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ACHIEVING EXCELLENCE IN MANUFACTURING 

A t the beginning oftheI980's, our 
European Manufacturing Operations 
(EMO) began a decade-long 
programme to improve its 
performance. The process involved 
benchmarking, Leadership Through 
Quality processes, manpower 
reductions, streamlining purchases, 
investments in automation, and 
much more besides. 

Rank Xerox set about redesigning its 
copiers from scratch, so that they 
had fewer parts, less weight, lower 
costs and more electronics - making 
assembly easier, too. 

At the same time, EMO set about 
reorganising procurement. The 
number of worldwide suppliers was 
reduced from 3,000 to some 300 -
and each supplier tutored by Rank 
Xerox in overall quality control and 
Just-In-Time delivery techniques. 

Manufacturing factors targetted in 
pursuit of excellence also included 
manning ratios, product quality, 
overhead costs, space utilisation, and 
inventories. 

The ratio of indirect to direct 
manpower was reduced from 1.4: I 

"The number of suppliers 
was reduced from 3 ,000 to 
some 300." 

in 1980 to 0.4: I in 1989. This was 
achieved without industrial relations 
problems and by avoiding 
compulsory redundancy. In addition 
to voluntary redundancy and early 
retirement programmes, retraining 
was instituted, advantage was taken 
of natural wastage wherever possible 
and the company supported 
absorption of surplus staff by 
sponsoring self-employment 
schemes, such as the Rank Xerox 
Enterprise Workshops at its 
Mitcheldean plant. Over the ten 
years of the programme, 
employment at the company's five 

plants in Europe fell by more than 
half to 5,200 people. Most of the job 
losses comprised indirect labour. 

Product quality was targetted 
through the company's Leadership 
Through Quality campaign. 
Everyone involved, suppliers, 
production workers, shippers and 
support staff, was trained to identify 
his or her' customers', internal or 
external to the company, and work 
with them to ensure that the item 
supplied was provided on time and 
free of defects. 

This performance resulted in a 92 
percent improvement in quaiity, 
from 91 total defects per hundred 
machines in 1980 to seven in 1989. 
Line fall out, ie, individual 
components that passed goods 
inward inspection but subsequently 
failed, shrank from 30,000 in 1980 to 
250 in 1989. 

Overhead rates were reduced from 
360 percent in 1980 to 132 percent in 
1989, surpassing the benchmark. 

Excessive inventory increases costs 
in terms of tying up capital and 
absorbing space. By making use of 
just-in-time and related logistics 
management techniques, Rank 
Xerox reduced inventory from 99 
days of supply (DOS) in 1980 to 34 
DOS in 1989. 

Since 1980 manufacturing output 
has doubled, resulting in substantial 
productivity gains. 

"In addition to cutting costs we 
needed highly motivated staff in 
order to meet our long term object­
ives. To motivate them we instituted 
regular communication at all levels, 
we instituted the Leadership 
Through Quality and Cost of Quality 
approach at all levels, we 
encouraged and gave recognition to 
quality improvement actions and we 
gave our people the rewards and 
recognition they merited,"concludes 
Dick Holmes, Director of EMO. 

EMO's contribution towards the 
revitalisation of Rank Xerox has 
won external recognition - our 
plants at Mitcheldean and Welwyn 
Garden City in the UK, Venray in 
Holland, and Lille in France have 
each received coveted national 
quality awards in their respective 
countries over the past five years. 
And in 1989 Mitcheldean was 
selected as one of the UK's five best 
factories in a national survey. 

"Our plants have each 
received coveted national 
quality awards. " 

The factory at Lille in France has 
also received external accolades. In 
1987 it won the French Quality 
Award and in 1988 it sent a team to 
the United States to accept the Xerox 
Award for Excellence. It was also 
honoured by the French Minister of 
Industry who presented the 'Industry 
and Quality' prize. This was the first 
time that this distinction had been 
awarded to a non-French-owned 
company. Since then Lille's 
reputation has spread and the site 
often serves as a benchmark for the 
whole of France. 

Lille makes high volume copiers like 
the Xerox 1090, input/output devices 
(automatic document 
feeders/stitchers, stackers, sorters) 
for the mid volume copiers produced 
elsewhere within EMO, electronic 
typewriters including the latest state 
of the art, near silent Piano range, 
and facsimile machines. 

Mid and high volume copiers are 
refurbished at Lille and it is a Rank 
Xerox centre for software 
duplication (diskette copying). 

Lille also assembles products for 
external customers, notably personal 
computers. 

