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HIGH SPEED 
ADAPTATION

Success formula for customization
to volatile industrial markets



28 MAINTENANCE 
EXCELLENCE IN A FEW MONTHS
A specialty chemicals group must improve 
its plant availability in a global plant 
network. The ROI Maintenance Excellence 
Program provides a fast acting approach.
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Compared to that, the situation today seems 
more than bright. And yet in many places, 
if not fear, there is at least widespread con-
cern that the economic climate could dete-
riorate over the long term. And, as usual in 
such cases, it is accompanied by words like:  
Restraint, temporise or savings.

So it’s worth looking at the second para-
graph of Roosevelt’s quote. In it, he describes 
the “nameless, unreasoning, unjustified ter-
ror which paralyzes needed efforts to con-
vert retreat into advance”

In this issue, we would like to show you why 
it is important to respond appropriately and, 
above all, quickly, to change, rather than 
being dominated by the uncertainty that 
precedes it - and which approaches are best 
suited to it. 

ROIDIALOGROIDIALOG

„SO,  FIRS T OF ALL ,  LE T ME A SSERT MY FIRM BELIEF THAT THE ONLY THING 
WE H AVE TO FE AR IS FE AR ITSELF “ 
 
The words that  Franklin D.  Roosevelt  chose on the occasion of  his  inauguration as US 
President ,  seem defiant  at  f irst  glance.  There were more than enough reasons for  fear 
in  March 1933:  the USA suf fered massively  from the consequences of  the economic 
cr isis ,  while  in  Europe the polit ical  balance of  power shif ted,  paving the way for  Wor ld 
War II . 

THE STORY OF  

FEAR

By Hans-Georg Scheibe, 
Managing Partner, ROI AG

C O N T E N T 
E D I T I O N 

# 6 0

04_ ADJUSTMENT INSTEAD 
OF DEFENSIVE MEASURES
The problem is not the crisis, but the 
uncertainty that precedes it. The ability 
to quickly adapt to volatile markets thus 
becomes a decisive competitive advantage.

18 VALUE &  
COST ENGINEERING 
High-speed markets place new demands 
on pricing in the industrial sector. 
Effective value & cost engineering creates 
the necessary conditions for this.

32  FROM LIGHTHOUSE 
PROJECT TO COST-CUTTER
For a long time, industry 4.0 was regarded  
as a strategic lighthouse project. In the age  
of volatile markets, the “Return on I40” is 
now coming more and more to the fore.
 We show you how industry 4.0 makes  
a direct contribution to cost reduction.

10 GRID SEARCH FOR  
HIDDEN COSTS
The more complex the manufacturing 
environment, the more difficult it is to 
identify potential cost reductions. New 
search methods help to identify them. 

34 THE FLEXIBILITY 
PARADOX
Inventories are expensive - but at the 
same time they ensure flexibility. If you 
want to save costs and ensure high 
delivery reliability at the same time, you 
therefore need a systematic approach 
to dealing with inventory costs.

07_ HIGH SPEED ADAPTATION
Along industrial value chains, there are 
various starting points for adapting 
one’s own cost structures. High Speed 
Adaptation supplies the tools.

24 ZERO-BASED-
ORGANIZATION
Organizational structures that have 
grown or developed through acquisitions 
usually offer enormous optimization 
potential. To lift it, the organization often 
needs to be rethought from scratch.  
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In addition to these external conditions, 
companies are also plagued by internal con-
cerns. In recent years, massive investments 
have been necessary, above all in strategic 
digitization projects, smart technologies 
and initiatives to improve operational ex-
cellence. These have often not yet developed 
their rationalisation and growth impulses. 
The same applies to the transformation of 
organizational structures according to agile 
and lean principles.

In view of this supposedly imminent danger, 

the question of preparatory measures is ob-
vious. But that’s exactly the problem. For it 
is not the crisis that must be feared, but the 
uncertainty that precedes it. By paralyzing 
companies, blocking critical investments 
and slowing initiatives - all at a time when 
customer demands, global competition and 
innovation cycles are accelerating. 

Instead of prevention, the following sec-
tion therefore deals with adaptation, i.e. 
the ability to adapt - especially one’s own 
cost structures - to the changed framework 

conditions. The situation today differs sig-
nificantly from similar phases in the past 
in two respects: firstly, by the rapid pace at 
which industrial markets are changing to-
day in view of technological leaps and the 
new business models based on them. On 
the other hand, because many of the classic 
cost-cutting levers, such as purchasing or 
automation, have already been fully exploit-
ed or are working too slowly due to constant 
optimization. In addition, in the age of a no-
torious shortage of skilled workers, person-
nel savings are hardly an option. 

HIGH SPEED ADAPTATION  
THE ROI COST REDUCTION
PROGRAM FOR VOLATILE
INDUSTRIAL MARKETS

In this situation, new methods for rapid  
adaptation to volatile market conditions are 
needed. The High Speed Adaptation ROI 
program is designed to address these issues 
and deliver fast acting approaches that can 
effectively reduce manufacturing, logistics 
and indirect costs:

ZERO-BASED ORGANIZATION

Organizations whose structures have grown 
over the years usually have three charac-
teristics in common: they are complex, 
non-uniform and therefore inefficient. Un-
fortunately, there are no model solutions to 
overcome these deficits. Often only a radical 
new start can help to align the indirect are-
as leanly and cost-efficiently. Using the ze-
ro-based organization approach, ROI works 
with his customers in just 9 weeks to devel-
op a roadmap for resizing their locations 
that optimally supports their value-adding 
processes. This allows up to 40% of the con-
trollable indirect costs to be reduced. Global 
locations are consolidated, the Global Foot-
print becomes more efficient. 

I40 INSTANT PAYBACK

Quality fluctuations in manufacturing not 
only cost time, but also money. Even small 
errors in the manufacturing process often 
lead to the rejection of entire components. 
But how can quality-relevant disturban- 
ces in the manufacturing process be iden-
tified and eliminated? Our Instant I40 
approach provides effective instant help 
based on Advanced Analytics. Within just 
six weeks, we develop a ready-to-use pre-
dictive quality data model that sustainably 
improves process stability and quality on the 
basis of plant, operating and quality data. By 

simulating the manufacturing process in a 
predictive analysis model, potentials can be 
identified and improvements initiated both 
in manufacturing and in value stream ma- 
nagement. In this way, we create a Quality 
Cost Cut that significantly reduces the reject 
rate and effectively lowers quality costs. 

OPEX FAST RAMP-UP

If individual locations or the entire plant 
network are in a state of disrepair, compa-
nies must quickly take measures to reduce 
costs in direct and indirect areas. The ROI 
OPEX Fast Ramp-Up approach delivers a 
structured implementation roadmap that 
can be used to systematically identify and 
evaluate cost reduction potential within just 
eight weeks. Using a combination of various 
standardized assessment tools, we identify 
cost drivers and optimization levers across 
all value creation activities, determine their 
economic potential and derive suitable 
measures to realize this efficiently. This en-
ables us to achieve savings potentials of up 
to 20 % across the entire plant network.

