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Case 8: A European Coatings Business launched an effort to identify ways to 
improve the business performance looking 3-5 years out

• There were two main business units at different points and consensus they should change from product and 
country-oriented businesses into a more regional, customer needs segments based business

• They had a growing understanding of customer needs segments (3) and desire to align to them: “lowest 
cost”, “flexibility”, “reliability”

• Lean/Operations team’s goal: improve CY/NY PTOI, give directional recommendations how to transform the 
businesses, and develop a business case and transformation plan

Impact: They used lean supply chain design to improve their PTOI & better 
serve their various market segments: €4.6MM year one benefit with >€30MM 
NPV impact

Focused Site Asset Network Transformation Map Business Case & Transition Plan

Lean Process Improvement S&OP BasicsSegment Opportunities

• They started an effort with 3 main focus areas
1) Supply Chain Transformation – align supply chains with customer needs segments to better serve 

those segments, start pan-European S&OP
2) Asset Restructuring – close two sites
3) Lean – rollout Lean concepts to facilitate site closures, reduce inventories, improve delivery times & 

reduce costs; priority focus is on Locations M, L & B.
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This requires addressing several issues in the current processes:
- Improve planning & scheduling, & production according to plan
- Avoid overloading assets
- Improve master data entry processes
- Improve technology / laboratory lead time to adjust formulations
- Avoid double formulation validation – delegate to producing site
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• Review deviations - to learn and improve

• Focus on future – beyond next month

• Plan prepared, balanced and communicated before the meeting

• Issues needing resolution highlighted before the meeting – discuss 
only those issues which require European management to resolve

• Plan gives boundaries to the sites, not a frozen production schedule

• This is a meeting to resolve real business issues and make 
decisions associated with demand and supply

How to define “Demand” and 
“Supply”
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integration through 
e-portals

Real time supply chain 
data available in BW
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SC in place

Site SCOR Level 1 
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Routine Metric by SC 
drive operations 
improvement 
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defined and in place

Training to build Lean 
competency

Reward systems
aligned with SC 
objectives

Routine interaction 
with suppliers / 
customers 
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Productivity 100-150KG/h and head

95%

86000 labour hours = 53 people

10 days

95 to 97%

Order Handling Time, Scheduling,

Q Check, Transportation 9 days

Material Flow

Inventory

Cell design, OEE

Prod Equipment  
Uptime
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Lean Manage as a Project Transfer to Line

Supply Chain Transformation

Initial Focus: Order Fulfilment Process

Asset Rationalisation

Refine 
Options

Decision 

Prepare Implementation

Social Negotiation

Transfer 
Products

Close Site 1

Launch S&OP S&OP in place

SCOR metrics  in place at all SitesRoll out  SCOR 
metrics

DSAP at all sites

Further reduce delivery times / Increase Site Efficiencies

Subsequent  Focus: Working Capital, Costs

Others Coordination, Mobilisation & Communication

Pursue further Rationalisation and Relocation if relevant

Implement required organisation & incentives changes

Portfolio harmonization & Rationalization / Product Management

Kick off

Start Site Focus –
Breda & Landshut

Start Site Focus –
Montbrison & Rubi

Prepare

Periodic Review Periodic Review Periodic Review

Eastern Europe Study