The value of shipments from Lille in 
1989 was 19 percent up on 1988. 



Actual numbers of total items 
produced have increased by 22 
percent and several new products 
have been introduced. 

Customer satisfaction with Lille has 
increased due to further 
improvement in quality, cost, 
delivery and service. 

Return on assets at Lille is also 
steadily increasing. Manufacturing 
inventory is down to 22 days of 
supply and the number of externally 
supplied components subject to lIT 
techniques has been doubled to 200. 

Quality activities in 1989 at Lille 
included a refresher course on 
Leadership Through Quality for all 
employees, total quality training for 
suppliers, quality certification for 
employees and suppliers, a special 
quality event was held in November. 

The Lille workforce is close to the 
Rank Xerox ideal, almost every 
member can perform two or three 
different jobs with equal facility. 
This is one result of the Leadership 
Through Quality culture at Lille. For 
five years every trained employee, 
from management to operators, has 
concentrated on quality - not just 
quality of product or service to a 
customer but in every respect, 
including service to co-workers on a 
project with the common goal of 
excellence. 
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Ellropeall Systems Celllre. 
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cllstomer Sllpport- en'ices. 

Bat'kground: Welwyn 
Hall. the: new facility for 
our system~ engineers 

Rank Xerox engineering activities 
were restructured during the year, to 
give a sharper focus to customer 
satisfaction. 

Although engineers at Welwyn 
Garden City will continue to be 
involved in the original design of 
products, the mission to design mid 
volume copiers was transferred to 
the bigger Webster facility in the 
United States as part of a worldwide 
rationalisation to consolidate 
xerographic process development. 

However, our engineers will 
continue to design designated 
copiers and duplicators, printers and 
input/output devices, and are an 
integral part of the newly-formed 
European Systems Centre (ESC) 
under Joe Marino. 

Significant resources are being 
devoted to the ESC which will be 
responsible for devising new 
systems software applications to 
meet the special needs of our 
European markets and to add to the 
total software development 
programme of Xerox Corporation. 
Software engineers are being 
TeCruited from the Oxford -
Cambridge - London triangle to 
build the highest competence Qf 
skills. 

The formation of ESC reflects the 
intention to capture market share in 
the European systems and 
applications software market which 
is projected to experience a major 
surge within the next few years. 
Additionally this will strengthen the 
systems and software technical 
presence with European business 
operations. 

CUSTOMER SUPPORT 
Consistent with the approach to get 
closer to changing customer needs 
was the merger during the year of 
three technical customer support 
units to form Customer Support 
Services (CSS) under Paul 

Chapman, which also has strong Sec ndly,~by providing mODlle 
links into the ESC. telephones and laptop computers to 

Th th 
. e sen1,)ce engineer to enable better 

e ree Ul11ts were' - ustomer I ... 
. .. .-- commUl11tlaUon Ith the customer 

Service OrganisatIOn, Sy,stems - ~d R ~ I . X I d 
. .. ~ ~ ~ an~ anK rox personne an 

Busmesses Ej)gmeenng Group, ana all . 
. :.-- ~ ve ov r customer servlc 

Internauonal Sy,stemS' Sup~ ..:='l." 
.Ji; _ ",u"l~nc.y. 

Centre. The combined group has two 
missions - to ensure the highest level 
of technical support for erox 
products during their complete life 
cycle and to promote the gro~th of 
after-sales revenues for Rank Xerox. 

- I 

Incrementa1,.revenue streams will be 
developed by charging customers for 
additional professional seFVices such 
as dedicated analytical or 
educational support, in common 
with the computer industry. This 
potential stream of (even e is 
complementary to the annuity 
revenue Rank Xerox cun;ntly earns 
on maintenance contracts on 
installe machine. 

The level of serviae being provided 
to customers under maintenance 
contracts is currently being 
substantially enhanced to meet 
customer satisfaction targets and to 
create an additional competitive 
edgeior Rank Xerox. 

CSS is investing in state-of -the art 
technology to enable our service 
engineers to support customers in 
three distinct ways. 

Firstly, by participating in the 
establishment of problem 
management databases on a global 
scale so that Xerox expertise and 
information can be shared 
worldwide. Rank Xerox service 
centres in each country will 
ultimately have their own databases 
and will operate on-line to the 
international databases. 

AlIec' nately known as RIC, this 
system of pre-emptive diagnostics 
will alert a Rank Xerox compute 
~initially at Marlow) t&potential 
,problems on a specific product on 
customers' pr~ses anyw.here in 
Europe before the customer Decomes 
aware of any malfunction. 

