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Problem Description for 
New Supplier Development.

1

Insufficient cost–benefit analysis in the localization of new suppliers
At present, there is no project-specific feasibility analysis to assess the benefits of 
developing regional suppliers versus Asian suppliers..

2

New Supplier Implementation Timeline

The approval of a new supplier can take between 6 and 8 months.

3

Absence of defined headquarters priorities and objectives 
for procurement.

This leads to the allocation of time and resources to projects that will not be pursued.”

4

Slow internal decision-making processes
Because the supplier is not approved in a timely manner,
extra freight charges are generated.”.

5
Unannounced changes to projects.

Projects are canceled without prior notice, causing investments in molds 
that are not ultimately utilized

6

Insufficient involvement of the different internal departments
There is no cross-functional integration for the search and development of 
new suppliers.”
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Theoretical Framework
Research papers focused on new supplier implementation.

Work Titile                Main result
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Tools

Selected tools to ensure effective project 
implementation

REQUIRED TOOLS
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Herramienta | Project Charter
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Project Title
Project for the Analysis, Development, and Implementation of the 
Company’s Sourcing Strategy
Project Description
The objective of this project is to define an appropriate procedure for the 
supplier localization area, establishing the correct strategies to minimize 
implementation lead time for packaging products, as well as to define the 
total investment cost at the beginning of the project.
Project Objectives
a. Definition of a supplier baseline and supplier evaluation criteria.
b. Reduction of tooling (mold) costs for FOAM products.
c. Project completion time not exceeding 4.1 months.
Project Scope
a. Evaluation and analysis of ocean freight costs for Asian sourcing.
b. Achievement of baseline performance indicators per supplier.
c. Definition of implementation activities for packaging products.
d. Quantification of the implementation cost for a new product.
Project Justification
Currently, the process for defining new suppliers lacks a detailed procedure 
for searching, selecting, evaluating, and appointing local suppliers at new 
sites. The process has been managed primarily based on experience, and 
while implementation performance has improved, there is still significant 
room for further optimization.
Project Stakeholders
a. Company Planning Team
b. New Projects Management
c. Supply Chain Management
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Project activity timeline aligned with the Project Charter.
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TOOL FODA / (SWOT)
(Strengths, Opportunities, Weaknesses, and Threats

TOOL
PESTEL (Political, Economic, Social,

Technological, Environmental, and Legal)
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Analytical Tools: Tree Diagram and Ishikawa Diagram

•New supplier localizations are not aligned with corporate 

objectives.

•Lack of communication between departments.

•Unannounced changes in demand.

•Delays in the review of quality documentation.

•Lack of visibility into investment amounts.

•Lack of timely support from Quality / SQE.

•People: Poorly defined roles.

•Methods: Inefficient and poorly structured processes delay key 

decisions.

•Materials: High in-transit inventory levels.

•Machinery: Limits timely validation of samples or molds.

•Metrics: High freight costs.

•Organizational Environment: Ineffective internal communication.
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Tool – Current VSM  
– findingThe analysis of the current Value Stream Map 

(VSM) allowed the identification of the 
following key findings:
•Excessive total implementation lead time
(baseline of 7.1 months), with significant 
delays mainly attributable to waiting times for 
quality validations, release of purchase orders 
(POs) for tooling, and lack of follow-up on 
critical tasks.
•Misalignment between departments, 
reflected in disruptions to the logical 
sequence of the process (e.g., supplier 
selection prior to demand validation, changes 
in part number design).
•Incomplete documentation, particularly 
during the initial supplier evaluation stage, 
resulting in rework and loss of valuable time.
•Absence of clear response-time standards 
from corporate, generating uncertainty and 
poor resource planning.
•An average delay of more than 30 days in 
the review and approval of quality 
documentation
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Tools – Future Lean VSM proposal

1. Proposed reduction of total supplier implementation lead time from 7.1 to 3.6 months, 

exceeding the initial target of 4.1 months.”

•Define a formal kickoff for each new 

project.

•Ensure 100% involvement of the 

Quality area.

•Eliminate rework caused by new 

quality revisions and product 

redesigns.

•Increase HQ involvement to reduce 

departmental response times.

•Reduce launch lead times from PO 

issuance by HQ.

•Reduce lead times by working in 

parallel on quality documentation 

and tooling delivery.

