Just in Time (JIT)
This document describes our personal view of what Just in Time should encapsulate. It includes references to flexible plant, manufacture in cells formed into natural groups (group technology), production smoothing, Takt times, (line balancing), level scheduling, the SMED system (Single Minute Exchange of Die), for set up reduction, standard working, simple visible controls, and low inventory pull systems such as Kanban (Kamban).

Links to other best practices and training at bottom of page.

Just-in-Time originally encapsulated the logistics aspects of the Toyota Production System. Our current view of what it should encapsulate incorporates some of the principles of "leanness" because by itself and specifically detached from Kanban and continuous improvement it begins to loose its meaning. Also to implement these techniques without flexible, reliable processes and appropriate organisation is impossible. However at this point it begins to blur with agile manufacturing principles. This section should therefore be read in conjunction with these others and as a minimum JIT should include:

· The use of multiple small machines (rather than "efficient" expensive machines that have to be kept busy). 

· Group Technology (Also commonly called "Cellular" manufacturing). This is based on the principle that segmented (possibly product focused) manufacture is much simpler, with reduced material flows, than factories where similar processes are grouped together, such as heat treatment. This principle has also been applied to other processes where natural groups are formed to perform a complete process aligned to customer needs in manufacturing and other industries, and "category management" in procurement. However we have shown in some circumstances that the benefits of cellular manufacturing can be gained by creating virtual cells (without moving the plant). (See workshop S02 Business Process Re-engineering (Detail)). 

· Production smoothing, avoids the problems associated with poor demand tracking (See Demand Management) and unnecessary interference of the production schedule. In a recent consultancy assignment we established that whilst customer orders were highly volatile, the underlying demand was extremely stable. The volatility downstream in the supply chain was in fact being artificially induced by poor customer planning, resulting in late changes to the order schedule, to bring the orders back in line with the very stable underlying demand! However many companies experience cyclic or seasonal demand, where it is beneficial, and in some cases vital, to flex or move resources to respond to fluctuating demand. The alternative being to pre-build stock to a forecast to afford some production smoothness, at some risk and tying up of capital. A refinement of this process is in addition to use "Takt" times (See Previous Technique of the Week T021: "Takt Time, Measuring Throughput Time") to set rates of production. I.e. The hourly rate of demand from customers (as opposed to coarser units of time and uncorrupted by planning parameters). 

· Levelled schedules, bring more stability and regular patterns of production (See Previous Best Practice of the Week 005: Level Scheduling). 

· Labour balancing when used in conjunction with Takt time (Previous Best Practice of the Week 046: "Using Takt Time to Manage Your Business") highlights process / line imbalance from the cycle time of one operation to the next and indicates the need to balance the manning for each operation (and the opportunity to improve the slowest to achieve balance). There are some dangers here in achieving balance. See the question at the end of this article. This is the guiding principle of lean manufacturing where the problem would be permanently solved as opposed to the traditional approach of buffering the uncertainty with stock. 

· Set-up reduction, which is based on the principle that small is beautiful as far as batch sizes are concerned and that what is required, is made that day without inflating batch sizes. (In the article Previous Technique of the Week T019: Avoiding Set Ups and Reducing Changeover Times (SMED) (and thereby reducing batch sizes)) we show that there is in fact much more to this than the set-up reduction techniques proposed by Shingo. But there are a number of techniques available to do this stated by Shingo. His SMED techniques give rise to the opportunity to reduce batch sizes by up to a factor of 50. It should be remembered however that this should be applied to the bottleneck first and maybe even stop there. (See workshop OM01: Getting Control of the Operation) 

· Standard working. (Will be covered by a future article) Defined by the operator not the industrial engineer it is a prescribed sequence of production steps done by one operator and balanced to the required rate of demand. It becomes the basis of understanding the job and therefore what can be improved. (See workshop OM01: Getting Control of the Operation) 

· Visual controls. Characteristic of JIT factories are simple visible controls, held locally where they are used to monitor key performance indicators and used as a spur to improvement. This is a deliberate attempt to give eyeball control rather than the over-sophistication provided by remote computer systems. Examples include: 

· Standard container sizes replacing irregular sizes such that stockholding is a simple question of counting containers rather than the parts within them. The reorder point in this case is a chalk mark on the wall rather than it being hidden in a computer system and appearing on a reorder report the following morning. 

· The graphs of quality, productivity, safety and delivery performance updated daily and discussed at the daily stand-up meeting. 

· A small segregation area for quality defects kept deliberately small to ensure that problems are solved quickly and rejects are not allowed to accumulate. 

· The flip chart to write down today’s problems while they are still fresh. 

· (See workshop OM01: Getting Control of the Operation) 

· Minimising inventory, Minimising Work in Process, and synchronising production by the use of replenishment systems such as Kanban. The principle of Kanban operation is extremely simple but there are a number a detailed considerations to make in design and implementation which are not trivial including: 

· Positioning of buffers 

· Buffer sizing 

· Signalling mechanisms 

· Prioritisation of signals 

· Priming the system 

· Accounting aspects 

· Ongoing integrity of cell design 

____________________________________________________________

Lean Manufacturing
This document describes our personal view of the meaning, principles and some of the problems of Lean Manufacturing and what it should encapsulate. It encompasses the works of Feigenbaum, Deming, Juran, Shingo, Taguchi, Ishikawa, Imai, Peters and of course our own experience. It encapsulates the elimination of waste, total quality (TQM), Just in Time, supplier integration, automation, team working, empowerment, behaviour, preventive maintenance (TPM), delivery frequency, selling techniques, new product introduction, and agile manufacturing.

Links to other best practices and training at bottom of page
Based originally on the Toyota Production System "lean" manufacturing explained by Womack Jones and Roos, Imai, and others, provides a radically different way of running manufacturing. However we feel that some important aspects particularly behavioural aspects make it incomplete. We would define a truly lean philosophy as including:

· Elimination of Waste (Continuous improvement). A major issue with "Total" quality is the management of the improvement process which can be traumatic and, if done badly, highly de-motivating. The principle of total quality is that everything is being improved all the time. This effort is often beyond the resources of the current staffing and management support capability at the outset of a continuous improvement programme. Also because everything is trying to be improved at once, problems can arise with priorities. Priority is in the eyes of the beholder and conflicts can arise. Because of this highly focused improvement systems can be accomplished by ensuring that the priorities are clarified first, and that these are the graphs on the wall, before continuous improvement is started. (See Focused Improvement Systems and Previous Best practice of the Week 041: "21 Barriers to Lean And Agile") Also continuous improvement where the core is rotten often gives rise to dissatisfaction, necessitating a properly resourced major change programme first. (See BPR, and Benchmarking) 

· Total quality is most comprehensively defined by the combined works of Feigenbaum, Deming, Juran, Shingo, Taguchi, Ishikawa, Imai, and Peters and includes the following: 

Culture. (See "Culture Development Methods")

· This requires leadership with a ruthless passion for perfection to create attitudes in all employees so that their behaviour positively influences product and service quality. It also requires the empowerment of all employees to sacrifice output and cost in the pursuit of quality and to own the problem. These have to be supported by policies and procedures rather than the other way round. Unfortunately it is still common to see the ISO 9000, or QS9000 badge in the reception area of the company and a total indifference to quality on the shop floor. Also many companies who want the badge but do not operate the philosophy on the shop floor must disappoint the disciples of "Investors In People". Sustaining this culture is a significant challenge to any organisation, in the light of business and personnel changes. (See Focused Improvement Systems) 

· Team working 

· Empowerment, involvement plus the use of problem solving tools such as the "5 why’s". It is assumed that poor quality is a major waste and by continuous improvement quality has been improved to near perfect, with employees empowered to stop production to solve problems permanently. 

Structure (See "Organisational Redesign")

· Low and high level ownership of quality 

· Technical and management support to resolve problems 

· Removal of indirect workers, broadening narrow job classifications and cross training 

· Keeping the responsibility with the originator, not the technical support functions 

· Short feedback loops based on shallow organisation structures 

· Mechanisms for continuous improvement with routine daily stand up meetings at the coalface to flush out problems. This may include "Quality Circles", but the provision of a facilitator to provide mentoring, on-going training and administration support is more common. 

Systems. There are a huge range of techniques and systems (Most of which we include in our range of ongoing improvement workshops, which can:

· Prevent problems (Taguchi experiments, Design for manufacture, Quality Function Deployment, Poka Yoke, Failure Modes and Effects Analysis, Housekeeping (5 S's), etc.). Ford’s Q1 quality system introduced in the 80’s, followed by ISO and QS standards have attempted to define an auditable process. 

· Detect problems. (Statistical Process Control, Management By Walking Around, Customer satisfaction, surveys, Audits, Product strip down, and still prevalent is inspection and testing etc.). 

· Analyse the root cause of problems. (Pareto analysis, measles charts, Ishikawa diagrams, 5 Why’s, flow / time charts, value stream mapping, etc.). 

(Many of these techniques are also covered in "Previous Techniques of the Week" available on request)

· Just in Time (JIT) production (making the quantity required when it is required as inexpensively as possible), and it's associated logistics management process "Kanban". 

· Increasing delivery frequency 

· Supplier integration. This starts with segmentation, supplier reduction, then progresses to category management, forming strategic partnerships, followed by integration which may or may not include shareholding, but certainly includes systems integration. Forms of systems integration include supplies collection rather than supplier delivery, supplier top up to point of use, warehousing, third party kitting, "tiering", and EDI. (See Lean Supply Chains) 

· Appropriate use of automation (There are a number of horror stories of inappropriate use). 

· Preventative maintenance (PM). Although the measurement of mean time between failures has been understood for decades, preventive maintenance has been slow to gain acceptance, as opposed to fix it when it goes wrong, except in the transport industry. This is barely acceptable for non-bottleneck processes but is totally unforgivable for bottleneck processes. Recent developments in this field include "Total Productive Maintenance", the main themes of which include continuous improvement, ownership and routine maintenance by the owner. The maintenance function’s role is then elevated to include major work, and prevention. 

· Design for manufacture including standardisation of parts. 

· The original concept also incorporated "aggressive selling" which would be better described as continuous selling rather than the sales-promotions approach of the West. (See "Demand Management"). 