INVENTORY COST PROGRAM

Many companies need to improve their agil-
ity and cost structure in order to effectively 
counter increasing competitive pressure. 
One lever is the identification of intranspa- 
rent costs and processes in the supply chain. 
The ROI Inventory Cost Program helps to 
reduce inventory costs quickly and sustain-
ably and to release significant liquid funds 
for strategic and operational initiatives. The 
key lies in the combination of a redesign of 
supply chain processes, the introduction of 
digital planning and control methods, im-
proved cooperation with suppliers and the 
anchoring of inventory management excel-
lence in the management team. The Inven-
tory Cost Program ensures a noticeable re-
duction in inventories in just a few months. 
A forecast-based inventory cost manage-

ment with continuous controlling up to the 
management level ensures maximum cost 
transparency.

MAINTENANCE 
EXCELLENCE PROGRAM

If maintenance costs and OEE values differ 
significantly between individual plants, a 
comprehensive analysis and evaluation of 
all relevant maintenance elements ensures 
clarity. ROI Maintenance Excellence (RME) 
is a structured and standardized program 
for the rapid and holistic evaluation of a 
company’s maintenance organization and 
the systematic identification of all existing 
savings potentials. After just a few weeks, 
RME creates the basis for optimal imple-
mentation planning and a transparent pres-
entation of project progress. The results are 
a noticeable increase in OEE and a signifi-
cant reduction in maintenance costs.

VALUE & COST ENGINEERING

Not letting costs arise at all is more effec-
tive than reducing costs. With Value & Cost 
Engineering, ROI offers a program for the 
immediate activation of cost reduction po-
tentials through fast-acting optimization 
levers. Manufacturing costs are effectively 
reduced, time-to-market is shortened and 
change costs in the product development 
process are avoided. Through a mix of IT 
tools, FMEA analyses, external bench-
marks and tests, we ensure that products 
are competitive in terms of manufacturing 
and follow-up costs. To directly optimize 
product costs, we rely on proven levers with 
potential for rapid cost reduction success, 
such as supplier workshops, should costing 
or cross-functional cost-out workshops. 
The time-to-market can thus be shortened 
considerably and material and production 
costs can be reduced significantly in just a 
few months.

ADAPTATION 
INSTEAD 
OF 
DEFEN-
SIVENESS

ROIDIALOGROIDIALOG

AF TER YE ARS OF CONTINUOUS GROW TH, WE ARE HE ADING TO TURNDOWN OF 
ECONOMIC DE VELOPMENT. INSECURIT Y IS SPRE ADING.   
A turnaround in interest  rates ,  geopolit ical  conflic ts ,  the unpredic tabili t y  of  Trump‘s 
foreign policy and the trade war against  China,  Brexit  and the strengthening of  nationa-
lism in many countr ies are slowing down grow th.  Is  a  recession imminent  in  Germany?
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In increasingly volatile industrial markets, the ability to quickly 
adapt one‘s own cost structures is becoming a decisive competitive 
factor. ROI provides fast-acting approaches for reducing operating 
costs in various areas of industrial value creation.

We call this  HIGH SPEED ADAPTATION.

HIGH SPEED
ADAPTATION
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ZERO-BASED  –  ORGANIZATION
W I T H  T H E  P E R F E C T  

                     R E D U C E  
O R G A N I Z A T I O N  T H E
I N D I R E C T  C O S T S

APPROACHES TO COST OPTIMISATION 
ALONGSIDE THE INDUSTRIAL VALUE CHAIN

L O W E R  S T O C K S  N O W  A N D
R E D U C E  C O S T S

INVENTORY COST PROGRAM

PRODUCT DEVELOPMENT INCOMING LOGISTICS MANUFACTURING MAINTENANCE

W I T H  D E S I G N - T O - C O S T  M A N U F A C T U R I N G  C O S T S 
A R E  B E I N G  R E D U C E D  A N D  T I M E - T O - M A R K E T  I S 

B E I N G  S H O R T E N E D

VALUE & COST ENGINEERING
R E D U C E  Q U A L I T Y  C O S T S  W I T H I N  6  W E E K S  W I T H 

P R E D I C T I O N  M O D E L S

I40 INSTANT PAYBACK

I N C R E A S E  Y O U R  O E E  A N D  L O W E R
T H E  M A I N T E N A N C E  C O S T S  W I T H  T H E

R M E  P R O G R A M

MAINTENANCE EXCELLENCE 
PROGRAM

INDIRECT   AREAS



I H R  E X P E R T E 
FÜR OPEX FAST RAMP-UP
DR. KAI MAGENHEIMER ist seit 2014 bei ROI tätig. Seine Be-
ratungsschwerpunkte liegen in den Bereichen Operative Exzel-
lenz, Lean Management, Global Manufacturing Footprint und 
Kostensenkungsprogramme. 

10 11

company. In accordance with the principle 
of the grid search, the potential influencing 
factors on the operating costs at the location 
are gradually narrowed down further, tak-

ing into account structured data, in order 
to derive the measures with the highest cost 
reduction potential. Deployment teams, 
consisting of several “cost profilers”, carry 

out the analysis on site over a period of 48 
hours. Overall, the procedure comprises the 
following steps: (see Fig. 1 / page.12)

In the search for wanted persons, such as 
terror suspects or kidnapped victims, time 
is often the decisive factor. Law enforce-
ment authorities have developed specific 
methods and techniques for such purposes 
which allow them to quickly identify the 
information sought from a large number 
of persons or places. For example, in a grid 
search, certain characteristic values that  
apply or do not apply to the search criteria are 
used in order to gradually limit the number 
of potential sources. Data mining methods  
use similar techniques to extract usable in-
formation from large amounts of data.

30% OF OPERATING COSTS 
REMAIN UNDISCOVERED

Industrial companies looking for starting 
points to reduce their operating costs of-
ten face similar challenges when it comes 
to identifying hidden costs in their value 
creation processes. The more complex the 
processes at the respective location, the 
more diverse the possible factors influenc-
ing operating costs. In addition, there are 
regional differences and increasing product 
individualization, which make it difficult 
to compare cost structures across locations 
and product groups. As a result, up to 30% of 
the cost drivers in direct and indirect costs 
remain undiscovered on average. In order 

to leverage this potential, new methods are 
needed to enable industrial companies to 
quickly and effectively identify hidden costs 
in their value creation processes. 

