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J j^ O D U C T IO N
to 6 ^ rst in d u s tr ia l rev o lu tio n  b ro u g h t m ach in es  
¡¡g ^o stry . N o w  w e  are  in  th e  m id d le  o f  a 
C()r̂ n^  in d u stria l rev o lu tio n , b ased  on  
r a t e r s  an d  te leco m m u n ic a tio n s . L ik e  the  

l}  is tak in g  tim e  to  ach iev e  its fu ll im p act, 
efplVl<iu a l c o m p u te rs  h av e  im p ro v ed  the 

*Clency o f  sp ec ific  b u s in ess  fu n c tio n s , such  
c0tJi c° un tin g  o r  w a reh o u s in g . G rad u a lly , 
lhe Pan*es are  re a lis in g  th e  p o te n tia l to  en h an ce  

0r2 ^er^Orrnance t*ie  w h o le  m a n u fa c tu rin g  
¡Hte niSation. T h e  n ew  in g re d ie n t is 

Marf ra tio n ’ an d  C o m p u te r  In teg ra ted  
A t t i r i n g  (C IM ) is o n e  o f  the  p o w erfu l 
^ i c h  can  b rin g  ab o u t su ch  ch an g es.

Lt) CLASS PERFORMANCE
les b en t o n  lo n g  te rm  su rv iv a l in  g lo b a l 

achieetS 316 in c re a s in g ly  fo cu s in g  u p o n  
$1̂ ,  ln§ m a n u fa c tu rin g  e x ce lle n ce  o f  a  g loba l 

t! Cohin . ^u s t to  e n te r  th is  ra ce , th ese
the jv. les m u s t h av e  a  w e ll-fo rm e d  v is io n  o f  

f  kets in  w h ich  th e y  in te n d  to  b e  strong , 
r  kij0v̂  Pe m an u fac tu r in g  an d  p ro d u c t 
‘ 0vv they  w ill n e e d  to  p en e tra te  th o se  

c°thn S T h ey  rec o g n ise  th a t m an u fac tu rin g

t> strate
J

,petence is 
gy.

achie

a  k e y  w eap o n  o f  b u sin ess

To
*hanuf eve n e c e ssa ry  s tan d a rd  o f  
^ejr CtUrm g  ex ce lle n ce , th e y  m u s t im p ro v e  
^ k e t t o O l iv e r  q u a lity  p ro d u c ts  to  

J1 host ’ reduce  p ro d u c tio n  co sts  a n d  ta ck le  a

i' the

They Suiltla r  p ro b lem s c ritic a l to  th e ir  v ision .
3st d ev e lo p  a  s tra teg ic  p la n , w h ich  w ill 

Te vj . e Path  fro m  n o w  to  the  a ch iev em en t o f  
H \  n ' T o  im p le m e n t th is  s tra teg y , they

P arad igm s, p h ilo so p h ie s  an d

tech n iq u es  w h ich  c o n v ey  an  u n d ers tan d in g  or 
p ro v id e  a  u se fu l m eth o d .

S o m e o f  th e se  a re  w id e ly  reco g n ise d , esp ec ia lly  
T o ta l Q u a lity  M a n ag em en t (T Q M ) a n d  C IM . 
H o w e v er, th e se  a ro se  fro m  q u ite  d iffe re n t 
sou rces; th ey  o v e rla p  in  som e areas an d  a lso  
leav e  vo ids. W e  n eed  a  fram e w o rk  fro m  w hich  
to  se lec t such  ap p ro ach es. O n e  such  
fram e w o rk  is re p re se n te d  b e lo w , an d  is 
( in ev itab ly ) c a lle d  th e  'H a m b u rg e r bun'!

The 'Hamburger Bun'
- a framework for business improvement

Process Production Distribution

A t the to p , th e  w h o le  b u s in ess  m u s t b e  d riv en  
b y  a  c o h e re n t s tra teg y , w h ich  w ill d e fin e  long  
te rm  m ark e ts  an d  a reas  o f  m a n u fa c tu rin g  
su p erio rity . F ro m  su ch  a  s tra teg y  sp ring  
in te rn a l goa ls  fo r  th e  o rg an isa tio n  such  as 
q u a lity , tim e  to  m a rk e t an d  co st. W ith in  the 
'm ea t' o f  th e  h a m b u rg e r  are  th e  p rim ary  
ac tiv itie s  w h ich  c rea te  p ro d u c t v a lu e . T h ese  
can  b e  im p ro v ed  in  a v a rie ty  o f  w ays:

• b y  im p ro v in g  the  w ay  th e  w h o le  
o rg an isa tio n  w o rk s th ro u g h  b e tte r  cu ltu re  
an d  m e th o d s . T Q M  tack les  th is  ta sk  fro m  
th e  an g le  o f  q u a lity .

