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Executive Summary.
1. Tangle Foot must see itself within its environment, and anticipate on the emerging changes.

    Therefore, the barriers to the ‘outside world’  should be removed to make communication and retrieval of 

    information easier. [par.2.1.]

2. Management needs to define the value of information to the business strategy. [par.2.4 - 2.5]

3. To be competitive in the new addressed market , all the resources must be flexible. [par.3.1.2]
4. First business needs have to be defined, to know what the information needs are, and only then IT can be the    

    issue. [par.3.2.1 – 3.2.2]

5. Tangle Foot needs an organizational culture that is dynamic and encourages initiative and innovation.     

    [par.3.2.3]       
6. Senior Management should provide sufficient information in the company to make the reasons for change 

    clear for everybody, to motivate people and to prevent resistance from its employees. Management has to keep

    the impetus up. [par.3.2.4 – 3.2.5]

7. The Chairman Tony Slipper can take the role of keyfigure in the change process since people appreciate him 

    for his open communication and efforts. [par.3.2.6]

8. Management should create the changing environment, not merely respond to it. [par.3.2.7]

9. Instead of decision-making according  to the top-down approach, channeled through rules and procedures, the 
    company has to evolve to a (flatter) information-based structure to become a new, dynamic, flexible 

    organization. [par.3.2.8]

10. Management should build something ‘constructive’ for people to keep pushing it, which is not present in the 

      company now. [par.3.2.9]

11. Training should be one of the main topics, since a new market is addressed. [par.3.2.10]

12. The necessary information should be provided to be able to measure performance and progress. To build 

      knowledge and be able to pass it through, decisions, activities, observations and results should be properly    

      documented. [par.3.2.11]
13. Management needs to specify objectives (and attributes) that measure the alignment with the strategy of 

      becoming a major European manufacturer and supplier of healthcare and packaging products, and with the  

      company slogan ‘Care comes first’. [par.3.3.1]

14. Management should clearly communicate the objectives throughout the company. [par.3.3.2]

15. Evaluate current processes. [par.3.4.1]

16. Management should define their path to market leadership for people to know where the focus is. [par.3.4.2]

17. The primary and secondary activities in the value chain of the company should be identified. [par.3.4.3]

18. Tangle Foot should try to restore its reputation of the old days based on the quality of its products and the 

      service towards its customers. [par.3.5.2]

Section 1 : Background.

1.1.  Tangle Foot and Sons Ltd started business in 1800, with the manufacturing of willow pill boxes for chemists, but during the Crimean War (1853-56) there was an expansion into medical products. Innovation in both machinery and products helped to make Tangle Foot a major force in British manufacturing by 1900. The firm has been very important to the town of Flatfield and at its height in the 1960’s it employed around 3800 people. 

1.2.  Changes came about in the 1970’s when an NHS directive was issued to the effect that plastics must be used for medical containers. The company was forced to diversify and to introduce various cost-cutting activities, a situation exacerbated by the harsher, more competitive climate of the general business world. The owning family was split in 2 opposing camps : those who stressed the importance of continuity, staff security and social responsibility, and those who argued for the need for drastic changes in business practice if the company were to survive. The predominance of the second fraction led to employees being laid off, redeployed or put on reduced hours. Uncertainty and instability replaced the security of earlier times.

1.3.  The appointment of Philip Tangle Foot to Chief Executive in 1987, closely followed by the appointment of the company’s first ever non-family Tony Slipper, were to signal the beginning of a major change period for the company, which started with the establishment of a corporate identity programme run in association with a group of design consultants. The aim was to change the image of Tangle Foot.

1.4.  A new era in the company’s history was initialized in 1989, with a series of company-wide meetings. The turnaround was based upon the new corporate identity which relaunched the group as Tangle Foot with a new logo of a series of coloured numbered ones and accompanied by a new company slogan (Care comes first). The new image was accompanied by the launch of a company-wide Quality Improvement Process.