· Design project management rather than functional co-ordination incorporating the ideas of: 

· Market led design. (See Previous Best practice of the Week 038: "Product Design Parameters") 

· Concurrent engineering and team-working in the design process led by a project manager owning the design team for the duration of the design process and up to and including full production. (See New Product Introduction) 

· Improved communication partly bought about by team working but also deliberately sought conflict at the early design stage to bring to the surface the trade-off’s between function and manufacturability and a parallel (not serial) design process. This includes involving suppliers in the design process, and assembler involvement in the component design process. It also includes joint problem solving with the free movement of personnel and ideas between supplier and assembler. (See Previous Best Practice of the Week 036: Collaborative Engineering (or why concurrent engineering is only half of the story)) 

There are however dangers in the strict application of the techniques above to supply chains. Without agility (See Agile Manufacturing) leanness can lead to shortages. We have encountered several examples of this. However most of these examples are due to the faulty operation of the control systems rather than the features of the control system itself. The three biggest reasons for failure are that a Lean process needs to operate in an environment that contains:

· A longer term view (sufficient to flex major capacity step changes). 

· A knowledge of the current inherent unreliability and flexibility of their processes and supply chain. 

· Sufficient stock to accommodate this variability. 

Lean Manufacturing (Just in Time)

Just In Time (JIT): Just In Time (JIT) is a manufacturing philosophy which leads to "Producing the necessary units, in the necessary quanitites at the necessary time with the required quality." It is an approach to achieving excellence in the reduction or total elimination of waste (Non-Value Added Activities). Overproduction, Unneeded Inventory, Defective Products, Transport and Waiting Time are some examples of what can be waste according to JIT.

Just-In-Time (JIT) manufacturing is a system of enforced problem solving. Managers have the choice between putting a huge effort in finding and solving causes of production problems, or they can learn to live with an intolerable level of interruptions in production. As everybody knows, the situation in which one has to put huge efforts (money and personnel) is highly undesirable, and therefore the system is called enforced.

Lean Manufacturing Philosophy:
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Customers can have what they want, when they want it without a penalty.
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Improvement is always possible and necessary.
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Customers are the reason for existence, and they must always have a perfect product or service.
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All buffers are wasteful and need to be eliminted.
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A career consists of solving more difficult problems in a multi-skilled, cross-functional team environment.

Lean Manufacturing Strategy:
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Know your customer and their needs, identify value-added activities and functions.
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Focus all the businesses' processes around the value stream of activities.
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Align your company to the needs of your customers.
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Activities that take time, resources and space but do not to the customer's requirement, are non-value added and must be reduced or eliminted.
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Establish performance measurements in all aspects of the value stream.

Aspect Of Importance In Just In Time Manufacturing:
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People.
Here I think of Total Employee Improvement with Quality Circles, Selfdirected Workteams and Kaizen teams. But you must also include Job Enlargement/Job Enrichment. Job Enrichment provides job-rotation, a flexible workforce and cross-training.
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Quality.
Quality within JIT-manufacturing is necessary and must be inherent in the process. Without high quality standards, JIT will fail. Here I think about JIDOKA (Quality at the scource), POKA YOKE (Error proofing) and the Plan Do Check Action, with its Statistical Process Control.
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Techniques.
The JIT-technique is a "Pull System", based on not producing units until they are needed. The well known Kanban Card is used as a signal to produce. More of the techniques used by JIT are on the JIT-producing page.
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Integration.
JIT integration can be found in 4 points of a Lean Manufacturing firm. The Accounting side, Engineering side, Customer side and Supplier side. The accounting side of JIT has concern for WIP, utilization and overhead allocation and on the engineering side of JIT focus is on simultanously and participative design of products and processes. More of this is described on the JIT Producing-page.

Just In Time Has Influence In:Ordering, Scheduling and Producing sides of a manufacturing firm. JIT producing contains the well known Kanban System. This influence in the manufacturing firm is depending on employees, suppliers or customers. They are the ones on which the JIT-principle is relying. This results in a well known Quote: "It's the people that make JIT work."
Manufacturers put a large element of training in the JIT to reach to following goals:
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Mutual Trust And Teamwork. This is an important factor in the JIT-principle. When managers and workers see each other as equal, committed to the organization and it's success, they are more willing to cooperate with each other in order to find the problems and solve these problems.
[image: image16.png]


Empowerment Of The Workers. A firm which empowers it's workers, gives her workers the authority to solve problems on their own. When this is done, workers have the authority to stop production to solve problems, instead of first waiting for guidance from above. The objective of worker empowerment is having workers involved in problem solving at the shop floor level.

Lean Manufacturing is the latest buzzword in manufacturing circles. It is not especially new. It derives from the Toyota Production System or Just In Time Production, Henry Ford and other predecessors.
The lineage of Lean manufacturing and Just In Time (JIT) Production goes back to Eli Whitney and the concept of interchangeable parts. This article traces the high points of that long history.
Early Developments
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While Eli Whitney is most famous as the inventor of the cotton gin. However, the gin was a minor accomplishment compared to his perfection of interchangeable parts. Whitney developed this about 1799 when he took a contract from the U.S. Army for the manufacture of 10,000 muskets at the unbelievably low price of $13.40 each.
For the next 100 years manufacturers primarily concerned themselves with individual technologies. During this time our system of engineering drawings developed, modern machine tools were perfected and large scale processes such as the Bessemer process for making steel held the center of attention.
As products moved from one discrete process to the next through the logistics system and within factories, few people concerned themselves with:
· What happened between processes
· How multiple processes were arranged within the factory
· How the chain of processes functioned as a system.
· How each worker went about a task
This changed in the late 1890's with the work of early Industrial Engineers.
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Frederick W. Taylor began to look at individual workers and work methods. The result was Time Study and standardized work. Taylor was a  controversial figure. He called his ideas Scientific Management. The concept of applying science to management was sound but Taylor simply ignored the behavioral sciences. In addition, he had a peculiar attitude towards factory workers.
Frank Gilbreth (Cheaper By The Dozen) added Motion Study and invented Process Charting. Process charts focused attention on all work elements including those non-value added elements which normally occur between the "official" elements.
Lillian Gilbreth brought psychology into the mix by studying the motivations of workers and how attitudes affected the outcome of a process. There were, of course, many other contributors. These were the people who originated the idea of "eliminating waste", a key tenet of JIT and Lean Manufacturing.
The Ford System
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And then, there was Henry Ford.
Starting about 1910, Ford and his right-hand-man, Charles E. Sorensen, fashioned the first comprehensive Manufacturing Strategy. They took all the elements of a manufacturing system-- people, machines, tooling, and products-- and arranged them in a continuous system for manufacturing the Model T automobile. Ford was so incredibly successful he quickly became one of the world's richest men and put the world on wheels. Ford is considered by many to be the first practitioner of Just In Time and Lean Manufacturing.
Ford's success inspired many others to copy his methods. But most of those who copied did not understand the fundamentals. Ford assembly lines were often employed for products and processes that were unsuitable for them.
It is even doubtful that Henry Ford himself fully understood what he had done and why it was so successful. When the world began to change, the Ford system began to break down and Henry Ford refused to change the system.
For example, Ford production depended on a labor force that was so desperate for money and jobs that workers would sacrifice their dignity and self esteem. The prosperity of the 1920's and the advent of labor unions produced conflict with the Ford system. Product proliferation also put strains on the Ford system. Annual model changes, multiple colors, and options did not fit well in Ford factories.
At General Motors, Alfred P. Sloan took a more pragmatic approach. He developed business and manufacturing strategies for managing very large enterprises and dealing with variety.  By the mid 1930's General Motors had passed Ford in domination of the automotive market. Yet, many elements of Ford production were sound, even in the new age. Ford methods were a deciding factor in the Allied victory of World War II.
Just In Time and
The Toyota Production System
The Allied victory and the massive quantities of material behind it (see "A Bomber An Hour") caught the attention of Japanese industrialists. They studied American production methods with particular attention to Ford practices and the Statistical Quality Control practices of Ishikawa, Edwards Deming, and Joseph Juran.
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At Toyota Motor Company, Taichii Ohno and  Shigeo Shingo, began to incorporate Ford production  and other techniques into an approach called Toyota Production System or Just In Time . They recognized the central role of inventory.
The Toyota people also recognized that the Ford system had contradictions and shortcomings, particularly with respect to employees. With General Douglas MacAurthur actively promoting labor unions in the occupation years, Ford's harsh attitudes and demeaning job structures were unworkable in post-war Japan. They were also unworkable in the American context, but that would not be evident for some years. America's "Greatest Generation" carried over attitudes from the Great Depression that made the system work in spite of its defects.
Toyota soon discovered that factory workers had far more to contribute than just muscle power. This discovery probably originated in the  Quality Circle movement. Ishikawa, Deming, and Juran all made major contributions to the quality movement. It culminated in team development and cellular manufacturing.
Another key discovery involved product variety. The Ford system was built around a single, never changing product. It did not cope well with multiple or new products.
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Shingo, at Ohno's suggestion, went to work on the setup and changeover problem. Reducing setups to minutes and seconds allowed small batches and an almost continuous flow like the original Ford concept. It introduced a flexibility that Henry Ford thought he did not need.
All of this took place between about 1949 and 1975. To some extent it spread to other Japanese companies. When the productivity and quality gains became evident to the outside world, American executives traveled to Japan to study it.
They brought back, mostly, the superficial aspects like kanban cards and quality circles.  Most early attempts to emulate Toyota failed because they were not integrated into a complete system and because few understood the underlying principles.
Norman Bodek first published the works of Shingo and Ohno in English. He did much to transfer this knowledge and build awareness in the Western world. Robert Hall and Richard Schonberger also wrote popular books.
World Class Manufacturing
By the 1980's some American manufacturers, such as Omark Industries, General Electric and Kawasaki (Lincoln,Nebraska) were achieving success.
Consultants took up the campaign and acronyms sprouted like weeds: World Class Manufacturing (WCM), Stockless Production, Continuous Flow Manufacturing (CFM), and many other names all referred to systems that were, essentially, Toyota Production.
Gradually, a knowledge and experience base developed and success stories became more frequent.
Lean Manufacturing
In 1990 James Womack wrote a book called "The Machine That Changed The World". Womack's book was a straightforward account of the history of automobile manufacturing combined with a study of Japanese, American, and European automotive assembly plants. What was new was a phrase-- "Lean Manufacturing."
Lean Manufacturing caught the imagination of manufacturing people in many countries. Lean implementations are now commonplace. The knowledge and experience base is expanding rapidly.
The essential elements of Lean Manufacturing are described at our page "Principles of Lean Manufacturing." They do not substantially differ from the techniques developed by Ohno, Shingo and the people at Toyota. The application in any specific factory does change. Just as many firms copied Ford techniques in slavish and unthinking ways, many firms copy Toyota's techniques in slavish and unthinking ways and with poor results. Our series of articles on implementation includes a "Mental Model" to assist the thinking process and guidance on strategy and planning.
There is no cookbook for manufacturing. Each firm has its own unique set of products, processes, people, and history. While certain principles may be immutable, their application is not. Manufacturing Strategy will always be a difficult, uncertain, and individual process. Strategy ("The General's Art") is still, largely, an art. But, that should not prevent us from bringing the available science to bear on the problem.
Case Study - Milwaukee Electric Tool Corporation


Milwaukee Electric Tool Corporation is an industry leading manufacturer and marketer of heavy-duty, portable electric power tools and accessories for professional users worldwide. Milwaukee is headquartered in Brookfield, Wisconsin, which is also home to research, new product development, product training, manufacturing support, marketing, sales, human resources and information systems. It has production facilities in six locations in North America. The tools are built in small “cells” in each plant using just-in-time manufacturing techniques to keep inventory at a minimum.

