World - Class Manufacturing


1. INTRODUCTION

World Class Manufacturers are those that demonstrate industry best practice. To achieve this companies should attempt to be best in the field at each of the competitive priorities (quality, price, delivery speed, delivery reliability, flexibility and innovation). Organizations should therefore aim to maximize performance in these areas in order to maximize competitiveness. However, as resources are unlikely to allow improvement in all areas, organizations should concentrate on maintaining performance in ‘qualifying’ factors and improving competitive edge factor.

Whatever techniques you use to assess and improve your competitive edge, the ultimate objective is to ensure that your sales force never needs to be afraid of any of your competitors.

             If you really want your company to be World Class in the future, you will almost certainly have to find ways of doing things better than you have ever done them before and not just in manufacturing, but also in every aspect of the companies business. Why this is so, irrespective of your companies past and present success.

2. THE MEANING OF WORLD CLASS

World Class means being the best in your field in the World. ‘Best’ can be in terms of:

· Product design and performance.

· Quality and reliability.

· Least Manufacturing cost.

· The ability to keep introducing innovative design more quickly than your competitors.

· Shorter lead-time and more reliable delivery performance.

· Customer service performance that makes your customers bends over back words to buy from you rather than from your competitors.

3. WORLD CLASS IMPROVEMENT TECHNIQUES

The principal techniques are

· Total quality management (TQM)

· Just in time (JIT)

· Lean production

· Teamwork & Continuous improvement

3.1 TOTAL QUALITY MANAGEMENT

‘Total quality management’ can be thought of as ‘quality creation’ approach in which every member of the workforce, from chief executive to shop floor worker is encouraged to accept personal responsibility for ‘getting it right, first time , every time ‘The total quality management (TQM)philosophy is based on detect prevention in place of traditional detect detection & correction, the concept being that customer will only get full value for money of this hidden cost of quality is eliminated.

To sum up the TQM philosophy follows a typical world-class approach. In that it requires the involvement of the whole workforce in attacking the waste (‘waste’ is usually defined as any activity that does not add value’) The key difference from the other techniques or philosophies is that while TQM encourages any actions that improve efficiency , it places particular emphasis on attacking ‘quality’ wastes i.e. the primary objective is to avoid errors by ‘getting’ it right first time’.

3.2 JUST-IN- TIME

The aim of the Just-In-Time approach is to provide a fast, reliable and flexible response to customer’s requirements at least cost and with minimum dependent on inventory. There is no specific set of techniques that comprises JIT: Any techniques or producers that helps achieve these objectives can be considered to be part of the approach, particularly if it attacks waste and involves the whole workforce.

JIT, like the other world-class approaches, aims to involve the whole workforce in attacking 'waste' where it differs is that JIT places particular emphasis on 'wastes' that affect stock levels and lead times. The  JIT process involves the progressive reduction and elimination of relevant wastes by exposing fundamental problems & and then putting them right once and for all, so that they don’t keep recurring, in contrast to the traditional solution of holding plenty of stocks to provide cover just in case things go wrong. The aim is to make production processes as simple as possible, with short throughput times, usually involving the introduction of cell manufacture and fast changeover techniques to maximize flexibility. In many uses this removes the need for complex and scheduling systems.

3.3 LEAN PRODUCTION

An approach originally developed by the Massachusetts Institute of Technology. Although similar in many respects to JIT, ‘lean production places particular emphasis on the importance of teamwork , on improving the flexibility of both equipment and people, and on maintaining a commitment to total quality’ .The aim is to provide a rapid and efficient response to meeting customers needs, while at the same time continually striving to minimize the resources needed to achieve this objective.

3.4 TEAMWORK AND CONTINUOUS IMPROVEMENT

The Japanese word Kaizen (The Japanese term for continuous improvement activities carried out by teams in the work place. In the west, Kaizen teams are usually referred to as 'quality circles' or 'continuous improvement groups') is sometimes used to describe a particular application of the teamwork approach. Each of the factories is encouraged to set up a Kaizen team, their objective being to attack any type of waste that they can identify in their own working area. Any one who works in that area can joint the group, but attendance is normally voluntary. The Kaizen approach therefore qualifies as a world -class technique because every one in the factory is encouraged to participate, the aim is to attack waste, and it is intended to be along term continuous improvement activity strongly supported by management. In practice, however, it is normally used as part of a wider world -class programme.

Working as a team member identifies hidden talent and provides a platform for developing leadership and presentation skills. Teamwork greatly improved co-operation between individuals & between department, as a result of their working together over many months as members of improvement teams which crosses functional & departmental boundaries

For continuous improvement in manufacturing to succeed .we need to improve our manufacturing efficiency at least as fast as all our competitors to survive. We really need to improve a lot faster than our competitors if we want to keep the job security and prospects for promotion that come from success.

4. FACTORS CONSIDERING BEFORE APPLYING THE TECHNIQUE

The process of developing the world -class strategy involves deciding:

· Where you are now, that is what product and services do you sell? Who are your customers? How are their needs likely to change over the next few years? Who are your competitors? How well do you perform compared to your competitors? What are your strengths, on which you can build for the future? What are your weaknesses, which might hold you, back? What other factors might intervene to help or hinder your progress, such as the world economic situation, political changes at home or abroad, and so on? This ‘where are we now?’ review is usually called a SWOT (Strengths, Weakness, Opportunities, Threats-analysis).

· Where you want to be, i.e. what do you see as your company’s mission? What product or services do you want to be selling and to whom, both in the short term and in long term? How do you want your company to be perceived by your potential customers relative to your competitors?

· What you have to do to enable you to get from where you are now to where you want to be.

 This all questions are arises in front of all manufacturers and this all questions can easily solved by using world-class manufacturing.

