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Good Question!

A project was created
to complete sixty (60)
drawings for five (5)
man-hours each and
in atotal of ten (10)

days.

Bill took over the
project at the begin-
ning of Day 6 and
met with the team. They had been working
on one drawing at atime and had just fin-
ished twenty (20) drawings.

Following his meeting with the team, Bill
bumped into his new manager who revealed
that, in fact, the team had been taking six (6)
man-hours each.

The manager asked two questions:

1. “If | don't give you any more people,
when will you finish?’

2. “How many more people will you need
to finish on time?’

Bill thought to himself, “Good questions!”
How should he respond?

Answers below:
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N N E R S & M A N A G E R S

M SProject/Access | ntegration
by Steve Zaszczurynski, IMS

During the last three years IMS| has developed various applications that inte-
grated Microsoft Project and Access functionality. Our applications have im-
proved with experience and, especially, the recent releases of Access 97 and
Project 98.

A relatively seamless interface between these packages has been enabled by two
fundamental enhancements:

B A common programming language (VBA —Visua Basic for Applications)
M Project 98's ahility to save to and read from Access databases.

IMSI has used these enhancements on a recent Ford application.

What’sit good for?

The strategy allows each package to do what it does best: Project (schedule cal-
culations, schedule graphics) and Access (custom data maintenance and report-
ing). It avoids the need for cumbersome im/exporting or copy/pastes and pro-
vides:

B A single Accessfilefor al project data, simplifying file management/
backup processes and providing a single portal to all data for maintenance
and reporting.

M The ability to launch Project via pick lists of projects.

B A customized summary reporting capability in Access for all projects.

|

The ahility to link non-schedule datain Access (e.g. PMbase issues, deliv-
erables, part/tool lists) to schedule data (tasks) in Project.

B A multi-user capability allowing people to run reports while others edit the
same project.

B Aneasier path for upsizing Access databases to more powerful data en-
gines (e.g. Oracle, SQL Server).

Wheredoesit fit?

This integration structure fits well when you:

B Have multiple similar projects and wish to periodically add new onesvia
standard templates.
B Wish to maintain non-schedule data outside of Project.

M Have similar project data structures and wish to do multi-project summa-
rization.

M Wish to customize schedule and non-schedul e data structures and reports.
What are somerisks?

B Users can accidentally wipe out the entire database when saving new pro-
jects. (Using ODBC resolved this problem.) continued on next page
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B Performance degrades with larger pro-
jects greater than 50-100 tasks.

B Performance degrades when using cus-
tom Project datafields (e.g. Dates 1-
20, Text 1-20). (Better to use Access
to maintain additional data elements.)

Die Cost

The cost of diesfor body panelsisamajor
element of the investment cost of devel op-
ing anew model. Our field work corrobo-
rates other research that suggest that die
cost accounts for half the capital invest-
ment for anew model that uses existing
power trains and is produced in an existing
plant.

The cost of body dies depends on the aver-
age cost of adie and the number of dies
required to produce the body. Average
cost and total number of diesis determined
not only by die size and complexity, num-
ber of backup dies, and pattern of body-
panel partition, but also by manufacturing
capability asit affects two critical determi-
nants of die cost: number of “shots’ per
panel and cost of engineering changes.

Shots per panel. A sheet of steel istrans-
formed into a body panel through a series
of stamping operations, each of which uses
adifferent die (e.g., trim die, draw die,
flange-up die, and pierce die) to work the
metal in a particular way. The number of
diesrequired for agiven panel metal is
determined by the number of shots re-
quired to obtain the desired shape and
properties (e.g., strength). Through con-
tinuous improvement of stamping practices
—including operating practices, modifica-
tions to equipment, changes in the surface
quality of steel, and attention to lubricants
— better Japanese shops are able to use
large presses to stamp more complex dies
and still achieve a high level of machine
uptime and product quality. Theresultis
that atypical Japanese body stamping

plant needs only five shots (five dies and
five tandem press machines) to make a
complicated body panel (such as a quarter
panel) that would require seven shotsin a
typical U.S. or European operation. A
higher level of manufacturing capability —
in this case process control in commercial
production — can yield a significant ad-
vantage in development productivity.
Cost of an engineering change. If there
were no design changes, the cost of adie
set would be determined by the number of
dies and the labor, materials, and capital
involved in manufacturing them once.

But despite the best efforts of body de-
signers, prototypes almost invariably turn
up problems with fit, appearance, or
structural integrity that necessitate chang-
ing adie's design — sometimes severa
times.

In the United States, engi-
neering changes account for
30 — 50 percent of the cost
of adie; in Japan, such
changes account for at most
20 percent. Thisdifference
is attributable to both the
number of engineering
changes and the cost of mak-
ing changes, both of which
are lower in Japan.

The Japanese cost advantage comes not
from lower wages or lower material
prices, but from fundamental differences
in the attitudes of designers and tool and
die makers toward changes and the way
changes are implemented. There seemsto
be in Japanese firms atacit guideline,
subscribed to by designers and tool mak-
ers alike, that the cost of engineering
changes should be no higher than 10 — 20
percent of theinitial cost of thedie. In
the United States, by contrast, engineering
changes have been viewed as profit op-
portunities by tool makers. Some con-
tracts called for the die maker to charge
the auto company a pre determined fee
whenever an engineering change oc-

curred, without any guideline for overall
change cost. Under other contracts, the
price for changes was attended by a much
higher markup than that found in the origi-
nal contract price.

These differences in attitude also show up
in approaches to implementation. In
Japan, when adieis expected to exceed its
cost target, die engineers and tool makers
work to find ways to compensate in other
areas. For example, the die engineers may
allow deviations from the design in non-
critical areas that will enable the tool
maker to reduce machining and fitting
time. Even more fundamentally, the em-
phasis in the Japanese system on direct
working relationships between engineers
and long-term involvement helps to reduce
mistakes and rework and enables tool and
die shops to handle changes with fewer
transactions and less overhead. The
traditional supplier relationship in the
United States — arm’ s-length, adver-
sarial, short term, and bureaucratic —
gives rise to amore complex and ex-
pensive process because it offers less
incentive to adapt and cooperate.

Once again we see the power of man-

ufacturing capability, in particular the
power of manufacturing capability in
the Japanese supplier base. In both lead
time and die cogt, an integrated network of
highly capable tool and die manufacturers
creates a significant advantage for the
Japanese auto makers, which organize and
manage their own internal operationsto
capitalize on the capability of these suppli-
ers. The effect is a die manufacturing sys-
tem that in the very best firms produces
dies at half the cost and in half the time
compared to U.S. and European systems.

From Product Development Performance,
Manufacturing Capabililty: A Hidden
Source of Advantage By: Kim B. Clark
and Takahiro Fujimoto
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