'Fhe service engineer can then 
arrange to visit the machine at the 
customer's convenience, thus 
reducing downtime and avoiding 
interruption of customer operations. 

An additional benefit to the customer 
will be the ability for automatic 
computerised billing, avoiding the 
need for customers to complete 
meter cards, and ensuring more 
timely and accurate invoicing. 

As an industry first, RIC will add a 
substantial competitive edge to our 
ability to service new high and mid 
volume copiers and selected 
upstream products. 



T he economic objectives of 
integrating the twelve member states 
of the European Community into a 
homogenous market by the end of 
1992 are already beginning to be 
realised. 

One of the major motivations for 
1992 is to create a single trading bloc 
that can compete effectively with the 
United States and Japan. There is a 
realisation that as the world becomes 
smaller, domestic markets are simply 
too small to absorb the high and 
increasing costs of developing new 
products - investments can only be 
recouped on a profitable basis by 
selling competitively in the world 
marketplace. 

The single entity of 320 million 
people in the EC of 1992 will be the 
biggest domestic market in the 
world. It is forecast to overtake the 
United States in gross national 
product by the end of the century. 
Total European purchasing power 
has passed $4 trillion, and growing. 

Europe's competitive position is 
already improving as a direct result 
of moves towards integration and 
indirectly through the rush of 
international companies to secure a 
base in the EC before 1992. This is 
demonstrated by the faster rate of 
economic growth. 

The economic objective of 
stimulating employment in the EC is 
also being achieved. 

The business benefits of EC 
integration for companies operating 
in Europe will be substantial. It has 
been estimated that companies will 
save some $250 billion through the 
economies of scale created by the 
removal of trade barriers in three 
years time. And that companies will 
save 2 percent of costs as a result of 
lower costs of raw materials and 
logistics. 

The abolition of trade barriers will 
create fundamental changes in the 

MOVING TOWARDS 1992 

competitive environment, and those 
companies which are quick to 
identify and respond to these 
changes will thrive. 

Some of these changes are already 
being anticipated by Rank Xerox. 
For example, international 
companies will no longer feel 
constrained by national boundaries 
and will require a homogenous 
selling and service capability to meet 
their needs in any office, anywhere 
in the EC, or the world. 

" The business benefits of 
EC integration for companies 
operating in Europe will be 
substantial. " 

There are a growing number of 
multinational companies like ICI, 
Thomson, Shell, Smith Kline 
Beecham and others, which now 
deal with one international account 
manager at Rank Xerox to plan, co­
ordinate and orchestrate their 
reprographics and systems needs 
throughout the EC - and elsewhere 
in the world. 

The elimination of national barriers 
has strategic implications for product 
delivery, too. 

The Rank Xerox European Logistics 
Centre located at the heart of the EC 
provides a major competitive 
advantage in being able to deliver 
equipment direct to customers 
anywhere in Europe. 

As the physical, technical and fiscal 
barriers crumble, Rank Xerox will 
be implementing a range of 
additional strategies to capitalise on 
the opportunities presented by 1992. 
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Tony Holden. director of Rank 
Xerox Integrated Systems 
Operations. 

A NEW ApPROACH TO THE SYSTEMS MARKET 

Integrated Systems Operations 
(ISO) was formed in February 1989 
under general manager Tony Holden 
to develop the systems business. His 
brief was to focus the systems 
activity within Rank Xerox and 
capture a significant share of the 
growing marketplace in document 
management systems. 

Whereas the reprographics market is 
growing at 3 per cent a year, the 
systems marketplace overall is 
growing at well over 10 per cent 
annually, and niche market sectors 
are expanding at many times this 
rate. 

It is estimated that in Western 
Europe, businesses generate some 
2.5 billion pages of information 
every day and that at least half a 
billion pages need to be structured 
into meaningful documents. 
Although 80 percent of business 
information is contained in 
documents, up to now only 20 
percent of business systems 
expenditure has gone into this area. 
This represents a major opportunity 
for Rank Xerox - our ability to 
structure information into a 
document is a major strength that we 
can offer to the market. 

As a result the sales strategy is now 
being refocused. "We will be 
concentrating our efforts on 
addressing the document needs of 
specific market sectors," says Tony 
Holden. "We will be offering 
systems applications to these specific 
clients to support their key business 
processes which will enable them to 
obtain a significant return on their 
investment. By taking this approach 
we will increase both opportunity 
and productivity, as well as achieve 
benchmark profitability", he says. 

