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Abstract: Achieving On-Time and Complete order deliveries is a necessity under current competitive environments. 
Distribution strategy definition and execution is fundamental to achieve these requirements and furthermore, it determines the 
behavior and the size of order lead times and therefore customer order satisfaction. This paper presents a description of the 
design and implementation of a distribution strategy for a Mexican company located in Monterrey that needs to improve 
order delivery time to stay competitive. The suggested approach includes the application of waste elimination in warehousing 
and transport operations, and the re-definition of inventory control policies. The validation of the strategy through a pilot test 
is included and current performance results are illustrated. 
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1. Introduction 
 
 Agility is a business-wide capability that is actually required to compete successfully under a dynamic and volatile 
environment.  Flexibility is the key characteristic of an agile supply chain. In fact, the concept of agility emerges from the 
development of flexible manufacturing systems (FMS). The idea of a manufacturing system being highly responsive to 
changes in product mix or volume was extended to a wider context at the supply chain level by Nagel, et al., (1991). Today´s 
industry dynamics have influenced the design of supply chain systems by increasing emphasis on achieving improved levels 
of customer service, cycle time, quality, costs and flexibility of product offering to meet customer needs. Getting the right 
product/service, at the right price, at the right time to the customer is vital to competitive success and survival. Hence, 
customer satisfaction and marketplace understanding are crucial in the definition of a supply chain strategy. 
This is the environment of a Mexican company engaged in the production and distribution of refrigerated food in the 
Mexican market. The company is experiencing a high pressure to improve its order on-time and complete deliveries. This 
paper describes the efforts of the company in implementing waste reduction and inventory management initiatives on the 
distribution operations for improving market responsiveness.   
 The remainder of the paper is structured as follows. The next section offers a review of the relevant literature. 
Section 3 describes the scheme utilized to improve delivery time and the application of such scheme. Finally, section 4 
provides a description of relevant conclusions and results. 
 
 

2. Literature Research 
 

The design of a supply chain strategy requires the knowledge of the capabilities necessary to win an order in the 
market. Hill (1993) developed the concepts of order qualifiers and order winners to link the definition of manufacturing 
strategy to the marketing strategy. This idea is extended by Masson-Jones, et al., (2000) to the delineation of the supply chain 
strategy. They also suggest that the lean based strategy is the best option when the order winner is cost, and that an agile 
based strategy should be preferred if the order winner is customer service. Christopher, et al., (2001) and Masson-Jones, et 
al., (2000) recommend approaches for the development of strategies for leagile supply chains. These are chains in which 
both, leanness and agility, are sought and achieved. In fact, Christopher, et al., (2001) contend that lean methodologies are 
important contributors to the creation of agile systems. Naylor et al. (1999) have already shown the necessity for lead time 
reduction as a pre-requisite to agility. Four basic ways of achieving cycle time compression are recommended by Towill 
(1996): Remove processes, eliminate time within processes, integrate processes or operate them in parallel. Miltenburg, et al. 
1996 suggests a similar approach to cycle time compression. This is the concept of Cycle time management and reduction 
(CTM). This is the manufacturing philosophy that seeks to reduce the total time required to perform all the activities involved 
from the order placement to customer reception. According to Miltenburg, et al (1996), two types of approaches can be 
applied in searching the reduction of cycle time; an incremental approach, for which he proposes three models; a simple 
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