


chain. Here are a few simple steps to
get started:

1) Examine your flow of 
information: Have you created an
Office Value Stream Map to see the
information flow? Office functions
often eat up from 70% to 95% of the
time that goes into manufacturing a
product. This also includes informa-
tion flows of and communications
with your supplier. Can you eliminate
transactions by using web based
communication or EDI? 

2) Examine your flow of 
product: Have you conducted a
Value Stream Map (VSM) to see the
product flow?  The VSM will help you
find bottlenecks in the flow and reveal
problems that may be traced back to
your vendors. Do you use Pull/Kanban
to replenish material? Pull/Kanban
provides a systematic, routine way to
re-supply what you need when you
need it originating from signals on the
factory floor.

3) Review and improve your
purchasing practices: There is a
lot of potential waste in purchasing.
Of course, Lean can also be applied to
purchasing functions. For example, a
Lean purchasing department’s Buyers
spend their time on strategic supplier
development, not on replenishing
purchased items.

4)  Evaluate your suppliers and
select top performers: How do
your major suppliers compare on
price, delivery, quality, responsive-
ness, etc.? You may have other criteria
that are critical to your business or
industry to add to this list. How does
each of them stack up? Designate pre-
ferred suppliers based on a compari-
son of key criteria and reward them
with your business. 

5)  Examine and upgrade your
logistics: Do you use a carrier or
your own truck? How often? Could
you or your suppliers use different
methods to ship and get better results
for less? Depending on the cus-
tomers’ needs you may find that con-
solidating deliveries or expanding the
number would work better. 

One key to this effort is closer com-
munications with your suppliers.
Suppliers need to know what you
expect so that they can help you meet
your customers’ needs. Without a
clear understanding of these needs,
your suppliers will be guessing and
filling in the blanks. In turn, you also
want quick feedback and responsive-
ness from your suppliers. If there’s an
issue with a part or a problem
meeting your requirements, you want
to know right away instead of days
later.

Working to improve your supply
chain will also provide you additional
benefits. As you improve speed of
delivery and shorten your supply
chain, you create a competitive
advantage against overseas competi-
tion. Speed of delivery is one thing
foreign competitors cannot match
with their extended supply chains. In
addition, if you are closer to your sup-
pliers, you can take care of problems
more expeditiously and make
changes quickly. These advantages
grow from an improved supply chain. 

VCM allows you to see your supply
chain as an extension of your busi-
ness. Using Lean tools, you can
address specific bottlenecks and
issues in your supply chain. Without

VCM, you are denying your business
the opportunity for more dramatic
improvements and future success.
Don’t hold your operation back
anymore.
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You’ve been doing Lean for a while and
made great strides internally. But now
you’re noticing your suppliers need to
catch up in order for you to make
further leaps ahead. It’s time to look
outside your own factory walls and
upgrade your supply chain. 

Value Chain Management (VCM), an
effective method for supply chain
improvement, is not just for the large
OEM’s. Even small and midsize manu-
facturers can benefit from the basic
concepts of supply chain improvement.
There are significant financial results to
gain from VCM without substantial
capital investment including: 

• Increased operating margins

• Improved asset turnover

• Increased return on assets, while 

• Increasing cash conversion effi-
ciency

VCM starts with seeing the supply
chain as a whole and balancing trade-
offs between key areas: inventory,
transportation, facilities, and informa-
tion. And it’s not rocket science. Many
of these benefits can be gained by
applying the familiar Lean principles
that you already know to your supply
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Product: Cookie Cutters

Number of Employees:14

Years in Business: 16

Location: Rutland, VT

Situation
Ann Clark Ltd. manufactures high
quality cookie cutters sold in retail gift
stores and produces custom shapes for
corporate marketing campaigns and
promotional products. The designs are
the brainchild of Vermont artist Ann
Clark.  Her son, Ben, and daughter,
Elizabeth, are the driving forces behind
daily operations. They wanted to free
up cash by reducing inventory and use
their capacity for producing to cus-
tomer demand.  With intense overseas
competition, they recognized the need
to modify operations, so they turned to
the Vermont Manufacturing Extension
Center (VMEC) for assistance imple-
menting Lean Manufacturing 
techniques.

Project/Solutions
Anne Clark maintains an ongoing rela-
tionship with VMEC who has provided
support to the company on multiple
levels.  When contemplating a signifi-
cant change, they contact their VMEC
Professional Manufacturing Advisor to
discuss pros and cons.  Anne Clark is
also proactive about attending VMEC
workshops, and they usually send at
least two employees to a workshop so
they can discuss new ideas and con-
cepts and how they may be applied to
their business.
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Jan 4 Lean Office101 Chester

Jan 11 Office VSM Burlington

Jan 18 Lean 101 St. Albans

Jan 24 Lean 101 Chester

Feb 8 Lean Office 101 Burlington

Feb 13 Set-Up Reduction Burlington

Feb 20 Lean 101 Lyndonville

Mar 15 Office VSM Middlebury

Mar 29 Total Productive Maintenance Morrisville

Apr 4 Supply Chain Management Burlington

Apr 26 Lean 101 Rutland

In an effort to best serve the needs of Vermont manufac-
turers, VMEC may modify the above workshop schedule.
For the most up-to-date listing, please visit the VMEC web
site.

All workshops are $275 per person, which covers all
course materials, continental breakfast, lunch and refresh-
ment breaks. Through a working partnership with the
Vermont Training Program of the Department of Economic
Development, VMEC is pleased to offer a $125 discount to
Vermont manufacturers, reducing the workshop registra-
tion fee of $275 to $150 per person.

More information about our workshops can be
found on our website (www.vmec.org) or by
contacting our offices directly at 
802-728-1432.

Upcoming Public VMEC Workshops

Value Chain Management:
Getting Started.

1) Examine your flow of
information

2) Examine your flow of
product

3) Review and improve your
purchasing practices

4) Evaluate your suppliers and
selecttop performers

5) Examine and upgrade our
logistics

Supply Chain Terms
Supply Chain (or Value Chain) – all businesses and processes that are part of man-
ufacturing a finished product from raw materials to end-user (typically consisting of
an OEM, 1st Tier suppliers, 2nd Tier suppliers, and so on).

Value Chain Management – an improvement method that cuts down waste (non
value-added activities) in a supply chain (reducing MCT) by applying Lean tools.

OEM (Original Equipment Manufacturer) – producer of the finished product, last
manufacturer in the supply chain before the end-user.

1st Tier Supplier – direct vendor of OEMs usually providing assembled parts or
major components in the value chain of a product.

2nd Tier Supplier – sub-supplier or vendor to the 1st Tier suppliers in the value chain
of a product.

Manufacturing Critical Path Time (MCT) – the typical amount of calendar time from
when a customer order is received through the critical path until the first, single
piece of that order is delivered to the customer.

Logistics – systems and infrastructure that transports and delivers food and sup-
plies for the value chain of a particular product.

Success Story: Ann Clark Ltd. Uses “Lean”
Concepts for Customer Delight

 




