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The process of continuous improvement, on which our successful business is based, is also applied consistently within our own ranks. Porsche
Consulting as a company is constantly developing, always moving forwards. The concept of concentrating on value-creating processes—originally devised for the automotive industry—has developed into an integrated policy. The methods have been adapted and refined so that lean
thinking has taken hold in all departments and in all sectors of industry.
Processes designed by Porsche are also increasingly in demand among our
international customers. Of the turnover of 31.9 million euros which we
achieved in the last financial year, 23.5 per cent came from foreign sales.

Eberhard Weiblen

We have taken account of this trend with the setting up of Porsche Consulting Italia, our first subsidiary. The growing internationalism also has
an effect on our communications. From this edition onwards, Caracho
will appear in English, too. In our choice of subject matter, we are also
looking more beyond the borders of Germany than we used to, and giving
you insights into the diversity of our clients’ projects: for example, we
take a look at the development department of a long-established American tyre manufacturing company, and at the production processes of an
Italian manufacturer of exclusive gas cookers. You will also find out what
can be learnt at a seminar in Japan, the home of kaizen (continuous improvement). And you can learn how introducing lean processes can bring
about tangible improvements, even in the complex manufacture of racing
cars or in the production of exclusive jewellery. We hope you enjoy reading and learning from these articles.
Eberhard Weiblen
Managing Director, Porsche Consulting

Contents

03
Editorial

06
News ⁄ Contact details

Caracho 04

10

26

Quite Bowled Over
Trips to Japan with Porsche
Consulting are much in demand.
People attending seminars in
the homeland of Kaizen gain
an insight into a whole new way
of working

Forza Italia!
Porsche Consulting Italia,
based in Milan, aims
to gain yet more of the
Italian market

18
In Search of Lost Time
Every second counts here:
processes on a chaku-chaku
line are optimised using
a standard work combination
sheet

Contents

05 Caracho

34

48

62

Salto Mentale
Everything is hard to start
with—but now the Italian gas
cooker manufacturer GLEM
Gas has implemented lean
principles to perfection

Breeding Ground for Success
Thinking of starting up a new
company? Two trustees of the
“Deutscher Gründerpreis”
(German Start-up Prize) initiative
offer some tips on growth and
corporate culture

Gold for the Empress
At the jewellery manufacturer’s
in Wellendorff, even artists
and individualists are now
working consistently
in a process-based way

40

54

The Alchemy of Processes
Thanks to Porsche Consulting,
the way of working in the
Development section of the tyre
manufacturer Goodyear has
changed considerably

The Racing Laboratory
Handmade racing cars: Porsche
manufacturing methods for
racing cars were based on the
series production methods
in Zuffenhausen

Caracho 06

News
Training courses
September to the end of December
will once again be the peak period of activity at the
Porsche Akademie. A total of 15 one-day and several day
events are on offer, covering an extremely wide range of
topics. In addition to seminars dealing with the themes of
the lean enterprise, train-the-trainer (Kaizen/CIP), lean development and lean products, the events, held in Bietigheim, will primarily focus on the “just in time” production system. (www.porsche-akademie.de)

Hat-trick in Frankfurt At the International Motor Show
(IAA), held in Frankfurt from 13 to 23 September,
Porsche Consulting will be represented on the Porsche
stand in its own right, for the third consecutive year. This
will enable it to showcase itself to the specialist visitors
and automotive fans under the Porsche brand name.
What is more, the consulting company expects a great
deal of interest from clients within the automotive supply
sector, with Nadine Fäustle (photograph, left), ready to
employ her tried-and-tested skills to attend to these
clients’ needs.

Rapprochement Sister Katharina Mock’s religious beliefs alone forbid her from ever driving her own Porsche.
Yet the managing director of St. Vincenz Hospital in Paderborn had no reservations about coming into contact
with such a vehicle. As part of a project run by Porsche
Consulting in the hospital, Sister Katharina felt completely at home sitting in a Cayenne, as the photograph
proves.
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“Great Success in a Short Period of Time”
Following the successful launch at Freiburg University Hospital, the number of hospital projects
is continually increasing. This is sufficient reason for Porsche Consulting to strengthen its team
with specialists from the field of medicine. Daria Ostovan and Gerald Tomenendal have recently
joined the team of consultants.

Why have you transferred from the hospital to the consultancy sector?
Daria Ostovan: “As a doctor, I spent years looking at
the structures and general conditions within hospitals.
The realisation that the greatest commercial potential
within the healthcare sector lies precisely in improving

the efficiency of hospitals motivated me and ultimately
led me to take this step.”
Gerald Tomenendal: “In my former position I had to
work within rigid structures that made it almost impossible to institute any change processes. Consulting offers
me the opportunity, as an external partner, to make a
positive contribution towards shaping change.”
First advising patients, now advising clients—how difficult was it to adjust?
Daria Ostovan: “It is certainly difficult no longer being
in the operating theatre, as I really enjoyed performing
operations. However, doctors and nursing staff generally
concentrate on medical care, whilst the general conditions and organisational requirements are neglected. It is
all too rare that patients are seen as customers, with personal needs. This involves not only medical care but also
a structured treatment process with short waiting times
and as short a stay in hospital as possible.” A

Daria Ostovan (32) worked for more than four years in accident and
emergency and orthopaedics. During this time, he was jointly responsible for DRG coding and drug control, as well as his medical duties. Before transferring to Porsche Consulting, he was in charge of the externally supported project “More doctor per patient” for his former
employer, and studied hospital management and health economics
(MBA) in Dresden.
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Gerald Tomenendal: “I didn’t find it difficult to make
the change. While working for Rhön-Klinikum AG and
dealing with due-diligence inspections and the foundation of centres for medical provision, I had to get to grips
with new structures within a short time and I always
found that very exciting. Now I am experiencing that on
a much more intensive level.”
What did you think of your first months at Porsche Consulting?
Gerald Tomenendal: “The work and the field of activity is even more interesting than I expected. Above all, I
am impressed by the intensity with which solutions and
measures are drawn up jointly with the clients, in workshops. That increases clients’ acceptance of consultants

and makes it easier to implement the measures in the
short term.”
Daria Ostovan: “I find it inspiring that you can
achieve successful results within a short period and that
these are then implemented rapidly. I was also surprised
by the pleasant working atmosphere and the informal
dealings with colleagues, which made starting work here
easy for me.”
In your opinion, what are the greatest challenges you face?
Daria Ostovan: “The real challenge is initiating the
process of changing the way our customers think. Many
do not understand the concept of a process-orientated
way of working and it requires a great deal of work to
convince them.”
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Quite Bowled Over
In Japan, you have to take your shoes off—and not just when you’re visiting
a restaurant. As a rule, anyone who makes their way to the motherland of Kaizen
to attend the Porsche Consulting seminar comes back profoundly impressed.
14 employees of the Benteler Group, which has enjoyed worldwide success in the
field of automotive engineering, among other fields, also dared to confront
Japanese production methods—and accumulated entirely new experiences.
 Reiner Schloz, 1 Nishiyama, Bernd Würsching

It is not true that Japan and Europe have absolutely nothing in common. As in tradition-conscious Great Britain,
Japanese traffic drives on the left, the legal system has
many parallels with the German justice system, and this
winter the inhabitants of the island of Hokkaido were
worried about the same thing as everyone in Europe: In
Sapporo, proud venue of the 1972 Olympic Games, there
was far too little snow. However, on the evening in ques-

tion, as ladies in kimonos served sushi and other secrets
of the ocean, along with cold noodle soup and sake, the
matter in hand was a Japanese invention which has little
by little also been gaining ground in Europe: Kaizen. The
men, who had made themselves comfortable in their sock
feet on the floor, discussed the issue vehemently. It was a
day of contention, with the mood fluctuating between illhumour, uncertainty and curiosity. A

Impressions from a trip to Japan: If you want to experience Kaizen, you also have to get to know the country and its people
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The interpreters, Christoph Törring and Oliver Loidl,
were kept busy. The ladies accompanying the expedition,
tour leader Chieko Sato and organiser Hiromi Tanaka
from Porsche Engineering in Japan, mediated as best as
they could. In the early afternoon, while visiting successful Japanese automotive supplier Keihin Seimitsu Kogyo
Co. Ltd. (KSK), after just under an hour’s investigation,
the guests from Germany, 14 executives and production
specialists from the Benteler Group, had worked in two
groups to put forward proposals for improving a chakuchaku production line which manufactures an aluminium
gearbox part. The objective of the task was to change the
production method to make it possible for two workers,
instead of three as before, to make the desired number of
parts. It seemed to the German guests that their proposals were not effective enough for the established
Japanese Kaizen experts. Norbert Bergs, from Benteler
Steel/Tube, and management spokesman, voiced a criticism which was representative of everyone’s view: “Too
little time and too little information to work out an optimum solution.”
The advisers from Porsche Consulting are familiar
with this type of discussion—and were opposed to it.
Hanne Dinkel, Dietmar Kehr, Bernd Würsching and Andreas Baier remained tough, and even hit back provoca-

tively: “Did your team work well together?” Or: “Did
you really approach this in a structured manner?” And:
“Did you actually concentrate on the essential points?”
Keiji Fujisaki, a host and director at KSK, listened,
smiled gently and wisely, and said “You must be patient.” Then he and Norbert Bergs put their heads together. While the dialogue was taking place at the highest
levels here, the hard work was being done just under an
hour’s drive north-east of Sapporo; at KSK’s factory, the
workers were implementing the German proposals on
the production line immediately.
This was when the guests finally arrived in Japan. The
hour of truth: German production specialists encountered Japanese production methods. There is a difference
between resolving to strive for a non-wasteful company
which implements a continuous improvement process
and internalizing the philosophy and actually living in a
consistent manner. The realization can be difficult, but it
is instructive in any event. Bernd Würsching, who is familiar with customers’ sensitivities in this strange world
after twelve stays in Japan, says: “Time and again, it is
remarkable how towards the end of the trip the initial
scepticism changes into motivation to implement many
measures back home in exactly the same way that visitors have seen them done here.”
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The round of introductions: Keiji Fujisaki (centre, right-hand photo) provides the German guests with a first insight into the world of KSK