DETERMINE COST DRIVERS IN 
FOUR STEPS

With the OPEX Fast Ramp-Up approach, 
ROI has created an effective instrument for 
determining and evaluating potential cost 
savings, which forms the basis for quickly 
adapting its own cost structures to volatile 
market developments. The focus is on a mul-
ti-stage systematic assessment process that 
examines all direct and indirect areas of the 

ROIDIALOGROIDIALOG

THE SE ARCH FOR POTENTIAL SAVINGS IN INDUS T-
RIAL COMPANIES IS OF TEN L IKE LOOKING FOR THE 
PROVERBIAL NEEDLE IN A HAYS TACK.  

The more complex manufac tur ing systems,  supplier  networks or 
indirec t  areas are,  the more dif f icult  and time-consuming it  is  to 
identi f y  hidden cost  dr ivers and star ting points for  optimizing 
cost  struc tures.  Systematic  assessment procedures based on the 
model  of  the raster search can change this . 

Dr. Kai Magenheimer

RASTER 
SEARCH 
FOR 
HIDDEN 
COSTS
Y O U R  E X P E R T 
FOR OPEX FAST RAMP-UP
DR. KAI MAGENHEIMER has been working for ROI since 2014. 
He specializes in operational excellence, lean management, glo-
bal manufacturing footprint and cost reduction programs.

Y O U R  E X P E R T 
FOR OPEX FAST RAMP-UP
DR. KAI MAGENHEIMER has been working for ROI since 2014. 
He specializes in operational excellence, lean management, glo-
bal manufacturing footprint and cost reduction programs.

Y O U R  E X P E R T 
FOR OPEX FAST RAMP-UP
DR. KAI MAGENHEIMER has been working for ROI since 2014. 
He specializes in operational excellence, lean management, glo-
bal manufacturing footprint and cost reduction programs.
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Fig. 1

 Scope individual agenda with two streams incl. tasks and 
responsible persons in the plant for an efficient prepara-

tion and conduction of the assessment

 Standardized data templates for upfront preparation to 
support assessment analysis most efficient

STREAM 1
FINANCIAL FOCUS

STREAM 2
TECHNOLOGICAL FOCUS

DATA OVERVIEW

Kick-off & plant presentation 1,5h

1,5h

1,5h

2,0h

1,0h

1,0h

1,0h

2,0h

2,0h

3,5h

3,0h

4,0h

Day summary & definition of deep dives

Derivation of potentials, open issue & preparation

Plant tour – Waste walk

Indirect Analysis 
(Order To Cash)

OPEX Lean Scan

Deep DivesDeep Dives

Master data verification

In- & outbound material flow

Technology chains 
& utilizationOrg. structure & headcount

Warehousing / internal logistics

Plant cost structure

Supply chain & inventory analysis Asset availability (OEE)

Labour ProductivityQuality Analysis

Value stream, process flow & scheduling

Day summary & definition of deep dives

First feedback to the management

ASSESSMENT AGENDA - EXAMPLE DATA GATHERING TEMPLATES - EXAMPLE

D
AY

 1
D

AY
 2

D
AY

 3

HEADCOUNT & FTE

TECHNOLOGY CHAINS

RESCUE 
COMMAND
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2 .  I DE N T I F IC AT ION
In the first phase of on-site deployment, the teams explore the pro-
cesses on site, identifying the areas with the greatest potential for 
cost savings. In doing so, they rely on an extensive set of standard-
ized assessment tools and methods, such as the ROI OPEX Scan, 
value stream analysis or waste walks, with the help of which hidden 
costs or efficiency gaps can be reliably determined. Only where the 
initial examination reveals abnormalities or deviations are target-
ed, in-depth analysis are carried out afterwards.  (see Fig. 2)

3 .  DE T E R M I N AT ION
A N D Q UA N T I F IC AT ION OF P O T E N T I A L
In the subsequent deep dives, the on-site intervention teams car-
ry out further analysis to quantify the cost savings potential in the 
identified potential areas. These range down to the set-up times of 
individual tools. Using advanced methods such as Paper Kaizen, 
OEE, SMED or RME analysis and comparisons with internal best 
practices, the cost savings in the respective areas can be quantified 
in concrete terms, for example in the form of reduced lead times or 
reduced failure rates. (see Fig. 3)

4 .  AC T ION DE R I VAT ION &
ROA DM A P DE V E L OPM E N T
In the next step, concrete measures (counter-action) to reduce op-
erating costs can be derived from the information obtained in this 
way. Due to the high level of detail of the previous analyses (deep 
dives), initial improvement measures, such as the automation of in-
dividual process steps, are already available after the analysis phase. 
These can be implemented immediately and immediate savings po-
tentials can be leveraged. These can be combined into a plant-spe-
cific roadmap, which provides a detailed implementation plan for 
cost optimization at the respective site.

Fig.2

1 .  M I S S ION PR E PA R AT ION
The optimal preparation of the teams on site is crucial for a quick 
and effective finding of the cost drivers. Only if they know exactly 
what has to be done at what point in time an effective assessment 
process can be ensured. To this end, ROI has developed a standard 
protocol that ensures that all on-site activities are interlinked and 
that no unnecessary time is lost. In two streams, the on-site inten-
sive teams conduct structured investigations in direct and indirect 
areas. Standardized data templates ensure that all required data is 
captured completely.

5.000

MAP + FEP
+ QUALITY

TOTAL COST 
POTENTIAL

179.692

20.221 2.857

2.667

6.979

1.858

1.302

1.793

2.310

6.400

14.003

IMPLEMENTATION >5 YEARS

IMPLEMENTATION <5 YEARS

IMPLEMENTATION <1 YEAR

455

1.894

4.425

13.902

SICKNESS 
RATE 

REDUCTION
INTERNAL 
LOGISTICS

QUALITY
COSTS OEE LINE1 OEE LINE2

MAINTE-
NANCE

TOTAL COST 
POTENTIAL

INCREASE
UTILIZATION
(DEPECIATION)

STOCK
REDUCTION

(NWC)

10.000

20.000

180.000

15.000

0

-11%

TOTAL COST POTENTIAL OVER PLANTS

Fig. 3



With the ac tion plan descr ibed in this  way,  a  roadmap 
ready for  implementation can be developed within a  few 
weeks to raise the cost  potential ,  which not  only concen-
trates on identi f y ing shor t-term cost  savings,  but  also on 
the sustainable optimization of  the value -added processes 
and thereby ensures long-term cost  optimization.  

P1

L1

K1

RASTER 1

RASTER 2

RASTER 3

8 
WEEKS

PROJECT START
Headcount + allocation 
of direct/indirect areas

FIT GAP ANALYSIS
Defi nition of approx. 4 core processes
Fit gap analysis 
Derivation of the requirements for the target organization 
from the process gaps (e.g. stronger process orientation 
in the organizational structure)

GAPS & FIELDS OF ACTION
Evaluation of deviations from the target
Derivation of essential fi elds of action for the 
transition to the target organization
Recommendation for the next steps

ACTUAL ORGANIZATION
Activity structure analysis according to 
functional families incl. outsourcing scope
Survey of cost drivers

direct employees

Functions

Measures@work

Function
families

in
di

re
ct

 e
m

pl
oy

ee
s

DESIGN TARGET ORGANIZATION
Development of a sustainable, 
ideal plant and cross-plant organization
Dimensioning of the indirect areas in the 
target organization (zero base) 

16 17

R A S T E R S E A RC H
Multi-stage assessment process to quickly iden-
tify influenceable cost drivers within a large set 
of potential influencing factors using increas-
ingly detailed search criteria. The prerequisite 
is a structured database using standardized 
assessment tools.

