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Abstract

Supply Chains (SC) are essential enablers in a modern economy. As a result of
technological and societal developments, SC systems are inserted in an environment that is
changing quickly and fundamentally. As a result of this continuous environmental change,
Supply Chains need to get digital, comprehend the processes and, most importantly, have the
ability to build solid and loyal relationships among suppliers and customers. Thus, to reach
these points, Supply Chains need to digitise the processes to get more intelligent and faster.

Based on this, Colep CP started a path whose goal is to profit from both plants’
capacities and availabilities independently of physically working from Portugal or the Poland
plant.

However, to join two different working methods, it is essential to go deep into both
processes to see their differences, evaluate possible solutions and implement those that bring
more value to the team and customers. Therefore, this project aims to reduce the time spent on
manual and non-value tasks, go deep into the process models' representation, and identify and
implement possible improvements.






Resumo
Mapeamento e Otimizacao dos processos de Costumer Service e Planeamento

As Supply Chains (SC) sdo essenciais numa economia moderna. Como resultado de
desenvolvimentos tecnoldgicos e sociais, 0s sistemas das SC estéo inseridos num ambiente que
estd a mudar rapida e fundamentalmente. Como resultado desta continua mudanca ambiental,
as Cadeias de Abastecimento precisam de se tornar digitais, ter uma compreensdo dos processos
e, 0 mais importante, ter a capacidade de faturar relacdes fortes e leais entre fornecedores e
clientes. Assim, para alcancar estes pontos, as Cadeias de Fornecimento precisam de digitalizar
0S processos e tornar-se mais inteligentes e rapidas.

Foi com base nisto que a Colep CP iniciou um caminho cujo objetivo € beneficiar das
capacidades e disponibilidades de ambas as fabricas independentemente de estarem fisicamente
a trabalhar a partir de Portugal ou da fabrica da Poldnia.

No entanto, as duas tém diferencas nos metodos de trabalho, sendo essencial aprofundar
0s processos das duas fabricas processos para ver as diferencas entre eles e eliminar ou criar
outros novos. E é com este objetivo de reduzir o tempo despendido em tarefas manuais e ndo-
valorosas e aprofundar a representacdo dos modelos dos processos e possiveis melhorias a
serem feitas
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1 Introduction

The Project depicted in this report arises within the scope of the course unit Dissertation,
which urges in the second year of the Master in Engineering and Industrial Management.

The Project was developed in a Business Environment inside Colep’s Consumer Products
(Colep CP) Plant in VVale de Cambra. This company, previously known as Colep, was split into
two legal entities on the first of July of 2021, Colep Consumer Products and Colep Packaging.
After the split and considering that Colep has multiple plants worldwide, it urged the need to
standardise and optimise the work between plants to have global departments instead of local
ones. Since this is a complex process, it takes time and must be done gradually, so it was started
with Portugal’s and Poland’s plants. Inside the Supply Chain (SC) department, this was started
with the Customer Service team.

Considering this context, this chapter describes the project framework, the history of
Colep CP, the objectives defined for this project, the methodology and a brief description of the
main chapter.

1.1 Project Framework

Colep Consumer Products is a global contract manufacturing partner that provides
creative end-to-end solutions in different Product categories such as Beauty and Personal Care,
Home Care and Hygiene and Sanitise. It offers the highest quality products and supply chain
solutions across four continents. Colep CP is a leading European aerosol and liquids
manufacturer, and it has plants in Portugal, Poland, Germany, México, and Brazil.

Due to the split and the international context in which Colep CP is inserted, it urged the
need to change from a work culture that promoted the individualised work of each plant,
meaning that each plant has its working methods and norms, to uniform work culture. This aim
is for the different plants to have the same way of thinking, the same way of working, the same
norms and being able to work as one, even though they are physically separated.

It is with this aim in mind that Supply Chain departments from Poland and Portugal were
joined into one single Department. Since joining teams is a very complex and dynamic process,
it is not prudent to simultaneously join all supply chain teams from all Colep CP’s plants.
Therefore, it was started with the two departments previously referred.

If before Portugal had one Supply chain team to guarantee Vale de Cambra plant
production and Poland another team for the Kleszczéw plant, now there is only one global
Supply chain team for both plants, making it possible for an employee in Portugal to buy the
materials necessary for production in Poland and vice versa. However, with the rise of this new
global Supply Chain team, it urges the need to normalise and standardise the processes, so every
team member works by the same norms and in the same way.
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The Supply Chain department is divided into four areas: Customer Service, Planning,
Purchasing and Warehouse/Logistics. These areas are broader and more complex, so
consequently, they cover a lot of macro processes, which in turn cover many micro-processes.
Within this context, in 2021, various dynamic sessions were made with the Supply Chain
employees from both Portugal and Poland. The main objectives of these sessions were to raise
and map all the processes associated with the different areas, identify the main problems related
to them, and determine what improvements could be made to solve or minimise those processes.
To know what areas were more critical and which issues need to be solved first, a Risk Matrix
was used.

Therefore, it is within this context that the current project, Mapping and Optimization of
Customer Service and Planning Processes, appears.

1.2 Colep Consumer Products

Colep Consumer Products is a Portuguese company with 57 years of history, founded in
1965 by llidio Pinho in Vale de Cambra. The name Colep urges from the founder’s family
name, Costa Leite Pinho. Back then, Colep started its activity, in a small plant, as a metallic
packaging manufacturer, especially metal packaging for cookies. It was only in 1975 that Colep
began its activity in Contract Manufacturing, positioning itself as one of the few companies in
the business of formulation, production, filling, and packaging.

Then in 1993, Colep made its first significant investment outside Portugal when acquiring
S.C. Johnson’s plant in Spain, creating a new company called “COLEP Espana — Embalajes u
Productos Envasados, S.A.”. At that time, COLEP showed its potential to grow into one of the
best European companies in Contract and Metal Packaging Manufacturing. Furthermore,
between 2000 and 2001, The RAR Group acquired COLEP from COLEP Holding due to that
potential.

The RAR Group is a well-known Holding company that was started in 1962 with the
company “RAR - Refinarias de Ac¢tcar Reunidas, S.A.R.L.”, an industrial sugar refining plant
in Porto and created by Jodo Macedo Silva. From the beginning until the early seventies, the
company consolidated their business in the sugar market. Then until the early eighties, it started
to acquire other companies with other activities to diversify its business. Colep was just one of
those companies. Besides Colep and the initial company RAR Agucar, nowadays, the RAR
Group also holds companies such as Acembex, RAR Imobiliaria and Vitacress, meaning this
group has a business portfolio that goes from food to real state businesses.

From 2001 forward, the Colep company grew internationally like never before, starting
in 2004 with the incorporation of ColepCCL from the merger of Colep and CCL Custom
Manufacturing Europe to create Europe’s most significant contract manufacturing company. In
2007, the RAR Group acquired the 40% stake of the CCL Industries previously held in
ColepCCL, resulting in the total control of ColepCCL by the RAR Group.

In 2009 ColepCCL acquired the German company Czewo Full Filling Service GmbH,
reinforcing ColepCCL’s leading position in Europe in the contract manufacturing sector.
However, the RAR group aimed to expand ColepCCL to other markets outside Europe, making
Colep a multinational company. So, in 2010, ColepCCL entered the Brazilian market by
acquiring 51% of Provider/Total Pack companies. Thanks to this partnership, a new aerosol-
based consumer products production plant was launched.

Followed 2013, when Colep, that meanwhile in 2011 changed its name from ColepCCL
to just Colep and set up an agreement for Manufacture and Technology with “One Asia
Network” to cover the entire operations of both organisations in Asia, Australia, Brazil, and
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Europe. This agreement aimed to develop and improve solutions for local and global clients by
combining Know-how, Innovation, R&D, Quality, Operations and Security.

Also, in the same year, Colep achieved two more essential markets. The first market was
reached by acquiring an industrial unit in Mexico, and the second was by entering a joint venture
with a company in the United Arabic Emirates. These multiple operations positioned Colep in
the “Top 3” worldwide for the contract manufacturing field.

With a solid position in the market, Colep, in 2015, reached the majority controlling state
by acquiring the remaining 49% of the Brazilian companies, strengthening their role in the
Brazilian, but most notably, the global market. Due to this privileged position, Colep, 2016
started constructing a new plant in the industrial centre of Kleszczéw, Poland, where two other
industrial units existed. This unique unit was an investment dedicated to strengthening Colep
position in an increasing segment of the contract manufacturing field, the Liquids and Cream
segment. It started operating in 2018, and the production of the Ziilpich plant in Germany was
transferred to this new unit and the existing unit of Bad Schmiedeberg, also in Germany.

After all these investments, Colep started in 2020 to implement projects for increasing
capacity in contract manufacturing of Aerosol products in Mexico and Liquids & Cream
products in Poland. These projects aimed to provide adequate capacity for the increased demand
in the North American and European markets.

Finally, on 1 July 2021, Colep announced the split of its businesses into two new
companies, Colep Packaging and Colep Consumer Products. The Colep Consumer Products
company was then presented as a global leader in the Personal Care, Beauty, and Homecare
Markets, holding a leading position in providing contract manufacturing services for these
European segments.

Furthermore, Colep CP’s focus was innovation, providing product solutions worldwide
and original design manufacturing capabilities and offering its customers support with full-
service manufacturing, supply chain and logistics, and ready-to-go solutions. High-end
technological tools and experienced teams with vast knowledge in Aerosols and Liquids &
Cream segments provide this.