Milwaukee has over 2,000 employees. Approximately 1,000 employees use Notes for e-mail. Notes is more than just e-mail at Milwaukee. It is used for many applications such as expense reporting, customer relationship management (CRM), travel, resource reservations, quality, and human resources. TeamRoom and Sametime are also used. Domino is used for parts of the corporate website. There is one mail server for all the users and a database server. All of the different locations access the Domino servers via the corporate WAN. The sales force uses laptops and replicates many databases locally. 

The migration to Notes 6 occurred in the Fall of 2003. Milwaukee migrated the Notes users in phases determined by building. Every two weeks a new building was migrated. First, “super users” were identified in each building and instructed how to migrate to Notes 6. This allowed the super users to gain experience with Notes 6. A side benefit was that the other users saw Notes 6 in action and got excited over the new Notes 6 interface and welcome page. Then the balance of the users in the building were sent an e-mail with the actions required to upgrade to Notes 6. An attached Word document provided more detailed instructions. The users upgraded to Notes 6 by themselves. The users were aware of whom the super users were so they knew who to contact for help. The I.S. Help Desk also provided support if problems were encountered.

The same philosophy used on the plant floor is also used for corporate training at Milwaukee according to Anne Winter, a Learning and Development Analyst at Milwaukee. “When it came time to train the users on Notes 6 we wanted a solution that allowed the users to learn tasks as needed.” TLCC’s Notes 6 user courses were chosen because they provided the modular approach needed to allow the users just-in-time training. Milwaukee placed both the Using Notes 6 and the R5 to Notes 6 User Update courses on their mail server. The courses were slightly modified to fit their needs by removing some of the lessons on topics not used in Milwaukee’s environment. The e-mail with instructions on how to upgrade to Notes 6 included instructions and links to access the TLCC user courses. Remote sales people were sent a CD with the training courses on it so they could take the course without having to be connected to access the training course.

The Help Desk was instructed to not repeat information which was included in the training courses if users called with questions. Instead, they sent the users doclinks to the relevant course lessons in the TLCC user course. The new Notes 6 feature, “Copy Selected as Table” was used to create a table showing the name of the lesson and a doclink to that lesson. The super users were also instructed to show users how to access the course if they had questions on how to use Notes 6. The Help Desk personnel really liked the training courses as a support tool. It saved a significant amount of time when responding to questions and allowed the Help Desk personnel to focus on real support issues instead of providing ad-hoc training.

The discussions database in the courses was not used. The Final Exam was enabled but Milwaukee did not do any tracking of the exam results. The corporate philosophy is that training is highly encouraged by is not required. After the upgrade was completed a log report was run showing 15-20% of the users took the entire course and 50% of the users did at least part of the Notes 6 course. The feedback from the users was excellent. They like the ability to zero right in on a lesson that shows them how to accomplish a task. Many users search the course lessons database to find lessons with certain keywords that describe what they are trying to do. The relevant lessons are then listed allowing the users to receive just-in-time training. The course is still used as a reference many months after all the users were upgraded to Notes 6. New employees are instructed by their managers and the Help Desk to take the user course to learn how to use Notes 6.

Case Study - Notes user training at Orica

Orica is a publicly owned Australian chemical company employing over 9,000 staff across approximately 30 countries and with revenue of $AUD4 billion annually. Headquartered in Melbourne Australia, the Orica businesses – Orica Mining Services, Fertilizers (Incitec Pivot Limited), Orica Chemicals and Orica Consumer Products – are all leaders in their chosen markets. Orica manufacture and supplies industrial and specialty chemicals, agricultural chemicals and fertilizers, commercial explosives and mining chemicals, paints and other consumer products. Orica is the largest chemical company in the Asia Pacific region. Orica Mining Services is the world’s leading supplier of commercial explosives, a global business with a leading presence in Australia, Asia, Europe, North America and Latin America. Orica’s i-kon™ electronic detonator is widely recognized as the world’s most sophisticated blast initiator.
Orica has been a Notes user since the release of R3. SAP and Notes are the primary application development platforms at Orica. Notes is used for document management, discussion databases, and many custom applications for business processes. Globally there are 72 Domino servers, with a Domino server at all large sites.
In Australia, Orica employ 8 Notes support staff across administration, infrastructure and application support functions. Application development is performed by a mixture of in-house developers and business partners. Company wide, Orica uses over 900 custom Domino databases. Application monitoring allows Orica to retire applications no longer in use.. All employees who use a PC get a Notes user ID.
One of the issues Orica faces is the remoteness of many of their operations. In many regions, communications costs can be very high, so Orica uses Notes Domino replication to place databases right on the local server . Remote users who do not work in an office with a server have local database replicas to also help cut down on communication time/costs.
Orica started their migration by moving the servers to Domino 6 first. Servers were replaced with new hardware and a new server OS. The new servers were all delivered with TLCC’s user training courses. . The users were migrated next, R4.6 to Notes 6. Currently Orica has completed the user migration for the Australian employees, approximately 3,500 users.
The benefits of quality training for users has always been important to Orica. When it came time to plan for user training on Notes 6, Orica considered creating an in-house course, as it had done for previous Notes implementations. While Orica had the resources to create the training they decided that they could buy a course for far less than their in-house training department could create one. Orica's search for Notes user training ended with the discovery of The Learning Continuum Company (TLCC.)
TLCC’s user courses were perfect for Orica’s needs. The course was customizable. This let Orica modify the lessons to fit the way they operated. Since Orica’s employees were migrating from Notes 4 the TLCC Using Notes 6 course was used. Orica has made some modifications to the standard mail template used in Notes 6. They were able to customize the course to match the changes they had made to the mail template. They also changed the lessons to fit certain procedures they use. It was much easier and more cost-effective to quickly modify TLCC’s user course than to create a new course from scratch. Michael Jerkovic, Messaging Product Manager, said “TLCC’s user course are much better than the previous in-house training efforts. The graphics and presentation of the material are very good.”
TLCC’s user course was installed on all the Domino 6 servers. Laptop users got a local replica of the course installed on their laptop when Notes 6 was installed. Employees at offices without a Domino server also got a local replica of the course. This cut down on communication costs.
Orica required every employee to attend a 1.5 hour seminar presented by the training department before the employee got upgraded to Notes 6. In this training session Notes 6 was introduced along with TLCC’s training course. Each employee got a 40 page booklet that referred them back to the TLCC user course for further detailed instructions. Orica also has a standard corporate help (SOE) database that employees use to get help on Orica's’ IT systems and procedures. This help database was modified to include links to the TLCC user course for those topics that matched up such as creating a memo or replicating. Users can do the final exam in the course if they want to test themselves. Orica does not require employees to pass this exam and does not track the results.
The response to the Notes 6 user course has been very positive. The training department is happy because they are able to deliver training at a fraction of the cost of in-house efforts. The IT department was able to easily adopt the course to their needs. Having a training course in a Domino database is a great benefit. This allows Orica to take advantage of Domino 6’s replication and to easily customize the course using a Notes client. The feedback from the users has been very positive.
Case Study - Erb Group of Companies

Erb Group, with operations in Canada and the U.S., specializes in temperature controlling freight. Headquartered in New Hamburg, Ontario, they have over 1,000 employees and over 650 trucks.

There are 200 Notes users with one AS/400 Domino 6 server. The users are in eleven different locations. They are connected via a wide area network. Most users use Notes for mail only. Erb does maintain many corporate documents in Notes for easy access. The majority of the users are on the Notes 6 clients but a few still use R5.

Vic Thiessen, Erb’s Vice President of I.S., chose TLCC’s user courses in order to provide more formal Notes training. Before getting the courses most users received informal training delivered by the members of the I.S. team. This required I.S. Department resources. Erb deployed TLCC’s user course on the Domino server. Each user got a bookmark to the course added to their desktop. The plan is to have each user get a quick 1/2 hour course in how to use the TLCC Notes 6 user course. This allows the user to understand how to take the course and use it as a knowledgebase after they return to their office.

Currently the TLCC user course is only used in the main corporate office. The remainder of the users will be trained by the I.S. staff using laptops to enable a traveling classroom. Erb does not use the course discussions. The Final Exam is enabled and Vic has put an incentive in place to encourage the users to take the course. He offered an entry into a drawing to win a prize if the users complete the exam. Vic found that some users were intimidated by the idea of being tested.

Overall, the TLCC user training has been very helpful to Erb. It allows their users to get more in-depth with Notes. Vic noted that some users did not even know how to create folders but using the course he was easily able to point them to the procedure to use folders in their mail.

SEVEN WASTE THEORY

The term “Lean” manufacturing was popularised by Womack and Jones in their book “The Machine that changed the world”. This book benchmarked manufacturing companies around the world and found, at that time, that Japanese manufacturing companies were typically much more productive and efficient than their Western counterparts.

A few years before the “The machine that changed the world” came out Taiichi Ohno had published a book called “Toyota Production System” in it he explained the main foundations of “lean” manufacturing. These principles guided the Japanese companies that were found to be “world class” by Womack and Jones. Taiichi Ohno devised 7 categories which cover virtually all of the means by which manufacturing organisations waste or lose money; these have become known as “The 7 wastes”.

Waste is the use of resources over and above what is actually required to produce the product as defined by the customer. If the customer does not need it or will not pay for it then it is waste, this includes material, machines and labour. The Japanese word for waste is “muda” and is often used in books, training courses and by lean consultants to mean waste.