• b y  im p ro v in g  m o re  sp ec ific  areas th ro u g h  
tech n iq u es  su ch  as JIT , w h ich  a im s to  
s im p lify  lo g is tic s , an d  h en ce  c rea te  m ore  
e ffic ie n t p ro d u c tio n .

T h e  lo w e r p a r t o f  the  b u n  is co n c e rn e d  w ith  
in teg ra tin g  the  b u s in ess , la rg e ly  th ro u g h  the use 
o f  co m p u te rs , n e tw o rk s  an d  au to m atio n , and  
th is  is w h ere  C IM  ap p lies .
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T h ese  ap p ro ach es  h av e  b een  in te rp re te d  an d  
d e fin e d  in  a v a rie ty  o f  w ay s. T h is  is e sp ec ia lly  
tru e  o f  C IM , w h ere  th e  sco p e  can  v a ry  fro m  
in teg ra tin g  o n e  a rea  o f  p ro d u c tio n  in  a  s in g le  
fac to ry , to  th e  co m p le te ly  in teg ra te d  g loba l 
en te rp rise . A s th e  k e y  e le m e n t o f  C IM  is 
in teg ra tio n , it fo llo w s n a tu ra lly  th a t the  scope  
o f  a  C IM  s tra teg y  sh o u ld  be  the  a rea  o f  
b u s in ess  w h ich  fo rm s a  n a tu ra l u n it o f  
in teg ra tio n .

T h ere  is a ran g e  o f  issu es  in  the  m e a t in d u stry  
w h ich  can  b e  a d d re ssed  th ro u g h  the  u se  o f  
C IM . T h ese  in c lu d e :

• T h e  lo g is tic s  o f  g e ttin g  a n a tu ra l p ro d u c t to  
m arke t.

• T h e  in c re a s in g  le v e l o f  reg u la to ry  co n tro l 
o v e r  q u a lity , o u tp u t, e tc .

• C o n su m er d em an d  fo r  an  in c reas in g  ran g e  o f  
p ro d u c ts .

• C o n tin u in g  c o s t p ressu res .

A ll o f  th ese  can  b e  im p ro v ed  th ro u g h  b e tte r 
in teg ra tio n  o f  th e  b u s in ess , an d  ex am p le s  in  
o th e r  in d u s trie s  h av e  d em o n s tra te d  this 
co n c lu siv e ly .

W H A T  IS  C IM ?
B ecau se  C IM  is so d iv e rse  in  its  ap p lica tio n , 
th e re  are  m an y  d e fin itio n s. H o w ev er, the 
cen tra l c o n ce p t is th a t a su ccessfu l C IM  
im p lem en ta tio n  w ill re su lt in  a  m an u fac tu rin g  
b u s in ess  w h e re  a ll p ro cesse s  are  in teg ra ted ; 
w h ere  p ro d u c tio n  p lan n e rs  an d  sch ed u le rs , 
o p e ra to rs  an d  acc o u n tan ts  share  the  sam e d a ta  
as fo rem e n  a n d  p ro cess  en g in eers .

T h e  te ch n iq u es  an d  te ch n o lo g ie s  th a t m ak e  up 
C IM  sp an  all the  m a jo r  b u s in ess  fu n c tio n s , 
in c lu d in g  th o se  o f  re la te d  b u s in esses  such  as 
cu s to m ers  an d  su p p lie rs . S o m e are b as ica lly  to 
d o  w ith  im p ro v in g  the  e ffec tiv en ess  o f  spec ific  
fu n c tio n s . O th e rs  are  m o re  to  d o  w ith  
in teg ra tin g  the  ac tiv itie s  o f  sev era l fu n ctio n s.

Tfi
Id ea lly  C IM  d ev e lo p s  c o o rd in a tio n  am ong ^ 1 
b u sin ess  fu n c tio n s  (the p eo p le , th e ir  ro les, ^ tec 
th e ir  m e th o d s  o f  o p e ra tio n ) an d  a lso  helps ck  
re fin e , m o d ify  o r  re o rg an ise  som e function8 av< 
m e e t cu s to m er n eed s an d  co m p e titiv e  Ve> 
p ressu res , reg a rd le ss  o f  to d ay 's  organisation  s°f 
s truc tu re . A  c o m p le te ly  in teg ra te d  d a ta  fl°'1 ^  
fro m  rec e ip t o f  o rd e r to  d e liv e ry  o f  the  pr°^  tec 
is the  u ltim a te  C IM  co n fig u ra tio n .

