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Abstract





Faced with problems in forecasting at Morphy Richards, this research represents an investigation into their forecasting methodology following the hypothesis that the current forecasting system was no longer sufficient to ensure guaranteed supply to customers, or to enable forward planning.





The purpose of the research was to identify any requirements for change within the forecasting system and to identify the ‘best practice’ within the industry.  Primary research was carried out using a variety of methods with each method being chosen as the most appropriate for the purpose.





It was found that the forecasting system in use at Morphy Richards was actually in line with those used by the organisations that took part in the benchmarking operation.  Morphy Richards’ forecasting system, with a few minor amendments, should be sufficient for use.  However, it was found that the main problems experienced by Morphy Richards actually related to inventory control and the cultural issues of change management and leadership.





As such, the recommendations of this research are divided to focus separately on forecasting and cultural issues.  These will include recommended amendment to the system, to the procedures for product launch and withdrawal and to the approach to change within the organisation.





�
Introduction


In the past, Purchasing has been defined as: “that function responsible for obtaining by purchase, lease or other legal means, equipment, materials, supplies and services required by an undertaking for use in production” (Lysons, 1996: 2). This suggests that the purchasing function may be regarded as a routine clerical function with responsibility only for buying.


However, taking a broader view, an organisation’s purchasing and supply function is the interface between the organisation and its supply markets (Slack et al, 1998). The greater the emphasis on the purchasing and supply function, the more strategic the activities the function undertakes (Baily et al, 1998). Buyers in organisations with well-developed purchasing functions, such as Nissan and IBM, are spending more time on total cost reduction than on administrative and clerical activities.


If the purchasing function is to fulfil its strategic role, it follows that the mechanics of purchasing must run smoothly. Lynch (1997) suggests vision is a key element of strategy, providing the ability to move the organisation forward in relation to its environment. Forecasting future requirements is the key, as without forecasts, there is little upon which to base a strategic plan. Consequently, proper use of forecasting systems must be made to avoid inaccurate forecasts that can lead to poor decision-making (Hanke & Reitsch, 1998).


The aim of this research is to provide a detailed investigation into the Purchasing and Supply Chain of Morphy Richards, a subsidiary of the Glen-Dimplex Group – drawing on the experiences of both the sales-force and external companies. The original objective was to identify and introduce a new integrated forecasting system to provide Morphy Richards with more accurate forecasts. This, in turn, should assist the purchasing function to adopt a more pro-active and strategic stance.


Literature Review


The traditional objectives of the purchasing function have been summarised as ‘the five rights of purchasing’ (Farmer & Weeke, 1995). These are to obtain at the right price, for delivery at the right time, the right quantity of goods and services to the right quality, from the right source. Historically, the cost advantage of purchasing at the right price resulted in the price objective being the main emphasis. Purchasing at the right time and in the right quantity impacts on the operation’s performance in terms of delivery speed, reliability and flexibility (Slack, 1998) and is the objective upon which this research was based.


Identification of the right source should consider not only the influence of price, quality and delivery, but also the future potential of the source (Weele & Rozemijer, 1996). Many leading companies such as Rank Xerox (Slack, 1998), IBM, Chrysler (Weele & Rozemijer, 1996), Ford and Hewlett Packard (Baily, 1998) are adopting a more strategic approach to purchasing. 


Lysons (1996) identifies two key factors enhancing the importance of purchasing in strategic decision-making. The first is the change in many industries from a relatively stable to a dynamic environment; the second is the intensified competition associated with the globalisation of manufacturing, which emphasises the importance of quality.  Increasingly sophisticated customers require greater degrees of convenience, quality, service and product differentiation (Weele & Rozemijer, 1996). The customer/supplier power relationship is also changing; increasingly the customer is in charge, telling manufacturers what they want, when they want it, how they want it and what they are willing to pay, requiring many companies to adopt new strategies (Corris, 1995). 


Lysons suggests, “the greatest scope for saving lies in the area of bought-out items, which in 1994 had superseded labour as the area of greatest expenditure” (Lysons, 1996: 2). Those industries remaining face growing competition from the Far East, and in many cases have had to downsize in an attempt to become more competitive (Farmer, 1995). Frequently, organisations are finding it cheaper to source materials and components from the Far East than to make them in-house. In particular, Far East electronics appear to be significantly cheaper (Farmer, 1995). This is true for Morphy Richards; which recently made many of its manufacturing staff redundant, and now out-sources more than it produces in-house. 