The seminars in Japan are much sought after by
Porsche Consulting’s customers. There is great appeal in
being able to experience lean production and lean management close up in the motherland of Kaizen. The doctrine of constant small changes for the better enabled its
inventor, Toyota, to become the world’s largest and most
successful car manufacturer. Although the Toyota production system (TPS) is not ubiquitous, even in Japan, it
is very widespread. In Europe, Porsche used it at the beginning of the 1990s to achieve its economic turnaround,
and Porsche Consulting has been teaching its clients the

recipe for success ever since—and has been bringing them
back here to its roots again and again.
A cultural crash course, which also includes a visit to
the spectacular heritage site of Kyoto, lasts 12 days.
However, the trip mostly consists of visits to companies
which are living the Kaizen ideal, and are always very
proud of this. To make something like this possible, you
have to have good relationships, or, best of all, real
friends. Tetsuro Komaba, the owner of KSK, is a real
friend of the House of Porsche. He became an earnest A
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A factory visit: German experts cast a keen eye over Japanese production lines

Kaizen fan during his time at Toyota and subsequently,
against his father’s wishes, restructured his own family
firm. Komaba is always striving for something new. His
credo is “We want to do things that no one has dared to
do yet.” At KSK’s parent plant in Tochigi, he had an analogue production line built with old machines in order to
sharpen the five senses of his employees despite the existence of ultramodern production technology. At the
Hokkaido plant, KSK receives guests constantly in order
to demonstrate Kaizen to them and also teach it at workshops. “New ideas from outside revitalize Kaizen,” says
Tetsuro Komaba. “When people who pursue the same
ideas come together, there should be no secrets.”
On this occasion, the guests from Germany were of
particular interest to the Japanese. Benteler has more than
21,000 employees at 150 sites in 34 countries. In 2005,
the Paderborn-based company had a turnover of far in
excess of five billion euro, 70 per cent of which was
earned outside Germany, and 72 per cent of which was
accounted for by automotive engineering alone. Other
divisions include Steel/Tube and Distribution and Purchasing. Consequently, the group was a diverse mix of
people. It included specialists from the Steel/Tube and

Automotive engineering divisions, and was enriched by
employees from the USA, Spain and Brazil. In the words
of Norbert Bergs, “We want to see things here which we
can use to convince our colleagues at home that Kaizen is
necessary.”
The first impressions gained at the KSK Hokkaido
plant made the visitors want to see more: the perfect visualization of the work at virtually every piece of machinery, clarity and transparency in the ever-changing architecture. The production lines are called Himawari
(sunflower) and Nanakamado (the mountain ash which
is typical of Hokkaido) because (as Komaba puts it)
“after all, plant names are a lot more pleasant than just
numbers”. The subsequent sandwich training served as
an illustrative “just in time” simulation: First of all, KSK
members produced four types of sandwich using the conventional performance-orientated production method.
This resulted in high levels of stock between each production stage and a long storage time for the finished
products—not exactly ideal for a sandwich. Production
was optimized in several steps “without large investments” and with a mix of high-tech and simple methods—ranging up to interlinked processes using new A
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“The hungrier you are the better you work”: Sandwich training along with reorganization measures as an illustrative “just in time” simulation
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Norbert Bergs thanks Tetsuro Komaba—and then it’s time to say goodbye

working materials and kanban control, which monitors
supplies directly via customers’ consumption. Jokingly,
Komaba declared that the recipe for success in the Kaizen
exercise, in which the German guests also energetically
buttered bread, was “The hungrier you are the better you
work.”
If the practical visual instruction component was
aimed at the stomach, the task on the chaku-chaku line
the following day was more likely to upset the stomach.
After the line had been analysed with the aid of a standard work combination sheet (see the following article),

fierce discussions about the proposals for improvements
began, an intensive exchange of views which continued
late into the evening in the restaurant.
This heightened the surprise the next day: at 12 o’clock, high noon, the KSK production line was already
running at high speed again—quite accurately adapted
to the proposals put forward by the Benteler tour group.
The objective had been attained.
The guests’ joy about this was exceeded by their surprise at the Japanese approach. In the words of Dr Klaus
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Hauschulte, Benteler Operating Systems Manager and
Kaizen officer, “The way the Japanese responded to our
proposals and the discipline, consistency and speed with
which they implemented them were striking.” American
David Vanzoest also confessed that it had made a strong
impression on him: “It’s very unusual for us to do something and then see what happens, but this is exactly what
we need to take away: the idea of simply testing things
out.” Keiji Fujisaki explained the underlying mindset
thus: “We Japanese don’t spend a lot of time considering
what might go wrong. We solve problems when they
occur.”
Like all the participants, Brazilian Rogerio Guedes
was impressed by the hosts’ openness and drew his own
conclusions: “The basis for everything is discipline, consistency and the conviction that something can always be
improved. We need to convince our top managers that
this system works, because one of the reasons that
Kaizen is so successful here in Japan is that the managers
know exactly what they’re talking about.”
Summing up experiences at KSK, Norbert Bergs said
“The high level of quality awareness, the cleanliness, the
discipline and consistency that we have seen—these are

the topics we have to work on.” For Klaus Hauschulte,
one insight above all was very important: “We have
seen that Kaizen isn’t rocket science. You simply have
to do it.”
There were hearty farewell waves as the party left
KSK—more than just a sign of politeness. The initial
phase of the tour was intensive and successful. The
doubts disappeared. And the group still had eight days
left in which to experience Japan, days in which the German guests had their socks blown off a few more times,
and not just when eating in the evenings. B
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In Search
of Lost Time
Given that its name is something of a tongue twister and sounds unusually
extravagant, nonetheless, the Process Chart & Analysis Sheet is one of
the most important basic tools for introducing and visualising standardised
working processes and, in turn, the basic requirement for lean production.
 Reiner Schloz, 1 Nishiyama, Bernd Würsching

The men were concentrating on the task. After all, it was
a matter of seconds. Their gaze wandered here and there:
stopwatch, workplace, stopwatch. Nothing stood in the
way of their search for lost time. No hand movement, no
step, no glance, no judder of the machine. Record the
time, make notes, with brief discussions in between.
On the racecourse, striving to beat the record, it could
scarcely be otherwise. Here, in the Production Department of the Japanese car component supplier—KSK—
the competitive conditions were equally harsh: the aim
was to achieve a new “fastest lap time”.
In conjunction with the Japan seminar held by Porsche
Consulting, colleagues of the Benteler Group had a tough
nut to crack in the KSK workshops. Armed with the necessary information and after spending an hour on site
observing and taking measurements, the production experts from Germany had to put forward proposals for
optimising a Chaku-Chaku line on which an aluminium
gearbox component was being produced. The objective
was to improve the working procedures to such an ex-

tent that, in future, the required quantities could be
manufactured by two operators instead of three, as was
currently the case.
This is a popular exercise among masters of Kaizen.
As a matter of course, anyone who gets their teeth into
the rules and procedures of a Chaku-Chaku line has to
grapple with the basic principles of lean production and
the opportunities for steady improvements in small
stages. The aim is the standardisation and visualisation
of working procedures. This is achieved by using the
Process Chart & Analysis Sheet utility, which provides
a graphic representation of the perfect lean interaction
of man and machine—a typical characteristic of a
Chaku-Chaku line.
A Chaku-Chaku line (Japanese for “loaded, loaded”)
makes it possible to control different production processes
in parallel and to convert the waiting times of operators into shorter walking distances and quality inspections. While a component is in production, the various A
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Part Number

Process Chart &
Analysis Sheet
0

０：Regular
０： operation

Time; seconds

Step
#

Man and machine in one line: work expressed in time (right) and in
stages of the process (right, folded out)

machines used for machining, finishing or quality
assurance in the production cycle are loaded and unloaded. The operator is responsible for transport, quality
control and process control. During the production
cycle, the basic principle of the Chaku-Chaku line is that
“the machine has to wait, not the operator”. The Process
Chart & Analysis Sheet defines the production standard.
In this way, problems and deviations can be quickly
identified by the operator as well as by the observer.
On a typical production line, the individual processes
(lathing, drilling, milling or washing) are arranged in a
logical sequence. The course of the production line runs
in an anticlockwise direction—ideal for a right-handed
operator.
A Chaku-Chaku line is more suitable for machining
than a conventional general-purpose machine.
More expensive technologies demand a heavy workload on machinery, they are less flexible for variations in
production volume and they cost more to maintain.
With the simple Chaku-Chaku line, the required quantities can also be achieved by deploying operators in a
more flexible manner. A

