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Road Trip to Targeted Pet Treats

By Bob Zaruta, President/CEO, NWIRC

February is National Pet Dental

Health Month! What could possibly

be the connection between this and
manufacturing, you ask? Well, it has to

do with one of my recent road trips. You
know from my
past visits and
articles featuring
companies just
how much | enjoy
road trips. From
scenic travel

to seeing the
processes and
technologies

in place and
having insightful
conversations with the people that make
the products we need and want. The road
traveled this time took me to Targeted

Pet Treats (TPT) in Warren PA, a company
playing an important role in business and
society. A company fueled by passion

and caring for the well-being of beloved
pets everywhere — and happens to be

the manufacturer =
of doggie dental
treats, among many
other products. TPT,
while behind the
curtains, is doing
outstanding work!

| walked away from
my visit at TPT and
my conversation
with Division
President, Greg Austin, with the analogy
in mind of Clark Kent and Superman.

Bob Zaruta
President/CEO, NWIRC

TPT is a contract manufacturer focused

on enhancing the lives of pets through
innovative pet treat solutions for better
oral, joint, and skin coat health. Pet health
is a growing concern for pet owners, better
said, pet parents. Dental treats, a strength
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of the company, continues to grow and
lead TPT to serve other trends including
demand for long-lasting chew products
offering healthy options such as grain
free-all natural and limited ingredient treat
products.

Being a contract manufacturer, much of
TPT's work is producing products for their
customers’ brand and private retailers,
although they did develop two
branded products of their own. Like
Clark Kent, they go about every day
with meaningful purpose, recognizing
opportunities, and working relentlessly
to excel at serving their customers with
the ultimate benefactor of the products
being beloved pets. Again, a true hero
behind the curtains outside of the
public eye helping their customer- the
Superman in the spotlight. TPT helps
customers through innovative solutions
to distinguish their products from their
competitors, to enhance and expand
their brand, and to make a difference

in the lives of pet parents and their
‘children’

During my visit at TPT, | experienced
strict health and safety protocols
including hair nets, gowns, and metal
detectors. | observed where investments
in automation are in harmony with an
embracing workplace culture, where
employees were friendly, happy,

and proud. | witnessed an engaged
workforce with a keen eye for detail

and a strong desire for quality work. All
are important ingredients for success
considering TPT, as a food manufacturer,
is under the auspice of the U.S. Food and
Drug Administration (FDA).

I loved hearing from Greg the emphasis
on the culture at TPT and how they
strive to make sure that the fit with
employees is mutually beneficial. TPT's
“Top Dogs”is an acknowledgement
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of appreciation for a job well done
presented to a few employees

every month. They host a variety

of special events throughout the

year involving employees and their
families including picnics, softball
tournaments, and group blood drives.

Feel good stuff is happening as a
normal course of business at TPT. Last
July, the company celebrated Tucker,
the chocolate Labrador Retriever who
alerted his owners to the escaped
prisoner Michael Burham, and led
Pennsylvania State Police to make the
capture. For his good deed, Tucker
received a year supply of Andy &
Audie and Chewsday treats, and a new
dog bed full of toys. No one escapes
the Clark Kent goodness at Targeted
Pet Treats.

4 Fundamentals
of Effective
Supply Chain
Management

by Chris Scafario, President/CEO, DVIRC

The relentless wave of disruptions in
workforce, logistics, and prices has
impacted all manufacturers, but it has
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been particularly intense for the smaller job shop doing
custom batch production. These contract manufacturers
may have limited connectivity within their business
operations and less structured planning, let alone resources
dedicated to supply chain management. They may have
operated for decades with such reliable inventories and
suppliers that it allowed them _
to follow the “have a hunch,
buy a bunch” approach to
materials.

Organizations thought they

were being lean by keeping

low inventories, but they were

not tracking lead times. Long-

time employees may have

retired without documenting

their ordering processes. So when delivery times

skyrocketed for their key materials, they found themselves

in crisis mode faced with:

«  Working around components that are no longer
available

«  Onboarding suppliers without going through vendor
qualification

«  Reporting an unusually high number of work-in-
progress mistakes

- Being forced to select lower-quality component options

«  Dealing with previously unchecked departmental silos
obstructing information flow

The 4 Elements of Supply Chain Management

Supply chains are among the highest costs for small
manufacturers and deserve more attention. Applying
structure to your supply chain and inventory

management is one of the easiest improvement initiatives
you can undertake. It won't be an overnight fix — it will take
time and effort. But it does not usually require a capital
investment, and you don't have to hire a bunch of people.
Here are four key areas with tools to help you develop
structured processes, measurements and accountability for
a resilient supply chain.

