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eading economists say that we

systems in such a way that adaptive capaci-

We would also like to show you how the new

have emerged from the recession

ties are enhanced and that resources can be

logistics strategy at Porsche AG is helping the

and that a large number of compa-

transferred into concrete results with as little

company produce its cars in an even more

nies are once again posting suc-

loss to friction as possible. The major precon-

ﬂexible and rapid manner.

cessful results or are on their way

ditions for this are a strong will to change, and

to doing so. For many, the current recovery

the ability to not only persuade employees of

We at Porsche Consulting look forward to trig-

has come every bit as unexpectedly as the

the associated beneﬁts, but to provide them

gering your interest and encouraging you too

crisis in the fall of 2008. Unusually strong ﬂuc-

with the right tools as well. This is the only way

to take action.

tuations in the major economic indices and a

to turn words into successful deeds.

shift in global business inﬂuence are putting
everyone in the commercial world under con-

In this tenth edition of our magazine, we intro-

siderable pressure to act. Strategies have to

duce you to people who are working together

be reassessed and business operations adapt-

with Porsche Consulting and who have not

ed to the new realities. And because history

only generated ideas but also put them suc-

teaches us that crises will recur, we should not

cessfully into practice.

Eberhard Weiblen
CEO, Porsche Consulting GmbH

only ride the present wave of success but also
lay sound preparations for the difﬁcult periods

You can read, for example, how one of Ba-

that we may have to go through in the future.

varia’s leading breweries is taking successful
action in a difﬁcult environment, what me-

When executive board members and managing

chanical engineers in Germany can change in

directors, especially those from leading com-

order to expand their position on global mar-

panies, come to us and ask for support, it is

kets, how a manufacturer of kitchens has dra-

obvious that they are not doing so for want of

matically reduced throughput times, and how

good ideas or compelling strategies. Instead,

modernization and construction workers can

they are seeking to structure their business

achieve their aims faster with lean processes.
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Beer Needs a
Homeland – and
a Clever Recipe
Wheat beer from Erding is an export success par
excellence: 76 countries around the world are supplied
by the privately owned Upper Bavarian brewery.
And it makes no compromises when it comes to pricing
or the brand, let alone quality.
_HEINER VON DER LADEN

_CHRISTOPH BAUER

Erdinger CEO Peter Liebert (54) in front
of the company’s original premises in
the old town: “A good Bavarian beer goes
best with a hearty snack”
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P
Peter Liebert
Managing Director for Technology,
Logistics, Purchasing and Human
Resources, Privatbrauerei Erdinger
Weissbräu Werner Brombach GmbH

ure Bavarian: In front of the inn

absolute highest standards of hygiene,” says

on the square, two young ladies

Liebert as he runs his hand across a tank in the

in traditional costume serve draft

brewhouse that has been polished to a shine.

wheat beer accompanied—on a
rough-hewn ash serving board—

For the brewmaster, product quality is the

by a hearty array of sausages, aromatic

“number one priority”. All nine Erdinger beers

cheeses, crisp radishes, and bread topped

are—of course—brewed in accordance with

with lard or chives. “Hold it just a sec, the

the Bavarian purity law of 1516. And although

scene is perfect,” calls Consulting Magazine

the brewery is highly modern and even re-

photographer Christoph Bauer before shoot-

cently began drawing environmentally friendly

ing one picture after another in rapid-ﬁre

electricity from the company’s own fuel cell,

mode. His subject is the friendly gentleman

the company is completely immune to trends

in the middle: Peter Liebert, sporting a white

when it comes to their product: “We’re not

shirt and red tie beneath his traditional Bavar-

interested at all in beer mix drinks; we’re

ian Lodenjanker jacket, smiles into the camera.

sticking with wheat beer,” says Liebert, who

The man, a ﬁfth-generation brewmaster, has

is not preoccupied with volume—at least not

every reason to smile: As the managing direc-

primarily. “Of course we’re happy to sell more

tor of Erdinger Weissbräu, he produces the

hectoliters, but not at any price.” The Upper

best-selling wheat beer in the world.

Bavarians have steered clear of the sometimes
ruinous discount battles that break out repeat-

Erdinger wheat beer is named after its place

edly in the retail beer market. The consensus

of origin. Here in placid Erding, where photog-

in the brewery is simple: “If you only focus on

raphers are spared the trouble of arranging

volume, you lose.”

clichés, but can simply snap the images of real

3 Born 4/9/1956 in Biberach,
son of a Black Forest brewing family,
married, three children

3 Attained the title of Brewmaster
at the Technical Unversity MunichWeihenstephan

life beneath a white and blue sky, is the tradi-

Whether for the domestic market or for ex-

tional home of the brewery. First mentioned in

port, Erdinger does not haggle. “We have a

ofﬁcial documents in 1886, today the brewery

uniform unit price ex-works for every custom-

supplies its beer to 76 countries around the

er,” says Liebert. “Shipping costs are borne by

world to the tune of 1.5 million hectoliters a

the customer.” Their philosophy of not needing

year. Even bottles destined for Cambodia are

to make every deal seems to be paying off: In

ﬁlled in the 35,000-strong Bavarian city near

a market that has been struggling for years,

Munich Airport.

with declining beer consumption and consoli-

3 10 years of service at a Scandinavian
brewery; at Erdinger since 1996

3 Track and field (running), hunter,
hiker and nature lover

dation into huge international brewing groups,
“Beer needs a homeland. We don’t grant brew-

the proud, privately owned Erdinger brewery

ing licenses for other countries,” says Liebert.

is unfazed and extremely robust. Liebert re-

He adds, “Our recipe is naturally a well-kept

calls with pleasure that “Erdinger has never

secret.” If pressed, he’ll concede that Erdinger

had to lay off employees due to poor sales or

drilled 165 meters through several layers of

economic performance.”

rock to reach the perfect water for wheat
beer. And that Erdinger takes its exclusive

Erdinger’s 480 employees are ﬁercely loyal

aromatic hops from the neighboring Hallertau

to the company: Giant crown corks with por-

region—the biggest hop-growing region in the

traits of all employees who have been with the

world. But he reveals no more than that.

company for at least 10 years pay tribute to
longtime staff—and it’s getting crowded in

08

By contrast, it’s no secret that Erdinger’s pre-

the glass-encased crown cork gallery high

mium beer is fermented not in tanks, but in

above the bottling plant. The prized jobs at

the bottle, a traditional technique that takes

the plant (there has never been a strike) are

four to eight weeks and gives the beer a spe-

secure: “The beer stays here” is the manage-

cial touch of reﬁnement. Bottle fermentation,

ment’s promise to employees. Only once did

similar to the Champagne method used for the

they have to move—a bit. In 1983, when the

French sparkling wine, is regarded as a great

expanding brewery next to St. John’s Catho-

challenge. “It’s much more complex and re-

lic Church in the midst of the picturesque old

quires far more care in the brewing process.

town area was bursting at the seams and the

You need a spotless brewery that meets the

beer trucks were on top of each other in the
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PHOTO_ERDINGER WEISSBRÄU

streets, the company moved to the commercial park on the outskirts of town. There it built
new, more efﬁcient production lines. At the
traditional home of the brewery at Lange Zeile
1–3, the “Zum Erdinger Weissbräu” four-star
hotel remained, with banners adorning the romantic façade and a proper Bavarian inn on
the ground ﬂoor.
For Liebert, Erdinger’s ability to go its own
way and achieve great success has a very
straightforward explanation: “We are a private
company. A family-run business can afford to
say no sometimes. After all, we don’t have to
answer to shareholders.” Erdinger has been in
the Brombach family since 1935. Meanwhile,
son Werner Brombach (71) has been at the
helm for 35 years. He’s regarded as a wheat
beer pioneer, who nearly 40 years ago began
to advertise and “export” his beer beyond the
borders of Bavaria. He takes great pains to
ensure that customers’ hard-won loyalty to the
brand is maintained. To allow wheat-beer lovers to be close to their favorite brewery, Brombach broke new ground in the beer market
by founding a fan club, which now counts over
80,000 members and has its own magazine
—the Erdinger Fanpost—to keep members
abreast of what’s going on in the company.
Owner Brombach writes the editorial on page
three personally. There readers are updated
on news such as the recent addition of Magdalena Neuner, Olympic biathlon gold medal
winner in Vancouver, to the “Team Erdinger
Alkoholfrei”.
The Olympic beer ambassador and other top
athletes in the team have a special signiﬁ cance for the brewery: Erdinger is positioning

Erdinger beers destined for the whole world are all bottled in Erding. The only difference is the language on the label

its non-alcoholic wheat beer as an isotonic
drink for anyone who plays sports—whether
recreationally or competitively. Soccer idol
Franz Beckenbauer—an Erdinger ambassador
since 2003—is likewise an excellent ﬁt.
But an increasing number of less athletic beer
lovers are also taking to the non-alcoholic
version of Erdinger—not least for the great
taste, which remains a difﬁcult challenge for
purveyors of non-alcoholic beer. The taste
factor is certainly among the main reasons that

“Every Erdinger
customer pays the same
unit price ex-works”

Erdinger non-alcoholic has raced to the top
of the German market for non-alcoholic
beers ahead of all other non-alcoholic

p
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Under no circumstances, Liebert emphasizes,
should anything be done that would damage
the family-owned company’s prized employee
satisfaction.
The assignment: 1. Design an improvement process without compromising the quality of the
product. 2. Persuade and involve all Erdinger
employees in the project. 3. Don’t drag it out.
The almost military ring to the assignment gets
the sporty Porsche Consulting team up to operating temperature in a ﬂash. The assignment
is a perfect ﬁt with their core competence. The
assessment in the brewery produced concrete
opportunities: By reducing setup times by
57 percent, the brewery was able to massively
increase the availability of ﬁlling machines; in
logistics, internal transports between plant
sections could be reduced by a ﬁfth; and even
in the administration and maintenance and huBrewmaster Liebert in the brewhouse. His wheat beer ferments in bottles in the fully automated high rack storage area;

man resources departments, processes could

capacity: 15 million bottles (photo on the right)

be signiﬁcantly optimized. “We’ve standardized a lot more, freed up capacities, increased
efﬁciency, and even ﬁne-tuned our administration, all the way down to our advertising store-

“I find it fascinating
to compare our company
with the perfection
of Porsche”

room, where we tended to improvise at times,”
Liebert is happy to report.
The basis for their success was the founding of an internal continuous improvement
process (CIP) team whose members were
recruited from the Erdinger staff and trained
over a 25-week period. The team is headed
up by two CIP representatives who were freed
from their regular duties by management to
concentrate exclusively on the assignment.
Naturally, the entire Erdinger top management
team also attended training at the Porsche
Consulting model factory in Bietigheim-Bissingen (Baden-Württemberg) at the outset of the
process. Among the participants was Erdinger

types of beer. What’s striking about this fact

ing beer at top speed would be a big mistake.

owner Werner Brombach, who carefully timed

is that although alcoholic wheat beer com-

In contrast to a Porsche vehicle, you can never

his top managers with a stopwatch during the

mands just 9 percent of the German beer

speed up truly good beer.” Despite these con-

simulated logistics processes at the “Porsche

market against 63 percent for pilsners, the

trasts, the Black Forest native appreciates the

Akademie”.

leading non-alcoholic beer is a wheat beer.

close contact and exchanges with the consultants from the Stuttgart-based Porsche group:

“It’s true,” says Liebert, “we are a very meticu-

The brewery sees a lot of potential for the

“I ﬁnd it fascinating to compare our company

lous brewery. Here at Erdinger, the owner still

new product internationally as well. That said,

with the perfection of Porsche.” So the Ba-

gets involved in all important issues personally.”

they’re in no rush at the Erdinger brewhouse.

varian brewery grants the Swabian process

And that’s why Werner Brombach puts his name

Peter Liebert presses the point with extra em-

specialists a closer look at its normally well-

to every label on every bottle. You can check

phasis on a day like this, sitting across the ta-

concealed cards in order to identify opportuni-

next time you drink an Erdinger—wherever in

ble from the Porsche Consulting team. “Brew-

ties for sustainable increases in productivity.

the world you may be.
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When the
Walls Shake
German mechanical engineering is world class. Pure engineering
art. But cost beneﬁts are enabling the Chinese to put up strong
competition. It’s time for the industry to take a close look at
its production, products, and order processing. As this report
shows, there’s still room for action.
_HEINER VON DER LADEN