1.3 Project Objectives

Based on the results obtained in the sessions referred on the sub-chapter and after
discussing the primary purpose of this project, the following objectives and sub-objectives were
identified:

e Standardize working methods for Customer Service and Planning areas between
Portugal and Poland;

e Mapping the existing processes resorting to visual models that also show the tasks,
the actors, the inputs, and the outputs associated,;

e Optimize the time spent on reports and daily tasks;

Smaller and more specific objectives were defined based on the previous sessions made
by Supply Chain Team to achieve the primary goals. Together, they led to the three points
above, and those sub-objectives are:

e Analise the defined processes and the improvements raised by Supply Chain
Team in the previous sessions;

e Check if there are more opportunities for improvement in these two areas besides
the ones determined in the sessions previously made;
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e ldentification, Reduction or Simplification, when possible, of non-value tasks
related to the processes to increase the available time of the team to concretise
value tasks;

e Standardize/Customize SAP customers reports;

e Reduce by 50% the time dispended to do reports for customers;

1.4 Methodology

Initially, this project was meant to have a duration of 18 weeks. However, due to the
dimension and complexity of the project, it was necessary to increase the number of weeks to
34 weeks, meaning that the project was made from 2 March 2022 to 26 October 2022. Because
of this increase, the initial plan had to be changed.

For the first three weeks of this project, it was necessary to learn more about Colep CP,
from its history to its mission, which products are made in Colep CP, the customers Colep CP
has, how the organisational structure is divided and the primary function of each department.
To learn all these, various inductions were made with each department manager, and Engineer
Isabel showed the plant in Vale de Cambra and each department inside the plant to provide
contact with Colep CP’s employees. It was meant to do the same thing in Poland after the first
two months of this project. However, due to the war between Ukraine and Russia and
considering that Poland is a neighbouring country of Ukraine, it was decided that this trip during
this project was too risky to be done.

After this decision, the project had to be adapted to the new circumstances, so the
mapping, standardisation and optimisation of Supply Chain processes were done for Portugal
and Poland’s Customer Service processes and only for Portugal Planning processes. Based on
this, after the first three weeks and until week seven, the goal was to understand and analyse
the work and information flows. To achieve this, there was an exhaustive reading of Supply
Chain procedures and the Quality Manual, which describes the framework and main principles
of the Colep CP Plant Quality Management System and its alignment with international
standards. Besides, this Manual ensures that products and services provided can satisfy and
exceed the expectations of customers and final consumers.

Afterwards, the process maps and improvements raised by the Supply Chain team were
analysed from week seven to week eight. Then from week eight until week twelve, the team
showed how the process works, which meant daily work of being side by side with the team to
watch them work to understand how the tasks are being done and the problems they face, going
deeper in the Customer Service and Planning daily tasks.

Based on this, from week twelve until week sixteen, all the reported information was
analysed, and the process maps and flows based on a new approach were redone. Then it got
easier to raise the main opportunities and gaps present in the processes, and based on the defined
objectives of this project, the first improvements to be made were prioritised.

After this prioritisation, when possible, every two weeks from week sixteen until week
twenty-eight, there was a meeting with the ICS team to expose what improvements needed to
be done in SAP, the Enterprise Resource Planning (ERP) used in Colep CP. For these
improvements, some were reached, and some were not because the process takes much time
until the upgrades are achieved. This is because, besides the ICS team’s availability to make
those improvements, the Supply chain team also needs to test those improvements and check if
the problem is solved. Moreover, during these weeks, this availability problem was worst
because it was during the months of holidays, so the teams had more work on their hands. While
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waiting for the conclusion of these SAP improvements, some tools were developed in Excel to
help reduce the time it took the team to do some tasks.

In parallel, during these weeks, various video calls were made with the Customer Service
team in Poland to understand if the processes analysed and done in Portugal were being done
in Poland in the same way and, when not, how it was being done there. Additionally, during
this period, the automatisation of the reports, so the time it takes to do them decreases, was also
being done in some clients chosen by the team as a priority. After the automatisation, the team
was taught how to do the reports with the new tools developed. Besides, the time previously
measured before this change was measured again to know precisely the reduction of time
obtained.

Finally, from week twenty-eight until week thirty-four, the thesis document was done and
presented to the team.

1.5 Master Thesis Structure

This Thesis is divided into six chapters that contain the following information:

1) Introduction: In this first chapter it is described the project framework as well as
the brief history of the company. Also, what it is intended to reach with this
project, the methodology used and the document’s structure.

2) Literature Review: This one presents the literature review for the tools and
concepts used to develop this project based on the knowledge acquired during the
Master.

3) Supply Chain As-Is Model: This chapter is the one that represents the
organisational chart of the company and what are the main functions associated
with each department, going into more detail about the Supply Chain department.
Also, it describes how the work is being done through the presentation of process
maps and which tools and systems are used to do the job. All of this is done with
more detail for the Customer service and Planning area.

4) Improvements Implemented and the respective Results: All the improvements
raised when analysing the previous As-Is Model are presented. Furthermore, it is
defined which improvements are a priority and the leading solutions developed
and thought to solve the main problems. As in chapter three, it was given priority
to the improvements needed in the Customer Service and Planning area. The
improvements started during this project are described in this chapter. The results
obtained for the upgrades already finalised are presented based on the objectives
proposed in chapter one.

5) Conclusions: Finally, in this chapter, there is a brief compilation of the essential
things achieved by this project and what is needed to conclude some
improvements as well as what can be done to achieve even better results than the
ones obtained.
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2 Literature Review

According to MacCarthy et al (2022), the 21st century revealed the fragile nature of
global supply chains due to a series of events and new trends that together have been forcing
companies to recognise that fragility so then improvements can be thought and achieve ensuring
that supply chains gain resilience and security, two crucial characteristics that must be inherited
in supply chains as the global economy changes.

Consequently, to achieve those characteristics and improvements, it urges the need to
understand, be aware and know more about how things work and flow inside supply chains. In
this context, mapping, standardisation, and analyses of processes help understand the present
to gain the resilience necessary to face the future.

Therefore, this chapter reviews concepts and other studies associated with supply chains
and processing modelling.

2.1 Supply Chain

Since this project is about mapping, analysing and improving the processes in a supply
chain, it is essential to define what a supply chain is and then clarify four critical concepts
related to it, Supply Chain Management (SCM), Supply Chain Resilience (SCR), Supply Chain
Mapping (SCMp) and Digital Supply Chain (DSC).

2.1.1 Definition

From the first civilisations until today, such as Egypt, men needed to possess goods with
value and well preserved, such as money, lands, food or livestock, to negotiate and exchange
those values for others mainly necessary to survive and to be more prosperous. Therefore,
societies back then needed to be able to transport and store those goods most effectively and
efficiently to guarantee that they were offering the best ones, with a price reasonable enough to
have high profits. Thus, to have higher profits, it was a common practice to store goods as close
as possible to the source (Zijm et al., 2019).

Subsequently, it is this primary necessity to exchange well-preserved goods with the
minimum costs and displacements that, through time, led to the Supply Chain concept. The first
time that related terms such as logistics and transportation were acknowledged in a book, stating
the cruciality for reaching economic growth, was in the 18th century, by the philosopher Adam
Smith (1776). Since then, supply chains have been an object of interest and of multiple studies
that have led to different definitions.

However, in this project, it is considered two definitions from the most conceited
associations of the supply chain, the Association for Supply Chain Management (ASCM) and
the American Council for Supply Chain Management and Professionals (CSCMP):

e ASCM (“ASCM Supply Chain Dictionary | ASCM,” 2022):
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Supply — “The quantity of goods available for use; The actual or planned
replenishment of a product or component. The replenishment quantities are
created in response to a demand for the product or component or in anticipation
of such a demand. ”

Supply Chain - “The network of suppliers that deliver products from raw
materials to end customers through either an engineered or transactional flow of
information, goods, and money.”

e CSCMP (CSCMP, 2013):

Supply Chain - “encompasses the planning and management of all activities
involved in sourcing and procurement, conversion, and all logistics management
activities. Importantly, it also includes coordination and collaboration with
channel partners, which can be suppliers, intermediaries, third-party service
providers, and customers.”

2.1.2 Supply Chain Management

Supply Chain Management is a recent concept that appeared in literature nearly forty
years ago. It is often used as a synonym for Logistics management despite being two different
concepts (Cooper et al., 1997).

According to ASCM (2022), the term Logistics “in a supply chain management context,
it is the subset of supply chain management that controls the forward and reverse movement,
handling, and storage of goods between origin and distribution points”. Therefore, Logistics
Management is a “part of supply chain management that oversees the planning and execution
of forward and reverse flows of goods and related information between points in the supply
chain to meet customer requirements”’.

Consequently, Logistics and Logistics management are not synonyms for Supply chain
management but a part of it (Figure 2.1). Thus, it is relevant to define and clarify this context
that despite being a recent one, it is one of the most important to conduct a business because it
can help to reduce costs, improve the service provided to customers, make faster deliveries and
most importantly it helps to prepare the supply chain to react faster to market demands and
innovations (Supply Chain Management and Operations Management - Florida Tech Online,
2022).

Logistics Management

Transport Operations

Figure 2.1 — Hierarchy of supply chains, logistics and transportation (Zijm et al., 2019).

So being according to ASCM (2022), supply chain management is “The design, planning,
execution, control, and monitoring of supply chain activities with the objective of creating net
value, building a competitive infrastructure, leveraging worldwide logistics, synchronising
supply with demand, and measuring performance globally”. Moreover, SCM includes “the
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coordination and collaboration with channel partners, which can be suppliers, intermediaries,
third-party service providers, and customers” (Zijm et al., 2019).

Furthermore, when managed efficiently, SCM covers all processes, from the beginning,
when the product is designed, until the end, when it is sold, made available to the customer and
finally consumed. As represented in Figure 2.2, it is being included processes such as product
design, procurement, planning and forecasting, production, distribution, fulfilment, and after-
sales support (Swaminathan, 2001).