S tream lin in g  tasks in  th is  w ay  m o v es  func^ ^1 
c lo se r  to g e th e r  in  te rm s o f  co m p le ten ess  afl ^  
tim e lin ess  o f  in fo rm a tio n  flo w , p ro v id in g  ^  c 
accu ra te  d a ta , b e tte r  co n tro l an d  fa s te r  ^  
ex ecu tio n . I t o b lig es  p eo p le  in  a ll function8 to 
seek  co m m o n  g ro u n d  fo r  sh arin g  in fo rm a l

C IM  is  n o t a  p ro d u c t. Y o u  can n o t ru sh  o n '1 
b u y  it fo r  im m ed ia te  in s ta lla tio n . O n  the 
co n tra ry , C IM  is a  s tra teg ic  ap p ro ach  th a t& 
sev e ra l y ears  o f  d ev e lo p m en t. I t  b eg in s, n°: 
w ith  a d ec is io n  to  in v est, b u t w ith  a  clear 
u n d e rs tan d in g  b y  top  m a n ag em e n t o f  the 
m ark e ts  th ey  o p e ra te  in . W h a t w ill they 
m ak in g  in  the  y ears  ah ea d  an d  w h at are  
co m p e tito rs  lik e ly  to  b e  d o in g  th en ?  B asef 
th a t v is io n  o f  the  fu tu re , top  m a n a g e m e n tc 
then  - an d  o n ly  then  - b eg in  to  b u ild  a  p ictl1' 
the  tech n o lo g ie s  th ey  n eed , to  c rea te  a 
m a n u fa c tu rin g  o p e ra tio n  th a t w ill be  
co m p e titiv e  in  th e  lo n g  te rm .

T h ese  tech n o lo g ie s  are  n o t fix ed . T h ey  $  
b e in g  ad d ed  to  co n s tan tly . C o m p an ies  rn11' 
lea rn  to  d ev e lo p  C IM  w h ils t con tinuously  
d raw in g  u p o n  re le v a n t ad v an ces  in  techn0 
T o  d o  so th ey  m u s t b r in g  to g e th e r b u s in g  
re sea rch , en g in ee rin g , p ro d u c tio n , d a ta   ̂
p ro cess in g  an d  h u m an  re so u rce s  experts $  
d ed ica te d  m a n u fa c tu rin g  te ch n o lo g y  teal11.

• (f
T h e  in v e s tm e n t re q u ire d  is su b stan tia l, 111 
o f  c ap ita l co s t, tra in in g , an d  in  m anager11 
tim e. C IM  freq u en tly  a lso  lead s to  m a j° r 
ch an g es  in  th e  p a tte rn s  o f  th in k in g  and  
b eh av io u r th ro u g h o u t the o rg an isa tio n . ^  
to  ap p ly  it  as a  b an d ag e  to  c o v e r  u p  the 
a rch a ic  p rac tices  w ill n o t e ffe c t a  cure.
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H«
C O N S T IT U E N T S  O F  C IM

, ^ ̂ ch:
‘elPs to  th in k  o f  C IM  as a to o lk it o f

ns'

cle ni(lUes an d  te ch n o lo g ie s , a p p lied  w ith in  a 
ar strategic fram ew o rk . S o m e to o ls  are

o ff- th e -sh e lf  as p ro d u c ts  fro mf ia b le

3l)j 0rs> fo r  ex am p le , p ro d u c tio n  co n tro l 
0#( ^  Ware. O th e rs  are  e ssen tia lly  p h ilo so p h ies , 

m t6cf 1Selves in v o lv in g  a v a rie ty  o f  m a n ag em en t
^ques.

0Ue
.¡¡’ Q . Useful w ay  o f  lo o k in g  a t th e  co n stitu en ts  o f  

^  ^  ls th ro u g h  th e  c o n ce p t o f  v a lu e  cha in  
J  Sch ^s*s> P o p u la rised  b y  H a rv a rd  B u sin ess  

^ ^ ° 1  s M ich ae l P o rte r. P o rte r  arg u es th a t the  
°h je c tiv e  o f  a  m a n u fa c tu rin g  b u s in ess  is 

^  v alue to  th e  p ro d u c t. V a lu e  is d irec tly
'add,

^  any  p ro cess  w h ich  m o v e s  the p ro d u c t

it« raw m a te ria l th ro u g h  to  th e  m ark e t.
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erials do

1hater^ ca  t0  fa c ilita te  a  p ro cess , as are  the  raw  
S to rin g  an d  m o v in g  d a ta  o r

1 n o t a d d  v a lu e  th em se lv es .

