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Durit« ti« «man of »70, three oonetiltanta fron MAvnard-Curope 
delivered I men-months of service in Poland. The three consultanti 
ware attached to the Polish Managei»nt Development Centre (PMDC). 
Their work was a part of a larger program» aiming at improving 
management syst«« in Polish industry. The subjects covered by 
the three Maynard consultants wars: Marketing Management, Corporate 
Planning and Management Information Systems. Knowledge and experience 
of these three areas of Management were dessiminated through a number 
of »eminars and direct consulting work. The latter aoncentrated on the 

pharmaceutical industry (POLFA). 

The seminare covered closely to one hundred officials from Polish indu- 
stry, industrial associations and governmental bodies associated 
with industrial development. 

The consulting work at POLFA resulted in a large number of reconwen- 
dations on how to further improve administrative and operational con- 
ditions. In the field of Marketing Management emphasis was on increasing 
exports in order to raise foreign exchange earnings. In the field of 
Corporate Planning the weight was on long and short-range methods to 
increase the planning coordination   between POLFA headquarters and its 
many manufacturing units. In the field of Management Information Systems 
it was recommended to revise    existing plans for tin? installation of a 
comprehensive computerized system, and to aim at the application of a 
uniform coding systen Advanced techniques to improve financial planning 
and control in POLFA were also suggested. 

The Maynard team operated in a very receptive industrial cLunate, 
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MktiÊÛLSLJÈÊLÎBk 

In Dae«rt*r 1W9 the UWITO MAT19B BWMTMAL Wtr.UmWt 

OPSONIZATION ClfJIDO) invited proposai« for tt» provi*km of 
•arvioes for assistance to Ih« OoMiiWBjfit of Poland. 

Tha Inquiry %*eification attaohtd to the invitation Ìnd4- 
catad that UMIDO under its Spaeial Indue triai iervieas Pro- 
gne*» of Technical Assista« had "undertaken to assist tht 
Qovamwent of Poland in the raccfaniaetíon and tha irprwmm 
of saiiagaiejnt systans in tha existing «id newly designed planta*. 

The Inquiry Spécification also said that tha services of 
suiting fin« would bs required to próvida two teats of expertes 

1. 1.   Manaeenant Consulting Expert (Team leader)   H aonthe 
2. Value Analysis Expart 2 swnthe 
3. Production Scheduling Expart (EDP) 3 

2. 1.   Management Information Syst»«« Expart 
(Team laadar) S 

2. Corporata Planning Expat* 3 
3. Marketing Expart 1 

feynsrd-Europe submitted a proposal for supplying Tea» No. t. 

Early July 1970 UNIDO awarded Maynard tha contract for thl» 
The contract for supplying Taam Mo. 1 was avwdad to AB 
administration,     Stockholm, Sweden. 

1.2   toctatround 

Tha general background for tha UNIDO project was dascribad In tha 

following way J 
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*Mtftrlal arakpMit hi felmá has reached « pant 
«taf« It« futun e*p«MÍ«ft dipenda twinly on the over- 
«11 i^wwwi! of r*wmt\x skills «nd other related 
festers. IftphatU !• placad on a eaapúÍMñml effort to 
IfMorporete V» ad^-enoed n*M»«r*^-.t tecír.iqtjes. With 
«Ais te vkM| the Polish Mviecement Developr»nt Oentre 
IHM seen cenducting various pragrdmss in the industrial 
•yet—•. At pwurt, Pol«id eisperienoss shortage of 
qualified specialists in the «bove tentlomd fields and 
therefore needs service of top level consultants «id 
ssysrt» in industrial msnigisunt «id organization of 
Industrial production M well as fellowships for nonage - 
rial personnel." 

Ihe Polish Hsnageeent Development Conter (PMDC) wu established in 
INO «s e United Hâtions Special Fund Project, the executing 
«i the International Latour Office (ILO). 

eil   9rei«Tie frei 

the Inquiry Specification gave the following objective «id 
lor the project: 

"The experts comprising the two teas« shall give tansul- 
tation to selected industrial enterprises in regard to 
the introduction of modem management systems, including 
system design and analysis, value analysis, multi-level 
decision system «id som operations research techniques. 
the problems of teachnig techniques will also be included. 
the team will be assigned to the Polish Managensnt Dévelop- 
pant Centra (PMDC) and shall assist the Centre in conducting 
training progr«*JNM for executive personnel in the above- 
sent icned fields." 

Jab description for the work of the six experts involved 
attached to the Inquiry Specification for guid«ws purposes 
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TNi ¿ob Description t»pccifi«d two main mrmas of duties for the 

•xperts! 

taetuHng, and 

Consulting 

Lectures and Seminars wer« to be given to staff of the PMDC and 

to managers and executives from industrial enterprises, associations 

and ministries. 

Consulting Services were to be provided to the PMDC and through 

PMDC to the electronic industry. 

l.H    Project Specifications    ip the Contract 

The contract for the assignment was received from llíIDO in the 

early part of July 1970. The duties of the experts listed in the 

origina], job descriptions were repeated in § 1.02 with minor changes. 

In § 1.03 it was added that although the  targets set forth in S 1.02 

were intended to be reached through a co-ordinated team effort, the 

experts should individually be responsible for certain tasks. 

While the original inquiry specification and the job description just 

talked about assistance to industrial enterprises in general and speci- 

fied one sector only (the electronic industry), the contract talked 

about assistance to four specific industrial associations.  (Association 

of Dyes and Varnishes Industry (FARLY), Association cf Plianraceutical 

Industry (POLFA), Association of Cable and Electrotechnic Equipment 

Industry (UNIKABEL) and Association of Automation and Measuring 

Instruments (MERA)). 

1.5    Start of Project 

On September 21, 1970 the Maynard team consisting of Hilas Hi Is son 

(team leader, Management Information Systems), Jan Askholt (Corporate 

Planning), and John Croston (Marketing) arrived in Warsaw. 