Additionally, it is highlighted that besides covering all these processes, it is also essential
to integrate processes and functions within organisations inside supply chains to tie them up to
each other and consequently tie their success to the chain as a whole, reinforcing that the real
competition is not made company against company, but instead is supply chain against supply
chain (Cooper et al., 1997).

Information Flow

s Intelligence Flow — Product Design, Customer Requirement c
U u
P S

Sourcing and Customer
P Manufacturing Distribution T

Supplier and Order
% B | e || o] 2
E E
- Supporting Processes: I'T, Finance, Performance Measurement =

—|
Material Flow
Cash Flow

Figure 2.2 - Supply Chain process (Swaminathan, 2001).

2.1.3 Supply Chain Resilience

The first definition of Supply Chain Resilience appeared in the early twenties and was
authored by Christopher and Peck (2004). They stated that resilience in a supply chain is the
ability to return to its original state or move to a new one that is more efficient, effective,
competitive and profitable. Back then, this resilience was an option for companies that wanted
to prosper and gain an advantage over other companies. However, today it is not just an option.
It must be recognised as a competitive advantage inherited in supply chains for companies that
wish to succeed in a turbulent era where the risks they can face tend to intensify and not reduce.
Without this resilience and adaptability, companies will not survive long-term (Noam Frankel,
2022).

The risks companies might face are diverse, ranging from trade and geopolitical tensions
to cyber-attacks, pandemics, second-order social effects (such as unrest, conflicts and mass
migration), resource depletion and climate changes. Related to this last topic, there is an
increasing convergence between supply chain resilience and sustainability. Moreover,
companies that are conscious about the impact their activities might have on the environment
and try to differentiate from competitors by implementing sustainable and environmentally
friendly measures are getting competitive among other companies, attractive to customers and
are more resilient, which is proven by their better performance. (Supply Chain Resilience for
an Era of Turbulence, 2020)

Covid-19 was a significant risk faced in the last three years that originated significant
demand fluctuations and goods shortages due to lockdowns and the closure of borders (Moosavi
et al., 2022). The pandemic exposed supply chains' fragility and vulnerability, forcing the
importance of having an agile, resilient and smart supply chain (Fonseca & Azevedo, 2020).
Furthermore, due to covid-19, awareness of supply chains was raised among businesses, the
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public and investors who will be watching how companies strengthen their resilience in their
supply chain, which will be a decisive factor for them to go forward in investing or not.

Another risk that recently appeared for supply chains, when most of them were rebuilding
their strategies and starting to grow again after the pandemic, was the war started by Russia
against Ukraine in February of this year. This war has weakened supply chains, especially in
Europe, which has a dependency on both countries’ natural gas, crude oil, vital agricultural
commodities and metal commodities commercialised by Russia that are crucial to producing
catalysers converters which are a significant component necessary to make cars (Jim Kilpatrick,
2022).

It is unquestionable the rising importance of having a resilient supply chain. However, it
urges another question of how to measure this resilience. So to do it, companies must strengthen
capabilities that fall into two similar domains defined as:

e Real-time supply chain resilience: “is concerned with a company’s tactical
capability to avoid, withstand, and bounce back from supply chain disruptions
and recover to a ‘normal’ state of affairs”. Companies must understand their
supply chains’ dependencies and vulnerabilities to prevent potential problems.
After acknowledging these, it is possible to take septs to mitigate the problems by
responding to them with flexibility and agility.

e Strategic supply chain resilience: “is an emerging concept that focuses on how
companies adapt to a changing environment”. As described in this subchapter,
supply chains face frequent and more severe disruptions, so companies need to
adapt their supply chain to this new reality. Similarly to the previous domain, the
first step is to understand their vulnerabilities across an expanded risk horizon and
create sustainable and circular strategies that lead to strong relationships across

the value chain.

The supply chain’s Real-Time Strategic The supply chain’s
ability to bounce back Supply Supply ability to bounce forward
and recover to a normal Chain Chain and adapt to a
state of affairs Resilience Resilience new normal

o 4

Figure 2.3 — Domains into which resilience capabilities fall (Supply Chain Resilience for an Era of
Turbulence, 2020)

Additionally, in Attachment A is possible to explore more about this domain by
presenting the risk-agnostic approaches that supply chain managers must consider first to
strengthen supply chain capabilities to bounce back and recover (Attachment A, Figure Al14)
and then to bounce forward and adapt to a new normal (Attachment A, Figure A15).

2.1.4 Supply Chain Mapping

The last three years have shown the importance of Supply Chain Mapping as a risk-
mitigation strategy. During the Covid-19 pandemic, most companies hardly faced the crisis’s
impacts. These companies had to work to survive, always trying to keep up with the news and
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working diligently to secure their supply chains. Consequently, their response was reactive and
uncoordinated.

However, a small minority of companies that before the crisis had invested in mapping
their supply networks emerged better prepared because, instead of scrambling at the last minute,
they had better visibility into their supply chains, meaning they had much information available
in just a few minutes allowing them to prepare beforehand and so mitigate the possibility of a
disruption (Thomas Y. et al., 2020).

According to ASCM, SCMp is “drawing the processes or relationships that form an
organisations business process”(2022). However, Gardner and Cooper (2003), back then in
2003, gave a value significance to this concept. According to them, SCMp is not only related
to representing the linkages and the supply chain members. An adequately made map is one
that “can enhance the strategic planning process, ease the distribution of key information,
facilitate supply chain redesign or modification, clarify channel dynamics, provide a common
perspective, enhance communications, enable monitoring of supply chain strategy, and provide
a basis for supply chain analysis”. Furthermore, they explain why SCMp is essential, and the
reasons are:

e To link corporate strategy to supply chain strategy since a map of easy
understanding and well-illustrated enhances the environmental scanning process
of strategic planning;

e To store and distribute critical information for supply chain survival in a
dynamic environment since it alerts planners of possible constraints in the
system;

e To help visualise the supply chain and identify the areas that need to be deeply

analysed,;

To display channel dynamics;

To help define the perspective of the supply chain integration effort;

To lead to a common understanding of the SC;

To provide better communication between firms, functions, and corporate units;

To monitor SC integration progress;

To orient new individuals or firms to their role in the SC;

To improve supply chain management procedures.

There is no doubt about the importance of SCMp. However, many companies have not
done it because it takes a lot of labour and time to do this effectively. So, most companies
continue to rely on human intelligence, which represents a risk since when employees who
know this information leave, change roles or retire, the knowledge goes with them most of the
time. It can take years for the new employees to have the necessary information.

Therefore, SCMp is an intensive and challenging result to achieve, but there is no way
to go around it since the value of the map has been revealing itself as more significant than the
cost and time to develop it (Thomas Y. et al., 2020).

2.1.5 Digital Supply Chain

The Digitalization of supply chains is a recent concept that has been discussed in the last
decade in academic literature associated with terms such as Smart Supply Chain, Digital Supply
Chain, Supply Chain 4.0 or Self-thinking Supply Chain. Many advances in communication and
computing technologies have highlighted how this last decade has transformed the world from
analogue to digital.

According to ASCM (2022), Digitalization is “the process of delivering digital media,
such as music or video files, by electronic means from the point of origin at the content provider
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to the destination with the consumer. Similar to how a physical item must go through a supply
chain process in order to mature from components to a consumable product, digital media must
pass through various stages in processing before they can be enjoyed by a consumer via a
smartphone, tablet, computer, television, or other device”. When associated with supply chains,
it is recognised “that traditional supply chains configured to distribute physical goods or
services can be enhanced via technology—such as computers and other connected devices, the
internet of things, and related sensors—and digital content. For example, real-time monitoring
of equipment can allow companies to proactively schedule maintenance or replace parts. " .

Thanks to today’s digital technologies, Supply chains are no longer just a tool for resource
management, logistics and optimisation. They are also a tool to help attain situational awareness
and context-sensitive decision-making to become customer-driven, personalised agile, and
responsible. Consequently, this digitised supply chain increases efficiencies and leads to
improved customer experience and revenue growth, making this “a wonderful time for supply
chain professionals to stand up and become part of the corporate strategic agenda” (Rogers
etal., 2017).

However, to survive and grow in this digital world, companies must adopt agile digital
supply chains that must have the following characteristics:

e Connected: Enabling communications among interconnected devices, systems
and processes;

e Informed: Leveraging the expanded information sources available in today’s
world:;

e Smart: Incorporating high-speed, in-memory, advanced analytics to drive real-
time insights;

e Automated: Adopting robotics and other automation technologies to improve
productivity and reduce costs.

2.2 Business Processes

Business Processes (BP) are vital in determining companies' quality, innovation and
efficiency. To stand, companies must compete with their business process (Gosnik & Stubelj,
2022). Consequently, it is necessary to know more about this concept to understand its meaning
and the advantages of the associated tools.

2.2.1 Definition and Types of Business Processes

Before presenting the definition of BP, it needs to be clear what a process is. It is a set of
activities (actions, operations or decisions) executed through a sequence in response to a trigger
event with a corresponding valued result (Azevedo, 2021).

Therefore, a process can be anything from something simple to a large complex industrial
process, and in the last case, the representation of the processes leads to solid communication
since it gets easier to analyse the process (Johansson & Nafisi, 2020).

Taking into consideration the process definition, it can be defined what the BP is and,
according to Gosnik and Stubelj (2022), the business process is a set of comprehensive, logical
and dynamic activities connected between each other to enable a company in the economic
environment it is inserted, to have a defined business outcome preferably a successful one.

