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Aplicacion Practica de la Gestion Por Procesos
Proceso de Logistica e Inventarios
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Aplicacion Practica de la GpP en Airbus Military
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2. Aplicacién Practica en el Area de Logistica e In

3.- Niveles de Madurez del Proceso

ventario
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1.- Introduccion

La Gestion Tradicional esta basada en:
® Agrupar Tareas Especializadas Similares.
® Agrupa cada tarea en Actividade s.

® Orientacion al siguiente Cliente y NO al Cliente Final .

La Gestion por Procesos esta basada en:

® Considerar a la Organizacion como un Conjunto
Sistematico de Procesos.

® Crear Vinculos de Causa-efecto.

® Orientacion al Cliente (interno /externo).
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1.- Introduccion

Modelo Tradicional

/ Funcion \ $

Funcién al |Funcion 3 H Funcion 4 Funcion n+1f | Funcion »

Funcién b| [Funcién 2 L Funcién 5 i
Wl [Funcién 1 i FuNcion n:
-

| a vision hacia el Cliente Final y sus Requisitos s e deterioran

Modelo de Gestion por Procesos
Funcion 1  Funcion 2 Funcion 3

- e S
- - -

Funcion 4 Funcion 5 Funcion n o
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2.- Aplicacion Practica en el Area de Logistica e Inventario

e El caso de Aplicacion Practica que aqui se presenta es el de Logistica e
Inventario .

e Los principales motivos para elegir este area como piloto son:

1. Las No Conformidades en las Auditorias Internas.

2. La falta de rigurosidad y organizacion , tales como, fallos,
descuadres de inventario, etc.

3. La baja cualificacion del personal, ademas de una alta rotacion .
4. Documentacion No actualizada

5. La posible externalizacion del proceso

« Para ello, se uso de la Matriz de Madurez que a continuacion se

presenta.
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3.- Niveles de Madurez de los Procesos

‘ Nivel 5: Optimized
: < | Objetivos establecidos en el proceso
Lecciones aprendidas

Mejora continua

Nivel 4: Measured

Proceso optimizado de acuerdo a VSM o equivalente
‘ | Competencias y habilidades gestionadas (formacién)
2 | Desempefio del proceso medido y controlado (KPIs)
Auditorias de Proceso

Analisis de Causa Raiz para eliminar las deficiencias
Gestion de riesgos de los procesos/subprocesos establecida

B

Nivel 2: Managed

|
‘ Entradas y salidas identificadas
' Suministradores y Clientes identificados

Documentacién aplicable identificada

En Proceso

Finalizado
S0S9201d J1od uonsas

Nivel 1: Identified

-
A \J—k ‘ Procesos operacionales identificados en AMOPM

Process Owners nominados
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Gracias por su atencion
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Nivel 1.- Identificacion: Dominios, Procesos Mayores y

Operacionales

Dominio || | Proceso Operacional "X | —|==8)

= — zt-'()
[ ——
AAC et el el A aadied e ak

Entrada / zalida de
elementos a partir

Entrega de
BRELOD del Proceso de componentes a
W= vane Prraters [t st Sl sremerd BiU_ Petarm Pight Fraacs iy Pignd Cpstmmarn, & Figeg Taala COmpras subcontratistas
MO%_1.1 Entrada / WOS_15 Entrega de
. Salida de elementos a componentes 3
WY Doy Lyl bl 17 \paeils g B winfindewr BN Ty ey Arwielamrin partir del Proceso de subcortratistas 1
compras 1

>— ) —

Recepcidn de partes Almacen Despacho de
subcontratadas MOS_1.8 Almacen 1 drdenes de
MOS_1.2 Recepeidn de fabricacidn a granel
‘—mFILL partes subcontratadss 1 MOS_16 Despache de
__I érdenes de fabricacién
ok Fiakate |y | wsiiie [ e AR Eleedtaiy agranel 1
igmrew Tad L Cwsvm
E2F Poygary & Lasrey Crarenes WA igyapeaiss Trop ey
—
JALIPPORT _ D
Y D0y & Gl e RECRATE T A
Hotad Duppo® Cantry Proceso recursivo
- Recepcion de de Fabricacian
AT, Mo Ot MO, Ry B Grdanes de MOS_1.7 Proceso
ey e Aarees: Doarwtesy produccisn Frebcursi\_;? da1
i ke B = [a—] abricacién
et e e | ey MOS_1.3 Recepoitn de
oo édrdenes de produccidn 1
—_—
S——— " B E
Clignte
MOS_1.8 Clierte 1
) BB -
Logistica Inversa
f MOS_1.10 Logistica Inversa 1
Inve
C 4

Proceso Mayor

SOURCE 1
B B

M_S0_00 Source Products & Components
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|dentificacion de SIPOC.

v'Supplier: Suministradores.
v'Input: Entradas.

v'Process: Documentacion, KPI's, ...
v'Output: Salidas.

v'Customer: Cliente.

