HORACE BROWN LECTURE

“Post WWII the
industry was not in
good shape in many
countries. In the
territories where the
war was waged, the
industry must have
almost had to
rebuild from scratch.
For others, the
inevitable
restrictions of
wartime had left the
industry in need of
an upgrade.

In UK, the situation
that faced many
brewing companies
is typified by the
experience of
Greene King, a
regional brewer.
Wilson, in his history
of the company, says
that there were three
areas requiring
immediate attention:
the beer, the
brewery itself and
their tied properties
(pubs).”

50 yearsin the brewing industry

Horace Tabberer Brown
was one of the original
members of the
Laboratory Club, which
became the Institute of
Brewing and was
President of the Institute
in 1891-92.In 1916 ata
London Section meeting
he read a paper
“Reminiscences of 50
years experience of the
application of Scientific
Method to Brewing
Practice”.

As | have also been in
brewing for 50 years - and
my family 200 years in
total - it seemed
appropriate to do the
same.

By Lionel Maule

H orace Brown wasagood friend
and business associate of my
grandfather, Alfred Maule, who was
the brewer at Tamplins, Brighton.
Alfred also had astrong working
relationship with consulting chemist
Edward Moritz, whowasin
partnership with Brown at one stage.
In 1893 Moritz wroteto Maule
commending him on theway he
developed his pupils at the brewery; it
isstrangethat | ended my career
doing much the same people
development work. Perhaps, after
over 100 yearsit is*“not what you
know but who you know” .

Introduction
Inthisreview of the past 50 years, |
will first look at the pattern of beer
production volumes over this period
and the changes—only partly in
reaction to this—intheindustry itself.
I will then discuss changesin raw
materia's, brewing/packaging and
production management. From this, |
will examine how skillsrequirements
have changed over theyearsand the
way these challenges are being met.
Finaly I will look at how the Ingtitute
has adjusted to these changes and
consider the challenges ahead.

Much of thiswill be apersonal
view, influenced by having worked in

. [ — ]
,.q'i datrn B |._'i.-:|.;_ ey :'u-'.':t.-_ e ey -
.I ’ il
'\—:..-"ul: Ll b et gl Ll
-

Part of aletter from Horace Brown to Lionel Maul€'s grandfather.

England (amature industry) and
Southern Africa (afast growing one).
If | am able to remind some of you of
changesthat have taken place and
make younger members aware of
these, | shall have succeeded.

World beer production

How hasthischanged?

World beer production hasincreased
nearly four timesfrom 1960 to 2004
(figure 1). Production for five areas
of theworld isshownin Figure 2.
Among the leading producers are
countriesthat were badly affected by
World Wer |1; Germany, UK, Russia,
Japan and USA.. They showed slow
recovery inthe 1950sfollowed by
strong growth in the 1960s and into
the 1970s, after which growth slowed
down.

The most striking aspect of this
graphisAsia from being the same
volume asAfricain 1960, it isnow
challenging Europe and the
Americasand is set to overtake them
inthe next fiveyears. Thishasbeen
driven by China, growing from half a
million hl to 291 million hl.

Africahas neverthelessgrown
eleven-fold during thisperiod. In
South Africatherepeal in 1962 of the
prohibition of the consumption of
any alcohalic products other than
sorghum and maize beer by black
South Africans unleashed
unprecedented growth, resulting in
South African production rising from
12% of total Africain 1960, to 35%
in 2004.

For each of the five major aress,
the percentage share of world beer
production has been closeto the
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area's share of world GDP.

The top ten countries by
production volumein 1960 produced
66% of world volume. By 2004 the
top ten shown below only produced
49% of world volume:

Top ten 2004 (Million hl)

China 291
USA 233
Germany 106
Brazil 86
Russia 85
Mexico 68
Japan 65
Great Britain 59
Spain 31
Poland 28

The brewing industry

Post WWII theindustry wasnot in
good shape in many countries. Inthe
territories where the war was waged,
theindustry must have almost had to
rebuild from scratch. For others, the
inevitable restrictions of wartime had
left theindustry in need of an
upgrade.

