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Dear Reader,

You can probably remember them very well, all those times

as a child when you used to pick dandelions and gently

blow on them, gazing in astonishment as the delicat e

VHHGYV 5HZ XS DQG DZD\ LQWR WKH VN\ DJDPH D U
if you will, of the fragile and carefree spirit of youth.

The current state of the world and the economy, how ever,

is anything but carefree. What we're experiencing n ow isn't

just a harmless breeze, but a hurricane that's swee ping

across the country. Many companies are currently fa cing a

PXOWL FULVLV VLWXDWLRQ DQG 4QG WKHPVHOYHV IH
VHOHVV DV D GDQGHOLRQ D EUXWDO DQG XQIRUWXC
times often uncontrollable "game" with fragility.

But there are also companies that have weathered th e

storms for many decades. Those who have always ma

naged to reinvent themselves time and time again. L ike

the dandelion, they begin their transformation at j ust the

right time, planting the seeds of fresh ideas in or der to

JLYH ELUWK WR VRPHWKLQJ QHZ LQ RWKHU ZRUGV
courageous and optimistic experiment with fragility .

Courage and determination, however, depend on the
preservation of our livelihood. This need for susta inability
is radically changing the rules of the game. For the green
bill to work, ecology and economy must be quickly and
FRQVLVWHQWO\ UHFRQFLOHG D FUXFLDO JDPH RI

Our magazine cannot bring back those playful,
carefree days of your youth. Yet, what it can do,
LV R*HU \RX TXLWH D IHZ H[DPSOHV DQG LQVS
stories of how companies are taking matters

into their own hands in successfully shaping

their future. | hope you enjoy a stimulating

read and perhaps even experience a few

OLJKW KHDUWHG PRPHQWY DORQJ WKH ZD\

SINCERELY,

WILHELM GOSCHY
CEO, STAUFEN.AG
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WILL BE EVEN MORE

TIGHTLY
INTERWOVEN."

LIP LV D OHDGLQJ VXSSOLHU RI LQQRYDWLYH DXWRPDWLRQ WHFKQRORJ\ 0DQDJLQJ 'LUHFWR
DQ LOWHUYLHZ KRZ GLIJLWDOL]J]DWLRQ LV KHOSLQJ RSHQ XS QHZ 4HOGV RI EXVLQHVYV DQG ZKI

ZLOO VWUXJJOH ZLWK LQ WKH IXWXUH



“LEAN, DIGITALIZATION & SUSTAINABILITY” .

'LWK DSSUR[LPDWHO\ HPSOR\HHV DQG VDOHV RI PHR
ELOOLRQ HDFK \HDU WKH LIP *URXS LV D FULWLFDO J
RlI VIVWHPY DQG FRPSRQHQWY IRU DXWRPDWLRQ WHFK(
LQGXVWULDO FRPSDQLHV 7KH FRPSDQ\ V RZQ SURGXF
DUH XWLOL]JHG LQ LWV RZQ SURGXFWLRQ 7KH\ KHOSHG
ZHOO NQRZQ LQGXVWULDO FRPSHWLWLRQ )DFWRU\ RI

9
@
=
z
Mr. Hausler, lean, digitalization, and sustainabili  ty are How is lean incorporated into a digitalization stra  tegy?
part of a whole for you. Can a company elude this t _rini-
ty today? 'LJLWDO WRROV FDQ RQO\ FUHDWH VXFK DQ H]FLH
FRPSDQ\ KDV GH4QHG FOHDU 5RZV DQG SURFHVVH
In production, these three areas can no longer be s eparated basis for a clean digital process. At ifm, we intro duced a clear
from one another, and they are the key to global co mpetitive- strategy and lean processes more than ten years ago . Then we
ness. In Germany, the problem is that we must be ju st as cost were able to build digitalization on top of that. A°  mong medium-
HeHFWLYH DV RXU FRPSHWLWRUV LQ $VLD Dsidd Gdrivaw dotdpanieX, thBrs ate mahyRHathave fa iled to
only do this with creative solutions. A small serie s manufacturer do their homework. Therefore, they often lack digit  ally mapped
such as ifm, for example, cannot automate productio  n complete- processes.
ly for cost reasons. As a result, smart solutions s uch as Al proces-
ses supporting manual or partially automated workst ~ ations make ~ Many companies fear that they will have to overhaul
them competitive on an international level. their entire organization in the course of digitali _ zation.
Is this worry justified?
Can you express the effect in figures? | advise starting with a lighthouse project in a sm  all, clearly
GH4QHG DUHD +HUH V ZK\ 7R HOLPLQDWH FRQFH
Before we started relying completely on digitalizat ion in 2017, GUDZ FRQFOXVLRQV IRU WKH HQWLUH FRPSDQ\ IU

ZH ZHUH DEOH WR UHJXODUO\ UHFRUG D WHH UK £ ZRXODOVH WQV SHPDIHQFWPLOHVWRQHYV EXW UL
by taking normal improvement measures. However, thi s was not that is continued with new, digital tools. Many ent  repreneurs
VX]JFLHQW WR NHHS WKH *HUPDQ ORFDWLR Quré& isugthbdht AILtHe Hew: tbolK anGdoE trust themselves
keep on shoveling and achieved an advance with digi tal tools: a to simply try things out. Unfortunately, this is al ~ so the case with
WR K H]JFLHQF\ LQFUHDVH VRPH ODUJH FRPSDQLHV %XW IHQGLQJ R WKH D
oriented competitors requires courage and an openne  ss to new
technologies.
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“LEAN, DIGITALIZATION & SUSTAINABILITY”
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“In Germany, the problem is that
we must be as cost effective as
our competitors in Asia and Eas-
tern Europe. We can only do this
with creative solutions. ”

BERND HAUSLER
General Manager, ifm efector gmbh

How can curiosity and active commitment be Is there an example of how this approach resultedi n a
encouraged among employees? new product at ifm?

We try to encourage imagination and creativity with  out deman- An example would be the “intelligent workstation”t  hat we deve-
ding results. An example: | made EUR 25,000 availab le to our loped. Originally, the concern was to prevent slips  in small-series
employees for the purchase of a robot. We intention  ally started manufacturing. We had already exhausted the usual s ensor met-
small and did not make a ROI plan. Instead, the mot to was: Learn hods. So, we sponsored a hackathon with the topic “ intelligent

to walk with the new tool and formulate possibiliti  es for sensible packaging for small series.” Students from seven un iversities
XVH E\ HPSOR\LQJ VHULHV RI GL*HUHQW H [ Seddaicired, @evimehted RaRdSdev@loped for two day s before
must be prepared to make such risk investments and  to grant they presented their results. One idea was especial ly persuasi-

VWDe URRP WR PDNH PLVWDNHV DQG H[S O R eHA @dilkidtation Wit A aydistedimage ptotessing as support

cause, it’s not always the creative approach that leads to su ccess. for employees. Sonja Reiner, who we subsequently hi red, was a

'RQ W DOZD\V VWULYH IRU SHUIHFWLRQ O Hiedber¥RHe WWindiRgRdam. A& the/pels@nGn éha@dge  of our “ifm

error. mate" worker assistance system, she is now enhancin g it. While
solving our own problems, we found solutions and pr  oducts for
us and our customers.

STAUFEN MAGAZINE no5 8



“LEAN, DIGITALIZATION & SUSTAINABILITY” .

“We see over and over: There is
QR GLJLWDOL]DWLRQ ZL
Many companies try digitaliza-
tion and purchase modern tools
and robots, only to determine
in retrospect that these do not
pay oft. % XW WKLV LVQ W G
WRROV EXW WR WKH IDH
processes and essential princi-
SOHV RI /HDQ ODQDJHPH
QRW LQWURGXFHG EHIR

DR. WERNER LAUB
Partner, STAUFEN.AG

8,100 :
employees i
z
1,252
million EUR
sales IFM MATE

The worker assistance system in use at ifm‘s

production location in Tettnang, Germany.
Is the intelligent workstation also a way to addres s the even tighter. This means that intelligent systems m  ust be adap-
looming shortage of skilled workers? ted to production plans and lines, and they must st  art and shut

down automatically. Especially topics relating to e nergy savings
The system is predestined for making it possible to  carry out will be more important. Lean comes into play heret 00, because
complex activities without a lot of previous knowle  dge. Howe- only if the machines and processes run in stable fa  shion can the
ver, in order to use the “ifm mate” sensibly, compa nies need to DXWRPDWLF VZLWFK Re EH WUDQVIHUUHG WR WKH
LQWURGXFH OHDQ )LUVW WKH ZRUN5RZV LQ WKH SK\VLFDO ZRUOG PXVW EH
VWDQGDUGL]HG FRQVLVWHQWO\ RQO\ DIWHwew i3 WeBIDiQabDabymhewii ey bshing withw L D O
be exploited with clever digital tools — keyword qu  ality/error regard to lean and digitalization will also lose tr ack
costs. of the topic of sustainability?
What will the “factory of the year” look like in 0DQ\ FRPSDQLHV ZLOO QRW IX0400 WKH UHTXLUH
five years? bility in due time and, for example, will therefore not be able to

FOHDUO\ GH 4 Q fdotypiktHButth& ocial, political, and

"LIJLWDOL]DWLRQ DQG LQFUHDVHG H]FLHR® F\ecohomio ptessir&slag incheasiy. W En@Mture M V xdustry will be
es, which will be marked even more by the topic of  sustainability. required to provide clean data — and thus also clea n products. H
Lean, digitalization, and sustainability will be wo ven together




. COMMUNICATION, FOCUS AND COMMITMENT

ARBURG

FOCUS AND
COMMITMENT

COMMUNICATION,

OPERATIONAL

-Q WKH SODVWLFV SURFHVVLQJ LQGXVWU\ WRR WKH WUHQG WR?Z
WLQJ LQFUHDVLQJO\ FRPSOH[ SURFHVVY ODQGVFDSHV 7KH PDFKLC
LV UHVSRQGLQJ WR WKLV ZLWK D FRPSUHKHQVLYH RUJDQL]DWLRC

NEW PROCESS ORGANIZATION AT ARBURG:

L]

\ 0 4

WERNER FAULHABER GUIDO FROHNHAUS ACHIM HARTER SVEN KEINATH
Head of Development Head of Technology Project Manager Project Manager
ARBURG GmbH + Co KG ARBURG GmbH + Co KG ARBURG GmbH + Co KG ARBURG GmbH + Co KG

STAUFEN MAGAZINE no5 10



For most people, the day begins and ends with reach ing for an

injection-molded piece of plastic: the toothbrush. But also toys,
the lids of beverage bottles or eyeglass frames are  produced by
injection molding. Many companies rely on machines  to manu-

facture these products from the northern Black Fore
Lossburg is home to Arburg GmbH + Co KG, one of the world
market leaders for injection molding machines.

st. Because

Companies from the automotive, packaging, electroni  cs, medical
and many other industries also rely on Arburg’s hig h-precision

and modular machines. “The level of customizing has
strongly in recent years,” says Head of Technology Guido Frohn-

increased

haus, “and this development has not remained incons  equential,
but ensured that our process landscape became incre  asingly
complex.”

Although Arburg had already successfully introduced lean ma-
nagement methods in the traditional areas of produc  tion and
assembly, the entire order processing and logistics  processes
now had to be adapted to be able to master the new  challenges.

So, the “Shop Floor Management allround” project wa s launched
with Staufen AG in early 2020. Behind this is a com prehensive
change at Arburg. The project incorporates all area s into Shop

purcha-
develop-
ment. The goal: to establish a lean process for ord er processing
throughout the company.

Floor Management (SFM), from materials management,
sing and procurement to production and new product

“Always 100 per cent ready to give information.”

A good two years later, project manager Sven Keinath, a partner in
the fourth generation of the entrepreneurial families, draws a very
positive result: “We have successfully introduced SFM in all techni-
cal areas. The structure of the boards is the same throughout the
company, but each of the processes have been individually adap-
ted to the needs of the separate teams.” After the introduction, it
took an average of only three to six months at the most for all em-
ployees to really come to grips with SFM, adds Werner Faulhaber.

'XULQJ WKLV WLPH WKH RQH RU WKH RWKHU NH\ 4J3)

once again,” says the Head of Development at Arburg.

he success
of the project progress to date with unannounced vi  sits to the
VKRS 5RRU -1 — VKRZ XS WKHUH DOO RI
100 percent informed at all times thanks to the boa  rds.” SFM
therefore not only ensures transparency at Arburg,  but also

Guido Frohnhaus also likes to convince himself of t

11
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ARBURG

*

SUEXUJ *PE+ &R . EDVHG LQ /RVVEXUJ
WHPEHUJ *HUPDQ\ LV D PHFKDQLFDO HQJ
DQG RQH RI WKH ZRUOG V OHDGLQJ PDQXID
PROGLQJ PDFKLQHY DQG DGGLWLYH PDQXI
IRU SODVWLFV SURFHVVLQJ 7KH PDFKLQH
H[FOXVLYHO\ LQ /RVVEXUJ

SHRSOH LQ *HUPDQ\ DQG D IXUWKHU
ZRUOGZLGH 7KH IDPLO\ EXVLQHVV ZDV IR
-Q WKH 4UVW LQMHFWLRQ PROGLQJ PO
series production.

, the real secret
inued. “For me,

provides security for everyone involved. “After all
of SFM is not on the boards at all,” Frohnhaus cont
communication, focus and commitment are the real ad
of this method.”

E

ded value

+RZHYHU
process, it was also necessary to intervene in the
structure. From the point of view of Arburg manager
the biggest change for the employees. “Previously,
its own logistics, then we centralized everything,”
Harter, the project manager responsible for this st ep. He also
heads the new “Order Center” department, the centra  Illy respon-
VLEOH HQWLW)\ IRU RUGHU FODUL4FDWLRQ
hput. In the beginning, there was a bit of a rumble  there, Harter
DGPLWYVY &ROOHDJXHV FDPH IURP YHU\ GL
VRPH KDG GRQH WKHLU ZRUN GL*HUHQWO\
Management has also helped us here to systematicall y look at and
evaluate each process step. In the end, all employe es got on board
and were convinced that the new approach was a good  one.

LQ RUGHU WR IXOO\ URXQG R+ W
organizational
s, this was
each area had
explains Achim

“Today, the new department is the driving force beh ind the entire
machining process,” says Managing Director Frohnhau s. But wit-

hout support from outside, this development in its breadth and,

STAUFEN MAGAZINE no5
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EXPERIENCE INJECTION MOLDING
TECHNOLOGY LIVE:

at the Arburg Customer Center in Lossburg
during the Technology Days.

DW 4UVW VRPHWLPHYV SDLQIXO GHSWK ZRXOG QRW
from his point of view: “The consultants from Stauf en held up a

PLUURU WR XV HJFLHQWO\ DQG FKDUPLQJO\ DQG KH
lution together in a crisp way. Absolute plus point s: always practi-

ce-oriented and always at eye level with all partie s involved.”

KH QHZ RUGHU SURFHVVLQJ
The project goal has thus been achieved, but the tr
at Arburg is far from complete. Digitalization (arb
sustainability (arburgGREENworld) are important top
the future viability of the company. “Software deve lopment is also
taking up more and more space in our company,” expl  ains Guido
Frohnhaus. “Simulations are a great lever for susta inability in
Ghie gl8shicd/ i dceRidg Mdu&ryRig e thaykallbR ¥ dis to reduce
material consumption.” Head of Development Werner F aulhaber
o Hadd$.QWe &viFoRkihg iIRtXnQivel ob @o@mizing dri ve and control
E tadidbdlddy as RelFhy tHdmatKaRcyclpG Reywbrd:  circular econo -
P\ +HUH WRR WKH LQWURGXFWLRQ RI 6)0 LV KDY
Managing Director Frohnhaus: “We now focus on the k ey issues,
get to decisions faster and work in a more agile wa y.”Hl

ansformation
urg- Xworld) and
ics to ensure

12



ILCH LR ETTETR 1AL

“OUR FACTORIES ARE |

i NREAA/ORK LN - o\

NEW PRODUCTION SYSTEM AT
LIEBHERR HOUSEHOLD APPLIANCES

/ILHEKHUU LV NQRZQ IRU WKH PDQXIDFWXUH RI KLIJK TXDOLW\EQG
UHIULJHUDWLRQ DQG IUHH]J]HU VROXWLRQV 7KLV SUHPLXP PO XIDF
TXDOLW\ DQG D ZLGH YDULHW\ RI DSSOLDQFHV IRU D EURDG DQJH
YDULHG QHHGV %XW LQ GRLQJ VR /LHEKHUU LV IDFHG ZLWK KH F
VDPH KLJK TXDOLW\ DQG WKH SURGXFWLRQ SURFHVVHYV QHHJHG IR
SURGXFWLRQ VLWHV $ XQLIRUP SURGXFWLRQ V\VWHP JXDUD@WHH
VHVY DW WKH VLWHYV LQ WKH YDULRXV FRXQWULNY DU

HANS-CHRISTIAN KRALER
Global Lean Production Manager
at Liebherr-Hausgerate




K

“7TKH DGGHG YDOXH IRU XV LV WR EHRHRRROIEVALD 6 KRS
. . Head of Factory, Marica
) ORRU 0D QD JHyusamur pI’OdUC'[IOﬂ Liebherr-Hausgerate Marica EOOD, Bulgaria
system we have lifted our communication and
transparency onto a new level.

”

For very many years, Liebherr refrigeration and fre  ezing appli- story short, each factory “did its own thing” and o ptimized the
ances have occupied a position in the premium segme  nt where production processes without regard to the other si  tes. We are
they meet exacting needs. “We strongly believe in p roviding a now placing greater emphasis on exchanges between o ur produc-
wide range both for private households and for prof  essional use”, tion sites. Our factories are therefore working eve  n more closely
stated Hans-Christian Kraler, Global Lean Productio n Manager at together”, stated Hans-Christian Kraler.

Liebherr Household Appliances. Private customers ca n now use
WKH O0\6W\OH RQ OLQH FRQ4JXUDWRU WR GlHe/dodhanwtkriedLt@QStatféh@ O © sétihe/ieedsa Ryl changes

their refrigerator exactly as they wish and decide  on the applian- in motion. “The consultants were very convincing ev  en during the

FH V GHVLJQ RU FRORU RU ZKHWKHU LW L Vintid pEesenttibh*Kvdler Ganembéted S AlitionghQ Dwe knew what

images and texts. For its commercial customers, for  example in ZH QHHGHG ZH GLGQ W NQRZ KRZ WR JHW WKHUH 6
the grocery trade, the catering industry or medicin e, Liebherr has into our needs right from the start. This customize  d approach

developed special appliances that are customized to  meet the LV H[DFWO\ KRZ ZH GHDO ZLWK RXU FXVWRPHUV LW

UHTXLUHPHQWY RI HDFK SDUWLFXODU VHJP HeQisWe pditifEKHUU V DWWHQWLRQ LV
focused on individuality and the needs of the each  target group.

Shop Floor Management as the key to the uniform
More than 10,000 refrigerators and freezers leave production system
the production sites every day

Every project manager was aware from the outset tha tthe

The refrigerators and freezers are manufactured in  the network change process would take some time and would only  be suc-
RlI IDFWRULHV VSUHDG DFURVV 4YH FRXQW Udessil if &l FaCtoti€sLaQapteédtheRan@ perspecti  ve. To ensure
Austria and Bulgaria. Thousands of appliances leave the various that this happened, several workshops were devoted  to the
production sites each day. But the increasing varie ty involves concept of a cross-factory production system. The a nalysis of the
expensive and complex logistics which is now being  trimmed various sites provided insight into the strengths r  elating to lean
further.“We had no uniform production system. To ma ke a long management that already existed and also into the p  otential

STAUFEN MAGAZINE no5 14



“OUR FACTORIES ARE THEREFORE WORKING EVEN MORE CLOE&LY TOGETHER.” .

“With the production system we have developed
principles we will use in the future to configure

VWDQGDUGV DQG XVHG PHWKRGV WR XQ
FRQWLQXRXV H[FKDQJH EHWZHHQ WKH IL

our processes and value streams. While conside- MICHAEL EUCHS

ring local characteristics, we nevertheless created Head of Global Industrial Engineering

“The production system enables
us to combine many different
initiatives. —Q WKLV ZD\
we create transparency and
clarity for our staff. ”

CHRISTIAN UTZ

Head of Factory Ochsenhausen
Liebherr-Hausgerate Ochsenhausen GmbH

Liebherr-Hausgerate GmbH

T = S

agppy,

in the areas of value stream and logistics, among o thers, that had not yet

been fully exploited. Lean expert Kraler added “Pri  nciples were therefore
GHYHORSHG LQ VWDJHY DQG UXOHV MRLQWO\ GH4QH
manufacturing sites.”

@NOILVYIdO

WR .

=

$W WKH VDPH WLPH SRWHQWLDO IRU OLJKWKRXVH SURMHF
timately used to initiate the change process in the  factories in Germany, Aust -

ria and Bulgaria. An important component of the new production system at

this time was the introduction of Shop Floor Manage ment. We created both a

results-oriented management at the sites, and atth e same time also ensured

ZH KDG D YDOXH 5RZ RULHQWHG VWDEOH SURFHVV GHVLJQ
ODQDJHPHQW EHFDPH WKH NH\ WR WKH SURFHVV RI FRQYLC

“« - LWK RXU SURGXEWLR Q V\V Vvaﬁp‘gssibz! ﬁ put continuous optimization ontoap  ermanent footing.”

DFKLHYH DQ XQGHUVWD Q G L QuxRiepistdmkti@p¥torhirategy
YDOXH VWUHDP DV D UHVXOW RI ZKLFK

investments are no longer considered

in isolation.  During the daily shop floor
meeting our managers also discuss any
non-conformances in any disciplines or
departments and are therefore in a
position to develop and implement

”

important and appropriate actions.

MARCEL SNELDER
Head of Factory Lienz
Liebherr-Hausgerate Lienz GmbH, Austria

At the time of writing, Liebherr has reached the st age of rolling out the new

production system to all its factories. “We now hav e an appreciation in the

works for the value stream from the supply chain th  rough to manufactu-

ring. One of the biggest plus points of the new sys tem is that the factories

recognized the advantages very quickly”, explained Hans-Christian Kraler. But

this does not represent the end of the change proce sses at Liebherr. “The

QHZ SURGXFWLRQ V\VWHP LV MXVW WKH 4UVW EXLOGLQJ E!
extending our platform strategy to leverage further potential and to increase

standardization among our production plants in the years ahead.” H

15
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“*Once the woods and forests
have been ruined,

revenues will be lost

for years to come.”

+$16 &%$5/ 921 &$5/2:-7= K K

ALITIGYNIVLSNS

-Q WKH ZDNH RI DQ HQHUJ\ FULVLV WK H iRdustty, yarQadnowda3 @Gleas are increasingly

VPHOWHUV RI WKH 2UH ORXQWDLQV LQ 6IXRRLQIOQBZLDMWRLRQVY %XW PDQ\ FKDOOHQJHV PXVW

GHHS FULVLVY DW WKH EHJLQQLQJ RI WKRYHVUIKFMHHQWRU\HEHMDIIYH RQO\ RQH LQ WKUHH PHFKD

RI RYHUH[SORLWLQJ QDWXUH OHG WR WKRBJLR HFBHOIOCHGFREBPWYUHY KDV D FOHDU FRPSDVV ZKH

VKRUWDJH -Q KLV JURXQGEUHDNLQJ ZRah¢s té6 s@taibdbHit®; \0hlk Ori2 in four selects i ts

2HFRQRPLFD *HUPDQ FKLHI PLQHU + D QsUpi@dJaOcordim@to ecological criteria and nine out

&DUORZLW] DQDO\]JHG WKH H*HFWV RI DRIL@YERVWAH WHKHUWGCVWDLQDELOLW\ SRWHQWLDO LQ W

RQO\ WRZDUGV VKRUW WHUP SUR4WV D @G XAURW G HWK VHWKDOLXQVDVEE I G OHFKDQLFDO DQG SODQW H

IRUHVWU\ WKHUHE\ HQVXULQJ WKH O R Qidg Wustleentiiueé kb drivewckibgical transformati on.

IRUHVW DV D VRXUFH RI HQHUJ\ 9RQ &D&JHOREZUWOD UD PVWKRHUM KRHUMH ZLOO EH WKH HFRQRPLF H]F

FRQVLGHUHG WKH FUHDWRU RI WKH WHWA WKKNWBDYRXBPBHYLWO QRAQ@FHG DV ZHOO DV VWULQJIH(

LV FXUUHQWO\ YHU\ PXFK HQ YRJXH DJDUQQJ LQ FRUSRUDWH SROLF\ DQG PDQDJHPHQW VWUD
VD\V 'U %M, UQ )DON -QGXVWU\ ODQDJHU OHFKDQLFD
Engineering at Staufen.

* Hans Carl von Carlowitz: Sylvicultura Oeconomica - Natural Instruction
for Wild Tree Cultivation (1713)
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GREEN TRANSFORMATION

STUDY:

GREEN TRANSFORMATION
IN MECHANICAL AND
PLANT ENGINEERING

6WDWXV TXR LQLWLDWHG PHDVXUHV HeHF Winé dupf Wrknreckiaxisab and fdradtzhgheering co  mpa-
DV ZHOO DV D ORRN DW WKH IXWXUH IRU Wéslh Getindrty Qave e ievniskIveR thargbal of ope rating

RQ VWXG\ 6WDXIHQ $* FRQGXFWHG DQ diRat&nt&ial Ky 208%) EdtnpaRies no longer can or  want to
PRUH WKDQ PHFKDQLFDO DQG SODQW H Qignof@ ktheinsacalreBioimsBilnyg Althdugh the in - dustry is still
RQ WKH WRSLF RI VXVWDLQDELOLW\ lagging somewhat behind the automotive sector, iti s clear

that the green transformation has set a ball rollin g that can
no longer be stopped.




GREEN TRANSFORMATION .

How do you evaluate the following statements?

$IJUHH
Tend to agree

$IJUHH
Tend to agree

o~

0
91% 70 %

Our company still has ecological potential. 7KH HFRORJLFDO H*HFW RI PHDVXUHV WKDW RX|
implement is high.

We're in the initial stage: Mechanical and plant en ginee- ‘g
ring still has a lot of ecological potential. =
>
=
>
@
3
<
How do you evaluate the following statements?
26 %
sIUHH $JUHH
Tend to agree -
Tend to agree
84 %
Our company has to advance the green transformation  in The ecological transformation is too challenging fo  r us
order to be able to survive on the market. DV D FRPSDQ\ 7KH WHPSR VSHFL4HG LV WRR

The ecological transformation is too
challenging for us as a company. The tempo
speci ed is too fast.

£} OHFKDQLFDO SODQW HQJLQHH



SUSTAINABILITY

GREEN TRANSFORMATION

Does your company have a strategy for the
green transformation?

<HV ZH KDYH D JUHHQ VWUDWHJ\ WKDW
DUH SXUVXLQJ ZLWK GHWHUPLQDWIL

HY ZH KDYH D JUHHQ VWUD 0
) Vamm 46 %

WHJ\ WKDW ZHUH DUH SXUVXLQJ
ZLWK GHWHUPLQDWLRQ

35%

13 %

\ <HV EXW ZH DUH QRW LPSOH

menting our green strategy \—
consistently.” 16 (y
0

The advantage of the automobile industry: Nearly on e out of two <HV EXW ZH DUH QRW LPSOHPHQ
automotive companies already has a successful green strategy. our green strategy consistently.”

The sustainability concept is already an awarding
criterion for supplier selection.

0 0
2105 270 v 2304

'"RQ W DJUHY 20% BN e

A_$JUHH VRPHZKDW s
o

_/
55 % 27% =38 %

'RQ W UHDOO\ 'RQ W UHDOO\ $JUHH VRPHZKDW
agree agree

Need to catch up: Only one mechanical engineering ¢ ompany out
of four selects its suppliers according to ecologic al criteria.

: More information about

Study Green Transformation:

£} OHFKDQLFDO SODQW HQJILQHHULQIDD : 2ZZ HQ VWDXIHQ DJ JUHHQ WUDQVIRUI

©

'ﬂ' Automobile industry
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SUSTAINABILITY

“THE ENERGY-POLITICAL REVOLUTION WILL NOT BE ABLE TO ESCAPE HYDROGEN"

When Dr. Martin Fillenbach and Wilhelm Goschy appea red on
the screen during the videoconference about this ar  ticle, people
were nervous. No, not the CEO of the Solidpower Gro up (tuning in
from the company's headquarters in Mezzolombardo, |  taly) or the
Staufen CEO (tuning in from the Staufen headquarter s in Kdngen
near Stuttgart, Germany) due to the upcoming conver sation for the
Staufen Magazine, but politicians as well as privat e and industrial
gas customers. A few days before that, routine main  tenance of
the Nord Stream 1 gas pipeline had begun — combined  with worry
about whether Russia would switch the gas supply ba ck on after
completing the maintenance.

“The energy crisis as a result of the Russian attac k on Ukraine has
made the topic of sustainability more importanttha  n ever,” opined

PDGH HOHFWULFLW\ IURP JDV ZLWK RXU V\VWHPV

make gas from electricity. Put simply, we're turning our technology
around and moving into the manufacturing of systems for gene-
rating hydrogen.

Would large manufacturers of so-called green steel be
potential customers for you, for example?

LQ

$EVROXWHO\ WKLV VROXWLRQ FDQ EH VFDOHG HDVL

In Germany in particular, one sometimes has the im-
pression that when it comes to the energy revolutio  n,
the focus is not always on finding the best idea. W here

do you think Solidpower stands in this “competition  "?

