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Introduction

The aim of this document, based on the presentation given by Tony Barnes, Director of Human Resource Development at the Europe Japan Centre, is to provoke thought about developing people by combining the best practice from East and West to create the organisation of tomorrow.

We hope that it will also lead you to formulate ideas about the possibilities for improvement within your own organisation. For those who are in sympathy with these ideas but are unclear about the way forward, the Europe Japan Centre has a human resource team with a range or expertise to help you focus on the issues relevant to your organisation, and develop strategies to help you implement these new ideas successfully. For more information please contact Cristina Bevan at the number below.

The Europe Japan Centre, Nash House, St George Street, London W1R 9DE.

Tel: 0171 491 1791, Fax: 0171 491 4055

Developing People - the Competitive Edge

by Tony Barnes,the Europe Japan Centre,

Introduction

It is obvious to everyone that competition and customer needs are changing more quickly than ever before. This means that if companies are to suvive and grow they have to be competitive. They need to look around the world and adopt or improve systems, procedures and applications which are leading to successful productivity, service and a really committed workforce. This does not mean merely paying lip service to new practies but actually making and allowing a new working environment which taps the creativity and ideas of all the people in an organisation.

Visions, mission statements and strategic intent

It is an important fact that most really successful companies today began with visions or mission statements that were out of proportion to their resources at the time. This points to the absolute need to have a longer term strategy in order to survive, let alone succeed and grow. It is my experience that there needs to be almost an obsession to win at all levels of the organisation. Organisations need both a strategic indication and a formula that is understandable and realistic.

Inventiveness and creativity

Management needs to understand that growth depends more on the inventive capacity of individuals and teams than on the ability of management to direct the efforts of employees towards an ambitious strategy which may not obtain greater commitment or deliver empowerment by allowing creative thinking to take place.

Achieving a strategy for growth requires enormous creativity in relation to the means. Look at the example of Fujitsu and their use of strategic alliances in Europe to attack IBM.

Senior management's role in motivating people

One of the new requirements for management will be the work of encouraging employees in identifying the local point for efforts and improvements without being too prescriptive or limiting. This new application of management skills will stretch the organisation to its limits but it will produce the ideas and creativity needed for success.

Senior management's awareness of corporate challenges needs to come from analysing competitors as well as from industry trends. By doing this, management will discover potential competitive openings and identify the new skills needed for the future.

For the challenges to be really effective, individuals and teams throughout an organisation must understand the challenges and see their implications for their own jobs. There needs to be a passion and desire among all people to become the best in whatever they do.

Kaizen

The practice of Kaizen is wide-ranging and complex. To practice Kaizen correctly and successfully requires fundamental changes in attitude and behaviour, examining and probably changing the present roles of people and their relationships with one another.

Incorporating a continuous improvement practice within a human resources strategy creates an environment where people can be developed to their full potential within the framework of the organisation. The practice of Kaizen results in greater flexibility of people, better communications, co-operation and motivation. People tend to develop closer relationships and identify with the organisation in a deeper way. Kaizen can therefore be utilised as the central basis or core for creating improved performance by collective responsibility and participation. It leads to a unified practice in attitude and behaviour and - it never ends.

The importance of information

Staying ahead of the competition and the customer is about being proactive not reactive. Most customers do not know what they will need one, three or five years from now. If you, as a potential supplier, wait until then to find out you will probably not be ready to fill those needs, but your competitor may.

As I continue to visit many companies it has become very clear to me that where an organisation has developed a competitive focus at every level by making widespread use of competitive intelligence, a resulting desire for each individual and team to achieve even higher goals has occurred. In addition every employee should be able to measure his or her efforts against first class competitors in order for the challenge to become personal.