Mediante la Ficha de PROCESO se
puede sintetizar el SIPOC del
proceso de Recuento , tomado como
ejemplo.

o

AIRBUS MILITARY

WERSION EDITORS DATE
PROCESS
SUMMARY ! Buthor b330M4 07 05.20M
Last edior, h33019

Process Mame: (MOS_1.9.1 Recugntos

fiespunalle: | Mombre v Apelidas del resnonsable

Dezcription

Elprincinal propasto de este proceso es loorar oue el o s  condable o bas exdatencias sean un epei. El equino responssble de
eate proceso dehe ser send al proceso de producion,

Dacumertation Origindnputs Outy1taDestiny
-PROS124 Gestion de Existenciss en Almacén |- Chisificacion ABC o las partes nvarishles - Regularizacidn o inventarios
-PROS3C Recepcion de materiales y servicios |- Necssiad de recuertos
-PROGIT Recuertos o sxdatencias en
almacenes
Process Performance Metrics
- Iniicartor o fiskilac en almacenes
%2 AIRBUS MILITARY
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Nivel 3.- Definicion

Continua...

Definicion y analisis de:
1. Interfaces
2. Mapa de subprocesos

3. Flujo de Actividades y KPI

1. INTERFACES
2. MAPA DEL SUBPROCESO

4. Optimizacionde Documentacion
5. Competencias y Habilidades

M_SO Wark Area
I Documents
DT Systems
o Cirganizational Che

Inspector de la
Calidad
Montadora

MI_SO_00 Sourc
MI_SO_01 Logis
M_SC_01.01 En
M_SO_01.02 Re
nM_SOr
nI_ SO
nM_so
MI_SO

01.02.01
01.02.02
o1.02.02
01.02 Re

M_SC_01.02.02

'F“P('a 1’“‘1"‘9 -F."iid"'gﬁ" SOS s "
ZAITRBUS MILITARY
e VR = fidiad TS “:”‘ M_SO_01.10.02 Logistica Inversa - Montador sin almaceén
Overview e M_ST 01.10 |Logistice Inwerss
=1 = Airbus Military WIP ;‘ @;
= £ SOURGCE

M_SC_01.03.03
MI_SO
nM_SOr
nI_ SO

M_SO_01.03.01
_01.04 Ok
__01.04.01
_01.04.02 ™

S OO Gestor de

almacen
{suministrador)

M_SOC_01.04.04
01.05 En
01.06 De
M_SC_01.07 Pr

M_SO_
M_SO_01.08 Cli

M_so

M_SO_01.08.01
01 .08 02
01.09 Al

M_so
nM_sSc

k=)
o]
-
)
]
o]
-
)
]
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-
)
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o]
=)
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-
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p=|
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o=rt st 5= =

=

a
i

ol

= et
P
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Nivel 3.- Definicion Continua...

. KPI'S

KPI: Indicador de Fiabilidad en Almacenes

Dascripclon Manitarizar la fiabilidad del inventario consecuencia de los
ajustes realizados tras los recuentos efectuados.

Periodo de reporte Mensual
Unidfad de medida g
Mivel 1

Hesponsable Responsable de Logistica e Inventarios

4. OPTIMIZACION DE LA DC

: EEGEEL DEGCH FEIGH
MATRIZ DE DOCUMENTACION DE PROCESOS 5 s
i B Enredien
DE LOGISTICA = TSR TS
Ervigor
FECHA 1* | REWISION FECHS FREWVISTA
CODIFICACION TiTuLO EDicion | wisenTE | STUACION] pRoy Revision