*RVFK\ $OWKRXJK DV RXU *UHHQ 7UDQVIRUPDWLRQ VWXG\ VHH S

18) demonstrated, many companies previously had no  or only a
medium-term green strategy, the timeline for thish  as now been
abbreviated radically.” They are now feverishly see king new energy
sources and savings measures that can be implemente  d quickly.

An alternative is the Solidpower Group’s fuel cell  technology. “For us

There are still essential prejudices against hydrogen. Is hydrogen
just hype that nobody will be talking about in a few years? | don't
think so. In contrast: the energy-political revolution will not be able
to escape hydrogen. According to a McKinsey analysis, by 2030, in

DV FRQVXOWDQWY LW LV YHU\ H[FLWLQJ QRW MXVW WR KHOS 6ROLGSRZHU 4QG LWV

way from start-up to series manufacturer, but also  to be constantly
up-to-date on the technology side thanks to such an  innovative
customer and to gain insights into the energy suppl 'y of the future —
keyword hydrogen,” says Staufen CEO Wilhelm Goschy. In this inter-
view, Solidpower CEO Martin Fullenbach explains how Solidpower
—which has been part of the European Clean Hydroge n Alliance
initiated by the EU Comission since the middle of 2 022 — is currently
positioned and what politics must still do for the green transforma-
tion:

Dr. Fullenbach, what's so special about
Solidpower’s fuel cells?

Solidpower has been in business the past 16 years or so. As Mr.
Goschy mentioned, we are on the path from erstwhile start-up to
becoming an industrial company — we currently have 250 emp-
loyees.

Our specialty is solid oxide fuel cells, which are certainly the most
complex, but at the same time the most reliable technology in this
area when it comes to a constant load. In addition, we can use all
forms of gas in our fuel cells to generate electricity and heat — natu

21

DR. MARTIN FULLENBACH
CEO, SOLIDpower SpA

'U ODUWLQ )%OOHQEDFK KDV EHHQ &(2 RI 6R(

HU VLQFH

BUHYLRXVO\ KH RFFXSLHG WKFE

SRVLWLRQ IRU WKH H[FKDQJH QRWHG 6HPSHU
GLQJ 7KLV EXVLQHVV DQG 4QDQFLDO VFLHQV
H[WHQVLYH H[SHULHQFH LQ OHDGHUVKLS SRV
(XURSH DQG KDV KHOG OHDGLQJ SRVLWLRQV
RI WHFKQRORJ\ FRPSDQLHV LQFOXGLQJ 2HUO

7XUER DQG ($'6

UDO JDV /1* K\GURJHQ 7KH WZR PDLQ EHQH4WV Rl RXU WHFKQRORJ\
DUH VLIJQL4FDQWO\ ORZHU SRZHU FRVWYVY DQG PXFK JUHDWHU H]FLHQF\

than with conventional combustion of gas for
heat generation.

Previously, you deployed your technology in the for m of

micro power plants in private households and smalle r
commercial properties. Is deployment in the industr ial
sector conceivable in the future?

After the 1.5 KW system, we are currently developing an 8 KW
system. This means that we're already underway in the industrial
sector. Consider, for example, the cooling of logistics facilities for

the course of the EU’s Green Deal alone, the demand for hydro-
gen will exceed the foreseeable hydrogen production capacity by a
factor of two. Even if we're still a relatively small player,

we will play our role in this market.

How long will your technological advance lastin yo  ur
attempt to assert yourself against the slow-waking  “gi-
ants” with regard to the topic of hydrogen?

We are very familiar with the learning curve for solid oxide fuel

SHULVKDEOH JRRGV +RZHYHU WKH PXFK PR telis, dndliQreceRtDéais/we Nee Svebted approximately EUR 280

strategy change, will happen elsewhere. Because in the past, we

million in this technology — and that's just a rough estimate.



7KH 6ROLGSRZHU *URXS LV RQH R
OHDGLQJ FRPSDQLHV LQ WKH KLJK
UH IXHO FHOO WHFKQRORJ\ 62)&
JXHO &HOOV $W ORFDWLRQV LQ
6ZLW]HUODQG DQG $XVWUDOLD
nufactures and sells fuel cell systems for

SRZHU DQG KHDW JHQHUDWLRQ LQ
and commercial buildings.

TOP PICTURE:The Micro-KWK system is based on future-
oriented fuel cell technology.

In combination with the forecast excess demand for hydrogen,
| am therefore still very relaxed about the prospect of at least
5to 7 years.

In Germany, people like to associate the energy rev o-
lution with the hope that they can position themsel  ves

as technology leaders in this field in order to com pen-
sate for the loss of old domains — that is, combust ion
engines. Do you believe that this hope is realistic  with

regard to hydrogen?

The Koreans, Japanese, and Chinese are also very active here.
However, it is clear that Germany has decided to dedicate itself to
this topic. German technology will play a role here.

What has to happen in German politics so that
your prediction will be more optimistic?

In other countries, there are much more concentrated
measures. We are, after all, an Italian company. The Italian
state is very engaged with the topic of hydrogen and acts
as a single entity. That's why a true will to act is palpable,
while everything is always so complicated in Germany.

A start-up asks the question: should a company really
establish itself in Germany? The issues digital infrastructu-
re, poor mobile phone network, and management that is
largely still analog are widely recognized.

A short question to wrap things up: what is
currently your most important task as CEO?

| have two equally important tasks: to search for investors

and to search for talented employees. The younger gene-

UDWLRQ LV GULYHQ E\ HQWLUHO\ GL*HUHQW WKLQJV

were. The trinity: university degree, career, and money

GRHV QRW GUDZ SHRSOH LQ DQ\PRUH 7R 4QG WDOHC
loyees and make them loyal, you have to create working

conditions that win young people over in many respects

(sustainability, social responsibility, state-of-the-art labor

PRGHOV HWF 7KLV LV GH4QLWHO\ WKH JUHDWHVW

LW ZLOO GHFLGH ZKHWKHU D FRPEDQ\ LV 4W IRU WKF
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HOW TO FUEL GROWTH WITH SUSTAINABILITY

HOW TO
FUEL GROWTH
WITH

SUSTAINABILITY

<
HARGASSNER

> 700

7KH IDPLO\ RZQHG FRPSDQ\ +DUJDVVQHU KDV EHHQ RQ WKH PDU employees

\HDUV :LWK RYHU VDWLV4HG FXVWRPHUV DURXQG WKH ZR
IRU LWVHOI DV D SLRQHHU LQ HQYLURQPHQWDOO\ I[ULHQGO\ KHDW L
7KLV ELRPDVV KHDWLQJ WHFKQRORJ\ VSHFLDOLVW HPSOR\V PRUH W
DQG KDV D SURGXFWLRQ FDSDFLW\ RI RYHU ERLOHUV SHU \HDU
SHOOHW 4UHZRRG KHDWLQJ VI\VWHPV DUH H[SRUWHG WR FRXQWULHV

boilers per year

Export to
countries
MARKUS HARGASSNER MATHIAS HASIBEDER
Managing Director Assembly Manager
HARGASSNER Ges mbH HARGASSNER Ges mbH

STAUFEN MAGAZINE no.5 24



HOW TO FUEL GROWTH WITH SUSTAINABILITY .

MAGNO
Modern industrial heating equipment
for more extensive heat requirements

L]
™ -
L b

Experience biomass live

“Sustainability,” says Markus Hargassner, “is part of our DNA and
visible everywhere. For example, we do our own fore st manage-
ment. Every heating system that leaves our factory is based on
timber from our forest.” In 2016, Hargassner create  d a 25,000 m,
energy park with poplars, meadows, elephant and sid a grass in
order to conduct experiments with new kinds of fuel  , always on
the hunt for new heating materials for the future.

ALITIGVYNIVLSNS

In 2019, the company was expanded to include the 60 00 m, Ener-

gy World. A new training center was built, a custom er center with

DQ LPSUHVVLYH ELRPDVV ZRUOG DQG VWDWH RI WK
Right in the middle: the “village square,” which em ployees use for

short breaks and a lot of communicative exchange.

7KH FRPSDQ\ V VXFFHVVIXO KLVWRU\ EHMa@RuZHhanissBerSsipRRILOYtHe MildDg\expansio  n. “We
$QWRQ +DUJDVVQHU PDGH WR KLV ZLIH asked Guriekésof@e\sRouldDyokdioDdiiusriers — o if our
VI\VWHP WKDW \RX QHYHU QHHG WR VW R NhstomeRs$h@uldl Conv totis Kok pevien@elnow we ex  emplify

technology options at the time were completely unsa tisfac- VXVWDLQDELOLW\ :H YDOXH WKH SUR[LPLW\ WR RX
tory in the mind of this tinkerer and entrepreneur. A lot has to them so we can learn what motivates them and wha t they

happened since then. Four decades later, the Hargas sner want. Ideas for further innovations and improvement s come

brand stands for innovative heating systems with th e lowest from these conversations.”

HPLVVLRQ YDOXHVY DQG WKH JUHDWHVW H]FLHQF\
Furthermore, Energy World is a commitment to the re  gion and

Meanwhile, Markus and Anton Junior have followed in  the to the employees. As a family entrepreneur, Markus  Hargassner

footsteps of their father, Anton, who was always on  the go. regards this as his duty. “Here in the region, we a re a preferred

Carrying on his pioneering spirit, they constantly  examine employer, probably also because we make sure thatt he working

proven ideas and seek better solutions in orderto  keep FRQGLWLRQV DUH JRRG ZH UH DOPRVW D IDPLO\

advancing biological heating.
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. HOW TO FUEL GROWTH WITH SUSTAINABILITY

“I was already familiar with
Lean Management methods,
nevertheless | was surprised by
how we, with the help of Staufen,
were able to achieve a significant
improvement in balancing and

Planning of a new assembly hall

The company believes it is on the right path, butt he tempo
of development keeps reminding people to pause in o  rder to

consider new, still better solutions. When it was t ime to plan lead times.”

a new assembly hall, the heating system manufacture rre-

garded this as an opportunity to take another caref  ul look at MATHIAS HASIBEDER

LWV DVVHPEO\ OLQH :LWK :HUQHU /DXE D Assembly Manager, at HARGASSNER Ges mbH

WDNH ORQJ WR 4QG D SDUWQHU ZKR XQG
philosophy and could support it expertly and as ap artner
during further development.

7KH SODQQLQJ RI WKH QHZ DVVHPEO\ KD(
ty to examine the existing production system once a gain and
to re-establish it according to lean principles. Af ter extensive
analyses of existing production and logistics proce sses, an
optimal rough concept for the new assembly hall was  deve-
loped, one that implements a sensible chaining of a ssembly
and both upstream and downstream processes.



HOW TO FUEL GROWTH WITH SUSTAINABILITY .

With the setup of a lighthouse area for the assembl 'y

RI WKH K K N: 1IDQR B3HOOHW ERLOHU DFF|
SULQFLSOHYV LW ZDV SRVVLEOH WR VNHWEFK
higher area productivity. The insights gained were

XVHG WR GHVLJQ WKH 4QH SODQQLQJ RI WKI
and implement logistics processes in the new hall.

Assembly Manager Mathias Hasibeder expresses his

satisfaction about the course of the project: “lwa s

already familiar with Lean Management methods, but

| was surprised how, with the help of Staufen, we w ere

DEOH WR DFKLHYH DQRWKHU VLIJQLA4FDQW LF
balancing and lead times.”

Striving for perfection

While the planning and implementation of the new
assembly line were in the works, employees were
trained as lean experts and Shop Floor Management
was introduced for continuous process improvement
purposes in order to anchor the changes in the pro -
cess for the long term.

ITIGVNIVLSNS

5RELQ 6FKRUQ RI 6WDXIHQ $* SUDLVHG-WKH
managers were not skeptical and they had no reserva -

tions from the very beginning. The employees quickl y

recognized the added value of the program. All proj ect

participants are already busy exemplifying

the continuous improvement process on the new

assembly line.”

In the future, these good experiences from assembly
should also be transferred to other areas. The Har -
gassner brothers are convinced that the Lean Ma-
nagement methods are the right solution and they ar e
motivated to establish a comprehensive improvement
culture at the company. Markus Hargassner grins:
O\ EURWKHU DQG - DUH SDVVLRQDWH WHFK:
IRU XV WR DFFHSW VROXWLREBY WKDW DUHQ

TOP IMAGE
Setup of the Cardboard X line for a test
of the assembly concepts

BOTTOM IMAGE
; OLQH LQ VHULHV VWDEOH RSHUDWLRQ




POLISHED &
PROFESSIONAL

:LWK LWV FDPHUD FRQWUROOHG KRHLRQWPDFWK@HWVIWNKH RYHU 6WHNHWHH V 0DQDJL
'XWFK FRPSDQ\ 6WHNHWHH KDV EXLOWMMQDPGF KRXWWPHUBHW WR ZRUN ZLWK 6WDXI
DV D QLFKH SURYLGHU LQ DJULFXOWXWBROHZWKE FRRSMERO :LWK VXFFHVV $QG WR F
DQG VR ZDV D SHUIHFW 4W IRU WKH SWHW IRFRKRDRN WBE® FRQWLQXH RQ LWV JURZWK
DIJULFXOWXUDO KHDY\ZHLJKW /(0.(1 6SQWRNEWUWHNYRLOHHMWYHQ PRYH LQWR D QHZ IDF
WKH SURFHVV VWDQGDUGY DQG .3-V KNP WBDKHMHD\GD WRIIMEVIHGDDQ :HOO GRQH

QHZ *HUPDQ SDUHQW FRPSDQ\ DV TXLFNO\ DV SRVVLEOH
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However thorough the preparations, residual risks and take-

RYHUV DUH QHYHU IDU DSDUW 'L*HUHQW SURGXFWLF

corporate cultures can mean that the merger does not proceed
as originally planned. This could also have happened with the
Steketee and LEMKEN merger: "As a result of the innovative pro-
ducts and a motivated young workforce the potential was huge.

%XW WKH SURFHVVHVY DQG VWUXFWXUHV ZHUH PLVVI

the demanding LEMKEN standard", was how Managing Director
Schouten summarized the situation at that time. So, immediately
after the take-over in 2018, Schouten started the restructuring

to align the organization more closely with the parent company's
requirements.

Saving herbicides in a way that make
economic sense

The expectations placed on the highly innovative and formerly

owner-managed company were high. The camera technology deve-

loped by Steketee itself enables their hoeing machines to recognize

individual plants and uproot the weeds mechanically. Farmers

ZHUH WKHUHIRUH DEOH WR VDYH RQ KHUELFLGHYV

W

EHQH4W DQG WKH JHQHUDO EHQH4W RI WKH HQYLURC

no question marks raised against the products and their under-

O\LQJ WHFKQRORJ\ DIWHU WKH WDNH RYHU WKH\ 4W

LEMKEN portfolio. However, the reorganization of the processes
reminiscent of a workshop could not be delayed.

ALITIGVYNIVLSNS

The hoeing machines use camera technology to recognize individual
plants and uproot the weeds mechanically.



SUSTAINABILITY

lljan Schouten needed to address a whole series of challenges at :H 4UVW KDG WR FUHDWH D EDVLF VWUXFWXUH EHIR
the same time: the next step alongside Staufen" Schouten explained. "We joined
forces at the beginning of 2021 to start a top-down/bottom up
¢ retaining the high level of motivation among the analysis. This gave us a foundation for the rapid and pragmatic
'XWFK VWD DQG GLVSHOOLQJ WKHLU PLVJ1IGHQWV AFORKVR QV RHMWK B HAKDQJHV ZH KDG WR PDNH L
*HUPDQ RZQHU in the subsequent implementation project.” In the course of the
D reorganizing structures and production processes, and joint work in the project team, the operations, purchasing, R&D

PDLQWDLQLQJ WKH VWHDG\ JURZWK WUD NDBNRYDQFH IXQFWLRQV ZHUH WKH VXEMHFW RI SDU
DOO ZLWKRXW ORVLQJ VLIJKW Rl SUR4WDHEH[GHWWY LQ HDFK 4HOG 6XFFHVV VRRQ DUULYHG L
success. LEMKEN Managing Director Anthony van der Ley: "This

It was evident from the outset that Steketee's technology and inno- development spectacularly demonstrates that we got the take-over

YDWLRQ GULYHQ SURGXFW UDQJH DOVR KDG absgluiel right! BvihFite/teb@ df goungKatented pedple @nid @ore

processes. So, Schouten set about implementing an ERP system experienced colleagues, Steketee is making a major contribution to

DQG LQWURGXFHG D ZHOO RUJDQL]JHG F O D V Vdhapirg AhleRviponmentallyfRerili tRa@siorzdhatidhiin agriculture

documentation in the manufacturing bay. XVLQJ QHZ WHFKQRORJLHY DQG SDUWLFXODU DUWL4
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Nicola Lemken, owner, LEMKEN GmbH & Co. KG., and
$QWKRQ\ YDQ ®l&hbgingiDirector, LEMKEN GmbH &
Co. KG at the site of the new Steketee factory

Developing full potential with a new factory

The timing of the successful completion of the rest  ructuring 7KDW 6WHNHWHH ZDV QRZ 4QDOO\ DFFHSWHG LQWR
DQG WKH DFFRPSDQ\LQJ VLIJQL4FDQW L-QF U tith thel val@@s\i¥ ikasl ugh®l® fQr Rlmbsd 25Dy éars  was made very

formance was perfect as the lease for the old facto ry expires clear by LEMKEN owner Nicola Lemken on the occasion of the

in 2023. Plans therefore had to be made for the fut ure, and as announcement of the future site in spring 2022: "We  are delight-

LEMKEN has a policy of manufacturing in buildings i t owns, the ed that we have found a site close to the old one s o that all the

Group decided to go for a new building costing EUR 18 million for VWDe FDQ H*RUWOHVVO\ PRYH WR WKHLU MREV LQ
which Staufen also provided consultancy and plannin g services.
"With its new factory in Dinteloord close to the pr  esent site in

South Holland, Steketee will be able develop its po tential and use
WKH RSWLPLIDWLRQ WRROV WR WKHLU IXOO ngll?(H g_II:JREQFL-I\éSI
ZRUNVWHSYV ZH UHVWUXFWXUHG RU ZLOO U U

tuned to suit the new optimized manufacturing envir ~ onment”,
said Staufen consultant Christian Sprenger.

ALITIGVYNIVLSNS

Steketee

ODFKLQHIDEULHN 6WHNHWHH % 9 LV RQH RI
FRPSDQLHV LQ WKH DUHD RI ZHHG FRQWURO
WDUJHWHG DJULFXOWXUH ZLWK LWV IRFXV RC
FDPHUD FRQFHSWV IRU DXWRPDWLF PDFKLQH
7KH 'XWFK FRPSDQ\ KDV EHHQ SDUW RI WKH /
*URXS VLQFH



. TRACKING CARBON FOOTPRINT IN THE SUPPLY CHAIN

IN THE SUPPL
CHAIN

INEC n

The topic of climate protection is now being taken  very seriously or has been proven. But the basic aspects are appli ed around the

by the manufacturing industry. Political climate pr  otection targets world. Scope 1 Emissions, for example, refer to dir ect emissions

at a global and national level contribute to this.  But the market is of greenhouse gases — primarily carbon dioxide —i. e., at the com-

also increasingly demanding accountability for the  climate rele- SDQLHV VLWHV 7KLV LV WKH HDVLHVW WR GHWHUF
vance of products and companies. This is most clear ly illustrated based on the consumption of fossil fuels.

by announcements from many major corporations that strive

for so-called climate neutrality in the coming year s. As a result, Scope 2 Emissions are indirectly related to externa Ily purchased

supplier companies are also being held accountable. It starts with energy, in particular electric power. Here, balanci ng becomes

the question of what the balance of greenhouse gas  emissions PRUH GL]FXOW 'R \RX FDOFXODWH ZLWK WKH GDWD
looks like and continues with discussing plans tor educe those pliers or with the national average values, the so- called electricity

emissions. Figures and appropriate measures — this  is what the mix? There are good arguments for both, or objectio ns to both.

focus will be going forward. However, companies have the most problems with acco unting for

other emissions, e.g., in the supply chain or in th e use phase of
<HW HYHQ SURYLGLQJ DGHTXDWH 4JXUHV Lpoduc.IThEXatewefan & \Yd\as Jadpe 3 Emissions . For downs-
Greenhouse Gas Protocol, an initiative of various n  on-govern- tream emissions, there is no getting around a Produ  ct Carbon
mental organizations, has become the standard forr  eporting a Footprint (PCF), which also includes the use and di sposal phase.
FRPSDQ\ V JUHHQKRXVH JDV HPLVVLRQV 1RWatkanhOnlRbe lsévolsy prépered foiQndiMidual  cases and is a
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©
scope
analyzer

MARIO SCHMIDT

Physicist, environmental scientist and professor of  ecological business management at Pforzheim

University. He heads the Institute for Industrial E  cology (INEC) and is a member of numerous com-

PLVVLRQV RQ VXVWDLQDELOLW\ FOLPDWH SURWHFWLRQ DQG UHVRXUFH H

science in itself. For this reason, separate standa rds apply to this, LV SDUWLFXODUO\ FRQ4GHQWLDO IRU FRPSDQLHV
e.g., ISO EN DIN 14067. can also specify scaled purchasing data so that abs olute values

can remain with the company. The purchased goods ar e combi- p
Large emissions mostly occur when raw materials ned into groups of goods anyway, and as such can no longer be =
are extracted in distant foreign countries LGHQWL4HG LQ LQGLYLGXDO FDVHV )E’

@

In the supply chain, on the other hand, the problem  arises that in- The calculation of supply chain emissions is based on average :
formation often has to be obtained from hundreds or , in the case values for the groups of goods from the respective  countries and, 2
of large companies, even thousands of suppliers, an d this on an of course, does not represent the real supply chain  of a company.
LOWHUQDWLRQDO VFDOH (YHQ WKHQ \RX ZRKB G IR\ KDHUHY HIRVHV IRREG HVWLPDWH DQG KRW\
direct suppliers, so Tier 1. Yet, what about the up stream supply allowing many conclusions to be drawn, e.g., whethe r certain raw
chain to the end? This data eludes any practical co llection, but it materials or intermediate products should be source  d from other
is highly relevant, because a large portion of emis sions mostly oc- countries in the future. Corporate purchasing depar  tments will
curs where raw materials are extracted and processe d in distant increasingly have to deal with these issues.
IRUHLJQ FRXQWULHYVY RIWHQ ZLWK RQO\ PRGHUDWHO\ HIFLHQW WHFKQRORJ\
and using fossil fuels. Even more accurate estimates would be obtained if s uppliers

also used scope3analyzer for balancing. Because the y would then
However, there are methods to estimate emissions in  the supply accurately determine their Scope 1 and 2 emissions, and only
chain. For this purpose, international trade data a nd country-spe- their supply chain would be estimated with average  values. You
FL4AF HPLVVLRQ EDODQFHV DUH XVHG 7KH -—-@udgb deepedr Bnd &eeper in the supply chain and  eventually
Industrial Ecology at Pforzheim University, togethe r with the even determine the exact Scope 3 emissions balance. Therefore,

+DPEXUJ EDVHG FRQVXOWLQJ 4UP 6\VWDLQ ONMKG®G WHRHR ODINO RUKWKHGEDY HFRWK *HUPDQ DQG (QJOLV
think tank Industrial Resource Strategies, has deve loped a free

web-based tool that makes it easy to determine emis  sions in the After balancing, the real work begins:
supply chain. The “scope3analyzer” was released in spring 2022 reducing emissions
(https://scope3analyzer.pulse.cloud/). The tool was  supported
with funds from the state government of the German state of The real work begins after balancing, namely reduci ng emissions.
Baden-Wirttemberg. Monetary compensation or the mere purchase of green electri-
city, whose origin is often dubious, is not a solut ion in the long
In the scope3analyzer, a company can enter the purc hasing term. Over time, it only makes sense to switch to e nergy and
YROXPH VXEGLYLGHG DFFRUGLQJ WR GL*HUPIQWHUURXOSM]RLHRWGCGWHIFE@Q RORJLHY WR UHQHZDEO
countries of origin, in euros. The tool then calcul ates the emissi- low-emission upstream products. Every company can p lay its own
ons that occur in the supply chain worldwide. The d  ata entered part in this.

remains anonymous and is not stored, because purcha sing data
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REDUCING THE
CARBON FOOTPRINT
IN THE

VALUE STREAM

The Staufen goGREEN approach supports the
formation of low emission supply chains in four phases:

3KDVH - 3KDVH —--— 3KDVH ——- 3KDVH -9
Selection of a product family Analysis of the emissions along Green value stream design & preparation :
. Implementation
and scope the value stream of an action plan

3URG XL

THE ROAD TO LOW EMISSION VALUE CREATION IS TRAVELLED IN ITERATIVE, CONTROLLED CYCLES
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REDUCING THE CARBON FOOTPRINT IN THE VALUE STREAM (’)

0*5((1 SURMHFWYV PDNHRRWBHULEDW LQ WKH Y H .
: (( R Q ng Green value stream design

stream network visible to all. Areas needing action are
LGHQWL4HG DQG WKH PHDVXUHV IRU WKH VXVWDL?DEOH UHGXFWLR
e carbon Tootprint reveals where action’is necess ary and
RI WKHVH HPLVVLRQVY DUH LPSOHPHQWHG RS WKH EDVLV RI
QDEOHYVY SRWHQWLDOV WR EH TXDQWL4HG

emission calculations.

Social, legal and economic pressure to act responsi bly in the

face of climate change and reduce emissions is incr easing. O

&RQYHUVHO\ DQ H*HFWLYH VXVWDLQDELOLW\ V SSRU

tunity of securing and increasing market shares. '

O 1 Selection of a product family and scope The key activities include the grouping of the supp ly chains

I into resilient regional value-creation centers (loc al for local)

Selecting a product family is a prior condition for  the value and the development of suppliers for the joint manu  facturing of

stream-oriented emission approach. If there isala ck of focus on sustainable products.

products which pass through similar sections of the  value stream

network, the complexity is likely to strangle the p  roject before it 7KH DUHDV QHHGLQJ DFWLRQ DUH GH4QHG LQ VSHF
even begins. measures, each prioritized according to their indiv  idual potential

DQG WKH QHFHVVDU\ WLPH H*RUW DQG FRVW
Scope 1 and 2 emissions incorporate the emissions o f the loca-

tions under direct operative control, whereas the |  ocations of the — g
supply chain produce the Scope 3 emissions. The all ocation of 04 Implementation S
the emissions to items in the value stream, thatis to say to loca- E— j%
tions and transportation stages, is more important for deriving The implementation of the measures is an iterative  process ;
optimization activities than mapping the emissions  in the scopes. as a low emissions value creation network can only  be achieved =
Not every single piece of data on the items in the  value stream in multiple steps. Staufen relies on tried and test  ed tools for h
QHWZRUN FDQ EH LGHQWL4HG ZLWK UHD VR @B RrackssE BepahdiBy@iGthel eifddthie, imildmént  ation is by

is why careful selection of the area of study in th e supply chain means of agile or deterministic project management. MW

is necessary. Emission models which calculate the e missions
EDVHG RQ DYHUDJH YDOXHV SURYLGH JXLGDQFH IRU GH4QLQJ WKH DUHD
of study.

02 Emissions analysis along the value stream

Emissions originate from just a few emission driver s in the sup- GO tt“
ply chain. It is the manufacturing processes of the  upstream pro- G?..
ducts (e.g. metal manufacturing), energy supply, lo gistics and the

production processes for the various components (e. g. machine f#

building) that are the prime emission generators.

The emissions are allocated to the items in the val ue stream. The !
result is a structured carbon footprint of the valu e creation net-
work. In the hotspots, the emissions in the individ ual locations
can be broken right down to the process level. When  calculating
the emissions at location and process level, Staufe n cooperates
with its expert partner Fokus Zukunft.

©

g <RX ZLOO 4QG PRUH RQ WKH VXEMHFW
in the whitepaper JR*5((1 FRPSHWLWLYH
ness and future viability":

ZZ2Z HQ VWDXIHQ DJ ZKLWHSDSHU JR JU
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. “OUR GOAL IS NOT TO SPEND A CENT MORE ON ELECTRICITY IN THE FUTURE" g
—

"OUR GOAL IS NOT TO

SPEND A CENT MORE
ON ELECTRICITY IN
THE FUTURE”

$V D VXSSOLHU RI GLH FDVWLQJ WHFKQRORJLHV 2VNDU )JUHF
LQ DQ HQHUJ\ LQWHQVLYH HQYLURQPHQW 7KDQNV WR H]FL}
VXVWDLQDEOH SODQQLQJ WKH KLGGHQ FKDPSLRQ ZDV DEGQ
HQHUJ\ FRQVXPSWLRQ O0DQDJLQJ 'LUHFWRU 'U 7LP 1LNRQ
YLHZ KRZ WKH WUDQVIRUPDWLRQ VXFFHHGHG DQG ZKDW
SOD\V LQ WKH JUHHQ WUDQVIRUPDWLRQ

DR. TIM NIKOLAOU

is a mechanical engineer and holds a
doctorate in economics. As Managing Director,
he has been responsible for the entire
operational business, including development
of Oskar Frech GmbH + Co. KG, since 2014.
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Dr. Nikolaou, in 2015 you initiated an initial ener gy au-
dit at Oskar Frech, and a year later you launched a lean

project with Staufen. Since then, you have consiste ntly
linked sustainability and process optimization. Is  this a

financially successful combination as well?

