc 

you with me? You either have to say, "Stuff it, we don't care' or you havc to work 

harder to get back again. The way they do this, I am not happy with it. The way flicy 

do the time and motion is out of order. We have quite a few fights with thcm about it. 

When I started here it was piece work, the harder you work-, the more you cam. A lot or 

people were unhappy with that. Not me. You have to work for your moncy. This thrCC 

monthly thing, I am not happy with it. It doesn't affect me, truthfully. 
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How long has the three monthly review been in operation? 

About the beginning of last year, I think it was. We were not told why the new 

proccdure was being introduced. A lot of people on the shopfloor wanted to get rid of 

piecework bccause they couldn't earn the money. Then they came up with this scheme. 
Everyone has their arguments but in the end they do what they want to do , really. 

Are you consulled about the reasonableness of thefigures given to you? 

There has been no discussion at all. They tell you what they want and then you can 

argue about it. For example, we had a time and motion study on us. Say for arguments 

sake they wanted 400 and something an hour, from 360 an hour. Then their auditors 

wanted 600 an hour out of them but we can't make enough to give them theirs. We are 
in the middle of sorting this out. I have worked in loads of factories. What you have is 

time and motion people. They come and check for hours, not five minutes, sometimes 

all day. They actually watch everything you do, from the time you come in until the 

time you go home. Here it is a ten minute wonder. 

Mouldyou want it to happen in that way? 

No, I suppose you do not want them there all day. You have to take into consideration 

pickup speeds or go out and fill your bottle up for oil. We used to pack the springs in 

boxes. To do a time and motion study you have to include everything you do. Alright, 

we just wind the springs up now and put them on a track but you still have to get up to 
fill your cups up and pick the springs up. They are not sitting there long enough to take 

that into consideration. They sit there for 10 - 15 minutes. 
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Would the people who do the time and motion befainiliar with thcjob you do? 

Yes, they would know. They would know about the jobs becausc flicy havc bccii hcrc 

long enough. But other people also do the time and motion study. But I don't carc what 

you say. It takes much more than a week to become a time and motion spccialist. It 

takes years. People go to college for that sort of thing. 

Ifyou are at the machine, do you look out for the quality of what you are (10ing or (10 

you think that is somebody else's responsibility? 

No, you have to look at what you are doing. You cannot scnd a load of old rubbish 
down the line - that is no good at all. It would only bc thrown away at the cnd of tilc 

day. You look at you centres, you look at the springs to mak-c surc thcrc is no rust on 

them. Maybe the ? on it might be a bit high. This might be a bit high. The auditors will 

pick that up. The auditors are a double check. 

How was Continuous linprovementfirst introduced to you? 

It has made our life a lot easier now we have the tracks in. Wc arc not now boxing up 

the springs. You are not having to make up boxes and things likc: that. It is also good 
for production because you can get a lot more out at the end of the day now. We wcrc 

also sent on a course about Chanson. That is all about space saving, storage and things 

like that. To be honest, it was not relevant to me as much as it would be to somcbody 

who worked in the stores. It was explained that we would learn about saving on space. 
But there was not much point in me going because the way we work, we cannot save 

space. People get little tubs and little bits and pieces to hang on the wall, this is finc for 

people who need nuts and screws and whatever. But we did learn to work, in tearns. Wc 

learned easier ways to work in a circle, or in lines or whatevcr way. 
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Who else was on the course with YOu? 

Cathy and all thcm. A few from management as well. There were quite a few 

opcrators. 

Did you etypy whatyou had to do on the course? 

Yes, it was a giggle and we had a lovely dinner. I would have thought that a course like 

that would have been more for warehouse people or someone who was trying to save 

space when you have lots of little bits to tidy up. 

Did the course change the way you work in a team on the line? 

We have always in a team on our line, you sec. We have always helped each other and 

we have always worked in a team. A lot of lines don't. If watch them sometimes - 
usually they arc just kids. They are not used to it. They have not been out to work long 

enough to know. You will get one person in a bit of trouble with a lot to do who maybe 

can't keep up. Instead of going to help, theyjust sit and look. Whereas on our line, we 

are a lot older, we have all done it before. We just get up and go down and give them a 
hand. 

Someone told me about a suggestion that You made on the line which made a big 

difference to the line. Couldyou tell me about that? 

Well, I have worked in factories all my life and I have seen how factories do things 

differently. Here, we were sitting there, you get up, you make your boxes, you do this 

... you seemed to be up and down all day making boxes and I used to think, "This is 

stupid" Why don't we get a little roller track and we can put the springs on a track and 

shove them down. Anyway, I was talking to Bob Wiliarns one day and I said, "This 

doesn't make any sense to me - why do you not have a roller track fitted? " Bob then 

came over and said they were going to think about it but we honestly never thought it 
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would go to this extent. Basically, it was only bccausc I had workcd in othcr ractofics. 

It seemed such a waste of time up and down all day making up boxcs and packing flicin 

and then giving them to somebody else to unpack and pack thcm again. It was just a 

passing comment. [1.4. DISMISS] 

The suggestion seems to have been really apprcciatcd. 

They didn't give me anything. They don't have suggestions here like they did at the 

other place I worked. All I did was to suggest something. The lincs arc all on tracks 

now. I didn't dream it would go this far. We can do twicc as much as we did before - 

easy. [IAEFFECT] 

nat wouldyou say has been the biggest change at the Company? 

Well, I would honestly say communication but as I said, at the cnd of the day they aw 

going to get their own way. The atmosphere is a lot bcttcr now. Pcoplc rccl morc 

secure. [IASEC] 

Do you think that there is there still afeeling that a union imuld be a good idea? 

Not as much, no, I don't think so. 

"at sort of information do you get in yourjob, for a-cample on how it-ell your linc is 

doing compared to other lines? 

Only when things go wrong, I think. Well, they do. ... Wc do not sit down and ... Alicy 

have meetings about the whole place in general. SOmctimcs wc arc all involvcd in the 

meeting, sometimes not. At a gencral meeting, wlicrc somcthing has gonc %%Tong or 

they want you to do something. 
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The only time you know when your line is not doing well is if you are in the wrong. If 

something goes wrong, they are down on you like a ton of bricks. [I. I. FEED] 

Is there any noticeboardforyour line or your production area? 

They did start giving us charts. That suddenly seems to have faded out. The charts 
wcre ncvcr kcpt up. ( IADISP) 

What about information on how the business is doing? 

They do have meetings at certain times, for example you know that we have won the 
Queens Award for Industry and all that. We do not have routine meetings - not as 
regular as you should. You tend to get meetings at payrise time - when they have to tell 

you that we haven't made much. We were supposed to have a lot more committee 

meetings than we do have. You can be on this committee or that committee.... That 

was going to be one of the things with the changes. They seem to have forgotten that. 
In fact, I can't remember the last meeting I went to. 

Going back to the 3 monthly targets, do youfind thefigures either threatening or do you 
find the motivating? 

This is hard for me to say. To a lot of people I think they are threatening. There are 

people here who can't keep going all day. It is very daunting for them but you get the 
likes of me at my age - you are so used to working at speed that it doesn't bother me 
because I know I can do it. It is not fair on the ones who cannot do it. I honestly think 

that this how it should work. 
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Entcrprisc Two 

Interview One 
Senior Manager 

Could you summarise the reasons why the Compaq), introiluced the concept of 

empowerment? 

I think it is fair to say at the outset that we did not set to introduce cmpowamcnt itself. 

What we set out to do was to create a different culture in which people took 

responsibility for their actions and which wasn't fonncd as ccntraliscd decision making 

and autocratic management style. The reason for that is one of two things and it is an, 

either / or thing. I do not know the answer. Either the chairman and the current 

managing director saw what was happening at Nissan, saw what was happening at 
Kimatsu and other companies and decided that they wanted to do the same tiling - in 

other words, a fashion thing. Or there was a more insightful vicw of what was going on 

and there was a recognition that a competitive advantage or a competitive cdgc, which 

was sustainable could be achieved if only 100% of people in an organisation would 
behave in a way that observed behaviour at Kimatsu and Nissan. 

In other words, actively making a contribution, using their brain, thinking things 

through, applying skills and problem solving techniques. [2. LPROB-SOLVE] 

Was the attempt at culture change linked to structural change in the organisation. 
involving devolved decision making responsibilities? 

