Role Play
Objective:  Take participants through a “demonstration of the P2P cycle, based on noted problems and issues.  

INSTRUCTIONS


You will be assigned a “role”, with brief descriptions of a scenario in which you will interact with others during the role play.  During the role play, the following process map (simplified) will be shown on a screen  behind them, with the relevant actions and descriptions set forth at each stage.  If possible, we should also seek to show actual examples of SAP screens and/or generic documents, such as Requisition, PO, Invoice, Acknowledgement, etc.  

Roles: 

· Plant manager (Steve)– describes their KPIs which is primarily to maintain uptime, meet customer needs, and meet a budget – in that order.

· Plant maintenance (Mike)– equipment uptime is all they care about.  He wants to use his local maintenance service provider, because he comes any time he needs him.  Gets a lot of emergency orders, and is sick about procurement whining at him to complete the req and PO accurately….”I just need to get my job done!”

· Supplier (Bubba)– willing to jump through hoops for his buddy in maintenance at Essroc, but is having problems getting paid…use some of the quotes from interviews to set this up.

· Account payable (Marcia) – overworked, underpaid, can’t keep up with the demands and phone calls from suppliers – knows the Pos are screwed up.

· Supply manager (Larry)– is overwhelmed expediting product, trying to answer AP’s questions about no enough dollars on PO, has frustrations with maintenance.  Tired of corporate taking so long on approvals.

· Corporate procurement representative (Dave Conn)– trying to standardize and reduce suppliers, to drive cost savings across the enterprise.

Read off your script and act your part in the role play.  FEEL FREE TO EMBELLISH YOUR ROLE WITH PERSONAL EXPERIENCES AND COMMENTS YOU’VE HEARD AT YOUR SITE!!  (e.g. have fun with it!)
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SCENE 1 – NEED IDENTIFICATION – PLANT FLOOR
Plant Manager (PM) (running into the room):  “WHY ISN’T THIS PLANT RUNNING? “  

Maintenance Manager (MM) (shouting back):  Well, Steve, Kiln # 2 is down.  We wanted to use the preferred supplier that corporate procurement told us to use, but he’s booked for seven months!
PM:  I don’t care what corporate procurement is telling us to do, we need to get this mill up and running – we have customers to satisfy!  Let’s get this going ASAP!   Who do you normally use?”

MM:   Let me hunt down Larry, the Supply Manager….I never know where he is…!

SM (walks into the room, looking harried and anxious)…

MM:  Where have you been?  Where is our supplier?

SM:  Don’t yell!   I have so much work to do, I can’t keep up!  I’m doing my best here!  Just consider, I have to expedite 8 widgets, I have to meet with some crazy consultant with that guy Dave Conn out of corporate procurement, and this SAP system is having to make me go through 18 different screens to process a single PO!  Anyhow, I called our preferred supplier this morning, and he told me that he is booked solid for the next seven months, doing a whole bunch of maintenance work for other customers who had a planned maintenance program and planned AHEAD– so he put them on the schedule first!  Why can’t you do any planned maintenance?  We can’t expect people to jump whenever we want them to!

MM:  Wrong – I know my buddy Bubba at GoodOleBoy Services down the road.  You took them off the preferred supplier list because they weren’t “Strategic” enough for you – and they can jump whenever I want them to!

SM:  Yeah – and you only had to pay an arm and a leg each time they came, and I ended up having to audit their invoices and fight with them over payments every time!  Plus they sent a crew over here with no safety training, no safety equipment, and a bunch of old equipment!
MM:  So what!  At least they got the job done!

PM:  You two stop fighting, and get my plant running again ASAP!  I don’t care who does the work, just get it done so we can get to work on that clinker!!

MM:  I’m going to call up my good buddy Bubba right now!

(MM picks up his cellphone and dials up Bubba).

Supplier (S)  Hello, this is Bubba!

MM:  Bubba, this is Mike over at Essroc!  How ya doin’?

S:  Hey – it’s been awhile!  You haven’t called me in quite a while!

MM:  I know, I know….listen, Kiln Number 2 is down, and I need you over here pronto to get her up and running again….you know what to do, you already have the BOM list, the parts numbers, so just get in here and give us the usual routine….do you know how long it will take?

S:  I can’t tell until I see it…but generally, these types of things take about 3 days of work, but you never can tell until you open ‘er up…

MM:  When can you get over?

Supplier:  Well, as soon as I can get the Requisition into that dang SAP system of yours….that system is driving me crazy!  Getting all of this information needed to complete the statement of work is a huge pain in the neck.  If you hit the wrong button with the mouse, you are back at square one. I understand that a big company has to centralize purchasing but the system interface is a problem and is way too complicated.   I am a computer person, but this is ridiculous! You people are driving me nuts!  So don’t be surprised when you get the bill….I’ll be there by the start of the second shift…
MM:  I know – they are forcing us to use that system..  See you soon!  (Hangs up)  See – you can count on them when you need them…good old Bubba!  Now all I have to do is fill in the req!

DISCUSSION:  

· What are problems in running the current Req system?

· Who should have responsibility for doing so?

Scene 2:  SOURCING

Supply Manager is in the meeting with Dave Conn, and consultant.