12

_CHRISTOPH BAUER
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W

hen the walls shake in the rail
yard district of Göppingen
(Baden-Württemberg), the
reason is evident from afar.
Schuler AG has a produc-

“Porsche Consulting Adds Steam”

tion site here, and as a global leader in forming technology, it makes presses for the entire
metalworking industry. Schuler measures its

Dr. Markus Ernst, executive board member of Schuler AG, has

products not in grams but in tons. At this com-

to set major wheels in motion at his company. The wheel sets

pany, everything is a few orders of magnitude

pictured here drive piston rods. The photo to the right shows

bigger.

the “body,” which is the core component of a servo press.
With its monoblock design, it is the base for all the other parts

“Major forces are needed to make presses,”
says executive board member Dr. Markus
Ernst. “And that rubs off on our corporate culture. It takes us a while to set this type of mass
in motion. The same is true of our employees.”
The boss doesn’t mean that negatively in the
slightest. Schuler doesn’t produce short-lived
products, but rather has to calculate extensive
development times for its machines. The service lives of these machines are correspondingly long. Schuler’s presses, which can cost
between 800,000 and 40 million euros, might
operate for forty years. They have to pay off.
Dr. Ernst puts this into perspective: “Even our
smallest press is a huge investment for a company with 100 employees.”
And because the competition is not slacking off,
particularly not in China, Schuler started thinking about ways to accelerate the mass. The
chances looked good, especially for the small
machines. Blanking and forming machines used
in the automotive supply industry and by appliance and furniture makers to process metal
parts had become an additional pillar of the
company’s business. “It’s a wide-ranging market where we can sell as many as 100 machines
a year,” says Dr. Ernst, who is also fond of his
customers from mid-sized business milieus.
For these customers, Schuler has developed
a highly innovative product that should “keep
the competition at bay.” This was the genesis
of the “monoblock”—a basic machine that can
support multiple individual options and that
can be customized by a conﬁgurator to meet
the very speciﬁc requirements of Schuler’s
customers. “Ideally,” says Dr. Ernst, “right after the conﬁguration we can print out our offer
for the customer and quote a price as well.
We’re not talking about an evolution here, but
rather a revolution. At least for Schuler.”
14
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In fact, Schuler’s press makers are used to

about why he did this. “I don’t want to depend

starting “from scratch” and developing every-

on consultants forever,” he says. “After all, we

thing from the ground up—whether they have

are the ones who have to move our company

to or not. “But starting anew each time means

forward, no one else.”

pouring money into the sand,” observes
Dr. Ernst, who brought Porsche Consulting

But after Schuler reﬁned the general strate-

on board for his gentle revolution. The con-

gy itself, it invited the consultants back for a

sultants were initially asked only to assess

third phase. “Our employees wanted Porsche

the plausibility of the overall strategy and to

Consulting to keep working with us. They

determine whether the cost targets could be

knew that we needed the experts because

met. Then the consultants were asked to take

we don’t have enough experience ourselves in

a break. The Schuler manager is very upfront

re-engineering processes.” It was clear

p
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Chiron’s production of CNC machining
centers is as streamlined as it looks—after
Porsche Consulting was at work

that the biggest cost pool was connected
with producing the presses—not least of all
because machine construction often uses an
inﬂexible shop ﬂoor setup instead of a much
more efﬁcient ﬂow structure that incorporates
material supplies. So the Schuler personnel
and the Porsche consultants joined forces in

T

he machines made at the Chiron
plants in Tuttlingen (Baden-Württemberg) are not quite as large
as those made by Schuler. Eighty
years ago, Chiron produced in-

struments for surgical procedures. Today it
makes cutting machines used as vertical CNC

workshops to optimize the processes, set up

machining centers in all branches of the met-

a takt-based assembly structure, and optimize

alworking industry. A crucial factor is the abil-

the supplier-assembly chain as well. “We are

ity to do high-quality cutting of complex work

very satisﬁed,” reports Dr. Ernst. “Porsche

pieces at minimal costs per piece.

Consulting adds some steam to the kettle in
a positive sense, and lets our people work out

Chiron’s products, which cost from 80,000 to

all the content.” The company is also optimiz-

800,000 euros, cut and bore with the highest

ing its sales and customer service.

precision—regardless of whether they are used
to make housings and wafers for the ﬁnest Swiss

“Our monoblock is selling very well,” says Dr.

watches, medical instruments, spinal disc im-

Ernst. He welcomes the fact that supply times

plants made of stainless steel, or rims and in-

have been more than halved, and that costs

jection systems for automobiles. “We provide

have been reduced “by double-digit percent-

premium tools for producing premium products,”

ages.” As he adds, “We are posting consid-

says Dr.-Ing. Dirk Prust (45), Chiron’s manag-

erably higher sales ﬁgures than in the past,

ing director for sales, technology, and service.

and are acquiring a much higher proﬁle in the

Dr. Prust doesn’t have to worry that his people

medium-sized sector. All in all, our competitive

will run out of ideas. “We have a high level of cre-

viability has increased markedly.”

ativity,” he says, “such as when it comes to machining a steering knuckle for a car. We’re not be-

Schuler’s investment in process optimization

holden to anything or anyone, which means we

has also been well received by its custom-

can break new ground in our development work.”

ers. Comprehensive project planning, which
depending on the order could easily require

That sounds superb. And yet there was a

engineers to spend 1,000 to 3,000 hours on

point when Dr. Prust, who joined Chiron twelve

design, has been dramatically slimmed down.

years ago as a component developer and spe-

Despite the diet, all customers continue to

cialist in vulnerability management, was not

receive completely individualized machines.

satisﬁed. “Our creativity can only develop to

Moreover, these machines can do much more

the fullest if we combine absolutely stream-

than before. “We have developed a servo tech-

lined production processes with streamlined

nology that enables subsequent processes

order processing,” he says.

such as welding and forming to be integrated.
That gives us a real jump over the competi-

Dr. Prust had already devoted a lot of thought

tion,” says Dr. Ernst, who doesn’t even blink

to operational improvements before he be-

when the walls at his plant start to shake.

came managing director. “I had all these

16
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ideas that ﬁnally had to come out,” says the

at the assembly stations. Chiron’s customers

boss, recalling the talks about scheduling held

reap the beneﬁts of the optimization project:

every Monday at the company. At these meet-

for example in the delivery dates, which are

ings, the master foremen and the managers

now much more reliable. “Not only that,” notes

checked to see that the production deadlines

Dr. Prust—“we can also see a substantial jump

listed for every machine in the “black bible”

in quality.”

f

could be met. “But almost nothing ended up
proceeding in the way we had discussed the
week before, because our plans always assumed unlimited capacity and unlimited material availability,” he recounts. He didn’t want to
go on like that. So he hung a calendar on the
wall—at ﬁrst at home—and used colored pins
on it to mark the exact process steps for each
machine. This made the overlaps in capacity
visible.

“Flow production makes it
easier to meet deadlines”

Dr. Prust now heads Chiron together with his
colleague Dr. Achim Degner (ﬁnances, administration, and logistics), and the calendar on
his wall at home has become a large planning

Chiron’s managing director Dr. Dirk Prust (photo on the left) started by converting production

board at the company. The new manager, who

from an island to a flow system (below). With support from Porsche Consulting, he now wants

drives a silver Porsche 911 Targa built in 1976

to focus on market and product development, as well as on material management

and a black 928 S4 from 1986, held an internal company workshop in late 2009 with the
aim of converting production from an island to
a ﬂow system. In early 2010 he then brought
in Porsche Consulting. Over the course of a
seven-week project, its experts completely restructured the company’s production system.
“There were a lot of skeptics at ﬁrst,” says Dr.
Prust. “But then all my people were convinced
by the rapid implementation. They could see
the changes every day.” Those were tough
weeks; in the middle of winter, walls had to
be torn down and heating systems reconﬁgured—at temperatures below freezing.
It was worth it. Today the production system
features stable capacity utilization, its takt is
controlled to ensure constant output, and the
build-ups that used to happen at the end of the
month or year are now history. Everything is
mutually adjusted—from sales and the technical ofﬁce to planning and assembly.
“The system gives us absolute transparency,”
says Dr. Prust. “As expected, the tight reins on
the ﬂow structure quickly reveal any problem
in meeting deadlines.” Such problems can be
found throughout the entire order processing
chain—from clarifying technical matters with
customers to generating technical documentation, from procurement to material supply
19
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New Subsidiary in
South America

W

ith a good 190 million inhabitants, Brazil is

company’s ofﬁce is supporting clients in making their admin-

the ﬁfth most populous country in the

istrative, procurement, and production processes yet more

world, as well as one of the most dynamic

efﬁcient. The starting team led by Jürgen Lochner (45; on the

economies and a magnet for direct for-

left) can draw on strong experience. Porsche experts have

eign investment. These are only three of

been helping clients put lean processes into practice in Brazil

many good reasons that prompted Porsche Consulting to

since 2006 and in Argentina since 2008.

company from Bietigheim-Bissingen has its own subsidiary in

“As experienced specialists in process optimization, we see

this key South American market, which is acquiring even

an enormous need for consulting in this rapidly growing

more dynamism from billions of euros of investment leading

economy,” says Eberhard Weiblen (on the right), the CEO of

up to mega-events such as the 2014 FIFA World Cup and the

Porsche Consulting, in substantiating the decision. Based on

2016 Olympic Games.

experience thus far, he sees improvement potential especially “for processes in administration, quality improvement, and

20

Porsche Consulting can now help to shape this dynamic on

above all in working together with suppliers.” The Brazilian

the ground. From the business and ﬁnancial center São Paulo,

subsidiary is Porsche Consulting’s second site abroad, fol-

the twelve-member German/Brazilian team at the consulting

lowing the ﬁrst foreign ofﬁce in Italy.

PHOTO_HEINER VON DER LADEN

open its ﬁrst ofﬁce overseas. As of 2010, the consulting

22

poseless pockets in favor of uncompromising functionality presents the owner with the ideal companion,
whether en route to the ofﬁce or on business trips.

still a prototype, specially designed by consultants at

Porsche Consulting for the magazine article. It was

intended as a way of looking at the topic of lean man-

luggage was carried out before creating the prototype. Some typical disadvantages that were identiﬁed
included the following: overﬁlling with nonessential
paraphernalia, oversized inner pockets, and too many
small compartments. So this bag has logical partitions

orders started coming in. Clearly, where there’s

demand, there should be a quick response. And thus

what was once a prototype is now going into produc-

tion: The “Lean Briefcase” has become the Model

P’2150 Roadster 2.2 Lean BriefBag.

dy and ready for action. Thus, for instance, the P’2150
Roadster Lean BriefBag includes a second, detachable
bag for use at meetings, designed to accommodate a
laptop and documents—making it ideal for brieﬁngs.

This bag is available around the world at selected

specialty stores and above all at Porsche Design

stores. This luxury brand was established by Ferdi-

nand Alexander Porsche in 1972, and it is also a

for the contents actually needed, and it is always han-

A precise use case analysis of conventional business

soon as the issue appeared the ﬁrst telephone

agement from a completely different perspective. As

sign solutions: Dispensing with superﬂuous or pur-

companion for our business clientele.” The Lean

thanks to the great interest expressed by our
BriefBag is a winning combination of intelligent de-

“The P’2150 Roadster Lean BriefBag is the perfect

this especially clever item can be purchased—

readers. When we introduced the “Lean Brief-

CEO of the Porsche Design Group, says in praise,

no further than your briefcase. Starting now,

case” in Consulting Magazine No. 9, this product was

I
member of the Porsche Group. Dr. Jürgen Gessler,

_NIELS SCHUBERT

f greater efﬁciency is your goal, you need look

_HEINER VON DER LADEN

A Popular Prototype
Becomes a Product
Everything in its place:
Thanks to its intelligent
partitions, the contents
of the P’2150 Roadster
2.2 Lean BriefBag
(Porsche Design, €450;
www.porsche-design.com)
are always handy. Color
strips indicate whether
items are missing.
A second, somewhat
smaller bag for meetings
accommodates a laptop
and documents. There is
a pocket for the mouse
and cable. And the outer
pocket stores holds
a passport and ticket
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Consultant in São Paulo –
My Dream Job Come True
As a rule, applicants for a consultant position at Porsche
Consulting are expected to have had an average of
eight years’ work experience at a commercial enterprise.
And it can’t hurt to have gone through and overcome
critical phases. However, the CEO and head of human
resources made an exception in the case of Renate Fuchs
(27). At the time that the founding team was recruited for
the new Porsche Consulting Brasil subsidiary in São Paulo, the young engineer’s
unusual résumé persuaded them to make an offer. In addition to the required
professional expertise and complete mastery of both Portuguese and German,
she brought a special gift: what could be described as an innate, deep appreciation of both cultures: that of Brazil and that of Germany. And no wonder:
Her mother is a native of São Paulo; her father is originally from Friedrichshafen
on Lake Constance.