Tangle Foot Packaging produces rigid-paper packaging for the food and the cosmetics and toiletries industries. The latter products represent an effort to diversify which exposes the company to an entirely new type of market than that in which they had previously operated.

Section 2 : Changing Business.

2.1.  Throughout the years Tangle Foot kept the same traditional, paternalistic strategy. While this was very effective for the early days, the company made the big mistake of seeing itself as an entity entirely separate from its environment, a thick barrier separating the ‘outside world’. This way the company failed to see the evolutions that took place in the business world. There was no transition strategy from doing business in an industrial economy to doing business in an information economy. 


Recommendation 1 :


Tangle Foot must see itself within its environment, and anticipate on the emerging changes.


Therefore, the barriers to the ‘outside world’  should be removed to make communication 


and retrieval of information easier.

2.2.  This information economy, according to Marchand (1990), exhibits 5 basic features that directly relate to 6 major effects on the external environment of business, see box1. [1]

Box1 :   INFORMATION ECONOMY’S IMPACT

                              ON BUSINESS.

   Salient Characteristics of the Information Economy.

1. Information economy is a business reality.

2. Knowledge and information are critical resources to respond to organized complexity.

3. The division of labor has shifted from industrial to information workers.

4. The information economy is an international phe- nomenon.

5. The information processing industry has devel- oped as the basic industry of the information econ- omy.

                            Effects on business.
1. Knowledge is a key factor of production with cap- 

ital, people and technology.

2. Information transforms agriculture and industry.

3. Manufacturing and service boundaries are blurred.

4. Service sector boundaries are blurred.

5. Entrepreneurial opportunities have been created.

6. Information management evolves as a new busi- 

ness function.

The information economy is a business reality in terms of both the composition of the workforce and the impact of information-related work and services on the productivity of national economics. Moreover, information and knowledge are increasingly being perceived as critical strategic resources to respond to the complexity of the global economy, markets and industries.

2.3.  The interaction of the various forces has led to the growth of strategic information management. Information management deals with the acquisition, protection, utilisation, accessibility and dissemination of information, and also the promotion and management of thrusts to derive maximum benefit from the resource. The aim of a information management strategy is to ensure that the organisation obtains the greatest possible real value from its information resource, and to enable its cost-effective management and protection.

2.4.  Information and knowledge play an increasingly active and prominent role in companies’ and organisations’ value creation activities. Since information needs to be managed in line with its value to the business, it is helpfull to ‘weight’ areas within the total information set, according to their required contribution, see portfolio model box2. [2] (Ward & Griffiths – 1996)

Box2 : OBJECTIVES OF INFORMATION MANAGEMENT :

                DELIVERING VALUE TO THE BUSINESS.

                    high               strategic                      high potential

                                    critical to business    potential value to

value of                       and of the greatest    business may be high,

information                 potential value.         but not confirmed.

to future                     essential for primary needed for supporting

strategy                       processes and value  business, but little 

                                   enhanced by horizon stategic value

                     low         -tal integration

                                       key operational                support

                                   high                                                         low

                                                      value of information 

                                                        to current strategy


Recommendation 2 :


Management needs to define the value of information to the business strategy.

2.5.  Since the specific processes are not given, it is not possible to go in detail in this matter. But it is obvious that in the new flexible environment information of the markets and customers will be ‘strategic’, information exchange beween the management and the workforce will be ‘key operational’ and the information needed to produce on the machines is ‘support’.

Section 3 :Innovation.

 Rapidly changing technologies, shorter product lifecycles, increased competitive pressures coupled with the growing demand for quality products and services by customers, inefficient and ineffective use of organizational resources resulting from inertia or from aversion to risks associated with organizational change, are all business drivers of the need for radical process redesign and innovation.