C O S T PROF I L E R
Teams of experts to carry out cost assess-
ments on site. You have a high methodological  
competence and experience in Lean Manage-
ment. When they are deployed, they follow a 
strict schedule to efficiently complete all assess-
ment stages.

A S S E S S M E N T T O OL K I T
Comprehensive set of methods for the system-
atic identification and evaluation of potential 
cost drivers on site by cost profilers. A high level 
of standardised scans and tools to improve the 
comparability of data between plants or divi-
sions.

• LEVEL: Factory

• TOOL: OPEX SCAN

• LEVEL: Production

• TOOL: OEE analysis

• LEVEL: Equipment Efficiency

• TOOL: SMED

ROIDIALOGROIDIALOG

IN 
8 WEEKS  
TO THE  
COST EFFICIENCY 
ROADMAP



TOP-DOWN
NECESSARY 

PRODUCTION COSTS

BOTTOM-UP
POSSIBLE 

PRODUCTION COSTS

5.463 260
473

4.730

4.100

4.439

3.893 986

2.907

785*

580

770

687

507

123

1.000

0

2.000

3.000

4.000

5.000

6.000

TARGET 
SELLING PRICE

(Ex Works)

DISCOUNT MARGIN PRIME 
COSTS

OVERHEAD
(Admin,
R&D, ...)

WARRANTY TOP-DOWN
MANUFACTU-
RING COSTS

ACTUAL
MANUFACTU-
RING COSTS

BOTTOM-UP
MANUFACTU-
RING COSTS

PRODUCTION MATERIAL

-7,6% -12,3%

CUSTOMER EXAMPLE OF A TARGET COST MODELING 
(dual approach)

Hardly anything jeopardizes the economic 
success of a company as directly as products 
whose cost structure does not meet market 
requirements. As product cycles and global 
price competitions become shorter, there is an 
increasing pressure on companies to continu-
ally optimize their manufacturing and product 
costs. Value and Cost Engineering provides 
the ideal approach.
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VALUE & 
COST 
ENGINEERING 

A modern myth says that NASA has developed a special “million 
dollar” space pen for its manned space missions because conven-
tional ballpoint pens did not work in weightlessness. His mine con-
sisted of a pressurized gas cartridge, inside of which a small metal 
cylinder pressed the special ink. The Russian cosmonauts, on the 
other hand, solved the problem in their own way – using pencils 
Even if the story later turned out to be an invention of the media, 
it makes clear that a high degree of innovation alone is not always 
decisive for the success of products. Rather, they must meet the 
needs of customers, but at the same time must not be equipped with 
costly, superfluous functions that are not honored by the customer 
and thus represent a cost disadvantage to the competition. A holis-
tic approach that develops strategies and requirements directly and 
across functions is therefore highly critical to business success. In 
addition, with accelerating innovation and ever-shorter product life 
cycles, the speed at which manufacturers are able to dynamically 
adjust their product costs is becoming increasingly important.
 

COST CONSIDERATION MUST UNITE 
DIFFERENT PERSPECTIVES

This is precisely where Value and Cost Engineering (VCE) comes in. 
This is a cross-functional approach aimed at optimizing the rela-
tionship between product functions and costs, thereby increasing 

the value of the product. This can be positively influenced either by 
the improvement of functions or the reduction of costs.

First, the requirements of the customers in the addressed target 
markets are clarified and then the suitable product functions are 
defined that are able to fulfill them. Based on this, cost management 
methods are applied which determine the best possible costs with-
in the framework of a dual approach – top-down and bottom-up. 
In the top-down approach, the required manufacturing costs are 
derived from the achievable selling price, whereas the bottom-up 
approach shows the ideal manufacturing costs. By adding the actual 
costs, the cost deltas become visible.

DECREASING ABILITY TO INFLUENCE COSTS 
IN THE PRODUCT LIFE CYCLE

In order to influence the manufacturing costs, different starting 
points can be used: Starting with the functional scope, through 
the production technologies to the suppliers. The following ap-
plies: the later the measures for product cost optimization take 
effect, the less influence can be exerted on these costs and thus 
on the savings potential. Basically, three starting points for VCE 
measures can be distinguished along the product life cycle. 
(see Fig. 1)

SURVIVAL OF THE FIT TES T



ROI FAST 
INTERVENTION

TEAM

EXAMPLE APPLIED LEVER EXTRACT OF POSSIBLE VALUE LEVERS

CROSS-FUNCTIONAL 
COST-OUT-WORKSHOPS

• Teardown workshops conducted by qualifi ed VCE consultants focusing 
on production costs, design costs, etc. of components and assemblies

• Analysis of derived measures including product management, R&D, 
purchasing, etc.   

C

MAX

IDENTIFIED POTENTIAL OF 
TOTAL COST REDUCTION AMOUNTS 

TO 8% OF COGS **

MIN

170

92

113 376

110

60

72

243

60

32

41

133

SUPPLIER 
WORKSHOP

SHOULD 
COSTING

INTERNAL COST 
OPTIMISATION

TOTAL 
POTENTIAL

A

SUPPLIER WORKSHOPS
• Workshops with suppliers regarding module costs, functions, assem-

blies and components
• Derive potential cost-cutting measures in workshops
• Analysis and implementation of derived measures, including product 

management, R & D, purchasing, etc.   

A

SHOULD COSTING 
• Internal functional cost analysis using should costing with a focus on 

components and assemblies
• Renegotiation and / or localization of components and assemblies ba-

sed on the should costing analysis

B

B C

MARKETING

IMMEDIATE COST REDUCTION  (re-design) VCE QUICK WIN COST REDUCTION

GREEN FIELD DEVELOPMENT  (new design) VCE END-TO-END APPROACH

SET-UP OF QUALITY CONTROL ORGANIZATION VCE ORGANIZATIONAL STRUCTURE

CONCEPT 
DEVELOPMENT

SERIAL 
DEVELOPMENT

MANUFACTURING 
PREPERATION MANUFACTURING SERVICE AND

AFTERSALES

1

2

3

3

1

2

SPECIFICATION OF CUSTO-
MER REQUIREMENTS

• Functionality
• Cost
• Quality
• Design
• ...