That did follow. The culture came first. Well the challenge at the culture came first and 
then it was perceived that changes in management structure were rcquircd to Copc with 
it. In the factory area, it was done by commission. Elsewhere in the busincss it was 
done by chance. We set out in the factory area to move from batch to ccilular 

manufacturing and in so doing we discussed a number of issues about matcrials and 
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engineering which led us into this ownership concept and zones, engineering in zones 

and materials control in zones. That all flowed out of the notion of Kanban and JIT. 

The only other commissioned structural change was when we put Team Leaders in 

place and that was very early. I suppose the Team Leaders were put in place to force the 

culture change so there is an example, perhaps, of structure and culture going hand in 

hand - one being necessary for the other. All the other structural changes followed on 
from the cultural thing. 

Wouldyou say that the Radar Charts are designed to influence people's behaviour? 

The whole issue of visual management is designed to influence people's behaviour. It 

does influence people's behaviour dramatically. There is an old saying that what gets 

measured gets done and what gets shown to be measured really does get done. When 

we are talking about people's behaviour we are talking about what they actually do. 

Actually measuring something and saying this is falling behind or getting ahead and 

really you are trying to influence what they do. Therefore you are influencing 

behaviour. (Discussion of Ouchi differentiation between output control and behaviour 

control). 

Would you say that the measures in the Company are designed towards controlling 
behaviour control or towards controlling output ? 

The measures are designed for output control but they do that through behaviour 

control. All I am saying is that measurement, per se, in visual management in particular 
influences behaviour. 

When you look at the measures in place in the Company, they could be perceived as 

manipulative and misunderstood, in that sense. 

Could be. 
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Possibly? 

Well they arc manipulative. I mean, Philosophy of Work, for cxample is a bit of social 

engineering and I am not pretending anything else. [2.1. SOCIAL-ENG] 

The Philosophy of Work specifics seven behaviours; that we want people to conrorni to. 

Now you see this most prominently with new starters in the business because they may 

come from traditional manufacturing culture. They come into this business and it is a 

radically different culture. Now these seven bchaviours; stand in stark contrast to wliat 

they are used to. When they first arrive they try to bcllave as they did in their previous 

organisation. The fact that we pay attention every month to those seven bchaviours is 

an opportunity for their managers to say, "'Well, hold on a minute. Ilic order of tile day 

here is total flexibility. Everybody does what needs to be done and you do not draw a 

box around your job and say this is where my responsibility starts and finislics. What 

you say is, "I will do whatever is necessary to achieve tile overall purposes. goals and 

objectives of the team, organisation and or even of the individual. " Similarly with 

Customer Supply Relationships internally - it is a behaviour. That is what you have to 

focus on. Do not focus on anything else. So this is a piece or social engineering that 

tries to change people's behaviour and it really can be seen very strongly in new staff. 

Am I right in understanding that the Philosophy of Mork has reccittly bccit rcdesigiled 

or reconsidered? 

What happened was that the Philosphy Of Work was NNTittcn one morning in an hour, in 

an endeavour to explain to the shop stewards back in 1993, what we were about when 

we were changing from batch to cellular manufacturing and wanted to become a model 

organisation which is flexible, agile and all the rest. It was very cffcctivc at explaining 

the purposes of the culture change so we cn1argcd it using a working party and broke it 

down originally into 28 subdivisions, against which people could be measured. 11crc 

were behaviour statements so that you cannot tell what an attitude is, it doesn't exist but 
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what does exist is behaviour. You can observe it and measure it and you can explain to 

people what they are doing. You can video and you can show them. We even made a 

video and we trained everybody using this video to show them that behaviour is highly 

visible and we then put the Philosophy Of Work in originally to guide the direct labour 

through the new salary structure because we went from ? scales down to one. What we 

needed was a way of making sure that when people went through that salary structure 

that it was justified. We could have used skill, which most people use but what we said 
is that skill is given. You cannot work here unless you are improving your skill and 
developing and training and all the rest of it. Secondly, everyone would fall back on 

saying, "Ah, the reason I am not going to get a pay increase is because you didn't give 

me the training you promised me. " So behaviour is the way to do it and behaviour is a 

much more powerful ingredient in success or failure than skill. You can have the skill 
but if you have not got the behaviour then the skill will not be deployed effectively. 
That was the original intention of Philosophy Of Work. We then applied it to the rest of 

the organisation. The rest of the organisation is in some respects a little bit more 

sophisticated, or certainly thinks it is than the direct labour areas. It was always a bit 

difficult with some people. The best people were those that took it as game. Not in a 

cynical way but they saw it almost as a challenge in a light-hearted way with a serious 
intent and they responded in that way. The worst of the people said, "Well, it is beneath 

my dignity to be involved in this" so they resisted it. Apart from that, it was OK until 

we came to our redundancy in January (1997). We had to use as one of 10 criteria, 

somebody's scored Philosophy Of Work. If we had not used the Philosophy Of Work score 

then some of the 50 people fired would have successfully have taken us for unfair selection. 
They must have been by definition because the Philosophy Of Work specifies certain 
behaviours; we said people should adhere to and we applauded adherence and condemned non- 

adherence. Therefore not to have included it in selection for redundancy would have been quite 

wrong. 
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Unfortunately, that tarnished it. Even amongst tile people in the factory, it became 

unpopular. When we had our Week 37 activity about what was liked mid not likcd. one 

of the things that was not liked was Philosophy Of Work. What is liked is tile monthly 

review. There is a working party looking at the whole issue and the vibcs I've had back 

from that working party arc, OK - Philosophy of Work is a bit crude. It could be 

improved but fundamentally we quite like it, actually, as a skeleton for measuring 
behaviour. 

Certainly what we must hang on to is a monthly review. This cncouragcs good 

relationships between boss and subordinates, undcrstanding what"s cxpcctcd of you, 
knowing where you are going and how well you are doing - all the stuff that hurnan 

beings like. [2. l. MOTIVATE] 

Philosophy Of Work is obviously all issue because it cattle out ill 111cck 37. Vic 

adherence to measuring behaviour, when measuring output ilscy. * pcr se. incasurcs 
behaviour, to me might indicate that there is perhaps tension ithich is unnecessarily 

being generated. Would you like to comment on that? 

Certainly. I mean, I wouldn't care. The strategic decision that was taken was that in 

order to accelerate the culture change to where we wanted it, wc had to usc a dcvicc 

which manipulated behaviour and I am quite comfortable with that If pcopic dislikcd it 

intensely, I still wouldn't mind because if we said in order to position this organisation 

until it has an advantage in the marketplace, we have to go through this painful proccss. 
Sobeit. That does not bother mein the slightest. It is almost a mcansjustifics the cnd 

sort of argument. 

But does it? If Week 37 highlighted a real dislike of Philosophy of 11, ork, as it is 

currently measured, does that meansjustify the end? 
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Yes. That would be a value judgement. Everybody is entitled to make their own value 
judgement and I really do not mind what judgement they arrive at. WhatIamsayingis 

that, from where I sit, if we can be assured of gaining competitive advantage in our 

market place, and by Jove we need one, by procuring some social engineering through 

Philosophy Of Work - even if was terribly unpopular with people, then we would still 
do it. There are many thing at work which are unpopular with people. Just because 

some, many people dislike something doesn't mean to say you shouldn't do it. With 

Philosophy Of Work, it has a limited currency. It will do a job over a period of time. It 

is our view that it has done its job but I am still arguing the point that no matter how 

unpopular something is that doesn't mean to say you shouldn't do it. 

I believe that the Strategy Group is largely responsible for the design of the Radar 

Charts. Didyou have any input into the their design? 