Inventory management and planning

Even a small company can have silos within its business
operations. Gaining visibility into your supply chain,
including your own operations, is critical. You should be
communicating frequently with your suppliers and
customers as lead times continue to fluctuate. But as things
change, how can you adjust to have the most control of
your inventory amid disruptions?

Here are three tools that will help you manage and plan:
*Supply chain self-assessment: A self-assessment should
provide an objective, end-to-end supply chain view
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including upstream (suppliers), internal (production) and
downstream (channels) visibility. It reveals a snapshot of not
only the organization’s current supply chain practices, but
also indicates areas of opportunity to create more robust
processes and a system to benchmark performance.

« Forecast accuracy: The new paradigm has demanded
even small manufacturers focus on integrating sales,
inventory and operations planning (SIOP) programs with
their budget and forecasting effort. This is a cycle of
demand planning, inventory analysis, and capacity
planning. For many shops, SIOP amounts to providing
structure where none may exist. The demand plan begins
with a forecast from sales, where the team reviews how

the projections align with company goals, the impact on
production capacity, and material requirements. Operations
may go back to sales and ask to validate the forecast, which
is confirmed or adjusted. This process is like the glue that
keeps the people of your organization together in order to
move in the same direction toward financial outcomes.

Inventory segmentation: Classify your inventory by the
ABC system. The ABC system is simply identifying your parts
with the greatest importance as “A” parts, and those with the
least importance as “C" parts. Depending on how items are
categorized, they will require different inventory manage-
ment practices. “A” items tend to flow through the operation
the fastest and have the most value. You should prioritize
your planning for those parts. The next step is doing regular
cycle counts to make sure your inventory is accurate. You
don’t have to do cycle counts at the same frequency for all
your parts. A suggested starting point is to count “A” parts
every month, “B” parts once a quarter and “C" parts every six
months.

Supplier relations and supply chain management

This not only reveals your vulnerabilities, but also begins
your staged planning. Focusing on integrating your SIOP
will help you with forecasting accuracy, but you will also
need to look at your suppliers. You should gather data

on every part you purchase since you can't improve what
you don’t know. Ideally, you will determine things like the
supplier’s lead time from order to arrival, and whether they
consistently deliver on time. You'll look at transportation
time, freight costs, quality of items, and whether each
supplier is agile and able to adjust to changes in schedules
or orders. The data will be invaluable in developing the rest
of your plan. Tools to help you in this area include:
«Supplier scorecard: It's important to evaluate suppliers in
the beginning of the solicitation phase and then
continuously evaluate their performance. This will help you
measure the effectiveness of each supplier. You want to
make sure that the supplier is still meeting your
expectations over time and discuss their performance
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with them frequently. Implementing a scorecard will help en-
sure that suppliers are performing to organizational
requirements and additionally allow for organizations to create
performance thresholds to trigger when to research alternative
suppliers.

«Total cost of ownership: Traditionally, the price of materials
and quoted information has been the primary data point for
evaluating potential suppliers. However, total cost of
ownership (TCO) offers a more complete perspective on the
cost of sourced material. When you calculate TCO, you include
overhead expenses, such as the cost of managing overseas
suppliers, the balance sheet (i.e., higher inventory costs), risks
including lost sales and poor customer experience, and other
external and internal business considerations. It is a more
integrated view that takes into account freight, tariffs and lead
time.

« Strategic sourcing matrix: This matrix will help you to create
efficiency and manage risk across all activities in your supply
chain. The matrix categorizes products in terms of profit
contribution and supply chain risk. Managing an efficient
supply chain requires an understanding of the total cost of
ownership and how it impacts your strategic sourcing process.

Finding and vetting suppliers

Finding the right suppliers can be a challenge for
manufacturers of all sizes, especially for resource-challenged
manufacturers who are occupied with their own day-to-day
operations. Manufacturers should seek to manage their

supply chain risk and move from reactive to proactive with
long-term contingency plans, second-sourcing to build in
redundancy, and researching their existing suppliers. A deeper
understanding of your suppliers can improve quality control,
flexibility and time to market, while lowering supply chain risk.
Here are two tools to help find and vet suppliers:

« Supplier scouting: MEP National Network Supplier Scouting
can be applied on a national, regional or local scale. By
leveraging extensive relationships and knowledge of

U.S. manufacturing capabilities, MEP Centers identify
manufacturers with specific production and technical
capabilities, and connect them with supply chains of other
companies and government agencies at no cost. Additionally,
MEP Centers identify and connect suppliers with purchasers,
responding to the specific needs of individual companies or
agencies.

