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BNP Paribas Foreword

BNP Paribas Securities Services is proud to sponsor this series of articles on supply chain 
innovation. We hope these remarkable innovations will give you an ‘outside the box’ 
view on the possibilities to innovate in your supply chain. We purposely looked outside 
our own partnerships and innovations to provide a very open and unbiased view. We 
are already working with clients around the world on supply chain innovation projects 
to reach higher value through partnership. We hope these examples will generate some 
new ideas for your business and insight on how to innovate with your partners.

The full series of articles is available on the Economist Insights website at:  
bit.ly/supplyinnov

For more information on how you can work with BNP Paribas on similar innovations, 
please contact us at: 
bit.ly/ContactOurExperts

http://www.economistinsights.com/analysis/supply-chain-innovation
http://securities.bnpparibas.com/contact-us/sales-general-enquiries.html


Opening doors: Letting in light 
Collaborating with suppliers can give companies a competitive edge.

The Goodyear Tire and Rubber Company is one of the world’s largest tyre companies, 
with US$20bn in annual sales, a globally recognised brand and operating facilities on six 
continents. But it is fundamentally a manufacturing business, aiming to turn parts and 
materials into finished products. To stay ahead, its leaders are always looking for ways to 
cut costs and add new value for customers. 

To do so, the company’s suppliers provide fresh ideas in order to solve long-standing 
problems, says Onno Maliepaard, chief procurement officer at Goodyear EMEA. Several 
years ago Mr Maliepaard was struggling with a “bullwhip effect” on his inventory 
management. This refers to unwieldy swings in inventory that occur in response to 

downstream changes in client demand, which was forcing 
his team to hold more stock and materials. However, excess 
inventory is a direct cost to the business as it ties up capital in 
unsold items.

“We needed a way to avoid unnecessary build-up of products 
and to reduce our capital investment,” Mr Maliepaard explains. 
He turned to one of Goodyear’s long-standing partners, 
Elemica, a supply-chain operating network and solutions 
provider that links customers to thousands of suppliers, for 
ideas on how to address this problem. 

Instead of coming up with incremental efficiency improvements, Elemica helped 
Goodyear rethink the way it purchases and stores its inventory. In the traditional model, 
Goodyear would place orders with suppliers well in advance, then change them as it 
got closer to the shipment date, explains Sergio Juarez, senior vice president, Europe and 
Latin America, at Elemica. “The result is that both buyer and supplier carry too much 
inventory to account for fluctuations and the lack of visibility or flexibility.” 

Instead, working with Elemica, Goodyear implemented a vendor-managed inventory 
approach, through which suppliers track Goodyear’s inventory requirements but 
maintain control and ownership over the inventory until Goodyear actually uses their 
products. “This was a complete switch from the way our inventory used to be managed,” 
Mr Maliepaard states.

Getting there required Goodyear to share all of its inventory and forecast information. 
This is sensitive, as market expectations, demand, performance and company sales 
can all be inferred, in one way or another, from this sort of data. Moreover, many of 
Goodyear’s suppliers work with its competitors as well.  Clear contracts establishing non-
disclosure agreements and ownership of intellectual property are vital, but so is ensuring 
that there is deep trust and mutual benefit. 
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Mr Maliepaard admits that this was a real risk, but properly managed, this reinvented 
system ensures that suppliers provide Goodyear with the right inventory in place when 
it is needed without bearing the cost of unneeded parts. “There is a profuse sharing of 
information that requires a lot of trust, so you have to be diligent in whom you choose to 
work with,” he says. “But the benefits are worth it.” 

Transparency as profit driver
In 2013 Goodyear launched a pilot programme with Bekaert, a global company which 
supplies steel products and coatings and has worked with Goodyear for years, to test this 
new operating model. Goodyear provided the steelmaker with access to its entire business 
planning cycle, building projects, production timelines and any new products that were 
in the planning stage. Bekaert then made all the decisions on how to restock Goodyear’s 
inventory at each site. “We no longer have to do that raw-material planning,” Mr 
Maliepaard says. “Bekaert does it all for us.” But crucially, Bekaert also benefits by reducing 
its own unneeded inventory and responding more accurately to its clients’ actual demand.

