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 2003   Enterprising Intrapreneurship:

Putting Academic Learning into Real World Contexts


Not the suggestion box  - The Thomas Chadwick Experience
This case study asks participants to look at how an organisation can address the issues of innovation and communication. How they can create a climate that encourages innovation. Time 3 hours  (a 1+2hr version is also possible.) Skills include discussion, communication, networking, creating and promoting ideas. 
Overview of the Case Study

At first sight this case study looks as if it requires a technical understanding of the wool scouring industry.  For example it talks about the environmental issues surrounding effluent discharge and synthetic pyretheroids.  But its aim is to let participants look at how an organisation, like Chadwick, might address issues of innovation and communication. 
Mark Andrews at Chadwick, on which this case study is based, has come up with a scientific innovation for which Chadwick has received a grant from the Department of Trade & Industry for £350,000 to research and trial the new process on site. Clearly the participants will not be asked to come up with a technical chemical process, but they are given technical information to help them to understand the business and why innovation and communication are so important.

Additional Information - a brief outline on ISO 14001. As the lead tutor you just need to know is that this is the International Standards Organisation environmental management system. Companies who apply this system receive training, which helps them look at all aspects of their business to see where they can make improvements. An audit is then carried out to ensure that the company is applying best practise.

Skills 

This case study aims to develop participants understanding and experience of the following skills:
· Communication – internal structures in organisations
· Empathy – between management and workforce

· Innovation – how this can be encouraged

· Prioritising – time management

Supporting material  

This case study consists of tutor notes, participant’s briefs and some information on the International Standards Organisation  and ISO14001.

It is recommended that you give a copy of participant’s briefs to each person in the groups and 1 copy of ISO 14001 per group.

Running Phase 1 and 4 will require flipchart paper and pens, or OHT equivalent.

Planning 

For all phases of this case study the participants are working in groups - it is intended to provide experience of teamwork. Group size should ideally be about 6 participants. It will be more effective if you assign groups, not friendship groups, to give participants the experience of working with new, unfamiliar people.  Note that you need an even number of groups for phase 4.

Participants should stay in the same room throughout this case study. This helps with the group dynamics and the lead tutor stays with the participants to answer questions and generally encourage them whilst working. 

How to use the case study  

There are 5 elements this case study.
Introduction 
Phase 1 – Brainstorming methods of internal communication - ‘Not the Suggestion Box’

Phase 2 – Working phase

Phase 3 – Sharing information - ‘Tell us what you think’

Phase 4 – Debrief 

Phase 1 is highly recommended. If you run all four phases, you will need three hours. 

An alternative option is to run Phase 1 as a separate activity in advance, see notes below. 
Introduction–  (9.00- 9.15)
The following script is a suggested introduction to the case study following some organisation to set up the participants in an even number of groups of 5-7 people.

Good morning:  Today’s case study looks at two key questions for effective workplace management:

1. In the workplace who usually has the ideas? 

2. How are people encouraged to bring forward their ideas?

Tom Peters – Business Guru says: “Weed out the dullards and nurture the nuts”  But who is who?  Do dullards have ideas? When they do what happens to the ideas? 
Carmel McConnell author of The Only Way To Do It, Is to Do It. Change Activist – making big things happen fast. ….  believes that everyone  in an organisation has an idea for improvement or efficiency if given the right encouragement.  But how do you get that sort of atmosphere?
This case study is about ideas and communication. There are countless articles written about entrepreneurs, the James Dysons and Richard Bransons of the world but today we are thinking about people who don’t naturally come forward but maybe have the most brilliant ideas. Like the person who worked at the Bryant and May match manufacturers who suggested that the company stopped putting striking sandpaper down both sides of the matchbox. That very small innovation saved the company hundreds of thousands of pounds.  So, how do employers capture these types of ideas most effectively?

