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It should be evident that total quality management (TQM) is a
tool that can be used in isolation, achieving results in its own
right. TQM is an ideal that may never be attained, but it should
be our intention to get closer and closer to the optimum. Like
TQM, just-in-time (JIT) is also an ideal, the holy grail in this case
being stockless production, but, unlike TQM, installing JIT in
isolation is potentially very dangerous. The route towards JIT is
therefore one that must be planned and understood if we are to
avoid costly and potentially disastrous errors.

HIT is most commonly applied to the
manufacturing sector and is used to
describe management systems that
attempt to reduce inventory carrying
costs by using a pull-directed system,
reducing work in progress and lead
times to practical minima.

As the title of this article implies, 1
am not going to discuss JIT as a
management tool. What I am going to
consider is the framework or phil-
osophy that has to be set into place
betore JIT can be adopted within our
industry sector.

The road towards JIT.

HT is not a tool whose appeal is limited
to manufacturers. If we reduce the
concept to its basics, i.e. having only
the right product, in the right place, at
the right time with consistent quality,
its appeal is universal to all parts of the
supply chain. In the economic climate
of the 1990s the costs and risks of
carrying or creating excess stock in any
part of the supply chain should be
focusing the imaginations of manage-
ment at all levels.

Not only is JIT a valid tool across the
entire supply chain, Kurt Salmon
Associates” perspective is that for the
benefits to be maximised within the
textile and apparel sector, its use
cannot be limited to one section of this
chain. In the struggle against low-cost
imports, the responsiveness of the JIT
concept should be the source of
competitive advantage for the UK
manufacturing base.

That this is not currently the case
was brought home to me forcibly by a
retailer with whom [ was speaking

recently. He purchases his suits from
Europe on the basis that the lead time
for repeats is five times shorter than
from his alternative UK suppliers, 1
have no knowledge of whether the UK
suppliers are invalved in JIT, but if
they were, they would be operating in
isolation from the requirements of their
customer base. For them any reduction
in inventory would result in a reduc-
tion in responsiveness to changes in
demand. The dangers of this can
outweigh the benefits.

If you are supplying a product and
making to order, JIT would dictate that
you maintain minimum stocks of raw
materials. These are then fed through
into work-in-progress only as directed
by the pull of orders. This is fine in
theory.

If you are in a business in which
demand is relatively constant or
predictable, the application of JIT to
the manufacturing sector alone can
bring great advantages: the Kaithan
system operated by Japanese car
manufacturers is a prime example of
how elements of JIT can bring rewards.
Kanban means using a ‘visible record’.
Under Kanban no raw material is
provided until a visible record, such as
an empty container, is provided.
Kanban is a very ‘sexy’ subject in
manufacturing, perhaps because it is a
simple piece of jargon to hit our
colleagues on the head with and prove
to the world that we are well versed in
modern manufacturing theory. How-
ever, it is just one possible element of
JIT manufacturing. Quality manage-
ment, reducing inventory and reducing
set-up times are equally important if
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less exotic sounding!

However, in a sector such as textiles
and apparel, the problems of forecast-
ing demand bring dangers to the use of
JIT that make close liaison with other
parts of the supply chain not just
desirable but essential. Supposing, for
example, that you receive an unexpect-
edly large order. The rules that you
have set your raw materials suppliers
{who may also be attempting JIT) may
mean that you are unable to fulfil the
order in the requested time. JIT will
then have cost you money rather than
saved it. The queston that this raises is,
‘How can we get the benefits of JIT
without shooting ourselves in the
collective foot in the process?’. The
answer is ‘communication, cooperation
and trust’. Another phrase that is used
to encapsulate this answer is ‘quick
response’ (QR). If we are to move
towards maximising the benefits of JIT
manufacturing, it can only be through
the medium of QR.

10 the UK retailers sailed
through the boom of the mid-
1980s with other things on
their mind than inventory
management. In the hostile
climate of the early 1990s the
emphasis is now falling on
control. 7

The concept of QR entails the
sacrifice of short-term individual
advantage in the interests of long-term
collective advantage. Until recently the
typical reaction to such a proposition in
the UK has been a degree of cynicism.
However, the quantifiable benefits that
have accrued to companies in the US
who have adopted QR as an approach
should lead us to review our action.

In the remainder of this article [
wouid like to illustrate why QR
provides the necessary framework
within which JIT benefits can be
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achieved and maximised. QR is a
philosophy. JIT is a tocl that relies on
the QR philosophy to be fully effective.

A definition of quick response

QR is a mode of operation in which a
manufacturing or service industry
attempts to provide products or
services to its customers in the precise
quantities, variations and time frames
that they require. The objective is to do
this on a continuous basis with mini-
mum lead times and risk, while
retaining maximum competitiveness
and flexibility. This sounds like the
definition that [ previously gave of the
goals of JIT. This is intentional! JIT is a
subject of the QR philosophy.

