FROM RECESSION to RAMP-UP

A PMAlliance Case Study

PROJECT PROFTILE:

Duration of Project: 15 Months

Number of Team Members:
Total: 122; Avg. Update Cycle:
48

Team Logistics: Midwest
(Michigan, lllinois, Indiana,
Ohio), Belgium, China, India,
Brazil, Mexico

General Managers Impacted: 5

Management Team:
Operations, Supply Chain
(Internal & External), 5 Facility
Managers, 3 Product Groups,
3 Purchasing Groups (Site,
Segment, Global)

External Suppliers: 54
Product Models: 46
Part Numbers: 112
Components: 80
Capital Equipment: 44
Machines

Functional Areas: 15

PROJECT SUMMARY

PMAlliance was asked to provide project management support for a major
manufacturing company who was undertaking the largest Supply Chain ramp-
up and re-alignment project in its history. This project involved several divi-
sions, five general managers, 15 functional organizations, 50+ external sup-
pliers, and 120+ team members who were from multiple worldwide locations.
In addition, the deadline date was aggressive and there were many logistical
uncertainties that made integrating the different work streams very difficult.
Finally, the cost for late delivery was over $500,000/day. PMAIlliance was
brought in to facilitate the development and control of an integrated project
management plan. This case study discusses how our Duration-Driven® plan-
ning approach, consulting support, and proprietary web-update and diagnostic
tools helped our client meet their project deadline and objectives.

“The thorough planning and disciplined execution of our project man-
agement plan enabled us to effectively hold individuals accountable for
their actions and resulted in achieving the targeted 60% [from 2010]

increase in production.”

Operations Manager

BUSINESS CHALLENGE
In 2008, a large Fortune 100 manu-
facturer was producing product at its
highest rate ever. Their supply chain
was executing on all cylinders, manu-
facturing and fabrication plants were
at capacity, and assembly operations
were stressed to their maximum
limits. The 2009 recession hit and
resulted in sharp drops in the volume
of manufacturing, fabrication, and as-
sembled units needed to meet market
demand. The extended supply chain
witnessed drastic disruption as exist-
ing orders were cancelled and suppli-
ers were forced to dramatically alter
their capacity in order to stay in busi-
ness. While in 2009 most economists
were projecting a slow U-shaped re-
covery, heavy manufacturing instead
experienced a rapid V-shaped recov-
ery beginning in 2010, with market
demand ramping up at a much higher
rate than expected. This “bullwhip”
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effect created huge stresses on all
areas of the value chain from rough
material resource availability through
fabrication and assembly capacity.

SOLUTION

At the beginning of the engagement
PMAlliance conducted sponsor inter-
views to gain an understanding of the
project scope, objectives and unique
challenges. During those interviews
we identified five elements that
needed to be present in order for any
solution to be successful:

1) Visibility: It would be necessary
to tie together functional groups,
product groups, production
lines, and facility executives into
one project plan, enabling un-
precedented visibility to the chal-
lenges facing the organization.
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2) Communication: It needed to enable a forum
where open lines of communication could identify
issues and resolve them in a consistent manner.

3) Accountability: It should ensure every team member
clearly understand their near-term activities and
execute them as promised.

4) Early Warning: There needed to be an efficient pro-
cess for team members around the world to provide
status updates on their tasks and, more importantly,
details about what was causing key activities to be
delayed.

5) Execution: It would require a process flexible
enough to adjust major work streams and execu-
tion strategies efficiently and frequently as the tim-
ing of existing suppliers ramping down existing ma-
terial channels were affected by delays in new sup-
pliers ramping up their capabilities. And, both
needed to be coordinated with the timing of new
machine installation projects coming online.

From there, we met with the project team to develop

a project charter and, following that, we developed a
high-level project plan to determine how the execu-

tion strategy would align with the desired target dates.
Over the next few weeks we continued to add detail to
individual functional areas of the plan, developed risk
mitigation plans, and synchronized all independent work
streams into one integrated project schedule. Within a
few weeks, we had all functional divisions, product lines,
suppliers, and facilities operating under a single project
plan, with one weekly report-out to management and a
comprehensive status memo to communicate progress
to the enterprise.

Over the course of the project, we learned that the ve-
locity of the project combined with its global scale was
causing the project plan to be continually in flux. Ty-
ing together functional areas within different operating
divisions of a global company, all with their own internal
agendas, created problems with driving accountabil-
ity. New, existing and interplant suppliers experienced
unplanned material delays that caused timeline disrup-
tions. Finally, tool manufacturers throughout the indus-
try were continually behind schedule and frequently
pushed out their promised delivery dates. All of these
items had a corresponding impact to the overall project
plan. Without a strong control process to catch these
issues early, and highlight the resulting impact on the
project schedule and production milestones, the client

would have experienced significant revenue losses. Be-
cause our web-based update system was easy to use,
we were able to keep the global project team engaged,
which enabled management to maintain their focus on
near-term issue resolution. The dashboards, control
presentations and report packages that PMAlliance de-
livered throughout the control process, helped to main-
tain the positive momentum throughout the project.

In summary, over the course of the project we pro-
gressed through six distinct phases:

1) Gaining alignment on the desired scope and objec-
tives of the project, as well as identifying any exist-
ing risks that could impact the project

2) Understanding, at a high-level, how to integrate the
different functional areas of the project into a plan
that was likely to meet the required deadline dates

3) Developing a detailed project plan that would allow
the team to tightly monitor progress

4) Incorporating contingency activities into the project
schedule to address identified project risks

5) Implement a pro-active control process to provide
an early warning system for schedule issues and a
framework for keeping the project on track

6) Utilizing executive dashboards to highlight the over-
all progress of the program

CONCLUSION

Companies that were successful in rebounding from the
2009 recession were those that were able to execute
their recovery plans successfully. Our client recognized
early that, in order to manage in a complex and fluid
economic environment, they would need a strong proj-
ect management system. As of December 31st, 2011,
our client had achieved their production goals which
represented a 200% turnaround from the low production
levels of 2009. Furthermore, they were able to stabilize
their supply chain by successfully opening new supply
channels and lessening the burden on their existing
suppliers. These strategic moves will enable produc-
tion levels to continue to increase another 30% higher in
2012. In the end, Management stated that the key to the
program’s overall success was PMAlliance’s involve-
ment in the project management process.

Today, the client’s production levels are higher than at
any point in their over eighty year history.

PMAlliance is an international project management training and consulting firm that helps Fortune 1000 companies improve the execution
of their mission-critical projects. Through its Duration-Driven® methodology, PMA/liance enables its clients to successfully complete their
most important projects—on time, within budget, and to the intended level of quality. Check out http://www.pm-alliance.com.