Our activities today follow in 4 stages from here  (Timetable OHT 1 (page 5)
Phase 1 

Introduction & ‘Not the Suggestion Box’ 
09:00 – 10:00 (1hr) where we are now
Phase 2 

Reading and planning


10:00 – 11:00 (1hr)

Phase 3 

Tell us what you think


11:00 – 11:30 (30 mins)

Phase 4 

Debrief




11:30 – 12:00 (30 mins)

Phase 1  - ‘Not the Suggestion Box’  (9.15-9.35)
Resources – flip chart paper, pens, post-its and either OHT 2  (page 6) or distribute this as a handout – one per group. 
OK for the next 10 minutes I am going to assign each group an organisation as described on the OHT  

Your task is to come up with a big list of ways in which the exchange of ideas or the sharing of innovation can take place amongst all the employees involved.   Aim for 20 ideas in 10 minutes. This section is called ‘not the suggestion box’ because  Suggestion Boxes rarely work.  What might work?  Use  (flip chart / OHT /  … ) to record your ideas. 
9.25  OK lets have the ideas shared –   What do you suggest?
Note: This discussion may have to be curtailed to keep the case running on time. 

9.35 Now imagine you are asked as a group to overhaul the Student Union catering facility (or choose a similar operation that all participants are familiar with), you want to make it operate more efficiently, what would you change?  You have 6 minutes to generate ideas. 
9.45  Again ask for feedback. Share the ideas. 
9.55  De-brief for this section:  We suggest you use the following to conclude
It is important to realise that some organisations do encourage ideas very well. For example the Environment Agency have worked with a number of businesses on waste minimisation ideas. Each one was asked to consult with the staff for improvements that could be made to the business. Many ideas came forward that made a real difference to efficiency savings. For example in one laundry that used a huge amount of water every day, a member of staff suggested they use showerheads instead of running taps. A simple but very effective idea.

The MD of a crisp company in the East of England approached his staff with a suggestion. He said that their core business was to make crisps which they do Monday to Friday. However they all had lives outside of work so if they could come up with ways of producing the same amount of crisps from Monday to Thursday, then they could all work a four-day week. The staff came up with a whole variety of ideas for smarter working and so they now have a three-day weekend. Both are win-win  situations. 

Businesses need innovative ideas to keep on track. If the culture doesn’t bring ideas forward then the business is potentially losing opportunities for development. 
[ A 1+2hr option:   If you want to run this case in two hours we suggest that you ask the groups to work in advance, in their own time to select a real organisation (e.g. an organisation representing more than one country; a charity; an American franchise manufacturer based in the UK; or a small-medium enterprise), and to devise a process by which this chosen organisation could encourage ALL the employees to contribute their ideas for change and innovation. They should also read the Thomas Chadwick information (page 8) in advance.   After the introduction (as above) ask for an idea from one organisation from each group. Ask also which organisations they think would find it the hardest and the easiest to deliver effective internal communication, and why?  Then give them 45 minutes for phase 2, 20 minutes to share ideas and 20 minutes to weld the plan together]
Phase 2   10.00-11.00
Give the participants a copy of  the brief – Thomas Chadwick (page 8) and a copy of information on ISO 14001 (page 11) 0ne per group of ISO will save paper).  

OK your task is to get to grips with the issues at Thomas Chadwick.  Discuss the business, the issues, the culture (as far as is possible) in your groups and come up with a process for encouraging innovation and new ideas to come forward from ALL their staff. Your aim is to improving internal communications.
The task is stated in the last paragraph of the brief. 
You have 1 hour. Use the first 30 minutes to read and discuss your ideas, hint – this needs fast reading and get the ideas on paper for the group as you read.  The best way to do this is to read and share ideas throughout. Silent reading is not a good idea. 

Use the second 30 minutes to devise your strategy, welding ideas together into a plan with many facets. 
At the end of this planning time, your tutor will explain the next phase.
Phase 3  11-11.30
Sharing information – ‘Tell us what you think?’ 

For the next 30 minutes you are going to combine groups and discuss your plans. See the OHT for the group pairs, Group A works with Group B.  etc  (page 7)    At this point you are going to concentrate on your ideas for encouraging any member of staff to come forward if and when they have an idea.  For this discussion  first Group A acts as the management team and talks to Group B who act as a group of members of staff who are disgruntled because they feel they don’t know what is going on.   So Group A starts by discussing with Group B their ideas for improving communication and will really have to sell it. Group B can ask questions and negotiate changes to the process. Be critical, you don’t just accept these new ideas.  The groups then swap round so both groups have experience of acting in both roles.
Keep notes as the discussion progresses, this is a normal vital business activity. Note the way in which negotiation is happening and ideas are evolving.  
Phase 4 – Debrief  11.30-11.50
This stage is key to the whole case study. The participants need to understand and reinforce what they have learnt.  Use a board or flip chart to collate ideas and expect the students to take notes.  Suggested questions for a whole group discussion include:

What have you learnt about organisational communication?
How do organisations deal with their staff when it comes to new ideas?
What are the most important factors when management look at ideas?
-     treat each idea with respect

· give appropriate feedback to the member of staff

· if the idea is taken forward, fully acknowledge the person who generated the idea

· implement a reward system, does not need to be financial

What was the most difficult part of the case study? Why?

