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Its development was based on
performance.
The new Porsche Macan Turbo. Life, intensified.
Performance is our benchmark. Proof positive: the 3.6-liter twin-turbo V6 engine in
the new Macan Turbo. Powered by 294 kW (400 hp) it needs a mere 4.8 secs for

A KEEN SENSE OF QUALITY

one performance indicator:

torque: 550 Nm. Conclusion: development objective accomplished.

Fuel consumption (in l/100 km) urban 11.8–11.5 · extra urban 7.8–7.5 · combined 9.2–8.9; CO2 emissions 216–208 g/km
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the sprint from 0 to 100 km/h and reaches a top speed of 266 km/h. Maximum

A KEEN SENSE OF QUALITY
(PAGE 14)

I nte l l i g e n c e m e ets s p e e d: a f a s t-l e a r n i n g key b o a rd
a n d B l a c k B e r r y ® H u b to re a c h a l l yo u r m e s s a g e s i n o n e sw i p e.
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very customer who purchases

Matthias Müller, Chairman of the Executive

into their jobs— these are the foundations that

a product or a service gener-

Board of Porsche AG, is convinced that the

enable good companies to turn into outstand-

ally expects first-class qual-

high degree of perfection found in a Porsche

ing companies with outstanding products.

ity. But what exactly does that

can only be achieved by consistently following

mean ? Our parent company,

a single course, namely, “setting the highest

This issue of Porsche Consulting magazine

the Porsche sports car maker,

quality standards throughout the entire pro-

again contains numerous feature stories

defines first-class quality as the delight that

cess from product design and development

about what brings companies further along

comes from a unique experience of purchas-

to production and delivery— and by continu-

the road to excellence. And we also show how

ing and ownership. This shines a spotlight not

ously improving our performance.”

quality can not only be measured but also felt.

The “human factor” plays an important role

I wish you much reading pleasure as well as

here. Successful companies employ women

interesting insights for your work.

only on product quality as such, but on the
associated emotions as well.
Buying and owning a Porsche plus all the

and men who approach their responsibili-

related services can only be an excellent ex-

ties not only with their minds but also and

perience if perfection is linked with spirit. Per-

above all with their hearts. The specialists at

fection is an ideal that is defined through the

Porsche’s paint shop, for example, say that

aims and expectations of customers and em-

“we paint with passion.” They are proud of the

Eberhard Weiblen

ployees. But perfection can only be achieved

results of their careful work. Excellent pro-

Chairman of the Executive Board

by those who pursue it with passion.

cesses and employees who put their hearts

Porsche Consulting GmbH
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36 FRESH BREEZE How Bonfiglioli,

an Italian supplier, has mastered the compli-

06 TAKING OFF WITH TITAN

cated wind turbine business and continues

to be taken over by financial investors.
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to improve its operational excellence.

Investment casting company Tital was about
This maker of specialty metal products
is now a leader on the world market.

WINTERSTEIGER RACKS UP
RESULTS What most skiers don’t know:
An Austrian mechanical engineering company
helps them speed down the slopes.
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QUALITY CAN BE MEASURED ...
AND FELT Why the Porsche sports car maker

doesn’t measure quality in numbers alone
but also analyzes customers’ emotions.
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Abundant expertise, garnished with perfect
service— this is how kitchen appliance
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Soilmec’s drills have no trouble boring holes

The “New Chain for Aviation” study shows

of 3.5 meters in diameter. To supply these

that everyone involved must work together

machines quickly and flexibly, the company

cooperatively if they want to ensure

now thinks in modules.

necessary improvements in efficiency.
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TO THE FUTURE How hospitals are forging
a path to cost effectiveness.
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Changing course
to fly high

Taking Off
with

Titan
Tital, a German company specializing in investment casting,
was about to be taken over by financial investors.
But now this maker of titanium and aluminum alloy products
is one of the leaders on the market.

Sarah Kaiser  

Olaf Hermann
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W

hen one of the world’s
8,000 Airbus passenger
planes takes off anywhere around the globe,
components from Tital
are sure to be playing

a key role on board. For more than thirty years,
this German company has specialized in investment casting products such as turbine components, brake and loading flaps, tail rotor gearboxes, and evacuation slide hooks—made not
only of aluminum alloys but increasingly so of
titanium.

Titanium is ideal for applications in aeronautics
and aviation, and demand for it is higher than

Every component from Tital is subjected to comprehensive quality control

ever. This is also true in other fields such as

following the investment casting process, including grinding, x-rays, and

electronics, optics, medical equipment, and

crack inspection.

motor sports. For this material is as stable as
steel but weighs only half as much. Furthermore, it is corrosion-free, so it doesn’t rust.
The only catch is that it is around 35 times

uncertain future. And Schack, who had quit

at college,” observes Gerke-Cantow, who has

more expensive than the steel alloys com-

his job as an investment banker years before,

a doctorate in engineering and is a special-

monly in use, and considerable expertise and

abruptly acquired the task of “putting our-

ist in casting. In the rural Sauerland region of
North-Rhine Westphalia, which has a low unem-

technical skill are required to process this re-

selves up for sale—which is not something

active material. A lustrous silver metal that

you encounter every day.” A stream of financial

ployment rate, it has never been easy to find

doesn’t melt until hitting 1,668 degrees Cel-

investors came by over the next few weeks.

skilled workers. So flexibility was called for. As

sius, titanium reacts very rapidly with oxygen

“But we had attached an absolute condition to

Schack describes it, “We looked for anyone

and water. So the experts at Tital came up with

the sale that required the new owner to invest

with an aptitude for metal, and we hired and

a very special solution. “We cast titanium under

in expansion—and that made matters some-

trained everyone from car mechanics to pipe

vacuum conditions in order to maintain a clean

what more difficult,” he notes. In fact, he and

fitters. And we recruited casting engineers

atmosphere,” says Dr. Ralf Gerke-Cantow,

his five fellow members of the board had long

with the help of joint projects with universities.”

Head of Production. “Our vacuum furnace is

recognized the potential in titanium. So without

the largest in Europe, and it can melt half a

further ado, the six of them decided to buy the

Still, in the beginning Tital learned very much

ton of titanium.” Tital is one of only a very few

enterprise themselves with the help of a hold-

the hard way. It took nearly three years un-

companies in the world that can do this.

ing company—and to embark on a course of

til components were ready for series produc-

expanding the titanium business. “I was utterly

tion. The first large air frames were delivered

By concentrating on this niche in the market

convinced that the management buy-out was

to Airbus and to Premium Aerotec, a maker of

eight years ago, Tital followed precisely the

the right decision,” he says. “Any doubts we

aircraft structures based in Augsburg, in mid-

right strategy. And thanks to its success, the

had were concerned with how we would man-

2009. “Those were very painful years for us,

company has doubled the number of its em-

age the quantum leap in technology.”

ployees to around 600, and increased sales at

and we had to rework a lot of products,” says
Schack. “But this experience enabled us to

a similarly rapid pace from 28 million euros

Although Tital already had more than thirty

better identify problems and work together to

in 2004 to more than 70 million euros in 2013.

years of experience in titanium casting, at the

solve them. It’s paying off handsomely now.”
For example, Tital further developed the Rapid

However, this was not an easy road to take.

time it was only able to make parts the size

Until 2006 Tital, then known as Titan Alumin-

of a coffee pot. “But the market was show-

Prototyping process for preliminary series of

ium Feinguss GmbH, was a subsidiary of the

ing a demand for products as big as desks in

titanium structural components. The idea be-

Heraeus Group. Eighty percent of its sales

the future,” Schack says. This ambitious goal

hind it consists of replacing cost-intensive wax

were from aluminum casting. “We were consid-

required not only an investment of 18 million

models with “quicker” Rapid Prototyping mod-

ered the alien in the corporate group,” recalls

euros in new production processes and tech-

els for smaller batch sizes—which consider-

Managing Director Philipp Schack. Because

nology to make components of up to 1.5 me-

ably reduces development times and costs. An-

the owners didn’t think a casting company

ters in length and 300 kilos in weight, but also

other innovation is the patented Hero Premium

really fit in with their strategy, they decided

the acquisition of new expertise. “That’s not

Casting, which offers computer-assisted con-

to sell it. Suddenly the employees faced an

something you learn from a two-hour lecture

trol of aluminum component solidification.

08

p

Porsche Consulting – The Magazine

Titanium is vacuum cast, but investment casting of aluminum is done by hand in fired ceramic molds.
The melting point is 700 degrees Celsius.
09
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Tital: Lean factory planning

Lords of
the Ring
Cutting throughput times in half while achieving delivery performance of over 95 percent—Tital
has set itself ambitious goals for the year 2020. By 2012, when the company won a major supply
contract to produce large engine rings (800 to 1,500 millimeters) for the Airbus A400M, it was
clear that existing capacities could no longer meet the increasing demand. “We had used up every
square meter and needed to break out,” says Managing Director Philipp Schack. Fortunately,
the solution was right next door in the form of 26,000 square meters of adjacent farmland that
Tital was able to acquire. Although the company had seldom sought the services of consultants,
it was now entering a new dimension. “We were no longer in a position to handle the complexities
of a new factory layout on our own, and we also urgently needed to improve our production
throughput,” explains Schack, who therefore commissioned Porsche Consulting in 2012.
“In setting up a lean factory layout, it’s crucial to plan from the inside out,” says Carsten Kahrs,
Principal at Porsche Consulting. The processes determine the layout—not the other way around.
“Once the processes are defined, you turn to planning the operating capital, personnel, and surface
areas,” explains Kahrs. The material flow and buildings are planned last. “The second major
principle is to start with rough planning and then refine it,” says Kahrs’s consulting colleague
Avinash Goré. Porsche Consulting and Tital proceeded to do so in three steps:

1 . Ro u g h p l a n n i n g
In management workshops, the factory’s requirements were derived from company targets and
from the desired production program (engine rings in one-piece flow). For example, one aim was
to make engine rings on a single production line without restrictions in the sequence, and to cut
throughput times in half.

2. Fine planning
Planning workshops were then used to decide on an ideal layout—without regard to existing
restrictions such as budgets, building height, or location. Detailed planning also focused on the
material flow—while paying as much attention to material production and machine placement
as to ergonomic factors. On the basis of this ideal layout, alternatives were developed for the
Bestwig site as well as for two other potential production sites.

Porsche
Consulting

METHODS

3 . E v a l u a t i o n a n d
implementation
Step three consisted of evaluating the layouts on the basis of key criteria such as property and
wage costs, state subsidies, and transport routes, and then selecting the best one. Tital decided to
build the new factory at its existing site in Bestwig because the employees there were already
superbly qualified and the capacities of the vacuum-casting furnace were not yet fully exhausted.
Implementation was launched by drawing up a construction timetable and putting the project
organization into place.

The new U-shaped production facility, which will have two halls and 6,600 square meters of
space, is now being built and integrated into the existing foundry. As Goré explains, “The
advantage of a lean factory layout lies in its higher degree of flexibility.” Tital’s own experience
confirms this. “In early 2013 we received an unexpected order for series production of centrifugally cast components, which meant we had to modify our plans,” says Head of Production
Dr. Ralf Gerke-Cantow. “It was very helpful to us that our layout is so flexible. With just a few
adjustments we’ll be able to make both large rings and small centrifugally cast parts on one
line, in what’s known as a model mix.” Production will begin in 2015. “We can’t say right now
whether we’ll be able to achieve all our ambitious goals by 2020,” says Schack, “but the new
factory is a very important part of doing so.”

Lean factory planning

SHIPPING

DIMENSIONAL
ACCURACY

INTERNAL ERRORS

SURFACE

MOLD REMOVAL

NDTS*

FURNACE

FLOW

INJECTION

ADHERENCE

IMMERSION

DE-WAXING

NDTS*

* NON-DRIVER* TRANSPORT SYSTEMS

© Porsche Consulting 

Lean factory planning
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In the air frame sector, Tital has slowly but
surely worked its way up to be a leader on the
world market. Its current ratio of titanium to
aluminum production is around 50 :50, but it
expects to reach 80 :20 by 2020.
The company is now entering the engine sector, which is currently dominated by two U.S.
providers. “We’ve exhausted our existing capacities again,” says Gerke-Cantow. And so it
will once again expand production. With the
support of Porsche Consulting, Tital has devised a new lean factory layout (see the “Lean

Part of the new Tital family: Managing Director Philipp Schack (left) and

factory planning” methods, page 10); this new

Head of Production Dr. Ralf Gerke-Cantow

facility at the Bestwig site is scheduled for
completion in 2015. Tital is in good shape not
only in its home country of Germany. In early
2013, it also opened a factory in China. “The

sibility of more activities abroad, for example

ship structure has just the right catalytic ef-

Chinese market is developing very rapidly and

in the USA. “I come from a family of entrepre-

fect. Six partners are pulling the load with so

the entire supply chain is moving to Asia too,”

neurs,” he says. “For me there’s nothing better

much energy and conviction that you can feel

observes Schack. He doesn’t rule out the pos-

than watching our company grow. Our owner-

it throughout the company.”

f

Tital makes highly complex investment casting products with dimensions of up to 1.5 meters out of titanium and aluminum alloys. The photo shows
an engine gearbox with turbine bearing and seven integrated feeders and waste disposal lines.
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Further information at: Porsche Leipzig GmbH, tel. +49 (0)341 999-13555, events@porsche-leipzig.com, www.porsche-leipzig.com

Take a glimpse behind the scenes –
then explore the rest of this fascinating location.
The new Macan is being built at Porsche Leipzig – and you can discover it first-hand.
Along with exclusive event and conference facilities, culinary highlights and a
programme of exhilarating activities. After all, Porsche Leipzig is far more than a
production facility. It’s a place where dreams come true.