In UK, the situation that faced
many brewing companiesistypified
by the experience of GreeneKing, a
regional brewer. Wilson, in his
history of the company, saysthat
there were three areas requiring
immediate attention: the beer, the
brewery itself and their tied
properties (pubs).

Just producing enough beer was
made harder by Government
limitations on production and
materials, introduced during the war
and generally maintained until 1951.
Additionally there were critical
shortages of hops, sugar, bottlesand



casks, electricity, oil and coal for
much of 1947. The demand for
bottled beer rose, at the expense of
cask, putting a strain on packaging
facilities. Lastly, a10% reductionin
gravitieswas ordained.

All of thisand other factors,
contributed to anational declinein
UK beer production which only
turned the corner in 1960.

What happened then?

Steady growth was maintained, in

the middle of which another hurdle

appeared — mergers. Before the war
these were ‘inevitably conducted in
an amicable, gentlemanly fashion’.

After 1950 thismood began to

change and in the UK theindustry

‘then witnessed intense

concentration amongst itsfirms,

brought about by amalgamations
which were amongst the most
spectacular and fiercest fought in the
history of limited companies’

Smaller companies struggled to

maintain their independence and this

was not confined to UK.

In recent years the move has been
towards globalisation, to the point
wherethetop ten global brewers
now produce around 60% of the
world’s beer.

Deutsche Bank expects a handful
of global brewersand brandsto
continue to widen the gap between
themselves and the rest of the pack,
with the key successfactors being:
A brand which is capable of being

aglobal brand. Thefocusison
premium brands, but real winners
will produce global mainstream
brands.

 Strong management and the
willingnessto relocate to emerging
markets.

« A portfolio of strong or dominant
local mainstream brands, as abase
fromwhich to grow.

« Significant emerging market
exposure.

» Accessto capital.

« A desire and strategy to expand
globally by acquisition.

« Strong local partners, particularly
in emerging markets.

S0, it seemsthat most brewing
companies can perhaps be classified
aseither Predators or Prey.

Other challenges

Theindustry isalso facing changes

in customer preferences:

« different beer types (alesto lagers
in UK)

 demand for premium brands

* packsfor off-consumption
« flavoured alcoholic beverages
» winesand spirits

—and there has been increasing
pressure from legislation. Issues
such as health, safety, labelling
requirements, environmental
concern and protecting one's
trademarks have led to changesin
theway theindustry doesthings;
drink-and-drive laws have had a
marked impact on patterns of
consumption.

Lastly, the whole approach to
production management has changed
and thiswill be addressed later in this
article.

Raw materials

Horace Brown was apioneer inthe
study of the composition of barley,
itsrelation to the quality of beer and
nitrogen in general. However, the
period up to the 1950s saw very few
changesin malting technology, or
indeed barley varieties (with afew
notable exceptions). Sincethen
change has taken place at afast pace.
Barley
Thefavourite UK barley was
Chevalier in the 1880s, followed by
thefirst hybrid varieties Plumage
Archer and Spratt Archer. These
lasted asthe preferred varieties until
after World War 11, when Proctor
arrived in 1953. Theintroduction of
Plant Breeders Rightsin 1956 then
led to an explosion of new varieties,
most with ashort commercia life.
Thevariety Golden Promiseis
interesting. A recent Economist
article mentionsthat this mutation
was brought about by irradiating a
sample of Maythorpe barley at
Britain’'sAtomic Energy Research
Establishment. The article goesonto
say that this sort of mutation

TheBREWER & DISTILLER ¢ Volume?2 « Issue8 « August 2006 « www.ibd.org.uk .

Myethi Mpofu, a
Chairman of the Africa
Section of the IBD,
talking to delegates at
the Nairobi conference.

breeding is used today without any

safety tests and nobody protests. This

pointsto theirony that genetic
modification wasinvented in 1983 as
a‘gentler, safer, morerational and
predictable alternative to mutation
breeding’.