_HEINER VON DER LADEN

_CHRISTOPH BAUER, LEANDRO BRANDÃO
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R

ush hour in Brooklin Novo. This
district of southern São Paulo is
a popular ofﬁce quarter, rather
reminiscent of New York City, al-

Born in São Paolo, at the age of 15 she

though the skyscrapers are just a

emigrated to Germany, where she completed

bit closer to earth. Trafﬁc has come to a halt

her Abitur and engineering studies—and now

on Avenida das Nações Unidas, which locals

she is back in her native land as a consultant

refer to as Marginal Pinheiros (because it runs

for Porsche Consulting Brasil: 27-year-old

near the Pinheiros River). Nothing is moving.

Renate Fuchs has found the job of her dreams

Only the undaunted women and men traveling
by scooter or motorbike blaze a trail at breakneck speeds through the endless convoys of
morning rush-hour trafﬁc. Braking gets you
nowhere; quickly dodging, zigzagging, and
not letting go of the horn are the recipe for
success. But at least street hawkers can take
advantage of the situation. Drivers stuck in
trafﬁc are eager customers: soft drinks in
dazzling shades, snacks in plastic wrap, and
12-volt spiral cables for the cigarette lighter.
Just as she does every day, Renate Fuchs has
gotten up in plenty of time to beat the trafﬁc:
Just before 8 am, she heads onto Rua Flórida,
Porsche Consulting Brasil’s headquarters—
and into a new work day. “Reducing trafﬁc
jams on São Paulo’s main roads—now that
would be a great project for us. Particularly in
terms of the infrastructure, improved processes would enable us to achieve a great deal.
After all, a global metropolis needs a trafﬁc
network that works well 24 hours a day,” says
the junior consultant. She smiles and wishes
the security guard at the building entrance a
good morning: “Bom dia.”
The enormous city must also cope with the
side effects of the sustained economic
boom: for instance, the streets that are overcrowded due to an inefﬁcient rail trafﬁc
system. And Cumbica International Airport,
where, following a long-haul overnight ﬂight,
countless business travelers often wait two
hours in the labyrinth leading to passport
control. Improvements here would unquestionably be applauded.
“I love this city like no other,” says Renate
Fuchs. What many a sensitive European might
view as chaos is for her an integral part of
her identity. This doesn’t mean that Brazilians
aren’t bothered by bottlenecks. But their solution to the problem is: adapt. Life simply goes
on around the trafﬁc jam. Just as is done with
26

Porsche Consulting – THE MAGAZINE

“My studies were an excellent
preparation for my current job—the
combination of technical knowledge
and business administration is an
ideal foundation”
trucks and buses with 12 and 16 gears. “I not
only worked there as a secondary school student, but I kept ﬁtting bolts all the way through
my university career—a total of six years,”
says the consultant. And in between, she also
spent semesters abroad in Vietnam and in Barcelona.
She then studied production management at
Reutlingen University in Baden-Württemberg,
and was awarded a bachelor’s degree in industrial engineering. “My studies were an excellent preparation for my current job—the
combination of technical knowledge and busiinvitations to events: By not actually beginning

zil had already gone out alone in the evening

ness administration is an ideal foundation,”

until approximately an hour after an event is

without her parents.” The teen’s knowledge of

says the young woman, who, as soon as she

ofﬁcially scheduled to commence, guests

German was strictly from German class. “My

had her degree, applied for an internship po-

have plenty of time to arrive—and to be re-

German father speaks excellent Portuguese.

sition at Porsche Consulting that was posted

laxed when they do so.

In Brazil, unfortunately, he never used his na-

on the Internet. The company was looking for

tive language with us,” says Renate Fuchs, for

an industrial engineer who spoke German and

Renate Fuchs was born in São Paulo. “My

whom the move also meant a difﬁcult ﬁrst year

Portuguese, for a six-month stay in Brazil.

father was working as a quality engineer for

in a German Gymnasium [secondary school].

the ZF Friedrichshafen auto parts maker, and

“In the evenings, my father had to sit down

“The job posting ﬁt me to a T,” says the

came here from Lake Constance in 1975. He

and explain complicated texts from my school

27-year-old. Her application was accepted,

was only intending to stay for three years, but

books.”

and she was able to participate in a Porsche
Consulting project straightaway—for Porsche

then he met my mother...” says the daughter.
But just one year later, the student had gained

Consulting’s client Volkswagen in São Paulo.

At the age of 15, she moved to Germany with

a foothold in Germany. The focus of the cours-

The male-dominated production environment

her parents and brother, one year older than

es that she decided on in her senior years

posed no problems for the intern. She ex-

she. “What a shock—I had to leave all of my

at secondary school are characteristic of

changed her dark blue pants suit for a polo

friends behind. At ﬁrst, I was woefully unhappy,

this young woman: physics for her advanced

shirt, jeans, safety shoes, and a Porsche lab

but then I simply rebelled,” says Renate Fuchs.

course, art for her elective. She then proceed-

coat, and was part of the group from the start.

“I was used to life in a metropolis with 18 mil-

ed to garnish this rather unusual combination

“Here it doesn’t matter that I am the youngest

lion inhabitants, and now I was in a small south

with an equally out-of-the-ordinary summer

on the consulting team. People respect me

German town with just 60,000 residents. That

job: her father arranged for a temporary job

and take me seriously. That is because most

was too cramped for a 15-year-old who in Bra-

at his employer, working on assembly of large

young people ﬁnish school here at 16.

p
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They continue their studies in the evenings,

son, private life plays a part as well. Of the

the rethinking required so much easier. This

while acquiring practical experience on the

married consultants, some have a spouse

is something that Renate Fuchs experiences

job. So by your early twenties, you are already

from either Germany or from South America.

every day: “I understand people here; I know
how they feel, how they respond, how they

fully integrated.”
Renate Fuchs hasn’t quite reached that point.

work. And that is why I am accepted. And at

And there were no communication problems,

But she has learned to appreciate both cul-

the same time I sense a great deal of respect

either, as the language and culture pose no

tures, bringing the best of each to her work:

for the virtues associated with Germans,

challenges to the engineer. Renate Fuchs en-

“Germans take solid action, are disciplined,

who have traditionally been highly regarded

joyed her internship so much that she didn’t

are very structured, work methodically, and

here.”

hesitate to extend her stay. And when the

have a practical bent, but are rather reserved

Porsche Consulting Brasil subsidiary was es-

in comparison with Brazilians. If you want

Her Brazilian clients like the junior consultant:

tablished, Renate Fuchs’ position as a junior

my fellow Brazilians to be enthusiastic about

“They can well understand that I was home-

consultant was secure.

something, your ﬁrst task is to win them over.”

sick. ‘It’s so chilly in Germany,’ they say. And

This is something that the South American

they appreciate my demonstrating successful

In common with Renate Fuchs herself, most of

from Lake Constance achieves with perfec-

Porsche methods from Swabia—but with Bra-

her twelve colleagues are highly familiar with

tion: “Brazilians are very open and interested,

zilian spirit.”

both cultures. Some are Brazilians who have

they enjoy talking, avoid distance, are polite,

also lived and worked in Germany; others are

and are welcoming to everyone. If you re-

After work, Renate Fuchs must make a deci-

Germans who have emigrated to Brazil. “We

spond to this environment, then that is often

sion: get something to eat till the end of rush

have made this type of experience a require-

half the battle.”

hour or join the throngs stuck in trafﬁc? This
time she votes for the bottleneck. But once

ment when making hiring decisions,” says
Porsche Consulting CEO Eberhard Weiblen,

The Brazilian mentality is a stroke of luck for

home, she will do yoga and switch off com-

“because effective consulting here requires

Porsche Consulting. Because everyone needs

pletely. Even a lively Brazilian in a city like São

deep understanding of Brazil. Otherwise, we

to get involved if you want to optimize work

Paulo with its 18 million inhabitants needs

would always remain outsiders.” For that rea-

processes. Being open to new ideas makes

to relax.

f

“I love this city like no other.”
Renate Fuchs relishes the vibrancy
of São Paolo and her job, in which
she imparts German virtues with
a dash of Brazilian spirit

28
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Typical Porsche:
No Superfluous Parts
Porsche’s intelligent production and logistics system
ensures a competitive advantage in the highly efﬁcient and innovative
automobile industry. It will enable the company to continue
making individual vehicles of the highest quality right on schedule.

_HEINER VON DER LADEN

30

_DIRK DECKBAR, ULI REGENSCHEIT
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STANDARDIZED PROCESSES
PREVENT ORDER-PICKING ERRORS
At the supply center, employees pick parts using a standardized
logistics process that is synchronized with the assembly takt.
LEDs indicate the respective components needed (“pick by light”).
This prevents errors.

HOURLY MATERIAL DELIVERIES TO
THE PORSCHE PLANT IN LEIPZIG
Shuttle trucks take materials from the transit point to the
supply center in precisely deﬁned windows of time. Their trailerr
loads are planned in advance on the basis of predetermined
route assignments. The trailer exchange principle enables the
full containers to be unloaded directly and the empty containers
to be brought back at the same time, with the trucks leaving
the plant only a few minutes later.

Porsche’s Leipzig plant: Production without warehouses
A sophisticated production and logistics system means that Porsche doesn’t need warehouses to produce Panameras and Cayennes at its plant
in Leipzig. Only those parts that are needed right away in the production process enter the factory—and at precisely the right time and place.

EVERYTHING HAS TO MATCH PRECISEL
PRECISELY:
THE RIGHT ENGINE AT THE RIGHT TIME
Modules are delivered “just in sequence” via truck docks directly at the production lline.
Assemblies from the engine factory in Stuttgart-Zuffenhausen are delivered to the P
Porsche
e
plant in Leipzig exactly when they are to be installed in the respective vehicle—in a modell
mix as well, for all Cayenne and Panamera models are assembled on a single line.

NOTHING ENTERS ASSEMBLY
THAT ISN’T NEEDED RIGHT THEN
Every part needed has its set place on the ergonomically
optimized order-picking truck provided to the assembly worker
“just in time”. Optimally prepared processes and task
assignment based on the “surgeon-nurse” principle prevent
errors and increase productivity on the assembly line.

THE MATERIAL FLOWS —AND WITH
A MINIMUM OF OPERATING STEPS
Material is loaded directly from the truck to the tow train and
brought into the order-picking zone. Empty containers are
returned in the same process step. Intermediate storage is eliminated. Transport assignments to the supply locations are made
automatically as part of the material determination process.

LOGISTICS WITHOUT WAREHOUSING
REQUIRES PRECISE PLANNING
Along with their orders, suppliers receive not only a time stamp
but also all the control information needed for the material
ﬂow. For material planning down to the hour, it is essential that
volume and time speciﬁcations be precisely communicated
and adhered to.

FLEXIBILITY AND THE FISHBONE PRINCIPLE—KEYS TO
PRODUCING IN A MODEL MIX
A high degree of ﬂexibility in the assembly strategy, operating
materials, and material availability is the precondition for
ﬂexible production of the Gran Turismo Panamera and the
sporty all-terrain Cayenne in a model mix on a single assembly
line. The line is supplied with components based on the ﬁshbone
principle.