5. COMPETING IN WORLD MARKETS

Well-managed manufacturing companies have always recognized the need for continuous improve product design in order to attract more sales, or working out more effective way

of using manufacturing resources in order to reduce the cost or providing a better service to customers so that they are encouraged to give you more business.

This can be cleared by taking one example .  In this case a cars provide an excellent example that every one is familiar with. Early motorcars were individually built an expensive-only the rich could afford them. Henry fort realized that if he could find a way of cutting the cost of manufacture significantly, he could reduce the selling price of cars to the point where many more people would be able to afford to by them. When ford opened their first UK plant in Manchester in 1911, they were able to sell the car for £135, at a time when comparable British cars cost over £300 .Not surprisingly, the number of cars on the road increased rapidly, with ford by far the market leader.

The motor industry has continued to lead the way - most of the new ideas for improving manufacturing performance. The world trying to find ways of making cars both better and cheaper. As a result most families in the developed world now have a car and some have more than one. Many other industry have adopted similar techniques , so that the average home will be equipped with mass- produced goods, such as a washing machine, a television or a video recorder, all of which we take for granted today, but which would have been beyond the reach of the average family as little as 30 years ago.

In short , in the last few years the pace of change has been dramatically speeded up if we can responded positively, then we can turn this changing situation to our advantage by becoming a world-class manufacturer ourselves, opening up all sorts of new opportunities overseas in newly developed countries; if we fail to response, we may well see our traditional markets and customers steadily decline- and not just over as but in our home markets too.

This means that the level continuous improvement we have achieved in past years.
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Fig. 5.1 Productivity Improvement: pre-1950s.

Fig 5.1 shows how things used to be, before the ‘Japanese miracle’ started. Manufacturing companies in the USA and Europe led the world in industrial efficiency, with a steady improvement in productivity being achieved over the years. In those days, Japanese productivity levels lagged behind, and their products generally had poor reputation for quality. That started to change in the 1950s when a number of Japanese companies led by Toyota, set out to bring their performance up to the standards sets by the western world. Partly by visiting successful manufacturers in the west, and partly by following the technique of production expert.
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Fig. 5.2 Productivity Improvement: the 'Japanese miracle'

Fig 5.2 illustrates how this step change enabled them to over take their competitors in the west: Toyota, once just an ‘also-ran in the world automotive industry, become widely recognize as the most efficient volume car manufacturer in the world. And as if that wasn’t enough, once they had caught through their ‘step change’ improvements. The changes initiated by Toyota have spread to other Japanese manufacturers, particularly in the automotive and consumer electronics fields.

If we want to survive in world markets, we have to do two things:

· We have to make our own step change, to recover the ground we have lost.

· We need to speed up our rate of continuous improvement to make sure that we don’t fall behind again.

6. HOW TO BECOME A WORLD CLASS MANUFACTURES

For improving performance and to becoming world-class-manufactures following terms are use.

· Exposing fundamental problems and then putting them right once and for all, so that they don’t keep recurring.

· Striving for simplicity, because simple processes are less likely to cause problems and are easier to put right when they do go wrong.

· Reducing manufacturing throughput times, effectively replacing traditional batch production by as close as you can get to continuous processing through the use of cell manufacturing and setup reduction techniques.

· Improving supplier’s performance to stop material problems interfering with your ability to satisfy your customer’s requirements.

· Improving quality, because short lead times and lowers stocks mean that you no longer have the protection against things going wrong that you have been used to in the past.

· Improving labors flexibility through cross training, so that you can switch people between tasks to cope with the everyday ups and downs in customer's demands.

7. IMPORTANCE OF WORKFORCES (PEOPLE)


'World-class', is about attacking waste: the waste of people's time spend on tasks that do not add value; the waste that comes from not getting it right first time, every time ; the waste of holding inventory in order to overcome inadequacies in the way in which you operate; the waste of customer goodwill in failing to meet agreed quality standards or breaking delivery promises. This is all happened due to not making the best use of the skills and experience of all your employees.

People are the key to success. You need to listen to them, invite their ideas, and use their ideas.    This will mean empowering people: delegating responsibilities for finding better way of doing thing to those who are most closely involved with the problems and who will have to make the new ideas work, and then giving them the authority to implement their ideas. By applying this strategy we get the best result in shorter time.


The real benefits will come in the longer term as you start using your people more effectively than ever before, when barriers between departments breakdown as a result of the cooperation initiated through team projects, and when people find that managers listen to their ideas and actively encourage them  to implement the improvements they have through up. People are the key to achieving and then maintaining your world – class goal. If you forget this you may well gain some initial benefits, but in longer term you will fail to maintain your lead in increasingly competitive world market.


Finally most ‘experts’ would say that planning your strategy, involving people and developing effective systems are integral part of both the just-in-time and total quality approach. In all this aspect we discuss that people are the most important factor.

8. BENEFITS OF WORLD-CLASS MANUFACTURING

· Reduce lead-time.

· Reducing operation cost.

· Increase visibility to business performance.

· Reduce time-to-market.

· Satisfy customer expectation.

· Improving skill of the employee.

· More reliable delivery performance.

· Better design (e.g. appearance, packaging, features)

· Better quality.

· Lower initial cost.                 

9. CONCLUSION


To become a world-class manufacturer means striving to be the best in your field in the world, so that your sales force are never freighted off by any of their competitors.

Most manufacturing companies recognize the need for continuous improvement. A world-class manufacturer needs to go further, and make sure that all it’s efforts are continually directed at improving performance in the ways which it’s potential customers think improvement.


By using the world-class-manufacturing strategy. we can easily achieve our goal with in short span &  effectively.        

REFERENCE
Jim Todd  " World Class Manufacturing",  McGRAW HILL

www.mapics.com
www.eujapan.com






8                                                          Threshold - 2004


