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Abstract: Traditional concepts of quality and customer satisfaction have been challenged in recent years and new 
benchmarks have been established. Several Indian firms have either initiated steps towards JIT implementation or claim to 
have already implemented many aspects of JIT. JIT system is globally accepted manufacturing strategy, which has been 
found capable of reducing cost in all areas which emphasize on waste reduction. It is an approach to eliminate waste and 
achieve excellence in manufacturing. Purchasing has been found to be an important area of JIT application because of its 
potential for quality improvement and cost savings. JIT purchasing is the uninterrupted flow of 100 per cent acceptable 
material delivered on due dates at optimal costs, 100 per cent of the time. On the basis of survey of Indian companies this 
paper attempts to analyze the importance of attributes to JIT purchasing and supplier evaluation criteria.Study indicates that 
separate implementation of JIT purchasing may not be feasible in many Indian Industries. However the system definitely 
merits trials. Attention must be focused on the identified important attributes in the Industrial environment so that the 
maximum benefits can be obtained out of JIT Implementation. 
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I. INTRODUCTION 
 
Just in Time manufacturing is a systems approach to 
developing and operating a manufacturing system. It 
is based on the total elimination of waste. JIT is not a 
new concept. It has been part and parcel of the 
Japanese manufacturing industry adopted approach 
for quite some time. It requires that equipment, 
resources and labor are made available only in the 
amount required and at the time required to do the 
job. It is based on producing only the necessary units 
in the necessary quantities at the necessary time by 
bringing production rates exactly in line with market 
demand. In short, JIT means making what the market 
wants, when it wants it. JIT has been found to be so 
effective that it increases productivity, work 
performance and product quality, while saving costs. 
The most challenging area for most manufacturers in 
achieving JIT is the purchasing of raw materials and 
parts. This is important because an internal JIT 
system can only be operated successfully when the 
material being fed into it are of sufficient quality and 
delivered on time. Therefore, unless the quality and 
delivery of purchased material are not production 
issues, the purchasing function should begin to 
establish a JIT supplier base. This paper attempts of 
analyze the importance of the attributes to JIT 
purchasing and supplier evaluation criteria in Indian 
companies. 
 
II. JIT PURCHASING AND 

MANUFACTURING 
 
The just-in-time delivery system was pioneered by 
Toyota Motor Company in Japan. The “kanban (sign 
plates)” system, it eliminates back-up inventory at 
every stage. By delivering parts only when they are  

 
needed and in the precise amount needed, defects are 
revealed, while the need for warehousing space and 
associated costs (insurance, cleaning) are reduced. 
These savings can be redirected to R&D and facility 
improvement.  Apparently, overproduction generates 
waste because it creates unnecessary stock on hand. 
Different processing times over successive stages 
causes a backlog to build up. Batch production due to 
rigidity in die change, etc. leads to more waste. The 
JIT system is designed to expose problems instead of 
concealing them. Delivery in-time is not good 
enough, but parts should arrive just in time. Each 
station replenishes only that amount which has been 
taken, and treats the next station down the line as a 
customer. This way, JIT simulates a high degree of 
in-house sourcing, while avoiding the lack of tension 
that might spoil work morale and efficiency. 
Transplantation of JIT, or lean manufacturing system, 
was not without problems. The Japanese tradition of 
tight linkages is not based on blind trust, but on 
mutual benefits such as joint analysis of costs, fair 
determination of prices, and sharing of profits. In a 
JIT environment which calls for close knit 
relationship with suppliers. Some form of quality 
certification of vendors is the corner stone for 
successful functioning of the purpose. The ultimate 
goal of such a certification process will be to have 
vendors who will produce all the parts defect free and 
deliver them Just in Time. Salient features of JIT 
Purchasing will be as follows: 

1. Prevalence of a multitier structure of 
dedicated, partially and fully owned 
ancillary suppliers  

2. Nearby location of suppliers 
3. Organization of a mixed tour loading system 

for sharing transportation resources amongst 
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suppliers and enabling JIT delivers at low 
transportation cost 

4. Extension of Kanban information system to 
include the suppliers 

5. Communication of smoothed production 
plans to the suppliers to ensure the readiness 
to deliver as per the production area 

6. Development of high quality suppliers who 
have eliminated the need for inspection 

7. High degree of co-operation and trust 
between suppliers resulting in development 
of long term relationships. 

8. Wide spread use of a single source policy      
 
Some criticized that JIT delivery forced suppliers to 
make their products and store them, only delivering 
to the assembly plants on demand. There were 
inherent obstacles such as increased transport costs 
caused by geographical dispersion, the old habit of 
pursuing the maximum possible output, and 
adversarial relationships between assemblers and 
suppliers. In JIT purchasing several tactics are being 
used to achieve certain goals, objectives, tactics and 
requirements is shown in Table 1. 
 
