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TAKT PROFIT: rezolvarea dilemei productiei

Takt Profit: In majoritatea industriilor, pro-
fitabilitatea bazatd pe cresterea
¢ Dilema vanzarilor a fost inlocuita de

profitabilitatea bazata pe imbu-
natdtirea productivitatii si a
excelentei operatioanale, pe
reducerea costurilor si pe inten-
sificarea relatiilor cu clientii.
Dar, aproape 50% dintre com-
paniile care au preocupdri in-
tense de imbunatatire a costuri-
lor nu isi ating obiectivele.

e Performanta
e Takt Time

o KAIZENshiro
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Dilema: Dilema companiilor
este balansarea dintre satisface-
rea obiectivelor pietei (clienti)
si cele ale companiei (actionari,
salariati, furnizori, societate

etc.). Aceasta dilemd are trei

e Synchronous
Profitable
Operations (SPO)

Takt Time: variatiile operationale

Variatii: In realitate, companiile au variafii si incertitudini fird
precedent ale factorilor care stau la baza indeplinirii obiectivelor
pietei si ale companiei. Clientii diferiti au cerinte de livrare diferi-
te In ceea ce priveste modul de expediere, modul de transport,
ambalarea, dimensiunile pachetului, timpii de livrare sau tipurile
de calitati (intarziere tolerata, cantitate livratd insuficientd permisa
etc). Locatia geograficd, modalitatile de transport, dimensiunile de
livrare determind daca transportul este efectuat de transportatori
interni sau externi, de servicii postale sau camioane ale companiei
cu rute stabilite. in cele din urmi, cerintele de livrare depind foar-
te mult de modul in care apare cererea clientului — de exemplu
daca o productie este furnizata doar in ordinea in care stocurile
trebuie reinnoite. Toate cerintele si fluctuatiile clientului legate de
livrare pot afecta puternic proiectarea si realizarea productie si
implicit a profitului operational marginal. In plus, fluctuatiile in-
terne ale capacitatilor de r);{(’\l’ TN\
productie au un impact major m”. y il %
asupra obiectivelor pietei si

ale companiei. Toate aceste 3
fluctuatii creeaza premisele j

aparitiei si/sau cresterii dife-

ritelor structuri de losses & Shiro este tinta de imbunatatire
waste care au un impact in fezabila a costurilor non- productivi-
tatii prin Strategic KAIZEN.

cresterea costurilor.

Takt Time: Pe baza cererii clientului se determina nivelul Takt
Time pentru a ajuta la echilibrarea ritmului productiei cu ritmul
vanzarilor. Odata ce toate procesele companiei implicate in proce-
sarea comenzilor sunt reglate la acest ritm, compania indeplineste
pe deplin cerintele pietei si productia sa este complet orientatd
catre client, este sincrona la cererea clientilor - dar poate fi insufi-
cient profitabila. Realizarea simbiozei dintre nivelul Takt Time
solicitat de catre clienti si nivelul Takt Profit solicitat de catre
companie conduc operatiunile catre starea lor ideald de Synchro-
nous Profitable Operations (SPO) - scopul Strategic Kaizen.

dimensiuni: calitatea, viteza si
pretul/costul. Obiectivele pietei
includ livrarea (calitate, capaci-
tate si timp limitd) si pretul.

masurare a performantei trebuie
sa porneasca de la obiectivele
companiei, cu KPIs ajustati la
obiectivele pietei. Sau, obiecti-

Obiectivul companiei este pro-
fitabilitatea marginald asteptata
prin indeplinirea tintelor pentru:
man*hour/product, timpul de
set-up, gradul de utilizare, cos-
turi (transformare/materialele),
total lead time, performanta de
livrare a productiei, timpul de
reaprovizionare si procentele de
scrap si de rework. In plus,
obiectivele companiei vizeaza
siguranta, sandtatea si moralul
angajatilor.

vele companiei trebuie ajustate
la cererea pietei.

Asadar, proiectarea fluxului
trebuie sd vizeze orientarea
concomitentd catre satisfacerea
profitabilitatii  si  clientilor.
Acesta este noua abordare ino-
vativa a Exegens, metodologia
Strategic Kaizen. Ea oferd o
perspectiva conjugata a profita-
bilitatii si clientului chiar de la
inceputul analizei volumelor de
activitate si a nevoii de imbuna-
tatire strategica a operatiunilor.

Performanta: Un sistem de

Takt Profit: ideal, actual si tinta

b

Takt Profit ideal: Asadar, planificarea si Imbunatatirea fluxului
trebuie sa vizeze atat cererea clientilor exprimatd prin timpul de
utilizare pentru clienti (Takt Time), cat si cererea pentru profit
exprimatd prin profitul tintd pe minut in operatiunea bottleneck
(Takt Profit). Takt Profit ideal este diferenta dintre situatia actuala
si situatia ideala a operating profit margin pentru un produs sau o
familie de produse, fara a implica investitiile, tindnd cont de nive-
lul actual si cel posibil al costurilor cu non-productivitatea. Prin
calcularea simultana a Takt Time si a Takt Profit se stabileste stan-
dardul de performantd operationala si financiara pentru productie.
Nivelul Takt Time este integrat in calcul Takt Profit.