Dave Conn:  So Larry, how are things going at the plant?

SM:  Dave, this job is going to be the end of me!  I am so stressed out, I can’t see straight.  I am running around like a chicken with his head cut off, and can’t keep up with all the paperwork and PO’s that are coming through here that need my attention!  And to make matters worse, that MM is making my life hell.  This morning, he completely disregarded our preferred supplier policy for a routine maintenance job!

Dave:  We went to a lot of work to try to save the company money on that project!  We went back 30 months, and had a customized extraction made of services by value and by workorder, and what area of the plant they were working on.  Tom Bizzup and his team identified the top 70- service contractors by value and by craft and by area of expertise, and interrogated them with an RFI.  We asked for information on safety statistics, financial information, their geographic reach, and their core competencies – and followed that up with a more detailed RFQ asking for rates, and mobilization/demobilization costs for different geographies.  We’re not building a hierarchy of supplier scorecards for each plant so they can see what their rates are compared to other suppliers, as well as other information such as their historical volumes…so why aren’t they using the people we recommend??

SM:  I don’t know…why don’t you ask the plant manager!

(Plant manager walks into the room)

Dave:  Hey Mike, how are you doing?

PM:  Dave, how are you?  Are you corporate people coming down to offer help again?  Don’t worry, we’re doing just fine up down here, just let me run my plant…

Dave:  Absolutely – I don’t want to get in the way of running your plant.  However, I want to try to save you some money!  Is there a reason you’re not using the preferred supplier?

PM:  Sure I do – because he won’t show up because he’s booked!  So we’re using our local guy!  He at least shows up!

Dave:  Mike, I know it is critical to get things done, but this guy has a spotty safety record, and he is charging rates that are way over the market rate, because he knows he can!  He knows he has you over a barrel – and is taking advantage of the situation.  We have negotiated contract rates with our preferred suppliers, and is there any way that your team can meet with the supplier, go over the planned maintenance forecast, and get the plant going on a ready schedule….
PM:  Boy, you corporate guys sure make it sound easy!  When equipment breaks down, I just have to make it run as soon as possible!  This is my plant – no one from corporate procurement is going to tell me how to run it!  (Storms out)…

SM:  Anyhow, I did what he wanted!   I just got finished writing up that PO – 3 days, just like the requisitioner asked for!

DISCUSSION:

· What just happened here?  Who is right?

· Is there a point to Central Procurement creating validated suppliers?

· Does the plant have a right to expect the work to be completed on a timely basis?

· What is the role of planned maintenance?  Why is this difficult to do?

SCENE 3:  INVOICING

Supplier is entering Invoice into the system with Maintenance Manager and Supply Manager in the room
Supplier:  Boy, that piece of equipment you asked me to fix was a real nightmare!  What was supposed to be a 3 day job turned out to be a 10 day job!   You’ll get the invoice, and boy is it going to be a biggie!
MM:  Hey, I’m just happy that the plant is up and running again!  Although, I’m sorry it took so long to get the approval!  It took over a week to get the req approved – but I’m glad that you were willing to start the work without the approval!  You came through for me once again Bubba!

SM:  Did you guys check to make sure that the PO was for 10 days worth of work?  If not, there might be problems down the road…I’ve got so many outstanding PO’s floating around, I can’t keep track of them!
MM:  Yeah, Yeah – whatever!  Anyhow, that’s not my job!  My job is turning wrenches, not being a computer geek!  I need to run, as we’re supposed to get a new mill liner put in this afternoon – another one of your great procurement successes!  Let’s see if they deliver the right one!
Supplier:  Hey, I just want to make sure I get paid!  This was a big job, and I have a payroll to meet!

DISCUSSION:  

· What are the problems with approvals?

· What are the problems with reqs?

· What are the problems with matching reqs, PO’s, and invoices?

SCENE 4:  Accounts Payable

SM:  Walks into the room):  Hey Marcia, how are things?

AP (Busy working):  Crazy as ever Larry!  Decided to come down to Nazareth and visit us?

SM:  Yeah – I’m down here for some training thingamajig…but I thought I’d drop by and say hello…

AP:  Oh oh – Not another one!  This is the tenth one this morning!  Another PO that doesn’t match the invoice!  Guess I’ll just put this in the pile with this other pile of parked and blocked invoices!  I don’t know when I’ll have time to get to all of these – it seems like every other invoice I get for services doesn’t match the PO amount?  Do you have any idea why that is happening?
SM:  Sure, I know why!  Those crazy maintenance managers down at my plant don’t bother to update the PO after the maintenance work is done – and so there is complete chaos when it hits your desk!

AP:  I don’t have any choice.  If the invoice is over the PO amount, I have to put it aside until it is resolved.  But in the meantime, other PO’s just keep rolling in, so sometimes I can’t get to them for a couple of weeks, or even more!  I spend at least two to three hours a day answering supplier phone calls asking why they haven’t been paid yet!  Each time, I look it up – and then have to apologize and explain to them why they haven’t been paid…and boy, some of them are really steamed, and they yell at me like it is my fault!

Discussion:

· What is the impact of payment problems with suppliers?

· If you were a supplier, how would you view Essroc given this situation?

· What can be done to improve invoice payment problems?
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