Fuel consumption (in l/100 km) urban 11.6–11.3 · extra urban 7.6–7.3 · combined 9.0–8.7; CO2 emissions 212–204 g/km

Quality creates value:
quality experts in
Zuffenhausen and
Leipzig use a thickness
gauge to measure
car body clearances.

Why Michael Neumayer, Vice President Corporate Quality
for the Porsche sports car maker, does not rely on figures alone
but also analyzes customers’ emotions.

Quality
can be
measured
… and
felt
Gerald Scheffels  

Marco Prosch

Porsche Consulting – The Magazine

“Our
customers
determine
what
quality
is.”

producing a much greater number of cars. So we have to adapt our
quality management structures if we want to at least maintain our high
standards.” How does one do that? In very simple terms, by using the
old craftsman’s rule that good planning is half the job. “Quality doesn’t
start with the iaudits, but rather arises from the planning process,”
says Neumayer. “We get involved in the product engineering process
at a very early stage—by evaluating operating concepts and ergonomics, for example, or by selecting materials for the interior.”
Virtual audits back in vehicle development
In addition, during its development processes Porsche is making ever

Michael Neumayer,

greater use of virtual audits, which can reflect the high standards of

Vice President

cars that do not yet actually exist. “You can test clearances and con-

Corporate Quality,

tours, for example, at a very early stage in virtual vehicles,” observes

Porsche AG

P

Neumayer. “These audits are performed by the same employees who
will later be responsible for the product audits during standard-series
production. That helps to improve our development processes and pre-

orsche drivers are exposed to quality before they even get

vent errors that would require considerable time and effort to eliminate

into their cars. Michael Neumayer, Vice President Corporate

further down the road.”

Quality at Porsche AG, is sure of this. For proof he pulls
out his car key: bright green in color and in the shape of a

Neumayer’s team is especially active in prevention. “The higher degree

car body, it is a real eye-catcher and pleasing to the touch.

of complexity alone means that we have to send more cars through

“To me, that spells quality,” he says. “This key fits perfectly in your hand.

test tracks to assure the process.” But that doesn’t mean quality at any

It’s extremely well made, exudes value, shows immediately what it’s for,

price. “Quality also means keeping an eye on costs,” he says. “If you

and makes you want to jump into your car.”

invest more in assurance early on, you’ll spend less later on modifications and warranties. We can demonstrate that very clearly.” Contact

Feeling and measuring

with customers also plays an important role. “Ultimately, they are the

A statement with that type of emotive content is not what one might

ones who determine what quality is.”

expect from the head of a car maker’s quality department. Isn’t quality
defined in terms of defective ippm (parts per million), clearances, and

The iquality organization itself plays an important role, too. With

other parameters? Neumayer doesn’t disagree with this, but he quali-

the help of Porsche Consulting, Porsche AG has therefore been devel-

fies it as follows: “On careful consideration, there are two meanings to

oping new organizational structures over recent months and standard-

quality. We distinguish between product appeal—which has more to do

izing quality management at its production sites in Zuffenhausen and

with emotive aspects—and product quality, which covers all measurable

Leipzig. Axel Schmidt, Senior Project Manager at Porsche Consulting,

parameters such as defect rates, creaking and rattling sounds, and so

notes that “each of the two plants now has the same quality structure,

on. Product appeal is even more critical for us than for other car mak-

with the quality directors reporting to the plant directors in departmen-

ers, because our customers buy their sports cars for emotional rea-

tal matters. In specialist matters, though, they answer to the Corporate

sons. Our job is to delight them and to exceed their expectations. For

Quality department, which is responsible for the brand overall. This is

us that’s where the cars’ quality is expressed.”

a well-proven structure.”

f

These emotive aspects of quality can be measured as well. The U.S.based J.D. Power market research institute regularly conducts its
iInitial Quality Study (IQS), asking buyers of new cars how satisfied
they are after 90 days of ownership. The results show Porsche way out
in front—in first place. That’s no coincidence. As part of Strategy 2018,
Porsche set itself the goal of continuing to defend its top position in
this prestigious survey—and succeeded. So much for product appeal.
The key to quality
What does product quality look like at Porsche? This question can be
answered with a single statistic: 70 percent of all Porsches ever built
are still on the road. But that doesn’t mean the company can sit back
and relax. As Neumayer notes, “Our cars are becoming ever more com-

Quality is in the employees’ hands: clearances, gaps, and

plex, there is greater variety, there are more model series, and we’re

radii are key quality parameters.

16

i Your Q glossary on page 20

Quality is audible and tactile here: at the on-ramp and
test course on the Leipzig factory grounds, highly
skilled specialists test all the properties of new cars
before approval for delivery to customers.

Porsche Consulting – THE MAGAZINE

can
you
Plan
For
Quality?
How should companies go about improving the
quality of their products? Investing in defect-correction
systems is not the best idea. A more promising
approach is to tackle the job very thoroughly and to
improve the quality strategy for the products.
Porsche Consulting has developed a “tool box,” which
not only improves quality on a lasting basis but also
lowers quality-related costs.

c

ompany product ranges are becoming ever more diverse,
while the complexity of individual products is increasing as
well. at the same time, customers expect shorter delivery
times—in addition to top quality (and rightly so). This is
a challenge faced not only by production companies but

also service providers across a broad range of sectors. Many of these
companies are forced to conclude that such conditions are leading to

a rise in error rates, and in turn to customer dissatisfaction, as well as
to higher costs for reworking and warranties.
raPid analysis: where is the need For action?
Experts from Porsche Consulting are performing this diagnosis ever
more frequently when clients and potential clients come to them for assistance. In such cases, where do the consultants start? The answer is
simple. Fabian Piontek, partner in charge of procurement and quality,
needs only a very short time to determine where the deficiencies are
with respect to quality—and his team can do exactly the same thing
as well. “When we come to a company, the first thing we do is take a
look at the iQuality costs,” he says. “These include iwarranty and
goodwill costs as well as the cost for reworking and rejects compared
to that spent on iPreVentiVe Quality Planning. To do so, we use our
proven and standardized 360° Q Quick Check.” (See facing page)
Within two days, both consultants and clients generally know where
they should start to improve product quality on a lasting basis. And
then—should the client so desire—the process can continue at a fast
pace and with great efficiency. As Piontek explains, “The first step

18
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360° Q Quick check:
Quality on the
test bench

Porsche
Consulting

METHODS

Rapid, precise, proven: these are the main features of the 360° Q Quick Check offered by Porsche
Consulting. Within a defined period of time, it tests, evaluates, and compares a company’s quality
with industry standards—so the client knows where action must be taken.

tHis is WHat HaPPens in

PrecisiOn FOcus is PlaceD

a 360° q quicK cHecK:

On FOur FielDs OF analysis:

– Status determined using a structured

– Quality costs and effort
– Product quality

360° analysis
– Comparison with industry benchmarks
and Porsche standards

– Process quality
– Quality organization and systems

– Individual planning of a quality
campaign, including implementation
– Specific recommendations for actions that
increase quality on a sustainable basis

2. PRODUCT QUALITY

1. QUALITY COSTS
AND EFFORT

This is done with a practical orientation using
proven methods from Porsche Consulting—and the
results are usually available within just two days.

3. PROCESS QUALITY

4. QUALITY ORGANIZATION
AND SYSTEMS

red: industry benchmark*
Black: 360° Q Quick Check result*
* Schematic representation

© Porsche consulting

360° q quick check

iPreventive quality planning
Planning measures starting in product conception,
design, and generation that aim to achieve the highest standards of quality. They cover not only the
product itself but also both in-house and outsourced
(supplier) production and assembly processes.

Glossary

iQuality costs
Quality costs consist of error prevention costs
(Q planning), testing and reworking/rejection costs
(Q control), and error costs (including warranty
and goodwill costs, damages and compensation).

Key quality
terms at
a glance

iQuality culture
Important factor in the quality aspirations of both
products and companies: employees have to be
involved in quality processes and feel responsible for
quality. Ultimately, they are the ones who produce
and assure quality and live out the company’s conception of quality.

iAudit

iQuality organization

Two meanings in quality control:

Organization within the company that encompasses

1.	Testing processes, departments, and work stations

all quality-related tasks, generally divided into cen-

to determine whether they meet defined standards

tralized and decentralized operations.

2.	Random quality testing of cars from the
current series

iQuality process

iIQS (Initial Quality Study)

Trans-departmental support processes that assure

Survey of car buyers on satisfaction after 90 days of

and ensure adherence to defined company standards.

the value-adding core processes of every company

ownership, carried out in the North American market
by the US-based J.D. Power market research institute.

ippm

iWarranty and goodwill costs
Costs that arise for the manufacturer due to errors
or defects during the warranty period or assumed

Parts per million: rate used for the number of defec-

afterwards on a voluntary case-by-case basis; see

tive components produced or delivered (by suppliers).

also “Quality costs.”

© Porsche ConsultingQ glossary
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consists of putting reactive measures into place to reduce short-term
quality costs. The money saved here is then invested in preventive
quality planning. This enables us to achieve long-term improvements
in quality.”
Quality has to Pay oFF
The focus on costs right from the start is deliberate. “Quality is not an
end in itself, nor is it a feature that only top brands can afford,” says
Piontek. Instead, the consultants come to their clients with the aim of
having every quality project pay off within a year.
What does optimizing iQuality Processes actually look like? axel
Schmidt, Senior Project Manager at Porsche Consulting, describes it
as follows: “First we identify deficits by comparing the processes with
our own quality process model. Sector benchmarks tell us where clients
stand vis-à-vis the competition. Using this as a basis, we determine the
need for action within the dimensions of quality strategy, quality processes, quality organization, and iQuality culture. In so doing, our
primary focus is always on the preventive aspect, i.e. on planning.” The
ultimate aim is to guide customer expectations as surely and efficiently
as possible into a specific product strategy. So the development processes are analyzed very precisely as well. The quality strategy for each
new product has to produce better results than that for its predecessor.
When that happens, the company is on the right path toward improving quality on a continuous basis while simultaneously reducing costs.
As complex as it might be to improve individual quality-related processes and structures, in the end this approach is based on a very
simple principle. “Prevent errors as early as possible so the question
of how to eliminate them later doesn’t even arise.” In other words, quality planning is not just an option; it’s an obligation, and the earlier and
more professionally it is started the better the results will be.
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customer eXPectations are rising
The consultants have already put this approach successfully into practice with Porsche aG and its suppliers, and in turn these companies
have done the same with their suppliers. But this concept is also used
outside the automotive industry, which has assumed a leading position in matters of quality—it can be found, for example, in aviation and
aeronautics, in production companies, and in the service industry. as
Piontek sums it up: “This topic is on many companies’ agendas, because
products are becoming more complex and customer expectations are
rising—and not only in the automotive industry.”
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Trust is a precondition for
successful business coaching.
“We go straight to the heart
of the matter,” says furniture
maker Dr. Marc Brunner.
He values the openness and
experience of his business
coach Anette Bartram.

New Generation

The
Son
Also
Rises

The father founded this family-run furniture-making company. Now the next generation is
taking over, and a new age is dawning. This is clear to the employees as well. While numerous
books have been written on how to manage generational change in medium-sized companies,
it’s not the theory that counts but rather the practice. Dr. Marc Brunner is aware of this.
That is why he sought out a business coach, who has been observing him at work. He has
learned a good deal in the process, including about himself.

katharina becker  

Andreas KÖrner
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t would be easy to miss Rheinau-Freistett on a map. A small town
with attractive half-timbered houses, it lies in the Baden region
on the upper Rhine River plains near the border with France,
where a mild climate brings forth good wines. In this pastoral
idyll, a company like Brunner GmbH, with its 400 employees, is
a heavyweight. It makes high-quality tables and chairs for hotel
lobbies, cafeterias, lecture halls, airports, and concert halls,

often designing them specially for individual customers. Founded and
expanded since 1977 by Rolf Brunner, it has now been taken over by the
next generation, led by his eldest son, Dr. Marc Brunner (36). Dr. Brunner
quickly discerned what everyone probably realizes when they step onto

Dr. Marc Brunner is an example of the change in culture from a company

the bridge as captain for the first time: directing an entire crew while

founder to the next generation and a different style of leadership. Business

keeping the vessel on course is a two-pronged endeavor that takes a lot

coach Anette Bartram has observed him frequently at work over a period

of energy plus something like a sixth sense. Brunner himself of course

of months and served as a mirror for his management style. “We’ve laughed

brought the requisite energy. But to refine this additional “sensor,” he

a lot, although it surely hasn’t always been funny for him,” she says.

made the wise decision to bring some support on board. This took the
form of a woman with sharp powers of analysis and tact.
“First-generation family companies are often dominated by the founder
or patriarch,” says Brunner, who joined his parents on the executive
board in 2004. “Our father is someone who makes quick decisions and
gets down to business.” In his opinion, that’s exactly what you want
in the early phase of a company. “If it keeps on growing, however, you

finish the task yourself if it’s not going quite right.” And as Brunner now

can’t have the employees continue to first clear every question with the

knows, “That’s the only way to manage growth.” Such was the case

boss.” Brunner noticed that all the urgent issues of the day were leav-

with the new A-Chair. A connoisseur of design, Brunner put a lot of time

ing him scarcely any time for major strategic matters such as new de-

and passion into this stackable chair with legs in the shape of an “A.”

signs or business fields. Something had to change. “I was familiar with

When a new employee was charged with taking over the already exist-

all of the theory on leadership and self-organization. There probably

ing marketing campaign, Brunner became annoyed if something didn’t

isn’t a manager around who doesn’t have the relevant reference works

go quite as he had envisioned. “That wasn’t fair because there were a

at home,” he notes. “The problem lies in putting theory into practice.

lot of things she couldn’t have known,” he now notes after having real-

It’s incredibly hard to break through your own routines.” And so in 2010,

ized this in a talk with his coach. “So I sat down with this new employee

Brunner decided to engage a sparring partner. Four criteria were crucial

and explained the entire background and my ideas.”

to him in making his selection: the ability to get things done, a focus
on results, experience, and trust.

