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Dear reader,
Digitization of the field of operations represents a revolution in the engine room of value creation.
New tools and solutions in this area – from predictive analytics to supply chain integration – are opening
up extensive potential. Digital technologies are creating consistently transparent value chains that can
be managed with a forward-looking approach, and which are consequently optimizing companies’ cost
bases and ranges of services alike. Organizations with automated operations divisions are becoming more
agile, working more quickly and focusing more closely on their customers, gaining competitive advantages
that are particularly crucial to success in highly contested markets.
This issue of Horváth Directions highlights the special role that process excellence and business-driven planning will play in Operations in future, in light of the fact that companies can only expect long-term success
if they have a process environment that is continuously reviewed and improved. The success of digitization
also depends on having excellent business processes; integrated planning that covers the areas of sales,
operations and finance is in turn the prerequisite for holistic and predictive corporate management.
We examine these aspects, as well as other facets of digital Operations, in a number of background articles
and best-practice case studies. For example, you can find out how ZF Friedrichshafen is strengthening its
supply chain using Supply Chain Risk Management. The TRUMPF Group ranks among the pioneers of digitization in the field of mechanical engineering. In our interview with Dr.-Ing. Mathias Kammüller, Chief Digital Officer and member of the Group Management Board at TRUMPF, you can read about how the company
is involving its employees in this transformation. Thomas Kriechbaum, Head of IT and Chief Process Officer
at Swiss technology company HOERBIGER explains the factors for success in the standardization
of processes within the introduction of SAP S 4HANA.
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Top marks for expertise
Finance Integration Template

Horváth & Partners has been voted the “Hidden Champion of
the consultancy market” in the Controlling & Finance category for
the seventh time in a row. The company has nine times been among
the winners of the renowned Best of Consulting competition, run
by German business news magazine Wirtschaftswoche, this year in
the Strategy category for its digitization project on behalf of Swiss
bank Cler.

Moving quickly to
a new ERP
The Horváth & Partners Finance Integration Template accelerates
SAP S 4HANA projects and reduces risks. The solution combines
pre-defined tools and templates with a specially tailored project
methodology. Project work can be concentrated on validation and
adaptation to company-specific requirements, because conceptual
aspects are pre-configured on the basis of the SAP standard and best
practices from numerous One.ERP and One.Finance projects. There are
around 200 sample documents at the core, and these outline all accounting-related business transactions, linking them with the data model,
the processes and the reports of the company.
More information on the Finance Integration Template
can be found at www.horvath-partners.com FIT _ en

Anniversary in Austria

A quarter of a century
of consulting expertise
The Austrian branch of Horváth & Partners recently celebrated its
25th anniversary with around 140 prominent guests from the business
and political sectors. The highlight of the evening was a speech by extreme
mountaineer Gerlinde Kaltenbrunner, who talked about how endurance
and team spirit are crucial for conquering a peak – just as they are for economic success. In 1994, the Vienna office became the consultancy company’s
third site after Stuttgart and Budapest. Dr. Stefan Bergsmann has been manager at the site since 2008, and he has a team of 40 consultants that assists
customers all over the world.

New booklet

Implementing process
management successfully
Process management is a prevailing topic in the area of planning and
performance management for companies from all industries, and is now an
important prerequisite for successful transformation as part of digitization.
Efficient, documented processes form the basis for introducing new technologies
and applying existing data in a customer-oriented manner. The process management toolkit provided by Horváth & Partners is based on the consultancy firm’s
long-established experience, and will support you in developing and shaping process management. The booklet offers companies practical information to help them
effectively develop their process management and optimally implement it within
the organization.
You can find out more about the booklet at
www.horvath-partners.com PM-Toolkit (available in German only)

Green Controlling

Green financing recognized
Vienna-based energy producer VERBUND AG has been awarded the Péter Horváth Foundation’s Green Controlling prize.
The award honors the company’s Green Finance investment
program and was presented at the 33rd Stuttgart Controlling
& Management Forum, in collaboration with the ICV.

Find out more at www.icv-controlling.com en > The
Association > Awards > Green Controlling Award
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DIGITAL OPERATIONS

REVOL UTION
IN THE ENGINE ROOM

Digitization offers a great deal of potential in the area of Operations.
New technologies are automating time-consuming business processes to
make value chains fully transparent and allow them to be proactively
managed, as well as facilitating new service possibilities. Organizations
are becoming more agile, working more quickly and focusing more closely
on customers. Process excellence and intelligent, predictive management
as well as dovetailed strategic and operational planning play a key role
in achieving this.
6
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DIGITAL OPERATIONS

AGENDA FOR THE OPERATIONS
OF THE FUTURE
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rapid acceleration of throughput times from
order entry to product delivery; tailored services; individualized customer interaction on
all channels and in real time – digitization is
bringing about major changes, and customers
continue to be ever more demanding about availability, speed
and customer experience. In addition, global supply chains
and fragmented supplier structures are making value creation
more complex, and necessitating comprehensive Supply Chain
Risk Management. Competition is also intensifying, as startups and agile platform providers that concentrate on digitization from the outset challenge traditional business models.
At the same time, the burgeoning computing power and smart
technologies that digitization brings are presenting new opportunities to make business processes more efficient and develop
new products, services and business models. An adverse effect
that should be noted at this point though, is that increased
connectivity is also making processes more vulnerable, and this
issue is the most pressing priority for the Operations sector.
Solutions such as supply chain integration and business-driven
planning, or specific applications such as predictive analytics,
Robotic Process Automation and process mining open up huge
potential for Operations – the “engine room” of value creation.
In particular, these new tools and methods allow for integrated
planning and excellent operational processes, which both represent significant drivers for the Operations of the future.
The TRUMPF Group, headquartered in Ditzingen near Stuttgart,
ranks among the trailblazers when it comes to digitization, and
is one of the leading global specialists in machine tools and
laser technology. It is a long time since the company began
examining its internal and external processes for potential to
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reduce throughput times, increase efficiency and improve customer satisfaction. It has since networked its machines installed
at customer sites by means of a service cloud that creates a
constant overview of the machines’ status. The information
from this overview enables TRUMPF to install spare parts and
replace wear parts in good time, thereby preventing downtime
for customers, increasing productivity and facilitating intelligent
business models.