N o te  th a t th e  v a lu e  ch a in  cu ts  r ig h t across 
co n v en tio n a l d ep a rtm en ts . I t fo cu sses  th e  m ind  
on  rem o v in g  th e  b a rrie rs , an d  h en ce  on  
in teg ra tio n .

W e can  b reak  d o w n  all C IM  tech n o lo g ie s  in to  
th e se  th ree  ca teg o ries :

1 A dd ing value
T h ere  is a c lass  o f  C IM  ap p lica tio n s  w h ich  
ap p ly  to  sp ec ific  fu n c tio n s , an d  co n trib u te  
d irec tly  to  o n e  e le m e n t in  the  v a lu e  chain . 
T h ese  te ch n o lo g ie s  im p ro v e  the  e ffic ien cy  
o f  eac h  sp ec ific  ac tiv ity  and , w h ere  they  
cap tu re  d a ta  in  a su itab le  e lec tro n ic  fo rm , lay  
som e o f  th e  fo u n d a tio n s  fo r in teg ra tio n .
T h ey  are  ca lled  value technologies.

S in ce  th e  ad d ed  v a lu e  w h ich  the  
s lau g h te rin g  an d  b u tc h e ry  p ro cesses  g ive  to  
an  an im al is sm all an d  u n d e r  in c reas in g  
p re ssu re , o p tim isa tio n  o f  eac h  stage  in  the 
p ro cess  is c ritica l to  the  p ro fitab ility  o f  the 
in d u stry . P a rtic u la r  ex am p les  o f  va lu e  
te ch n o lo g ie s  are  the  d iv id in g  o f  a ca rcase  
in to  its  p rim a l cu ts; rem o v in g  th e  b o n es; and  
accu ra te  p o rtio n  co n tro l.

2 M aterials handling
T his  ca teg o ry  in c lu d es  au to m a te d  
w areh o u ses , co n v ey o rs , g u id e d  v eh ic les  and  
s tack e rs  - w h a t w e  c a n  c a ll materials 

technologies. T h ey  p ro v id e  the  m ean s o f  
m o v in g  m a te ria ls  f ro m  o n e  o p e ra tio n  to  
an o th e r an d  fo r  s to rin g  th e m  in  in te rm ed ia te  
b u ffe rs  i f  n ece ssa ry . S u ch  o p e ra tio n s  d o  no t 
ad d  v a lu e , an d  sh o u ld  b e  av o id ed  i f  a t all 
p o ssib le . I f  e ssen tia l, th ey  sh o u ld  be  done 
eco n o m ica lly . T h e  e co n o m ica l ap p ro ach  
o ften  in v o lv es  au to m atio n , in  w h ich  case  the 
m a ch in es  n e e d  to  be  to ld  w h a t to  d o  and  
w h en . T h ey , in  tu rn , m u s t rep o rt co m p le ted  
ta sk s  an d  an y  p ro b lem s.

3 Inform ation handling
H ere  w e in c lu d e  a ll ac tiv itie s  a sso c ia ted  w ith  
the  acq u is itio n , s to rag e , tran sfe r, re triev a l 
an d  an a ly sis  o f  d a ta . S o  p ro g ress in g , 
in sp ec tio n  an d  co s t acco u n tin g  are  inc luded , 
a lo n g  w ith  th e  co m p u te rs , d a tab ases  and



te le co m m u n ic a tio n s  w h ich  su p p o rt such  
fu n c tio n s . T h ese  are  la b e lle d  information  

technologies.

S u ch  ac tiv itie s  can  o ften  b e  s im p lified .
M o st b u s in esses  co lle c t a  lo t o f  irre lev an t 
in fo rm a tio n , w h ils t m iss in g  o u t o n  m o re  
v ita l fac ts . H o w e v e r, the re  are  o ften  
co m p lex  re g u la to ry  req u ire m en ts  to  be  m et. 
F o r  ex am p le , th e re  m a y  b e  reg u la to ry  
req u ire m en ts  th a t e v e ry  ca rcase  m u s t be  
tra c k ed  an d  le g a l re co rd s  kep t. T h ese  d o  no t 
ad d  v a lu e , b u t the  ac tiv ity  is m an d ato ry .

In  th e  case  o f  the  m e a t in d u stry , w e  are  d ea lin g  
w ith  a n a tu ra l fo o d  w h ich  is p ro d u c e d  on  an 
ex ten d ed  cy c le  an d  w h ich  can  su ffe r fro m  
v a riab le  w ea th e r. A n d  y e t th e  co n su m er 
d em an d s  an  ev en  su pp ly , an d  in  ev e r  in c reas in g  
v arie ty . C o n tro l o v e r  th e  w h o le  ch a in  is n eed ed  
to  m a in ta in  an  e ffic ie n t su p p ly , an d  o p tim is in g  
in  th is  m a n n e r  is a lread y  b e in g  p rac tic ed  in  the 
fo o d  in d u stry .