Many changes havetaken placein
the malting process:

« understanding of dormancy and
water sensitivity led to changesin
steep vessel design and steeping
practice.

* better understanding of
germination and modification led
to theuse of gibberellic acid to
reduce malting time, with bromate
added later to restrain proteolysis.

Figure 1 - Tetal world baer production
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HORACE BROWN LECTURE

“The variety
Golden Promise
is interesting. A
recent Economist
article mentions
that this mutation
was brought
about by
irradiating a
sample of
Maythorpe barley
at Britain’s
Atomic Energy
Research
Establishment.
The article goes
on to say that this
sort of mutation
breeding is used
today without any
safety tests and
nobody protests.
This points to the
irony that genetic
modification was
invented in 1983
as a ‘gentler,
safer, more
rational and
predictable
alternative to
mutation

L)

breeding’.

Accra brewery of Accra
BreweriesLtd, Ghana.

Figure 3 - World Hop Acreage
1992 - 2005

/

« abetter understanding of malt's
impact on the brewing process has
led to new analytical measuresand
malt specifications, requiring
adjustmentsto the malting process.
Thedrivefor grester efficiencies
and increased capacity hasseena
move from floor maltingsto drum,
saladin box, Wander haufen
(moving bed), circular vesselsand
combined operationsin one vessel.
Many of these changes also gave
better process control.
Focus on health hazards|ed to the
move from direct fired kilnsto
indirect firing. Green issues have
led to minimal use of fungicides,
pesticides and processing aids.
 Brewers insistence on the same
standards of hygienein maltingsas
they were striving for in breweries,
led to agenera clean-up in many
maltings.
 Energy conservation led to changes
inkiln design.

Aalbersand Van Eerde wrote: ‘the
times arelong gone when the brewer
resolved malt quality problems by
corrective measures during the actual
brewing process. . . modifying by
sense of touch isno longer feasiblein

thisage of computerisation . . . this
meansthat malt quality hasto be
tailor made to exact specificationsto
ensure the processing thereof is
problem-free’.

Adjuncts
There hasbeen much researchinto the
impact of adjunctson mash and wort
viscosity, foam, fermentation, flavour
and colloidal stability. Thishasledto
the better control of the use of
adjuncts. The use of syrupshas
increased, as hasthe use of enzymes
in the mashing process, though the
moveto being ‘natural’ hasput a
brakeonthisin somearess.
Theahility to handle barley has
improved and indeed brewing with
barley and sorghum (asthemain
source of extract, rather than asan
adjunct) isbeing practised. Sorghum
wasbeingusedin USA asearly as
1943 at atime of raw materia scarcity
(sourced from Central America) and
hasrecently been used in Nigeria
following agovernment edict.
Proposalsfor concentrated syrupsto
replace malt (1960s) and producing
malt and adjunct worts separately
(1970s), the latter not needing
maturation, cameto nothing.
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A recent book by Anthony Avis
givesafascinating glimpseinto the
brewing world of the 1890s and the
attitude to adjuncts. Itisbasedona
set of diarieskept by the partners of
the Tadcaster Tower Brewery
Company, where my grandfather was
the Brewer 1884—1890:

Maule the Brewer was discovered
to be using maize malt (sic) without
telling anybody; hewas
reprimanded” . However, two months
later “ it was recorded that they were
to givewhitemaize malt atrial, asthe
cogt of extract was 37% less.

Seven months|ater, Maulewas
applying for a second underback, for
iodine showed the presence of crude
starchwiththeuse of rice or maize.
Agreedtowriteto Briggs& Co. for a
quotation.

Anexampleof resistanceto change,
followed by an over-riding financia
decision, leading to unforeseen capital
expenditure at alater stage.

On another amusing note: Maule
requested that a telephone beinstalled
inthebrewery. Thepartnerswere
happy to comply with the request and
told himthat he could pay for it. It was
installed and the following day the
partnerswere on the phone
demanding variousdetails. “ Maule
had causeto ruetheday he put into
their mindsthe great advantage of the
telephone. Hisprivateworld of
command and control had gone. Such
werethe unforeseen consequences of
scientific progress.