-W SD\V R LQ PRUH ZD\V WKDQ RQH -XVW D IHZ 800

emitted around 2,800 metric tons of greenhouse gase s each
year from our three plants. Now our emissions are a t zero. At
the same time, our electricity costs fell from arou  nd one million

(CO,-reduction
(tons/employee):

45%

-(7%
greenhousegas-
emissions (TCO2)

Approx.

employees

Founded in

HXURV D \HDU WR HXURV DOEHLW DW D VLIJQL4FDQWO\ KLJ 1949

per kilowatt hour. Extrapolated to the current pric e level, our
electricity bill today would be 2.5 million euros p  er year. Thanks
to the combined heat and power plant, PF systems, e nergy-rela-
ted renovations, optimized production, and smaller savings such
DV VZLWFKLQJ WR /(" OLJKWLQJ 4[WXUHV
reduce the amount of electricity purchased. We have  also been
sourcing CO2-neutral electricity since 2020. This m eans that our
production is already climate-neutral in Scope 1 an d Scope 2,
and by 2030 we also want to achieve this mark in Sc ope 3, i.e.,
including indirect emissions from the supply chain.

— =

z
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H ZHUH DEOH WR VLJQL4FDQWO\

Oskar Frech GmbH + Co. KG from Schorndorf is the world's lea-
ding supplier of die casting technologies: small die cast parts
such as zippers as well as car body parts or engine blocks are
produced on Frech die casting machines.
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“We always operate with three
key directions in mind: lean,
digitalization and sustainability.

Many companies are planning far-reaching sustainabi - How does the lean project you launched with Staufen  in

lity projects, but the Staufen study “Green Transfo rma- 2016 fit into the sustainability efforts?

tion in Mechanical and Plant Engineering” shows

that only one in three companies actually gets it r _ight. We always operate with three key directions in mind : lean, digita-

How did you manage to implement it? OLIDWLRQ DQG VXVWDLQDELOLW\ -1 IRU H[DPSOH

in the work process is not right in producing casti  ng units, we
‘H VWDUWHG ZLWK DQ HQHUJ\ DXGLW WR 4Q4URWWZIKHURK ZHFUYWDQIK MIFGHQF\ WKURXJK OHDQ

what development needs we have. On this basis, we t hen esta- XVH GLIJLWDO WRROV $QG 4QDOO\ ZH-OLQN FRQVYV
blished and expanded a small energy management team , with ment activities with the topic of sustainability.

PDQDJHUV DUHD PDQDJHUV DQG H[HFXWLYH SRVLWLRQV 7KH 4UVW WDVN

was to gather information and reveal potential. To  this end, for For us as a company, though, not only is our own pr oduction

example, we brought apprentices on board as “energy  scouts.” UHOHYDQW EXW DOVR WKH VWHSV EHKLQG LW IUR
Among other things, they took compressed air measur ements recycling. That is why we bought a company last yea r so that in

and determined where leaks were occurring. We then  worked the future, for example, we can feed aluminum rims produced on

through the list bit by bit. These were only small measures, but our machines back into the materials cycle.

they saved hundreds of thousands of euros per year. A combi-
ned heat and power plant is a more recent larger pr  oject that
paid for itself within two years. At the same time,  we purchased
two electric Smarts for traveling between the plant  s.
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“OUR GOAL IS NOT TO SPEND A CENT MORE ON ELECTRICITY IN THE FUTURE" .

Is recycling a new business model for Oskar Frech? Are SMEs generally the more sustainable companies
due to their corporate and ownership structure?

As far as our core products are concerned, recyclin g and refur-

bishing have always been a topic. Used machines are also over- Look, we are in die casting technology, an industry  with a high
hauled and reconditioned in our plants. This is wor th it because HQHUJ\ ORDG (QHUJ\ HIFLHQF\ RQ WKH PDFKLQH K|
the service life of our machines is very long. If w e can get a Frech always played a major role for us. In addition, as a medium-sized
machine from the used market, we will gladly take i t and then and family-owned company, we always think across ge nerations
ReHU LW IRU VDOH DJDLQ DV D UHIXUELYVKH&frotQQskér F(AcS td F/blRyan® kre¢iPdan@row td his  grandchil-
customers, for whom a new machine is still too expe nsive, can dren. Family entrepreneurs want to leave behind the  best possi-
immediately put a high-quality production line into operation ble living conditions and act as a regional anchor. High ecological
with a used machine. awareness is anchored in the corporate philosophy.

How do you engage your suppliers regarding ESG? What “green projects” do you want to implement next  ?
As a company, we have a responsibility. That is why in 2018 we We are currently planning a central warehouse, whic h should be
established a Code of Conduct (Corporate Social Res ponsibility) ready by the end of 2023, with greenery and a PV sy stem. This
that applies to the entire Frech Group worldwide an  d covers the will be built without fossil fuels (KfW 40) and wil | also sustainably
WRSLFV RI SHRSOH SUR4WDELOLW\ HQYL Ul the QnnisDaidd bdildirgUQur goal isn6Gt¥ R o spend a cent
communicate very clearly to our suppliers what our  vision is and more on electricity in the future. That is a big go  al, but we need
where our journey is going, and ask for appropriate  self-disclosu- to venture forward so that our customers can alsos ee what is

re. We started with the large suppliers, and now we  have reached possible. H
the smaller companies in the supply chain and have already
received signed self-disclosures from 140 suppliers

ALITIGVYNIVLSNS

“That is a big goal, but we need
to venture forward so

that our customers can also
see what is possible.

DR. TIM NIKOLAOU
Oskar Frech GmbH + Co. KG
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SUSTAINABILITY

MORE BUSINESS, MORE PLANET

MORE BUSINESS,
MORE PLANET

BUSINESS MODELS FOR
AND WITH SUSTAINABILITY

JULE BOSCH UND
LUKAS BOSCH

are independent consultants, speakers and authors.

Based on megatrends and design thinking, they ques-
tion the status quo and ensure, both in consulting
jects and with their own ventures, that sustainabil
recognized as a potential for disruption and theref
above all, as business potential. Together they fou
the biodiversity start-up Holycrab! and wrote the b
L,OKOnomie* published by Campus Verlag.
We are at a tipping point. And by this we do not me an an expo-
nentially negative spiral of extreme weather events , water scarcity
or climate heating — at least not directly. The tip ping point we are
referring to is more societal: the C-levels of ala rge number of

companies have suddenly become serious about eco-tr ansforma-
tion. At least that is if you follow how often the  statement is made

that a company has “anchored sustainability in its  own DNA". DQG 4UVW DGGUHVV WKH TXHVWLRQ RI KRZ WR Gt
The fact is: Companies today understand that they a re one of the models. In the systematic and conscious design of t his “DNA”
biggest causes of our planet's problems. The sea le vel s rising lies an enormous lever for success, namely the poss ibility of very
DQG WKH & OHYHO LV ULVLQJ WRR DQG FRESDHE@LHKNDIDWH YWANRKDS IVQUDYWINILXQH FMURHDWLRQ RQ WKH
do something. aspects and thus saving not only the future of all  of us, but also
very concretely and tangibly that of one's own comp  any. Simply
A core element of the transformation will be to ens  ure that waiting and seeing is even worse in this ongoing an d indisputably
“anchored in DNA” does not remain lip service, but is actually necessary sustainability transformation than in all  other transfor-

LPSOHPHQWHG +RZ LV WKH '"1$ RI FRPSDQ L m@tidddeldre W tecdo hétkiRgodiseélves, others  will do it, or “it
-Q WKH EXVLQHVVY PRGHO RI FRXUVH -Q W WilljuitDhappeR.PTB lQuizdfd FdisHitiovHas ar sk factor that
value for their customers, generate revenue in retu  rn, so that the LV GLIFXOW WR FDOFXODWH H[SDQGYVY HQYLURQPHQ\

bottom line provides a positive return and/or growt h prospect. numerous interwoven environmental factors of our pl anet.

Our thesis: If companies want to move from beinga  problem to Transformations in the business model are complex, and the

being part of the solution in the face of our plane t's ever worse- VWUDWHJILF FRQVLGHUDWLRQV DUH FRPSDQ\ VSHFL:
ning problems, they must purposefully redesign thei  r business is clear: The goal is to actually create value with out destroying

models. Paradoxically, they can take inspiration fr om — yes, value elsewhere, i.e., resources, livelihoods, etc. Sounds trivial at

indeed — Amazon on this one. Why this hyper-capital ist monster 4UVW EXW XQIRUWXQDWHO\ PRVW EXVLQHVV PRGHC(
that renounces all eco-social values? Well, we'll | eave that as a work that way.

OLWWOH FOL*KDQJHU IRU QRZ
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YRU H[DPSOH OHW V ORRN DW WKH GLe*H U H QEdignBHWd$Y aBo FoRkRIY & Quiness @bde  Is. We called

yogurt brand and an example from our book, the Dano  ne Gra- WKH PRGHO UHJHQHUDWLYH 5\ZKHHOV LQ WKH ERF
PHHQ FRPSDQ\ ZKLFK LV 4JKWLQJ FKLOG P DWR XWKWHL W1\ R IQHIH®D ¥ DRIJOMHEHMD Q EXVLQHVYV DXWKR I
with nutrient-rich yogurt. The second business mode | is based metaphor comes from physics. Flywheels are driven by an initial
on a distribution model that creates jobs in additi  on to the value impulse and then accelerate themselves further and  further.
of the product, because the ultra-cheap yogurts are  not only $PD]J]RQ IRXQGHU -He %H]RV SUREDEO\ FUHDWHG WK
produced locally, but also transported to every rem  ote commu- HOQWUHSUHQHXULDO 5\ZKHHO +HUH WKH GLYLVLRQ
nity by mostly female employees using a commission  model. The way, so that at a certain point, growth momentum be  gins to set
business model module "bring to the customers"ist herefore in, from within the business model. So, apart from the fact that
deliberately designed and optimized on the basis of  eco-social this company itself would probably not receive an a  ward for ex-
criteria. ceedingly high ecological-social ambitions, there i s a lot to learn

from it. Linking growth and planet (i.e., ecologica I-social impact)
This means that if we design business models clever ly, we can DW WKH FHQWHU RI WKH 5\ZKHHO FUHDWHY D UHFLS
ultimately create regenerative business models that  consolidate in which more business leads to "more planet" and v ice versa.
social structures through their business activities , regenerate This way, economic and ecological growth scale in a n interlocked
QDWXUH DQG UHVRXUFHV DQG DW WKH VD PiHaedr.FSHst&ndbility ¥nerHiaxistor®dffRi8 X ¢osl V factor for
and services for their customers. This development s just begin- FRPSDQLHV WR DQ RSSRUWXQLW\ DFWXDOO\ 4QGLC
ning to gain momentum. It is closely linked to thin  king in terms of “DNA” of the company. W

circular economy as well as cradle-2-cradle, but go es beyond the
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“COMPLEXITY AS THE MAIN COST DRIVER” .

Dr. Weiss, the field of indirect areas ranges from R&D, that is better than anything available on the marke t. But to do

HR, to Sales, to name just a few. Is there anything that this, you have to think outside the box and then in  side the box.

these areas have in common? Product managers are expected to be the entrepreneu rs inside
the company.

Well yes. In each area, complexity is the main cost driver. We E

are living in times of hyper-competition. Everyone is doing their It would almost seem that the efficiency problems

EHVW WR DOZD\V R+HU WKHLU FXVWRPHUV RQt@\indircet areds \are motweingHegolwe Ibesaus e

simply does not work. management is shying away from the upstream major

moves and sometimes painful cuts.

What can we do to reduce the level of complexity?

| can only underscore that. Management does need to  make
By giving some thought to which target groups to se  rve with FOHDU GLUHFWLRQDO GHFLVLRQVY DQG JLYH FOHDU
ZKDW NLQG RI R*HU 2U PRUH LPSRUWD QW OWhaZ K impdttant Brid vHatshd ldRwe $dve out.
should no longer be served. This is exactly the que stion that so

many companies are struggling with. Shortly after |  started at What key indicator do you use to measure whether an

FEIN, we pulled out of 60 small markets to focus on  our own 15 indirect area is operating efficiently?

national companies. That eliminated quite a bit of ~ complexity

on the sales side, and all of a sudden we had enoug h capacity My favorite indicator is the cost of human resource s in relation

WKHUH WR JHQHUDWH FRPSOHWHO\ GL-*HUHQ WIu@ adBds Hveaf tie, XQrelsive dogt bldk R Wet unit must

markets that we consider critical, instead of havin g to tediously EH UHGXFHG 7KLV LV QRW DFKLHYHG E\ SXVKLQJ V
drum them up from around the world. and faster, but instead by identifying the major co st drivers and

learning to control them.
What will happen in the indirect areas after the
strategy has been streamlined? What is the minimum benchmark that companies

should strive to achieve here? o
They will need to analyze exactly which processes h ave not yet 0
been standardized. Ultimately, they are the biggest  capacity If we add the total payroll costs (by adding direct and indirect Z
JX]]JOHUV DQG WKXV WKH VRXUFH RI LQH]F Laie@dj o titeDrue BRIEIS DeQ satey minus mater ial, minus g
still believe that only they understand how theiri  ndustry works. extended workbench — we would come to the following scale for z
However, if you look at state-of-the-art ERP soluti ons, you can the manufacturing industry:
see just how many processes can now be standardized and,
more importantly, digitalized. ¢ below 40 percent is excellent,

¢ below 50 percent is good,
Do you have an example of a typically non-standardi zed + between 50 and 60 percent there is still plenty o f
and thus inefficient processes? room for improvement, and

* above 60 percent becomes existentially dangerous.
-1 D VHULHV PDQXIDFWXUHU VXGGHQO\ WULHVY WR R*HU FXVWRPL]JHG VROX
tions or services, it won't be able to do so with i ts existing ERP. ORVW LPSRUWDQWO\ WKLV NH\ 4JXUH LV UHS5HFWH(

So what happens? They start tinkering with Excel wo rkarounds. margin. Many people still do not realize this. The indicator pay-

As a result, the entire operation runs counter to p  roductivity. roll costs in relation to added value clearly indic  ates whether my
company can expand without growing.

What about processes that can't be standardized,

that | can't shut down or outsource? So it's about creating greater value with the
existing workforce.

You can't really standardize product management. At the
VDPH WLPH WKRXJK LW LV RI SDUD P RKXtQeWotkinG éhurahbénFislinspitatioddl and peo  ple are able

all, this is where creative minds look very closely at what to bring their own ideas to bear in improving proce  sses, you
customers need and how the market is developing. To have the essential ingredients for a company to con tinually get

keep productivity at a high level and not waste cap aci- better and better. This is how you then succeed in  achieving
W\ WKH RQO\ WKLQJ WKDW KHOSV L dowl&ddingtdwth WitBout4edWikigldo8HlERI@iX F Whcreases in

ideas very carefully and manage the portfolio of th e the number of people you employ. My rule of thumb: 10 percent
current product range. annual growth with 3 percent higher payroll costs i s realistic if
you manage it the right way. W
The art of product management is to identify the
customer's problem and then weave a solution
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OPERATIONAL

LEAN IN THE USA *

*
*

6WDXIHQ $* LV DOVR UHSUHVHQWHG LQ WKH ZRUOG V ODUJHVW HFRQRP\ /HDQ H[SHUW 'DYLG
WKH 86 WHDP DV 6HQLRU $GYLVRU :H LQWURGXFH WKH FDU JX\ LQ DQ LQWHUYLHZ

With your previous positions at Ford and Toyota, yo u What intrigues you about your new task at Staufen A G?
are a true “car guy.” Does this mean today that you ‘re What goals have you set for yourself?
also automatically a “lean guy”? What has been your
personal “lean journey” so far? | joined Staufen USA to not only be a part of the ¢ hallenge to

VWDUW WKH 86 RIJFH EXW DOVR WR WDBDNH DGYDQWI
My lean journey began during my time as a Productio n Team QLW\ IRU SHUVRQDO JURZWK DQG GHYHORSPHQW W
Member and Tool and Die Journeyman at Ford Motor Co . WKH 4UVW PHHWLQJ WKDW - KDG ZLWK 6WDXIHQ &¢(

- DOZD\V HQMR\HG FROODERUDWLQJ DQG6 4 qQuzkliyxdalzé&l\that\W&cdmpanylariithRiFvdiMes  click with me,
VHVY HDVLHU PRUH UHSHDWDEOH DQG X O WrhPHaskgroond,RiRiuny beliis L Fh@rwssidn tb aptknH ize perfor-

operator. | learned this can rarely, if ever, be do ne alone, and PDQFH DQG KHOS SHRSOH GR WKHLU MREV PRUH HI
| still believe that the core foundations of teamwo  rk, continuous through instruction and respect hit home.

LPSURYHPHQW DQG UHVSHFW IRU SHRSOH FDQQRW EH VDFUL4FHG LI

“lean” is the desired outcome. The Academy was also very very intriguing. In it, there is a top

team, a clear direction, and all of the resources needed to support
the team and its customers to quickly build trust in the US market.

* | can personally identify with the Staufen belieft hat “inside every
company there is an even better one”. My goal isto  carry that
forward and also improve my management skills along  the way.

In February of 2022, David Frost became a
Principal at Staufen USA. After graduating
from lllinois State University with a degree in
economics and labor management, he began
working for Ford Motor Company in Chicago
as an hourly production worker. “I wanted

to learn from the ground up”, Frost says,
explaining why he began in production, and
his later decision to accept an apprenticeship
as a tool and die maker. For him, it was like
a “family business,” as his father was also

a die maker at the plant, and his brother is
still employed there as an electrician. After
graduating his apprenticeship, he took on
various management positions in the tool
and die department. After eleven years

at Ford, he moved to Toyota Motor Ma-
nufacturing for twelve years, where

he deepened his lean knowledge in

various departments and roles. In

2019, after 23 yrs. in the Automotive
industry, he then moved into the

operational consulting business.

DAVID FROST
(in the picture on the left)
Principal, STAUFEN.USA



LEAN IN THE USA é

Respect for people and the workforce is especially
important to you. Is that part of your lean imprint _ ?

-W GH4QLWHO\ LV $OPRVW LPPHGLDWHO\ IRO @RatliQheadckdiduh@ &rfd Expariéhcd BiRH2

and die maker, | was given a management position su pervising Staufen US team?
the men and woman that had been teaching me my trad e for the
previous 4 yrs. | learned that showing humility and  respect by as- . .
Our exaerlence %Jes well b(le_}lond automative and lean

NLQJ TXHVWLRQV DQG XQGHUVWDQGLQJ WKDW WKHUH DUH GL*HUHQW SD < .

. - . as a core. It expands deeply into expertise in trai  ning and
to achieve similar goals worked well for me and my  team when it ) ) - .

L . . . development with backgrounds in multiple industries and
came to determining path forward. | quickly realize  d that being o
o . . distribution networks as well. If needed, we can al  so pull

willing to listen and learn creates momentum for co  ntinuous

improvement.

resources from our counterparts in Mexico, Germany,
or the rest of the world at any time.

Both Staufen and the Academy are also active worldw ide and
ZH DUH DOZD\V LQ DQ H[FKDQJH RI VRPH VRUWW
that knowledge just as much as our customers do.

In which topics do you see the greatest need for
this expertise in the USA?

Currently, all sectors in the USA, regardless of wh ether it's
Automotive, Commercial, Industrial or Logistics hav e expo-
sure in some way to similar challenges. Domestic de mand is
increasing, utilization and development of more sus  tainable
processes are increasing, the labor market is conti nuing to
create pressure in multiple ways, and the need for  Industry
4.0 implementation is growing. Together with our ¢ usto-
mers, we at Staufen develop solutions, optimize pro  cesses,
plan new plants, support the development of the wor  kforce,
and accompany businesses on their path towards digi  taliza-
tion. We are truly in a great position to supportt he arising
needs of a complex economy. W



‘AMERICAN UNIVERSITIES ARE MORE
STRONGLY POSITIONED ON ISSUES OF
THE FUTURE




6WDXIHQ $* VSRNH ZLWK 3URI

THE AMERICA WHISPERER

0DUWLQ 5L F Kes@kmGriaheidg goon Intel in Magdeburg — is

*HUPDQ $PHULFDQ PDQDJHU ZDV &(2 Rl $*& S&many pwienly the favorite location for major

IURP W R
RI /LQGH
&RORJQH KH OLYHV LQ WKH 86%
FLWL]HQ VLQFH

Professor Richenhagen, your biography is titled “De r
Amerika-Flisterer” (The America Whisperer). Who did
you have to whisper to more during your time asam __a-
nager — also as CEO of U.S. company AGCO from 2004

6WLKO DQG 'DLPOHU 7UXFN DPRQJ RWKHUV
+H KDV D OkeRAnkeHddrQbubiges$ eorhidunfybh@s always liked to

DQG WRGD\ VLWV RQ WKH VUSiAestmertsA ERDUGYV

%RUQ LQ
invest in
Germany. It is a solid location for U.S. companies with a similar
legal framework. Americans, however, require a bit

tion regarding employee participation in German com

of explana-
panies.

Could the current geopolitical upheavals strengthen
transatlantic economic ties?

=

to 2020 — the Americans or the Germans?

| think so. The Americans have always had a much mo re distan-

The title is, of course, a bit exaggerated and also not from me, ced attitude toward Russia than Germany, for exampl e. No one

but from the publisher. After all, it was not my fo  remost task to there could ever understand the dependence on Russi  an pipe- g

“whisper” to America or Germany. But | will comment  on trans- lines or the sale of German gas storage facilities to Gazprom. Z
o
X

atlantic issues if that is desired. | always try to  explain things and

While the USA sets the pace worldwide with tech
companies such as Apple, Amazon, Google and Meta,
Germany is still more synonymous with traditional

industry. Is that enough for the future?

mediate between the two worlds. Formerly as CEO and
chairman of the American Institute for Contemporary
Studies (AICGS) think tank in Washington.

now as
German

Do you have an example of such mediation tasks?

In sectors such as mechanical engineering or the au tomotive
industry, the Germans still have a certain strength
iority. But that is crumbling. It is remarkable how
automotive location as Germany could be left behind
comer like Tesla. And a lot of additional competito

in — especially from China.

nmeier
were able to
persuade him to also come to Atlanta to see a unive rsity and two
schools there. By the end of the day, it was clear that his previ-
ous perception of the American education system had  changed
VLIQL4FDQWO\

When the current German President Frank-Walter Stei
was in Washington as the then Foreign Minister, we

, even super-
such a strong

by a new-
rs are moving

Where do you think there needs to be a change of

-W V DOO DERXW HGXFDWLRQ 4UVW DQG IRUHPRVYV
more strongly positioned on issues of the future. | n addition,

WKH 4QDQFLQJ RI VWDUW XSV SOD\V D FUXFLDO UR
recently took Axios in New York public, a start-ups that | am

Chairman of, even though the founders are German.

PROF.
MARTIN RICHENHAGEN
Former AGCO CEO and

today multi-supervisory

board member
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STRATEGY

THE AMERICA WHISPERER

Is the mega topic of sustainability an opportunity  for
Germany to position itself as a global pioneer?

At the very least, the Greens justify the restricti ve interventions

in industry with the prospect of developing knowled  ge and new
e capable

tunity for Ger-

economic sectors. In fact, Germans are already quit
here in certain areas. | hope that this is an oppor
many.

Back to the transatlantic relationship. Wouldn't it
be wise for the U.S. and Europe to develop a joint
strategy regarding China?

between
the United States and Europe - the TTIP. | was invo Ived at the
time as Chairman of the German American Chamber of  Commer-
ce. When President Obama was ready to sign TTIP, we coor-
dinated a meeting between him and Chancellor Merkel  at the
Hannover Messe. TTIP failed not because of the Amer icans, but
because of the Germans.

We have not even managed to reach a trade agreement

| still believe, though, that we have to seize the opportunity to
engage more closely with the Americans again. A joi nt China
strategy? It would be worth the try.

What, then, needs to change in American
political culture?

The subtitle of your book can be translated into En  glish
as “My Path from German Religious Teacher to Top US
Manager.” Do we need more people with resumes like

yours?

- YH DOZD\V OLNHG KLULQJ SHRSOH ZLWK EURDGH!
ways depends on what the person has done. In other  words, not

a three-year sabbatical after graduating from high  school, but,

IRU H[DPSOH VHOI HPSOR\PHQW ZKLOH VWLOO D V
regardless of whether the company has made it econo
QRW 7KH $PHULFDQV E\ WKH ZD\

O\ +HUH

mically or
KDQG-OH WKH LV
JRLQJ EXVW GRHVQ W PHDQ WKH HQG RI

Finally, what is your most important advice to the
current generation of managers?

7KHUH DUH WRR IHZ TXDOL4HG DQG FKDULVPDWLF SROLWLFLDQV ZLWK

leadership potential. Moreover, in Germany we do no t have a
tradition of wanting to understand things in depth so that we
can then talk about them sensibly and approach a jo int solution.

Instead, there is a “talk show culture.” Mostly the  same people sit

WKHUH DOZD\V UHJXUJLWDWLQJ WKH VDPH QMRELFWWN FRPMVVAQRW SZKOQDWLIFQ O KHE8 6

HQJDJHPHQW

STAUFEN MAGAZINE no5

1HYHU VWRS OHDUQLQJ - GRQ W GR WKDW HLWKH!
this year. Take the example of Axios, which | have already talked

about. The topic of a meat-free diet is practically  up for grabs. In
Germany have to be even more creative in this regar d. In Germa-

LW V WKI



“WE PUT HORSEPOWER ON
THE ROAD WITH KATA.”

7KH HOHFWURQLFYVY VSHFLDOLVW -QVWD KDV VHW RXW RQ WKH SDWK WR EH
RUJDQL]DWLRQ 7R DFKLHYH LWV JRDO WKLV FRPSDQ\ LQ WKH 6DXHUODQG
RQ FRDFKLQJ LWV HPSOR\HHV &RQVLVWHQW LPSURYHPHQW DV D SULQFLSC(
HYHU\ WHDP WKDW QHZ UHTXLUHPHQWY DUH LPSOHPHQWHG PRUH TXLFNO\

Insta GmbH of Ludenscheid is one of the most in-
novative companies in its industry. Whether in the
industrial electronics, building technology, Internet
of Things, or smart home sector — this technology
pro is always a reliable partner that stands by its
customers. Rapid developments in industry do
not allow companies to rest on their laurels. This
BestPractice partner of Staufen AG has therefore
been on a lean journey for ten years, one that

keeps it agile and capable of transformation. “The

professionalization of Shop Floor Management

was the biggest lever for setting the organization in

motion and encouraging a higher maturity level,” is

how Head of Production Heinz Floren sums up the
LQWHUPHGLDWH SURJUHVYV ‘H LQWURGXF|
communication speed to the organization and

were able to master crises such as COVID-19.”



. “WE PUT HORSEPOWER ON THE/ROAD WITH KATA.”

STEPHAN FILTHUTH
Head of Supply Chain
Insta GmbH

Achieving the defined breakthrough targets

&RPPXQLFDWLRQ ZRUNV YHU\ ZHOO FRQ4UPV 6WHSKDQ )LO
Chain at Insta. Meanwhile, thanks to established Sh op Floor Management, the
company has achieved a maturity level that enables it to take further steps

along the path to becoming a learning organization. ~ “Now the concern is to
VSHHG XS WKH LPSOHPHQWDWLRQ WR GR WKLV ZH PXVW UFk
MAXIMILIAN REINTKE sense of responsibility,” says Stephan Filthuth. In  Kata (see box), Insta manage-
Lean & Strategic Technology PHQW KDV DQ LPSURYHPHQW PHWKRG IRU DFKLHY-LQJ WKH G|
Insta GmbH gets in the individual production areas. “After Sho p Floor Management and the

evolution of goals according to Hoshin Kanri, Kata is the next gear for putting
KRUVHSRZHU RQ WKH URDG VD\V /HDQ 2]FH .DWD FRDFK 0

LEADERSHIP

Reinforcing employees' own sense of responsibility

In six projects thus far, the team's own sense of r  esponsibility was reinforced

so that team members would learn the Kata method an  d it would reach a lot

of people. One project was the optimized supply of  assembly islands with the
tugger train. “The goal was to guarantee island sup ply with one person, and

at the same time, to shorten supply and disposal cy cles,” explains Kata coach
Reintke. “Work was done with an eye to value stream by an interdisciplinary
team from Production and Logistics.” In the Kata pr  ocess, employees learned to

HEINZ FLOREN DQDO\]H WKH HQWLUH F\FOH DQG GHWHFW ZDVWH LQ DOO SL
Head of Production and tailoring of the tugger train.
Insta GmbH

7TKURXJK FRQVWDQW SUDBFWLFH
FDWLRQ RI D SURFHGXUH WKLV SURFHGXUH VKRXOG EHFH
FDOOHG XS YHU\ TXLFENO\ LI QHHGHG /HDQ H[SHUW DQG D
D GLVWLQFWLRQ EHWZHHQ WKH LPSURYHPHQW .DWD DQG

SURYHPHQW .DWD IRFXVHV RQ JUDGXDOO\ DSSURDFKLQJ
D OHDUQLQJ URXWLQH 7KH FRDFKLQJ .DWD LV EDVHG RQ
OHDUQHU JHQHUDOO\ HPSOR\HHV DQG WKH FRDFk JHQH
SHU DSSOLFDWLRQ RI WKH LPSURYHPHQW .DWD LV VXSSR

STAUFEN MAGAZINE no.5 50



“WE PUT HORSEPOWER ON THE ROAD WITH KATA.” .
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-QVWD *PE+ Rl /%GHQVFKHLG D VSHFLDOLVW LQ EXLOGLQJ
DQG OLJKW DXWRPDWLRQ zZDV HVWDEOL
PRUH WKDQ HPSOR\HHV WKH FRPSDQ\ MANAGING AND IMPROVING ON
assembly groups, devices, and control systems. In THE SHOPFLOOR
WKH SURFHVY DERXW PLOOLRQ 607 FH The KATA board is a key component of KATA
4WWHG HDFK \HDU -Q DGGLWLRQ -QVWI improvement and coaching
WKH IXWXUH RI EXLOGLQJ DXWRPDWLRQ
FRPSDQ\ UHFRUGHG VDOHV RI (85 PLO(
Insta managers were also enthusiastic about the pro  ject, becau- WKDW WKH DSSURDFK IRU KRZ ZH ZRUN ZLWK SHRS
VH LW GLG QRW FRPH IURP DERYH L Q VW HanGfacW is kieyl ididddbchiz s &Revpitayind R$5 of a  role, cohesion is
the team. Head of Supply Chain Filthuth: “There was no problem improving. With Kata, we removed functional hurdles .”
with the island supply, nevertheless the team sett he goal of
cutting the required workload for supply in half wi  th the tugger In the future, Insta is planning four Kata projects  per quarter.
train.” Now, the project participants are functioni  ng as multi- They should ensure that the company becomes more sc  alable
pliers, carrying the insights from this Kata projec t to their own and can also prepare itself faster for changed fram  ework conditi-

teams. If you have the courage to change things, yo u can gain an ons. “Insta has become a company that truly improve s constant-

DGYDQWDJH OD[LPLOLDQ 5HLQWNH LV FRQ YWLWithK&a,RHe WaknLhes didodVePedLtve jOyLoNed xperimentati-

D 5DVKOLJKW WKDW \RX FDQ XVH WR LOO X Poh,@DeWfthemMécesities fov eDowdingRuXeathidgr Hddganization,”

VDZ EHIRUH E is how Staufen partner Dr. Werner Laub sums things  up. He has
accompanied Insta on this path for many years. W

Thorough preparation as a success factor

LISTEN TO THE PODCAST NOW:

“Thanks to Shop Floor Management, we have really teken
Re ZLWK /HDQ 7UDQVIRUPDWL
ZZ2Z HQ VWDXIHQ DJ SRGFDVW LQV

Nevertheless, the coaching is not an easy sell. “It took a long time

to prepare,” says Head of Production Floren. “Even  with Shop

Floor Management and the evolution of goals, we inc  luded the

employees. If we had not had this maturity level, w e would have

run aground with Kata. You must have a solid basis  to start such

SURMHFWYV 6WDXIHQ FRQVXOWDQWY FRQGXFWHG WKH 4UV
Meanwhile, the former mentees have themselves becom e men-

tors, who are advancing the organization with coach ing. Stephan

& Podcast

Filthuth adds: “We are all technicians here and we have to learn for Change

STRUFIN




. LEADERSHIP IS A BALANCING ACT AND REQUIRES CONTINUOUS IMPROVEMENT

‘LEADERSHIP IS A
BALANCING ACT AND
REQUIRES CONTINUOUS —
IMPROVEMENT.”