However, it is possible to identify disadvantages associated with international purchasing, particularly with regard to lead-times.  Deep-sea transportation requires a minimum of two months lead-time (Slack, 1998). Other difficulties are associated with physically contacting the supplier, currency fluctuations and legal difficulties such as what law shall govern the transaction (Lysons, 1996). This in turn creates substantial forecasting issues and concerns.


“Forecasting involves the study of historical data to discover their underlying tendencies and patterns” (Hanke & Reitsch, 1998: 1) in order to project these into the future. Two distinct approaches to forecasting exist; the first is a qualitative or subjective approach, which relies on instinct or ‘gut’ feeling. The second is through the use of rational, objective methods to analyse quantitative data. The process of forecasting, whether qualitative or quantitative, is inherently inaccurate. However, a need remains to apply assessment to the future, enabling effective decision-making. A forecaster must then ensure that the inevitable inaccuracies in the forecast are minimised, although the end product will be no more accurate than the data upon which it is based (Hanke & Reitsch, 1998). If the input data is unreliable, even the most sophisticated forecasting models will fail. It is therefore essential to determine the usefulness of the forecasting data in order to allow effective strategic planning.


In 1983, Tichy identified four triggers for strategic change, each of these triggers is relevant to Morphy Richards and help to explain why the organisation has already undergone change and is prepared to change further (Tichy, 1983):


Tichy’s Triggers�
Application to Morphy Richards�
�
A shift in the environment


�
The change in the UK from a manufacturing to service-based economy (Farmer, 1995) created a competitive disadvantage through out-sourcing by competitors (http://www.ft.com, 2000).�
�
A shift in business relationships�
The move by Morphy Richards from in-house to out-sourced manufacturing has radically altered relationships from internal to potentially less-committed external suppliers, with less flexibility.�
�
A shift in technology�
New entrants to the market and the increasing use of automated forecasting and planning systems such as offered by IMI, Red Pepper and Numetrix (Newing, 1999).�
�
In keeping with Lynch’s (1997) definition of strategic change as being a proactive process, Senge (1990) suggested the learning organisation does not suddenly adopt strategic change but is perpetually seeking it. This emergent approach to change relies upon team learning, the sharing of views and the exploration and overturning of no longer relevant organisational perceptions. If the human resources of the organisation are thought to be the greatest capital asset and thus involved at all stages of the change it may be overcoming resistance is possible.


An emergent approach results in incremental changes enabling a smooth transition from one stage to another, although it can only be applied where the organisation has the time and resources to spare (Lynch, 1997). Morphy Richards was forced into a rapid change programme (Johnson & Scholes, 1999) with regard to the move from internal to outsourced manufacture and apparently little could be done to implement the change incrementally.  


Instead, Morphy Richards changes were implemented in line with Lewin’s theory of change being a three-stage process whereby current attitudes were ‘unfrozen’, organisational strategy moved to a new level and then attitudes were ‘refrozen’ (Lynch, 1997). Argyris argued that such programmes couldn’t foster the behaviour they were meant to inspire, as imposed change would lead to employee alienation (Argyris, 1998). Indeed, following this method, although Morphy Richards have achieved an operational change in that they now outsource manufacturing, with the negative effect is that lead-times have increased dramatically. However, it will be shown in the findings that the organisation has failed to achieve a cultural change, and the attitudes of the sales force have remained tied to the previous system.


Formed in 1936 by Donal Morphy; a technical engineer and Charles Richards; a salesman, Morphy Richards began when domestic electricity supplies were still a relative novelty and electrical appliances such as irons and toasters were just beginning to find their way into homes. The philosophy of the organisation has changed little over the years with products being differentiated by price and value for money. For example, the first product on the market was a 2kW fire that retailed at a price nearly half that of competitors’ (Miller, 1999).  


In 1947, Morphy Richards was launched as a public company in order to raise funds for expansion. Since that time it has operated under several different owners and it was finally sold to the Glen-Dimplex Group, in 1985. Morphy Richards is now the leader in the £415 million UK small kitchen appliance market.


�Recent years have been turbulent for the organisation. Currently adapting to a merger with Goblin Appliances as well as a degree of internal reorganisation and role redefinition, the operations have been rationalised and have been re-organised via the introduction of the Japanese methods of Just-In-Time production. Output from the main Swinton factory has been scaled down to the point where more products are now out-sourced than produced in-house. Predominantly out-sourcing is from the Far East, where Morphy can obtain products of a high specification and quality but at a lower cost than produced in-house.