01

VISUALIZING AND OPTIMIZING
TRANSPARENT SUPPLY CHAINS

07

CAPTURING STATUS DATA AUTOMATICALLY USING SENSORS

CLOSELY DOVETAILING THE FINANCIAL,
STRATEGIC AND OPERATIONAL PLANNING AND IMPLEMENTING THEM IN
ROLLING BUSINESS PLANS

INTRODUCING (PARTIALLY) AUTOMATED
DECISION-MAKING SYSTEMS THAT APPLY
ARTIFICIAL INTELLIGENCE AND NUMEROUS INFLUENCING FACTORS TO MAKE
DEFINED DECISIONS

MASTERING DATA AND TECHNOLOGIES
Digital excellence is essential for the future of Operations,
because it allows companies to respond instantly to changing
conditions and customer requirements. It won’t be long before
having the best production facilities will not be the prerequisite for success, and it will instead be those organizations
that have mastered data and technologies which take the
lead. There are already smart tools that can create, process
and make profitable use of large volumes of data: High-performance computers, machine learning and advanced analytics tools can be used to generate valuable information and
business value from complex, unstructured columns of figures.
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By connecting machines, processes and products, the Internet
of Things (IoT) is also set to revolutionize value creation. For
04

Digital excellence allows
companies to respond instantly
to changing conditions and
customer requirements.

BUILDING KNOWLEDGE CONSTANTLY,
ESTABLISHING A SOLID UNDERSTANDING OF TECHNOLOGY AND PROCESSES, AND PROVIDING HARMONIZED
DATA FOR STANDARDIZED COMMUNICATION

CREATING CONSISTENT CONTROL
SYSTEMS THAT ALLOW FOR INTEGRATED OPTIMIZATION AND RESOLVE
CONFLICTS OF OBJECTIVES IN
COMPLEX DECISIONS

INTEGRATING IT SYSTEMS
CONSISTENTLY ALONG THE VALUE
CHAIN
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IMPLEMENTING HIGH-PERFORMANCE
IT SYSTEMS AND DATABASES, SUCH
AS SAP S 4HANA, IN ORDER TO EFFICIENTLY PROCESS LARGE VOLUMES
OF DATA
EMPOWERING THE ORGANIZATION
AND PREPARING IT FOR THE
CHANGES TO COME
USING REAL-TIME DATA AND PREDICTIVE ANALY TICS TO RESPOND
PROMPTLY TO CHANGES
9

DIGITAL OPERATIONS

DIGITAL OPERATIONS

In addition, robotics solutions will take over time-consuming
manual processes, relieving employees of simple, repetitive routine tasks and thereby increasing efficiency and creating scope
for value-added activities.

Control Tower; a platform of this type brings together analytical, predictive and real-time applications and integrates existing
operational systems. This makes it possible to trace all processes
along the value chain and detect disruptions at an early stage.
The Operations Control Tower also provides all the information
needed to solve problems quickly, cost-neutrally and without negative effects on the customer, for example by reprioritizing orders.
Within the supply chain, this can mean prioritizing delivery points
and accelerating transports, or reducing process times in service
operations and ensuring customers are satisfied more quickly.

implemented thanks to excellent operational processes. When
it comes to predictive demand planning, forecasting and analytics methods provide a precise picture of how quantity structures, demand patterns and other factors will develop in the
future. With these methods, all planning alternatives can be
mapped and evaluated in model scenarios, to derive statements
about their feasibility and financial success and so to facilitate
fact-based corporate decisions. A complete financial and operational evaluation can be performed on the basis of rolling business plans over a horizon of 24 to 36 months.

BETTER CONTROL THROUGH TRANSPARENCY

A NEW PARADIGM IN PLANNING

Modern technologies not only save time, but also create a clear,
comprehensive and transparent view of the entire supply chain,
making it possible for all processes to be controlled proactively.
This is particularly decisive as a success factor for international
companies with growing product portfolios and complex value
chains. For example, data-based analysis using process mining
uncovers any weak points in business processes and deviations from the process standard, which can then be remedied.

Transparency, integrated processes and business divisions as
well as a value chain under constant management are the prerequisites for a new kind of corporate planning that is markedly
more integrated, more automated and more decision-oriented
because it is based on innovative technologies and methods.
It means operational and strategic planning are effectively
dovetailed, which not only reduces outlay but also improves
planning quality overall.

This requires a strategic planning process that covers the
entire value chain, and operational processes that are controlled using a system- and data-based approach. To this end, the
systems must continually collect and transmit data about the
current status, using IoT technologies and cloud-based communication. This information provides an impetus to control
business processes automatically – using artificial intelligence
and self-learning systems for example, which constantly improves planning quality.

example, IoT makes it possible to identify the best possible
route through the production process for a component, with
the aid of status reports on capacity, utilization and scrap.
Decisions concerning machine utilization can be automated
based on real-time data.				

PROCESS EXCELLENCE MATTERS
The full overview that is needed for corporate management
and performance optimization is provided by an Operations

By means of this integrated thinking, strategic goals become
plans that are cross-functionally devised and successfully

Modern technologies provide
extensive transparency and allow
for the proactive management of
all processes.
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So in addition to digital expertise, organizations also need operational process excellence for their transformation. Although
digital technologies can make business processes faster and
more efficient, a process that is itself bad will remain inadequate even if digitized. As such, the following should be adhered to when developing processes with an eye on both digitization and excellence: Ideal processes are structured and lean,
integrated and digital or automated, transparent and controllable, effective and efficient as well as self-regulating.
In order to achieve process excellence and provide best-practice
processes for digitization, all business processes must be
optimized on a continuous basis. Organizations would be
well-advised to create clear organizational responsibilities
and put together a dedicated unit; this ensures an integrated
approach is taken to fully exploit potential. There are numerous basic concepts that can be explored for a process
optimization approach, and this decision should precede
the introduction of a new IT system. Organizations often
want to use the opportunity to create a customer-centered,
end-to-end process layer and eliminate waste, weak points
and errors. Other significant approaches include automating, rearranging or accelerating processes, or becoming
more agile overall through the use of process innovation.
To ensure that digitized processes can be seamlessly integrated