What worked well?

How did you plan your process?

Would you change this having spoken to the employee group?

What were the most innovative ideas your group produced.

What type of cultural climate will encourage intrapreneurship?

What were good / less good approaches – and why? 

What were the good / less good questions – and why?
You may want to conclude  by sharing some information from Mark Andrews  at Thomas Chadwick
Asked  What makes a successful intrapreneur? He said  ‘You need to understand the area you are working in and not believe everything people tell you.  Also a desire to do things yourself, you have to have a hands on approach. You need to do a lot of research, and read a lot of information from different areas like the internet, research papers etc’.

How do you create a climate to support innovation?   You need to create an atmosphere to allow people to come forward and make suggestions and make them believe that they are making a difference. You do get that at management level, but at shopfloor level you can help them buy into the aims of the business and somehow make them feel they can improve business through communication and education.

Chadwick currently have a system of briefing staff, meetings with supervisors once a month, who have half hour team meetings with the workers on shop floor. Any environmental procedures that directly affect a particular department, are kept in files on the shop floor and everyone is ‘walked through them’

Are there any formal methods of feedback for the staff? No, but there is an open door policy. Anyone can walk in office in anytime and put forward suggestion. Thomas Chadwick is looking to improve on this.

11.50  Personal reflection
Customise the reflection sheet with suggested questions  p13.  Leave ample time. 
OHT1

Introduction & Not the Suggestion Box                          

09:00 – 10:00 (1hr)

Reading and planning 10:00 – 11:00 (1hr)

Tell us what you think   11:00 – 11:30 
                                              (30 mins)

Debrief               11:30 – 12:00 (30 mins)

OHT 2
Phase 1      ‘Not the Suggestion Box’  

Four organisations

No.1 
You are a large international organisation comprising of representatives from governments from 21 countries. Your role is as a peace keeping force, throughout Europe and North America. You have over 10,000 representatives and full-time members of staff.

No.2 

You are a children’s charity, with a Head Office in London and satellite offices throughout the UK. You also have trained staff currently working in Sub-Saharan Africa, particularly in drought ridden areas. You always have a team of people who are UK based that can be sent to critical parts of the world at a moment’s notice.

No.3

You are a fast-food outlet, with your parent company in the US, with a UK Head Office in Swindon. Your target audience are predominantly young people and this is reflected in your recruitment policy. You employ mainly school leavers and some graduates in management training positions.

No. 4

You are a garage employing 8 people. You service cars, carry out MOT testing and offer a service to inspect cars for potential buyers. All your staff work on the same site.
OHT3

Mixed Group Meetings
Sharing information ‘ Tell us what you  think’

	Group A
	Group B

	Group C
	Group D

	Group E
	Group F

	Group G
	Group H

	Group I
	Group J

	Group K
	Group L


Not the suggestion box  - The Thomas Chadwick Experience

THOMAS CHADWICK AND SONS LIMITED, WOOL SCOURERS, DEWSBURY

BACKGROUND

Thomas Chadwick is a family business of wool merchants, which was established in 1864. Chadwick purchased the present mills in 1903. During the early part of the century they mainly concentrated on supplying wool to the local carpet-yarn and manufacturing industries, their principal customers. Arthur and Dennis Chadwick developed a wool merchanting and scouring business.

Today Michael and David Chadwick direct the company’s operations, the great-great-grandsons of the founder, Thomas Chadwick. It is now the main production unit of Standard Wool (UK) Ltd, Bradford, a division of the worldwide Standard Group. It is situated on the banks of the River Calder.

Thomas Chadwick work closely with Yorkshire Water and members of the wool scouring industry. They are constantly looking at new and even more effective methods of effluent treatment and where possible take their environmental improvements beyond statutory requirements.

