


The Customer

In its core market in Austria, Bitbau Dorr is market leader in the area of bitumen products and also serves markets
in Germany, Switzerland, northern Italy and increasingly in Eastern Europe. The company was established in 1866,
dividing its activities between manufacturing high-quality roofing and bitumen felt, and selling Bitbau Dérr merchan-
dise such as insulation and geotextiles. The continual growth of the company and the transport costs incurred at
the production site in Innsbruck have prompted the management to take a closer look at their logistics pro-
cesses.

Current Situation:

Costly transportation, numerous interfaces and
limited specialised logistics know-how.

The general feeling at Bitbau Dorr was that transport logistics is too costly. They were of the opinion that it must
be possible for the various carriers to deliver supplies to building sites and sales partners at a more reasonable
cost. Furthermore, with regular increases in sales, the company‘s existing logistics organisation was reaching
its limits.

Bitbau Dorr called in the xlvise team to carry out a review of their logistics processes.

At the time, three departments were responsible for the various logistics activities at the company’s headquar-
ters in Innsbruck. The purchasing department coordinated procurement logistics and was responsible for the
company’s cooperation with the carriers, the operations department managed the warehousing, and the sales
& marketing department organised delivery to the custo-

mers. However, there was no specialised logistics know- Tip:

how to be found in any of the departments. The consultants In order for a new logistics strategy to work, it is important that...
at xlvise recognised that this was the key issue: without a > the decision-makers take time to work out all the details.
focussed logistics organisation, the continuous growth of > the decisions are communicated throughout the company.
the company would soon reach its limits. > all employees involved have a common goal.

From corporate model to logistics strategy

A catalogue of measures outlined the steps necessary to create the future logistics organisation and various
work packages were defined. The first action item was a strategy workshop together with the management in
order to define Bitbau Dorr’s corporate vision, corporate model and its USPs. The aim of the workshop was to
derive a clear logistics model and strategy.

The result was a logistics concept and the realisation that the logistics services play a crucial role, not least as
part of Bitbau Dorr's numerous customer service activities.






The Solution:

Establishing and implementing the logistics organisation

xlvise met with the department heads from sales & marketing, operations and purchasing. The aim was to gain
an insight into the current process organisation from their perspective, as well as to obtain information about
responsibilities, interfaces and parties involved. Based on this information, xlvise considered how the logistics
activities could be processed most efficiently and within the context of the new logistics strategy.

The most important finding: the activities must be grouped together. The company needs a service-oriented
logistics department comprising a head of logistics and two operative groups: warehousing and transport. The
changes in the company’s organisation structure were described in the logistics organisation‘s basic concept.
This concept was discussed with, adapted and, finally, approved by the proprietors and the management.

Change management and know-how transfer

When it came to the finer details of the planning, it was not simply about breaking the whole project down into
individual tasks, duties and responsibilities, revising processes, defining interfaces, and introducing structural
measures. The focus was also on a simultaneous change and communication project in order to involve em-
ployees early on thus encouraging the will to change.

The subsequent implementation was highly successful, not least because of the
clear time schedule and the definition of fixed milestones. In this phase, xlvise
managed the implementation of the process and IT adjustments. Another of

the logistics advisors’ tasks was the sourcing and training of personnel for
the new logistics functions.

Tip:

> Analyse processes in advance and
from different perspectives.

> Keep it simple and flexible.

> Be aware of effects on organisational
charts.

> Involve your employees from an early
stage and devise a clear communica-
tion strategy.



Customer benefits:

> The carefully conceived and focussed logistics structure provides all the necessary conditions for further
growth.

> Operative cost savings were achieved by grouping logistics activities. In this way, for example, vehicle produc-
tivity was boosted considerably and stock costs were significantly reduced.

> Logistics know-how was strengthened and its sustainability ensured.

> Capacities were freed up in departments which were previously tied down with logistics activities.

> Clear responsibilities together with clean interfaces and communication channels create a stable and efficient
organisation.

Keywords - customer satisfaction:

“The logistics advisors at xlvise clearly recognised areas which were in need of improvement and adopted an
individual approach to reviewing our company's current situation. Their professionalism was a key feature
throughout our working relationship: from the initial discussions, to the conception phase and when it finally
came to putting the ideas into practice. | also feel that the regular on-site presence of the xlvise project team
was an important success factor. “

Peter Baumler, Managing Partner

Bitumen- und Baustoffindustrie Bdumler Ges.m.b.H.




Planning of Logistics-Strategie
and -Organisation

Saving Time and Money with xlvise

> xlvise are an industry insider with extensive knowledge of logistic- and customer processes.

> we are an independent consultant.

> tried and tested tools create cost- and time savings. Our cooperation with experienced partners
(technical planners and suppliers) brings further benefits to our clients.

> consulting, planning and implementing: your designated xlvise partner supports you
throughout the entire project.

> xlvise also supports you in the accompanying change-management needs of your emplo-
yees.

We are an independent subsidiary of the logistics group Gebriider Weiss. We have a wealth of
experience at our disposal, gained with the execution of logistic-centres throughout Europe.

About xlvise

xlvise is a practically oriented consulting company specialised in analysing and opti-
mising logistics processes. We specialise in the areas of warehousing, procurement,
distribution as well as the design of controlling information processes. Our customers
particularly value our creativity, our experience in all logistical matters and our very per-
sonal and committed way of working with our clients.