As a Lean Management expert (Lean Six
Sigma Black Belt), you focus intensively on
the topic of transformation. In your view,
what changes in the working world have been
accelerated by the “crisis marathon” in recent

years?

LEADERSHIP

MARTINA KECK
Head of Daimler Truck
Consulting

Today we are using IT to a much greater extent. Ad-

ded to this is that we are suddenly holding videoco n-
IHUHQFHYV LQ SHRSOH V NLWFKHQV DQG OLY
the crisis, there was “private space” and “corporat e

Pace Now these have been all mixed up. And even
&XUUHQWO\ FULVHYVY DUH GH4QLQJ PDQ SDUWV RI RXU
e has happened elow the surface, The changed

HYHU\GD\ OLIH DQG RXU SURIHVVLRQDO oLY W 0 WL

wve\:lly in Whlch We work tode{y has had enormous
.HFN +HDG RI 'DLPOHU 7UXFN &RQVXOWLQJ H SODL\? |

HeHFWYV VI\VWHPDWLF DVSHFWV DW FRPSI
DQ LQWHUYLHZ KRZ LPSRUWDQW LW LV IRU OHDGHUV WR SD\

PRUH DWWHQWLR WR HPSOR\HHV H H HFLDOO\ L
Q Q Q Iﬂ)rexampYeS? Q
WLPHV VXFK DV WKHVH

) Now as before, there are many leaders who associate
Ms. Keck, in total, you can look back across 25

years' professional experience as a consultant,
executive coach, and moderator. What has been
your personal maxim in your role as leader?

leadership with control. But there are also enough

employees who associate performance with being

WKH 4UVW RQH WR WXUQ WKH OLJKWV RQ D
WR WXUQ WKHP Re 7KHVH DQG RWKHU RQFH
mechanisms no longer work in the increasingly “new

The privilege of accompanying and leading people me - digital world.” The “system organization” was also
ans assuming responsibility for more than just myse  If. quite disturbed. And this means that we not only

If this is supposed to happen successfully in a con stantly have to establish new tools, but people in the orga -
changing environment, | have to examine and develop nization have to examine and adapt their preferred
my own thinking and actions over and over again. patterns of behavior.
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How much of this have companies already In the future, will a leader have to be more someon e

implemented? who takes care of things instead of checking work
results?

diHSY3aval

On the one hand, we have all determined that we can  exchange .
A leader is always only as good as the team as a wh ole. There-

ideas and coordinate everything via Teams, Zoom & C 0. On the ) . . .
fore, leaders must consider hlngvz much time to invest  in care for

RWKHU KDQG ZH KDYHQ W WKRXJKW HQRXJK DERXW KRZ ZH .
. ) the team and in themselves as leader. Transformatio n should be
meetings and how we communicate there and can make  every-

regarded as an opportunity, and it can even be fun.
WKLQJ PRUH H]JFLHQW

Can leaders learn to take greater care?

Does new work require a new leadership style?

A seminar about how to take care or how to be empat hetic is
FHUWDLQO\ GRRPHG WR IDLOXUH -W V EHWWHU WF
-Q SULQFLSOH - EHOLHYH WKDW FRDFKLQJV DQG J

The challenge is to ensure that we do not lose the connection to
the employees. For the feeling of belonging can be lost the less
personal contact you have. If | can no longer “feel " my colleagues _ . _ !

) are the “tool” of choice for helping leaders and te ams in their
(body language, exchange between the lines, etc.), the connec- development
WLRQ VXeHUV $W WKH VDPH WLPH WKH VHQVHpRI LQVHFXULW\ LQFUHDVHV
because | tend to focus more and more on my own per  spective . . . .

Y 2 2 In the near future, will leaders still be required _ or will
DQG LQWHUSUHWDWLRQV RI WKH FXUUHQWWW‘X‘WFFR'Q_—W—V—WFWE%E\—W
. _ teams be able t0 work on th&ir own?

create formats that are well-received by employees  and do justi-
ce to their individual needs. Having lunch together  every Tuesday
and Thursday would certainly not be right. Here, le  adership is a
balancing act that requires great skill.

- GRQ W EHOLHYH WKDW ZH FDQ VXUYLYH HQWLUHC
all, self-organization of the team requires leaders hip. In the

IXWXUH KRZHYHU OHDGHUV ZLOO UHTXLUH D GLe<H
port this autonomy well. And everything that should be changed

DW D FRPSDQ\ PXVW EH H[HPSOL4HG DXWKHQWLFDC
My personal opinion is that in the long term, compa  nies will

Have you adapted your own leadership style
accordingly?

succeed primarily due to their culture. This “perso  nality” of the
organization will also determine which employers yo ung talents
choose to select in the future. W

| have seen this balancing act in myself: First | h ave to get to
know the employees in another way and query theiri  ndividual
needs, then do justice to those needs in digital fo rm, create
DSSURSULDWH VWUXFWXUHYVY DQG DOORZ P\VHOI VX]FLHQW WLPH WR GR
WKLV 7KH GHYHORSPHQW RI RQH V RZQ OHDGHUVKLS SHUVRQDOLW\ LV D
continuous process.



. HYPERAUTOMATION

ﬁ?@ = /> I\

FOR THE TECHNOLOGY TO REALIZE ITS BENEFITS,
PROCESSES MUST BE LEAN AND STABLE.

DIGITAL

$IWHU 5RERWLF 3URFHVV $XWRPDWLRQ 53% WIH AUVW FRPSDQLHV

DUH DOUHDG\ WDNLQJ WKH QH[W GHYH-OR S PNV@¥WnaMWaKiIg) the VX deve®phiént step: hypera  utomation.
DXWRPDWLRQ 5DFHO ODDOHM SDUWQHU D @¢h m@eDtddlsdctGas dud EAPRAS ditdmation pla tform,
WHFKQRORJ\ SDUWQHU 3.) )DVVHOW &R QV X @&\chabilitidd Bftisobwai®@ rabdtd/ary doBsiderabl y enhanced

VLGLDU\ &$3726 *PE+ DQG )UDQN .U%JHU 6HIQNR WD IDHHBQHUWHWUDWLRQ RI PDFKLQH OHDUQLQ.
6WDXIHQ $* UHVSRQVLEOH IRU WKH WRSLF Rteligéndd (AID Thariks W hyp&autGnhatidhXwe\ac  hieve more

WKH GLUHFWLRQ LQ ZKLFK WHFKQRORJ\ LV BHYEHEQCBBWQ® JFRYG KDZZLWHWYW UDQJH RI DSSOLFDWLF
4QGLQJ LWV ZD\ RXW RI R]JFHV DQG LQWR S DRGRPDIVRIR @ DADLAM Y VLIQLA4FDQWO\ ORQJHU RU HI\

Rule-based automation of individual processes using RPA is now
standard in large companies. Medium-sized companies  are also Typical RPA application areas have been wherever hi gh transac-
using this technology on a broad scale or are plann ing to intro- tion volume meets structured data sets. Through hyp  erautoma-

duce it in the short term. Mr. Maalej, what comes a  fter RPA? tion, more complex activities can now be covered in  the manual
area or in the combination of software and hardware . This makes

RPA et al. even more interesting for traditional machine builders -



HYPERAUTOMATION

| agree. Automating a bad process would also negate any time
advantages. Unlike traditional IT projects, RPA pro jects can be
implemented within a few weeks. Once the pilotisu p and run-
(o) ning, it is on to data-based validation and identif ying potential
savings. After that, the roll-out phase begins. Wit h the CAPTOS
T solution, we then add Al support on top and thereby  clearly dis-
O tinguish ourselves from traditional RPA approaches.

&)

The requirement for this is structured data. If, fo  r example, infor-
mation needs to be extracted from a text, this can  only be done

using Al. Even today, it is not just for documents such as letters
RU LQYRLFHYV &KDW PHVVDJHV RU YRLFH
and hardware components such as data glasses, data gloves or

40HV FDQ

ZHDUDEOHV FDQ EH XVHG WR GH4QH DQG VHW XS D

in a completely new way, because there is live feed back or real-
time data recording, for example. Hyperautomation w ill become
PK' a hyper-topic in the coming years.

That is why | advise companies to prepare their emp loyees qui-
ckly and ease their fears. The software robot is no t a competitor,
but rather supports and takes over monotonous work steps.
Germany currently has a shortage of 800,000 skilled  workers,
and this situation will get worse in the future. To  counter the

and in production as well. After all, it is the pro  perties and cha- shortage of skilled workers, companies must now aut omate
UDFWHULVWLFV RI D SURFHVV WKDW GHW H U 8ip@ptialkptoEdsse8.H RekKf@uRe e deforeWeg in - Q Rtelligently
longer just where it is used. linking people and machines.

In general, a bot pays for itself very quickly with  the appropriate In the future, companies will need a well-trained w  orkforce to
volumes. But there are also use cases that do notd epend on oversee and optimize processes. Today, the challeng e is more

volume. For example, if a company wants to increase accuracy in that the workload of individual employees is becomi  ng more
D SURFHVV D VRIWZDUH VROXWLRQ FDQ D GnfeRsé Bsgecll, i@ hebtio addihallenging work — environments,

53%$ DQG K\SHUDXWRPDWLRQ FDQ SURMLGH YHU\ H-|

Before implementing an RPA or hyperautomation solut  ion, we
UHFRPPHQG FRPSDQLHVY VWDUW ZLWK D SLORW $IWHU DOO WKH 4UVW VWHS
is to get to know the technology and reduce fears w ithin the

company — especially among the workforce. Once the pilot runs

VPRRWKO\ DQG WKH FRPSDQ\ KDV UHFRJQL]JHG WKH WV RI WKH
technology, the next step is to identify the proces ses that would
EHQH4W PRVW IURP DXWRPDWLRQ

This is where the collaboration between PKF and Sta ufen reaches
its full potential: As an integrator with lean expe rtise, we connect
the technology with the production environment and can thus , ) [

identify the right processes or, if necessary, reor ganize proces- i y )
VHV $IWHU DOO IRU WKH WHFKQRORJ\ WR UHDOL]H LWV EHQH4WYVY SURFHVVHV
PXVW 4UVW DQG IRUHPRVW EH OHDQ DQG VWDEOHHRANKLRRIUIGERVKH RQO\ ZRACEL MAALEJ
to ensure trouble-free operation and a good ROI. Senior Partner Managing Director

STAUFEN.AG PKF Fasselt Consulting GmbH



“HOW TO MAKE
THE FUTURE
HAPPEN"

Valid development  and effective implementation
of the strategy takes place at all levels of the model

Strategy development Strategy de ployment

[
: ®)
STRATEGIC : Q@ \E S®

LEVEL : )DFH UHD O Ewfluation  Strategic

strategic analysis recommendations

OPERATIVE
LEVEL




HOW TO MAKE THE FUTURE HAPPEN <i’

7KH 6WDXIHQ VWUDWHJ\ DSSURDFK OLQNV YLVLRQ DQG JRDOV GHULYHV VWUDWHJILF SURMHFW
DQFKRUV WKHP LQ SURFHVVHV DQG HQVXUHV H*HFWLYH LPSOHPHQWDWLRQ WKURXJK WUDQV
parency, measurability, and a sense of purpose for employees.

With increasing pressure on global supply chains an d far-rea- ~ A How to make it happen — company
ching technological and societal trends, strategic  decisions for 04 compass (Hoshin Kanri) and implemen-
companies are becoming steadily more complicated, b ut at the o tation support
same time more necessary.
7R HQVXUH LPSOHPHQWDWLRQ WKH 4QDO SKDVH RI

The Staufen strategy approach enables valid strateg ic alignment DSSURDFK HVWDEOLVKHV D .3- FRPSDVV :LWKRXW
DQG H*HFWLYH LPSOHPHQWDWLRQ RI QHFH \d&Bitk\ste dtratdgia Wajectd diter7getlast InV the day-to-day
based on four success factors: business and all the investments made to develop th em are
wasted. In concrete terms, a KPI cascade is set up for improve-
O l Clear target image for progress ment projects, which allows you to precisely measur e the requi-
— red driver-impact relationships between project and target. This
Without an appropriate and appealing target image ( vision), suc- provides transparency, enables short-cycle deviatio n manage-
cessful company orientation cannot be realized. Acc ordingly, this ment, and shows employees their own measurable cont  ribution.
is also the cornerstone for successful strategic al ignment. Employees recognize their personal contribution to  the future of

the company in the operational business. W
A “Vision Check” initiates the methodical implement ation of the
FRPSDQ\ V VWUDWHILF RULHQWDWLRQ +HUH WKH UHOHYDQFH DQG SRZHU
of the corporate vision is questioned. The vision s hould be a
statement describing an abstract, yet clear and una mbiguous
JRDO IRU WKH FRPSDQ\ 7KH LPSDFW UDGLDQFH LV YHUL4HG LQ WHUPV
of resilience, universal appeal and added value for  customers or
society.

AD3ILVYHLS

02 Valid analysis for sustainable alignment

After reviewing the corporate vision, the actual st rategy is de-
YHORSHG 7R GR WKLV WKH 4UVW VWHS LV WR UHFRUG WKH DFWXDO VWDWXV
Without a valid analysis of the current situation,  you risk making

ZURQJ DVVXPSWLRQV DQG WKH UHVRXUFHV XVHG ZLOO UHPDLQ LQH+*HF

tive in relation to the target image. Clearly formu lated medi-

um-term recommendations are derived from the analys s of the

FRPSDQ\ V LQWHUQDO DQG H[WHUQDO HQYLURQPHQW

Think lean — focus on projects that
03 contribute to goal achievement

Derived from the implementation-oriented lean conce  pt, the
strategic recommendations are anchored in the opera  tional
processes. On the one hand, this methodically ensur es that the

focus is placed only on projects that contribute to  the achieve-
PHQW RI REMHFWLYHY RQ WKH RWKHU KDQG HPSOR\HH LQYROYHPHQW

ensures that the focus also reaches an operational level.

When anchoring the process, the orientation phasei s accom- For more on the topic of vision, target image

O) ©

plished by asking the following questions: What do  we need to and strategy development or on the question

RI KRZ WR PDNH VWUDWHJ\ H*HFWLYH
whitepaper 6WUDWHJ\ ([FHOOHQFH

IURP YLVLRQ WR H[HFXWLRQ ZZZ HQ \

ZKLWHSDSHU VWUDWHJ\ HIFHOOHQFH

change in operations to implement the strategy? Wha t drivers
in our processes ensure that we achieve our goals a tthe end of
the year? Here, Staufen uses the Innovation Report as a unique
method to guide this anchoring.

®
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“Our company must successfully
master challenges relating to
electromobility, digitalization,
sustainability, and securing
locations. ”

MATTHIAS ERNST AND HERBERT GIERINGER
Managing Director ERNST Umformtechnik GmbH

58

7KH WUDQVIRUPDWLRQ RI WKH DXWRPRWLYH LQGXYV
LPSDFWLQJ SURGXFHUV VXFK DV (5167 8PIRUPWHFK
ODQDJLQJ 'LUHFWRUV ODWWKLDV (UQVW DQG +HUEF
H[SODLQ ZK\ WKH\ WXUQHG WR 6WDXIHQ $* IRU VXS
GHYHORSLQJ WKH FRPSDQ\ V VWUDWHJ\

ERNST Umformtechnik GmbH is a typical family-owned company
LQ *HUPDQ\ ORUH WKDQ KDOI D FHQWXU\ DJR WKH
were stamped and formed in Oberkirch (Baden-Wirttem  berg).
Now, the company operates globally. The company now has 750
employees at its sites in Germany, the USA, France, and China.
Today, ERNST Umformtechnik is considered a speciali st for pre-
cision components. One of the main customers of the  products
is the automotive industry. The transformation proc  ess of the
industry and its suppliers is also forcing ERNST Um formtech-

nik to adapt to current developments and rethink it s strategic
orientation.
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DEVELOPMENT AT ERNST

FUNCTIONAL COMPONENTS
for hybrid drives

Staufen consultants support strategy 2026

WHEN IT COMES TO THE COMPANY'S FUTURE,
YOU CAN'T DO ANYTHING HALF-HEARTEDLY.”

7R UHPDLQ SUR4WDEOH LQ WKH ORQJ WHUP ZH KDYH LQ
UHJXODUO\ GUDZQ XS D FRUSRUDWH VWUDWHJI\ ZLWK D 4
says Matthias Ernst, the son of the company's found er. Due to
the COVID-19 pandemic, the current strategy process initially had
WR EH SXVKHG EDFN E\ RQH \HDU DQG 4QDOO\ VWDUWHG
QHZ DOLJQPHQW LV RI FRXUVH VWURQJO\ LQ5XHQFHG E\
ven transformation away from vehicles with combusti ~ on techno-
logy. Our company must successfully master challeng es relating
to electromobility, digitalization, sustainability,  and securing our
location.” Developing a new strategy costs manageme nt above
all time. This is a scarce resource, as the two man aging directors
are heavily involved in day-to-day business. Herber t Gieringer:
“A corporation has the human resources to work out its strategy

()

UMFORMTECHNIK

O
C
—
o o«
o)

7KH
PDUNHW GUL

completely on its own, but a medium-sized company ¢ annot.”
Management therefore relied on outside help and bro  ught con-
sultants from Staufen AG on board.
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A compass helps effectively
plan and control processes.

Strategic, process-related, organizational aspects
| | | |

STRATEGY DEVELOPMENT AT ERNST UMFORMTECHNIK

O\/
ve\'\ . 7DUJHW LPDJ
+
3

OO
$QDO\VLV RI WKH\®
current situation

d too much
e present in-
r reason. And
ming market,
ector that are
of interest. Here, we needed the perspective and ex pertise of the
Staufen experts in order to work out the 2026 strat  egy together
— starting with the development of a vision for ERN ST Umform-
technik.”

“Without external consultants, we might have focuse
on our core business and designed a strategy for th
stead of the future,” Matthias Ernst adds as anothe
Herbert Gieringer explains: “In the sheet metal for
there are other industries besides the automotive s

Focus on the essentials instead of learning
by doing

At the beginning of the new strategy cycle, there w as an honest
assessment of what was not ideally working accordin g to previ-
ous processes. “We know the market, we know what me asures
need to be taken,” explains Managing Director Gieri nger. “In the
past, however, we did not achieve some goals becaus e we did

Vision: Who do we want to be in the future?
0LV VLW should we exist in the future?
% UHDNW K UR X WhatRing® tie
company to the next level?

e 6WUDWHJILF DQDO\VL

([ WHUQDO 3HUVSHFWLYH
(market, competition, trends, etc.)
Internal perspective

ﬁ Strategic recommendation

Possible stands of action based on evaluated
potentials from facing reality

. 2SHUDWLRQDOL]HG LPSUR
— and success factors

6SHFL4F DQQXDO SURMHFWY DQG NH)
target/actual comparison during the year

(core competencies, etc.)

Cultural-systemic aspects

ensure its consistent implementation. Gieringer fou  nd sparring

with the consultants in particular to be extremely positive: “The
FRQVXOWDQWY ORRN DW RXU EXVLQHVV LQ D FRP
7KH\ VFUXWLQL]H XV FORVHO\ DQG RIWHQ WDNH D
which is important and necessary. The methodologica | strength

d with the

strategy process in a much more focused way, instea d of pro-

gressing slowly through learning by doing.”

and experience of Staufen allowed us to move forwar

Within a few weeks, preparatory industry and compet itive

analyses were carried out and core competencies, re sources,

PDUNHW SRWHQWLDO DQG JURZWK OHYHUV ZHUH (
SURFHVVY HQGHG ZLWK WKH GHYHORSPHQW RI WKH
KRZ DQG LQ ZKDW WLPHIUDPH WKH GH4QHG EUHDN

are to be achieved by 2026. “I can highly recommend that every
medium-sized company seeks support in the strategy ~ process,”
Matthias Ernst sums up. “When it comes to the compa ny's future,

you can't do anything half-heartedly. You have tot ake the time to

QRW FRQVLVWHQWO\ LPSOHPHQW HYHU\WKL®LVENWDGVVWHD WA BIVOIOX CHRPIRUWDEOH TXHVYV

ned.” The role of the Staufen consultants was there
to drive the strategy process in a focused manner,

fore not only
but also to

have to get the entire management team on board wit  h the new

strategy, otherwise it will not work.” H
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THE CUSTOMER
JOURNEY IS TAKING A
NEW DIRECTION.

*HQHUDO ORWRUV V\PEROL]JHV WKH $PHULFDQ ZD\ RI OLIH DV PXFK DV WKH $PHULFDQ ZD\ RI GF
7KLV LQFOXGHV UHJXODU UHSRUWV QXPEHU KHDY\ EXVLQHVYV IRUHFDVWY DQG GHWDLOHG DFV
FDQ VXFK GHWDLOHG LQVLIJKW DQG RXWORRN VXFFHHG IRU DQ DJLOH VWDUW XS" 7KH &KLQHVI
86 FDU JLDQW *HQHUDO ORWRUV 3UHPLXP -PSRUW ZKLFK LV FXUUHQWO\ EHLQJ VHW XS XVH
PHWKRGRORJ\ VSHFLDOO\ DGDSWHG IRU *0 E\ 6WDXIHQ $*



The Chinese automotive market poses particular chal lenges for

PDQXIDFWXUHUV IURP (XURSH DQG WKH 86 $is pladee ¥ 0dtierts/and@Fdoxsdrthe community

very high customer demands, strict government regul
price pressure, and the huge geographic and economi

ation, high
¢ market,

ZKLFK KDV WR EH GHYHORSHG ZLWK WK-H F RenRig\thy cisdRerGodrbe®. Mith gortaiied “br

work. This is one of the reasons why, in the past, international

corporations accepted previously state-mandated mar ket entry
in cooperation with a Chinese joint venture partner

“Brand ambassadors” replace traditional

car salespeople

General Motors is breaking new ground with its rece  ntly es-
tablished General Motors Premium Import unit. The g  oal is to
single-handedly import select GM models from the pr  emium
segment and sell them via direct-to-consumer channe Is. Traditio-
nal marketing is to be omitted, as is a traditional ~ dealer network
with elaborately designed showrooms. Instead, Felix ~ Weller,

Vice President, Premium Import, GM China, is relyin g mainly on
the power of the digital community to sell luxury v ehicles in the
ZRUOG V ODUJHVW YHKLFOH PDUNHW

63

*
THE CUSTOMER JOURNEY IS TAKING A NEW DIRECTION

general motors

AD3ILVYHLS

“The idea of community is very strong in China, and  a lot of value
. Customers
use social media to get information and like to get  advice from
community experts,” says Weller. That is why the or ganization is
and ambas-

sadors” and the establishment of a GM community, th

wants to better address the peculiarities of the Ch

e company
inese market.

The Corvette on the racetrack and the Tahoe
in the wilderness

GM Premium Import does not see itself as a car manu  facturer
or seller, but instead as an “energizer of expressi ve lifestyles,”
where product, experiences and community form a com  plete
package. The customer is sold an individually curat ed product,

HPSKDVL]LQJ RU HQKDQFLQJ WKH FXVWRPHU V OLIL

for example: In the future, the sports car could be  sold as a
package with regular laps around the racetrack, inc
sional paddock support. And for an adventurous fami
5.4-meter Chevrolet Tahoe with corresponding glampi

a great choice.

luding profes-
ly, the up to
ng tours is



STRATEGY

The focus on such lifestyle packages requires a hig h degree of Always thinking of the future
SH[LELOLW\ DQG ZLOOLQJQHVV WR OHDUQ wWOhKDWViRBEMMWHUHG WUDGLWLRQ
al” core business, i.e., production, import and hom  ologation,

from the inside out. Now, though, it is about getti  ng to know the For GM Premium Import, attention was paid from the outset to

customer better and understanding how communities w  ork. To HQVXUH WKDW GL*HUHQW SURFHVVHV FRXOG UXQ \
achieve this, the company uses the full range of mo dern cus- « Development of import logistics for premium vehic  les

WRPHU OR\DOW\ WRROV VXFK DV VRFLD-O S G D RétaRllsiménDofQaCrdntl sémmuniyD O LQWHOOL

gence. Another advantage of the exclusive community  approach e Planning a functioning business model (including  a digital

is that GM is not just another carmaker in the high ly competitive ecosystem that can be exported to the real world, e.g., via

market, but also acts as a lifestyle brand in China . The company H[SHULHQFH R*HUV ERWK GLJLWDO DQG SK\VLFI
thus wants to avoid tough price wars with high disc  ounts, and * Regular and detailed reports to the US parent com pany

LQVWHDG SUHVHQW LWVHOI ZLWK FRQ4GHQW VDOHY DQG SULFH OHYHOV
These targets, which were not always congruent, and the

Finding common ground for start-up enormous complexity of the project forced those res  ponsible

and company WR DGRSW D VWUXFWXUHG DSSURDFK WKDW SURYL
for agile adjustments and extensive freedom. The ma nagement

The information about customers and communities req  uired and automotive experts at Staufen Germany and Stauf en China

for this cannot be obtained via traditional sales a nd marketing therefore revised and specially adapted traditional Hoshin Kanri

pillars. At the same time — especially during the ¢ ritical build-up methodology for the GM China project to make room f  or plan-

phase — common industry KPIs are not meaningful. ning and forecasting aspects.

-QVWHDG RI EHLQJ JXLGHG E\ SURFHVVHV DWe&h&E RosNhIKEriGéchise G id €pmpletely ret hinking the

China operates like an agile start-up and faces bus iness case future. There are no experiential values yet. Never theless, spe-

issues, MVP (Minimum Viable Product) and high inves tments. FLAF DQG DPELWLRXV EUHDNWKURXJK WDUJHWYV P
7KH ELJ GL*HUHQFH WR FODVVLF VWDUW X Shisditr&dtive RisiohRnd PERmpWmMeh@d ASeys Uwe Vogel,

exactly which products it will enter the market wit  h. The question Partner at Staufen, summarizing the challenge. Tod o this, indi-

of what the business model looks like in detail and  how scaling vidual steps and points would be closely examinedt o determine
must take place remains open. ZKLFK GULYHUV KDYH WKH GHVLUHG He*HFW
This investment-intensive and at the same time open -ended The GM headquarters in Shanghai and Detroit also wa nt ques-
approach normally jeopardizes the cooperation betwe ena WLRQV DQVZHUHG IURP WKH FRPSDQ\ V RZQ VWDUYV
SDUHQW FRPSDQ\ ZKLFK LV RULHQWHG WRZAXW&WHQMHFT W IWW X¥ VRX LIQW HDWOWBPHQW DQG UHOLDEOF
processes, and an agile start-up. Many start-up pro jects founded “Normally, automakers approach the question retrosp  ectively
from an existing company have failed because the go als and and use known metrics. But we have no sales volume here yet,
processes of the two ventures were simply too contr  ary. and do not have a traditional business model. So, I  need a feed-
forward approach to get answers to the questions fr  om the US,”
Weller said.