A u to m a tio n  h as  a lread y  b een  ap p lied  
ex ten s iv e ly  to  a ll s tag es  up  to  th e  ch ille r, bu t 
th e re a f te r  th e re  is s till m u ch  scope. T h e  w id e  
v a rie ty  o f  p ro cesse s  (d ep en d en t u p o n  the  fin a l 
p ro d u c t)  h av e  m ad e  th is  d iff icu lt to  ad d ress; b u t 
d ev e lo p m en ts  in  te ch n o lo g y  n o w  m ak e  m an y  
im p ro v em en ts  p o ss ib le , e sp ec ia lly  in  the a rea  o f  
p ack ag in g .

Q u a lity  is an  a rea  w h ich  is a ttrac tin g  m o re  
a tten tio n . F a rm ers  in  so m e co u n trie s  are  p a id  
acco rd in g  to  th e  in sp e c te d  q u a lity  o f  the  m eat. 
S to rag e  o f  in fo rm a tio n  ab o u t q u a lity  is 
d es irab le  is so th a t c o n su m e r co m p la in ts  c an  be 
trac k ed  d o w n  to  a sp ec ific  ca rcase  and  
seq u en ce  o f  o p era tio n s . T h is  all im p lie s  the 
co lle c tio n  an d  p ro cess in g  o f  m o re  da ta ; d a ta  
w h ich  has to  be  c o lle c ted  fro m  a ll p a rts  o f  the 
v a lu e  cha in .

W H E R E  IS  C IM  T O D A Y ?
T h e  ea rly  h is to ry  o f  au to m atio n  has la rg e ly  
been  a p ro cess  o f  rep la c in g  p eo p le  w ith  
co m p u te rs  an d  m a ch in es , c rea tin g  'is lan d s o f  
au to m atio n '. In  essen ce , C IM ’s ro le  is to

in teg ra te  a  w h o le  ran g e  o f  m an u fac tu rin g  
re la te d  ac tiv itie s , w h ich  u n til re ce n tly  have 
o p e ra ted  in d ep en d en tly . T h is  p o ses  a num r 
o f  ch a llen g es  to  m an ag ers : n o t o n ly  d o  the 
v a rio u s  m ak es  o f  h a rd w are  h av e  d ifficu lty  
c o o rd in a tin g  w ith  each  o th e r, b u t the  fu n c f  
th ey  m a n ag e  are  u su a lly  o rg a n ise d  differed 
T h e  m an ag ers  o f  th ese  fu n c tio n s  a lso  tend 
have  d iffe re n t an d  firm ly  h e ld  v iew s o f  the 
w o rld . T h e  in fo rm a tio n  te ch n o lo g y  d e p a rt1 
sees the  issu e  in  c o m p u te r  te rm s; the  sh o p ' 
is o n ly  co n c e rn e d  w ith  p ro d u c tio n  problem

A  c lea r u n d e rs tan d in g  o f  th e  c o m p a n y ’s ne‘ 
fo r  in teg ra tio n  has to  u n d erlie  a ll d ec isio n ^  
te ch n o lo g y  p u rch ase , sy stem s, d a tab ase  desl 
an d  o rg an isa tio n a l res tru c tu rin g . T h e  range 
C IM  tech n o lo g ies  has d ev e lo p e d  rap id ly  °v 
the  p as t th ree  d ecad es . S o m e o f  th e  tools ^  
g rea te s t p o te n tia l are  am o n g  th e  m o s t r c c ^ [ 
an d  h en ce  are  th e  le a s t m atu re .
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C o m p u te rs  h av e  n o w  b een  in  u se  in  in d i^ . 
o v e r  30  y ears , an d  y e t m o s t co m p an ies  s*1 
o n ly  u se  th em  in  d isc re te  ap p lica tio n s. 
few  h av e  m o v e d  se rio u s ly  in to  in te g ra te 11' * 
th o se  w h ich  h av e  d o n e  so  h av e  a c h ie v e d 11 
ben efits .

Se
C]
kt
%

96



The adoption of CIM T h e  o u tp u t fro m  th e  s tra teg y  in c lu d es  a 
p ro g ram m e fo r  a  series o f  d isc re te , in te r
re la ted , m an ag eab le  p ro jec ts . T h e se  are 
p rio r itise d  o n  th e  b as is  o f  th e  P a re to  b en efits  
th ey  b rin g  to  th e  c lien t. E a rly  p ro jec ts  sh o u ld  
b e  a im ed  a t ach iev in g  som e sh o rt-te rm  
su sta in ab le  b en efits .