Furthermore, according to the Association of Business Process Management
Professionals (2013) and Faria (Faria A., 2020), there are three types of processes:
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e Core Processes: The processes linked to the company mission so the company
can deliver value to customers. These processes can be known as Primary
processes besides the Core processes denomination, and those references are
because of the critical representation of these processes in the essential activities.
Additionally, at each step, this process adds value to the preceding step.

e Support Processes: These are those that, although not within the value chain, are
required to execute the core process successfully. The main difference between
the core processes is that the support processes do not deliver value to customers
directly and are often linked to functional areas.

e Management Processes: These processes are behind the organisation's
significant decisions since they are designed to ensure, monitor and control
business activities. They are the processes responsible for ensuring that the goals
of the support and core processes are achieved. They can be classified into two
management processes: the strategic processes (e.g., preparing an activity plan
and budget) and the operational processes (e.g., planning daily production).

2.2.2 Business Process Management (BPM)

It is known that BPM can bring significant benefits to organisations, for example,
process transparency, process standardisation, and employee communication, among many
others (Malinova & Hribar, 2014). So, it gets relevant to understand what Business Process
Management is. According to ASCM (2022), it is “A business discipline or function that uses
business practices, techniques, and methods to create and improve business processes. BPM is
a holistic approach to the use of appropriate process-related business disciplines to gain
business performance improvements across the enterprise or supply chain. It promotes business
effectiveness and efficiency while striving for innovation, flexibility, and integration with
technology. ”.

Moreover, according to the Association of Business Process Management Professionals
(2013), Business Process Management should be made according to a cycle that addresses the
planning, design, implementation, execution, measurement, control, and continuous
improvement of business processes. The vast majority of Business Processes can be mapped
according to the PDCA cycle. PDCA stands for Plan, Do, Check, Act (Figure 2.4).

Figure 2.4 — PDCA cycle

As indicated by the cycle’s name, this cycle is composed of four phases described as
follows:

e The Plan Phase: This phase aims to ensure that business process context and
internal process design align with the company’s strategic objectives. Success
in this phase is achieved if it gets clear the contribution that the process outputs
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have to the customer value proposition and if the process design used leads to
the company’s performance expectations.

e The Do Phase: The goal for this phase is to deploy the process per the
specifications developed in the previous phase and then bind the process to the
operations.

e The Check Phase: This phase aims to measure process performance and
compare the obtained results with the performance expectation defined in the
Plan phase. Examples of performance measures categories are: Timeliness (e.g.,
cycle time, delivery on date schedule); Product Quality (e.g., Number of
defective products, Volume of rework); Service Quality (e.g., Responsiveness,
Service reliability); Cost (e.g., Labor cost, Material cost); Customer satisfaction
(e.g., Product and service expectations achieved).

e The Act Phase: In this phase, it is evaluated the process performance and based
on it, companies react accordingly. This phase assures the maintenance of the
process integrity despite the environmental instability and countlessly changes.
Additionally, this phase ensures that performance goals are met over time.

Moreover, Attachment A, Figure A16 presents the benefits of BPM for the four
stakeholders group considered most relevant: Enterprise, Customer, Management and Actor.

2.2.3 Process Map

Considering the objectives of this project, it is crucial to understand what is a Process
Map and its importance of it to an organisation. Process Map is one of the first steps
organisations must do to identify the problems and implement improvements. The Map allows
stakeholders to visually acquire a better understanding of the processes under study.

According to Malinova and Mendling (2013)“Process maps provide an aggregated
visual overview of all processes of an organisation. They facilitate basic understanding of the
way an organization operates, without necessarily going into details. It has been reasoned that
an obvious communication flow between processes contributes to a good understanding of
business process models, hence enabling a higher success rate than one that is harder to interpret
due to hidden process dependencies”.

Furthermore, Oakland (2008) stated that ‘“Process mapping and flowcharting are very
important first steps in improving a process. The flowchart ‘pictures’ will assist an individual
or team in acquiring a better understanding of the system or process under study than would
otherwise be possible. Gathering this know-ledge provides a graphic definition of the system
and of the improvement effort. Process mapping, is a communication tool that helps an
individual or an improvement team understand a system or process and identify opportunities
for improvement*.

Additionally, to construct a Process Map, it is necessary to gather information about the
important activities that take place in a process and be able to decide how much detail and how
many tasks should be included.

2.3 Multilevel Process Modelling

Multilevel analysis and modelling are fundamental principles in engineering. It means
decomposing a complex system into several simpler subsystems that can be easily analysed
separately. It is applied when analysing any other complex engineering system: be it a machine
or a complex business process (Faria A., 2020). This Model has three levels as follows:
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1st level: represents the main phases of the macroprocess and aims to understand
who are the various actors present in each of the phases, as well as their
milestones. The milestones correspond to the goal to be achieved at the end of
each of these phases. This may be an output or a task to be completed and
represents the end of the phase. It is represented using responsibility matrices.
2nd level: Corresponds to a modelling of the workflow within each of the phases
identified in the previous level. Allows us to understand the sequence of tasks
performed and by which of the intervening parties. Each phase is represented by
an individual diagram that can be a swim diagram or a flowchart.

3rd level: the most detailed level of the process and provides information about
the instructions of a given task, almost like a “receipt” that it must be followed
when performing the task. This level can take the form of a diagram like the
previous level, pictures text or tables. This element helps in clarifying how to
perform a given task, which errors to avoid and which aspects should be taken
into account by the task actor.

2.3.1 Responsibility Matrix (RAS Model)

This matrix defines the following three main roles for the actors involved in the processes
(Faria A., 2020):

Responsible: is the one that executes or coordinates the work (typically, the
technician) is a task-oriented designation that applies to the person (or people)
completing the work. A whole team can be responsible for the execution of one
task.

Approves: The actor/s that approve is responsible for the timelines and quality
of the result. Can delegate the work and is typically the last to review the steps
taken until the result.

Supports: The ones who support provide information, analysis, and other
support to the person responsible.
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3 Supply Chain As-Is Model

Based on the project objectives defined in chapter one of this document, it was essential
to watch how things were being done in the department and analyse all the processes because
a prerequisite to improve them is to have sufficient knowledge of the current status (Arkilic I.
Guven and Reijers, 2013).

Therefore, throughout this chapter, it is explained in more detail the processes, the areas
responsible and that participate in them, the inputs and outputs associated, and the tools used
on it. Also, it is described the organisational structure inside Colep CP. Only when modelling
the current situation, gets possible to identify shortcomings and potential improvements
(Schwegmann Ansgar and Laske, 2003).

3.1 Contextualization

Before introducing the organisational chart and the description of the processes, it is
essential to contextualise some relevant things associated with this project. To start with, it is
necessary to know who is the final customer and for Colep CP, it is Retailers and Independent
Brands, which means that Colep CP is a business-to-business (B2B) company. Then, it is
crucial to describe what products Colep CP offers customers.

Since Colep CP is a contract manufacturing company, it offers the customer two options.
The first is the possibility of manufacturing in Colep CP’s facilities aerosol and liquids whose
formulas are developed by customers. For this, Colep CP offers multi technologies and robust
processes which ensure products are made in compliant and safe facilities across the globe to
meet the highest demands and fully adhere to industry standards.

The other one is a solution in growing that consists of providing customer aerosol and
liquids finished formulations, as well as customised ones, developed by the research and
development department inside Colep CP. For this, it is offered the development of aerosols
and liquids from concept to wholly tested products, providing formula and packaging expertise,
regulatory compliance, and sustainable solutions. This is possible due to Colep CP’s global
presence and a strong network of partners and quality suppliers. Furthermore, due to the
experience of Colep CP’s chemists and a vast database of more than one thousand formulations,
it is possible to offer on-trend, agile developments and implemented product solutions across
the facilities.

Based on the two options referred to in the previous paragraphs, the products Colep CP
offers are divided into three product categories, as shown in Figure 3.5.

17



18 Supply Chain As-Is Model

P ’
“"\4{.—’;‘

Beauty Home Hygiene &
Personal Care Care Sanitise

Figure 3.5 — The three product categories that exist in Colep CP (Colep Consumer Products, 2022).

Furthermore, the product can be an aerosol or a liquid classified as cosmetic or non-
cosmetic. This classification is the base to identify the lines in facilities meaning the line can
produce cosmetic aerosols, non-cosmetic aerosols, cosmetic liquids, and non-cosmetic liquids.
The non-cosmetic lines cannot produce cosmetic products, and vice-versa due to the high-
quality standards Colep follows, which is also required from customers.

Some examples of cosmetic aerosol products are shower foams, mousses, and deodorants.
For cosmetic liquids, an example is shower gel. Examples of non-cosmetic aerosols can be shoe
care or cleaning products. This last example can also be an excellent example of non-cosmetic
liquids products. It is possible to have some products like air fresheners that, in practical terms,
are non-cosmetic products but can be produced in cosmetic lines based on the defined quality
standards. It is known in Colep CP as a hybrid product. Besides being able to make all the
products referred to in this paragraph, Colep CP offers customers a wide variety of packaging
formats, as can be seen in Attachment A, Figure Al.

Finally, indicating what Enterprise Resource Planning (ERP) system is being used in SC
is relevant. An ERP system includes programmes that help automate and manage business
processes for all core business areas. In SC, the main one is System Applications and Products
(SAP) software. SAP software provides multiple business functions that help manage complex
business processes by allowing employees access to real-time insights across the company.
Through this, it is possible to accelerate the workflow, improve operational efficiency, raise
productivity, increase profits and enhance customer relationships.

3.2 Organizational Chart

As previously mentioned in the subchapter Project Framework, Colep CP has existed
since the first of July of 2021 and has been gradually joining Vale de Cambra and Poland plants’
departments. The organisational structure has been changing slowly from the beginning of the
project until the end, so the chart described in this subchapter represents the most recent
structure.

To begin with, the department nowadays is known as Supply Chain Europe Department
and has two Senior Managers that report to the Chief Operations Officer. Both Senior Managers
are responsible for two of the four areas of the Department. One Senior Manager is responsible
for the Planning and Customer Service areas. It is important to reinforce that this project was
done in these two areas, so the processes analysed in deep detail are the ones related to these
areas. However, to understand all the processes inside the department, the other areas are briefly
described in the process map and responsibility matrix. These other areas are the Purchasing
and Logistics ones, and the other Senior Manager is responsible for them.