“As a manager I have to empower others to achieve results,” Brunner
says. “That includes adapting my style to each employee, which could

That’s how Anette Bartram came to the company. A principal at Porsche

mean a lighter touch for some, or very clear instructions, goals, and

Consulting and a business coach, she has been observing the young

supervision for others.” People’s characters do not change, but their

businessman as well as his managers. “I experience first-hand how he

different talents can be put to use in more targeted ways. Management

deals with employees, works through projects, and structures his day,”

has to proceed on an individual basis. In the process, decisions may

she says. “We then discuss these observations and agree on the three

not be dictated but instead have to be left partially or entirely to the re-

most important points that should run measurably better in the future.”

spective employee—that is what Brunner calls a change in culture. “It’s

The boss is under observation. “Ms. Bartram is an indefatigable business

wonderful to see how this enables people to grow,” he says.

coach,” remarks Brunner. “She keeps on reminding me of our agreements until I fulfill them.”

To master the great number of tasks, he also had to learn how to organize his time more efficiently. “Frustration is a foregone conclusion

One of Brunner’s promises was to delegate more: no easy task for a

if you approach each day like a 24-hour race and plan every second of

perfectionist like him. It requires confidence in the abilities of his staff.

it,” says Bartram. Today, Brunner’s schedule contains defined blocks

As Bartram observes, “You can’t give in to the temptation to quickly

of time for different projects, along with priorities and buffer zones.

24

Porsche Consulting – The Magazine

90%

Business Coaching brings 90% of management
personnel closer to their goals.
Only around one-third of the people who attend management seminars actually
put what they learn into practice. By contrast, business coaching is more direct.
Studies show that 90 percent of clients who engage a business coach achieve
their most important goals. These include better leadership, communication,
and decision-making skills, as well as efficient conflict management.

He’s convinced that “if I want to achieve something, I’ve got to set an

“You might very well think that with a business coach at your side, every-

example for others. Change starts with me, and never stops.” The next

thing will go well,” says Brunner. But it’s far easier to achieve results with

item on the operational level, for example, will be to tackle the pile of

an external coach whom you trust and who doesn’t water down her

periodicals in his office, where catalogues and design magazines have

observations. “We go straight to the heart of the matter,” he then re-

been accumulating. The pile grows larger every week. “It irritates me

marks. He does have to be ready for analysis and open to criticism, “but

and gives me a bad conscience that I haven’t gone through it,” he admits.

she always manages to package it well,” he says with a wink. “We’ve

Bartram and Brunner discuss various options. Reading the magazines

laughed a lot, although it surely hasn’t always been funny for him,” re-

when traveling? Too much to carry around. Plowing through them on

marks Bartram.

weekends? Out of the question for a new father. Commissioning someone else to read them? At most, that would kick the problem down the

In describing her work to develop leadership personnel and manage

road. Ever larger piles bind time and energy to no good purpose. Bar-

change, Bartram says that she starts by setting the course and pace

tram notes that often only a radical step can help: throwing everything

and pulling her client along behind. Then the two of them walk abreast

into the trash and starting over with a set routine—disposing of some

for a while, like one might on a hike. “Then I fall back, give advice or

immediately, passing on others to employees, and reading selected

corrections from offstage, and confirm his course. At some point he’ll

ones yourself. So that no more piles build up.

turn around and I’ll just wave at him from afar.”

f
25

Porsche Consulting – The Magazine

Study: New Chain for aviation

Growth
without
growing
The aviation industry is booming, but the high number of orders
is exposing the limits of the existing supply chain.
A new, partner-based type of cooperation is the only way to achieve
the requisite level of performance.

   Andreas Spaeth
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he year 2013 impressively demonstrated that aviation is a growth industry, despite whatever headwinds are blowing in the economy. A record number of orders were placed with
Boeing and Airbus, higher than in any previous year. together the two manufacturers received
orders for around 2,450 aircraft in 2013, although this is more than twice the number of jets
they delivered that year. this discrepancy—which is typical for the industry—is leading

to an ever greater order backlog. Airbus and Boeing alone have accumulated more than 10,000 open
orders. At the same time, the global volume of air traffic continues to rise, and the two manufacturers
anticipate demand for around 30,000 new jets with 100+ seats by the year 2030.
this positive economic trajectory is posing an ever greater problem for the industry, namely, that of
delivering these orders on time. even now, only 80 percent of orders are delivered to customers by the
dates specified in the contracts, and for new product ranges the delays may be measured in years. the
industry is clearly not equal to the changes in demand. “the performance level of the entire supply chain
needs to rise considerably,” observes eberhard Weiblen, Chairman of the executive Board of porsche
Consulting. “the automobile industry can serve as a positive example here.”
to examine the situation in greater detail, porsche Consulting launched an industry-wide survey of top
managers at production, supplier, and logistics companies in the civil aviation industry. the results
showed that in order to become more efficient, all of the partners in the supply chain must rethink their
approach and employ comprehensive, universal planning. “An insufficient degree of industrial depth
along the entire supply chain is preventing monthly production rates from rising,” says Joachim Kirsch,

>

partner and expert for the aerospace industry at porsche Consulting. this does not mean setting

Fleet in ﬂight
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Diagram: Porsche Consulting
Source: Boeing Current Market Outlook (2013);
Airbus Global Market Forecast (2013)

(54%)
additional jets needed

there are currently around 16,000 jets worldwide with 100+ seats. manufacturers expect that around
11,000 of them will have to be replaced by the year 2030, in addition to a need for about 19,000 new ones.

27

porsche Consulting – the MAGAZIne

in-ServiCe

produCtion

manufacturers

airlines

logistics
service
providers

S Se nGe rS
a
p

Suppliers

CarGo

airports

maintenance
ﬁrms (MRO)

the “new Chain” approach focuses on the partners in the aviation industry not in isolation but rather with respect
to their synergy eﬀects. If all the partners on the production and in-service side worked in a more transparent, foresighted,
and professional manner, on-time delivery could be increased to over 95 percent. this is the result of a study
by porsche Consulting that surveyed manufacturers, logistics service providers, and suppliers.
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up additional production capacities, but rather making better use of existing ones. The survey revealed
that in some cases, as much as 60 percent of capacity could be freed up by means such as improving
scheduling and production processes.
“Growth without growing” is the key formula here. With its “New Chain for Aviation,” Porsche Consulting
has developed an approach that enables the industry’s performance and profitability to be improved.
According to the study, this approach can raise the on-time delivery (OTD) quota to over 95 percent
and generate an average productivity potential of 20 percent. That corresponds to savings of currently
$1.6 billion every year. Similar developments can be expected for backlogs in the worldwide supply
chain. For the top 100 suppliers, for example, these could be reduced by more than 20 percent. That
corresponds to $36 billion a year.
To make use of this potential, the individual partners in the supply chain need to build on three factors,
namely, the three that have had an impressive effect on the automobile industry for years: transparency, quality planning, and professionalism. Greater transparency among partners with regard to
processes, dependencies, and available capacities creates a better understanding of the supply chain’s
performance level. 67 percent of the companies surveyed are using a large variety of communications
media, for example, which leads to considerably higher internal costs. As for quality planning , that
means improving the agreement between planned and actual states in order to show
actual performance levels and make this necessary information available to all partners.
77 percent of the companies surveyed have insufficient knowledge of their customers’
needs and therefore build up costly inventories. “The only way to harmonize the entire
supply chain is to communicate needs frequently,” says Kirsch. In addition, greater
professionalism is needed in day-to-day operations. This requires redefining the
partners’ roles and then acting upon them.
Aircraft manufacturers will play a crucial part here, as they both set the tone and assume
an integrative function in their responsibility for planning the entire supply chain. They
provide meticulous and completely transparent planning for product innovations, reloca-

95 %
on-time delivery

tions, and “make-or-buy” activities, for example. At the same time, first-tier suppliers will
assume a more important role. They will take on considerably greater systemic responsibility and will become the link between manufacturers and the supply network. But they will also serve
as a driving force for innovation in the future. Logistics providers will become a greater force behind
optimizing the logistics of the worldwide supply chain, with the aim of achieving the shortest possible
response and delivery times. Shifts in shares of the value-added chain will also give them the chance
to account for more value-added content and ease the load on other partners. Kirsch is convinced that
“the key to profitable growth in the aviation industry lies in a partner-based form of cooperation.” After
all, “The best product innovations are not of any use if they cannot be delivered.”

f
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How Hospitals are Forging a Path to Cost Effectiveness

Keeping Hospital
Doors Open
To the Future
The tense situation in many German hospitals and clinics has long since become chronic:
debts rather than profits, administrative shortcomings rather than further development of facilities and
services as needed. In extreme cases, closure is just around the corner. Those most affected are public
and non-profit hospitals. For them, the realignment process—which is so urgently necessary—poses
a particularly difficult challenge. But there are realistic ways to get out of the red.

Hendrik Krusch

G

ermany’s hospital barometer for 2013 painted a gloomy pic-

vary widely. New structures are needed, for example, if hospitals band

ture: one out of two clinics was in the red. The year before

together to form a hospital network. This was the reason that Regio-

it had been around one out of three. “This means we’ve hit

nale Kliniken Holding RKH GmbH in Ludwigsburg (Baden-Württemberg)

rock bottom—it’s a dramatic deterioration in comparison

sought to reorganize its administrative areas. Where does centraliza-

with the previous year,” says Alfred Dänzer, president of

tion make sense? Where is it not a good idea? Can administrative tasks

the German Hospital Association [Deutsche Krankenhausgesellschaft].

be outsourced? Where and how can processes be automated? In a proj-

Of the approximately 1,000 hospitals now operating at a loss, it is esti-

ect that ran for a mere seven weeks, Porsche Consulting assisted RKH

mated that 300 of them will have to close because they are not essential

in identifying measures that would increase its earnings before inter-

for providing comprehensive health care services. The remaining 700

est and taxes (EBIT). The result: cost reductions of 15 percent in just

are in urgent need of reorganization: “These hospitals must become

a few years. As CEO Professor Jörg Martin sums it up: “Porsche Con-

capable of meeting ever increasing quality demands for inpatient care.

sulting not only handed us a strategy, they also specified the potential

And greater financial resources are needed if they are to succeed in this

and coordinated effective dates and processes with one another and

aim.” Professor Bert Rürup, former “economy sage” and government ad-

with staff. Their consultation services are realistic, practice-oriented,

visor to the Sachverständigenkommission, an independent commission

and tangible.”

of experts, has long advocated: “The system has to be reinvented. Hospitals need to specialize and stop offering a complete range of services.”

Numerous ailments lead to a diagnosis
Since 2004 Porsche Consulting has advised health care providers— as

The problems faced by hospitals may closely resemble one another, but

well as companies in the pharmaceutical and medical technology sec-

not the problem-solving approaches, because individual requirements

tors, wholesale pharmacies, and associations— throughout Europe.

p
31

Step 1

Creating transparency

internal (Optimize™ and Compare™) and external focuses (Growth™).

Using Optimize™ to analyze internal Performance

Operational excellence in hospitals

Porsche Consulting GmbH – Porschestrasse 1 – 74321 Bietigheim-Bissingen – Germany – Telephone: +49-711-911-12111 – E-mail: contact@porsche-consulting.com – Website: www.porsche-consulting.com

Three tools are used to create a complete overview of hospital performance. They sharpen both

Example: Profit margin per hospital [€]
■	Data

records in accordance with
Section 21 of KHEntgG
■ Balance sheet, profit and loss account
■ Personnel figures
■	Reference values from the Institute for
the Hospital Remuneration System (InEK)
■ Porsche benchmark data

2 mill.

1 mill.
–1 mill.

– 2 mill.

TRS*

iM*

GS*

gyn*

€  430

€  415

€  450

€  490

Personnel costs per case
* TRS = Trauma surgery, IM = Internal medicine, GS = General surgery, GYN = Gynecology

Using Compare™ to check the efficiency of internal processes
Example: Operating-room net capacity per operating room [%]
Target value
■	Process

■

values such as periods
of operating-room use
Porsche benchmark data
62

55

47

42

oR 1

oR 2

oR 3

oR 4

12

16

22

40

Operating room: non-use days per year

Growth™ gives transparency to future market development
Example: Case number development through 2030 [%]
■	Catchment

area statistics
from the Federal Statistical Office
of Germany
Geography and nearby hospitals

25%

■	Data

■

25%

District C

District B

17%

District E

24%

District D

28%

District A

22%

District F

Step 2

Optimization

Based on the results in Step 1, a selection is made from the following hospital optimization processes:
strategy development, reorganization, and/or process optimization.

Charting a clear course to the future by means of Strategy Development
Example: Strategy development methodology

1 > 2 > 3 > 4

■	Using

proven Porsche methodology to define
the strategy
■	Including hospital executive board/management
in management workshops

Vision
and
mission

Strategic
objectives

Core
competencies

Measures

Service portfolio
Finances
Patients
Employees

Implementing cost and profit potential
as part of the Reorganization process
Example: Overall potential affecting the basic cost [€]
■	Deciding

on actions to take for implementation of
short-/medium-term cost and profit potential (including
insourcing/outsourcing in administrative areas)
■	Defining “guard rails” with the executive board/
management
■ Itemization with department heads

1 mill.

2 mill.

4 mill.

6 mill.