During the beginning of the assignment several discussions took place 
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an how to mt tht Actual mmlrn of FMDC «vi th« Polish industry 
ttw l»st within th« limitai tif» availabl«. It was agreed to 
to rearrange - within the frar» of th« contracted 35 man-wa«k« - 
th« apportionment of tine between the three subject matters  , in 
th« way specified in the Programme Schedule. Management Information 
Sy«t«fns was allotted 11 man-weeks, Marketing and Corporate Planning 
12 man-weeks each. 

ïh« program» schedule agreed to is reproduced in Appendix A. 
Ih« Polish counterpart organization is described in Appendix B. 
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2.1   Polish Eoono« 

The preliminaries for the Polish 1971-1975 Five Year Plan hav« 

been characterized by extensive official   discussions about tht 

convenience of a further decentralization of administrative and 

economic responsibilities in Industry. In November 1970, the 

official party organ Trybuna Ludu presented a series of articl«s 

outlining a number of planned changes in the economic system and 

in the organization of Foreign Trade. 

It was considered necessary to establish a closer link between 

the industrial associations and the foreign trade activities. 

Such steps would reduce the existing separation between Polish 

industry and the customers in its export markets and improve co- 

ordination in supplying their needs. 

In addition, the methods of accountability and of measuring results 

within the framework of the global targets of each industry are to 

be modified to allow for more effective, flexible and direct control 

of the balance between hard currency exports and the iirçort of raw 

materials, machinery etc. 

In the previous five years, experiments had been carried out in which 

some of the above changes were implemented in individual industries. 

The present steps aim at an extension of these changes to more indu- 

stries, and at the establishment of a formal structure for ijrplemtn- 

tation. 

2.2   Polish Industry (organization) 

Industrial associations in Poland are similar to big Industrial 

corporations or trusts. 

In the industries mentioned above the direct organizational 

responsibilities for foreign trade activities are being transfarrsd 

to the individual industrial ministries (and in some cases also to 
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associations) with effect from 1st J<muary 1971. The Ministry of 

Foreign Tracte still retains the over-all responsibility for main- 

taining balance in this field by coordinating tlie industrial 

activities, 

A specific directive from the Government, announced at a Plenary 

Session of the KCPZPR - the Central Party Committee, - was issued, 

outlining the new organization. The internal organization of each 

industry concerned is currently being adjusted accordingly. This 

will involve sorce movement of personnel within the export function 

from the Ministry of Foreign Trade to the industrial organizations. 

This policy also means that a revised financial structure has to b» 

established with objectives of better control of operations, and 

emphasis on exports.  In general, each industry should be se If-financing. 

Special cases of export financing would be considered by the Bank 

Handlowy (Commercial Bank) as advised by MHZ (Ministry of Foreign Trade) 

Foreign trade earning targets for each industry are to be set, but if 

the targets are exceeded, a proportion of the excess is to be made 

available for the financing of imports. The balance is to be retained 

with the Treasury. This is of particular significance for industries 

importing machinery from hard currency areas. 

The way industries in Poland are organized can best be illustrated 

through an example. As such the pharmaceutical industry has been 

chosen and the Organization and Reporting Structure of POLFA is 

illustrated in Appendix C. 

2.3   PMDC 

As mentioned above the PMDC originated as a Special Fund Project with 

ILO as the executing agency back in 1960. Now the Centre is operating 

as an indépendant institution. The main fields of activities were from 

the beginning foremen training, office management and other training 

courses. Today these activities have developed further into the fields 

of advanced management, computer techniques, consultancy training, 

operations research, network analysis etc. 
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A great number of overhead projection figures were shown and copies 

of these were later distributed to participants. Because the PMDC 

had planned the Seminars rather early in the project, it was not 

possible to develop cases from Polish industries for educational 

use in the el ¿¿borati ori s at the Seminars. However, Polish partici- 

pants explained their approach to MIS and Corporate Planning and 

this was then discussed in the light of the iraterial brought by 

the team. An illustration of the Polish contributions, a description 

of "MIS Development in POLPA" is given in   Appendix I. An illustration 

of the teain' s contribution is given in Appendix J "Major Steps in the 

Preparation ior a MIS". 

3t«3   Expert Panel Seminars 

Again a concentration of the seminar activities vas agreed with PMDC 

resulting in three one-day seminars in the form of expert panels 

held at the end of the assignment. One day was assigned to each of 

the expert fields of activity. Details of the seminar objective and 

schedule are given in Appendix P. 

>»**    Concluding Remarks 

With the expert panel seminar a fremework for the lecturing part of 

the assignment was achieved and the three days of expert panel 

discussions formed a summing up of the major problem areas and the 

modem management tecliniques available for their solution. 
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H,    Consulting Work in Polfa 

*•.!   Introduction to POLFA 

The Association of Pharmaceutical Industry (POLFA) controls 
12 manufacturing plants, 2 pilot plants, 1 experiemental 
plant, 2 research institutes (Institute of Antibiotics and 
Pharmaceutical Institute) and 11 research and development 
units attached to the manufacturing plants. 

The Polish ministerial - industrial organization and reporting 
structure as applied to POLFA, was referred to in 2.2 and 
Appendix C. 

According to the most recent figures (1969), POLFA has soma 

15,000 employees with the following category distribution î 

- Manual   workers 76% 

- Engineering and technical workers     15% 

- Office Staff 6% . 
- Others 3% 

Inports of raw materials for drugs for 1969 were about equally 
divided between socialist and non-socialist countries. The division 
between major product groups was: 

- Antibiotics 26% 

- Steroidal hormones 23% 

- Vitamins 8% 

- Psychotropic drugs 3% 

Ihe major product groups of POLFA represented 1969 the following 
percentages of total production: 

- Antibitotics 30% 
- Vitamins 16% 

- Product of animal origin and 

hormones 10% 
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About H0% of the total production 1969 was exported, and about 
80% of the exports went to socialist countries. 

The major exported product groups were 1969 : 

- Antibiotics 24% 

- Hormones 28% 

- Psychotropic drugs 10% 

The distribution of POLPA products on the home market is 
performed by a special organization called CEFARM falling 
under the heading of the Ministry of Health. The export is 
carried out by another organization called CIECH falling 
under the heading of the Ministry of Foreign Trade. 

