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Orthodox contingency theory links effective organisational performance
to compatible relationships between the environment and organisation
strategy and structure and assumes that organisations have the capacity
to adapt as the environment changes, Recent contributions to the
literature on organisation theory claim that the key to effective
performance is effective adaptation which in turn requires the
simultaneous reconciliation of efficiency and innovation which is
?fforded by an unique environment-organisation configuratiou.

The literature on organisation theory recognises the continuing
confusion caused by the fragmented and often conflicting results from
cross—sectional studies. Although the case is made for longitudinal
studies which comprehensively describe the evolving relationship between
the environment and the organisation there is little to suggest how such
studies should be executed in practice. Typically the choice is
between the approaches of the historicised case study and statistical
analysis of large populatioms which examine the relationship belween
environment and organisation strategy aund/or structure and ignore the
product-process relationship.

This study combines the historicised case study and the multi-variable
and ordinal scale approach of statistical apalysis to construct an
acalytical framework which tracks apd exposes the enviromment -

organication — performence relstionship over time. The framework
examines changes in the environment, etrategy and struclure and uniquely
includes an ascessment of the organisation's producl - process

relationship and its coniribulion to organisational efficiency and
innovation.

The analytical framework is applied to examine the evolving environment
- organisaticon relationship of two organisations in the same industry
over the same twenty-five year period to provide a sector perspective of
organisational adaptation. The findings demonstrate the significance
of the environment — orgaenisation configuration to the scope and
frequency of adaptation and suggest that the level of sector homogeneity
may be linked to the level of product-process standardisation.

ORGAEISATIONAL ADAPTATION - A SECTOR PERSPECTIVE
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PART ONE: POINTS OF DEPARTURE

There is an extensive literature on the relationship between organisation
strategy and structure and between structure and environment. Chandler: and
Channon= have shown how a strategy of product-market diversification leads to
a divisionalised organisation form: how increased heterogeneify in the market
leads to decentralised decision-making and the development.of more
%pphisticated control and co-ordinating systems. The links between structure
énd environment have been documented 1n-the works by Burns & Stalkerz and

Lawrence & lLorscha and others.

The perspective of synthesis in organisation theory (Miller & Mintzberg)s
argues that many of the relationships between the various elements of
organisation identified in the contingency perspective tend to cluster to
produce relatively distinct overall configurations which are internally cohesive

and appropriate to particular contexts.

Although both contingency znd configuration studies seek to explain the
relationship between the organisation and its environment, the former assumes
the same relationships exist among variables in different types of organisation,

whereas the configuration approach holds that relationships among variables



differ among different types of configurations. A crucial theme of both
approaches, however, is that organisational performance is greatly influenced by
the match between environment, strategy and structure (Rumelte; Miles & Snowz;

Hambricks,; Miller & Friesens).

Two recent contributions to the literature on organisation theory qualify the
criteria for effective organisational performance and argue that such
performance requires the organisation to achieve effective outcomes in both

efficiency and innovation.

Thus Lawrence & Dyerio claim that only a Readaptive environment - organisation
configuration is capable of sustaining both efficiency and innovation and,

.

therefore, effective performance in the long term. Abernathy.. demonstrates that
efficiency and innovation are both outcomes of the organisation's product-

process strategy which must ensure a balanced commitment to both efficiency

and innovation to achieve effective performance in the long term.

Embedded in both contingency and configuration approaches is the expectation
that ac the environment changes the organisation adapts to accommodate the
‘hest fit' characteristics of the new environment - organisation relationship
and, as Whipp & Clark:= note, there is an underlying assumption that
organisations have the cepacity to encode incoming informationm, construct a
decign blueprint of the most appropriate form of organisation and shape the
organisation accordingly. Miles & Snow's:iz typology of the adaptive process

demonstrates adaptation in terms of the organisation's solutions to the three



major problems informing the Adaptive Cycle through which the organisation
ceeks to maintain internal consistency even in the process of adjusting to
maintain an effective alignment with the environment. Lawrence & Dyeria claim
that the pattern of adaptation is linked to the environment - organisation
relationship and that the effeotiveﬁess of the adaptation process is linked to
certain structural characteristics and the presence of certain human resource
practices. It is because the Readaptive configuration is shown to have a
superior adaptive capability that Lawrence & Dyer claimi= this configuration to

be the only effective solution to effective performance in the long term.

The orthodox contingency and configuration approaches then link effective
Performance to compatible relationships beween the environment, strategy and
ctructure. The revised model links effective performance to a Readaptive
environment - organisation relationship which emphasises both efficiency and
innovation and which, in turn, ensures effective adaptive behaviour. Clearly
the revised model reintroduces a universalist approach to organisation design
for effective performance but links this design to a particular strategy and to

a particular environment.

In their review of the literature on the contingency and configuration
approaches in organisation theory Miller & Friesen.. conclude that much of the
fault for the fragmented and offen conflicting resulte lies in tﬁe central
research approach which encourages minor modifications to atomistic hypotheses
concerning simple relationships among small sets of varisbles and argue that

Drganisations are too complex to be understood within so narrow a perspective.



Miller & Friesen:i» claim that it is only by examining state, process and
situation simultaneously, and preferably as they evolve over time, that
meaningful insights are gained into understanding environment - organisation

relationships and organisational adaptation.

This holistic and longitudinal perspective is supported by other researchers
including, for example, McKelvey:e and Lawrence & Dyeras. Both Miller &
Friesenze and Lawrence & Dyerz: adopt a holistic and longitudinal perspective
in generating a taxonomy of quantum organisation states and a typology of
organisational adaptation respectively. Questions with regard to environment -
organication relationships and organisational adaptation, however, remain
Fnanswered, notably with regard to the influence of technology, the
fconfiguration and adaptive behaviour of organisations in the same industry and
the adaptive capability of mature organisations in mature industries. Thus
Lawrence & Dyerz=: claim that because of the mediating influence of core
technology organisations in the same industry are likely to be exposed to
cimilar environments and similar organisational characteristics, whereas Miller
& Friesens: ignore the influence of technology and argue that there are
probably a number of different paths to success in the same environment, and
following Child:a, thus much latitude for managers to choose their strategies
and structures and even environments. Lawrence & Dyerz: show that mature
organisations in mature industries have difficulty in adapting to changes in
their environmentz and call for further research to explain the phenomenon of

the long-term curvival of some such organisations and industries.



The confusion in the claims made arises in part from the wide sample of
organisations and industries covered by researchers which, as McKelveyzs notes,
is presumably in the belief that the results will be generalisable to a broader
and possibly more meaningful population, but in effect is akin to a biologist
making a broad statement about heartbeat rates based on a sample of one
elephant, one tiger, one rabbit and an alligator. Similarly Holdawayz»
referring to Pughza criticises the width of a sample which includes a large
{yre manufacturer and a public baths in Birmingham. McKelveyzs thus argues
for more narrowly defined, more adequately described, and more universally
recognised organisational populations so as to improve the definitiveness of

the findings and the applicability of the results to the populations.

/

Such a focused population approach is supported by the Work Organisation
Research Centre at Aston University which seeks to address problems of
industrial competitiveness by stimulating inquiry into the behaviour of firms
within their sectors, namely the population of firms which provide similar
goods and servicesz. This firm in sector perspective is demonstrated by Child
& Smith=- and VWhipp & Clarkz: in their case studies of organisational

transformation at Cadburys and a major product-process innovation at Raver

respectively.

Child & Smith:: ceek to examine the processes whereby a firm has passed
through major changes, locating historically salient structural forms and
transitions between these in relation to the sector as a relevant context. The

study characterises the sector in terms of objective conditions, cognitive



arenas and collaborative networks and provides a descriptive account of how
these three elements at environment and enterprise level influenced the
managerial processes informing Cadbury's transformation from the UK model of
chocolate manufacture to the American 'Mars' model. The study concludes=z= that
it is possible to distinguish objective sector phenomena which are relevant to
understanding the behaviour of firms and more specifically the conditions under
which they experience transformation, and that there was a co-existence of
strategic models within the chocolate confectionery sector which persisted until
new competitive conditions emerged to force Cadburys to shift towards the

‘Mars' model.

Tpe study does not locate the two strategic models within any particular
environmental attributes in terms of the chosen characteristics and it is not
demonstrated whether the two organisations were operating in the same
environment and had adopted two different competitive responses to this
environment and the Mars model emerged as the 'best fit' model which Cadburys
was forced to adopt, or whether the two organisations were operating in
different environments and that Cadburys poor performance in one environment
stimulated the enactment of the same environment as Mars, In this way the
competition for large retailer custom (the objective sector criteria identified)
can be argued to be the recult rather than the cause of the shift to the 'Mars’
model.  While the study identifies useful concepts for examining managerial
processes informing strategy formation and implementation at the level of the
firm, because no attempt iz made to locate either the concepts or the exposed

processes within the organisation - environment nexus it is not possible to



explain Cadbury's competitive strategy and managerial processes in terms of the
organisation's relationship with its environment. In terms of a firm in sector
perspective, therefore, the study fails to expose the nature of the sector in
terms of its enviromnmental characteristics and fails to locate the focal

organisation within its selected environment within this sector.

Vhipp & Clarkza« also use a firm in sector perspective to examine the
innovation-design capability at British Leyland's Rover subsidiary. Their
analytical model uses some aspects of Abernathy's productive-unit concept to
descriptively track the SD1 innovation from its conception to implementation
and to expose the internal and external factors influencing the intended and
actual outcomes of this innovation. Rover's innovation-design productive unit
is located in both its historical and current contexts and comparisons are made
with approaches to major product-process innovations in the European and
American car industries. The study affords an instructive insight into the
management of a major product-process innovation but no attempt is made to
locate Rover's adaptive experience within any codification of product, process,
environment or structure at either enterprise or sector level so that both the
historical and comparative cases are only loosely connected to the SDI
experience. hvernathy himself noteszs that the pattern of adaptaticon at each
stege of a productive-unit's development is likely to be very different so that
Vhipp & Clark's failure to iderntify the stage of product-process development
undermines the usefulness of the information generated in developing a
processuzl model of adaptation at the level of the productive unit. Vhipp &

Clark nevertheless identify=xe the strengths of an historical and comparative



dimension in organisation studies and their analytical framework provides a
useful step forward in capturing the relationship between the environment -

organisation relationship over time.

In terms of a firm in sector perspective, the Whipp & Clark modelsr provides a
ugeful framework for tracking changes at the level of the focal and comparative
productive units in the contexts of their respective organisations and sector.
In application, however, the study fails to identify the level of product-
process progression in the selected productive units within the context of their
member oganisations' forms and strategies so that it is not possible to

identify the exent to which the comparisons made are of similar or dis-similar
states. The study also faile to identify the extent to which the selected
organisations are operating in similar or dis-similar environments so that it
is not possible to explain the identified competitive strategies and processes

in the context of the organisation's relationship with its environment.

Thue while the holistic and longitudinal perspective in organisation studies is
advocated the execution of this approach remains difficult to achieve in

ractice, particularly with regard to the choice of historicised case studies or

o

ctatistical analysis of large populations as demonstrated in the approaches
adopted by Lawrence & Dyersze and Miller & Friesenzs respectively. One way
forward is offered by combining the strengths of both historicised case study

and statistical analysis methodologies to examine firms within the same sector.



This study then aims to refine certain features of the firm in sector
perspective espoused by Vhipp & Clarksc and Child & Smitha, by constructing an
analytical framework which provides for an historical, comparative and
longitudinal examination of the organisation - environment relationship.  The
study has three distinctive features. Firstly, the study combines the
approach of the historicised case study with the multi-variable and ordinal
scale approach of statistical analysis to construct a framework to examine
organisation state, process and situation both longitudinally and comparatively.
Secondly, the framework profiles the organisation's product - process strategy
to identify the influence of core technology on organisational efficiency and
innovation and thirdly, the framework is applied to examine two mature
prganisations in the same mature industry over the same twenty-five year period
and constructs the structured business histories of these two organisations.
The findings with regard to organisation configurations and the potential of
these configurations for efficiency and innovation are then compared with the

claims made by the theoretical models informing the study.

&

The next section examines the Lawrence & Dyeraz and AbernathyAQ'models in more
detail before using the concepts in these two studies to construct the
analytical framework which will be used to examine two organisations in the

British carpet industry over the period 1959 -1986.
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CHAPTER 2: THECORETICAL MODELS INFORMING THE STUDY

2.1. Lawrence & Dyer -

Summary of the Lawrence & Dyer study
Lawrence & Dyer aim to explain why so many American firms fail, in their
maturity, to maintain competitive vitality. Their Analytic Framework of

Adapations ie used to construct an historical overview of the way key

‘American organisations and industries have, in fact, adapted to changing

conditions. Their model demonstrates the interaction between environment
and organisation in achieving effective organisational performance and
concludess that while certain environment-organisation configurations
result in acceptable performance in terms of either efficiency or
innovation,such configurations inhibit successful adaptation in the long
term. Only an environment offering intermediate levels of uncertainty
together with a Readaptive orgamisation form is capable of =sustaining
efficiency and inpovation simultaneously thus providing the capability for

ongoing adaptaztion or Readaptation.

Section (i) describes this study in more detail and section (ii) identifies
some of the issues raised by this study and suggests ways of clarifying

these 1

m
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2.1(i) The Analytical Framework of Adaptation

Lawrence & Dyera attempt to synthesise two major interrelated controversies
in the field of organisation theory - namely the question of whether
organisations are driven by environmental forces or by managerial choice,
and the question of whether organisation forms depemnd on resource
availability or on information uncertainty. It is argued that adaptation
iz the concept which resolves these controversies and links the information

uncertainty/resource availability approaches to organisation form.

Adaptation, or more correctly Mutual Adaptations, is & distinctive feature
}of the Lawrence & Dyer approach which, through their Analytical Framework
of Adaptation, examines both external and internal conditions to show how
they interact to effect mutual adaptation between the environment and the

organisation.

The environment is describeds in terms of two dimensions, Information
Complexity (IC) and Rezource Scarcity (RS), and these two dimensions are

1=ed to consftruct a nine-cell matrix of environmental areas. The

—

ization typologies of ¥intzberg» and Miles & Snow. are then associated

O
=
o
Q@
)
o

with thece areas to demonstrate typical environment - organication form
relationshipss. A new Readaptive organisation form is identified and is

ac=ociated with Arez 5 of the matrixio.

Depending on the enviroumental area occupied, organisations are expected to
emphasise adaptation in terms of efficiency or innovation. Such

environment - organisation relationships, while adequate to ensure



acceptable performance under existing environmental conditions, is expected
to limit the organisation's ability to adapt to significant environmental
changes thus impairing the organisation’'s survival in the longer term. It
is claimeds: that only the Readaptive organisation form/Area 5
configuration is capable of sustaining efficiency and innovation
simultanecusly. Readaptationiz is a key concept of the Lawrence & Dyer
model and is defined as organisational performance that is simultaneously

highly efficient and highly innovative.

The environmental impact on readaptation is claimediz to be a function of
two different kinds of environmental uncertainty - namely, uncertainty
'concerning resources and uncertainty concerning information. High levels
of uncertainty in either or both of these domains makes organisation
survival difficult, whereas certainty in either or both of the domains
induces complacency in the organisation. It is argued that only the
intermediate levels of environmental uncertainty in both domains afforded
by Area 5 of the matrix provides an environment which stimulates the

cimultaneous potential for both efficiency and innovation.

that

il

joN
b

It ie claime trategy is the process linking the organisation's
internal arrangements to its ftreatment of the environment. Strategy is
defined as the pattern of decisions in a company that determines and
reveals its objectives, purposes, or goals; produces thg principle policies
and plane for achieving those goals, and defines the nature of the business
the organisztion is to pursue, the kind of economic and human organisation

it is or intends to be and the nature of the economic and non-economic

contributions it intends to make to its stakeholders. It is recognisedis



that a strategy embracing both efficiency and innovation ie difficult to
reconcile but that such a reconciliation is nevertheless critical to
achieving a readaptive state. This tension between the simultaneous
achievement of both efficiency and innovation is often manifested in a
struggle between long and short term policies and, in terms of organisation

design, between the looseness necessary for creativity and innovation, and

the more rigid structures necessary for achieving efficiency.

Lawrence & Dyer argue,e that if organisations are to be efficient
production systems they must also be innovative learning systems. In the
final analysis, however, it is the members of the organisation who need to
learn for the organisation to be innovative and who need to strive for the
organisation to be efficient,. Thus, while perceptions of the environment
may induce top managers to learn and strive, other members of the
organisation remain unaffected unless internal organisation arrangements
disseminate the influence of intermediate levels of IC/RS to all levels
within the organisation.». The Readaptive process depends on all members
of the organisation being made aware of the broad purpose, ethical
standards and operating principles of the firm with emphasis given

throughout to the value of both efficiency and innovation.

To achieve membership commitment, Lawrence & Dyer claimi« that

m
[S)]

organications must provide a balanced use of three kinds of human resource
practices ( market mechaniems, bureavcratic mechanisms and c¢lan mechanisms)

which help to integrate the individual with the organisation. In

addition, if employees are to be involved in the process of readapation.



the organisation's power systems:s must be relatively evenly balanced both

vertically and horizontally.

Structure in the Lawrence & Dyer model follows the Lawrence & Lorschzo
model in that the basic structure must reflect the levels of
differentiation and integration necessary to complement environmental
uncertainty. In this way, as IC increases, organisations must, within the
limits of their resources, employ new kinds of specialists if they are to
learn and innovate. This is the process of organisation
differentiation:-. As RS increases. organisations must increase the
number of mechanisms available for coordinating their activities if they
are to be efficient, up to the point when resource scarcity itself acts as
a constraint on this activity. This is the process of integrationz=.
Since the organisation fosters innovation through differentiation and
efficiency through integration, Lawrence & Dyer claimsx that within a given
firm, readaptation will be most likely to be achieved when both

differentiation and integration are at high levels.

In summary then, the Lawrence & Dyer model provides a two~dimensional
framework for analysing the environment. The environment ié presented as
a matrix of nine areas and, drawing on previous studies, the model
identifiez organisation forms and strategies that are consistent with each
of fhese areac. A new Rezdaptive organisation form is also identified and

d with Area 5 of the matrix and it is claimed that only this

)
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n
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environment - organisation configuration is capable of sustaining

efficiency and innovation simultaneously.



2.1(i1) Issues arising from the Lawrence & Dyer model

Efficiency and innovation are key aspects of Lawrence & Dyer's model of
adaptation and the potential for both these outcomes is related to levels

of environmental uncertainty.

Lawrence & Dyer argue =za that there can be either too much or too little IC
to induce innovation and too much or too little RS to induce efficiency.
‘Vhen IC is very low, there is little external stimulus and variety to stir
up the cognitive processes behind organisation learning and innovation.
When IC is too high, information overload may inhibit innovation.

Similarly, when RS is very low, organisations have little incentive to
strive for efficiency while when RS is too high, resource starvation causes
the neglect cf even routine operations. Moreover, RS levels are expected
to have an important secondary effect on the rate of innovation in that

high RS is expected to depresz the resources necessary for innovation.

T

oth eficiency and innovation are claimed:zs to have an inverted 'U’
relationship with R3 and IC respectively and it is because these two

outcomes are balanced at the intermediate levels of IC and RS that Area 5

g

is said to be particularly supportive of both these outcomes.

Lawrence & Dyer claim z- thdt while other environmental areas support good
results in just either efficiency or innovation, the special form of

adaptation, readaptation, is most likely to occur in Area 5 and that this



relationship between the organisation and the environment is the governing

dynamic central to readaptationz-.