Yes. Myself and some of the other managers, in 1992, were doing the rounds of other 

factories. It was arranged for us to visit Nissan. Nissan had these huge displays all over 

the place about quality improvements and targets and goals. We had to do the same 

thing. We had to have some central visual display of core objectives and purposes. We 

wanted a display where progress was tracked towards the centre. I then drew up the 

Radar Charts. The concept of Securing The Future and Delighting the Customer were 
determined. We then decided what we were going to measure. We came up with 12 

key measures. We started centrally determining measures but moved towards asking 

people what we thought. What we wanted with the Radar Charts was a method of 

saying, there are the corporate goals, that is the team effort to achieve them, that has to 

be sustained by individual activity. Given that, we said that every department will have 

their plans on the board and we had this very prescriptive demand on people that you 
have your Radar Charts, your Team Objectives, individual plans alongside those put on 

those boards. Some people feel uncomfortable with that and some people like that. That 

went between 1993 and 1995. 
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In 1995 we brought in this whole thing about Policy Dcploymcnt and the ? njodCl. it 

was a great opportunity to say - this is us and this is the model of excellence. W11crc do 

we fall short of it? Where we fall short of it has to be where we where we target our 
improvements. The way we target our improvement is, of course, is Policy 

Deployment. When you get really sophisticatcd about, it is done in a particular way. At 

the base level you are saying, this is what I want - this is what the managing director 

wants. How can I get it? I give my "what " to you and you convert it to make it 

appropriate to you. An example. At the board level, we say "We have got to reduce our 

product cost by 10% this year". The Production Manager picks that up and the 
Materials Manager picks it up and the MM says, "What is needed is a 10% reduction in 

product costs. How can I deliver to that. I can deliver 10% costs out of materials. lie 

then says to his team, "What I want is 10% out of the material costs next year. "' One of 
his Purchasing Engineers picks that up and says, "How can I do that? ". lie then 

negotiates with suppliers. The PM goes through the same process with the Zone 

Managers, Team Leaders and that is the way it has to be all the way through. At a 
higher level, the Zone Managers will go to the engineers doing the same thing. NVhcn 

you get sophisticated about this you start to measure it. Cost/Bencfit is analysed. The 

more sophisticated it, the more the planning becomes detailed and the more you can 

people to own the process, predict what is going to happen and write everything down. 

you identify the resources that you need and decisions have to be made up about 
budgets. The whole thing flows together. If you want people to do this, you have give 

people the confidence and the skills to do it. That is how the Radar Charts experience 

thing is evolving together for us. [2. I. POL-DEPL] 

Can I ask you to comment on what you think the effectivene3s of the Radar Charts has 

been? Do you think they mean anything to people in Production? 

Well, this is a trick question. 

No, it is not. I would like to knowyou whatyou thinL- 
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I suspect that you have noted and got information that says it doesn't mean anything, 

very often. My instinctive reaction is to say well, they bloody well ought to. Perhaps 

tlicy fccl too distant from it. 

I think that we have made a number of mistakes with our Radar Charts. We are still in 

this 'top down' trap where we are saying things like, these arc the things we mcasure", 

whcrcas Policy Dcploymcnt is designed to enable the measures to be developed from 

the bottom up. [2. I. MAN-LRN] 

We need to get to the point where we get to the point where the guys at the bottom of 
the tree understand that their policy deployment activities, where they take our corporate 

goals and break them down to the level of their own particular personal activity, which 

are now being pushed right back up again and a measurement is beginning to evolve. 
Rank Xerox have been doing this for 14 years but they are not there yet. We are 
desperately trying to do it by 1999 but we can't. 

A common view expressed to me was that the Radar Charts are onlyfor visitors. 

In a year from now, I can guarantee that I shall get the same message - that the Radar 

Charts are for visitors because we have done it top down. If we can only get to the 

position where Policy Deployment is in smartly enough, then we can make it different. 

There seems to be more of a sense of ownership, recognition and purpose at the Cell 

displayboards. But even at that there was still some feeling that you couldfill in any 

old thing. 

This all lies at the core of why you and I are talking because it is this dilemma between 

prescription and direction and empowerment and initiative. It lies at the very heart of 

our discussion. I talked about anarchy. The work you are doing is going to help us 
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understand how all this works. Three months ago, perhaps, wc wcrc sitting in our 

monthly meeting, where we discuss the Radar Charts. 

Now, you have a bunch of managers in there, some of whom are scnior guys who sit at 

board level, some of whom arc beneath board level, for example the production 

manager, and the MD goes round the table, as he always does. Havc you communicatcd 

the Radar Charts, or have you had abricfing on the Radar Charts. I lave you briefed you 

team? Are they enthusiastic? Everyone, but everyone says yes. A wcck latcr, sollicthing 

happens -I cannot even remember what it was - but we discovered in black and white 

terms that they were telling a lie. They had not done it at all. [2. I. CONINI-PERF] 

"at do you think about conccntrating in a Jew critical ineasures. getting those right 

and thcn gradually introduccother ineasures? 

That is an extremely seductive proposition. Probably where wc arc coming from is 

from a different direction. We are saying that important things should bc mcasurcd at a 

local level, anyway. It is the managers responsibility to mcasurc anything which is 

critical to his or her operation. The Radar Charts are a much more gcncral nicasurc: 

one, of our commitment to measurement itself 

Two, of the general direction that we are taking, and 

Three, because there are an awful lot of soft measures in there - an indication that we do 

not want to just measure hard things. We have a belief that measuring proccsscs; and 

measuring soft issues is just as important as measuring the hard things. 

Four, there is an element there of for customers. Of course there is. We bring 

customers to the premises and we sell these machines. Customers actually comc 11crc 

and we take them around. Now, I have seen this, 
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Abroad, we have terrible reputation, perhaps for quality according to people I have 

spokcn to, [2. LQUAL] 

for all that you might be a bit more expensive, I can see the will here, the determination, 

the customer focus, I can see the embracing of everyone into the organisation. I am 

going to buy some machines from you because I believe in you. That actually, literally, 

happens. So there are a whole multitude of reason. 

(Discussion about intelligence related to individual willingness to embrace change) 

Miat about individuality? The Company's strategy to effect culture change may be 

received differently by individuals. 

I am sure it is. I have been thinking on this. When I was working at Kimatsu, one of the 

things which struck me was how homogenous the Japanese are in terms of personality 

and outlook. The Japanese tend to recruit from a particular university and they take 
huge traunches of people from that particular university. They do use a lot of assessment 
but at the end of the day, they take very similar personalities and they will act as a 

cobort in that organisation throughout their working lives. The group is much 

more important. When we were recruiting at Kimatsu, I was looking at the Japanese 

and thought, "They must wonder about us because we put huge effort we put in to 

selecting between people. " I took it upon myself to explain to them that in the West we 

are heterogeneous. We have this huge diversity of population, I mean even between you 

and 1. We have differences in background and culture. 

We have to retain pluralism in this place because pluralism is our way of thinking and 
living but we have to get rid of the unacceptable extremes, those things which will stop 

us working effectively. [2.1. EXTREMES] 
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I have a passionate belief in what we are doing here. Wc arc paid for that passionate 

belief. We are paid to make a decision and then to fire through it and to makc it work-. 

Obviously if you make a mistake, you are making a big mistake. 

Viere appears to be a mismatch in perceptions about what you are trying to t1o. Ilow 

do you go about addressing this mismatch in undcrstanding? 

Well the only way to address the problem is to communicatc. T'his thcn indicatcs that 

either we do not communicate very well or people do not undcrstand what wC arc Saying 

because the messages do not really go home. This is a scvcrc and scrious problcm. I 

recall on 16 July when I went to the beginning of this years policy deployment round. I 

gave an introduction to it to the senior managers. I was shocked to rcalisc that at Icast 

one or two of them didn't think about strategy in the way that I was thinking about it. I 

said to everyone to everyone in that room - we have 5 underlying stratcgics; and thcsc 

are what they are, these are what they are. I rcalised straight away that ccrtainly 2 pcople 

had never thought of it like that. That was from a group of 6 pcopic. [2.1. CONINI. 

STRAT-11 

How was that mis-aligning ofmisunderstanding addressed in this example? 

What happened was that people then suddenly saw things in a diffcrcnt Pcrspcctivc as a 

result of the ideas put forward. I could see people saying, "Ah, righf 9. None of that was 

secret. Everyone in that room knew al that information but they had ncvcr picccd it all 

together in that particular Way. 

It was that prompted me that to go and start talking to all the managers, right do%%M to 

team leader level and go through this process of saying, "What is our compctiti%-c 

environment? " What do you think it is? If this was your business, what would you do in 

response to that and getting them to tell me, coming up with a gcncric diff4critiating 

strategy and then building up to the 5 strategies we have. Corporate goals wcrc Own 
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deten-nincd for this year. But it was a nightmare. I was trying to make it interactive. 

Some people understood what was going on but an awful lot of people didn't. These are 

all managers - team leader and above. [2. LCOMM-STRAT. 2] 

It was worth it. It is not wasted effort. We have learned a number of things about 

communication. You tell 'em what you are going to tell 'em, tell 'em what you are 
telling 'cm and then tell 'em what you have told 'em. It is very, very true because 

repeatedly we have something in the daily brief and then a week later people think, 
"Nobody told me that". From a banal little thing like that to the big issues, 

communication is incredibly difficult. 