64



Hoshin Kanri can play to its strengths in this scen ario, For the GM start-up General Motors Premium Import,

because it lays the right foundations for various Hoshin Kanri, customized by Staufen, provides the

future scenarios: “If | follow logic in building my  busi- perfect tools and processes to identify success fac tors

ness that is sustainable even in the growth phase, | DQG R*HU D FRPSUHKHQVLYH RYHUYLHZ RI WKH FXL
can scale much more easily than if | had to change status at all times. GM’s Weller: “Like any start-u p, |

horses midstream. In addition, new colleagues grow GRQ W KDYH SHUFHQW FHUWDLQW\ WKDW - P GR
through the same processes that employees who right thing. But | have a much higher probability o~ f

were there at the start are familiar with,” says We ller. success.”

FELIX WELLER
Vice President

Premium Import
GM China

+RVKLQ .DQUL

(Jap. for “compass management”)

Hoshin Kanri focuses on leadership and development organizational functions helps align the organizati -

of employees towards the vision. Hoshin Kanri cre- on and is a key component of Hoshin Kanri. Manage-

ates a connection between the vision, objectives, p ro- ment agrees on the goal and common path (horizon-

jects, and success factors using tools and forms. T he tal alignment) and speaks to the organization with

X matrix is a tool used to link breakthrough target s, RQH YRLFH +RVKLQ .DQUL FDQ RQO\ EH IXOO\ HeF
annual targets, improvement projects and enablers. in the organization (vertical alignment) if there a  re no

Involving all levels of management across all FRQ5LFWLQJ PHVVDJHY LQ WKH VWUDWHJ\



general motors

*HQHUDO ORWRUYV ishgbbakdmpany
focused on advancing an all-electric future thatis in-

clusive and accessible to all. At the heart of this stra-
tegy is the Ultium battery platform, which will pow er
everything from mass-market to high-performance
vehicles. General Motors, its subsidiaries and its  joint
venture entities sell vehicles under the Chevrolet,
Buick, GMC, Cadillac, Baojun and Wuling brands.

B ' :_ﬁ *'  GM s launching the Durant Guild brand in the
S = Chinese market. It refers to General Motors
founder William C. Durant

STRATEGY

JULIAN BLISSETT
GM Executive Vice President and
President of GM China

How excited are you at this time shortly need to embrace the culture of innovation and col-
before the launch? laboration in an agile manner to keep ourselves in
the leading position.

We are very excited about the launch of our Premium

Import business. This is a completely new business How appealing do you rate GM’s product
created for the Chinese market. Activities such as  the portfolio for the Chinese consumer and why?
annual China International Import Expo in Shanghai,

third-party studies and our own research have shown ‘H DUH WDNLQJ D GL*HUHQWLDWHG DSSURDFK WRZ]|
that there is tremendous desire among China'’s con- products that is unique and has never been seen in
sumers for premium imported models. the market. We are introducing an innovative busi-
ness model led by a highly diverse, agile and talen ted
What are the biggest challenges to find your team that will operate like a start-up. It will foc  us on
footing in the Chinese market? addressing the lifestyles of our customers and deli  v-

ering a truly customer-centric experience. W
The Chinese vehicle market is highly competitive
across segments, with arguably the greatest number
of automakers anywhere in the world. The speed
of the development of a product or technology, from
ideation to launch, is unbelievable. We therefore
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THE FUTURE OF SUPPLY CHAINS

THE FUTURE OF
SUPPLY CHAINS: |
“COOPERATION IS

THE ONLY WAY TO MEET
THIS CHALLENGFE"

R ]| i ¥

==

SCHENKER

6XSSO\ FKDLQV KDYH EHHQ LQ FRQVWDQW 5X[ IRU \HDUV 7KH VXGGHQ GU
of trade routes, lack of supplies and political uncertainties are disturbing

ZKDW ZDV RQFH D 4QHO\ EDODQFHG QHWZRUN RI FURVV ERUGHU 5R@\E RRUMRRHEVLER
20H 7TUXPSIKHOOHU '% 6FKHQNHU V (93 &RQWUDFW /RJLVW L F VEVPCOBRE Logistibsl&Bupply Chain,
ODQDJHPHQW *HUPDQ\ 6ZLW]JHUODQG LV FRQYLQFHG WKDW F XV W R REerbhahylz@sitzerland
VHUYLFH SURYLGHUV PXVW DGRSW D FROODERUDWLYH DSSURDFK WR DB3ther@ReN HH D
VHFXUH DQG VFKHGXOHG PRYHPHQW RI JRRGV LQ WKH IXWXUH
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THE FUTURE OF SUPPLY CHAINS

SUPPLY CHAIN

SCHENKER

Mr. Trumpfheller, logistics providers are under pre  ssure

in the face of stressed supply chains. Are you curr _ently ‘% 6FKHQNHU ZLWK DERXW VWDe- LQ
your customers' bogeyman or last hope? WLRQV VSUHDG WKURXJKRXW FRXQWULHV

ZRUOG V OHDGLQJ ORJLVWLFV SURYLGHUV 7K
FHOHEUDWLQJ LWV WK DQQLYHUVDU\ LQ
ORJLVWLFV '% 6FKHQNHU R*HUV DQ H[WHQVL
customized solutions for industry and commerce.

-WV UDQJH RI VHUYLFHVY LQFOXGHYV DOO VWDJ
FKDLQ IURP SURFXUHPHQW DQG SURGXFWLR
to distribution logistics and after-sales service.

Logistics companies make a lot of things possible, and our custo-
mers appreciate this. Industry colleagues in the ai r freight busi-
QHVY IRU H[DPSOH DUH GH4QLWHO\ FRPSHT
FDQ UHDFW 5H[LEO\ DW WKH GURS RI D KD
running. But in contract logistics we are dependent  on service-
providers, capacities and load factors. The diversi ty of interests is
WKHUHIRUH H[WUHPHO\ FRPSOH[ DQG LV FK
ting availability of important components, politica | uncertainties
and interlinking changes, for example the move to e  -mobility. To
make a long story short, we are in a period of uphe aval and as
far as the supply chain was concerned, the pasttwo and a half
years were extremely stressful and new for all of u ~ s.

How can the overall system be improved? Can you, as a

service-provider, remove the pressure from the supp ly
Are you able to plan for the long termoronlytor eactto  hain, or can that only be done by working with you r
immediate events? customer?

Some external factors such as the closure of the Su ez canal or . . .
For the last 20 years the business was very transaction-driven.

the very strict lock-downs in Chinese ports had and  still have . .
The obBecnve: cost reduction. But we must now move away from
GUDPDWLF H*HFWV DQG XQEDODQFH VXSSO\ FKDLQV DFURVV WKH ZRUOG

] . . . thinking in terms of black and white and look instead at the supply
In situations like these, OEMs have no alternative but to rely on . o . L .
. . . chain from beginning to end as a collaborative association, in
suppliers like DB. We can develop contingency plans , make ca-
pacities available and keep supply chains running by one means
or another. Depending on the OEM's purchasing polic ies, this . L . .
information is exchgrllggd‘]andsp\r/olfessed in real time. On the plus

FDQ EHFRPH GL]FXOW DQG VRPHWLPHYV YHU\ FKDOOH
) i ) VLGH - FDQ DOUHDGY VHH D WHQGHQF\ WR WROHUDYV
case of the war in Ukraine as an example, cable loo ms for vehicle

) ) . collaborative models both in the operational area and purchasing.
production are suddenly in short supply everywhere  in Europe.

But as a matter of principle we always collaborate in a spirit of
partnership. Logistics and distribution contracts g  enerally run
for years — which generates in-depth trust with the  contractual
partner.

which we manage the individual links in the supply chain as a
partnership. | see parallels to the Industry 4.0 approach in which
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DB Schenker is now more than just a parts supplier; the The subject of sustainability is becoming increasin  gly
company has moved into assembly work. Will the role important for industry. What effect is this having on
of the logistics-provider become more importantin  the Schenker?
supply chain world of the future?

The subject of ESG is our number one priority. Firs t, we have the
That depends on the individual OEMs. Many companies  look at customer who is pushing for this and, second, law-m akers are
the supply chain as an important tool for managing  their own ab- also applying pressure — the Packaging Act, the Sup ply Chain Act,

ility to compete. This has a major impact on the se
and the intensity of the collaboration with logisti
-Q WKH 4HOG RI
mobility could also make this partnership to some e  xtent looser
than before as the complexity of the supply chain w il likely
diminish. Then, we also have the OEMs that are agai n currently

rvice-providers
cs companies.

in-sourcing more areas of the logistics services, f or example IT
systems or infrastructures. Every company is taking its own very

distinct path.

DXWRPRELOH PDQXIDFW XU ar@a) beW snHarfel Rrivthe Al Br oD theGs¥a. Mve a
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and so on. We are therefore faced with the question  of how we
can reduce emissions in the logistics industry —in  deed in every
re continu-

ously investing in more environmentally friendly pr  oducts and
innovative transport solutions. The challenge in th

to underpin the business and at the same time to op

e short term is
erate new

technologies in test mode. It will be a few years b  efore we know

it is true to say
is climate-

what the new industry standard will be. Here, too,

that if we are to supply companies in a manner that
neutral, we must work closely together with industr
Cooperation is the only way to meet this challenge.

y as partners.
|
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MORE RESILIENT, MORE FLEXIBLE, MORE EFFICIENT @

Faster development cycles, shorter delivery times, as well as Existing networks are optimized and aligned with cu  stomer
increasing product variance, new business models an d greater requirements. Here, the footprint, the allocation o f products
market volatility — the list is long. Traditional s upply chain ma- in the network, and the distribution logistics and  structure are

QDJHPHQW LV QR ORQJHU VX]FLHQW WR FR SdisiddrallKk WKH FRPSOH[LW\ DQG
vulnerability of supply chains. A holistic view mus t be taken: Sup-

ply Chain Network Management, which generates true  resilience. Information System & Management

7KH 6WDXIHQ DSSURDFK RI PRGHUQ VXSS O\ITFtD as@n@riabler éhsliNng transparency in the  network and
PDQDJHPHQW ZDV GHYHORSHG EHIRUH-W K H nfaxadithH@d&'ssesK @ewvarkiRd) and business intell igence.

sis situation and successfully introduced by a numb er of Larger networks in particular are almost impossible  to operate

companies. HIFLHQWO\ ZLWKRXW D FRQVLVWHQW GLJLWDO VWL
The goal of supply chain network management: to mak e the ent- Beyond the appropriate IT architecture, networking  and stringent

ire network and the collaboration of all players mo  re responsive, data management present the various network players  with chal-

UREXVW DQG H]JFLHQW WKHUHE\ LQFUHDYV L @rged/ Khé rightt tbhibidRian@ffeldedrtionsdftivare  packages

network. LQFUHDVHYV H]FLHQF\ LPSURYLQJ FRPPXQLFDWLRQ

Planning & Control
The four dimensions of supply chain network

management The fourth dimension supports the network with suit  able plan-

ning and controlling processes. End-to-end processe s are aligned
Supply Chain Network Management focuses on four dim  ensions: ZLWK FXVWRPHU DQG QHWZRUN U HTXLUHPHQVS@V 7K
2SHUDWLQJ ORGHO 1HWZRUN 'HVLJQ -QIRUPPWQRB@NXWHMDIRKBHQ VXSSO\ GHPDQG DQG§4QDC

30DQQLQJ &RQWURO examining order management and decoupling points, a  nd integ- <
rating after sales into start-up and phase-out mana gement. Here, 2
Operating Model WKH JUDQXODULW\ LV LQFUHDVLQJO\ UH4QHG§IURP
long term" to "optimized in the short term". |

This includes the derivation of a supply chain stra tegy based

RQ WKH FRUSRUDWH VWUDWHJ\ 7KH PRGHO VLPLODUO\ GH4QHVY QHWZRUN
coordination and management as well as roles, struc  ture and

communication. Twin functions are avoided and organ izational

development is advanced.

An important part of strategy developmentis alsor isk manage-

PHQW GH4QLWLRQ RI ULVN DSSHWLWH 7KLV LV WR HVWDEOLVK SURFHGXUHV
for early warning and preparation for network disru ptions. In

addition to external risks, all "nodes" in the netw  ork that could

FDXVH D ULVN PXVW EH LGHQWL4HG 2YHUDOO QHWZRUN ULVN PDQDJH

ment must be progressively integrated into business  continuity

management.

Network Design

IHWZRUN GHVLJQ GHDOV ZLWK WKH FRQ4JXUDWLRQ RI WKH GL*HUHQW

actors along the supply chain, e.g. plants, develop ment service @ @ More information about the topic of the

: UHFRQ4JXUDWLRQ RI VXSSO\ FKDLQ «
global and local, can be found at:

ZZZ HQ VWDXIHQ DJ

VXSSO\ FKDLQ QHWZRUN PDQDJHPHQ

providers, hubs, suppliers and sub-suppliers as wel | as logistics
service providers, sales and distribution partners  up to the end
customer. The complexity drivers require an underst  anding of all
components so that a performant network can emerge.
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“The example of ABB / Accelleron Turbo Systems / Benninger Guss demon-

strates two key advantages of the concept of a supply chain network

management. First, it helps to overcome the classic understanding of pur-

chasing, production, logistics and distribution, and second, the approach

always creates the necessary eye level even between very different

partners — here the global market leader and there the casting specialist with

a digital casting production with a good 100 employees. 7TKDW V EHFDXVH
competition today is between networks, not individual companies. "

THOMAS SPIESS
Member of the Executive Board
STAUFEN:NOVA AG

JRU \HDUV VXSSO\ FKDLQV KDYH EHHQ LQF VISBI¥*L@BDWGR@HW@RR SADQMW LURQ FRPSRQHQWYV & 7KH

LQWR PXOWLGLPHQVLRQDO FRPSOH[ DQG JderRitedildvtiz@re oflKHi2Ilg€herated to a limi  ted extent by

-Q YLHZ RI WKH FXUUHQW HFRQRPLF DQG J&ds/BnddnsV\aki® cha.STKe-hoYcbnipahies have  jointly deve-

FRPSDQLHYV DUH FXUUHQWO\ IHHOLQJ WKH $ped@ stblKdRan toxdeptNoOrhpkme délivery pe  rformance,

FDQ UHDFK WKH OLPLWV RI WKHLU UHVLOLHWHGXFH TXDOLW\ GHYLDWLRQV DQG LQFUHDV
within the supply chain.

o
o
%
(¢}
I
>
H 5H[L

(YHQ LQ WKH IDFH RI WKH 4UVW &29-' UHODWHG ORFNGRZQV PDQ\
companies had to admit that they had thought they w  ere on 7KH NH\ VXFFHVV IDFWRUV ZHUH
the safe side for too long when it came to sourcing . However, at
the latest with the exploding energy, raw material ~ and transport « Strategic partnership (clear tactical and operat ional frame-
costs as a result of the Russian attack on Ukraine, a rethinking work, medium- and long-term portfolio planning, clo  se
has set in across the industry. FRRSHUDWLRQ LQ WKH HYHQW RI GHOLYHU\ GL]F)

« Technical solutions (clustering of the product p  ortfolio,
More flexibility and agility within the supply chai n printed cores and molds or hybrid solutions, shorte  ned

run-in cycles)

Two companies that have developed a new joint conce pt for e Logistical solutions (end-to-end transparency wi th regard to
their supplier relationship are ABB / Accelleron (f ormerly ABB LOYHQWRU\ UHTXLUHPHQWY O5H[LELOLW\ LQ SURC
Turbocharging) and Benninger Guss AG. Turbo Systems is the storage at the lowest possible value-added stage)
market leader in the manufacture and maintenance of  turbo- » Total cost of ownership (optimization of investm  ent costs,
chargers from 500 kW to 80+ MW for diesel and gas e ngines. reduction of capital commitment)
Approximately 200,000 turbochargers produced by Tur  bo Sys- &XVWRPHU EHQH4WYVY LQFUHDVHG DELOLW\ WR G
tems are currently in use by customers worldwide. P roduction requested date, quick solutions for unexpected need s/
sites are located in Switzerland, China, and India. In addition, non-mover components)
Turbo Systems has a service organization with a cen tral hub in
Baden (Switzerland) and more than 100 service point s in over The two initiators Tobias Schoch (formerly of Turbo ~ Systems)
50 countries with 1,200 service technicians. and Eric von Ballmoos (Benninger Guss) see domestic manufac-

turing networks and location-based supply chains as  having a
In the service business in particular, there are ad  ditional factors clear advantage in many areas and are convinced tha t networks
such as the attractiveness of the portfolio on the  procurement that pursue common interests are more innovative, s  table and
market (high mix / low volume, low predictability / sporadic sustainable. W
demand, broad product portfolio, currently approx. 3,500 active

73



. BEST PRACTICE PARTNER CIRCLE AT BMW

BEST PRACTICE PARTNER CIRCLE AT BMW

EXPERIENCES,
STUMBLING BLOCKS AND
PROVEN SOLUTIONS

KHQ WKH %HVW3UDFWLFH 3DUWQHU
FRPHV WRIJHWKHU WKLV LV ZKHUH P
OHDGHUV WHFKQRORJ\ OHDGHUV DQ
FKDPSLRQV PHHW

The exclusive BestPractice Partner Circle

hosted by Staufen AG and made up of

around 40 companies in the German-

VSHDNLQJ UHJLRQ ZDV 4QDOO\ DEO'
convene in person at the invitation by

BMW AG located in Landshut, Germany,

also a member of the partner circle. The

attendees were given the opportunity to

UH5HFW RQ FRPPRQ EHVW FDVHV OH
each other and openly exchange ideas.

Core topic: 7KH YDOXH DGGHG SURGXFWLRQ VI\VWHP LV WKH KF
7KH YDOXH DGGHG SURGXFWLRQ V\WVWHP SURGXFWLRQ V\VWHP DW WKH %0: *URXS

The value-added production system creates the foundation The underlying idea behind the value-added producti  on system

for successful business transformation by integrati  ng lean and LV WR SUHYHQW ZDVWH ZRUN H]JFLHQWO\ DQG GHV
digital approaches. Executives and lean leaders fro m BMW AG ergonomically. The WPS Center of the BMW Group incl udes a

spoke about experiences, stumbling blocks and prove n solutions learning workshop covering a space of 1,500 m2.

on their lean journey before inviting attendees on a plant tour.
Key factors in the changes have been the successful application

of lean methods such as linking assembly processes in a
RQH SLHFH 5RZ HVWDEOLVKLQJ .DQEDQ FRQWURO
supply and supplying products by means of tugger tr  ains.

Besides the physical lean transformation, BMW in La ndshut is
also actively implementing a cultural change among  employees
and executives - by introducing a new work organiza tion with
foremen (Japanese "hanchos") as CIP implementers an d problem
solvers.

74



BEST PRACTICE PARTNER CIRCLE AT BMW ‘I.

$WWHQGHHY H[SHULHQFH D OHDQ MRXUQH\

6WDWLRQ -PSOHPHQ

During the introductory talk, the implementation of the value-
added production system (WPS) and the corresponding  imple-
mentation of the new work organization at the Lands  hut site was
presented. The tour of the process boards, control  boards, and
logistics processes provided practical proof of suc cessful produc-
WLRQ LQ RQH SLHFH 5RZ EDVHG RQ FXVWR B

“The lever for everything — regardless of in-
dustry — is a consistent process confirmation :
across all levels. :KHUH VWDQGDUG-V DU HI¥
WLFHG DQG XQGHUVWRRG LV-ZKHUH

”

tion's system operates.

LOTHAR KOGLMEIER
WPS Integrator, BMW AG

6WDWLRQ )XUWKHU GHY 6WDWLRQ $ UHYLHZ RI WK

With increasing complexities that a traditional, an  alog approach In the subsequent live presentation, the participat  ing company

of value stream mapping and our brains can no longe r grasp, managers were given a comprehensive insight into th e system

process mining is the solution. This was the consen sus of the ZRUOGYVY %HQH4WV DQG OHVVRQV OHDUQHG VR IDU
second agenda item, the topic “Outlook and further  development nance App development were revealed.

of WPS”.

1LVd3d0

“Today was entertaining, informative and really
“By means of data-based analysis and resulting incr eased cool for me.” 2XU % HVW3UDFWLFH 3DU Wg? HU
>

process transparency and sustainable process improv ement,

1

. _ _ is an effective tool for input, inspiration and
process mining enables us to stay on top of things, ” said presen-
ter Nico Vosshage, Specialist for Process Mining, B MW AG. H [ FKDQJH IURP D ZLGH YDULH W\ RI SDUV

WLQJ LQGXVWULHYV

KURT FRITZ
Location Development, Lindner NORIT GmbH & Co. KG

6WDWLRQ 7KH UROH R

WKH FKDQJH {

7KH 4QDO GLVFXVVLRQ HPSKDVL]I]HG WKDW HPSOR\H
WKHLU 4HOG VKRXOG EH JLYHQ UHVSRQVLELOLW\ |
become a key element in the continuous improvement  process

(CIP) by being invited to optimize, create and inno vate.

“The enthusiasm at the BMW plant in Landshut

for putting lean into practice is fascinating.

7KH '"1$ IRU /HDQ *UHHQ 'LJLWDO FDQ WL
IHOW KHUH

DR. TIM NIKOLAOU
Technical Managing Director / COO
Oskar Frech GmbH + CO. KG
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OPERATIONAL

VIRTUAL BEST PRACTICE TOUR

“LEAN EXPEDITION™

IN CHINA, EUROPE AND
BRAZIL

MARKUS FRANZ

Senior Partner ODQDJHPHQW PHDQ IRU D FRPSDQ\" +RZ FDQ OHDQ
Supervisory Board Member RSWLPDOO\ SODQQHG DQG LPSOHPHQWHG" :KLFK NI
STAUFEN.AG EH LPSURYHG SHUPDQHQWO\ WKURXJK /HDQ 0DQDJt

7KH LWLQHUDU\ RI WKH ODWHVW LQ WKLV FDVH Y|

WRXU LQFOXGHG 5LWWDO 6KDQJKDL VLWH &KLQD
7UXH WR WKH PRWWR 7UDYHO HGXFDWHYV  GGWIILFIKH @ LS HJ HHUPDWA\ (QGUHVV +DXVHU 3HVVDC
WDNHV HQWUHSUHQHXUV H[HFXWLYHV DQGDWQIFKQLFDODM[BH UMW\ FE® DVLWH %UD]LO ODUNXV
/HDQ ([SHGLWLRQ DV SDUW RI LWV %HVW3BDBW QFHHW TRXWWBXBEKENHVRU\ %YRDUG OHPEHU RI 6WEC
IXO RZQHUV DQG H[SHULHQFHG PDQDJHUV ®WWR PRGKHID WRWKWEWERX JKRXW WKH GD\ OLQNLQJ FF
IHQ FRQVXOWDQWY SURYLGH D JOLPSVH E HKLIRX3/ WHKIH QD/F RVRRDWDR/GWWRULHYV ZKLFK DOO KD(
RI HIFHOOHQW FRPSDQLHV DQG VHUYH DV WROGW HXERG HWH @D YRZWKHQUDPH FRQFOXVLRQ -QVLGH
TXHVWLRQV VXFK DV :KDW GRHV WKH LQWURIGKEMW LRQDRI HMEQ EHWWHU RQH
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STATION 1

RITTAL ON A" NEVER-
ENDING JOURNEY*®

=1

RITTAL

In Shanghai, Rittal GmbH, the largest company in th e German
Friedhelm Loh Group, provides the solutions of the  future with a

smart system architecture comprised of individual m

odules (en-

closure, power distribution, climate control, IT in  frastructure and
software & service). With the goal of increasing pr oductivity and

surpassing in-house KPI benchmarks, the company se

t alean

course with Staufen Project Manager Jacee Cai. The corporate

culture played a key role in this. Michael Galler, Vice

President

Operations at Rittal China, sees successful lean im plementation

not as a self-contained process, but as a “never-en di

ng journey”

MICHAEL ZAUN
Head of Production Turbine Blades
and Structural Co
MTU Aero Engines AG

mponents

Speed is in MTU Aero Engines' corporate DNA. And as part of

the Lean Transformation, internal communications ar
top speed. With support from Staufen AG, the compan

e also at
y has

introduced a Shop Floor Management system. The new  ex-

change strengthens on-site problem solving, reduces
schedule changes, and increases transparency in pro
As a result, the company can now act much faster. B
was developed in close cooperation with the workfor

pliers from within the company can carry the projec

subsequent
duction.
ecause SFM
ce, multi-
t further.
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MICHAEL GALLER
Vice President Operations,
Rittal Electro-Mechanical
Technology (Shanghai) Co., Ltd

in which process excellence and leadership excellen ce are conti-
nually challenged and improved. Companies must be p  repared
to constantly question their culture, organization  and structu-
UH 7KRVH ZKR GR QRW DGDSW ZLOO VX*eHU WKH V|
GLQRVDXUV 7KH NH\ 4JXUHV SURYH KRZ VXFFHVVI)
in implementing Shop Floor Management and the under  lying

Lean Transformation. There are 13 KPI target marks, of which the

&KLQHVH VXEVLGLDU\ DFKLHYHG VLJQL4FDQW LPSU
cases and at least slight improvements in one case. ”

TYNOILVH3IdO

MT
M1y

Aero Engines

STATION 2

MTU AERO ENGINES SOARING
TO NEW HEIGHTS

For the people responsible for lean at MTU, Michael Zaun (Head

of Production Turbine Blades and Structural Compone  nts) and

Matthias Plank (Team Leader Manufacturing Engineeri ng), the

shift towards lean has also proved its worth in the  course of

digitalization and during the COVID-19 crisis. As p art of the trans-

formation process, it became apparent that processe s needed to

EH DGDSWHG DQG VLPSOL4HG IRU WKH WUDQVLWLR
7KLV SDLG R KH VDLG HVSHFLDOO\ GXULQJ WKH ¢
the organization was agile and adaptable to meet ne w demands.
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Endress+Hauser L2.]

STATION 3

ENDRESS+HAUSER ON THE PATH TQ  C!ANTRANCO MGHAROTT

CFO and HR Director

A NEW CORPORATE CULTURE Endress+Hauser Sicestherm S.r.l.

With a lot of enthusiasm and passion, Gianfranco Mi  gliarotti in values. But it is more important to move from value s to culture.
Pessano con Bornago is responsible for the SFM lean leadership Managers in particular are called upon to set a goo d example
transformation of Endress+Hauser. As CFO and HR Dir ector, he and exemplify the new world of values. So actively listening,
knows the opportunities and challenges of the Itali  an division asking questions, answering questions, and acting a s a facilitator,
of the Swiss supplier of equipment for process engi  neering. To- not a supervisor.” Introduction of the new Shop Flo  or Manage-
gether with Giancarlo Oriani, General Manager of St aufen ltalia, ment was completed in just nine months. The transfo  rmation
WKH SURGXFWLRQ SURFHVVHV ZHUH FRQY Hjdumey@s W \kholke (hbweyerH\figliaf®® Zaid, isa  lengthy one.
Gianfranco Migliarotti saw a central challenge for  this in the cont -  For the Endress+Hauser manager, it is like having a newborn

rol system: “We implemented a new concept of a mini  -factory EDE\ ‘H KDYH WR IHHG RXU EDE\ 4UVW WKHQ LW (
and adapted the processes for agile teams.” Behind  the process we focus on good parenting. This is a very long pro cess, and we
adaptation is a change in corporate culture, which  was given top are always straightforward and careful to convey va lues. That's
priority as part of the SFM introduction: “We pay a ttention to the most important part.”

OPERATIONAL

. .
| TKE
MARCELO NERY MARCO FELIPE ASSUMPCAO
President MFG Industrial Engineering Manager

Thyssenkrupp Elevadores Thyssenkrupp Elevadores TK ELEVATOR ON TRACK
Since 2014, TK Elevator’'s Business Unit in Latin Am erica pro- H*HFW RQ EHKDYLRU 7RGD\ SURGXFWLRQ LV RI W
moted changes in the management of manufacturing, a  iming from a state-of-the-art electrical manufacturing pa  vilion and cle-
to improve the productivity of the elevator factory , located arly structured production. For example, the KPIs f or operational
in Guaiba, Rio Grande do Sul. With the help of Dari o Spinola, excellence increased from 33.5 points in 2014/15to 75 points
Managing Director of Staufen Taktica in Brazil, a S hop Floor Ma- today. The goal of improving production in Brazil h  as already
nagement roadmap was created, and the entire operat ion was been achieved, as stated by Marcelo Nery, Manufactu ring Presi-
made lean. Comparing the Brazilian elevator factory  between dent TK Elevator of the Business Unit Latin America : “Seven years
2014 and 2022, the Industrial Engineering Manager, Marco Felipe ago, production and delivery were our priorities. H  owever, | pay
Assumpcéo, draws a clear conclusion: structure and  order have special attention to safety. We have made enormous  progress
become as visible as the new orientation of the emp  loyees. “The and if we can guarantee safe production with no acc idents, other
processes and the way the production hall is laid o ut have an advantages will certainly arise.”
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CONCLUSION

The four practical examples show that successful tr ansformation
is only possible through a holistic approach in whi  ch structures,
processes and cultural aspects are jointly addresse d. What is
the best way to do this? Staufen Consultant Markus Franz has

LGHQWL4HG IRXU FRUH FR R&idsityHsReptickdid, IRU W K L

courage and humor. After all, the transformation mu st not
only be successful, it should also bring joy.
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OPERATIONAL

€ EMBRAER

A SUCCESSFUL
FLIGHT:

THE LEAN TRANS-
FORMATION JOURNEY
AT EMBRAER

JOSE CARLOS D'AGOSTINI JUNIOR - T

. . BT
Director of Operations at Embraer R e B
Commercial Aviation

Embraer has always been recognized
6LQFH (PEUDHU KDV DGRSWHG /HDQ

as one of the Brazilian companies
SKLORVRSK\ DV D EXVLQHVV VWUDW WKJEWGWVH-PH -

that has invested the most in Lean
WHV LWV %XVLQHVV ([FHOOHQFH-BUHN_UDP

S I'A ‘g G .
hinking to manage it8 operations. The last
PHQWDOV FRQFHSWV DQG SUDFWLF JUDP LV
: ) T three years were very challenging for Embra-
responsible for generating transformations in an

er and for the world market, which made the

LQWHJUDWHG PDQQHU SURYLGLQJ Y‘B’O‘X‘H—ERU—W‘K_H—H’%’W‘L_U‘Hi
:ompan\y et even more On Lean COHCGQ'[S to

FRPSDQ\ WR LPSURYH LWV SURFHVVi - - .
mprove its results and remain competitive.