Appraising: a new and better way

The importance of reducing competition within a company and replacing it with ever closer co-operation between people, departments and divisions can only be achieved if the divisive elements of today's management practices are radically reformed. I suggest one of the main subjects for review should be that of appraisal systems; consider eliminating individual appraisals which are divisive and allow barriers to build up between people, and instead look at a more informal team appraisal system that emphasises the positive aspects of people and work. The most effective appraisals to date are those based on human values not on whether targets have or have not been reached.

A formula for the future

It is imperative to understand that an organisation's capacity to improve existing skills and learn new ones is the biggest competitive advantage of all. This will only be achieved through people.

Whatever the actual challenge may be, employees need to be engaged intellectually and emotionally in the development of new skills and a wider understanding of the business. Without this challenge and commitment by the senior management team there will be no real improvement or growth.

Too often employees are asked to commit themselves to corporate goals without any matching commitment from top management. Employees have to see and feel management's desire to improve business and be encouraged to participate in a deeper way than in the past. It is a fact that most people want to give more to their organisations and be more deeply involved - it is up to management to make it happen.

Conclusion

'Human Capital' has seldom had as much planning as other factors which have been easier to measure and control. Mobilising human resources is crucial to the economic vitality of every organisation. Japan's skilful mobilisation of the needs, abilities and values of its workforce was a major factor in its success during the 1960s, 1970s and 1980s. It is clear that if you wish to be competitive, you must make the best and fullest use of all your people. Only dedicated and efficient people will give you a lasting competitive edge.

Slides used in the presentation











	













	






	




	


	


















CASE STUDIES

A new style of leadership at Vacuum Mould Industry, Tokyo

Vacuum Mould Industry Ltd is one of Japan's many medium-sized companies. Founded in the 1960s by is current President, Takashi Kitazawa, it employs 130 people making vacuum moulded products which are used, for example, as disposable food packaging, for car dashboard etc. The company was one of the first to introduce vacuum moulding technology to Japan and, compared with other companies in the sector, has a record of success in growth and profitability.

One of the keys to the company's success, according to its President, is an extremely unusual factor: his own blindness. When he was 33, and when the company had to 40 employees, Mr Kitazawa suddenly lost his sight. With the help of his wife and other employees, he decided to continue running the company and developed, because of his blindness, a new and effective style of leadership.

Before he became blind, Mr Kitazawa spent some of his time involved in the actual production of moulds. When this was no longer possible, he introduced major changes to his work:

- stepping back from this daily involvement in production work to consider the larger issues: how should the company develop, what new equipment or technologies should be purchased, how can the employees be more motivated and satisfied.

- analytically considering details of production, organisation and co-ordination: as he could not see the manufacturing process, the technical drawings used for production etc., other people had to describe these things to him; the detailed questions he had to ask to understand fully what was happening often led to ideas for improvements.

In retrospect, Mr Kitazawa thinks that these new roles - which were forced on him - were major reasons for the company's success. He feels that too often in small and medium-sized companies, the managing director is so involved in daily problems that he/she can neither see the broader picture nor focus in sufficient detail on specific problem areas.

The major problem for him now is to find and train other people to think and work like himself, first to share his role now the company is larger, and later be able to take over from him.

He feels it is vital that people in charge of small and medium-sized companies treat their role as leaders more seriously. Like the leaders of larger enterprises they should concentrate on 'seeing' the major issues for their organisation, rather than on 'doing' things which other people in the company can do. Only in this way, he believes, will companies have the vision to succeed.

Customer Service at the Daiichi Hotel Annex, Tokyo

A virtually unknown, and relatively small, hotel in Tokyo has shot to the top of the Nikkei Trendy Index (a regular survey of hotels ranking them according to their facilities and services), thanks to its flexible staffing policy.

The Daiichi Hotel Annex (DHA) in Tokyo scored almost maximum marks in the category of customer service, outdoing such well-known names as the Imperial Hotel and the Okura Hotel. DHA's manager attributes this to the hotel's system of multi-skilling for its staff. Instead of training staff for one specialist job (receptionist, concierge etc.), staff are divided into three main areas:



- room-related work



- eating and drinking 



- cooking.