DEVELOPMENT OF A 
CONCEPT EXACTLY 
TAILORED TO CUSTOMER 
REQUIREMENTS

COMBINATION OF FUNCTI-
ONS TO ADDRESS CUSTO-
MER SEGMENTS

OPTIMIZATION OF
INTERNAL COSTS
PRODUCTION TECHNOLOGY

ENHANCEMENT OF PRODUCT 
AND/OR FEATURES

 MINIMIERUNG MATERIALKOSTEN

IN
FL

U
EN

CE
AB

IL
IT

Y

CO
ST

APPROACHES TO COST REDUCTION AND PROFIT INCREASE ALONG THE 
PRODUCT LIFE CYCLE

 

EXAMPLE APPLIED LEVER EXTRACT OF POSSIBLE VALUE LEVERS

CROSS-FUNCTIONAL 
COST-OUT-WORKSHOPS

• Teardown workshops conducted by qualifi ed VCE consultants focusing 
on production costs, design costs, etc. of components and assemblies

• Analysis of derived measures including product management, R&D, 
purchasing, etc.   

C

MAX

IDENTIFIED POTENTIAL OF 
TOTAL COST REDUCTION AMOUNTS 

TO 8% OF COGS **

MIN

170

92

113 376

110

60

72

243

60

32

41

133

SUPPLIER 
WORKSHOP

SHOULD 
COSTING

INTERNAL COST 
OPTIMISATION

TOTAL 
POTENTIAL

A

SUPPLIER WORKSHOPS
• Workshops with suppliers regarding module costs, functions, assem-

blies and components
• Derive potential cost-cutting measures in workshops
• Analysis and implementation of derived measures, including product 

management, R & D, purchasing, etc.   

A

SHOULD COSTING 
• Internal functional cost analysis using should costing with a focus on 

components and assemblies
• Renegotiation and / or localization of components and assemblies ba-

sed on the should costing analysis

B

B C

UNDOUBTED ACTION AGAINST DUBIOUS ACTION

LITTLE EFFORT BEFORE MUCH EFFORT

LOW RISK BEFORE HIGH RISK

HIGH SAVINGS BEFORE LOW SAVINGS

ACTION PLAN POTENTIAL SAVINGS IN USD

IMPLEMENTATION EFFORT

IMPLEMENTATION RULES FOR 
QUICK-WIN ACTIONS

0,01

0,1

1

10

100

1000

Very low risk, doubtful

Low risk, doubtful

Medium risk, doubtful

High risk, doubtful

Very low risk, implementable

Low risk, implementable

Medium risk, implementable

High risk, implementable

Implementation 

order

DEPLOYMENT OF AN IMPLEMENTATION PLAN
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1 .  VC E Q U IC K W I N C O S T R E D U C T ION
VCE Quick Win aims at the direct adaptation of the cost structures 
of products that are already ready for volume production (redesign) 
and uses proven levers to influence manufacturing costs that offer 
potential for rapid cost reductions, such as supplier workshops, 
should costing analyses or cross-functional cross-out workshops. 
(see Fig. 2). 

In order to generate fast and measurable results, the VCE Quick 
Win approach follows a structured implementation plan with clear 
rules for the selection and prioritization of the measures to be im-
plemented (see Fig. 3). This ensures maximum effectiveness of the 
measures implemented.

2 .  VC E E N D -T O -E N D A PPROAC H
In comparison, the VCE end-to-end approach starts with the speci-
fication of customer requirements and describes continuous meas-
ures for the complete new development (Greenfield Development) of 
a product or product line up to the minimization of material costs 
in the after-sales area. Four elements are decisive for the success of 
the end-to-end approach: 

• A deep understanding of target markets and customer  
 requirements to evaluate product variants 

• The derivation of suitable product functions to meet  
 customer requirements, including a cost assessment

• The optimal design of the underlying value chain, 
 taking into account make-or-buy scenarios, optimized  
 manufacturing networks, integration of local R&D  
 competencies as well as an exact supplier portfolio  
 and logistics

• Concepts and methods for optimal planning and rapid  
 adaptation of marketing and pricing activities

To ensure an optimal value and cost structure across all phases, the 
VCE end-to-end uses a comprehensive toolkit of proven VCE and 
procurement methods  (see Fig.4).

Fig. 1 Fig. 3

Fig. 2



BUSINESS PROCESS 
REDESIGN

• Business process redesign
• Workfl ow Management
• Product Lifecycle Management

METHODICAL 
QUALITY CONTROL

• Six Sigma
• QFD
• FMEA
• Process 

Management

• TQM
• Quality Circles
• Kaizen
• TPM

METHODOLOGICAL 
STRATEGY PLANNING

• Market analysis
• Value chain
• Scenario-Technique 
• Benchmarking
• KANO
• Portfolio Analysis

• Balanced Scorecard
• potential analysis
• “Forecasting”- 

Methods
• Pareto-Analysis

PROJECT MANAGEMENT

• Team Management
• facilitation techniques
• valuation techniques
• valuation techniques
• risk management

PURCHASING 
EXCELLENCE

• BoM Transparency 
• Spend Transparency (KREO)
• Supplier workshops
• Global, regional, local procurement
• eSourcing/eAuction
• MoB/In-Outsourcing Analysis
• Savings Controlling (TrACE)

LOGISTICS AND PROCESS 
METHODS

• SCOR Model
• Supply Chain Management
• Operations Research
• Value Stream Mapping

COST MANAGEMENT 
METHODS

• Zero-Base-Budgeting
• Life-Cycle-Costing
• Target Costing
• Cost models
• Functional Cost
• Lean Management
• Master-BOM

METHODICAL 
CONSTRUCTION

• Design of manufacturing and assemblies
• Design-to-cost / objectives
• Functional specifi cations
• Customer-oriented function evaluation
• functional analysis
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3 .  VC E- ORG A N I Z AT ION
In addition to approaches aimed at redesigning the cost structures 
of individual products or product lines, the establishment of a VCE 
organization includes the development and integration of VCE 
measures into the product development process (PEP) as well as 
comprehensive empowerment of employees in the organization to 
ensure sustainable cost and value optimization. 

PERMANENT PRODUCT COST OPTIMIZATION 
ALONG THE ENTIRE PRODUCT LIFE CYCLE

The increasing dynamism of volatile industrial markets is forcing 
companies to constantly adjust their product costs. Only those 
who have the tools to constantly review the cost structures of their 
own product portfolio and leverage to effectively reduce their man-
ufacturing costs will survive in the high-speed logic of modern  

industrial markets.Against this background, ROI’s VCE approach 
provides an effective tool to enable an effective and, above all, rapid 
adjustment of product costs at all stages of the product life cycle. 
From Quick-Win to reducing manufacturing costs to end-to-end 
development of market-driven new products, to building a VCE 
organization that ensures sustained VCE optimization at every 
stage of the product development process. Especially against the 
background of ever-shorter product life cycles and aggressive global 
(price and quality) competition, these measures are becoming a de-
cisive competitive factor. 