H.2   Marketing 

>».2.1   Objectives 

The objectivas for the consulting work in the field of marketing 
at POLFA were laid down at the start of the assignment and can be 
surnnariaed   in the following: 

study the market structure with emphasis on the expert 
market, 
develop methods to detect opportunities for growth, 
examine the organizational aspects of marketing, 
evaluate the utilization of external and internal 
sources of market information. 

»»2.2   Approach and Findings 

The Marketing counterpart, Mr. Myszewski, PMDC, had drawn up a 
general   framework of the activities of Marketing which relatad 
the analysis of marketing activities to the specific situation in 
Poland. It was discussed in detail, and after some modification the 
final form was agreed as a simplified general model of Marketing 
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and used as a conceptual framework in the consulting work as 

well as in the seminars. 

POLFA already has a system by which information on the world 

irarket conditions of pharmeceutical products is recorded «id 

analyzed. 

The system was tested in order to determine: 

1. the speed at which data could be obtained, 

2. the amount of information it would provide 

upen a number of subjects, including the most 

likely new developments in a particular field. 

This msthod of classification was found to be effective, and 

the informations extracted from the file reasonable and up to 

date. Although manually operated the classification could easily 

be used in a future computerized data recording system. 

The usual characteristics of Pareto distribution were found when 

an ABC analysis was carried out on the products. During one exami- 

nation of the original data used for this analysis several comments 

were made as to the way in which some products were specific to only 

a few markets, and that perhaps this could invalidate the conclusione 

of the analysis. 

The data therefore were rearranged in matrix form to show the sales 

of individual products to individual countries, including only coun- 

tries representing 80% of foreign trade, and products representing 

80% of the total manufacture. The gaps in the matrix - which was sub- 

stantially triangular when the countries were arranged horiaontally 

in decreasing order of total sales - indicated further export oppor- 

tunities. 

Further development of the method snowed that by grouping products 

and type s of country, a rapid and effective model revealing   opportuni- 

ties for further growth and utilization of existing resoruoes could 
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be gained. Alternative forro of the sane diagram ware also used 

to explore potential markets for which either new products or 

new marketing methods and techniques would be required. 

An analysis was made of the rate of growth of each group of 

products to determine any obvious changes in their relative im- 

portance. The comparison of sales to socialist and non-socialist 

countries indicated fundamentally different patterns. Possible 

opportunities for growth of exports were indicated. 

The exports to a major developing country were analyzed in order 

to illustrate the way in which the market position of POLFA in 

an individual country could be   assessed. A separate numerical 

example was developed. The model used took into account the present 

share of all world exports of pharmaceutical products, the general 

position of trade between the country and Po-land, and the level of 

development of the country expressed in terms of total expenditure 

en such products, and the income per capita. 

A satisfactory agreement between the actual and theoretical export» 

was obtained, and the method of analysis was written up in Polish. 

It was then applied to a second country with satisfactory results. 

For the demonstration of forecasting techniques in POLFA a single 

computerized (ICL software) model was used comprising a linear trend 

fitted by standard exponential smoothing techniques to the past data, 

comprising a 12 point seasonal set of coefficients. The model was modi- 

fied so that all errors were given equal weight, irrespective of the 

seasonal coefficient. A statistical test was applied to the errors 

using the Trigg tracking signal to detect bias in the forecasts. 

Methods of estimating possible sales levels of new drugs were examined 

and a simple manual method for estimating the total sales to an indivi- 

dual country was specified. 

During the consultations with POLFA, considerable use was made of 

graphical representations of the market situation in order to obtain 
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the relationships between the various factors, and to enable 
new approaches to be synthesized. Some of these were: 

1. Use of semi -logar itnic three cycle graph paper for ccrrparison 
of the rates of growth of sales of individual groups with each 

other and with the total production. 

2. TWo simple block diagrams were prepared relating the sales to 
socialist and non-socialist countries and the proportion of 
finished products and raw material. 

3. Ranking methods to oonpare the relative importance of products 
in socialist and non-socialist markets. 

These methods provide Indications of considerable opportunities if 
the relationship between the most successful products marketed in 
both areas is examined in detail to determine opportunities in long 

term forecast. 

k,2.3   Recommendations 

Based on the findings, discussions were held regarding actions 
required to inprove the present situation. Below are listed sen» 

of the recommendations developed: 

Marketing Management should be developed as a separate function 

reporting at Director level. 

A Marketing Research Department should be set up with responsi- 
bility for both market research, forecasting, investigation of 
methods of marketing, and reporting of opportunities of export 

trade. 

The Marketing Research Department should be responsible to a 
Sales Director or a sijnilar executive in charge of corporate 

policies and development. 
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Information obtained fror, journals, the Antibiotics 

Institute, ŒFARM, CIECH, and other sources should be 

aggregated at the Marketing Research Department. The 

information thus developed should be routinely dissemi- 

nated throughout the organization. 

A report showing changes in demand and the current rates 

of sales should be prepared at intervals of not more than 

every two months. This report should be circulated to all 

concerned parts of the organization. 

Mathematical nethods should be applied widely to provide 

the basis for forecasting and control. 

The co-ordination of marketing and production should be 

strengthened, in particular regarding the introduction of 

new products. 

H.3   Corporate Planning 

U.3.1   Objectives 

Soon after i±ie start of the assignment it became clear that it would 

not be feasible to aim at the original objectives for this part of 

the consulting work. The main factor being the limited calendar-   and 

consultant time available. 

The objectives were consequently modified to: 

demonstrate and discuss the many elements and 

activities inherent in the process of corporate 

planning in general as well as with particular 

emphasis on the conditions in POLFA. 

H.3.2   Approach and Findings 

The consulting work in POLFA started with a nuiber of infornai 

lectures and discussions. 
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The elements and activities of corporate planning v;ere illustrated 

through a conceptual planning model. This inodel was described in 

the form of a comprehensive series of flow-charts and the areas 

covered are shown in Appendix G.   • "A Systeirs Framework for the 

Development of a Corporate Plan". 

The model comprises the following system flow-charts ! 