1

１：Se１：
t-up change

Operation & order
Pick-up a casted part

Hand- Transling ferring
0,5

2

Cutting & setting by NCL-35H
of inner & outer diameter

4,5

3

Intermediated washing,
deburring on chukking face

0,5

4

Cutting & setting by NCL-36H
of inner & outer diameter

5,0

34,0

Final washing by
ABU-16H and setting

2,0

40,0

Leak-testing by LT-7H
and setting

7,0

41,0

Waggle-checking
by TM-16H

3,0

33,0

Visual appearance
checking

14,0

5
6
7
8
9
10

Part Name
Process
Date

Put a completed part
into a container box

Total

Walking

Total

2,0

2,5

2,0

9

1,5

11

2,0

18

1,0

21

2,0

30

1,5

34,5

0,5

49

1,0

50,5

13,5

50,5

38,0
29,0

0,5

37,0
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Handling
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Walking
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65

70

75
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85
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95

100

The Process Chart & Analysis Sheet provides a graphic representation of the repetitive interaction of man and machine.
Finally, the integrated evaluation of the individual stages of
the process—subdivided into handling, machining (transferring) and walking—illustrates a complete production cycle.
In this particular case, a complete cycle takes 50.5 seconds.
The result is: with this Chaku-Chaku line, in the standard
configuration, a finished component can be produced every
50.5 seconds. As is clearly shown by the red (customer) tact
time, a component can be sold every 42 seconds. Consequently,
a maximum of 42 seconds should be allowed for the
interaction, for each stage of the process, including handling,
machining and walking. Thus, Operation 6—with a
handling time of 7 seconds and a subsequent machining time
of 41 seconds—is the first point of contact in devising a
solution which incorporates the additional improvements.
Precise coordination of the time required and a sufficient
number of measurements are the basic requirements for
a comprehensive “snapshot” of the existing situation and,
in turn, a creative solution to the problem.
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Operation 7:
Stability test TM-16H

）

7

Operation 8:
Visual inspection
Operation 9:
Place finished
component in bin
8

Operation 1:
Pick-up an
unmachined part

9

1

2

Operation 2:
Mill the internal and
external profile NCL-35H

Operation 3:
Wash and deburr

3

Operation 6:
Leak-test LT-7H

6

5

Operation 5:
Wash ABU-16H

Operation 4:
Mill the internal and
external profile NCL-36H
4
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stages (by speeding up the time taken to open and close
the machine, for example). However, it is not quite that
simple. Bernd Würsching, of Porsche Consulting, says:
“It is often the case with these exercises that there is too
much emphasis on the technicalities, overlooking the fact
that the time saved at a particular stage does not necessarily affect the complete cycle. It is always important to
consider the entire production process for the component.” The interaction of man and machine is directed
towards the customer cycle: based on the requirement,
how many seconds should elapse during which a finished
component is produced every time?

Seconds cycle: Using a stopwatch on the line

In order to be able to identify the existing situation, all
the relevant data and facts are entered onto the Process
Chart & Analysis Sheet. This starts with the architecture
of the line. In the case of KSK, this signifies nine process
stages. Three machines lathed and washed the component, the operator was responsible for quality control
and loading and unloading the machine, pushing the
Nagara Switch, walking distances and waiting times.
In the Process Chart & Analysis Sheet, all the stages
are then itemised in the sequence of the production cycle.
The visitors from Germany measured each process
several times, using a stopwatch, and entered the times
in the table. In this way, the production sequence can
be visualised in cycles of seconds, subdivided into the
categories of walking time, machining time, handling
time and waiting time.
Now, it might be thought that a production expert
would have no difficulty in making noticeable improvements to the cycle times by accelerating the individual

Thus, with KSK too, after evaluation of the Process
Chart & Analysis Sheet, much discussion took place
and many calculations were made. Finally, however,
the proposals by the German visitors were implemented
by the Japanese overnight, the production cycles were
comprehensively modified, machines were repositioned
and new job instructions were issued—with the desired
result. In future, the required quantities can be achieved
with two instead of three operators. “The fundamental
criteria for such results,” says Bernd Würsching, emphasising the importance of this exercise, “are standardised
working procedures. Only if something consistently operates in the same way is it possible to make comparisons
and introduce improvements.”
Based on the principles of lean management, this rule
applies well beyond the production process and, in
essence, in all areas of the company, right up to managerial level. In the final analysis, in one way or another
everyone is searching for lost time every day. B
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Rules governing the structure of a Chaku-Chaku line*

Both hands in constant use
Pick-up component with the left hand,
place in bin with the right hand
Movement
of the hands

Operator

Movement
of the eyes

Movement
of the feet

Parallel movements only: “up and down”;
avoid “forward and back” movements

Narrow field of vision, no looking around

Parallel movements only, no “forward and back”

Reduce waiting time

“Hanedashi”
automatic
discarding
Start the
machine while
moving

No extra handling to pick-up the component

No extra movement required to start the machine

Machinery
Simple
guides

Fluid insertion into the machine

Clear
fixtures

Positioning without adjustment

Handling
time

Less than 3 seconds for each stage of the process

Mentality
Safety
and quality

No obstructions to the entire cycle

The structure of a Chaku-Chaku line is based on simple principles. For many years, Porsche Consulting has been conducting
a lively exchange with experts from Keihin Seimitsu Kogyo Ltd. concerning the structure and operation of Chaku-Chaku
lines. Regardless of the product and the machines deployed for the purpose, it is essential that these rules should be followed
from the initial design stage of such a line. The Process Chart & Analysis Sheet can be deployed in the early process definition
phase in order to verify the viability and quality of the line. *Source: Keihin Seimitsu Kogyo Ltd.

Forza Italia!
They’re ready for the off in Milan. The strong team at newly founded
Porsche Consulting Italia S.r.l. aims to conquer the market south of the
Alps, pass on process know-how—and enjoy life to the full while fulfilling
the high expectations of head office in Bietigheim.
 Reiner Schloz, 1 Markus Leser

Anna-Lucia Di Paolo usually starts her working day riding pillion on a Scarabeo. The scooter, piloted by colleague Valentina Mocchi, transports them safely through
the chaotic rush-hour traffic to the Milan house of
Porsche at Viale Vincenzo Lancetti 46. In the first-floor
offices, the two ladies—along with consultant Anna
Paola Ferioli—represent the attractive female fraction at
Porsche Consulting Italia S.r.l. The duo supports their ten
colleagues in their consulting work in pursuit of specified

objectives with the same enthusiasm that can be sensed
around every corner here. “You feel as if you’re part of
a sports team,” says Anna Lucia Di Paolo. “We are euphoric, we high-five each other and enjoy even the small
successes.”
For the ladies, continuous improvements are as much
part of everyday work as an espresso, whether they
are making innovations in handling travel requests or A
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Attorney Federico Magno (l.) and head of division Nils Hof: “If the office is empty, business is going well”
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ensuring strict ordering of the office supplies and forms
on the cupboard shelves in accordance with the kanban
principle. “Procuratore” Federico Magno and operational division manager Nils Hof call this “office
Kaizen” and cite permanent change in the small details
as one of the practical examples of the general corporate
philosophy. According to Federico Magno, “We don’t
just sell Kaizen, we also live it ourselves.”
The consultants at Porsche Consulting GmbH’s first
foreign subsidiary have moved into position—and are
immediately fanning out again collectively as their period
of service begins. On this Monday morning, Nils Hof is
looking at the deserted workstations with great satisfaction. “There is an old consultant’s saying,” he declares.
“If the office is empty, business is going well.” In other
words, the employees are out of the office, where they
are needed. The consulting firm has handled around 30
projects in Italy since 1997; since November, it has been
looking after 20 clients from the Milan office.