III. LITERATURE REVIEW 
 
Gieco et al (1982) and Sari and Modarress 
(1988,1990), Grande and Satir (1994), Fawcett and 
Scully (1995) confirm that there is a potential for 
quality and cost saving in the area of purchasing 
using JIT. In JIT purchasing environment, purchase is 
carried out in small lots with frequent deliveries in 
small standard containers used to hold exact quantity 
of required specifications from nearby located single 
supplier with long-term contract (Ansari and 
Moddarress, 1990). JIT purchasing is the 
uninterrupted flow of 100 percent acceptable material 
delivered on due dates, at optimal cost, 100 percent of 
the time ( Grieco , 1988). 
 

Table 1: JIT Purchasing 

 
The four tents of JIT philosophy are elimination of 
waste; employee involvement in decision making; 

supplier participation; and total quality control 
(Golhar and Stamm, 1991). These tents must be 
applied across three basic functions of manufacturing: 
purchasing, production and marketing. 
 

 
Fig.1 JIT Purchasing Attributes 

 
Stamm and Golhar (1993) have identified 34 
attributes of JIT purchasing and 15 attributes of 
supplier evaluation criteria. These attributes further 
grouped into 4 types, buyer action, supplier action, 
joint buyer supplier action and output attributes as 
shown in fig 1. The relative importance of all these 
attributes is determined on the basis frequency of 
their citation in the literature pertaining to JIT 
purchasing. 
 
IV. RESEARCH METHODOLOGY 
 
The framework presented by Stamm & Golhar (1993) 
was used in developing a survey used to study 
attributes of JIT purchasing and Supplier evaluation. 
A questionnaire was developed for collecting the 
data. A five point likert scale was designed where the 
scale ranges from negative to high positive 
experience through zero i.e. neutral experience.   The 
questionnaires were mailed with a covering letter 
addressed to CEO of the firm. Targeted recipients i.e. 
the firms already practicing JIT at various levels were 
instructed to complete the survey questionnaire 
themselves or refer to an appropriate person for the 
same.  
 
V. EMPIRICAL ANALYSIS  
 
 Out of the 125 questionnaire mailed, 35 were 
completed and returned. A breakdown of the survey 
response is shown in fig (2). Nearly all the responses 
were received within 5-6 weeks of mailing. About 25 
companies showed their inability to reply because of 
the company policy and about 10 questionnaires were 
returned stating that they were not suitable candidates 
for this survey.  
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Fig (1) Breakdown of Survey Response 

 
1Questionnaire returned completely 
2.Respondents say inability to complete 
3. Respondent said not suitable candidate 
4.Questionnaire not returned 
 
The response rate was only 12%, but this we think is 
adequate to assist in developing a broad framework 
for supply chain performance and effectiveness of JIT 
manufacturing. 
 
5.1 Response Analysis of JIT    Purchasing 
Attributes 
Table 2, 3 ,4 & 5 represents the importance of JIT 
purchasing as perceived by respondents. The mean 
score of these attributes on a scale (1-5) is shown in 
it. 
 

Table 2: Importance of JIT purchasing Attributes (Buyer 
Action) 

 
 
 In general , Indian companies are giving fairly good 
importance to JIT purchasing attributes and outcome 
attributes are according to priority as compared to 
other groups as shown in Table 6. 
 

Table 3: Importance of JIT purchasing Attributes (Suppliers 
Action) 

 
Table 4: Importance of JIT purchasing Attributes (Buyer 

Action) 

 
Table 5: Importance of JIT purchasing outcome Attributes 

 
Table 6: Importance of JIT purchasing Attributes of different 

categories 

 
 
The mean score of these attributes has been arranged 
in decreasing order, and shown in Table 7. It is found 
that high quality, mutual trust and co-operative 
relationship, reliable deliveries, exact quantity, 
increased customer to supplier, supplier evaluation, 
stable production schedule, reliable network of 
suppliers, reduced delivery lead time, quality circle, 
long term contract, continuous improvement, fewer 
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supplier, increased volume to supplier have been 
given a high degree of importance by the surveyed  
companies. Supplier involvement in design, supplier 
training and development has been given less 
attention. 
 

Table 7: Importance of JIT purchasing Attributes (in 
decreasing order) 

 
 
5.2 Response Analysis of Supplier Evaluation 
Criteria 
Table 8 indicates the state of importance being given 
by surveyed companies to attributes pertaining to 
supplier evaluation criteria. The mean score of all the 
attributes arranged in decreasing order as shown in 
Table 9. Quality, reliable delivery, co-operative 
relationships, exact quantity, technical expertise are 
important supplier evaluation criteria attributes as 
perceived by surveyed companies. Proximity, 
flexibility and statistical process control has been 
accorded less priority. 
 

Table 8: Importance of Supplier evaluation criteria Attributes 
as perceived by respondents 

 
Table 9: Importance of Supplier evaluation criteria Attributes 

( in decreasing order) 

 
 
CONCLUSIONS 
 
Perfect implementation of JIT purchasing may not be 
feasible in many Indian industries. However, the 
system definitely merits trial. Role of supplier is the 
most critical for successful implementation of JIT 
purchasing. Attention must be focused on the 
identified important attributes in Indian industrial 
environment so that the maximum benefits can be 
obtained out of JIT implementation. 
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