•Reduce sample transit times and 

final approvals from HQ
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Tool – A3
Through this visual management tool (derived from Lean Manufacturing), it was possible to propose a reduction in implementation lead time to
3.6 months, exceeding the original target of 4.1 months
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Involved deparment MAP Objetives Goals (Measurable )

NPI / Calidad / SQE / Procurement (Supply Chain) / Planning kick off (inicio de projecto) reduce tempo de 12 a 7 días

NPI / Calidad / Procurement (Supply chain) Área de calidad 100% involucrada reduce tiempo de respuesta 100%

Procurement (Supply chain) Se reducen los tiempos de liberación de Pos por HQ reduce tiempo de 14 a 7 días

PO Tooling Fab. Del Herramental time real  de 30 days parallel

Calidad / SQE Procesamiento y liberación de documentos de Calidad. time real  de 30 days parallel

Todas las Áreas

Se reduce el tiempo de liberación de MCO y sus 

aprobaciones por HQ. reduce tiempo real de 21 a 14 días.

Proposed Results Achieved Through the A3 Tool.

B. - The proposed reduction in implementation time from 7.1 to 3.6 months results in USD 
113,000 in freight cost savings, representing a 53% reduction. Post-implementation, freight costs 
would be eliminated.

A. - Proposed reduction in implementation time from 7.1 to 3.6 months (49% reduction)

C.  - During the new supplier implementation period, inventory would be reduced by 52%. Once localization 
is completed, the safety stock plus in-transit inventory and raw material from the regional/local supplier to 
the manufacturing site would be limited to a maximum of 3–4 weeks, representing 12%, resulting in an 
overall inventory reduction of 88%.

Quality documentation completion activities and tooling PO
creation were executed in parallel, achieving a 50%
reduction in lead time.

D. - Departamentos PO Tooling / 
Calidad / SQE
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Tools – Baseline for new suppliers.

• Defining a baseline in a supplier localization project is essential to 

ensure control, objective performance measurement, and informed 

decision-making. Establishing a baseline enables comparison 

between actual progress and the planned roadmap, early 

identification of deviations, and data-driven justification of 

adjustments to management or corporate stakeholders. 

Additionally, it aligns all involved areas—such as purchasing, quality, 

engineering, and logistics—under common criteria and 

expectations, strengthening cross-functional coordination.

Critical Parameters :

• • A baseline also facilitates process standardization for future 

implementations, supports financial planning, enables audit 

readiness and regulatory compliance, and serves as a 

foundation for visual tracking through tools such as Gantt 

charts, Kanban boards, or executive dashboards.
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Proposed Tangible Outcomes

49%
Time reduction

Reduction in supplier 

implementation time from 

7.1 to 3.6 months

53%
Frieghts

In tooling, by avoiding 

duplicate extraordinary 

freight costs

≥96%
OTIF

Established KPI for on-

time and in-full deliveries

≥98%
Quality

Minimum performance 

target for implemented 

suppliers

≥ 50%
Time

Quality
documentation

Technical validation 

turnaround times.

≥ 52%
Inventory

In-transit inventory levels.

Proposed Results vs. 

Baseline
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Conclusions

Structured Methodology
The absence of a structured approach was the primary obstacle to efficient

implementation.

Significant Reduction in Implementation Time

Implementation time reduced from 7.1 to 3.6 months using Lean and Agile tools

Interdepartmental Collaboration

Involvement of all departments from the beginning is key to reducing rework

Replicable and Scalable Model

Scalable methodology for new materials and locations, with integrated ESG criteria

Cost-Benefit Analysis
It demonstrated that investing upfront in molds (USD $120,000) prevents 

extraordinary freight costs that would double that amount

Key performance indicators (KPIs) were established
Such as OTIF ≥ 96%, quality ≥ 98%, and investment deviation ≤ 10%, 

enabling continuous project monitoring.

Personal Conclusions
• The academic process experienced throughout this specialization, together with the development of 
the degree project (TOG), provided me with a more strategic perspective of the organizational 
environment, as well as practical tools to implement effective solutions. This learning experience has 
prepared me to take on new professional challenges, with a strong focus on areas such as supply chain 
management, supplier localization, and operational sustainability. I now have a comprehensive 
background that enables me to generate a positive and measurable impact within any organization.
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