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Kuiper Leda (KL) needs to complete a top down and bottom up supply chain value chain analysis. Recent manufacturing and communication issues should be identified before any improvement initiatives can be implemented. To assist in a final course project, this paper discusses relevant benchmarking to establish  new optimal strategic methodologies. Companies mentioned are Ford, GE, Toyota and BMV.
Ford Motors opened the Dearborn Truck Plant in 2004. The facility was built to compete with the auto industry’s highly competitive manufacturing technologies, while introducing better accommodations for employees. DTP is used here as a benchmark for KL to relate supply chain concepts. Primary techniques mentioned are synchronous manufacturing and lean manufacturing.


“With increasing market segmentation, Ford’s new flexible assembly system means the company can move more quickly to meet shifting customer demand” (Ford Motors, 2002). By studying Ford Motors, KL will be able to learn new flexibility. KL is accustomed to smaller orders, and the Midland Motors request for 250,000 Electronic Control Units is challenging capacity. Therefore, the firm needs to implement new process controls.
Competition such as Toyota has challenged the auto industry to improve manufacturing logistics. The pressure of concepts such as kaizen (continuous improvement) created a need for the updated plant that Ford has built. DTP will help Ford expand variety, facilitate combinations, increase capacity flexibility, while at faster lead time and less cost. “Its flexible tooling equipment will incorporate state-of-the-art lean manufacturing principals, including synchronous material flow and advanced in-station process controls” (Ford Motors, 2002). Workstations will be reduced by 40% and an astonishing 90% of cars will be shipped the same day.
KL will have to align processes using techniques such as synchronous manufacturing. 

Implementation is contingent upon introducing performance measurements to monitor the success of the entire production. Optimizing the supply chain starts from the top down by communicating and demonstrating operational strategy. Management should proactively disseminate information regarding the importance of bottleneck control and how ongoing transparency is essential to the finished product.

Identifying bottleneck and non-bottleneck processes is the first task for the improvement team. Capacity maximization will occur as a result, and variable sized orders will become more stabilized. This is accomplished by balancing work in process and finding the junctures in the system to manipulate. Ford achieves flexibility by aligning these synchronous ideas throughout operations. The entire DTP plant was designed to coordinate, communicate and manufacture in a steady flow.

“When manufacturing is truly synchronized, its emphasis is on total system performance, not on localized measures such as labor or machine utilization” (Chase et al., 2006). Another concept KL can learn from is Goldratt’s Theory of Constraints. The theory says to identify weakness in the system, find a way to use the constraint, align the system to the leveraged constraint, maximize the constraint, while remembering that progress will only occur as a result of continuous improvement (Chase et al., 2006). Focusing on balanced work flow, and bottleneck control optimizes manufacturing potential.

General Electric


In 1995 GE began to implement Six Sigma. “Ultimately, it drives leadership to be better by providing tools to think through tough issues. At Six Sigma’s core is an idea that can turn a company inside out” (Chase et al., 2006). Six Sigma helped GE achieve $320 million dollars in gains and profits within two years of launching the initiative. By introducing such continuous improvement concepts, KL hopes to avoid future process issues.


The story of how Jack Welch transformed GE over his 20 year employment could provide renewing examples for KL. Communication problems were creatively dealt with through an informal approach that continuously aligned GE employees. As a junior engineer, Welch nearly abandoned the company due to the bureaucracy. Thanks to a friend in a management position, he waded through the years of failed 1980s quality programs, until he had the chance to take the helm in 1991. The Six Sigma program helped transform the firm by deploying strategically targeted projects and ongoing training (Business week, 1998).

A good example of GE progress is the business unit that was responsible for the x-ray and cat-scan machines. Welch found out about inefficient scanning capabilities through reaching out to all levels of employees. Apparently these GE products were yielding a quarter of the scans that competitors had achieved. This fact was not consistent with the move towards process excellence. In Six Sigma terms, the lack of productivity was a result of unrealized opportunities based on insufficient specifications. Taking a personal interest in the scanning tube dilemma, Welch was able to assist the business unit in creating tubes with average scans of 150,000 to 200,000 (Business Week, 1998). 