Process excellence,
combined with integrated
strategic and operational
planning, optimizes all value
creation levels.
into the existing IT landscape, they need to be extensively structured and improved. So effective process optimization requires
not only an understanding of technology, but also well-founded
knowledge of business processes and value chains. Strategic
consistency and perseverance are also called for – professional change management may offer effective support here, and
should not be underestimated.
A BOOST FOR ALL VALUE CREATION LEVELS
In any case, the effort is worth it. Integrated strategic and operational planning and performance management, in combination
with process excellence, generates a boost for all value creation
levels. On the one hand, units that have previously largely conducted planning on an individual basis are dovetailed together
on a top-down basis; on the other hand, processes are optimized
from the bottom up. Integrated planning facilitates dramatic
improvements in delivery services as well as other areas, and
makes it possible to accurately predict the number of employees
that should be on hand, meaning idling and low utilization can
be avoided. At the same time, process excellence anchors the
optimized business process within the company in the long term.
This opens up considerable potential with regard to the range
of services and the cost basis. Better product availability and a
higher service level increase customer satisfaction, and the targeted use of resources gives rise to more efficient cost structures.
In competitive markets in particular, these are significant competitive advantages, which become a unique selling point and
can ultimately determine the overall success of the company.
Further information is available at
www.horvath-partners.com digital-operations_ en		
Jochen Kröber
JKroeber@horvath-partners.com
Tel. +49 711 66919-1317

11

INTERVIEW WITH DR. ING. MATHIAS KAMMÜLLER, TRUMPF

INTERVIEW WITH DR. ING. MATHIAS KAMMÜLLER, TRUMPF

HOW IS TRUMPF DRIVING DIGITAL TRANSFORMATION?
We developed our digital strategy and outlined
our digital ambitions three years ago. The digital strategy involves four associated areas: Processes; products; the platform
on which our customers can network their processes and the
data from their machines; and disruptive business models such
as capacity markets. In terms of our digital ambitions, we have
set specific goals that we are aiming to achieve by 2022 2023,
relating to the company, our employees and our customers. For
example, we want to become 30% faster and more productive –
and we are confident that we can do that.

WHERE DO YOU SEE THE GREATEST POTENTIAL
WHEN IT COMES TO DIGITIZATION?

KAMMÜLLER

WHAT ARE THE GREATEST CHALLENGES YOU FACE ON
THE PATH TO BECOMING AN “AUTOMATED COMPANY”?
For a large company like ours, it is particularly
challenging to fundamentally change our software architecture
and structure. This is a step we have completed now, and we
have developed a very clear picture of our future software architecture. Next we need to focus on creating the integration
platform, standardized interfaces and harmonized master data
that are required for networking, which also means orienting the
IT team in such a way that it functions as a enabler and accelerator of digitization. Thanks to the collaboration and expertise
of everyone responsible for digital matters, the level of knowledge at TRUMPF is consistent and there is a clear, shared sense
of our direction. Another key aspect here is that the functional
divisions and employees all support the changes we are making.

KAMMÜLLER

We want to become
„
30% more effective

„

of mechanical engineering. The producer of machine tools and industrial
laser technology, based in Ditzingen near Stuttgart, is seeking to leverage
its efficiency and offer customers comprehensive services. In our
interview, Dr.-Ing. Mathias Kammüller, TRUMPF Chief Digital Officer and
member of the Group Management Board, reports on how far the
company has already come and how it is winning its employees to
the cause of digital transformation.
12

TO WHAT EXTENT WILL THE WEAKENING ECONOMY
AFFECT YOUR FUTURE DIGITIZATION PLANS?
The downturn that is becoming apparent is
forcing us to prioritize our measures more acutely and to develop even more specific business plans. There are advantages
to that. We have more clarity on costs and benefits, and we have
clearer project goals that we can pursue more effectively. We
are generally well prepared for a possible impending crisis, as
we predicted a year and a half ago that incoming orders would
decline from the end of 2018, and back in January 2018 we set
out specific, comprehensive measures for the event of such a
crisis. By implementing these measures now we are able to make
considerable cost savings and also boost sales.
KAMMÜLLER

HOW IS TRUMPF POSITIONING ITSELF TO PROVIDE
CUSTOMERS WITH A COMPREHENSIVE RANGE OF
DIGITAL PRODUCTS AND SERVICES?
There is a lot of emphasis on our customer
experience platform, into which an e-shop will also be integrated. From there we will offer customers digital products and
services, give them the opportunity to view and optimize their
existing portfolios, and provide access to new offerings – and it
will also all be available via mobile device. Our goal is to empower our customers with full oversight and controllability of their
machinery and production. We have already implemented the
platform in a number of pilot markets.

KAMMÜLLER

HOW DO YOU ENSURE INTERNAL ACCEPTANCE
OF CHANGES?
Through our information management and
intensive trainings for all managers. We also agreed basic
principles in terms of changes to human resources policy
in advance, as we do for all major changes in the company.
These stipulate that nobody will lose their job as a result of
the digital transformation, nobody will end up earning less
than they used to, and every employee will be deployed in
accordance with their qualifications or trained to perform
new duties. This commitment makes people feel secure and
minimizes anxiety. After all, it’s better to implement changes
in collaboration with employees rather than against them.
KAMMÜLLER

The TRUMPF Group is one of the pioneers of digitization in the field

There is huge potential to improve the entire
“order to cash” process, and an end-to-end view across the entire value chain here will enable us to become faster and more
efficient. The significant improvements of recent years have
primarily been in the area of production, and we have not focused as closely on the areas of planning and order processing.
KAMMÜLLER

WHAT WOULD YOU DO DIFFERENTLY IF YOU HAD TO
START DIGITAL TRANSFORMATION AGAIN TODAY?
KAMMÜLLER
I would begin by focusing even more closely
on bringing together all of the company divisions and arriving
at a common understanding. That said, some considerations
and dependencies that arise in the handling of highly complex
processes and structures could still only be covered in detail
during the concrete implementation.		
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MAKING SHORT WORK
OF COMPLEX PROCESSES

Optimal business processes are the foundation on which successful companies
are built. New process management technologies support organizations in
achieving continuous improvement, and when used to supplement traditional
methods they speed up the journey to process excellence.

