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Business Management

By Charles Daniels

e o

Many mofdmakers in Portugal are following the path of digitalization.
This company has abandoned paper and uses a software developed in-house
which has ensured a digital, paperiess manufacturing environment for more
than 20 years.

that value chain in other expott markets (mainly automo-
tive, which accounts for about 70 percent of production).
But tapping into new markets like Mexico is easier said

than done, even though Mexico currently is the seventh
largest location in the world for automotive production,
and original equipment manufacturers (OEMs) will increase
their capacities further to meet growing demand. Many of
the Portuguese mold shops are supplying their products to

~  Additive manufacturing enables this company to design tools with
cenformal cooling channels to reduce customers’ cycle times.
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all major OEMs as Tier-1 or Tier-2 suppliers, but since the
majority of shops are too small to build up capacities to
establish local subsidiaries, some of them have decided to
join forces.

Key Collzboration

In contrast to many countries’ moldmaking industries, cal-
laboration and cooperative manufacturing is common prac-
tice in Portugal —which is what five moldmakers (T] Moldes,
Ribermold, Moldit, Mold World and A. Silva Godinho) have
done to service their Mexican customers.

“The companies decided to join forces to establish a fac-
tory for mold service, repair, maintenance and new molds
in Mexico because Mexico is a growing market and local
service for mold changes and repair is not sufficient,”
Cefamol President Jodo Faustino says. Plans are in place to
establish a technical center in Mexico similar to Centimfe
(Technological Center for the Moldmaking, Special Tooling
and Plastic Industries} in Portugal. Moreover, the com-
panies have already been training 14 Mexicans since June
2018 for their new production facility in Mexico,

In Portugal, business is good, Faustino says, but OEM
investments are moderate because people are anxious
about current changes in the automotive market, like
e-mobility, “Dieselgate” and growing competition from
China. As a result, prices for molds and tools decreased
in 2018, and companies like his own in Marinha Grande,
which earn 80 percent of their turnover from the automo-
tive industry, have to adjust and develop strategies to opti-
mize production. Therefore, Faustino has already intro-
duced a paperless factory—similar to many companies in
Portugal—lean principles such as 5s and plans to reorga-
nize his production, which currently is divided into several
factories according to mold size. In the future, Faustino
will organize his factory by type of machining. That is to
say, all roughing and finishing operations will be housed
under separate roofs.

Additionally, Faustino has invested in eight new machin-
ing centers, which will be delivered next year, all five-axis
with pallet systems and some with two tables to optimize
set-ups and increase the degree of automation. “The
goal is to be able to run the machines 24/7 unattended,”
Faustino says. Ik

CONTRIBUFOR e ——
Barbara Schulz is Gardner Business Media's European correspondent. She can
ba reached at bschulz@gardnerwet.com.
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Pool-Net Association / toolingportugal.com

How to Create an Accurate Budget

Proper financial planning is integral to the success of every

mold project.

ave you ever received a new project, walked into the

shop, set a block on a machine and just started cut-

ting to see what happens? No design, no plans, no
programming—just using your experience and intuition? Of
course not. What a ridiculous notion! All professional mold
builders understand that accurate planning is integral to a
project’s success.

With this in mind, it is surprising that so many shops oper-
ate without a financial plan. As with a mold project, you can
only achieve optimal business success through proper plan-
ning. A major compenent of this process is budgeting. Many
methods of budgeting and assigning costs are available. Larger
companies may require more intricate budgets. This article
will focus on the fundamentals of basic budgeting and the steps
for developing an annual financial plan.

Budget Basics
A budget is an essential tool that helps you communicate goals
and spending guidelines. A budget sets the tone for the year
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Start by collecting data, such as information on the company’s performance history to establish a
baseline and infermation from trade groups, customers and suppliers to predict potential trends.

and provides the basis for which your shop can measure suc-
cess. Therefore, it is very important that you dedicate serious
effort to this process. Personnel from operations, sales, human
resources, purchasing and management should provide input
and play a key role in drafting the budget.

Start the process a few months before the next fiscal vear.
Start by collecting data, such as information on the company’s
performance history to establish a baseline and informa-
tion from trade groups, customers and suppliers to predict
potential trends, Remember to consider the impact that price
increases, customer losses or gains and workforce and capacity
changes will have on the operation over the budget period.

Next, set a profit goal. Establish revenue targets using sales
forecasts and information from the current month’s pricing
column. From there, list a detailed account of all expected
expenses and subtract them from revenue. Compare the bot-
tom line to the profit goal, and make adjustments as necessary.

The only two ways to increase profit are to raise revenue or
decrease costs. Shops should always focus on increasing rev-
enue, as costs can only be reduced to
zero, which is not practical. Revenue,
on the other hand, can be improved as
far as capacity will allow. Several itera-
tions may be necessary, as the objective
is to be as accurate as possible with
predictions.

Most businesses do not have revenue
and expenses that are evenly distributed
thronghout the year. To address that,
break down the annual budget into
periods, such as months. This provides
for a much more accurate and useful
tool. As I discussed in “Making Sense of
Financial Statements,” it is vital that you
use percentages of income for each line
item along with dollar amounts. This
will help you identify issues and oppor-
tunities throughout the year.

Complete the final document at
least one month before the fiscal year
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