By 1998, GE was operating at 3 to 4 sigma. This means that the firm was allowing 3.4 defects per million opportunities, which was still too much variability. Creating customer value and focusing towards perfection is the driving force behind Six Sigma, and KL needs to begin thinking in similar terms. With the increased orders to supply electronic component units, manufacturing issues will not be tolerated.


“Focus comes from two perspectives: down from the top-level goals and up from problems and opportunities. The opportunities meet goals at the Six Sigma project. Six Sigma projects link the activities of the enterprise to it’s improvement goals” (Pyzdek, 2003). KL management must realize the importance of value integration to succeed at an improved result. Lack of communication has threatened the Midland orders, and has also perpetuated the wrong issues, considering the need for improved capacity projects. Implementing change is the only way that KL will be able to depart from previous traditional corporate complacency, into a fresh horizon of valuable growth and efficient productivity.

While the chance for increased capacity exists through Six Sigma implementation, often companies become data driven, and forget important concepts. Efficiency and strategy must be in union for an organization to reach strategic objectives. Instead of functioning as a reactive entity, KL should strive to take systematic control of processes. Such an approach is to be directed at everything from signal to noise analysis of manufacturing throughput, to strategic evaluations of management meetings. Truthfully, all activities can be examined from the perspective of an efficient/value driven standard.

A corporation exists as a separate legal entity that must be treated as an individual, reliant upon the balance of optimized internal processes. In addition, continued awareness of external forces is essential. KL will break problem patterns through knowledge of the competitive industry innovations, key generic process improvement techniques (because all kinds of firms aim for perfection), how to transform former ineffective quality management programs, and ongoing communicated transparency.  Now is the time for KL to embrace change and prepare.
Toyota


Toyota Motor Sales, USA Inc, was formed in October 31, 1957, establishing its headquarters in a former Rambler dealership in Hollywood, California. Sales began in 1958 and totaled a modest 288 vehicles – 287 Toyopet Crown sedans and one Land Cruiser. The thrifty Toyota Corolla was introduced in 1968 and like the Corona was a huge success with American drivers. Corolla has since become the word’s all time best selling passenger car with 27 million sold in more than 140 countries. As more Americans discovered the quality and reliability of Toyota products, sales continued to soar. By July 1967, Toyota had become the third best-selling import brand in the United States, selling its one-millionth vehicle in 1972. (Toyota Motor Sales, 2009)

The fundamental reason for Toyota's success in the global marketplace lies in its corporate philosophy – the set of rules and attitudes that govern the use of its resources. Toyota has successfully penetrated global markets and established a world-wide presence by virtue of its productivity. The company's approach to both product development and distribution is very consumer-friendly and market-driven. Toyota’s main concern was making a profit, while still satisfying the customer with the highest possible quality at the lowest cost in the shortest lead-time, while developing the talents and skills of its workforce through rigorous improvement routines and problem solving disciplines. They also included the Just in Time (make and deliver the right part, in the right amount, at the right time), and Jidoka (build in quality at the process), as well the notion of continuous improvement by standardization and elimination of waste in all operations to improve quality, cost, productivity, lead-time, safety, morale and other metrics as needed. (1000Ventures)

Before becoming so successful in their day to day manufacturing operations, Toyota also experienced problems. The primary problem was excessive waste. Waste does not only include using excessive material and having high inventories, it also includes the following:

· Overproduction – producing more than, faster than or sooner than is required 

· Waiting – idle time that could be used productively 

· Transporting – unnecessary transport of parts or materials 

· Inappropriate processing – operations that add no value from the customer’s perspective 

· Unnecessary inventory – exceeding one-piece flow 

· Unnecessary/excess motion – any movement by people or equipment that does not add value 

· Defects – rework, repair or waste in its simplest form  (Vorne Industries Inc., 2009)

Just as Toyota was dealing with excessive waste in their plant, so is KL (ex: the night shift produced the wrong sized product). This not only created a waste in material, but also time, and money. KL needs to analyze the problem to find why this happened.  Toyota decided to do something about the problem before the company ran the risk of going under. 

