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Anyone who manages highly heterogeneous
manufacturing networks with different lan-
guages, work processes and (organizational)
cultures is constantly on the lookout for
standardization and potential for improve-
ment: Why don’t locations achieve their effi-
ciency targets even though classical produc-
tivity is extremely high? Are there too many
or too few indirect employees? How can the
organization be adapted to the processes
optimally? And how can management con-
trol and steer this at more than ten locations
without having to put themselves in each or-
ganization’s shoes each time all over again?

The technology group was also confronted
with precisely these challenges. For its “ze-
ro-based” project, it therefore pursued very
concrete objectives: in the end, not only
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NORTH STAR FOR THE
GLOBAL ORGANIZATION

SUCCESSFULLY STREAMLINING INDIRECT AREAS WITH
ROI‘S ZERO-BASED APPROACH.

Champions do not rest on their laurels, but always keep an
eye on the next stage goal. A technology group, whose ap-
proximately 20,000 employees at more than 16 locations
worldwide already generate a turnover of more than two
billion euros, also oriented itself towards such a ,North
Star“. Its starting points: an operations strategy and the
initiatives derived from it, which should be implemented
at every location in order to make it even more efficient.
In addition to the OPEX topics, the company, together with
ROI, realigned the organization of all production sites ac-
cording to the ,zero-based organization” approach.

should the status quo of the organization
be clearly mapped, but also the future, ideal
setup for all locations should be defined. Al-
ready on the way there, it became apparent
that 41% of the potential could be converted
into coordinated measures and actual sav-
ings.

ROI
ZERO-BASED APPROACH

Together with ROI, the company identified
the gaps between the status quo and the
future ideal of the “zero based north star”.
Using ROI’'s own zero-based approach, the
project team was able to develop a stand-
ardized, scalable and more efficient organ-

ization step by
step. Four pro-
ject phases are
particularly
important this
way: the analy-
sis of the activity
structure on the basis
of the ROI activity cata-
logue, the determination of potential, the
development of a Blueprint of the organiza-
tion including dimensioning as well as the
approach to implementation (Roadmap).

AN

OF ZERO-BASED POTENTIAL
HAS ALREADY BEEN
TRANSFORMED INTO

CONCERTED ACTION AND
REAL SAVINGS

ANALYSIS POTENTIAL

ORGANIZATION STRUCTURE ACTIVITY-BASED
AND COST ANALYSIS COST DRIVERS

YOUR EXPERT
FOR ZERO-BASED ORGANIZATION

DR. THOMAS TROLL has been project manager since 1999 and
since 2006 partner at ROl Management Consulting AG, Munich.
His focus is on the holistic optimization of production and logis-
tics systems, starting with the strategic alignment of production
networks (Global Manufacturing Footprint), reorganizing indi-
vidual sites and optimizing production and logistics processes.

.| BLUEPRINT / TARGET

ORGANIZATION ROADMAP
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IMPLEMENTATION OF THE MEASURES
AND TRANSFORMATION OF THE
ORGANIZATION

QUALITATIVELY
STRATEGIC GUIDELINES

QUANTITATIVELY
COST, SHIFT MATRIX

Dr. Thomas Troll
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ANALYZE STRUCTURES

How many capacities flow into direct activ-
ities today, how many into indirect activi-
ties? RO follows a strict definition: Only ac-
tivities that are reflected in the production
times (te and tr) are di-

rectly value-adding.

DETERMINE POTENTIALS

The activity structure must now be inter-
preted correctly. Where are signs of poten-
tial, where does the organization already
appear lean? First of all, benchmarks are
very helpful, which the project team de-
votes itself to in the next phase: in internal

CREATE BLUEPRINT
AND DIMENSION TARGET
ORGANIZATION

The following
project sections
focus on how

80%

these poten- COST REDUCTION
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AT A GLANCE
ROI EXPERT TIPS FOR ZERO-BASED PROJECTS
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All other acti- benchmarks, it comparesthe same activities tials can now POTENTIAL LIES IN THE

vities are indi- across several plants and departmentsofthe be activated WHLZEAEOAA=5HE So) o o3y Hofod -3
SES, 20% IN AN ORGANI-

CONSISTENTLY FRAME / DON'T BE CONFUSED

THE ROI CATALOG COMES
AS STANDARD WITH SITE

> 9 5 % ing logis-
tics, quality
assurance
ACTIVITIES and mainte-
nance. Trans-
parency is the
key to the overall
success of the initia-
tive: Who really does what? This is because
department allocations do not say anything
about the actual activities. Is maintenance
now responsible for machines and buildings
or only for machines?

In the first phase of the project, the team
concentrates primarily on the current activ-
ity and organizational structure. It assigns
100% of the working time of all employees
to specific, predefined activities. ROI brings
with it a proven catalogue of activities,
which usually covers 95% with around 100
activities. The rest is completed custom-
er-specific.

rect, includ- company. Thisis extended with an external in  practice.

perspective, i.e. with industry and function
benchmarks that use empirical values and
best practices from over 20 years of ROl
project experience. And: benchmarks must
always take into account the nature of the
business (e.g. mass production vs. individual
orders).

20 YEARS

PROJECT EXPERIENCE
FLOW INTO THE INDUSTRY
AND INDUSTRY, FUNCTION

BENCHMARKS OF ROI

It is not enough just to determine the poten-
tial, but it must also be possible to explain
it to the employees via improvement levers
in the process, organization or service port-
folio - for example, the benchmark in order
processing shows greater potential. At the
same time, there are many interfaces in the
process, duplicate tasks and poorly used 1T
systems are identified. According to ROIL
experience, 80% of the cost reduction po-
tentials refer to inefficient processes, about
20% can be tapped through purely organiza-
tional changes.
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Here the project ZATIONAL CHANGE

team  “designs”
the ideal organiza-
tional structure. To this
end, it defines design guidelines (e.g. num-
ber of management levels and management
ranges), determines the right level of central
and decentralised functions and determines
the optimal dimension of the organization.
At the end the Blueprint organization is
summarized in a standardized and scalable
organizational structure.

IMPLEMENT TARGET
ORGANIZATION

Once this objective has been clarified, the
“how” follows the implementation. Depend-
ing on the location, for example, a works
council must be involved or country-spe-
cific requirements must be observed - this
makes individual transformation paths nec-
essary. With RO, the technology group also
developed its own concept for the imple-
mentation of each location - with the path
from the current state to a target image that
comes very close to the “zero-based north
star”. With two years, the company calculat-
ed a realistic time frame from project start
to roll-out in all locations. A decisive success
factor in the implementation was working
with the plant managers on site.

o Clean, comparable activity analysis is half the battle
o Without internal / external benchmarks the jump becomes too small
o External moderation is extremely helpful in this situation.

SAME GOAL FOR ALL LOCATIONS / INDIVIDUAL ROADMAPS

o Setratio as target, e.g. I : 2.5 or scalable target organization
o Giving enough time
o Consider restrictions of the locations (e.g. fluctuation)

TRANSFORMATION IS WHAT COUNTS

o Shift burden of proof
o Consistent integration of personnel requirements
o Offer help in improving processes

2 YEARS

ARE A REALISTIC
TIMEFRAME FOR THE
GLOBAL IMPLEMENTATION
OF A ZERO-BASED
ORGANIZATION
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