The 7 wastes described by Ohno are:

1. Overproduction and early production producing over customer orders, producing unordered materials / goods.

2. Waiting hanging around, idle time (time when no value is added to the product) .

3. Transportation handling more than once, delays in moving materials, unnecessary moving or handling .

4. Inventory - unnecessary raw materials in stores, work in process (WIP), & finished stocks .

5. Motion - movement of equipment or people that add no value to the product .

6. Over-processing - unnecessary processing or procedures (work carried out on the product which adds no value) .

7. Defective units producing or reworking scrap.

Others have included additional categories which include;

· Untapped human potential

· Inappropriate systems

· Energy and water

· Pollution

While Ohno’s “7 wastes” is not a tool in itself to tackle the problems within a company which are causing the waste in first place, they do play a valuable role in tackling inefficiency and therefore cost.

The idea of 7 wastes is useful because it allows a company to categorise problems and then focus attention in the appropriate areas once they have been identified. There are many tools and techniques in the lean tool box which can be applied to many areas of production in order to tackle any one of these wastes. A few examples are laid out below.

Overproduction

Often caused by quality problems, a company know that it will lose a number of units along the production process so produces extra to make sure that the customer order is satisfied. These kind of issue can be tackled using mistake proofing methods (Pokayoke) and by understanding the machine process capabilities of the production equipment. Statistical process control (SPC) will also help monitor production outputs and give warning of problems before they occur.

If the reason a company is overproducing is because of small orders and economic batch sizes then Setup reduction techniques such as SMED can help. If a company can reduce its changeover time then it is then able to produce smaller batches economically.

Overproduction has been said by some to be the worst of the 7 wastes as it encompasses the rest of the wastes, often the main driving force for JIT (Just in time) systems.

Waiting

Products waiting around in factories either as finished goods or work in progress (WIP) another major cause of waste. WIP is commonly caused by producing large batch sizes where again SMED techniques can help.

Concentrating on keeping bottle neck processes going are also a good way of reducing WIP, the book “The Goal” by Eliyahu M. Goldratt has a lot to say on this and has been found to be very useful by many manufacturing managers.

Transportation

Factory layouts can often be the fundamental cause of excess transportation. When appropriate, re-laying out the machines within a factory from a functional to a cellular layout has been found by many companies to help not just reduce transportation waste but also reduce WIP and waiting.

Excess inventory levels can also lead to wasted handling.

Inventory

Many companies order over and above what is required to fulfil the order, this may be due to quality problems along the production process or the often mistaken belief that is saves money by ordering larger quantities. The true cost of excess inventory levels should be carefully analysed before ordering excess raw materials simply because the purchase price is less.

Tackling the root cause of the quality problems should also be a priority.

Motion

Simple “Good Housekeeping” is a very effective way of reducing wasted movement by men and materials. 5S is a technique used by many companies to focus effort on keeping the workplace tidy with unused materials and machines disposed off so as not to create unnecessary clutter and therefore searching.

Re-laying out the factory can also help reduce “motion” waste.

Over-processing

Rework is a typical example of over processing as discussed earlier reducing the root cause of the quality problem is solution eliminating rework. Techniques such as 5 whys, SPC and mistake proofing (Pokayoke) are available to help identify and eliminate causes of quality defects.

Defective units

Again caused by quality related issues.

If you were to record all of the non-value added activities carried out in a typical manufacturing company do not be surprised to find out that 99% of all activities carried out are non-value adding, even the best manufacturers manage 96%. The elimination of waste not just reducing it is a vital component of increasing competitiveness of your organisation.

The Manufacturing Advisory Service is available to help small and medium sized manufacturing tackle all the issues causing waste. If you would like help, advice or information about any of the 7 wastes or other techniques raised in this article then please get in touch with our Helpdesk on (0845) 608 38 38.

Single Minute Exchange of Dies), Set-up or changeover reduction has been an important element of lean thinking for a number of years. However Changeover and Setup are actually different things, Changeover is the time between good product and good product at the right speed, this includes Set-up time and Run-up time (see diagram source “Improving changeover performance” by McIntosh et al). SMED is just one technique used to help reduce changeover time.

[image: image17.png]Mamtactomr of Maxfacturof | | Mamfator o Preduct B
Product Acvases PmistB eaches set ouput and

g

ouPUT

Prodection nsses
doring set-up pesiod.





Set-up time refers to the time taken to physically make the changes to the line in order to run the new product, Run-up time is the time taken to make adjustments to the line in order to produce products of the specified quality at the specified production speed. SMED / Changeover reduction simply refers to attempts to reduce the time taken to carry out the changeover process.

There are a number of potential advantages to reducing the time taken to changeover a production line. These include:

1. Increased efficiency.
2. Reduced stock requirement.
3. Increased capacity.
4. Reduced work in progress.
5. Increased flexibility.

When talking about changeover reduction and techniques that can be employed to achieve it, many people would have heard of “SMED” (Single Minute Exchange of Dies). This approach was first put forward in a book by Shigeo Shingo in 1985 called “A revolution in manufacturing: the SMED system”.

It is not the only book on the SMED system but it is widely regarded as a seminal work in this area. Shigeo would not claim that all changeovers should be done in one minute but rather they should not take longer than 10 minutes i.e. minutes measured in single figures and his book (and others on the subject) lay out techniques to enable this to be achieved.

The SMED system can be summed up as;

Measure

Measure the current changeover times and record them in order to monitor improvement (Often simply measuring the changeover time can improve things.)

Separate “External” and “Internal” activities

“External” activities are simply the jobs that can be carried out while the machine is running (e.g. fetching new tooling and tools required for changeover). “Internal” activities are those jobs which cannot be carried out while the line is running (e.g. changing moulds). By separating the two activities it is intended that as much as possible is carried while the line is running in preparation of the next product changeover.

Convert “Internal” to “External” activities

The next step is to try and convert some of the internal tasks into external tasks; this might mean having extra tooling to allow equipment to be prepared prior to the line stopping.

Reduce the time to carry out internal tasks

Of the tasks remaining that cannot be converted to external tasks then efforts should be made to reduce the time taken to carry out these tasks often these require design changes and engineering. Shingo puts forward lots of ideas (such as quick release fastenings, keyhole slots and setting jigs and using a single head size on bolts) in his book to enable this to happen.

There are other important suggestions relating to SMED which include:

· Video a changeover then get the team of operators and technicians which carryout the changeover to watch and analyze it see where operations can be improved.

· Practice changeovers like a formula 1 pit stop crew would.

· Using 2 or more people during a changeover can more than proportionally reduce the time taken to carry it out.

· Maintain pressure on shorter changeover times and monitor / publish the times.

· Move whatever resource is available to a bottleneck machine in order to speed up the changeover.

· Do maintenance offline when possible.

· Put scales on all parts of the production line that have to be adjusted or moved to a different position for different products / sizes and keep a record of the required settings for the different products.

The S’s of 5S are originally Japanese words. Sort, Straighten, Shine, Systemise and Sustain (Safety if you want 6 S’s) have been commonly adopted to try and use 5 meaningful English words beginning with S.

CANDO refers to Cleanup, Arranging, Neatness, Discipline and Ongoing Improvement but is fundamentally the same.

Sort / Cleanup

The first step of 5S involves getting rid of rubbish and clutter as you might expect, it also includes cleaning, getting rid of dust and oil etc. In a machine shop it would include dumping broken equipment or tools and materials that have not been used in a significant length of time and are not likely to be used in the near future. Applying 5S to an office environment would include removing files and papers that have no use in the near future (often things you sort through on a daily basis wasting time doing so in the process). By getting rid of these unused items you can free up space, reduce the number of obstacles you have to walk around and find other more important items needed on a daily basis much more quickly. 

“ Tagging” items is a common approach when deciding what is to be thrown away. An area is targeted, items likely to be disposed of are tagged with a red tag and a date, if the item is not used after a certain period of time (often somewhere between 1 to 6 months) it is then disposed of.

Straighten / Arranging

This phase of 5S is all about keeping things in their rightful place. Tools are put where they are needed, often utilising shadow boards thereby making sure they are to hand and labeled as they should be.
Ergonomics are taken into account, such that commonly used items are stored within easy reach, reducing the need for bending, stretching and excessive walking. Wheels are put on items that have to be moved, perhaps tool boxes and portable workbenches or storage chests.

All these things can be summed up if you compare a kitchen and typical garage. In a garage tools, paint tins, oil and dust sheets are often left around requiring a degree of searching in order to find what you are looking for. Compare that to a kitchen where cutlery is separated out into compartments in drawers, pans are easily to hand. Generally a kitchen is much tidier and easier to work in where most people can find the items they need.

Shine / Neatness

Once the rubbish has been disposed of and everything has been given its proper place, this phase of 5S is all about maintaining the newly found order. Here the responsibility for workplace tidiness is moved back to the operators from the cleaners. Daily 5 – 10 minute cleaning routines are established to maintain a clean and tidy working environment. Operators are made responsible for their own working area keeping equipment clean and in good order and making sure tools are where they should be.

In a similar way to pre and post flight checks that a pilot might carry out, a cleaning regime is carefully documented and timed to make sure enough time is given to carry out the necessary work and everybody know what is required of them. It is important to make sure everyone has the right level of training for the tasks they have been assigned and that all this is noted in the “flight checks” documentation (which of course have their own place and should be kept to hand).

Systemise / Discipline

You could sum up this phase of 5S as “Maintaining routine”. Once the workplace has got through the first three phases it is often difficult to keep it up to the new standards you have set yourself. Do not underestimate how difficult it will be to maintain your new tidy work area, even Toyota have found that it can take months to instill this mind set into their employees.

Random, detailed audits of different work area are often used to help maintain standards. These should be suitably strict, both praising good practice and highlighting areas for improvement. Trophies and other staff incentives including making the audit results a part of staff appraisals have been used with different companies according to company culture.

Sustain / Ongoing improvement

From now on, we are moving into the area of “Kaizen” or ongoing improvement. All the previous steps of 5S have been about creating and maintaining a clean and tidy working environment. This phase of 5S is about moving forward not just maintaining the standards you’ve set yourself but building on those and raising the bar.

It means not just cleaning up spills and leaks but tackling the underlying causes of those problems. In order to do this it requires that records be kept of problems, when they occur, how often, how long they lasted etc. Having identified the biggest problems (perhaps using a Pareto analysis) action to tackle the sources of those problems can be targeted accordingly.

This phase of 5S involves a long term culture change to one where systems and standards are accepted and valued as a way of improvement. Operators question what they can see is out of place and look beyond the symptoms of a problem to tackle the underlying cause.