Thomas Chadwick are commissioned wool scourers, they don’t own the material on site, they charge for processing material. The wool arrives as ‘greasy wool’  from around the world. The staff  (approx 200) blend the different wool types, scour it,  wash it  and then it is  re-packed into bales. Washed wool goes to woollen spinners and is mainly used for carpets. English wool is mostly used for carpet wool as it is resilient and hardwearing.

The Bradford area used to be the centre for wool combing in the world but no longer. It has now all gone back to source, Australia, New Zealand, South Africa, South America. Italy is now a big processor for fine wools.

There are three wool scourers in this part of Yorkshire, which scour the majority of the British clip. Thomas Chadwick scours 20-25% of wool in the UK.

The company was very badly affected by the Foot and Mouth outbreak in 2000, losing 20% of raw materials. Their estimation is that it will take two-three years to get the materials back to full strength. One of the main financial problems was the by-product, wool grease. Chadwick sell it for use in hand cream, lipsticks and general cosmetics. They couldn’t sell the grease during the outbreak as it was associated with contaminated animal products, a risk which no business was willing to take at that time. What made the situation worse was that wool prices are notoriously extremely volatile, with extreme rises and drops in the market. When foot and mouth hit, the prices were at the highest peak. It was nearly a year before they could start selling abroad again. 

PROCESS AND PRODUCT IMPROVEMENT

Thomas Chadwick has in the past spent some time running ISO 9000 to improve its overall management systems. (ISO - International Standards Organisation)   Mark Andrews whose idea it was to introduce this system, likes the discipline it gives the company and having seen the advantages such a system gave them, decided to introduce ISO 14001 in 2000. ISO is the current standard.  
The company is very much aware of their position within the community, they are very visible. They are situated on the side of a river, in the middle of a very popular shopping centre. The location means that they could have a big impact on the environment. Dealing with the environmental issues and public relations are a  large part of their business.  Mark said ‘We are reasonably close to the public, we’ve got a supermarket right next door, we’re adjacent to a river so the way that we could see things going – we needed to have something to say to the public. We do take the environment seriously, this is what we do about it and this is our management system’. 

The cleaning process:  When the raw material arrives, the company has no control over what substances are already in the wool, for example pesticides. This means Chadwick could potentially discharge untreated chemicals which could cause major environmental damage. They have a license to discharge under Integrated Pollution and Prevention Control from the Environment Agency. Under IPPC (Integrated Pollution Prevention and Control) the Agency requires some form of environmental management system so Chadwick decided to install ISO14001, part of International Standards Organisation environmental management systems.

The costs to the business include accreditation, training and the main audit which costs in total £5000 pounds. The business is then audited every three years. Mark Andrews believes that the key to making ISO14001 work is to dedicate management time to the process. If time is not allowed it merely becomes a paper exercise.

ISO14001 is a working system where a company constantly sets itself improvements. Every area of the site and every process are assessed for environmental improvements. This could be something as small as looking at the lighting in the sheds or the type of fuel the fork lifts use.

The process is then to look at the complete list of improvements, prioritise them and work on the top ten to improve. The team involved then meets every two months to review what is happening. 

HOW HAS IT IMPROVED ENVIRONMENTAL PROCESSES? 

Work on this process improvement is still very much in early stages in 2003. 

· Staff Communication

One of the major issues that Chadwick needed to address is how to get the information onto the shop floor. ISO14001 is a process of education and communication, which helps staff understand any major impacts on the environment. Communication between staff and management can be a problem at Chadwick because the plant runs 24 hours a day on a three-shift basis.  This means that not all staff are available to talk to at any one time and time is money.

· Environmental Improvements

1. Financial  – 

At the moment Thomas Chadwick pay Yorkshire Water Services (YWS) £250,000 per year to discharge through their plant. The Environment Agency has very tight consents on what YWS can discharge to a main river under the European Standards for Water Quality (EQS). These standards particularly affect the consents on one of the pesticides, the synthetic pyretheroids (SP) which wool farmers are moving into now, away from Organo phosphates (OP) because of their associated dangers. SPs are 1000 times more toxic in the aquatic environment than OPs. 

