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The Purpose and Expectations of LRIP

Low Run Initial Production

Highlights…

· LRIP is the transitioning of a new product from Engineering to Production.

· LRIP is bumpy yet it is the least risky system to transition a product.

· All departments will be adversely impacted during product transition.

· Everyone should positively communicate to Engineering errors uncovered.

· It is unrealistic for Engineering to turn over to Production a 100% bulletproof or even complete product. The LRIP process bridges the gap between one-off machines and ongoing production.

LRIP is the season (generally 30 - 90 days) between the Critical Design Review (end of phase 3 of the eNPI Process) and the Production Readiness Review (end of phase 4 of the eNPI Process). LRIP is the transitioning of a new product from Engineering to Production.

LRIP is bumpy. It is the time when tooling, processes, drawings, and documentation are at various phases of completion. They become completed during the LRIP process, but during this process some inefficiency must be tolerated and expected by all departments. The “low run” aspect allows the organization to minimize the pain of transition while still allowing product to be produced and sold to meet business goals.

LRIP allows the Production and Engineering departments to jointly build the new product while shaking out systems (e.g. shipping, purchasing, Kanbans, routings, etc.), refine BOMs, adjust components as needed (without ECR requirements – that is, redlined drawings are acceptable), refine vendors, update red-lines, develop tooling, create documentation, and begin building component inventories.  

Unknowns are uncovered during LRIP. Inefficiencies are understood and accepted. It is expected that BOMs will be turned over at the 80% completion level, and that over time corrections will have to be made to the BOM and items already entered will either have to be modified, completely changed, or even deleted. On the surface this appears inefficient, but in the long run the gains outweigh the negatives. To wait until all is entirely in order means lengthy delays for important Purchasing and Production decisions. Engineering will seek to minimize any corrections, but corrections will have to occur. This is part of the “bumpiness” of the LRIP process.

LRIP units are to be sold as regular production.  Production and Engineering own the process of LRIP and work closely together toward the PRR (production readiness review). Purchasing should be alerted to order quantities to cover production forecasts. Profit margin on LRIP will be less due to small quantity purchases, unusually high Production labor times, and perhaps discounts that are a part of these units as sales promotions.

It should be expected that all departments would share in the pain of the LRIP transition period. Engineering will commit to having a reliable, reproducible product, but not everything will be in place (e.g. tooling, final BOM, updated drawings, etc.). Production will likely be working less efficiently as production lines, kanbans, and final tooling are not complete. This can lead to units being shipped that may have shortages, and it falls on Sales and Customer Service to work with end-users and distributors to overcome, explain, and correct these discrepancies.

All departments should have in their expectations that issues will be arising. They are not issues resulting from carelessness of inattention of the Engineering department or its product development process. They are issues that occur whenever a new product is released (in any industry). When errors are discovered they should be communicated in a positive manner to Engineering such that the error can be corrected. 

In all, the LRIP process is bumpy. By keeping the initial quantities low, we reduce our exposure to field-issues, but we will pay a price in inefficiencies for the short term. During this time the inefficiencies should be reducing as our expertise and familiarity with the product increases.

The Purpose and Expectations of PRR

Production Readiness Review

The PRR is the formal time-point where Engineering passes on to Production a new product.  The PRR is where manufacturing systems and controls are now the norm, including manufacturing and quality controls, ECR drawing change requirements, purchasing, and shipping.  

It is expected that all engineering documentation and tooling is in order as this is a part of the final product.  Any outstanding engineering activity is to be completed within a reasonable time frame so as to not adversely affect ongoing manufacturing.  Action items and expected completion dates will come out of this meeting in the event all issues are not completely resolved.

It is understood that with any product over time improvements are made to designs, tooling, processes, and materials. These will be incorporated according to established systems. A newly released design is not intended to be “fixed” for time immemorial. Changes can take place and will be handled according to standard organizational policy.