S in ce  th e  o v e ra ll C IM  ac tiv ity  is lo n g -te rm , the 
s tra teg y  m u s t b e  u p d a te d  o n  a ro llin g  basis . 
C IM  is n o t a o n ce -o n ly  ex erc ise . I t is p a r t o f  a 
new culture o f  continuous improvement.

ea n  Ulcal n a tu re  o f  C IM  im p lie s  th a t it  can n o t
ÍV IN G  C IM

,yi Ins } °e ach iev ed  w ith  a  'b ig  bang ' app roach .
to b a g rad u a l im p lem en ta tio n  p ro cess  has 

•fi- ^ s i g n e d ,  w h ich  is  m o re  m a n ag eab le , b u t 
A p j. Can still b r in g  a b o u t som e ea rly  b enefits . 
rnap ^  stra tegy  is  an  im p o rta n t f irs t step , to  

strat ° Ut a rch ite c tu re  an d  scope. T h e  
the p P  *s n eed ed  to  d e fin e  th e  o b je c tiv e s  o f  
the dg d ev e lo p m en t, th e  sco p e  o f  th e  w o rk , 

y  CfVt P u d e n c ie s  b e tw een  each  e lem en t o f  
a rch itec tu re  o f  th e  sy stem s, an 

d$ks ^  b en e fits , co s ts  an d  p o te n tia l 
It js and to  se t th e  c r ite ria  to  m easu re  success, 
all Se lh a t b y  th e  e n d  o f  th e  s tra teg y  p h ase , 
of. l0r ex ecu tiv e s  h av e  a  c le a r  u n d e rs tan d in g

Achieving CIM by stages

— - \  Project 1 [
CIM _________

Strategy — Project 2 f
Project 3

""I Project 5 L_-------------- ,
....... Project 6 |

X | Project 4 |

Update strategy

time

I t  is im p o rtan t to  re c o g n ise  th a t the  w o rld  w ill 
m o v e  o n  d u rin g  th e  im p lem en ta tio n  o f, say , a 
fiv e  y e a r  im p lem en ta tio n  p lan . T h ere fo re , the 
goals  o f  the  b u s in ess  w ill c h an g e  a n d  o n e  m u st 
e x p ec t to  re -d e fin e  th e  s tra teg y  p e rio d ica lly  to  
m e e t the  n ew  goals.

the* •
the LSSUes th e y  face  
the ec*s*0ns th ey  m u s t m ak e  
the ° ^ 0ns a v a ilab le  a n d  a  c lea r p ic tu re  o f  
tfje ^  d irec tio n  th ey  h av e  ch o sen  
tu C0*ts, b en e fits  an d  risk s  a sso c ia ted  w ith  

w°rk

Pro Ct° rS ^  w h ic h  th e y  can  m o n ito r  
and  success

rn., e fe so u rce s  an d  co m m itm e n t they  
st niake.

S,eni,Or.
CIM deSta^  m u s t b e  c o m m itted  to  m ak in g  the 

^el° p m e n t a  su ccess . T h ey  m u s t a lso  
'v0r]j at *s re q u ire d  o f  th e m  to  su p p o rt the

T h e  ea rly  s tag es  w ill in v o lv e  the  w h o le  
o rg an isa tio n  in  b eco m in g  co m m itte d  to  a 
co m m o n  v is io n  o f  the fu tu re . T h is  co rp o ra te  
c o m m itm en t is e ssen tia l to  ach iev in g  an y  large 
m easu re  o f  c h a n g e  in  a  co m p an y , an d  is o n e  o f  
the  m o s t d iff ic u lt e lem en ts  to  acc o m p lish  in  
such  a  p lan . In  m o st cases , th e  o rg an isa tio n  can 
b en e fit f ro m  a rad ic a l re - th in k  b e fo re  ex p en siv e  
au to m atio n  is ap p lied . T h e re  is little  p o in t in 
p la s te rin g  ex p en s iv e  c o m p u te r  sy stem s o v e r the 
c rack s  o f  a p o o r  o rg an isa tio n . C o n cep ts  such as 
T o ta l Q u a lity  M an ag em en t, Ju s t In  T im e  and  
In te g ra te d  L o g is tic s  c an  b e  ap p lied  in  the  early  
s tag es  to  d ev e lo p  th e  sh ap e  o f  th e  o rg an isa tio n  
an d  th e  w ay  in  w h ich  it th inks.
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C IM  is a jo u rn e y , n o t a  d es tin a tio n . A  h ea lth y  
o rg an isa tio n  w ill a lw ay s  e s tab lish  new  b u sin ess  
goals  b e fo re  it  ach iev es  the  o ld  on es. O n ly  by  
c rea tin g  n ew  ch a llen g es  can  it h o p e  to  stay  
a h ea d  o f  th e  co m p etitio n .