ISO is now in profit, with revenues 
of more than £80 million. It has 
achieved this by streamlining the 
operation and concentrating on 

Photograph/rom Ciba-Gtigy. 

Ciba-Geigy is one of the top five chemical companies in the world with over 90.000 
employees and turnover of $11 billion. 

The network of Rank Xerox systems has grown from a pilot of eight in 1984 to over 200 in 
1989 all located in the headquarters in Basle. Switzerland. The network - including 
workstations. file servers. laser prilllers and a scanner - mainly supports the marketing 
departmelll of the Agro Division. 

Ciba-Geigy places great importance on communications and in a multi-vendor environmelll 
the ability of Rank Xerox to illleract with the company's IBM mainframe. Hewlett-Packard 
and SUN networks. DEC systems. and personal computers is of major importance. 

Rank Xerox's ability to handle multilingual documellls. particularly Eastern Block 
languages. as well as compound documents - merging text. data and graphics - was a major 
contributing factor in the selection of Rank Xerox by Ciba-Geigy. The wide range offonts. 
software and the technical support from Rank Xerox have all resulted in wide user 
acceptance. 

Third party research which accompanied the network installation from start to finish 
attributes a 13 percent productivity gain to the installation of the Rank Xerox network. 



systems sales to large companies in 
sectors that are heavily dependent on 
document management. These 
include such sectors as 
pharmaceuticals, aerospace and 
defence. 

In pharmaceuticals for example, 
testing and registration have to be 
completed before a new drug reaches 
the marketplace. This can take eight 
to ten years out of a patent protected 
period of 20 years, leaving only 12 
years for profitable sales, before 
competitors can legitimately copy 
the product. 

A great deal of paperwork is 
involved in drug testing and 
registration, and a significant 
proportion of the delay can be 
caused by old-fashioned or 
inefficient documentation methods. 
Any time saved by streamlining the 
documentation is therefore highly 
profitable. 

Documentation relating to the testing 
and certification of a passenger 
aircraft refers to the individual 
aeroplane by serial 
number, not merely to the type of 

" Our ability to structure 
information into a document 
is a major strength. " 

aircraft. Roomsful of paperwork 
relating to specifications, testing and 
approval of the individual aircraft 
have to be delivered with each 
aircraft and delivery can be delayed 
by the time taken to compile this 
documentation. 

In addition, following delivery, this 
great mass of documentation has to 
be maintained for the service life of 
the aircraft, typically 15 - 20 years. 

The speed at which information is 
being hamessed provides 
exceptional growth in these defined 
sectors. For example, the technical 
and administrative publishing 

market revenue growth is estimated 
at 35 percent a year to reach £1 
billion in 1992 and systems 
integration revenues are increasing 
by 53 percent annually. In addition, 
the provision of high quality 
professional soft services is also a 
vital part of assisting the customer to 
obtain his return on investment, and 
revenues in Western Europe for 
these services are growing at 24 per­
cent a year, a further opportunity for 
ISO. 

ISO sees itself as an agent of change 
within Rank Xerox. The growth of 
technology is forcing the pace 
towards the not too distant time 
when systems installations will be 
the norm. For example, even copiers 
will cease to be purely stand-alone 
items but will incorporate software 
and data links, making them systems 
devices. ISO's objective, therefore, 
is not only to sell systems profitably 
but to ensure that the necessary 
systems skills are present in Rank 
Xerox in anticipation offuture 
market demands. 

In addition to the sales of a wider 
range of Xerox hardware and 
software products to assist the end 
user ISO is also prepared to 
undertake systems integration 
contracts. To compete in a 
marketplace which aims to design 
specific customer solutions ISO will 
have access to the full range of Rank 
Xerox products and technology, but 
will also source products from 
outside the company whenever this 
would be required to satisfy a 
customer. ISO recognises that 
although Rank Xerox has the widest 
range of document management 
products of any supplier, there will 
sometimes be a need that would be 
best met by integrating equipment, 
software or services from another 
source. 

ISO is a small but highly skilled 
organisation. It offers the benefits of 

Technical and Administrative Publishing 

35% AYEAA 

Systemll Integration 

53% A YEAR 

ProfGIIIIlonal Services 

flexibility and speed of response to 
meet customer requirements but 
unlike most small operations it has 
the financial stability, extensive 
resources and quality of 
international support of Rank Xerox. 