The Commercial Manager of Morphy Richards identified that international out-sourcing presents a major problem in the form of 16-week lead-times. The sales force is finding it difficult to produce accurate demand forecasts for this extended period due to the complex nature of outsourcing and fluctuating customer demands. This creates problems such as forecasts being produced in week 1 and by week 3 or 4 those ‘forecast’ goods are taken from stock for delivery to the customer. Obviously, this stock would have been forecast 16 weeks previously by a different member of the sales force and have been destined for a different customer, who will then face a shortfall. There is therefore a need for more accurate and timely forecasts and a greater level of internal communication.  


There is no standard forecasting method adopted within the sales department, but the Commercial Manager stated his belief that most of the forecasts are of a qualitative nature. Since this is not proving as accurate as necessary, it is hoped to introduce a quantitative method to run along-side the current forecast and act as a ‘control’.


Methodology


The research objective was to build an in-depth understanding of the present forecasting system, including the individual methods of forecasting used; the perceived and actual limitations of the system, the requirements and ‘wish-list’ of a new one.  


Information was gathered from Morphy Richards using semi-structured interviews based around a framework of general questions. This method was chosen because it provided an opportunity to gather the maximum information without restricting the interviewees to pre-selected questions that would have been limited by the interviewer’s own knowledge.  


The use of formal questionnaires and or the formation of a focus group were considered. However, most of the information was expected to be subjective and would not have lent itself to a formal list of questions in whatever manner they were presented. The absence such a list was intended to provide the flexibility to explore all avenues the interviewer and interviewees felt were relevant as the workings of the system unfolded.  


The formation of a focus group was dismissed due to two main constraints. Although there are only 12 key individuals in the purchasing and sales functions, a certain level of tension between these two functions exists. Consequently it was felt that a focus group would become too emotive and would at best fail to achieve the objective and at worse, would increase tension between the departments, having a negative effect on their operational efficiency.  


As such, interviews were conducted with the Commercial Manager and the staff of the Purchasing department and each salesman was provided with a confidential questionnaire. The open and honest response of all the salesmen justified this decision. 


Further internal primary research was undertaken in a quantitative analysis of historical data relating to the forecasting function. This centred on analysis of the accuracy of the current forecasting techniques in order to determine their historic accuracy.


External primary research, in the form of a benchmarking operation, was also undertaken. Four organisations were selected where these organisations would be facing similar purchasing, sourcing and forecasting requirements to Morphy Richards. 


Results and Findings


Having identified from the Commercial Manager that the forecasting system appeared to be inadequate, the first interview was held with the team that orders all finished products. The purpose of this interview was to establish outline answers to the following very basic questions: How does the current system work? What are the major problems associated with the system? What improvements would you like to see introduced?


It was established that the organisation is using a manual system that was very time consuming and could only be updated on a monthly basis. Consequently, if a customer reached the forecast demand in the first week of the month, the forecast would not be available to be updated for three weeks.


Additional problems were also associated with the system. Although the required dispatch dates for the stock are known, there is no way of knowing if the stock will actually be shipped on time. This is dependent to a degree on the ability of the buyers to ensure that minimum batch runs are met and that maximum capacity can be achieved with regard to filling the shipping containers. One problem repeatedly brought up by the team was a lack of communication between them, the sales and the marketing departments. As a consequence of this lack of communication, three major problems could be identified; launch information was transmitted to the purchasing department by word of mouth only. As such, when new products were brought on line, the sales department could sell them before the purchasing department was informed of their existence. In addition, following the withdrawal of a product, salesmen were continuing to forecast end of lines and sell them cheaply as such. Line end information was not always passed to the buyers who would continue to buy at the full price to meet the forecast demand.


Thirdly a lack of understanding among the sales force existed regarding the effects of the extended lead times and they were therefore loading their forecasts to ensure they had the stock they required, clearly showing a further lack of understanding of the costs of over-stocking. As far as the finished order team are concerned, the forecasting problems they face are not actually the result of the methods used to forecast, but failings of the system itself.