PAINTED PANAMERA BODIES ARRIVE
PUNCTUALLY AT THEIR OWN RAIL STATION
Freight trains from the VW plant in Hannover arrive daily
aat Porsche’s factory rail station in Leipzig, carrying Panamera
bodies with ﬁnished paint jobs. They are unloaded by a fully
automated system and sent directly to production. Punctual
arrival of these rail transports is monitored electronically at
all times by a GPS positioning system.
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orsche has a strong tradition

needs less space, has less capital tied up, and

also beneﬁt from this sophisticated system,

of never being satisﬁed with its

requires fewer handling steps for its internal

for precision material orders enable them to

achievements. This is true not

material ﬂow. In short, its efﬁciency increases.

work with minimal inventories, short response
times, and superior efﬁciency. Ideally, suppli-

only of the people who develop
its premium sports cars, but also

The challenge consists in keeping material in-

ers set up their own production systems to

of every other department as well. The uncom-

ventories extremely low along the entire pro-

run in sync with those at Porsche, for example

promising will to constantly improve is evident

cess chain despite the high degree of variation,

with the associated Porsche engine facility in

on the production line itself at the Porsche

while at the same time being able to master

Zuffenhausen. In precisely the same takt—just

plants in Stuttgart-Zuffenhausen and Leipzig.

a large number of component variants. This is

like a well-rehearsed orchestra.

necessary in order to specify the concrete orThanks to its intelligent production and logis-

der sequence of different vehicles at the plants

Nothing is left to chance in transport, either.

tics system, Porsche is known throughout

several days in advance. At the same time, ma-

Porsche has developed a production-friendly

Europe as the manufacturer with the lowest

terial needs are communicated to the suppli-

packaging strategy with small, easy-to-handle

material inventories at its plants. At the Leipzig

ers. That is the trigger for the entire process

standard containers. In order for them to re-

facility, the current inventory level lies at a

chain, which extends through to the completely

main constantly in ﬂow, the company also

mere 0.8 work days. But here, too, the “good”

assembled Panamera or Cayenne.

designed a closed load-carrying circuit. This
means that the trucks that deliver full con-

is eclipsed by the “better.” No opportunity for
optimization is ignored, whether in assembling

All the suppliers have all the information they

tainers take empty containers right back with

the engine or assembling the car. A continuous

need to precisely control the material ﬂow.

them. This consistent full/empty exchange is

improvement process knows no downtimes.

This is facilitated by intelligent use of the stan-

maintained over the entire process chain.

dard VDA (German Automotive Industry AssociWith the launch of its fourth series, namely the

ation) delivery note. In addition to the precisely

At the incoming goods department, deliveries

Panamera, Porsche eliminated warehousing

deﬁned amount, it also contains a time stamp

are immediately assigned to the internal tow

at its plants in 2009. A new age of logistics

specifying the time at which the delivery must

trains on the basis of the route information list-

was born. This means that only precisely those

reach the incoming goods department at the

ed on their labels, and transferred to the order-

components needed for a precisely deﬁned ve-

Porsche plant. It is binding for both suppliers

picking zone. As soon as the cars destined for

hicle enter the plant at the right point in time

and transport service providers.

production reach a certain notiﬁcation point,
components are picked precisely for those

and in the right sequence, and are brought
right to the assembly line. The material has to

It’s clear that the only partners who can be con-

respective vehicles. Just a few minutes later,

ﬂow—coupled to the takt that the assembly

sidered are those who command the highest

the components are delivered by order-picking

line determines for the entire process chain.

degree of discipline. For having lean, waste-

truck directly to the individual car on the line—

free production processes also means doing

at precisely the right time and in precisely the

away with fallback levels. But the suppliers

right sequence.

Lean processes can only function smoothly

f

in the complex car construction environment
if everyone involved, i.e. also the suppliers,
shares common principles. That includes, for
example, intelligent use of the systems that
control the logistics. These provide suppliers
with important additional information about the
material orders, which in turn ensures high levels of stability and reliability.
The major beneﬁciaries of all of this are the
customers, who receive their new vehicles precisely on the scheduled date. This requires a
high degree of ﬂexibility in production. Like a
colorful beaded necklace, vehicles from different series line up on a single production line in
what is called the “model mix”. Moreover, there
is a high level of variation within each model.
But the system beneﬁts Porsche as well, by
reducing logistics costs per vehicle by doubledigit ﬁgures. Eliminating the warehouses, after
all, means that the sports car manufacturer
36

Eliminating warehouses means
reduced space requirements,
less bound capital, and
fewer handling steps. In short:
much greater efficiency
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Porsche’s Engine Factory in Stuttgart-Zuffenhausen: Precision Takt

Processes at Porsche’s engine factory in Stuttgart-Zuffenhausen are synchronized with production in Leipzig.
This means that precisely the assemblies needed by the plant in Leipzig are produced in a deﬁned takt.

07:59

08:13

08:19

Punctual: Material is ordered based on need,

In takt: A tow train brings

Ergonomic: The container

and delivered hourly by shuttle trucks to the logistics

the material to

is simply pushed laterally from

hall at the Porsche plant in Stuttgart

the order-picking zones

the tow train onto a rack

08:27

08:32

08:37

Synchronous: The picked orders are

Secure process: The “pick by light” system

Just in time: The driverless transport system

generated and processed in the same sequence

guides employees through the order-picking area and

retrieves the order-picking racks from logistics right

as the assembly (beaded necklace)

prevents errors in component selection

before they are needed

08:45

09:21

12:37

Clever: The order-picking rack

Precise: Individually picked

Finished: The completely assembled

is pushed onto the assembly stand moving

components allow employees to focus on

engine is taken from the line

along the line

the assembly process

and sent directly to the vehicle plant
37
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Capital Project
Faster production rates that yield better quality—that alone is no longer
sufﬁcient to convince some company leaders of the beneﬁts of lean management.
They want to know exactly how optimizing processes can affect ﬁnancial indices
such as proﬁts and liquidity. An unusual simulation demonstrates the ﬁnancial
effectiveness of lean processes—in a playful manner.
_DAVID SELBACH

38

_NIELS SCHUBERT
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In the “Lean Counts” simulation the processes are first slimmed down in a playful manner; the effects on financial indices are then demonstrated

I

nventory

levels

are

reduced,

and

throughput times are shortened. What
happens with return on capital employed? What sounds like the question
on an exam for future business admin-

istrators causes the eyes of 60 established
professionals to light up. The engineers and
lean project managers from Lufthansa Technik—the service provider that maintains,

“I finally have
the chance
to see what is
possible”

repairs, and overhauls aircrafts—come from

loss statement has changed as a result: what
have the effects been on total capital turnover,
liquidity, and return on capital employed (see
“Invisible lever” above on the next page).
Before the economic crisis, different expectations were placed on lean management.
Thanks to leaner processes, companies with
bursting order books could produce faster
and with higher levels of quality. “Everything

production and have already carried out lean

design the production facility, and take crates

that raised the output was welcome, because

projects themselves. They are now standing

of material from the board. “I ﬁnally have

capacities were rather limited,” reports Olaf

together with their colleagues from the con-

the chance to see what is possible,” one of

Langanke, Principal at Porsche Consulting

trolling department in ﬁve groups, each of

them says.

who is responsible for the “Lean Counts”

which has a game board with Lego ﬁgures.

simulation. “But the crisis has changed all
“Lean Counts” is what Porsche Consulting calls

that. Companies were rather not being fully

Each group stands around a miniature model

this extraordinary simulation. With the consul-

utilized.” And since then, controlling depart-

of an aircraft production plant—with a materi-

tants’ help, the Lufthansa Technik employees

ments have been demanding precise evidence

als warehouse, airplanes, machinery, and fork-

determine for themselves the potential sav-

of the economic beneﬁts of lean management,

lift trucks. The participants in this simulation

ings that can be derived from lean manage-

explains Nicolas Franzwa, a project manager

want to work together to solve the tasks—but

ment. With support from the controllers, they

on Langanke’s team.

not with paper or spreadsheets: in order to

successively calculate the reduction in work-

try out the effects of lean processes, they

ing capital during the simulation. Finally, they

The problem lies in the fact that “Lean” ex-

cheerfully push machines back and forth, re-

determine how the balance sheet or proﬁt-and-

perts, production specialists, and ﬁnance

40
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Invisible lever
Companies that make their processes leaner
also improve their balance sheets and
proﬁt-and-loss statement. The Lego simulation
shows how lean management affects important ﬁnancial indices (example).
LEAN MANAGEMENT INDICES
Inventory:
Throughput time:
Productivity:

– 30%
– 20%
+ 10%

FINANCIAL INDICES
Return on capital employed:
Total capital turnover:
Liquidity:

+ 50%
+ 30%
+ 80%
Before

After

The game board is full:

The game board has lightened up:

A large amount of capital is tied up;

Lean processes have freed up a consider-

the return on capital employed is poor

able amount of capital

specialists do not speak the same language.

Consulting. For an entire day the “lean man-

After a few rounds the game boards are

The bright idea of bringing these two worlds

agement” specialists moved the “numbers

thinned out, and have become “lean.” The

together occurred to Langanke and Franzwa

in material form” back and forth, combined

“potential savings pots” are ﬁlled with machin-

on a drive to a bank—a Porsche Consulting

work situations into ﬂow lines and reduced

ery, personnel, and goods.

customer who naturally posed very precise

the warehouse inventory. “For the ﬁrst time

questions about ﬁnances. “We said to our-

the immediate ﬁnancial effects of optimization

Then it’s the ﬁnancial experts’ turn. They look

selves that we needed a model: something

were very clear to everyone,” says Franzwa.

at the extracted working capital and start
thinking, what should we do with this much po-

that you could literally grasp,” recalls Franzwa,
“and then we hit on the solution.” The very next

To convey the ﬁnancial consequences, Fran-

tential? “With a simple Excel tool we can show

day they obtained model cars for an automo-

zwa and his colleagues start workshops by

the positive inﬂuence on indices of a typical

tive plant, converted a construction kit for a

explaining the principles of lean management.

balance sheet,” says Franzwa. “And precisely

locomotive into an injection molding machine,

Then, as in the case of the Lufthansa Technik

that is the learning effect.”

purchased miniature replicas of plant workers,

group, controlling experts can provide an intro-

and made shelves from building materials.

duction to ﬁnancial indices. Following that, the

All the models received stickers of different

group ﬁnally sets to work. Each table with its

colors: violet for “ﬁnished products,” green for

mixed team of production and ﬁnancial experts

“ﬁxed assets,” red for “work in progress”—

receives a model factory, and also a task, such

and were marked with an equivalent value in

as “Reduce your inventory levels. The days on

euros.

hand are currently at 220. Experts believe that

f

half of that would be sufﬁcient.”
In early 2010, Langanke and Franzwa opened
the lid of their silver hard-top suitcase to reveal

The participants place all the excess inventory

their miniature factory for the ﬁrst time at an

on a letter-size sheet of paper of the same color,

internal workshop for the experts at Porsche

which is called the “potential savings pot.”
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Italy:
Signore Magno
Makes
Headlines
_JOSEF HOFMANN

G
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erman efﬁciency, Japanese meth-

ity every year,” says one report. And, Il Sole

ods, Italian enthusiasm: Busi-

24 Ore continues, in an optimization project

ness&Gentlemen offers these

for its vehicle ﬂeet SEA has seen “savings of

three descriptions to sum up

€130,000 per year.”

Porsche Consulting Italia’s reci-

pe for success. The Italian periodical dedicat-

Porsche Consulting is also featured on the

ed its title story to the company, including a

pages of Corriere della Sera, a large Italian

full-page photograph of Federico Magno. The

daily newspaper. It quotes Salvatore Piccirillo,

managing director of Porsche Consulting’s

the managing director of the Sulzer Friction

Italian subsidiary is in great demand, both by

Systems auto parts maker in Arzano, near

clients in his native land—and by the media.