Draws two diagrams. In one of the first talks I gave to the company, I showed then a 
drawing of a machine. That is the labour cost, material cost and there is the overhead, 

the sales price and there is the profit. That was in 1991. In the year 2000, increased 

costs. We still need a profit something has got to give. Costs and overheads must come 
down. This was done by increasing the volume so that overhead costs were shared 

amongst the units. These are the first two diagrams that I ever presented to everybody 

that works here. Management understood them but the workforce if you like just 

thought, A it is a con artist. 

Yhey really did? 

I am pretty convinced of it. 

Mix makes you believe that? 

They knew I had come from Kimatsu. Nobody likes change. The people here then 

thought that everything was OK. They did. The manufacturing process was dreadful. 

(In their mind) I was employed to unfold another page in the dark Machiavellian Plot 

which had been laid down in 1950 by the family that founded the Company. I was a 
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stage along the way -a more threatening one. I think what madc it cvcn worsc was that 

because this company had never had a personnel dcpartmcnt - pcopic tilouglit, --oil 

personnel, that means tea and sympathy, doesn't it? ". 711cy got the opposite. -njCy got 

somebody who said, "We can only keep you if we can afford you. " You Ilavc to pay 

your way, which means you have to change and have to Icarn new things. Put your 
blanket aside, mate. 

Do you perceive that economic decline in this region has had any sort of cffccl uithin 

the Company? 

No. I think that because of new industries like Nissan and Kimatsu, tllcrc is an 

exemplary wind of change so that people can understand better. People still do not likc 

change. People are used to what they are used to. If they think it is good, it is good. 

The same people who are employed in this Company cannot be I*CrY differe"t to those 

employed at Kimatsu. 

That is the whole point. 

So, from yourpoint of view, what do you see as being the critical difference bcAs-ccif the 

two companies? 

Well, there are the standards that are set. For example, nobody at Kimatsu would drcam, 

of sleeping on the nightshift. One of the first jobs I had here was to fire II Peopic for 

sleeping on the nightshift. It depends on the standards that managcmcnt imposc. For 

example, at Kimatsu you would never dream of ending the month with a machinc in 

arrears. It is institutionalised here still that we can end the week with a machinc in 

arrears. It is infinitely better than it was. At least there is an intent to dclivcr on time. 

At Kimatsu, if you had a quality problem, you would solve that quality problcm, vcry 
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quickly and everybody would get togcther to solve it if it was unacceptable, but you 
wouldn't put cost on that machine to solve it. You just would not do it. You cannot put 

a pcnny on the cost. Here, whenever we solve a quality problem we breathe a sigh of 

relief and put a pound on the cost. It is a matter of the standards you set. 

Who is responsiblefor setting standards? 

It is the culture which is responsible. We have made huge changes in the culture but 

there are still areas to address. Kimatsu was set up by the Japanese. The culture in 

Japan is that you do not add a penny to the cost but you solve the problem within 48 
hours. You come here and we do not even know there is a problem. The systems, the 

skills, the communications, the visibility is so low that the lack of any management 
information, the lack of visual management - we do not even know there is a problem. 
So we go through a whole series of steps. First of all, we learn how to know when there 
is a problem, we learn how to flatten the hierarchies and to improve the communications 

so that we can communicate that there is a problem to the appropriate place. We put in 

place the skills to deal with the problem but the residual the is still there - that we don't 

say we must solve the problem in 24 hours without adding a penny to the cost. 

77ie responsibilityfor the continuing residualproblems must end with a person. 

Well, it will end up with the Chairman. The managing director and I have talked about 
this, a number of times. This is an area that I fumble with. An organisation is made up 

of a lot of power bases - we all have influence and we all have power. We can all make 
things happen or not make things happen. When people in technology and quality and 

production are told that the problem must be solved without adding to the cost, there is a 
huge challenge to them in terms of their capabilities, their resources, their skills, their 

attitudes and all the rest of it. If one of those things is not right, than they are not going 
to be able to do it. The Purchasing Manager is interesting. It took an arm and a leg to 
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persuade this man, who is an engineer, to move to purchasing. lic is vcry good cnginccr 

and production person as well but he would say that our cnginccring is drcadrul. Our 

technology people are by and large - our standards are low and it tak-cs me all the way 
back to standards. I believe that you should set a standard and thm say, I will mak-c it 

twice as good. And then go for that. What should happen is that you will gct sommlicrc 

above where you wanted to be. 

Can Ijust go back to Week 3 7? Am I right in thinking that the results of Ireck 37 Ivcrc 

a surprise to management? 

Well, they were no surprise for me. I think for me there was onc surprisc. I was 

surprised at the severity of some factions vis-A-vis human resources and myscif in 

particular. There were one or two factions which were pretty cmbittcrcd, and I am 

convinced it was factions. Obviously, I am always going to upset some pcopic quite 
badly. Particularly when I am not supported by managers over things like pay and 

redundancy. That was a bit of a shock, to see how vitriolic some of them, but it docsn't 

worry me because you cannot make omelettes without breaking cggs. I supposc I will 
have to do something to try to improve the image of the department. 
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Enterprise Two 

Interview Two 

Production Manager 

How long have you been with the Company? 

Just over five and a half years. 

Were you herejust as the changes were being implemented? 

Yes. I came in about three months after Gerry (HR manager brought into the company 
to implement 'culture change') and it was just at the beginning of all sorts of cl, angCs. 

Could you comment generally on your involvement in the changes? 

When I first came into the business it had grown very quickly. The business then 

realised that that growth could not be sustained and it needed to become a lot morc 

competitive. They recognised that people issues were something that they had to gct 
involved with but they probably didn't understand what was meant by that. They 

started by bringing Gerry in so they knew that all the sort of stuff about people are our 
most important resource and they knew that there was something there. TIIC style and 
the culture at the time was very much autocratic - you would do what was directed. This 

was necessary because of the senior management were reflecting upon the process 
because of the style and the way that people solve problems - they had to be told what 
to do. 

If you think back to certain issues within three, four or five weeks of starting to Wlicre 

we are now I would say that we are a much more empowered Organisation. That is 

because the people have changed - literally some of them have left and a lot of ncw 
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people have joined. The expectation and the culture is now that we will not tell them - 
we will endcavour to involve them in and discuss with them and communicate. 

We understand the importance of getting 'buy-in' and communicating the bigger 

picture. I think that at the very top levels of the business people are consciously 

working hard to try and do that. [2.2. BUY-IN] 

It is a conscious change of style and approach. Five and a half years ago the senior team 

would have been much more autocratic and they would argue that it was because they 

had to be. 

Are you in charge ofthe Zone Managers? 

Correct. 

I am interested in the fact that the Company flattened and the re-hierarchied the 

organisation. What was the rationale behind that? 

The rationale was that it had to be for two reasons. One was that it eases the admin and 

the co-ordination and communication and to put somebody into a role who can 
hopefully get standardisation as well across four areas of the plant. [2.2. CO-ORD] 

It was always the principle reason from my perspective because I am not a 

manufacturing director. There is an argument to say that that is the level of technical 

background that we should have but to illustrate that point I can remember one 

particular manager who was chuffed to bits with this position having been created 
bccause his first words were "I know only need to pick the phone up and talk to one 

person instead of trying to chase four. " 
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But that is an interesting insight into empowennent bccausc prcviously you had four 

very good Zone Managers but as the intellect increases, indcpcndcncc of cxpcctations 

goes with it. It becomes like herding cats. [2.2. IND-EXP] That crcatcd frustration if 

you like from the senior management team because what you want is - you do want co- 

ordination and people buying-in to the process, you want a degrcc of standardisation 

and empowerment to an extent allows people to be a bit more crcativc and you 

moving into the territory of anarchy. [2.2. CONT-AUT]. 

That is the danger. The way that people have been developing the intellect is t1lat 

people coming into the business -they will not tolerate being told what to do. Thcyjust 

up and off so it is a double edged sword. 

Plat would you say is your greatest concent as Production Manager? 