2014

2015

2016

2017

– 2%

0%

3%

6%

EBITDA margin

Using Process Optimization to increase operational performance
Example: 20 Porsche best-practice modules
Operating-room
optimization

Admission/discharge
management

Emergency room
optimization

Occupancy
management

Functional division
organization

Workforce
planning

Streamlining
documentation

Indicator system
structure

etc.

Step 3

Implementation and establishment

Porsche
Consulting

Change management is essential for implementing the strategies and measures

METHODS

agreed upon in Step 2. Porsche Consulting supports long-term efficiency
via training and education as well as by institutionalizing operational excellence
and monitoring goals.

Independent optimization via Training and Education
Leadership development
medical and administrative
trainers in operational excellence
(content and skills)
■	Introducing change management
and supporting implementation
■ On-the-job training
■

Jörg Eberl

■	Instructing

Using Track™ for measurement and acceleration
Example: Management summary rollout
No.	Sub-project	Status
■

Project profiles with
– Potential
– Responsibilities
–	Target dates
– Individual measures

1	Centralizing gynecology department
2

Outsourcing laundry services

3

Optimization of neurology department

Establishing operational excellence via Institutionalization
Example: Organization of operational excellence
■	Setting

up an in-house department
for consistent implementation
of operational excellence
■	Setting up the hospital’s own academy
■	Support along the path to independent,
continuous improvement

Executive board/management

GS*

iM*

q*

Fico*

Internal project team, including an academy

* GS = General surgery, IM = Internal medicine, Q = Quality, FICO = Finances and controlling
© Porsche Consulting

Operational excellence in hospitals
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The consultants are impartial observers, looking at the hospital as

the secondary sector of support services, and the tertiary sector of

a whole. “We have already advised more than 70 hospitals with re-

administration. But how does that work in practice?

gard to strategic as well as operational issues,” says Dr. Roman Hipp,
Principal at Porsche Consulting, referring to the company’s wealth

One example of process optimization in the primary medical sector

of experience. There are many reasons why Porsche Consulting is

can be found at the Klinik für Neurologie und Neurologische Inten-

called upon, including loss-making operations or the need for strate-

sivmedizin, Sächsisches Krankenhaus Arnsdorf, a neurology clinic

gic redirection, or also limited resources in the face of an increasing

and intensive care facility at a hospital in Arnsdorf in Saxony. Here,

number of patients.

workforce planning was examined to determine the efficiency of the
department. It took very little time to optimize case/discharge man-

The goal: holistic optimization

agement and to adopt a centralized patient admission process, as

The Porsche consultants have three tools on tap when they diag-

well as management of durations of stay. The potential added up to

nose those areas of a hospital in need of optimization: Optimize™,

500,000 euros, with a welcome side effect: shorter waits meant

Compare™, and Growth™. In three phases (see the section on meth-

happier patients. Professor Tobias Back, neurologist and head phy-

ods), the strategic and tactical approach is determined. These instru-

sician at the Sächsisches Krankenhaus Arnsdorf, takes stock: “We

ments help provide an overview of the overall level of performance

particularly appreciated the fact that Porsche Consulting didn’t of-

throughout the hospital.

fer advice in opposition to our staff, but rather worked together with
them.” The low-key mediation between the management team and

The Optimize™ instrument is used to gauge internal performance.

the medical departments as well as the resulting objectivity meant

Standardized hospital data records (including information in accor-

that solutions could be implemented with ease.

dance with Section 21 of KHEntgG [Hospital Remuneration Act] concerning remuneration for inpatient and outpatient follow-up services),

Other hospital projects presented the consultants with different is-

key figures from the profit and loss statement, and balance sheet

sues to be resolved: what potential could be realized by strategically

figures are all included in the assessment. It sheds light on fields of

realigning the clinics? Could efficiency be optimized by increasing

action and quickly and easily identifies overarching starting points

the occupancy rate? What other actions could be taken to achieve

on the road to holistic optimization. Individual benchmarks from the

a balanced operating result? In this situation, hospitals benefit from

Porsche database and reference values from the Institut für das

the consultants’ broad wealth of experience—including experience

Entgeltsystem im Krankenhaus (InEK) [ Institute for the Hospital Re-

gleaned from industries beyond the health care sector. Over the past

muneration System] as well as Porsche Consulting experience are

years, more than 20 Porsche best-practice modules have been de-

used to assign monetary potential to the identified starting points.

signed specifically for hospital optimization. These modules are then
applied to typical spheres of activity such as operating-room optimi-

Compare™ demonstrates the actual fitness of a hospital’s processes.

zation or admission/discharge/bed management. As Dr. Hipp notes,

Procedures and processes are analyzed on site. Data (e.g. operating-

“This ensures efficient project execution while at the same time en-

room shift times) and a comparison with the best possible results

abling every facility in the sector to benefit from these benchmarks.”

make the potential transparent. This transparency also makes it possible to better coordinate those processes at the interfaces between

But how can change processes be implemented over the long term

departments.

in hospital operations? The Inselspital, the University Hospital of Bern
(Switzerland), is a model of the sustainability of Porsche methods.

Growth™ is used to determine what opportunities hospitals have at

These days, an independent team is in charge of process optimiza-

their disposal in competition with other hospitals. By means of the

tion: “Now that we’ve implemented leaner processes in our day-to-

data records collected from a hospital, the competitive situation,

day operations and are specifically using our employees’ expertise,

and data from the Federal Statistical Office of Germany, an individual

we are considerably closer to our hospital’s aim of operational excel-

market strategy for a hospital or hospital network can be defined.

lence,” says Ulrich von Allmen, Director of Care/MTT at Inselspital,

Is the issue one of growth or of consolidation? “In the process, we

speaking on behalf of management.

take a close look at individual hospitals,” Dr. Hipp explains. A market
strategy based on objective market data can then be drawn up for

The measurable successes in the more than 70 different projects

the hospital. This takes into consideration such factors as market de-

are significant: if overall housekeeping costs fall by 15 percent, the

velopments through 2030 up to the level of diagnosis-related groups

purchasing department saves 7 percent, the length of patient stays

(DRGs), anticipated future bed capacity requirements, and necessary

falls by 20 percent, operating-room capacity increases by 25 percent,

resources such as operating-room capacities.

the number of outpatient cases rises by 12 percent, and patient satisfaction increases by 18 percent, then the hospital itself is well on

Choosing the right therapy

the road to recovery—which is all the better for its patients.

f

As Dr. Hipp explains, the top priority is to take action where it is
needed (effectiveness) and to take the right action (efficiency). The
entire hospital takes center stage: the primary sector of medical care,
35

Italy: How a supplier mastered
the tough wind power business

Fresh
Breeze
While companies in the solar power sector are struggling to survive,
prospects are looking bright for producers of wind turbines. Planning and
construction projects are underway for new wind parks both on land
and off coastlines. This development is of particular benefit to specialized
companies. A leader on the market for gearboxes (photo), Bonfiglioli is known
for its precision work and customized solutions.

katharina becker  
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ind power has been used for

“We have made enormous technical progress in our

millennia to sail the seas, grind

use of wind power,” says Fausto Carboni, general

grain, spin cotton, saw wood, and

manager in charge of the mobile drive and wind

drain swamps. During the Indus-

power business at Italian specialist Bonfiglioli.

trial Age, however, oil-, coal-, and

Today’s wind turbines, which stand as high as the

gas-fired facilities became the dominant sources of

Cologne Cathedral with blade spans longer than a

electricity, while wind-powered methods fell dormant.

football field, have little in common with windmills of

But when the oil crisis hit in the 1970s, people

the past. “The only reason wind power is considered

realized that unlike fossil fuels, wind power would

less competitive than nuclear power these days is

never be depleted and so they turned back to this

because the follow-up costs for producing nuclear

type of energy technology with renewed interest.

energy are left out of the equation,” says Carboni. p
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A wind turbine on land provides power
to more than 1,200 households a year,
and saves a good 3,000 tons of CO2.

Modern wind turbines stand as high as the Cologne Cathedral and have blade spans longer
than a football field. The tools for broaching have dimensions to match.

A specialist for everything that goes up, down,

while at the same time more environmentally

and revolves, company founder Clementino

friendly. Carboni is very proud of this, noting

Engineers at the main factory in the north-

Bonfiglioli realized 30 years ago that his

that “we’re the only ones to offer them.”

ern Italian city of Forlì have developed com-

family’s experience in developing customized

draw on our existing product range as well.”

pact, easy-to-install drive systems that con-

gearboxes and drive systems for conveyor

In 2002, this niche in the market became a

systems, chair lifts, cranes, elevators, and

core business for the company. The first cus-

to the wind. In addition, they’ve combined the

winches could be applied to wind power sys-

tomer was the Danish company Vestas, long

system with an inverter that feeds the power

tems as well. “We already had the planetary

the world’s number one wind turbine maker.

right into the grid.

gears needed for that,” says Carboni. Small

Today, Bonfiglioli supplies nearly all the major

trol the gondolas and align the rotor blades

versions of these gears are used in shift mech-

makers—from Siemens to Gamesa, Senvion

One out of every four wind turbines these days

anisms on bicycle hubs, and larger versions in

and Nordex. “The manufacturers don’t want

has a gearbox from Bonfiglioli, making the Ital-

the drive systems of buses and trucks. They

just a supplier; they also want a technology

ian company the undisputed leader in the industry. True, pessimistic reports keep emerg-

regulate the transmission of engine power into

partner,” reports Carboni. “Of course, we al-

slower or faster speeds. Bonfiglioli has com-

ways ask our customers what each individual

ing from the energy sector about wind parks

bined its gearboxes with electric motors, cre-

project has to accomplish. Then we develop

struggling with technical problems caused by

ating drive systems that are more efficient

customized solutions, although clearly we can

rough seas or by not being connected to the
grid at the right time, about environmentalists
demonstrating against the construction of new
wind parks, or politicians calling for subsidies to
be discontinued. For Bonfiglioli, however, this is
no reason to doubt the upswing in the industry.
In Germany, for example, the threat of lower
subsidies for wind energy has triggered frenzied activity in the industry. In an effort to take
advantage of the old subsidies, more wind turbines have been set up recently than at any
time since the boom year of 2002. After China
and the USA, Germany is the world’s third-largest producer of wind power, and the country
has had wind turbines for 25 years now. In

What cannot be measured, cannot be improved. Together with Porsche Consulting,

particular, Bonfiglioli is setting its sights on

Bonfiglioli introduced production indices in 2012. Monitors show real-time

the lucrative renewal business, which consists

performance data for every system.

of providing existing systems with larger rotor
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Like managers everywhere, Bonfiglioli’s Fausto Carboni (left) and Marco Cesari are proud of their products. But they aren’t about
to sit back and relax. They want world-class processes in the wind power sector too.

blades and more powerful drive systems. This

in this sector. “Business in North America is

the latest, the first Bonfiglioli gearboxes will

raises energy yields at a fraction of the cost

strongly dependent on subsidies,” says Carboni.

roll from domestic production lines.

of building new turbines.

But there’s clear sailing now that the federal
government in Washington has set the target

And what about China? Given the growing need

Ever more wind power systems are being built

of raising the share of electricity acquired

for energy along with alarming levels of air

throughout Europe. Spain’s first offshore wind

from wind power from three to twenty percent

pollution, the government in Beijing now re-

park off the coast of Gran Canaria joined the

by 2030, and is promoting this aim by provid-

quires half of all newly developed energy ca-

grid in late 2013, and is expected to meet

ing tax breaks to the industry.

the energy needs of around 7,500 households.
Turkey is planning new parks to power 250,000

pacities to come from renewable sources. This
sounds like very promising business prospects.

Following the nuclear disaster in Fukushima,

But Carboni is skeptical. “China is the world’s

households. In mid-2013, the United Kingdom

Brazil has turned away from nuclear energy

largest market for wind power, but the entire

strengthened its leadership in the European

and toward wind power as well. Over the past

market is in Chinese hands and most of it is

offshore market by opening the world’s larg-

two years, the largest country in Latin America

controlled by the government,” he says.

est wind park, which will serve half a million

has tripled its wind power capacity. Because

households. Even the French—traditional ad-

trade winds are turning wind power into an

So Bonfiglioli is initially focusing its atten-

vocates of nuclear power—are pushing ahead

economical source of energy, it looks like the

tion in Asia on India and Vietnam. But the Ital-

with an expansion of wind power.

boom will continue. With one minor disadvan-

ian company is always ready for new ventures.

tage for Bonfiglioli, however. The Brazilian gov-

And to ride the winds.

In the USA, uncertainty over government sub-

ernment requires that producers generate the

sidies in recent years had led to stagnation

majority of their energy locally. So by 2015 at

f
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Wi n d s o f C h a n g e

If it weren’t for Bonfiglioli, a lot of wind turbines and heavy-duty excavators would not be running.
This Italian company is the leading producer of gearboxes and electric motors on the market.
In order to keep expanding its position, it works consistently on achieving operational excellence.

