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As the developer of products, processes and pack-
ages, R&D is in a strong position to play a lead-
ership role in product quality assurance.

[n high-performing companies, R&D leads and
supports activities to ensure the development of supe-
rior products; the translation of critical design infor-
martion to the supply chain; and the ongping collec-
tion of performance feedback to guarantee quality
throughout the product’s life cycle.

To effectively lead portions of the quality manage-
ment effort, R&D must be proficient in three “qual-
ity” categories: compliance, process and design.

Compliance qualily

Competence in this category, which essentially is
comprised of “the basics,” is the necessary “ante”
required to participate in the food and beverage
industry, Compliance quality typically refers to issues
such as the following:

*Food safery.

*(GMPs and sanitation.

*Labeling, weights and fills.

*Other legal and regulatory requirements.

Effectiveness in Compliance Quality is based upon
familiarity, understanding, application and adherence
to these practices, laws and regulations, They are essen-
rial to earn the right to participate in the food and bev-
crage industry.

To build competency in these areas, it's important
for R&D 1o practice them in their development work
— in the lab, pilot plant, testing sites and so forth.
Because safety and regulatory compliance skills are
broadly assumed to be in place, they generally don't
serve to differentiate companics. As such, these skills
are not a source of competitive advantage.

Process quality: the foundation
Once compliance quality practices
are in place, process quality provides
the foundartion or launch poinr for
building a competitive advantage.
Process quality is all abour adherence
to design intent and product consis-
tency, and typically encompasses:

*Translation of product design

parameters to specifications and

procedures.

*Conformance to design.

*Minimization of variability,

waste and rework.

*Elimination of complaints

*Capability: Specification reconciliation.

R&D'’s capabilities in this area come from a
thorough understanding of key product attribures
and product interactions (with ingredients,
processes, packages and the distribution environ-
ment), along with a working knowledge of supply
chain capabilities and realities. The ability to deliv-
er the product as intended, without customer or
consumer dissatisfaction, does not ensure proposi-
tion success, but it does supply the foundarion on
which a comperitive advantage can be built.

Design quality: source of

competitive advantage

With compliance quality and process quality in place,
the company is in a position to develop a competitive
advantage through superior product/proposition
designs, which typically require:

*Knowledge of consumer/customer needs.

*Understanding the key drivers of preference and sat-

isfaction.,

*Insight into enhancement of product attributes,

*Delivery of product value.

The competitive advantage created by superior skills
in Product Design is enabled by the ability to leverage
technical knowledge of what is possible, Consumer-
based knowledge of what is desired and deep knowledge
of the competitive environment to draw insights about
the Consumer and the product category.

Commercialization
During commerdialization, the R&D team transitions

product, process and package technology to the supply
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chain. Using appropriate data and
statistical tools, R&D translates its
knowledge of product regulatory
requirements, consumer/customer
needs, and process capabilities to the
supply chain via quantified, perfor-
mance-based specifications and pro-
cedures.

The competitive environment
places great value on the ability to
bring new products to market in a
minimal amount of time. Improv-
ing the commercialization process will directly improve
business performance and earnings through the timely
introduction of new and innovative products that are
profitable from the outser.

During commercialization, product, process and
package information (beyond thar gathered during
development) is generated, analyzed and documented.
This includes informarion about ingredients, package
materials, process conditions, product parameters and
measurement methods. Using appropriate statistical
tools, manufacturing procedures, targets, ranges and
means to control product, process and the package attrib-
ures are devised and specified. Product commercializa-
tion should not be considered complete until specifica-
tions and manufacturing capabilities have been
reconciled among R&D), marketing and manufacturing
management.

Classic commercializalion caveals
The following are commercialization shortfalls most
commonly encountered in the food and beverage indus-

What you don'’t know will hurt you — Project plans
are often made withour sufficient recognition of the
work required to completely commercialize a new
product. This often limits the amount of information
gathered abourt the product, its ingredients, process
conditions, sources of variability and the means to
achieve manufacturing consistency. Not all sources of
variability will be identified during development. It
takes time once production has started to identify
sources of variation and develop appropriate action
plans.