Littledid they know that the mobile
phonewas coming.

Hopsand hop products

Many new hop varietieshave been
developed, either for increased yield
per hectare, for higher bittering value
or for resstance to disease. Thedpha
acid content in percentage for aroma
varieties has remained fairly steady;
that of bitter varieties hasrisen steadily
with acurrent high of over 17%.

Inthe sameperiod, anincreasein
percentage utilisation of alphaacids,
with perhgpsaso adight dropin beer
hitternesslevels, hasresultedina
steady fall inworld aphaacid
production (4.5g/hl predicted for
2006) andinasteady drop inworld
hop acreage, asthe graph for 1992 —
2005 shows (Figure 3).

Although thisshowsadrop of 47%
over theperiod, duetoincreased yield
per hectaretheworld crop hasonly
fallen by 25%.

Thisincreasein utilisation hasbeen
hel ped by the development of pellets



and improvement in extracts. 29% of
thecropwas used asconesin 1983. In
2005 it wasjust 4%. Extract usage has
increased dightly with pelletsnow
64%. Pelletsbecame practical oncea
way to combat the oxidative effects of
ar wasfound, using barrier type
flexible packs combined with vacuum
packing. Later variantshave been
standardised pelletsand isomerised
pellets. Theuse of pdletsfacilitated
the use of whirlpools, eliminating the
traditional hop back.

Inthe 1970safocusonthepossible
hedlth effects of solvent residuesin
food and beveragesresulted inthe
introduction of liquid carbon dioxide
or ethanol asthe preferred solvent,
replacing methylenechloride.

Brewing

Horace Brown was akeen observer in
histravelsaround breweries. Inavist
to USA in 1897 henoted chilling to
0°C &fter fermentation, holdingina
cdllar at 0-2°C, adding beech chipsat
thekrausening stage, filtration
(Enzinger pulpfilter —till inuseinto
the 1960s and beyond) followed by
carbonation. Sowhat has changed?

When | started brewing in the 1950s,
| felt that plant and process parameters
had been determined some decades
ago and that themain concern wasto
produce acond stent operation and
product inthetime-honoured way.
Theindustry wastill recovering from
WWII; older brewers, who had been
kept on during thisperiod to allow
younger mento go towar, wereonly
just making way for bright young
scientistsand brewing school
graduates. Theworld was about to
change.

Inthe 1950s there were two sorts of
brewhouses; those that brewed around
theclock, with four brewsaday and
thosewheretherewas onebrew aday
(commonin UK) which could be any
sizefromasmall Sngle set of vessels,
to onewith several mash tunsand wort
kettleswhich were operatedin pardld,
producing parti-gylesin large volume.
Dry milling was common practice.
Wortswere boiled for 100 minutes,
with 15% evaporation. Cooling was
through open coolers. Fermenting
vessalswere generdly open, with
refrigeration. Maturation wasa
lengthy process, with distinct
secondary fermentation. Filtration was
mostly pulp and sheet.

Thechanges
Probably the most significant event, at
least in my experience, has been the

introduction of high gravity brewing
inthe 1970s, up to 44% being
common now. Brewing around the
clock isnormal. Changes havetaken
place, driven by the need for high
output, reduced processtime, cost
reduction (energy, labour etc), high
and consistent quality, sometimes
withamoveto

‘natural’.

Milling now involves steep
conditioning in order to minimise
husk damage. For mash filters—
which have been re-engineered for
clear wortsand moreflexibility —a
finely milled husk is needed.

For mashing and lautering, vessel
designissuch that oxygen pickupis
minimised, also shear forces. Lauter
tun cycletime has been reduced
through careful rake and run-off
design combined with automation and
fast spent grainsremoval.

Boiling has been reduced to aslow
as 50 minutes, giving energy saving.
Hesating has moved frominternd to
external, with areturn to internal
recently by at |east one manufacturer.
Current developmentsare aimed at
reduction of thermal stress, with
compoundsthat affect flavour and
foam stability in mind.