Toyota knew that in order to prevent the company from going out of business, it needed to compete with the other efficient companies in their industry. At this time, Toyota’s management team came up with TPS (Toyota Production System), or what is also known as Lean Production. Taiichi Ohno is generally credited as being the father of TPS; Mr. Ohno was the Vice President of manufacturing for Toyota. TPS is not a static system, it allows for continued change and improvement. Perhaps the true brilliance in TPS is not the tools and techniques in existence, but the underlying system that allows for new techniques to be understood and created. (Vorne Industries Inc., 2009)
If KL decides to implement TPS they will be able to improve their operations management, inventory management, and their Supply chain activities. They will be able to achieve this because TPS will help them: identify and enhance customer perceived value, decrease waste and cost in the manufacturing process, improve product quality and on-time delivery, and develop a competitive world class manufacturing operation. (Vorne Industries Inc., 2009)


KL should use some of the changes that Toyota implemented during the time when TPS was created. First, they can reduce setup times; Toyota managed to slash setup times from months to hours and sometimes even minutes. Secondly, they can organize small-lot production; producing things in small batches can help reduce setup costs, high capital cost of high-speed dedicated machinery, larger inventories, and most important reduced defect costs. Thirdly, they can create employee involvement and empowerment, Toyota organized workers by forming teams and gave them the responsibility and training to do many specialized tasks. Teams are also given responsibility for housekeeping and minor equipment repair. Each team has a leader who also works on the line. Finally, which will be very valuable for KL, is to add quality at the source. This process works to eliminate product defects; the idea is that defects must be discovered and corrected as soon as possible.  Since workers are at the best position to discover a defect and immediately fix it, they are assigned this responsibility. If a defect cannot be readily fixed, any worker can halt the entire line by pulling a cord, which will help save money, time, and materials, this is also known as Jidoka. (1000Ventures)
BMW

Over the past 10 years, BMW realized that the company’s traditional approach to purchasing was not working and it was clear that a new vision was needed. The company’s transformation went from functional to strategic. BMW moved to an entirely new concept called strategic purchasing.  Strategic purchasing requires integrating purchasing into the beginning of a design or project rather than relegating it to the end of the process chain, where its role is viewed as simply buying the goods and services other departments need.  Strategic purchasing requires a different approach to recruiting and training employees, as well refocusing the entire company to a more holistic view of purchasing that looks across many functions and entire supply chains (Wolfe, 2005).


BMW’s strategic purchasing involves five goals.  The first goal is to change purchasing from an administrative function one that influences demand.  At BMW today, purchasing associates play a role in key design and process purchasing choices that can have significant financial impact.  At the early stage of product development, associates have valuable input, suggesting how certain design features will affect the technical equipment at the factory or the level of investment that will be required to execute the design.  The second goal is to concentrate on building and sharing deep knowledge.  Because BMW has only one product, automobiles, it has a very centralized organization and decision making is very involved.  Therefore, the intranet is used to ensure that decisions are communicated directly and immediately throughout the entire company to employees (Wolfe, 2005).  


The third goal is to work as a fair and competent partner with all internal and external business contacts.  BMW believes that strategic purchasing is effective when the purchasing department constantly expands and updates its technical knowledge in the cost area. This preserves credibility with both suppliers and internal departments.  Goal four is to commit to improvement in all areas, and to become a benchmark for others.  The last goal is to develop a team approach that relies on shared values.  A significant outcome of BMW’s purchasing department’s transformation has been the change in status and upgrades in human skills.  


BMW’s strategic purchasing plan helped them add value by going beyond simple cost cutting and finding the best price for each isolated transaction.  Instead, the purchasing function added value to the company by driving innovation and superior long-term cost performance.  KL has five suppliers for the ECU product line, wants to become more strategic in their choice of suppliers, and how to work with them.  Most of KL’s clients are automobile manufacturers and Original Equipment Manufacturers (OEM) for the automobile industry, therefore, the company would benefit from benchmarking BMW’s strategic purchasing plan. The firm is in the process of changing some of their suppliers.  Making the transition to strategic purchasing would give KL an opportunity to change their purchasing pattern with current and future suppliers, while creating more time to do high-leverage work with more significant impact.
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