At its main site in the northern Italian city of Forlì,

The consultants started the transformation pro-

Bonfiglioli produces a total of 210,000 high-

cess by examining production processes to

precision track drive and wheel drive planetary

determine where costs might be saved. How and

gearboxes for heavy-duty construction vehicles

where were personnel, materials, space, and time

every year, as well as swing drive planetary

being wasted, and how much was this costing

gearboxes for enormous wind turbines. “We’re

Bonfiglioli on an annual basis? The results were

extremely proud of these products,” says Marco

used to draw up a cost deployment plan that

Cesari, who directs the company’s operations in

would extend over a period of one to three years

this sector. “But we also know that we can’t rest

with short- and long-term aims. “In order to con-

on past achievements if we want to consolidate

vince everyone of the merits of change, you need

and further expand our position on the market.”

lighthouse projects with rapid results,” notes
Busoni. So Bonfiglioli and Porsche

When Cesari joined Bonfiglioli in
2009, he realized that although sales
were rising, profits were noticeably
declining. “We had to rethink the
situation and change our strategy,”
he recalls. But it wasn’t quite that
simple. “Everyone was talking about
change, but what they all meant
was that the other departments were

“We had to
rethink the
situation
and change
our
strategy.”

supposed to change,” he says with

Marco Cesari

a smile. Cesari turned to Porsche

Consulting started by taking individual pilot production lines and optimizing their logistics, machine availability,
and quality systems in order to prevent
the waste they had previously identified. Management and staff were so
quickly excited by these improvements
that they themselves took the lead in
rolling out the strategy at all the other
plants worldw ide. These new lean
production processes have led to

Consulting for support. He had carefully stud-

a 43-percent increase in production, 40-percent

ied the crisis that Porsche went through in the

faster set-up times, and a 15-percent increase in

early 1990s and how the company emerged from

machine efficiency.

it. “Just like for Porsche, our solution could not
consist solely of increasing sales. Instead, we had
to focus on our core products and streamline our
product range,” he observes.

The transformation process then focused on
planning and procurement . As Cesari recalls,
“In 2009 we had inventory levels worth 95 million euros. But sometimes we still couldn’t deliver

Together with Porsche consultants from Italy,

a gearbox because we were missing a bolt.“ As

Bonfiglioli devised a strategy to transform the

Busoni then explains, “Using Porsche as an exam-

company. According to Giulio Busoni, Princi-

ple, we set up a customer-to-customer process.

pal at the Porsche Consulting subsidiary in Italy,

This control system integrates the demand for sales

“The aim was to have Bonfiglioli achieve excel-

with production and our suppliers. That provides

lence in all operational areas along the supply

a greater degree of certainty in planning, and sta-

chain. And to do this from the inside out, which

bilizes the budgeting processes. At the same time,

means starting with production, then moving

it reduces inventory levels and the amount of capi-

to planning and procurement, and then on to

tal in circulation.” This in turn led to prompt and

development and sales.” So all of the products
and processes that Bonfiglioli had previously

noticeable improvements in production as well.
“Production processes ran more smoothly, and

considered perfect were subjected to rigorous

there were fewer frantic calls to suppliers to send

analysis.

a missing part,” says Cesari.

Porsche
Consulting

METHODS

SUPPLIERS

CUSTOMERS

* Product engineering process

For the development department, Bonfiglioli

For the Sales department, operational excellence

and Porsche Consulting not only set up a lean

is based on a newly defined process plus improved

product engineering process (PEP), but also care-

planning and networking with production. A new

fully examined the existing product architecture

measurement instrument known as the “sales dash

and range. At first, this alarmed both development

board” shows developments in demand as well as

and sales personnel. “Salespeople are not at all

the associated utilization of production capacities. It

happy on hearing the word ‘standardization’,”

also shows which customers are ordering how much,

says Cesari with a grin. But as Busoni adds, “You

and whether individual products are covering their

can’t earn money with every single different type

costs. This instrument makes it easier to monitor all

of product—which is what our analysis at Bon

the orders, and also simplifies reporting and com

figlioli showed, too.” The company was also fac-

munications between headquarters and field offices.

ing increasing competition over prices. On seeing
that equally good results could be achieved with

Cesari’s goal is for “our division to set an example

a smaller number of different parts, Bonfiglioli’s

for the company.” After all, his division accounts for

engineers rethought their approach. And the sales

the largest share of sales at Bonfiglioli, followed by

specialists were also reassured. “Our products con

the industrial gearbox and photovoltaic sector. The

tinue to be tailor-made for the needs of our cus-

transformation that Cesari’s division has undergone

tomers, even though they are now composed of

is being successively rolled out every other division

standardized parts,” says Cesari. This has enabled

and plant. This will enable Bonfiglioli to be proud

production costs to be reduced by an impressive

not only of its products, but also of its organization

1.1 million euros a year.

and every single one of its underlying processes.
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Wintersteiger
RACKS UP RESULTS
Success on fields and slopes
Andreas Weiher
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T

here was nothing spectacular about

a reas it is a global market leader: Seedmech

how it started back in 1953. In the

(seeding and harvesting machines), Woodtech

or a clear production structure. But with very
high inventory levels and outmoded production

Austrian town of Obernberg, Fritz

(thin-cutting machines), and Sports (ski service

systems.” The support divisions were also in-

Walter and Johann Wintersteiger’s

machines—see pages 44 – 45).

sufficiently prepared for the rise in complexity
and changing market demands. So it was only

first sales were for a simple plot

seeder and a laboratory thresher for seed

Wintersteiger could have been satisfied with

a matter of time before a process of rethink-

cultivators. Sixty years later, Wintersteiger AG

this successful trajectory. But at a certain point,

ing set in on how to make the company fit for

can look back on a unique story of success.

rapid growth and the associated rise in product

the future. Since 2009 Porsche Consulting has

The company, which has since moved to the

complexity in its different business areas be-

been supporting the Wintersteiger Group on its

town of Ried im Innkreis, is now a highly diversi-

gan to present obstacles. “Wintersteiger was

path to operational excellence.

fied operation with 810 employees and 18 sites

a typical machine manufacturer,” says Reiner

worldwide, sales in 130 countries, and seven

Thalacker, the company’s CEO. “We worked

The approach at Wintersteiger is based on

different business areas. In three of these

on whatever was needed—without processes

optimizing structures by means of lean

p
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management. The initial focus was on production and logistics. The company’s own production system was developed, and its logistics
were optimized. Eight warehouse sites were
consolidated into one logistics center with a
takt-based connection to the production plant.
A new factory layout has improved material
flow and laid the groundwork for switching
from workshop to linear production in the assembly area. Different types of machines are

E

ver more saturated markets pose challenges
that grow or change just like those for completely
new markets. A very high degree of flexibility is
needed to respond to them. While it used to be
the case that every skier had his or her own pair of

skis, the ski rental sector is now showing enormous growth.

“People come to a ski resort, rent the latest ski or snow-

now being assembled using just-in-time lines

board model, and expect it to be in perfect condition,” says

on a model-mix basis. Some 95 percent of

Harald Holzner, Product Manager for Wintersteiger’s Sports

components are transported by efficient lo-

business unit. Sometimes small things make all the dif-

gistics trains instead of by forklift trucks, and

ference in whether this goes smoothly. Modern servicing

component supply to the production line is

machines, for example, can have trouble handling trendy

done largely independently by suppliers. “To-

3D surfaces. These surfaces are excellent at concealing

day’s production doesn’t look anything like it

scratches, which is good if you’re renting out skis—to cus-

did in 2009,” observes Thalacker. “We now

tomers the skis look like they’re new. But it’s hard for fully

have brightly lit, efficient work stations and

automated tuning machines to service these skis. “We find

clear processes.” This in turn means shorter

ourselves in response mode all the time, and we constantly

throughput times and dramatically lower in-

have to find solutions right away for the new ideas in the

ventory levels.

industry and the technical requirements that result,” says
Holzner.

Effectiveness and efficiency have also been
increased in development—by means of lean

People used to tune their own skis a few times a season, but

product development and order management

rental companies have to do it every few days. This is a task

processes. New developments and customer-

that can only be handled by high-performance systems that

specific orders are handled as projects these

have been specially configured for individual customers and

days. Cross-functional teams work together

ski regions, and can handle as many as 70 pairs of skis an

on technical solutions. New designs are com-

hour. “A typical Wintersteiger customer tunes 2,000 to 4,000

prehensively evaluated before being launched

pairs of skis a season. We’ve got one customer in Switzerland

on the market, by testing them at customer

who’s up to around 50,000 pairs,” reports Holzner.

sites, for example. This results in a far higher
level of product maturity, less time spent on

The changing demands of existing markets are not the only

reworking, and a degree of perfection that dra-

challenge facing Wintersteiger. New ski resorts are currently

matically reduces the number of changes done

being developed in Central and Eastern Europe. The Czech

under warranty. In the first year after it was

Republic has led the way here, followed by Poland. Winterstei-

introduced, quality costs for the Mercury ski-

ger already has a subsidiary in Russia. Until recently these

tuning machine were substantially lower than

regions were happy to purchase outdated, used equipment.

those for its predecessor model Discovery.

Ski-tuning machines are still completely functional after 20

Moreover, the new development system en-

or 25 years. But the larger a ski resort gets, the more ur-

ables a higher number of variants to be made

gent its need for fully automated systems. “We have to be

for customers at comparable costs. “A mod-

able to respond to these changes at any time with the help

ular system is what gives us this flexibility,”

of our wide range of products,” says CEO Reiner Thalacker.

explains Harald Holzner, Product Manager for

Flexible solutions are needed to handle these new markets.

Wintersteiger’s Sports business unit.

And Wintersteiger has found them. “Lean management has
been a big help to us here as well.”

The sales department was also restructured,
tion as such but also on the entire company.
Scrutiny extended to the far reaches of the
holding structure with questions such as how
the entire group with all of its business lines,
brands, and different product families
44

p

jörg Eberl

with a focus not only on the sales organiza-
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THEY’RE CALLED DISCOVERY, MERCURY, and RACE NC.
Their mission: to make skiers even faster!

ICE-COLD
BUSINESS
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“WITHOUT SUPPORT AND MOTIVATIONAL
ASSISTANCE FROM LEADERSHIP PERSONNEL,
YOU CAN’T EVEN LAUNCH AN INITIATIVE
LIKE LEAN MANAGEMENT.”

Reiner Thalacker, CEO,
Wintersteiger AG

could be restructured. Or how the sales rep-

assembly. As one example, the value-added

resentatives could spend more time with cus-

share of a pilot component rose by 100 per-

that makes leveling machines. Wintersteiger
itself introduced a lean order management pro-

tomers. All of the sales roles were redesigned

cent and inventory levels decreased by 60 per-

cess, a lean production system, and new fac-

and a new potential-oriented sales schedul-

cent. As Thalacker observes, “Although we did

tory planning. As Thalacker sums it up, “Lean

ing system was installed. Employees are sup-

not generate enormous growth on the market

management helped us get the Kohler com-

ported by an extensive manual on all sales pro-

side in 2013, we’ve been showing a strong

pany back on its feet.”

cesses, as well as by improved SAP routines

increase on the result side. That’s where you

and an optimized worldwide sales organization.

see successes—thanks to a structured ap-

f

Information about the robustness of customer

proach to work, and thanks to planning and

and market data is now more transparent, and

scheduling that allow me to focus on priorities

preparation for sales calls is more efficient

and that give me production capacities that I

thanks to “one-click” customer data sheets.

can put to the best possible use.”

Wintersteiger AG

direction,” says Thalacker, adding that “it pre-

To counter any skepticism on the part of em-

The Wintersteiger AG Group includes the

pared the ground for further healthy growth.”

ployees in the face of all these change pro-

following business areas: Sports (ski service),

“That was absolutely the right step in the right

cesses, Wintersteiger placed a premium on

Bootdoc (high technology shoe inlays),

The sequence of improvements came full circle

consistent, precise communications with the

Drytech (drying solutions for work clothing),

with the restructuring of planning and schedul-

participation of the works council. “Without

Seedmech (field research equipment),

ing. “Production is most cost effective when

support and motivational assistance from lead-

Woodtech (thin-cutting solutions), and Banso

it proceeds at an even pace,” says CEO Thal-

ership personnel, you can’t even launch an ini-

(band saws for wood and food). Wintersteiger

acker. “As soon as I have to adjust it upwards

tiative like lean management,” says Thalacker.

is a world leader on the market in the Sports,

or downwards, it gets expensive. This is where

From the start, employees from the affected

Seedmech, and Woodtech areas. Its latest

money is won or lost.” Clear rules now govern

areas were included in developing ideas and

acquisition is Kohler Maschinenbau GmbH,

the “green zone” and the “frozen zone,” i.e.

methods. Informational fairs and departmen-

a long-established German company

when changes to the production process can

tal events supplemented the regular flow of

founded in 1963. Kohler, which has built

be made and when they cannot because the

information. A key factor in the success of all

6,000 leveling machines thus far, has the

state is “frozen.” The tasks and responsibilities

these changes was Porsche Consulting’s ap-

most experience worldwide in leveling
systems and coil handling.

involved in both work preparation and sales

proach of helping the company to help itself.

scheduling have been clearly assigned. Index

After about a year, Wintersteiger AG was able

boards make things much more transparent

to guide most of the improvements on its own,

if rules are broken, which in turn ensures that

using set methods. This was clear when it ac-

sequences are more stable for production and

quired financially troubled Kohler, a company
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Experts
in Good
Taste
Professional chefs around the world are attracted
by the expertise and perfect service provided by Rational,
a Germany-based maker of cooking appliances.