C IM  S T R A T E G Y
T h e  p ro cess  o f  a ch iev in g  C IM  starts  w ith  the 
C IM  stra teg y . T h is  ty p ica lly  takes s ix  m o n th s  
to  p rep a re . I t  req u ire s  m e asu ra b le  s tages to  
m o n ito r  p ro g ress .

Developing the strategy

where are 
we now?

business
goals

best
practice

CIM technology
opportunities forecast

T h e  m a in  s tag es  are:

Define the business goals
T h e  o v e ra ll b u s in ess  s tra teg y  fo r the 
o rg an isa tio n  w ill n o t n o rm a lly  b e  ex p re ssed  in  
m a n u fa c tu r in g  te rm s. T h o se  p arts  th a t are  
re le v a n t to  m a n u fa c tu rin g  an d  its  su p p o rt 
sy stem s n eed  to  be  in te rp re te d  in  te rm s o f  C IM .

Establish w here we are now
M an ag ers  o ften  d o  n o t k n o w  in  su ffic ien t d ep th  
h o w  the  c u rre n t o rg an isa tio n  o p e ra te s , b u t a 
d e ta ile d  u n d e rs tan d in g  o f  th is is e ssen tia l 
b e fo re  im p lem en tin g  C IM . M o d e llin g  the 
c u rren t o rg an isa tio n  in v o lv es  an a ly s in g  the  type 
an d  n a tu re  o f  th e  co m p an y 's  ac tiv itie s ; w h a t 
d a ta  is u sed  a ro u n d  th e  o rg an isa tio n  an d  h o w  it 
is d issem in a ted ; the  c o n tro l sy stem s an d  h ow  
e ffec tiv e ly  th e y  p e rfo rm  fo r each  ac tiv ity . T h is 
m o d e llin g  ac tiv ity  is b a sed  o n  the  id en tif ica tio n  
o f  th e  v a lu e  ch a in  an d  u p o n  m easu rin g  m a jo r 
p a ram e te rs  re la te d  to  th e  ch a in , such  as tim e o r 
co st. S u ch  an a ly sis  is  v ita l to  h e lp  sen io r

m an ag ers  u n d e rs ta n d  th e  n a tu re  o f  the  chaw 
th a t h av e  to  be  m ad e . I t  is a lso  u sed  as a

cre
P rc
irjc

b ase lin e  a g a in s t w h ich  to  co m p are  change5, t

CIM Vision of
index V the future j

Establish best practice
H ere  w e  seek  to  e s tab lish  w h a t o th e r  comp' 
are  d o in g  - an d  p e rh ap s  m o re  im portantly»'' 
th ey  ex p ec t to  ach iev e  in  te rm s o f  
m a n u fa c tu rin g  p e rfo rm a n c e  an d  technolog) 
T h e  so u rces  o f  th is  k in d  o f  in fo rm a tio n  are 
w id esp read , ran g in g  fro m  p u b lish e d  article-' 
sp ec ia lly  co m m iss io n e d  an d  co n fid en tia l 
re sea rch . In c rea s in g ly , o th e r  co m p an ies  - 
e sp ec ia lly  co m p an ies  w h ich  are  n o t direct 
co m p e tito rs  - m ay  b e  w illin g  to  exchange 

in fo rm a tio n . D o  n o t lim it best 
p rac tic e  d a ta  g a th e rin g  to  
co m p e titiv e  co m p an ies . T he &  
s ig n ific an t te ch n o lo g y  
b reak th ro u g h s  are m o re  likely 
o ccu r in  o th e r  in d u s try  sectors» 
o th e r  co u n trie s .

Identify the list o f potential C IM  projet
W ith  the  b as ic  u n d e rs tan d in g  o f  the  b u s i^  
d riv ers  an d  o f  th e  le v e l o f  te ch n o lo g y  nec 
re m a in  co m p e titiv e , y o u  can  n e x t beg in  1° 
m a tch  b u s in ess  n eed s to  sp ec ific  C IM  
tech n o lo g ie s . F o r  ex am p le , in  th e  m eat 
in d u stry , o n e  is lik e ly  to  in c lu d e  in -lin e  
in sp ec tio n  sy stem s, lo g is tic s  p lan n in g , 
p ack ag in g  au to m atio n , an d  a  ran g e  o f  
co m m erc ia l sy stem s. T h is  ty p e  o f  lis t c$  
be d raw n  up w ith  a w id e  k n o w led g e  o f  , 
s ta te -o f-th e -a rt in  av a ilab le  C IM  techno l0- 
to g e th e r w ith  in fo rm a tio n  on  p o te n tia l 
sup p lie rs.