The process innovation approach by Davenport (1993) [3] includes 5 steps :

1. Identify business process for redesign.


3.1.1.  This step requires the identification of major organizational processes and the selection of those processes which have the most effect on the use of important organizational resources or which have the most strategic impact on the business, as prioritized targets for redesign. It is also important to assess organizational capabilities and resources necessary for the redesign.

3.1.2.  With the production of rigid-paper for the cosmetic and toiletries industries, Tangle Foot makes an effort to diversify. This exposes the company to an entirely new type of market than that in which they had previously operated. The market for these products is highly seasonal, has short lead times and early obsolescence and is characterised by relatively low quantity, high quality demands. This means that alterations in current practices and attitudes are necessary if the division wants to become succesfull. Therefore information must flow rapidly from the market to the resources of Tangle Foot to be able to respond rapidly. Being as close to the market and the consumers is the message.


Recommendation 3 :


To be competitive in the new addressed market , all the resources must be flexible.

3.1.3.  Most of the activities in a company or organization demand or generate information and knowledge in some context. This means that at least some level of structured information control is of importance for all types of branches, activities and business operations.

3.1.4.  According to Kalseth (1991), a business or company wide information solution must take into consideration [4] :

· The external business environment :

· concrete information (facts – quality information)

· signals (soft information) which at any given moment can seem useless, but over time may crystallise into clear trends, or create sets of values for a certain activity when seen in conjunction with other known information (intelligence information).

· Internal organization :

· internally generated information (experience) from the organization’s own activities or as a result of collecting and processing internal and external information

· effective management of internal and external information

· Net/ Communication :

· the purpose of controlled information management is to communicate information to the right person in  

the organization when she/he needs it

· collection of external information

· communication/sale of information ; information as an integrated part of a product

2. Identify change levers.


Three enablers of process innovation should be properly aligned to ensure the success of the redesign effort :

· Information Technology

3.2.1.  This enabler should be seen in the right context, since the IT-asset invariably depreciates in worth over time. As new technology becomes available, needs change, and physical deterioration occurs, such assets come to be worth less because their potential for adding value is relatively low. On the other hand, information forces us to take a step backward in the value chain, to consider the information assets that are at the firm’s disposal. How can the stores of data collected by existing systems be put to new uses to create value in important ways ? Over time, information can appreciate in value. As information is used, it can become more valuable as more potential uses are realized and its deeper meaning is better understood by the humans who use it. (King, Grover, Hufnagel – 1989) [5]

        3.2.2  Seen in the context of competitive advantage, technology is the enabler which provides short-time ad-

        vantage and the opportunity to develop new systems and capture potentially valuable information. But, nor- 

        maly, competitors will be able to purchase the same technology, and any advantage could soon be negated. 

        However, new information systems developed, utilising the technology, could provide advantages that may       

        be less vulnerable to erosion by competitive copying. The potential gain will depend on how exclusively  

        and conclusively the system alter business relationships. In time, however, the existing competition or new                 

        entrants enticed into the profitable parts of industry could redefine the relationships by alternative informa- 

        tion systems. If the firm wishes to sustain its competitive advantage it must use the INFORMATION glean- 

        ed from its systems to improve its products or services to match the requirements of the market-place [2].

        (Ward & Griffiths – 1996)


Recommendation 4 :


First business needs have to be defined, to know what the information needs are, and only 


then IT can be the issue.

· Organizational factors

· Culture

3.2.3.  Robb W. Wilmot (1989) states [6] that ‘cultures, by definition, are about preserving the best of the past. Cultures exist specifically to prevent young hot shots…from changing everything.’

(Senior) Management wants to change in company culture from the traditional, paternalistic concerns (that Tangle Foot previously embodied), to a new dynamic, flexible organization capable of responding to the pressures of international competition, rapid change and the demanding requirements of increasingly sophisticated customers. Therefore the company needs detailed information about those requirements of the customers and the way in which they are sophisticated, to find the best possible communication, necessary for becoming the flexible organization they want to be. 


Recommendation 5 :


Tangle Foot needs an organizational culture that is dynamic and encourages


initiative and innovation.