F ROS0O3E Tratamiento de hdgteral WMPT en d sistena SAF 01-02-105 I W 0.E.
P ROS05E Lﬁmem de Elementos con 5alida Automatica § Despacho al 01020 2 ER juli-0
F R O50E Tratamiento de Pates en ngpeccion 01-03-93 1 ER julio-09
EROR070 Tetamisnte da Elamantos con Tarpe dadda Limitada [TENTENS d A
M P22502 Tratamiento de Elementos con Tiempo de hda Limitada 20206 2 it 0.K.
PELEAL Logistica de-dmacerspor Radicfacusncia 42407 0 A
F RO51 208 Gestion de Existencias en Almacén 01-05-95 4 ER mayo-[8
P ROE13C Recepcion de Materales v Senicios 01-12-06 0 it 0.K.
PR OG14 Espediciones 01-03-5 - EFR junic-09
PR Amacergje v Control de entaio en Subcontratisas hontadores - - 3 octubre-09
F R L6 Gestion de Incidencias enlos Suministros 01-10-085 1 W 0.k,
P R A7 Recuanto de Existencias en Almacenss 01-07-[e 1 W 0.k,
PR3 Traamients de los alameenes no ligados a partes isicas 151208 0 Wt 0.K.
PR LE514 Traamiento de elementos blogueados en 54P 15128 i} W 0.K.
P RO xx hitigazion Inbermupsion continuada de AP P oitubre-09
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Nivel 3.- Definicion

5. COMPETENCIAS Y HABILID

1
G M_SC0_01.08 Jlmacen

-

% AIRBUS MILITARY

Supenisor de i Q m il “:m' M_S0_01 Logistica

Blocuesrtipo de Overview X

Supervisor de I
zlmacen ool 2 3

=129 Airbus Military WIP J

= -

recuentos

SOURCE

M_20 Worlc Area

Documents

i3 IT Systems
@] M_S0_01 Logistica

|5l Organizational Chart
=] M_SO_01 Logistica

@2 Processes
!] M_5C_00 Scurce Products & Components
B| M_S0_01 Legistica
é] M_5C_01.01 Entrada Salida de elementas 3
!'] IM_50_04.02 Recepcicn de partes subcontr:
é] I_5C_04.02.01 Entrega de piezas a traveés
é] M_5C_01.02.02 Entregas directas al monta;
é] M_5C_01.02.02 Entrega directa a destino fit
!'] M_5C_01.02 Recepcion de érdenes de prod

LOGISTICA

Recontador é] M_SC_01.03.04 Recepc?{:n de érdenss de ff Staffds Logitica SIEHUEILI:-;izi:e
é] M_5C_01.03.02 Recepcion de ordenes de fz
11 é] M_50C_01.03.03 Recepcién de ordenes de v | =+
E'] M_5C_01.04 Obra en curso
é] M_50C_01.04.01 Despacho de ardenes de Fz:
é] M_5C_01.04.02 Despacho de drdenes de fa
é] M_5C_01.04.02 CADOC - Entrada y salida de
&] M_50C_01.04.04 Ciclo de vida de la orden di
&] M_5C_01.05 Entrega de componentes a sul
Q] M_5C_01.06 Despacho de drdenes de fabrii
ﬂ'“| M_50_01.07 Procesc recursive de Fabrica ¥
£ | b
- ] i

Asociacion Definicién e Identificacion e f"}

de Roles a actividades

Mozo

. de Roles: organigrama  s.coeoo
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o1 4.- Medicic -~

Optimizacion del proceso: Mediante herramientas de Lean, tales como el
Value Stream Mapping , se pueden localizar Desperdicios y Opp
Proceso.

Formaciéon: Se han localizado necesidades formativas
* Herramientas como SAP, que permiten gestionar el procese
 Bulsqueda de documentacion.
 Etc,..

Revision de los Indicadores: El

detectar causas de variacion ep

Realizacion de auditorias Dentro del Plan Anual de

los KPI's permiten

Analisis de P ~Causas Raiz: Mediante herramientas como
Fish-bgp- alizado las causas de problemas cuya complejidad
es e

Gestic <iesgos: Para la gestion de riesgos se empleara el AMFE
(Analisis"Modal de Fallos y Efectos) y el NPR (N° de Prioridad DE

Riesgo) % AIRBUS MILITARY
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Nivel 5.- Optimizacion

 Objetivos establecidos: En la
asignacion de objetivos se tienen

en cuenta los KP/I’s.
 Lecciones Aprendidas:

v’ Segregacion correcta de
procesos. Actividades

core/no-core.

v Optimizacionlos procesos
eliminando los
desperdicios. Mejor Gestion

inter-funcional

v' Formacion del personal.

v' Documentacion revisada,
disponible y visibles.

v' Depuracion de los sistemas
de gestion.

v' No conformidades de

auditoria cerradas.

v' Enfoque mas orientado hacia
el cliente.

v' Estandarizacion de
procesos.