Thereisnow improved control of
fermentation through better
understanding of yeast performance,
with new parameters such asdiacetyl,
acetaldehyde and DM'S (unknown to
the brewer in the 50s).

Cellar vesselsare now generaly
cylindro-conical, somedesigned for
unitank operation. Flavour issuesare
usually expected to have been sorted
out by the end of fermentation and so-
called maturation —much reduced in
time—ismore of astabilisation
period.

Inthe service area, water treatment
has become morerigorousas
incoming water quality declines.
There has been amove from coal fired
boilersto oil, gasand even dectric
units.

Insummary
Brewinginthe 1950swasafairly
natural process. Ashew demandson
the process wereintroduced, process
aidswere devel oped, to overcome
problemsor to enhance quality. With
amove back to ‘natural’ in some
countries, their use has been curtailed
and it could be said that we are* back
tothe50s’ though at ahigher level.
Flavour and clarity stability have
become key issues, asbrewers|ook
for longer shelf lifefor their beersand
factors affecting these throughout the
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process from brewhouse to packaging
have come under close scrutiny.
Variationin fermentation still
occurs and management of
fermentation isone of themain
challengesfor abrewer. Barley and
yeast are both living organisms,
reacting to the environment in which
they find themselves - for barley,
changing wesather patternsalso—and
itisthisthat will continueto make
brewing interesting and ever

changing.
Packaging
Draught beer has moved from being a
labour intensive activity using “The abilit
" 'y to handle
\;vjtoodmecﬁm to mecham;eﬁ and barley has improved
omated lines usSing metal kegs. and indeed brewing
In many countriesthere hasbeena with barley and

shift from draught to bottles/cans,
often driven by amove from on-
consumption to off-consumption,
with beer becoming availablein
supermarkets.

Packaging lineshavegrownin
capacity to the current 70,000 bottles
per hour level. Thedesign and
engineering of equipment has become

sorghum (as the
main source of
extract, rather than
as an adjunct) is
being practised.
Sorghum was being
used in USA as early
as 1943 at a time of

more and more sophigticated, aiming raw material scarcity
for reliability, minimal maintenance (sourced from

and quick change-over. With Central America)
automation, the manpower need has and has recently
been drastically reduced, from thirty been used in Nigeria
downto three or four people per line. following a

Flexibility isessentia in order to react
quickly to changing market demands.

Filler design has successfully
addressed theissue of oxygen
exclusion; sophisticated conveyor
designiscloseto eiminating bottle
damage and thejamming of
containers, labellers, which can
handle self-adhesive or glued labels,
are designed for flexibility and quick
change-over and the array of outer
packaging equipment that can be
found post-labeller was generally
unknown in the 1950s.

PET bottlesare now said to be 40%
of theinternational beverage market,
mainly soft drinks but 5% beer and
growing. Heineken Russiasdlls 45%
of itsbeer inthemedium price
segment in PET.

Packaging isthe predominant area
within abrewery for theintroduction
of world-class manufacturing
thinking and techniques.

government edict.”

Production management

Whenin USA, Horace Brown also
noticed that —‘ although they don’t
worry much about first principles’ -
he was impressed with their use of

L)



HORACE BROWN LECTURE

“There is now
improved control
of fermentation
through better
understanding of
yeast performance,
with new
parameters such
as diacetyl,
acetaldehyde and
DMS (unknown to
the brewer in the
50s). Cellar vessels
are now generally
cylindro-conical,
some designed for
unitank operation.
Flavour issues are
usually expected to
have been sorted
out by the end of
fermentation and
so-called
maturation — much
reduced in time - is
more of a
stabilisation
period.”

BELOW: Brewing
vessels at the SAB
Miller Training
Institute.

BELOWRIGHT: The
entrancetothe
SABMiller Training
Institute at Kyalami,
Midrand RSA. Inside
thereisanilluminated
panel stating “ Theidea
was conceived by Lionel
Maule, who
spearheaded itsdesign
and development.”
It was officially opened
in1992.