Charts show annual growth 
rates in certain niche market 
sectors for our systems 
business. 
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IMPROVING THE ENVIRONMENT 

At all Rank Xerox sites throughout 
the world a programme is under way 
to ensure that by the early 1990's we 
will be in compliance with the 
environmental standards set by 
Xerox Corporation. These standards 
frequently exceed requirements of 
local, national and European 
Community environmental 
regulations. 

The Rank Xerox programme is being 
managed by the environmental 
engineering consultants, Dames & 
Moore International. Rank Xerox 
was one of the first companies in the 
UK to team up with Dames & Moore 
in the field of soil and water 
pollution remediation. 

The programme involves surveying 
sites to identify potential causes or 
sources that might have caused 
pollution and quantifying the extent 
to which soil and groundwater has 
been contaminated. 

Corrective works are instigated, 
wherever a contaminated area is 
found. 

The Rank Xerox site at Welwyn 
Garden City provides a typical 
example of the company's clean-up 
programme. Initially an 
environmental survey was carried 
out. This included site investigations 
and discussions with many past and 
present employees at all levels to 
help identify areas which, over the 
years, may have been subject to 
contamination. 

Following this phase a series of 
boreholes were drilled, including 15 
down to the groundwater level, to 
provide soil samples for analysis and 
allow monitoring of the groundwater 
contamination. 

The monitoring of environmental 
programmes is a major undertaking 
for Rank Xerox. Quarterly in-depth 
reviews are held by the Director of 
Corporate Environmental Health & 
Safety when each site programme is 

reviewed and any new direction is 
given. 

Rank Xerox environmental 
protection activities have made 
significant improvements in the soil 
contamination at its UK sites and led 
to novel solutions to recycle waste 
materials. Over the past two years all 
selenium, arsenic soil contamination 
at Welwyn Garden City has been 
removed or contained and 
groundwater pollution from these 
sources has been eliminated. 

At Mitcheldean, increased aeration 
of the site outfall stream has 
significantly reduced the solvent 
levels in the waters draining from the 
site and surrounding area. 

As well as removing site 
contaminants, Rank Xerox is 
looking at its process and products to 

eliminate waste, increase 
recyclability of materials and use 
more environmentally acceptable 
materials. For example, organic 
solvents used to clean machines in 
refurbishing processes have been 
replaced with water soluble 
detergent based cleaners; more 
copiers are now able to use recycled 
paper; use of CFC's 
(chlorofluorocarbons) is expected to 
be phased out by 1991. 

Rank Xerox has spent in excess of 
£3.5 million on the European sites 
environmental programme to August 
1989 and has budgeted to spend 
another £2 million to complete the 
work. According to Dames & 
Moore, the Rank Xerox programme 
is the most comprehensive and far­
reaching of its kind in Europe. 

The Mitcheldeall Elllerprise Workshops (MEWS) set lip hy Rallk XerOI ill 1984 has received 
a major commelldatiollfor ellvirollmelllal improvemellls ill the village of Mitcheldeall. Rallk 
Xem.\" illlegrated MEWS illlo the \'illage celllre alld ill doillg so has largely restored the 
appearallce of the "illage celllre to II'hat it was early ill the celllllry. MEWS lI'as illitiated to 
create 91 small lI'orkshops alld office IIl1its. slIpported hy a rallge of e.l/ernal services. to 
assist small hllsillesses to start lip dllrillg a period of high IIl1employmelll ill the area. 



T HE WORLD OF RANK XEROX 

RANK XEROX REVENUES 

REGION A REVENUES 

REGION B REVENUES 

CHINA AND SOUTH PACIFIC REVENUES 

CHINA 

Rank Xerox located in: 

Angola, Australia, Austria, Belgium, 
China, Denmark, East Africa, 
Eastern Export Operations (Soviet 
Union and Eastern Europe), Egypt, 
Finland, France, Germany, Greece, 
Holland, Hong Kong, India, Ireland, 
italy, Ivory Coast, Malaysia, 
Morocco, Mozambique, New 
Zealand, Nigeria, Norway, Portugal, 
Singapore, Spain, Sweden, 
Switzerland, Turkey, Uganda, 
United Kingdom. 

Distributors in fifty other countries. 

Fuji Xerox located in: Indonesia, 
Japan, Korea, Philippines, Taiwan 
and Thailand. 

Modi Xerox located in India. 

Xerox Corporation, Connecticut, 
U.S.A. 

B ack cover: In the village of Leh, 
India, 3,600 metres above sea level, 
new office technology is transported 
in the traditional manner. 25 