Lavrence & Dyer note zz that notwithstanding their claim that readaptation
is most likely in Area 5, some organisations in other areas do survive in
the long term. Various explanationsz= are offered for this phenomenon,
including, for example, that for some historical reasons some industrial
cectors seem not to have yet evolved a single readaptive firm that puts
cevere competitive pressure on its rivals. However, none of these
explanations suggest that efficiency and innovation can be reconciled in

thece other environmental areas.

The Lawrence and Dyer model of innovation z¢ discusses innovation in terms
of quantity and does not distinguish different patterns of innovation. If,
however, as Abernathy =1 claims, different patterns of innovation are
asociated with different levels of product-process certainty, then the

potential for innovation may exist at all levels of IC.

Similarly, the Lawrence & Dyer model of efficiency ==z treats this outcome

as a function of RS. If, as Abernathy claims=z, some patterns of

n

innovation are as=zoclated with efficiency, then both efficiency and

|

innovation would be functions of IC, and not RS and IC respectively. In
this way the potential for reconciling efficiency and innovation would be
supported by at least some of the other environmental areas and, if this is
the case, may provide an explanation for the longterm survival of

organisations in these other areas.



In the Lawrence & Dyer model the actual realisation of simultaneous
efficiency and innovation is attributed = to the Readaptive organisation
form which is characterised in terms of a strategy which emphasises
efficiency and innovation, a highly differentiated and highly integrated

structure and certain prescribed human resource practices.

Vhile strategy clearly implies a consideration of the product-process
characteristics, these characteristics are not explicated and the model
thus fails to demonstrate the readaptive form in these terms. Similarly,
product-process characterisation is omitted from the discussion of the

other environment - organisation configurations.

This omission is significant in that following Abernathy =zsproduci-process
considerations represent an important aspect of adaptive capability and is
an area in which historical decisions may be expected to influence

management's ability to respond to changing conditions in the short term.

The omission is also disappointing since Lawrence & Dyer use Miles & Snow's
typology of strategic types ze to demonstrate their own model and the Miles
& Stnow model -y emphasises compatibility between all three elements of the
adaptive cycle - mnamely, in the solutions to the entrepreneurial,

administrative and engineering problems.



(b> The environment and related organisation forms

Lawrence & Dyerwss describe the environment in terms of two dimensions -
Information Complexity (IC) and Resource Scarcity (RS) - and use these two
dimensions to construct a nine-cell matrix of environmental areas. The
organisation typologies of Mintzbergss and Miles & Snowao are then related
to eight of the nine envirommental areasa.. A new Readaptive organisation

form ics identified and is related to Area 5 of the matrix.

Lawrence & Dyer concludea:z that firms in a given industry are expected to
be clustered around the same IC level of the framework and it is noted that
¥iles & Snow'saz study of organisations in four industries indicates that
in some industries organisations may be widely dispersed across the
framework. No explanation is given as to why this discrepancy exists
and it is suggested that further longitudinal research is necessary to

clarify the position.

In the Lawrence & Dyer model core technology is identifiedsa as= a major
factor explaining the clustering of firmz in the same industry around the
came 1C level, Lawrence & Dyer mnotess that it has.proved difficult to
find & typology of core technology that correlates strongly with
organicsation form and strategy. They demonstrate.. how Thompson's.»

3-fold system of technology can be linked to various levels of IC. Thus

D

intensive or site-dispersed technologies are associated with high IC;
long-linked or transforming techfiologies with the intermediate level of IC;

and mediating or net-work technologies with low levels of IC. VWoodward'sae



classification of batch, mass and process production systems is identified
with long-linked or transforming techologies and is thus associated with

the intermediate level of IC.

Lawrence & Dyer point outs= that technological influences are not, however,
to be treated as immutable forces but rather as predispositions that can be
significantly modified by organisational choice of an appropriate strategy
and form. An appropriate strategy and form is one that corresponds with
its relevant environment and, depending on that environment, is expectedso
to emphasise either efficiency or innovation. Such environment -
organisation relationships, while adequate to ensure acceptable performance
’;nder existing environmental conditions, is expected to limit the
organisation's ability to respond to significant environmental changes:.

It is claimeds= that only the Readaptive/Area 5 configuration is capable of

sustaining efficiency and innovation simultaneously, thus providing the

capability for ongoing adaptation or readaptation.

Since Lawrence & Dyer clearly recognise that technological influences nay
be modified by organisation strategy and form and that strategy and form is
related to the environment, it is ressonable to argue that different
technological profiles may be observed in the different environment -

organization configurations. As previously noted, however, Lawrence &

[\Y

—

yer do not characterise this dimension of the organisation,

OUne way of reszolving the discrepancy between the claims=z made by Lawrence

& Dyer and Miles & Snow regarding the environmental location of firms in



the same industry is to study firms in the same industry. This study of
two firms in the same industry using the same long-linked or transforming
technology aims to profile the producti-process system to show how core

technology is modified by organisational strategy and structure.

In summary, this study uses the concepts informing Lawrence & Dyer's
Analytical Framework of Adaptation to track the environment and the
organisation form and strategy of the two focal organisations in the same
industry over the same twenty-five year period. In addition, this study
extends the Lawrence & Dyer model by including a profile of the product-
procezz profilez of these twe organisaetions and in this way the study
records the changes in all three aspects of Miles & Snow's model of
adaptation - that is the organisation's Soiutions to the entrepremneurial,

strative problems.
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2.2. Abernathy sa

Abenathy's study, based on the Ford Motor Co.Ltd. in the USA, also
examines the issues of efficiency and innovation and argues that these

outcomes are related to the level of product-process standardisation.

Avernathy's distinctive unit of analysis, the productive unites,
embraces both the product and its related processing system and
demonstrates that the pattern and frequency of innovation and the
emphasis given to efficiency changes as the product matures and as the

processing system becomes more specifically identified with the product.

Abernathy arguesse that the conditions supporting efficiency and
innovation are very different and that both outcomes cannot be

effectively purcued within a given productive umnit.

Although a firm can, in theory, achieve both efficiency and innovation
by managing a portfolio of productive units at different levele of
development it is difficult, in practice, tc manage several productive

if

[eN
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units that are in widely erent stages of development. It is argued
that orgenisations that sre effective at managing productive units at

one level of development are seldom effective at managing productive

units at the extreme opposite level =7,



Abernathy challengesss the tradition that productivity is to be
encouraged without restraint and his study shows that the complex mass
production methods and sophisticated machinery in the US auto industry
have resulted in high levels of product standardisation where, in the
absence of differentiated products, price is the main competitive

factor.

Abernathy arguesss that some balance beween efficiency and innovation is
necessary for effective performance in the long term and that great
foresight is needed in directing technological investment if such a
balance is to be achieved. In a competitive industry if competitive
‘behaviour emphasises productivity gains and product - process
standardisation is progressed to a level which inhibits flexibility,
then competition is on the basis of price and the capacity to innovate

is prejudiced.

Section (i7 deszcribez Abernathy's study in more detzil and section (1i)

identifies come of the issues raised by his study and suggests ways of

clarifying these issues.



2.2{1) Productive Unit Characteristics and Behaviour

Abernathysc defines a productive unit as an integral production process
that is located in one place under a common management to produce a
particular product line and he points out that the important feature of
this definition is that both product and process characteristices are

considered jointly.

Abernathy showse: that in the early days of a product's development the
pattern of innovation is radical and forms the basis of competition as
manufacturers seek to establish market share. As the product matures and
ite characteristics become more standardised, the pattern of innovation
becomes incremental and is often aimed at improving the efficiency of the

product and/or its work processes.

Abernathy characterises a productive unit in terms of seven elements and

demonstrates. how the dimensions of these elements change as the

productive unit progreszes from the early fluid state to a specific state
az the product approaches standardisation. He notes.~ that although a
certain degree of eveness among the mzjor elements of the productive vnit

would be evident in the long rum, the timing of progress is ragged and that

until parallel advances in the elements are realized the full economic

log

enefits of gains in efficiency cannot be rezlised. Until such parallel
developments are achieved, however, the productive unit remains flexible in
response to product innovation. Vhat this means in effect is that until

this stage ie achieved product-line characteristics may move through a



cycle of development and revert back to an earlier stage with comparative
ease. Developments of equipment and changes in labour or management task
characteristics, however, tend to be cumulative and persistent. Once
these aspects are advanced reversals are less likely to occur and carry a

correspondingly higher cost to achieve.

WVhat Abernathy is arguing heresca. is that innovation of this latter type not
only makes production processes more capital intensive and expensive but
that they actually reduce barriers to entry into the industry since, by
embodying management know-how, the critical knowledge for entry can be

purchased as equipment.

Vhere innovations are broadly adopted in an industry they lead to the
emergence of a dominant product design (ie a design meeting the needs of
most market segments for that product) with the result that products are
ctandardised and indistinguishable from competitor products and competition
iz then on the basis of price. A dominant design implies that not only
are productive vnits at an equivalent stage of development even in
competitor organisations, but that there is a technological mandate for

product volumees.

The important competitive implication here ie that no firm sustains a
competitive advantage through product innovation when all organisations
have the same process capabilities and any firm can replicate the product
innovations of a competitor. Under these conditions the incentive for

significant product innovations is further weakenedee.



Abernathy's study then argues that there is a direct connection between the
profile of the productive unit and patterns of innovation and efficiency.
From a management point of view, the organisation is made up of a range of
productive units which change over time. As more productive units become
integrated into the overall manufacturing process, the cost of product
change also increases. Thics means that the overall direction of
innovation must be controlled to minimise the costs of change and to retain

competitive advantages.

2.2(ii) Issue= arising from Abernathy's study

Abernathy's discussion of product and work process standardisation suggests
that with the emergence of a dominant product there would be a high degree
of consistency in the organisation form of the enterprises making up an
industry. However, until a dominant product does emerge, organisations
operating in the same industry may well display different organication
forms. Additionally, while the productive units themselves may be at
cimilar stages of development throughout & given industry, the particular
configuration or port folio of productive units mesking up the organisation

would offer the potential for different organicaion forms emerging within

the same industiry e7.

Abernathy's study does not relate the product-process profile to

organisation form - environment issues. It is reasonable to argue,



following Miles & Snows= that there is likely to be such a relationship and
clearly it would contribute to the clarification of the environment -
organisation form - performance discussion if the product-process profile

can be identified with particular organisation forms and environments.

(b Eficiency and innovation
While Lawrence & Dyer argue that the potential for efficiency is linked to
RS and the potential for innovation to IC, Abernathy's modeles suggests

that both these outcomes are a feature of the level of IC.

Abernathy distinguishes two patterns of innovation, radical and
incrementalro. Radical innovation is associated with high uncertainty and
incremental innovation which is itself often associated with efficiency,
with certainty. In Abernathy's model it is the degree of specificity in
the product-process profile which determines the efficiency-innovation
capability. This model of the efficiency-innovation relationship at
least offers the potential for other forms of readaptation and may help to

rezolve the anomaly idenified by Lawrence & Dyer—, as to why some mature

m
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organizztion ge to survive long-term in non-Area 5 environments.

(c? Flexibility of labour and competitive behaviour

Abernathy's model notesyz the higher ratio of labour in those production
processes where flexibility is desirable in gaining competitive advantage.
Besides describing task characteristics, however, the model offers little

in the way of what labour practices support these task characteristics.



1f, as Lawrence & Dyer claimrx certain human resource practices are
essential to effective competitive behaviour, then it is reasonable to
argue that labour flexibility will be associated with the human resource

practices identified by Lawrence & Dyer.

(d> Adaptation

Beyond noting»a that the pattern and extent of change in a productive unit
is likely to be different depending on the stage of productive unit
development, Abernathy's model does not identify the environmental and
organisational factors facilitating or inhibiting such change. If, as
Lawrence & Dyer claimrs, the environment - organisation configuration
determines the pattern of adaptation, then it is reasonable to argue that

changes in the productive unit will also be influenced by these factors.

In summary, Abernathy's model provides a framework for tracking the
chenges in the product-procesz relationship over time. The degree of
specificity in the product-process relationsbip is expected to influemnce
the emphasis given to efficiency and innovation and the pattern of

innovation. The emergence of a dominant product design i

9]
[}

xpected to be

o0

associated with high specificity in the product - process relationship when
organicationz in the same industry are expected to exhibit similar

productive unit characteristice and compete on the basis of price.



2.3, Summary
This section has presented the main points of the Lawrence & Dyer and

Abernathy models informing this study.

It was noted that the Lawrence & Dyer moadel of organisational adaptation
demonstrates the relationship between the environment and organisational form
and performance in terms of efficiency and innovation. It has been argued
that the model demonstrates organisation form in terms of the organisation's
colutions to the entrepreneurial and administrative problems but omits to
identify the solution to the enginéering problem and to note the effect of this

solution on efficiency and innovation.

It was noted that Abernathy's model of a productive unit demonstrates that
efficiency and innovation are functions of the level of product-process
standardisation. It was argued that this model provides a framework for
demonstrating the organisation's solution to the engineering problem and its
contribution to organisational performance in terme of efficiency and

innovailion.

The next cection identifies the concepte informing the Lawrence & Dyer and
Abvernathy models and constructe the analytical framework which will be used to
identify the environment - strategy - structure reiationship of two

organications in the same industry over the same twenty-five year period.



CHAPTER 3: A REVISED ANALYTICAL FRAMEVORK

A revised model combining and quantifying the descriptive Lawrence & Dyer,
and Abernathy: models is constructed to provide a framework for analysing
the environment and organisation and for tracking changes over time,. This
section identifies the main elements of the revised framework and discusses

how these elements are expected to interact and influence environment -

(o}

organisation relationships. Section 3.9 presents the instruments for

operationalising the revised model.

The reviced framework is derived from the basic Lawrence & Dyer model=
which describes the environment and the expected organisation strategy and
structure. The basic model is extended to include Abermnathy's modeia of a
productive unit which describes the product-process relationship. The
revised framework thus portrays the environment and, following Mileg &
Stnows the organisation's solution to the entrepreneurial, administrative,
and engineering provlems forming the Adzptive Cycle, and organisational

performance in term= of efficiency and innovation.

n
N

ents & diagramatic interpretation of the revised analytical

i

Figure 1 pre
framework. The remainder of this section describes and discusses the

elements of the framework and their expected behaviours.
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3.1. Environment

Following Lawrence & Dyer» the environment is defined as the industry in
which the focal organisation operates and is seens as setting the
conditions that help to shape the organisation even as the organisation

shapes and influences the environment.

WVithin this environment each organisation will have its own selected
relevant environment. This relevant or enacted environment is determinded
by the organisation's strategy and will, therefore, include only those
aspects which are perceived to have high importance to the focal
organisations. This raises the ongoing and unresolved objective-
subjective (or the actual-perceived) environment issue of how to treat the
environmentio. The accuracy of the enacted environment has obvious
survival consequences for the organisation and yet there is litle in the
literature that examines this issue empirically. There are significant
methodological problems in addressing this issue but one way forward is
offered here by adopting a comparative historical perspective which
examines the evolving environment - organisation relationship in the

context of the wider environment of the industry generally.

The environment will be described in terms of Lawrence & Dyer's Analytical
Framework of Adaptation:.. The framework consists of a nine-cell matrix
(see Fig 2 below) which 1s derived from two characteristics of the
environment - the Information Domain and the Resocurce Domain. In this
way, Lawrence & Dyer argue.z, those parts of the environment on which the

organisation relies for its material supplies and those on which it relies
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for its intellectual information are clearly differentiated and thus
resolves the debate beween the longstanding information and resource
perspectives:=. Firms experience uncertainty in the resource domain as
scarcity of essential material resources, while uncertainty in the
information domain is experienced as complexity. While high uncertainty
in both or either domain makes existence difficult for the organisation,

certainty tends to assure organication survival.

The sliding scale from low to high on the vertical axis of the information
domain measures the complexity of its variable aspects ie variations in
competitors, in technology, in customers, in products, in government
regulations. As the degree of uncertainty in this domain increases, so
does the amount of information an organisation needs to consider to make
wise choices in regard to the goods and services it provides. The
information domain thus represents the critical uncertainties that must be
analysed by the organisation in making rational choices about its

enrvironmental transactions.

The primaery influence of Informztion Complexity on the organisation is in
y )t

N

termsz of organiszational differentiation, the central thesis being s that as

o,

epvironmenzl complexzity increases so too must the level of differentiation

within the crganization.

{

Information Complexity (IC) is hypothesised,s to have an inverted U-curve
relationchip with innovation. Lawrence & Dyer claim that there can be
either too much or too little IC to induce innovation. Where IC is very

low, there is little external stimulus and variety to stir the cognitive



processes behind organisation learning and innovation. Vhen too much IC
surrounds strategic choices, information overload may inhibit learning and

innovation.

Though not empirically tested, Lawrence & Dyer suggest.e that the level of
IC a firm will experience in its mature stage can be roughly predicted on
the basis of its industry and the associated technology. Using Thompson's
three-fold typology of technology Lawrence & Dyer argue:» that core
technology by impacting the size of firms is expected to influence the
level of IC. Technological influences are not, however. deemed.z to be
immutable forces but constitute a predisposition that can be significantly
modified by the organisational choice of an appropriate strategy and form.
Thompson's long-linked or transforming technology is associated.s with
manufacturing firme and with the intermediate level of IC and it is at this
level that Lawrence & Dyer expect to find the job shop, mass production and

process technologies identified by Voodward:c.

The =liding scale from low to high on the horizontal axis forming the

rezource domain measures the degree of difficulty an organisation has in

cecuring the resources it needs for its succeszful operation:,. This
domzin ic concerned with the scarcity of reszourcesz (RS) whether raw
materials, capital or people. The level of RS for an organisation

reflects changes in environmental factores such as customer demand for ite
goods and services, government actions, competition for limited resources,
etc. concomitantly, the organisation influences RS by means of the
quality, cost and quantity of goods and services it makes available for

exchanges.



The major influence of RS on the organisation is on the level and quality
of organisation integration and the level of organisation efficiency. As
RS increases organisations must increase the number of mechanisms available
for coordinating their activities if they are to be efficient - up to the

point, that is, that RS itself acts as a constraintz=.

Lawrence & Dyer hypothesisezxz that efficiency has an inverted U-curve
relationship with RS. When RS is very low, organisations have little
incentive to strive for efficiency. When RS is very high, resource
starvation causes neglect and efficiency is lost. RS is also seen as
having a secondary effect on the rate of innovation since high RS will act

to depressz innovation.

IC and RS then represent the vertical and horizontal axes of the

environmental framework and are combined to produce a nine-cell matrix of

=3
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environment
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1 areas. Lawrence & Dyer assoclatex:s these area
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particular organisation forms and strategie=z and claim:=- that only Areaz 5
pifers an environment which favourz both efficiency and innovation. By
determining and organisation’s position on these two intersecting axes it

ic poseible to locate the organigation within the nine-cell matrix and to

identify the expected organisaticn form and strategy.



3.2. Organisation Strategy and Structure

Lawrence & Dyer define:xs an organisation as a purposeful system of co-
ordinated action embracing:> learning, production and social systems.

They characterisez= a Readaptive Organisation in terms of a strategy which
embraces both efficiency and innovation and stucture in terms of
differentiation, integration, power distribution, human recource practices

and member involvement.