For more information on 5S techniques please contact the help desk and arrange a visit with one of our manufacturing specialists. 

Toyota Motor Corporation to provide best quality, lowest cost, and shortest lead time through the elimination of waste. 

TPS is comprised of two pillars, Just-in-Time and jidoka, and is often illustrated with the "house" shown below. TPS is maintained and improved through iterations of standardized work and kaizen, following PDCA, or the scientific method.
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Development of TPS is credited to Taiichi Ohno, Toyota's chief of production in post-WWII period. 

Beginning in machining operation and spreading from there, Ohno led the development of TPS at Toyota throughout the 1950's and 1960's and the dissemination to the supply base through the 1960's and 1970's. 

Outside Japan, dissemination began in ernest with the creation of the Toyota-General Motors joint venture - NUMMI - in California in 1984.

The concepts of Just-in-Time (JIT) and jidoka both have their roots in the pre-war period. Sakichi Toyoda, founder of the Toyota group of companies, invented the concept of Jidoka in the early 20th Century by incorporating a device on his automatic looms that would stop the loom from operation whenever a thread broke. 

This enabled great improvements in quality and freed people up to do more value creating work than simply monitoring machines for quality. Eventually, this simple concept found its way into every machine, every production line, and every Toyota operation.

Kiichiro Toyoda, son of Sakichi and founder of the Toyota automobile business, developed the concept of Just-in-Time in the 1930's. He decreed that Toyota operations would contain no excess inventory and that Toyota would strive to work in partnership with suppliers to level production. 

Under Ohno's leadership, JIT developed into a unique system of material and information flows to control overproduction.

Widespread recognition of TPS as the model production system grew rapidly with the publication in 1990 of "The machine that changed the world", the result of five years of research led by the Massachusetts Institute of Technology. 

The MIT researchers found that TPA was so much more effective and efficient than traditional, mass production that it represented a completely new paradigm and coined the term "Lean Production" to indicate this radically different approach to production.

Simply described a “pull” production system controls the flow of work through a factory by only releasing materials into production as the customer demands them i.e. only when they are needed. A “push” system on the other hand would release material into production as customer orders are processed and material becomes available, MRP (Material Requirement Planning / Manufacturing Resource Planning) systems are typically “push” systems. What must be made clear at this point is that Kanban is not a scheduling system but rather a production control system.

The concept of Kanban cards (or other indicators) have been around for many years, in fact the “two bin system” was used in the UK long before Japanese manufacturing methodologies started to be come popular in the 1970’s. Whatever the origins, or who the inventors, a Kanban system is generally easy to understand, simple to visualise and comparatively easy to set-up. Kanban systems are commonly used within the automotive industry where there is a stable demand and flow. Other such stable manufacturing environments will also likely benefit from a Kanban system.

Many companies we visit would not describe themselves as having a stable demand of any particular product, in fact the opposite is quite often the case, high product variety and low volumes. In these circumstances a Kanban system may not be suitable for the entire production process but there are probably sub areas where a Kanban system of one form or another will aid production planning and material control. Ideally the work carried out by the operations covered by the Kanban should also be as well balanced as possible.
There are a number of different Kanban flavours or variants, this article will concentrate on the simplest forms.

Product Kanban

Product Kanban is the most straightforward form of Kanban. It can take a number of forms but essentially does the same job. Production or materials ordering upstream is only carried out when a downstream operation signals it is needed i.e. a component is used downstream and it is simply replaced. The signal may be a painted square on the ground (when the square is empty of components then that is the signal to produce upstream), a card (when a component is used a card is passed upstream) or even so-called fax-ban or e-ban. Whatever the signal the effect is the same when a set number of components are used (1 – 10,000 depending on the component) then and only then will upstream operations receive the authority to begin production or order a specified number of that component to fill the requirement.

Emergency Kanban

An emergency Kanban allows for rush jobs to be carried out. If a job is to be rushed through production then it has to be given priority in some way or another. This can be achieved with different coloured Kanban cards say Red. If an operator has a stack of cards to produce to, then the red card would be carried out first allowing some orders to be carried out more quickly.

Kanban rules

1) A Kanban signal is only issued when the component it represents is used.
2) No Kanban no part (i.e. components are only made or issued when a Kanban exists).
3) Only good components are issued.
4) No over production
5) Components are only manufactured in the order the Kanban cards are received (unless emergency Kanban's are in use).
6) Components are only manufactured / issued in the number specified by the Kanban.
7) The number of Kanban cards should be reduced over time and the problems that are encountered by doing this should be tackled as they are exposed.
Calculating the number of cards 
The number of Kanbans required can be calculated as follows.
Number of Kanbans = (Demand in period x Order Cycle time x Safety stock) ÷ Batch size (or container quantity) 

Conclusion 

This short article begins to explain the basic concept of a Kanban system. Kanban is a very simple and effective production control system that can be easily introduced in many production environments. Proper use of a “Pull” system is often seen as a large step towards achieving true JIT (Just In Time) production.

If you have further questions about Kanban or would like help in implementing a Kanban system in your factory then the SWMAS can help you. Please contact our help desk (0845 608 3838) and arrange a visit with one of our manufacturing specialists.

poka-yoki) is yet another Japanese word which has come into regular use within the lean manufacturing vocabulary. In essence it is an extremely simple concept that has been applied through common sense for years. Simply put it is the use of simple mechanisms that stop mistakes being made by manufacturing operators without requiring concentration by the operators.

Most often these Pokayoke's or fail-safe devises are very simple and often inexpensive visual prompts that prevents the defect in the product occurring. Either the operator is alerted that a mistake is about to be made, or the device actually prevents the mistake from being made. The important point of these types of mechanisms is that 100% of the parts are checked without the need for concentration from the operator.

The term “PokaYoke” was popularised by Shigeo Shingo through his book “Zero Quality Control: Source Inspection and the PokaYoke System”. Shingo points out that mistakes will always be made (we’re only human after all!), but if PokaYoke’s are implemented then mistakes can be prevented from becoming defects (mistakes that reach the customer).

Examples of PokaYoke devices include jigs with pegs that will only allow a component to be inserted one way round or perhaps colour coding similar parts so that they cannot be mixed up. Examples of PokaYoke’s can be found at 

By eliminating the defect at source the cost of mistakes within a company is reduced. Often quality inspection will be carried out at the end of a series of processes if the mistake was made at the start of the process then money has been invested in that part all the way along the process up to the point it is inspected therefore increasing the cost of the mistake. It is also possible (if parts are less than 100% inspected) that the defect may carry on down the production process further increasing the cost of the defect and probably leading to the need for rework.

To get the full benefit from the application of PokaYoke’s then they should all be shared with different departments and processes so that others can see then in action and be inspired to think of their own.

PokaYoke’s are an effective and relatively inexpensive way of reducing manufacturing defects and therefore the quality costs, however thought should be given as to why it was possible to make the mistake in the first place and therefore need Pokayoke's. A longer-term aim might be to eliminate the source of problem not just prevent it from occurring, this might be best achieved in the design stage. 

For more information on Pokayoke techniques please contact the help desk and arrange a visit with one of our manufacturing specialists. 

It is reassuring although frustrating to go to work and know that the MD will be grumpy, resistant to ideas and probably refusing to spend money on what you feel is essential equipment. Likewise for MD's and managers it is reassuring, although frustrating, to know that whatever idea they have for change will be shot down in flames by the shop floor and barriers to change put up at every stage. 

Somewhat of a generalisation I’m sure, but I bet we all recognise the issues. Imagine then the chaos that ensues when, following a SWMAS lean event, the managers want to take on board the shop floor ideas and use them to initiate change, or the shop floor start to identify opportunities for making improvements in the business.

The situation that many find themselves in at this stage is one of confusion and/or disbelief. When people start to act differently it upsets the balance because others don’t know how to react. In the situation where a manger has always defined how things will be and has put down ideas and yet suddenly seems open to make shop floor-led change there will be distrust and unease. Employees will be nervous of motive and will be reluctant to offer suggestions or take action. 

If real change and improvement is to take place then there must be trust on all sides and changes in what have been accepted behaviours break trust. It thus becomes one of the challenges of change management to re-build trust based on a new understanding of behaviours, expectations, and what is acceptable. This is why communication is so important.

Communication isn’t just about telling the troops that they’re going over the top – it’s about planning the journey with them, making them feel safe in the knowledge that they will win and return home safely, and it’s about showing that you mean what you say. You have to walk the talk.

As a start to the process of introducing change it is key to open the communication channels. Team briefings that allow discussion rather than dictation of the changes should be used to air feelings, concerns and ideas. These briefings will need to be supported by some ground rules, as they must be structured to ensure that issues are adequately aired and that people’s views aren’t derided. Importantly, if team briefings are the start of the change process (as they should be) then they should happen at known and regular times; failure to continue informing and communicating with the team during the process will show a poor commitment to it. 

Team briefings should take place throughout the organisation allowing focus on different levels of issues. ‘Top level’ briefings should provide information on how the company is doing, what are the major challenges and changes in the business. It is usually appropriate to hold these monthly and in a small company it is an opportunity for the senior managers to communicate with the work force. Weekly briefings held between middle managers and supervisors will allow communication of issues affecting specific areas of the business, and should provide information upwards of key concerns or successes, and downwards of challenges and targets. Daily meetings between supervisors and shop floor should focus on local issues affecting the performance measures for the area.

This cascade of communication will ensure that everyone is informed and, most importantly, that everyone has an opportunity to be involved in the issues and changes in the business.

SWMAS is able to provide training in general communication issues within businesses and information on team briefings. For further information please contact the Help Desk on 0845 608 3838 and arrange a visit with your local Manufacturing Specialist.