Will QR make your jobs easier or
produce better results?

In some respects it will make your life
more demanding because it will entail
stricter disciplines and increased
communications, but it will produce
better results. The kind of results that
you might expect to see replicated
along the supply chain are dramatic
improvements in turnover and sales
combined with an increased service
level to the customer.

Nevertheless, almost nobody is
applying the QR philosophy in the UK!
Typically in the US the initiative for QR
projects has started at the retail end of
the chain. In the UK retailers sailed
through the boom of the mid-1980s
with other things on their mind than
inventory management. In the hostile
climate of the early 1990s the emphasis
is now falling on control, and it cannot
be too long before our major retailers
sit up and take notice of the results
achieved by some of the major US
retailers and their suppliers. These
companies have shown a willingness to
take creative approaches to long-range
planning, supplier selection and
relations, distribution, transportation
and handling, and the reporting and
control necessary to manage merchan-
dise once it is in the stores.

It is likely that QR will begin to
achieve momentum in the UK once its
benefits are perceived by one or two
major retailers who are in a position to
invest in the technology required, and
who will then select their suppliers
according to their readiness to cooper-
ate with the requirements of QR. The
adoption of QR by the manufacturing
sector will thus become an instrument
of survival and maintenance of com-
petitive position within this sector. This
is not to say that manufacturers should
feel that they are coerced into the QR
arena. There are advantages for

everybody. The point that I would
make is that the momentum in the US
has historically come from the retail
end.

Why should manufacturers want to
get involved?

The whole philesophy of QR is that the
benefits will only fully be realised if all
sectors of the supply chain are actively
involved in the process. Under QR,
inventory should not be viewed as a
hot potato, something to avoid being
stuck with.

QR tends to result in the production
of wanted saleable merchandise;
inventory is not created until orders
and reorders are placed - just-in-time.
The element of cooperation that lies at
the heart of the QR philosophy is what
reduces the dangers of JIT and allows it
to become a valid management method
in our own sphere of activity. The
reduction in inventory also has a
further benefit in that it can highlight
inefficiencies in many areas that are
currently hidden. It is like reducing
the level of a river and exposing
the rocks that lie beneath the
surface. Here we return again
to quality management. There
is little point in exposing
these rocks if all
we are going to  _3ji* ;
do is to steer 3%
round them.
Once the
production
director loses
his security

Week of 25 January 1991 the question
‘Do retailers exert too much pressure
on the supply chain? was asked. The
general conclusion was ‘No'. It should
be admitted that the respondents were
drawn from the retail sector, but
certain comments are interesting in the
light of QR and JIT. Allan Sayers,
director of the Menswear Association
of Britain said ‘I am convinced that
they {independent retailers) will
always want to work together with
manufacturers to the maximum mutual
benefit’. lan Oliver, chairman of the
Oliver Group says “In the footwear
industry I do not believe that in
general the question applies. It must be
in the retailers’ interest to cooperate
with suppliers through mutual under-
standing’.

But doesn’t it take time to create
inventory?

Under the current system, plagued by
delays and inefficiencies, maybe. We
are used to long lead times, waiting,
duplicated

blanket, it

becomes

more

important

than ever

that the

inventory ’/)@% i

that is Ll SIS

produced

is free from "4 think hes taken ﬂ/lg’ mee{ing we had
defect. TQM about Just-InTime to heart ”

thus becomes an
essential part of JIT.

Won't retailers will just push the
inventory risk further up the supply
chain?
Yes, that risk exists, but a professional
retailer is aware that this is not an
economic solution. Your increased
costs are inevitably passed on to him.
Savings made by both parties through
OR should result in lower cost of
finished goods and lower carrying
costs, and therefore greater competitive
strength along the whole supply chain.
In the Counterpoint section of Retail
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effort, inaccurate planning and
adversarial relationships.

Most of these problems disappear
when our current push-through supply
chain becomes a pull-through system,
with the right merchandise being
drawn through the pipeline more
rapidly in response to better informa-
tion about consumer demand.

What sorts of information? Who
generates it? How is it used?

Many items and types of information
are exchanged under QR. The common



denominator here is that the informa-
tion is designed to help everybody
along the supply chain to react more
efficiently to what the consumer wants.
It must be guality information.

The most important type of data is
sales information. This helps the
retatler and suppliers to plan ahead
and respond quickly to the market
place. For the retailer sales data act as
the basis for reorder and mark-down
decisions. For the manufacturer such
data give vital information for produc-
tion planning and material require-
ments planning (MRP) decisions.
Other types of information that might
be exchanged include:

* pre-season style testing to pick
winners before making commitments

* pre-season range plans at SKU level.