Sarah Kaiser  

C

Jörg Eberl

hefs at the Parliament in Beijing, the White House, Buck-

best appliances, you need more than continuous improvement—you’ve

ingham Palace, and Munich’s Pschorr-Bräurosl pavilion

got to keep coming up with inventions,” says CEO Dr. Günter Blaschke.

of Oktoberfest fame all rely on the same key ingredi-

In 1976 Rational’s combi-steamer launched a minor revolution—com-

ent to prepare their dishes: kitchen appliances from

parable to the switch from typewriters to personal computers. For the

Rational AG. Based in the Bavarian town of Landsberg

first time, a single kitchen appliance could be used not only as a con-

am Lech, about 60 kilometers from Munich, this com-

vection oven but also as a steamer or super-steamer, which meant it

pany has 54 percent of the market. Around the globe, some 120 million

could cook vegetables and potatoes quickly and gently while at the

meals a day are made with its appliances.

same time roasting or braising meat. The company’s latest invention,

Rational leaves nothing to chance in its intelligent products. Year after

space to replace as many as half of all conventional appliances such

the SelfCookingCenter whitefficiency, takes up only a small amount of
year, it goes through 25 tons of foodstuffs in researching how to make

as ovens, convection ovens, steamers, tilting pans, kettles, and grills.

its appliances just that much better. “But if you want to keep offering the

This makes it possible to bake a cheesecake while doing a roast

p
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CEO Dr. Günter Blaschke (left) and Chief Technical Officer Peter Wiedemann with the SelfCookingCenter at the company cafeteria.
“If you want to make the best appliances, you’ve got to keep coming up with new inventions,” they say.

with crackling at the same time. Moreover, depending on the language

couraged an entrepreneurial mindset in its employees, which is why its

selected in the navigation system, it suggests suitable ways to prepare

processes are holistic instead of divided by task. “If you take an order,

food for the respective country.

you assemble the entire appliance up to the point of packaging. That
ensures not only the greatest flexibility and the lowest inventory levels,

Innovations such as these require a profound degree of specialist

but also promotes a sense of responsibility and goal orientation among

knowledge—which is why Rational employs around 300 chefs on its

our employees,” explains Wiedemann. The company’s management phi-

1,400-member team. “We have to know our customers’ processes and

losophy helps a lot. Hierarchies have long since been flattened, and

also the challenges they face in order to generate the greatest possible

Rational’s managers are viewed more as gardeners who create space

benefit for them,” says Blaschke. And that can only be done by focusing

and trust, act consistently, concentrate on essentials, and serve their

exclusively on the target group, namely, professional kitchens around

staff members.

the world. “Our approach is creating a knock-on effect instead of pressure,” observes Blaschke. The company’s focus and specialization not

Another important element in Rational’s success is that all after-sale

only increase its innovative power, but also prevent costly levels of

services are provided free of charge. That includes instruction on how

complexity. “While other companies put in a lot of effort trying to keep

to operate appliances in customers’ own kitchens, as well as a round-

growing levels of product complexity under control, we don’t let it arise

the-clock “ChefLine” for questions and a “GarenLive” training program

in the first place,” he says.

whose experienced chefs show customers the most efficient ways of

The processes at Rational are excellent, enabling deliveries on a build-

rants or snack and pastry shops, these training programs focus on par-

to-order basis. “If a customer orders an appliance by 10 a.m. today,

ticipants’ individual situations and allow a direct exchange of ideas—

he’ll get the product made to his specifications tomorrow,” says Peter

a good example of how Rational practices and reinforces its personal

Wiedemann, Rational’s chief technical officer. Rational has always en-

contact with customers.

using their appliances to meet their needs. Whether at top-end restau-
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Top left: All Rational customers receive a comprehensive introduction to their new appliances from professional chefs. Top right: Rational’s TPEM system—the
traffic light in the production area shows the machine’s status. Below: Entrepreneurial ideas are put into action here—if you receive an order, you assemble
the entire product right up to packaging.
51
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Lean Development
E n e r g y F r ee d
for Innovation

Factory of the Year, Best Innovator, Best of Mar-

Porsche Consulting, adds that “for every new

ket—the list of awards that the Rational kitchen

product a business case is calculated beforehand

appliance maker has won over past years could go

in order to evaluate customer benefit, market

on and on. Porsche Consulting has helped Rational

potential, and costs. These cases are analyzed and

to make its development process even more effi-

discussed across hierarchies and departmental

cient and to enhance its innovative power.

lines. Many companies have forgotten how to do
this, because they view new products as the re

Rational’s chief technical officer, Peter Wiedemann,

sponsibility of just the marketing or the research

gets straight to the point: “We used to have trouble

people.” By using this approach, Rational has

meeting our cost and scheduling targets. That’s

become considerably faster in its series production

why we decided to restructure the organization and

development, and also more precise in its basic

processes.”

development work.

Rational had always relied on development plan-

More energy has been freed for new inventions,

ning with defined milestones for all of its new

too. “The lean production process has helped to

products, but there were periods when it realized

enhance our innovative power,” says Wiedemann,

that some of the tasks leading up to a given mile-

“because we can now concentrate more on new

stone had not been sufficiently addressed. Problems

inventions.” Moreover, the strategy calls for

had been covered up, and only became transparent

developers to guide the process of generating their

at the subsequent milestone. The company’s new

new products from start to finish. “This approach

product engineering process (PEP), which Porsche

enables individual researchers to function at a

Consulting helped to customize specifically for

higher level, because it allows them to concentrate

Rational, now relies on a “PEP map” with multiple

on a single product,” says Khodawandi. And

detailed interim checkpoints between milestones.

finally, it encourages everyone’s entrepreneurial

“This approach improves our monitoring between
milestones,” says Wiedemann. “If they run into

outlook—a key component in Rational’s corporate
philosophy.

difficulties, employees can raise the urgency level
earlier on in order to acquire more resources or
make adjustments elsewhere—instead of waiting

Rational has already celebrated its first success.
“Our new VarioCooking Center 112+ tabletop

until the milestone is reached.” The urgency level is

appliance is the first to be developed exactly within

signaled via a traffic light system. This increases

the defined time, quality, and cost framework,”

transparency and also “gives managers a better

reports Wiedemann.

feeling and greater assurance.”
Another key factor in improving the development
process was to decouple basic development work
more strongly from the development work done
on series production. “We only enter series pro
duction these days when each operation has been
tested and secured. And ideas that have little

Porsche
Consulting

METHODS

promise of success are quickly filtered out,” says
Wiedemann. Darius Khodawandi, Principal at

© Porsche Consulting
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Chef Wolfgang Guth

Real Experts
Don’t Need
Recipes
Ever on the lookout for waste in the kitchen:
Master chef Wolfgang Guth

T

he tantalizing aroma of grilled pepper steak wafts through the

ens even more efficient. The SelfCookingCenter takes over all the jobs

air. Wolfgang Guth gently places the juicy piece of T-bone meat

that are not value-adding as such. This enables chefs to concentrate on

next to precision-cut potato cubes. He lovingly garnishes the

what does in fact add value: “flavoring, marinating, dressing, seasoning

plate with a sprig of rosemary and then gazes at his creation

sauces, creativity, talking with the guests,” says Guth. “Or sometimes

with satisfaction. “To be a superb cook,” he says, “what you need most

just sleeping in after a 14-hour day at work, because the appliance will

of all is passion.”

keep at it through the night.” An intelligent assistant, it also performs
tasks such as monitoring and supervising. “This appliance determines

If anyone should know, it’s this man, who can look back on more than

on its own how products should be prepared. It ensures a consistent

20 years of experience as a professional chef around the world, includ-

level of quality, whether or not the head chef is there.”

ing sojourns in Canada, Australia, London, France, and Switzerland.
Guth has worked everywhere from a two-star restaurant to an indus-

The greatest amount of waste in kitchens—whether professional or pri-

trial kitchen, and also delighted guests with excellent catering fare at

vate—takes place in purchasing. The kitchen at Munich’s Hofbräuhaus

the Formula One and the Geneva Motor Show. “Top chefs can conjure

has it easy. They know the place will be full from start to finish. “But

extraordinary experiences from simple ingredients—that’s where the

at kitchens out in the countryside, for example, you never know how

difference lies,” he says.

many people will come and what they’ll want to eat,” says Guth. The
SelfCookingCenter helps keep overproduction in check, because it only

But you need more than creativity to prepare an excellent meal. Top

cooks up to a certain point. The rest is done when the dish is actually

chefs are not just masters of their craft. They also possess excellent

ordered. “The trick lies in doing as much preparation as necessary in

management skills. “A chef has to be able to run the kitchen,” remarks

order to serve dishes that are as fresh as possible.”

Guth. Four people generally work on any given dish, so teamwork and
communication are of the essence. Mutually coordinated processes are

In home kitchens, the problem is often a matter of purchasing on the

also of paramount importance. “It doesn’t help at all if I’m faster than

basis of recipes and then not knowing what to do with what’s left. “Pack-

my colleague, because we always have to have each component ready

aging sizes don’t help,” remarks master chef Wolfgang Guth. “If I want

to serve at precisely the same time.”

to use a fresh carrot with greens I've got to buy a whole bunch, so the
rest of the carrots lie around in the fridge.” Once again this reveals true

These days, Guth is contributing his experience and expertise to the

masters of the métier. “Making something delectable from any combi-

Rational kitchen appliance maker. Responsible for seminars and trade

nation of ingredients is an art that our grandmothers excelled at,” says

fairs, he helps the company make its processes at professional kitch-

Guth. “That, for example, is what gave us the stew and the pizza.”
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very two seconds, someone has
a stroke somewhere in the world.
Most of these incidents are entirely unexpected. In Germany
alone there are 270,000 strokes
each year. The German Stroke

Foundation (Stiftung Deutsche SchlaganfallHilfe) develops innovative and comprehensive

strategies ranging from stroke prevention,
emergency and acute care to rehabilitation and
post-treatment programs. Liz Mohn, the foundation’s founder and president, and Dr. Brigitte
Mohn, its executive director, explain why
strokes pose one of the greatest challenges

GERMAN STROKE
FOUNDATION

to our health care system. They also provide
insight into how their foundation is being transformed into a social welfare enterprise.

Ms. Mohn, you founded the German Stroke
Foundation in 1993. Why is this cause so
close to your heart?
Liz Mohn: Twenty years ago, people knew very
little about strokes, which—although very common—were receiving comparatively little attention from the medical profession. On speaking
with experts, I soon realized how much there
was to do in this area, as well as how much
we might be able to achieve. And every time
I meet people who have had strokes, I realize
once again how very important this work is.

What do you want the work of the foundation
to accomplish?
Liz Mohn: We want to reduce the number of
strokes as much as possible with our infor-

A SOCIAL
WELFARE
ENTERPRISE
WITH INNOVATIVE
IDEAS

mation and prevention campaigns. We want
people to recognize the symptoms, and to respond properly if they think someone might be

Interview with Liz Mohn and Dr. Brigitte Mohn

having a stroke. The first thing to do is to call
911. Every stroke is an emergency! It’s crucial
to act quickly. We also seek to ensure the best

CHRISTOPH MATTES

possible treatment for stroke patients, whether
that means emergency services, rehabilitation
programs, or follow-up care at home. Unfortunately, it’s still the case that the results of a
stroke cause many people to withdraw from
their friends and acquaintances. Often their
partners who care for them become isolated,
too. A stroke rarely affects just a single individual; it affects the entire family. That’s all
the more evident when you look at children
who have had strokes. We run programs like
the “Family Camp,” where parents and family members of kids who have suffered
54
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The founder and president of the foundation, Liz Mohn (left), and its executive director Dr. Brigitte Mohn
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a stroke learn how to use their resources efficiently and to look after

Given that we’re taking a more market-oriented approach, it’s especially

themselves as well.

important to show the employees that it’s not about profit. What we take
in, we reinvest for the purpose of enhancing people’s lives. The difference

It is often thought that strokes only happen to older people.
But young people and children can have them, too …

provided outstanding support, especially when it comes to introducing

Liz Mohn: I was shocked to learn that kids can have strokes. All of a sud-

and using new market-oriented attitudes and professional tools. And in

den you have to rethink all of your dreams and plans. But the good news

close cooperation with our employees it has been instrumental in devel-

is that children have the highest recovery potential. When young adults

oping a successful and sustainable approach for our foundation.

lies in the way that we generate our funding. Porsche Consulting has

have a stroke, other questions arise. They’ve just started a job, set up
family’s livelihood, and also of how their professional lives will develop.

How do you think that foundations can become more professional
and increase their overall efficiency?

Our foundation provides guidance and counseling for people who have

Brigitte Mohn: Often there’s not enough attention paid to the principle

had a stroke and for their family members as well.

of refinancing. That means we no longer follow every idea that has good

Many foundations are suffering right now, both from low interest
on their capital as well as from the drop in donations since the
recession got underway. How do these two developments impact
your work?

we don’t have a satisfactory answer for that, the idea is put on hold. To

Brigitte Mohn: We expect both of these trends to continue for the next

Consulting. Some of our employees thought it was a nuisance at first,

several years. Foundations often depend on a stable yield on their capi-

but now they’re really behind it. All in all, this type of instrument simpli-

tal in order to cover costs and project investments. If they can no longer

fies processes, prevents superfluous work, and spares us a good deal

maintain these yields, they have to diversify into new types of investment

of disappointment.

a home with a partner, perhaps have children. Here it’s a matter of their

intentions, but instead first ask what the refinancing might look like. If
help in making these decisions, we’ve introduced instruments that all
employees must use. Ideas have to go through what’s called a product
development process, which we’ve adopted with support from Porsche

f

to increase their capital or at least hold on to it in real terms. As for the
fewer donations right now, that doesn’t mean people are less willing to
support important organizations or causes. But we have to approach them
differently, and show them how much we achieve. That means increasing
our internal efficiency while at the same time showing the outside world
even more clearly how effective we are. Of course, we also have to think

GERMAN STROKE
FOUNDATION

about potential new sources of funding.
Founded in 1993 by Liz Mohn, the German Stroke

You’ve already started to set off on new paths. What do these
consist of?
Brigitte Mohn: We’re starting by expanding our partner management.

