
The pharmaceutical industry faces countless challenges: 
patent expirations, weak product development pipelines, 
downward pricing pressure and an increasingly 
burdensome regulatory environment. The most important 
question for companies is now “How can we position 
ourselves optimally to be successful in the long term?”

Some pharmaceutical companies used the economic 
downturn in 2009 to embrace measures in the fields 
of cost reduction and efficiency increases, which can 
be implemented at short notice. The continuous and 
consistent implementation of sustainable measures that 
guarantee stability and form the basis for future growth 
was not necessarily paramount within this.

An optimal start – with customers’  
best interests in mind
Efficient business processes can guarantee both a high 
level of quality and short lead times between production 
and distribution. In this context, a growing number of 
pharmaceutical companies are also using Lean and Six 
Sigma processes to manufacture according to customer 
demands and in a cost-efficient manner.

TBM Consulting Group helps these companies to 
identify and efficiently exploit sustainable turnover 
and productivity growth potential. The aim is to best 
coordinate the use of resources and information flow, 
and to optimize costs. Customer needs can thus be 
dealt with individually and according to demand. 
Existing resources form the basis for growth as well  
as for product and service innovation.

Support from management in addition to the desire to 
communicate openly and to be proactive are decisive to 
a successful start. This includes the systematic assignment 
of responsibility to all employees. TBM Consulting 

recommends consistent orientation of all activities to  
the customers and to demand. This means:

•  Reliability and quality: products are made available on 
schedule in a consistently high quality

•  Speed and flexibility: upward fluctuations in demand 
can be catered to at short notice (e.g. influenza 
vaccines)

•  Innovative power: products are regularly enhanced or 
newly developed

TBM Consulting usually begins the improvement process 
with a three-day strategy workshop for company 
management during which three to four breakthrough 
aims are defined for a period of one year and agreed 
jointly. These also serve as the basis for the definition 
of KPIs and as a reference value for the periodic 
reviews. A business assessment is then conducted for 
each location or company area; this usually takes one 
week. This comprehensive inventory and value stream 
mapping allows for potential for improvement, wastage 
and problem areas within the production and business 
processes to be identified, and for joint improvement 
measures to subsequently be prioritized. Measures 
with the greatest impact are selected first, meaning that 
direct costs can be reduced, or quality or performance 
levels significantly improved. The focus is always on 
the aspects of quality, costs, supply capabilities and 
safety. It is crucial that KPIs are defined and that these 
are reviewed and, where necessary, (further) specified 
periodically – in some cases on a daily or weekly basis. 
The increase in efficiency always covers the entire value 
chain, from the customer request/receipt of the order 
through to delivery.

In the following, criteria for success for Lean 
transformations will be outlined briefly using three customer 
projects from the fields of pharmaceutical and medical 
technology implemented by TBM Consulting Group.
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ConMed: Rapid integration of acquisitions
ConMed, a manufacturer of medical devices, frequently 
integrated inefficient and wasteful production processes 
into existing plants unaltered. The outcome was large 
quantities of work-in-process (WIP), high productivity 
losses and excessive stock.

Within a year of implementing Lean methods, 
productivity had been increased by 22 percent and 
floor space reduced by 66 percent. The work-in-
process could be curtailed by as much as 85 percent. 
Today there are no more than 24 hours between 
placing of an order and delivery. This has allowed for 
the relocation of production to China to be avoided 
and for the company’s competitive position to be 
secured. “We weren’t trying to get faster or save 
money; we were trying to become more reliable,”  
says Dave Johnson, Vice President of Global 
Operations for ConMed.

Roche: Excellence at the workplace 
speeds product release
Roche Pharmaceuticals, a manufacturer of active 
pharmaceutical ingredients (APIs), not only wanted to 
reduce the number of observations from the US Food 
and Drug Administration (FDA), but at the same time to 
also cut the product delivery times. 5S processes were 
introduced to improve cleanliness at workplaces and 
to standardize work processes. A clean and orderly 
work environment also helped enhance each individual 
employee’s sense of responsibility. Test schedules 
were reduced by around 65 percent and lasting 
improvements were made to communication within 
the team through the introduction of daily, weekly and 
monthly audits. Zero observations were made during 
the last FDA audit. KPIs and universal standards for 
processes and work equipment could be established 
and maintained with the help of kaizen. Tracy Taylor, 
Manager of Quality Control, summarizes the project: 
“We have been able to reduce the product test phase 
prior to delivery from 14 to just five days.”

Growth and demand-based production 
through Lean
An innovative biotechnology company, which 
manufactures products in the fields of metabolic 
diseases, autoimmunity and leukemia, was supported 
in its endeavor to handle higher demand more rapidly. 
Global growth was to be controlled through a faster, 
more efficient supply of a wide range of research-
intensive products. The supply of products was to be 
accelerated, production costs reduced and cooperation 
between locations optimized.

Vast increases in productivity were achieved in the 
space of just a few months: machine changeover 
times could be reduced by 75 percent, and the 
implementation of process enhancement measures 
allowed for the time required for product tests in the 
laboratory to be cut by 80 percent. Quality control 
lead times were also reduced by 40 percent, which 
greatly accelerated the supply of production batches. 
Furthermore, standard processes were defined and 
implemented in various different areas. The risks 
during production and storage of products, product 
groups and components have since been minimized, 
and these processes are also faster and more 
efficient. Successful product checks and tests could 
be guaranteed at the first attempt. Within a year, cost 
savings of 4.3 million euros could be achieved alone 
in Production at two European production sites.

Although this all seems very easy, every company 
that has attempted to implement a Lean program with 
moderate success will know that one is all too easily 
distracted by the daily performance requirements and 
reverts to old habits. The most difficult aspect here is 
primarily the change in mentality, which is the basis 
for lasting progress. What’s more, standards are to 
be introduced and maintained once achieved. The 
definition of KPIs and daily, weekly and monthly audits 
form the basis for lasting success. One thing is clear 
though: If it were easier to implement Lean techniques, 
everyone would do it and there would no longer be a 
competitive advantage.
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Driving Strategic Growth and Value through Operational Excellence 
TBM Consulting Group is a global consulting firm that drives rapid execution of business strategies to achieve 
significant growth in sales and earnings through operational excellence.  We work with clients to improve 
business performance by leveraging their investments and creatively engaging their human resources. 

Our clients achieve significant responsiveness and reliability for customers to achieve leadership positions 
in their categories. TBM clients leverage operational excellence to grow their bottom line, optimize total 
working capital, increase speed to market, and create significant value for associates and shareholders. 

Our consultants have ten to twenty years of operating management experience before joining the company.  
They work hand-in-hand with clients to transfer knowledge and provide a framework for a comprehensive 
performance improvement system to remove obstacles and achieve full potential. 

A key element of our LeanSigma approach leverages our Lean Six Sigma heritage evolved from Japanese 
lean management principles and the Toyota Production System (TPS).  

We know how growth and innovation can be realized in a targeted manner and support the following 
companies, among many others: AssaAbloy, Caterpillar, ConMed, EDS, Genzyme, Gilead Sciences, 
Heitkamp & Thumann, Linden, McCain, Nike, Roche Pharmaceuticals, Siemens T&D and WIKA.

Learn more at www.tbmcg.com. 