The Environment Agency is planning to put a very small consent on one of these SPs, YWS are lobbying OFWAT because of the difficulty in dealing with these chemicals in such small amounts. As a result of this change in discharge consent, YWS are also ‘coming back up the stream’ to Thomas Chadwick, because if the EQS does stand then they will need to put a lot of work into their effluent treatment. Chadwick pay YWS on volume and strength of effluent, if the strength is reduced then cost will be reduced.

Chadwick have a primary and secondary stage water treatment works. A tertiary treatment plant to reduce emissions yet further, would cost over a million pounds. 

2. Effluent treatment -

There are scourers round the world looking at effluent treatment, but as yet there is no definitive equipment that is recognised as the best available technique. There is technology available but it is very expensive, thereby negating the saving on paying the discharge consent.

For example, there is another company in North Yorkshire with no sewer connection at all. They recycle all their water by using a reverse osmosis plant, the type used in de-salination plants. The only thing they ship off site is the residue.

However despite the environmental benefits, the process is too expensive. The average turnover for a wool scourer of this size is 18 pence for every kilo, which is in reality close to the cost of the process. 

NEW PROCESS FOR ENVIRONMENTAL IMPROVEMENT INVOLVING ANAEROBIC DIGESTION.

How did the need arise? 

It originates from the need to install the third part of effluent treatment and look for a solution to the problem of reducing the pesticide content so that the effluent discharge will always be within the consent.

Any new system installed must have a low running cost – payback within 5 years and it will need to reduce COD (chemical oxygen demand) content to have an impact on the costs paid to YWS.  

So Thomas Chadwick are working on a new system which uses anaerobic digestion, technology which already exists, but builds on this technology in a unique way. The Department of Trade and Industry have awarded the company £350,000 to research and trial this process on site.

What is the new process?

Anaerobic digestion has been very difficult to run on wool scouring because the effluent is very heavily polluted and much of the pollution is wool grease which is very tough to break down. Thomas Chadwick believe that they have found a way of doing it – at least in the labs. 

They are currently looking at a two-year project, a 12mth trial + 12mths to install. They are hoping to employ a graduate to help trial and implement this scheme.

How does it work?

They use three different stages

1. removal of heavy solids

2. anaerobic digestion

3. a final filtration method

Stage one is the novel part, their competitors are beginning to look at similar technology. There are already methods, which they could use but they take a large amount of energy input. Therefore the cost benefits of discharging heavy effluent compared to cost of cleaning it are negated by expenditure on energy costs to clean it up. They could buy the equipment to clean up the effluent but costs will be at a standstill. No win-win.
This new process will be different because anaerobic digestion creates a lot of methane which can be re-used in the process. A heater is needed to wash the wool to 70+ degrees. They currently use natural gas costing £120,000 per year. One of the major savings would come from the gas bill reduction if they can produce enough good quality gas. The process produces huge quantities of methane, so if it can be successfully be co-burnt with natural gas then the pollution load can be seen as a resource.

Can this be done? – 

They don’t know yet. All unknown quantities will be tested the pilot plant trials.

Issues to look at;

· quality, 

· quantity, 

· regularity of gas emissions

· what plans to be put in place at weekends when they are not running the process but the methane is still being generated

The potential is to generate 25% of their needs, thereby reducing £120,000 gas bill by 25% as a minimum. 

Your Task is to devise a method of effective communication within this company. This must include ways of communicating new information, regulations, health and safety information etc.

In particular you must pay attention to developing a method to allow any member of staff to come forward with an idea to improve efficiency. 
You have 1 hour. Use the first 30 minutes to read and suggest ideas, hint – this needs fast reading and get the ideas on paper for the group as you read.  The best way to do this is to read and share ideas throughout. Silent reading is not a good idea. 

Use the second 30 minutes to devise your strategy, welding ideas together into a plan with many facets. 
At the end of this planning time, your tutor will explain the next phase.
Hint: Keep sharing ideas, remember that all ideas are worth sharing, keep talking to each other.

ISO 14000 Guide to Environmental Management Principles, Systems and Supporting

                        Techniques

ISO14001 International Standard for Environmental Management Systems

What is ISO

The International Organization for Standardization (ISO) is a worldwide federation of national standards bodies from more than 140 countries, one from each country. 
ISO is a non-governmental organization established in 1947. The mission of ISO is to promote the development of standardization and related activities in the world with a view to facilitating the international exchange of goods and services, and to developing cooperation in the spheres of intellectual, scientific, technological and economic activity. ISO's work results in international agreements which are published as International Standards. 