Fig. 5

CALLING
NOW

+49 89 1215 90-0

THE EXPERTS OF THE ROI SWAT TEAM
SUPPORT YOU WITH FAST ACTING MEASURES 
TO ADAPT YOUR COST STRUCTURES.

Y O U R  E X P E R T 
FOR VALUE & COST ENGINEERING / INVENTORY COST MANAGEMENT

DR. MICHAEL BREITLING has been a partner at ROI Manage-
ment Consulting AG, Munich, since 2019. His focus is on Cost 
Engineering (VAVE), Operational Excellence, Restructuring (in-
cluding ODDs) and Industrial Masterplan.



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 

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 
p a r t i c u l a r l y 
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). 

NORTH S TAR FOR THE 
GLOBAL ORGANIZ ATION  
SUCCE SSFULLY S TRE A MLINING INDIREC T A RE A S WITH 
ROI ‘S ZERO -BA SED A PPROACH.

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 
wor ldwide already generate a  turnover of  more than two 
bil l ion euros,  also or iented itself  towards such a „Nor th 
Star“.  I ts  star ting points:  an operations strategy and the 
init iatives der ived from it ,  which should be implemented 
at  ever y location in order to make it  even more ef f ic ient . 
In  addition to the OPE X topics,  the company,  together with 
ROI,  realigned the organization of  all  produc tion sites ac-
cording to the „zero -based organization“ approach. 

ANALYSIS POTENTIAL BLUEPRINT / TARGET 
ORGANIZATION ROADMAP

ORGANIZATION STRUCTURE
AND COST ANALYSIS

ACTIVITY-BASED
COST DRIVERS

QUALITATIVELY
STRATEGIC GUIDELINES

QUANTITATIVELY
COST, SHIFT MATRIX

IMPLEMENTATION OF THE MEASURES 
AND TRANSFORMATION OF THE 

ORGANIZATION

Dr. Thomas Troll

Y O U R  E X P E R T 
FOR ZERO-BASED ORGANIZATION

DR. THOMAS TROLL has been project manager since 1999 and 
since 2006 partner at ROI 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.

ZERO-BASED
ORGANIZATION

24 25

41% 
O F Z E R O - B A SE D P O T E N T I A L 

H A S A L R E A DY B E E N 
T R A NSFOR ME D IN T O 

C ON CE R T E D AC T ION A ND 
R E A L S AV IN GS

ROIDIALOGROIDIALOG



AT A GLANCE 
ROI EXPERT TIPS FOR ZERO-BASED PROJECTS

>95%  
T HE R OI  C ATA L O G C O M E S 
A S S TA NDA R D W I T H S I T E 

AC T I V I T IE S

ANALYZE STRUCTURES

How many capacities flow into direct activ-
ities today, how many into indirect activi-
ties? ROI follows a strict definition: Only ac-
tivities that are reflected in the production 

times (te and tr) are di-
rectly value-adding. 

All other acti- 
vities are indi-

rect, includ-
ing logis-
tics, quality 
a s s u r a n c e 

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.

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 
benchmarks, it compares the same activities 
across several plants and departments of the 
company. This is extended with an external 
perspective, i.e. with industry and function 
benchmarks that use empirical values and 
best practices from over 20 years of ROI 
project experience. And: benchmarks must 
always take into account the nature of the 
business (e.g. mass production vs. individual 
orders).

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 IT 
systems are identified. According to ROI 
experience, 80% of the cost reduction po-
tentials refer to inefficient processes, about 
20% can be tapped through purely organiza-
tional changes.

CREATE BLUEPRINT 
AND DIMENSION TARGET 
ORGANIZATION

The following 
project sections 
focus on how 
these poten-
tials can now 
be activated 
in practice. 
Here the project 
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 ROI, 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.

20 YEARS   
P R O JE C T E X P E R IE N C E

F L OW IN T O T HE INDUS T RY 
A ND INDUS T RY, F UN C T IO N 

B E N CHM A R KS OF R OI

80%   
C OS T R E DUC T IO N 

P O T E N T I A L L IE S IN T HE 
IMP R OV E ME N T OF P R O CE S -

SE S ,  20 % IN A N O R GA NI -
Z AT ION A L CH A N GE

26 27ROIDIALOGROIDIALOG

CONSISTENTLY FRAME / DON´T BE CONFUSED

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

SAME GOAL FOR ALL LOCATIONS / INDIVIDUAL ROADMAPS

• Set ratio as target, e.g. 1 : 2.5 or scalable target organization
• Giving enough time
• Consider restrictions of the locations (e.g. fluctuation)

TRANSFORMATION IS WHAT COUNTS

• Shift burden of proof
• Consistent integration of personnel requirements
• Offer help in improving processes 2 YEARS   

A R E A R E A L IS T IC 
T IME F R A ME FOR T HE 

GL OB A L IMP L E ME N TAT ION 
O F A Z E R O - B A SE D 

O R GA NIZ AT IO N



28 29

MAINTENANCE 
EXCELLENCE IN JUST 
A FEW MONTHS

ROIDIALOGROIDIALOG

A specialt y  chemicals group with 14 plants in 
9 countr ies faces enormous challenges when i t 
comes to plant  availabil i t y :  The def ic i ts  in  over-
all  p lant  ef f ic ienc y not  only endanger the com-
pany ’s  grow th targets ,  but  also i ts  reputation 
as a premium supplier  to  the energy industr y. 
In  order to  improve the availabil i t y  o f  manufac-
tur ing fac il i t ies in  the global  plant  network ,  ROI 
set  up a comprehensive progr am to introduce a 
centr al  maintenance organization consisting of 
three workstreams that  build on each other.  An 
excerpt  from the projec t  repor t . . . 

comprehensive Maintenance Excellence Program is being set up to en-

sure that the Group-wide maintenance organization is anchored and 

further developed on a sustainable basis. In a joint workshop with the 

ROI experts, maintenance strategies and guidelines for selected lines 

and components were defined and instructions with the correspond-

ing machine classifications, key figures and process descriptions were 

developed.

W E E K 2 8
The task force deployment is completed after 10 weeks. The first meas-

ures are already being implemented and their progress is regularly re-

ported. The first successes have already become visible. Now the rollout 

begins in further areas or lines; the task managers hand over the control 

and monitoring tasks to the regular maintenance and reliability man-

agers. At the same time, the establishment of a comprehensive Main-

tenance Excellence System is progressing by creating the technical, 

organizational and personnel prerequisites for a locally controlled but 

globally coordinated maintenance organization. On the one hand, this 

includes a future-proof IT infrastructure geared to maintenance pro-

cesses, which supports real-time-based maintenance processes through 

a modern MES architecture and Smart Data Analytics. Secondly, organ-

izational structures and management processes as well as a training and 

qualification concept at all levels that ensures sustainable implemen-

tation. 