Considering this, the department’s organisational chart is represented below in Figure
3.6. In this chart, it is possible to see the positions in the department, the number of people in
each position and the country from which the employees in that position are working. Based on
this chart, it is relevant to clarify the main functions for each area and the Senior Managers
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because the employees under these functions are the main actors in the processes described in
this chapter, highlighting that it is given more enface on Senior Manager, Planner and Customer
Service roles.

Chief Operations Officer

Senior Manager of Planning and = Senior Manager of Purchasing and

| Customer Service Europe I Logistics Europe | |
Europe Customer Vale de Cambra Kleszczow Europe Logistics Logistics @
service Manager @ Planning Leader Planning Leader @ purchasing @ Manager \ 4 Manager
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Figure 3.6 - Supply Chain Organisational Chart (Own source)

Senior Manager Function

Supply chain managers are crucial for the global economy and their companies’ growth,
and in Colep CP, this is no different. The Supply chain’s manager is the one that interacts with
all organisational levels in order to deliver the best to the customer (Rossetti & Dooley, 2010).

They are present from the urging of the customer’s new demand project until customers
get the desirable finished goods. Additionally, they engage in the design, planning, execution,
control, and supervision of supply chain activities entailing the responsibilities associated with
their role, which means they are not there only to make the process flow but to be part of the
solution when problems appear. Furthermore, their primary goals are to create value, increase
company competitiveness, leverage logistics, synchronise supply with demand, and measure
the performance during the al process.

Their main functions in Colep CP are:

Planning sales and operations, including forecasting;

Material requirements planning;

Production planning;

Manager customer issues;

Align supply chain activities such as planning, sourcing, production, and delivery
with demand;

Manage issues in the supply and availability of material;

e Measure operational and financial performance;

e Identify and mitigate risks.

Customer Service Function
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The customer service team is the customer’s voice inside Supply Chain. They are
responsible for addressing customers' needs, inquiries and requests to deliver a product to the
customer at the time specified by the customer (“ASCM Supply Chain Dictionary | ASCM,”
2022).

Customer Services are the face of Colep CP for the customer, meaning that depending on
how they relate with customers and satisfy customers’ requirements and expectations, they can
influence Customer retention and sales increase and attract new business. Furthermore,
customer service is nowadays a critical differentiator between companies, a prerequisite for
customers and a vital force to generate profits (Melovi¢ et al., 2015).

Based on this, the main functions of Customer Service in Colep CP are:

e Collect customer information (required in forms 150.M006.1 and 150.M014.1
attached in Attachment A, Figure A1l and Figure A12);

e Receive the customer’s new order plan to upload it into the system;

e Analyze if the new order plan complies with Service Level Agreement before
saving the plan in the system;

e Confirm to the customer if the new order plan is going forward after Planning
Analysis;

e Every time the customer wants to make changes in the order plan, for example,
anticipate or postpone some productions, Customer Service is responsible for
communicating that to Planning by giving them all the required information and,
after the planner’s analysis, is responsible for informing if those changes are
possible to the customer (Rush Order Process);

e Guarantee that customer has the Finished products. Depending on the incoterms
(represented in Attachment A, Figure A13), customer service can be responsible
or not for the FP expedition and for guaranteeing that the Customer has the
products in the Delivery Address they choose;

e Guarantee customer is satisfied with the service level given and that customer’s
expectations are exceeded,;

e Give customers all required information through reports.

Planner Function

Planners are fundamental in Supply Chain, and their function is considered the most
critical activity for supply chains (Fléthmann et al., 2018). Without the proper development and
execution of strategy made by planners, companies would not survive for long (Planning in
Supply Chain Management - ExploreSCM, n.d.).

Planning in the supply chain is about satisfying customer demand most efficiently. This
means producing what the customer wants at a minimum cost and delivering it on the required
date. The Planner needs to see if it is possible to produce based on materials availability, line
capacity and available workforce. Therefore, a good Supply Chain plan is based on customer
demand forecast, Materials requirements planning (MRP), Key Performance Indicators (KPI),
data analysis, Stock availability and Enterprise Resource Planning (ERP).

The planner’s primary functions are to:

e Validate and update the new order plan in the ERP system based on materials
availability and lines capacity;

e Approve orders anticipations, postponements, or cancellations and act
accordingly to the situation;

e Give Purchasing team the list of materials necessary to buy to produce on time;
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e Follow-up daily Plan to avoid unpredictive events;

e Analyze a medium/long run considering customer forecast period demand;

e Calculate and analyse the indicators associated with planning in the supply chain
to analyse and measure what was made, what results were obtained and what can
be done to improve.

Purchaser Function

The purchaser is the one that interacts with other organisations to guarantee that the
necessary goods and services are provided on time for production to start. Subsequently, the
purchaser’s role is essential for a company that wishes to succeed since more than half of
companies’ turnover is spent on supplies.

There are two types of purchasing the strategic sourcing and the operative procurement.
The first is related to supply planning, supplier selection and contracting, while the second is
about material ordering, expediting and paying (Schiele, 2019). Colep CP has these two types
of purchasing. The first one is made by the Procurement department, whose function will be
explained in the following subchapter (3.2.1). The second purchasing type is the one made
inside the Supply chain area, and the Purchasers main functions are as follows:

Contribute to sales and operations planning;

Create forecasts and make them visible to suppliers;

Perform material requirements planning;

Align demand with sourcing activities;

Place orders on suppliers based on demand;

Schedule the orders deliveries and guarantee all documentation is issued,
Identify shortages in suppliers and search for alternatives to mitigate risks of
failing production;

Logistics Function

Logistics in the supply chain is related to the inbound and outbound movement of raw
materials, components and finished products. Therefore, this area includes all the inbound and
outbound processes to and from warehouses as well as reception, dispatching and storage
procedures, including the issuing and analysing of all the documentation necessary to expedite
and receive, respectively (Zijm et al., 2019).

Considering the previous paragraph, it must be highlighted that the logistics area is
complex, with many manual tasks associated with the flow of materials and goods. Due to that,
the number of employees in this area is higher than in the other areas, and employees have
different roles implying more levels in the organisational structure under this area. However,
this area is not the main subject of study in this project, so the following main functions are
related to the logistics managers and coordinators:

Coordinate inbound and outbound shipments;

Provide input into logistics, transportation, and distribution strategy development;
Manage transportation documentation;

Schedule operational tasks, such as receipting, picking, packing, and shipping;
Balance demand management with capacity;

Supervise the warehouse operation from unloading of inbound shipments to
picking and staging of outbound shipments;

e Assist in maintaining the security of the warehouse.
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e Ensure the optimal utilisation of space through warehouse consolidation;
e Assure the integrity of the inventory and assist in conducting physical inventories;
e Support the warehouse Key Performance Metrics (KPI);

3.2.1 Departments involved in Supply Chain Process

Supply Chain is a department covering multiple areas that help to make the production
process happen. However, this department does not work alone to achieve the standards that
Colep CP and its customers defined. It needs other departments’ support to deliver the best and
supports other departments in which, and without SC’s support, the work can not be done
correctly. Some of those departments appear in the following sub-chapters as actors within the
SC processes and can have different roles. Such departments are:

e Engineering: It guarantees that Colep CP has the right equipment to produce.
Otherwise, they need to evaluate with suppliers what improvements can be made
in machines or check new possibilities market offers related to more effective
machines or equipment to try to achieve customers’ desires while always
considering Colep CP’s budget and goals.

e Operations: This is the department that works closest to SC because, after the
Planner’s weekly production plan, the Operations department is responsible for
scheduling the daily production based on indicators such as OEE and keeping SC
informed on production status. Moreover, in case of appearing problems that put
production at risk, it is this department’s function to work on the best solution, so
production does not stop.

e Technical: It is responsible for specifying, by working closely with customers,
some characteristics products need to surpass customers’ wishes and fulfil
international and Colep CP’s standards. Moreover, they are responsible for the
trials that need to be done in order to start producing. Logically when a line is
stopped due to trials, it cannot produce customer necessities, so the Planner must
know when and for how long trials will occur, in which lines and what materials
will be necessary.

e Quality: This department ensures that everything that enters is inside and
ultimately leaves Colep CP is accordingly to the quality standards defined. These
standards are very demanding since most products are cosmetic ones, so if
something is not ok, the consequences are indeed inflicted on the customer.

e Service Management: Three functions constantly interact with the SC team in
this department. The Project Managers are responsible for implementing the new
project until the first production. Only then the production plan responsibility
passes to Planners. However, to keep going with production after the first one,
Planners must have everything available and planned, so communication with
Project Managers is crucial.

There is also the Account, and Key Account Managers that deal with financial
activities associated with each customer, from invoices to prices passed to the
customer.

e Continuous improvement: The role of this department is to continuously
question how things are being done and why, what are the advantages and
problems inherited and afterwards work to have the correct answer. They are
responsible for continuously finding the best solutions to improve employees’
way of working, companies’ metrics, and the positive impact of everyone’s
actions.

e Procurement: The department responsible for guaranteeing Colep CP has a
reliable and efficient supplier network. They must search for which supplier offers
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the best components or raw materials, at the best price, with the highest quality,
on time and in the quantities requested.

e Sales: The commercials inside the sales department are responsible for selling
Colep CP’s products and services, based on plant capacity and availability, in the
market so new projects and new customers can be achieved.

3.3 Analysis of Supply Chain Processes

To analyse the processes more deeply, the company’s process map was created, which
provides a vision of all the processes described in section 3.3.1. Then for each process,
correspondent responsibility matrices and process sheets were made showing the existing Micro
processes inside each main process and the actors relevant to those micro processes
(Attachment B).