For this Project - Tubes & Cages for Bearing Housings

Focusing on the machining of Large Tubes within the Tube & Cage Production Area. The introduction of a new CNC Lathe for the machining of Large Tubes highlighted long Set-up times between each type of Tube being machined. The project was aimed at vastly reducing the Set-up time on this machine whilst also exposing other areas and people to the methodology used to reduce Set-up and Changeover times. ...read more     

Sector:   Rubber / Plastics

Size:        102 employees 

Region:  Devon & Cornwall


  

AAVF
Automotive, Aerospace, Medical & Defence Products

The brief was to increase the awareness of Workplace Organisation and 5S techniques to the whole factory and then to facilitate three main projects in different areas of the factory. Project team members were selected representing the different production sections and they defined the projects to be addressed. ...read more     

Sector:   Miscellaneous

Size:       102 employees 

Region:  Devon & Cornwall


  

Aldermans
Fabricated sheet metal products

The South West MAS approached the Plymouth Manufacturers Group offering members the opportunity to take part in a business improvement programme employing “Root Cause Problem Solving Methods” on a project of significance to the company. Alderman Tooling participated with two other companies in the three month programme. The programme culminated with each company presenting their projects to their senior management team, indicating the savings achieved and on going action plans ...read more     

Sector:   Miscellaneous

Size:       84 employees 

Region:  Devon & Cornwall


  

Aldermans
...read more     



 Download case study

Sector:   Electro / mechanical sub-assemblies

Size:       90 employees 

Region:  Devon & Cornwall


  

Algram Group Ltd
Plastic Engineered Products

The South West MAS approached the Plymouth Manufacturers Group offering members the opportunity to take part in a business improvement programme employing “Root Cause Problem Solving Methods” on a project of significance to the company. Algram Group participated with two other companies in the three month programme. The programme culminated with each company presenting their projects to their senior management team, indicating the savings achieved and on going action plans.

...read more     

Sector:   Rubber / Plastics

Size:       80 approx employees 

Region:  


  

Alpine Sheet Metal
Alpine are one of the regions premier sub-contract sheet metal workers.

The entire value stream from customer enquiry to order fulfilment and accounts was examined particularly the engineering, quoting, and purchasing.

Production was already part of a traditional “Lean” improvement effort so the Value Stream Mapping activities would be primarily concentrating on the office based activities.
...read more     

Sector:   Sub contract machining

Size:       65 employees 

Region:  Wiltshire


  

Artichoke (Kitchen & Cabinet Makers) Ltd
Artichoke is high specification kitchen and cabinet making business based in Wrington on the outskirts of Bristol who have been established for 13 years. 

•In Growth - £2M to £5M in 3 Years
•Need to improve productivity – how, best approach
•Need to improve quality of product and service
•Must balance improvements and growth with retaining original business objective & values… (Artisan, specialist, team orientated, hand made)
•Need to relocate – what do we need / how much?

...read more     

Sector:   Timber / Carpentry

Size:        employees 

Region:  West


  

Bott Ltd
Workshop and Storage Items

This Business Improvement Programme (involving six other companies from the Cornwall Manufacturer’s Forum) used a practical workshop-based approach for developing effective shop floor Continuous Improvement Teams. Bott senior management set the team the project of evaluating the possibility of combining the small “B” manufacturing unit into the larger “A” site approx half a mile away. 


...read more     

Sector:   Electro / mechanical sub-assemblies

Size:       180 employees 

Region:  Devon & Cornwall


  

Bott Ltd
Bott Limited is recognised as the leading UK manufacturer and supplier of workplace storage items.

The Continuous Improvement Team were asked to look at “Problems on the Paint Line” which was considered to be the factory’s main bottleneck process. After collecting data the team defined a project scope and then set a target statement indicating potential savings and a timescale for its completion.


...read more     

Sector:   Miscellaneous

Size:       180 employees 

Region:  Devon & Cornwall


  

Brecknell Willis & Co Ltd
Railway electrification/traction for all types of transportation systems, including tramways , metros and railways. 

Use value stream mapping to develop a big picture map and identify the key areas for improvement. Use appropriate tools and techniques to improve the chosen shop floor manufacturing operations. ...read more     

Sector:   Electro / mechanical sub-assemblies

Size:       145 employees 

Region:  Somerset


  

Broxton Industries Ltd
Sheet metal enclosures for electrical and electronic industries.

The programme started with an initial meeting with members of the senior management team and South West MAS to understand the needs of the business. A more detailed investigation of the process and operations was carried out to identify the starting point for the improvement programme. A multi-skilled team was selected and tasked with developing a 5S programme for the workplace focusing on the Punch shop as the pilot area. ...read more     

Sector:   Sub contract machining

Size:       50 employees 

Region:  Gloucester


  

Carlisle Process Systems
Equipment and systems for the dairy, food and beverage industries. Products range from cheese machines, vats and towers to processing systems including pasteurisers, separators, blending plants and homogenisers.

Carlisle Process Systems is organised into three distinct business areas; Cheese Group, Dairy Food & Beverage and Manufacturing. The organisation is committed to a continuous improvement philosophy and in order to both support the manufacturing element and reduce overall lead times, senior management recognised the need to examine and improve the pre production processes. At the outset of the project, this meant from sales order receipt to the first release of works orders to the shop floor but eventually also included the quotation stage of the process. ...read more     

Sector:   Food & Drink

Size:       90 employees 

Region:  Dorset


  

Carlisle Process Systems
Semi-hard cheese making equipment

To introduce a culture of sustained Continuous Improvement throughout the whole of the organisation, building upon improvements already realised within the pre-production phases, by the introduction of 'Lean principles' to the manufacturing value stream. ...read more     

Sector:   Building / Construction

Size:        employees 

Region:  Dorset


  

CESG - Government Department
Communication products for other Government Departments

An initial evaluation was performed within the business unit, which identified opportunities to improve stock control of raw materials, workplace layout and organisation (focusing particularly on the finishing and dispatch area) and the production process of a particular product type where demand had been steadily increasing over recent years. ...read more     

Sector:   Electronic assembly

Size:       N/A employees 

Region:  Gloucester


  

City Engineering Bristol Ltd
Stainless Steel & Aluminium sheet metal fabrication and laser cutting.

To form a continuous improvement team and through the Advanced Engineering Skills Project introduce the delegates to lean manufacturing techniques that are conducive to measurable business improvements. ...read more     

Sector:   Miscellaneous

Size:       33 employees 

Region:  West


  

Clares Merchandise Handling Equipment
Trolleys and handling equipment

To improve productivity in the trolley handle assembly area by 30%, reduce movement by 30% and improve workplace organisation. By undertaking the project as part of a network there would be additional benefits of shared learning, networking, site visits and developing and sharing best practice alongside other businesses. The network programme was funded through the Advanced Engineering Skills Project. ...read more     

Sector:   Consumer / Retail

Size:       160 people employees 

Region:  Somerset


  

Clares Merchandise Handling Equipment
Supermarket trolleys, baskets, roll containers, material handling equipment and luggage trolleys

The aim of the project was to develop an assembly process that was capable of producing 1,400 trolleys per day over 2 shifts to meet customer requirements. To achieve this, the team would have to completely rethink their approach to trolley assembly. 

The level of output per operator prior to the improvement workshop was 12 trolleys per hour (demonstrated). The manufacturing system standard time per operator was 19 trolleys per hour. 

The team’s target was to get the process capable of producing 30 trolleys per operator per hour. This would enable a 3-man team to comfortably produce 1,400 trolleys per day.
...read more     

Sector:   Consumer / Retail

Size:       160 employees 

Region:  Somerset


[image: image20.jpg]



Clares Merchandise Handling Equipment
Trolleys and handling equipment

To improve further the consistency of a welding process in a robotic cell through the application of 6 sigma analysis tools. This was primarily aimed at understanding the causes of a phenomenon known as weld “flair”.

Weld “flair” is a by-product of the welding process and can be controlled by changing variables in the welding procedure. The aim of this project was to understand the relationship between these variables and establish an optimum welding window.
...read more     

Sector:   Consumer / Retail

Size:       160 employees 

Region:  Somerset


  

Clifton Canvas Developments Ltd
Technically sewn products for the front line military and emergency services.

To Work with CCD production planner and general manager to project manage the development and implementation of a robust sales order, production planning, scheduling and control system. ...read more     

Sector:   Miscellaneous

Size:       28 employees 

Region:  West


  

CPC Packaging (UK)
Printed cardboard packaging for food industry.

It was agreed that key staff within the business needed to be involved and contribute to an improved method of manufacturing current products.

An initial 3 day project was scoped to achieve the following objectives:

Introduce lean principles to key members of staff
Gain a clear understanding of the business processes and value streams
Evaluate the business against lean principles.
Determine where improvement can be made. 
Cascade lean knowledge, change mindsets, identify opportunities.
Develop a roadmap to inspire and facilitate continuous improvement. ...read more     

Sector:   Packaging

Size:       80 employees 

Region:  West


  

CPI Antony Rowe Ltd
Book Manufacturer

Work with an internal team to develop a plan for implementing a lean manufacturing programme, which would reduce lead time for the customer, reduce work in progress and increase the working area. ...read more     

Sector:   Consumer / Retail

Size:       245 employees 

Region:  Wiltshire


  

Creeds the Printers
Creeds is a small family business, established for 50 years. The company provides offset production and graphic design services to industrial and commercial businesses, as well as private individuals. The customer base is spread throughout the U.K. 

In order to remain competitive Creeds the Printers needed to be able to produce short-run high-quality personalised print in a quick turnaround time, at the right price.
...read more     

Sector:   Miscellaneous

Size:        employees 

Region:  Dorset


  

Darley Therapy
Therapy beds 

Darley manufactures two main ranges; traditional therapy beds and electric couches. Over the last year the traditional timber therapy bed production has been superseded by the more attractive steel construction using state of the art electronics. Acknowledging this, Darley has been aggressively marketing its Electric Couches, which has resulted in significant sales growth. Adapting to the new mix of products the traditional production layout, skills, raw material /WIP stocks are needed to be re-aligned to meet the demands of the new reality. 
The key issues were identified for resolution:
 Increasing capacity in( the metal processing area in terms of equipment and skilled labour to meet the forecast volume of electric couches.
 Review how labour skills could be( realigned because of the changing product mix.
 Address raw materials and( work in progress levels to aid lead time reduction. ...read more     

Sector:   Electro / mechanical sub-assemblies

Size:       23 employees 

Region:  Devon & Cornwall


  

Dentsply Ash Instruments
DENTSPLY Ash® Instruments are a world supplier of quality dental instruments with a reputation for developing and producing products to meet the needs of all dental professionals.

To focus on the Produce, Pack & Despatch (PPD) area which is responsible for the assembly, packing and despatch of items made in other areas of the factory. Revise layout to reflect Product Families using appropriate Cells as well as ensuring better Product Flow and Improved Efficiencies. ...read more     

Sector:   Medical instuments

Size:       65 employees 

Region:  Devon & Cornwall


  

Eden Engineering Ltd
Various steel fabrications (mild, aluminium and stainless)


Eden’s product portfolio has expanded from its original inception but the management of the business was very much left as an ‘adjunct’ to the main business activity within John Richards Group. Following a review of its business practices the owners decided to implement a business improvement model based on lean manufacturing and continuous improvement.