The invitation was lost in the mail — Supply chain
participation at an appropriate level in the new product
process should start carly and continue through the

Tight specifications can |
be achieved, butyou
need o determine If
they truly drive higher
product acceplability,

and ifyou are willing to

pay the price.

commercialization phase. Often
R&D proceeds well down the
development path without signifi-
cant consultation with supply
chain members. Other times, sup-
‘ ply chain avoids involvement until

startup/launch is a cerrainty. Even

the most manufacturing-savvy

R&D organization can benefit
' from the engagement of supply

chain representatives,

Crunch time — As product
introduction time draws near, there is pressure to fit
remaining product development activities into what-
ever time remains. Without recognition of commer-
cialization’s importance among the project’s key play-
ers, the success potential for the product proposition
may be compromised.

Head ‘em Up; Move ‘em Out! — Commercializa-
tion is not nearly as sexy as Product Development, In
the desire to put a project behind them and move on
to the next project, R&D can premarurely conclude
Commercialization. After all, commercialization is
often perceived as merely “dotting the i's and crossing
the £'s”, and as such, of low value. Besides, the oppor-
tunity for innovation and discovery is so much more
with a new project. Considering the investment that
has been made to bring a product to the point of
launch, there is tremendous value in getting the
Commercialization done right and tremendous
potential for waste in shortchanging these activities.

What are they smoking? — “We want the highest
quality product. We have very tight specifications,”
These are great goals, but they need to be tempered
with the reality of equipment, ingredients and analyt-
ical variability. Tight specifications can be achieved,
but you need to determine if they truly drive higher
product acceprability — and if you are willing ro pay
the price in increased ingredient costs or capital
expenditures for improved capabilities.

The chicken or the egg — Plants will often ask for
final specifications prior to the start-up, though
anyone who does this truly doesn't understand the
commercialization process. Preliminary product
specifications are required to get started, and are
used to establish equipment capability and deter-
mine whether the process is in statistical control.
But ingredient and equipment variability is deter-
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mined over time. Reconciliation must take place
over the course of ongoing production, and may
require six months to a year. Without an under-
standing of true equipment variability, ingredient
variability and seasonal variability, there is a risk of
developing specifications that turn out to be mean-
ingless and therefore ignored by the plants.

Later, dude — In many companies, tentative spec-
ifications are developed ahead of start-up, but are not
reconciled with capabilities. This leaves a porential
gap between design and capability, and may result in
the manufacture of a substandard or highly variable
product that creates ill will among company business
partners.

Just a mirage — Specifications are set using some
type of instrumentation, device, analyrical technique
or measurement tool. Know what you are measuring,
and the limitations of the method or instrument.
Rapid measurement tools are an important part of
plant quality systems, but need to be correlated to
more precise measurement techniques, otherwise
they produce meaningless numbers. The accuracy of
the test, or the test variability should be accounted for
in establishing the specifications range. R&D needs
to pay particular attention to the tests selected to
measure specifications in product design and devel-
opment and take care to assure that testing is correct-
ly translated during commercialization.

R-E-§-P-E-C-T — Once specifications have
been set and capabilities demonstrated, it’s impor-
tant to meet specifications and deliver the intend-
ed product rather than attempt to reduce cost by
looking for specification “loopholes.”

Your Partner or your problem — The quality of any
product depends on the quality of the ingredients and
materials going into it. While ingredient and material
specifications can set the stage for supplier performance,
they must be supported by adequate supplier capabilities
and sound quality management practices.

Summary

R&D organizations demonstrate excellence in the
Quality management aspects of Commercialization
through practices that capture Consumer and Cus-
tomer needs and communicate them effectively to
the Supply Chain, leading to the establishment of
Supply Chain capabilities thart are reconciled with
proposition specifications. Commercialization activi-
tics done well create the foundation for the effective,
problem-free transfer of products from R&D to the
Supply Chain and help to insure a successful product
lunch, from production reliability, cost and product
quality points-of view. Done poorly, they jeopardize
the success of your business propositions.@
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