The elixir of life: the “Porsche espresso”

The “spirit” (Magno) of Porsche Consulting is blowing through northern Italy and its own offices, the result
of the careful planning which is characteristic of the
company. Using the Quality Gates system and their own
map, Federico Magno and Nils Hof handled the establishment phase as if it was the start-up phase for series
production of a new Porsche model. “Every week, we
used the map to check how far on we were with the
preparations, whether the framework budget was still
correct and whether everyone had carried out their
tasks,” says Magno. In addition, in the past few years a
number of qualified Italian-speaking consultants who
wanted to undertake the adventure of working abroad at
some point were taken on at Bietigheim. There is thus no
shortage of lean management know-how and Porsche
experience in Milan.
Now that they have a local presence, it is a matter of
vigorously maintaining the good old traditions from
home. Consultants working on customer sites have to A

Teamwork: Magno, Valentina Mocchi
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wear dark trousers and the Porsche work coat. The dress
code serves as a signal. “We don’t visit customers just to
talk, but to contribute,” says Hof. Every Friday morning
the team meets in the office to share breakfast. Over
Anna-Lucia Di Paolo’s home-baked pumpkin seed bread,
everyone says how the week has gone and what can be
improved. When the ritual was introduced and the projector displayed the first chart on the wall, the clock on
the computer read 9.11. “Since then, we’ve called it our
nine eleven meeting,” explains Magno.
Sometimes symbolism strengthens belief. And in
Milan the belief is unshakeable. “We didn’t simply set up
an outpost in Milan,” says Magno. “Instead, we staffed
it with experienced people from head office who are just
closer to their customers now.” Italians who join the team
have to be able to speak German, the office language.
“Everything we sell to our customers here comes directly
from Porsche,” explains Magno, an Italian. “And Porsche
is German.” The close connection to head office is part
of the agenda. Once a month, Eberhard Weiblen, manag-

ing director of Porsche Consulting, comes to Milan so
that his governors can report to him on the state of
affairs.
The Milan crew is proud to be something of a guinea
pig for the internationalization of the consulting firm.
They are only a 45-minute flight, or just under a 600 km
drive, from Stuttgart. Near enough to the centre of things
and yet also far enough away. There is also a tradition
behind the link to Italy. Companies from the aeronautical and commercial vehicle sector, companies from the
automotive supplier industry and subsidiaries of German
corporate groups are long-term customers.
Everyone in Milan is ready for the off, at work and in
their personal lives. Anna-Lucia Di Paolo sometimes feels
as if she is back in her childhood. When she was a little
girl, Milan for her was the great cathedral. Her mother
comes from Apulia, her father from Sicily; she was born
and grew up in Germany but they visited her aunt in
Milan three or four times a year. And little Anna-Lucia

History meets future: A Porsche 356 marks the entrance to Porsche Consulting Italia
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Relocation work: A map was used to plan the launch in Italy in the same way as the start-up of series production for a new Porsche model

always insisted on a trip to the cathedral. “I had to feed
the pigeons after all.” Now, she is living in her homeland
for the first time, and has a weekend marriage. Her husband could not leave his company behind.

ing was urgently looking for interpreters for its projects
in Italy. In Mocchi’s words, “We had one conversation—
and I went to Bietigheim immediately.” That was barely
two years ago, and now she is back again.

For Valentina Mocchi, her career path from Porsche
Consulting in Bietigheim has led her directly back home
to her parents. She was born in Milan but brought up
speaking German: her kindergarten, primary school and
grammar school were German. “That’s the way my parents wanted it.” After her school-leaving exams, she
studied business management and worked for a Milan finance company for two years. “I wanted to use my German—and no longer had any opportunity to do so,” she
recalls. So it was lucky that at that time Porsche Consult-

Back then, contact with Italy was via Federico Magno.
The man from Padua came to Porsche Consulting in
1999—as an intern. His first task was to determine a
possible site for an Italian office for the company.
Rome? Turin? Bologna? Even then, he believed that
there was no alternative to Milan. The points in its favour
were the transport links, with two airports, the railway
line and motorways, as well as the fact that Italy’s
industry is located in the north of the country. Milan
also has the attraction of being Italy’s financial centre. A
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The entire supply industry for the automotive sector—
including Porsche suppliers—is located in Lombardy and
Piedmont; the Italian medium-sized companies are
grouped around Padua and Bologna. “What we still
lacked at that point in time was the necessary turnover,”
recalls Magno. “It had to exceed the threshold of two
million euro.”
In the last financial year, Porsche Consulting had a
turnover of 31.9 million euro; the share accounted for
by foreign business rose to 23.5 per cent. Italy is far
ahead—and expectations are high. In future, activities
on the Italian market are to make up around ten per cent
of turnover. The conditions are favourable. Since the introduction of the euro, Italy’s economy is more dependent than ever on quality, efficiency and process stability
in order to remain competitive on the international
stage. Not a bad situation for a company which is basically the only consultancy firm in Italy to teach lean production and lean management. “The Porsche name is a
draw,” says Magno. He explains his vision for the future:
“We will implement Japanese methods with German single-mindedness coupled with Italian imagination and
flexibility.”

Near to the customers: Projekt Manager Simone Cigada

There is no shortage of initial aid. At the start of
November, second-hand cars were still parked on the
113 square metres of office space at the Milan house of
Porsche. “The rent is a real gift,” says Magno. And
Porsche Italia, based in Padua, has actively taken the
newcomer under its wing by providing help with marketing matters. As Magno puts it, “Although they really
have nothing to do with us, they have been very helpful
to us. It’s not normal, it’s Porsche.”
The team wants to do justice to all of this in its new
old home. The employees find it easy to live with the
constant changes. “There is now a ban on feeding the pigeons at the cathedral,” says Anna-Lucia Di Paolo. B

The dynamic duo speeds: Anna-Lucia Di Paolo (l.), Valentina Mocchi
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Salto
Mentale
To ensure its competitiveness on the
international market, the Italian company
GLEM Gas S.p.A., a manufacturer of gas
cookers, build-in hobs, and ovens, has
switched its production process to the
“just-in-time” principle, with the aid of
Porsche Consulting. After the first cultural
shock was overcome, the encounter with
Kaizen, the Japanese philosophy of ongoing
improvement, kindled a real fire among
the employees.

 Reiner Schloz, 1 Markus Leser, GLEM Gas

The Juve-Tifosi soccer team hasn’t had an easy time in
Italy since its justified relegation to Series B. And in San
Cesario sul Panaro in Modena province, one is well advised to show restraint when displaying one’s love for the
team in white and black. Recently, the old lady from
Turin had a stroke of dumb luck: a 1:0 victory in Modena—an own goal just before the clock ran out.
Giuseppe Andreano doesn’t want to talk about it. This
is no time for unpleasant topics. Here in the office of the
Kaizen manager, nothing is left to chance, that sometimes cruel companion. The walls are covered with precise descriptions of goals and assignments, strictly broken down by team, each personified by a group photo.
The current state of affairs can be gleaned at any time
from the colored pie charts. The visualization of the daily
work and responsibilities is exemplary. At the GLEM
Gas S.p.A. plant, the principles of lean production in
connection with a continuous improvement process are
taken seriously, and lived.
That’s the way the boss, owner Gabriele Guerzoni,
wants it. After all, the company in the idyllic rural area
provides high-quality equipment to satisfy a basic need
that represents the country of world champions even better internationally than does soccer: food. GLEM Gas
manufactures build-in hobs, gas cookers and ovens, from
bare utility products up to status-symbol models, and delivers them to half the world. GLEM Gas has significant
market shares in Italy (12%) and all over Europe, having
subsidiaries in France and Portugal. Also being present
on international markets with a subsidiary in Australia
and a constant growth in Far East and the Americas. The
Modena plant ships out 280,000 free standing cookers a
year; in addition, there are some 70,000 packed cooking
units for the Middle East. Guerzoni says, “We will never
be able to keep pace with the low-wage countries. If you
want to maintain your position in foreign markets, you
have to clean up at home first.” A
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“Just in time” principles in cooker assembly: The work is taking place on the left while the parts ordered from the supermarket can be seen on the right

Porsche Consulting Italia’s Attorney Federico Magno,
head of division Nils Hof, and their team around Marcello D’Andola have done just that in an initial thirteenweek project. The restructuring of two assembly lines
and the setup-time reduction at the sheet metal forming
press were initiated and completed, and the introduction
of a Kaizen organisation, including the definition of vision and layout, was undertaken.
Giuseppe Andreano witnesses some of the results of this
operation every time he watches production in his plant
from his office window. Inventory on the line has been

abolished; instead, a supermarket based on “just-in-time”
principles has been set up, and the parts to be processed
are commissioned. One employee per line makes sure resupply from the central warehouse is delivered on time.
The employees had been prepared for this drastic change
at a pilot workshop in the Porsche Academy in Bietigheim. “At the beginning, there was some confusion,”
Marco Guerzoni recalls. “The employees thought we
wanted to take their working materials away from them.”
Thus, the experience in San Cesario sul Panaro, as
elsewhere, was that major changes can initially lead to
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misunderstandings and distrust. The labor unions sensed
ill intent, and the employees became insecure. The change
in mentality was definitely the main topic at the beginning of the restructuring process, production director
Andrea Gullino says. “This complete rearrangement of
the mode of operation in production to the pull principle, the path with continuous improvements—the employees first of all had to get all that into their heads.”
The fact that the salto mentale succeeded was in part due
to the “social competence” of the consultants, Andreano
explains. “They know how you have to talk and deal
with people. And once we’d started working in the new
way, everybody noticed that it ran better.” When Kaizen
is the issue, executives and labor unions usually sit at one
table. They look at the future together and the results
achieved so far are convincing.
Output of the lines has increased by 13 percent, with
noticeably improved quality at the same time: the reject
rate has dropped by up to 70 percent. And the space reduction of 40 percent even makes break areas possible
where inventory used to be stacked. At some places,
Kaizen boss Andreano explains, things are still a little

An oasis for workers’ breaks: GLEM Gas has made room for it

tight: “If you walk through the plant, you can immediately see where we’ve already switched over and where
we haven’t yet.”
The continuous improvement process is being carried
out with the support of Porsche Consulting, but essentially it is being done under the company’s own direction.
The Kaizen coaches have been back in their own rows
ever since the training of the consultant crew was completed. “And that’s good,” Nils Hof comments. “The
key to the success of a consultation project is the speed
and permanence with which we can have the improvement process run on its own. Targeted training is the key
to that.” Kaizen coaches like Rino Leonelli have assimilated the new working world. He says, “Previously, improvements always used to depend on the abilities and
the improvisational talent of the individual. Now, we can
rely on the method itself. And it works.”
Boss Guerzoni, comparing the present with the past,
refers to “two different ways of life” in his factory.
“And we’re just at the beginning of the road,” he says. In
production, mechanical processing will be the next to A