Lawrence & Dyer use thece characteristice 1o describe the organisation
typologies of MKintzberg:- and Miles & Snowzo and they relate thece
typologies to the environmental areas. It is claimedz: that only the Area
5 - Readaptive form and strategy configuration is capable of sustaining
ongoing adaptation. Other oonfiguratioﬁs are expected to result in
satisfactory performances in terms of either efficiency or innovation only

if the environmental conditions remain unchanged.

Lawrence & Dyer's characterisation thus capture=z, following Miles & Snowsz:
the organization's entrepreneurial and administrative solutions but fails
to characterise the production or engineering solution. In addition to
the characteristice identified by Lawrence and Dyer, the revised framework
therefore includes a profile of the product-process relationship. In this
way the revised framework characterises all three elements of the Kiles &
Snow model of orgenisational adaptation - the entrepreneurial, engineering

and administrative solutions to the problems raised by the

3

environment=s.
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The revised framework then characterises the organisation in terms of

(i) The entrepreneurial solution or strategy
(ii> The administrative solution or structure
(iii>The engineering solution

(iv) Efficiency and Innovation

3.2(1) The Entrepreneurial Scolution
Following Miles & Snow:a the entrepreneurial solution is concerned with the
definition of the organisation's domain in terms of the goods and services

it provides and the markets to be served.

Following Lawrence & Dyer=s strategy links the organisation's internal
arrangements to the environment and is defined as the pattern of decisions
that determines and reveals the organisation's objectives, purposes or
goals; producez the principal policies and plans for achieving those goals
and defines the range of business the company is to pursue. In addition to
the pattern of decisions identifying strategy the revised framework extends
the Lawrence & Dyer model-. to identify the strategy-making process in

ternxz of Mintzberg's., typology of strategy-making modes.

3.2(ii) The Administrative Solution

Following Milez & Snowss the administrative solution is concerned with

providing the structure and proceszes to service the entrepreneurial and

t
£
engineering solutions. ‘g

w



Following Lawrence & Dyer=zs the characterisation of the administrative

colution includes

(a? Differentiation and Integration
(b ¥ember Involvement and Human Resource Practices
(c? Power Distribution

(a) Differentiation and integration

Differentiation is definedao as the extent to which organisations employ
cpecialised individuals and units to bring differentiated ckills and
orientations to problem-solving. The higher the level of environmental
IC, the higher the degree of differentiation required. A sufficiently high

degree of differentiation is essential if a firm is to sustain innovationm.

Integration is defineda: as the process through which organisations
coordinate their activities if they are to be efficient. As RS increases,
organisations are expecxted to increase the humber of integrative

mechanicms. Similarly, the more differentiated the organisation, the

O

igher the level of integration required to coordinate activitiesa..

=

Lawrence & Dyer point outas that because there are resource and size
constraints with high levels of RS and IC, organisations with a highly
differentiated and integrated structure are most likely to appear in

&
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(b) Member Involvement and Human Resource Practices

Lawrence & Dyeras define member involvement as the complexity and richness
of exchanges between individuals and the organisation which is expressed in
the willingness of members to strive and learn. The potential for
striving and learning is linkedss with RS and IC and it is claimedae that
the potential for member involvement is thus highest in Area 5. It is
argueda> that the realisation of member involvement requires the

organisation to:

# Clearly and systematically communicate to the membership its goals and
expectations. There must be as little ambiguity as possible regarding the

principles underlying the organisation strategy, structure and practices.

* Provide a balanced use of three kinds of human resource practice to

integrate employees with the firm,

The first of these three practices is market mechanisms which offer

tangible financial rewards such as merit payments, bonus payments, profit

haring, etc, which supplement regular wages and salarie:

n

The second of theze practices i

0]

bureauvcratic mechanizmws which act
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foster stability in the organisation and through which the members can be

involved in the decision-making process of the organisation.

The third kind of human resource practice is clan mechanisms which

encourage a sense of membership arnd is aimed more at meeting an



individual's membership needs through, for example, employment, security,
work teams, job rotation, and other practices reflecting the organisation's

concern for the general well-being of the employee and his/her family.

(¢) Power Distribution

Lawrence & Dyer arguess that if members are to be effectively imvolved in
achieving efficiency and innovation, there must be a relatively even
distribution of power both vertically and horizontally. WVhile the
temporary assignment of power to a single department can sometimes be
useful, a lasting and significant imbalance of power seriously impedes

communication and complicates problem solving.

It is arguedaw that the lack of a reasonable horizontal power balance makes
it more difficult for managers to integrate specialised sub-units in a
constructive and creative way if in the end one party can be expected to
make an arbitrary deciesion. The lack of vertical power is reflected in
the perceived equity of the distribution of wezlth generated by the

organicsaticneo. It is argueds: that the continuing involvement of members

—

levels depends vpon their perceiving this

}o-

of all types and at al
distribution to be reasonably equitable. The inevitable conflict of
interest in the distribution of rewards must be dealt with by some

bargaining process, implicit or explicit.

&



3.2(iii) The Engineering Solution
Following Miles & Snowsz the engineering solution is concerned with
gelecting the appropriate technology and systems for producing the products

and services.

Following Abernathy==x technology is characterised in terms of its close -
loose relationship with the product characteristics and related work
processes. Thus where the product is made to customer order the
technology is defined as being general purpose and the production system is
expected to reflect job-shop comnditions. Vhere the product is highly
standardised the related technology is defined as being specialised and the
production system is expected to reflect technologically controlled and
dedicated characteristics. The emergence of a dominant product decign is
thus expected to have significant implications for the technological
profile and related production system of organisations within the same

industry.

Following Lawrence & Dyerna efficieuncy is defined in terms of the effective
uze of resources, quality of output, cost of production and productivity.
Efficiency ie shownss to have an inverted U-curve relationship with RS.

Vhen RS is very low, there is little incentive to achieve efficiency, and



when RS is very high, resource starvation may cause neglect of even routine

efficiencies.

Following Abernathyes efficiency is expected to be related to a product-
process profile which is highly specific. Conversely, efficiency is
expected to be lower where the relationship between the product and its

Work process system is fluid.

Following Lawrence & Dyer:, innovation is defined as the stream of ideas
for relevant new goods and services and production techniquesz that are not
only forthcoming but that are actually put to use in manufacture and
distribution,. Innovation is showns= to have an inverted U-curve
relationship with IC. When IC is very low, there is little external
stimulus to stir up the cognitive processes behind organisational learning
and innovation. VWhen too much IC surrounds strategic choices, information

overload may inhibit innovation.

Following Abernathy:: innovation iz described as either radical or

incremental. Radical innovation is defined... as an entrepreneurial act
rezulting in msjor changes involving the identification of-an emerging need.
01 & new way to meet an existing need, Typically, such innovation occurs

1Cs

n
o+
o

when product characteri: are in a flux and production systems are

flexible (ie fluid) and relatively inefficient.

Incremental innovation is defineds: as changes which give impetus to and
further shape the direction of existing design approaches, thus functioning

as steps in an underlying longterm trend. Incremental innovation is



important because it is cumulative and because it builds on existing
approaches and may €0 improve a given underlying design approach to be
preferred. Typically, such inmnovation occurs where the markets for goods
are well defined, the product characteristics are specific and often
standardised, and competition is mainly on the basis of price. The
production technology is expected to be efficient, equipment-intensive and
specialised to a particular product, In these circumstances, the major

impact of the innovation is on cost reduction and productivity improvement.

Following Lawrence & Dyere= efficiency and innovation are balanced at the
highest level in Area 5. Following Abernathye= efficiency is related to
incremenal innovation and is associated with a product-process profile that
is highly specific. Radical innovation is associated with a product-

process profile that is fluid.

Following Lawrence & Dyerc. these internal elements (excluding the

ere by this study) characterise
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the organication's adaptive form and the particular configuration of these
elements is expected to reflect the environmental ares in which the
organization operates. The next section identifies the expected
relationships between environmental area and organisation form and

strategy.



Lawrence & Dyeres review the literature dealing with organisation form with
a view to organising these previous contributions in terms of their own
nine-cell framework. A brief summary of their discussion follows and is
presented diagramatically in Fig 3 . Starting with Area 1 and proceeding

clockwise to end in Area 5 the expected relationships are:

Examplez of firms in this area of high IC and low RS are the affluent
universities studied by March & Olsence who describe this organisation form
as an 'organised anarchy' or ‘loosely coupled' organisation. They point
out that there is no straightforward way to develop an integrated and
coherent strategy in these organisations as, when resources are abundant,
the various departments and tenured faculty tend to act independently of
the larger organisation. Mintzberge~» has reviewed some of this

literature and confers the name ‘adhocracy' on the less extreme versions of

N

thics organization form. Kiles & Snow'se.' Prospector' organisation is

.
)
(]

cted to move from Area 4 into Area 1.

m
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Firme ir young industries pass through this area as their markets begin to
fill and mature. One type of firm that may reach an equilibrium in this
area is the high-technology firm that contributes to or responds to one

technical breakthrough after another. The most complete analysis of this
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Figure: 3

ENVIRONKERTAL AREAS & EXPECTED ORGAWISATION FORMS & STRATEGIES

lustration removed for copyright restrictions

Source: Lawrence & Dyeres



kind of organisation is Burns & Stalker'sve study of several advanced
electronic firms in which their well-known concept of the ‘organic form was
developed. Kiles & Snow's»y: 'Analyser' organisation is expected to evalve

through this area to mature in Area 5.

There has been little systematic study of organisations in this area even
though very many small organisations exist under these environmental
conditions. Examples of firms that are sometimes found in this area are
rectaurante and retail shops. ¥intzbergr= has reviewed the literature on
such organisation forms and describes them as 'simple structures'. In
thic highly resource-constrained environment, a functional division of
labour is generally observed and adaptation tends to proceed by survival of
the fittest rather than through learning. Area 3 conditions approach Adam
Smith's vicion of perfect competition in which there is little room for
error. Ecclesyx study of house-building firms points to informal
contracting networks or quasi-firms as one organisational device that helps
firme in this area to move into Area 5. Milez & Snow'sva 'Defender’

organication is expected to move throughk thie area into Area-6.

The organisation form characteristic of these two areas is described by
¥intzberg»s as a 'machine bureaucracy'. This is the area in which the
popular stereotype of industrial organisations, the 'mechanistic' structure

identified by Burns & Stalkerve is found. This is also the environmental



area of organisations familiar to FV Taylor and Henri Fayol. Another
example of organisations typical of this area is the high performing firms
in the standard container industry identified by Lawrence & Lorschr~.
Kiles & Snow'swz 'Defender' organisation is expected +to evolve through

Area 3 to mature in Area 6

The organisation form characeristic of firms in these iwo areas is
deecribed by Mintzbergrs as a 'professional bureaucracy'. Barnardsc has
documented one classic description of this form with an emphasis on
executive professionalism, cooperation, shared purpose and with more than a
tinge of paternalism. Weber'ss: classic government bureaucracy would be
represented in this area. Writers such as Croziere: and Parkinsons= have
identified the negative features of these organisations where, since the
environment does not place heavy demands on these organisations, intermnal
politice becomes much more active, leadership styles have special weight,
and the management of symbols is important to legitimate continuation in

theze areas. Pifeffer'ssa paper on management as symbolic action draws

n

many of its exanples from organicsations characteristic of Areas 7 & 8.

This area has not been widely studied, perhaps because private
organisations are unlikely to remain long in this area of fairly lush
resources combined with only moderate IC, This is the start-up area for

many new ventures, organisations created to take advantage of new



technologies or new markets, and also of the organisations of special
interest to Schumpeteras. Such organisations are usually described as
an informal group with a strong entrepreneurial leader - the

'‘entrepreneurial group' organisation form.

This is the area which is of special interest to the Lawrence & Dyer model
since it is the area that is most likely to foster readaptation. Only a
limited effort has been made to describe the characteristic organisations

and no generally accepted term has been developed for these organisations.

The earliest relevant work is the Lawrence & Lorschse description of the
high-performing firme in the specialty plastic and chemical industries. They
found that these firms, faced with high environmeﬂtal uncertainty, adopted
structures that combined high differentiation and high integration. Miles
& Snow'swy 'Analyser' organisation is likely to evolve through Area 2 and

mzture in Area 5.

Another line of research dealing with organisation forms likely to appear
in Area 5 is that of Ouchiazw. His 'type Z' corporation, a Japanesze-
American hybrid, featurez widespread use of informal clan control
mechanisms with the simultaneous and integrated use of market and
bureaucratic controls. And finally, the literature on matrix structures
(Daviz & Lawrences«, Saylesso, Galbraiths.), show one way of achieving high

integration among highly differentiated functional contributors.



Lawrence & Dyer give the name 'Readaptive' to the form characterising
orgarisations in Area 5 and point outsz that while they would modify the
characteristics of the 'Analyser' strategy, this is the type that comes
closest to their Readaptive form. It is claimed that it is always
difficult for an organisation to remain in this area because its present
form of adaptation, no matter how fitting today, must eventually be
guperseded by another and then another. The firm that locks onto a

currently rewarding way of doing business will sooner or later drift into

Area 6u=.

Lawrence & Dyer=a argue that remaining in Area 5 requires the sustained
reconciliation of opposing tendencies - for example, the difficulty of

reconciling innovation, efficiency and member involvement. Other

et

polarities that must be balanced are short-term versus long-term
orientationsz, intermal competition vercus cooperation, bureaucratic control

verzus entrepreneurchip. As Weick.. points out, thisz means that alternate

™
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or zimulitaneous exprezzion of these oppozed tendeucie

will be more
adaptive than will an intermediate or compromise expres=zion. Thie finding

iz cons=istent with the original Lawrence & Lorschse research which found
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0lved by problem solving rather than by compromise, smoothing,

forcing or avoidance.



3.4, Summary

Orthodox contingency theory links effective organisational performance
to compatible relationships between the environment and organisation

A strategy and structure. Recent contributions to the literature on
organisation theory claim that orthodox models fail to demonstrate why
come compatible environment - organisation configurations result in the
failure of effective performance in the long term. The new approach
claims that readaptation is the key to effective performance in the long
term and that readaptation is the outcome of an unique environment -
organisation configuration. The literature on organisation theory
recognises the confusion in the fragmented and conflicting results
arising from cross-sectional studies and argues the case for
longitudinal studiesz based on narrowly defined organisational
populatione which are comprehensively described so that the evolving
relationship between the environment and organisation can be observed

over time.

Thic =tudy combinec the Lawrence & Dyer and Abernathy models to

construct a framework which tracks and exposes the environment -

I\l
o

organication configurations of two firms in the same industry over the
same twenty-five year period and the findings are compared with the
configurations claimed by the literature. This chazpter summarised the
two models informing this study and idenified the main concepts
informing the analytical framework. The next section operationalises

the concepts and describes the methodology employed.



3.%5: Method

Chapter 2 reviewed the theoretical models informing this study.

Chapter 3 presented the analytical model for examining the environment
- organisation relationship longitudinally and comparatively and Fig 1
sunmarises the elements to be examined.

This section shows how these elements are operationalised and applied to

m

the collection and anazlysis of the data presented in the Case Studies in

Chapters 5 and 6.

n

3.5.1 Operationalising the elements

xamined are

D

As Fig 1 shows, the elements to be

(1>.  The Environment
(ii)>. The Organisation in terms of its solutions to

(&) the entrepreneurial problem

(c) the engineering problem

rformance in terms of

D

(iii) Organis=ational p
(a) efficiency

(b) innovation

These elements are applied to examine two organisations in the same

industry over the same twenty-five year period.



Elements (i) and (ii)(a) and (1i)(b) are operationalised in terms of the
twenty nine variables and 7-point scale instrument constructed by Miller

& Friesens». These variables are described in Appendix I.

Element 2(c) is operationalised in terms of the seven variables adopted

by Abernathy to characterise a productive unit and these variablesz are

given a 5-point scale and are described in Appendix II

Following Lawrence & Dyersws, the environment is defined as the industry
in which the organisation operates and is described in terms of
Information Complexity and Resource Scarcity. Each of these two
variablez is given a 7-point scale and the scales are divided to
construct a nine-cell framework of the potential industry environment as
chown in Fig 2. Following Lawrence & Dyerios the sliding scale from
low to high on the vertical axis of the Information Domsain measures the
plexity (IC) of its variables aspects of dynamism and hetrogeneity.
e eliding scale from low to high on the horizontal axis of the

Fezource Domain messures the degree of difficulty or hostility an

The orgeanication's perception of the environment is characterised,

following Killer & Friesen,.., in terms of dynamism, heterogeneity and
hostiliy. These charactericsice are scored on a 7-point scale to

identify the environmental conditions relating to the selected points in

time. Variables 1 to & in Appendix I describes these characteristics.



To obtain the IC scoreioz the scores for dynamism and heterogeneity at
each of the selected points in time were added together and averaged,
The kS scores is shown as the score obtained for hostility at each of
the selected pointe in time. The resulting IC and RS scores are shown
in Tables 5 and 14 and these scores provide the co-ordinates which

locate the organisation within the nine-cell environmental framework as

shown in Figs 9 and 109,

3.5.1,¢ii) Orgamnisation

Following Miles & Snowiowx the organisation is described in terms of its
solutions to the entrepreneurial, administrative and engineering
problems informing the Adaptive Cycle at each of the selected points in

time.

3.5.1. 1) (&) Entreprencurial Solution

Following Miller & Friezen.oa. the entrepreneurial solution is described
in termz of eleven variazbles Characterizing the strategy and strategy-
mzking procesz within the organisation. These variables are scored on

& 7-point scale to reveal the entrepreneurial solution at each of the

selected points in time. Variables 19 to 29 in Appendix I describe



3.5,1.(11) (b) Administrative Solution
Following Miller & Friesenios the administrative solution is described
in terms of the twelve variables characterising organisation structure.

These variables are scored on a 7-point scale to reveal the

[N

administrative solution at each of the selected points in time.

Variables 7 - 18 in Appendix I describe these twelve characteristics.

Following Lawrence & Dyerice the administrative solution includes an
assessment of structural differentiation, integration, power balance and
member involvement. Differentiation and integration are represented
by variables 16 and 13 respectively. Power balance is assessed in the
vertical dimension by variables 9 and 8 which refer to centralisation
and delegation, and in the horizontal dimension by variable 17 which
refers to the level of technocratisation. Member involvement is
aszeszed In terms of team spirit (variable 14) which following Lawrence
& Dyer.o» is the outcome of perceived effective levels of communication,

power distribution, and human resource practices.

Following Abernathy,c:z the engineering solution is described in terms of
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Ezch of these seven variables is scored on a 5-point scale to show the

progression of the product and its related processing system at each of



the selected points in time, Variables 1 - 7 ip Appendix II describe

these seven characteristics,

3.5.1. (4ii» Efficiency and Innovation

Following Lawrence & Dyerics efficiency is assessed in terms of the
level of integration (v13) and the overall measure of the effective use
of resources as shown by the gross profit margin. Following Abernathyq e
efficiency is assesszed in terms of the level of product - process

standardisation represented in the engineering solution.

Following Lawrence & Dyervyv innovation is assessed in terms of product-
market innovation (v19) and, following Abernathy:z, in terms of the
level of flexibility in the product-process relationship represented in
the engineering solution. Following Abernathy.:» innovations are

aszessed as radical or incremental.

The pattern of solutions disclosed in elements 3.5.1. i1y to 3910 (i)
constitute the adaptive behaviour of the organisation and this pattern
is related to the environmental position of the organisation in 3.5.1)

and tracked over time to expose the adaptive relationship between the



organisation and its environment and the effect of this relationship on

organisational performance.