L

ean and agile, flexible and manageable – these are
just a few of the many qualities necessary in any
ideal process. Ensuring you have the best possible
operational processes in place is a prerequisite for
success, and will also determine the effectiveness of
your digital transformation. When combined with integrated
planning, process excellence has a key role to play in ensuring
that your Operations division fully exploits the potential offered by digitization.

COLLABORATIVE WORKING MEANS FASTER
PROJECT DELIVERY
						
Companies can only achieve this if they continuously review and
improve their process environments – something that new digital process management tools can assist in, greatly simplifying
and accelerating process optimization; the resulting harmonized
processes can create the basis for cross-functional integration.
Optimization tools can also help teams to handle processes collaboratively, implementing tasks and workflows that increase
transparency and speed in the projects at hand. With cloud computing, such tools can be provided on a software-as-a-service
basis, enabling companies to make use of suitable services with
minimal outlay.
OPTIMIZING PROCESSES WITH SAP S 4HANA
Process optimization is most successful where a holistic approach is applied, and supported by powerful IT systems. Using
SAP S 4HANA in this scenario both ensures that information is
available within seconds and facilitates real-time decision-making, thanks to the combination of in-memory technology and
a radically simplified data model. Additionally, enhancements
in the areas of data management, process integration, data pro-
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cessing and data analysis create the ideal conditions for a consistent focus on digital, comprehensively harmonized, optimized
processes.
The benefits of this arise from having transparent, agile and
clearly structured processes, integrated in terms of systems and
organization, across all company divisions. For complex areas
such as purchasing, production and supply chain management
in particular, this presents a wide range of opportunities for the
implementation of process innovations, with possibilities including predictive maintenance, vendor-managed inventory and
remote services, for example.
HIDDEN INSIGHTS UNCOVERED AT A GLANCE
In order to optimize processes it is first necessary to be familiar
with the status quo in your organization, and the related requirements. Process mining analyzes processes by means of the digital traces that arise when these processes are executed: Event
logs document activities, along with related attributes such as
the time stamp, start and end times, location, status and operator. Process mining tools implement algorithms to transform
this mass data from log files into valuable process knowledge.
There are three methods for this. Process discovery generates a process reality model from the event logs and creates transparency.
Conformance checking compares an actual completed process

Digital technologies mean
business processes can be
significantly improved in return
for a manageable outlay.
15
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DIGITAL VALUE 2019

STUDY
THE DIGITIZATION OF BUSINESS MODEL S
AND THE CUSTOMER INTERFACE IS OF UTMOST
IMPORTANCE FOR COMPANIES

Process mining monitors
business processes on the
basis of data, and highlights
weak points as well as
potential for optimization.

DIGITIZATION OF
BUSINESS MODEL S
DIGITIZATION OF THE
CUSTOMER INTERFACE
INCREASING EMPLOYEE
DIGITAL EXPERTISE
COMPREHENSIVE DIGITIZATION
OF THE COMPANY

with the existing reference model, to identify deviations that could
give rise to higher costs, defects and compliance violations. Model
enhancement analyzes the process model to find potential for optimization, for instance in wait and idling times, as well as bottlenecks and activities that are not process compliant. Process mining
tools take a holistic approach to accelerating process optimization,
encompassing all facets from documentation and modeling, to
the analysis and performance measurement for the new processes.
ROBOTS TAKE OVER ROUTINE TASKS
Robotic Process Automation (RPA) also contributes to process
excellence, as it increases efficiency and releases employees from
time-consuming tasks. Physical robots are already widely used
in manufacturing, and software robots work in a similar way,
to perform rule-based, repetitive tasks. They primarily handle
straightforward routine tasks, though if equipped with artificial
intelligence they can also take on complex processes, which
results in new application capabilities such as the automation
of materials orders, the recording of invoicing documents or the
approval of production orders – there is plenty of potential to
use RPA for all sorts of tasks that need to be performed at a
massive scale. Robots are also hugely valuable in transferring
information between disconnected systems, as they can take
over transmission and clicking functions that are extremely
time-consuming when performed manually. It is even possible to
use robots for communication with users, managing activities,
monitoring performance, predicting results and creating reports.
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SMALL EFFORT, HUGE IMPACT
RPA reproduces manual processes, which means the implementation of appropriate tools is relatively simple, as the processes
themselves do not require any fundamental changes. At the
same time, robots are scalable and can complete rule-based processes around the clock with minimal risk of error.

INCREASING WILLINGNESS TO CHANGE
CULTURAL TRANSFORMATION
AUTOMATION OF PROCESSES
IMPROVED AGILIT Y

100 %

When used as a complement to traditional methods, new technologies allow for considerable advances in terms of processing
times, costs, quality and customer experience, with only a manageable outlay required. A further attractive feature is the short
payback period: Process mining and RPA projects are quick to
implement, with even simple solutions yielding improvements. As
such, they constitute a first step towards operational excellence. In
the long term, a foundation for optimized processes can be established by means of a highly efficient IT infrastructure based on
SAP S 4HANA. In order to make full use of the potential on
offer, short-term and long-term perspectives must be considered
together. 					

Very high
to quite high
relevance

Quite low to
(almost) no
relevance

Markus Brenner
MBrenner@horvath-partners.com
Tel. +49 711 66919-1231
Read more about the study at
www.horvath-partners.com digitalvalue19_en
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MAKE
EVERY
LINK
STRONGER

SUPPLY CHAIN RISK MANAGEMENT AT ZF FRIEDRICHSHAFEN

T

he supply chain for a product is as complex as
the product itself. Within the automotive industry, for example, a single vehicle draws on countless suppliers around the globe, each of which
in turn works with its own suppliers. If just one
link in the chain breaks, production delays and serious financial damages may be the result. The risk is especially high in
the case of single-source supply, when the required part can
only be provided by one supplier. However, even a supposedly
secure supply that is covered by multiple suppliers may harbor
unexpected risks if these suppliers all use the same upstream
supplier, or if they have not implemented sufficient safeguards.
THE GOAL: 100% SUPPLY SECURIT Y

the 8-gear automatic transmission, production lines at a number of automotive

“There are few automotive components as complex as a modern
automatic transmission. Certain individual products require a
wide range of components from more than 100 Tier 2 suppliers,”
explains Stefan Bultmann, who is responsible for risk management at the Horváth & Partners Automotive Center. Because of
this complexity and the very high quality of the product, the 8HP
automatic transmission is supplied by ZF Friedrichshafen AG to
a large number of OEM customers, on a single-source supply
basis. In order to prevent a situation in which ZF – which, with
a purchasing volume of €20 billion and sales of almost €37
billion is now the second-largest Tier 1 supplier in the industry –
would be unable to deliver this crucial product, the automotive
supplier commissioned Horváth & Partners with developing an
efficient, holistic Supply Chain Risk Management (SCRM) system. The goal was to guarantee 100% supply security, taking
efficiency and cost awareness into consideration at the same
time. A collaborative approach also needed to be applied for
the integration of the supply chain, and a standardized method
developed that could be applied to the entire supplier base for
use as a toolbox for future rollouts.