That's a good question. It is doing the job effectively with the weakness of not having 

the technical background. I am actually very close to two of my team members in terms 

of technical ability. I do not want to have fifteen years ahead of them in terms of 

technical knowledge so getting back to that earlier quote about expectation, tlicrC is a 
fairly narrow gap in terms of technical capabilities. From an organisational concern, I 

think it is actually achieving the business objectives at the same time as balancing the 

needs of individuals and getting that balance right. Optimising that is sometimes very. 

very difficult. It is also - OK, I have done some courses but the difficulty is, the classic 

middle management position of taking the vision from the board, converting that 

through middle management and getting it down to the sharp end because taking a 

vision or a concept or whatever and making it happen at he sharp end is actually %, cry 

difficult. I understand, the last 12 months have been particularly good in terms of 

understanding the Managing Director's frustration because 
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I now on bad days, for want of a better word, I am being perfectly honest, look at the 
Zone Managers and Team Leaders and I am frustrated by the fact that they are in the 

way and I cannot get at the cell members and I am thinking, "If they were out of the 

way, I could communicate with the cell members effectively and we would move along 
faster". [2.2. COM-LAYER] 

So they frustrate me and yet a year before I was in exactly the same position so 
inevitably people must have been saying the same about me in my role. I am sure they 

were and it is the frustration of I want to get on and get my job done but I have to go 

through these other people. But despite that, and having only been in this position for a 

relatively short period of time, you still have that frustration. 

On the issue ofyour technical ability, do you really think that that is relevant? 

In a manufacturing company, the expectation in terms of the vision it is not just about 
implementing what the board come up with, we should be making contribution to that 

process in terms of the longer term planning of the organisation strategy development, 

this that and the other which is about influencing new products, influencing the 

selection of suppliers - certainly the shape of the factory, its layout - this kind of thing. 

So there is a part where your functionality - you are expected to make a contribution. 
For example, for the Quality Manager, his expectation is what is next in terms of ISO? 

So there is a functional responsibility in terms of saying this is how we contribute to this 

process. Personally speaking, I still think that there is the need to have that technical 

background other wise how can you make choices between certain technical 

recommendations between this machine tool and that machine tool or between this 

system and that system. There needs to be a degree of technical understanding. The 

expectation of a boss is that they have greater technical expertise. The MD does not 
have greater technical expertise than I do in terms of engineering but he does from the 
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functional or interpersonal perspective he has lots of 'school of hanI kmocks'. Bccausc 

of that distance I can give him greater credibility, if you likc. 

Have you been trained in leadership and inter-personal skills? 

No, but it is essential. I have just had a session with the Tcam Lcadcrs and wc liad a 
debate about training and development and in my humble opinion, we arc vcry good at 
technical training, good at functional training and organisational planning. We 

pretty poor on the personal and inter-personal things. [2.2. NOTRAIN] 

Is that not interesting considering how much weight is allachcd to the importance of 

people? 

What we now understand is how Team Leaders out there are very good at thcsc things 

but for whatever reason lack the natural communication skills, charisma all that vcry 
difficult stuff to define, develop and measure. You know it when you scc it - for 

example, someone walks in the room and you realise that this guy has a ccrtain prcscncc 

or influence. Chris (Zone Manager) and I had a debate about how we can dcvclop this, 

that and the other but it is very messy. 

You don't like to talk about it - sounds soft and namby pamby. [2.2. NIACIIO] 

if I am perfectly honest, a genuine criticism is where you are too consensual and you 

are not tough enough and you go out there and just occasionally shoot a couple of 

people just to say -I am here, just watch yourself. There is probably something in that. 

One reason that I am in this position, I assume, is because I am not like that but there's 

probably a place where it comes into play. People who have been in this role liavc bccn 

to an extent a bit like that and the business didn't want that. It is trying to undcrstand 
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what the expectation is. (Discussion about training) I still think you can acquire personal 

skills. 

Are the enforcing of performance measures your concern or is it the concern of the 
Zone Managers? 

We all have a common concern. There are two issues to that. 

One of them is the process, which possibly because of the way in which the measures 

were defined and set - in that other people were not involved in how they were set. 
Thcre is a dcgrce of rcsistance. [2.2. PERF-RESIST] 

Plus, trying to communicate the issues and get people buying into it - there is all that 

messy process of managing change if you like. Plus there is also the opposite side of 

the coin which is, well, we want to be empowered so why do you need to be too 

prescriptive about how and when we do things. I happen to think that you do need 

performance measures. Last year we went through this policy defining process of 

saying this is what I want, I am not going to tell you how to do it but what I want to see 
is that you are achieving those objectives on time against these defined criteria. That is 

a good way of actually getting empowerment. I think where the process failed partly, or 

was not entirely successful, was that we didn't manage it effectively in terms of 

allowing people to buy into the process and get these measures in place and understand 
how we were going to do it. We did the measure but we didn't really know how we 

were actually going to achieve it. 

People have not made these measures their own and therefore they are not relevant. It is 

a third party exercise which is a waste of time when I am doing a real job, Monday to 

Friday and they ask me to do these daft things as well. [2.2. PERF-REL] 
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There has been some pretty hot debate about why so many mcasurcs havc bccn sct and 

should we not be focusing on the quality of the product rathcr than S0,11C of thm what 

some people would regard as peripheral issues, (2.2. PERF-FOCUS] 

which is a reflection if you like on the double edged sword that wc talkcd about carlicr 

where people want to get involved in the process and feel at a disadvantage whcre 

somebody just comes down and ... We haven't aligned their conccms and obJCCtiVcs 

with the business need and we have to do that or else you have, as in this case, 12 

months where it is not clicking together. People argue that the measures come do%%m 

autocratically from on high. 

People of my sort of level in the organisation have some experience and you undcrStand 

that the problem we have is that we have such a high degree of cxpectation of how wc 

want to be treated and involved. People externally think that it would be nicc if my boss 

didn't shout at me, let alone came along and said how would you want to contributc to 

next years corporate objectives, I mean they find that absolutely incrcdibic. 

The key to balancing people's expectations with the needs of the business is to dcrinc 

how you will make a contribution to that particular objective and where people gct 
frustrated is where they have lots of things to do, they know what's important but they 

are being pushed on what they regard as lesser important issues. Things that you may 

pick up (in the interviews) is that we do not concentrate on the core activities, we havc 

lots of initiatives and we do not finish things off and people fundamentally want to 

succeed. If you allow them to do that then you can shape them and influcncc them in 

such a way that their objectives and what they do is in alignment with the company 

goal, which is no easy thing to do and then you get a double hit. 

The trick is to get that standardisation, getting everybody focused, not necessarily in a 

rigid way but knowing what we are trying to do and to get the most from the 
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performance measures if nothing else just to encourage people and motivate to show we 

arc succeeding here but to allow them within that to go about that process in some very 
harcbraincd ways to think outsidc the box. (2.2. ORG-OBJ], [2.2. MOTIVATE] 

The idea of stretch comes with performance measures, where the MD might say I want 
you to halve the time it takes you to build a machine. It takes a day or two to get over 
the shock and then you think, "Right got to start some radical processes here" and that is 

the key behind the perforinance measurement in achieving those sorts of goals and it 
fulfils people's expectations because it is not more of the same again only slicker. It is 

taking a much more radical view and I think in terms of empowerment that is really 

where we should be tapping more into people's intellect and their experience and 
knowledge. It is not about making the wheels turn faster but taking the wheels out in 

time and being much more radical. Part of the problem is people have that frustration in 

wanting to see a task completed and there are too many layers of bureaucracy, they get 
the information late. We concentrate on speeding up that process when what we should 
be saying is forget the process entirely. Change it. You take total responsibility or get 

an engineer to sit beside you and you can work together and be much more radical. 
When you do that then you have the authority and you also have the responsibility. You 

need both. It is very motivating because it is my factory and I have the team that I need 

and you can motivate them and get on and do it. 

There is a degree of senior managers being out of touch but that also means that middle 

managers are not communicating issues upwards. There are barriers there - perhaps 
because there is management by fear or they are frightened of being shot because they 

are the messenger or whatever but we were all very surprised (by Week 37) that there 

was such a degree of surprise from the senior team because we knew what would 
happen and yet we were surprised that there was that surprise from the senior team. 
[2.2. MID-MAN-COMM] 
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Can I ask you where you draw the line between senior and middle inanageincilt? 

