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Preface to second edition

Since the first edition of this book was compiled in 1979, industriai companies
in Western Europe and the U.S.A. have had to face a severe and prolonged
recession. Whole industries have been shattered when they failed to respond to
new and dangerous times. Most of the manufacturing units that have survived
have required major redundancy programmes to ensure their continuity.

It is fashionable to blame governments for giving insufticient support to
industry. From time to time industrial managers have asked for more grants
for capital expenditure, import controls to keep out unwelcome products from
overseas competitors and draconian measures to control trade union
activities.

The true reason for industrial decline lies nearer home. Those of us who
have held senior positions during the last five years must explain why in many
organisations it needed the recession to produce realistic manning levels, or a
view of economic reality which ensured that sufficient cash was generated to
permit required capital expenditure.

This second edition could quite easily have been a chronicle of how the
‘brink of disaster was avoided. Instead it reiterates the assumptions of the
first edition. If managers in industry become capable of analysing the en-
vironments which impact on industry and then reflect the need for change
through the production svstem, there should be no reason for going near
the brink at all. For the reader the pain of experience will be missing from
this book. What remains is the opportunity fo review the analysis and
methods which, having ensured survival, will now go on to provide the
basis for industrial resurgence.

This is still not a conventional book ~n pioduction management although it
covers in detail the techniques needed within the function. It suggests that the
production activity should be seen as a system, conditioned by its environment
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xvi PREFACE TO SECOND EDITION

and only capable of being drastically improved if all the factors making up the
system are taken into account. These, it is suggesied, can be regarded as a
framework, comprising work organisation, methods of motivation, the
resources needed in production and the systems of planning and control. One
element of the framework cannot be altered without some effect on the cthers.

Using this approach, many industrial managers have realised the many
opportunities, as well as problems, that rapidly changing environments have
brought. The use of computers, microprocessors and robotics, all allied to
flexible manufacturing systems, provide even the smokiest of smoke-stack
industries with the means of lowering production costs and so competing in
world-wide markets. There is strong recognition in this second edition of the
need to deploy computers and microprocessors wherever they can be cost-
justified. Applications can be as diverse as in well-developed costing systems,
guided vehicle usage in a warchouse, or in ensuring the efficiency and
flexibility of the manufacturing system.

Cash, together with control of working capital, has often proved decisive in
ensuring the viability of an industrial organisation. The combination of such
functions as stock control, materials requirements planning, and factory
scheduling, into an operational planning unit has proved the most suitable
organisational structure for the purpose: Hence the importance attached to
operational planning in this edition.

Costing and cast control toc have been given an enhanced status in keeping
with the need to ensure that accurate costs and appropriate control are
available for all products and processes.

It may be difficult for Westerners to duplicate the culture which has proved
s0 successful in Japanese industry, but those aspects which can be introduced —
the Kanban system of stock control or Quality Circles, for example -- have
been recorded.

The recession has taught us that there is no substitute for effective manage-
ment. There is now much healthy criticism of the diversions away from
profit and cash generation which mis-applied techniques (especially those
relating to behavioural problems) have produced. The chapter on so-called
behavioural science remains, with no amendment to the critical assessment
made when it was first written. In another chapter the problems.of success-
fully applying participation have been changed in only a minor way. The
pendulum has swung towards management and away from democracy and
this is refiected throughout the second edition. The substantial additions
and revisions to the original text reflect the p. ofound technological, socia! and
cultural changes which have occurred in the last five years. The way in which
they can be determined, analvsed and applied within e production system
still forms the basis of this bock. While every production unit is unique
in some way, the approach outlined provides a radically different way of

looking at, and improving, production efficiency.
B. H. Walley



Preface to first edition

This is not a conventional book on producticn management, although it
covers in detail the techniques needed within the function. Its chief objective is
to present, to production and other managers who can influence the operation
of manufacturing units, a way of looking at environments and the production
system that will help them determine an appropriate series of alternatives for
each unit’s change strategy. The subject is a vital one, and a serious look at it
may represent the difference between organisational life and organisational
death in the next decade.

The view from the factory gates for most production managers is
uninspiring. In the UK at least, industry is not held in high regard. Its
productivity is comparatively low, while national economic policies seem at
times to deny the capital investment needed for its improvement. Social
attitudes appear to be fostered which make it difficult to use either the carrot
or the stick for increasing productivity.

My own experience in industry suggests that it is not for the want of trying
that UK production performance remains obstinately low. Most production
managers can point to a long list of activities they have been involved with =
work study, budgetary control, production planning, cost control. Yet the
fundamental problems remain the same. How can the labour force be
motivated adequately? How can conflicts over responsibility, authority and
power between trade unions and management be resolved? How can change
be undertaken without a major upset in the industrial relations situation?

Perhaps it is not the solutions that have proved inadequate but the way the
problems were analysed in the first place. The profound social and culturai
changes now taking place must contine to affect the shopfloor more and mors.
A prime requirement of any production manager therefore is an ability to
analyse his external environment and then determine what changes he must
introduce in order not to be overwhelmed by external influences.

Xvii



xviif PREFACE TO FIRST EDITION

A second reason why productivity continues to stay low may lie in the
training of prnduction managers. They often seem to be technique-orientated
— work measurement, incentives, labour control systems, and so on. The
techniques have usually been applied piecemeal, without regard for their effect
on the production process generally.

So what this book suggests is that the production activity should be seen as a
system, conditioned by its environment and only capable of being improved if
all the factors making up the systzm are taken into account. These, it is
suggested, can be regarded as a framework comprising work organisation,
methods of motivation, the resources needed in production and the systems of
planning and control. One eclemen: of the framework cannot be altered
without some effect on the other parts.

While every production unit is unique in some way, this approach provides
a radically different way of looking at and improving production efficiency.

B. H. Walley
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