3.5.2. Data Collection and Analysis

The carpet industry was selected for study on the basis of the author's
previous experience in this industry as a personnel gpecialist in the
industry's largest company which was the subject of her MSc thezis on

the scope for employee involvement in decision-making,

The Federation of British Carpet Manufacturers was approached with a
view to identifying organisations to participate in this longitudinal
and comparative study of organisational adaptation. The Federation
provided the names of seven senior executives in the industry and five
0of thece executives were interviewed (Appendix IIl) with a view to
formulating the period to be examined, identifying the key changesz in
the industry in this period and identifying representative industry
orgenizations. Two organizations participating in the preliminary

interviews were selected by the author on the basis of their being

L

cperstionzl in the period to be reviewed, their Seographical proximity

f

i

and their approach to the tufted product - process innovation. Thes=e

O

i

two organicationz agreed to be the subjects of tre ase ctudies

x

m
N

In both organisations access waz given to documer-e that were generally
available to members of the organisation. In adcition, in both

organisations all members of the current board with experience of the



63

company in the focal period were interviewed on a semi-

structured format
to generate additional information and/or cross check information

obtained from documents and to identify key dates

€. This information was
used to construct the historical overviews of the two companies,

In each organisation a member of the board with experience of the
organisation throughout the period covered was the subject of extended

structured interviews (Appendix IV) to obtain the data for constructing

the company profiles and this information was followed by further semi-

gtructured interviews with past and present board members to check and
clarify the information collected

In total some 35 hours were spent on interviewing eleven board members
in the two organisations.

conducted during the period 1987 - 1988,

All interviews and document research waec

The data is presented first in the form of an historical overview of the
organization and second in a structured analysis of organisation
environment, strategy and ztructure at each of the selected dates when
the actual outcomes
compared with the
<

are located within the historical overview and
ri

outcomes expected by the two models informing
cized casze study and

the
aled multi-variable

n

gpproaches are thus combined to reveal the evolving organisation
environment relationship which i
longitudinal and comparativ

examined to provide a holistic,
the context of the sector

pective of organisational adaptation
relevant environment.

in



PART TWG: THE CASE STUDIES

CHAFTER 4: CARPET INDUSTRY: AN OVERVIEV 1940 - 1979

Kobinson, locates the origine of the British carpet industry in the late
seventeenth century and the commencement of 'Turkoy work' which
incorporated the method of knotting used in Turkey on an upright loom. The
product names of wilton and axminster refer to the towns in which these
types of carpet were first made in the mid-eighteenth century,
Kidderminster carpet (also known as Ingrain or Scotch carpet) was first
manufactured in 1735 in Kidderminsters, and Kidderminster also claims the
distinction of erecting the first brussels loom in 1749 on which a pile
carpet could be woven mechanicallys. Iﬁ 1825 brussels was the first type
0of carpet to incorporate the French Jacquard colour selection mechanisma.
In 1830 the chenille axminster two-stage procesz was developed in Scotland,
and in 1831 a method of printing pile yarn was developed in Scotland to

produce a low-cost patterned or tepestry carpets.

11

‘Cwer was first epplied to carpet weaving in 1840-4% by EF Rigelow in thg
USA, initially to ingrain loomse.. Fower was applied to brussels looms in
1249 and the license was zcguired by John Crozsley of Halifax who licensed
other Eritish manufacturerz,. The impact of steam power on the industry
has been documented elsewhere - see for example, Bartletts, and Smith.

who shows thst because of the high cost of looms the carpet industry was
organised on the factory system well before steam power was widely applied

in the 185030,



Spool axminster weaving was invented in the USA in 1876 and permitted the
first unlimited use of colour in carpet weavingi.. The spool axminster
process was introduced into this country in 1878 by Tomkinson & Adam, a
Kidderminster firm: .. In 1890 Brintons, also a Kidderminster firm,
patented the gripper axminster process:z. The production of tapestry and
chenille axminster carpets declined in the 19305 when electric povwer was
firet used in the industry and there was a great expansion in the

production of gripper axminster, especially 'axminster squares'ia.

Following the outbreak of World Var II carpet sales were progressively
restricted and the supply of raw materials rationed and reduced. Labour
was diverted and the industry's plant and equipment was turned over to the
manufacture of blankets and other war productss. In 1941 the industry
was invited to submit a scheme under the nucleus firm arrangements but was

unable to do so and did not,therfore, develop bridging arrangements for

n

post-war activities. g, An Ezport Committee was later established and

formed the bazis of the Carpet Trade Executive Committee which dealt with

r reconstruction issuec and gave the industry some degree of

il

tT-w

o

jfe)

national orgenisaticn.,.

Carpet production resumed in 1945.. and by Fovember 1946 the industry was

actively seeking to develop a mational forum of reprezentation:s. The

ot

Federation of BEritish Carpet Manufacturers was 1

Q

unched in September 1948
when the industry was united under a single trade association for the first

time in its historyze By 1949, despite shortages of labour, materials and



equipment, the industry produced 38.5m square yards of carpet representing
&cme 70% of the pre-war output with a workforce of 22,000 y Some two-thirds

0f the pre-war workforce-,.

4.2.1 structure

A BoTz: review of the industry in 1945 chows that the majority of the sixty
firms in the industry were privately owned and under the contrnl of the
owners who had generally introduced ‘new blood' into key positions. The
industry was found to be financially sound and well able to take care of is
Own recovery without any special government interventione other than the
provision of incentives to encourage investment which was inhibited in
private firms by the 1922 Finance Actz=. It was estimated that every £1 of

capital produced a turnover of £1 per annum at reasonable profitssa.

Silverman'sze review of the industry at 1939 estimated there were 58 firms
of which only 13 were registered as public limited companies. There were
30,970 inzured workerz and over 60% of the workforce was employed in ten
firmz, each with 1000 or more employees. Five of the 58 firms were the
rezults of earlier combinations and theze accounted for some 18% of the

industry's capital, 17% of its workforce and 14% of its looms. The share

Of the 58 firme in the industry in 1926

40% were in the Northern District comprising the West Riding of

Yorkshire and adjacent parts of Lancashire.



29% were in the Kidderminster & District, including Stourport

and Bridgnorth

R

15.5% were in Scotland

T

15.5% were in Other Districts (mainly in the South, covering

Vilton. Axminster & Gloucester.

Kidderminster and District employed 33% of the workforce and 36% of the
capital employed in the industry, followed by the Northern District with
31% and 32% respectively, and Scotland with 30% and 28% respectively. By
1946 the industry had established a National Joint Committee and District
Joint Committes which negotiated wages and conditions and provided a
mechanism for consultation on mattters of mutual interestaoe. Industrial
relations in the industry were good and overall the industry was

charactericed by pride of achievement coupled wih & senze of tradition and

a high degree of skillz

Just before World ¥War Il the industry produced a range of carpet products
under the three mzjor claszifications of axminster/chenille,
wilton/brussels and tapestry/others:e. Products competing in the same
quality/price sector were sufficiently similar to make them close
substitutes and competition within g given product classification was on

the basie of design and colour. Just before 1914 there were an estimated

<.
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5,000 dezigne in axminster alonezs and at 1939 there were an estimated

1,000 new designs in stockzo.

By 1913 the industry was mainly concerned with the production of quality
axminster and wilton carpets which accounted for some 67% of output and &
reverzal of the position at 1850 when the cheaper tapesty/other carpet
products had accounted for some 60% of outputs.. A number of firms
manufactured all three product types, although in practice firms tended to

specialice in one type and manufacture the other types as wellzz.

In the immediate post-war period the industry was required=z: to comply with
BoT rulings with regard to the quantity and quality of carpets produced.

In particular, the industry was required to produce a higher proportion of
lower-grade carpets to meet the demand in the starved UK market where there
waz a csignificant increase in demand from lower income groups. Production
of quality wiltons required government authorisation and was permitted to
meet the demand from the contracts market only and provided such production

did not interfere with the manufacture of sufficient quantities to meet UK

In general, factories were well equipped and compared well with other
countriec and the came pre-war weaving methods were in use, Loom
manufacture over the last forty years had sustained gradual but significant
improvements resulting in faster looms. Some looms were purchased from

textile machinery masnufacturers and oth@rsAwere built by carpet



manufacturers themselves. The industry had not developed the modern
scientific methods necessary for developing new machines and was not well-
equipped for research into textile machinery. Two loom innovations - a
split-shot axminster and a face-to-face wilton - were emerging from the

experimental stage and offered the prospect of higher productivity.

The majority of looms were 27" wide. There were many 36" looms and a
number of looms up to 54" wide. The most common widths in wide looms were
7'6" and 10'6" and wide looms had been developed for all major product

types by the early 1900:

Uy

Firms were generally equipped with looms that had been dismantled befare
the war and with whatever new looms were available and the opportunity was
taken to improve workflow arrangements. Carpet machinery manufacturers
were essentially textile machinery manufacturers with a carpet machinery
cection. Given the exceptional demand for textile machinery in the pozt-
war period, the supply of looms was already inadequate and some 40% of loom

crders were for export to countries starting-up domestic carpet manufacture

soms firms ip 1947 had achieved an output of 2,000 square yards per
employee which was still below the pre-war average of 2,110 sqgare yards per
worker azchieved in the UShue:. In practice, there were great differences

in performance, even between firms weaving the same type of carpet and at

s
[
-
!
H
-
-]

east on

fo—

Scotland claimed to have achieved an output of 2,300

m
e

uare yards per worker by improving workflow and introducing conveyor

0

ystems,



Silvermanz> shows that although there had been some increase in sales to
retaillers, in 1939 carpet manufacturers generally sold their products
mainly to wholesalere and in export markets resident agents were appointed -

and worked partly from consignment stocks and partly from special orders.

Trading practices were highly complex and manufacturers had different terms
for given retailers and wholesalers, usually based on turnover. Price-
fixing agreements had a long history in the industry and membership of a
price fixing association was on the basis of the type of carpet
manufactured so that manufactureré were members of more than one trade
associationze. Associations tended to develop haphazardly and were in

essence rival groupsas.

Following the formation of the Carpet Manufacturers' Executive Committee in
1942 manufacturers adopted an agreed list of wholesalersz who received a

vniform dizcount rate and were required to give an undertaking to confine

themsezlvez to their legitimste function of distributing products to

appropriate retail outlets on agreed termsao. Manufacturers also agreed
to give selected retailers equal buying term= and this was justified on the

grouncs that whereaz pre-war manufacturers had gained certain benefits from
long-run production, in the post-war period manufacturers were organised on

& large-scale production basis, whatever fthe order sizea:.



4.2.5, Raw Materials

Silvermanaz reviewing the industry in 1939 notes that the last major change
in raw materials had been in the nineteenth century when jute was
introduced. Although attempts had been made to substitute various
artificial fibres the special resilience of wool made it difficult to

replace as the main surface fibre.

Kost carpet manufacturers bought their yarn from specialist spinners.
About 25% of the carpet firms had their own spinning capacity but, given
the wide range of yarns used in carpet manufacture, such firms were
generally only able to meet part of their own needs. It was estimated
that about 50% of the industry's yarn consumption was met by the industry
itself, and some carpet firme also supplied yarn to other carpet

manufacturers.:.

By 1949 although woollen yarns were already de-controlled and cotton yarns
were more readily available, jute yarns were still licensed and
representationz were made to the government to secure suppliez of paper

yarn which wzs popular with carpet manufacturers in the USAan.

Tre period 1950 - 1969 waz dominated by the introduction in 1955 and growth
of the tufted carpet-making process, The tufted process, developed in the
USA, combined high-speed production with low labour costs and cheap rayon

pile yarn to produce carpet well below the price of woven productsas.



Tufted manufacture started in the USA shortly after World War Il and by
1963 represented 80% of volume salecae. In the UK +tufted volume sales
exceeded woven sales for the first time in 1969 although in value woven at

£118.5m remained ahead of tufted at £65.6mi~.

In 1954, the year before tufted carpet was introduced, the woven industry
employed 31,000 people and labour shortage, particularly in Kidderminster
and Scotland restricted further outputae. Although jute remained subject
to government controls, manufacturers were able to purchase other raw
mazteriale freely and product-pricing and purchasing restrictions had been
easedas, Although most manufacturers had experimented with synthetic
fibres only 2.5% of output contained sythetic pile compared with 30% in the
USA where the low performance of the carpet industry Suégested that such

innovations were not popular with consumersso.

Between 1949 and 1954:, total sales in the UK increased by 67% to almost

39m square yards valued at £53.5m. Exports accounted for 19% of total
cales and importe accounted for 10% of sales and consisted mainly of cheap

cotton carpets from Belgivm which sold at prices scarcely above raw

material costsz. Auvszt

]

alia ws=s the single largest export market but

import resirictions nurturing the newly ectablished domestic carpet

(

indusiry threatened export performance. In the USA, British manufacturers
faced tough competition from Belgian manufacturersss. Axminster products
€old 29.2m square yards representing almost three times the volume of
wilton sales. Chenille output, competing with cheap cotton imports,
declined significantly and many manufacturers were replacing chenille looms

with spool and gripper axminster loomss=.
&



In 195524 credit restrictions were imposed in the UK market to curb
inflation and correct the adverse trading balance. Purchase tax was
increased from 25% to 30% making the industry's already high priced
products even more expensive. Australia introduced a ceiling on imports
and currency restrictions were removed in New Zealand. Distributors .
pressed hard for better terns but carpet manufacturers were determined not
to introduce any system of retail rebates. In the meantime, the issue of

'‘collective discrimination' was being investigated by the Restrictive

Practices Commission and legislation was pending.

Scott'sss study of the diffusion of the tufting process shows that there
were 71 firms in the industry in 195%5. Although two new firms had entered

the industry the majority had been in the industry for an average of 61

years. Five firms had adopted the tufting process and of these five, two
were new entrants to the industry. Of the 71 firms in the industry 69%
were privately owned. Twelve firms owned manufacturing capacity in

overseas countries, almost entirely in Australia, New Zealand, South Africa
and Canada. In the UK two small firms were owned by a Belgian firm.
EFighteen firms were integrated backwards into spinning and two of these
rated forward into distribution. Fifteen firms

rznufactured products other than carpetz and these products were generally

>

0of & textile nature or were plastic/linoleum floorcoveringe. The
industry's workforce in 1955 stood at 30,100 employees and the degree of

concentration (&= measured by the percentage of total employees accounted

for by the five largest firms) stood at 37.7%.



Total cales in 1955=e amounted to 54.650m square yards. Exports accounted
for 16.7% of sales and imports accounted for 28.3%. Tufted goods appeared
in the UK market for the first time in 1955 and accounted for 2% of sales
volume. For the first time there was a decline in the demand for axminster
goods and over-production of axminster squares indicated there had been a

cignificant change in consumer tastes-.

In 1959 the Restrictive Practices Court ruled that the industry's trading
arrangments were against consumer interests and the system of wholesale and
retail outlets operated under the auspices of the Federation of British

Carpet Manufacturers was discontinuedes.

By 1960:s the number of firms in the industry had increased to 76 and of
these fourteen new firms had purchased tufting equipment and entered the
industry between 19855 and 1960, and two mergers occurred in this period.
Of the 76 firms in the industry, 31 had adopted the tufting process and of
this 31, sixteen were new entrante to the industry. The industry employed

4,300 employeez and total sales amounted to 71.54m square yards. Exports

W

accounted for 10.8% of sales and imports accounted for 16.2%. Tufted
products accounted for 20% of volume sales. The percentage of all wool
woven carpete declined to 46% by 1962 when only 36% of axminstere and 78%

0f wiltonz were all wool productse..

By 194%9.. the number of firms in the industry had dropped to 62, and 22 of
thesze had entered the industry between 1955 and 1969. There had been
sixteen new entrants between 1955 and 1960 and during this period there had

been two mergers. There were six new entrants betwen 1965 and 1969,



There were no new starters between 1960 and 1965 but there were ten mergers
between 1866 and 1969, Mergers between quoted and unquoted firms resulted
ir a substantial increase in the number of quoted firms and by 1969 the
mzjority of the firme in the industry were quoted on the Stock Exchange.
The number of privately owned firms declined to 28 representing 45% of the
industry. Of the 62 firms in the industry in 1969, 39 had adopted the
tufting process, and 22 of these were new entrants to the industry.

Fifteen firms owned manufacturing capacity in overseas countries. Twenty-
one firms were integrated backwards into spinning and two of these were
integrated forward into distribution. The number of firms with
diversified products increased to twenty-six and the majority of these were
new entrants to the industry. The industry's workforce in 1969 stood at
44,800 employees and the concentration ratio increased from 37.7% in 1955
to 54.9% in 1969. By 1969 Lancashire had become an established centre for

tufted carpete and added a further geographical location to the carpet

industry.

In 1969 the level of sales volume was 130.291m square yarde. Exports
accounted for 16% of cales and imports had declined to 7%. Tufted
products socounted for 67% of total szles. By 1906:- only just under 10%

of all carpets were 100% wool and even wilton all wool products had
declined to 42%. By 1968c. the trend away from all wool carpets was halted

and there was a smzll increasze in the volume of all wool carpets.



AxN
N
=
O
~J
[
0N

The decade was dominated by the oil crisis in 1873, the explosion in world
commedity prices and the series of economic measures to curb prices and
ncomes which produced some of the worst trading conditions ever
experienced by the carpet industrye:. ¥ool prices doubled im 1973 and
government controls permitted only half of this increase to be recouped by
higher carpet pricesse. Inflation by 1974 was running at 20% and hire
purchace arrangements restricted consumer spending. One of the most
alarming features of trading was that of increasing sales value and falling
profits as interests rates increasede-. In 1875 the trade associations
representing the woven and tufted sectors of the industry merged to form

the British Carpet Manufacturers Associationcs.

A study by the Institute of Manpower Studies in 1978.: shows that the
induziry, the cecond largest volume manufacturer in the world, accounted
for approximately 0.15% of total UK employment in 1977 making it one of the

emailest in the country. There were 147 firms in the industry enploying
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5,925 people in 1678, representing & decline in the workforce of
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tThe 1953 figure,.. Sirteen firmz each employing more than 500 employee

accounted for approximately 60% of the industry's labour forcew- Up to
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employed in the woven industry remained fairly static but
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nd 1977 fell by 36% from 35,002 to 22,331 in 1977. The
rumbers employed in tufted rose by 59% from 6,150 to 9,774 between 1968 and
1874 and by 1978 fell to 9,154 people. In 1978, just over 1.5% of non-

operative employees were graduatessz and 31% of all employees were femaleva



Traditionally the industry's pay rates were high and its IR record would be
envied by most industriesss. Between 1969 and 1977 output per worker
(measured in thousand square metres per annum) in tufted rose from 9.1 to

12.3, and in woven output per worker rose from approximately 1.4 to 1.6ve.

Overall capacity utilisation in the industry in 1977 was estimated at 64%

for woven and 56% for tuftedis=.