The main thrust of the implementation was:

 Re-structure sales, estimating and manufacturing in( order to provide clarity and transparency of operations.
 Apply waste( management techniques to remove non-value added activities.
 Enhance( manufacturing capacity through focused marketing and selling.

...read more     

Sector:   Sub contract machining

Size:       21 employees 

Region:  Devon & Cornwall


  

Enchanted House Traditional Bedsteads
Antique Bedsteads

Focusing on two key areas within the process, the project was to reduce waste from moulding and finishing sections ...read more     



 Download case study

Sector:   Miscellaneous

Size:       13 employees 

Region:  Devon & Cornwall


  

Fitzgerald Lighting
Industrial Lighting Systems

This Business Improvement Programme (involving six other companies from the Cornwall Manufactures Forum) used a practical workshop-based approach for developing effective shop floor Continuous Improvement Teams. The Fitzgerald team considered that the conventional line manufacturing of their Louvre and ALF1 could become more productive by adopting a “Cell” approach and set themselves a target of six months for implementation ...read more     

Sector:   Electro / mechanical sub-assemblies

Size:       480 approx employees 

Region:  Devon & Cornwall


  

Flann Microwave Instruments Ltd
Precision waveguide compnents, microwave components, antennas and assemblies.

In April of 2005, 4 employees were selected to attend the Lean Manufacturing training provided by SWMAS. The team was then invited to use the knowledge acquired to identify waste within their process.

...read more     

Sector:   Electro / mechanical sub-assemblies

Size:       60 employees 

Region:  Devon & Cornwall


  

Frocester Engineering and Jetshape Limited
Tube bending, fabrication and general engineering

To increase productivity in the workshop through improved layout, workplace organisation and implementation of appropriate lean manufacturing methods. To introduce simple measures to enable focused improvement activities within the workshop. ...read more     

Sector:   Sub contract machining

Size:       9 employees 

Region:  Somerset


  

G & S Smirthwaite
Metal and wooden disability aids

To increase productivity in the workshop through improved layout, workplace organisation and implementation of appropriate lean manufacturing methods. To introduce simple measures to enable focused improvement activities within the workshop. ...read more     

Sector:   Medical instuments

Size:       45 employees 

Region:  Devon & Cornwall


  

Golden Acres Nursery Ltd
Plants, Seeds

The management team wanted to find a way to improve the production of their main stock items, shrubs and bedding, but needed help in understanding where to focus attention and how to make the improvements happen. They were also aware that the despatch process was not very efficient with transport, site layout, communication and scheduling all being cited as causes for inefficiencies. So they requested support from the South West Manufacturing Advisory Service. ...read more     

Sector:   Consumer / Retail

Size:        employees 

Region:  Dorset


  

Hospital Metalcraft Ltd
Hospital Metalcraft based in Blandford Dorset is the principal manufacturer and supplier of furniture and equipment for the medical sector.

...read more     



 Download case study

Sector:   Medical instuments

Size:        employees 

Region:  Dorset


  

Hyper
Bouncy Castle Inflatables

To create a management structure and introduce key performance indicators ensuring all areas of the business are transparent. Also to improve the overall efficiency through-out the business. ...read more     

Sector:   Rubber / Plastics

Size:       8 employees 

Region:  West


  

Jo Bird and Co
Fibreglass enclosures, mainly for the oil industry

To increase productivity in the workshop through improved layout, workplace organisation and implementation of appropriate lean manufacturing methods. ...read more     

Sector:   Rubber / Plastics

Size:       16 employees 

Region:  Somerset


  

John Richards Shop Fitters Ltd
Wood and steel construction for shop-fitting applications

To review the operational performance of the business and to analyse its capability to deliver projects on-time and in-cost. ...read more     

Sector:   Timber / Carpentry

Size:       57 employees 

Region:  


  

Kingsway Engineering Ltd
Sub contract specialist gear cutting.

To form a continuous improvement team and through the Advanced Engineering Skills Project introduce the delegates to lean manufacturing techniques that are conducive to measurable business improvements. ...read more     

Sector:   Electro / mechanical sub-assemblies

Size:       12 employees 

Region:  West


  

Leaderflush Shapland
Leaderflush+Shapland Limited is the UK's leading manufacturer of performance doors and doorset assemblies. 

Three consecutive days workshop, delivered by David Hale from Proven Training, this practical workshop was tailored to include basic principles of One Piece Flow and practical application of Set Up Reduction and the 5S’s of Workplace Organisation.

Lean Manufacturing
The Toyota Production System was used as an introduction to this workshop which covered, waste elimination and identification of Value Adding and Non Value Adding activities.

Principles of Just in Time
Most of Leaderflush Shapland’s high quality products are bespoke and understanding the principles of One Piece Flow was an important part of this workshop. Of particular relevance was the recognition that as batch quantities get smaller, you must reduce your changeover times in order to maintain costs.

Achieving Quick Changeover
The principles of Shigeo Shingo’s SMED system (Single Minute Exchange of Dies) was covered with a fun exercise in the training room. Differentiating between internal / external elements and also the need to eliminate adjustments was covered. The first day ended with the importance of 5S’s of Workplace Organisation within a set up reduction programme
...read more     

Sector:   Timber / Carpentry

Size:       220 employees 

Region:  Devon & Cornwall


  

Lister Shearing Equipment
For many years Lister Shearing has assembled its clippers using traditional one person one product techniques. A small, highly skilled team has been used to produce large batches of sub-assemblies that have then been batch built to order.

Since its purchase by Wahl Industries of the US the company has been under pressure to modernise manufacturing techniques and reduce assembly costs.

The objective of this project has been to introduce ‘Lean Manufacturing’ techniques to the assembly team, and examine and modify current manufacturing strategies.
...read more     

Sector:   Electronic assembly

Size:        employees 

Region:  Gloucester


  

Marshfield Bakery
Homecooked cakes, slices, flapjacks

Introduce Teams to Lean principles.
Reduce NVA.
Revise layout for proposed new site
Investment in new kit - guidance
Revised production sequences and deployemnt of resource in line with new kit and outputs ...read more     

Sector:   Food & Drink

Size:       11 employees 

Region:  Wiltshire
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Metalwork Solutions Ltd
Sheet Metal Fabrication & Powder Coat Painting

Involvement in the Advanced Engineering Skills Project (AESP) with three other Local Companies provided a great opportunity to develop their Business Skills whilst focusing on internal improvements.
Creation of a Visual Factory was key to the operation within MSL. With only three people it is critical to balance the workload and minimise delays, waiting and downtime to enable rapid turnaround of bespoke finished items (the business plan requires lead-times of a few days, rather than the typical “few weeks” for this type of operation).
Most of the focus was on Workplace Organisation to reduce searching and set-up times
...read more     

Sector:   Miscellaneous

Size:       3 employees 

Region:  Devon & Cornwall


  

Micro Precision
Precision medical devices

Work with a team from the shop floor to increase the flow of material within the machine shop and improve the workshop organisation through the implementation of 5S techniques. ...read more     

Sector:   Electro / mechanical sub-assemblies

Size:       12 employees 

Region:  Somerset


  

Miniscoff
Organic Children's Meals

Organic Children’s Food Manufacturer
•In Growth – Turnover circa £350k
•Potentially large contract on horizon (c£450k)
•Need to relocate – what do we need / how much?
•Need to improve productivity – how, best approach
•Must retain quality & integrity
•Must balance expansion with original business objective & values……
’Artisan, specialist, team orientated, hand made, home cooked, ‘kitchen based’ company.’
...read more     



 Download case study

Sector:   Food & Drink

Size:       10 employees 

Region:  Wiltshire


  

Mulberry Company (Design) Ltd 
Mulberry is a British design company renowned world wide for its craftsmanship and quality. The brands backbone is an extensive range of luxury bags for men and women that are manufactured in Somerset.

The initial project was focused on training of a small team of people in lean manufacturing techniques, followed by applying this learning to the manufacturing process of Mulberry’s best selling “Bayswater” style. A key outcome of the project was the creation of a new layout and way of working to provide productivity, lead-time and quality improvements. Once proved successful, the implementation can be extended to other products within the portfolio.

In Parallel to the shop floor improvement workshops, Linda Adams of LKA Associates, carried out a mentoring programme with the aim of enabling senior management to take a more holistic view of operations, planning and management and develop appropriate KPI’s for the business. 
...read more     

Sector:   Consumer / Retail

Size:       450 employees 

Region:  Somerset
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Naim Audio Ltd
High quality hi-fi and video products

To help train and introduce manufacturing best practice into the company from the shop floor upwards. ...read more     

Sector:   Electronic assembly

Size:       112 employees 

Region:  Wiltshire


  

Powrmatic
Powrmatic Limited is Europe’s leading manufacturer of commercial & industrial heating equipment and a leading specialist in smoke ventilation.

David Hale delivered workshops from Proven Training. Practical workshops were tailored to include basic principles of Lean Manufacturing, including Process Mapping and One Piece Flow techniques. ...read more     

Sector:   Electro / mechanical sub-assemblies

Size:       150 employees 

Region:  Somerset


  

Proper Cornish Ltd
Quality cornish pasties, pastry products, sausage rolls

The company is constrained by a bottleneck within their freezing capacity which does not allow them to achieve there exciting growth plan over the next 5 years. The scope of the project was to investigate options for reducing the bottleneck, increasing outputs and inturn reducing unit costs coupled with the timing for relocation to a centralised factory as they are currently spread between a number of locations on one estate.

This was supplemented by an introduction to LEAN for the shop floor and analysis of non value added activity across the site that would be reduced as part of a relocation feasibility project. ...read more     

Sector:   Food & Drink

Size:       174 employees 

Region:  Devon & Cornwall


  

Puddings and Pies
Cakes, Pastries, Slices, Puddings

The scope of the project was to introduce the teams to the principles of Lean Manufacturing, reduce non value added time and improve workplace organisation and product flow to provide a safer and more efficient working environment.
...read more     

Sector:   Food & Drink

Size:       20 employees 

Region:  Dorset


  

R H Fibreboard Containers Ltd
Corrugated cardboard packaging 

To reduce the changeover time on the bottleneck machine within the factory and introduce a process of continuous improvement. ...read more     

Sector:   Packaging

Size:       30 employees 

Region:  Somerset


  

R H Fibreboard Containers Ltd
Corrugated cardboard packaging 

Following on from the highly successful changeover reduction project last year a program of team leader development and training was undertaken to increase individual skill levels and responsibilities. The objective being to allow the three team leaders to have greater responsibility for the day to day organisation and running of the factory.