31.1 A Calculation of Potential Market 

31.1 B Calculation of Sales Forecasts 

31.1 C Calculation of Sales Targets 

31.2 A Establishment of Advantageous Marketing Methods 

31.2 B Establishment of Marketing Plan 

31.2 C Division of Marketing Plan and Budgeting 

31.3 A Collection of Data for Control of Order Level 

31.3 E Preparation of Proposals for Corrective Act ici« 

31.3 C Alternative Planning and Revision of Plans 

The meetings highlighted a number of problems regarding short-rangi 

as well as long-range planning, e.g.: 

One Year Plant 

1. High amount of buffer inventory, 

2. Long factory cycle tin», 

3. High inventory of final product», 

H.    Production tine per ton valúes widely for so» products in 

synthetic department. 

Five Year Plani 

1. Targets for the Plan axe static, in spit» of a short life cycle 

for important products, 

2. Difficulties in establishing priorities for research and develop- 

n»nt, 

3. Difficulties in defining objectives such as profitability, security, 

social etc. 
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As causes for these problems, the following suggestions were 

mentioned: 

a) no strategic planning for the production 

b) no market investigation 
c) no sensitivity analysis of the costs for alterna- 

tive production plans for the same sales target 

d) insufficient quality control 
e) average life tijne for products are approximately 

four years 
f) economic contribution (in dollars, rubles and zlotys) 

for an individual product is not known. 

The problems and activities of corporate planning were further 

elaborated through discussions on subjects like: 

1. Information needed for gross production planning in the 

short-range. Emphasis was placed on specifying needs for 

each product in discrate time periods of short duration, which is 

the forecast-order output of an organizad marketing system, 

2. Priority rules for loading factory capacity, including 

making allowance for the effects of uncertainty, 

3. The application of direct costing techniques to determination 

of cost contributions of subproducts, and products, 

i».   Sensitivity cost analysis to analyae alternative production 

batch sizes and alternative inventories of final products, 

5. Simulation methods for the strategic plan to meet the difficul- 

ties of a static planning system in spite of rapidly changing 

of objectives and targets, 

6. The organization problems in POUA which makes it difficult to 

analyze alternative plans in a centralized planning system. 
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k. 3.3   Recommendations 

During the many discussions, a number of suggestions developed 

on how to strengthen the planning function within POLFA. Re- 

commendations of more general nature were e.g.: 

Give increased attention to establishing policies and 

long-range targets for the pharmaceutical industry as 

a whole, and for each manufacturing unit. 

The manufacturing units should interact more closely 

with POLFA headquarters regarding their detailed )<now- 

ledge of actual operating conditions. 

Feconrondations of a more specific nature were e.g.: 

Production targets need "to be adjusted in order to 

reflect conditions which arise. 

Production batch sizes need to be flexible. 

Methods for reducing uncertainty of production timn 

need full investigation. 

Direct cost methods for establishing the currency contri- 

butions of products and sub-products are required. 

H,H   Management Information Systems 

ï.k.l   Objectives 

After discussions with the PMDC and POLFA it was agreed that ths 

objectives for this part of the assignment should be: 

1. To nake a review of the Tarchornin EDP pilot system together 

with Corporate Planning expert, 
2. To make a review of the financial reporting system and the 

costing system within POLFA. 
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The purpose was to find out if the existing systems and the 

possible plans for their future development v:ould tie in with 

the expected information requirement inherent in a future 

development and application of modern management systems 

and techniques in the areas of Marketing, Corporate Planning 

and Management Information Systems. 

^.^.2   Approach and Findings 

The consulting work in POLFA concentrated on the philosophy 

behind the approach and the contents of the information system 

rather than on pure computer techniques. 

A study was made of the major features and the information 

contents of the EDP pilot system under development in the Tarchcmin 

Factory. The foundation for this development was laid by a number 

of ILO assignments in the years 1963-1965. The six master files 

in the Tarchomin pilot system are listed in Appendix K which also 

contain the data processing sub-systems inherent in the pilot. The 

system is still under development and implementation and it is 

estimated that the full completion of the "analytical" phase will 

take another 2-3 years. 

The plans appear to be basically sound but far too general in 

specifying the details of the future development to allow for an 

opinion as regards their specific characteristics and adequateness 

to cover future management information needs. 

The 16 digit product code applied in the EDP pilot system at 

Tarchomin is different from the standard product code developed 

for the pharmaceutical industry in Poland. The first seven digits 

of the latter code forms the so called "SWW code" which is a standard 

product code covering all industrial activities in Poland. The SWW 

seven digit code group is immediately followed by a second code group 

of six digits, forming the so called "SWA code" which has been special- 

ly developed for the pharmaceutical industry. 
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The 13 digit SV.WSWA code is not satisfactorily constructed and 

its capacity will not be capable of coping with the needs for 

future extensions. This short coring should receive special 

attention in a future review of the MIS system in POLPA. 

The fact that the Tarchomin pilot system comprises a product 

code which is different from the Polish standard industry code 

may be of minor importance as long as it is kept entirely within 

the pilot files. The planned transmission of product data via a 

communication network from the computer files of one unit to 

another within POLFA will, however, be seriously hampered by this 

difference in product codes. 

A review of the financial reporting system in POLFA was made by 

studying the general chart of accounts of the Polish industry and 

especially the chart of accounts for the chemical industry. The 

study was then extended to the financial reports between the manu- 

facturing units and POLFA Headquarters. 

The chart of accounts was very systematically and well developed 

with detailed instructions for the accounting of all possible 

operating and financial transactions. 

Equally systematic and well deve loped is the current financial 

reporting system based on quarterly financial statements (Balance 

Sheet and Profit and Loss) from each unit in POLFA, backed up by 

operating statements making detailed comparisons between planned 

and actual results, calculated on the basis of a costing system 

which also seems to be very well elaborated with detailed instructions. 

However, the study gave the impression that the prime purpose of the 

reporting system is the control aspect, which seems to have been given 

too detailed emphasis at the expense of tí« planning and decision as- 

pects. 