Packaging — drivers of change

= High hourly capacity

* Reliability, consistency of operation

= Cost reduction

= Minimum maintenance
= Creygen exclusion

= - Cuick change-overs

= Flexibility to handle multiple packs and labels

the best labour saving machinery and
appliances and the way they could
readily adapt processesto changing
requirements. He contrasted this
with ‘the very painful slownesswith
which any new ideaisturned to
practical account in UK’. Thefirst
signs of world class manufacturing?

When | joined theindustry in
1954 consistency of operation,
rather than change, wasthemain
focus. Change was coming however
and when | moved to Africal joined
acompany that wasjust starting the
change process. | believemy SAB
experience may well betypical of
many companies.

Firstly, the brewing processwas
standardised and optimised; quaity
control measuresrefined and a
Central Laboratory was established,
which later became afully fledged
R& D Department. In the early 1960s
attention turned to production
efficiencies and consistency; work
study appeared on the scene, together
with production control forms,
standards and control limits, together
with job ‘breakdowns'.

Thenext focus was people
management with the result that a
large Human Resources Department
cameinto being. Job descriptions,
aptitude/l Q testing and job evaluation
wereintroduced; all management
went through inter-personal

relationships courses. Thiswasat a
timewhen industrial relationswere
going through atricky period.

By thistime, the company was
growing (L million hl in 1961 —25
million hl in 2001) and needed some
systemsand tools; MBO, problem
solving and decision making
techniques aswell asnegotiation
skillswereintroduced.

In the early 1980s computerisation
camein and produced programsthat
a so contributed to the management
of production.

Thebreakthrough

Inthelate 1980s, adriveto improve
production efficiencieswas not
producing the desired resultsin spite
of much effort. Thisled to two things:
theintroduction of World Class
Manufacturing (WCM) thinking and
the replacement of MBO by anew
way of looking at work-related goals
through focus on outputs, not
activities, in aperformance
management system which fitswell
with the WCM philosophy of
everyone being MD of their own
work area.

These principlesare being applied
inaspirit of continuous
improvement and the company is
developing asalearning
organisation.

Supply chain management isin
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fashion at the moment, with ‘value
chain’ being preferred by some
(adding valueto inputs before
passing on outputsto the next in
line). Gemini Consulting fedl: “Itis
better to think of the processas
taking place within aconduit, rather
than along thelinksof achain. ..
what mattersisnot thetube's
structure but the freedom with which
material and information flow within
it” —Value Flow Management.

Asfor qudity, six-sigma, withits
concept of concentrating on out-of
control results, however few, and its
associated bag of 100 tools (many are
old statistical techniquesrecycled)
raisesthe QC bar.

Itisall of thisthat hasled totoday’s
automated plants, with computerised
production control programmes and
information systems.

Organisation structures
Brewery structures have changed,
reflecting the new management style.
WCM thinking hasled to operating
staff having more autonomy and
responsibility for their area, carrying
out many QC measurementsat the
workplace. Multi-skilling isgrowing.

Asaresult of automation; de-
layering; and outsourcing whole
activities, numbers of employees
have been drastically reduced; for
thosewho areleft, higher levels of
education are called for.

Skills

‘Thereisno question which excitesa
greater or moregeneral interestin
this country at the present time as
education. Our whole educational
systemison trial and much of our
future national prosperity depends
upon the manner inwhich thisre-
modelling of that systemis
undertaken!

This sounds like South Africatoday
—and maybe other countries—but it
isnot. It isastatement made by
William Frew at an Institute meeting



Skills — operating level

= Closely supenised
+ Marrow skills
= Poorly educated

in 1898, shortly beforethe
Birmingham School of Malting and
Brewing was founded — beating
Heriot Watt (1903) by afew years.
Where have we come from and what
future challengesface us?