Between 1968 and 19737s tufted sales rose by 82% from 45m square metres to
82m square metres. Vilton and Axminster held reasonably firm at
approximately 12m square metres and 31m square metres respectively.
Between 1973 and 1977 tufted sales rose at a slower rate (10% over four

yeare) whereac axminster and wilton fell dramatically by 32% and 49%

respectively. In value terms, total home carpet salec fell from £313m in
1973 to £222m in 1977, Axminster declined from £112m in 1973 to £68m in
1977, wilton declined from £51m to £28m. Tufted cales declined least from

£134m to £112m,

Exports,s in 1977, mezszured as a percentage of home sales, were tufted 35%,

—+

axminzter 42% and wilton 50%, and many firms took the view that heavy
dizcounting in the export markel made such trade unprofitable. Imports:.

in 1977 reprezented 6.2% of industry volume salesz and 7.7% of value sales

and was mainly concerned with specialised carpet products. The industry
faced two major import threats:.w - & short term one in the tufted sector
and a long term one in the woven sector, In the tufted sector, the

immediate threat was from tufterse in the USA who benefitted from lower oil

prices and consequent lower fibre prices which some major UK retailers had



been quick to exploit.
East European and Asian producers although these

their capability in

In terms of its technological sophistication the

&
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being

mzjor technological developments

follows:

1958

1968

197¢

‘highly technical' rather than "high technology'.

cpinning

hank dyeing
winding

gpool setting
steam/size/dry

wire loom

face to face loomns
spool loome

gripper looms
chenille
spool/gripper looms

heat setting

jumbo hank dye
jumbo hank wind

avtocmatic looms
computer aided design
auto card stamping

In the woven sector,

large volume production.

the threat was from low~cost

over the past twenty years were shownes

Non-waven

continuous filament

bonding machines
tufting machines

secondary back
foam back
piece dyeing
stock dyeing

flocking
needlepunch
printing

tufted level loop
tufted cut & loop
tufted level cut

needlepunching
microwave dyeing
continuous dyeing
package dyeing

printing methods

rotary screen, flat

bed, Crawford Pickering,
dye injection, heat
transfer, independent
needle;, automatic
shogging & others,

producers had yet to show

industry was describedas

Some of the



The industry was one of the first to invest in major printing lines and in
1977 had the only Chromotronic dye injection equipment under development
and the only automated axminster loomse.. Over the past ten years to 1977
improvement in the pattern capability of tufting machines and reduction in
the down time in creel changing had been major areas of research
attentionax. Vith regard to future developmentsss, no major changes were
envisaged in spinning and dyeing. In the Preparatory stages, winding and
automzatic spool setting were areas of possible technical breakthroughs
which could have a major impact. Similarly, auvtomated axminster looms and
the extension of multi-loom weaving in both axminster and wilton offered
the potential for overcoming the cost disadvantages of woven carpets. No
major developments were envisaged in tufting. It was felt that machine
speeds had reached their limits and that attention would be focused on
developing finer gauge products to enable tufting to move up market,
Poszible developments in printing and patterned bonded carpet could have a
mzjor effect on the industry and computer aided design could provide a

direct input to gripper looms enabling the production of economic shorter

-

uns. Industry employment levels were consideredes likely to decline by

anything between 4% and 58% and with such a wide variation the overall need

was 1o increace labour fleyibility both within companiesz and between

ther industries by ensuring greater transferability of

In conclusion, the industry in 197%9:: suffered from overcapacity and was
particularly sensitive to the level of disposable income. The high

technology option facing the jpdustry implicity assumed fewer companies.



CHAFTER ©: TOMKINSORS CASE STUDY: 1869 - 1986

Fig 4 shows that the present company has its origins in the partnership
of Michael Tomkinson and William Adams which was ecstabliched in
Kidderminster in 1869 when the two men, each contributing £500, pooled

their talent

)]

(sales and engineering respectively) to exploit Adams'

invention for mechanising the chenille axminster carpet weaving process,

¥ichael Tomkinson,the son of a succesful middle clacs merchant, was
educated at Towneend House School and then at King Charles I Schoal in

Kidderminster. He received his business training with the firm of

(3}

Schoolbreds, Tottenham Court Road, one of the best carpet retailers in

Victorian Londomn. Around 1862 Michael Tomkinson returned to

Fiddermincter and obtained a clerkship at Pemberton Talbot & Company,

carpet manufacturers, in Mill Street, Kidderminster. Vhen this firm
ccwn be purchaced & quantity of their rug stock which he zold at

& good profit and used the proceeds tc sfart up asz a yarn agent ou his
cwn aZcount, mansging hiz own finance, accounts and =zales. He =oon
developed a reputation as a dynamic, efficient and decisive businessman

Villiam Adams was born in Paisley and entered the well-established

carpet firm of Templetons in Glasgow. In 1858 he became their VWorks
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Foreman and had a reputation as a mechanical genius. During his time
with Templeton he devised a method for mechanising the chenille weaving
process but, having failed to persuade his employers to allow him to
experiment with his ideas to convert their hand-operated chenille plant
to steam power in line with their ingrain and brussels and wilton
weaving, he left Templetons in 1863 and started up a small factory of
his own in Coventry. He lost money and was taken over by HR Villis and

Company, carpet manufacturers of Kidderminster, and became their Works

Foreman and Yarn Buyer. It was while he was working with KR Willis
that he again met Michael Tomkinson, then operating on his own account
ag a yarn agen

t, the two having previously met when Villiam Adams Was

€till at Templetons and Kichael Tomkinson was working for Schoolbreds,

The new partnership was fortunate from the outset in having the goodwill
and support of powerful men in the Kidderminster carpet industry,

N
L

notab

o

y BE Willie and J Brinton. HR Willis, the firm at which William
Adams was employed, was gradually running down his carpet business.

The partnerz purchazed hand-operated chenille plant from HR Willis and
&% up in business employing some twenty people in making carpet rugs st
Toe Sling, Arch Hill, Kidderminster. Soon after =tart up the busine=zs

=ed Brintonz' axminster chenille
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equipment, Brintonz (see Caze Study 2) having decided at this time to
concentrate their production on brusssels and wilton carpets. With the
purchase of Brintonz' chenille plant came a contract to supply Brintons

Wwith match-rugs for their ran
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le and wilton carpets. This
contract gave the partners the security to plan well ahead and leave

time for Villiam Adams to perfect and patent his invention and, in due
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cource to erect hi
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chenille power looms. The partnership itself

ordered seventy-five of these looms at £75 each, and the chenille patent

was extended on licence to Templeton's of Glasgow ( Adams' former
employer) and to R Smith in Kidderminster.
Py 1871 Tomkincon and Adame had a workforce of 180 people and, after

only two years in partnership, they exhibited their products at the

International Exhibition in London and were able to claim that they mad

5

match rugs for the whole trade and that there were no floorcovering

(T

of the

i1

paetterns with which they were not familiar. The succes

1

chenille power loom had increased output so rapidly that sales were
extended into the export market, especially to the United States of
America, where Michael Tomkinson established a strong personal

friendship with Sloanes in New York. It was through Sloanes that

Michael Tomkinson learned of the new spool axmincster carpet making

procezs that came to revolutionisze axminster weaving.

in the USA by

Hzloyon Skinner, an independent inventor, working in partnership with

firrw in the world. The first spool axminster loom was erected b

Alexander Smith in 1877 and was hailed as an immediate success,

Kichael Tomkinson, the first Englishman to see the new invention,

Alexander Smith of Yonkers, New York, the largest carpet manufacturing

e



84

returned t

© England with the British patent rights,
Villiam Adam=, the first spool

Vith the help of
axminster loom was soon running perfectly
and the first piece of Royal Axminster, the name given to the new
product, was woven in Kidderminster, in 1878. Licences were granted by
Tomkincon and Adame to six other carpet manufacturers - Sputhwells.
¥oodward Grosvenor, Morton & Sons, Jencks Dixon,
Templetons of Glasgaw.
the new venture.

Vards of Halifax and
Brintons declined the offer to participate in

Royal Axminster captured the market and the partners so
their operations to cope

on had to extend
with the increasing demand, Some idea of the
Size of the impact of the new spool axminster weaving process can be
gauged by the before and after positions.
in a

Before the new process,
three people were required to produce one and & half yards of azxminster
working day. The new spool power
five lineal yards of 27" wide axminster

loom produced

twenty to twenty-
carpet in the

Same

time.

b Tomkineon and Adams= were, after
carpet

b

g Brintons, the
menufacturers in Kidderminster:.
people and

mwost highly rated

The partners employed 800
weesk. The firm
d dyed it,
ended a1

bought yarn from
zet

pattern,
firnished the

n

wove

the
and marketed
Their deszign st

y  pat
tudio,

on
a sta

stalf of twenty-four
e, I

al

[

width
widthe and in all lengths.

m

from ch
class carriages

28!
A speciality was railway rugs for first

Their operations were scattered around various



locations in Kidderminster, including Mount Pleasant, where they
eventually sited a factory which concentrated the business in one
location. Varehouses were opened in London, Manchester, Melbourne and

¥ontreal..,

In 1693 another new product, Imgrain, was launched which waz successful
in overcoming the large quantitiez of cheap Mogquette carpet dumped on
the British market by Alexander Smith of New York, By 1894, the

partnership'e axminster production was four times that of 1893,

In 1896 Kichael Tomkinson was successful in securing the Britich patent
rights to Halcyon Skinner's latest invention - a wide axminster spool
loom, Michael's son, Gerald, was responsible for installing the looms
in Kidderminster and for overcoming the teething problems that the
inventor had been unable to re=olve. The new plant, called Kleitos,
the name given to the now famous range of seamless axminster carpet
gquares made on thece looms, remained in production at Kidderminster
vntil the looms were progressively replaced from 1954 onwards by spool

zrminzier looms szupplied by Platts, the textile mschinery manufacturers,

witk whor Tomkinzons, through Gerzlad Tomkinson, had a cignificant rele
in axminster =pocl loonm development. After approximaiely 1900 when

nzter spool loom= began gaining acceptance in the industry,
there is no record of any further gignificant spool axminster weaving

innovations.

By 1903, Tomkinscns and Adams, although constantly evaluating and

introducing new product lines, depended heavily for their success on the



axminster spool loom and the bulk of their Output consisted of seamless
axminster bordered squares. Chenille carpets and hand-made rugs
continued to be an important part of their product range, and the plant
was eventually scrapped in 1963 to make room for a new carpet tufting

processe.

Kichael Tomkinson concentrated on the selling and commercial =ide of the

business and Villiam Adans menaged the production side where he combined

hic mechanical expertise with hic gift for colour and skill in managing

John Tomkinson, Michael's brother, was also in the family busines= and

81}
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ted as a combiration of a personal assistant to Michael Tomkinson,
Chief Clerk and Cashier. Ae well as being Michael's deputy, Jahn

Tomkinson wa

=

]

alec responsible for two sales areas - Cooks of Londomn, a
firm of carpet wholezalerz and the parinership's largest customer, and

for the Channel Islands. John Tomkinson had two aszlistants, one of

D

Tiree of Michael Tomkinson's thirteen children joined the partnerszhip.

i

Herbert Tomkinson, educated at Vinchester, joined in 1892, understudying

ki father who by then was a pudblic figure, and took over many 0f his
father's reszponsibilitiesz in the general direction of the firm. Gerald

Tomkineon, educated at Arden House and Rugby, joined the partnership on

leaving school to work on the production and engineering side of the



business, Geoffrey Tomkinson, educated at Arden House and Vinchester,

gerved a two-year éngineering apprenticeship with Platts Erothers of
Cldham, the textile éngineers who built Tomkinson & Adams' carpet looms,
before going to Kinge College, Cambridge, where he obtained a BA in
¥echanical Sciences and later in 1919 an ¥A, In 1905. Geoffrey went to
Brazil as a construction engineer with the Great Western Railway Company
and was given special responsibility by the London Agents for
controlling operating costs of the railway construction programne. He
{4
returned to England at the start of World War 1 and joined the Inns of

Court QOTC,. He returned from the War with the rank of Lt.Colonel,

OBE,¥C and joined the partnership in 1919 as Sales Director.

Two of Villiam Adams' elght children joined the partne ship. Peter

Adanms entered the firm at the age of fifteen and showed great artistic
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ability. He waz sent to study at the Royal College of Art and later

studied at the Academy School in Paris. On his return to

m Adz
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younger brother, alco joined the firm and cpecialiced in dyeing, a
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t in the days of vegctable

her in works management and wac
rezponsible for installing the firet 4001b dye vat in the industry at

Tomkincon & Adams.



the end Hic eldest con, Herbert, who had joined the partnership in
1892 and understudied his father, took over Michael's respeonszibilities.

John Tomkinszon, Michael's brother, died in 1924 and Herbert Tomkincon

became head of the firm in 1926

The founding partnership came to an end on 30.9.1927, cix years after
Kichael Tomkinson's death. The Tomkinson half of the partnership
remained at Mount Pleasant, and the Adans family started in business on

their own account and built a new factory elsewhere in Kidderminster.
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The Tomkincon part of the business was registerd as a privat

company, Tomkinsonz Company Limited, in 1927 with Herbert Tomkinson as

ilte firei chairman. Herbert Tomkinson died in 1951 and was succeeded
oy hiz brother Gerald who died in 1959, Geoffrey Tomkinson, created a
Kright Bachelor in 195%, bezzme Chairman of the company. It iz =aid.,
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In 1999, Tomkinsons Company Limited became Tomkinsons (Holdings»
Limited, a public limited company in which the Tomkinson family retained
a controlling 75% chare interest and a strong presence in the management

of th

new
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The first chairman of the new company was Sir Geoffrey Tomkinson, the
third son of the founder, Michael Tomkinson. Sir Geoffrey retired in
1960 and was svcceeded ac chairman by Rorman G Lancaster, MBE, MA, FCa,
who had joined the board when the company assumed public limited
liability status. Norman Lancsster, a Chartered Accountant, was the
vice-Chairman of Lucas (Industrial) Limited, and Chairman and Managing
Director of Volseley-Hughes Limited, & group of engineering and
diztribution companies based in the Midlands. He wac also a member of
the Midland District Eoard of X¥artine Bank Limited, Treasurer of the
Univer=zity of Pirmingham and President of the Birmingham Chamber of

Commerce.  The records shows that seven of the eight main board members

[y

in 1959 were memberz of the Tomkinson family and, with the exception o
one retiremsni in 1958, the composzition of thiz board remagined conztant
vntii 1974, By 1977. zll but one member of the original board had
retired and Kr KRG Tomkinson, the surviving member, was the oniy link

:on~family directors.  Mr KRG Tomkinson
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himself retired in 1985 and with his retirement the family name

dicappeared from the board. The family continued to own a 55% share of
the business and were represented on the board by a grandson of
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The period 1959 - 1

f

=2d a major review and restructuring of the

and

o

mily business and the introduction of new markets, product line:
mzaufacturing processes, At the close of this period, which marked the
centenary of the founding partnership, the family business omce
c¢pecialising in axminster carpets had become a public limited company
with four wholly owned subsidiaries manufac cturing and selling axminster
and wilton woven carpets, as well as a ra ange of non-woven products
manufactured by the new tufted process, and a spinning company supplying
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of the Group. In addition, the company had
selling organisations in France and Germany and owned a one-third share

in a carpet manufacturing company in New Zealand.

Th
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carpet industry experienced some of the worst trading conditions in
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history throughout the 19705 in addition to which the woven carpet
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lenged by the tufted carpet sector. For Tomkinsons, the

period coincided with the trancsfer of executive power from the Tomkinson
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to non-fanily managers as the memberz of the 1059 founding-board

in 1979 reduced its auxminster capacity by 50% and brought

axminster and tufted operzticne together under a cingle administration.

Despite the stringent tradidg‘§ondition5 which continued into the 1980s,

Tomkinsons pursued a policy of investment and commitment to improving
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efficiency and the quality of its products now promoted under

gelling logo 'Mr Tomkinson makes a better class of carpet'.
turnover and profits increas
industry
the industry.

restructured to refle
In 1985 ¥r KRG Tomkinson, the last of the founding-board
ed from the executive

retired and the Tomkinson name disappear

f
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:mily =till owned 55% of the shares and their interests were

represented by Mr R Pugh-Cook, a grandson of Gerald Tomkinson,

family member on the board.

¥r LD Maclean, who had Joined the company in 1979 as Chief Exe

—

pec]

was appointed Chairman and Chief Executive in 1986, The comp

continued to manufacture and sell axminzer, wilton and tufted

and in addition scld an increasing proportion of their output

Products were focused to serv

jas]

where the ¥r Tomkinzo

¢e while increasing oper
The record of never having traded
ever experiencing the withdawzal of

support from its wo
P

maintained.

In 1983 the carpet manufacturing activities wer

the

Sales

ed at a time when many companies in the

suffered the effects of declining markets and over—capacity in

e

‘1 their target domestic and contracts markets

members,

board. The

the only

cutive,
any
carpets

of woollen
markets,
Names were

to promote
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Up to 1959 Tomkinsons specialised in the manufacture and sale of
axminster carpets. Vith the creation of the holding company in 1959,

the axminster operation, located in Kidderminster, was registered as

Limited, and continued operations as an autonomous unit, responzible to

the parent company for financial and overall strategy direction.

=)

In 1959, Tomkinsons (Holdings) Limited acquired the small family firm of
I & C Steele Limited at BRloxham in Oxfordshire. Steeles, which on

acquisition became a wholly owned subsidiary of the holding company,

mn

pecialiced in the manufacture and sale of wilton carpets for the
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sector of the market. Like ite axzminster counterpart, the

wilton plant operated as an autonomous unit and Mre Steele, wife of the

firm's founder, continued as Managing Director of the subsidiary

The period 1999 - 1964 reprezented & fime of both conzolidation and
extenzion, highlighted by three new venturez - the instazllation of &

pinning facility, both at the Kidderminster site, and investment in a

maznufacturing company in New Zealand.

AU

one~third share in & carpet

In addition to these new directions, investments were made in both
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ter and wilton plants to increase production capacity and to

improve efficiency.

The drive for efficiency included a restructuring of all management

levels, with particular emphasis on increasing the efficiency of the
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policies. FEach company was responsible for marketing and s
both the domestic and contracts sectors. The axminster company was also
initially responsible for selling tufted lines - an arrangement which
proved highly distasteful to the awminster sales farce who claimed the

new product undermined the reputation of axminster itself.

By 1963 almost all equipment was less than fifteen years old, The
programme of investment in more efficient plant and machinery was duly

reflected in a satizfactory reduction of labour and in the overall

i
i

duction of production costz. The small machine-knotted axminster
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carpets cection in Kidderminster was closed in 1963 to make room for
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working hours. Decpite these pressures at industry level, the changes



at Tomkinsons were achieved with the cooperation of the workforce

throughout the company.

The period ended on a high note with 1964 recognised as a record year

for the carpet industry. Tomkinsons' axminster plant worked to

)

capacity and delivery dates were under strain as the company awaited the
E )

!
1L
m

delivery of new wide lcoms. Record demands were also noted for wilton
products. Although sales of tufted products increased faster than any
other lines, the investment here was unable to show a contribution to
profits in view of the development and promotion cost incurred in this
new product. There was no doubt, however, that tufted would gain
conziderable market chare and plans were based on this assumption. The
emall woollen epinning plant which was commissionned in 1959 came into
production in 1963 and made a significant contribution to strengthening
the Group's competitive position through achieving higher efficiencies

guality control

8}
.
0

he export markets in Australia, New Zealand and South Africa proved to
and, with a view to overcoming the recently
in Few Zealend, the company collaborated

cet manufacturers and took 2 one-third chare

Other initiatives ir this period included the introduction of new man-
made 1ibrez as surface yarns, new buildings to house fin ishing
operationz for tufting and axminster products, and additional

warehousing capacity in Kidderminster and Bloxham, the setting up of a
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elling organisation in Germany and the use of a computer bureau to

m

provide sales analysis data.