DLPV DW VDIHW\ 4UVW TXDOLW)\ DO7? - - N
‘How ‘did these chal enges infllence Embraer's

WLPH DQG DW WKH EHVW FRVW - -
operations and what were the solutions found
in Lean to overcome them?

We talked to José Carlos D’Agostini Junior, Directo r of
Operations at Embraer Commercial Aviation, about .
In fact, Embraer has been navigating on Lean

WKH EHQH4WY DQG UHVXOWY DFKLHYHG E\ WKH FRPSD%\ .
. - . . concepts for a long time. The Embraer Business
since the beginning of its Lean Transformation.

([FHOOHQFH 3URJUDP 3 ( FRPSOHWHG 4IWF
-XO\ DQG GXULQJ WKDW WLPH KDV JRQH W
phases. More recently, we understood that we
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should go back to the origins and rescue the basic concepts of ZRUNLQJ ZLWK RXU VXSSOLHUV DQG 4QDO GHOLYH
Lean Manufacturing. For this, it was necessary to b e even more were thus able to identify critical paths and the m  ain sources of

present at Genba, to rescue the fundamentals of Lea n to be able waste.

WR HOLPLQDWH ZDVWH DQG PDNH RXU SURFHVVHV PRUH H]JFLHQW WKXV

increasing the aggregation of value in our activiti es. $IWHU WKLY PDMRU PDSSLQJ ZH GH4QHG WKH WDU
-Q DGGLWLRQ ZH GHYHORSHG VSHFL4F ([F Hién@ed Razen pProjezts. DnQhis wRyUwa\ete able to unfold, ho-

GL*HUHQW DUHDV RI DFWLYLW\ 0DQXIDFW Xrizan€lly aBdvBrEXlF, \te KP 5 LtHatHie PeriQd) ically monitored

Logistics, Quality, Services & Support, etc.) so th at everyone by leadership throughout the company. These same in  dicators
could jointly apply Lean concepts in operational an d administra- are also broken down and monitored throughout the o peration,
tive processes. through Shop Floor Management (SFM).

-Q WKH 0DQXDOV ZH DOVR GH4QH RXU ([F H@srhHna/yHN y\opvhidR, thie Ws® df WEMQ@hiougho ut the com-

with Embraer's strategic planning, where the strate  gic map, its pany allowed us to work with greater clarity on our Lead Times,
PDLQ REMHFWLYHYV .3-V DQG SURMHFWV D Uréin Ghelsu@ply Ghaib W thd delivedy of R@addraZ L 1@ This allowed
the strategic map, we work to reduce the Lead Time  of our pro- us to act on critical paths and reduce our cycles, wait times and

ducts through Value Stream Mapping (VSM) by product . This is a waste. This way, we were able to reduce our WIP and increase
ZD\ ZH XVH WR PDS WKH HQWLUH 5RZ |URPivéen®y luthdvaV KH FRQWUDFW WR
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A SUCCESSFUL FLIGHT: THE LEAN TRANSFORMATION JOURNEY AT EMBRAER

— Embraer uses Shop Floor Management very focused on developing a culture of transformat ion.
02 concepts to manage Embraer's operations. For this, we strongly brought the concept of Kaizen , organizing
~ Could you tell us a little bit about how the SFM projects into Kaizen Weeks, involving the entire le adership of the
was implemented in the company and what were the company. Added to this, we realized the need to str  ucture the
main benefits brought by this methodology in the da  y- various processes in a standardized way, and we lau nched the
to-day of the operation? continuous improvement cells, with their guides and  standards,
standardizing process and results management tools. ~ With the
Shop Floor Management (or SQDC, as we call it at Em braer) is advancement of our maturity, we evolved towards the grou-
relatively new to us. We adopted this concept just  over two years ping of continuous improvement cells, acting more i n the Value
ago and have been evolving ever since. Flows, connecting the company's strategic indicator s to the cell
indicators.

Its implementation followed the adoption of the str  ategic map,
ZKHUH ZH LGHQWL4HG WKH QHHG WR SHUPHLWEBOMKHRWUQM[MI VMW HISDORZ LV WR LQWHQVLI\ WK
OHQJHV WKURXJKRXW WKH RSHUDWLRQ 7KHDYHDW XWHSWKDAHP ZOWRKH@MWHDWLRQ RI 2]FH )ORRU
GH4QLWLRQ RI WKH .3- WUHH DQG WKH DGRBVURW KRNV WDPFPGIG/BID@LHBLHBREF\ WKURXJKRXW WKH
throughout the operation. It was a co-creation proc  ess with the

company's leaders who sponsored the implementation. —~ A In order to achieve results with Lean concepts,

The next step was training all the leadership and o  ther people 04 it is fundamental that the concepts and tools

involved, so that they understood the routines and  purposes of ~ used are directly connected to the company's

the concept. The elaboration of standardized tables  also played strategy. How does Embraer do this today?

an important role in the construction of discipline and execution

of routines. -Q GH4QLQJ WKH FRPSDQ\ V VWUDWHILF-PDS ZH K|
sophy as one of the fundamental pillars. So, fromt he beginning,

Once these steps were completed, the routines began , assisted we have considered this in the creation of our stra  tegies. Today,

by P3E Lean consultants, who played a key role in g uiding leaders in the Excellence System adopted by Embraer, we hav e 4 funda-

and teams. The practice of Problem Solving with the  recording mental pillars:

of deviations/problems, correction actions, Go&See  and the help 1. Understanding the Strategy

escalation process was a challenge on its own, as i trequired a 2. Integrated Management

cultural change from teams and leaders. 3. Excellence in Process and

4. People Protagonism
After these few years of implementation, we can alr eady see a
clear change in the culture of problem solving and  we are able to In Understanding the Strategy, we start from our st  rategic map,
DFW PRUH TXLFNO\ DQG H*HFWLYHO\ RQ G HWithDIKPIR antf PréjezR i thtdugPiSdytatéd  Management,
DQW EHQH4W ZDV WKH GHSOR\PHQW DQG V WdpQtGu USBALIHtD pvdcie®ari lurSdtiuheRstiateg  ic KPIs for

mance KPls (Safety, Quality, Delivery and Cost), wh ere everyone the Business Review of each vice president. In this part, monthly
in the operation knows the company's goals and, mai  nly, how its management is carried out, with deployment atall |  evels, from
results are contributing to the company's results. WKH 'LUHFWRU WR WKH WHDPV LQ WKH -6KRS DQG 2

$QRWKHU VLIQL4FDQW DVSHFW LV WKH DSSPRQW YWDRQ RI WKH VXSSRUW
areas to Genba, accelerating decision making and, t hus, giving

privilege to the Value Stream, since everyone who p articipates in Excellence in Processes, on the other hand, is achi eved through
the routines decides what is best for the Value Str  eam and not the creation and implementation of manuals dedicate  d to each
for their own departments only. area. This work is guided by the Lean consultant, a nd the area's
leadership is the main vector of transformation. To  ensure
o~ The Business Excellence Program (P3E), People's Protagonism, a massive training program ca lled “Lean
03 which brings together all of Embraer's Academy” is linked to leaders and their teams so th  at they are
~ principles of Operational Excellence, was created prepared for the journey.
in 2007 and has undergone several restructuring processes
over the years. Could you tell us a little bit about the key More than establishing what should be done, this en tire imple-
moments of these reforms and what is expected of P3E for mentation process is co-created between Lean leader s and con-
the next few years? VXOWDQWY GH4QLQJ DQ -PSOHPHQWDWLRQ 5RDGH
and sequences by process/concept and periodic monit  oring of
The Embraer Business Excellence Program (P3E) was created at progress. Finally, the “Lean Diagnosis” is carried out annually,
a time when the company was going through a period  of growth where P3E consultants check adherence to Lean conce pts and
and expansion, with new products, expansion of its  industrial routines, process maturity and the results presente  d by the
operations, higher production rates and new markets . areas. With this diagnosis, leaders can easily iden tify opportuni-
ties for improvement in the implementation of conce  pts in the
In this scenario, the P3E was born based on four pi llars: Culture, areas of their responsibility.

People, Processes and Leadership. In other words, w e started

82



“After these few years of implementation, we
can already see a clear change in the culture of
problem solving and we are able to act more

quickly and effectively on deviations.

. — Remaining on the topic of strategy and
05 Embraer’s excellence system, how do you im-
plement the initiatives and indicators for every-

one in the company today, and how do you ensure tha t

"~ ~ Speaking of how to achieve better results
06 with Lean principles, we know the

~  importance of senior leadership involve-
ment in a company’s Lean Transformation. What

all levels are e ectively engaged in these initiati  ves?

Embraer adopted the Excellence System based on its  Strate-
gic Planning, where the strategic map, main objecti ves, KPIs

DQG SURMHFWY DUH GH4QHG

Strictly following the strategic map, we have VSM by product,

to track the entire value stream from our suppliers to the

s and the main
re imple-
company,

on, these

same KPIs are also implemented and monitored throug  hout

delivery of the aircraft, identifying critical path
opportunities. After this major mapping, the KPIs a
mented, horizontally and vertically, throughout the
and periodically monitored by leadership. In additi

the operation through Shop Floor Management.

Naturally, with the goals unfolded in the KPIs, the areas

are the challenges to keeping all senior manage-
ment engaged in transforming the company’s
culture into a high performance Lean culture, going
beyond the area of operations and reaching the
company as a whole?

Embraer already has Lean leaders in its administrat ion,

ZKLFK PDNHVY WKH ZKROH SURFHVV RXFK PRUH 5XLG
dership is constantly present at Genba, not only in  operati-

ons, but throughout the value stream processes, ide  ntifying

opportunities, recognizing and encouraging improvem  ent

projects and challenging leadership to new achievem ents.

In addition, we have constant presence and sponsors hip
from senior management at Kaizen Weeks, Lean Transf or-
mation Week and at events to recognize the best pro jects of

LGHQWLI\ WKHLU FKDOOHQJHV DQG RSSR thaWxap AWsihet imp@taht a3hetds tval wilalso L Pmaintain

provement projects (Kaizens, 3P and good ideas) to achieve
and sustain the proposed challenges.

D VSHFL4F WUDLQLQJ WUDFN IRU VHQLRU OHDGHUVKIL
Academy, always keeping the present concepts and th e desi-
re for continuous improvement alive. W
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[
Louis Dreyfus Company

e

.'

JORGE COSTA
/RXLV "UH\VIXV &RPSDQ\ LQYHVWYV LQ %UD]JLO WR PHHW WKH JU R dulc€Uperations Director

LOWHUQDWLRQDO GHPDQG IRU RUDQJH MXLFH Louis Dreyfus Company Sucos S. A.
Natural, full of vitamins, minerals, and bioactive LDC constantly invests in its people, assets, and
compounds — such as phytochemical, which are in technologies and initiatives that ensure and
important components of a healthy and balanced facilitate the production process. One example
diet — NFC (from the acronym, Not From Concen - of this is the investment we made in new digital
trate), a high added-value product, is one of Louis performance management software, which aims to
"UH\VIXV &RPSDQ\ V FXUUHQW L QY H prevéhHd@wetions fPondopedatiomal processes and
for the international market. Brazil is the biggest facilitate the cause analyses of possible problems.
orange exporter in the world, but it has been facin g $QRWKHU H[DPSOH LV WKH 5HHW RI VKLSV
challenges due to successive crops and climatic dedicated to the transport of juices and by-pro - o
SUREOHPV 7KH ODWHVW FURS ZDVGDXFVFWHIXB\JRDRXUKWR LPSURYH H]ELHQF
and frost. that the product reaches its destination on time, §
safely, and reliably. S
We spoke with Jorge Costa, Juice Operations S
Director at Louis Dreyfus Company (LDC), about —~ o~ LDC recently announced that it will ~
WKH FRPSDQ\ V LQYHVWPHQWYV LQ @2}—! PeDXUaN tH Y8 proRUFCXaNLe@d storage
mainly on increasing demand in Asia, Europe, and T capacity for NFC orange juice at
WKH 8QLWHG 6WDWHV +H WDONHGVMRIERX W in'RAVPAXH Bnazil,Riainly to
Operational Excellence to leverage its results now serve the foreign market. How important are

ZLWK 6WDXIHQ V VXSSRUW RQ WK LMINRXUQHIries, Asia, and the United
States for LDC's juice business today?

The orange juice chain is quite

O 1 complex, with many suppliers, raw Brazil is the largest exporter of orange juice in

- materials that are susceptible to nu- the world. Therefore, increasing the production
merous threats, and little scope to accommo- and storage of NFC allows us to meet the growing
date for short-term variations. What are LDC's demand for this high added-value product and rein -
investments in Brazil to improve efficiency in forces our position as one of the main processors

this realm of so many adversities and uncer- and traders of orange juice in the world.

tainties?

P You mentioned that LDC manages
The orange juice chain is in fact quite complex and 03 more than 25 thousand hectares of
LQ5XHQFHG E\ FOLPDWLF FRQGLWLRQV ZikKuF®clErds H/Eakaow that you
DeHFW IUXLW SURGXFWLRQ DQG F RRQMKTIXSHQINVDSiaMakiHyH e Wdeddisly,
chain itself. We have endured extreme circums - because your business is hugely dependent on
tances, such as, in 2021 when droughts and frosts the health of the soil and climate. Can you talk
UHGXFHG FURS VL]H E\ K LQ 9% U Dg Litde abBowwiGHNAS bée i dwnk Bvd what
WKH SURGXFWLRQ RI 1)& MXLFH LQRallEMmysHGISENe okercbQe in this matter?
WKH VDPH \HDU 1)& LV RQH RI-/'& V FXUUHQW LQYHVW

ments, given increased demand in Asia, Europe, We act to promote positive changes in our value
and the United States, where consumers are loo- chain. We share our expertise with producers in the
king for a fresher and more natural product. regions where we operate — doing this ourselves or
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with business partners and specialist organizations
as part of our commitment to responsible, sustai-
nable, and traceable supply chains.

Therefore, driving increasingly sustainable juice
production is a priority for LDC, working in our ow n
RSHUDWLRQV DQG LQ5XHQFLQJ RX&
sustainable practices on their farms in line with o ur
supplier conduct manual.

In all our operations, we continue to focus on redu -

cing our environmental footprint. We have reduced
CO, HPLVVLRQV DQG VROLG ZDVWH
DIWHU \HDU -Q DGGLWLRQ ZH XV
part is wasted in our processing.

Furthermore, all 38 farms managed by LDC are

The orange juice chain is very inte-
04 grated. How is digitalization contri
buting to better use of the fruit,

“We have reduced CQ, emissions and solid

reducing consumption of inputs, and increa- waste sent to landfills year after year.
sing the efficiency of processes throughout . .
the entire production chain, that is, from the In addltlon, we use 100 % of the frUIt,

orchard to the delivery of juice to customers? ”

no part is wasted in our processing.

We strive to maintain responsible agricultural prac -
tices in our activities, such as the conscientious use

of plant protection products and daily analysis and Mr. Costa, your career spans almost

adjustments of machinery, ensuring that we only 05 30 years in the agribusiness segment,
use the necessary amount of pesticides and water, — most of it in leadership positions.

and we also use technology that collects and shares What are your biggest challenges when wor-
data from pest inspectors, thus allowing our teams king with people and what characteristics do

to manage the groves very closely. you consider essential in a leader, especially

in this sector?
Our digital platform, Trace LDC, allows our custo -

mers to track in detail the entire journey taken by The biggest challenges are about giving our em-
the products purchased, from groves to delivery. ployees the tools and opportunities they need to
Powered by blockchain technology, the platform develop to their full potential, wherever they are

SURYLGHY FHUWL4FDWLRQ GDWD |BnidwRatdverd heirPole. DQG IDFL

lities, as well as information about our food safet y

and sustainability standards. It is essential that leaders understand the indivi-
duality, capacity, and development needs of each

$V SDUW RI /'& V MRXUQH\ WR KH O &ewKtbet Employéts) Bvelr inbre so in a sector as

bon economy, we successfully conducted a biofuel fundamental as the one in which LDC operates. Our
trial on one of our upgraded juice vessels, using a company plays an important role in advancing and

% ELRIXHO EOHQGHG PDULQH IX HodeRizing/tkeHerditg Youd stpbll hallv. Rve are

sail from Ghent, Belgium, to Santos, Brazil, and re - always on the lookout for creative, forward-thinkin g

turn with a full cargo of NFC and frozen concentrat e problem solvers who are passionate about what we
orange juices, over a period of 55 days. do in the global food system. W
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A QUESTION OF TRUST L

ELESTA

Member of the PILZ Group

:KLOH PRVW FRPSDQLHY DVVRFLDWH WKH WHUP 1HZ :RUN SULEDULO\ ZLW
KRPH R]JFHVY DQG YLGHR FRQIHUHQFLQJ 6ZLVV UHOD\ DQG VH(WRU WHFK!
J\ VSHFLDOLVW (OHVWD *PE+ LV PXFK IXUWKHU DKHDG 2QH FEMOVHTXHQF
FXUUHQW KHDG RI GHYHORSPHQW ZRXOG QRW KLUH KLPVHOI RGD\

A QUESTION OF TRUST
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For decades, Elesta in Bad Ragaz (Switzerland) has been developing and producing sensors and
relays. The way the company responds to customer wi  shes is as individual and personal as the way
it treats its employees. Lean management, agility a nd employee satisfaction are not fancy buzz-
words, but everyday life at the BestPractice partne r of Staufen.Inova AG. “Our focus is equally on
customers and employees. We care for people,” says Sara Quesada Otero. Together with Sebastian
Schiemenz and two other colleagues, they form thet eam of “New Work Guides” who accompany
the continuous improvement at the Swiss manufacture  r.

“For us, New Work means identifying the needs of em ployees and our customers at an early stage

so that we can position ourselves properly for the  future and get the best out of it, not only for

the company but also for each individual employee,”  says Schiemenz. And André Sulser, Head of

Development at Elesta, adds: “The New Work Guides a re our counterpart. They push and prod us in
management and help to keep breaking new ground.”

Leaders must be able
to let go.

ANDRE SULSER
Head of Development, Elesta GmbH

In an interview, the manager explains the Teamwork has therefore also become the
LQ5XHQFH 1HZ :RUN LV DOUHD G \d&civa_agitériod R @&Briitment. André Sulser:
on cooperation within the company and the “I no longer hire team leaders because | don't
role of managers. When he joined Elesta as a QHHG WKHP :KDW GULYHV SHRSOH LQ P’
team leader in 2010, a career as a traditional the realization that you can change parts of the
Founded in manager was in the cards. After just under organization even without being in a manage-
1997 two years, he was promoted to product group ment position. At Elesta, colleagues can
manager, and another year later he was sitting OLYH RXW WKHLU VSHFL4F VWUHQJWKYV |
on the management board as head of develop- things that really interest them. That's what
ment. And today? “I am the supervisor of 70 motivates them every day.”
employees,” says André Sulser. In a classic
hierarchical structure, it would not be possible $W (OHVWD FRQ4GHQFH LQ WKH VWUHQ
for one manager to directly manage so many team leads employees to take ownership. They
employees. But at Elesta, it succeeds because do not wait for the boss to tell them what to do,
>3OO the company's top management demands and EXW R*HU WKHLU H[SHUWLVH DQG DUH P
HQFRXUDJHV D GL*HUHQW DS S U Ropehn kithlebich otiret)'Ns how New Work Guides
Employees in self-organizing teams means that Sulser is Sara Quesada Otero and Sebastian Schiemenz
now primarily the contact person in his area of sum up the work environment at Elesta.
responsibility when employees have problems,
opens the doors “upwards” for them and repre- An example: When the company was recently
sents the interface to the outside world through looking for a coordinator to set up a produc-
his title “Head of Development.” Does that make tion line abroad, management advertised the
his work life easier? position internally within the company. “Ten
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ELESTA

Member of the PILZ Group

(OHVWD *PE+ ZKRVH KLVWRU
EDFN WR LV SDUW RI WK
*URXS RI &RPSDQLHV $W WK
5DJD] VLWH LQ 6ZLW]JHUODQG
and sensors for functional safety

“At Elesta, employees do applications are developed,

. SURGXFHG DQG GLVWULEXW
not wait for the boss FRPSDQ\ HPSOR\V PRUH WKDC
to tell them what to do. ” SHRSOH DQG KDV EHHQ ZRUN

DFFRUGLQJ WR /HDQ ODQDJHF
SULQFLSOHV IRU RYHU \HD
SARA QUESADA OTERO

New Work Guide, Elesta GmbH

HPSOR\HHV IURP GL*HUHQW DUHDV miaRadgemBnt\@ddIt &ave\expedted because they
Head of Development Sulser. “The applicants selecte d  were not aware of their expertise from a previousj ob.

the most suitable candidate for the new role among “In a classically managed company, we would have
themselves. They were accompanied by the New QHYHU LGHQWL4HG WKLV HPSOR\HH IRU WKLV DVN ZKLFK
Work Guides, while management stayed completely does very well, by the way,” Sulser is certain. W

RXW RI LW 7KH FKRLFH IHOO RQ D GL*HUHQW SHUVRQ WKDQ

“For us, New Work means identifying the
needs of employees and our customers at an
early stage so that we can position
ourselves properly for the future and
get the best out of it.  ”

SEBASTIAN SCHIEMENZ
New Work Guide, Elesta GmbH
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LEAN MANAGEMENT
AT KSB SHANGHAI PUMP

Pump specialist KSB has set up its headquarters for petro-
chemical and chemical pumps not in its heartland, t  he tranquil
town of Frankenthal, Germany, but in Shanghai. From  China,
the market area is steering its ambitious expansion  plans in
this dynamic market. Despite the promising start, KSB has faced
some challenges: “We have realized that we need to stream-

line our processes in order to achieve our growth t  argets,”

KHQ *HUPDQ SXPS DQG YDOYH PDQXIDFWXUHU .6
ORRNLQJ IRU ZD\V WR LPSURYH LWV SURFHVVHYV
PLFDO DQG FKHPLFDO EXVLQHVV LQ LWV &KLQD V
6KDQJKDL 3XPS &R /WG WKH SURMHFW WHDP Gt
DW WKH YHU\ EHJLQQLQJ WKH VDOHV GHSDUWPH

OU +R+PDQQ H[SODLQV 6DOHYV LV WKH 4UVW VW
process. If sales can make a good contribution, thi s has a posi-

WLYH H*HFW RQ WKH HQWLUH FRPSDQ\ DV WKH U
FDQ UXQ PXFK PRUH VPRRWKO\ 7KDW V ZK\ VDOH
for us.” Starting with the sales process from proje ct acquisi-

tion until contract hand-over, the lean transformat ion will be
FRQWLQXHG ZLWK WKH RUGHU IXO400PHQW SURF

VD\V %YHUQG +R*PDQQ 3UHVLGHQW ODUNHW $UHD 3HWURFKHPLFDOV

Chemicals. “If we can only handle increasing order intake with
DGGLWLRQDO PDQSRZHU
ORQJ UXQ
processes.”

First step: sales department

7KH FRPSDQ\ GHFLGHG WR VWDUW LWV O HdD@irMrig Xrid @stingdtheVsiips 4ed 16 Wany d

point of contact with the customer: the sales depar  tment.

JURZWK ZLOO QRWR BH [5Q RPADMIDE® R HQWW KK
7KDW V ZK\ ZH KDG WR FKDQ J HrecesSngRiSoterP dofripleR XNLiQtHepEst, ther e were

Step by step, the entire operation will now be conv erted
+R*PDQQ H[SODLQV

inconsistencies regarding the information provided from the
sales department to other departments. Often there was no
precise order or too many open items. Inconsistenci es e.g. in

SXUFKDVLQJ VSHFL4FDWLRQ IRU WUDGHG LWHPV
iscussions
and complaints during order processing.“



*
SMOOTH OPERATIONS

KSEB m

3XPSV YDOYHV DQG VHUYLFHV WKLV LV .6% V E>»
FRPSDQ\ FDQ WUDFH LWV URRWY WR PHFKDQLFDC
-RKDQQHV .OHLQ ZKR UHFHLYHG D SDWHQW LQ
ERLOHU IHHG DSSDUDWXV KH LQYHQWHG )URP
WKH FRPSDQ\ ZDV OLVWHG RQ WKH VWRFN H[FKD/
6% 6( &R .*D$ HPSOR\V PRUH WKDQ SHRSC
FRPSDQLHV ZRUOGZLGH DQG VHUYLFH FHQW

BERND HOFFMANN
President Market Area Petrochemicals/Chemicals
KSB SE & Co. KGaA

2
o
g
o
Starting the lean journey viations and problems relating to the project statu  s. KSB also E
will develop a new system for checking and tracking  the order
Together with the Chinese branch of Staufen AG, KSB laun- status along the sales and production line.
ched a lean management project. The main objectives  were
GH4QHG DV The introduction of lean management is not so much  a pro-
ject as a continuous journey toward optimization an  d more
e Optimization of business processes HIJFLHQW ZRUNLQJ .6% KDV SODFHG JUHDW HPSK
-PSURYHPHQW RI RSHUDWLRQDO H]FL HtikaFthe people in the company, starting with the m  anagement
* Transparency in day-to-day business and working down to all levels of the hierarchy, em brace the
new concept and play a key role in its implementati on. To this
The implementation concept was designed to ensure a smooth end, the company has enlisted external help: “Itis  very helpful
RUGHU 5RZ ZLWK WKH JUHDWHVW SRVVLE ® get\@nbDtdé¢ Si®naHdBsEpport {onGartvisultad  t than to
do it only from the inside and try to convince peop le that we
« Establishment of a structured visual managements ystem have to carry out this conversion process. This lea n change-
that provides a clear overview of the status of pr  ojects. RYHU SURFHVV LV YHU\ GL]FXOW EHFDXVH LW PX

5DSLG LGHQWL4FDWLRQ RI SRWHQWLD® BWRWVW\D\O G HKKYLIHDWDIURFE Y HAK L OVHD\V 0U  +R+*PDQQ
closing the problem-solving loop.

« Achieve improved status tracking throughout the p  rocess Potential to improve
and establish process oriented KPIs (e.g., hitrat e, lead
time, delivery reliability). The structured analys is should :DV WKH H*RUW ZRUWKZKLOH" $FFRUGLQJ WR 0U
also enable a continuous lessons learned approach. “It was an eye-opener for me to see the potential w e have

with this operation here in Shanghai. People feel t hat there is
$FFRUGLQJ WR 00U +R+*PDQQ WKH LQWUR @Xdppoitunify t®impidve tkednddlver WitH this conc  ept and

tings based on the lean principles was particularly  helpful: with the implementation of this project. And it was not just the
“After about half a year, we were able to draw an i nitial posi- trust that we created, but also the better understa  nding that
tive conclusion. The number of misunderstandings be  tween people have of the process: There is potential toi mprove, and

VDOHY DQG RWKHU GHSDUWPHQWYV KDV G WSS &vayVYodb@.. MF DQW O\ 7KH
company has gained a better understanding of proces s de-
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ALPARGATAS ON 4™

THE MOVE

- TO MAKE HAVAIANAS AN EVEN BIGGER SUCCESS WORLDWIDE
WITH STRONG INVESTMENTS IN PROCESS IMPROVEMENT,
TECHNOLOGY AND PEOPLE DEVELOPMENT

$ JOREDO \HDU ROG FRPSDQ\ SRZHUHG E\ WK
RQ WUHQG EUDQGV 5LS 5RS JOREDO OHDGHU WR
footwear and lifestyle, Alpargatas is known worldwi de by
RQH RI LWV PDLQ EUDQGYV +DYDLDQDV

And it dreams big: being recognized in the marketa s a power -
house of the world's most digital, innovative, sust ainable,
desirable and hyper-connected brands.

The numbers are staggering: between 2018 and 2021, Al-

pargatas grew 3.5 times its annual revenue pace, dr iven by

+DYDLDQDV ZKLFK JURZV DW DQ DQQXDO UDWH H
2021, the company surpassed the mark of 31 million  pairs

sold worldwide.

According to Edson Rubido, Industrial Vice Presiden t at Al-

pargatas, the biggest challenge now is to keep thei r facto-

ULHV VWUXFWXUHG WR DEVRUE GHPDQG YDULDW|

quality and low cost. This means an absolute focus on process

EDSON RUBIAO WHFKQRORJ\ DXWRPDWLRQ LQWHOOLJHQW OD\R

Industrial Vice President HeHFWLYH PDQDJHPHQW V\VWHP DQG WKH FRQVL
Alpargatas S.A. training of people at all levels. To achieve this, Alpargatas has

the support of Staufen.
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PR Mr Rubido, we know that Alpargatas has been
Ol investing in innovation. The proof lies in the
— fact that the variety of products continues to
grow. The company recently announced an investment
of 100 million euros in 2022 in the operational exc el-
lence program for manufacturing and logistics. To w
extent will this investment be used to make factori
more flexible and agile to serve the market?

hat
es

Our market demands innovation with increasing scala  bility
and frequency. And, in this scenario, we seek to en sure speed
to develop technologies, processes and to grow in p  roduc -

tion scale. We are investing in automation, managem ent, and

SURGXFW GHYHORSPHQW SURYLGLQJ VSH

throughout the cycle. In Campina Grande, right next  to our
largest factory in Brazil, we structured an Innovat ion Center
to ensure increased innovation in materials testing , models

and all the quick learning necessary. We understand  that the

both in Brazil and in international markets.

