
UPDATED-VERSION AS AT 9/l/92 - NOT INCLUDING APPENDICES 2 a,b,c

RecomMendatigns for!2ManLqationofBATCO R&D

A decisionhasbeen takenby theTSRT toterminatetheGroup-funded
Fundamentalresearchprogramme atFRC (withtheexcep6on of a smallSetof
regulatoryprojects).The focusofthegroup'sR&D activitywillnow be
orientatedtoshorttermproductsuperiority,R&W withBATCF wiU become
centresofexceuenceon *blendedcigarettes*&M BATCO willmajor on
"Virgijfia*productsuperiority.Thisnoteconsidersthecourseofactionthat
needstobe followedby BATCO toimplcmnt th= changes.

Role ofBATCO R&D

Followingthebriefgiventotheblendedteam,whilstthebulkofR&D
ac6vi6esshouldconcentrateon thetwo-yeardme-frame,some effortshouldbe I
giventolongertem projects(upto4-year)toensurecompe6fiveness.In
additiontoitsown needforpatentingand libraryfacilities,BATCO continues
tohavea Group roleincoordinatingSmoking & Healthresearchand in
Additives/relatedregulatoryissues.With thisinmind thebroad spreadof
activitiestobe encompassedin BATCo's ficilitiesshouldbe:

I. ProductDevelopment
(a) Brand development
(b) SupporttoOpCos
(c) SensoryTesting
(d) Smoke QualityResearch

2. ProcessDevelopment (inc.sample man ufacture,customs,tobacco
stores)

3. Analysis/Tesdng

4. EnViToninentalProjects
(a) Packaging
(b) SidesLreamreduction

5. RegulatoryProjects**
(a) AdditivesGuidance
(b) BiologicalTesting

6. Smoking and Health
(a) Development ofpolicy
(b) ManaSement of contracts
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7. TcchnicalAdministration

(a) Programme/projectplanning
(b) Budgetary control
(c) Externalcomrf@ttees(TAC, Coresta,ISO etc)

(d) Q-T-P coordination
(e) Patentpolicymanagement
(o Librarylinforinadon

Steeredand fundedby CAC romparties(incBATCA)

Organiaafion

There isno benefitinretair@ngthedistinctionbetween BTC and FRC giventhe
above roleand outlineprogramme forBATCo's needs. Itisthcmfort
proposedthattheFRC isphasedout and theexistingrathersmallBTC be
expanded to meet theseneeds. Furthermore,every effortshouldbe made to
integratethenew projectsintotheexistingBTC activities.Tlc future
emphasis must be on AppliedResearch or Development and any attemptsto
pursue fundamentalstudiesbeyond theirstlictpointof applicationmust be
avoided- thiswiU be easierifstaffam infunctionalgroups butwork ina
matrixmanner on projectsinone establishment.T"nishas implica6ons(see
later)forthenew R&D buildingnow being planned on theSouthamptonsite.

The proposed structureforthenew BTC is:

Manager ofBTC

I

Prod Lpd Proceu Anslysii Eavironme-ntal Rtgw6twy
D6" D" Tmting Projmb I&SU4M

There are a few alternativesforthemanagement oftheCentre;theydepend
upon thefutureneedforand roleof Group R&D Coordinator.

Option 1 (noCoordinatororfunctionnot con,eredby BATCO):

Itisrecommended thatthefunctionof Manager of BTC isintegratedwiththat

of Head of R&I) forBATCO. The job isbased inSouthampton butone office
forR&D shouldbe retainedinStainessincethe manager and many of thestaff
willbe fi--quentvisitorstoMillbarLk.ne appointmentof a Technical
AdministratoroftheCentrt(planning,informationservices,patents,QTP
coordination)isrecommended. ne Smoking & He2Jthfunction
(R.E.nomton/L.Rudge) iscurrentlylocatedat Millbankbutneednotbe in
futureiftheHead ofR&D islocatedinSouthampton; inthatcasetheS&H
func6on shouldalsotransftrtoSouthampton When R.E.Thornionrefires

(August 1993),dependingupon who isappointed,theHead ofBTC should @-n
CD
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takeovertheresponsibilityforS&H strategywithL.Rudge monitoring
literatureand managing externalcontracts.

The proposedsuvctureformanaging R&D under thisOption istherefore:

Chairnm BATCA

Heso otR& iivianagerBTC

Manager Twhr@w
SmokinVUealth AdmWistmtorF-

Product Process Analysis Enrimnmental Regu@tcwy
DCT Dev Testing Issues Issues

smoke
quality)

Although thenumber ofsecdons reportingto theHead lookshigh itshouldbe

rer-ogr@sedthatthelinkagebetween Productdevelopment and Marketing is
very strongintermsof projectdefini6onand monitoringand, atle= forthe
firstyear,directinvolvemnt inthissidecanbe relativelylow.

