
ProdCo is a large manufacturing company, based in South Africa, that provides products to 
the automobile and other engineering businesses.  Its markets are in South Africa and in 
other African countries.  The origins of the company lie in the early 20th century, and, in the 
last 30 years or so, it has grown both organically and by acquisition.  ProdCo has very 
strong engineering traditions and engineers are strongly represented among its senior 
management.

There is a main factory on the same site as the corporate HQ, and the Technology 
department is in the same location, along with Marketing, an engineering Laboratory and a 
Pre-Production unit  The Technology department looks after all R & D, while the 
Laboratory is used for testing new materials and product designs.  When a new product 
moves out of the development stage, it is generally handed over to the Pre-Production 
unit, where 'productionising' and final testing of the manufactured product is completed 
through a pilot production programme, before the product is handed over to 
Manufacturing.

The Technology department also has the brief for safety in all of ProdCo's locations, 
including offices as well manufacturing locations.  By default, all product liability issues will 
end up in the Technology department, although Marketing is involved as well.  These 
points are of increasing importance, with new legislation in South Africa and other market 
countries, on both employee safety and product liability.

Apart from the Main Factory, there are two satellite manufacturing units, both originally 
belonging to acquired businesses, and both located away from the Main Factory.

In recent years, there has been an increase in the demand for new products or variations 
on existing products from many of ProdCo's customers.  Until the last few years, new 
product innovation, and getting new products through the whole R & D process through to 
Manufacturing and on to the customer, has progressed reasonably smoothly and to 
schedule – and within budget.

In more recent years, there have been increasing numbers of over-runs on the planned 
schedules for getting new products to market, and the magnitude of the over-runs is 
increasing.  There are has been some actual loss of business as a result, and, more 
commonly, difficulties with important customers over the delays.

Every effort to track down and fix the causes of the problem has been met with at least 
partial failure.  These exercises always started with a review of the formal procedures and 
practices that were supposed to govern the process of getting new products through to 
market.  It was against this background that the Director responsible for Technology, (DOF 
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in the database), decided to commission a project to examine how the informal systems 
were operating, in respect of the overall NPD process.

The objectives were to identify where informal systems were enabling or disabling the 
NPD process.  The people advising ProdCo decided to broaden the scope of the informal 
systems database to include other, related processes where interference effects might be 
occurring that would, in some way, damage the availability and application of resources 
needed to make the overall NPD process work well. 

The required outcome was a series of actions that would remove the blockages to the 
overall NPD process working well, and reduce the time frames and costs needed to get 
new products into the market.

Outcome

It turned out that the root source of the pressure on compliance with protocols was one 
department in corporate HQ.  The source issue was less about the protocols themselves, 
and more about the the control mechanisms that were in place to ensure compliance with 
a variety of regulations.  All had been designed and established without input from 
operational people.

Review of other plots showed issues relating to R & D budgets, commercial safety and 
risk, resource allocation, reducing production costs and the resolution of operational 
problems which compounded the 'distraction from core business' issue.  There were major 
issues around the Main Factory and its management, (not a player on anything very much, 
except resolving operational problems), and the Satellite factories.

Control mechanisms related to the compliance issue were largely eliminated, by 
negotiation, and replaced with a 'zero references under existing legislation' policy, with 
accountability being firmly placed with each unit head.  The management team of the Main 
Factory tasked itself with both integrating more with Technology on key topics, and with the 
job of improving the integration of the satellite units.  New, market oriented business goals 
were used to drive resource allocation decisions, including the goal of getting new 
products to market on time.

Within months, new products were getting out of the door again, on time and within 
budget.