The costing system in POLFA is very systematically and well developed 

and detailed instructions are issued for the calculation of an accoun- 

ting for production costs. The method of full absorption costing is 



generally and ccnsaquantly apßiiad • but m •n«fkw wwa fì*m 

of the irarginal cottila approach. 

In ordir to establish in practica **,at faci lit la* *ïm P^if* 

ops ting system offered tor the apr licit im Oí  * «*rpì?v%i onet 

analysis a nurlar of ba-ic cost elenswttr- vera    »astraeteti fttai 

tha «oat account if* reports of ill r.«*mf*'ti* Inf unit«  lñ FAJA 

for the years 19€7-1%9.  It war, found that alerant* Ir» tí» oaat 

sheets could be directly iss@d to for» the ba¡-*l<* fer a rvurJneA 

costing or brcatousn *i.iïy»ls (e.f!. par iMniufacturing uniti 

product group, par product). 

*****    **** 

Tha consulting activities pmnt«) a m#t«r of discutali«» • 

how to speed up thi KtFA HIS Installation and how to Irtpnw» 

iti usefulness a* a tool for decision Mfetng. 

!*aaa«ndatiora along the following Urn« ware diseueaadt 

PQLTA   should oonaldeiHuly broads« It« système deve! 

activities in the sano« that a¿¿ amufacrurlrg, mits ara instructed 

to organisa theewelves for the corollari sat it» of oertaln hask pro» 

Tha e*parlenae gainad by ths Tamhirdn pilot should ba ut i Usad on 

a much broader basis in ordsr to shorten tha tins eye Is in new 

installations. 

POUÄ should settle for ojg product coda to be applied In aj^ Its 

systsMi. It appears natural to ehoas tra SwWSU* industry standard 

oodt as a basis - provided it can ba retilfted to allow for future 

product expansion « 

FOLTA should devalop standards tar tha coding of Inputs • a 

"nata code" - vihloh would facilitata tha osvslopnent of a 

data bank structura and fut«« information «ferege and ratrlawat 

procaduras. 
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i.   Othtr Consulti^ Activité 

As a result of the seminars and the publicity given to the 

project by PKDC, a number of officials approached the Maynard 

team to discuss problems fror, their own organizations. Some 

examples of this consulting is listed below. 

5.1   The Shipbuilding Industry 

Two members of the industry wanted to discuss the organization 

of Market Research. A draft proposal of the planned activities 

was presented and discussed, and a final solution was agreed to. 

In addition, charts of the information flow and the role played 

by Mertaet Sesearen were prepared in order to show its relation- 

ship to  the decision making structure of the industry. 

ft, 2   The Automation and Measuring Instruments Industry CMERA) 

Consultations were held with representatives from EFA and a 

repre sentati ve from. NETCONEK to discuss further development and 

organisation of export marketing. 

The coirputar programe for exponential smoothing was applied to 

a series of data on export, and showed clear turning points. 

The mthods of analyzing such data were discussed with members 

of PNDC who will repeat the analysis for the further servios 

supplied, and report on their characteristics. 

^.3   the Automobil« Industry 

The majority of the POL110T consultation was with respect to 

rork»tin§ organisation, and -Ore preparation of new organization 

end specifications of responsibilities. 

Each activity was specified, and the departments in which it should 

occur were discussed. A number of reviews of ti» total activities 
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of the organization were made and a first proposal of an 

organization chart was presented. 

The chart was discussed in detail, and two weeks later, 

a further draft was proposed. Consents were made on this 

draft and the inplications discussed in very great detail. 

It was suggested that additional charts were needed in 

order to specify functional relationships as well as the 

departmental and line relationships. 

Further analysis of the position of Market Information and 

of Market Research in the organization appeared necessary 

to ensure that both the long term and short term needs were 
net. 

It was recanmended that the final chart and job descriptions 

should be checked against the list of activities to ensure 

that all have been fully specified, and that no overlap occurred. 
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Appendix L. 

COUNTERPART ORGANIZATION 

A.    According to PMDC Plan and 

Schedule, July 1970 

Managerent Information Systems 

PMDC: Data Processing Division 

(DPD) 

Mr. Zbigniew Drabek PMDC 

Mrs. Danuta Krolikowska PMDC 

Mr. Marian Kaminski POLFA 

Dr. Marek Greniev;ski MERA 

Mr. Vbdzimierz Mardal MERA 

Corporate Planning 

PMDC: Management Division (MD) 

B.    Actually Functioning 

Counterparts 

Part-Tire 

Mr. Richard Kruk POLFA 

Mr. Zbigniew Drabek PMDC 

Mr. William Dylewski POLFA 

(from Je leni a Gora Factory) 

Dr. Marek Greniewski MERA 

Full-Tire 

Mr. Marian Kaminski POLFA 

Mr. Jerzy Idzikowski PMDC 

Mr. Janus2 Piasecki POLFA 

Mrs. Kwieta Kurkowska POLFA 

Marketing 

PMDC: Management Division (MD) 

Mr. Antoni Myszewski PMDC 

Mr. Jerzy Stecsniewski POLFA 

Mr. Teresa Wilczewska Dyes 

Mr. Jerzy Idzikowski PMDC 

Mr. Jeinusz Piasecki POLFA 

Mrs. Kwieta Kurkowska POLFA 

Mr. Antcni Myszewski PMDC 

Mr. Jerzy Steczniewski       POLFA 
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Appendix F.l 

CODKK - UNIDO - PRZEMYSL 

INFORMATION No 3 

The first part, of the W'IÍQ prc~roaru. of naaiatanoe 

will Le accomplished in December \','J.  'ram consulting 

end teachinc service oí  oxptata ¡.-i\.u ?.i,u. aard Co ond 

Ji'ttretaßoadBinictrntion covered the ixst¿. oí Ilvo sub- 

jects, namely LAI.AGUIEÎJT IÏJFOJU'JITJCN KYüTLM.y,  PiìGDUCTItN 

8CHTLU1JIÍ3,  CCEPURATE PLAi;riM,MAiUj-/!?lKO,and  VALUE AWA^YÜIS. 