This analysis allowed to know which processes and the Micro correspondent processes,
Customer Services, and planners intervein directly and their role inside those phases. For some
of these micro-processes, it was necessary to have more detailed information, so a swim lane
model was created and then analysed.

The detailed analysis of the swim lanes tasks highlighted which tasks could be improved,
which followed a team discussion to define the steps necessary to achieve the improvements.
These opportunities were, in some cases, the standardisation of procedures in the Portuguese
and Polish units and, in other cases, the automation of tasks that were performed manually and
were very time-consuming.

In this chapter, there are three sections. Section 3.3.1 presents the company's global
process map in detail. Then in the 3.3.2 and 3.3.3 sections, it is presented as an example of two
responsibility matrixes for the following processes: Creation of new Customer and Delivery
Address Codes; and Upload of New Orders Plan.

3.3.1 Main Processes of Supply Chain

As previously mentioned in chapter two, the approach followed during this project
which consists of mapping the processes inside the SC department, is the best way to
decompose a complex system into several simpler subsystems that can be analysed separately
and more attractively visible, allowing stakeholders to quickly identify the workflow necessary
to create value for the customer.

Even though the processes that must be analysed in detail are for the customer’s service
and planning area, to better understand the workflow that triggers the processes in these areas,
it gets relevant to represent the main phases of the SC department. For that, a Process Map
(Figure 3.7) was made to identify the main phases of the processes inside the department.

However, some considerations must be well-thought-out before analysing the main
phases in more detail. The first is related to the timeline represented. This timeline was made
to know when it starts and ends the primary phases. Additionally, it highlights the phases that
depend on each other, meaning that when two phases are in the same horizontal line, the trigger
to start the next phase is the end of the previous one.

Moreover, the phases that are in parallel are the ones that occur at the same time. In an
era when demand gets more volatile and uncertain, and customers get more demanding because
they want the products made with a minimum cost, with high quality and in the shortest time
possible, it is important to have fewer dependence processes between them. Thus, in figure 3.7,
it is possible to see that some phases are parallel, which means they are being executed
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simultaneously. The phases represented in dashes are those not executed by SC but need SC
support to be executed and conducted effectively and efficiently.

Furthermore, the main phases were classified as Core, Management or Support. Based
on the explanation given in chapter two for each possible classification, most of the processes
were considered core processes. Without these processes, no value is added to the chain since
they are directly related to the product's creation, development, and delivery to the customer.
Then, it was identified two support processes that help to add value to the core processes.

Finally, there are multiple management processes inside the department. However, only
was considered the ones related to the areas under study.

Supply Chain’s Process Map

° Core Supply Chain Management )
I
° Management

l Planning Management

|
@ .
5. Materials | 6.Materials \J
Purchase Reception | Customer
E | o WareHouse
: I- Production 7.Expedition OR
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I e
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|
|
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Incoterms

Figure 3.7 — Supply Chain Process Map (own source)

In a brief description, the workflow inside the SC department starts with the
implementation of a new project. A project can be a new customer, a new product for an existing
customer, or improvements in products already being produced. For example, if a customer
wants to produce an aerosol in a smaller can with a smaller diameter, it originates a new project.
During this phase, it is necessary to collect or actualise the customer information and the
addresses for which products are going. When all information, documentation and technicalities
are defined, and in the ERP system, the customer can send the file with the orders they demand.

When a customer with a customer service allocated to him sends a new plan with the
orders they want within a timeline, customer service will analyse the plan given by the customer
and upload the plan in the system.

Afterwards, the planner will analyse the possibility of producing the orders on time and
in the quantity demanded based on materials availability and plant capacity. If confirmed, the
planner informs customer service, who in return informs the customer.

Then it urges the need to let purchasers know what orders were confirmed so they can
buy what is necessary to make the orders. They scheduled delivery dates based on warehouse
availability and suppliers’ lead times. When inside Colep CP, the warehouse team is responsible
for receiving the goods (e.g., raw materials, cans) and storing them in the appropriate places
after a quality check-up.
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Forehead, every time an order is produced, it is necessary to have the product available
to fill in the lines. For that, the warehouse team must collect from the warehouse and deliver
the corresponding necessary materials in the pre-weighting area. Then they must transport other
production components such as cans, valves, caps and others to the supermarket area at the
beginning of each line. Without these deliveries from the Warehouse team, production cannot
happen.

Finally, when finished goods are ready, they are placed in the appropriate space inside
the supermarket. The warehouse team is responsible for automatically picking up the goods and
storing them in the locations by SAP. Forwards, customer service schedules a day for the goods
to be loaded and sent to customers.

3.3.2 Creation of New Customer and Delivery Address Codes

At the same time Project managers start and implement a new project, customer
services’ have the responsibility of collecting all customer information’s, validated it and make
sure it is available in the system after passing this information to the data base team. The
Responsibility Matrix for this Main processes was made as in Figure 3.8.

Main Processes 2. Creation of New Customer and Delivery Address Codes
Negotiate all the Define with the Insurance . :

Main Activities information needed for Validate Company the Credit CCC‘tHQCt (geattlon of Creation CrDe;:}non of
the Service Level VAT Insurance allocated to the || . SUstomer e of ISA E U
Agreement (SLA) Customer information Group Address codes

i E

Customer

KAM and AM

Project Manager

Financial Department

Customer Service

Actors

Service Management

Supply Chain Manager

Vice President Sales +
KPMG

> > rem
o
o
—®
>

Plant Manager .
Technologic support Excel Email ) Email SAP Email Eman
Email Internet S <P Email Excel AL,
Database Database
Approved SLA Validated Approved Credit = Customer Customer Approved +Delivery
VAT Insurance allocated to information group ISA Address codes
Output Customer in SAP Created created
=150.M014.1 +150.M006.1

Figure 3.8 - Responsibility Matrix for the process: Creation of New Customer and Delivery Address Codes (own
source)
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3.3.3 Upload New Orders Plan

Main Processes 3. Upload New Orders Plan
Creation of Custf)?::f;tplan Upload New Plan Save Plan in SAP
Main Activities Customer Plan F P Ca Analyse Plan and inform the
. so it can be read in SAP
Name in SAP Planner
by SAP
Customer
H
S Customer
o
bt Service ® ® @
Planner
r . Excel .
Technologic support Email i Email
SAP Excel SAP: ZPLAN_UPL SAP SAP: ZPLAN_UPL
New Customer Excel file with Mew Plan in SAP Plan Analysed Email to planner
Plan name customer plan confirming that
Outpuk; created in SAP name new plan was
_______/-—_ .._____/—_ -__._,..-/—— -___.--"-—-—_ saved in SAP

Figure 3. 9 - Responsibility Matrix for the process: Upload New Order Plan (own source)
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4 Improvements Implemented and the respective Results

The analysis of the models after the as-is survey allowed us to identify several
improvements, many of which were implemented as part of this dissertation. In the following
sections, we will describe some of these improvements. In the appendix, we list all the
implemented improvements.

4.1 Uniformization of models Portugal and Poland

4.1.1 Problem explanation

Analysing the swimlane model of the plan confirmation by the teams allowed us to
establish different procedures between both teams. While in Portugal, the plan update was
automatic, in Poland, there was a sharing of excel files.

oy —— 1
" plan = Export confmations -

Planner [ZPLAN_GNF) —» Update plan Send confimation | Hr"Expedilion"nl
communication S confirmation fil |_’ file to Customer v (€5 )
" Consult code ="

(MDD4)

4.1.2 Implemented solution

The customer service team detected some errors when they were confirming the plan to
the customer.

To keep you updated, some changes were made by the iCS team regarding Zplan_CNF.
ICS improve this transaction by adding a new line after the backlog line. This new line reflects
all comments made in the field Deviation Text that are fulfilled by planners when it is necessary.

This change was made so customer service team does not have to go inside MDO04 one
by one to now the Reason for Deviation (which requires much time when they have plans with
many codes).

So, with this development, the error detected more than once is this: The Deviation Text
field does not match the Reason for Deviation in transaction MDO04.

Example: The Deviation Text says that the deviation is due to Material 61-17282, that
will only be available in W29. However, the field Reason for Deviation is written 002 which
means that the deviation is due to Line capacity.

After checking, the real reason of the deviation it is due to line capacity, meaning the
field Reason for Deviation is correct but the Deviation Text field it is not and it has to be correct
because in the transaction Zplan_CNF the field that appears is the Deviation Text .

Like this the information is in the system available for everyone.
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The planners who used to work with excel files don’t have duplicated work because,
SAP is the only place to be fulfilled by them.

Customer Service team does not need to check one by one the reason of deviation.

With this change, confirmations must be done in SAP, meaning that Planners fulfil
comments inside production orders. CS will extract confirmation from SAP by using zplan_cnf.

This improvement was already tested and it is working well.
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5 Conclusions and perspectives of improvements

An overall analysis of Colep CP’s business processes was carried out and in deep
analysis of the sub-process in which the Customer service and planning units are most directly
involve. The results of this analysis were shared with the company's teams from Portugal and
Poland. From the teams’ discussions important opportunities for improvements were identified.
As described in Chapter 4, those opportunities were successfully implemented in the context of
this dissertation. Chapter 4 describes two improvements, whereas Attachment C presents
information on other implemented improvements.

These improvements have already produced positive results that translated into
significant efficiency gains.