OPERATIONAL

02

Alpargatas is currently undergoing a process
of modernization and expansion of its facto-
ries. What is the role of Digital Transformation
in this development plan?

Digital transformation is inherent and necessary to our growth
and expansion process. As such, the plan, which is already

underway, consists of evolving so that the operatio
and management system becomes increasingly digital,

n control
con-

QHFWHG DQG H]JFLHQW WR VXSSRUW PDQXM AW XU LQBWR S\HKWDWMNWWVWK® DETGXLVLWLR

management activities, providing data in real time.  This makes

LW SRVVLEOH WR WDNH PRUH H]FLHQW W Didgh\iv lthe BlGbaDf@pGveRr $nidrikleDaid itRQrDli® Gehvith

cisions in the dimensions of production, quality, m  aintenance

and inventory.

03

What is the leadership role to face these
challenges? And how are you preparing this
new generation of leaders to continue on this

successful path?

The leadership role is decisive in this process of change, so
PXFK VR WKDW LW ZDV RQH RI WKH 4UVW
beginning of the project. We are investing in our p  eople.

$OSDUJDWDYV
nagement plan, which is structured in six phases: | nvolvement,
Communication, Training, Monitoring, Recognition an  d Know-
ledge Management. These are steps that range from m apping

the impacts of changes to establishing delivery sta ndards.

STAUFEN MAGAZINE no.5

FDSDFLW\ LQFUHDVH LPSDFWV RQ VHU-YLF#S
FLDO EHQH4WV ZKLFK KHOSV XV WR JURZ ZLWK WKH +DYDLDQDV EUDQG

B3HRSOH WHDP LV FDUUYQJnRRiké& D UREXVW FKDQJH PD
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~ A To accelerate your presence in interna-
04 tional markets, Alpargatas announced

~ atthe end of 2021 the purchase of the
American Rothy’s, an innovative brand in sustaina -
ble, digital footwear with high growth potential.

This reinforces Alpargatas‘ concern with sustai-
nability. In terms of operations, what changes will
this acquisition bring for Alpargatas?

R1 5RWK\
LQFUHDVHYV $0$DUJDWDV

RYHU VL[ PRQWKYV DJR

our strategic plan, which forecasts the constructio n of
a powerhouse of global, desired and hyperconnected
brands. What we can say at this point is that there
be a lot of knowledge exchange between brands, espe -
cially in what we can learn from Rothy’s, which was
digital and focused on sustainability. Alpargatas i
115-year-old company that has always been committed
and connected to society. Sustainability is a funda men-
tal pillar in our strategy. This is how we work to  evolve in
tBrRve 6] aNsparentyH gaweManCe anwiniiakvds t  hat
generate value for society, the environment and our

will

born
sa
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globally recognized brand, we know that

" cost plays an important role in terms of compe-
We need to look after the safety titiveness. What steps is Alpargatas taking to rema _in

and development of these people competitive against other major players in this mar  ket?
with all the respect they deserve.
‘H KDYH IRFXVHG RQ H]JFLHQW FRVW PDQDJHPHQV

Itis a great Challenge and a to mitigate commodities, exchange rate policy for h  edging
great responsibility. But, at 4QDQFLDO LQVWUXPHQWY LPSOHPHQWDWLRQ RI

costs of materials, manufacturing, operating and lo  gistics

the same time, it is also a great H[SHQVHV LQ DGGLWLRQ WR LOQYHVWPHQWY WR |
Opportunity ” reduce complexity, and improve the logistical load.

05 Despite all the effort to build a strong and

~ ~ As Alpargatas Industrial Vice President, you
06 are at the forefront of more than 12,000 people
~ onseveral fronts, which is a great responsibility
How do you see this challenge? What experiences do
you bring in your background to play this role toda  y?

We need to look after the safety and development of  these
people with all the respect they deserve. Itis a g reat challenge
and a great responsibility. But, at the same time, itis also a
great opportunity. Whenever we are in contact with people,
we can learn new things, just as it is a pleasure t o see our
employees and colleagues develop and grow personall y and
professionally. At this point, we realize that we h ave taken the
right steps.

What | learned very early in my career, and especia lly in these

almost 10 years at Alpargatas, is that you can only achieve

great things when you work together with your team. Many

people believe that in the industrial area, the mos  t important

thing is equipment and materials. In fact, though, the great

competitive advantage is people. Any company can in vest

money to buy materials and equipment, but evenina n age of

constant automation and digitalization, only people can really

DGG YDOXH IURP WKHVH UHVRXUFHV -Q P\ YLHZ
SHRSOH WKDW UHSUHVHQW WKH JUHEW GL*HUHQ
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LEADERSHIP

(YHQ DW WKH SHDN RI WKH &29-"' SDQGHPLF SHR
IRRG ZDQWHG WR EX\ HOHFWURQLFV -KRPH LPSUR"
SOLHV IXUQLWXUH DQG VSRUWLQJ JRRGV $V WKH
LQ 6ZLW]JHUODQG KRZ GR \RX HQVXUH WKDW HYHU\
DYDLODEOH" +RZ GR \RX PLQLPL]H WKH KHDOWK UL
PHUV DQG HPSOR\HHV" $QG ZKDW KDV OLJURV OHD
WKH FULVLV"

IS NOT A PERMANENT

INSTITUTION ”

DEVELOP VIABLE SOLUTIONS IN THE TIME AVAILABLE
The crisis team of the Migros Aare Cooperative at work

STAUFEN MAGAZINE nos5 96



“A CRISIS TEAM IS NOT A PERMANENT INSTITUTION" G

Questions that the crisis team of Migros Aare (with
annual sales of 3.35 billion Swiss francs the secon d
largest Migros cooperative, see box) have dealt wit h for
over two years. Reno Berner is the Head of the Cris is
7HDP DW LWV SHDN KLV WHDP LQFOXGHG XS WR SHRSOH
from all areas of the company: “Wherever the regula r or-
ganization was overwhelmed, the crisis team was giv en
authority to take the lead,” he says.

-PPHGLDWHO\ DIWHU WKH 4UVW VLW XDM.LR
ry 2020, the secondary organization was created. Re no
Berner: “We quickly realized that we were dealing w ith .
GL*HUHQW FKDOOHQJHV &KDOOHQJIHV WKDW
ved uncertainty and dynamics that we cannot control

but to which we must respond adequately.”

The team's most important takeaway from this period
stay calm and take a deep breath. Then reduce the

“Sometimes we only had one

complexity of a challenge by splitting it into indi ~ vidual weekend to prepare to
subtasks that are then delegated. implement new COV'D-lg
Combining traditional elements of crisis regulations. K

management with agile methods

RENO BERNER
“Sometimes we only had one weekend to prepare to Head of Crisis Management, Migros Aare Cooperative
implement new COVID-19 regulations,” Migros Manager
Berner recalls. “The crucial point, therefore, ist o develop
viable solutions in the time available,” he says, a dding
that this can only be achieved by combining traditi  onal
elements of crisis management with agile methods. 28 . 9

Billion CHF
consolidated
»” sales

Instead of striving for perfection, Berner advises  starting
with simple solutions, gathering experience and mak ing
improvements. If necessary, this approach may also
require “young talents” in the team who can simply

FRPH XS ZLWK VROXWLRQV ZLWKRXW JRLQJ RXJIK R]

channels. And without getting stuck on one solution . 9 7 y 54 1
"Otherwise, you will be totally overwhelmed if face  d with employees
another quick change in direction," the crisis expe rt said. 2021

Continue to regularly assess the COVID-19 :
. : Founded in
situation
Meanwhile, the cooperative has developed skills fro m by
the lessons learned during the COVID-19 crisis that it can Gottlieb Duttweiler
DOVR XVH WR GHDO ZLWK QHZ GL]FXOWLHV VXFK DV UHVSRQGLQJ
to the economic consequences associated with the wa r
in Ukraine.

For Reno Berner and his team, it was now time to st ep
back from the crisis and reset the situation to nor mal The Migros Group is the market leader in the Swiss retail sector.

after many months: “After this long period, thiswa s The regional cooperatives form the core of Migros. Today,

PRUH GL]FXOW WKDQ ZH WKRXJKW EX the ten cooperatives are autonomous, prepare indepe ndent

permanent institution.” 4QDQFLDO VWDWHPHQWY DQG KDYH XQUHVWULFWH

sovereignty. Migros Aare was formed in 1998 from th e mer-
However, until COVID-19 is defeated, the team will ger of the Bern and Aargau/Solothurn cooperatives a nd most
continue to periodically assess the situation to re  view recently achieved annual sales of 3.35 billion Swis s francs with
whether new action steps are necessary. W 11,301 employees.
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A CLOSELY-KNIT NETWORK ALL AROUND THE WORLD
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HOERBIGER

A CLOSELY-KNIT

NETWORK ALL
AROUND THE WORLD

/HDQ PDQDJHPHQW LV VWLOO SULPDULO\ DVVRFLDWHG ZLWK WKH-RSWLPL]J]DWLRQ RI FODVVLF F
FHVVHV $W WKH VDPH WLPH D FRPSDQ\ V VHUYLFH FDQ DOVR EH DSSUHFLDEO\ LPSURYHG ZLW
PHWKRGV 7KH FRPSUHVVRU VSHFLDOLVW +2(5%-*(5 R*HUV D JRRG H[DPSOH RI WKH ODWWHU ¢
'U *HRUJLRV /RXNPLGLV +2(5%-*(5 V +HDG Rl 6HUYLFH 2SHUDWLRQV KDV OLIWHG WKH SHUIRL
DOPRVW VHUYLFH ZRUNVKRSY VSUHDG DURXQG WKH ZRUOG RQWR D QHZ OHYHO RI H[FHOOHC

HOERBIGER is a globally active Group with sites in In some workshops any sense of team spirit was

over 46 countries. The company’s manufacturing also absent. All of which resulted in excessive lea d
range includes systems and components for reci- times. “After the audit, we singled out the best wo  rk-
procating compressors, vehicle powertrains and gas shops and conducted our initial lighthouse projects
motors, plus the servicing of its products. Usinga n We wanted to demonstrate what we could do even
audit system it developed itself and which focused better”, explained Loukmidis. “The objective was to

on the “standardization and optimization of service standardize the workshops and optimize them using
processes”, HOERBIGER reviewed its 40 or so service lean methods. Customers must perceive HOERBIGER
workshops scattered around the globe and esta- as a professional service-provider in which they ha ve
blished the world-wide customer-centered SERVICE HYHU\ FRQ4GHQFH

EXPERIENCE program with the purpose of achieving

further increases in customer satisfaction with its Is it really possible to plan repairs of valves and com-
VHUYLFH R HULQJ $V D FRPSDQ\ Zptesstr Hongpnahts BEROXIQGAS a service provider,
WR FRQ4JXUH RXU HYHU\GD\ SURF H W Hr¥ oMiBat¥d koDapaitalKddik pevdukts that ar  rive

sustainable wherever they are in the world and toi  m- in the workshops. Every workshop must be as prepa-
prove them continuously,” emphasized Dr. Georgios red as possible for this task,” stated Loukmidis. | n just
Loukmidis. a few months, the company therefore introduced
uniform standards in the workshops — standards
Uniform standards in all service which extended not only to repairs but also to the
workshops infrastructure needed for repairs, and working equi  p-
ment in the broadest sense (buildings, work station s, I
"XULQJ WKH DXGLW D WHDP RI LQW HnddRiies, téb[sS WockWlathésGurt @atvicd vehicles)
more than 1,000 measures capable of improving BULQFLSOHV IRU RFFXSDWLRQDO VDIHW\ ZH
the processes during servicing. For example, the Shop Floor Management was established to reinforce
DQDO\VLVY VKRZHG WKDW H[WUH P H O \ntérhal lddirh@watidom akd &lithe measures were
working prevailed in the various sites, all of them supported by coaching.

based on their individual experiences somewhere in

the past. Mistakes made during servicing were seen A new culture as the foundation for

as issues to be criticized rather than as opportuni  ties continuous improvement

IRU LPSURYHPHQW O0DQ\ GL HUHQW SURFHVV URXWHYV D

ODFN RI RUGHUOLQHVYV DQG FOHD Q ONitf tHe/agsistahck @fLAduRIQ the serik&phbcess es
devoted to searches and unsynchronized processes were streamlined as part of the lighthouse projects
also complicated work. “The challenge during the value stream analysis

STAUFEN MAGAZINE no.5 98



A CLOSELY-KNIT NETWORK ALL AROUND THE WORLD ]

was that we had to examine administrative and value -creating for rolling out the new “service experience” in all  their workshops
processes at the same time in our quest for lead-ti  me impro- across the world. And where do we go from here? “Th e intention
vement,” said Staufen partner Helena Reichmann. To take an is to increase standardization so that our customer s will have
example, it proved possible in Dubai to reduce the lead time in the same positive experience at all our workshops w  herever
WKH ZRUNVKRS E\ DQG WKH WLPH W D-NH QhdyRate ivtKeHvoRd"Hh&s€rted) o8KhRIIB.Hifive  are to succeed
VLQJ RI WKH RUGHU E\ 7KH PDWHULDO 5iRtHis|-tRe WoikshogsRhuidt Mniirave tiZed ¥xchanges  of ideas
reduced from 1 kilometer to 336 meters. “At the sam e time we between themselves and cooperate as a robust networ  k.” This
HVWDEOLVKHG D QHZ FXOWXUH UHODWLQJ wépbeRation\ig plahked to/sricabad Dyhcversing digR KalizGtion
recognize and eliminate planning and process variat ions during LQ RUGHU IXO400PHQW QHZO\ GHYHORSHG LQWHO
WKHLU GD\ WR GD\ ZRUN RQ WKH VKRS5R R UtheTlstovher MaVaddeld VaRQeduringrepalr® featur e as the next
achieve continuous improvement”, added Loukmidis. By means objectives on his agenda. l

of the lighthouse projects, HOERBIGER laid the foun dation stone

PICTURE LEFT
Lighthouse project at the HOERBIGER Benelux site
in the Netherlands

PICTURE BELOW
Uniform processes, for instance for repairs, give

customers an unmistakable, uniform service expe
rience wherever they are in the world.



OPERATIONAL

EXCELLENCE IN EFFICIENCY

Saleri

EXCELLENCE IN
EFFICIENCY.

6DOHUL LV D OHDGLQJ FRPSDQ\ LQ WKH GHVLJQ GHYHORSPHQW DQG SURGXFWLRQ
FRROLQJ VIVWHPV IRU WKH DXWRPRELOH LQGXVWU\ 5HVHDUFK DQG GHYHORSPHQW
VROXWLRQV DQG FRQWLQXRXV XSGDWLQJ RW KK I LTVKWD I0Q WK\ L V W IDQ@JIG B KIIEWDEFWH U L VW L
RI WKH 6DOLHUL PHWKRG DQG WKH DGGHG YDOXH RI WKH SURGXFW UDQJH &RRSH
NQRZQ DXWRPRELOH PDQXIDFWXUHUV VXFK DV %0: $8'— '$-0/(5 0(5&('(6 )&$ )(55$%
DQG $6721 0$357-1 VSHDN IRU WKH TXDOLW\ Rl 6DOLHUL V SURGXFWYV
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PAOLO TANFOGLIO
&KLHI 2SHUD WLRQV 2]FHU
Industrie Saleri Italo S.p.A.

At the beginning of 2000, the company stepped over  continen- Mr. Tanfoglio, Saleri has been involved in the hydr aulic
WDO ERXQGDULHV IRU WKH 4UVW WLPH ZLoodingvsysteRs seqtardar $01y@acs, R peHod in wh ich

in China. Most recently, another location was opene d in Mexi- enormous investments have been made in research and
co, and in 2021, one in India. Saleri is striving f or sales of more development. What is your strategy in these areas?
WKDQ (85 PLOOLRQ RI ZKLFK JRHVY WR RULJLQDO HTXLSPHQW

PDQXIDFWXUHUYV DQG K WR WKH VSDUH GubdoMmpenyPpibduded Wé products intentionally in order
WR IXO400 FXVWRPHUV QHHGVY DV ZHOO DV SRV\
‘H PHW ZLWK 3DROR 7DQIRJOLR &KLHI 2Stese@rol arikl QeveldprirdhideRdrtments are the heart of the
Industrie Saleri Italo S.p.A. company: this is where the ideas arise. Over the ye ars, we
have invested a lot in this area, for product innov  ations are
what allow us to play a special role on the automob ile market.
While in the beginning we only made individual prod  ucts,
today our competencies include producing a complete engine
cooling system. Over the years we also created a de partment
WKDW IRFXVHY RQ HOHFWUL4FDWLRQ DQG KHDW

Founded in

“When we recognized the innovation in
our strategy, it became clear to us
that we must not only design
outstanding products, but manu-
facture them too. ”

10]0)

employees around How does the cooperation with Staufen fit in witht  his
the world path? What were the individual stages and what will
the next steps be?

When we recognized the innovation in our strategy, it became

clear to us that we must not only design outstandin g products

but manufacture them, too. From this came the goal of setting

in motion a Lean Transformation in order to also be innovative

ZLWK UHJDUG WR SURGXFWLRQ SURFHVVHV DQG
the customer complete service.

Our cooperation with Staufen began in 2019 with thr  ee mi-

OHVWRQHYVY 7KH 4UVW ZDV WR FRQVLGHU ZKDW R
suitable for the concept of operative and service-r elated excel-

OHQFH 7KH VHFRQG PLOHVWRQH ZDVY WR GH4QH
ments to achieve our goal. The third was to make th e project

into an active item for our resources, for the focu s of the Lean




Do you also use the methods of Lean and Shop Floor
Management to control your performance and sustaina -

Transformation is the people. In the end, the trans  formation Yes, when you start down this path, it changes the entire

project brought us tangible results on the KPI leve |. To name FRUSRUDWH FXOWXUH 7KHUH V QR JRLQJ EDFN
MXVW D IHZ ‘H LQFUHDVHG WKH H]FLHQ F\changRiXalrexdyvnakih@ tsek felt irkour word ch  oices: For

ZH UHGXFHG QRQ FRQIRUPLW\ ZLWK RXU FXDWRBRPHUYHEGRIQ WDRBH WKH WHUP SUREOHP D

therefore created a more reliable, safer product—  and we also we speak of deviation, which is a term that points  to a dyna-

improved our delivery capacities. mic concept.

How did your employees react to these changes? Sustainability is not just an environmental topic, it also
has social aspects, other areas. Do you have plans for

We succeeded in making it clear to our long-time em ployees these?

that this project will improve our daily work. Ther e was

teamwork on all levels, and both we managers as wel | as the We are active in the area around Brescia, in Lumezz ane, and

Staufen consultants were focused on satisfying our emp- ZH DUH YHU\ FRQQHFWHG WR WKLYV DUHD ZH EHC

OR\HHV QHHGV 7KH OHDGHUVKLS PHFKD @¢ ¥tBraEtRvith\&IILbtgENz@lieh6 that oifpevt tié R community.

revealing that we could really improve working cond itions for Furthermore, we also support our customers proactiv.  ely in

everyone. their sustainability process by being a technologic al and inno -

vative sparring partner for them.
Let's turn to sustainability policy: In which direc  tion

are you moving and what results have you already One more guestion. When you look into the future,

achieved? what do you think still needs to be improved?

We are following all developments in the automobile sector 7KHUH V QRW D ORW OHIW WR GR LQ RUGHU WR D
very precisely and also deriving our next goals fro m this. One GHUVKLS SRVLWLRQ RQ RXU PDUNHW WKDW V WK
of our primary topics is conserving environmental r  esources. | personally would wish that the company would be a n exam-

We are trying to make this clear to people — becaus e they are ple for future generations, who could identify with its innovati-

WKH IRFDO SRLQW RI WKH WUDQVIRUPDW lv&spirifaniRIehb¥ df respoirsibily. MeFnakt @M\ e a company
LPSURYHVY RXU HQYLURQPHQWDO SHUIRUPWRBW RMHENORSYRUWP@QIWLHY DQG KDV VWURQJ
in this sustainability plan. which is respect for people and the environment. W
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MEDICAL TECHNOLOGY
AND LEAN



The initial situation:

As a leading medical technology company, Olympus
improves treatment standards for particular illness  es
and thus the services and results for its customers
Over the last few years, Medical Repair Service (MR S)
has been focusing on standardizing and optimizing

the repair process across the network in EMEA with

the primary objective of reducing repair lead time.

The next step is to establish a culture of continuo us
improvement in order to produce sustainable results

in terms of cost, quality, and delivery. In ordert o
make continuous improvement part of the daily

culture, Medical Repair Service has decided to impl e-
ment Lean in both operations and administrative
functions. For this project, Olympus MRS needed a
partner that could help them build up lean skillsa nd
competences in the organization.

Implementation:

Working with Staufen, Olympus MRS developed and
introduced a training program that is custom-tailor  ed

WR WKH RUJDQL]DWLRQ V VSHFL4F QHHGV

TXDOL4FDWLRQ SURJUDP FRQVLVWYV RI

simulations and practical group work, as well as we b-
based learning units in the local languages.

For Markus Franz and Oliver Maierski of Staufen AG,
the concern was to ensure that modular and customi-
zed lean expertise was communicated to participants
while promoting a feeling of cohesion, one that ins  pi-
res motivation and a desire for Lean.

RQ V

7KH LQWURGXFWLRQ RI D SUDFWLFDO TXDO

in the Czech Republic, Portugal, England, France, a nd
Germany during the COVID-19 pandemic presented
many opportunities, but also a few challenges fora |l
participants.

Staufen spoke with Evelina Speri, Lean System Mana-
ger for the EMEA Region at Medical Repair Service.




Ms. Speri, together with Staufen AG, you establishe d an

internal qualification program. What was the reason  for

this program and what was the goal?

Essentially the concerns were to shorten the lead t imes at our
Medical Repair Service locations, reduce costs, and improve
repair processes with the aim of increasing custome  r satisfaction.
For me as Lean System Manager, the challenge is to conceive of
Lean as a system, implement it in our locations, an  d work with
agement. For
her as a new

the local Lean experts and in coordination with man
us, Lean should not be viewed as a project, but rat

way of thinking and a method for sustainable proces s improve-

PHQW 7KH 4UVW VWHS UHTXLUHG LQ DFKLHYdi@demeKtatidnloMh® LdaK SySiendimvdlVed Rr@

program, one that was supposed to prepare process p  articipants

for the Lean journey.

“I found the program very short-lived,
refreshing, and motivating. Staufen
communicated the LEAN spirit in

a very charming manner. "
CHRISTOPH SCHUTTE

Service Product Engineer and LEAN Ambassador
OLYMPUS SURGICAL TECHNOLOGIES EUROPE

How difficult was the first step, the preparation o f the

entire organization for the lean journey?

For us, the central challenge was that the organiza tion's em-
ployees had a wide variety of experiences with opti
SURMHFWY DQG PHWKRGYV
initiatives were visible and could be measured. The

mization

re was no
uniform understanding of an improvement structure a nd met-

hod. Added to this was the fact that in the pasttw o years, due to

the pandemic, we had to introduce lean primarily vi  rtually. The
only exception were the trainings with Staufen on-s ite. The initial
work was demanding but necessary in order to establ ish a loca-
tion-spanning system for standardizing and structur  ing process

improvement.

MEDICAL TECHNOLOGY AND LEAN

EVELINA SPERI
Lean System Manager for EMEA Region
Medical Repair Service EMEA
OLYMPUS SURGICAL TECHNOLOGIES EUROPE

How did you plan the stages of your Lean journey?

e building

EORFNV 4UVW HVWDEOLVKLQJ /HDQ FRPSHWHQF\

RXU 6KRS )ORRU ODQDJHPHQW DQG WKLUG

improvements (Kaizen) in our processes. Our Lean jo urney be-

gan with the communication of Lean expertise and th e establish-
ment of Lean competences in November 2021. Thus far , more
than 100 managers and employees have been trained i n several

locations. In parallel with the training, which we  continue to roll
out, we have standardized our Shop Floor Management  system.
A structure for generating and implementing Kaizen is also alrea-
dy well underway.

What's your conclusion about how the cooperation wi  th

Staufen has gone?

Several meetings were required to formulate a commo
image. Furthermore, the pandemic compromised the pl

n target
anned

LPSOHI
@]

TVNOILVYHd3d

FRXUVH RI WKH WUDLQLQJ VLQFH WKH WUDLQLQJ X

ZHUH QRW HDV\ WR RUJDQL]H
ZLWK WKH UHVXOWYVY WKXV IDU

a lot of “aha” moments. In particular, the simulati  ons in the prac-

+RZHYHU RQO\ MDcdltpatt Werél\reky sonRimcgK H V H

We're still at the beginning of our Lean journey, h  owever. Yet

IHYHUWKHOHVV ZH
7KH TXDOL4FDWLRQ

ZH KDYH WDNHQ WKH 4UVW VWHS LQ WKH ULJKW GL

motivation and commitment of the entire management team
when it comes to this topic have played a decisive role. Many
improvements are already evident, which motivates u s to take

the next step. W
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+DUGO\ DQ\ RWKHU FKDUDFWHULVWLF H gdinidtRihdd IQHnk tReQpétsall Wb Wsels he word com  plexity
FUHDVHYV FDQ EH UHDG DERXW LQ SXE O Lha®baen RaQed wiltie ddéstiob: GVhat exactly are  you tal -
DERXW LQ OHFWXUHYV DV IUHTXHQGFROQ WVNRRRZS OHHRWW" :KDW GR \RX DFWXDOO\ PHDQ" 'R(

about you, dear readers, but lately | have been mee ting more if you mean “complicated.” This also relates to a p roblem

and more people who either tell me with resignation that you between the receiver and transmitter. The transmitt  er does

FDQ W VWRS DQ LQFUHDVH LQ FRPSOH][LWH\d@emihdthe meéaring \bOf alrvesBade/ but Msiead  the

accept your fate — or who, with a slightly aggressi ve underto - UHFHLYHU GRHV 6R - VKRXOG WU\ WR FODULI\

QH XUJH PH WR 4QDOO\ GR VRPHWKLQJ DitlRuspéctthitll ¥m bErfg thisihielrstodd. W H U
all, it is apparently “manageable.” We (whoever tha t may be at

that moment) are all called upon to become masters  of com - -W JHWV ZRUVH —-W LV YHU\ EDG LI WKH SHUVR(
plexity as quickly as possible. Constantly managing complexity WKH LPSUHVVLRQ WKDW KH RU VKH LV QRW DeHH
is the only way to a successful future. Are you fam iliar with DW DOO ([DFWO\ FRPSOH[LW\ LV VXEMHFWLYH
this situation? What right do | have to conclude that others are ig norant due

to my own ignorance? What is complex for me may be  simple
Conversations of this kind tend to make me angry, e specially or complicated for others and vice versa. Only afte r clarify -
ZKHQHYHU - JHW WKH LPSUHVVLRQ WKDW IVMQKHZBRUWYIRIQ - P-MNBEWBIGLBRJ ZKLFK IRUP RI FRPS
with may want to manipulate me and hold me responsi  ble make sense to question how complexity should be dea It with.

