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Business  Spanish multinational leader in the elevator manufacturing industry

Size  1,000 employees;  revenues € 110 M

Context  The firm was involved in an internationalization process including procuring finished 
goods, raw material and WIP from «low-cost countries»

 The goal was to reduce the cost of purchased items by 20-25%

Solution
 Redesigned the organizational structure to manage the purchasing volume increase

 Searched and assessed suppliers in China

 Optimal batch analysis and consolidation of goods to optimize transportation cost

 RFI/RFQ/PO and Purchasing procedures

 Tool for quoting the Total cost: freight, insurance, customs, and financial cost

 Suppliers criteria approval and definition of Quality procedures based on FMEA techniques

Results
Cost savings of 27% 4% of purchasing volume imported 

from «low-cost countries» (€ 1.5 M)
True partnerships with 
international suppliers

International Procurement Office 
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Business  Romanian leader in the elevator industry

Size  120 employees; revenues € 10 M

Context  The firm was implementing strategic changes including operations management

 Goal: To enhance operations departments  such as technical office, production, and 
logistics

Solution

 Designed the engineering processes and created the Sales engineering department to support and 
increase sales

 Defined processes and information flow from order reception to delivery to customers

 Relocated and redesigned  the production lines

 Designed outbound logistics

Results
Savings on cost structure of 
21 %

Sales increase of 12% in 
Romania 

Order flow improved and lead time 
decrease of 40 %

Operations Improvements Plan
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Business  Spanish multinational leader in the elevator manufacturing industry

Size  1,000 employees;  revenues € 110 M

Context  The firm distributed product directly from an international supplier whose delivery 
time was 90 days

 The goal was to optimize the internal processes to reduce the lead time. As a side 
note, the supplier required advance payment to start production

Solution
 Order flow analysis

 Differentiated between value-added activities and non-value-added activities

 Value Stream Mapping to detect bottleneck-resources 

 Negotiated new payment terms and conditions with supplier to increase the cash flow and speed-up 
production

 Supplier risk assessment

Results
10 days reduction in lead time Increase in Cash cycle and Working 

Capital

Lead Time Reduction
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Business  Romanian leader in the elevator industry

Size  120 employees; revenues € 10 M

Context  Poor storage system and management of finished goods inventory

 Goal: To design a complete warehouse  system for finished goods

Solution
 Designed warehouse layout and storage system

 Designed inbound logistics, picking and delivery systems

 Optimization of routing order pickers

 Integrated  Warehouse management system (WMS) with proprietary ERP

 Implanted RadioFrequency (RF) system

 Planned loading system and optimized space in warehouse

Results
Savings on handling cost of 40 
%

Inventory reduction of 35% 
keeping the same customer 
service level

Increase in inventory turnover 
of 25%

Finished Goods Warehouse Design



Manufacturing



8 atai consulting © Oct 2014 v2

Se
ct

or
: A

er
on

áu
tic

a

Solution
 Capacity analysis. Production and resources plan in order to manufacture the 3-years expected 

demand

 Design of inbound logistics and storing systems for tools and part numbers

 Analyzed information systems (ERP+, MRP y MES)

 New layout design based on materials flow, new operations, and future growth

Results
Work In Process Inventory (WIP) 
reduced by 60% maintaining 
service level

Capacity, bottlenecks and 
Cycle Times to improve were
detected

Production optimization 
and waste reduction

Production Plan Design

Actividad  Aerospace Tier 2 firm, final operations for composite materials

Tamaño  110 employees; revenues € 12 M

Situación  The company expanded operations to a new location and moved part of the 
production processes

 Goal: Define the new plant and factory systems
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Size  400 employees; revenues € 100 M

Context  The strategic expansion plan to distribute products across Europe included building  
a production plant in the Netherlands

 Goal: To set-up the production line

Solution
 Elaborated a production plan: resources, material, and inbound logistics

 Production line testing

 Plan follow-up for machinery and the rest of equipment

 Elaborated technical instructions and working procedures

 Integrated the maintenance plan and the global production plan

 Designed training plan for workers

Results
State-of-the-art facility in Europe 
with unique production system

Revenues increased by 30%

Production Line Setup
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Business  Spanish multinational leader in the elevator manufacturing industry

Size  1,000 employees;  revenues € 110 M

Context  The firm was developing an strategic plan in the operations management focused on 
reducing cost and delivery time

 Goal: Lean transformation in production, technical office, and logistics

Solution
 5S programs in all departments

 Value Stream Map (VSM) to detect the real needs in each area

 Improvements on production flow and WIP inventory through SMED and OPM techniques

 Improvements on maintenance through TPM

 Improvements on quality through «0-defect strategy»

 Defined KPIs (as OEE ) and Kaizen events for continuous improvement

Results
Total savings of € 7 M, and lead 
time reduced by 33% (1 week 
time) 

Factories integration led to 
reducing cost and fostering 
synergies

Mind-set evolution 
within the organization

Operational Excellence Project
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