Logistika stihlého podniku

) D&jiny moderni priimyslové vyroby jsou do zna&né miry ovlivnény vyvojem v automobilovém
pramyslu. Z uc¢ebnic déjepisu je notoricky znamé zavedeni pasové vyroby v tovarnach Henryho
Forda na zac¢atku minulého stoleti. Studium modernich metod Fizeni materialového toku zase
odhali, Zze fada z nich ma sv(j praptvod v japonskych automobilkach, snazicich se (zhruba pred
padesati lety) Celit lepSi organizovanosti a vyssi efektivnosti vyroby svym americkym konkuren-
tam. A o silném tlaku souc¢asnych vyrobcu automobilll na pruznost, spolehlivost, kvalitu
a efektivnost dodavatelského fetézce vi své jisté kazda spole¢nost, ktera se na ném podili — at
uz v roli dodavatele, pfepravce nebo poskytovatele logistickych sluzeb.

Na pfikladu automobilového priimyslu je v§ak rovnéz mozné vidét vyvoj, jakym se v poslednich
letech ubiraji svétové trhy: stale vice jsou pozadovany vyrobky a sluzby, které maji vyhovovat
individualnim potrfebam zakaznik(i, av§ak za cenu vyrobkl nebo sluzeb produkovanych hromad-
né (tzv. mass customization). Pro podniky, které chtéji prosperovat a dlouhodobé na téchto tr-
zich existovat, to pfedstavuje vyrazny nar(st variability vyroby, ktery v§ak nesmi negativné ovlivnit
kvalitu vyrobku, spolehlivost, rychlost a presnost jejich dodavek i vysi prodejni ceny.

B RNDr. Josef Cerny

Jednou z moznosti feSeni tohoto problému
je postupné zavadéni principl tzv. ,$tihlé or-
ganizace” do vSech podnikovych ¢innosti. Co
nasazeni takové ,diety” pro podnik znamena
a jak souvisi se zplisobem organizace
a fizeni vnitropodnikové logistiky se vam po-
kusim v dalSim textu pfiblizit.

Jednim ze zakladnich principl cesty ke
Stihléemu podniku je omezovani plytvani, tedy
vSeho, co zvySuje naklady vyrobku nebo
sluzby bez toho, aby zvysSovalo jejich hodno-
tu. Typickymi priklady plytvani jsou nepro-
duktivni Cinnosti vznikajici napfiklad pfi

B zbyteCné manipulaci a skladovani,

B nedostatecné pfipravée pracovist k vyrobé,

B vynuceném Cekani na splnéni podminek
nezbytnych pro realizaci vyrobni opera-
ce (chybéjici material, netplna vyrobni
dokumentace, Spatné sefizené nastroje,
apod.),

B odstrariovani dsledkd vzniku neshodnych
vyrobk( (oprava vady, vyroba nového
kusu, feSeni reklamace u zakaznika),

B Spatné organizaci a fizeni (planovani na
zakladé neuplnych, neaktualnich nebo
dokonce nepravdivych informaci a bez
ohledu na skute¢né disponibilni kapaci-
ty, operativni Fizeni zalozené pouze
na preferenci zakazek s ohrozenym ter-
minem splnéni, apod.).

Udava se, Ze v bézném podniku se nepro-
duktivni ¢innosti na prubézné dobé vyroby
podileji 80 az 95 procenty a primérné pro-
duktivni vyuziti pracovnika (procento jim pro-
vadénych cCinnosti, které pfidavaji hodnotu)
neni obvykle vétsi nez 30 az 40 procent.
Z téchto Cisel je zfejmé, jak velky prostor
pro zestihlovani je k dispozici.

Jednou z oblasti vhodnych pro aplikaci
principu $tihlého podniku je logistika. Logis-
tickymi ¢innostmi (pfepravou, manipulaci
a skladovanim) se totiz zabyva az 25 % pra-

covniku na vice nez 50 % podnikovych ploch.
Doba, kterou stravi material v podniku, je
z vice nez 80 % spotfebovana na logistiku.
Logistické Cinnosti tvofi asto vice nez polo-
vinu celkovych naklad( na vyrobek a vy-
znamné ovliviuji i jeho kvalitu (3 az 5 %
objemu materialovych tokli se znehodnocu-
je nespravnou dopravou, manipulaci nebo
skladovanim).