companies would quickly come to a standstill. In order to prevent this worst-case

SUPPLY RISK COMPARABILIT Y

If automotive supplier ZF Friedrichshafen were suddenly no longer able to supply

scenario, experts from Horváth & Partners assessed ZF’s complex supply chain
for risks, and developed measures to make it more robust.
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ZF first worked with the experts at Horváth & Partners to identify potential risks. “We mapped the supply chain as far as Tier

In particular, the Risk Assessment Indicator facilitates a
robust method for comparing
various suppliers.

2 and 3 suppliers in order to gain a clear view of upstream suppliers and material flows,” reports Stefan Bultmann. To this end,
all components of the automatic transmission were analyzed
and evaluated across nine risk categories: Nature, production
processes, IT infrastructure, finances, sabotage, fire and explosion, logistics and inventory, security and politics, media supply.
They were then weighted according to three factors.
At the end of this process, the Risk Assessment Indicator (RAI)
presented a standardized figure for risk identification. In particular, this methodology offers a robust means of comparing
breakdown risk for various suppliers. The experts from ZF and
Horváth & Partners then identified which 15 of the company’s
many suppliers were most important in this context.
SENSIBLE PRIORITIZATION, NOT AD HOC MEASURES
Following the analysis, the project team sought out appropriate preventive measures that would eliminate or reduce
risks in the supply chain. Alongside simple ideas such as
introducing continuous monitoring for various risk aspects,
these also included the preparation of emergency plans with
clearly defined responsibilities, and technical solutions for
early fire detection. The processes were tested and refined
at the ZF factory in Saarbrücken and at a number of supplier
sites; another important requirement was ensuring a broad
understanding of risk management among the Executives
of the various suppliers. Tier 3 suppliers were also involved
in developing the solution and worked actively to help do
so. “Everyone involved was aware of the importance of the
topic, and the feedback on the process was extremely positive
across the board,” emphasizes Bultmann.
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As well as the project being a complete success for ZF
Friedrichshafen, it also resulted in a win for Horváth & Partners
in the 2018 Best of Consulting prize awarded by German business news magazine Wirtschaftswoche. “The tools used and
tested have produced an efficient toolbox, which can also be
applied very effectively to other supply chains. The methods
represent an interdisciplinary refinement of SCRM,” explains
Jochen Kröber, Head of Supply Chain Management, Production & Development at Horváth & Partners. Indeed, discus-

EXPANDING THE SPARDA-BANK S BUSINESS AND OPERATING MODEL

sions are already under way as to whether the project could
serve as the basis for a SCRM standard that is certified by the
German Association of the Automotive Industry (Verband der
Automobilindustrie VDA).				

Stefan Bultmann
SBultmann@horvath-partners.com
Tel. +49 89 544625-1570

SHORTER TIME TO MARKET:

USING START-UP APPROACH
TO TAP INTO NEW
SOURCES OF INCOME

THREE QUESTIONS FOR DR. MICHAEL KARRER,
H E A D O F S U P P L I E R M A N A G E M E N T AT T H E Z F G R O U P
What do you consider to be the greatest risks in terms of the supply of
your factories?

To what extent is ZF benefiting
from SCRM?
Today we are using active
escalation management to respond
quickly to performance risks, and as a
result the resolution process takes less
than half the time, which saves hugely
on costs – both internal and external.
The area of preventive risk management
has even better potential, since we have
been able to reduce the risk exposure of
our supply chain at a very early stage
by means of well-balanced sourcing
decisions.

How have procurement procedures
changed with respect to risk management?

KARRER

KARRER
The ongoing globalization
of the supply network results in increased
volatility and complexity. That momentum is reinforced by the technological
shift towards hybrid and electromobility
solutions and also because of new players
emerging on the customer side. Both Brexit and the trade dispute between the USA
and China are also adding to uncertainty
here. Apart from this, the scope of supply-related risks has expanded: In addition
to traditional performance criteria such
as supplier delivery reliability, quality and
financial stability, considerations relating
to social responsibility are also of great
importance these days.

There is now a stronger focus
on the risks because some manufacturers
and large Tier 1 suppliers have had bad
experiences in the past. Also, the topic
is given stronger consideration in the
IATF16949 (guideline for the global quality standard in the automotive industry);
this means it carries a higher weighting in
audits, and additionally leads to vehicle
manufacturers more frequently querying
which individual instances – for example
a natural disaster – would affect the ZF
supply chain and to what extent. This is
because requirements concerning transparency within the supply chain have
become much more stringent.
KARRER

You can find the long version of the interview online at www.horvath-partners.com Interview_ZF_en
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In the face of falling revenue in traditional business and the challenge of continuing
to impress customers, banks are starting to expand their traditional business models.
Nevertheless, only with modern operating models can market-ready product innovations quickly make their way to customers. Seven Sparda-Banks have financed
COMECO, a start-up which has created a platform to meet that need: In just
18 months, the company developed an innovative mobile app and web application
that combines banking and lifestyle.
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have the necessary operational structures, expertise and capacities to succeed in that respect. In addition, ongoing cost-cutting
programs often leave little room for new developments, while
regulatory requirements and monolithic IT systems also further
slow the process, making it impossible to achieve the necessary
innovative speed.
SYMBIOSIS OF BANKING AND LIFEST YLE