IRUD FRQGLWLRQ WKDW LV SUHVHQWHG \NdveRer, tBe\tlaln Wak iUsHdauMy be @eXIVwitd, iAW & done
DSSURDFK LW LQ D VWUXFWXUHG ZD\ D Q Gsoldud¢ausiMy tialowd &R Mavitiod Kffate RahG plexity is
FRPSOH[LW\ LWVHOI 7KH YDULHW\ RI G H 4rQtdestiry.Qust bedd @& tReXpativihiddaiah oZ e Outith is

UHVHDUFKLQJ WKH WHUP VROLGL4HG P\ Vpaves Wi eR@s s dsappeibiQents, ddeSrdtHnea  n that
ZKR XVH LW GRQ W NQRZ H[DFWO\ ZKDW WeéurshoUldHgivé Dpihe ls€aichDADRIbiSAurpose, yo  u should

Fields of science, whether mathematics, physics, bi ology or DYRLG DGGUHVVLQJ VRPHRQH XVLQJ WKH 4 lg:V w
chemistry, have been struggling for decades to give a precise should...”, “We ought to... ” — then | have to ask myself, who ;E
GH4QLWLRQ 5HJDUGOHVV RI WKHVH VF L HQW? WG s Gyl BEdpedhsRie\eniré worl d? Stay o

the term, such as “system complexity” are given in literature. grounded and honestly assess your options. You will  realize 2

You will recognize non-trivial perspectives if you study the WKDW WKH IDVWHVW ZD\ WR PDNH VRPHRQH 5H
authors: Klaus/Liebscher (1976), Luhmann (1980), Ul rich/ LV WR JURXS WKHP DPRQJ WKH LJQRUDQW WR
3UREVW :LOONH DQG 6FKXK- H[SOPAYWRB VEKH®P ZKDW WKH\ GRQ W XQGHUVWI
ULQJ GH4QLWLRQV IURP VFLHQFH DQG O L \&avdiiiem Manéiami @apelkdd Wikh i QoAtral Bd, Q Jcall out

in common. At least three categories provide inform  ation WR DOO WKH ORYHUV RI FRPSOH[LW\ 6WRS LW
about the controllability of a system: simple, comp licated and others to focus on the topic.

complex systems. In complex systems (Dave Snowden a Iso

GH4QHV D FKDRWLF VA\VWHP LQ WKLYV -4H O GheZdoNitiin Kek \n p2is@ridldcQmimuriicBtidn. It est  ablishes
work), causalities are not obvious. Thus, predictio n, predicta- trust. Why is trust so important, especially wheni t comes to
bility and control are excluded. So, one can conclu de: There is this topic? When solving complex issues, you depend on your
obviously a part of our environment where things ha  ppen that audience to start supplementing their lack of knowl edge with

we cannot explain, reasons for processes that are b eyond our SRVLWLYH VSHFXODWLRQ ULJKW ZKHQ WKH LQIR
FRIJQLWLRQ 7KDW V WULYLDO \RX PD\ Zanh@wWstanBs lp[.APedple Must KeDalle to\belleeH you — to be -
problem with using the term complexity? The shorta nswer is lieve something to be true, which you cannot prove  (right) this

that if using the technical term creates a situatio n in which the moment. As long as the results of your experiments  to seek
SHUVRQ EHLQJ DGGUHVVHG UHDFWYV D F F Ribs@ht QrXlearRnowledgk ®hotk @ fuluré shate are still uncer -
ZH NQRZ IURP WKH 4HOG RI SV\FKRORJ\ Wt&im iNis W théloy ZaRtotfbr Buedk'ds RdD Wave.  So, managing
DUH QRW EHQH4FLDO %RWK UHVLJQDW L REOMPIEIF iDaviatierroftri3tUndt &mbttenoKi® WfoRration. H
VWUHVVIXO VLWXDWLRQV WKH\ LPSDLU FOHDU WKLQNLQJ /HW V WDNH D
GL*HUHQWLDWHG ORRN DW WKH XVH RI WKH WHUP DQG WU\ WR XQGHU

VWDQG ZKDW HeHFW LW FDQ KDYH
PODCAST:

You can also listen to my podcast on the

Rl(?pi@on%tp\ﬁe[}gitg I NQRZ

HQ VWDXIHQ DJ SRGFDVW

7KH FKDOOHQJHV VWDUW ZLWK UH5HFW L QiR
ledge on the topic. You remember the Aristotelian i  ntellectual
probity of knowing what you are talking about when you say @ N
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OVERCOMING SILO THINKING

OVERCOMING SILO
THINKING: SHOP FLOOR
MANAGEMENT Al
RAILROAD ENGINEERING
CHAMPION THALES

7KDOHV (XURQH[W 3DULV +2 LV D JOREDO OHDGHU LQ FXWWLQJ
LQYHVWLQJ LQ GLIJLWDO DQG GHHS WHFK LQQRYDWLRQV FRQQ
DUWL4FLDO LQWHOOLJHQFH F\EHUVHFXULW\ DQG TXDQWXP WHF
D SURPLVLQJ IXWXUH WKDW LV YLWDO WR WKH GHYHORSPHQW RI

tomer base includes governments as well as companie s and organizations

LQ WKH WUDQVSRUWDWLRQ GHIHQVH DHURVSDFH DQG GLJLWDO
VHFWRUV 7KDOHV KDV HPSOR\HHV LQ FRXQWULHV -Q
JHQHUDWHG VDOHV RI ELOOLRQ HXURYV

FROM LEFT TO RIGHT:

RONALD STOCKLE
Senior Project Manager
Transportation

Thales Germany

MARKUS FRITZ

Vice President Main Line
Signalling Domain
Thales Germany

THOMAS KLUG
Supply Chain Director
Thales Germany

108



1RW OHDVW EHFDXVH RI
THALES §

Building a future we can all trust

LWV UDQJH RI
IXQGDPHQWDO SURMHFW SDUWQHU RI "HXWVFK|
'LJLWDO 5DLO IRU *HUPDQ\ SURMHFW ZLWK ZKL

JRYHUQPHQW DQG "HXWVFKH %DKQ SOD\ D SLRQH

WKURXJKRXW (XURSH
7KDOHV LV RQH RI WKH ZRUOG V ODUJHVW VXSSOLHUV RI FRQWURO

and safety systems for mass transit and mainline ra il IUHLJKW WUDQVSRUW SXQFWXDO SDV
WUDQVSRUW ORUH WKDQ VROXWLRQV | daparity utibzatian/ biterchmate: With its proj  ect “Digital Rail
EHHQ LQVWDOOHG LQ WKH DUHDV RI LQWH U O RF®etn@dy"WELEsKHR RabiRalms to do nothing less

than
SRLQW PDFKLQHV VLJIJQDOV D[OH FRXQWH UV revoRi@nize RiramspQtw H U V
DXWRQRPL]DWLRQ DQG F\EHU VHFXULW\

FDSDELOL

5HOLDEOH

ZKLFK VXSSRUW WKH
H[SDQVLRQ RI VXVWDLQDEOH PRELOLW\ E\ UD%® DQGWKISMWIDPSOHYROXWLRQ SURMHFW DLPV
mentation of transport revolution towards rail plan ned the help of industry partners through extensive dig
IRU *HUPDQ\ of existing rail infrastructures in Germany, withou

any additional railroad tracks.
7KDOHV KDV RXWVWDQGLQJ H[SHUWLVH LQ WKH GLJLWDOL]DWLRQ

of platforms in operation today using its proprieta ry Thales in Germany is the central partner in this am  bitious di-
EULGJLQJ WHFKQRORJLHV DV ZHOO DV LQ W Khaligdtidd Yriojédt RQaiRinfrastii¢tiudes, whic  h is setting the
VHFEXULW\ VROXWLRQV ZLWK 7KDOHV VSH F L 4 FpdodJfér KILMEUfope XA tHe ¥ & 2020, the com  pany was
OHDGV WKH ZD\ ZLWK D F\EHU E\ GHVLJQ D S&vdrBed B Bontiakt DyoDkesche Bahn for part of the

italization
t building

major
WKHUHE\ VXSSRUWYV ERWK RSHUDWRUV LQ W HtbRat “Bigitd) Nade SuitgaerLpnoject, which wil | be of cen-
punctuality, operational safety and all rail passen gers in tral importance for optimizing rail transportation throughout
WKHLU FXVWRPHU H[SHULHQFH

Germany and beyond.
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A task of this dimension and critical importance le  aves no room
IRU HUURU RU LQH]FLHQF\
be rolled out on time and on budget despite the pan  demic and
sometimes severely disrupted global supply chains, the Thales
Ground Transportation Systems unit in Germany has a dopted an
agile approach.

“With a global pandemic and disrupted supply chains  worldwide,
it was clear that we would not be successful in the  future with a
traditional management and leadership style,” says = Markus Fritz,
Vice President Main Line Signaling Domain Business Germany.

“Our goal was to work and manage less top down. Ins tead, we
wanted to be able to track down problems more quick  ly, make
them transparent, and make the right decisions as ¢  uickly and

HIJFLHQWO\ DV SRVVLEOH
PXVW EH FXW LQ KDOI

During his three and a half years working for Thale s in Mel-
bourne, Australia, Markus Fritz had gained excellen t and lasting
experience with Shop Floor Management (SFM), a meth od from
which he also greatly expected in his new area of r esponsibility
in Germany. The implementation was to be carried ou tona
partnership basis together with consultants from St
operation with external consultants is always very  important,
because important experiences and information from other
FRPSDQ\ SURMHFWYVY DOZD\V 5RZ LQWR RXU
to make the same mistakes that others have already
the Thales manager pragmatically.

aufen: “Co-

made,” says

7KH QXPEHU D Q Gle@rXappboath Rrquni peBplelan® tHeir Wabh@d\solut
RU VLIJQLAFDQWO\ LPKRG.RYHG LQ TXDOLW\

Leading from the top — freedom and employee

-Q RUGHU WR Hpevspedtiv/ KDW WKLV SURMHFW FDQ

It quickly became clear that top management should  lead by
example in innovations. “In order to get all employ ees under one
roof when it comes to Shop Floor Management (SFM), a strong

commitment from the very top is essential. Because  that's where
everyone has to pull together. Once this is achieve d, Shop Floor
Management can be extended to other teams and casca ded,”

explains Thomas Klug, who as Director Supply Chain is responsi-

ble for “Lean” at Thales in Germany.

Thomas Klug and his team accompany the implementati
closely: “It's not about egalitarianism, but about  centering the
ions,” says

on very

(DFK HPSOR\HH KDV GL*HUHQW SULRU NQRZOHGJH
est together.
o track our

Individual freedom is essential for achieving the b
That's why we don't use fully standardized boards t
daily business,” adds Markus Fritz.

Thomas Klug: “We have provided a framework with min  imum
standards. Within this framework, the individual te
creative freedom with their boards.” And success pr  oves him
rigiR. EV@eWeeRLeNvhelide dChbiR @em@ndfidnd the orga
at the beginning,” recalls the SFM project manager.

ams have

nization
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Digital Shop Floor Management as a response to
the COVID-19 pandemic

A particular “implementation booster” was the COVID -19 pan-
demic. It forced Thales as a company to not start w ith analog

OVERCOMING SILO THINKING

Nevertheless, there were also critical voices at th e launch. Ronald

Stockle: “This mainly concerned reporting. Some fea red that the

QHZ 6)0 PHWKRG ZRXOG FUHDWH DGGLWLRQDO EXU
But when it became clear that the SFM board would s erve to gat-

her information that was scattered around in a sing le place and

ERDUGV 4UVW DQG WKHQ VZLWFK WR GLJLWi2ke itRGpawrt, Rhat\hravided/tHeLhecEssaky at R ceptance.”

instead work in a networked fashion from the very s tart.

“Particularly when working from home, digital Shop  Floor Ma-

Broad employee involvement and qualification
as a success factor

QDJHPHQW LV D WHUUL4F WRRO IRU FUHDWLQJ WUDQVSDUHQF\ DQG LPSUR

ving communication," says Ronald Stockle, who is th e Program
Manager in charge of the Thales development program  as part of
"Digital Rail for Germany.”

“In the past, some team members volunteered to tell us what the
status was, while others had to be frequently asked . Now everyo-
ne has the opportunity to transparently write the ¢ urrent state of
DeDLUV DQG FULWLFDO LVVXHV RQ FDUGV
step by step and colleagues express where they need support.”

Thales is now a third of the way through the rollou t, according to

Lean Project Manager Klug. Another phase is aboutt o begin. The

aim is to further improve value creation within the company, pro -

ject by project, and — along with this — horizontal  collaboration,

ultimately overcoming any silo thinking that still  exists. Thomas

.OXJ 7KH JRDO LV WR IRUP D SRZHUIXO 5HHW RI D
boats in an agile production environment that can s uccessfully

sHil Vornd Hi@ndviRatarsiout Rits Jhé sdntetimas Btdd W Ky sea.”

-DQ +DXJ 3DUWQHU DW 6WDXIHQ $* LV YHU\ FRQA4C
succeed based on the course of the project so far:  “In addition to

top management taking on a strong role model functi  on, the bro-

DG LQYROYHPHQW RI VWDNHKROGHU PDQDJHPHQW
employees as well as the training of multipliers ha s also ensured
this excellent initial situation. In addition, a pi  lot cascade quickly
visualized achievable successes with Shop Floor Man agement.”

Mastering the challenges in the supply chain with
Lean Management

AVNOILVYH3dO

In two years, according to the plan of Rail Divisio n Manager

Markus Fritz, the company should reach a certain le vel: "Then we

FDQ VWLOO PDNH VSHFL4F LPSURYHPHQWYV %XW -
the point where we have to introduce Shop Floor Man  agement

RU H[SODLQ WKH FRPSDQ\ ZLGH EHQH4WV SHU VH
will consider whether and where to readjust and whi  ch hurdle to

tackle next."

1RW OHDVW WKH RQJRLQJ JOREDO FULVLV UHTXLU
management, he says. Now, for example, the team is  facing the

challenge of too few colored glass panes for railro  ad signals.

7KH GLVFV PXVW FRPSO\ ZLWK D VSHFLDO OHJIDOO
tion for Deutsche Bahn and cannot currently be indu  strially ma-

nufactured. “Lean Management and an orchestra of to  ols help us

to ensure that we can meet today's and tomorrow's ¢ hallenges

and reliably serve our customers and partners,” emp  hasizes

Markus Fritz. “That's why | will continue to proactively push this

topic.” W
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DIGITAL

DIGITAL SHOP FLOOR MANAGEMENT

_>treamer

Needs-based

Technically, the core task of leadership is to ensu re the perfor-
mance and freedom from interference of a work syste  m.
In practice, this takes place across several manage ment levels —

along a so-called cascade. First and foremost, this means that

information must be prepared, provided and visualiz ~ ed in such

a way that the individual levels can perform their  tasks optimally.

$ SURGXFWLRQ WHDP KDV GL*HUHQW PDQDJHPHQW
DQG GL*HUHQW PDQDJHPHQW LQIRUPDWLRQ UHTXLL
company’s board of directors.

MANAGEMENT
AS A NEW PARADIGM

$Q HVVHQWLDO SULQFLSOH RI OHDGHUVKLS LV WKH
on of tasks. From the bottom up to make the right d  ecisions, and

from the top down to operationalize those decisions by initiating

and implementing actions.

Integrated

DIGITAL SHOP FLOOR

Today, high demands are placed on the cycle time of informati-
on. In the digital world, data is read out automati  cally, visualized
and displayed in near real time at any user-friendl y location.

Another key point at which the performance curve ri  ses and the
cost curve falls is when DSFM begins to connect wit h other data
sources in the company. Keyword: ERP or MES. If the data avai-
lable in it is made available as management informa tion in an
automated way, this means a quantum leap. If thisc onnectivity
is consistently expanded and additional business ar eas and data
sources are tapped, the curves can be continuously  changed.
-Q WKH /HDQ FRQWH[W WKH DSSURDFK RI 8¥&s3yjo)ddRiRpérfort@nbelgdes up. This means: Lea dership
PHQW 6)0 DV D WHUP KDV ORQJ VLQFH EH FHRMH \MVYWDEOMLW P& H]FLHQF\ FDQ EH LPSURYHG VL
:KDW ZDV RULJLQDOO\ PHDQW ZDV PDQDJH Pts@inably VExadllet leadetsip\performance is al  so characte-
Rl YDOXH FUHDWLRQ L H LQ WKH IDFWRU\ rize@by\he FacPthabtie\tharRager iQdR ¥te with  the employees
RQO\ WKH XQGHUVWDQGLQJ RI YDOXH FUH Dd&spie@igkaDsuppbiiS-h@ {3 MfGrmde Xndfe quic  kly and is
DOVR WKH DSSOLFDWLRQ RI 6KR &djrécRoR U 0 DtiebeibreRbleXMmake more precise decisions more  quickly.
purely informational processes are also managed tod ay with SFM

instruments. The main objective is to ensure thata  work system 7KH ERWWRPLOKQWMKH KHOS RI -7 FU\WWDO FOHDU
LV HIFLHQW DQG IUHH RI LOQOWHUIHUHQFH +HUKRFWRKBQDE B LDOAXKEIHYIHGE RREZHYHU WKLV LV RI OL\
levant information is a crucial asset — it must be  ensured across LQIRUPDWLRQ LV QRW KDQGOHG PRUH H]JFLHQWO\ C
distances and in near real time. That alone suggest s a digital -1 \RX VWDUW GLJLWDOL]LQJ 6KRS )ORRU ODQDJHPI
solution. Today, we talk about digital Shop Floor M anagement ZRQ W KDYH WR ZDLW ORQJ IRU 52— $V D UXOH LW
(DSFM) as a leadership paradigm in organizations. WKUHH WR VLEPRQWKYV
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OPERATIONAL

FAMILY BUSINESS PROJECT

REINHARD WOLFF
Executive Director
wolfcraft GmbH

THOMAS WOLFF
Executive Director
wolfcraft GmbH

WOLFCRAFT GMBH

FAMILY BUSINESS

PROJECT
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:KHWKHU OD\LQJ ODPLQDWH RU GU\Z
ZLWK SODVWHUERDUG IRU PRUH WK
\HDUV ZROIFUDIW KDV SURYLGHG GF
\RXUVHOIHUV ZLWK WKH WRROV WR \
IXOO\ FRPSOHWH WKHLU '—=< SURMHF
VXUH WKLV LQWR WKH IXWXUH WKH
KDV WR NHHS UHLQYHQWLQJ LWVHOI

A familiar situation for many DIYers:
holding one piece with one hand, a
clamp with the other and with the
third... Of course, DIYers who usually
work on their own can quickly become
overwhelmed. At the end of the 1990s,
wolfcraft launched a solution to this
problem: the one-handed clamp, which
closed using a simple mechanism.

Continuous innovation and permanent

change are part of wolfcraft's busi-

ness model. Founded in 1949, the tool

manufacturer supplies DIY stores with

all kinds of hand tools from Kempenich

in the Eifel region. In 1961, the company

ZDV RQH RI WKH 4UVW WR FRPH XS Z
LGHD RI R*HULQJ SURGXFWYV VSHFLA4F
DIY enthusiasts.



ZROIFUDIW *PE+ LV D PDQXIDFWXUHU DQG VXS
power tool accessories and is considered a co-found er of
WKH *HUPDQ '-< LQGXVWU\ 7KH IDPLO\ EXVLQ

LQ E\ 5REHUW RO+ DQG LV QRZ PDQDJHG

JHQHUDWLRQ E\ KLV VRQV 7KRPDV DQG 5HLQK
WLRQ WDNHV SODFH SULPDULO\ LQ WKH FRPSI
LQ *HUPDQ\ DQG LQ 0DO« 'YRUQLN\ B6ORYDNLTC

“One of our main focuses is tools for DIY projects, " says Reinhard 7KH WZR HQWUHSUHQHXUV GR D IHZ RWKHU WKLQJ\
RO+ VRQ RI IRXQGHU 5REHUW RO+ ZKR U XhRiNVcoMpetitofs RriPeslditQn t& tkaditional, mult  i-stage dis-

his brother Thomas. In addition to traditional hand tools and WULEXWLRQ ZROIFUDIW ReHUV PRGHUQ GLJLWDOO
power tool accessories, the current range also incl udes assort- concepts such as drop shipping, which is particular ly essential
ments for laying laminate and tiles, drywall constr  uction with for DIY stores with their own web shops and online  retailers.

plasterboard and many other projects.

The advantage for online DIY stores is that they do  not have to
BURGXFWLRQ WDNHV SODFH LQ WKH FRPSDQ\HHR AWK 8 ODRRON LIQQ *MWRB R\ WKH ZROIFUDIW FHQW
and Slovakia. “We place great importance on quality —and sustai- Eifel region takes care of picking, packaging, and shipping. At
nability, which is why we decided to produce in Eur ope,” explains wolfcraft, this has necessitated new, highly digita lized processes
7KRPDV :ROe DGGLQJ RXU SODQW LQ-60R Y@ Nar&€housindaRANogR s beklduaelinlike bulk  orders of
PHO\ HIFLHQW WKDQNV WR LWV OHDQ RULH gavoDaiyltrRd®, a Ehpyind-uit heve DsGallyRcolsH Usts of only a
competent in processing metal, plastic, and wood —  this material few items.
expertise can rarely be found under one roof.”

Moreover, a B2B2C business model of this kind is pa rticularly in-
teresting for founders: Anyone wanting to open up a conventio-
QDO '-< VWRUH ZRXOG 4UVW KDYH WR LQYHVW WHC
it only reaches customers within a radius of about 50 kilometers.



OPERATIONAL

Online, however, it has around 100 million potentia | employees are not cost factors but people with entr  e-

customers in the German-speaking world alone. SUHQHXULDO VNLOOV 7KH\ VKRXOG SUR4W IURP VX
“They can be served through drop shipping without

FDSLWDO LQYHVWPHQW VD\V 5HLQKDUGNYROGCESS$ OO eWUKAHN

have to do is attract customers to their store, and  we
take care of the logistics processes.”
wolfcraft wants to tackle issues together with its ~ em-

For several years now, wolfcraft has demonstrated SOR\HHV LQFOXGLQJ GLIJLWDOL]DWLRQ RQ WKH VK
how tools can attract attention on the Internet wit  h sustainability, for example, with product packaging

LWV YDULRXV VRFLDO PHGLD SUR4O0 madeDip&per Msical 6f plastiz AWMdhXtited “chang  e”

YouTube channel, which is permanently manned by is everyday life for the company. However, the com-

D WHDP RI 4YH 7KHUH IROORZHUYV Rdny SRI hag/its RggesvVdiande in recent timesu p

'-< FDQ 4QG KXQGUHGV RI YLGHRYV abead reyulating co@panip spceession.
DIY. They explain how users of wolfcraft tools can
best achieve their goals. Some focus on renovating a “My brother and | agree: our children may continue  if
wooden staircase, while others explain how to use a they want to. And fortunately, they do,” emphasizes
VSHFL4F WRRO 1XPHURXV RWKHU YLUKRPOKDREB-EMKDWUMIZK\ ERWK RI WKHP DUH FXUL
ted in collaboration with DIY YouTubers, who provid e focusing on handing over the business to the next,
WKHLU RZQ DQVZHU WR ZROIFUDIW WEKXKHGWIHR@H U BPFE K RW WQWUHSUHQHXUV :H YH E|
your next project?”. ducing our children to the responsibilities of runn  ing

a family business for quite some time.”

7KLY GHVFULEHV WKH IDPLO\ EXVLQHVYVY V VHFUHW WR VXFFHVYV
never stand still and always keep an eye on the %XW 4UVW DQ H[WHUQDO PDQDJHPHQW LV WR EH C
QH[W VWHS -Q WKLV UHJDUG WKH which-WMll KizeYhe tiRrt\yerepat®tthe@hance to
SLRQHHUV )RU H[DPSOH D SUR4W Vd\RIOLiqQidpéhReGth Bndkitdsee the family busines s
been in place since 1973. Behind this is the idea t hat as their own project. W
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NOILOVHd LN

hgg{rschuler

KARL-RUDOLF HOPT
Owner and CEO
ddm hopt+schuler GmbH & Co. KG

ANIHOVIN
NVIN
MdN YV

CREATIVITY

1RW DOO FRPSDQLHYVY KDYH PDQDJ

NHHS SDFH ZLWK FKDQJH DV LPSUH\

DV GGP KRSW VFKXOHU 7KH FRPSDC

VHG LQ WKH *HUPDQ WRZQ RI 5RWWZ

succeeded in continuously developing

LWVHOI DQG LWV SURGXFWV IRU PRL

\HDUV 7KH NH\ WR VXFFHVV DFFRU

RZQHU .DUO 5XGROI +RSW LV D D F

LQ ZKLFK QRWKLQJ LV LPSRVVL

STEFAN PROBST

Materials Management Manager
ddm hopt+schuler GmbH & Co. KG
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PLENTY OF SPACE FOR CREATIVITY

S

aviiola

In all likelihood, a great number of people have he Id a ddm “The confidence we have in ourselves enables
hopt+schuler product in their hands, touched it or used it with- us to be creative.”

out knowing it. Located 80 kilometers southwest of  Stuttgart,

the company with its 210 employees manufactures car  d readers, Stefan Probst appreciates this open mindset that ex cludes a silo
encoders and ticketing systems. They are then used, in payment mentality. As Head of Materials Management at ddm h  opt+schu-
applications, for example, in kiosk systems or at e -charging sta- ler, he has been with the company since 2012 and ha s since
tions. When you go to the bakery in the morning and  ask if you consistently used the space to develop his own idea s and new
can “please pay by card”, you are often handed expe rtise produ- approaches. For instance, since 2015 he has relied on the use of
ced in Rottweil over the counter. First came punch  cards, then data glasses in order picking. “Initially, we were  primarily concer-
came the magnetic strip, the chip card and eventual ly RFID tech- ned with gaining an understanding of this new techn  ology and
nology — in other words, ddm hopt+schuler has hadt o reinvent everything related to virtual and augmented reality ,” Probst say.
itself four times. The ability to change is therefo re a fundamental “Then the next thing we did was look and experiment  with where
part of the company's culture. These days, 12 milli on products the use of data glasses would make sense for us. Th is is the case
are shipped around the world every year. Owner and  Managing IRU RUGHU SLFNLQJ LQ RWKHU DUHDV LW KDVQ W
Director Karl-Rudolf Hopt is fond of describing his  company as light-heartedness in dealing with new things that ¢ haracterizes

a “creative technologist”. Hopt: “Thanks to our cra ftsmanship, the day-to-day work at ddm hopt+schuler.

we have the opportunity not only to dream up the fu  ture and

innovations, but also to implement these ideasina  very practical “Delegating trust and responsibility, along with a
way. Creativity stems from a variety of skills. We are closely mes- of accepting mistakes, form the backdrop for creati
KHG ZH ZRUN WRJHWKHU 5H[LEO\ DQG D F U RaMMNUEd SIGpUSAYB Wit ¥érnwiction. “I try to es

positive culture
ve work,”
tablish a culture

where nothing is impossible. We don't shy away from  problems.



PLENTY OF SPACE FOR CREATIVITY

“Staufen’s practical
approach of providing
direct and honest
feedback fits perfectly

into our corporate culture. ”

STEFAN PROBST
Materials Management Manager
ddm hopt+schuler GmbH & Co. KG

We are just the tinkerers you turn to when there is  a problem to “Our industry has been picking up speed for years, and a

be solved. We thrive on these challenges, and they require our development time of one year for a new productisn  ow not

creative approach.” exceptional,” Probst points out. “By implementing L  ean Develop-
ment, though, this is something we'll be able to ma nage well in
the future.”

Following production, the R&D area is now also
going lean A deep lake as a source of sustainable heating
A successful and creative company, though, not only needs an . . .
The only question that remains is how economic succ ess and
adaptability are compatible with the key issue of s ustainability
at ddm hopt+schuler. The answer: extremely well, be cause in
Rottweil, the CO2-free factory has been a reality f or a long time.
According to CEO Hopt, “We have been dealing with t he issue of
sustainability for quite a long time, for more than 20 years to be
exact. We have also taken on a cutting-edge role in  this respect.
Our facility is heated entirely with zero primary e  nergy. We achie-
ve this with heat pumps that extract heat from wate  rin a deep
lake, and with waste heat from the compressors. Sin ce 2002, our
URRIV KDYH DOVR EHHQ 4WWHG ZLWK SKRWRYROWLI
ZHUH DPRQJ WKH YHU\ 4UVW WR EHFRPH (0$6 FHUW

culture perfectly. Plus, Staufen has its own in-hou se specialists ] . T L .
Likewise dlg/ltallzatlon is dmg its part to protect the environment:
IRU HYHU\ SUREOHP ZKR DUH DEOH WR UHVSRQG SHFLAFDOO\ WR R

) Each year, using data glasses, Materials Management Manager
needs.” And what's next as far as Lean at ddm hopt+ schuler is

. . Probst’s team saves 100,000 sheets of paper. H
concerned? Since 2021, not only production but also  the product
creation process has been converted to Lean.

open corporate culture, but it also needs the right  physical space
that makes tinkering and producing fun. So since 20 16, Staufen
AG has been supporting ddm hopt+schuler in designin g the
workspace. “Mr. Hopt and his team were already doin g a lot of
things right and were intuitively thinking lean,” e xplains Staufen
consultant Martin Becker. “So we were not surprised  that the
methods and tools we brought in were accepted quick ly and
embraced enthusiastically.”

Stefan Probst agrees: “Staufen’s practical approach with its
straightforward and honest feedback matches our cor  porate
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DIGITAL OPTIMISM

DIGITAL OPTIMISM

Anna Kopp, Director IT at Microsoft Germany was
a guest at the Rittersaalrunde of Staufen AG and
spoke with Janice Késer from the Staufen Acade-

my prior to the event.

NEW
NOR

STAUFEN MAGAZINE no.5

Ms. Kopp, your topic is Digital Optimism, whatis b  ehind
this headline?

‘H QHHG PRUH FRQ4GHQFH LQ WKH IXWXUH - ZRXOG OLNH
try new technologies and more will to change in order to make our working

ZRUOG PRUH 5H[LEOH DQG EHWWHU O0ODQ\ FRPSDQLHV DQG

of control over their organization and their employees when it comes to the

topic of new work and the introduction of hybrid work models. Yet the vision

LV GLHUHQW QDPHO\ WR LPSURYH ZRUNLQJ FRQGLWLRQV II
RUJDQL]DWLRQV PRUH H]JFLHQW :H QHHG PRUH RSWLPLVP W
not fall behind in the digital transformation.

What does it take to successfully change?

The will to change begins with a company's orientat ion and must
be actively supported by managers. New working mode Is cannot
be forced; above all, they require leadership quali ties. For many

executives, new collaboration models are a challeng e. New Work
requires new leadership behaviors that must be lear ned and
applied.

What will the working world look like in the future ?

We are heading towards a hybrid working world. We w ill work
LQ WKH R]JFH DW KRPH DQG RQ WKH URDG :H ZL
recruit based on location, but in order to remainc  ompe-
titive, we will seek out the best employees, regard less of
where they are located. | am also convinced of job  sharing
DQG WKH GD\ ZHHN 6HYHUDO VWXGLHV KEC
that employees who can choose their working hours
PRUH 5H[LEO\ DUH VLJQL4FDQWO\ PRUH H]FI
to successfully implement New Work models, itisno t
enough to just use new collaboration technologies;

5

you have to be ready to evolve the company. B
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ANNA KOPP
Director IT
Microsoft Germany
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