Stihly podnik tedy musi bu-
dovat stihlé logistické proce-
sy. Co to v praxi znamena?

V prvé fadé aplikaci taznych (pull) princi-
pu vSude tam, kde je to mozné a tcelné. Od-
loZzeni realizace logistické transakce az
na okamzik vzniku odpovidajici materialové
potfeby ma za nasledek nejen snizeni ma-
terialovych zasob v logistickém fetézci
a s tim souvisejici lepsi vyuziti dostupnych
zdroju, ale i omezeni nakladi na zbyte¢né
manipulované, skladované nebo dokonce
nakoupené ¢i vyrobené polozky. Typickym
pfikladem S§tihlého dodavatelského fetézce
je koncept vyroby na zakazku (uplatnény
napfiklad nékterymi vyrobci vypocetni tech-
niky), kdy velka ¢ast komponent finalniho
vyrobku je zadana do vyroby nebo pofizena
az po uzavreni zakaznické objednavky. Sni-
zeni zasob a zestihleni materidlovych tokd
ma urcité pozitivni dopad na efektivnost pod-
niku, na druhé strané vSak nedovoluje zkra-
tit dodaci Ih(itu pod urcitou mez, ktera je dana
jak pribéznou dobou vyroby, tak moznostmi
dodavatelu téch komponent, které jsou ob-
jednavany také v rezimu ,na zakazku“. Uplat-
néni tahového principu tak vyzaduje
odpovidajici reakci vSech prvk( dodavatel-
ského fetézce, které musi byt schopné po-
zadované polozky na zakazku dostatecné
rychle vyrobit nebo dodavku zajistit z existu-
jici skladové zasoby. Stihlost dodavatelské-

ho fetézce ve smyslu dosahované urovné
zasob proto nemuze byt nikdy posuzovana
oddélené od jeho agilnosti, tj. schopnosti
uspokojit potfebu zakaznika nejen v mnoz-
stvi, kvalité a cenéd, ale také v ase. Stihla
logistika tedy potrebuje takové systémy pla-
novani a fizeni zasob, které dokazi zohled-
nit charakter vyrobku a na zakladé dat
pribézné ziskavanych od jeho odbératell
vytvaret nejen potfebné tahové signaly od-
vozené z aktualnich potfeb trhu, ale na za-
kladé historie a predikce jeho chovani
optimalizovat Uroven zasob jak z hlediska
nakladu, tak rizik vyplyvajicich z jejich pfi-
padné nedostatecnosti.

Stihla logistika v$ak nezna-
mena jen omezovani zasob
(které leckdy neni mozné nebo
ucelné), ale zejména lepSi or-
ganizaci vsech logistickych
¢innosti — fyzickou manipula-
ci pocinaje a ziskavanim dat
nezbytnych pro rizeni konce.

Zavadéni principl stihlé logistiky je proto
spojeno jak s aplikaci technologii automatické
identifikace a mobilni komunikace (umozriuiji-
cich zajistit efektivni realizaci materialovych
transakcii v podminkach neautomatizovanych
logistickych provozu), tak s postupnym rozsi-
fovanim funkcionality podnikovych informac-
nich systém( (at jiz formou zasadni inovace
stavajicich ERP aplikaci, nebo jejich doplfio-
vanim o specializované produkty zamérené na
dil¢i oblasti podnikovych provoz(). Moznosti
téchto feSeni budeme diskutovat pfiste.

Josef Cerny pracuje ve spoleénosti ICZ
a. s. jako konzultant a vedouci tymu lo-
gistickych aplikaci. ]



B Lean Company's Logistics

The history of modern industrial production has been to a large
extent influenced by the automotive industry development. Notori-
ously known from history books is introduction of flow production in
Henry Ford's factories at the beginning of the last century. Studying
modern material flow management methods discloses that many of
them originate from Japanese car companies trying (about 50 years
ago) to beat their American competitors by better organisation and
higher production efficiency. And the strong pressure of current car
manufacturers requiring supply chain flexibility, quality and efficiency
must be known to every company that forms a part of the chain: ei-
ther as a supplier, haulier or logistic service provider.