Option 2(Coordinatorbased in BAlCo)

Sincethisisnota full-fimejobiteitherhastodimctlymanage thenew BTC
throughlocaljuniormanagers or covera wider span of technicalactivitiesfor

BATCO eg. R&D, Leaf,PP&D andTechnicalServices.7bis Opfionwould
be:

Chairman BATCO

I
Group Co-ordinatorR&DfHead or R&D/Technology BATCO

Manager RTC Manager Manager Mamger
Lt2f PPD Tech Services

Departmental Miin2-ger Technical
Managers SmokingMealth Administrator

Qption 3 variant,

An altema6ve addi6onalrolefortheCoordinatoristheGroup responsibility
forscien6ficaspectsofSmoking & Health,a rolecurrentlyundertakenby
R.E.T'horntonbutwho willretireinAugust 1993. This Optionwouldbe:

CZ)
f\-)
u-i
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Chairman BATCO

I
Group Co-ordinatorR&D & Smoking & Heal(h

/Head or R&D BATCO

Manager ETC Manager

SmokingtHealth

I
Technical Information
Administrator Scientist

Pr&J,d Pro'cen An@ysis Eniro'nnmntal Reg@2im7
Dev Der Testing Issues L%UCS
(& smoke
quality)

Staffingjr4uiremcnts

ne proposedestablishmentforthenew BTC is110.6,which althoughhigh in

relationtothe former 64, includesan establishmentforPatents(4 including

secretary)and CorporateR&D (4 includingsecretary)which hithertohad been

treatedseparately.ne trueincreaseemanating from the break-up of FRC is

32.6 (plus 10 who remain on the approved regulatoryprojectsto be funded by

CACS).

Establishment New Establishment Transfers/ Near

(asat 30.11.91) Leavers Ret.

BTC 64 60 4 1

Patents 4 4

Corp R&D 7 4 3 1
FRC 48.6 42.6 6 2

123.6 110.6 13 4

Total after

Ne2r Rets. ID6.6

The BTC alsodepends on 6 temporary staffto meet itsprogramme and this

requirementwillnot change. Currentlythe two Centresuse an additional12

stafffrom MSD and Administrationinorder to functionand thismay be
expected tocon6nue.
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For comparisonpurposesitshouldbe notedthatBATCF hasan R&D staff
(excludingProcessDevelopmentbut includingQuality)of 103and B&W have
an R&D complementofapproximately150.

The detaileddistributionof personnelinthenew BTC isshown inAppendix 1.

Space BrAuirements

Itisrecommended thatwe work to an overallobjectiveof housingallfuture
BATCO R&D staffinthenew buildingwhich isplannedforthenorth-tast
corneroftheSoutharnptonsite.To dateplanningpermissionhasbeen granted
fora threestoreylaboratory/officeblock attachedtoa developmenthall.This
isbasedon providingspaceforPSU (TechnicalServices,PP&D and Leao and
fortheoriginalBTC. Inview of theproposedchangesinR&D an extension
has been designed,thepurposeof which istohouse theadditionalstaffforthe
BTC, thePersonneland Administrativeservicesstaff(18.4),Patents(4),and
CorporateR&D staff(4).On planninggroundswe areadvisedthatthis
extensioncanonlybe on two floors.7nisextension(Phase2)occupies
1375m2 andisshown inAppendix Ilainblue. AppendicesIlb- Ildshow the
locationofthevariousdepartmentsinPhase I and 2.

At therequestofMr N Davis a scheme fora potentialPhase3 extensionto
accommodate otherunspecifiedac6vifieshas been drawn up. At thisstagethe
briefwas toestablishhow many extrastaffcouldbe accommodated inPhase 3,
bearinginmind therestric6onimposed by thePlanningAuthoritieson
numbers ofstaffinrelafiontocar-parkingspaces.Given theavailabilityof the
GKN site,thetotalnumber ofcar-park@ngspacesis251. For Phases2 and 3,
a totalnumber of 82 spacesare availableand we estimatePhase2 astaking47:
thus35 spacesremainforPhase 3 and thisequatesto700m2 ofoffice
accommodation. Ifaccommodation isne-ededforthisnumber of staff,itis
proposedthatPhase3 isconstructedas shown inAppendix Ilainred,which
amounts to78Om2. Intheeventthatonlyhalfof thisspaceisrequiredforMr
Davis'splans,opporlunityshouldbe takentohousetheLibraryand
InformationCentre,which accordingto currentplansremainsadjacentto the
formerPSU buuding(butwhich istransferringtoBATUKE) on theground
floorof Phase3. We would thenhaveallBATCO acfivifiescentredinthisone
building.

co
5 4@@.
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CostImplications

(a)Capital

ne followingisa summary ofthecapitalcostsassociatedwiththemove ofall
of theproposedBATCO activitieson theSouthampton sitetothenew budding
(inview ofthepreliminarynatureofdiscussionswitharchitectsetc.,anthe
proposed extensions,thisinformationmust be seenas purelyan estimate):

Originalprojectcosts(Phase1) E6.90m.
Revisedprojectcosts(Phase1) :E9.16m.
Phase 2 extension E2.00m.
TotalPhase 1&2 it1.16m.
Phase 3 extension LO.91 m.
TotalPhase 1,2&3 t I3.07m.