Several seminara were carried out with einest two 

i-.'iDlr-ed of participants,   lour associations, \:i:.P.\t POLF4, 

t.'i.ir;,i;B, and UHJIvAEIJL wore consulted as well as several 

¿liort-titae dißaus3ionn v/ith 8otno other Industrial. 

unit« took pie JO. 

In cooperation and with the acceptance of expert« 

a fir al amainar will tako plaoe on December 9, 10, and 

11. Tho objectives of thia aezninar aro  the following t 

1. lo present the no et important ideo3 and k^ow-how 

In nome of subject* covered by tho programmo of 

assistance using tlio pair.el-discusQiou Method, 

2. To present sono experto conclusions and our follow-up 

policy in theae areaa in the near futuro* 

She «Gaina? will be carried cut in Jineliea /without 

traralaUionl/ in rooa JO5. 

¿•.«.Vl.IO» I 

1. Ml panelists I You uro invited to a no0tin; on Monda?, 

aeraba* 7th, 2 p.a. roon II3 to e::ohnn^e i<iesa to 

p.wpare panol - dlsousaioas» 

2. All invited CCCKK workers I Please deliver a short 

list of problema you intend to discuss or expect to be 

presented on   a piece cf paper to Mrs .Aliona KAkt&KXA!: 

A-aoa 11 J/ not later than Deceabo* 5 xú. 
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3.À * * Schedule      of      the      3 e migar 

I   Wednesday i   December 9tli.|     10 a.at.  - j> p.m. 

Subject  tURXEIIHO 

Foneligta  i  tir.John CF.LSTCK, tfr.Nilas lilLSSOB, 

Mr.Antoni .'..YPn.VSKI, ¡ar-Aleksaodar 

KRZYttlftsri, 

I«atad participants fron; CODKX t 

Mr.iUdrMj .USI£L, tfr.L-.¿cold ZABKCIVIOI, 

Kr.Jeray IDZiaoWSKl, ¿¡r.Vitold KOGMAIA, 

Jix.Stanislaw ZAUZÏCKI, Mi. Vlcdaiaier» 

SCI\0I*0V/3KI, Kro.'.Vanda WüJCIEOHOWSKA, 

Invitad fue s te i 

llr.KlemeiiB LULEOKI /GOPiS/, 

Ur.Jerzy ¿>T£CZniEWSKI /POLPA/, 

•  ten workftrs from associations and foreign 

trade companies, graduated from our 

UAKCEIIM SJiMIMRS. 

¿teepofiaiblo for the orçonleation arid invitation« • 

Mr.Antoni MYSZEWSKI. 



appendix F,3 

PTâÛrscay, ¿eorntbcr lòti*.]     10 ft .a. - j> p.a. 

iabv1äot  t   tlANAGEMEMI    INF^R-'IAi1!^ .SYSTEMS 

Pssjiolists  i  Mr.Mlaa HILSSCI!, Kr.Otto ta ÏHOiCSH, 

îir.tiarek Girili:-SKI, Kr.Jarusz GCâClSSKIi 

Invitad participants ficm CODKX i 

Mrs.üajnuta KRÔI1K0WSKA, Mr.l7lo4xial«M 

SOKÜI0WS2I,  Urs.V/anna 1 l'ICSUWSKA, 

Kro.Y/auda YJOJCIECHCkXKA, lir.Hoiiiyk 6ADCWNII, 

Itr.Witold KCS.'.'-AIA, Kr.Jerzy ID3IKOW3KI, 

tir.Andrae.1 KI3IFL, fcr.Andrej KIï;LCZ£HStt, 

Kr.Zbißoiew olíRr áCIG-'T. fcr.fciarok ¿EUWaKÎ, 

Kr.Starin.-v  ZA3Ï.YC&1, 

IJWited gttests  »  Mjr.Andraej TAi.-'-.r.KI /kiOiVAH/, 

Mr.Zblgíida CA0KÜWÜK1 /BliiP SÍ.PD/ 

?¿r.Darius r. .vtiCI!ARSKI /OEOPI/, 

Kr.Andrer .j FMliLI-Il /KO2/, 

Hr.Marir.:. K.'Vi5;.Ki /PCJUJA/ 

ar.Zbigni>nv EGàlAt"^ r-0'< //.ET0-á«eM0lW« 

Rtwpottslbl« fcr til« or,:,'.r,Í2.iuicn tuii invitatioag i 

!.re.lanuta KRÒIOKOWSKA. 



Alvntvtix F.* 

i ft****, Lc0«MKr 11ikJ     W i* • î M« 

;'Hlb,l4ak  i  rUNtJlì;! lW*l /t«i T«*f •'    r    rtwM  U 

1*r«4«ttl»lt I'U.miH» «tin ••«• 

i-'f«t*MlilKt/1 

*** >>»** i ttt.t.ii*« XILJK,, nt.^itn  \Kma% 

VV.WtoitWtfAM KM. H«!, 

fe«4»<fMt#l4a JOUftgNMt 

!«*i*a gutti' I 
tt«.;»4c».j WKXru /tt*«n#, 
M4'«mitt4«* (MCKlwttH /loll  u*.#^ 

Ivi .**!#*• \u«uá ;:M /ft4M/( 

tiBíüJtw^.. «ni rít.J«*'*i lariiixuix, 



'* • -,.    I ! -li t.:       1 '      :   >I Vi • î     :lt. P1.tr. 
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SPECIFICATION OF TK£ INflM'ATION CO!HEFTS OF TEE TARCHOKIN PILOT SYSTEM 

Tbs system comprises the following six master files: 

K 1 - MTEPIAL AND PRODUCTS (Installed) 

K 2 - TECHNOLOGICAL DATA (Under installation) 

K 3 - OPERATING STANDARDS (Planned but not installed - specification 

inder development) 

K U ' SUPPLIERS AND CUSTOMERS (Planned but not specified) 

K 5 - FIXED ASSETS (Planned but not specified) 

K 6 - PERSONNEL (Planned but not specified) 

The data processing systems are divided into the following three groups! 