Although the team leaders all had some experience and prior training they had never undergone a group development project. A recent IIP (Investors in People) assessment had highlighted issues within the team that had to be investigated and addressed.

Some key areas for development were:

 Motivation( techniques
 Communication( 
 Time management(
 Training and( development planning
 Team working(
 Self confidence(

Both the Production Manager and Managing Director were keen for the team leaders to take more responsibility for their day to day actions in the business. The production manager was heavily involved in production planning and order processing. This was keeping him from longer term strategic planning and tying him to the shop floor.
...read more     

Sector:   Miscellaneous

Size:       30 employees 

Region:  Somerset


  

Ringway Signs Ltd
Road Signs, Motorway Gantries, Vehicle Livery, Bus & Weather Shelters 

Improve the productivity of the signage manufacturing process through the understanding and application of lean manufacturing techniques. ...read more     

Sector:   Electro / mechanical sub-assemblies

Size:       50 employees 

Region:  Somerset


  

Severn Delta Ltd
Brigwater based Severn Delta manufactures the Sarah Smith range of kitchen textiles, Tumble Fresh, tumble dryer sheets and Hycare range of wipes, as well as own brand' products for leading supermarkets. 

...read more     



 Download case study

Sector:   Consumer / Retail

Size:        employees 

Region:  Somerset


  

SFM Technology Ltd
Soft fruit harvesting machinery and ground support equipment for the Aerospace industry 

To help introduce a culture of continuous improvement through employee development and training in lean manufacturing techniques. ...read more     

Sector:   Electro / mechanical sub-assemblies

Size:       50 employees 

Region:  Somerset


  

Siemens Traffic Controls – A division of Siemens plc 
Traffic technology products, e.g. traffic lights 

To train a team in the principles of lean manufacturing and demonstrate the benefits of implementation in the High Intensity Traffic Signals (HITS) area. ...read more     

Sector:   Electro / mechanical sub-assemblies

Size:       700 employees 

Region:  Dorset


  

SSL International (Redruth)
Medical Hosiery and Orthopaedics

The South West MAS approached the Cornwall Manufactures Forum in April 2004 offering members the opportunity to take part in a business improvement programme using “Lean Manufacturing Concepts”. Seton Scholl participated with three other companies in the three-month programme. The programme culminated with each company presenting their findings to their senior management team, indicating the potential savings and on going action plans of implementing a lean programme. ...read more     

Sector:   Miscellaneous

Size:       100 approx employees 

Region:  Cornwall


  

Stanley Security Systems
Security, Communication & Time and Attendance systems

Having worked with Blick Communications in Exeter on previous occasions, we were invited to discuss a project titled “One Org”. The scope of this project was to consolidate two UK Manufacturing Sites into one focusing on best practice, resulting in one “Manufacturing Centre of Excellence” in Exeter. A key directive was to integrate the Communication and Access product facilities and create flexible flow within one area. ...read more     

Sector:   Electronic assembly

Size:       80 employees 

Region:  Devon & Cornwall


  

Sterling Industries Plc
Hydraulic valves components, valves and manifolds

To reduce the changeover times on the three machines in the chosen cell and therefore improve productivity in the machine shop area. ...read more     

Sector:   Miscellaneous

Size:       220 people employees 

Region:  Somerset


  

Summit Medical Ltd
Orthopaedic bone cement mixing devices and accessories and its wound drainage products 

After meeting with the team at Summit Medical, it was agreed that an opportunity for improvement to the business, lay in the cleanroom assembly processes for bone cement mixing units and surgical drain kits. The aim being, to improve the process, reduce cost and increase throughput. 
The cleanroom environment was a constraint as benches are an integral part of the unit with built in environmental control systems set into the floor.
No materials could be left in the workplace at the end of the working day. ...read more     

Sector:   Medical instuments

Size:       110 employees 

Region:  Gloucester


  

SWMAS
The South West MAS aim to help manufacturers achieve sustainable improvements in operational and strategic management performance.

The agreed format was to hold three “Flagship” Events in April, October (2005) and February (2006) interspaced by two groups of five Site Visits, covering all aspects of Lean Manufacturing and different stages of Implementation.

It was also agreed to have participants to the site visits complete a Plant Managers Report whilst at the site. How often have you sent people to visit a Company or show and then have to chase them for a visit report?
...read more     

Sector:   Miscellaneous

Size:        employees 

Region:  Gloucester


  

SWMAS
The South West MAS aim to help manufacturers achieve sustainable improvements in operational and strategic management performance 

The programme used a practical workshop-based approach for developing effective shop floor Continuous Improvement Teams. As well as the topic workshops, the programme provided opportunities for the chosen teams to visit other factories within the group, encouraging networking thus providing measurable business benefits. Each company was given the opportunity to include up to 6 people in each of their teams.

...read more     

Sector:   Miscellaneous

Size:        employees 

Region:  Gloucester


  

SWMAS
The South West MAS aim to help manufacturers achieve sustainable improvements in operational and strategic management performance 

The focus is primarily on Advanced Engineering categorised SME companies with additional involvement of LE’s subject to availability. Delivery was organised to be undertaken on company premises thus allowing free and available access for observing practical applications. Thus the creation of learning opportunities will further enhance the student’s ability and change their approach to everyday working environments. ...read more     

Sector:   Miscellaneous

Size:        employees 

Region:  Gloucester


  

SWMAS
Foundation Degree in Lean Manufacturing and Processing

The first intake of Students comes from a variety of Companies, based throughout Devon & Cornwall. They have a common aim of exploring Lean principles in detail, obtaining a nationally acknowledged qualification and at the same time applying those principles back in their work environment to help improve their Company’s efficiency and profitability. ...read more     

Sector:   Miscellaneous

Size:        employees 

Region:  Gloucester


  

Symmetry Medical
Surgical Instruments

Symmetry Medical Cheltenham Ltd was based on the Kingsditch industrial estate Cheltenham but has now expanded rapidly over the past few years and are now located in a new facility 3 miles away in Bishops Cleeve. As part of the relocation project the management team identified an opportunity to improve factory layout and to introduce new ways of working. 

SWMAS were invited to a meeting with the senior management team to discuss their plans and present how they could help. It was agreed that prior to the move, process mapping on key products should be carried out to identify ideal product routing and that 5S training would be given to employees. A team was selected which included, team leaders, operators, quality engineer, production engineering. 
...read more     

Sector:   Medical instuments

Size:       45 employees 

Region:  Gloucester


  

Taunton Fabrications
Taunton Fabrications was founded in 1990 and has established itself as a leading provider of steel fabrication and architectural metalwork in the UK. Clients range from architects and multinational construction companies to schools and universities. Recent projects have included glazed canopies and railings for the Palace of Westminster and Westminster Hall. 

Part of the SMP programme ...read more     



 Download case study

Sector:   Building / Construction

Size:       45 employees 

Region:  Somerset


  

The Bay Tree Food Company
The Bay Tree Food Company manufactures a range of award-winning chutneys, sauces, marmalades and pickles.

...read more     



 Download case study

Sector:   Food & Drink

Size:        employees 

Region:  Somerset


  

The DEZAC Group Limited
The Dezac Group has established itself as one of the leading manufacturers of health, beauty and fitness products worldwide, under the Rio brand. Their products are used and enjoyed throughout Europe as well as in Japan, America, Australia, South Africa and many other countries too. The enthusiasm and support for Rio has enabled the company to develop a range of complementary products each offering something different to the user.

Historically the product had been assembled in one area of the factory and packaged in another.

The product was assembled by a team of operators that each built a unit from start to finish in one operation. The completed assembly was batched up and transported to the other end of the factory, where a separate team of operators packaged the product prior to placing in stock for despatch.

Typical output per day equalled about 600 units, but customer demand often out stripped this level causing late orders and increased pressure on the factory to keep up.

As a fashion and beauty product, Laser Hair Remover is susceptible to large seasonal variations in demand. The business was concerned that it would not be able to meet the projected demands for the winter season, including Christmas of 2006.
...read more     

Sector:   Medical instuments

Size:       125 employees 

Region:  Gloucester


  

Thorn Cycles Ltd
Adult bicycles and tandems

There were two parts to the project:

1. To help introduce a culture of continuous improvement in bike assembly through employee development and training in lean manufacturing techniques.
2. To take part in the SWMAS strategic management programme to review the current business strategy and develop the existing business plan
...read more     

Sector:   Consumer / Retail

Size:       34 employees 

Region:  Somerset


  

Tracklements
Fine accompaniments for food - Chutneys, Pickles etc.

To introduce a focussed multi-disciplined team to the concepts of Lean.
Identify Non Value Adding (NVA) activity and reduce.
General 5S, Visual Management and workplace organisation throughout.
Communication and team involvement techniques.
Changeover reduction.

Key focus on line balancing to improve productivity. ...read more     

Sector:   Food & Drink

Size:       50 employees 

Region:  Wiltshire


  

Trio Skips and Hooks Ltd
Manufacture and design of dry waste collection vehicles.

The South West MAS worked with the senior management team to look for further ways to improve manufacturing throughput. Together, we identified an opportunity to improve the flow of product through the facility. The key aims were to reduce the levels of inventory, to introduce flow kanbans, develop supplier controlled kanbans for consumable items, e.g. nuts, bolts, washers. ...read more     

Sector:   Industrial vehicles

Size:       110 employees 

Region:  Gloucester


  

TWB
uPVC Windows, Doors & Conservatories

Review current layout and organisation, applying Lean Manufacturing principles to the workplace. Involve everyone, focus on shop-floor process and use Continuous Improvement to introduce Culture Change. ...read more     

Sector:   Rubber / Plastics

Size:       24 employees 

Region:  Devon & Cornwall


  

Ultra Electronics
Contact Electronics Manufacturer

To reduce the changeover time on one of the key machines and kick start a continuous improvement programme. ...read more     

Sector:   Electronic assembly

Size:       250 employees 

Region:  Dorset


  

Vi-Spring
Premium Beds – “Handmade Like No Other Bed”

The South West MAS approached the Plymouth Manufacturers Group offering members the opportunity to take part in a business improvement programme employing “Root Cause Problem Solving Methods” on a project of significance to the company. Vi Spring participated with two other companies in the three month programme. The programme culminated with each company presenting their projects to their senior management team, indicating the savings achieved and on going action plans.

...read more     

Sector:   Miscellaneous

Size:       180 employees 

Region:  Devon & Cornwall


  