Naples. With the consultants’ assistance, Pic-

Thus, Italy’s leading business journal Il Sole

cirillo explains to the journalists, the company

24 Ore also reports regularly on the activities

has been able to double production, “and

of Magno’s team. For example, that Porsche

with an investment of just two percent of the

Consulting has increased efﬁciency at the

ﬁnancial statement: for consulting for the ex-

espresso machine manufacturer Illycaffè and

ecutive board and for further staff training.”

at SEA, the managing company for Milan’s

Switching to an island-shaped arrangement

airports: “With assistance from Porsche Con-

of machinery following the Porsche example

sulting, Illycaffè implemented the mono-dose

brought the company “a remarkable 28 per-

capsule production system and immediately

cent savings in production costs” and sig-

lowered production costs by 15 percent in the

niﬁcantly reduced the number of rejects. He

follow-up project. This laid the foundation for

is still calling on the consultants’ services:

starting at once to double production capac-

“They monitor factory conditions every three

Porsche Consulting – THE MAGAZINE

Federico Magno, Managing Director of Porsche
Consulting Italia, is in great demand—by the media
as well. Italian business magazines regularly report
on his team and their successes

i

n Brazil

months, and work together with the manage-

“In Italy, Germany stands for efﬁciency, reli-

ment to determine any necessary changes.”

ability, and process stability; Porsche stands

Il Sole 24 Ore is one of the publications

for a legend, for innovation, for performance,

reporting that the consultants from Porsche

for outstanding management,” is how Fed-

Consulting Italia do not only advise large

erico Magno, who is also a contributor to the

companies: “Medium-sized and small family

Italian edition of the Harvard Business Review,

businesses also turn to Porsche Consulting to

explains the media’s great interest in Porsche

make their company more efﬁcient. Take, for

Consulting. And there is something else, he

example, the Colombini furniture manufacturer,

says, that appears to fascinate both clients

which—thanks to a production line developed

and journalists: “We’re quite different from

by Porsche Consulting—was able to increase

other consultants, who show up in a suit and

individual employee production capacity by 55

tie and focus exclusively on strategy. We also

percent and overall production by 20 percent.”

don our Porsche overalls and safety shoes
and visit the factories themselves to see ex-

The Porsche Akademie’s Italian branch has also

actly what the production processes look

excited great interest throughout Italy’s busi-

like. We are both consultants and workers.”

ness community. As reported in an article from

That’s something that is appreciated in Italy,

Corriere della Sera, “Groups of ten to ﬁfteen try

too.

f

their hand at lean methods in the Porsche Akademie’s model factory; this gives them ﬁrst-hand
experience in observing how productivity rises
from 20 to 30 percent and how transparency
and quality are signiﬁcantly improved.”
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When the Ritz Calls
The fashion designer Coco Chanel lived in a hotel for nearly
40 years. Not just any hotel, but rather the Ritz at number 15
Place Vendôme in Paris. As one might imagine, this house has
a tradition of placing the highest priority on exclusive taste—in
its culinary offerings as well as in its room furnishings. The
select few who have been chosen as suppliers for the Ritz have
a priceless reference in their hands. Why are we reporting
on this? Just turn the page!

_HEINER VON DER LADEN
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Bold encounter in Paris:
Glass and aluminum meet
period furniture

W

hat does the Ritz luxury

ably leaner, with lower inventory levels, higher

hotel in Paris have in com-

productivity, and 30 percent shorter throughput

mon with Porsche and the

times per kitchen.

master carpenter Friedemir
Poggenpohl

from

Biele-

It quickly turned out that “thinking in cabinets”

feld? The answer: an elegant built-in kitchen in

is not a viable future model for a factory, either.

a suite at the high-class French domicile. The

Tall and base cabinets used to be assembled on

Ritz, which seeks the ﬁnest interiors, selected

two separate production lines. This made it difﬁ -

a luxury kitchen made of glass and aluminum

cult to manufacture a complete kitchen in a truly

from the Poggenpohl range. The P’7340 model

synchronized manner. Today, Poggenpohl thinks

is the result of a joint project by Poggenpohl and

exclusively in terms of entire kitchens—just as

Porsche Design. The product is a completely

customers do when placing their orders and

new interpretation of a kitchen, in absolutely

anticipating punctual delivery. And that is why

purist form.

instead of the previous two assembly lines measuring a total of 175 meters in length, there is

It is no coincidence that Poggenpohl makes the
Porsche kitchen. The two companies are an
ideal match. Like the sports car manufacturer,
Poggenpohl has the ability to think afresh time
and time again. This capacity runs like a common thread throughout its history. Nearly 120

This suite at the Ritz Hotel in Paris,
with its dominant red sofa, is furnished
in classical style. But for the kitchen,
the hotel’s directors selected
a modern design, top-notch functions,
and—of course—the finest materials

years ago, Poggenpohl established itself as the

now just one—and it is a mere 45 meters long.
As the basis for optimizing its operations,
the kitchen manufacturer uses the Kaizen
work philosophy, or “change for the better.”
The Herford site calls the program KaiPo,
which is short for “Kaizen at Poggenpohl.”

ﬁrst German kitchen brand, and today it is pres-

The road to a lean furniture factory began in

ent in more than 70 different countries, including

Elmar Duffner (50), the managing director of

September of 2006 with a pilot workshop di-

the United Kingdom, the USA, Eastern Europe,

Poggenpohl Möbelwerke GmbH, views the

rected by an experienced team from Porsche

Russia, China, and India. Its export quota ex-

contract with the Ritz as a conﬁrmation of his

Consulting. Shortly thereafter, the company

ceeds 70 percent.

strategy. The company’s focus, after all, is to

held a concept workshop together with the

further develop the individuality of its products

consultants, at which they developed a new

The brand, which is named after the founder

on a continuous basis. A qualiﬁed engineer and

factory layout and a new production system.

Friedemir Poggenpohl (born in 1859), is inextri-

wood technology expert, Duffner works togeth-

Only eight months later, the company’s own

cably linked with the history of built-in kitchens.

er with architects to seek sophisticated solu-

KaiPo organization was launched, starting with

Poggenpohl has become a synonym for indi-

tions. “Poggenpohl thinks in terms of spaces

one employee each from production, quality

vidual and exclusive kitchens that are known for

rather than cabinets,” he says, and has engaged

assurance, and logistics/IT. “We wanted to

absolute quality down to the last detail. “We want

not just one subsidiary of the Stuttgart-based

get away from the traditional notion that high

to make the kitchen better”—this motto from the

sports car manufacturer—Porsche Design—

inventory levels are needed to ensure a high

founder is every bit as valid today. The company

but also a second, namely Porsche Consulting.

degree of deliverability,” says Duffner. Instead,

settled in the German town of Herford back in

The consulting contract addresses design mat-

the boss opted for short throughput times en-

1897, where all of its kitchens are still developed

ters as well, albeit in production. Its raison d’être

abling rapid response and optimum customer

and produced.

was to make production processes consider-

orientation.
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This kitchen from Porsche Design at the Ritz Hotel in Paris is based on an aluminum frame that allows individualized design
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At the Poggenpohl kitchen factory, the only materials kept in stock are those
needed immediately for production. According to the KaiPo rules (see diagram),
anything else would be a meaningless waste of money and space
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The black countertop made of satined glass presents an exciting contrast to the fronts made of brushed pine, whose structure is reminiscent of driftwood

It’s a tough job to achieve short throughput

into practice. These teams included production

supplied by a “supermarket” with an associated

times in production. To do so, those parts of

staff as well as colleagues from support areas

order-picking department. Everything needed

the process chain that do not add value have to

(quality assurance, time management, logis-

immediately is located right at hand in deﬁned

be consistently reduced. A critical eye is cast

tics, employee organization).

places with clear labeling. The suppliers have
to do their part as well, of course. In particular,

on all inventory stock, on the amount of space
needed, on transport and waiting times, and

Led by a KaiPo trainer, each team contrib-

the large number of small components that are

on unnecessary overproduction as well as on

uted its specialized knowledge, generated

needed for making kitchens now go into a mul-

avoidable errors and repairs. For the Porsche

ideas, worked out approaches for solutions,

tiple container system in the factory. “This in-

consultants, these are classic items on the

and then put measures into practice that had

novation eliminates 15 different handling steps

checklist of “pure waste”. By converting to a

proven themselves in simulations beforehand.

from the ordering process to material availabil-

just-in-time production system, Poggenpohl

Many different areas were optimized. As much

ity,” says Duffner, who incidentally also man-

succeeded in focusing on adding value. The

attention was devoted to the order-picking

aged to cut the monetary value of production

aim was to provide only the right component of

processes for kitchen fronts at the incoming

inventory levels by 77 percent.

the right quality (zero errors) at the right time

goods and storage areas as to preassembling

and in the right amount for the moment at the

the fronts, drawers and pull-outs, or provid-

Wherever the boss looks, he ﬁnds ways to save

precisely determined assembly location on the

ing the shelves. The results are impressive:

that do not cause any hardship. “It’s conceiv-

production line. This meant that the necessary

In many areas, throughput times were cut in

able that we could set up a vendor-managed

materials had to move in a continuous ﬂow and

half, space requirements were dramatically

inventory on the 3,800 square meters made

in accordance with a precisely deﬁned takt.

reduced, and travel paths were shortened by

available by our optimization,” he notes, “or in

as much as 80 percent.

other words, establish a more direct connection between our suppliers and the production

In order for such a comprehensive change in
production to work, every employee has to be

The conventional approach to material availabil-

processes.” Maybe the cleared space will trig-

brought on board. Using teams of ﬁve to eight

ity, which often entails undeﬁned quantities of

ger even more new ideas. After all, Friedemir

people, Poggenpohl put the process optimiza-

circulating goods or occupied space, was com-

Poggenpohl always wanted to keep making his

tion ideas that were developed at the workshop

pletely eliminated. Instead, production is now

kitchens even better.

f
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Fein and Dandy
The German company that invented and developed the ﬁrst drilling
machine in the world in 1895 is today the international niche
specialist for professional electrical tools for the metal, construction,
and automobile market segments. Despite its
state-of-the-art industrial production, the Fein company still sees
itself as a traditional manufacturer.
_HEINER VON DER LADEN

The impressive look of the Fein production

deals with corporate consultants, he’ll give

division (it would also be correct to speak of

you a clear deﬁnition: “We’re prepared to

a traditional factory) is the result of a devel-

take external expertise on board,” says

opment process that began ﬁve years ago:
PHOTO_CHRISTOPH BAUER

I

f you ask Richard E. Geitner about how he

the CEO of C. & E. Fein GmbH. “However,

the project must be described with absolute
precision. And it is imperative that the project
solution be implemented by our own people. In
the course of the project, the process know-how
must also be absorbed by our own employees,
so that they will be able to implement compara-

“At that time, we set up the basic organization for a continuous improvement process,”
says Geitner, who thus continues to develop
the business processes in both the production
area and administration. The company also utilizes the experience gathered by Porsche Consulting, though without ceding control in the

ble projects in the future. There’s no alternative.”

process: “We obtain the know-how and reﬁne it
demarcate working areas, everything is struc-

ourselves. This is our Fein method.”

If it is not already clear, a look at the production

tured clearly and logically, perfectly sorted,

process at the headquarters in Schwäbisch

and nowhere is an unnecessary device or ma-

The Porsche consultants have no problem

Gmünd-Bargau (Baden-Württemberg) soon re-

terial to be seen. Small electrical trains deliver

whatsoever with the Fein approach. On the

veals that the inventor and manufacturer of ex-

material and collect ﬁnished products accord-

contrary: What could be better for them than

tremely reliable electrical tools for professional

ing to a cyclic schedule. Geitner: “We used to

to have all the employees enthusiastically

use in industry and small trade is steering a

think our hall was too small. After rearrang-

participating in the restructuring, thus com-

perfectly deﬁned course. “Clean” is the most ac-

ing things, we now have double the capacity.

ing up with a highly individualized solution for

curate way to sum this up. In the assembly hall,

And we no longer produce to stock, but tailor

their own company? Ultimately, the result as-

ﬂooded with daylight, nothing is left to chance:

our production precisely to the corresponding

pired to is a tailor-made suit that ﬁts perfectly.

Yellow markings on the glossy industrial ﬂoor

sales situation.”

And should this suit require alterations

p
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Every Fein employee carries the folding brand card at all times. This card
contains the Fein brand strategy’s most
important findings, and is to be used
as a guideline for day-to-day work

A good tool is not
enough—Fein also
provides the user with the
relevant know-how

in the future, the employees should be able

provision, and supply, or the optimization of

to change it themselves.

work standards, are identiﬁed systematically
by team leaders within the work groups in pro-

To keep the continuous improvement process

duction directly. At the same time, they also

(CIP) as close to the actual practice as pos-

ensure that the problems are resolved as soon

sible, Fein insisted that all the CIP employees

as possible. “We developed what is known as

continue to carry out their normal duties. Of 12

a team-leader concept especially for this. The

CIP moderators who were trained to be train-

main advantage of this is that we now have

ers and multipliers, Geitner only assigned a

responsible employees in production who have

single employee to the new task. Fundamental

in-depth knowledge of the CIP instruments

changes, such as those to assembly lines or

while also performing their normal tasks. This

in production areas, are now implemented in

direct, operative connection has proven itself

interdisciplinary workshop teams and of course

very well from the beginning,” says Geitner.

with the increased involvement of the relevant

52

employees. On the other hand, “minor deﬁcien-

To keep the CIP moderators at Fein up to date

cies” such as problems with quality, material

at all times while further developing the topic

PHOTOS_FEIN
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Fein insists on the highest production quality to ensure that an electrical tool will not let the user down, even in extreme situations

in-house, each moderator leads two to three

One of the most important brand rules is: “Ev-

machines to use at which rotation speed for

workshops per year. The actual beneﬁts are

ery contact with users is an exchange of knowl-

high-grade steel machining, and which sand-

carefully considered for all CIP topics. It is very

edge on application solutions, as well as for

ing or polishing plates are to be used in what

important for the company that all changes are

stimulating recommendation to third parties.”

sequence, in order to get a deﬁned surface

checked with regard to their brand conformity.