1. Planning, Systems - partly installed 

- production plan 

- material usage, standards 

- maternai supply plan 

- semi-finished products balance 

- direct cost plan 

- sales plan 

- monthly planning documents 

2. Control Systems - partly installed 

- material level 

- material usage, actual 

- material cost, actual 

- cost analysis 

- cost distribution 

3. Analytical Systems - planned 

- cost control 

- production plan control 
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HIS DEVELOPMENT IN POLFA 

Counterpart: Mr. Mariam Kaminski, POLFA. 

The Role of BOZETO. 

BOZETO (The POLFA Group Centre for the application of EDP Techniques) 

is planned to play a coordinating role in the development and imple- 

mentation of systems v/ithin the POLFA Group. The importance of an 

active support of this development by management at all levels within 

the Group is emphasized. 

Systems development at the Tachormin factory - where the EOZETO Com- 

puter is being installed - serve as a pilot for the subsequent imple- 

mentation of similar systems at other manufacturing units in the Group. 

Information from the systems for each manufacturing unit v/ill form the 

basis of a centralized planning system for POLFA. Decisions regarding 

the appropriate steps to be taken in -the development and implementation 

of the central system will be taken by the Group Management upon the 

presentation of proposals from ROZETO. 

BOZETO is also responsible for the development of mathematical/statistical 

models and the application of other OR-techniques in the local as well as 

in the central information systems. 

Philosophy. 

The diagram on page 6 illustrates the basic philosophy of the Polish experts* 

systems approach in POLFA (translated from Mr. Kaminski's original in German) 

Preparatory Steps. 

The development and implementation of computer systems within the POLFA 

Group is planned to be preceded by a number of preparatory steps, such as: 
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a. A number of seminars will be organized for the 

managers  at all levels in the FOLFA Group in 

order to  train then in the employment of modern 

management methods arid techniques. 

b. A special coordination and training program will 

be worked out in order to prepare the individual 

experts in the systems development teams for the 

necessary close cooperation under the supervision 

of Boznro. 

c. A common cc-le system and other standardization and 

modularization of system elements  (input, programs, 

output)   and their current updating will have to be 

introduced. 

The preparatory steps  involve considerable organizational difficulties 

as regards coordination and availability of trained experts. 

Development of Manufacturing; Unit Systems 

The table on page 7  is an illustration of the planned general scope of 

the development of EDP systems for the local manufacturing units in the 

POLFA Group. A portion of the system has been installed but the major 

part of it is pending implementation awaiting the installation of new 

tape-oriented computer (ODRA Model 3104) which is now taking place. 

At the manufacturing unit level distinction between two phases of planned 

information output is made, viz: 
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1. 

2. 

The analytical phase producing    information (plans, 

reports, analysi::)  inherent in the present Polish 

structure cf recording, planning and reporting, 

primarily on a monthly bases. 

The decis_ion_2oriented phase producing information 

to be aggregated and selected for decision-making 

at various organizational levels,  usually with a 

shorter time cycle than one month and aiming at a 

rea 1-1 ime app 1 ic at ion. 

In the present systems development at Tachorroin, priority is being 

given to the analytical phase (number 1 above) for the following 

reasons : 

a. It comprises a large volume of input data for 

vfriich the manual processing is very time-consuming. 

The implementation of the EDP system should thus 

result in considerable savings in clerical work. 

b. It constitutes the basis for the very difficult 

and time-consuming task of developing and structur- 

ing the data bank. 

C.     It contributes to ihe establishment of the necessary 

skill and discipline in processing data. 

Development of the Central POLFA System 

At the POLFA Group level it is also planned that the two phases - 

the analytical and the dec is ion-orient ed - will be applied. 

These phases, of course, are dependent on the completion of their 

counterparts in the individual manufacturing units. Development in 

stages is planned. 
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First Stage. 

In the first development stage, to be implemented between 1971 and 1975 

the central system will only comprise a lima.ted level cf integration. 

This comprises mainly the planning function including "optimization" 

(mainly static models). This is due to the fact that there are no 

facilities available for the transmission of data between the various 
geographically dispersed units and the central data processor. 

Completion of the analytical phase of the central system is first of 

all dependent on the similar completions at the manufacturing unit 

level. It is believed impossible to do this before the end of the 
year 1975 for the following reasons: 

a. inadequate data processing facilities (computers 

and means for data collection and transmission) 

b. organizational complexities in the implementation of 

the integrated ays tern would slow-down the systerns- 

development within the individual manufacturing units. 

c. organizational difficulties connected with the problems 

of getting the Group Management to accept and use advanced 
information systems. 

Third Stage. 

The next stage in the development of a central system is the introduction 

of automatic replenishment of materials and the allocation of other resources 

to the local units. Again, the level of development and integration in the 

local unit determines the pace by which a central planning system can become 
operational. This stage will be completed in the 1975-1980 tira frane. 
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To accordate such a centralized system it is necessary to achieve 

effective corririunicaticn methods.  It is foreseen that sometime be- 

tween 1975-1980 all individual manufacturing units in the POLFA 

Group will be equipsd with small "satellite" computers connected 

with EOZETO by means of a telecommunication network. The first 

experiements with such data transmission techniques, based on equip- 

ment imported from the USSR, is planned to start in 1972-1973. 

The time lag before this level of integration cari be achieved is 

believed to have the advantage of making allowance for the improve- 

ment of the actual planning system.  The scope of development of a 

central computerized planning system is the factorization of the 

technical and economic plan through the employment of a large number 

of analytical, technical-economical indices measuring volume of 

operation and financial performance. The information base will in 

this case consist of data from the local master files.  It is stated 

that aggregated planning based on computers makes it possible to 

work out several alternative plans facilitating decision-making by 

making allowance for a quick evaluation of the consequences of each 

alternative. 
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THE SCOPE OF SYSTEMS DEVELOPMENT FOR IWIUFACTURING 

UNITS IN POLFA 

SCOPE 

FUNDAMENTAL PRODUCTION 
Production of goods and 
global quantitative - qualitative production 
Balance of semi-finished products 
Production capacity 
Technological background of production 
Control of production 

MATERIALS ECONOMY 
Wear and tear 
Demand 
Orders 
Delivery 
Turnover of materials 
Quantity of stocks 
Clearing of suppliers accounts 

COSTS OF BASIC PRODUCTION 
Calculation of costs 
Clearing the costs 
Standard costs 

SALES 
Home & export sales 
Turnover tax 
Profit 
Turnovers 
Quantity of stocks 

EMPLOYMENT AND WAGES 
Employment and wage fund 
Calculation of wages 
Structure of enployment 

u 
S 
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M<U0R STEPS IN TI IE PREPARATION FOR A MANAGEMENT INFORMATION SYSTEM (MIS) 

STEP 1 - EEFINITION OF OBJECTIVES 

1.1 J^r2oratc_Lon^-RaiTge Objj3ctives_( 3-J5 years) 

The normal long-range planning horizon for a corporation is five years, 

and comprises: 

Development of Products and Product Mix 

Development of Plants and Equipment 

Development of Logistics Facilities etc. 