* in-season forecasts of sales and stock
requirements.

The objective of sharing this infor-
mation is to persuade retailers and
suppliers to operate on the same
wavelength, to share objectives, and to
facus on getting the proper assortment
on the sales floor when the customer is
ready to buy. If you use the informa-
tion properly you should be able to cut
the time between order and despatch
of merchandise on both initial orders
and reorders because your own
suppliers will be ready to provide you
with your own raw materials in the
quantities and time-scales you need.

How much time is saved will depend
on your current relationships, but
typically experience in the US indicates
that initial order lead time can be
reduced by 30% or more. In-season
reorders, which may not be possible at
all today, can be programmed so that
retail outlets can receive frequent
shipments of best-selling lines. This
means that manufacturers are making
what the retailer knows his customer
wants. Goods will be called from vou,
the manufacturer, as they are pro-
duced, and neither you nor he will be
holding or servicing interest on large
stocks of inventory.

Pilot studies in the US indicate that
the typical apparel cycle time of about
66 weeks from the fibre at raw material
stage to the garment at store stage
comprises about 11 weeks of actual
work in progress and 55 weeks slack
storage time. Whilst it is impossible to
get rid of this slack in its entirety, it has
been shown that using quality manage-
ment and industrial engineering
techniques the pipeline can be reduced
from 66 to about 46 weeks. It can be
further reduced to a surprising 21
weeks by the full use of available

technology, rapid and open informa-
tion exchange up and down the

pipeline, and close, trusting partner-
ship between suppliers and retailers.

There is a substantial investment
required in EDI technology by all
parties and in EPOS equipment by
retailers to achieve the greatest ben-
efits, and so that buyers and suppliers
can be kept aware of real consumer
demand. Those of you who deal with
the larger retailers may well be some
way down the investment trail already.
The issue at hand is not so much
whether to invest in this technology,
but how to maximise the benefit of the
investment.

Better information allows commit-
ments to be made for less of the
season’s total expected sales before the
season begins. This means lower mark-
down on those lines that do not
perform as expected. Buying decisions
are better when made closer to the
actual selling window because infor-
mation is more accurate.

The benefits of smaller initial orders
and more frequent reorders include
lower mark-down, faster stock turno-
ver and increased return on investment
for retailers. In one of Kurt Salmon
Associates’ pilot projects covering
women’s blouses this approach yielded
a 100% increase in turnover. Merchan-
dise is being replaced in seven to ten
days. Weekly reorders by stores at SKU
level enable the buyers to reforecast by
SKU. The transmission of such fore-
casts benefits manufacturers, who are
able to revise their production plans
and be ready for future reorders.

Does QR vary in its requirements
across different types of business?
There are three different types of
business; QR means something
different to each type.

Firstly, there are those selling basic
merchandise with year-round predict-
able sales patterns. For this type of
business improvements can be gener-
ated through computerised SKU level
replenishment systems in which the
manufacturer is able to deliver mer-
chandise to the retailer in as little as
one week from the date of reorder.
Secondly, there are those businesses
running two to four seasons a year, in
which better forecasting of stvle
preferences, smaller initial orders
closer to the season, and in-season
reorderability are the objectives.
Thirdly, there are true fashion busi-
nesses, in which QR means retailers
working more closely with manufac-
turers so that sales data form the input
for subsequent styling decisions.
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Is it simply a question of altering our
current systems?

Those of you who have experience of
implementing TQM, JIT or any of the
other modern manufacturing tech-
niques will already be aware that their
implementation requires changes that
are as much cultural as they are
procedural. All change has to be
managed. New ways of doing things
require new attitudes. It is not suffi-
cient to create a set of instructions and
expect them to work. A planned
programme of implementation that
identifies problem areas and confronts
them is a prime requirement in the
unfreezing of current frames of
reference and the creation of new ones.
It is not an easy process, but it is
worthwhile.

It should also be stressed that the
change is not merely internal. The
major challenge is forging the new
relationships between retailers, manu-
facturers and sources, and establishing
the climate of trust that is required.

To conclude, JIT in the textile industry
should be seen as one element of a
broader strategy. This strategy should
encompass goals that are common to
textile sources, manufacturers and
retailers. The primary goal is to reduce
inventory carrying costs by the effec-
tive pooling of timely, relevant and
accurate information.

JIT is a philosophy, but it is also a
system. Like any system it is only as
good as the information that drives it.
The more accurate and useful the
information that feeds it, the greater
the benefit that can be gained.

In the textile/garment manufacturing
area JIT stands alongside or incorpo-
rates such elements as quality manage-
ment, MRP, Kanban and manufactur-
ing resources planning (MRP II). On its
own it is of limited value. As part of a
strategic plan it has great potential.
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