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• Our client is a multi-national company, headquartered in the USA. They have a number of 
sites which are primarily positioned within the Pharmaceutical supply chain. This particular 
site has a total workforce of just under 140 and operates a 3 shift system. The site has been 
in existence for 14 years

• Our clients customers have a history of demanding ever increasing service levels. These are 
in the area of flexibility, reduced lead times and improved On Time Delivery (OTD). The risk 
averse nature of the Pharmaceutical Industry is to respond to errors with increased levels of 
inspection which in turn increases the burden of (Lean) waste on our Client. The result of this 
is two fold. Firstly the order fulfilment process tends towards lower performance and 
increased variability  and secondly the culture on the shop floor is one of complacency.

• We employed a 4 phase transformation model comprising  Mobilise, Diagnose, Improve and 
Sustain, with the bulk of the activity taking place within the Improvement Phase. The 
intervention designed to be narrow and deep around a single production line The 
Improvement phase was of 12 weeks duration and made up of 3 x 4-week PDCA Cycles.  By 
keeping the individual time spans short the Project Team members were able to manage their 
individual projects with great efficiency and to operate with short time scales.

• Line performance data was manually collected to an accuracy level of 5 minutes. Whilst the 
data collection was designed to be as easy as possible there was requirement to involve a 
significant number of line personnel to assist in the task. The collected data was transferred 
to “pareto” graphs every 24 hours. This developed a huge level of interest amongst the 
operators in “their line” and the sense of ownership developed from the first day.

• A large element of the improvement came from developing more capable machines. Primarily 
this was based on an inquisitive and experimental approach to improvement. There was great 
curiosity amongst the maintenance staff at all levels to “try something out” or “to wonder 
what would happen if…” In this way it was possible to conduct multiple improvement 
experiments based on PDCA in a very short time. Even if the longer term permanent solution 
took a little longer 

• OTD is up from 98% to 100% and is being 
sustained. 

• There has been a productivity 
improvement of 86% since the start of 
the Project 

• The 2 week backlog which existed at the 
start of the project has been completely 
removed

• Employees at all levels have become 
engaged in the task of improvement

• Continuous Improvement takes place 
within the working area. Data is collected 
live by the operators and plotted 
manually onto graphs. This allows for 
corrections or escalations to occur in 
real-time

Lean transformation in a small pharmaceutical secondary packaging site
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• Mobilisation was a 1-day intervention to provide Programme overview and plan out timing and resource allocation. Right from the outset we made clear the 
allocation required was 3-day per week average for the core team members.

• Diagnostic comprised a 5-day Big Picture Map with the core team to develop a common vision of the future based on an agreed direction and a collective view 
of the current state

• Implementation was made up of 3 x 4 week PDCA Cycles with consultant support for 3-days of each week. Through out the 12 weeks improvements were 
continuously ongoing but each PDCA Cycle had a particular theme.

• PDCA Cycle 1 – Stabilise: We introduced standards around ways of working, data collection and display and maintenance repair work so that we could clearly 
see where improvement activity should be focussed.  Coming out of this phase we had not achieved true stability but we had achieved sufficient to be able to 
identify and measure any improvements.

• PDCA Cycle 2 – Improve: We concentrated fully on implementing improvements in this phase. We had to overcome a cultural and industry standard resistance 
to change, particularly quick change. However the Mobilisation phase had prepared the Senior Team to rapidly and effectively support the project team in 
overcoming organisational barriers. Interestingly there was never a problem which could not be solved. The issues were always around the organisational 
resolve to make the changes.

• PDCA Cycle 3 – Sustain: The project based approach to improvement was morphed into a sustainable CI meeting structure linking the actions of the CI Team(s) 
to a management group and the Senior Team. Whilst the meetings are embryonic at this stage the linkages are made and the Senior Team have clear line of 
sight to the shop floor improvement activity. Line performance at a much more granular level was spliced into the daily production meeting. 

• Sustainability continues through the calendared meetings and the regular involvement of the Senior Team in the line performance and ongoing CI work. 

• This approach has physically demonstrated what is 
possible in a short period of time whilst developing the 
competency of the organisation to both sustain the 
improvements made as well as to roll out the approach to 
subsequent production lines

• Customers have noticed the dramatic step change and 
gone out of their way to congratulate our client on their 
progress

• There is now both an appetite and a confidence to 
embrace change and drive forward  

The approach helped our 
Client to move from Reactive 
to Autonomous within the 
scope of the pilot line. 

By systematically replicating 
the approach across the 
whole company the same 
rapid progression could be 
expected 

The necessary skills and 
competences remained with 
our Client

Lean transformation in a small pharmaceutical secondary packaging site

Significant 
improvements 

delivered and an 
appetite to continue 

and sustain 
improvements across 

the business.
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