The tufting and spinning operations were both accorded limited COompany
status in 19864 and were registered as Ludlow Carpets Limited and The

ount FPleasant Spinning Company Limited. In creating theze new

companies, Tomkinzonz noted the mneed to provide real oppeortunities for
promoticn and development for younger managers in the Group.
The outlook was sufficiently optimistic and plans were announced to

increaze the capacity of both these companies.

Ludlow continued to aoperate on the same cite as axminster but now had
ite own production and administrative facilities, including a small

sales force, although some facilities, eg maintenance and personnel

ared and continued to be & eource of friction.




(11> 1865 - 1969,

The improvement in sales was not maintained in the period 1965 -
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the effect of higher purchase tax on goods and continued economic

controls depreszed demand generally.

Axmineter products were particularly vulnerable to these presgures and
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although the demand for bigh quality axminster was sustained, there wa

wm

& drop in sazles of middle and lower quality axminster products, Two
12° axminster looms were expected to be in production by the end of the

year and additional looms were on order. Tufted products gained the

N

ground lost by axminster and, although tufted sales increased and showed

a modest contribution to profits, profitability of the product was still

a cause for concern. Spinning operations were also problematic as
ezzential equipment, intended to double existing capacity, had not been

delivered and ckilled labour could not be recruited to fii} jobs in this

..... hout the company. The measures tazken included
improving labour flewikbility in terms of both skills and hours and
izl attention wazs given to reztoring liquidity which had been
€trained az a result of the ongoing development programme. Selling

rices in 1966 were still at 1964 levels as competition increased in
P je

what was now described as the 'fashion trade’ conditions in the
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industry, particularly in the axminster sector. With this in mind,
particular attention was given to improving sales forecasting and
marketing in what had become a highly uncertain market environment.
Steps were taken to introduce trial marketing techniques and to give

design staff, in particular, the opportunity to get closer to consumer

requirements Special attention was directed at improving the
marketing of tufted products. A pew contracts range was launched, the
celebrated Studio Three, which included axminster and wilton carpets.

Mre Steele, the Managing Director of Steeles (which specialised in

wilton contract sales) rezigned from the company.

By 1967 profitability improved and, although purchasing restrictions
were easzed and tufted sales had improved, axminster and wilton demand
continued to be critical. Cash flow was improved by reducing stock

1

lev

D

w

of axminster products and writing down tufted stock values.
Eernat Klein, the famous textile dezigner, was commiscioned to produce
axminzter designs. The spinning plant was running to full capacity
with all output being absorbed in axminster production. Mr NS Hughes

Joired the tufting company to reorganise marketing and to introduce

immediate deliveriez of 12' wide guminster carpets as a result of its
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previous year. The benefits
cf the efficiency programme were reflected in the end of year results

wed better contributions to profit from axminster and, for the
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first time, substantial contributions from tufted as product lines were

ewitched to meet mass market needs. Only wilton, despite higher

turnover, chowed s drop in profits. Spinning activities wer

[l

Qperatin

(9

at high levels of efficiency, despite continuing problems with shortages
of skilled labour. The plant increased its profits substantially and

plane were announced to increaze spinning capacities still further.

1269 marked the centenary of the Tomkinson business. Dezpite higher
turnover across all product ranges, profits were under pressvre as the
company struggled to compete in a market hampered not only by continuing
government intervention in consumer gpending, but also by conziderable

supplies of carpets being dumped on the market ac companies in the

industry collapsed. Tufted carpets were particularly vulnerable in
thiz harsh trading environment and, despite an increase of 20% in sales

turnover, profit margins were reduced as competitive pricing resulted in

conziderable prezzure to reduce pricesz against a background of
increazing rev material prices
Faced with thece prezzures, and ac< & result of New Zealand Government

aoiion on foreign investmonts in that country, the company dizpoced of
2t= ome-third interest in the Kew Zealand carpet manufacturing company.

particularly the extension of the Spinnning capacity, to proceed,

1]

inning operations showed lower profits as wool prices increased and a
the plant continued to face zevere problems in recruiting skilled
labour, A deciszion was made to transfer spinning operations to mid-

¥ales, a move which attracted government investment grants and which
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released space at the Kidderminster site to facilitate further expansion

Despite increased raw material prices the wilton plant was able to
increase both turnover and profits, Yet again, particular attention
Was given to improving and etrengthening contract carpet operations by
extending the contract range to include, for the firet time, factored

tufted products and by transferring all responsibility for the contract

gector to Steeles, the wilton manufacturing eubsidiary.

(iii) 1970 - 1979,
The industry experienced some of the worst trading conditions in its
long history throughout the 1970s. There were raw material shortages
and price increasss, a sterling policy which created difficulties in
expori marketsz, government price controls, chezp imports = firct from
the USA and then Pelgivm, both benefitting from the oil cubsidies
Operating in those countries, In addition, consumer spending was
declining generally and the share of spending on carpets was reduced.

lon in the industry increased as carpet firms went out of
stocke were dumped on the market, Despite the
reduction in the number of firms, the industry still carried excess

capacity, much of this being due to over investment in more efficient



technology which, together with more efficient operat

ing methods, gave

higher levele of productivity,

Tomkinsons not only survived these adverse conditions but did =o while

mzintaining ite reputation for never operating at a loss and never

experiencing a withdrawl of cocperation from its employees, In some
years record profits were achieved although in others it was operating

close to break-even point.

Profite wer

T
-

'p 33 1/3 % in 1970 reflectirg the compary's new market-led

orientation, its strong managenment team and the benefi*s of the ongoing

drive to improve operating efficiency. Although contract sales were
down, axminster and tufted sales improved. The spinning plant was re-

located to Vales as planned and fully operational and making a good
contribution to profits despite continuing recruitment and training
difficulties, Further investment to increase production capacity by
0% was in hand, representing the Group's largest ever single

investment,

This pattern of trading continued through to 1973 wit:L profits up 42% on
the previouz year in 1971, demand for awmiaster up 21%. “Lufted up 50%
and wilton up 11 3/4 %. The focuz on ixgroving effi<liency remsined a
feature of company activities, with particular attention being given to

1 areas Co aterizl shortages i
in production areas to overccze raw materiz! shortages and
hich were a* their highest

eince World VWar II. Axminster loom efficiencies were Zmproved and a

, ed - world-wide first and a
new 15' spool axminster range was launched a o
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alor success, - e -
maje bocess In tuftlnb. eff1c1ency measures included investment in a

new foam backing plant in 1972 1o reduce proceszing time and give more

control over production scheduling and quality.

’1‘,_ s 4 — .
o exploit the advantages to be galned in improving efficiency
throughcut the Group, & new non-trading c¢ompany, Tomkinson Development

Limited, was establiched in 1972.

A major new project, Warp printing, a new printed carpet process, was
started in 1972, and & new company, St Mary's, established on the
Kidderminster site to launch the new product directed at the medium-
price market and expected to increase turnover by 20%.

Demand suffered in 1974, the year of Flixborough (where a fire in a

—

chemi proces=ing factory threatened supplies) and the three-day

—~
Q

a

working week and profits were down on the previous year. Materials

5

which were

(a1}

{d

ghortages and price increase handicapped axminster sale

ewitched to a lower price range. Narrow wilton markets proved

difficult lthough Steelec turnover and profits incredsed as factorec

tufted goods made & cignificant contribution to performance and auvgured
well for the company's own tufied range scheduled for the following
year. Dezpite an overzll decline in demand, tufted increased its

11 the industry average. The
je steady progressz although output was restricted by

€pinning company made

St Mary's, the new printing venture, commenced

ot
I

€ three-da;

<
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production in Janvary 1974 but ezperienced significant difficulties when

. . ; - tantia ification.
production equipment required substantial modification



- 102 -

By 1975, prices fell ag both domestic and foreign competitors de-

stocked, although the lower Prices could also be attributed to improved
technical and operating efficiencies.  In thece conditions, the lower-
price axminster lines were Particularly vulnerable and the company
reversed ite chort-lived policy to trade-down axminster products.

Tufted cales, despite a 25% increase in turnover showed legs

profitability as rising raw material prices had 1o be off-sget against
selling pices which were etill at the 1965 level. Contracts also

experienced hostile trading conditions despite the wider product range
now also featuring its own tufted lines. Spinning, despite high
material costs and labour chortages, made a contribution to profits and

plans were made to exend production to include semi-worsted yarns,

The yarn printing project, started in 1972, failed to show the

anticipated returns and the project was abandoned, the plant and
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cld back to the

m
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equipment b uppliers at cost price, under the

€]

terms of the purchase agreement,

omkinson Development, the non-trading company, was renamed Tomkinson

e

The Mansging Director of this company, one of the first non-

X
[wh}
[l
[sY
b
jgo]
]
s
=
ot
)
[l
ot
Q
fad
=
ih)
o
o]
o
o]
Q
int
[oR
[e3)
o]
[wh

family graduatez to join the firm,
was given & wider group brief which included the marketing of all new
=nt of improved co-orcéination and

ithin the Group without deiriment to the autonomy of the
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¥r XRG Tomkinson, one of three remaining directors of the main board in
1829, the others having retired, tock over the Chairmanship from ¥r NG
Lancaster who remained on the board until he retired in 1877, A second
new appointment to the main board was Mr R Pugh-Cook, a grandson of
Gerald Tomkinson, who was appointed Managing Director of the Group,

having joined the company in 1955 and actively involved in setting up

the carpet manufacturing company in New Zealand.

Group profits declined again in 1976 although axminster profits were 50%

Up on the previous year and exports 100% up on the 1975 figure although

)

e

9]

trading conditions were still hostile. The company's assets w

i

i

revalued and the curplus transferred to reserves. . Contract sales,in
particular, met with severe competition ac buyers looked to cheaper
alternatives to the traditional wilton floorcoverings,and Steeles again
extended its product range to include a wider range of factored tufted

carpets.

Tuited operations experienced a trading loss due to rising raw material
prices and a downturn ir the lower Frice market which also faced fierce
price competiticn g botl UK and Germen manufazcturer- de-stocked.

Tufted products were refocused vprmarket and the new product range had
conziderable succes: in both UK and overcess marketc

Raw material pricez azlsc affected splinning operations, particularly wool
pricesz, althougk forward buying reduced the full impact of the price

increasesz. The new se
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i-worsted plant was now fully operational and gave

Plans were agreed to increase epinning capacity by
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Sub

0

tantial savings and benefits accrued from the activities of the
redefined Group Servicesz company as project teams exploited the
considerable expertise available within the Group and the Savings
related Share Option Scheme generated much interest, Even the
transport department, with an extended fleet, made a contribution by
undertaking not only more of the company's own deliveries but by al=o
utndertaking outside work. The Report and Accounts for 1976 notec that
although co-ordirnation had improved considerably, there was still scope
for better communication and a better understanding of and commitment to
the benefits of teamwork throughout the Group.

T

ne

trading conditionz in the domestic market continued in

1977, putting considerable pressure on cash flow and the need for

tighter controle az rew material prices increased articularly wool

3
prices wiich increszed by 28%. and carpets began losing their share of
CORTULEY Zpending Szlez were cwitched o export merkste *o relieve
some Of thls preszure but inevitably currency exchsnge rates and longer
credit period=z put a =train on cazk resources,
Axmirzter productz experienced the worst trading periods in ite history
but, neverthelezz, managed to show a profit. Steeles contract sales

improved at home and overseas as the company's factoring policy enabled

the company to demonstrate greater flexibility in meeting customer



requirenents, Tufted sales in this sector improved and carpet tiles in

luxury qualities were a particular feature,

Tufted operations, however, showed substantial losses which prompted a

major review of all tufting operations. The outcome of thie review was

D

& new strengthened management team, including the appeointment of a new

A}

Kanaging Director, Mr T Hughes, a new product range, the writing-off of

overseas debts and yarn stocks, and a team of new overseas agents.

In spinning, the increased 50% capacity came on stream and the increased

level of salesz and sale of surplus assgets, contributed significantly to
Group profits. The company was now well positioned to offer a wide
range of wool, worsted and synthetic yarns and 28% of its production was

The project teams working under the direction of Group Services made

mn

ignificant progressz in promoting a better understanding and awareness

throughout the Group. Co-ordination had improved and the launch of the

reftired and his =on, Jeremy Lancaster, joined the board and was

appointed Chairmar Mr EF Tomkinson, a member of the fouding board,

alzo retired that year.
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Cash flow was critical in 1978 as the company funded new product ranges
and increaced levels of Work-in-progress to service new large contracts,

Like many other companies in the industry at this time, Tomkinsons took

advantage of the Government's Temporary Employment Subsidy to maintain

employment levels in 1978, To effect savings in administration,
digtribution and management costs, both axminster and tufting operations

were brought together under a single adminiztration to form a new
company, Teomkinsons Limited. The assets and liabilities of the former

Tonkinsone Limited (the axminster operations) and Ludlow carpets
(tufting operations) were transferred to a new parent company,
Tonkinszons Carpets Limited (formerley Tomkinsons (Holdings) Limited).
¥r T Hughes recigned from the main board on 31.12.78. having been

appointed come twelve months previouvely to run the tufting company. .
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aced heavy discounting in the UK market and saleg

were switched overszeas and the COMPany wWas Succes

ful in securing
valuable orders in the USA for hotele and casinos. Tufted new ranges
sold well overzeas particularly in the highly competitive European

msrket, rezulting in & subsztantial contribution to Group profits,

%, Witk its wide product range, recovered and did well with

wilton but tufted rangesz were <till difficult. Even Spinning’ the

expected to achieve the required levels of output., ¥

b

nagem=nt changes
were made and further investment was planned in woollen plant to ensure
that the company remained competitive in supplying yarns to both the

woven and tufted carpet sectors.
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Frofits fell again in 1979 despite the measures taken in 1978 short-term
borrowing increased considerably in 1979 and additional action was
necessary to bring production capacity into line with requirements. Mr
Lowry Maclean. trained at ¥ITs Sloan Business School in the United
State= and experienced in both the British carpet and the American
textile industries, was headhunted and appointed to the main board as

Group Chief Executive on 1.6.79.

The market for patterned axminster, in which the company had a
considerable stake, suffered largescale contraction and contributed to
the lossez made in thie division, Demand for high quality axminster
remained and axminster producte were refocused accordingly and axminster
mirketing featured quality tufted plains and textured lines. Axminster
stocks were reduced and plans were announced to reduce axminster

capacity by 50%.

Tufted operations showed profitable growth based on a considerable
increzse in turnover. The strong product development team were well
ghead of competitors in developing new linez, and the indications were

12ter
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that tufted czle= value would scon eveeed axmi
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company to withdraw from unprofitable export commitmente.

Contract salez were again successful | particularly with specialised
tufted producte. Vilton sales also increased but experienced strong

competition from awminster products. The company was actively promoting

a4 nevw range of contract azminster carpets, manufactured within the
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Group, with a view to increasing its share of this important new

contract sector.

Spinning turned in a good performance with its plant now fully

operational and, under an excellent management team, demonztrated its

flexibile capability in meeti ing demand for both woven and tufted yarns.
The bulk of its ouput continued to be used within the Group but a
significant quantity of semi-worsted yarns was sold to other

nznufacturers.

Following the retrenchment in avminster capacity and the merger of the
tufting and axminster operations, the workforce was reduced from 720 to

445 and management staffing was cut by half. Thes resulted in
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some management resignations, including Mr RVL Pitt an executive board
director. Nine new senior managers were recruited, five of them MBAs,
underlining ¥r Maclean's policy of empha=ising managerial rather than

carpet expertise in senior appointmente.

imports, government economic policy and increa asing raw material prices

connanies under severe pressure. The period witnessed the growth

of the tufted carpet sector and the decline of patterned axminster
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€0 without experiencing a trading loss and, in some years, achieving

record turnover and profits.

Axminster production, once the only product manufactured by Tomkinsons,
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uced by 50% a= tufted products gained market share and the two
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cturing divisions were merged under a cingle management.
Steeles, which initially relied on wilton products only, extended its

range to include both axminster and tufted lines.

Spimning production was re-located to Wales and in addition to meeting
the company's own yarn requirements became a =su plier of woven and
pany Y 4

tufted yarne to other carpet manufacturers.
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Towarde the end of the periocd & new chief executive was appointed from
outside the company. Management changes included the appointment of
nine new senior managers, five of them MBAs, signalling an emphasis on

management rather than carpet expertise in the new regime.

te conztituftion of the 19%% founding executive board changed from beinc
o ]
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Although demand showed signs of improving from 1983 onwards, reduced
consumer spending, high interezt rates, strong currency, increasing raw
material prices, cheap imports from the USA and from Belgium, fewer

bousing starts and the miners' strike all contributed to the industry's

difficulties in the period 1980 - 1986,

Trading conditions were difficult in all sectorc of the industry in 1980
with reduced consumer spending, high interest ratez and a strong
currency, Tomkinsons focused attention on improving the cost-
effectivenezs of selling and improving the market presentation of ite
products under a new retailer-directed slogan - Mr Tomkinson makes a
better clasz of carpets. Tufted sales improved, and plans were
aunounced to increase production capacity in fine-scale, softly coloured

deczigns, The planned reduction of axminster capacity proceeded

according to plans with the goodwill and support of employees at all
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alez had & good year and
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profile in the high quslity sector which still favoured a high wool

content in carpets In spinning, demand for wool yarns was lower and
Changes were made to relocate plant to give & more compact unit with

5

conzideratle etrength in the tufted yarn merket at a time when demand

Profits for 1980 showed an 88% improvement on the previous year and

substantial improvements were made in liquidity. Assets were again
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revalued and the surplus over 1974 book values was transferred to

reserves, Importe from the USA declined but a new threat emerged from
Eelgian tufted imports and trading conditions remained bleak. Sales

turnover increased by 14% under the 'Mr Tomkinson' marketing image and
the company's new product strategy of offering only carefully researched
products providing reaconable profit margins. Further investments were
made in equipment, including more effective handling mechanisme and

computlers on the shopfloor to monitor work in progress and in design, to

[

enable the company to produce even more distinctive quality ranges an

—~

to do =0 more efficiently. Particular attention was directed a
recucing the level of favlty production. High exchange rates made
exports urnprofitable and the company made strategically planned
withdrawale from such commitments. Both contracte and spinning
operations performed well, the latter still operating in condition= in

1ich demand exceeded supply.
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Theze meszures, introduced with the co~operation and commitment of

mployees throughout the Group, resulted in faulty production being
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ed from come 15-20% o 2%. Profits and liquidity improved again
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declined and the industry feced the worst effects of the UK recession.

.
§

“pceitiored products performed well and
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with the loyalty of employees, customers and suppliers, company profits
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were up 88% on the previous year on an increase in turnover of 4% - this
at a time when the UK market had shrunk by 15% since 1979 and carpet

ctocks were bein

g

dumped at prices reaching a record low of 9p a square

o]

yard as companies went into receivership.

The:

"

& ovtstanding recult
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m

encouraged the company to recruit new
employees who were technically well qualified and who could demonstrate
a strong commitment to achieving excellence.The company announced plans
to launch a new employee savings-related share option scheme to take
advantage of the beneficial tax treatment under the Finance Act 1880,
To comply with company legislation the company changed its name to
Tomkinsons plc and at the same time the assets and liabilities of the
parent company were transferred to the axminster and tufting

manufacturing subsidiary, Tomkinsons Carpets Limited (formerly

D
ot
15)

Tomkinsons Limited), except for land and buildings which remained ass

0f the parent company.