The pilot was such a success that Goodyear has since 
expanded the programme to several vendors in its 
supply chain. They now own and manage inventory 
inside 15 Goodyear locations across Europe and the 
Middle East, and Mr Maliepaard hopes eventually to 
bring all of his company’s suppliers on board. 

The financial and operational benefits have been 
significant, he says. Goodyear has eliminated the need to have millions of dollars of 
unproductive corporate capital tied up in its inventory. Notably, improving inventory 
turnover by even one day can reduce the company’s working capital needs, freeing those 
resources to allow for further investments to grow the business. 

In return, the suppliers are able to optimise their own production and delivery planning 
around Goodyear’s forecast, which saves them time and money on shipping and 
eliminates waste and lost revenue caused by blocked or rejected shipments. 

Lieven Larmuseau, executive vice president at Bekaert, says: “Building a long-term 
relationship and strong supplier agreement has allowed us to do just this.” Given the 
sensitivity associated with the data being shared, trusting relationships were vital. But 
by bringing value to both organisations, they paved the way for an innovative business 
model that they could not have achieved on their own. 

“We’ve lowered our risk of running out of materials, we have fewer errors and fewer 
rush shipments, and we have reduced our overall inventory,” Mr Larmuseau says. “The 
programme has been a great success.”  At this point it has even allowed Goodyear to 
move its staff out of inventory management to focus on quality issues and other higher-
value tasks. 
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Lenovo follows customers’ emotions
It can be risky for organisations to rely on vendors to help them change the way they 
operate, but it can also bring new practices to address underlying problems. That was the 
case when global computer manufacturer Lenovo, which was struggling to gain insight 
into the customer’s response to new products, turned to SAS, an American developer of 
analytics software, in 2013. 

Whenever Lenovo releases a new product, social media are quickly abuzz with thousands 
of comments, hashtags and photos of owners gushing about what they love—and 
complaining about what they do not. The company knew this feedback could help it 
make better decisions, but the development team did not have the means to capture 
and analyse the unstructured data in time to influence those decisions, which are often 
taken within days of the initial launch, according Anthony Volpe, chief analytics officer 
at Lenovo. “We knew that if we could identify those trends quickly enough, we could 
address issues sooner, rather than waiting and worrying about what customers think.” 

Lenovo worked with SAS to develop a custom solution that 
would allow the computer manufacturer to track, analyse and 
respond to social chatter about new products. Mr Volpe says: 
“Given the size of Lenovo, getting to launch a project even a 
month earlier can mean millions of dollars in benefits.” 

SAS collaborated with Lenovo’s IT team to build a custom 
analytics solution, pulling conversations from social media into 
structured, searchable content to enable Lenovo to identify 
trends related to customer sentiment and react to them. “That 
is where the true innovation came through,” Mr Volpe says. 

He notes that many corporate applications of text mining centre on brand or quality 
perception, but this project focused more sharply on the customer’s emotional response to 
the product than on standard “voice of the customer” applications. “Learning what drives 
that sentiment is crucial, and recommending precisely how to improve it is the ideal,” 
explains Mr Volpe. “This is what we have done with this project.”

Shortly after rolling out the solution, Lenovo released a new tablet model. An analysis 
of social media streams showed that while many loved its sleek cylindrical styling and 
multi-mode options, certain market segments were frustrated by the lack of particular 
features they viewed as key. “We mined the data, and within seven days of releasing 
it we saw that reaction,” says Ruoyu Bao, director of advanced analytics at Lenovo. 
Because it captured the data so quickly, Lenovo was able to incorporate changes into the 
next iteration of the design. This is just one of the many adaptations that the company 
has been able to make in response to customer sentiment using these tools. “The key to 
innovation—even in analytics—is reducing the cost and time it takes to try new things,” 
Mr Volpe says. 
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