F

or many financial institutions, simply overhauling
existing business models will not be enough to
remain profitable. Retail banking is under pressure
because of shrinking interest margins and high
administration costs, but also because of agile FinTechs within the market. To remain profitable in the future, in
an environment that is rapidly changing, it is essential to tap
into new sources of income – simply increasing fees is not a successful strategy. For institutions, this means developing everyday offerings that will impress existing customers and new target groups alike. These days, customers expect attractive, fun
offerings that can be accessed using mobile devices, and which
radically simplify banking services. In a field of agile competitors, the speed with which these offerings are brought to market
is decisive for their success, but only a small number of banks
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In this context, a group of Sparda-Banks is forging a new path
together. Instead of tackling business model innovation separately in the existing structures of the individual banks, they have
invested in a new company. Supported by Horváth & Partners,
start-up COMECO (Community Ecosystem) is able to operate
more dynamically than a traditional banking organization. Its
product range is aimed equally at internet-savvy existing customers and new customer groups, and will be implemented
only using digital means. In the future, traditional banking
business will serve as an anchor for tapping into new sources
of income. From the initial strategic considerations, it took
just 18 months before COMECO was in a position to present
a market-ready innovative online banking platform in the form
of TEO. Easy to use with a fresh design, the standalone TEO
application complements the existing online solutions provided
by Sparda-Banks – and has the potential to replace them entirely. It offers smart banking for controlling all accounts and
transactions (multibanking), combined with helpful additional
functions such as liquidity forecasts (“My financial weather”)
and virtual savings moneyboxes for specific purchasing goals.
As a digital ecosystem, TEO also offers additional customer-specific partner offerings that go beyond traditional banking
transactions. This “beyond banking” concept makes it possible
to significantly expand points of contact with customers and to
offer them tailored added value through the transparent usage
of disclosed data. For example, active individuals could be
offered information and discounts on products related to their
sporting interests, while keen travelers might be presented with
tips and special offers for their next holiday. In this way the
application combines excellent banking features with a digital,
customer- and region-specific marketplace for lifestyle products.
Customer purchases of partner products that are completed
directly in the app or which redirect to a vendor can generate
new revenue streams in the form of commission-based income.

ALIGNMENT OF AGILE DEVELOPMENT AND
COMPLIANCE REQUIREMENTS
For banks, it is important to receive a precise description of a
new product before implementation. An adopted scope is then
used as the basis of the contract; this also helps in estimating
the costs, maintenance requirements and necessary participants. “Traditional linear-approach models are not suitable for
developing innovations and quickly delivering the results to the
market. An incremental, agile method is best here,” says Hendrik
Rujner, Head of Operational Excellence Banking at Horváth &
Partners. In light of this, as well as the manifold market and
customer requirements at play, a particular development approach was chosen: COMECO is the platform operator and offers
an innovation hub that makes it possible to develop new features
and business ideas.

The Sparda-Banks have succeeded in developing and implementing an innovative business
model with a new operating
model in the form of the start-up
they have founded.
During the development of the lifestyle banking application,
the apparent incompatibility between the bank’s New Product
Process (NPP) and the agile development concept of a Minimum
Viable Product (MVP) needed to be resolved: While the NPP
encourages the precise formulation of functions, data usages
or technology from an early stage, in order to minimize risk,
the MVP involves only a rough sketch of an idea to start with.
COMECO solves this problem, as the project team describes the
bank-related business processes in great detail at an early stage,
while initially only estimating features that are less relevant from
a regulatory perspective but are connected with high customer
value; these are then fleshed out during the maturation process.

of customers, operators and stakeholders; and reliable release
cycles on the other. It enables initial ideas to be discussed and
tried out together, and then carried over to an implementable
concept within just a few weeks – following the proven Horváth
& Partners accelerator process. In addition, those involved in
the process are trained in innovative methods such as design
thinking and business modeling.
SMART ARCHITECTURE COMBINES SECURIT Y WITH
SPEED
In order to make “banking and beyond” possible from a technical perspective, the developer team united the banks’ core system, which is crucial for data and transaction security, with an
open banking architecture by COMECO. This allows online users
to access all data quickly – whether it be the account information for their various bank accounts or partner offers within the
ecosystem. A content management system (CMS) allows both
regional offerings from the banks and offers within the ecosystem to be positioned based on need. Online editors also add
articles tailored to specific groups via the CMS on an ongoing
basis; these can then be read within the application. This means
that the app displays regional and cross-regional information
and offers that are tailored for the customer.
This new path forged by the seven Sparda-Banks shows how disruptive business model innovations within the services sector
can generate real added value for the customer and thereby also
tap into new sources of income. In this case, the extended operating model is the decisive success factor. For the Sparda-Banks,
this means that they can quickly bring new ideas to market-readiness thanks to the COMECO dynamic start-up structure, and can
impress their customers with the TEO lifestyle banking app.

Hendrik Rujner
HRujner@horvath-partners.com
Tel. +49 711 66919-1373

TEO is enhanced on a continuous basis. The COMECO innovation
hub bridges the contradiction between, on the one hand, agile
development for the market, that takes into account the ideas
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INTERVIEW WITH THOMAS KRIECHBAUM, HOERBIGER

“Changes must
be implemented
sustainably”
Swiss technology group HOERBIGER is harmonizing and standardizing its global business processes as part of its SAP S 4HANA rollout.

The core team consisted of around 60 employees, with as many
as 150 in the extended team – orchestrating a team of that size
is a challenging task, as is cleaning up the master data during
migration. But the biggest challenge was certainly the change
process itself. Many people feel unsettled when processes and
structures change fundamentally and they are faced with completely new tasks.

The extensive project is now almost half complete. Thomas

HOW DO YOU HANDLE THAT?

Kriechbaum, Head of IT and Chief Process Officer at HOERBIGER,

KRIECHBAUM

talks to us about the main findings and success factors.

WHAT WAS THE MOTIVATION FOR THIS PROJECT AND
HOW DID YOU ORGANIZE IT?
				
KRIECHBAUM
Our process and IT landscape was heterogeneous, barely standardized and as such not equipped for future
efficient growth. At the same time, it was generating high maintenance costs. So our task was to harmonize everything. The project was the largest we had ever undertaken at HOERBIGER, and
was given an accordingly high profile within the organization:
We reported to Group management on a quarterly basis, among
other communication measures. Managers from all the divisions
involved were represented on our Steering Committee, and all
sub-projects such as the Purchase to Pay project were managed
in tandem by process and IT managers.
WHAT WERE THE BIGGEST CHALLENGES YOU FACED?
Even just the initial organization of the program was complex. We brought in employees from the Operations side who could learn the ropes within the project structure.