These costsdo notincludeany costsdue tointroducingStainesstylefitnients
and furftitUTeintothenew building.

(b)Revenue

With thedifferenceinmswch activityimpliedintheforegoingand withthe
added complexityofchangingbuildings,itismisleadingtoprojectrevenue
costsforthenew BTC withoutinvolvementof theAccountingf@nction.nis
has not so farbeen done.

ImplementationPlan

In termsof implementationtheactivitiesreferredtoabovecanbe dividedinto
thoserelatingtochangesinresearchprojectsand thosewhich refertophysical
relocation.Apartfromtheneedtospecif@preciselythedesignand layoutof
theproposedextensionstothenew buildingsuch thatfirmbudgettingand then
planningapplicationcar,be made, thereisno pressureon locagonadissues.
Cnere isno urgencytovacatethecurrentFRC buildingwhich inaddi6onto
the FRC staff,housesPersonnel/Adminstration,Patentsand partofCorporate
R&D andaccordingtocurrentplanstheexistingBTC buildingwillnotbe
vacateduntilD=mber 1992).

As a prioritya dezisionneedstobe made on theHead of R&D inorderthathe
ran havean inputintheveryshortterm on the proposedorganisationthat
reportstohim.

ne redirecfionofcurrentFRC stafftothenew BATCO orientedprojects
allowingfora satisfactoryconclusiontotheircurrentprojectswilltakethree @-n
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months. During thatperioddetaileddiscussionswillbe needed between
BATCO Marketing,He3d ofR&D and severalof theDepartmentalHeads from
theBTC in ordertoclarifypreciselytheprojectstobe undertakeninthearea
ofSmoking Qualityand EnvironmentalIssues.

ne targetdateforannouncingtheabove changes should ideallybe before21 -
30 January 1992 sinceQTP seminarswillbe heldoff-siteduringthatperiod.
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Staff

I Product Development ineSensory Testing
(a)Brand Development
(b)SupporttoOpCos
(c)SensoryTesting

12

AG Stephenson,C R Jenkins,B C Harding,
C C Greig,D Pir-kett,D J Dittrich,R T Fiebeikorn,
P D Case,N Warren,D MoWy,
W D Irwin,C T Lawson.

(d)Smoke QualityResearch 12

M Dixon,R O'ReiUy,P Whitehead,C J Shepherd,
T A Whitton,MClarke.R L Prowse,C F Hewett,
S Stotesbury,R G Hook (R)J.Mihelic,N.Tnorne

2. ProcessDevelopment inc.sample manufacture 23

S Hemsley,S Pilai,P Biddlescombe,R Fraser,
D Phippard,A May, W D Lewis,P Tudgey,
S Kimber,R G Knight,S Renshaw, M Jones,S Long
G Degnan,C Draper,A T=le, G Willoughby,
G Burnage,T HII,R Matthews,C Kitcher,N Boham,
D B Naylor(R)

3. knalysis/Testing 33

P K Shillabeer,K Braysbaw, S Woodford, G K Day,
C C Batt,C Troke,A Hickman, B Christie,P Mifsud
(C Wakeford),S Coburn,P A Bishop,W C Collings
(M Farmer),S Havercroft,D Reay,H Bavington,D Long
K Reading(IWoodman), U C ]Zaines,D Nicholson,
V Ireland,P Biggs,A I Burden,H M Backshell,
L Clark,L Marshall,L Guy, M Dowle, A Manson,T Allen,
L Eade,M.C.Coleman,I G Anderson, J.Bevan

Ln
C:D
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64. EnvirommenW Projects
(a)Packaging

J A Luke, IS Hughes,I.R.Harris

(b)Sidestrtamreduction

K McAdam, M A J Bevan,P White.

5. RegulatoryPtojects** 7
(a)AdditivesGuidar=

T G Mitchell(R),G Smith,M G Painter

(b)BiologicalTesting

E D Massey,A E Godfrey,K Kalirai,S E Jarvis

6. Smoking & He:aM 2
(a)Developmentofpolicy
(b)Management ofcontracts

R E Thornton(R),L Rudge

7. Technkal Administration I

R R Baker

(a)Programm--Iprojectplanning
(b)Budgetarycontrol
(c)Externalcommittees(TAC, Coresta,ISO etc)
(d)Q-T-P coordination
(e)Patentpoli.^ymanagement 3

K Mcl-tan,M J Ward, M R Clarke

(o Libmryrinforrna6on 3.6

V Rice,A I Morgan,S Reading,B Wilkins

(g)Secretarial 7

B C Hanford,I A James,M Merritt,P A Roberts,
F C I-ake,B Montana,A Grist @-n

9
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8. Head ofBTC

A N Other

Total 110.6

Transfersneavers:
R A Crtllin,P C Bevan,G A Few, D P Robinson,J.Reynard

Retirements:
R G Hook, D B Naylor,T G Mitchell,P Kinnard,
H F Dymond, A L Heard,R E Thornton(7)

R&Dr=lalhwork/
16.12.91

10 CXD
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