The indusiry benefitted from some increase in demsnd in 1983 alhough it

£till faced problemz with Belgian imports. Tomkinson=z turnover
remained fiat bul &ll operations traded profitably &= margins improved
due to the continuing succezz of the 'Mr Tomkinson' merket image and the
company's commitment to improving quality, service and efficienc <y, The

low tax charges for the year reflected the company's £1.4m investment to
achieve these aime. Profite increased by 26% on the previous year and

the company recorded an increase in profits for the fifth successive

teelec. the Oxfordshire company, was redesignated the Contracts

tn
o

year,

Division for the company with special responsibilities for all contract

"
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sales within the Group. The spinning company, now supplying some 30%

of the Group's yarn requirements and still Operating under conditions

[oN
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re deman
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W) eeded supply, was recognised as supplying yarns equal to

the best in Europe.

Increasing raw material coste and high overheads relied on & high
mzrketing performance to increase turnover, while the profitability of

ffi

m
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products and operational lency resulted in all divisions tr ading

profitably, but although still in profit, the five-year record of

increasing profite was not maintained in 1684, Product excellence ang
further gains in efficiency were highlighted as major objectives and
further investments were planned and directed accordingly. 30% of the
Group's yarn regquirements were now supplied through Mid-Wales Yarns

which continued to operate at high levels in a market where demand

exceeded supply. The quality of yarns produced were recogniced as
being equal to the bezt in Europe, and further investwent was made to

increaze output,

n 193%, the company reccorded profits which were 208% above the previous

»

fomd

year on a turncver which was up 13% on the previous year. These

suffered from high interest ratec, few housing starts, the miners'
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trike and continvine inflation. The results
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effectivensss of the company's strategy which concentrated on supplying

well-styled and profitable products to selected markets under the Mr
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brand. The product image was strong in the UK market which
absorbed over 80% of the Group's output, and overseas, the company
benefitted from concentrating in the USA which enjoyed a bucyant

economy.

In Kovember 198%, Mr KRG Tomkinson retired from the executive board, the
last of the 1959 foundin g board members. For the firet time since ite

foundation in 1869 the firm wae without a Tomkinson by name on the

board, although the family waz still represented by Mr Fichard Pugh-
Cook, a grandson of Gerald Tomkin=on. Mr J. Curwen, ¥Sc. Dip Inst M,

K Inst ¥, was appointed to the executive board on 2.12.85. having been
the marketing director of Tomkinsons Carpets Limited for a number of
years. ¥r Jeremy Lancaster stepped down as Chairman on 11.2.86 and was

replaced by Mr Lowry Maclean as Chairman and Chief Executive,

compary wauld continue 1o develop the excellence of kev retail sccounts
to build on s0lid growth in contractz: and in exports to foous on the

USA mzrkets= where the compsny had slready established a considerable

prefile.
Frofits znd Turnover increased in 1986 by 69% and 19% respec ively and

despite high investment to improve product quzlity long-term borowing

had been eliminated. The company continued to emphasise ite commitment



to organic growth in the UK market where the ¥r Tomkinson and Steeles

1

brands were well establish hed

In summary, against a tackground of continuing emphasis on and
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tment in promoting innovation and efficiency, Tomkinsons redefined
product range and markets. This strategy of carefully researching

and positioning profitable procucts was supported by promoting and

servicing ite product range under a new market image - Mr Tomkinson

nakes a better cla

HI
1N

of carpet.

During the period, the company increased its turnover substantially at a
time when other companies were feeling the effects of declining markets
and over capacity in the industry. Within this period the Company was
renamed Tomkinsons plc and its two main carpet manufacturing subsidiary
companys were refocused to reflect markets rather than products, ¥id-
Wales Yarne, the third subsidiary company, extended its range of

productz to include both woven and tufted yarns to meet a large part of
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and also cupplied yarns to other carpet

matuiacturers Ir 192% ¥r KRG Tomkinson, son of seoffrey Tonkinzon and
tte lzel 0f the 1999 fournding-board directors, retired and the Tomkinson
nawe dicappesred fromw the executive bosrd, although the fz y continued

Richard Pugh-Cock, the grand=zon of Gerald Tomkinson. ¥r. L Maclezrn,
who hzd joined the company as Chief Ececutive in 1879, took over as

Chairman and Chief Executive of the company in February 1986.



CHAPTER 6: TOMEINSONS: PRODUCTS, CORE TECHNOLOGY AXND

OUTLINE PRODUCTION PROCESS

A= Chapter 5 has shown, until 1950 the founding company specialised in
axminster carpets. With the creation of the holding company in 1959, the

COLp diversified, by acquisition, into wilton carpet manufacture and al
ny Y 3 »

=0
=0

perimentin

with the new tufting carpet process.

@]

loczsted &t Kidderminster in Worcesterchire, and

subzidiariez of the holding compar Ly
The tufted unit, located at the site of the axminster company, initially
operated as a cozt centre of the holding compsny and was accorded company
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status in 1964 when it continued to operate on the axminster site. A1l three
companies were under the chairmanship of ¥r KRG Tomkinson, an executive board
director with responsibility for production. ¥r Tomkinson also initiated and

controlled the day to day operations of the tufted operation.

identities were brought together under a single administration and the followi
year axminster capacity was reduced by 50%. Further restructuring of t
carpef manuvfacturing activitiez in 1983 resulted in two wholly owned

subzidiaries reprecenting domestic and contract markets and manufacturi

in

o

axminster and fufted, and wilton and tufted respectively - although the wilton

company also had wide accecz to factoring facilities outside the Group.

2z the axminster, wilton and tufted units

w2 0f fthelr own distinctive productsz, core technology and manufacturing

[acq e

the ipcidence of redical and incremental innovations within the nering unger




6.2 Axminster: ducts z i
einster: Products, Core Technology & Outline Production Proce
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been documented elsewhere - see for example Tatersalls and Bartlett.. For
thiz study. it is neceszsary to point out that the
distinguishing characteristic of the product is its unlimited capacity far
incorporating colour and pattern. The quality of the product i= determined by
the quality of fibres uced and by the number of tuftz of yarn per square inch
0f cloth. Carpet looms are constructed to weave to & given pitch and product

iat e e i = - . :
variations to suit particular market sectorzs is determined by pattern/

benerally speaking, competition in the axminster sector iz on the basis of
vality and . i ) . ps
Gu y and pattern although price is a competitive factor in the lower quality

long production
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; 3 ;
lcensed the chenille patent to other manufacturers, includine Templeton's
O = it

f Glascow illiam
ol Glasgow (Villiam Adams' former employer) and to R Smith in Kiddermincter,

By 1871, with some 170 employees, the firm exhibited at the International
Exhibition in London and claimed that the y made match rugs for the whele trade

nd that ther 3 ] 20O inoe =1 a it i
and that there were no floorcovering designs with which they were not familiar.

—3
—~
m
0
il
D
3
w
,_,
D
jge)
8]
=
D
i
s
3
i ﬂ

increazed output so rapidly that sales were extended

to overseas markets, especially to the United States of America, where Michael
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The first spocl axminster loom, developed in the United States by Halcyon
Skinner, an independent inventor, was erected in 1877 by Alexander Smith of
Yonkers, New York, and proved an immediate success. As previously noted,
Kichael Tomkinson secured the British patent rights to the new spool axminster
proces=z and in 1878 launched the first Britich spool axminster product, Royal
Arminsier, a 5-pitch carpet, which captured the market.. The partnership
gnted licences to =ix other Britizh carpet manufacturers. Brintons (Case
Study Twod declined Tomkinsons' cifer to perticipste in the new venture.

Y
—

LRSS 1 g~ + ¥ s : - =
“JU employees, the partners produzed 4,000 ruge per weel. Some

idez of the impact of the new spool axminster procest can be gained by
comparing the output of the old and new processes. The o0ld process required
L - 3
hroce A - A =~ 1 = P b i i
three people %0 produce 1% yards of axminser in & working day. The new process

N D "

wiich in 1879 was also producing 7-pitch cloth, produced 20 to 25 yards of 27"



wide axminster in the same times. As previously noted, in the chenille wea

the firm offered all widths from church seating to 28' widthe in all lengths,

nd railway rugs for first-class carriages.

In 15826 ¥ichael Tomkinson secured the British patent rights to Haylcon
Skinner's wide axminster spool loom Michael's son, Gerald Tomkinson, was

responzible for installing the axminster wide looms in Kidderminster and

O

succeeded in overcoming the teething problems which the inventor had been
unable to re , giving Tomklnconq the distinction of being the first
manufacturer in the world to produce wide-loom axminster carpets. The new
plant, called Kleitos, the name given to the famous enge of ceamless axmincte

d

81
m

carpet squares mes on these wide looms, remained in production at

Kidderminster until the looms were progress sively replaced from 1954 onwards by

=]
Q
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erzions of the loom supplied by Platts, the textile machinery

maznufacturers, with whom Gerlad Tomkinson collaborated in developing the spool

Ey 1903 the bulk of the partnerszhip's output conciszted of seamless axminster

©, although chenille axminster carpets and hand-made TUgs

Az already noied, after approzimatel
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begen gaining wide acceptance in the industry, there ic no record of any
cignificant spool avminster weaving imnovations. Incremental changes were,
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eystem in 1926 and, in the 1850s, broadlooms with single-span tube frames were
perfected.  Both these and other developments acted to increase the operating
Speed and reliability of the looms. Tomkinsons, working with Platts, are

recognised as having a eignificant role in improving spool axminster loom

performance,

A spool arminster loom is constructed to produce carpet with a particular pitch
(ie the number of tufts per inch in the horizontal row) which cannct be altered
within a given loom, although different looms may be constructed to accommodate
a lesser or greater pitch within a range of 4 pitch to 15 pitch. Generally
Speaking the greater the pitch the finer the quality of the carpet. Product
varilations may be incorparated within a given pitch by varying the number of
vertical rows per inch so that overall product quality is determined by the
type of fibre used and the density of that fibre per square inch,

Technically the spool axminster process can incorparate an unlimited number of
colourz and thus has a highly flexible pattern Capability. In practice, the

number of colours and patterns depend on market taste.

3

pitch iz widely uszed in the induciry today. Around thiz bazic 7 pitch
consiruction the company manufactures for stock a range of products aimed at
the middle to top end of the market for domestic sector. Fzjor quality and
styling changes are introduced annually, or more frequently to meet market

requirement=. In addition, the company manufzctures axminster carpets to

customer specification for the contracts sector.



Production of chenille axminster carpets was not resumed after Vorld War Two.

VEery expencive customised orders, was dismantled in the 18G0=.

While the bazic structure of the axminster product has remained unchanged since

pitch cloth in the 1930s, major product change has been

in terms of yarn innovations led by the major fibre manufacturers. Before the
was the standard surface fibre. This material has superior
qualities in terms of resilience and dye properties. It is not, however, =&

particularly robust fibre and has to be vsed in cignificant quantities to

produce a hardwearing surface which resultz in an expencive final product. In
addition, wool supplies are notoriously erratic and subject to price and quality
fluctuation. During the mid-1950c and early 1960s the company introduced

nylon as a surface fibre and experimented with vaious combinations of wool and
nylon mixtures, By the late 1960s, Tomkincons had adopted the industry-wide
80/20 wool/nylon blend which remains the industry norm today. Other product

innovationz include the quality and range of dyes and surface treatments such

as fireproofing, mothproofing and stain resistance. Design concepts were also

te zuit the conracts cector where axmincter productz featured in

res range
Loom efficienciez were improved throughout the 1960z a= exlsting looms were
rodified and/or replaced by 12' looms. By 1971 looms were able to weave

15'wide carpets and Tomkinsons achieved a world-wide first with the launch of a



By the 1970s when the woven industry faced severe price competition,

Tomkinsons in line with many other manufacturers, reszorted to very cheap
acrylic surface fibres and the quality of some of their axminster products
dropped to as low as four rows per inch in the period 1974-75.  This policy
was quickly reversed as demand for quality axminster resumed, particularly in
the contracts sector which formed an izportant outlet for axminster production
throughout the 1970z when tufted products gained an increasing volume share of

the domestic carpets sector.

In 1978 the Group faced severe cashflow difficulties and a large decline in
axrpinster demand. The axminster and tufting comrpanies was brought under the
control of a single administration to form a new company, Tomkinsons Limited,
although they continued to trade as separate identities. The following year
axminster capacity was reuced by 50%. The product range was reduced to
reflect carefully positioned products offering higher profit margins and were

gold under the new 'Mr Tomkinson makes a better clas

N

> 0f carpet' logo. The
introduction of the logo was itself an innovation as branding in the woven
industry has & low profile and advertizing and promoticn ftendz to be on an
irdustry rather than an individusl company baciz. In 1983 the axminster unit

unift to conceniraste on manufasturing

In 1236 the company manufactured =iy ra 0f a¥minster carpet for the

I\
3
[8,5]
i
in

dormestic sector of the market. Five of tihe qualitiesz fell very nmuch within the

industry average and faced tough competition. The =ixth product line was



geared to the top-end of the domestic market and here Tomkinson= had only two

competitors. Customised avminster carpets are still accommodated as

has remained unchanged since the 1930s. Product innovation hasz been in terns

raw materials, particularly surface and backing fibres and the

width of the carpet woven. Major styling changes are introduced annually and
manufactured for stock. The production system permits pattern changes to be

incorporated relatively quickly - for example, to accommodate market shifte in

[xi]

pattern and colour, or to make carpet to customer order for the contract sector.
Loom technology has changed little since the early 1900s with the adoption of
broadlooms although there have been modifications which improved the running

epeed and reliability and resulting in automated axminster looms.

Figure 5 prezents in diagramatic form the stages involved in making spool

carpet and thiz sequence of ctages haz rerained unchanged throughout

that have been implemented

,_J
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> > > Pre-dyed Yarn received into Stare
Stage 1 ¥VINDIERG
4
Stage 2 SETTIRG
§
(Threading)
4
CHAIRIRG
§
Stage 3 VEAVIEG
§
Stage 4 FIKRISHIEG

$
IFSPECTIOHR

4
KERDING

4
BACKIRG

4
SHEARIEG

4
KEEASURED &8 ROLLED

Source: Interviews

Fig 5

Transferring yarn
from hanks to cheeses

Yarn is wound from
cheese to spools in
design sequence

Yarn ends are drawn
into position on spool

Spools chained into
position on loom
including backing
fibres

Simultaneous
integration of
surface and backing
materials

Transfer to Warehouse



Table 1

Tomkinsons: Axminster Production Process Changes 1959 - 1986

Process
1. ¥inding
2. Setting

3. Veaving

4. Finighing

Backing

Shearing

Cheeses in mid-1950s
Holts ¥odel X
Gilboss

Savio

Axwell

Yarn innovations
Tensions adjusted by

preumatic system

Pneumatic stop motions
introduced ~ most
developed internally
some by loam suppliers

Lubricating systems
Tecalamit one-shot

Loom construction
materials changed

Vider Looms

Lighted picking tables

Bost gignificantly to
latex backing

Ovens & Equipment

Updating machinery

Source: Interviews

More yarn per cheese
Saving down time
Faster Hachines to
reduce unit costs
Yarn & dyeing changes
to improve quality/
barndling and costs
Perfarmance/quality/cost

More even spoal loading

to facilitate weaving

Hulti-loom weaving from
mid-1950s - company pioneered
this change

Less wear & tear an looms
Faster speeds eg from 14 rpm
to 20 rpm

Product improvement/ costs

Easier fault finding/mending

Improve product appearance

Process larger quantities

Reliability and speed - costs
and product quality






At Stage 1 also, the yarn is wound from hanks to cheeses.  Changes

ﬂ)

include investment in high-speed and more reliable winding equipment capable of
producing larger cheezez to achieve gavings in labour costs and also improving

the quality of work, and improving efficiency in terms of greater throughput

and reduced downtime.

e 2, getting involves transferring the yarn from the cheesez to the

spocls in the correct colour and quantity of yarn to correspond with a given

pattern supplied by the Dezign Studio. Az Table 1 shows, there has been little
€ignificant change here other than minor modifications to improve the

neions to reduce downtime at the weav ing stage

x"‘

5 3 )

Spools are then threaded to draw yarn into osition for weaving and the spoole
P y p g p
are then chained together on the loom in a gequence which corresponds with a

given pattern, the number of spools being determined by the quantity of carpet

to be woven. Az Teble 1 shows, there have been no changes in this stage
during the period under review,

o

through increasing the width and operatin

ed maintenance cozts and the de~skilling of

weaving operations enabling the introduction of multi-loom weaving.

s



Stage 4, finishing, includes a nurber of operations from quality inspection to
rolling the carpet for transfer to the warehouse. The carpet is inspected and

favlts are corrected manually.
and lighting of inspection tables.

5

aue

o

{

.

inspection and mending was tried and diccarde

The only major change here is in the de=sign

(A system for continuous 'behind the loom!

to the obvious bottleneck

arizing out of the pacing of machine-controlled weaving and manval inspection
and mending) After inspection and mending the carpet backing iz reinf d

and here the single mast eignifcant innovation is

traditional backing agent, to latexing which many traditionalists

arpet indusiry, including the Tomkinsons family. ini
I (]

and ancillary equipment has

quantities at greater speeds

Like the weaving operation, the backing operation is

avtomatic fault detection mechanism.
The final siages in finishing involve chearing the surfac
and measuring the carpet. As Table 1

ough investment in equipment

the change from

enabled

and in improvements to

sizing, the
in the woven
tially opposced.

the processing of
product performance,

automated and includes an

e pile of the carpet

shows, improved efficiencies have been

giving greater running speeds and more

relisble mzchine performsnce. The carpet is then rolled and trancsferred to the

arefavzs. The i= the control of the axminster
procutticn activity and is not included in this review The warehousze,
however, has zlso been the focus of significant investment to improve efficiencs
through for example new buildings, improvecd workflow arrangements,
mecharisation and computerized stock records
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Froducts, Core Technology & Outline Production Process

The hiztory of wilton, introduced to Britain from Eurcpe around 1720, and the

ve weaving

inctive nature of the product and the evolution of its dizstinct

{2

procezs have been documented elsewhere - see for example, Tattersallqq
Bartlett,y and Robinson,.. For the purposes of this study,= it is necesszary

to note that the distinctive feature of the product is its high material content

and consequent durability. The quality of the product is determined by the
quality of fibres used and the number of tufts per square inch of cloth.
Leoms are constructed to weave to a given pitch and product variations are

achieved by pattern/colour/pile height and the overall density of fibre per

eguare inch, Traditionally the surface pile was uncut and the carpet was
known ac bruzsele, Later the pile loopz were severed to produce a cut-pile or
velvet carpet known as wilton. Pattern and colour variations are less flexible
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in comparizon with axminster, and the number of colours that can be carried is
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Power was applied to brussels looms in 1845 by Bigelow in the United States
and licensed to John Crossley of Halifax:«. The most ei ignificant advance since

that time was the development of the face to face loom in 1947 by Van de Viele
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imultaneous sly with

and fault identificatiorn mechaniesms. Since the development of face to face

weaving and its extenzion to wide looms, the trend hasz been to increase the

running speed and reliability of the loom and Robinsonie claimes that yarn

=~

strength iz the limiting factor to achieving even greater speeds. Vide looms

up to 12' wide were introduced around 1900,

Torkinsons diverszified into wilton carpet manufacture in 1959 when it acquired

[ & C Steele & Co Limited, a small family business in Bloxham, Oxfordshire. On
acquisition Steeles became a wholly owned subsidiary of Tomkinsons (Holding)
Ltd and continued to operate under itz former management structure under the

Chairmanzhip of Kr KRG Tomkinson, the executive board director responsible for

with the shortage of labour in Halifax prompted the relocation of the business
to Bloxham in Oxfordzhire. By 1950 Steeles had three 27" wilton looms
to b,

N

in all wool plain velvetz and



Srussels for the top end of the retail gector and the interior designer trade

Tan Steele waz responsible for all production activities and Clive Steele
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Selling was undertaken either by

n traditional

[y

designer. The promotion of the new range in a market steeped
designs required careful planning and execution. Tibor Limited and Permoglaze
Limited joined Steeles in staging a 'colour and texture' exhibition in large
furnizhing stores throughout the country. The first of these designs, Banbury
Cros=z, continued in production until 1969 and pioneered the persisting small-
design vogue in the contracts sector, Tomkinsons successfully extended thic
smzll-design capability to itz domestic ranges in the tufted sector, and small-

desigrn patternz are now an industry-wide feature.

rminated in 1956 when Ian Steele
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returned to New Zealand to establish an axmincter carpet factory. In 1957,

Bloxham Clive Steel

]

rtion was given to improving the =fficiency of the Jacquard procezs




introduced to increase the flexibility of operations. The intended efficiencies

had not been achieved by 1962 when Mre. Steele retired from active involvement
in the company and was succeeded as ¥anaging Director by Mr JP Church, MSIA, &

lezigner, who had been with the company for some years.