Foundation (Stiftung Deutsche Schlaganfall-Hilfe)
seeks to prevent strokes and to improve treatment
for stroke patients. As is also true of German health

One example would be the prevention campaigns we run with compa-

care in general, the foundation has to maintain

nies. These partnerships are ultimately to everyone’s benefit—especially

a balancing act between improved quality of treat-

people who have had strokes. We of course make sure that we retain our

ment on the one hand and cost efficiency on the

independence in these campaigns. We are also placing a greater focus

other. Porsche Consulting has been supporting the

on developing products and services that improve stroke prevention or

foundation in its efforts to become a social welfare

treatment in Germany, or that improve patients’ quality of life. We’re not

enterprise. Professional processes are helping

out to make money with the proceeds, but instead to refinance our non-

to ensure that donations made to the foundation

profit work. The key term here is “social welfare entrepreneur.”

generate the greatest possible benefits for patients.
For example, a standardized product developm ent

Changing from a donation-based foundation to a social welfare
enterprise has surely not been easy, including for your staff members
and your organizational culture.

internal test: Whom does this program serve? How

Brigitte Mohn: Overall, a transformation of this type requires a greater

In addition, internal planning and decision-making

process was initiated that puts every idea to an
long will development take and what will it cost?

degree of strategic thinking. And of course the momentum has to come

processes have been restructured, and innovative

from the executive board members. If they don’t set a clear tone, then you

merchandising and fundraising strategies have been

won’t find that type of spirit in the teams, either. Donation-based founda-

developed.

tions, in particular, often function thanks to employees who bring a lot
of idealism and intrinsic motivation to their task. They will do just about
anything for their cause, and I have great respect for the enormous commitment that people show when they’re in it with their hearts and minds.
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IT’S CRUCIAL
TO ACT QUICKLY.
Liz Mohn, founder and president
of the German Stroke Foundation

THE KEY TERM
HERE IS
SOCIAL WELFARE
ENTREPRENeuR.
Dr. Brigitte Mohn, executive director
of the German Stroke Foundation
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Drills from Soilmec are put to heavy-duty use in infrastructure projects worldwide.
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Italian tool specialist revs up

Soilmec’s drills have no trouble boring holes with a diameter of 3.5 meters. But in order
to provide this sought-after excavation equipment rapidly and flexibly to customers
worldwide, the company now needs to think of its machine platforms in modular terms.
Beneficiaries include the Leaning Tower of Pisa.

gerald scheffels

CEO Simone Trevisani and his
management team

W

hen the Costa Concordia cruise ship ran aground
near the Italian island of Giglio in January of 2012,
no one imagined that experts from the region of
Emilia-Romagna would later be playing a role in
the extensive salvage operations. After all, the
staff of Soilmec S.p.A. in the northern Italian city

of Cesena are not maritime engineers, but rather specialists in excava-

tion drilling equipment. However, CEO Simone Trevisani and his team

SOILMEC

are absolutely not accustomed to thinking in terms of “business as
usual.” Soilmec’s gigantic drilling systems eat their way through the
earth at large-scale construction sites 24 hours a day, seven days a
week. They’re at work on foundations at New York’s Ground Zero and
are helping to build subway systems in places like Amsterdam and

p
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Olaf Hermann

Copenhagen. For the wreck of the Costa Concordia in the Mediterranean, heavy machinery was needed to test the seabed and anchor the
36 steel cables that would rotate the 50,000-ton ship by about 65 degrees into its upright position. Jobs of this type demand unparalleled
reliability—on the part of both the machines and the operators. It’s clear
that Soilmec can’t leave any part of its products to chance.
By modularizing components across model series, Soilmec has saved

A reputation for quality quickly makes the rounds. And that’s why Soil-

development, procurement, and production costs.

mec’s references might be confused with a list of major tourist attractions. The Cesena-based company is involved in stabilizing the Leaning
Tower of Pisa, for example, and in building the MOSE dam system that
will protect Venice from floods. In both cases, Soilmec machinery is
being used in preparatory work for laying the foundations.

The customer’s perspective:
Top quality—and fast!
Given these many areas of application, Soilmec’s product range extends

But for Simone Trevisani, this made perfect sense. “Superior product

from very compact machines to gigantic systems that weigh 150 tons

availability is one of the promises of our brand,” he notes. “Customers

and can drill holes 100 meters deep—with diameters of up to 3.5 me-

don’t just want to buy machines; they want these machines to work.

ters. The ever expanding product range ensures that all customers find

That’s why quick service and minimum maintenance are key factors that

precisely “their” product. But it also means ever greater complexity, and

we take into account back in the concept development phase. Or to put

complexity is the enemy of flexibility. This of course is clear to Simone

it another way, we view ourselves less as a maker of machines than

Trevisani. “We want to be highly flexible—and we have to be,” he says.

as a provider of solutions. And as far as modularization goes, we want

“Superior quality alone is not enough for our clients’ complex demands;

our solutions to be even more attractive to the construction industry.”

we’ve also got to ensure short delivery times. We realized that these
potentially conflicting aims can only be reconciled by taking a modular

A comparatively simple result of the two companies’ joint efforts is de-

approach to designing our machines.”

scribed by principal Giulio Busoni: “The pilot control for the hydraulics
that regulate the drilling system used to consist of different blocks to

To achieve this, Soilmec looked around for a consulting partner who had

which additional valves were added, depending on the desired function.

demonstrated expertise in reducing complexity—and selected Porsche

We’ve now defined a basic block that applies to all model series and

Consulting. “We took a very close look at how the Porsche sports car

sizes, plus two additional blocks. This means that we can cover all the

company designed its own production in order to generate high brand

desired functions with a limited number of variations. They all use the

value and to raise customer satisfaction to a very high level. That fit in

same mounting points, so the periphery always has the same design as

perfectly with our aims.”

well. ”In addition—and this factor is of nearly paramount importance to
Soilmec’s decision-makers—the new hydraulic system is not only sim-

The analysis:
A closer look at the technology

pler but also more reliable because it doesn’t need any external piping.

To reduce complexity in such sophisticated and specialized drilling sys-

Based on this general principle, the teams also modularized other op-

tems without impairing functionality, performance, or quality, you’ve got

erational elements such as the winches. Results from their joint efforts

to delve very deeply into the technology. This was precisely the task as-

are flowing step by step into both existing and new model series. Ivan

sumed by several teams comprising members from both Soilmec and

Del Seppia, who is in charge of production, describes the outcome

Porsche Consulting (see next page: Complexity Management methodol-

briefly and succinctly: “Fewer parts have to be kept on hand and pre-

ogy). It may be surprising that in addition to developers and production

assembled, we save time in the production process, and that lets us

experts, the teams also included after-sales specialists from Soilmec.

shorten the throughput times.”
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Reducing
complexity
An ever larger product range means more components, greater complexity, and higher costs associated
with the design, procurement, and production processes—but this chain reaction can be broken by targeted
complexity management. Porsche Consulting has designed a methodology for this task, whose goal is to
develop a trans-series modular approach to machinery and vehicles.
The consultants go through the following steps together with their clients:

1 . A n a l y sis o f t h e
c u r r e n t si t u a t i o n

4. Modularization
o f e x is t i n g m o d e l
series

The entire product range is carefully examined
and its architecture is analyzed from financial and

Application ranges and functions are specified

technical perspectives. In parallel to this, the costs

for the respective modules. A system for module

of product complexity are determined.

administration and usage is also defined.

2. Generation of
a variant matrix

5. Optimization
o f p r o c e ss e s

Market demands are systematically analyzed to

The modular approach enables procurement and

determine existing product variety. The features

production processes to be streamlined; product

and functions of the different products are also

variation is shifted to the final steps of the process.

examined to determine the degree of component
variance.

This platform strategy has enabled Soilmec to
reduce the number of components by 40 percent,
and its component and production costs by

3. Modularization of
m a c h i n e r y d e si g n
for new model series

10 to 15 percent.

A modular architecture is developed with the
objective of decreasing product variation in
future generations of machinery. For every module,
business cases are carried out to determine
optimum component design.

© Porsche Consulting

Porsche
Consulting

METHODS

Complexity Management

Olaf Hermann

Porsche Consulting – The Magazine

Reducing complexity begins at the design stage—for example, by modularizing hydraulic drive systems.

Measurable results:
Seven-digit euro savings
The project took six months. Its results can be quantified in euros and

strategy, Soilmec has put a “same component policy” into practice that

cents. A modular approach to the main components across different

has already proven itself in the automobile industry as an example worth

model series is leading to direct savings for Soilmec of around 1.1 million

emulating. But Soilmec and Porsche Consulting are not yet finished work-

euros per machine platform—calculated with respect to the platform

ing together. As CEO Simone Trevisani reports, “We’ve got more to do. Our

life cycle. Simplifying the development, procurement, and production

next project will be to optimize the product engineering process and the

processes is saving an additional 700,000 euros. With the help of this new

whole supply chain.” In other words, they’ll be delving even deeper. f

Soilmec
Soilmec S.p.A. is one of the world’s leading makers of drilling equipment. Founded in 1969 and headquartered in Cesena, near the
Adriatic Coast, the company’s 2012 turnover was around 250 million euros. Soilmec is present in more then 70 countries, including
subsidiaries as well as sales and service partners. It is a member of the Trevi Group, which also includes Drillmec S.p.A., a maker of
oil and gas drilling equipment, Petreven S.p.A., a drilling contractor in the same sector, and Trevi S.p.A., a world leader in geological
engineering services. The Trevi Group employs 7,500 people worldwide and posted sales of 1.2 billion euros in 2012.
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Complete Vehicle · Styling · Body & Safety · Engine · Drivetrain · Chassis · Electrics & Electronics · Testing · Industrial Engineering · Production Engineering

The greatest inventions were made in the garage.
A formula for success – and we’re sticking to it.

Fuel consumption (in l/100 km) urban 18.9 · extra urban 8.9 · combined 12.4; CO2 emissions 289 g/km

Podium: Matthias Müller, Alexander Dahm, moderator Claudia Bender,
Bernard Krone, and Eberhard Weiblen (from left to right)
Arthur and Carolina Darboven

HAMBURG BRANCH: PRELUDE
AT THE POWER PLANT
Not even locals were familiar with the address: a short distance from Hamburg’s harbor, in the main hall of a historic heating
plant, where Porsche Consulting had invited
150 business and political leaders to help
celebrate the grand opening of their new

Dietrich Brennenstuhl
(Nimbus, LED lighting)

Matthias Müller, Ole von Beust, Eberhard Weiblen (from left to right)

branch in northern Germany. Matthias
Müller, Chairman of the Executive Board of
Porsche AG, the parent company, and Eberhard Weiblen, Chairman of the Executive
Board of Porsche Consulting GmbH, were on
hand to welcome the guests. At the podium,
they shared insights on the meaning of operational excellence with Alexander Dahm
(Airbus, Vice President Final Assembly Lines
and Integration A320 Family) and family
business owner Bernard Krone (the Krone

Ian Karan (left) and Hadi Teherani

Ina and Christian Krug (editor-in-chief

Group, specializing in commercial vehicles

of Gala magazine)

and agricultural engineering). The sociable
guests took advantage of their visit to the
power plant to engage in power networking.
Their number included attorney Ole von
Beust (a former First Mayor of Hamburg),
importer Arthur Darboven (coffee), star
architect Hadi Teherani, and Ian Karan
(entrepreneur and retired Senator of Commerce). For Oliver Kayser, who heads the
Hamburg office, one thing is clear: “We’re
going to do this again.”

64

f

Porsche Consulting – THE MAGAZINE

EXPERTS IN
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PORSCHE CONSULTING
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The best ideas are born in good conversation. This is why Porsche
Consulting values dialogue with specialists on all levels just
as much as lively exchanges with the media. These pages show
Porsche Consulting, Inc.:
German-Made, American-Focused
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Gestione strategica

La reale implementazio
ne
della strategia (così
semplice, così faticosa)

Mettere in pratica in modo coerent
e, efficiente ed efficace il piano
strategico è per
ogni azienda una questione partico
larmente problematica. Ecco un
metodo in nove
punti per riuscire a farlo in modo
più semplice e immediato. di Federic
o Magno

Il tema della strategia, della corretta
scelta della strategia e soprattutto della sua implementa
zione e delle
difficoltà connesse occupa, o
dovrebbe occupare, una
parte predominante dell´agenda
dei CEO e Direttori
in Italia. Abbiamo volutamente
utilizzato la parola
“dovrebbe” perché, sulla base
della nostra esperienza
quotidiana nell´interazione con
numerosissime aziende
italiane dei più svariati settori
merceologici e delle più
svariate dimensioni, abbiamo avuto
modo purtroppo di
verificare con mano che spesso
non è così. Soprattutto
risulta particolarmente problematico
il tema dell’implementazione coerente, efficiente
ed efficace di un piano
strategico. Addirittura in alcuni
casi da noi analizzati, il
piano strategico e il piano operativo
viaggiano su livelli

12

queste difficoltà è che 9 imprese
su 10 hanno difficoltà
o falliscono nell’implementazione
strategica.