Behind this is the close contact with custom-

result.” To this end, Fein worked with users to

And the employees are regularly reminded that

ers, which one always looks for—and ﬁnds—at

develop a manual that explains individual work

they have a signiﬁcant effect on the strength-

Fein. Whether in high-grade steel machining,

steps in detail and independently of the manu-

ening of the brand core values, and thus the

core drilling in metals, or interior construction

facturer. These measures have to work all over

company brand. The people at Fein deﬁne their

and renovation—as a niche specialist, the com-

the world in order to enhance the excellent

orange-colored brand with terms like “inde-

pany management is concerned not only with

reputation of this company that was founded in

structible, precise, reliable, user-friendly, and

its reliable machines and their wide range of

1867 (number of employees: 840).

manageable”. To ensure that nobody forgets

accessories, but also with the communication

these Fein details, every employee has been

of application-speciﬁc know-how. Says Geit-

Fein already has a good international net-

issued a folding “brand card” in the format of a

ner: “We have training programs for our trad-

work, with 17 sales organizations and many

bank card. The employee should have this with

ing partners and end customers. For example,

representatives worldwide; since 2009 it has

him at all times.

these provide intensive explanations of which

also been active in India, and in 2010

p
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Fein has perfected all the production and assembly steps for its premium tools, down to the last detail. This can be seen in the clearly laid out production system

the company opened a marketing and train-

and costs for the device. In an international

opment at an early stage, and the company’s

ing center in Shanghai. Field staff everywhere

customer survey, the functional characteris-

purchasers no longer go alone to negotiations

maintain a direct link to specialist trade and

tics that provided added value to the custom-

with the suppliers. They are accompanied by

to what is known as production-linked trade.

er were identiﬁed. An optimal angle grinder

employees from the QM-CIP area, who provide

“Our customers must be able to experience

concept was derived from these.

expertise to secure and improve production
processes. Geitner: “Our experts help ﬁnd the

the Fein brand values,” says Geitner. He
knows that customers want to use his tools

At the same time, the value analysis presented

optimal solution in discussions with the sup-

as “problem solvers,” and that they expect

different elements of the construction and the

plier—in fulﬁlling the customer’s desires, for

the machines to last signiﬁcantly longer than

design. Next, in collaboration with the suppli-

construction components, and for processes.

competitors’ products. “Which is why,” Geit-

ers, the various solutions were investigated

Intelligent simpliﬁcation can also often lead to

ner points out, “we deﬁne ourselves through

as to their quality and cost effects. “We went

a reduction in costs, while also improving qual-

quality and signiﬁcant usage beneﬁts rather

so far as to organize workshops at the suppli-

ity. This sustainable development requires an

than through price.”

ers,” says Geitner. Of course, a typical Fein

integrated approach that involves all the func-

approach was necessary here as well: “Dis-

tional areas and the main suppliers.”

Of course, a company that wants to structure

cussions with our suppliers must be carried

itself as optimally as Fein has to look beyond

out in a very early phase, and they must be

the end of the production line. Therefore, the

structured so that the results cannot possibly

electrical tool manufacturer has also involved

damage our brand core values.”

its customers and suppliers in its restructuring. Together with Porsche Consulting, Fein

The optimized contact with customers and

started working on the product optimization

suppliers led to strategic changes at Fein: To-

of an angle grinder, investigating the functions

day, customers are involved in product devel-
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INNOVATION THROUGH TRADITION:
140 YEARS OF INVENTIONS FROM FEIN
It was the spirit of invention that drove brothers Wilhelm Emil and Carl Fein
to found their “Workshop for the Manufacture of Physical and Electrical Devices” in 1867. Their aim was to develop ideas and manufacture devices
that would be of great practical beneﬁt to users. Today, C. & E. Fein owns
several hundred patents.
Wilhelm Emil Fein

Mobile communication is not a contemporary concept just a few decades
old. The ﬁrst portable telephone was invented as early as 1885. However,
it was intended for military purposes rather than for private use. Its mobility
remained limited: It could be carried around, but required a cable.
Fein was quick to recognize the potential of portable electrical tools. In

1895, the world’s ﬁrst electrical hand-held drilling machine—and therefore
The world’s first electrical
hand-held drilling machine
weighed 7.5 kilos and had
a bore diameter of 4 mm

the ﬁrst electrical tool in the world—left the Fein development workshop.
It revolutionized the tradesman’s work. Today, the device is exhibited in the
Deutsches Museum in Munich. In 1908, Fein became a “Special Factory for
Electrical Tools.”

In 1914, Fein launched the ﬁrst drill hammer with an electrical-pneumatic hammer mechanism on the
market. It considerably reduced the strain involved in what was previously hard physical work. The ﬁrst
jigsaw was also developed by Fein, and a patent was registered.

The Fein company
invented the first portable
telephone in 1885

In 1967, Fein invented a completely new electrical device: the cast saw. What was particularly novel
was that the tool oscillated. This saw, designed for quick and danger-free use in medical technology,
was the start of an entirely new product range of oscillating electrical tools.
The latest generation of the Fein MultiMaster, which has been on the market since 2007, is based on
the oscillation principle. It also incorporates a system that considerably reduces the time required to
change accessory tools.
The Fein MultiMaster: the universal system
for remodelling and renovation

In 1914, Fein launched
the first drill hammer
on the market

In 1967, Fein applied for a patent
for its oscillating cast saw:
a completely new electrical tool
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C

an a human being reach the age

erable conﬁdence in medical progress. As far

are absolutely comparable in other param-

of 120, or even 150? There’s

as he is concerned, the amount of machinery

eters. “Take a look at Clint Eastwood. At 80,

no reason it shouldn’t be pos-

people can handle in their bodies is solely a

he’s making one good movie after the next, he

sible. “Life expectancies are

matter of the extent of the side effects caused

switched from acting to directing, and he be-

rising steeply,” says Professor

by artiﬁcial elements in the human organism.

lieves that he can keep improving even at 80
years old—and he wants to. For him, the road

Friedhelm Beyersdorf, Medical Director of the
Cardiovascular Surgery Department at the

Yet for all his fascination with the science,

is the destination.” The conclusion that Bey-

Freiburg University Hospital and one of the

Beyersdorf is anything other than an uncriti-

ersdorf draws is that what enables people to

leading heart surgeons in Germany. Although

cal advocate of device-based medicine and

age happily is self-determination. He is utterly

the current life expectancy in Germany lies at

of extending life under all conditions. “Our job

convinced that self-determination is crucial for

around 80 years, life insurance companies al-

doesn’t just consist of enabling people to get

good health and a sense of satisfaction. And

ready anticipate that every second girl born

older, we also have to ensure that they can

he thinks that it starts in the mind. “Nobody

today will reach the age of 100 at least, and

enjoy life as they age,” he says. And that con-

has to do what they do. Everyone is free to

that every second boy will reach

choose to do something else,” he

at least 93. “It’s clear that people

insists. Only a very few individuals

The
Future
of Life

can become much older than they
are today—and that is good news,”
says the professor, adding that he
himself would like to live to 150.
Contrary to widespread opinion
among his profession, Beyersdorf
doesn’t ascribe the rise in life expectancies to medical advances
alone. He sees a major role in factors such as higher educational levels and awareness of health risks,
as well as preventive measures
such as exercise and healthy eating habits. But of course medical
advances are important as well,

are aware of this, though. For most
people, fear of the negative consequences of a change wins out.
Satisfaction arises above all from
success. And for that, a will and
absolute readiness to practice are
essential. “Success” doesn’t come
before “diligence,” not even in the
dictionary. Studies of pianists have
shown that top performers only dif-

Cardiac surgeon Friedhelm Beyersdorf
tackles the question of how to
enjoy ageing as life expectancies rise.

in that they have practiced more
throughout all stages of their lives.
Similar studies of top athletes
show that they rise above the average by spending 50 to 60 percent

including better operating techniques and advances in transplants

fer from their average counterparts

_JOSEF HOFMANN

_ULI REGENSCHEIT

of their training sessions working

and artiﬁcial organs that can ex-

on things they can’t do, whereas

tend lives at a time when organ do-

amateurs stick to that which they

nation rates are declining.

can do. “Most of the latter are the
type who shy from frustration,” he
emphasizes. Precisely that is what

Artiﬁcial kidneys have long been
routine; a patient at the hospital in Freiburg

ﬂicts in part with our experience. According

stands in the way of superior achievement,

lived for seven and a half years—a world re-

to forecasts by the World Health Organization,

and thus of success and happiness.

cord—with an artiﬁcial heart, and work is cur-

cardiovascular conditions will head the list of

rently being done on artiﬁcial livers. In parallel

diseases worldwide by 2020, “but depression

Talent? “It’s overrated,” insists the professor.

to that, medical researchers are devoting in-

will also enter the group of most common con-

And stress? It’s also overrated, because it’s of-

tense efforts to “growing entire organs.” This

ditions.” Only if we succeed in reversing this

ten a question of individual assessment, says

ﬁeld of science is still at a rudimentary stage,

development “does it make sense for people

the surgeon whose departments in Freiburg

but ever the optimist, Professor Beyersdorf is

to keep getting older.”

and Bad Krozingen performed around 3,600

sure that success is only a matter of time. “The

operations in 2009 alone—from bypass, valve,

ﬁrst pacemaker was the size of a refrigerator

While Beyersdorf doesn’t have easy solu-

and aorta procedures to heart transplants and

and the operation was a worldwide sensation,”

tions for how to age actively and happily—as-

artiﬁcial heart treatments. What matters is not

he recalls. “But now it’s hardly worth mention-

suming the absence of fateful diseases—he

the “individual” situation as such, but rather

ing. Patients arrive at the hospital, have pace-

does have examples. A study in the USA, for

“how I view it for myself.” At the same time,

makers implanted that are only twice the size

instance, shows that “Oscar award winners

he considers negative stress to be part of the

of a USB stick, and then go home in the eve-

live signiﬁcantly longer than actors who don’t

reason why women live longer than men—or

ning.” At 56 years old, Beyersdorf has consid-

receive this prize,” although the two groups

why “men live shorter” as he prefers to
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As a heart surgeon, he works to save and lengthen
lives. But the question of what makes life worth living

PHOTO_UNIVERSITÄTSKLINIKUM FREIBURG

is just as important to Prof. Beyersdorf

“When it comes
to searching for
the secret of life,
we all have to
start at square
one. And that
has to change”

formulate it, i.e. “don’t reach their potential”

ment and agility. “We don’t know enough

principle is at risk. He doesn’t see the solution

because “they are usually under more pres-

about why there are 98-year-olds who work in

in the British or Swedish models, which do not

sure professionally” and have less healthy

innovative ways on future-oriented projects,

authorize dialysis or new hip joints for patients

lifestyles. “There aren’t any genetic reasons

whereas there are also 50-year-olds who are

over 70, for example, or which tend to impose

for the difference,” says the professor, and as

mired in internal passivity,” he notes. But if

very long waiting periods. Instead, he has a

a scientist can immediately list research that

people live to the age of 100, 120, or more,

more innovative approach. He proposes ex-

supports this conclusion. Studies of monaster-

that will become a crucial question in how to

porting the German healthcare system—“top-

ies and convents have shown that nuns and

shape the future. And it’s far from a matter

notch in the world”—which will generate more

monks have similarly high life expectancies.

of everything being genetically programmed.

revenue. This can be done by establishing Ger-

The reason for this is that they have the same

“New research in biology and medicine on the

man hospitals abroad or by treating foreign pa-

conditions of life—and the men, especially, ex-

role of proteins, for example, will lead to major

tients in Germany. “Why shouldn’t we succeed

perience less negative stress than they would

changes in our understanding of how to lead

in this area,” asks the successful professor,

in normal professional contexts.

our lives.”

“like we do with machinery or cars?”