It varies. Basically I would say that he senior team probably would be mostly tile 
Strategic Committee members which would be director level and the senior managers 

which attend the Strategic Committee. I would definitely considcr myself to be middle 

management. Therefore I am legitimately part of the communication problem. Wcck 37 

was a very good session. It was definitely the right thing to do. I must admit that I fclt 

slightly that we had opened up a whole can of worms here but it was the right thing to 
do. To his credit, this includes the Human Resources Director, they were brave cnougil 
to say "We are going to do it". I am still surprised that they arc still so shocked at wilat 

people said. It comes back to the expectations. My personal view is that in a production 

environment, or indeed in any Organisation, you take people into a room, away from 

their normal leader or manager or whatever and put in there that degree of trust and co- 

operation and two way communication, which the facilitators ( of Week 37) did thc11 

you will inevitably bring out concerns. If you didn't then I would argue that there is 

something wrong with the process. You are either in Heaven or they arc frightcncd 

about holding back. It is a classic example comparable to when telephones were first 

established, the number of road accidents shot up because people had a mechanism of 

communication. It didn't necessarily mean that the rate of accidents had increased, it 

just means that a means of communication. You create a facility like that then you will 
inevitably thrown open those issues and that is good. We should keep churning over 

these issues. The MD summarised it well when he said we are breaking new ground 
here and some of the companies I have worked for here including (name Of company the 

author has visited. The Production Manager worked there for 5 years. Cell mcmbcrs 

were not encouraged to talk to visitors). The only real test of what a culture is like in a 
business is to allow visitors to talk to the cell members. Senior managcmcnt is 

renowned for their autocracy in getting things done. 
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From your own perspective, how would you maintain this level of knowing what is 
happening while not being prescriptive? 

That is a good question. Based on the last 12 months in particular, what I would do now 
is to put in more tighter levels of performance measurement. The way to do is to be 

very clear and spccific about what the objective is, how we are going to time bound 

performance measures. How people are going to achieve those things I will review and 
agree but that is down to the individual how they will achieve that target. [2.2. PERF- 
MEAS-PROCI 

I will not impose a percentage. I will say we need to do something on productivity - 
what are you ideas? OK, why haven't you considered this option which is trying to get 
them to think outside of the box. Ideally, they will define their own target but it is not 
just plucked out of thin air. If a figure of 15% productivity is agreed , what does that 

mean? What is the profile through the year? Do you expect to do it evenly through each 

month. What will happen at the end? Why? It is getting them to break it down so that 
they know in their own minds eye how to do it. The other mistake, in hindsight, was we 
had overplanned. So this engineer will next Tuesday at 2.15 be doing that. So long as I 
know that they know what they are trying to achieve and how they are going to do it and 
they have the rough cut resources in place to do it, then let them get on with it. You do 

two things. You measure formally these performance issues in relation to their job and 

you also talk to the people that work for them, which might seem a bit sneaky but you 
say you are part of this productivity drive. Six weeks out we are going to doing this, that 

and the other -I take it you will be involved in that process. Review the plan if 

problems emerge. 
You have to check. The view was that I didn't check and things weren't happening to 

the level that they should be. Not because people were trying to be manipulative or hype 

things but there was so much pressure and they were not making me aware of the issues. 

It needs actually going out there and checking. To do that you have to have a degree of 
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trust. You have to get them in such a frame of mind where thcy will opcn up. You arc 

not going to let them down. You do not want to drop thcm in it. [2.2. PERF-NIEAS. 

CHECK] 

341 



Appendix B Enterprise Two: Interview Two 

- This page is left intentionally blank - 

342 



Appendix B Enterprise Bvo: Intaviciv 77irce 

Enterprise Two 

Interview Three 

Team Leader 

How long have you workedfor the Company? 

3 years. My background is as a time served CNC machinist. I was on a four year 

apprenticeship. Not long after that I was made redundant and then went to another 

company doing conventional for a couple of years. I then came here. I started here a-s a 
machinist but I was made a team leader after 3 months so the majOritY Of MY timc 11crc 

has been as a team leader. 

Were you recruited with a view to being promoted in a short time? 

No. I was recruited as a CNC operator. The opportunity came up to apply and I did so. 

How does your experience at this Company compare to your previous jobs, it, Icrins of 

the culture you are working in? 

It is a world away. I worked for traditional, autocratic companies. I know very, very 

well the mentality of those sorts of companies. To come from those sorts of background 

into this open, and willingly open atmosphere is very different. I noticed the diffcrcncc 

as soon as I came here. Some people couldn't see it but I could. There is a willingness to 

change. I had that insight because I had worked somewhere else. That is probably one 

of the reasons I have been asked to speak to you. That is one of the things which came 

over to me very strongly in the first couple of weeks. 
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Miat sort of things indicated that to you - that this was a different culture? 
Traditionally everybody is responsible for their own quality but it is also the fact that, 

the best way to describe it is ownership - you have ownership of your own problems. If 

you have a problem get on and do something about it. I actually like that approach. 
Another very big difference is the openness or the visible effort be open to the, if you 
like, audience of the company. That is very good. (Recap on the zones. CFM is 

continuous flow manufacturing. ) 

Are your teani skilled? 
Not in the traditional sense. The jobs are predominantly routinely specialised. Tasks are 
broken down specifically to allow unskilled people to do the job. However, within the 

context of electronics those particular skills are quite important. On my line, the 

overcoming of problems and getting back into production as soon as possible is 

important. 

Are you saying that ofitsetClhe work that your team does is not skilled but that the skills 

they employ in quality and rightfirst time are problem solving skills? 

That is very true. Myself and the other leader I work with on shifts are responsible for 

22 people. The thing that you were getting at about before, about skills, where I am 

going with my team is developing people. They have not very highly recognised skills 
but as a culture this company needs, they drive the commitment. For example, if there 

is a problem there is a will to put it right and that is much, much more important than 

the skills of the time-served man. Now, I am a time-served man but I will take anyone 

with no skills but the drive and commitment over someone who is, to put it mildly, lazy 

and who thinks he has all the skills in the world. 
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Are you saying that you would chose attitude over aptitude? 

Every time. Without a shadow of a doubt. I have seen it in action in both nIcn and 

women where people have come in with little or no skill Icvcl and flicy havc said, 
"Right, I can do this. I want to learn this. " They have come in and thro%%m flicniscivcs 

headlong into it, leaming off other people and doing their bcst. Thcy stay back allcr 
time to learn, take bits of information home. That is a state of mind. 

Would you say that leadership is apart ofyourjob? 

It is paramount. One of the other reasons I have been asked to speak, to you is that I havc 

left the traditional ways behind. 
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Enterprise Three 

Interview One 

Temn Leader 

How long have you worked at the Company? 

10 years. I have been here through all the changes. 

Could you describe working at the company before the changes? 

If I put it in a nutshell, it was an ordinary metal-bashing shop. Vcry littlc Organisation. 
We had one foreman and he dished out the work to numerous people, subcontractors-, 20 

to 30 people. You got on with your work, did overtime. Never knew wlicn you wcrc 

going to work. Could be on two, three day weeks. It was just a normal, humdrum shop 

- clock in, clock out and off you go home. 

"at was the relationship between shopfloor and management like? 

Neither here nor there. They were totally non-existent. They would come down on the 

shopfloor and you would feel dread. The foreman would get it in the neck and he would 

come to us.... it was chaos. We didn't get involved because if we were on the shop floor 

we were just getting the bollockings, if you like. Nothing was going right. Wcdidn't 

know what was going on. We didn't have the financial information on how the company 

was doing. It was just a normal company. 

"at was the management structure like, say 15 years ago? 

There was the top MD, production manager, sales manager and a couple of forcmen. 

Same MD as now? 

Ycs. 
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Did the AM come down to the shopj7oor at that time? 

Yes, he did. He wasn't in like ... like bear with a sore head. He wasn't that like that. 
He would talk to us now and again but nothing like we talk now. 

How do you remember the changes starting? 

The MD went to Japan and saw all these ideas and thought, right, we are working like 

that. He came back and started with Kaizen. He came back and told us all about what 

was happening. He explained that if you look at companies that do our type of work. 
They are just closing up and not going anywhere. They have got less and less workers. 
If we didn't go down this route we would not survive. 

Can you remember what your reaction was? 

Yes, you can imagine. You have to start doing something different. You think ... Oh, 

no. Everybody goes, "I don't want to do that". At the end of day, he put it over and 

when you think we are losing jobs, the factory is closing down.... you went, hmm. You 

listened to what he had to say. When he actually took it over and did a course on the 

actual Kaizen about how you improved you work - it started to go down onto the 

shopfloor. With all the Kaizen - then people started to think, hmm, "I can make a 
difference to this" and make the job better, and do it quicker. 