KRIECHBAUM
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Open communication from an early stage is
crucial. Ideally, you should show employees the changes before
the new SAP S 4HANA system goes live, as then they are prepared and find it considerably easier to work with it. We have
invested a lot in doing that so far, in various end-to-end workshops for example, and we are continuing to invest and to organize qualification trainings. In addition, we have a dedicated
team alongside the rollout team, which will be on-site after the
rollout and can adapt processes if necessary. In general what’s
required is patience. Changes take time, and the benefits generally only emerge after about six to twelve months, once everything has gradually settled into a routine. 		
HOW NOTICEABLE ARE THE RESULTS OF THE PROJECT?
That depends largely on the starting points of
individual organizations. We have now rolled out SAP S 4HANA
in multiple HOERBIGER companies and factories, and the positive changes are most noticeable in those areas that have previously had no ERP system at all, or at least no integrated ERP
system. In the case of highly automated factories that have
been using SAP for almost 30 years, you need to go deeper to
see what has improved. The global process organization we have
introduced remains unchanged, in order to ensure that business
processes are performed as planned, though in addition, the processes are continually being optimized and enhanced. There is a
dedicated team taking care of this too, using new technologies
such as process mining to identify process variants or deviations.

KRIECHBAUM

WHAT ARE YOUR MOST IMPORTANT FINDINGS?
First, you need to be certain that standardization will bring added value for the organization. Secondly, I
would strongly urge readers to work as hard as possible on the
change process and to always have a listening ear available for
employees: The change process will run much more smoothly if
people feel they are being taken seriously.

KRIECHBAUM

HOW WILL YOU INCORPORATE YOUR EXPERIENCES FROM
THIS PROJECT INTO THE CONTINUED ROLLOUT?
KRIECHBAUM
After every transition, we look at our lessons
learned and adjust our methods and tools if necessary. After rollout in the pilot factories, we took time to intensively examine the
S 4HANA template, because we understand that while the ideal
process is developed virtually in laboratory conditions, using a
greenfield approach, real life is generally much more multifaceted.

WHAT ARE THE NEXT STEPS?
In addition to more rollouts, we need to further
establish the process organization and improve it on a continuous
basis. In combination with “clean” master data, our harmonized,
standardized process environment forms the basis for digitization or implementing Industry 4.0, and for those purposes we
are working on new technologies such as Robot Process Automation, among others. Our S 4HANA project paved the way for this,
because even the best robots can’t cope with a heterogeneous
process and system environment!			
KRIECHBAUM
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BUSINESS-DRIVEN PL ANNING

Integration instead of isolation – that’s the new maxim when it comes to
planning. Business-driven planning interweaves separate planning areas
from the areas of sales, production and finance. The result is plans and
forecasts that are available more quickly, better quality for performance
management and ultimately, increased success for the company.

BRINGING
WORLDS TOGETHER

G

ood planning is half the battle. That is particularly true when it comes to corporate performance management, which depends on reliable
forecasts. And so controllers and managers from
all functional divisions create numerous different plans; from summer to winter they work on corporate planning, fine-tuning at their forecasts over the entire year. The work
involved is considerable – and not necessarily reflected in the
often-mediocre quality of results. Companies have spent years
criticizing the quality of financial and operational planning, but
have nonetheless largely remained mired in the planning world
of yesterday.

ing factors, from an early stage and at all levels. In doing so a
holistic management approach is achieved, which improves the
planning result on the basis of continuous end-to-end processes
and specific business logic.

BREAK OUT OF SILOS!

FROM PLANNER TO BUSINESS PLANNER

Silo thinking is the problem. Company functions plan in isolation
from one another, and only manage superficial alignment;
they sometimes even use completely different assumptions and
data. Unsurprisingly, this generates various divergent partial
plans and forecasts, making effective performance management difficult, and rather than resolving the conflicting goals to
benefit the company as a whole, it actually amplifies them. The
consequences are particularly evident in operational planning
and forecasting processes, such as Sales & Operations Planning
(S&OP): Companies fail to exploit the potential that is open
to them because of inaccurate sales forecasts, excessive inventories, under-utilized capacities and missed sales opportunities.

The prerequisites for the success of a BDP project include a process environment that is integrated across all functional divisions, and organizational structures that combat silo mentality.
Success additionally depends on a foundation of consistent
data, with uniform data models and an IT platform that integrates all existing systems. The SAP Integrated Business Planning
tool, in conjunction with SAP S4 HANA, offers system-based
integrated processes as well as the necessary computing power
to ensure that even large volumes of data can be quickly
processed in the context of integrated planning.

Business-driven planning (BDP) by Horváth & Partners interweaves isolated planning worlds together. The approach integrates sales, production and finance, and implements a crossfunctional planning view instead of isolated functional silos.
BDP takes into account all dynamic changes as well as influenc-
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Customized driver models translate rolling sales and operational
planning into financial variables and aggregate them over all
instances; in this way, various planning scenarios can be integrated and evaluated from a financial perspective, enabling determination of the optimal scenario to suit the forecast. This is then
used as the basis for subsequent cyclical planning.

Business-driven planning
takes a cross-functional
planning approach in place
of isolated silos.

27

BUSINESS DRIVEN PL ANNING

GUEST COMMENTARY

The digital culture of the company is also relevant – and important. In order for the planners of today to become the business
planners of tomorrow, they must have a complete understanding of the corporate processes and dependencies, as well as
expertise in forecasting models and analytics methods.

Business planners need
expertise in forecasting models
and analytics methods.

AUTONOMOUS PAYMENT S
BY MACHINES
B Y P R O F. D R . P H I L I P P S A N D N E R

MAKING PROFITS ACROSS THE BOARD
Beyond optimized processes and increased efficiency, the main
benefit of BDP is the comprehensive transparency created when
all operational and financial performance management information flows into a single, consistent model. Furthermore,
collaboration on the basis of integrated data and the use of
analytics methods result in more precise forecasts; the processes
then become faster due to the automation effected by means
of integrated planning tools and the elimination of redundant
work. This means that reliable plans and forecasts are available
very quickly for company decisions – even in real time, in ideal
cases – which enables companies to significantly increase their
sales and margins. At the same time costs decrease, since re-

sources and capacities are utilized in a more focused manner
and the working capital can be substantially lowered by means
of reduced inventory. While freed-up capital can be profitably
invested, the best use of the time saved is for valuable performance management and leadership tasks. 		