W E E K 70
One year after completion of the planning phase, the Maintence Ex-

cellence System has been rolled out in large parts of the Group and is 

being applied successfully. ROI experts accompanied the pilot phase as 

trainers and sparring partners and helped prepare the rollout. The reg-

ular reports show that the OAU has now risen from 77% to over 85%. As 

a result, the maintenance costs could be reduced considerably within 

one year. 

W E E K 4 

About four weeks after the start of the project, the analysis of the 

existing basic data and already known availability problems in 

the individual plants has been completed. Together with the cus-

tomer’s project managers, a set of key figures/KPIs was also de-

fined for evaluating the OAE, including OEE, MTR/MBR or TMC. 

In the meantime, the assessment phase has started in all plants. First, 

the maturity level of the maintenance organization is determined with 

the help of the ROI Maintenance Excellence Scan. The project team then 

uses the ROI OAE Check to document machine downtimes and thus de-

termine the optimization potential of the planned maintenance meas-

ures. In addition, the consultants collect and document best practices at 

the various locations so that they can later share them with other plants.

W E E K 1 2
After completion of the assessment phase, the results were discussed in 

a management workshop. Six plants showed particularly high deficits in 

machine availability and maintenance maturity. In these “focus plants”, 

ROI consultants are currently conducting one-week “deep dive assess-

ments” in which they examine the causes of efficiency losses and the 

status quo of maintenance processes together with the experts on site. 

The previously collected data is supplemented by on-site observations 

and impressions in order to arrive at a comprehensive and meaningful 

evaluation of the maintenance activities in the respective plant.  

W E E K 17
Based on the insights gained from the assessments, the ROI experts have 

compiled a tailor-made tool kit that is ideally tailored to the require-

ments of the individual focus works in recent weeks. It contains vari-

ous tried and tested maintenance tools, project management tools and 

problem solving techniques to enable local managers to take measures 

to reduce waste. A one-week training course is currently taking place in 

the ROI learning factory in Prague to ensure that these so-called “task 

force managers” have the necessary know-how to successfully use the 

tools. There they not only learn the basics of lean maintenance, but also 

define the joint procedure for implementing measures at the respective 

locations. For the first time, a company-wide maintenance network and 

professional exchange across the various plants will be created.

W E E K 2 1
Back at the plants, the task force managers have started to implement 

the 10-week optimization program. Initially, further inventory analyses 

were carried out and cross-functional project teams put together. The 

measures derived from the root cause analyses will be implemented in 

the coming weeks. Centralized project management and standardized 

tools and templates ensure comparability of implementation progress 

and optimal know-how transfer across all plants. At the same time, a 



PILOTING

1

2

3 4

PMO

CHANGE
MANAGEMENT

SET-UP-PROJECT

DEFINE COMMUNICATION 
PLAN

DEFINE CHANGE 
MANAGEMENT

• EXECUTE CHANGE MANAGEMENT
• COLLECT FEEDBACK AND RESPOND TO CONCERNS

PROJECT PLAN

ROLLOUT
TO

ALL
PLANTS

Out of scope

MANAGE & ABLE PROJECT SUCCESS

Basic Data 
Organization of 
Assessments

Baselining
Defi nition of 
focus plants

Guide-
lines

Manual 
& 

Proce-
dures

Next
Genera-

tion
IT

Org.
& 

Leader-
ship

Qualifi ca-
tion
&

Training

Defi ne toolbox
to decrease losses/number 
of incidents and to increase 

response time

(based on ROI toolbox)

Baseline, Priorities, 
Potentials,
Best Practices,
Internal Bechmarks,
Action Plans / Roadmaps

Project work 
becomes day to 

day business

Train 
Task Force 
Managers

Defi ne OEC Maintenance System

Task Forces
(focus plants)

Assessments
(all plants)

EMEA
Americas

Asia

3 Pilots

Training

ASSESSMENT / BASELINING

RELIABILITY UP

OEC MAINTENANCE 
EXCELLENCE SYSTEM

Deep Dives
(focus plants)
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Y O U R  E X P E R T 
FOR MAINTENANCE EXCELLENCE PROGRAM

JOACHIM KROHN is Principal at ROI Management Consulting 
AG. His focus is on the development and implementation of ope-
rational excellence systems to improve performance along the 
entire value chain.
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How mature is Industry 4.0 in Germany at 
the moment?

Looking at Industry 4.0 as a product develop-
ment process, I would say that we are currently 
in the rollout phase. This means that the nec-
essary basic principles and technology modules 
are largely known to companies and relatively 
cheaply available. Many of them have already 
carried out successful pilot projects and gained 
initial experience. Now we can see how these 
companies are establishing their industry 4.0 
solutions across the board and how small and 
medium-sized companies are also getting in-
volved in the topic. At the same time, the degree 
of maturity of the solutions is also increas-
ing, as the winners of last year’s Industry 4.0 
Awards show. 
 
Given this progress, how do you explain 
the fact that labour productivity in a sector 
such as mechanical engineering has not in- 
but descreased1  since 2005? 

There can be many reasons for this. On the 
one hand, it should not be forgotten that many 
companies are still going through a learn-
ing process, for example, for example, when it 
comes to the question of which instruments 
suit them best or how they have to align their 
organization accordingly. On the other hand, 
the complexity of products has increased many 
times in recent years. A higher level of product 
individualization, as made possible by industry 
4.0, for example, is often at the expense of pro-
ductivity. In some cases, the immediate efficien-
cy-enhancing effect can therefore not be felt for 
the time being.

Against this background, are industry 
4.0 technologies suitable as short-term 
cost-cutting measures at all?

Absolutely. There are two main cases in indus-
try today: On the one hand, there are compa-
nies that have to invest first and for whom the 
payback may take longer as a result. On the 

other hand, you have companies that manage 
to directly and immediately save costs with 
simple, scalable solutions without major ini-
tial investments. Basically, in order to shorten 
the time to “Return on I40”, the appropriate 
instruments in combination with a procedure 
adapted to the specific requirement are needed.

What does it look like?

Many companies think Industry 4.0 very 
strongly in terms of the target image of the 
completely smart factory, in which all elements 
of the value chain are continuously networked 
and all information flows together in real time. 
This is fundamentally sensible and correct, and 
does not help those who need to quickly opti-
mize their cost structures in assembly or in their 
supply chain until they find applications where 
they can use this knowledge to reduce lead times 
and increase plant availability, for example. In 
concrete terms, this means that the major six-
year programs must be supplemented by smart 

six-week projects that enable quick wins and 
rapid savings effects. These so-called Instant 
I40 solutions, comparable to Point-Kaizens, are 
applied at individual points in the value chain 
and create selective improvements with a direct 
economic effect.

Does this mean that companies should 
concentrate only on those measures that 
bring immediate benefits?

