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Tigerwood Diesel
1. Background and context
Tigerwood Diesel is a small and medium sized organisation that re-conditions engine components and machining parts, as well as supplying reconditioned and used engines for local garages, bus and coach companies (even the MOD), since 1988. Tigerwood specialises in Mercedes and Cummins engines. The company’s business performance is quite steady with 10% yearly growth. 
The business is constantly evolving, and is exploring a number of business opportunities. Tigerwood is keen to explore opportunities to develop new value adding services with a key leading company in the bus transportation sector. Traditionally, bus operating companies have purchased warranties with new vehicles. Once these warranties run out, if vehicles break down the company needs to carry out its own repair and overhaul activity, or buy in an external supplier to carry out this activity.
The company has some innovative ideas that are being developed as part of a project concerning the development of a condition monitoring capability, where Tigerwood Diesel Ltd takes over the condition monitoring of engines for vehicles that have left their initial warranty period. By using leading edge technology, data monitoring and telematics, the condition of an engine can be assessed in real time. This provides a number of opportunities to improve the uptime of engines, to reduce the turnaround of repairs when necessary and to significantly reduce the cost of the overall system. 
The purpose of this report is to assess the current state of the company in relation to its vision and strategic direction and to assess and recommend the necessary changes and initiatives required to realise this opportunity.
2. Assessment of current business readiness
2.1 Introduction
The following section will assess the organisation in relation to its current capabilities. The first section will assess the strategic and operational strengths, weaknesses, opportunities and threats. Secondly, the supply chain capability of the organisation will be assessed. 
2.2	Strengths, Weaknesses, Opportunity and Threats (SWOT) Matrix:
Through structured interview Strengths, Weaknesses, Opportunity and Threats (SWOT) Matrix was developed and various strategies were derived (Figure 1). The analysis reveals that the proposed project ‘implementing telematics in collaboration with clients to monitor their reconditioned engines’ is in line with the strategic intents of Tigerwood Diesel. However, the outcome of the project would be better if the following projects are implemented:
· Adopting standardised business processes
· Training manpower through skill inventory development 
· Establishing customer relationship management practices 
· Improving plant facilities including layout etc. 

	
	Strengths: 
· Adaptability 
· Agility 
· Reliability
· Machining capability 
· Quick decision-making
· Knowledgeable staff
· Young work force
· Strong business network   
	Weaknesses:
· Turnaround time is higher 
· Aging machineries 
· Skill shortage 
· Facility constraints (space and layout) 
· Capacity utilisation
· Lack of standardised practices

	Opportunities:
· Large and diversified market 
· Opportunities for collaboration with customers, suppliers and competitors 
· Availability of technology 
· Favourable government policy 

	SO Strategies:

Expanding business through collaboration with customers, suppliers and competitors using technology  
	WO Strategies:

Undertaking skill inventory analysis dynamically  
Improving infrastructure 
Standardising all business processes 

	Threats: 
· Customers’ attitude 
· Emphasize on renewable sources of energy
· Philosophy of remanufacturing industry as it deals with old technology 
	ST Strategies:

Developing strong customer relationship management practices  
	WT Strategies:

Training manpower to cope up with customers’ requirements 


Figure 1: SWOT matrix of Tigerwood Diesel
2.3	Supply chain characteristics, issues and challenges:
Supply chain characteristics, issues and challenges were derived through interactions with the CEO of the company. 
The main business of Tigerwood Diesel is remanufacturing and reconditioning vehicle engines (e.g. Mercedes, Cummins, Volvo etc.). The current high level supply chain has been shown in Figure 2.  
Although Tigerwood Diesel has long term relationship with couple of client organisations, procurement with them is always transaction type. There is no strategic relationship. The supply chain is the combination of ‘push’ and ‘pull’ types. In line with historic demand, they keep a few engines (e.g. Mercedes, Cummins, Volvo) ready in the inventory on anticipation of clients’ demand. This helps them to reduce delivery lead time substantially and give them an edge over their competitors. However, this reduces efficiency of the supply chain as the cost of inventory of the finished engines is higher than raw materials / supplies. They also cater clients’ demand for reconditioning engines when they don’t have any stock of similar engine. This is typical ‘pull’ type supply chain where there is efficiency without much responsiveness (turnaround time is couple of weeks depending on availability of spares). Sometime in this business model, efficiency is substantially reduced because of additional logistics cost and higher unit cost of supplies because of emergency procurement. Additionally, there are issues related to capacity utilisations, and resource optimisation.   
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Figure 2: Current Supply Chain Map (High Level)
Tigerwood provides one year warranty to their customers on the reconditioned engines. There are several occasions when the engines break down during the warranty period causing both monetary and image loss of Tigerwood. However, they feel that the causes of the breakdowns in most of the cases are due to operators’ failure. 
Tigerwood’s clients evaluate their bids using mainly three criteria – delivery schedule, quality of work, and cost (arranged as per importance). Within quality of work, the past performance acts as one of the informal critical success factors that drive the business. 
Although there is potential for establishing long term relationship with couple of clients (bus operators with Mercedes and Cummins engines) main challenges would be developing effective communications related to decision-making, establishing standard operating procedure and contractual agreements among the partners.    
Tigerwood Diesel has capability to establish cooperation and collaboration with their competitors for joint bidding to bigger clients. However, this needs strong contractual agreement among the participating organisations along with effective communication.
Collaboration with bigger clients using consortium of SME organisations need commitment through greater flexibility, risk taking capability and adopting technological innovation. Without effective customer relationship management this is impossible to achieve. 
Forecasting is currently experienced based as Tigerwood intends to practice ‘push’ type supply chain with a few engines (e.g. Mercedes, Cummins) ready for clients. However, as there are uncertainties in demand these affect inventory and overall business performance substantially. 
Capacity utilisation is another issue as the demand is uncertain. There is substantial fluctuation of capacity utilisation that reduces efficiency. 
Although Tigerwood has relationship with a few major suppliers but the procurement contracts are transactional type. Strategic sourcing from major suppliers through capacity consolidation with competitors could help achieve both efficiency and responsiveness to end customers.          
Although Tigerwood Diesel has standard business processes, they don’t have any ISO accreditation (e.g. ISO 9000, 14000). There is no evidence of adopting lean and six sigma. There is also no formal risk management activities and process performance measurement. There is scope for implementing lean six sigma approach to make the business processes more efficient. Additionally, process performance measurement and risk management approaches could be also employed to enhance business performance.      
Currently Tigerwood’s products are having medium to high implied demand uncertainty as customers demand variety of products, allow shorter manufacturing lead time / response time, and expect higher innovation in products. In order to achieve synergy between competitive strategies and supply chain strategies, Tigerwood’s supply chain strategies should be more responsive. However, as there are numerous competitors it’s difficult to remain in business without optimum supply chain (most appropriate balance between efficiency and responsiveness). Tigerwood’s proposed project of implementing telematics for monitoring engines in clients’ premises and developing long term relationship through strategic procurement arrangement will help reducing demand uncertainties substantially and allow the supply chain becoming ‘push’ type and reduce cost all through the supply chain but keep the client satisfied through reduced lead time. Figure 3 shows Tigerwood’s supply chain (high level) with telematics. 
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Figure 3: Supply Chain Map (High Level) with Telematics

Discussion questions
1. What do you think about the current competitive strategy and the supply chain strategy? 
2. What are the challenges in the current system from the strategic standpoint?
3. How would the inclusion of telematics affect the business strategy?
4. Do you think the incorporation of telematics in the business can be an enabler to obtain better synergy between the competitive strategy and the supply chain strategy?
5. Do you think the inclusion of telematics is enough to improve that synergy, or can you mention of any other actions to enhance strategic fitness?
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