« PESTLE analysis: PESTLE is an acronym for political,
economicg, social, technological, legal and environmental. This
framework looks at all the external factors that could impact
your suppliers, leading to supply chain disruption. Research
your suppliers to understand inherent risks associated with the
company and external factors. By examining how each of these
factors could positively or negatively impact your supplier, you
can better manage your supply chain risk.
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Prioritizing and planning

The old adage, what gets measured, gets managed is especially
true when it comes to your supply chain. Set key performance
indicators (KPIs) that keep your company, and your supply
chain, on track and moving forward. Small manufacturers who
have avoided or quickly responded to supply chain issues have
often found opportunities to increase their margins and grow.
Use the tools below to manage and measure your supply chain
improvement initiative:

« SMART goals: Many smaller manufacturers struggle to put
structure around how they target new opportunities or
initiatives. SMART (specific, measurable, achievable, relevant,
and time-bound) goals help align your team, and provide a
structure and pathway to a more resilient supply chain.

» Supply chain KPI analysis: Your company is likely already
tracking KPIs for certain business processes. The same
approach should be used to improve your logistics processes.
Your metrics should align with company priorities and may
include areas such as quality, innovation and on-time delivery.
It's always helpful to choose a small number of KPIs so you can
identify potential bottlenecks without getting overwhelmed
with metrics.

Find the original full article in Industry Week 11/7/2022.

Sidebar: DVIRC is facilitating a virtual Supply Chain 101
Series (no-cost for PA manufacturers) starting on March 27.
See nwirc.org/events for details.

Shane Cantrell Joins NWIRC

Shane Cantrell has joined NWIRC as
Operational Excellence Specialist.
In his role, he assists manufacturers
supporting their needs to become
more competitive through
continuous improvement,
technology advancement, and
workforce development initiatives.
Born and raised in Montana, Shane
has 15+ years’in manufacturing
operations management,
leadership, and lean transformation
with demonstrated ability to implement swift and

impactful business performance solutions. Shane’s work will
closely align with current mini-grant opportunities for
companies to implement smart manufacturing technology,
transform to a greener factory, and explore opportunities in
the new energy economy.

SMIRC
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» YOUR STRATEGIC BUSINESS ADVISORS

If you have questions, or would like to speak with the team at NWIRC about services, please contact
one of our Strategic Business Advisors (SBA) covering 13 counties of northwest and north central PA:

Tom Weible
814.590.5202

1 COLLEGE PLACE
Building Swift 256

DuBOIS, PA 15801
tweible@nwirc.org
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» UPCOMING EVENTS

PDCA Problem Solving

Feb 7: Corry

Learn basic concepts of problem
solving and root cause analysis
pertaining to the Plan, Do
Check, Act (PDCA) process.
You'll learn how to use PDCA
to define the problem, analyze
the problem, develop a plan to
fix the problem, implement the
solution, and conduct proper
follow-up.

Emotional Intelligence

Feb 13: Erie

Emotional Intelligence (El) is
the ability to perceive, evaluate,
and control your own emotions,
as well as read and respond

to social cues of others. Itis a
critical factor in successfully
coaching teams, managing
stress, delivering feedback, and
collaborating with others.

Lisa Dach
724.931.0728

HERMITAGE, PA
Idach@nwirc.org

ERIE, PA 16509

Andrew Idzik
814.217.6068

8425 PEACH STREET

aidzik@nwirc.org

Coaching:

Moving People Forward
Feb 27: St Marys

Leaders learn to flex their
approach to meet unique
individual needs of their
team and guide them to
successfully achieve goals. Use
simple, memorable coaching
techniques that involve
asking provocative questions,
connecting at a human level,
and energizing people into
action.
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First Class Mail
US Postage
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Blueprint Reading
Feb 29: Erie

Mar 7: St Marys

Strengthen the blueprint and
schematic reading skills of shop
personnel, operators,
engineers, and managers.
This course is designed

to help those who are using
blueprints and/or schematics
to make decisions, help

solve problems, and prepare
participants to be able to
effectively read and interpret
technical drawings.

For more information or to register for training, visit www.nwirc.org