It’s all on the list: Discussing the situation with Andrea Gullino (l.)
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Very special steel: The latest luxury cooker from GLEM Gas fulfills all the requirements to be a status symbol

undergo restructuring. The vision of GLEM Gas is to introduce Kaizen in all areas of the company. The advantages of permanent improvement in small steps of limited
duration are greatly appreciated in San Cesario sul Panaro. “If employees have too much time to deal with a
solution to a problem, it turns into an endless story,”
says Guerzoni. At GLEM Gas, they prefer to look ahead.
And in the future, too, the words “own goal” won’t be
found in the work descriptions on the wall of Giuseppe
Andreano’s office. B

Gabriele Guerzoni (r.) with son Marco: A complete changeover
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The Alchemy of Processes
You can’t re-invent the wheel every day, but it’s a different story with
tyres. That is, if you know a bit about black magic, because in the trial
laboratory more than 200 different ingredients go into the final round unit:
Resins, oils, carbons—and of course rubber. At Goodyear’s Technical
Center, experts are constantly working to find the best composition,
employing a large measure of creativity. Their sense of organisation needed
some honing, and so Porsche Consulting’s help was enlisted to introduce
a Continuous Improvement Process (CIP) into the development system.
Goodyear has been maintaining the CIP itself for a long time now.
 Elmar Brümmer, 1 John Ashley

At Goodyear’s world headquarters in Akron, Ohio, many
things look like they did back in the good old days. This
was where Frank and Charles Seiberling, two brothers of
German ancestry, founded in 1898 what has become
North America’s largest tyre manufacturer. Well-kept
brick facades signal the company is proud of its tradition. On the way to the executive offices, we walk down
wood-paneled corridors on thick carpets reminiscent
more of the Plaza Hotel than a modern business enterprise. We pass a large room labeled simply “The World
of Goodyear”. It contains a model of every one of the
company’s 100 factories around the world, and the tables holding the models seem to stretch out to the horizon. It’s here we start to realise tyres really cover the
world—or, depending on your perspective, that the
world revolves around tyres. But, one shouldn’t be deceived by the apparent tranquility. The escalators carrying employees from the entrance hall to the floors above
are called “speed ramps”—and are made of rubber, of
course. Fast-paced individuals feel right at home with
Joseph M. Gingo, the Chief Technical Officer (CTO) of

Goodyear. As an indication of the importance the company attaches to development, just one door separates
Gingo’s office from that of CEO Robert J. Keegan. This
is the home not only of tradition, but also of innovation.
When Goodyear started its—now successful—turnaround program four years ago, it embarked on a fair
amount of intercontinental traveling together with
Porsche Consulting. For the consultants from Bietigheim,
this was a chance to demonstrate their Continuous Improvement Process (CIP) is not only successful for production departments, but also for development, where
processes are a little more difficult to see at first. Above
all, this was the first contract coming directly from the
United States. But, it wasn’t so much a contract as a cry
for help. Joe Gingo compares the situation for his developers back then with that of ambulance drivers. As he
puts it, “They turn on their sirens, push everyone else to
the side of the road, and arrive at the site on time. The
problem, however, is that everyone else then arrives at
their destinations too late. That’s what was happening A
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Tradition behind a well-kept brick facade: Goodyear’s head office in Akron, Ohio

with our projects too, but that’s not the right way for a
company to operate. It might work once, or maybe
twice, but by the third year at the latest we would have
been mired in chaos.”
The consultants from Germany were hired because
they represent expertise and sound systems. In other
words, they started with an advance in terms of confidence. Ulrich Guddat and his colleagues Simone Cigada,
Arne Petersen, and Darius Khodawandi worked to improve the “grip” of Goodyear’s Development Centers in
Akron and in Luxembourg, by analysing processes from

a comprehensive perspective, describing them, optimising them, and then establishing them on a CIP foundation. Before the optimisation phase got started, they provided a crystal-clear explanation of the lean development
system and its renowned map as the core element of the
lean Product Creation Process (PCP). There was nothing
gradual about it—the project was completed in a mere
19 weeks. And the results are impressive. The first step
of the optimisation phase consisted of holding four CIP
workshops focusing on the new Product Creation Process,
in order to ensure the map would undergo continuous
improvement right after it was drawn up. One of the A
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“A Living System”
Joseph M. Gingo (62) has worked at Goodyear for over
40 years. Appointed Chief Technical Officer (CTO) in
2003, he is responsible for all development and quality
activities.

What led you to Porsche Consulting?
Jo
J
osseep
ph
hM
M.
. G
Gi
in
ng
go
o: “I got a call from our Technical
Center in Luxembourg—‘Joe, we’ve finally found the
people you need’. I wasn’t just looking for a consulting
service, but rather a complete lean development system
that would help us take better command of our new
products. In order to meet Goodyear’s financial turnaround, we had to bring a new tyre onto the market
within twelve months – whereas the normal period for
this level of complexity would be 18 to 36 months.”
Did you manage to do that?
Giin
G
ng
go
o:: “We did, but we had to tear apart our whole
platform and neglect everything else. ”

What made you look for a solution from Porsche
Consulting?
Giin
G
nggo
o:: “I had also spoken with other consulting
firms, but Porsche Consulting simply offered us the
best option. That’s easy to explain, actually. Porsche
promised a lean development system that my organisation can really use. A lot of consultants come and say
they can help you solve your problems—but they
don’t give you a system you can use on your own
when they’re gone. That was the unique selling proposition with Porsche Consulting: ‘We’ll come, we’ll take
a look, we’ll take care of the problem, we’ll give you a
system, and we’ll go.’ I didn’t want just any system,
though; I wanted a Goodyear system—and that’s what
we now have.”
Didn’t you have one before?
Giin
G
nggo
o:: “I asked the Porsche consultants to take a
look at our previous development process in Europe
and North America. They told me that Goodyear didn’t really have a global system as such. But together we
set one up. And we’re enhancing and expanding it on
an ongoing basis, until it becomes the ultimate system
for the whole company. We are currently working on
expanding the processes to Asia and then to Latin
America.”
How hard was it to set off on this new course?
Giin
G
nggo
o:: “To take a company from virtually no
process to a lean development system is like staging
a cultural revolution. We weren’t used to the level of
discipline it required. But we accepted it and got used
to it. When our people started seeing results, it was
easy to convince them. And that’s why we’ll continue
to be successful with it. It’s a living system, not a
static one.” A
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What role do the tools play for you in this new
approach?
Giin
G
ng
go
o:: “Goodyear has a long history of using Six
Sigma. Let me put it this way: The lean development
system concentrates on processes, and Six Sigma concentrates on problems. If I did it again, I’d definitely
start with the lean development system…”
What do you find special about the Porsche Consulting’s approach?
Giin
G
ng
go
o:: “I’m impressed by how Porsche has westernized the Kaizen principles. I’m familiar with Japanese
theories, and I’ve seen how they’re used by companies
in Japan. But a lot of companies around the world
haven’t managed to use them. One cultural difference
lies in the fact that you don’t even need to explain lean
processes to the Japanese anymore, because they’ve anchored them in their corporate cultures. It’s different
here. Porsche Consulting has created a systems approach that everyone can understand; and what’s
more, we can also document and teach this system.”
Was it hard for you to give them full access to everything?
Giin
G
ng
go
o:: “If you hire someone for the purpose of
achieving certain results, but only show them half the
data, then you’re only going to get half the results.
Transparency is crucial. I enjoyed working together
with Porsche Consulting. The people are very open, so
our discussions were also open, and consequently very
constructive. Neither side concealed anything from the
other side. Everyone presented their views of the problems. As a result, we were able to work together to
find solutions.”
What support did you have to give them?
Giin
G
ng
go
o:: “If you want to introduce a system like this
one, you’ve got to do it from very high up. It has to be

clear to everyone from the start that anyone who tries
to oppose it will lose. So no one tried to work against
it, and no one missed the meetings. The fact that I
was present at every meeting set the tone. If Joe thinks
this project is important, then it must be important
for the whole company. If decision makers don’t take
the time to follow through, they shouldn’t launch their
projects in the first place—they’ll just end up wasting
money.”
Has this lean way of thinking established itself at
Goodyear?
Giin
G
nggo
o:: “We’re much better at it than we were in the
beginning. It’s easier for the production department to
think along lean lines, but it’s completely new for the
Research & Development (R&D) community. In the
meantime, however, I’ve got a leadership team that
thinks only in lean terms. It has become a part of their
vocabulary, in a very natural way—not because they
think I want to hear it. Once you taste the success of
this development system, you don’t want to do anything
else. You start looking around to see what other excess
baggage you can get rid of. And that was exactly what I
wanted, namely processes that increase our efficiency.”
If you look back at the project, how would you sum
it up?
Giin
G
nggo
o:: “In all honesty, without Porsche we wouldn’t
be where we are today. Porsche took us further than
our organisation actually wanted to go. Their consultants have experience with other companies; they can
do comparisons that show exactly where we stand. We
weren’t even in a position to do that. And the numbers
show that we’re on the right track.” B
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Good momentum on the road to turnaround (from left): Consultant Darius Khodawandi, “Champion” Jim Weissert, Project Manager Ulrich Guddat