3.2.4.  You cannot possibly catalyze change without investment in the management which has to lead the process – not just senior management, but all management – creating a language of change and the will and skills to mobilize for change. In the company there is resistance to change, as well in the management as in the workforce.

Recommendation 6 :

Senior Management should provide sufficient information in the company to make the 

reasons for change clear for everybody, to motivate people and to prevent resistance 

from its employees. Management has to keep the impetus up.

3.2.5.  Philip Tangle Foot, CE, and Tony Slipper, Chairman, see the need for drastic changes in business practice if the company wants to survive, this opposed to the ideas of old management who stressed the importance of continuity, staff security and social responsibility. We can see here similarities with the case of SAS [7] (Olaisen & Revang –1991) where the old managers were technical control-oriented managers, focusing on profitability, productivity and efficiency. The change in top management resulted in a change in the organizational focus from efficiency to effectiveness, from doing things the right way to doing the right things.

3.2.6.  Another aspect is that to ensure the success of IS projects, a ‘project champion’ is needed, which was one of the outcomes of some specific cases followed by Galliers, Pattison and Reponen (1994). [8]. His strength of personality is required in order for strategies to be realized/implemented.


Recommendation 7 :


The Chairman Tony Slipper can take the role of keyfigure in the change process


since people appreciate him for his open communication and efforts.

3.2.7.  According to Wilmot (1989) [6] companies are too preoccupied with how one respond to change, rather than how one precipates and leads change. ‘Management by recipe and imitation are dead’, because that way one is predictable and vulnerable to competitors.

Recommendation 8 :


Management should create the changing environment, not merely respond to it.
Leading the change will be a competitive advantage in the new market, which is highly seasonal. Again, therefore the necessary information from the ‘outside world’ is necessary, so Tangle Foot should place its people closer to the market to gain that information to ‘stay ahead’ of the others.

· Structure

3.2.8.  There is a clear trend that services are becoming more and more important, even in the product-oriented industry. Albrecht (1988) [9] suggests that the traditional hierarchical model of the organization, emphasizing control and compliance, does not promote effectively the focus on service management. He suggests that instead that the traditional pyramidal structure be reversed and substantially downsized to promote a focus on customer interactions with front-line employees where managers of support units strive to improve the quality of services. In the context of a manufacturing organization, the focus on improving quality in the product-cycle also requires rethinking the traditional hierarchical approach by supporting the production worker on the line as a basic strategic objective and reducing the layers of control between senior management and production workers.

Box3 : CHANGING VIEWS OF THE BUSINESS ENTERPRISE. [1]

From :                                                                    To :

-   Hierarchical, control-oriented                            - Flatter, responsive
-   Top-down                                                           - Horizontal, focused on the support 
-   Knowledge residing at the top                              of the worker
    and distributed on a need to                                - Shared information, targeted use of

    know basis downward                                           knowledge, expertise, and technology
-   Functional orientation                                         - Task, market orientation

In the newer, information-based model, the hierarchical structure of the firm tends to be flatter and more responsive. Priority is placed on information sharing among workers and functions as well as on targeted use of expertise and knowledge in support of work tasks and a market-driven orientation to business.


Recommendation 9 :


Instead of decision-making according  to the top-down approach, channeled 


through rules and procedures, the company has to evolve to a (flatter) infor-


mation-based structure to become a new, dynamic, flexible organization.

          
The specific structure (departments) is not mentioned in the paper.

· Human resources

3.2.9.  The foundations for effective people management are concern for people and respect for humanity. Trust in the organization and a feeling of security can effect the ‘effectiveness’ of the organization.


Recommendation 10 :


Management should build something ‘constructive’ for people to keep pushing it, which


is not present in the company now.

3.2.10.  Since the Packaging Division adresses a new market, training of the workforce is a main issue. It is necessary to motivate people therefore ; rewards can be a way of doing so. Hence, the people must be evaluated, not for reasons of ‘punishing’, but to give useful feedback and build knowledge. 