The factory was extended in 1966 to accommodate four new Van de Wiele 27 high

in

eed looms capable of operating nearly one-and-a-half timez faster than their
orignzl looms and incorporating the latest stop motions which automatically

indicate the nature and location of faults.
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After extenzive trials during the early 1960s pile yarn was changed in

In 1965 Steelez introduced their Studio 3 range of contract carpets for
architects and interior designers. A specially commissioned conference was

to launch the new collection of co-ordinated contract carpets in

wilton and in axminster from the Kidderminster factory. A second edition of
Studio 3 was launched in 1969 when Steeles waz described as providing a

et cervice to cover the reguirements of most contract custonere,

wdard colours, four gualities, two widthe and




Loy

o

took over from Mr Pugh-Cook in 1976,
for narrow wilton carpets ac the contracts
By the mid 1970s Steelez was mainly involved in producing
for pubs and looms were adjusted to four-frame wilton to accommodate
required for such contracts.

increased from the wid-1970s onwards and by 1979 and

eprezentative and

o

faced declining

Competition with

cector increasingly required
) q

o)
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n the contrac ; - et R . ’
LR The coniract and interior designer sector and ite own range of products was
Standardized

and reduced accordingly..

1 5 he - v T . X N
Following the restructuring of the Tomkinson Group in 1983 Steeles was

cezignated the Contracts Division and aszzuned responsibility for all contract
activity within the STOoup The company retained responsibility for

manuiacturing wilton products but its small tufting operation was reiocated to
the Kidderminster site. By this time Steeles own production was almost
entirely 100% wool brussels manufactured to order for the interior designer

trade.

Although still manufacturing carpet to customer order, the company was by 1985

ezsentially a selling and service organisation specialising in the contract and
interior designer sector of the market. Although products manufactured within
the group are promoted, Steeles has access to wide factoring facilities and

freelance dezigners o that it iz able to offer a wide range of products,

including carpet tiles, to the contracts and interior design market sector.

of

ingly priced out of the domestic sector, szles were focused



4 -
on the contracts sector exclusive] ly.

From the mid-1970s narrow wilton found

D the contracts sector Steeles diversified into
epecializsed tuf = et and i

T tufted carpet ang concentrated its woven production on 100% wool
products for the interior des ad
I -erior designer trade. At the same time the company

ztended its range of services t
extended its range of services to the contracts sector and relied heavily on
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company was made

T 1A “oturdne 3 4
for manufacturing wilton carpet but the tufted operat was re-located to the

',m
._J
1’)

iddermincter =ite 3. althone i i1 ;
ldaerminster site. By 1986, although still continuing to manufacture a limited

i

range of bruszcels and wilton carpet to customer or ~der, Steeles had wide acces

to factored carpets and had become a selli ing organisation servicing the

Fig € presents in diagramatic form the main stages involved in raking wilton

carpet and this sequence of stages has remained unchanged throughout the period
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o
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period under

information demonstirates, there were a number of changes in the manufacturing

process aimed at improving the overall efficiency of the process and/or the
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TOEKIBRSORS: QUTLIRE VILTOR PRODUCTIOR PROCESS

Fig 6

> 0 D Yarn (pre-dyed) is
received into stores

Stage 1 VIEDIEG Yarn is wound onto cheeses
{
Jacquard cards stamped In accordance with design
paper
i
Stage 2 CREELING Yarn, jacquards & backing
materials assembled on loom
$
VEAVIEFEG Simultaneous integration of
surface & backing yarns
{
Stage 3 FINISHIRG

i
IESPECTIOHN

{
¥EEDING

i
BRUSHIERKG & SHEARIRG

FIEAL IBESPECTIOR

> > ? transferred to Despatch

Source: Interview=zo




Tatile 2

TORRINSORS: VILTOR PRODUCTION PROCESS CHARGES 1950 - 1086

s
«©
oD
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Source:

Yarn suppliec -~ some interns} sourcing {rom Kidderminster

- Jacquards standardised & brought in-company
Plant capacity incressed 1o provide mere storage
Additional 27"/36" looms installed

From 100% wool to 80/20 wiool/pylon

Planl capacitly increased to accommodate

4 pew Van de Vicle 27" high-speed looms
ore and & hall times faster than previous
looms/ with auvtomatic stops etc

Rew shearing machine installed
Back-gizing planl insislled

Increaced design speciality and use of &1l wool

Famber of standard lined reduced

Intervicws.e



As Fig & shows, the production process involves three main stages. The

egquipment u

ized is generally available to the carpet industry and is or

oen & job-zhop basi:

i

» requirin

o9

At Stage I, pre-dyed yarn is received into the wilton storez and is transferrec
to the winding section where it is wound from hanke to cheeses. Up to 1¢8¢
all yarn was purchazed from ovtside the company.  From 1969 onwards although

mer
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of yarns ie required to service contract ordere and most yarns are ctill

100% wool was used

wool/nylon blend for standard products. By the late 19705 the company had
reverted to mainly 100% wool yarns for epecial ordere. At Stage 1 al=o

jacquerd cards identifying the pattern and colour commands are punched in

T
()

accorcance with a given dezign. Initially a renge of different card systems
were used and some punching was done on commission. The card system was

ctandardized on the Hardaker syctem and by the early 1960s all punching was

e & tue Jazguard cards and chegce: are manually saczenbled on the leoom

1 J

& Zequente determinzd by 2 given pesttern in rreperation for weavi

ot
jao]

carpet iz woven in an £-pitch consfruction which was adopted in 1946 on 27"
narraw 100ms. Tke fundzmental construction of the cloth remains the came,

custcmiced variations being predominently in terms of patiern, colour and ya

flexibility in the execution of customised orders,

from the Group's own spinnine subsidiary, a wide rance
Pod IS & Y &

m



guality Az Table 2 shows, four 27" Van de Wiele lcoms with an auvtomatic fault
detection mechaniswm were installed in 1966 and two further looms were installed
in 1872

A cxzall backing facility, built by Tomkinsone' Kidderminster unit, was

installed in 1972 but is not generally in any great use as quality wilton

carpet doee not require any backing reinforcement. Before this date any

% S

backing that was required was undertaken by the Kidderminster site.

After finzl inspection the carpet is transferred to Despatch for direct
yow

forwarding to the customer. A warehovse facilit as provided in 1961,



6.4 Tufted: Froducts, Core Terhnolooy & Outline Productio 1 Process
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represent the most significant product and procezs innovation in the

carpet industry since spool axminster was developed (also in the USA) in

1877, Vide tufting machines were developed by 1946 and production in

the USA started shortly after World War 1T and by 1963 accounted for 70%

0f carpet salec, In the UK, tufted production ctarted in the mid 1950=
and by 1964 accounted for some 35% of carpet sales. By 1969 tufted
volume sales exceeded woven sales for the first time

The development of ihe product and its distinctive core tec chnology is

reviewed elsewher

Lﬂ

T

- ose

D

for example Robinson. For the purposez of

thiz study.. it is sufficient to note that the product is non-woven, the

pile-eifect beiny achieved by <titchi ing the zurface {ibre to & pPrimzrv

I g I 3

backine Quality of the carpet ie determinsd by the type of pile yarr,
(g S F vod Fe

inch Tufting machines, in effect multi-needle Sewing machine=, are
fast and highly avtomsted, and are constructed to a specific gauge ( je
the needlez per irnch and the equivalent of Pitch in a woven carpet).

Early mackines were particularly suited to man-made fibrez and produced

plain or textured carpets at low cost, giving access tp price-sensitive

o

domestic consumers outside the range of woven carpets. Developments in
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tufting technology facilitated a limited design capability and the use
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of weol as & surface mat These developments permit competition

On the baziz of pattern and quality and give accesz to wider markets,

including the contracts sector.

began investigating tufted manufacture in 1958 when two
went to the USA to study the new process., In 1959, although

the board remzined divided on the issue, the company purchased single

36" 3/16 gauge rus-makine tufting machine and, under the leadership of
& & a]

¥r KRG Tomkinson, began ex xperimenting with tufted methods The

equipment was installed on the axminster site in Kidderminster and

initizlly only the machining operation was carried out - the foamn
backing to the carpet was undertaken on commission by Lintafoam in
Lancashire, Although identified as a separate profit centre, the

tufted unit was largely serviced by the axminster company.As other UK

g

b

manuizcturers entered tufting, Tomkinzone concentrated on product
development and benefitted from their long experience in the woven

€ector and the succe:

N
o

zful transfer of vyarn blending, designine and
y g g

L1921 & 15" 450rpm tufting machine wac adzpted from 2/16 tc 2/3B gsuge
erd inmstalled with the expert gulaance of Edgar Pickering, then head of

commercial product was developed in collaboration with the Gainsborough
Group cf carpet wholesalers who purchased the bulk of the first output

of '"150', a cheap 100% viscose tone-on-tone mottle carpet - very



different from Tomkinsons' one-off super-luxury Anglo Persian and Anglo

Smyrna wovens. The immediate success of '150" resulted in a secaond
eimilar range '201'for distribution through retailers, The product,

€0ld through the awxminster COmpany, created friction with the cales
team who were concerned that the reputation of axminster itself was
damaged by asscociation with tufted. The immediate

ucces=z of these
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ever, encouraged further experiments in collaboration
with suppliers and investment in new techniques and other lines in

various blends of synthetic and wool fibres were manufactured to

In 196

>

several circular knitting machines and an autoclave were
installed. This new knit-de-knit procese produced a twist pile fabric

using a 100% acrylic Pile renowned for its long-wearing properties and

resistance to soiling. A new twist-pile product was launched and wac
still being manufactured inp 1269, a unique achievement for a tufted
product which at that time had a very short market life. Tufted sales
Increaced faster than any of the Group's other product lines but, given
the high invectment and promotion costs, failed to make any actual
conivibuticn to profit The product had, however, been clearly
socepled by the market and the tuiting operation, now reprezenting &

significant investment, wae regictered az a wholly owned subsidiary.

The new company, Ludlow Carpets Limited, continued to operzte on the

Kidderminster Zlte, and with its own small sales force (literally one
m&an o at this time) aimed to promote a separate market identity for tufted

carpetes A new foam-backing plant and one of the first piece-dyeing
facilities in the UK were installed in 1965 and made a significant



contribution to Savings and quality control enabling Ludlow to provide a

quick service to cus

n

tomers at economically viable stock levels - a major

Prompling the investment - ang the succees of the multi-
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producing four main tufted product lines - three
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and one, a 50/50 courtelle evlan hard twist cloth,

for the wholesale trade.

trading environment of the late 1960=, axminster cales

declined in favour of tufteq. Fierce price competition at the cheaper
end of the market, however, inhibited realistic pricing and profit

marging were

8

ritically narrow, In 1967, ¥Mr NS Hughes, experienced in

the American tufting industry, joined the company to reorganise

operations and marketing . The following year Mr Hughesz waz appointed
Kanaging Director of Ludiow and aleo joined the Group main board. The

first tufting machine was modified to incorporate a moving needle which

enabled the first limited patterning. A zecond tufting machine

aunched its now
famous Desp Pocle range vzing a completely new type of nylon yarn which

enabled the company to exploit its expertise in design and colour.
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This range with a strong pattern and colour definition moved Ludlow into

the volume market and proved to be one the company's top se
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Sales continued to increase and additional patterning equipment, two

more tuiting machines and three further piece-dyeing machines were
inztalled. Tufted producte increasingly competed in the coniracts
sector. Ludlow, however, found it difficult to accommodate the small

batch sizes required in this sector and Steeles, the contract

gpecialiste, installed its own tufting machine to process such ord

D

ra

and/or commissioned tufted products from other manufacturers,

Ey 1969 Ludlow's product range was extended to all csections of the
domestic market. With the move into volume production attention was
directed to improving profit contribution through achieving higher
efficiences in all departments. By 1971 tufted turnover was at a

record level and profit margine had improved to the industry average of

9.3%. Investment to improve the efficiency in warehousing and a new
foam backing plant in 1972 achieved even greater cost savings. More
siteriion was given to supporting exports which by 1972 represented 22%

of turnover snd in 1973 a new cales and distribution centre was opened

=

£ new procduct was launched in 1974, the year o

Flixborough and the three-day week, and although market share improved,
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the industry faced higher raw material prices and fierce price

m

competition ac carpet stocks were dumped on the market when companies

went into receivership. By 1976/1977 trading conditions deteriorated



- 146 -
and carpete lost their share of consumer spending. Ludlow traded at a

in the strengthening of management and the appe

¥anaging Director, ¥r T Hughes. Froduct lines and overseas celling
arrangements were reviceed to take account of the cash cricis A new

to use polypropylene, was launched in 1977 and continued to be a strong

o«
selling line in 1086, To effect savings in overheads the axminster and
tufted unite were brought under a single administration in 1978 when Mr
Hughez resigned. A new Group Chief Executive was appointed in 1979 and
produvcts were cubstantizlly revised and refocused to reprecent those
coniributing reasonable profit margins. Karketing and selling
cperations were refocused and promoted under a new selling logo - Mr
Tomkinson make= a better class of carpet. Performance in 1979 showed
profitable growth based on a considerable increase in turnover.
Investmernt in the latest hydrashift technology (developed by Cobbles and

finz-z2zle and <2ftly coloured quality tufted carpets bazed on a
narrower rauge of co-ordinated ceoloure. The new range, propeted as
‘practical plainz' wse launched in 1981 under the Mr Zon brand
wihich played down the ‘sumincter’ an? 'tufted' labeles, The range

proved highly succes=ful and performance benefitted from the efficiency

0q

Pt

By 1683 profit margins had improvegs a= tufted gained market recognition

under the ¥r Tonkinson brand and accounted from some 85% of Group
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volume. Attention was directed to increasing the efficiency with which
the company demonstirated its mnitment to fashionable styling and
quality products, To this end axminster and tufted were further

ligned with their target market and were designated the Domestic

3

A mew high speed 900rpm Cobbles tufting machine was

machine was fitted with hydrashift. Further
achieved running speeds of 1000rpm and even finer
ter density of surface pile in cut pile, looped or
patterned tufted products.
©.4.2 Outline Production Process..
Figure 7 precente in diagramatic form the stages involved in making
tufted carpet and this sequence of stages has remained unchanged
throughout the period under review.
Table 3 liste the technological and process changes that have been
implemsnted during this period and describe the basic purpoze ol thkeseo
chancen, Az thisz information demonstrates, there have been a number of

L2 o whichk have been

A= Dlg 7 chows the product1on proces= consiszts of four main Sf:guz and
utilizes plant and equipment which is dedicated and specific to tufted

m

production. The proceszsing system, utilising equipment which i
generally zvailable to the carpet industry, is organised on a

progressive flow system geared to batch production of carpets aimed at
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Figure 7
TOKKINSOKS: OUTLIKE TUFTED PRODUCTION PROCESS
> > Yarms received pre-dyed Pre-formed backing
On cones material received
! i
YARN STORE
4
Stage 1 CREELIRG Yarn & backing assembled
on tufting machine
¢
Stage 2(a) MACHIRIUNG Yarn is sitched onto
backing material
() IHSPECTION Cloth is inspected for
faults and corrections
& made with electronic
gun while machining
MENDIRG continues
d
Stage 3 FIBISHIUENG
STEAMIRG

BRUSHIFG & SHEARING
i
Stage 4 BACKIUN¥G Foam backing or latexing
applied depending on

quality
IFSPECTIOEHN

> 2> > transferred to Varehouse

Source: Interview=ze
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Table 3

1959 - single rug-making tufting machine making
36"wide carpet at 3/16 gauge

1961 - First full width (15') Cobble tufing machine installed and
converted from 3/16 to 5/32 gauge cut-pile. Tufting speed
450rpm

1968 - moving needle bar fitted to first machine to enable zig-zag
pattern

- Second machine installed — Cobble 1 cut-pile 5/32 gauge

1970 ~ first 3 pile height scroll 5/32 loop pile Cobble V machine
tufting speed 480rpm. First pattern machine using single
colour nylon & differential pile height, then differential dye
nylon giving more than one colour and pattern made by
differing yarn

1971 - second 3 pile height scroll 5/32 loop 120 end Pickering
machine. Tufting speed 530rpm.

1972 - Additional Cobble scroll machines. Tufting speeds 9590rpm

1974 - first cut-loop Singer I1I tufting machine - S540rpm. New pattern
ability from low loop base with high cut pile

1979 - Cobble ST77 1/8 gauge ~ to give finer density carpet

1980 - first hydrashift fitted to an existing machine. Needle bar
staggered to give first patterned cut-pile machine. Later
several machines converted from 5/32 to 1/8 gauge or from
straight 1o staggered bar aund cam movers fitted

1983 - Cobbles high speed straight cut-pile machine - S00rpm
Converted ST77 machine fitted with hydrashift running at
800rpm moving bar. Also new ST8%5 running at 1000rpm straight
and 2 bar graphics running at 800rpm

Backing ~ initially on commission at Lintafoam
1865 - on gite foaw backing plant
1972 - backing plant updated

Katerials - from nylon only to Acrilar and wool:nylon blends to
polypropylene (for which UK is the biggest market) also
yarn printing/twisting

- dyestuffs/limited piece dyeing

Labour - Semi-skilled with some updating for hydrashift. Fo union
requiremcrt to recruit skilled workers. Dyeing requires
highly specialised ckills which are similar to axminster
but not interchangeable between the two processes

Source: Interviewse



the domestic sectar, The ssme production facilities service customised

orders for the contracts sector but the significance and incidence of

e}

such orders declined as tufted products acquired a larger chare of th
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ron the mid-1970= onwardec.

cresls behind

the tufting machine in preparation for machining. The

backing material is purchased and yarn is supplied either from the

Group's own yarn spinning subsidiary or is bought-in, depending on the
type/guality required. Innovations through yarn engineering, carried

out by the fibre suppliers themselves, often working in collaboration
with other raw material suppliers and Tomkinsons, made a cignificant
contribution to product and tufting mzchine development. Thus changes=
in the types of yarn from 100% viscose to various blends, including

wool/nylon blend, promoted product differentiation through, for example

the running speedz of the tufting mechines.

M

Various modification (eg moving needles) aimd to achieve & patterning

o

C

facility which has evolved from a limited striped and zig-zag pattern to