It’s all a matter of attitude, according to Bey-

Beyersdorf believes that this research is ev-

ersdorf. And for that reason he doesn’t want

ery bit as important as solving the systemic

to accept a situation in which we study many

problems in medicine. Germany is one of only

areas intensively “except for how people tick.”

a few countries in the world that still ascribes

While physics, medicine, and engineering have

to the principle that “every patient is entitled to

developed rapidly, every individual has to start

every treatment.” But with fewer people pay-

at square one when it comes to searching for

ing into the healthcare system combined with

“the secret of life,” or the basis for content-

rising demand and costs, he observes that this
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Friedhelm Beyersdorf Vita
Professor Dr. Dr. h.c. Friedhelm Beyersdorf was born in Bochum in 1954. He left an apprenticeship
as an orthopedic mechanic shortly before the final exam in order to start medical studies at
the Goethe University in Frankfurt. After receiving his medical degree, he also earned a doctorate
with summa cum laude honors and completed postdoctoral work (habilitation). His research during
this time took him to various leading institutes of higher learning in the USA, including Johns
Hopkins University in Baltimore and Thomas Jefferson Medical College in Philadelphia. He also
successfully passed the medical boards in these two states. In 1994 he moved to Freiburg where
he has since served as Medical Director of the Cardiovascular Surgery Department at the city’s university hospital.
Professor Beyersdorf and his team have been performing heart transplants since 1994. Since 2006, he has also
headed the cardiovascular surgery department at the neighboring Cardiac Center in Bad Krozingen. In addition, he
serves as president of the German Society for Thoracic and Cardiovascular Surgery.

ELIMINATION OF WASTE—REDUCTION IN COSTS

In the spring of 2005, the Cardiovascular Surgery Department directed by Professor Beyersdorf at the Freiburg Hospital
was Porsche Consulting’s first client in the healthcare sector. Since that time, more than 50 other hospitals
have called upon the consultants’ expertise to help eliminate non-productive time and waste in their everyday work.
First, the potential for optimization was determined through analyses. The results revealed, for instance, that
attending physicians spent only one fourth of their time productively, i.e. performing examinations and consulting
with patients. Much of the day was swallowed up by administrative tasks—and nearly a third was lost thanks to
complex documentation, searching, and waiting. Squandered expertise and time is hard on staff and patients—both
in terms of nerves and expense.
The Porsche experts also analyzed the entire hospital process in Freiburg, finding weak and non-productive points,
and developing measures to rectify them. Patient examinations were better coordinated, all processes were better
integrated, and the position of patient manager was introduced as the central control axis for coordinating admission
and discharge dates as well as assigning beds and operating rooms. With great success. The average time patients
spend at the hospital decreased from 11.2 to 9.6 days, and productivity rose by 30 percent.

ATTENDING PHYSICIAN’S WORKING HOURS (as a percentage)

VALUE-ADDING ACTIVITIES
Patient consultation, examination

OBVIOUS WASTE
Repeated documentation,
searching, waiting

28%
30%

ESSENTIAL ADMINISTRATIVE TASKS
Documentation, meetings,
coordination

42%
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OPTIMIZING SUPPLIER INTEGRATION

Purchasing Is a Matter
(Not Only) of Profit
The ingredients for a good product need not all come from
a single producer. Advanced companies these days are improving their
own stability and ﬂexibility by utilizing high-performing suppliers.
The manufacturing industry currently generates 50 to 70 percent of its
value added externally. Highly skilled purchasers are therefore in demand.
And it’s no longer sufﬁcient just to look for the best price.

_DAVID SELBACH

A

simple

the

This state of affairs can have negative conse-

of his day-to-day experience. As he notes, “The

status that purchasing has at

question

reveals

quences if an overseas supplier, for example,

ﬁrst thing the majority of purchasers think about

many companies: Do purchasing

turns out to be unreliable and forgets to send

is reducing material costs. Too often they fail to

specialists know their suppliers

a crucial component on time. If it then has to

consider the need for reworking or replacement,

personally? Quite frequently, the

be sent by air instead of by sea—in the worst-

supply problems, cultural issues, or ﬁnancial

answer is “No.” Hardly surprising: At some

case scenario via an aircraft specially char-

risks.” But large reserves of efﬁciency are wait-

companies the average travel budget for a

tered for that purpose—additional costs can

ing to be utilized precisely here. Langanke and

purchasing specialist is barely €400. Per year.

reach or even exceed €100,000.

Project Manager Fabian Piontek have compiled

This means that purchasers spend consider-

a list of the most important questions pertain-

ably more time at internal meetings than with

For Olaf Langanke, Principal at Porsche Consult-

ing to purchasing. Using the following checklist,

their business partners, with whom they should

ing and specialist in the area of lean purchasing,

company managers can assess the maturity of

be holding in-depth discussions.

these examples are not theoretical, but are part

their purchasing departments:

Lean purchasing at Porsche Consulting
For the past 16 years, Porsche Consulting has been working on supplier management and on supply chain optimization. It started with
the supplier program at Porsche AG. It now works with aircraft manufacturers, electric vehicle producers, DIY stores, and mail-order
companies to help them define their purchasing strategies, to optimize their purchasing processes, procurement controlling, and risk
management, and to set up the appropriate organizational structures. Its lean purchasing experts hold supplier workshops, and if
needed even assist in negotiations with suppliers.
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WHAT RATING DO YOU
HAVE IN THE EYES
OF YOUR SUPPLIERS?

ASSESSING THE LOYALTY
of a partner has become difﬁcult now that suppliers are no longer
just around the corner but may in fact be overseas. Nonetheless,
companies need to know what the supplier’s priorities are.
Those unfortunate enough not to be at the top of the
supplier’s list are often confronted with delays and product errors.
It is essential that companies clarify their importance to each of

AN EARLY WARNING SYSTEM

their suppliers. They should endeavor to enhance their company’s
rating. Better communication is frequently the key.

that immediately sounds an alarm in case of delays and
creates time to implement countermeasures is the most
important component of systematic risk protection.
And it is thus a prerequisite for lean purchasing processes.
Companies that don’t ﬁnd out that deliveries will not be arriving
until shortly before the deadline are constantly in a position
of managing shortages.

HOW DO YOU RESPOND
TO PROBLEMS IN YOUR
BUSINESS RELATIONSHIPS?

HOW LONG DOES IT TAKE
BEFORE YOU ARE NOTIFIED
OF DELAYS?
ONE IN FIVE COMPANIES
does not evaluate their suppliers. Large companies at least
rate them according to performance—based on punctuality, quality
of goods, and service level. But only one third of these companies discusses the results of their evaluations with their suppliers and draws
consequences from them. A supplier that slips from status “A” to “B”
should be warned and requested to undertake appropriate measures.

REALISTIC SPECIFICATIONS

And “C” suppliers should not be awarded further contracts.

form the foundation of a good supply relationship. The supplier
cannot be held responsible for delivery delays if goods are
not ordered on time.

ARE YOUR PARTNERS
ON TRULY SOLID
FINANCIAL GROUND?

DO YOU EXPECT TOO
MUCH OF YOUR SUPPLIERS?
THE PARTNER’S ASSETS
are particularly critical in economically difﬁcult times. Credit
agencies all too often provide inadequate information. Professional
purchasers form their own picture of important partners and,
if necessary, seek out more ﬁnancially stable candidates.
This enables them to avoid the risk that a supplier will drop out
due to insufﬁcient funds for pre-ﬁnancing of orders. Systematic
purchasing management thus also means keeping track of
the business partners’ liquidity and in turn their ability to provide
goods and services.

p
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WHOM DO YOUR
SUPPLIERS DO
BUSINESS WITH?

PRECISE KNOWLEDGE
about subsuppliers and subcontractors is just as important
as knowledge about direct suppliers. And yet information
about these companies is often rather sparse. Especially for
technology companies, it is crucial to know the source
of each component of a product and who manufactures it.

MOST EXECUTIVE OFFICERS

If necessary, right down to the last nut and bolt.

and managing directors have the feeling that their purchasers
are not tough enough in their negotiations. This is a damning
disclosure. Because if this assessment is correct, purchasing
departments regularly invest too little expertise, time, and care
in achieving the best results for their companies. But every
euro negotiated in a purchasing agreement is a euro that
goes directly to the bottom line.

WHO ACTUALLY
DETERMINES
THE PRICES?

DO YOU HAVE
CONFIDENCE IN YOUR
PURCHASERS’ SKILLS?
IN-HOUSE COST ESTIMATIONS
of what a component should actually cost are rarely made in
purchase departments. Instead, purchasers invite offers, calculate an
average or market price based on these offers, and use this as the
basis for negotiations with the supplier. This can lead them to overpay. Or they may miss out on the opportunity to have a good supplier
become more productive and thus more favorably priced—which
makes both supplier and customer more competitive.

COMPETENCE
in foreign languages—its value for purchasers should be selfevident in view of the continuing advance of globalization. But
even at well-known companies, quite a few purchasers are not
proﬁcient in other languages. And yet ﬁrms can internationalize
their supply chain only to the extent that their purchasers are

DO YOUR
PURCHASERS SPEAK THE
RIGHT LANGUAGE?

in a position to keep up linguistically. Companies should
hire employees with foreign language skills for key markets such
as those in the Far East—and provide continuing education for
existing employees. Up to now, the average amount budgeted
for this purpose has been a mere €1,160 per person/year.

FLEXIBILITY AND FORESIGHT
are hallmarks of the expert purchaser. For the next global economic

HOW DO YOU SHARPEN
YOUR FORESIGHT?

slump is surely coming. A good purchasing manager should have a
strategy on hand for the event that suppliers drop out—and another
strategy for making ﬂexible adjustments to the supply chain
if there is a signiﬁcant drop in sales.

f
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The
Porsche Akademie
Catches On
Ever more companies are following
Porsche Consulting’s example of installing model factories

Take the example of the Meyer Werft shipyard.
Project management training encompasses
the entire ship construction process. Meyer
employees and subcontractors, namely painters, plumbers, and electricians—a total of
twelve trades—practice together on a single
model ship. Beforehand they deﬁne repeatable processes like the construction of passenger cabins, explains Jörg Kaiser, the Principal at Porsche Consulting who is responsible
for the project at Meyer. Then they start building the model ship. “At ﬁrst everyone plans
only for themselves, which results in chaos,”
he reports out of experience. “Not a single

_JOSEF HOFMANN

cabin is ﬁnished in the allotted time.” After
each attempts, the knowledge gained is dis-

S

cussed and new insights are imparted. Then
the takt (cadence) of the trades or systems is
hipyard workers in Papenburg are

the contents of the Mars Academy to employ-

improved, and plans are harmonized. In the

practicing on a model ship, trans-

ees and suppliers in China and Egypt.

fourth stage, single areas such as building the
lobby are integrated into the process. “Some-

port experts in Osnabrück are
folding small cardboard boxes—

Simulation is the centerpiece not only at the

thing clicks at some point in everyone’s

more and more clients are estab-

Porsche Akademie but also at client-speciﬁc

minds,” says Kaiser, “and then we know

lishing their own facilities for training employ-

academies. Whether with small chocolate bars

we’ve arrived.” Everything is then completed

ees and suppliers based on the example set by

at Mars, miniature trains for rail companies,

on time.

the Porsche Akademie. Porsche Consulting is

model jets for a large European aircraft maker,

supporting these clients in developing training

boxes at Hellmann Worldwide Logistics based

Once the simulation works and the trainers

strategies precisely tailored to their process-

in Osnabrück, or model ships at Meyer Werft,

have been educated and certiﬁed by Porsche

es. It is also instructing internal company train-

“the objective is always to distill the client’s

Consulting, clients can run their training pro-

ers and helping to develop and install suitable

speciﬁc process down to the essentials and

grams on their own. Jörg Kaiser’s work is then

simulations.

then abstract from it,” says Zacherl in explain-

done. As Marc Zacherl sums it up: “When the

ing the principle. He has found that the closer

academy is up and running, Porsche Consult-

More than 25 companies now have their own

the learning process is to what the participants

ing steps back. The more successful we are,

academies, enabling them “to convey the prin-

experience in their everyday work, the greater

the more rapidly we eliminate the need for our

ciples of the continuous improvement process

the acceptance and the learning effect.

services.”

f

and of lean management rapidly to large numbers of people,” says Marc Zacherl, Director of
the Porsche Akademie. “Instead of having members of Porsche Consulting train 20 management personnel, companies can send 2,000
employees or more through their own academies—at considerably lower cost,” he adds. A
PHOTO_HELLMANN WORLDWIDE LOGISTICS

client-speciﬁc academy offers the chance to
make the company’s entire team—and of
course staff of suppliers and subcontractors as
well—aware of the potential for improvement, to
search for it jointly, and to put it into practice.
An additional beneﬁt is that international enterprises such as the US corporation Mars, known
especially for the chocolate bar of the same
name, can travel with their academies. Together with Porsche Consulting, company trainers