four, the testing workshop reduced turnaround times at
the development lab by a hefty 56 percent. Expenses
dropped by a total of 11 percent. Just one thing, namely
the elimination of duplicate test runs in different departments—which hadn’t been realised before—brought considerable gains in terms of time and money. For Joseph
Gingo, PCP now stands simply for the “Porsche Process”.
It was not only important to generate clear lines of responsibility, but also to determine who does what in the
office, on the test track, and in the plant—and why. A
very simple question getting lost in the rush is: What results are the internal customers actually interested in?
With a clear sense of values, nothing is important except
the essential content of the tests. Whereas the aim used
to be to perform as many measurements as possible and
as rapidly as possible, the sole objective now is to perform measurements efficiently. This meant doing a full
conceptual break by setting priorities again from the

ground up. And, with a standardised throughput time,
the process chain becomes more stable. People saw it’s
better to finish all the test series in an average of three
days, than to push through a rush job in a single day
while the other jobs that had to be delayed then extend
over ten days.
After the value flow was analysed, the lean Product
Creation Process was set up and a project management
structure was introduced consisting of trans-departmental teams. The 22 designated coaches for the Continuous
Improvement Process (CIP) were trained at the Porsche
Academy. Then, the first two 14-day CIP workshops focused on integration and further development for the European and American tyre development personnel.
Wasteful elements were quickly identified and subsequently eliminated. For example, many variations of tyre
components had accumulated over the years, and too A
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Tasks and objectives: CIP workshop put down on paper

many prototypes were being built, some of which didn’t
function in the plant because they were manufactured
there on different equipment than in the prototype shop.
The decision to stick with the standardised two-week
workshop format despite the investment in time it entailed paid off in the long run—because this period also
covers how to implement the new process, not to mention the momentum the project gathered on its own. As
consultant Ulrich Guddat noted with satisfaction,
“Goodyear didn’t just follow our systems advice, but
continued on its own after the project was over to keep
on improving the process”. Joseph Gingo intends to introduce additional improvement measures to related de-

partments, such as marketing and production, and he
wants to extend the lean system to the company’s financial sector as well.
No hint of cultural differences between Germany and
the USA were found in terms of work. Anyone taking a
look at the business card of Jim Weissert, who is one of
the two people at Goodyear responsible for the whole
process, knows the message has come home. Weissert,
who was there at the Technical Center in Akron from the
beginning, has cards listing him as a “champion” in
Lean, Six Sigma, and PCP. “Champion” doesn’t really
describe him, though. He prefers the word “godfa-
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ther”—a term which has nothing to do with its original
religious associations, but rather with the screen godfather Vito Corleone who had deep convictions on what
was right for the business. It’s clear the term is an excellent fit for Jim. What “business as usual” may be for
other companies, “PCP as usual” is for him and his
coaches. His constant approach might be described as
follows: “We’re already pretty good, but where can we
be just a little bit better?” And off we go again. What a
great coincidence that “process” rhymes with “success”.
It was also a success for the consultants. As Simone
Cigada and Arne Petersen explain, “It’s harder to delineate the areas we’re working on in a R&D context than
in production. You don’t have these clear lines in the
R&D domain, so we always had to start from the very
beginning when we wanted to install processes.” For engineers who otherwise concentrate on thinking ahead,
it’s quite a conceptual challenge to take a step back at
first. But, because they are designing the processes themselves, this makes it easier for them to stick to them afterwards and to develop them further. Creativity is not a
hurdle here, but rather quite a help. Just the fact that the
documentation was standardised opened up new capacities. Previously, new documents had to be drawn up for
every new development contract, which wasted a lot of
time, energy, and potential. As Jim Weissert reports,
“PCP shows everyone what to expect. Everyone started
asking themselves why everything had to start from
scratch. This realisation was a real breakthrough!”
The production experience at Porsche Consulting also
was helpful in restructuring the tyre development department. “Among other things,” says Guddat, “We applied
the Takt principle from production. If a team discusses
its project on a regular and systematic basis, this is also
the best form of quality assurance. When the members of
a team have close ties to each other, that encourages understanding and transparency. All of these are important

parts of a lean organisation. Individuals can’t be faster
than their teams, especially when it comes to evaluating a
project’s irregularities. Our job is to shape the processes
in as clear and simple a way as possible, and thus to give
everyone the opportunity to understand the entire system. Also, the map is extremely helpful in keeping everyone focused on essentials. Otherwise especially the creative people start floating off into their own worlds.”
Just like tyres themselves, lean development systems
place a high premium on speed and stability. And they
have to retain their grip when the going gets rough.
Now, Goodyear knows how to help itself. B

The home of new tyres: Goodyear’s Technical Center

The courage to set up a company is rewarded:
For several years now, strict criteria have been used to decide who
wins the German Start-up Prize (Deutscher Gründerpreis)"

Breeding Ground
for Success
Looking forward with optimism: on 19 June, the tenth award ceremony
will be held in Berlin to present German entrepreneurs in four categories with
the “Deutscher Gründerpreis” (German Start-up Prize). The aim of the initiative
is to encourage entrepreneurial spirit in Germany. The four partners in the
initiative are the magazine stern, the Sparkassen savings banks, the ZDF
TV channel and Porsche. Prize-winners and nominees are assigned successful
family companies as their “mentors”. Good reason, then, to ask some
experienced trustees what entrepreneurism is all about and what are the real
secrets of success that lie behind healthy growth and corporate culture.
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“Culture Has to Be
Allowed to Grow”
A duty owed to tradition. Four years ago, Annette Roeckl took control as the sixth generation in charge of the family-run
Munich company Roeckl Handschuhe & Accessoires (Roeckl Gloves & Accessories). By concentrating on exclusively
high-quality products, she is making the company ever more successful and building a corporate culture in accordance
with her own views.

Ms Roeckl, have you demonstrated today how to put
the corporate culture into practice?
Annette Roeckl: “It’s a matter of identifying cultural
facts and living them. Respect for other people plays an
essential role too. In the end it is only by working together that you will achieve the highest goals. So it is
about loyalty to the company, the responsibility that is
shared by everybody. That defines the way people deal
with one another and also the fun that they can have together. This is the atmosphere that should always be
present in everyday working life.”
Let me put the question more precisely: have you
praised one of your employees today or asked someone
for advice?
Roeckl: “I have done both.”
How would you describe your corporate culture?
Roeckl: “We want to make products that are distinguished by being top quality. Exclusive products, treasured items for our customers—and produced in the environment I described before. But you have to understand

that a corporate culture is not something set in stone. It
has to grow.”
Companies have to be able to react quickly to the frequently changing demands of the market and the environment. What role does corporate culture play in that?
Roeckl: “A very important one, of course. The employees operate in this cultural space, have guidelines
and are able to meet the demands thanks to an inbuilt intuition.”
What should someone starting up a new company pay
attention to when defining their corporate culture?
Roeckl: “They should start in a small way by defining
a few ground rules. The corporate culture will grow
from those. But even with these ground rules, the
founder must ensure that he or she is fully behind them.
They are like a code of personal values. The founder
must show that they live by these rules, since only then
can a strong corporate culture develop. Strictly defining
these rules is certainly important. But you don’t achieve
anything just by defining the rules.”
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Can anyone ever be so perfect that they always act correctly in accordance with their own culture?
Roeckl: “Everyone has a bad day sometimes, everyone makes mistakes. What is critical is how you handle
the mistakes and what you learn from them. And anyway: you can, of course, define a whole host of rules—or
just a few unbreakable ones.”
Is it more of a burden or a benefit to take over a company with a long tradition?
Roeckl: “I took control four years ago, and, of course,
there are two sides to taking over a company like this.
What was most valuable for me was the sound base that
I found: the existing knowledge, the financial situation,
the established structures and the brand name. On the
other hand, I found a certain lack of flexibility, attitudes
that aren’t quite the same as mine. And in any case, the
family tradition in general is a big challenge. As the representative of the sixth generation, I see myself as having
a duty to succeed.”

A duty owed to tradition
Annette Roeckl finished her initial training as a business
administrator with the family company, and later worked

How do you handle that?
Roeckl: “In certain things I am different from my father, my priorities are slightly different. Since you are always dealing with people, building a corporate culture
does not happen overnight. You have to introduce changes
deliberately and steadily. You mustn’t let up.”

there in the Branches and Marketing departments, among
others. In 1999 her father made her a partner and managing director and since 2003 she has been running the company alone. Roeckl Handschuhe & Accessoires GmbH &
Co currently employs 250 staff worldwide, 130 of them in
Germany. With its 19 branches in Germany and Austria,
in the financial year 05/06 it achieved sales of 18.5 million
euros.