Questionnaire Results


With the support of Morphy Richards’ management regarding the questionnaires a 100% response rate resulted and Figure 1 displays the forecasting methods used by the sales force. For the final forecast 83% is at least partly dependent upon the figures supplied by customers. When examining the seventeen percent of forecasts that are not customer generated, some salesmen were in charge of the accounts of several smaller outlets which were perhaps not able, or in a position to forecast demand accurately for themselves.
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Figure 1:





Forecast Method Used�
�
When questioned about the reason for choosing the forecast method fifty percent of the respondents suggested that reliability was the main reason. A further thirty-three percent cited reliability in conjunction with familiarity.
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Figure 2:





Reason for Choice of Forecast Method�
�
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Figure 3: 


Incidence of Training in Forecasting Techniques�
�
The management of Morphy Richards appears to feel that forecasting proficiency is unnecessary. This is demonstrated by Figure 3, which shows that fifty-seven percent of the sales-force have never been trained in the use of forecasting techniques.


Of those salesmen that have benefited from some training in forecasting, only 14% were trained while at Morphy Richards, although 72% felt they would benefit from further training. However, the problems at Morphy Richards are not confined to a lack of forecasting proficiency although this must play some part in undisciplined inventory control. 


Figure 4 compares the incidence of salesmen taking non-forecast stock from the stores, with the incidence of salesmen finding their forecast stock had gone missing.  The two questions regarding this matter were felt to be the most contentious on the questionnaire, yet the level of confidentiality offered ensured that they were answered openly. The perception within Morphy Richards is currently that a few select individuals are responsible for removing unforecast stock. However, the response to the questionnaires told a different story. It actually became apparent that not only do all the sales force frequently find their stock missing, but also all the salesmen are guilty of removing the stock others had forecast as necessary.
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Figure 4: 





Incidence of unforecast stock removed from stores�
�



One method the sales force have adopted to limit the damage of these actions, is to over-forecast stock in the hope that enough will be left in-store for them to service their accounts as shown in Figure 5. This makes a mockery of the forecasting and inventory control systems and is in direct opposition to corporate policy. However, it does serve to highlight the fact that the sales-force feel there is inadequate safety stock available to them.
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Figure 5: 





The perceived necessity of overforecasting to obtain required stock.�
�
Analysis of Morphy Richards as a Learning Organisation


From an operational perspective, Morphy Richards displays some attributes of a learning organisation. For example, the bulk of the manufacturing processes have now ceased at the Swinton factory following the identification that competitive advantage could be enhanced through outsourcing production to the Far East. Where manufacturing still occurs within the factory, the Japanese approach of Kaizan, or continual improvement, has been adopted using methods of Just-In-Time production, Kanban inventory control and a cellular factory layout (Slack, 1998). While this suggests that the organisation undertakes environmental analysis and has to a degree an emergent approach to change, the overall structure of the organisation remains hierarchical.


The culture of Morphy Richards is such that all individuals and departments approached by the researcher co-operated in what appeared to be an open, honest manner. For example, there did not appear to be any fear of recrimination amongst the salesmen when honestly answering the questionnaire, which led in all cases to admissions of direct breaches of company policy.  


However, between the marketing, sales and purchasing departments, there exists a keen rivalry and a less than adequate level of communication. Communication is key to learning and a lack of communication is likely to make it very difficult to effectively implement strategic change (Buchanan & Hucynski, 1997).  


Inventory Conflict


It was identified that a certain level of conflict existed between the different methods of obtaining finished products. Until recently, traditional production methods were used to manufacture the majority of the organisation’s products. The factory was set out in production lines and inventory included large quantities of buffer stocks of raw materials, components and finished goods. 


An increasing trend exists amongst Morphy Richards’ customers to reduce their levels of inventory. However to ensure serviceability to the end-user, it was still necessary for high levels of finished goods to be held and this responsibility was passed more and more to Morphy Richards. As a result of this and of historically ineffective inventory control that had led to serious over-stocking of some products, Morphy Richards introduced the Japanese methods of production and inventory control they felt were best practice at the time. This was not enough to retain competitive advantage in all cases and the organisation had to reduce its manufacturing base and concentrate on the service side of the industry, supplying the goods to customers rather than manufacturing them.


Some of the products are still being manufactured on-site using Japanese methods of Just-in-Time production and a cellular layout. The introduction of these methods to the factory has been very successful with production up and waste down. The operational team have fostered good working relationships with the raw material and component suppliers and inventory control for these resources is effectively and efficiently run using a Kanban system. Inventory is supplied as needed with deliveries available on a daily basis if necessary.  


The finished goods not manufactured on-site are sourced from the Far East. The time taken in sea transportation alone is a minimum of three weeks. If there is urgent need, products can be flown across to England, however this is generally cost prohibitive as the sales margin is insufficient to cover the cost and the goods are therefore sold at a loss. As such, air transportation is only used when the alternative might be to lose an important customer, or where the customer is prepared to incur the additional cost.