Operating level

Atthislevel, formal records of job
content, operating procedures and
training based on these, only started
inthe early 1960s (certainly in South
Africa). Thesewerecalled job
breakdowns: short learnable
segments, with safety aspectsbeing
stressed. Initially therewaslittle
attempt to eval uate whether what was
being done was optimal; however
consultants, on their visitsto
breweries, would check to see
whether the job breakdowns reflected
current practice, manualised
procedures and so on.

Nevertheless, until recently it could
be said that increasingly sophisticated
machinery was being operated by a
relatively unskilled and poorly
educated workforce—inthe
developing world at least —which
had little or no responsibility for
aspects of quality control,
maintenance, problem solving and
general operational control.

By the late 1980s there was a
growing awarenessthat therolesor
outputs of operating staff needed
redefining. Skills profiles, job
models and performance criteria
have been devel oped, incorporating
learnings from WCM and other
initiatives. In some countriesthere
has been integration with National
Qualification Framework networks.

Training has been redefined and
aligned with the requirements for
effective adult learning; most
breweries have established training
departments. During this period
suppliers have increased both the
quality and quantity of their
training input.

Muth-skilled

+ Job models
Performance criteria

* Responsibility devohed
= Infegration with NQFs

Management level

Management skillswere not catered
for sowell in the 50s. It was normal
to confuse leadership and
management ability; therewaslittle
of the management expertise wetalk
about today.

This soon changed, with Graduate
Trainee Programmeswithin
companies; short courses led by
experts; overseas study trips;
attendance at Conventionsand a
growth in management studies
offered by Universitiesand
Management I nstitutes.

Thefuture?

Asmagjor brewing companies
become increasingly multinational
within the global economy, they
search for competenciesin their
employeesthat will givethem a
competitive edge. These are seen as
key assetsin leading companies and
arevalued along with other assets
such as brands and financial
soundness.

Integration of manufacturing
centres hasresulted in increased
levels of automation and technol ogy
throughout the supply chain; from
suppliers, through the production
process, to the customer in the

market place. Employees must be
able to manage these complex
interrel ationships. Skillsand
competency development
programmes are now including
manufacturing management, supply
chain management aswell as new
and more searching ways of gaining
improvement.

Itisworth noting some
behavioural aspects. A focuson
continuousimprovement,
benchmarking, right first time, best
operating practice and effective
problem solving will only be
effectivewithin alearning
organisation that has a questioning
culture, with participative
management/employee invol vement
and employeeswho can handle
change.

A survey into training
effectivenessin manufacturing,
carried out by the Graduate School
of Business, University of Cape
Town, found that commitment from
management, pre- and post-training
support of the traineetogether with
aignment with manufacturing
strategy are considerationsthat can
make or break the effectiveness of
training. In other words, excellent
training interventions can be
ineffective in anon-supportive
environment.

Thusthere are people and
rel ationship issues that impact.
Skills profilesand training
interventions should recognisethis.

Lastly, to be ableto function
internationally, management needs
to be skilled in adapting to different
cultures and have awider portfolio
of beer and other drink types.
Brewers, who in the past, have
complained about there being too
much alebrewing inthe Ingtitute’s
examinations may find themselves
running an ale brewery.

Skills — management

Litthe: forrnal
mianagemiant
training

* Develop at own
initiative
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In-company training
programmes

= Work within well-
defined managemeant
systems

« Company drives skills

acquesilion as much as
the indnidual

“When I joined the

industry in 1954
consistency of
operation, rather
than change, was
the main focus.

Change was coming
however and when |

moved to Africal

joined a company

that was just starting
the change process.

| believe my SAB

experience may well

be typical of many

companies.”

1

7



HORACE BROWN LECTURE

“As major brewing
companies become
increasingly
multinational within
the global economy,
they search for
competencies in
their employees that
will give them a
competitive edge.
These are seen as
key assets in leading
companies and are
valued along with
other assets such as
brands and financial
soundness.”

future needs

Management -
Ahbility o managea
complex operations || =so
in supply chain —
context
CQualifications that | ...

ang recognised I
nationally and
inbermatianally

The Institute

How has the Institute contributed to
all this, remembering that the Guild
al so brought many assets when the
new Institute was formed?

