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A ROI project at a leading automotive OEM shows how to master
the transition from the systematic evaluation of one‘s own
manufacturing systems to a continuous operational excellence

program.
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STRATEGY ALIGNMENT
AND TARGET IMAGE

Numerous lean initiatives fail even before they have started in the
company. The reason: unrealistic target images, a lack of linkage
with the corporate strategy or an incomplete picture of the val-
ue-adding activities in the company.

However, how sustainable and holistic Lean Manufacturing is in-
troduced and implemented in a company depends primarily on
where the starting point for the planning of Lean measures lies: Is it
just a matter of achieving a certain result, such as a cost target, with
the help of lean tools?

Or is the focus on the process itself, the improvement of which is
intended to achieve sustainable further development of the entire
manufacturing system? This chicken-and-egg problem is decisive
for whether lean manufacturing is merely seen as an instrument
or toolset or whether it is understood as a management approach
leading to action.

Three elements are therefore decisive in ensuring optimal target
picture development:

Lean projects should not only be oriented towards short-term key
performance indicators, but should also be in line with corporate
strategy and market requirements. Goals, requirements and frame-

work conditions must therefore be derived in a systematic strategy
comparison from the corporate and manufacturing strategy and
translated into concrete lean principles.

From these strategic requirements, a target image is then developed
in the sense of a future state, which provides information about the
structure of the value stream, the lean, technology and digital con-
cepts used, the integration of the indirect areas, organization and
management systems as well as qualification requirements. They
are derived from the previously defined strategic requirements of
the market. If, for example, the company has to move faster towards
the market, this means a shortening of throughput times; if the
ability to deliver is to be increased, this requires measures in the
area of quality.

In addition, it is crucial in this phase to create the necessary con-
ditions for the implementation of the Lean project at management
level. This involves first of all generating attention for the lean initi-
ative and attracting supporters at decision-maker level. In addition,
lean and digital initial training for upper and middle management
to ensure the sustainable anchoring of the lean concept across all
hierarchical levels in the company.
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