% AIRBUS MILITARY
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Matriz de Madurez Continua...

% AIRBUS MILITARY PROCESS MATURITY GRID

* Applicable for Operationat Prac

Identified Managed Defined Measured Optimized
Level 1 Level 2 Level 3

FIRST LEVELS IDENTIFIED ALL LEVELS IDENTIFIED PROGESS MAPPING [VSM OVERALL MAPPING

First levels (Operational Process and|(Dewn to level before activity flow diagrams) (Down to activity flow diagrams) Value Stream Mapping (or eguivalent)performed to ensure|Mapping of all activities performed in accordance with process

Subprocesses Level 1) identified in AMOPM. |identification of every process and subprocess included in the|Mapping of activity flow diagrams (down to the|process efficiency and effectiveness. design rules. Value Stream Mapping (or equivalent) performed to|
Operational procass before activities flow diagrams|maximum description level). The overall process is ensure process efficiency and effectiveness. Required controls|
deployment. modelated in ADONIS. along the process are defined and implemented.

PROCESSES BASIC PURPOSE INPUT/OUTPUT IDENTIFIED INPUT/OUTPUT IDENTIFIED RISK ANALYSIS PROCESSES DETAILED PURPOSE

Basic purpose of processes above defined. | (Down to level before activity flow diagrams) (Down to activity flow diagrams) Risk analysis on standardized process descrigtion performed. Process purpose is clearly defined, shared and agreed by all
Input is a data or physical product to be transformed by a|All Inputs and Qutputs identified and included in Mitigation plan exists and their results are included in stakeholders. Deliverables are described and compliant with|
process, sub-process, activity or operation. activitity flow diagrams modelated in ADONIS. standardized process description. customer specifications and company standards.
Output is a result identifying the transformation with added
value of the input by a process, subprocess, activity or|
operation.

APPLICABILITY MAIN REQUIREMENTS IDENTIFIED KEY INTERFACES IDENTIFIED INTERFACES IDENTIFIED

Applicable Programmes: M&L,P3, Airbus List of the main conditions applicable to the Operational (Down to level before activity flow diagrams) (Down to activity flow diagrams)

Derivatives, A400M, All programmes. process. Key Interfaces: key AMOPM procass which interact with. |All Interfaces with other processes identified and implemented

in ADONIS.

SCOPE

Starts with and ends when

LEADER AND TED P WORKING TEAM WORKING ENVIRONMENT MAPFING SKILLS & COMPETENCES MAPPING WORKING T EMPOWERMENT

Operational Process Leader and Subprocesses|- Process Leader identified (Down to activity flow diagrams) Mapping of skills & competences done for standardized process. |All process roles & responsibilities are described, empowered and

Owners Level 1 nominated. - Quality Manager identified Map of performers and roles associated to activity flow |lob description related to the standardized process are in line communicated (owner, operators, PMT,...). All process
- Process Operators ide ed diagrams modelated in ADONIS. with agreed accountabil 3, validated by operational manager &|stakeholders are clearly identified and nominated.

HR. Process roles & respons
the process efficiency.

ities defined with an aim at opf

Organization

SUPPLIERS & CUSTOMERS IDENTIFIED SUPPLIERS & CUSTOMERS IDENTIFIED STAFF OBJECTIVES LINKED OBJECTIVES CASCADE

(Down to level before activity flow diagrams) (Down to activity flow diagrams) Individual objectives to support a standardized process|Process objectives are cascaded from process owner to process

suppliers and Customers identifiad and associated to the|all suppliers and customers identified and associated to|definition cascaded into the network. operators via agreement of lacal management and reviewed under

processes modelated in ADONIS according Inputs/Outputs.  |the processes modelated in ADONIS. the responsibility of the process owner.