In addition to the improvements described in this document, others have been identified
and are expected to be implemented in the upcoming months.
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Attachment A: Additional Information

Our Packaging Formats
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Figure A10 — Attachment A: Packaging Formats existing in Colep CP (Colep Consumer Products,
2022)
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REQUEST TO DATABASE

Page: 1of 1

Warehouse Master Data

Revision: 1
Data: 07.11.2019

Request to: |2 Creste new SAP code prda'beeu'stthAPcude:

*

Requested by: Request Date; |
Sales.Org.: *
Central Data
*
Warehouse Name:
* Search Term:
*
Street / House No.:
District:
* Postal Code:
* City:
Region:
* Country:
* Communication Language:
Contact Person:
Contact Phone Number:
Local Data
* Account Assign. Group:
* Tax Classification:
* Assign to Customer Code:
Warehouse SAP Code: |

Created/Changed by:

Date: |

* - mandatory data

Remarks: |

I50.M006.1

Figure A1l — Attachment A: Form 150.M006.1 — Warehouse Master Data
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REQUEST TO DATABASE Page: 1 of 1
Revision: 1
Customer Master Data Data: 07.11.2015
Request to: [ Create rew SAP coce D Update exdsting SAP code: *
Requested by: RequestDate: | |
Ci [ Sales.Org.: *
Central Data
*|
Customer Name:
* Search Term:|
y Street [ House Mo.:
Districk:
¥ Postal Code:
*| City:|
Region:
* Country:
¥ Communication %95:
Phone Number: |
Fax Nurmber: |
*| WAT/TAX Number:
CNPJI Number{BR):
State Tax Number|BR):|
Municipal Tax Mumber{BR):
Contact Person:
| Contact Phone Number;

Local Data

Key Account Manager

H B W W W W
g
5‘

[« SAP Code:|
1 Created/Ch 1 by:|

[ st | |
Financial Data
* Contact for payment:|
*| Position:
* Phone Number:| |
Fax Number: |
¥ E-mail:]
*¥ Bank Name:|
Bank Address:
* SWIFT ||' BIC CODE:|
* TRAN | CLABE:
* Credit Ins. Lmi:
¥ Credit Inform. Date:
¥ Credit Limit:,
Created/Changed by: | | Date: |
*- data
Remarks:

150.M014.1

Attachment A

Figure A12 — Attachment A: Form 150.M014.1 — Customer Master Data
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Figure A13 - Attachment A: The Incoterms are a set of 11 individual rules issued by the International
Chamber of Commerce (ICC) which define the responsibilities of sellers and buyers for the sale of goods in
international transactions (International Chamber of Commerce, 2022).
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Table1 Approaches that Build Real-Time Supply Chain Resilience

Supply Chain Mapping suppliers will help both in identifying vulnerabilities and in mounting a quick

Mapping response to disruptions. To maintain a competitive edge, supply chain leaders need
to leverage emerging technologies, beginning with the use of analytics to enhance
anticipation and response.

Develop Agility Even the best planning may not be enough once a crisis strikes. Responding to rapidly
changing market conditions and needs during a disruption will require agility in planning, on
factory floors, in product innovation, and in customer service. Companies that can quickly
pivot into adjacent or wheolly different industries will have a competitive advantage.

Collaborate with A company's resilience often depends on the resilience of its suppliers. Larger firms can

Suppliers help suppliers collaborate owver joint stress tests and contingency planning. They can
also help suppliers, some of whom may be small or medium enterprises, to stay solvent
in a crisis by honoring contracts and helping suppliers maintain liquidity with tools like
reverse factoring. Buyers who are supportive partners to their suppliers typically benefit
from enhanced visibility of upstream supply chains, early warning of potential risks, and
preferential treatment during a disruption.

Build supply chain A commitment to resilience needs to be integrated into supply chain management, with

risk management buy-in from corporate leaders and a risk-aware culture. Mature organizations prepare

maturity far disruptions, updating business continuity plans and conducting regular scenario
analysis to create greater understanding of vulnerabilities and hidden risks in their
supply chain as well as to enable more rapid decision-making in the face of disruption.

Shore up financial A fundamental aspect of resilience is the ability of company finances to absorb a shock,

resilience a point made clear by covid-19. Facing looming demand uncertainty with economies

locked down around the world, many companies are building up their reserves to
weather the storm. Larger firms may have the clout to increase their financial resilience
at the expense of smaller suppliers, but they will need those suppliers to be healthy
when demand returns.®

Era of Turbulence, 2020)

Figure A14 — Approaches that Build real-time Supply Chain Resilience (Supply Chain Resilience for an

Table 2 Approaches that Build Strategic Supply Chain Resilience

Learning

Firms must learn from the supply chain disruptions which they and their peers
face and apply the lessons to strengthen their tactical and strategic capabilities.
After recovering from a disruption, it may be tempting to return to business as
usual. Although conducting a root cause analysis, adapting existing processes, and
implementing changes require resources and bandwidth, they can be important
investments in resilience to be recouped over time.

Commit to mitigating

Companies should expand their risk horizons and develop awareness of their strategic

and tackling long- vulnerabilities and exposures. They might use methods including trend analysis or

term risks scenario forecasting to anticipate how macroeconomic shifts or a transition to a low
carbon economy might impact them. Companies can set targets for their supply
chains with regard to waste recovery, recycling, greenhouse gas reduction, or other
key indicators of their environmental and social impact. Goal-setting is not enough
- companies should collect and report the data they need to regularly assess their
progress towards their goals, including scope 3 carbon emissions.

Manage dependence This starts with assessing the dependence of key suppliers on natural systems and

on ecosystem resources, such as forests or groundwater, and understanding their exposure to

services risks associated with environmental degradation. Steps can then be taken to reduce

dependence or ensure sustainability.

Build long-term

Strong relationships with supply chain partners are key to remaining competitive, as

supply chain businesses work to adapt to strategic risks. In addition to joint innovation and supplier

partnerships development programs, this can involve supplier collaboration for circularity, and
support for suppliers to access finance and expertise in order to invest for resilience—
whether by adapting or moving physical infrastructure, or decarbonizing to minimize
reputational damage and future carbon costs.

Collaborate Addressing strategic risks affecting supplier communities often requires multi-

externally stakeholder collaboration, including pre-competitive collaboration to raise standards

and lobby governments for better regulation or enforcement. The transition to
circular business models, which include making use of waste streams as inputs and
reverse logistics to enable product takeback, relies on productive partnerships within
and across sectors as well as educating users about their role in building circularity,
sustainability, and resilience.

Era of Turbulence, 2020)

Figure A15 - Approaches that Build Strategic Supply Chain Resilience (Supply Chain Resilience for an
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Benefits of BPM for the

Enterprise

Clear ownership
for continuous
improvement

Agile response to
measured
performance

Performance
measurement
benefits cost and
quality

Monitoring

improves
compliance

Visibility,

understanding, and

change readiness
improve agility

Access to
information

simplifies process

improvement

Assessing process

costs facilitates
cost control and
reduction

Competence,
consistency and
adequacy

Sustaining the
knowledge

Customer

Improved
processes will
positively impact
customer
satisfaction

Mobilizing staff on
stakeholders
expectations

Keeping control
oncommitments
to the customer

Management

Making sure that all
the activities
realized along a
process add value

Optimizing
performanceall
along the process

Improved planning
and projections

Overcoming the
obstacles of
departmental
borders

Facilitating internal
and external
benchmarking of
operations

Organizing alerts
levels in case of
incident and
analyzing the
impacts

Actor

Security and
awareness for
actors

Better
understanding of
‘the whole picture’

Clarifying the
requirements of a
workplace

Defining precisely
the appropriate set
of tools for actors

Figure A16 — Benefits of BPM for Enterprises, Customers, Managers and other actors (Association of
Business Process Management Professionals, 2013).



Attachment B: Processes RAS matrix and Fact sheets

RAS Matrix: Process 1
Main Processes 1. Start a new Project

| Main Activities | | Management and implementation of the New Project

Project Manager

Customer

KAM and AM

Technical Department

Customer Service

Engineering

Actors

Planner

Supply Chain Manager

Purchaser

Procurement

Operations

Technologic support

| PMTool | SAP | Database | Email | Excel

*Open codes in SAP = Trials effectuated *Product Qualification Protocol
Output -Lines Validated +Materials chosen «First Production Report
*Planning of Capacity and Materials »Product Specifications attributed

until the first production done

. Responsible . Approve A Support

Figure B17 - Responsibility Matrix
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RAS Matrix: Process 4

Main Processes 4. Planning New Order Plan
- Contirm New
N iy S UE‘:\:U Analyse New Order Analyse New qur:tgr‘%llﬁ:r Order Plan in Confirm
Main Activities Order Plan based on Order Plan based buy to SAP and to Plan to
materials availability on Capacity Customer Customer
Plan Purchasers A
_NICe
Planner —‘ * ‘ ‘
Purchaser
Customer Service '
g Project Manager
k3]
< .
Technical Department
Engineering
Supply Chain Manager
Operations
Technologic support Email Excel
SAP SAP Email
Plan Analysed Email with the Mew Order Plan Email sent
Plan list of materials confirmed to the
Uploaded sent . customer
confirming
OUtpl‘It the new
y
- —_

Figure B18 - Responsibility Matrix

RAS Matrix: Process 5

Main Processes 5. Materials Purchase
i Inform the
q Update delivery .
. g A Purchase order’'s ' Planner if
Main Activities MRP analysis creation Contact Suppliers || date fg:dF;l:;Chase materials will be
available or not

Purchaser ' .

o
2 .
(%]
g Supplier
Technologic support SAP SAP Email SAP Email
smartphone
Analysis Made Purchase Orders Planned Delivery Delivery Date in Email to planner
Output Created Date SAP updated confirming
p e —— | materials delivery
date

Figure B19 - Responsibility Matrix
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Produto Acabado no Supermercado

Produto Acabado no Armazém do Cliente

Phase or main acl

ty

Transporte do Produto Acabado do
supermercado para a zona de Produto
Acabado

Operador de Armazém

Controlo de Qualidade ao Produto
Acabado

Qualidade

Transporte do Produto Acabado da
zona de Produto Acabado para as
racks no Armazem

Operador de Armazém

Pedir os camides necessarios a
expedicdo do Produto Acabado

Operador de Expedicdo ou
Customer Service

Descarregar o Load Plan.