Not exclusively, of course. The systematic devel-
opment and expansion of an I40-compatible 
infrastructure, such as the integrated network-
ing of machines, operating resources and prod-
ucts, is an essential prerequisite for being able 
to exploit the full potential of more complex in-
dustry 4.0 solutions at a later date. It must nev-
er be neglected in favour of short-term efficien-
cy gains. The good news is she doesn’t have to. 
Rather, it is a matter of identifying quick wins 
along the overriding industry 4.0 roadmap and 
implementing them quickly and efficiently.

What could those be?

Basically, these can be all solutions that use 
industry 4.0 elements to leverage cost savings 
along the industrial value chain. They often 
build on existing lean processes, as in the case 
of digital shop floor management, where exist-
ing lean management practices are extended by 
digital elements to create tangible added value.  
Another example is the use of advanced ana-
lytics to implement a predictive analysis model 
in manufacturing. This enables companies to 
develop a digital twin for particularly quali-
ty-critical production processes within a six-
week sprint in order to sustainably improve 
process stability and quality. 
 

Thank you for the interview.

I N D U S T R Y  4 . 0  H A S  L O N G  B E E N  A  S T R A T E -
G I C  C O R P O R A T E  O B J E C T I V E  W I T H  A  L O N G -
T E R M  C H A R A C T E R  F O R  C O M P A N I E S  I N  T H E 
M A N U F A C T U R I N G  I N D U S T R Y .  I N  T H E  A G E 
O F  V O L A T I L E  M A R K E T S ,  T H E  Q U E S T I O N  O F 
T H E  “ R E T U R N  O N  I 4 0 ”  I S  I N C R E A S I N G L Y 
C O M I N G  T O  T H E  F O R E .  B U T  A R E  T O D A Y ’ S 
I N D U S T R Y  4 . 0  S O L U T I O N S  S U I T A B L E  T O 
A C H I E V E  S H O R T - T E R M  C O S T  R E D U C T I O N S 
A T  A L L ?  

Interview with Prof. Dr.-Ing. Werner Bick, Chief Representative, ROI 
Management Consulting AG

COST
CUTTER

  1 https://www.zew.de/forschung/produktivitaetsparadoxon-im-maschinenbau/

WEEK 1 WEEK 2 WEEK 3 WEEK 4 WEEK 5 WEEK 6

PROJECT 
KICK-OFF

• Determination 
of the test setup

DATA
PREPARATION

• Data collection 
and mapping

• Data qualifi cation 
and visualization

• Hypothesis formation

DESCRIPTIVE 
ANALYSIS

• Statistical analysis of plant, 
operating and quality data

• Determination of the 
main infl uencing variables 
for ML model

PREDICTION
MODEL

• ML model
• Cloud connection
• Model adjustment in 

real operation

DERIVATION OF 
QUICK WINS

ITERATIVE 
SPRINTS

ROIDIALOGROIDIALOG

FROM 
LIGHTHOUSE 
PROJECT 
TO  



By Dr. Michael Breitling, 
Partner, ROI Management Consulting AG
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THE FLEXIBILITY 

PARADOX

Camps are amazing places. They manage 
to secure and destroy flexibility at the same 
time. On the one hand, the inventories in 
these areas create flexibility by helping to 
decouple supply and demand, cushion the 
resulting fluctuations and protect against 
excessive supplier power. On the other 
hand, they also steal flexibility by tying up 
significant liquid funds, which are then no 
longer available for strategic and operation-
al initiatives. From a cost perspective, it is 
therefore clear that the best bearing is not a 

bearing. However, if you want to guarantee 
entrepreneurial flexibility and a high level 
of supply security and delivery reliability at 
the same time, you must not simply reduce 
stocks across the board, but reorganize your 
inventory management according to lean 
principles. The key to this lies in the com-
bination of a redesign of the supply chain 
processes, the introduction of digital plan-
ning and control methods, improved coop-
eration with suppliers and the anchoring 
of inventory management excellence in the 

management team. With the Inventory Cost 
approach, ROI has created a fast-acting ap-
proach for effectively minimizing invento-
ries on the one hand and reliably securing 
delivery reliability on the other. For the most 
time-consuming implementation possible, 
it relies on the parallel optimization of four 
central workstreams.

Design of 
core processes

(Make to Order, …)

Setup,
Target definition 
and visualization 

in the cockpit

Optimization of 
assembly processes

Implementation 
concepts for the 

new SCM processes

Structure 
of an Inventory

Management 
Handbook and
training docu-

ments

Training 
concepts for 

the optimized 
assembly 
processes

Controlling of 
stock receipts

Building
Target Reach 

and Reach 
Controlling

Range-based
Inventory Con-
trolling at Part 

Level

12 - 18  WEEKS 6 - 9 MONTHS3 - 5 WEEKS

DELIVERABLES

• Inventory controlling in-
troduced at management 
and employee level

• Stocks are controlled at 
part level according to 
target range of coverage

• Supply chain processes 
defi ned from supplier to 
customer

• Project profi les for 
improvement documented

• Implementation activities 
started

• Stock cockpit set up

• Management tasks and 
BM manual defi ned

• conducted training

• Pilot line installed

• SFM adjusted

• Employees trained
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PREPARATION

PARALLEL PROCEDURE FOR MAXIMUM SPEED

ANALYSIS
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INVENTORY
MANAGEMENT AT 
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DESIGN
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ADAPTATION

SUSTAINABLE
ANCHORING
 
IN THE 
MANAGEMENT 
SYSTEM

WASTE 
REDUCTION AND
 
PROCESS 
ADJUSTMENT
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I f  you want to save costs and ensure high deliver y reliability  at  the same time, 
you need a systematic  approach to dealing with inventor y costs. 

ROI IN VENTORY COS T M A N AGEMENT RELIE S ON A MULTI -L AYERED 
A PPROACH FOR THIS PURP OSE.
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As an expert in R&D, Manufacturing and Industry 4.0, ROI helps industrial

companies worldwide optimise their products, technologies and produc-

tion networks as well as harness the power of digitization for more efficient

processes and smart products. Operational excellence and quantitative, 

sustainable results are the goals by which ROI wants to be measured. ROI 

has won numerous major awards, such as the ‘Best Consultant’ award by 

‘brand eins’ and the ‘Best of Consulting’ by ‘WirtschaftsWoche’ and earned

top rankings in the study ‘Hidden champions of the consulting market’ of 

the WGMB.

In order to make the multi-faceted topic of Industry 4.0 tangible and effec-

tively usable in corporate practice, ROI runs an Industry 4.0 learning facto-

ry in which the technological foundations and principles of digitization are 

combined with the lean production approach and conveyed in a practical 

way. As initiator and co-organizer of the Industry 4.0 Awards, which were 

first presented in 2013, and 2017 in China, ROI actively promotes the deve- 

lopment of technological innovation in Germany. Established in Munich 

in 1999, ROI-EFESO employs around 500 people at 30 locations worldwide. 

The spectrum of customers ranges from well-known, medium-sized com-

panies to Dax-listed corporations.
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