How do you make a Kaizen suggestion? 
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The suggestion goes to management and then management gocs back to the Tcarn 
Leader to work through it to see if it works and how much money it could savc thc 

company. The procedure is still the same but Continuous Improvcmcnt has beconic a 
way of like. It is the norm. 

Ifpeoplejust do it, do they still go through the process? 

Yes, if you put it on a Kaizen (form) then you get a reward and recognition for it. 

Can you remember how youfelt about new learning -didyotifeelbothcredbyit? 

Not myself Not at all. I was confident about what I was doing anyway, I knew tilc 

processes in the environment that I was in so that way, if you get somebody Nvho hasn't 

done most skills as what I have done, then oh, they might be worried... 

From you own point ofview, you were well skilled ... How long haveyou heen a Team 

Leader? 

One year now. 

Rat are the major differences between being a team member and being a tealyls 
leader? 

Actually handling people, talking to people - it was a big change, really. The insight 

you get to people when you work on the other side, although you work- as a team, it is 

different. You get all the feedback, or you don't get all the feedback, because they don't 

talk to you as 'one of them'. 

Haveyoufound that happening? 
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Oh God, ycs. I have had a terrible year. There are loads of situations you have to look 

at. 

The Team Leader before me was still in the team but he was demoted. I was promoted. 
Right? Now you can understand the actual goings on because what really should have 

happened -I imagine, is, to have moved him out to another team. Yes? Because 

obviously, how would you feel? [3. LDEM] 

Wio made the decision that he would stay within the team? 

Nobody made a decision to ... em, it never cropped up- management felt, well, you are 
OK where you are and that is what they did. In hindsight, they probably should have 

moved him out. 

OK, that created a problemfor you. 

It took about two or three months for things to calm down, which they did after a while. 

Didyou have any inkling that this situation was going to give you problems? 

No. It was difficult. 

Going back to Cl, you saw what the MD was getting at and you thought this was the 

way to go. 

Correct. 
Do youfind this new way oftorking more satisfying than the old ways? 

Definitely. 
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In what way? 

Annualised hours, that was a whole new change. What is it going to involvc? it was 

about 85 - 90 % pushed it through. There were some people who didn't want to know. 

Mainly it was about overtime and the money they would lose. As it happcns, tllcsc 

people who were anti were controlling the overtime - they were creating bottlcnccks 

within the company. So all the people who were doing their work were going lJon1c, 

getting their work done. This work had to be out on the Monday so these pcoplc or 

person could phase the work in so that he could come in on a wcckcnd. Ile could 
increase his wages by manipulating the work flow rate - and these people wcnt, "No, I 

don't want to know". The same amount of money goes into the bank account cvcry 

month. That's not a bad deal, is it? They even put a percentage of overtime into flic 

salary. So that was fair. The work in this industry is that you can be on a three day 

week just like that for 6 months. Anyway, it was on the first year of the July that wc 
had 6 weeks of three day weeks, and this was in the height of summer, and we could go 
home and do whatever and still get paid. You can imagine, management were thinking, 

we must be mad. As it happens, we were getting the work out faster and quicker to the 

customer. it didn't work out that all this money we was paying for overtime - it workcd 

out cheaper. 

Are you saying that a real source of satisfaction is for you to havc Control Ofyour time 

in that way? 

That is absolutely right. You see, you are focusing on the customer. Now, literally that 

is what you have to do. 

Andyoufi'nd that satisfying? 
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Yes, because you are dealing with the customer day in, day out. Actually talking to the 

customers at the top, at the bottom. That is what we do. But it was difficult. The 

supplier who do the plating, painting - it was a nightmare. They were doing the 

products wrong, so when it got to the customer, they weren't satisfied. I had to do all 
this customer liaison thing. I was on the phone all the time, all day. In the end, we got 

somebody in do to the administration. 

Was it straightfonvard to make the suppliers understand your problem? 

No, they couldn't grasp the idea of the Kanban system. We were operating a Kanban 

system and they were ignorant of the process. It was trying to teach them how to do the 

Kanban. I actually had to explain to them. 

Had you had experience of explaining and communicating with people in your previous 

work? 

Very little. I used to out to other customers and get quoted type work, so I had training 

with other customers. I learned to deal with customers by going out with management 

and listened and learned through experience. 

Do you still do customer liaison now that you are a team leader? 

Ycs, but I have stcpped back a bit. 

The team has taken over some of the roles. I used to have a problem when I went on 
holiday. It would all go pear-shaped. I used to think I had explained things but I 

thought it was. When I came back, they would say, "I can't do that". And I said, I told 

you... [3.1. COMM. 1] 
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It is getting better. They can actually get on with the work while I am away. 

"at do you think has happenedfor things to improvc? 

We had to keep having meetings. Tell me why - same as the customcrs. It happcncd 

again while I was away. 

We analysed the situation. We have two main customers. Individual rcsponsibilitics 

and goals within the teams, in relation to the team's two major custon1crs, wcrc 
clarified. You have to give people clear direction. The teams mcmbcrs all kncw thcir 
jobs, they were flexible, but it was all a bit muddled. [3.1. COMM. 2] 

Was it getting muddledfrom the suppliers orfrom this end? 

From this end. All the parts coming in now are right. 

How muchformal training do you get here at the Company? 

We now have a training officer - we are trying to get in-house training. 

Is that technical training, training in management skills? 

Everything. Training is essential and allocated as the need arises. 

"at are the principle responsibilities of teams? 

353 



Appendix B Enterprise Yhree: Interview One 

Customcr and supplicr rclations, control own budges. Wc havc two main customcrs 
that supply a large chunk of the business. The work with the customers is long-term and 
on-going. Health and safety. Recruitment. 

At this present time, we have a young lad. We have given him loads of training and he 

isjust not performing. It looks like we will have to recruit again. [3.1. FRICT] 

We can source our own suppliers if we have a problem. Empowerment is total. 

Everything you can do to run a business, we are given the authority to do it. 

Was it after management was sure that everyone was pulling in the same direction that 

these additional responsibilities were given to you? 

Without a doubt. Annualised hour was the next step after Kaizen, going on to business 

budgeting. 

Is it true that the MD told everyone, individually, that this is how things will be done 

and ifyou do not like it then here is the door? 

Yes 

How didyoufeel about that? 

I thinks it was a matter of reassuring people that what he was doing was right. Rather 

than people chatting in groups, he thought that he would talk to people individually and 
if they want to come on board. People had a choice. It was fine by me. Dinosaurs are 

no good to the company. 
I assume a proportion ofpeople left? 

A couple. 
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Were there some who stayed that didn't actually agree with what it-as happcning but 

who didn't own up? 

Yes. Once they started realising how much the company was going to changc and flicy 

started to visit other companies, they thought to themselves that this isn't so bad aftcr 

all. It is not as hard, it is fair and what we are doing is right. You only havc to go Out 
there and they will tell you that they are quite happy with how things are going. 

U%at are the main performance measures? 

The teams are responsible for reporting each month. We have a targct for cach tcam 

member that will make a profit over that month. We monitor it before the period is up. 
If we are not going to make it, can we get some more work in to mak-c us more 

profitable, so we have got to keep on top of it all the time. We can see what is 

happening week by week. We do our own projections. We talk to our customcrs to scc 
how much business is coming in. We present the projections to management, tcll 

nianagement what customers are doing and put it on paper. 

The sales andproduction targets are set bottom-up? 

It makes you feel like you are running your own business. You are so involved with 

everything. 

How important is money as a reward to you? 

Not at all important. When we first went to annualised hours, I took a pay cut of L2000 

a year. What I saw that money is less important than getting the business and working 
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in an environment that you like and want to be a part of The people who liked money 
left. 

Do you get rccognition? Do managementjust assume that you will always do a good 
job? 

They are always coming down, all the time, saying well done. They do not take us for 

grantcd. 

Wouldyou saypeople are easy or difficult to manage people? 

Once you have the right people, it is when you have a bad apple, well it is a nightmare. 
He can be very disruptive and make things go horribly wrong. Everybody has to fit in; 

if a person is not fitting in then he is no good to us. 

Wearerunningoutoftime. "at about other performance measures? 

Everything you can think of is measured and displayed down on the board - delivery 

times, reject rates. Management monitor the numbers and Ease with the teams to see 

what is being done about discrepancies. 