Operador de Expedicdo

Transporte do Produto Acabado para o
camido

Operador de Armazem

Inputs
+ Palete de Produto Acabado

Figure B20 — Fact sheet

Outputs
+ Despacho
+ LoadPlan
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g : Abrir a ficha de cliente & Dados Aprovados : am sistema e Arranque
g & preencher o respetive Farm . : da Prajeta
e 5 NAD .
E .
]
z - / ,( )
o ) SIM .
] <
i . :
§ I :
= H :
= :
g
£
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§ Processa >
7
[
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Figure B21 — Customer Creation Swimlane



Attachment C: Improvements

Repons Current SAP wransactions used Frequency Description
fina Soares | Aesount Manager! Stack we have indaars far custamer
Stack Survey MDD Escel = Spot materialz and stock related to Purchase
arders in suppliers
Stock we have indoors far custamer
fna S Iyt £ [ !
Stack Survey 12 JuAres [ Awmaunt Hanagen Spot materialz and stock related to Purchase

MOOHEmcel

orders in suppliers

CQuantity and batch numbers repart

Prepared uzing Excel by Pawel Szostek.

Meeded after production that is planned

MNeededto create Delivery Motes by

Kaufland requires those numbers to

) - . o ;
SSCC labels :;stpazzfg?;iloinp to suppart it but it is on spo identify the pallet.
Upaon custamer’s request ar Stock we have indoors far custamer
Stock Survey File received from Planner cancellationichange of materials and stock related to Purchase
componentsllack of demand orders in suppliers
[Mane
fina Soares | Aocount Manager Stack we have indaars far custamer
Stack Survey MDD Escel = Spot materialz and stock related to Purchase
orders in suppliers
SeeforFinished goods what was
Spend Report VFOS Manthly shipped and prices
Stockage File received from planner Manthly manths ar above of stackage is
L "y
CTP Repan mbS1 weekly and Manthly Whatuas crder and confimed o
customer vs what was produced
fina Soares | Aecount Manager! Stack we have indaars far custamer
Sitock Survey MO0 Escel = Spot materials and stock related to Purchase
arders in suppliers
The cost of pallets chep are not
included in the Finished good price and
Pallet shio - Invoi Evel Quarter] every 3 months this report is sent to the
allet ship = nvaicing HEE artery customer with the number of pallets that
were shipped and to where they were
shipped so then invoices can be made
The stack we have indaars for custamer
Ars S A M . materials and stock related ta Purchaze
Sitock Survey MBaDql:-i'_:aresl oMt Flanagern Spat arders in suppliers (rormally the
HEE customer asks for this report when the
code is cancel]
Stack we have ind far all material
Stock Feport Expirg date Z5TOCK_SLOWMOWVERSIMOOHE scel Manthly st we have nooars for almarenats
plus the expiry date
Line capacity and volumes allocated ta
CwO Anz Soares ! Zprod_planExcel Marthly the custamer vz volumes allocated o

ather customers

Left aver report

MO0, wid, z=d_inv_cond, MMO3, Is26+
stack cans

It depends form new project, custamer
request [zpat repart]

Leftower [quantity and value]

Farecast transportation Demand

MD04, 126, zoust_stackpal

weekly

How many trucks were planned per
week and destination [this report tries to
avoid truck delay)

Figure C22 — Reports Examples
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1.Remove Bulks Instructions
Copy sap information for sheet Complete Data. The layout must be the same
1 as in the sheet Complete Data
2.1.Filter Component 2.2.Filter Material ) Copy data in sheet Complete Data to sheet Aux. Like this you will always have
originl data in sheet complete data
3 Push the Buttons in this sheet in the order indicated

3.Remove Blank Cells 4 Go to sheet Data and check column P (If theres is check confirm material in sap)

4.Remove Codes 51

5.Remove Dummys

6. Remove 92 e 94

7.Where Used?

Figure C23 — Macro created to automatize reports

9
FICHA DE MELHORIA - CI54.M000.2 )
-M0oo. ) ONE
Nimero: 3 Datainicio: 01/10/2022 Data de implementago: 11/10/2022 Responsavel: Raquel Pinho
Area:
Problema
. . €) Resultado d) Resultado
N a) Forecast enviado pelo cliente b) Conversor - pretendido
0O conversor da Angelini ndo estava a funcionar corretamente . ) , — — | m 38 |3155569 02321 33,000
uma vez que, ao converter a data na semana correspondente, 3 : :z}‘; ,}z;;:‘; 6’}3 20
em alguns casos dava a semana incorreta. Para além disso, 61 |36510 "ozane 11680 ::
existia a necessidade de o conversor considerar @ semana w a2fuesu ome e Pe
anterior a pedida pelo cliente, ja" que, @ semana pediEla peIE . % = : ;}ﬁ:; r)z;;' ;;z ‘3
cliente neste caso corresponde & semana de expedicdo e ndoa | «< u 653162510 30235 11680 6
da produgdo. 6 |n162s10 ozsze 31680 20
n el
(Causa: —_—
Falte de ajuste do conversor s novas necessidades. a) Novo conversor e @respetiva férmula b) Resultado
8 c ] 3 F 6 H ) K pretendido
1 Before | | After
= 2 [Data di consegna Quantita schedulata Materiale Data di consegna Ouantith schedulata
I : i "
[Solucdo: ; . w ® 2023058 23000 Tamsa1y 202320 33000 ¥ - 20
O conversor anterior para além de no funcionar devidamente, | 5 & 1 31680 Tharsdss 202241 31680 ;‘,’t'}wx:‘ﬂ‘,::i";"_”*‘”“’“"'“' o 2
Ifoi criado através de macros no Excel e, uma vez que essas 3 :i ::x ,Sﬁxz i:ﬁ:: ;::S 1] VEAR{BZ}S(WEEKNUM{B2}-1]) :
macros ndo estavam ajustadas de acordo com as necessidades | O S18m Tansass 203503 0 s
presentes e por forma a tornar o conversor uma ferramenta 6 20230321 31680 Thamsass 202311 31680 1
mais simples e intuitiva para o utilizador, a solucdo encontrada 6 2023-04-24 31680 :ﬂmﬁﬁi 202316 31680 16
para o novo conversor é apenas uma férmula do Excel i Xens 00 (005 Do £2300 L
desenvolvida de acordo com o requisitado pela customer service.
Ferramenta: ONE Diario| 55 e GV Projeto|
Lider | Raquel Pinho Equipa Radquel Pinho + Mariola Luczak
Figure C24 — Development of converter
FICHA DE MELHORIA - CI54.M000.2 ONE
Nimero: 2 |Data inicio: 01/08/2022 Data de implementaca 01/10/2022 Responsavel: Raquel Pinho
Area:
[Froblema
Esta transacdo € utilizada pelas customer services com o intuito de PlamUNILEVEMCUPI{‘H'sz
confirmar o plano 2o cliente apds a confirmaco das planeadoras. Mg Tetobree o need teies T W= 820 W 4420 W 45200 WARED 412000 W L2002 W 82602 WSR2KE2 W SL0 WL
[Contudo, se por exemplo o plano tiver 10 ordens distribuidas por .
diferentes semanas,  a ordem 2 & 3 s3o desviadas por algum motiva, 3356 AF SICH0 200M. SF WIL PEAL SEN BSLED0S 6514500 28/1
na transaco apenas aparece o texto de desvio da ordem 2 e sem 1- P 32000 52000 %
indicacdo de gue o texto corresponde a essa ordem, o que implicava que| & PR — i
na confirmacdo do plano a customer service tinha de verificar £ i
manualmente para a ordem 3 gual a razdoe do desvio, Tendo em conta =g 3 - O Prod. Hao L)
[que um plano por norma tem muitas ordens e alguns desvios, desta 4 - Onders Plneadas
forma, a confirmaco de um plano era uma tarefa dificil. 55
[Causa: 6~ Bacideg
Falta de melhorias no sistema face &s necessidades dos seu
utilizadores, tarefa manual tendo a probabilidade de originar mais erros,
tarefa demorada e pouco intuitiva, Plano:UNILEVER/CL3P/44.2022
Watra Tt breve e mateial Desis  Twe Wee Q12 WHAD WS WAGAO W ALAND WALKI WARQD W2 WELND  WRXR
Solucdo: ] ]EFS&C[‘JM?M.WS?‘H:W&I.NNI oo oooo GMe DO Do QM0 G0 D0 W R
A Solugdo encontrada por agora foi desenvolvida pela equipa do iCS em -% 1 0o 00 oMo 51000 000 000 000 236 00 0000
conjunto com a equipa da Supply chain e consiste no aparecimento de ] 2~ Orders e 00 B4ET2 ame 00 000 QM0 000 000 000 0,000
uma nova linha na transacio ZPLAN_CNF. Nesta linha aparece nocaso | o 3+ Orders Prod. B0 oo SN 00 0000 M0 0000 000 om0 B
e odctr, 2 s do deovi pora rdem crrescprent, Dt forna comman W0 W W oW W w0 o
butras transacies para verificar manualmente a razdo do desvio, uma §- Sk feeo oo Wx oMo opn o000 E.CCO 0o 0000 3.0:0
vez que, a razdo aparece directamente nesta transacdo. &~ g L OM0 bo ot a0 oo B0 om0 8000
7- Mt E5:14502 2810 02 112
Ferramenta: ONE Dia'riol Xl 55e le | Pmietol
Lider | Isabel Sousa Equipa | Isabel Sousa « Raguel Pinko « IG5 + Flaneamento « Customer Service

Figure C25 — New improvement in a transaction