Immagino che molti lettori di
questo articolo possano
riconoscere alcuni di questi
per noi tipici sintomi di
disfunzione organizzativa: il
tempo dei top manager
aziendali viene occupato da attività
di gestione dell’emergenza, da attività “politiche”,
dal management di
micro-problemi che non hanno
alcuna rilevanza se
rapportati a un orizzonte pluriennale
di rilevanza stra
strategica. Per contro il tema della
strategia viene costan
costantemente utilizzato (o talvolta anche
abusato) da autori,
consulenti e mondo accademico
che ne fanno il proprio
cavallo di battaglia. È un tema
così poco importante da
poter essere delegato a qualcun
altro? E’ un tema così

PROFESSIONAL OPINION

Operational Excellence
At a time when firms in China are critically faced with the challenges of
resources, costs and competition, guidance from Porsche Consulting
helps clarify where new strategies can be applied.
y Dr. Heiko Rauscher
By

T
Exchange: Wolfgang Absmeier,
experimental test pilot at Airbus

HE BUSINESS environment in China
is undergoing tremendous change. As
a consequence, executives need to rethink what it takes to achieve profitable
growth for their companies. Over the next
few years, operational excellence will become
one of the most important success factors for
companies doing business in China.

this approach has been much weaker in the
past. There were companies here throwing
low-quality products on the market, delivering
products nearly always too late, and requiring large amounts of employees and other
resources to produce relatively low amounts
of products – and some of these companies
still realised profits and profitable growth. In
the future, the four trends just mentioned will
Today, China is the biggest automotive and require that nearly all companies have to focus
machinery market in the world. And for on operational excellence in order to survive.
nearly everything else, China holds a top

telligent way. Unnecessary stock needs to be
eliminated, and production concepts requiring less space have to be introduced. Another
important aspect when talking about natural
resources in China is that companies are
facing increasingly demanding rules and regulations regarding environmental protection.
Related to that, there are supply-and-demand
issues surrounding such production necessities as energy. All of these concerns boil
down to the need to improve productivity and

whom we visited in the A-380 cockpit
(Consulting Magazine No. 13), made

Porsche Consulting is also the focus of international

a stop in Saxony, and—seated behind

attention, thanks to its subsidiaries in Italy, Brazil,

the wheel of a 911 Turbo S—rolled

the USA, and China—most recently on the pages of

into starting position on the circuit at

noted journals such as the Harvard Business Review

the Leipzig Porsche plant.

Italia and the Shanghai Business Review.
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STUDY CARRIED OUT ON BEHALF
OF PORSCHE CONSULTING MAKES HEADLINES

RETAIL CUSTOMERS
WOULD LIKE MORE
GUIDANCE

A

Forsa market research poll car-

those surveyed do not make a purchase if they

that retailers may start placing greater value

ried out on behalf of Porsche Con-

are not given the assistance they expect. Ac-

on assistance in the future. The survey shows

sulting reveals that when they go

cording to Weiblen, they not only turn to the

that around half of all customers miss having

shopping, many consumers feel

competition, but may jump ship altogether

a competent person to consult on product-

somewhat abandoned by sales-

and make purchases online. Two out of every

related questions. But above all, companies

people. Around 59 percent of respondents over

three customers avoid stores that do not meet

need to ensure that store personnel are avail-

the age of 18 criticized the quality of advice

their expectations regarding sales assistance.

able to assist customers. According to the

given in stores; 27 percent stated that they
were “rarely or never” assisted.

Forsa institute, four out of ten customers asThe results of the study made headlines in ma-

sume that they will have to track down a sales-

jor newspapers including the Frankfurter Allge-

person or at least wait for assistance—before

“Retailers risk losing customers,” says Eber-

meine Zeitung, Handelsblatt, and Süddeutsche

they even step inside. “A surgeon would never

hard Weiblen, Chairman of the Executive Board

Zeitung, as well as the “n-tv” news channel.

dare to just walk away from the operating

of Porsche Consulting, because 81 percent of

Such media attention gives reason to hope

table,” notes Weiblen.
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SURVEY OF THE TOP 20 PHARMACEUTICAL
COMPANIES IN EUROPE AND IN THE USA

Operative Exzellenz in der Pharmaindustrie
Studie: Befragung der Top 20 forschenden Arzneimittelhersteller in Europa und den USA

MANUFACTURERS SEEK
TO INCREASE EFFICIENCY
BY UP TO 20 PERCENT

W

CHEManager 19/2013

S

tetig steigendem Kostendruck setzen immer mehr Pharmaunternehmen
ein hochwirksames Mittel entgegen: die operative Exzellenz. Das ergab
eine Studie der Managementberatung Porsche Consulting: Die Berater

stützen das Ergebnis auf ihre Umfrage bei den Top 20 forschenden ArzneimittelArzneimittel
herstellern in Europa und den USA.

Während 56 % der Befragten operative Exzellenz zunächst nur an
einzelnen Standorten forcieren,
verfolgt ein Drittel der UnternehUnterneh
men dieses Ziel bereits in allen
Werken. 11 % der Hersteller befinden sich noch in Pilotprojekten. Von
operativer Exzellenz erhoffen sich
drei Viertel der Befragten eine ProPro
duktivitätssteigerung bis zu 10 %,
ein Viertel will sogar bis zu 20 %
leistungsfähiger werden.
Fest steht, dass die Pharmaindustrie zügig handeln muss:
„Auslaufende Patente, strenge
Zulassungsbedingungen
für
neue Medikamente, steigende
Ausgaben für Forschung und
Entwicklung und der Generikawettbewerb erhöhen den Druck auf

ith cost pressures continuing

One thing is certain: the pharmaceutical indus-

to rise, more and more phar-

try must act swiftly. “Expiring patents, stringent

maceutical companies are us-

approval criteria for new medications, increas-

ing a highly effective antidote:

ing expenditures for research and development,

operational excellence. This

and competition from generic drugs all exert

was shown by a study conducted by the Porsche

tremendous pressure on this sector, which is ac-

Consulting management consultancy firm. This

customed to success,” says Dirk Pfitzer, a part-

study also came under discussion in the trade

ner at Porsche Consulting and an expert on the

press (see excerpt on the right): the consultants

pharmaceutical industry. Despite the pressure on

based the result on their survey of the top 20

flexibility, only 22 percent of the respondents see

research-based pharmaceutical companies in

strategic outsourcing as a solution to the prob-

Europe and the USA. Whereas 56 percent of those

lem, but 89 percent are focusing on trans-sector

surveyed first promoted operational excellence

optimization of the end-to-end supply chain. More-

only at individual sites, one-third of the compa-

over, 67 percent would like to improve supplier

nies were pursuing this goal at all of their plants.

management.

Dirk Pfitzer, Partner,
Porsche Consulting

hohen Beständen: Bulk (unverpackte Arzneimittel) liegt bei 38 % der
Befragten länger als 150 Tage im
Lager. Auch verpackte Arzneimittel
werden bei einem Viertel der Unternehmen zwischen 150 und 200
Tagen gelagert, bevor sie an Kunden
ausgeliefert werden. Diese Bestände kosten die Branche Jahr für Jahr
Millionen. Pfitzer: „Hohe Margen
und eine gesicherte Nachfrage veranlassten die Unternehmen in den
vergangenen Jahren nicht dazu, Bestände gering zu halten. Im Fokus
stand die hundertprozentige Versorgung. Solange dies gewährleistet
war, war die Welt in Ordnung.“
Dieses kostspielige Unterfangen
kann sich die Pharmaindustrie heute jedoch nicht mehr erlauben. Die
Ertragssäulen bröckeln: Derzeit laufen viele Patente für margenträchtige Blockbuster aus und günstige
Generikahersteller drängen auf
den preisempfindlichen Markt. Die
Lösung liegt in der richtigen Umsetzung operativer Exzellenz: „Mit
einer übergreifenden Optimierung
der End-to-End Supply Chain sind
Bestandsverkleinerungen von bis
% möglich“, hat Dirk Pfitzer
errechnet. Dass geringere Bestände
zwangsläufig die Lieferbereitschaft
beeinträchtigen, sei dabei ein fataler
Irrtum: „Entscheidend ist, dass die
Unternehmen flexibler produzieren,
die Transparenz in der Lieferkette
erhöhen und mit einer rollierenden
Planung Woche für Woche Nachfrage und Kapazitäten aufeinander
abstimmen.“
Noch ein weiteres Ergebnis der
Studie weist auf Umsetzungsprobleme hin: Die befragten Pharmaunternehmen konnten ihre Leistungsfähigkeit nur in geringem Maße verbessern. Ein Viertel der Hersteller
hat die Produktivität in den vergangenen zwei Jahren nicht einmal
% erhöht. „Sie könnten ihre
Effizienz erheblich steigern, wenn
sie ihre Zulieferer nach dem Vorbild der Automobilindustrie enger
einbinden würden“, sagt Pfitzer.
Nur etwas mehr als die Hälfte der
befragten Unternehmen schließen
Zielvereinbarungen mit ihren A-

senken. Lieferantenbewertungen für
B- und C-Lieferanten nutzen sogar
lediglich 44 % der Hersteller. Strategische Partnerschaften werden nur
von etwas mehr als der Hälfte der
Befragten zur Effizienzsteigerung
eingegangen. Dabei ist genau das
in der Pharmaindustrie besonders
wichtig, da der Wechsel eines Lieferanten aufgrund der strengen Regulierungen nur unter erschwerten
Bedingungen möglich ist.

▪ Kontakt:
Dirk Pfitzer
Porsche Consulting GmbH, Bietigheim-Bissingen
Tel.: +49 711 911 12238
dirk.pfitzer@porsche.de
www.porsche-consulting.de

chemanager-online.com/tags/
pharma

Merck & Co. streicht weitere 8.500 Stellen

Eleven percent of the manufacturers are still at the
pilot project stage. Three-fourths of the respon-

“Most producers don’t have any difficulty recog-

dents are hoping that operational excellence will

nizing the problem; neither are they lacking in

increase productivity by up to ten percent, while

insight. The stumbling block is to be consistent

one-fourth are setting their sights higher, hoping

in implementing operational excellence,” says

for up to 20 percent greater productivity.

Pfitzer.

Source: CHEManager 19/2013
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SPECIFIC RECOMMENDATIONS FOR PHARMACEUTICAL COMPANIES

■

Set clear goals for your man-

■

■

Clearly define what are and

■

Transparency is a deciding

SUPPLIER
MANAGEMENT
■

The strict regulations in the

agement personnel for their

what are not core competen-

factor in improving end-to-end

pharmaceutical industry make

contribution to operational

cies in business operations.

supply chain management and

it difficult to switch from one

excellence. Measure and link

Establish a strategic road map.

avoiding a bullwhip effect.

main supplier to another. This

It is possible to reduce inven-

makes strategic partnerships

these to the “Balanced Score
■

END-TO-END
SUPPLY CHAIN

OUTSOURCING

■

Core competencies must re-

■

Card.”

main in-house and be further

tory levels by 30 to 50 per-

Your annual productivity goals

developed in order to leave

cent if a rolling forecast is

should be around five percent.

the competition behind.

used and if a regular weekly

Less important activities

data exchange takes place to

course of action at each site,

should be strategically

manage and coordinate de-

which will make benchmarks

outsourced.

mand and capacity.

Use the same structured

■

extremely important.
■

Introduce structured supplier
programs in order to improve
supplier productivity.

■

possible.

Use open book calculations to
reduce costs.

Source: Porsche Consulting, study: “Operational
Excellence in the pharmaceutical industry 2013”

OPERATIONAL
EXCELLENCE

Based on the results of the study, Porsche Consulting has drawn up recommendations for four overarching themes.
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Porsche Consultin

AWARD

OVERALL WINNER IN
“BEST OF CONSULTING”

J

ubilation at Porsche Consulting: in the industry competition held by WirtschaftsWoche magazine, the Porsche subsidiary claimed first place in the overall
ranking. The company’s clients espe-

cially prize the high increase in value obtained
through projects developed by the consultants
from Swabia.
As part of a scientifically conducted investigation of the business sector, the Düsseldorf-

Jim Hagemann

based journal conducted a thorough examina-

20

tion of Germany’s 40 highest-revenue consulting firms. In a detailed survey, 1,500 top man-

“Best of Consulting”: Porsche Consulting took first place for increase in
value and project success—thus making it the overall winner as well.

agers at large German companies assessed
their experiences with consultants. The verdict was clear: Porsche Consulting is the company of choice among the decision-makers

themselves not only at the Porsche sports car

SAP company—put the consultants from Swa-

who were polled.

maker but in a variety of other business sec-

bia in the top spot as well (as reported earlier

tors as well. And when we put these concepts

in Porsche Consulting Magazine No. 12). They

For this study, Professor Lars Wellejus of

to work, our consultants can speak from their

were called to SAP to find ways to reduce the

the Frankfurt University of Applied Sciences

own professional experience and inspire the

long development and delivery times for new

(Frankfurt am Main) and industry expert Dr.

same enthusiasm in managers and staff to

software products, which in turn would enable

Frank Höselbarth developed a method enabling

make the changes needed.”

the company to enhance its business clout.

specialized consultants. What the experts spe-

In WirtschaftsWoche, expert Lars Wellejus

A streamlined, transparent structure for opera-

cifically wanted to find out from the consult-

points out a further significant finding from

tions made it possible to avoid unnecessary

ing firms’ clients was how much effect consul-

this industry analysis: clients prefer “lean,

coordination and standby times. Moreover,

tants’ projects had on performance indicators.

straightforward teams who bring innovative

quality and customer focus were vastly im-

When the answers to this query were evalu-

ideas to the company—ideas that can later

proved. Another factor was the establishment

ated, Porsche Consulting had a decisive edge

be implemented by employees, thus helping

of multifunctional teams in which designers,

over its competitors. Eberhard Weiblen, Chair-

the company to help itself.”

developers, industry specialists, and informa-

comparison of large universal providers with

man of the Executive Board of the Porsche

tion specialists work closely together. As a re-

subsidiary, knows why: “We don’t make prom-

In addition to the survey of top managers, suc-

sult software development was accelerated

ises; we deliver measurable results.” Accord-

cess stories were submitted for review by an

by around 50 percent. Since then, SAP has

ing to Weiblen, the foundation for success is

interdisciplinary panel of experts. The major

brought out new products much faster, be-

the combination of two key competencies: “We

project submitted by Porsche Consulting—ac-

cause development now takes only seven to

use field-tested concepts that have proven

celerating software development at the global

eight months rather than the previous 15.
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