In addition to lead-time, production time in the overseas factories must be booked in advance and forecasts for all products required must be made available to the manufacturer in order for raw materials and components to be forecast and ordered.  


These bifurcated production methods are in direct conflict to each other with regard to lead-times, flexibility and inventory requirements and control. This conflict increases the complexity of the forecasting need. Because the Kanban inventory control system works for the on-site manufacture, it would appear that certain members of the Morphy Richards staff feel the method would also be appropriate to the outsourced products. Unfortunately the extended lead times do not facilitate such inventory control, based upon the philosophy of minimum inventory holding. An additional inventory conflict exists between the Comemrcial Manager and the Financial Director who suggested that the organisation is seriously over-stocked as stock levels have in some cases risen sharply over recent months.  


External Research Findings Introduction


The results returned by the external benchmarking investigation were at first somewhat conflicting, as all but one of the respondents had either inherited the system they used, or the system had been imposed upon them by senior management. Yet three out of four of the respondents identified the accuracy of their systems as being ‘fairly satisfactory’.  Was it then the case that feelings of ownership would make no difference to the success of the system? If this were the case, then there would seem little point in continuing investigation into the cultural issues that had emerged as the focus of this research.


However, on closer examination of the findings, it was possible to identify that the perceived future accuracy of the system did to an extent correlate with the associated level of ownership. In organisations A and D, the system had been inherited and little or no training provided. As such, the levels of ownership were low and these respondents returned an accuracy rating of ‘fairly satisfactory’. Since, in neither case, were there plans to make changes to the system, it would be unrealistic to expect it to improve significantly.  


It was in organisation C that the system had been imposed upon the respondent by senior management. Throughout the questionnaire, this respondent was very negative about the system. The respondent wholeheartedly rejected ownership of the system and it was not unexpected to find the perceived accuracy of the system was less than satisfactory.  


However, respondent B had been trained by his present organisation, and had recently introduced a new system to replace the system he had introduced five years previously. While he reported that the current accuracy of the system was only ‘fairly satisfactory’ he suggested that the organisation was currently at the bottom of a steep learning curve. To quote directly from the covering message he returned with the questionnaire: “…the new forecasting system is truly awesome…”. This suggests that the perceived future accuracy of the system would rate as far higher than ‘fairly satisfactory’. 


Following the above findings, which established sufficient similarities between Morphy Richards and the respondent organisations to validate the benchmarking exercise, the main focus of the questionnaire could be addressed. This was the investigation into the primary and secondary forecasting methods adopted by each organisation. 
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Figure 6: 





Benchmarking – forecasting method employed�
�
It was found that each of the organisations relied to a degree upon the sales force composite when preparing their forecasts. Of the two organisations that based their forecast on manual systems, one then applied the moving average method and the other compared the composite to the actual sales figure from the previous year. Of the two organisations with computerised systems, both were linked to MRP systems that applied further quantitative methods to the composite figure, with different levels of success.


It should be noted that when the interviewees were initially contacted, some of them were openly disparaging about the standard of forecasting in their organisations.  One respondent, a senior manager in an organisation with a household name, suggested that two hundred and fifty thousand pounds had been spent on a new, fully integrated MRPII system and associated software.  The system was capable of adjusting for all known variables, such as planned promotions and obsolescence and the initial forecast would then be superimposed on a second software package for fine-tuning.  However, he went on to suggest: “Management then throw all of these results out of the window and revert to the old principle of whatever the customer wants we will make and hang the lead-time!”. As such, the respondent goes on to suggest that although in theory the system had been in use in the organisation for eighteen months, in practice it was not being used at all.  


Recommendations


As the research progressed, it became apparent that the problem faced by Morphy Richards was more a matter of culture than of inaccurate forecasting. The sales force is predominantly relying upon forecasts generated by the customer. This information is then being input to a computer MRP package, which although not entirely integrated, is capable of being linked as soon as an IT professional is in place. This method of forecasting demand is entirely congruent with the findings of the benchmarking exercise and as such would represent best practice within the specific industry. The forecasts obtained in this manner would appear to be sufficiently accurate, or at least would be if provision were made for real-time updating.  