Thereisagood suite of
qualifications, from GC level —
despite an earlier view that nothing
was needed below AME —to Master
Brewer and now including
distilling. The numbers of exam
candidates are growing with
qualifications being incorporated
into NV Q frameworks.

Frew in 1898 said that “it isno
good just having an examination
system without an educational
system to back it up”. Thisisthe
direction inwhich the Institute is
going, asreflected initsmission
statement.

Thereare short IBD seminarsall
over the world on specific topics as
well asthe more formal Global
Study Course and Study Tours.

Support activities

Support material for examinationsis
paramount. Lectures and
publications should keep members
up to date— fellowship activities

The author on the verandah of hishomein Hout Bay.

= Manufacturing
rmamagement and all
that this means

+ Supphy chain
understanding

= Ruoalisation that people
and relationship sauwss
impac

= And, for global
companies, ability to
function mbernationally

which the President, Ewart

Boddington, in 1974 described as

‘acting asatechnological clubtoits

members’ are also important.

Servicesinclude:

« Section meetings, dinners, visits

« Bluebooks, which are being
replaced by CD-ROMs.

¢ CD-ROMsto all candidatesfor
GCBP and GCDi.

« JIB

¢ The Brewer & Ditiller

» Conventionsand Symposia

Through the BRi and bodies such
asMalting Barley Committees and
the Joint Development Projects
scheme, the Institute was heavily
involved in the past. Thisisno
longer the case, again in linewith
the Mission Statement.

The Institute has gone from being
UK-centric to international in
outlook —there are three overseas
sections, overseas Presidents and
internationalised GCDi. Thisis
appropriate for abody that has over
40% of its members outside UK.

Thechallenges ahead

| seethefollowing challengesand
opportunities for the Institute:

» Growthintheindustry will be
more in devel oping countries than
developed ones. The Institute will
need to be activein these areas,
with productsthat are relevant to
their needs.

The Institute needs to anticipate
change rather than react toiit.
Through the BRi and other bodies
the Ingtitute used to be achange
agent. Thisisno longer the case so
it needsto have anintelligence
network, listening to those who
lead change.

It must penetrate the global
Didtilling industry.

* |t must retain members post-
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examinations. Continuous learning
isthe only way aperson can
remain employableand
competitive and the key outputsfor
thisinclude the development of
thinking, questioning peoplewho
are multi-skilled and
multifunctional .

However, how do you measure
success—isit in numbers of
members, or in market penetration
for Institute products?

Qualifications must be recognised
both nationally and internationally
and —asthereisno longer life-time
employment in an industry —they
should giveflexibility.

Packaging isalready included in
the various qualifications, however
its separation from brewing at the
General certificate level hasled to
someinterest in having a Diploma
Packaging qualification.

In most large companiesthereisa
focus on effectiveness of production;
thus away from the scientific and
technical (still there of course) to
supply chain management /WCM
concepts. Also, new developments
are coming lessfrom scientific
research and more from the world of
manufacturing technology.

A brewery has many people at
different levels of production
management, only some of whom
function as brewersaswe used to
know them. While all need to
understand the science and
technology of brewing and area
significant market for the Institute,
they also need production
management skillsand ideally all of
thiswould be captured in one
qualification which isrecognised
nationally and internationally.

Professor KasraFerdows
(INSEAD and Georgetown
University), who helped steer
SABMiller towardsWorld Class
Manufacturing, seesfour
cornerstonesfor WCM:

e Quality

* Dependability/reliability

* Productivity/cost efficiency
* Fexibility/innovation.

Surely that isalso what brewing isall
about?

Thismay seem ‘outside the
envelope' to the Ingtitute; yet there
may be benefit in exploring how the
I nstitute could contribute, either on
itsown or in co-operation with other
bodies. We are the Institute of
Brewing & Distilling, not Brewers
& Ditillers. m