Y CAMBIAR EN FICHA

DOCUMENTATION LINKED TO THE PROCESSES|DOCUMENTATION MAPPING DOCUMENTATION IMPROVEMENT DC TATION OPTIMIZATION

IDENTIFIED (Down to level bhefore activity flow|(Down to activity flow diagrams) Documentation for the overall process cleaned-up (avoid|Process documentation supports the harmonization, is available at|

diagrams) Map of documentation assaciated to activity flow|duplication, delete absolete documentation...). the wark place, up-to-date, centralized, aligned with requirements.

List of documents directly applicable. Procedures, records and|diagrams modelated in ADONIS. Procedures, records|Legacy documentation cancelled and standardized process|The documentation is consistent, structured, streamlined and

other relevant document to the processes. and other relevant document to the processes. documentation. understandable by process operators.

IT SYSTEM LINKED TO THE PROCESSES IDENTIFIED|IT SYSTEM MAPPING IT SYSTEM OPTIMIZATION SKILLS & COMPETENCES OPTIMIZATION

(Down to level before activity flow diagrams) (Down to activity flow diagrams) Mapping of IT tools streamlined and aligned with standardized  (Skills & competences needed to perform the process are described,|
Referential List of IT tools directly applicable. Map of IT tools associated to activity flow diagrams process. profeciency level mapped in catalog. Reguired skills are defined

modelated in ADONIS. and rated (as building blocks ready to be included in job|

descriptions). Training needs identified based on competence
actual assessment.
DATA RECORDS
All documents/data to be recorded are defined, recorded|
accordingly to requirements, period of time for record defined,)
conditions of record / archive, retrieval and confidentiality defined|
and implemented.

% AIRBUS MILITARY
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Deployment

P NETWORK A
Process network aware of process management guideline
{possible training sessions).

COMMUNICATION PLAN
Communication plan is ready to support standardized
process.

COMMUNICATION PLAN IMPLEMENTED
Communication plan is implemented.

TION PLAN A LISHED

Communication kit is ready, communication plan is implemented,
key messages & accountabilities regarding the process are|
understood by relevant stakeholders {as mapped per process|
owner) and easily available. The meaningfulness and added value|
of the process is clear to all stakeholders.

TRAINING PROGRAM

Training material is available to perfarm the process efficiently.
The training is included in Airbus referential. Training is
implemented and process stakeholders are all trained to perform
the process. The "new comers" training path is defined. A formal
qualification is granted once the training is performed.

PROCESS IMPLEMENTED

Process is actually implemented. The measure of 100% deployment|
level is confirmed. Process deliverables are produced in line with|
the referential.

KPIs LINKED TO THE PROCESSES IDENTIFIED
(Down to level before activity flow diagrams)
List of existing KPIs linked to the processes identified.

KPIs PERFORMANCE

(Down to activity flow diagrams)

KPIs identified, analysed and modelated in ADONIS.
KPIs Scorecards defined acccording templates that will
be provided.

DASHEOARD DEVELOPMENT
KPls implemented along the process.

Automated dashboard to drive process effectiveness is in place.

MEASUREMENT SYSTEM CONSOLIDATED

To pilot the activity and to propose improvement targets, a full KP||
dashboard is available, automatically calculated and conselidated|
for process owner. The KPI target validity is periodically reviewed.
The relevant KPIs are adapted to support process operators in the
management of their activity.

Measurement
AUDIT PLAN PERFORMED AUDIT & MONITORING PROGRAM
Audit performed to assess regquirements integration into|Audit & monitoring programmes are in place. Audits & monitoring]
standardized process description. reports are used to feed the continuous improvement loop.|
Process quality assurance is implemented. Process owner performs|
process confirmation to assess implementation.
DEVELOPMENT PLAN CONTINUOUS IMPROVEMENT DEPLOYMENT CONTINUOUS IMPROVEMENT FRAMEWORK
Development Plan established until Level 3 according to Process, KPIs and organization to support Process continuous improvement is in place, starting from process
Pracess Maturity Grid and approved by Operational Process continuous improvement flow described. aperators needs collection, inta prioritization by process awner,
leader. and validation by PMT. Process evolutions are managed in
configuration. Process owner is aware of all improvement projects
on his scope and prioritizes them. Improvement requests can bel
Governance validated from a financial perspective.

MANAGEMENT TECHNIQUES AND LESSONS LEARNED
Process referential is line with internal best practices. Generic|
benchmarking is used to identify further potential to improve.|
Lessons learnt are taken into account to optimize the process.
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