Recommendation 11 :


Training should be one of the main topics, since a new market is addressed.

So far there has not been enough imput into it ; training was not sufficient or has not been implemented.


Recommendation 12 :


The necessary information should be provided to be able to measure performance and


progress. To build knowledge and be able to pass it through, decisions, activities, obser-


vations and results should be properly documented.

3.2.11.  There should be created a positive employee attitude change towards ‘quality first’ and ‘customer orientation’. This involves making people aware of the cost of quality and put emphasis on the requirements, goals and targets, and responsiveness to the demands of the the customers.

Proper documentation of the quality improvement process should be held and maintained, because this will be useful for future activities. Two aspects should be addressed in the documentation [10](Sia et al – 1997):

- ‘what’ : documents the relatively static information that does not change with the business context and    

                especially with advancements in technology

       - ‘how’ : documents the more dynamic aspects which are affected by changes in the business environment,

              especially in IT

3. Develop process visions.


3.3.1.  It is important to have a strong alignment between organizational strategies and workprocesses for the organization to remain competitive. This alignment takes the form of process visions which consist of specific measurable objectives and attributes of the envisioned redesign process. 


Recommendation 13 :


Management needs to specify objectives (and attributes) that measure the alignment with


the strategy of becoming a major European manufacturer and supplier of healthcare and


packaging products, and with the company slogan ‘Care comes first’.

Without specific measures, it is difficult to evaluate processes and their changes. Tangle Foot needs these measures to be able to do more ‘follow-up’ or evaluation than in the past, where little interest was shown as to which were the profitable lines and which were adversely affecting revenue. In the more competitive climate of today, the company can’t afford such lack of interest anymore.

3.3.2.  The process visions should be shared and understood by all participants in the redesign initiative. Everyone in the company must know the objectives and be prepared to work for those aims, to get a ‘constructive process’.


Recommendation 14 :


Management should clearly communicate the objectives throughout the company.

In addition, customers’ perspectives and needs should be a major input in the development of the process visions. Since Tangle Foot wants to become a flexible organization, it is very important to know what the client exactly wants. Taking into account the highly seasonal market with early product obsolence, the clients desires must be known as soon as possible. EDI can give a solution here, to have a fast -and direct- communication with clients and suppliers.

4. Study and understand the current processes.


3.4.1.  In Infotrends (1990) [1] we read that a critical succes factor for manufacturing automation is to carefully evaluate the existing manufacturing workprocesses and resource management strategies BEFORE deciding to deploy new technologies and structuring work responsibilities and jobs. Automating EXISTING processes will not necessarily result in better manufacturing output.

The same comment can be read in the case of SAS [7](Olaisen & Revang –1991) : ‘A company which is automating current procedures will simply replace a manual system with a more efficient system that can handle larger quantities of information in a shorter time.’


Recommendation 15 :


Evaluate current processes.

In addition, one can also try to determine the future potential of information and the role of IS/IT.

· 3.4.2.  Treacy & Wearsma (1993) [11] suggest that there are three ‘paths to marketleadership’, in each of which IS/IT has a critical role to play : - operational excellence

                                       - customer intimacy

                                                            - product leadership

     These ‘paths’ are not the only route to success, but they can be used to :

· understand the main focus of the business’s strategy. Although there exist examples of companies 

               succeeding in more than one dimension, most organizations are or would be successful by excelling in    

               one of them.

        -      gain consensus and agreement among the business units’ management, which can be critical in establi-

                shing the ‘themes’ behind the information systems strategy.


Recommendation 16 :


Management should define their path to market leadership for people to know


where the focus is.

     Looking at the strategy to become a major European manufacturer, the choice would go to the path of product   

     leadership. But looking at the slogan ‘care comes first’ and the quality improvement process, one would   

     choose for the customer intimacy option. Taking into account the highly seasonal market and the high need 

     for customerrelationships, the second choice seems most succesful on longterm.