Forecasting


If Morphy Richards is to provide a quality service to its customers, then it will always have to be prepared to accept a degree of unforecast demand as those customers experience events that were not possible to forecast, but which nonetheless led to increased sales in one or more products. When the extended lead-time currently in force in the organisation is taken into account, there is also a great likelihood that Morphy Richards will face unforecast demand when new accounts are secured. It would not be possible for any organisation to forecast accurately for every eventuality, as some events are mutually exclusive and some just don’t happen; only in hindsight can the true demand be established. As such in practice as opposed to theory, no matter how sophisticated the forecasting system, one hundred percent accuracy should be viewed as a non-achievable objective.  


It is recommended that in future, forecasts for all outsourced products be adjusted to represent the maximum demand for the period rather than the average demand for the period. In this way Morphy Richards should be able to retain the desired levels of customer serviceability. This should also have the effect of reducing the impact of unauthorised removals from the stores.  


The Forecasting System


It is recommended that the system be fully integrated as soon as possible to reduce the levels of manual input that risk the introduction of errors. It is also recommended that the system be adapted to enable real-time system updating. This will ensure the system is of operational use in addition to being the long-term management tool it has become. One further recommendation regarding the updating of the system is that a query facility is introduced to enable analysis and printouts of required data. 


From an idealistic perspective it would be recommended that Morphy Richards should investigate the introduction of an entirely new, off-the-shelf, system with a full training and support package. However, reality is often less than ideal. Since investment has already been made into the system currently in place, it would be an unrealistic expectation to scrap it on the basis that in the future the organisation might be without an IT professional capable of ‘tweaking’ the system.  The system currently in use is not perfect. However, research suggests that most large data processing departments budget fifty percent of their time for maintenance (Shore, 1988). Of this time, twenty percent is spent de-bugging the system, twenty percent making changes to data files and sixty percent making user enhancements, improving documentation and making changes to improve processing efficiency.  


Cultural issues


Corporate culture, or the ‘way we do things around here’ (Senge, 1990) relies heavily on the formal and informal organisation of the Company and upon the levels of communication between individuals and departments. There appear to be serious communication problems associated with product launches and with the withdrawal of products. The resulting situation, where salesmen sell off line-ends cheaply while the purchasing staff are still buying them at full price, is untenable. It is also totally unrealistic to expect purchasing staff to order new products that they are not aware have been launched.


There exists, between the sales and purchasing departments, a degree of rivalry and a less than acceptable level of communication. Since the ability to communicate is a key element of a learning organisation (Buchanan & Hucynski, 1997), it is recommended that steps be taken to resolve this situation. Stronger working relationships must be forged between these departments if the organisation is to achieve synergy. 


It is strongly recommended that inter-departmental project teams be formed to co-ordinate the launch and withdrawal of products. Until the feasibility of such project teams has been established, it is recommended that new policies be brought on-line that will ensure all relevant personnel are fully aware of each product launch or withdrawal with plenty of notice.  


Change and the Sales Force


Morphy Richards did not undertake the change from on-site to outsourced manufacture, lightly. However, it does appear that the sales force, perhaps because they were peripheral to the direct change, appear to have been overlooked. Their co-operation was not engendered before the change occurred. This has resulted in a negative attitude towards the extended lead-times. Since these individuals do not seem to have an overall understanding of the requirements and constraints of other departments, they appear to be unaware of the costs of overstocking.  


These two issues have resulted in a propensity to contravene policy, specifically with regard to loading forecasts and removing other salesmen’s forecast inventory from stores. This solution has created a vicious circle in that if salesman A takes salesman B’s stock, salesman B has to take salesman C’s stock and so on. Somewhere along the line, unless stock has been over ordered, a customer is bound to lose out. From a positive perspective, the sales force are displaying a level of ingenuity and flexibility that could be harnessed for the benefit of the organisation rather than being used to its detriment. Depending on the method of implementation, the recommendations regarding the forecasting method and system should help alleviate these problems. However, no changes affecting the sales forces operation should be made without the full knowledge, understanding and co-operation of the individual salesmen.


Leadership and Control Mechanisms


The sales force is not an enormous, faceless team, but numbers only six. As such, this research concludes there are serious deficiencies in the leadership of this team and the control mechanisms surrounding their actions. It is suggested that this is related to the general lack of communication within the organisation and the inter-departmental rivalry that exists.


Currently it would appear that each department wishes to lay the blame for the forecasting and inventory problems at the feet of another department. It would be far more productive if this ‘blame culture’ were abandoned in favour of a concerted effort to improve effectiveness and efficiency in all departments. It matters little which departments have been at fault in the past. What matters is that all departments are capable of optimum performance in the future.
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