
THERE ARE TOO FEW COMPANIES IN THE BAKING INDUSTRY THAT USE THEIR PERSONNEL TO

THEIR FULL POTENTIAL IN ORDER TO ACHIEVE THE HIGHEST POSSIBLE STANDARDS IN ALL

AREAS. HOW THIS COULD GIVE YOU THE COMPETITIVE EDGE IN THE COMING 10 YEARS HAS

BEEN ANALYlED BY BAUSCH FOOD CONSULTING (BFC)
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Key areas in the baking industry over the next three years

+ How to achieve that competitive advantage is becoming
an ever more central question within the baking in-

dustry. The highly competitive market forces businesses to
be more cost-effective, more flexible and more efficient with
every year. The multi pli city of methods and tools such as

Lean Management, Continuous Improvement Process (CIP),
Total Productive Management (TPM) or Six Sigma swirling

around in professional circles have produced more uncertainty
than certainty as to how exactly the abilities of all co-workers
can be exploited and further developed on a continuous basis.
For Iosef Bausch, Ex-Nestle-Manager and Head of BFC, this

lack of knowledge can have far- reaching consequences:
"Business es who are in a position to implement an all-round
improvement approach in their organizations will have a
competitive edge on their competition which will be almost
impossible to cmulate,"

Communicating the goals

Only 35 % ofbusinesses in the baking industry, according to
the BFC study, communicate their goals so that they reach
their employees. In 65 % ofbaking cornpanies, the goals remain
in management or with the heads of department. Bausch's
first step begins with the communication of corporate ob-

jectives: each and every employee must know wh at his or her
contribution is to the success of the company. Creating master

plans and cascading goals and performance indicators ensures
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Objectives of the baking industry during improvement processes

that all areas and production facilities are working on the
implementation of strategie initiatives or business priorities.
Thus management and all employees understand their per-
sonal responsibility for the success of the business. The team
analyzes wh ich projects are implemented at which point in

time to ensure the goals are reached. At the same time, the
master plan serves to set priorities as no organization has
unlimited resources.
The owner of a confectionary bakery explains: "Since the in-
troduction of meetings based on performance indicators,

everyone finally knows what we're good at and what we are not,
and therefore what things we have to work on" An efficient
meeting culture grows out of the downward dissemination
of goals and performance indicators to the employees and

the use of visual management techniques. Meetings are a
key element and help manage the departments as weil as
permanently improving the indicators. Balanced performance

indicators are used concerning e.g. workplace safety, quality,
planning and productivity. All of the employees und erstand
their contribution to corporate success and have the possi-
bility of measuring their own indicators and improving them
on a continuous basis. Within the structure of these meetings,
in addition to the information flow, deviations become visible,

activities are decided upon and prioritized and issues are
determined for future problem-solving.

In the future, every employee should solve independently
those problems which emerge in his workplace or within his
process step. To ensure this, a manager will have to become
more of a coach to his/her team members; that has not been

the case up to now in the baking industry. In the process, the
management's role will change step by step. 73 % of the baking
industry managers inferviewed see this as the main focus for

the future (see fig. 2). Employee potential will be improved on
a continuous basis through a practice-orientated management
model. Simultaneously, coaching will lead to a lessening of



the burdens of management and employees will continually
develop further. Management will however have to "endure"
delegating part of the responsibility, a factor which is often
underestimated in the experience of the consultants.

A problem-solving culture in organizations
Knowledge and the daily application of problem-solving
techniques will play key roles. 80 % of the top managers in
the baking industry interviewed declared that a problem-
solving culture within the improvement pro gram will play
the leading part (see fig. 2). "Here it is crucial," according to
a leading biscuit producer, "that as many employees in the
company as possible are involved in problem-solving on a
daily basis." By maste ring basic problem-solving techniques,
every employee must be in a position to analyze the root
causes of problems and to rectify them. By solving root
problems the "fire-fighting operations" decrease, manage-
ment responsibility is reduced, processes simplified and the
success will be apparent to each ernployee," Employees must
sense that they improve their daily work with structured
problem-solving. It is crucial here to begin with those prob-
lems which reoccur and which can also be solved with rela-
tively simple methods. At this stage the level of savings
should be secondary. BFC distinguishes between three dif-
ferent levels of problem-solving depending on the complex-
ity of the problem and the type of problem to which they can
be applied. "Problern-solving techniques should not only be
limited to the production," as Bausch knows from his own
experience, "but rather involve all areas in applying the so-
lutions to achieve areal competitive advantage."
The fifth building block in BFC's Improvement Management
comprises common optimisation using process mapping. A
culture of personal responsibility and entrepreneurship
emerges through process optimisation. Error-free information
and material, at the right time and of the right amount, to the
right person: those are the criteria for world-class processes to
be achieved in four steps. Increased motivation and improve-
ment of employee abilities are almost by-products along with
areduction in non-value adding activities of almost 40 %.

As a first step, each employee learns how to best organize
his/her workplace. Step two involves defining and improving
department-intern processes communally. Step three ad-
dresses interdepartmental processes with process mapping,
identification of problems and the evaluation of costs and
benefits. Internal and/or external benchmarking takes pl ace
in step four.

Obstacles to implementation
Implernenting a culture of this kind within an organiszation
requires staying power on the part of management (see fig. 3).
70 % of managers in the baking industry indicate that the lack
of persistence on the part of management presents an obstacle
to the introduction of improvement programs. The reason is
often overload from day-to-day events (66 % of respondents).
The third hurdle with 67 % is regarded as being the lack of
leadership at certain levels. It is therefore important to adopt
an all-round concept of which management is entirely con-
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++ figure 3
Obstacles in the implementation of the improvement processes

vinced and the practical application of which has already
been tested. Businesses should begin on one selected Pro-
duction line or in one administrative department to avoid
overstraining the organization with an excessive number of
priorities. Positive results from this introduction facilitate
the continuation of the improvement initiatives elsewhere.
While such improvement programs have already been im-
plemented for years now, above all in American organizations,
the German baking industry has its difficulties with this
business culture, despite the fact that 70 % of the top managers
interviewed see it as representing the future and being of
long-term competitive advantage. +++
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