The closer the learning process is to the daily work routine, the more successful the learning results: Both Meyer

in Dubai have been trained and can now convey

Werft (photo on the left) and the Hellmann Worldwide Logistics company have benefited from these experiences
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INNOVATION AWARD FOR LEAN AUTOBAHN CONSTRUCTION SITES

Outstanding Work
P

orsche Consulting has received the in-

the accompanying work gang raised its per-

novation award Gelber Engel (“Yellow

formance by more than 50 percent. In order to

Angel”) from the Allgemeiner Deutscher

achieve such improvements at all of Kirchhoff’s

Automobilclub (ADAC). It is considered the

construction sites, the second step consisted

leading German award in the ﬁelds of mobil-

centralizing the overall planning process at the

ity, trafﬁc safety, and environmental protec-

company. The new planning system now enables

tion. ADAC honored the consulting company’s

it to deploy the optimum combination of person-

exemplary work in shortening the amount of

nel, machinery, and materials at an early stage.

time that construction sites occupy autobahns—one of the main reasons for trafﬁc
jams. By optimizing the processes at autobahn construction sites, Porsche Consulting
succeeded in nearly halving the construction
time and reducing costs by up to 40 percent.
In a project with the Kirchhoff AG construction
company, the Porsche experts identiﬁed weak
points such as a less than optimum supply of
asphalt to the road construction machine. Because the asphalt ﬁnisher is what generates
value at the construction site, the experts
adapted the entire work process so as to
have the machine working at full capacity

If this system were applied throughout Germany,

at all times. The key factor consisted in en-

the optimization of processes and elimination of

suring exact intervals for truck service be-

the associated trafﬁc jams could reduce harmful

tween the mixing facility and the specialty

emissions by several million tons a year, avert-

machine at the construction site.

ing commercial losses worth billions of euros.
The project’s methods can also be employed

66

With just-in-time supply, the ﬁnisher’s rate of

in other areas that regularly lead to congested

processing asphalt rose from 180 to 300

trafﬁc and the associated annoyance, such as

tons per hour. Also, the waiting time for the

construction work on drains, sewers, and under-

machines was lowered by 65 percent while

ground facilities.

f

Porsche Consulting – THE MAGAZINE

SPECIAL MISSION FOR THE CAYENNE

Distinctive
Construction Aid

P

orsche trainees in Zuffenhausen have
retroﬁtted a Cayenne Transsyberia speciﬁcally to meet the needs of consul-

tants at construction sites. The new company
car for Porsche Consulting has everything the
experts require for doing their work at construction sites rapidly and efﬁciently: a mobile
computer workstation in the front passenger
seat, additional work lighting, and a special set
of storage facilities in the luggage compartment that holds ﬁeld service equipment such
as boots, helmets, ﬂuorescent vests, trafﬁc
cones, and more. The exceptional character
of this vehicle is visible at a glance—the roof
module with signal lamps, the yellow ﬂashing
light in the radiator grill, and the red and white
warning stripes make this Cayenne absolutely
unmistakable.

f

AND THEY EVEN HAVE GREEN THUMBS…

Field Consultants

F

rom the start, one thing has made the ex-

a population of 300. Professional foresters from

perts from Porsche Consulting GmbH re-

the “Unternehmen Wald” foundation advised the

ally stand out: Deeply rooted in practice,

consultants. The trees they planted included a

they always roll up their sleeves to tackle the

rare German apple variety known as “Geheim-

job at hand. That’s why the team has just plant-

rat Dr. Oldenburg,” ﬁrst cultivated in 1897 at

ed 100 young fruit trees. “Growing Together” is

the former “Höhere Lehranstalt für Obstbau

their motto—applicable both to the trees they

zu Geisenheim” [Geisenheim Institute of Pomicul-

hope will put down roots and to the staff itself.

ture]. The “Landschaftspﬂegeverband Mulden-

“In making this commitment, Porsche Consult-

land” [Muldenland Landscape Conservation Asso-

ing is supporting ecological development of the

ciation], a regional organization that oversees

countryside, heightening awareness of active

nature conservancy projects, will assume re-

environmental protection, and at the same time

sponsibility for maintaining this tract of land.

helping to foster a greater sense of community
among its employees,” says Eberhard Weiblen,

Community activities have become a tradition

CEO of Porsche Consulting.

at Porsche Consulting: Previous years’ projects
have included renovating a school and building

The orchard is located 35 kilometers southeast

an emergency shelter for the “Deutscher Alpen-

of Leipzig in Cannewitz, a village in Saxony with

verein” [German Alpine Association].

f
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JUDGES LEARN FROM INDUSTRY

Cases in Point
E

ven the justice department can beneﬁt

to manage their ever-increasing workloads.

ing the throughput times, moving more quickly

from knowledge gained in automobile

Led by Erich Künzler, the President of the Up-

through the backlog of old cases, and improv-

production. In Saxony, eighteen judges

per Administrative Court, these judges from

ing the quality of court proceedings.

from the Higher Administrative Court in Baut-

Saxony attended practice-oriented workshops

zen and the administrative courts in Leipzig,

held by consultants from Swabia in which they

The jurists are seeking to raise the level of

Dresden and Chemnitz took instruction from

learned about lean management methods.

satisfaction—among judges as well as among

experts at Porsche Consulting—with the aim

They then jointly explored what knowledge

parties in the cases. One key factor, as in in-

of structuring the processes in their day-to-day

could be transferred to help organize work at

dustry, is a need-based professional exper-

routine at the courts more efﬁciently in order

the courts. Desired results included shorten-

tise-oriented personnel planning.

68
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A

s of February 2010, LSG Sky Chefs has

ucts for a jumbo jet comprises around 45,000

been relying on Porsche Consulting’s

separate items, which could add up to a total

expertise as well. With a market share

weight of more than seven tons. Yet another

of just under 30%, this 100% subsidiary of

challenge is that to a certain extent, passen-

Deutsche Lufthansa is the world’s largest ser-

gers are permitted to change meal requests

vice provider for airline passengers. In 2009

until shortly before takeoff. This demands great

the company, with more than 200 customer

ﬂexibility within the process chain. These pro-

service centers in 52 countries, catered 405

cesses are now being optimized by implement-

million in-ﬂight meals to over 300 airlines. In

ing order-picking zones or by using circular

addition to meals, the in-ﬂight service provid-

distribution methods to supply materials.

er’s range of products also includes a multitude
of other goods and services supplied to pas-

LSG Sky Chefs is not Porsche Consulting’s ﬁrst

sengers during the ﬂight—from newspapers to

client from the Lufthansa family: Consultants

dishes and cutlery.

have been working with the airline since 2005.
During their ﬁrst shared project, they joined forc-

This is a gargantuan task in terms of logistics.

es with Lufthansa Technik to optimize the con-

The company intends to use Porsche Consult-

version of wide-bodied aircraft such as jumbo

ing know-how to carry it out more efﬁciently in

jets into VIP aircraft. Porsche Consulting also as-

the future. And to apply the same standards all

sisted this subsidiary in expediting the overhaul

around the world. The greatest challenge is to

of Airbus A340 wide-bodied aircraft. And since

be found in the wide range of products and in

mid-2010 they have been working together with

the fact that each customer has individual re-

Air Dolomiti in Italy on a project to increase efﬁ -

quirements. For instance, the range of prod-

ciency in their technical departments.
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Rapid Bathroom
Renovation
Process management is often a foreign word in the
construction sector. It’s no wonder that it can take
70 days to modernize a bathroom. Although it could just
as well be done in two weeks.

ILLUSTRATION_NICOLA STAMMER

PHOTOS_VEREINIGUNG DEUTSCHE SANITÄRWIRTSCHAFT

_HEINER VON DER LADEN
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T

he German sanitation sector gets

ects analyzed, workers needed an average of

a lot of business from bathrooms.

27 days to handle everything from removing

After two or three decades, many

the old bathroom furnishings to completing the

households need to have their

project. Doing without a bathroom for more

bathrooms

redone.

than ﬁve weeks, or at least in effect living

But all too often, these households fail to take

completely

at a construction site—what customers are

the crucial plunge—not for ﬁnancial reasons

ready to accept this, especially if they are in-

(the target customer group is often over

vesting substantial sums?

50 years old and does not lack funds) but
rather because these customers are reluctant

These time periods are also uneconomical for

to deal with the inconvenience: namely, long

the companies doing the work. The analysis

construction periods, material bottlenecks,

revealed that only slightly more than half of the

noise, dirt, and above all, poor coordination of

time spent working on site actually adds value.

the different types of work required. “What we

Frequently the lack of clear agreement among

need is a comprehensive way to manage bath-

the different trades slows down progress at

room modernization,” says the Iserlohn-based

the site. If electricians, plumbers, tilers, ma-

businessman Andreas Dornbracht who chairs

sons, and painters do not work hand in hand,

the German Sanitation Industry Association

mistakes and duplications are practically

(VDS). Porsche Consulting presented him with

ensured.

an astonishing analysis of his industry.
While there are contractors who work together
Construction experts on the Porsche Consult-

with the different trades to offer “everything

ing team analyzed all stages of full bathroom

from a single source,” perfectly running pro-

modernization projects on-site, and clocked a

cesses are often not the standard with them,

throughput time of a good 70 days. Fourteen

either. The construction specialists from Por-

weeks for a new bathroom? It could go much

sche Consulting therefore recommend that

faster—the consultants think that seven to

employees of these companies undergo a fur-

twelve days should sufﬁce. The prerequisite

ther training program in bathroom moderniza-

for this, however, is eliminating waste through-

tion management. They can then play a crucial

out the entire process chain. But that in turn

interface role and concentrate on running the

means that everyone involved has to be ready

complete modernization projects. Using struc-

to rethink their routines: The traditionally func-

tured project management, they can ensure

tion-oriented approach has to be replaced by a

that cross-company processes are standard-

strongly process-oriented system.

ized and that work proceeds according to the
planned takt (pace and coordination). And of

It starts with the manufacturers of tiles, tubs,

course, bathroom modernization managers

sinks, ﬁttings, shower stalls, and so on. Un-

also have to be ready to provide immediate so-

stable production processes, high supervisory

lutions to any problems that might occur.

costs, poor ability to meet deadlines, and long
throughput times guarantee that time (and

As an aside, the contact and trust that bath-

money) have already been wasted before work-

room modernization managers build with

ers can even get started. Because sales in the

customers can also raise the latter’s satisfac-

sanitation sector generally take the classic

tion and loyalty levels. Overall, the construc-

three-step form, the role of wholesalers should

Construction work in homes generates

tion period could be reduced to ﬁve to ten

also be taken into account when examining

high stress levels for the residents.

days if companies work according to the rec-

how products get to workers. Typical ways in

When bathroom modernization projects

ommendations from Porsche Consulting. For

which efﬁciency is lost here include a high level

stretch on for weeks, people can lose

their part, wholesalers should be able to make

of manual labor, long throughput times from

their cool. With a bathroom modernization

the necessary materials available within two

offer to contract, and uneconomical buffers

manager, companies can substantially

days.

due to delayed deadlines. Taken together, this

improve speed, quality, cost-effectiveness,

can add up to 43 days.

and customer satisfaction.

This sporty tempo would also make it easier for
customers to make a decision. And the sanita-

Things don’t look any better at the actual

tion industry could beneﬁt from lower costs and

construction site. For all modernization proj-

higher capacities.
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Porsche recommends

Please visit www.porsche.com/DNA for further information.

Unfulfilled dreams cost a lot more.
The Boxster S.
Why wait for an efficient sports car when it already exists? The mid-engine’s direct fuel
injection (DFI) technology increases power output and reduces fuel consumption and
CO2 emissions. The optional Porsche Doppelkupplung (PDK) allows you to change gears
in milliseconds without interruption in traction. An efficient lightweight construction
and sophisticated aerodynamics also save fuel. But high power output also requires
high safety reserves. For example, the optional ceramic brake system (PCCB) provides
excellent deceleration values even under continuous load. A harmonious overall concept.
Find out more about Porsche Intelligent Performance – at your Porsche Centre.

Fuel consumption l/100 km: urban 14,1 – 14,4 · extra-urban 6,6 – 7,2 · combined 9,4 – 9,8 · CO2 emissions: 221 – 230 g/km