However, the example of the automotive industry shows also the
trend followed by global markets in the recent years: it is more and
more common to require products and services satisfying individual
client needs for prices of products or services produced en masse
(the process known as mass customization). To firms that want to be
prosperous and exist on the markets on a long-term basis it means
a considerable increase of production variability that may not, howe-
ver, adversely impact the products” quality, reliability, the speed and
accuracy of their supplies and the selling price.

One of feasible solutions is gradual introduction of the ,lean orga-
nisation“ principles to all corporate activities. | will try to explain in
more detail what introduction of this kind of a ,diet* means to compa-
nies and how it is related to the internal logistics organisation and
management method.

One of the basic principles of the way towards a lean company is
reduction of wasting, i. e. of everything that increases product/servi-
ce costs without increasing its value. Typical examples of wasting
are non-productive activities connected for example with:

B useless handling and storage,

B insufficient preparation of work places for production,

B forced waiting for fulfilment of conditions required for realisation
of a production operation (missing materials, incomplete produc-
tion documentation, poorly adjusted tools, etc.),

B elimination of consequences of non-compliant products producti-
on (repairs of defects, production of new products, dealing with
customer claims),

B poor organisation and management (planning based on incom-
plete, out-of-date or even false information and with no regard to
actually available capacities, operative management based only
on preference of orders threatened by delivery delays, etc.).

It is said that in typical companies non-productive activities take
80 — 95 % of the production lead time and average productive utilisa-
tion of workers (the percentage of performed activities that add va-
lue) is usually not higher than 30 — 40 percent. The numbers clearly
show how big the room for ,getting leaner® is.

One of areas to which lean company principles can be applied is
logistics. It's because logistic activities (transport, handling and sto-

rage) are carried out by up to 25 % of employees on more than 50 %
of the company's space. More than 80 % of time spent by materials
in the company is occupied by logistics. Logistic activities often form
more than a half of total product costs and significantly affect its qua-
lity (3 — 5 % of the material flow volume is devalued by wrong trans-
port, handling or storage).

It means a lean company needs to build lean logistic processes.
What does it mean in practice? Primarily, to apply pull principles eve-
rywhere where possible and useful. Postponement of a logistic trans-
action to the moment when the corresponding material need occurs
leads not only to material stock reduction in the logistic chain and
better utilisation of available resources, but also reduction of expen-
ses for uselessly handled, stored or even bought or produced items.
A typical example of a lean supply chain is the built-to-order concept
(applied for instance by some computer technology manufacturers),
where a big part of the final product's components is ordered to be
produced or acquired only after a client order is received. Stock re-
duction and lean material flows certainly improve the company's effi-
ciency, on the other hand, however, do not allow delivery time to be
cut under a certain level set by the production lead time and possibi-
lities of suppliers of components that are ordered within the ,to-or-
der” model. It means application of the pull principle requires an
adequate reaction of all supply chain elements that must be able to
produce the required custom-made items quickly enough or cover
the order by the existing warehouse stock. That is why you should
never evaluate whether the supply chain is lean in regard of the rea-
ched stock level without taking into account its agility, i.e. ability to
satisfy the client's need not only in point of quantity, quality and
price, but also time. Lean logistics means stock planning and mana-
gement systems that can take into account the product's nature and
create not only necessary pull signals derived from the current mar-
ket needs based on data continuously acquired from clients, but
also optimise the stock level both in view of costs and risks arising
from potential shortage based on the history and predictions of client
behaviour.

However, lean logistics doesn't mean solely stock reduction (which
is sometimes not possible or useful), but especially better organisati-
on of all logistic activities: starting with physical handling and finishing
with acquirement of data required for management. Introduction of
lean logistics principles is therefore connected with application of au-
tomatic identification and mobile communication technology (enabling
efficient material transactions even in the conditions of non-automated
logistic operations), and gradual extension of the business information
system functionality (either by fundamental innovation of existing ERP
applications or their complementing by specialised products focused
on sectional parts of the company's operations). Possible solutions
will be discussed in the next part.

Josef Cerny works for ICZ a. s. as a consultant and head of
the logistic applications team. 0