Own is things are not going too well, in your experience, has management stepped in 

and taken over? 

Yes. When it is looking like we are not meeting our targets then the management did 

step in said, look this is what is going to be done. The management comes up with a 

plan for wage reductions until things pick up. The wage cut was paid back. 

Management have a hands-offapproach, apartfrom monitoring and co-ordinating team 

performance, but they will step in when there are problems? 
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Enterprise Three 

Interview Two 

Team Membcr 

How long have you worked here? 

One year 

"ere didyou work before this? 

(Name of company) for three years. I got made redundant when they movcd all wclding 
to Birmingham. I basically.. redundancy was going on. I was the redundancy rcp. 

"at was that? 

Basically because I was the safety rep on the shopfloor, well, for two factories and whcn 
they found out about the redundancies, I had a delegation come up to me and say, we 

want you to represent us as far as redundancies goes. So I took it on, basically. 

How would you compare working in this company to your previous company? 

It is pretty much the same in a lot of ways. Because I was the safety rep I was involved 

in meetings with directors, management and supervisors. I basically had the power to 

overrule the supervisor or management. So I have a good feel for.... 

Your previous company sounds like it was quite enlightened. 

It wasn't too bad at all. They had just moved into team working. 

Were you alreadyfamiliar with Continuous Improvement when you came here? 
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Not 1001,19.1 licard or it and I had also comc for an intcrvicw licrc about two ycars, 
maybc thrcc ycars ago. It was a bit of a strangc thing. I thought I was coming for an 
intcrvicw but whcn I canic up thcrc was about t%%, cnty or thirty pcopic licrc. Thcy had 
dccidcd to invitc pcoplc in and givc thcm, ir you likc a DTI talk but for prospectivc 
crnployccs and I don't think thcy took anybody on from that. Thcy changcd thcir minds 
as to what thcy wcre going to do. I had licard about this company and I kncw what thcy 
wcrc all about, which is what appcalcd to mc. Which is why I scnt in a CV. I startcd 
lire in thc officc. I dccidcd that if I wantcd to bc a managcr, the bcst, way to gct rcspcct 
off thc shopfloor is to actually go and do an apprcnticcship. Ilicn I got marricd ... For 

nic this was the placc to bc. 7"his is whcrc I wantcd to bc. 

11 as this part ofajobstratcD-? 

On my part it was. It was a way to movc forward. 

117tat did)-ou do lit your pro-iousJob? 

I was a wcldcr. I have bccn a wcldcr for the last 12 years but I have been aiming to get 
back into the managcrial / supcrvisory sidc. But with engineering, fivc years ago, I 
don't know if you know thcrc was a vcry slack period and I got laid off from round the 

comcr and I have ncvcr bccn out of work, touch wood, but I was just dropping in CVs 

and banging on doors and whcn you arc moving around you tend to find that you are 
ncvcr somc%vlicrc long cnough to be able to progress up a ladder. It is a big stumbling 
block. But thcn again, you gain a lot of experience. I have seen lot of different 

tcchniqucs. I havc built up a good knowledge of how not to do things. 

Coldilyou give ine a gcticral impression of what it has bcen like to work here? 
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The first thing is because I came with a view to getting on and getting on Very quickly 

because I had moved around, I have pushed myself, as far as I am concerned, vcry hard. 

I have been going for it. Now that was encouraged if you like and it was noticed. I 

went up to Grade I straight away. I am now the safety officcr. 

But I would say that there is a bit of tension, or there was, bctwccn myself and the tcam 

leader. I think he felt that ... whereas I was trying to do it for ?, ', this isn't working, I 

think it should be done this way". Obviously, he has been licrc a long time and I lic 

probably felt, "hang on a minute, what is going on? ". But that is human nature. No 

matter how your systems run, you are going to get that sort of friction, I supposc. 

[3.2. FRICT] 

JVas it a bigproblem? 

It got out of proportion. It got a little bit out of hand. 

I actually had a written warning before Christmas, on attitude. But that stemmed from 

the fact that we had got to a situation where we were not addressing the problcms. We 

were sort of going apart and I was getting disillusioned and the team leader was getting 

more fed up and it went round and round. We ended up upstairs. [3.1 -WARN] 

Ino instigated that? 

The team leader pushed the production director ... I have had one ber, Co ore tha IW nt n 

the ... I told you that I had taken the safety role. I said I wanted to go on a proper 

training course. Halfway through the course, somewhere along the line, somebody said 

that once I had got I would leave, which caused me all sorts of problems. And thcn I 

knew, basically, I knew that the knowledge I had gained on that course - they tried to 

get me to sign a contract to stay for two years - and I used the knowledge I had got to 

say , "No, I am sorry". It got a little bit iffy. Having said that, we have now aircd the 
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problems and got it sorted out, like a lot of places, you would just be gone but now we 
have decided to go forward again and carry on. 

You are being very open 

I tell you what, I had a feeling of what you were afler. It would have been very easy for 

me to come up here and say it is wonderful.. 

What interests me is the process of resolving these sort ofproblems. Have you had 

two written warnings? 

No one and a talking to. It was mainly over, it was a lot of things and eventually they 

came up with the view that I had a negative attitude towards the company, which I did 

not deny because, the way I felt I had been treated it was making me negative. 
Extremely negative. But I have always been able to see things from both sides and yes, 
I was told at times, you have got to be but then it is swings and roundabouts. You have 

to look at it from both sides and say right, you have done that, you have done that and 

end of the day you are out. I have worked in loads of places. I know what goes on and I 

have seen people fired. I want to come to work. I want to do my job. That what is 

difficult here - they are looking for that bit more. They are looking for you to be for the 

company 100% and you can do that but there's real life as well. 

Miat do you mean by that? 

You can be 100% for the company but at the end of the day, I go home. What I do 

when I leave here is up to me. 
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Would anybody here contradict that? 

I think by the very nature of the team-work you are made to feel you are part of tilc tcam 
and you have to got to pull your weight ... there are people who have bccn hcrc: IS or 16 
years and feel it is there life and if you say anything out of turn, the sort of thing you 
would say every day, that can - you can be construed as being a bit funny. That can 
become a bit 

Do you feel that you are being moulded or coerced in any way? Is that an unfair 

question? 

No. I tend to look into people. I ask questions and I ask , why? Why am I doing that? 
You have got to have a management system. To me you can only take the team 

working so far. You have still have still got to have someone who will say, "This is 
how it is going to be". You can take ideas and that is good but at the end of the day you 
still have to have somebody at the top saying, even if everybody agrees, that is not 
going to work because. We don't get all the facts on the shopfloor. You have got to 
have things that cannot be said until the right time. The decision-makers in the 
company will know which way the company is going. You don't know what is going 
on for, what for some months at least. They have that period of time to make you go in 
that direction as easily as possible. You can only work on what they tell you. you 

make your decision-making based on the information. 

Ifind this clash of values between you and the company interesting because there is 110 
real clash 

No that is what has been disappointing for me because I pushed ... it is Probably a 
rnisconception on my part because I took it too far, if you like. I thought for once I am 

going to get on but there is only a small management structure. There is no progression. 
You get to a point where you can't go anywhere until there is another team leader's job. 
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The team leader cannot go anywhere unless the business expands and gets more 
business, then that person becomes team leader and the team leader works his way up. 
It is a vcry slow proccss. 

It sounds to me as though you might have got more than you bargainedfor. 

It some ways my past experience and knowledge of business studies has helped but in a 
lot of ways it is kicking back at me. I havcjust done a safety report, an audit, and I am 

waiting to see what happens on that. Basically my job is as a production worker and I 

am there to make money for the company. Whatever else I can offer is a bonus but it is 

only..... you see I don't get paid for the safety job. So to do all that and then to be 

dragged upstairs and told that I am negative. It was quite unpleasant. 

How was all that resolved? 

I was given a month's notice 

Were you given a chance to put your side ofthe story? 

I was, but it was two against one. The production manager's job is to back up the team 
leader, otherwise the system falls apart. You have got to have control. At the end of the 
day, it all blew over. I was given a month to sort myself out with targets to achieve, 

customer focus or whatever. I didn't really do anything different. A month passed. 
The end of the month was last night. Nothing was heard and then I spoke to the 

production director and he just said, carry on. It just got a bit out of hand. It was 

compounded by the inexperience as a team leader. Really only a young person should 
be doing his job. 
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