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Abstract

Responsive supply chainghichfollow and respond ta@ustomer demandsare vital in turbulent
market conditionsTo create one requires business strategy which is shaped through market
understanding andvhichthen designs the supply chain to match.

Complexity,however,in markets,n the structures of larger corporations and in the strategy
development process itself, can be a barteunderstanding and responding to these demands.

This papegppliessimplicity to the process of strategy development andlinesa methodologyto
create a responsive supply chaimategy It presents a system to gather information on market
needs andccustomer valuesothat a businesscan create a decisive competitive edtmgether with
the supply chain actions needed to deliver it.

The individual tools used are not new, but the originality is the partiaiaice of toolsandtheir
sequence, whiclmore easily allows collaboration in the process without excessive up front training.

Themethodology has been tested in a number of UK manufacturing compahiese studys used
from one of theseMech-Tool Engineeringtd.,whichhasused this procest® increase its market
responsiveness and has increased its turnover by over 100% in 3 years

Introduction

Thecorepurpose of ay business iextremely simple; to iderify a market need and meet it.
However, mce a business established, it can fail tomtor how market needs are changing and
hence become misaligned to delivering what the custer@mrently value

Christopheiidentifies the simplification of business processes as being a key enabler for agiigy. H
we are looking to apply thairinciple to the process of strategy developmesttteamscan more

easily ctlaborate to create and update onklenceheyhave a shared vision of the future and a
shared plan for bringing the necessary change abdig.see a thredold challengeao achieving ths:

1. Howeto find clarity ofthe keymarket requirements from the mass of data
2. How to involve a wide ranging group in the strategy development process
3. How to keep the strategy live and responsive to changing demands

This can bewsmmed up in the challenge to achie@arity, Collaboration and Continuity



Clarity As companies growhey often becomespecialised witiMarketing Sales
Operations, Desigdepartmentsfor example. Although such specialisation brings focus to those
areasit harder for people within those departments to see iy pictureQ

One of the main objectives of thi@rategy process is to create a marffetl strategy that is not just
ownedby the marketing department but is also created with those respdesir supply chain

design and managemerithis gives a sharagbal of business financial performance and the needs of
target markets. For this to happen, the process must be simplified so that having a marketing degree
or MBA is not a prerequisite for inlvement.

Collaboration A simpler approach, therefore, allows a wider range of participants in the process,
not just across departmentsr senior managerbut also from different leve|gulling together the
collective wisdom within a business

To gainthe best understanding of the miget and customer requirementsbviously sales and
marketing personneaheed to be involvedbut technical engineering support, quality personnel and
service personnaian also give vital insighlf the product is sold thraggh distributors or agents then
their input will also be valuable.

The involvement oDperations Design andrinancen the process brings additional insigfihis
includes markeawareness and foresight, which is not solely understood by Sales and Marketing!
is the Operations and Design teams who geaerallyresponsible delivering a competitive
advantageonce it has been identifiedThe goal is a sense of shared ownershiytiie strategy,
throughout the business.

In addition, he process itself is a valuable teaching tool, as managers in manufacturing companies
often lack any training in basic strategic methods such as market segmentation and competitive
advantage.
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12 months later. To be truly responsive it must be capable of being updated assilgrket
conditions alter and simplicity helps in this.

Once the strategy haseen developed it then needs to be deployed such that it enghg82 LS S Q&
attention and the implementation becomdslr NIi 2 ¥ S @S NE 2 AcB@wn ideritifies, 1 2 R &
strategymust move fronstrategic models and conceptis becomean actionable plan



MechTool Engineering is an example of a compahich has undergone a transformation
into a responsive organisatiomhe company offers bespoke engineered solutions to protect
people and equipment from explosions, fire and noise mitigation predantly for the
offshore and onshore petrochemical markets. the period2000 to 2006t had astagnant
operating performance at around £7m to £8m sales turnover and negligible profit levels.

In 2006, a change of Managing Director led to a review of business and operations.

Following an analysis of the business product and market mix, the company-was re

structured into product based business units with a central manufacturing facility, each

regponsible for its own profit and loss account. The intention of the business units was to
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within businesses, each with a specific range of products and a centraliséek mas

scheduling system.

The business was+fermed into 3 business units for Acoustic, Modular and Fire & Blastwall
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functional barriers within departments and provideuktfocus for increased sales.

The management teams from the business units were then tasked with creating their
individual business unit strategies. They were trained in the methods described in this paper
and used them to build an individual marKet drategy for each business unit.

The development process

We have identified threatrategic development stagesork togeher effectively to give claritpf
market requirementsThey are also sufficiently simple to allow easy group collaboration in the
process. They are:

1. Sales~ocus
2. Market Expansion
3. Competitive Edge

1. SalesFocus
The fist stage is to ask the question@ere should wdocus our Sales effort as a compagéy?

This is to avoitreating all products the sam&ndto guideresource allocation decision$n doing
this, it is necessary to strike a balance between too broad a focus, which results in dilution of effort
and resources, and too narrow a focus, which could result in missed oppaetunit

GThe underlying conceptf@xamining the organisation against its environment has always been
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to createamarket analysis summariap rows of competitors against current proddamilies, and

SadAYl OGS ( Kénuaishl¥slias eéadhiARRGIRE the figures will sometimes be rough

estimatesit is important to see where there are weaknesseWY I NJ S i &é O 2N\ LI_WEQ & ¢S d
understanding ofts competitorsand marketslt is common for example, to underestimate the size



of markets and to overestimate your market shaB®metimeghe attempt to getthis data
highlights the weaknessés knowledgehencetriggeling further market analysis

A Market Analysisummary

TheMarket Analysis summarghows on one page your estimated market share and the main
competitors by product familylt assistdhe team to have a common understanding of the market
situation and make informed decisions about product foand resource allation. Using a
segmentation matrix to analyse the product portfotian help the team to make more objective
decisions about focus. The one udegteis theW D 9 |, a rénk ldx matrix contrasting an
assessmentdf O2 Y LJ y & Q aompetitiNgRgpabily agamdian asssment of market
attractivenesswhich wasdeveloped by General Electric
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Theexactmodel used is less important than the opportunity for a team to discuss the product
portfolio with an element of objectivity. This chie a particular difficulty where managers are
LINR G§SOGA DS 2 @ IFeporlis mod shishly ddtd R dedisisiimply because a product



