
THE CHALLENGE
The client utilizes a complex machining process 
with aging machines coupled with a global supply 
chain. The layout of the facility does not enable 
a “line of site” production flow. Moreover, sixty 
percent of the part content has outside operations—
traveling 11,700 miles, thus resulting in long and 
unpredictable lead times. 
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Rapid Modelling Reveals Gaps in Supply Chain 
– Leading to Fixing Clients Delivery Issues
A CBS client machines complex engine components for commercial and military jet engines. 
This facility supplies critical-path final assembly parts and aftermarket spares inventories for 
worldwide distribution centers. For over 9 months, the company has not met customer delivery 
schedules and faces a potential increase in demand in 2021. The company is also under severe 
cost pressures as profitability and cash flow are falling short of desired targets.
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“ The Art of the Possible showed us that due to 

our part lead times, we were starving the supply 

chain with respect to standard WIP—we would 

never have caught up.” 
— Plant Manager 
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THE APPROACH
CBS’s first step was to complete its industry 
leading business diagnostic, the “Art of the 
Possible” (a capability model) tool, at the request 
of the engagement leadership sponsor. The 
sponsor had worked with CBS in another 
engagement with great success. CBS worked 
with site scheduling, production control, 
manufacturing technology and operators to 
populate the Art of the Possible tool and discuss 
day-to-day issues. This teamed approach 
provided all stakeholders in the process with 
an input on the future state improvements. 
Involving operators in designing the activities 
proved crucial to sustaining these improvements. 
CBS’s philosophy maintains it is critical for team 
success that each and every employee see the 
flow of value to the customer and be able to fix 
that flow before it breaks down.

The capability model revealed a very complex 
value stream, and the current operational 
system was not capable of meeting throughput. 
The model showed gaps and focus areas to 
develop the future state opportunities:

1)  Outside processing at suppliers drove a 
large portion of the standard lead time 
(almost 2X of in-house). 

2)  Two critical outside processors were not 
being supplied with standard WIP causing 
major schedule delays—7 parts below 
standard WIP requirements. 

3)  There lacked an opportunity to analyze the 
over and above time for critical machining 
operations that drive hours/unit. The first 
machine operation was 133% above 
standard hours. 

The transformation was executed by running 
Kaizen events that implemented that focused 
on reducing part lead time by:

•  creating standard work with an optimal crew 
to achieve throughput. 

•  training all existing and new operators on 
standard work and work cell requirements. 

•  cultivating work cell layout to ensure all tools 
for set up and dimensional checks were in 
the work cell. 

•  establishing a 5S program to sustain work 
cell improvements.

The Kaizen team also held a series of meeting 
focused on:

•  working alongside the plant procurement 
team to identify qualified suppliers closer to 
the machining operation. 

•  developing a technical supplier qualification 
schedule with the plant manufacturing 
engineering team. 

“ Creating standard work for our set 

ups to train new operators will be 

critical to our success.”
— Machining Leader 
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CONCLUSION
This part was a very critical component of the final assembly and overall company financials. 
Several prior improvement efforts had been attempted by the client with little success. Deploying 
the CBS capability modeling tool, “Art of the Possible,” provided the client a sustainment model to 
meet current and future demand requirements. The transformational roadmap focused on strategic 
and tactical solutions exclusively designed to meet recovery schedule requirements, future demand 
and plant financials. The key to this transformational success was partnering with operators to 
collaborate and share a common vision for success using the power of Kaizen. 

STATISTICAL RESULTS
•  100% improvement in part throughput, erasing a 9-month behind-

schedule condition (2 to 4 parts per month)
•  100% increase in monthly revenue by meeting scheduled demand 

($200k to $400k per month)
•  74% reduction in outside processing part travel by qualifying local 

suppliers (11,700 miles to 3,000 miles)
•  42% reduction in part lead time with a combined effort of localizing 

outside processing, implementing cellular workflow, standard work, 
standard work in process and optimal crew staffing (7 weeks to 4 weeks)
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Ready to optimize the transformation of your organization? We can help.
REAL BUSINESS CHANGE. FASTER THAN YOU THOUGHT POSSIBLE.

Our operational problem-solvers bring unmatched industry experience, creative thinking and a 
collaborative approach to every client engagement. Call us at 973-509-0110 x147 for a private 

consultation to learn how we can help you with your continuous improvement efforts.
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