Can you give us an example to show how you think the
culture has changed since you took over?
Roeckl: “Eighteen months ago, we had only four days
between gaining permission and opening a shop. We
managed to have a great opening ceremony. Everyone
involved gave their best performance under difficult circumstances. You can’t achieve that by handing out orders. It only happens if the staff understand their own
roles and can identify with the company.” B
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“Growth
without
Profit Is Fatal”
Prof. Reinhold Würth, entrepreneur and art collector,
began his career in 1949 as the first apprentice and
second employee in his father’s screw wholesaling
business in Künzelsau. Over the decades that followed,
he moulded the company in an exemplary way to
become one which is successful and well-known all over
the world. Today, he is still the Chairman of the
Foundation Supervisory Board of the Würth Group.

Professor Würth, can you remember the day when you
realised that you no longer knew all your employees personally?
Reinhold Würth: “Not exactly. It must have been in
1971 when the number of employees passed 1,000 for
the first time—from then on it became difficult to know
each employee personally.”
Did you find that uplifting or shocking?
Würth: “No longer knowing all your employees is neither shameful nor a particular milestone.”
When you look back to those early years, do you feel
nostalgia or relief?
Würth: “Of course, the early years were often tough
and difficult: it’s quite true, as the saying goes: “The first
million is the hardest”. When I look back on those early
years, though, I feel nothing but pleasure. They were the
days of my youth, the mood was positive.”
All companies strive for growth. Is growth an indicator
of success?
Würth: “Growth is a reflection of a healthy business.
That’s why company growth is, of course, one among
many indicators of success.”
Was growth your main priority right from the start, or
was there a time later on when you decided to go for it?
Würth: “Growth without profit is fatal. That’s why I
did strive for growth in the first place, but at the same
time also for the right level of profitability.”
How can one plan for growth?
Würth: “By first defining your resources and options
very precisely, so as to generate the best possible company growth from them.”
What are the expectations of the company management
in achieving this objective?
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Würth: “That they are willing to work hard and set a
good example, are courageous in taking calculated risks
and persistent.”
What are the most common traps people fall into when
striving for growth?
Würth: “Just as I said before: if you want to expand
your company, you have to see cash flow as a vital component in the growth. If a company grows without making
a profit, it is automatically condemned to insolvency.”
What effects does growth have on customers, employees
and the quality of the products?
Würth: “A company that is growing healthily is viewed
favourably by customers, employees and all friends of
business; the employees become proud to be able to contribute to a company that is developing well, and that is a
positive thing. However, it is really fundamental that the
quality of the products is absolutely guaranteed. During
periods of rapid growth, the risks to quality management
are significantly higher.”

What should someone starting up a new company be
clear about, if they are striving for growth?
Würth: “That the graveyards of this world are full of
people who thought they were indispensable.”
What qualities do you have to have as an entrepreneur if
you are to make the most of opportunities for growth, at
a time when markets are saturated?
Würth: “You can only achieve growth in saturated
markets by driving the market. You can only do that if
you are better, faster, and a bit more aggressive than the
competition. Optimising your resources is the smartest
way of getting ahead of the competition.” B

Growth à la Würth
The premature death of his father left him with no choice:
at just 19, Reinhold Würth had to take over his family’s

Can you divide the development of a company into particular phases?
Würth: “All companies are sociological creations and
are subject to the same cycle of becoming, being, and
passing away. My thesis is that every company in the
world will come to an end some time. However, for
Würth I support the idea of keeping the company in
a state of becoming for as long as possible, i.e. in a state
of healthy growth. If we can manage that, then we are
still a long way away from a state of being, never mind
decline.”

screw wholesaling business. Over the decades, he built up
the regional business into a trading company operating
worldwide. The expert on screws became a specialist in
assembly techniques, and the company now offers over
100,000 products. Today the Würth Group has 375 sales
outlets in 83 countries, and over 60,000 employees. In
2006, sales reached 7.5 billion euros. In 1994, Reinhold
Würth stepped back from operational management. The
successful businessman, who in the course of his career
has studied topics such as worker motivation, management culture and issues of professional ethics, is known as
a leading art collector. He has built up a collection of

How fast should a company grow?
Würth: “The answer to that question is bound to be
different for every company. As a general rule, for a
healthy company, certainly ten per cent sustainable
growth per year is a sound base to work on.”

10,500 works, including paintings, drawings and sculptures by Edvard Munch, Pablo Picasso, Alfred Hrdlička
and Christo. Since 1991, the public has been able to view
them in a museum in Künzelsau-Gaisbach.

The Racing Laboratory
In the new Porsche Motorsport Centre, a small range of pure-bred
racing cars are manufactured by hand. Production of the high-performance
vehicles follows a precise strategy based on the fabrication principles in
use at the main Zuffenhausen plant. By means of lean processes, the
motorsport experts create the foundation for worldwide success.
 Christian Weiss, 1 Markus Leser, Christoph Bauer
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Production-model racing Porsche style: Clarity, order picking trolleys and the pull principle characterise assembly within the factory
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At the southern edge of the Porsche Development Center
in Weissach, the heart of Porsche motorsport is quietly
beating. The noise and hectic atmosphere of racing does
not penetrate this space. In the building that is set farthest back within the new motorsport complex, with a
great deal of care, a dozen mechanics are producing
Porsche’s successful models for race tracks around the
world. The principle is that everything is done by hand—
without using an assembly belt. In accordance with this,
the production of racing cars is organised very much in
the style of a classic factory. However, this does not mean
that the centre has neglected to define new structures in
the profit centre. “In place of the traditional workshop
assembly, we rely on modern continuous flow production similar to the lean production principle employed in
Zuffenhausen and Leipzig,” explains Philip Morsey,
Director of Motorsport Technology and Logistics. At
Porsche, racing and mass-production are closely related
even in this regard.
In order to implement the sports concept, Morsey, a
former consultant, also relies on the support of his excolleagues at Porsche Consulting. “A decisive factor in
the success of the restructuring process was that the new
procedures were understood, accepted and put into practice,” emphasises Frank Jahn, who supported the project
as a process planner in the racing division. In order to
create the necessary understanding, Jahn and two other
workshop managers were given a preparatory briefing
on the concept and the expertise behind it, in the Porsche
Consulting Akademie in Bietigheim-Bissingen. As is typical in the world of motorsport, the adaptation took place
at full throttle. Only three months went past between
planning and setting up the factory.
The result is a production site that exudes the aura of a
racing laboratory. Anyone looking for assembly belts
here will be disappointed. Instead of these, two production lines have been installed in the 800 m2 hall. The

racing cars do not move forward in a set rhythm, rather
they are constructed piece for piece at a total of eight stations, in accordance with set work contents. On the lefthand-side, at five assembly points, the motorsport specialists are manufacturing the new 911 GT3 RSR, based
on the current 911 model. In front of the large glass facade at the end of the hall, a 911 body shell rests on an
assembly stand. Everything is completely white. The race
car roll cage has already been welded. Four stations further on, the racing tyres are in the process of being fitted.
The wedding takes place between the two RSR models
or the cockpit is installed.
On the right-hand-side of the production hall, the
colour palette changes. Black takes the place of white.
The structures of the RS Spyder’s two carbon monocoques can be made out clearly. The sport prototype, in
which a total of three teams will be starting the American
Le Mans Series this season, takes up three stations.
A quick glance is enough to recognise the clear linemanagement within the factory. The sun casts its rays
through the large glass facade and bathes the hall in
bright light. Here there are specialists at work, here clinical cleanliness and order reigns. The fact that the maximum height of the racks is 1.50 metres ensures the best
possible overview of the whole area. However, the new
transparency was only one objective of the optimisation.
The greatest possible flexibility and short paths were regarded as further preconditions. Processes are organised
such that both lines can be modified to meet changes in
requirements in the future. The rapid change in strategy
underlines the proximity to racing. Everything is on
rollers. Work stations, storage areas, resources and
processes can be moved to their new locations within an
extremely short time, thereby guaranteeing that the new
demands can be met.
In practice, the result is that the experienced team at
the Weissach site can assemble an RS Spyder, made up A
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of a good 5,000 components, in approximately two
working weeks. The production of the 911 GT3 RSR is
arranged so that one may be constructed each day. The
assembly and throughput times have drastically reduced
compared with workshop production. “Back then, the
mechanics were not working in line with a set process
plan, but were building the racing cars depending on the
available resources,” explains Philip Morsey. The strategy was changed overnight. When the old 911 GT3 RSR
(based upon the 996) was discontinued, workshop pro-

duction came to an end. Today, everything runs strictly
in line with optimised processes—following a set principle: the mechanics pull (obtain) the components from
what are known as order picking trolleys in accordance
with the pull principle. These trolleys are equipped with
the necessary materials for each station. As soon as the
rear lights, seats or cockpit components have been installed and the next vehicle is waiting in line, an employee promptly refills the trolley with the appropriate
parts. The closest racing supermarket is practically round

Black or white: The 911 GT3 RSR and the successful RS Spyder are assembled by specialists, in parallel
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the corner—in the new logistics store, which is more
than 2,000 square metres large and primarily serves as
Porsche Centre for motorsport customers worldwide.
Each year, components with a total weight of between
600 and 700 tonnes are dispatched from here into the
entire world. The structures within the SAP-controlled
store have also been reorganised, resulting in the lifting
of the previous distinction between the customer sport
store and the development store. This gave the racing division a further pole position in its endeavours for still

higher productivity. “As a result of the merger, we have
created a single, integrated store that gives us the opportunity to work even more flexibly and productively,” reports Morsey.
Consequently, the components for the sports cars
(with just under 500 PS) built in Weissach are always
available precisely when they are needed. At the same
time, the processes slot into the system as a whole, thanks
to well-functioning interfaces. The reorganisation has A
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therefore been a double success for racing car production. Engine assembly, which takes place just a few steps
away from the main assembly, has also received strategic
fine tuning. It was organised in line with the same lean,
efficient workflows and is now integrated optimally into
production as a whole. For example, the 3.8 litre, six-

employees’ work contents cover between 30 and 150
hours. In Zuffenhausen, with five to thirty minutes, these
values are already far beyond the average for the sector.
This is good for the employees’ motivation and increases
identification with the vehicles. When a Porsche wins,
however, the wrench of parting with it is quickly forgotten.