Why do we need standards?

The existence of non-harmonized standards for similar technologies in different countries or regions can contribute to so-called ‘technical barriers to trade’. Export-minded industries have long sensed the need to agree on world standards to help rationalize the international trading process. This was the origin of the establishment of ISO.

International standardization is well established for many technologies in such diverse fields as information processing and communications, textiles, packaging, distribution of goods, energy production and utilization, shipbuilding, banking and financial services. It will continue to grow in importance for all sectors of industrial activity for the foreseeable future.

What is ISO 14000?

ISO 14000 refers to a series of voluntary standards in the environmental field under development by ISO (see model Figure 1). The areas covered include environmental auditing, environmental performance evaluation, environmental labelling, and life-cycle assessment.  ISO 14001 Environmental Management  Systems presents a series of practices and  processes that a community or organization can put in place and implement that, when taken together, result in an environmental management system (EMS).  ISO 14001 is not a technical standard and as such does not in any way replace technical requirements embodied in statutes or regulations.

‘Think globally, act locally’ is the well-known phrase to address environmental issues – it also expresses the objective of ISO’s many environmental standards. The standards have been developed to help organisations to take a more pro-active approach to managing environmental issues. These environmental management standards can be implemented in any type of organisation.  

What are the benefits?

In a global economy companies are increasingly asked to demonstrate good management of social, economic and environmental issues. There is evidence to suggest that this focus on the ‘triple bottom line’ results in advantages in financing, insurance, marketing, regulatory treatment and other areas.

An environment management system (EMS) is only of benefit if properly implemented. Communication, both internally and to the customers is the key. EMS management tools allows an organisation to control and improve their environmental performance including:

· reduced raw material use  – resource use

· reduced energy consumption

· improved process efficiency

· reduced waste generation and disposal costs, and

· utilisation of recoverable resources.

Business benefits

There are many reasons for implementing EMS.  ISO 14001 has proven to be a useful tool to evolve from maintaining regulatory compliance to a position of improved productivity and enhanced competitive advantage.

How quickly and effective the return for investment by an organisation in ISO 14001 occurs, depends on a variety of conditions that include

- the knowledge, skill and ability of its staff with responsibilities relating to environmental management and their relationship with those in other departments

For further information on ISO14000 and ISO 14001 do a www  search using these key words. 
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 Figure 1  The ISO 1400 model

(adapted from  http://www.iso.ch/iso/en/prods-services/otherpubs/iso14000/model.pdf )
Not the suggestion box  - The Thomas Chadwick Experience

This is an opportunity to reflect on your experience gained from the case study and understanding of how ideas can be communicated.

1. What have you learned about the ways in which organisations work?

       …………………………………………………..…………………………………………………………….
…………………………………………………………………………………………………………………

2. How did your group develop ideas in the first phase?  

…………………………………………………………………………………………………………………

       …………………………………………………………………………………………………………………

3. What will you do next time you are asked to develop ideas in this way to ensure that the discussion progress? ……………………………………………………………..………………………………………………….
…………………………………………………………………………………………………………………

4. What did you learn in the mixed group discussions? What worked well?   
……………………………………………………………………………………………………………….

………………………………………………………………………………………………………………….

5. How did you feel the group reacted to new ideas?  

       ………………………….………………………………………………………………………………………

………………………………………………………………………………………………………………….

6. How did you react to and accept new ideas?  What are your first reactions when new ideas are proposed? .

……………………………………………………………………………………………………………….

………………………………………………………………………………………………………………….

Prioritizing environmental aspects





Integration of environmental aspects in design and development








ISO 14062 


Design for environment








Communicating environmental performance





 


   Do





Monitoring  environmental performance








Monitoring system performance





The ISO 14020 series


Environmental labels and declarations





ISO19011 Environmental management systems auditing





ISO 14030 series


Environmental performance evaluation





ISO 14063


Environmental communication








The ISO 14040 series


Life cycle assessment








ISO 14000 and 14004


Environmental Management System








      Act                   Plan  





    Check  
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