1*1 Jll^lfetiyes 

The objectives of the overall corporate information system development 

activities must be determined. Generally, they are the following: 

a. To supply top-management with all information necessary 

to develop strategic corporate plans and policies. 

b. To supply operating management with reports showing the 

difference between planned and actual performance. 

c. To adjust flexibly, and economically, details of the 

operating plan to reflect actual conditions as they 

occur. 
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If these general objectives can be achieved it also means that the 

following information needs can be satisfied: 

a. To have ready access to all information necessary 

for the support of management decisions in situations 

which were not foreseen. 

b. To transformi basic data to valuable information 

assisting management in planning the long-range 

activities in their area of responsibility. 

c. To supply valuable information both horizontally 

' and vertically within the organization so that 

top management as well as operating manage men t 

and departments are being informed in the right. 

way. The value of the technique called "management 

by exception" is to be stressed because it allows 

management at all levels to avoid being "snowed 

down" with information which in it self could te 

valuable but not necessary for the individual 

manager because: 

- it falls outside his area of responsibility 

- the results reported lies within the limits 

established in the plan. 

d. To supply information when it is needed - i.e.  in 

situations where immediate decisions must be taken - 

so that these situations can be kept under control 

and priorities established. 

The importance of coordinating the establishement of long-range corporate 

objectives with the objectives of MIS must be recognized. This' relation- 

ship is, however, often ignored. 
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STEP 2 - ORGANIZATION FOR MIS DEVELOPMENT 

2.'! S>
I^ëP1.

7
^-L

C
II ID-EP-. 

The development of MIS is a comprehensive ¿¡nd time-consuming task.   It 

is therefore essential that the organization of this work is well 

planned right from tine beginning.  It is necessary to have an organi- 

zation capable of planning,  designing and ürplementing all phases of 

the system. An example from practice (SKF)  is shewn on jage 7, fig. A. 

It is necessary that the responsibility for comprehensive system de- 

velopment is put on one single person within each organizational unit 

involved - the Central and Local Project Manager in the attached example - 

reporting directly to the Centinai and Local Managing Director. 

The Project Manager has at his disposal a Working Group of experts 

representing the System Techniques and the System Application Areas 

outlined in the lower left part of the "MIS Development Structure" 

on page 7, fig.  B. 

It is also essential that the system development activities are supported 

by representatives from the various departments involved. These could be 

organized in Reference Groups (see page 7, fig. A). The advantage of such 

an arrangement is two-fold: 

- many years of practical operating experience can be brought to bear 

upon the MIS development 

- resistance from those representing the practical experience can be 

brought to light. By taking part in the development process as advisors 

they will also psychologically be better motivated for, and comitted to, 

changes. 
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Depending on the size of the organization involved it is also 

advantageous to arrange for regular meetings with special In- 

formation Groups comprising other representatives (executives, 

union leaders) of the organization not directly involved in the 

MIS development. The purpose of these meetings is to give current 

information about the system development activities - their scope, 

problems encountered etc. 

Another important type of technical support to the Project Manager 

is the assignment of outside consultants. Their contribution is of 

special significance because they can draw from their practical ¿ir.d 

technical experience of similar assignments. Consultants also have 

the advantage of representing an independent and unbiased opinion which 

may differ from the "official" internal management attitude. 

JL'¿ J^£^cì^2n«^^JiI!aìi1lnii °f Systems Staff. 

This is an important factor in the development of the 1-IIS plan. 

Since the design and implementation of MIS involves many new techni- 

ques it is necessary to have a program for the training of the systems 

staff - which preferably should be recruited from inside the organi- 

zation. This emphasizes the importance of the activities of 

PMDC and other institutions for management arid expert training. 
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A systematic dcxnjnantati.cn should fa« roam of necessary (ex i st Inf, or 

planned)  Information flows within the organisation - kised cm established 

policies and long-tera targets oí thn ccrrany »3 mentioned #1 tr*> outset. 

It is necessary to ¡rake ve, ry de t a '1 o - i and erT • r * r ! ien. : i ve. .'Indies in order 

to collect and docurrent the infermi ion it* ..¿¡Tod lor a confíete défini« 

tion of the probiere in this area. /• carefully w-rred out syster. for 

classifying tlie documentation is also necessary« 

Th« analysis should start with a detailed documentât \an of the existing 

system. This is, above all, valuable for 1 coi ting weaVresser; VäI ich could 

be corrected without the need for char »ging the whole of the basic ayate«. 

Such rapid improver/cnts many tines pay for the efforts made. Hi i s detallad 

analysis also foin» a basis for the dcvelopnotit of a plan for the MIS work 

and serves as a checklist and source of refer^nne for1 the MTS ijip lernen» 

tation. It also substantially diminishes the risk that mir .or but vital 

details in the system is ¡«elected. 

The detailed documentation analysis is based on the application of the 

following techniques » 

a. Flow-charts indicating the data flow fro« input to output ill 

the system under study, and the voluaes of date with a pre- 

dict icn of growth. 

b, DlagrajTB indicating th« flow of documents and in fondation 

between units,divi s ions doparùnants «id individuala witti 

the organization. 

e.   Administrative cost analysis based on work measuramnt, job 

descriptions etc. also including the establishment of how the 

performance of one unit, division or department influencae 

other units. 
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