Takt Profit actual si tintid: Prin indeplinirea tintelor proiectele
Strategic Kaizen, impactul nefavorabil al fluctuatiilor (clienti si
capacitati interne) asupra profitabilitatii operationale marginale
tintd este estompat. Plecand de la starea actuala a Takt Profit, pla-
nificarea proiectele Strategic Kaizen vizeaza atingerea tintei Takt
Profit. Astfel, ritmul productiei profitabile este dus la indeplinire
de proiectele Strategic Kaizen prin reducerea sau eliminarea diferi-
telor structuri din KAIZENshiro Costing si implicit a celor din
KAIZENshiro Budget. Shiro inseamna elementele masurate ale
non-productivitdtii translatate in costuri si bugete care trebuie iIm-
bunatatite continuu strategic si sistematic, fard investitii, pentru a
indrepta operatiunile catre starea lor ideald, catre starea de
Synchronous Profitable Operations (SPO) sau starea de simbioza
dintre Takt Time si Takt Profit. Din experienta noastra, abordarea
sistemului de bugetare pentru imbunétatirea costurilor este cauza
lipsei de performanta in stapanirea obiectivelor pietei (clienti) si
ale companie (profit operational) si nu lipsa de abilitati si de efort
a managerilor. Printr-un KAIZENshiro Budget se intelege un set
integrat de procese, concepte si instrumente pentru bugetarea cres-
terii fezabile a productivitatii totale pentru a sprijini continuu,
stiintific si robust tinta de imbunatatire a costurilor (sau KAIZEN-
shiro Costing) folosind imbunatatiri strategice si sistematice, prin
metodologia Strategic Kaizen.
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Strategic KAIZEN: opinii

"The unique approach to "takt profit" for me is worthy of recognition as an advancement in the field of produc-
tivity as well as the book.”

Beyond Strategic

- Mike Dillon, Professor, Chairman World Confederation of Productivity Science

Performing Synchronous Profitable Operations

"This book written by Dr. Posteuca offers a unique approach to bridge the application gaps of Kaizen at strate-
gic and operational levels for target profitability. This book offers the novel concept of Synchronous Profitable
Operations (intrinsically including the new concepts of Takt Profit, KAIZENshiro Budgets and Speed-Based

Target Profit) which bring up the Kaizen thinking to a strategic level.” ,,.;3.5\
{ 4 ‘: J

- Professor Qile He, PhD, MSc Res, MSc, BA, SFHEA, CMILT, Council Member, British Academy of Manage-
ment; Professor of Strategy and Performance Management; Chair of College Research Committee; College of Aiin Posteuca
Business, Law and Social Sciences; University of Derby, United Kingdom

"The insights and new way of thinking about productivity and profitability improvement offered in this book are truly actionable and a
must-read for anyone in the productivity for target profitability field.”

-- Mukesh Kumar, Ph.D., Associate Professor in Operations Management, Head of Industrial Resilience Research Group, University of
Cambridge, United Kingdom

"By reading and applying the Strategic KAIZEN thinking from this book, you have the opportunity to realize the rewards of the most
comprehensive and complete approach to KAIZEN adoption yet seen.”

-- John Heap, Managing Director of The Institute of Productivity (United Kingdom); Past-president of the World Confederation of Pro-
ductivity Science; President of the European Association of National Productivity Centres

"The author created a totally new way, both theoretical and practical, that is effective and supported to apply a real way of thinking
about KAIZEN to simultaneously and consistently achieve the expected financial and operational results strategically. | recommend
this book honestly in order to benefit from what is useful and effective in KAIZEN thinking as strategic practices.”

- Shigeyasu Sakamoto, Ph.D, Fellow of the World Academy of Productivity Science (WAPS), CEQ, Productivity Partner Inc, Japan

"The book offers an eye-opening and practical guide to business leaders to move their organizations to the next level, as a new way of
thinking and acting.”

-- Nada R. Sanders, Ph.D., Distinguished Professor of Supply Chain Management, D'Amore-McKim School of Business, Northeastern
University, USA.

"The book is an essential new way of thinking for those who are looking to take their operations to the next level.”

- George Onofrei, Ph.D., Senior Lecturer in Supply Chain Management, Atlantic Technological University, Ireland; Executive Board
Member of European Operations Management Association (EurOMA); Area Editor for Operations Management Research Journal;
Board Member of the West/North West Lean Network
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