Philip Morsey: The same strategy as in Zuffenhausen

Consummate manual work involving 1,400 individual components

cylinder motor for the 911 GT3 RSR passes through four
stations before the 1,400-plus individual parts come together into a technical masterpiece and the engine makes
its way to the installation station in the manufacturing
area.

There has been plenty to celebrate recently. In the
USA, the RS Spyder repeatedly shocked the extremely
high-class competition and celebrated many remarkable
overall wins. This leads to buyers coveting similar vehicles and makes all Porsche racing cars real export hits.
Even before the start of the season, Porsche Motorsport
reported a new record. Whilst 50 vehicles were built
each year during the mid 1990s, for 2007 the figure
was more than 270 pure-bred racing cars. This means
that Porsche is not only by far the most successful brand
in motorsport, but also builds the greatest number of
racing cars.

The intensive work in the racing laboratory gives rise
to a special relationship between human and machine. In
the open space in front of the logistics store, as two 911
GT3 RSRs are being loaded for transport to the USA,
some employees are overcome by feelings of wistfulness.
Morsey remarks that “due to the high complexity of
our products, every person in the team bears an extremely great responsibility. With such demanding hightech puzzles, boredom just does not get a look in.” The

Lean for success—across the board and at the top of
the table. B
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Porsche Customer Motorsport
From the start of the 1999 motorsport season, Porsche has concentrated the activities of its racing division entirely on
customer motorsport. With the development of competitive racing cars, with technical service and the use of works drivers
for selected teams, as well as by organising complete race series, Porsche has put a unique customer motorsport concept
into practice. The foundation for this concept is provided by the Porsche Sport Driving Schools throughout the world, club
sport and the Porsche Sports Cup. On the next level up, the GT3 Cup Challenges (USA, Brazil and New Zealand), offer
thrilling motorsport with the demanding 911 GT3 Cup, aimed principally at amateurs. At a semi-professional and professional level, the Porsche Carrera Cup races are held. The championships in Asia, Australia, Germany, France,
the United Kingdom, Italy, Japan and Scandinavia are regarded as exceptionally demanding, both with regard to the driving
and the technical challenges. They are particularly popular with young racing drivers at the start of their career. The Porsche
Mobil1 Supercup is regarded as a top series. It is the only Gran Turismo championship in the world that takes place as
part of the FIA Formula 1 World Championship. In international championships such as the American Le Mans Series
(ALMS), the FIA GT Championship and the Le Mans Series, Porsche customers rely on the record-breaking 911 GT3 RSR.
At the very pinnacle of the Porsche Motorsport pyramid, the RS Spyder sport prototype is used in the ALMS LMP2 class.

Gold for the Empress
Silk made from gold—the good reputation of the creations of the Wellendorff jewellery
manufactory reaches as far as international noble houses. Tradition binds, but the
Pforzheim company strives to make constant improvements. Working with Porsche
Consulting, the concept of lean thinking has been introduced into the production
process and successfully implemented among artists and individualists.

 Christian Weiss, 1 Mathias Hangst, Wellendorff

A smell of metal dust and lubricants drifts through the
production rooms. In this respect, the working world of
the Wellendorff jewellery manufactory is almost indistinguishable from many other production sites. However, it
has its own idiosyncrasies, as project manager Dietmar
Kehr from Porsche Consulting immediately discovered
when he started working with the traditional Pforzheim
firm. He was sitting in the production rooms with a few
Wellendorff employees, discussing how to optimise a
production line. Kehr was passing a pencil-sized metal
rod which he had found by chance on the table through
his fingers. He was handling the rod carelessly until
Georg Wellendorff was no longer able to watch. “Mr
Kehr,” said the jewellery expert very carefully, “that is
pure platinum. You are playing with 250,000 euros.”
In the consultant’s words, the moral of the story is as
follows: “It became clear to me that in this manufactory
waste took on dimensions of its own.” Not everything
which glitters is gold. Some things are even more valu-

able. No one knows this better than they do in Pforzheim, the centre of the German jewellery industry with a
market share of a good 80 per cent. Wellendorff has got
in on the act brilliantly. Founded in 1893 by Ernst
Alexander Wellendorff, the family company’s products
quickly reached the highest circles thanks to their quality
and creativity. Even two world wars and the consequences of destruction were unable to stop the brand’s
making its way into European royal and noble houses.
The ladies of the Japanese imperial family also wear the
precious jewellery which since 1972 has been marked
with a golden “W”.
“Others can be loud and strident,” says Georg Wellendorff, who runs the affairs of the family firm along with
his brother Christoph and father Hanspeter. “We prefer to
be discreet and quiet.” Their success has justified the trio’s
approach: The manufactory has operated profitably from
its very first day, and Wellendorff has been recording double-figure growth rates for more than ten years. A
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A love for details: designs for precious goods

Fire and flames: liquid 750 gold

Nevertheless, there is a desire for change. “We are
constantly considering how we can improve ourselves
and our products,” says Georg Wellendorff, who bears
responsibility within the family for production. “Until
now we have implemented innovations independently.
The idea for lean production came to me when I was
reading the book “Lean Thinking”. Lean thinking fascinated me—and still does.” For the self-confessed
Porsche driver, the path to Porsche Consulting was obvious. “At the start of the 1990s Porsche strikingly proved
that its production principles work. There is probably no
better argument.”

and then were drastically shortened or eliminated by
modifications and new workflows. The only flaw in the
results of the basic application of lean production was
that in this case the numbers on their own were not sufficient to convince the workers collectively of the benefits
of the new methods and ways of thinking. This is the nature of the business. “A goldsmith’s shop is full of artists
and individualists,” says Kehr. “We had to have a lot of
discussions.”

However, in 2001 there was great scepticism when the
consultants first answered the call to go to Pforzheim.
“First of all, we wanted to get to know the people who
were supposed to be supporting us,” says Wellendorff,
“but they got started immediately. They promptly made
small proposals here and there which brought about perceptible improvements only a few days later. This practical approach inspired our family.” Routes, waiting times
and repeated work were analysed using spaghetti charts

An additional factor at Wellendorff is that, because the
customers are demanding and the materials are precious,
wasteful processes are unavoidable. For example, when
rings have been turned and are being passed on for
mounting, they must be weighed and the weight has to
be noted in a log, but this has not prevented the goldsmith’s shop from adopting lean practices where possible. This has made it possible to achieve a dramatic improvement in efficiency, for example when working on
high-quality watch bands. “We have never had quality
problems,” says Wellendorff. “We have simply taken the
time to achieve the appropriate quality.” And so delays A

65 Caracho

Artistic dexterity: The Wellendorff cord is plaited by hand
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Trade mark: “W” for Wellendorff

in delivery were virtually part of the business. As a result
of the traditional batch production, defects were only
noticed at the end of the production process during the
final inspection. With the help of Porsche Consulting,
Wellendorff introduced modern continuous flow production. As Kehr puts it, “We implemented a one-piece flow,
provided a microscope at each work station and put the
customer-supplier principle into action.” The brilliant result was that defects are now noticed immediately,
throughput times have halved and the need for reworking has been considerably reduced. “The customers are
enthusiastic about our new adherence to delivery dates,”
says Georg Wellendorff.
This also applies to such sensitive products as the
world-famous Wellendorff cord. The company’s best piece
is trademarked. The 18 carat wafer-thin gold wire which
is worked into each necklace by hand and plaited to form
a cord is more than 160 metres long. It takes a goldsmith
around a week to make one necklace, which should then
feel like golden silk on the skin. Outstanding comfort
when worn and top quality are the maxims the artists

Georg Wellendorff: Enthusiastic about the practical approach

have set for themselves. Only 750 gold is melted down
to make the alloys in accordance with Wellendorff’s own
formula which gives Wellendorff jewellery its unique
sheen. In the words of Georg Wellendorff, “The bestqualified workers, the best machines and the most exquisite materials guarantee us the most faithful customers.”
Lean production methods help them to retain their
sheen. B

For more information, visit www.porsche.com.

The power of performance.
The true measure of backbone.
The Boxster S
Its mid-mounted engine now features VarioCam Plus –
the variable valve timing system for more power and higher torque.

Fuel consumption l/100 km: urban 15.3 (18.5 mpg) · extra urban 7.8 (36.2 mpg) · combined 10.6 (26.6 mpg) · CO2 emissions: 254 g/km

