Getting
Production
Back on Track
with Precision
and Pace

IN BRIEF

Increased
weekly output by
more than 50%

Reduced inventory
levels by 50%

Reduced missing parts
by over 90%

Shortlisted for a
CIPS Award
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to drive rapid recovery and
lasting transformationinrail
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BACKGROUND

Ourclientisarolling stock original equipment
manufacturer (OEM)with a global footprintand a
significant presencein the UK. The company was
dealing with multiple underperforming projects and
significant operational challenges, particularly in
supply chain performance.

As aresult, ourclient was facing critical deliveryissues,
driven by persistent supply chain failures. Production
targets were not being met, and the business was
incurring heavy financiallosses. The company brought
in Procure4 forexternal support. Thisopened the door
to acollaborativeintervention across the FourCentric
group of companies.




CHALLENGES

Chronic supply shortages: AUK factory was unable to meetits target output and was constantly

experiencing line stoppages. Initially, the problem was thought to be alack of materials, but

deeperissuesinsupply chain operations and planning were lateridentified.

Poor process governance: The end-to-end supply chain processes were

fragmented andineffective, from forecasting and supplierengagement

to parts delivery and warehouse management.

Low visibility and data quality: Inaccurate reporting and alack of

actionable datalimited the ability to address material shortfalls.

Organisationalinstability: The supply chainfunctionhad experienced

multiple leadership changesin18 months, creating a culture of uncertainty

andlowmorale.

Matrix management complexities: Localinitiatives lacked alignment

with global functions, creating delays and tension between the UKand

centralteams.

SOLUTIONS

Ourapproach combinedrapid execution with structuralimprovements, allowing for both

immediate gains and long-term capability building.

4C Associates

. Led the overallengagementand
coordinated the delivery team of
ten consultants.

e Tookresponsibility for stakeholder
engagement withboth UK and
global supply chainleadership.

. Defined the operating model
and performance KPIs forthe
operational supply chain.

. Drove the day-to-day
transformation on the ground,
including processredesign,
supplierengagementroutines, and
internal performance cadences.

. Developedthe “Red Book”,
asimplified but authoritative
playbook thatdocumented core
processes and KPls, ensuring
consistency and accountability

across teams.

Procure&

. Provided project quality assurance

and overallrelationship support
with the client sponsor

. Supported the programme with
four consultants, who worked
alongside 4C’s team.

. Focusedonaligning procurement
strategy with the new supply chain
operatingmodel.

. Helped strengthen supplier
relationships andimplemented
the weekly supplierengagement
cadence withallTier1vendors.

Anvil Analytical

. Designedandimplemented a
custom analytics toolbranded
internally as the “Control Tower”,
givinglive visibility into parts
shortages across suppliers,
categories, and train projects.

. Produced custom dashboards to
replace unreliable legacyreports,
enablingreal-time, data-driven
decisionmaking.

. Supportedidentification of missing
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parts, root cause diagnosis, and
mitigation planning.

. Coinedandimplemented the
principle “an action forevery part”,
creating accountability across the

value chainforresolving material

issues.

The joint team adapted
quickly to the political
and operational
complexities of a
matrixed organisation
underintense scrutiny.
By balancing quick wins
withlong-termfixes, they
rebuilt confidenceinthe
factory’s performance
andrestored asense

of control across the
supply chain.




OUTCOMES

OUTPUT INCREASE

Raised weekly production, improving
throughput by over 50%

INVENTORY REDUCTION

Cutinventory value by nearly 50%, from £140M
to £70-80M, freeing up working capital

DELIVERY RELIABILITY

Eliminated over 90% of missing parts, enabling
more consistent delivery performance

GOVERNANCE & CULTURE

Established new ways of working that improved
morale, alignment, and resilience

INDUSTRY RECOGNITION
Shortlisted fora CIPS Award

KEY TAKEAWAYS

Defining a clear operationalremit enables
fasteralignment and measurable impact
Collaborating across specialist teams
creates momentum and sustained
performance improvement

Developing tailored analytics tools provides

the visibility needed to act with precision

Setting clear, standardised expectations
delivers clarity and consistency across
complexoperations
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Ourplanningis much
more effective

We have not experienced any productionline
stoppages formany weeks now, and our material
availability forecast hasimproved massively.
Ourplanningis muchmore effective, and we are
excited to continue building on this momentum
to furtherimprove our operations.

Managing Director - UK

We were able to mitigate
theserisks

At the outset of this project, we faced significant
challengesrelated to material availability, which
made rampingup productionimpossible.

By implementing arobust risk management
approach, we were able to mitigate these risks
and achieve unprecedented success.

Managing Director - UK

Discover how FourCentric’s group of
specialist companies canunlock the
hidden opportunities across your supply
chain, operations and procurement and
drive change that sticks.
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