In the realm of the Internet of Things, self-driving cars will refuel
autonomously, refrigerators will order groceries independently, sensors
will sell data and machines will order their own spare parts. However,

Markus Wenzel
MWenzel@horvath-partners.com
Tel. +49 89 544625-1489

all of this requires a new payment infrastructure: A blockchain-based
euro. Companies need to address this important facet of Industry 4.0
and must initiate suitable projects.

AREA OF APPLIC ATION: DIGITAL SERVICE OPERATIONS
As a core component of Digital Service Operations, business-driven planning offers huge potential for the service
industry and for service-providing departments in manufacturing companies. It allows for optimal capacity utilization
as well as effective productivity management, and improves performance significantly when it comes to the provision
of services. The main characteristics of business-driven planning are:
1
2
3
4

 evelopment of rolling planning and forecasting using Predictive Planning to plan the required
D
resources as effectively as possible
Linking of sales and distribution planning with capacity planning, which translates between distribution
quantities and services to be rendered
Capacity planning logic for the service sector, in which the services to be provided are specified
and an average handling time is defined for employees and robots
Daily management system for the day on which services are rendered, supported by management principles
as well as techniques such as order routing and real-time monitoring of order data and resources

These aspects of operational performance management offer many opportunities for optimization, ranging from the
actual requirements planning to the daily performance management of the respective Operations unit. They rely
on a digital platform that supports the smooth running of customer processes with technical enablers, and forms the
basis for business-driven planning thanks to optimal usage.
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More information is available at www.horvath-partners.com ServiceOperations_ en

It is estimated that by 2025, more than 20 billion
devices will be connected to the internet – around
three times the number of people currently living
on earth. These devices and machines are becoming
increasingly intelligent and independent: In the
Internet of Things (IoT) and in the context of Industry 4.0, sensors measure data and stakeholders perform actions – to a large and increasing extent these
functions are completed by means of automation.
The interaction between new technologies such as
artificial intelligence, robotics and blockchain makes
autonomous action a possibility.
Sooner or later, some of these devices will also be
connected to payment transactions. Automated payment processes by means of smart contracts are an
important element of this development – after all,
the focus is not simply on the payment transaction
itself, but rather on integrating payments into a
business logic. Smart contracts translate the business logic into if-then functions, thereby facilitating
substantial automation. This will put the machines

of the future in a position to make payments autonomously, offering companies considerable efficiency
benefits. For this to happen, the euro needs to make
its way onto the blockchain system.
THE BACKBONE OF THE MACHINE ECONOMY
In this context, blockchain technology not only presents the opportunity to network companies, people
and machines, but also guarantees data integrity
and as such will form the backbone of the “machine
economy”. The most appropriate route is to equip
millions or billions of devices with a computer chip
and then with a wallet, so that a device can receive

Blockchain technology
ensures data integrity and
therefore forms the backbone
of the machine economy.
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(revenue) and transfer money (costs) automatically.
This will take place in euros in the majority of cases,
as this avoids any need for currency conversion in
accounting, as well as any exchange rate risks.
Those familiar with the technology cannot envisage
an economy that doesn’t involve a blockchain-based
euro. This will be particularly important for European
industry, where companies issue invoices in this currency and also use it for their bookkeeping entries.
At this moment experts agree that it is impossible to
envisage a world in which automotive manufacturers
such as BMW would issue invoices in a highly volatile
cryptocurrency such as bitcoin: The general acceptance of the currency as a means of payment is too
low, and the regulatory obstacles are too substantial.
Euro banknotes – and also US dollars or Swiss francs
– represent value, just as stocks, property and other
assets do. Currently, we have platforms for euro payment transactions, and other, separate systems such
as silo-type IT systems which can be used for securities
trading. Only a blockchain system is capable of mapping different asset types in an integrated manner,
without giving rise to new silo structures. When used
in this way, blockchain is understood as a Distrib-

uted Ledger Technology (DLT) system. When organizing account management from a technical perspective, a blockchain network increases efficiency for
several reasons: The distributed structure means it
breaks down silos, increases data integrity and creates trust through transparency and traceability.

NEW RELEASE

The state of the art
in controlling

CHARTING A COURSE NOW
Blockchain technology plays a decisive role when it
comes to Industry 4.0, and with this in mind, corporate decision-makers should intensively focus on
this important aspect of the IoT. Sensors that sell
data, machines that independently order spare
parts, self-driving cars that refuel autonomously –
all of these will become possible with a euro that is
based on blockchain. FinTechs and banks are already
working on solutions in this area, and if companies
wish to survive as the technological transformation
advances, they would be well advised to allocate
budgets and initiate relevant projects.

This reference book presents the entire spectrum of
controlling in a theory-based and practically oriented
manner. Featuring numerous current examples from
everyday business, as well as illustrations and design
questions for controllers, this text book is suitable for use
throughout studies or as a guide to the challenges that
arise in controlling practice. Available in German only.

By Prof. Dr. Dr. h.c. mult. Péter Horváth,
Prof. Dr. Ronald Gleich
and Prof. Dr. Mischa Seiter

Section
1. The problem of coordination and how
it can be solved with controlling
2. Coordination-based controlling
3. Coordinating planning and control
4. Coordinating information supply
5. Organization of controlling
6. Digitization in controlling
7. Corporate governance

Vahlen Verlag, 14th edition, 2020
ISBN: 978-3-8006-5869-5

P R O F. D R . P H I L I P P S A N D N E R
is head of the Frankfurt School Blockchain Center
(FSBC) at the Frankfurt School of Finance & Management, which advises companies about blockchain
activities. He is a member of the FinTech Council of
the German Ministry of Finance and of the European
Union’s Blockchain Observatory, and is also a founding
member of the German Blockchain Association, the International Token Standardization Association (ITSA) and the
Multichain Asset Managers Association. His main areas of
focus include crypto assets, Distributed Ledger Technology
and euro on ledger.
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