Room-related work, for example, covers specific jobs such as receptionist, room-service, bell-boy, concierge.

The theory behind this approach is that hotel life is full of all sorts of unpredictable events, irregular work flows and unusual customer requests. If someone is trained for only one job, there are many occasions when the hotel cannot meet customer requirements. If staff are trained for several jobs, work can be shared at busy periods and a better service offered to customers.

Nikkei Trendy staff, for example, made several unusual requests while they were checking the hotel for the survey. They asked where they could find a colour copy shop, whether some typing could be done for them between midnight and early the following morning, to let them know as soon as a fax was received etc. All of these requests were compiled with by the first person who was asked: the copy shop was indicated verbally and with a map; the typing could not be done in the middle of the night but was done by the required time early next morning; the television in the room showed that the fax had arrived. In addition, as the room-service telephone number was engaged when called, the concierge took the message and relayed it immediately to room-service, so the guests did not have to keep re-dialling.

The hotel has a training manual which all employees are well-acquainted with, but a considerable time during induction is devoted to persuading imployees of the value of providing an all-round excellent service, in which they cover, when necessary, for their colleagues. Staff should never say or imply 'that's not my responsibilty'. The base-ball analogy is used to stress that bases always need to be covered by someone.

DHA's sudden appearance at the top of the Nikkei Trendy league table has been taken extremely seriously by other major hotels in Tokyo. Many of them are now studying the DHA model.

How a UK Food Company Turned Itself Round with the Hope of the Europe Japan Centre

How a UK Food manufacturer, founded over a hundred years ago, until recently in a family ownership but now part of an investment company's portfolio.  The company has around 120 employees and a turnover of £10 million.

The problem: Although the company has regularly returned a profit, in the early 1990s new management identified several key areas of concern which together meant the company was ill-equipped to cope with the challenges of the next few years:

- static financial performance

- pedestrian in terms of innovation

- unprepared for more stringent food safety requirements

- poorly placed to beat more powerful competition

- customer service below required standard

- not very good industrial relations with many petty grievances

- hierarchical and autocratic management style

The process of change - Stage 1: Management made the decision that if the company was to survive and prosper, attention had to be focused on two areas:

            (a) investment in the facility

            (b) "turning the people round" and involving them in the business.

This paper focuses on the second of these priorities.

From the start the new management made the decision that they had to break down the "them and us" culture; they needed to introduce a new culture of confidence, open government and involvement.  They decided to do this gradually, but systematically.

First steps included:



- an open door policy: managers made themselves widely available to all employees, regularly spent time of the shop floor, committed themselves to giving as many direct answers as possible, gave out more information about the business to all employees etc.  As a result, people in different positions in the company began to understand more about the business, more about other people's problems and skills, and more about their own role in the business.



- bringing together people from various departments to resolve issues: rather than launching straight into a team approach to everything, ad hoc groups were set up on specific issues and answers worked out for some of the major problems, for example on quality and supply.  In this way, people began to see the value of working together in groups to solve problems, and some of the barriers that existed between different departments began to be removed.



- skills training: new skills, particularly computer training, had been neglected, so staff were now encouraged to volunteer for training .  As a growing number of staff became proficient in using the computer, other - more fearful - members of staff were encouraged to volunteer for training, so that finally very few people remained computer illiterate.

The process of change - Stage 2:  As the climate in the company began to change, management decided to move the programme into its next stage: much greater involvement of all employees.  This included a number of major steps:



- instigating regular company meetings.  The company is small enough for everyone to gather in one large room, so twice yearly meetings were introduced at which the senior managers spoke about the company's past and future performance and staff were encouraged to ask questions.  Initial criticisms that there was too much management talking, that the meetings were too short and the information too statistical were dealt with at later meetings.



- choosing team leaders and setting up teams.  The company considered it vital that more decisions and responsibility should be devolved to people on the productions line or at other points where problem 
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