D ra w  up a C IM  Index
T h e  C IM  In d ex  is a s tra ig h tfo rw a rd
assessin g  C IM  p rio ritie s  a g a in s t business t 
E ac h  b u s in ess  g o a l is w e ig h ted  in  te rm s 0 
im p o rtan ce  an d  eac h  C IM  ap p lica tio n  is ,, 
w e ig h ted  in  te rm s o f  its  co n trib u tio n  to ^  
b u s in ess  goal. T h is  p ro v id es  an  in itia l P1̂  
o f  w h ich  ap p lica tio n s  w ill h av e  m o s t in #   ̂
the  b u sin ess . T h a t p ic tu re  m a y  s u b s e q ^ .  
m o d if ied  b y  an  e x am in a tio n  o f  d ep en d s11̂  
b e tw een  ap p lica tio n s  - fo r  ex am p le , alth0
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w . tlng a p ro d u c t d a ta  b a se  m ay  n o t in  itse lf
Prod,
lncu:

Uce m a jo r co s t sav ings (indeed , it  m ay
te r a ne t co st) it is an  e ssen tia l p re lim in a ry  to  

c nologies su ch  as C A E .

F in a lly , o n e  can  seq u en ce  a ll th e  p ro jec ts , 
tak in g  acco u n t o f  d ep en d e n c ies  an d  re so u rce  
co n stra in ts .

h.«fineS- . e a vision o f the future
tQ r M anagers are  n o w  in  a p o s itio n  to  p u ll 

the ^er a r e s t i v e ly  co m p le te  p ic tu re  o f  w h ere  
0^  CornPany c o u ld  (o r sh ou ld ) be  in  
Vi$i tactUrin g  te rm s in  f iv e  y e a rs ’ tim e. T h is 
ril, (̂)n sh ou ld  in c lu d e  the a rch itec tu re  o f  the 
cha Û actUrln g  p ro cess ; w h a t k in d  o f  cu ltu ra l 
str ^es 316 n e e ded ; an d  h o w  th e  o rg an isa tio n a l 
fe CtUre w ill h av e  to  ch an g e . T h ere  m ay  be 
hje evels  w ith in  th e  o rg an isa tio n a l 

chy, as co m p u te rs  s im p lify  the 
R a t io n  an d  d issem in a tio n  o f  in fo rm atio n .

1 f0 ^ t i l  in c re a s in g ly  b e  h an d led  by  team s 
haye ^ to  ta ck le  sp ec ific  p ro jec ts . W e  a lso  

ji c0n"r l°  0verco m e  th e  v e rtic a l co m m an d  and  
inta 1 struc tu re  w h ich  in h ib it h o rizo n ta l 

Nation.

Vi
0ri the future

Organisation 
Cultural changes 

Physical layout 
Systems architecture 

Costs, risks, benefits 
Performance - each stage 

Staged plan________

CIM
Strategy

C O N C L U S IO N
C IM  is  n o t an  easy  o p tio n , b u t th e  b en e fits  are 
such  th a t it  m ay  b eco m e  an e ssen tia l ro u te  fo r 
su ccessfu l b u s in esses  d u rin g  th e  1990s.
C are fu l p la n n in g  is e ssen tia l, in  o rd e r  to  en su re  
th a t on ly  re le v an t, co s t-e ffec tiv e  tech n o lo g y  is 
ap p lied . T h e  h u m an  asp ec ts  o f  C IM  are  eq u ally  
im p o rtan t; th e  cu ltu re  an d  o rg an isa tio n  n eed  to  
be  d ev e lo p ed  in  c o n c e rt w ith  th e  tech n o lo g y .

There ■ ComP,ete C IM  Strategy
Cllq 1S a n a tu ra l seq u en ce  to  b u ild in g  m o st 
lhe fr0nStems> fn th a t it m ak es  sense  to  s ta rt at 
’ho$e „ end  o f  th e  b u s in ess , an d  f irs t in s ta ll 

^ Stems w h ich  h av e  to  g en e ra te  th e  in itia l 
Staq . .  ^ h in  a p ro c e ss  b u s in ess  it is sen sib le  to  
% ir s the lo w  le v e l c o n tro l sy stem s and  
c0ritr0j nsors> b e fo re  b u ild in g  h ig h e r lev e l 
W ej. ^ T s’erns w h ich  req u ire  the  d a ta  fro m
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