· 3.4.3.  The value chain is a useful tool of analysis in identifying how IS/IT can be used to enhance or enable business strategies and also to improve the management control of the business.

Recommendation 17 :

The primary and secondary activities in the value chain of the company should be

identified.

     (The processes are not mentioned, so this couldn’t be studied much further in depth.)

      3.4.4.  However crudely the value system and value chains are drawn, they will enable further analysis of any  

      or all of the following [2] (Ward & Griffiths – 1996):

1. The information that flows throughout the industry and how critical that information is to the      functioning of the industry and the success of the firms in it ; and by determining where and when that information is available, who has it and how it could be obtained and turned to advantage or used against the firm. 

Since Tangle Foot addresses a market like ‘fashion goods’, ‘demand’ information is the critical factor, not ‘supply’ data. Because they address a new market, information about the competitors and the business-area is very important.  

2. The information that is or could be exchanged with customers and suppliers to improve the perfor-

mance of the business or lead to mutually improved performance by sharing the benefits.

Suppliers of particular components or resources may have longer lead times than appropriate, given the volality of the company’s business. Obviously, the use of electronic data interchange(EDI) is an essential basis for such information sharing across various companies’IS. EDI will provide for basic transactions, at best, short lived advantages , since they are easily copied. Sustained advantage comes from changing the relationships with trading partners and using the information exchange to conduct business in new, mutually beneficial ways.

3. How efficiently the information flows through the primary processes and is used by them :

· within each activity to optimise performance, and

· to link the activities together and avoid unnecessary costs and missed opportunities, and

· to enable support activities to contribute to the value adding processes, not hinder them.

      Some activities only add value if effectively coordinated across the primary and secondary areas. These are 

      often information intensive activities such as forecasting – estimating the potential scales, calculating acti- 

      vity levels and capacity requirements, and identifying inputs required, etc. – and pricing, which requires in-

      put from all parts of the chain. Pricing is purely an information-based activity, so this an area where effective 

      integration of information can be exploited to advantage, see box4 by Beath and Ives (1986) [12].

              Box4 : CHOOSING THE PRICING STRATEGY.

costing and pricing        1.   cost                        consolidated up-to-date
information required      2.   target profit            market (demand) infor-   

       closer to point (place      3.   market pricing        mation required to

and time) of sale           4.   value pricing           evaluate contribution


5. Design and prototype the new processes.


3.5.1.  The key activities in the design of the new process are :

· brainstorming design alternatives

· assessing the feasibility, risk and benefits of the design alternatives and selecting the preferred process design 

· prototyping the new process design

· developing a migration (change)strategy

· implementing new organizational structures and systems

3.5.2.  Here the issue of investment pops up. ‘Many business managers have experienced that it is ‘suicide’ to invest incorrectly’, says Kalseth (1991) [4] So it is important here that the information need analysis is given priority over technology, since then IT acquisitions will be need-related.

A succesful redesign programme can foster employee morale and loyalty, and boost the positive image of the organization in the eyes of the shareholders, customers and the general public.


Recommendation 18 :


Tangle Foot should try to restore its reputation of the old days based on the quality of 


its products and the service towards its customers.

Section 4 : Conclusion.

4.1.  From a study on the implementation of information system strategies in UK companies, by Wilson (1989) [13], it appeared that the main barriers to success are the nature of business (degree of diversification, rapidity of growth, etc.), initially and by an even greater proportion during implementation, and the attitudes of middle management, mainly during implementation.

4.2.  Tangle Foot must be very attentive to those two ‘barriers’, since the Special Packaging division is entering a new ‘business-arena’ and middle management already showed resistance to change.

But, because the involvement and concern of both chief executive and the chairman are present, it should be possible to find a ‘path to success’ provided they can motivate the whole company and don’t neglect to keep the impetus up…
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