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In recent years, a healthy order volume has led to a wide range of variants 

and covered up inefficient products ...
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… streamlining the product portfolio is urgently needed today in order to become efficient again

Changes in underlying parameters and challenges

◼ Variant diversity vs. mastering complexity

◼ Reliable planning vs. fluctuations in demand

◼ Price flexibility vs. increasing price pressure

◼ Focus on absolute contribution margin vs. relative 

contribution margin 

◼ Available budgets vs. restraint

◼ Resource planning vs. intransparency

◼ Seller's market vs. buyer's market 

Overlapping of several product generations with comparable function

Many variants with low sales yet high processing costs

Current situation in many companies
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Fewer than 10% of variants often generate 90% of sales volume
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What are the reasons for your wide range of variants and parts?
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Recognizing your specific variant drivers allows you to master the process of variant creation

Product variants

“externally visible”

Variety of 

components and 

parts

“rather internally 

caused and generated”

◼ Do your company or specialist departments coordinate their cooperation when managing variants?

◼ Can you use systems to effectively access information on diversity?

◼ Are your product structures sufficiently described?

◼ Do you actively manage the standardization of components?

◼ Do you evaluate costs using conventional overhead calculation and do you also consider process costs?

◼ Is your sales team able to switch to new product generations relatively quickly?

◼ Do you achieve larger market shares through a very broad range of products featuring multiple versions?

◼ Does sales or product management dominate development and production?

◼ How often do you offer customer-specific solutions as door openers for follow-up orders?

◼ Do you keep product variants in your portfolio even though they are rarely sold?



How many product variants do I need, how many can I afford?
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Proven TMG approach enables rapid exploitation of opportunities

Transparency and 

assessment of opportunities 

across the entire product portfolio

Implementation of streamlining 

by pursuing basic strategies

◼ Analysis of current sales program

− Profitability and resources required for 

marketing 

− Current and future market requirements

◼ Deriving first streamlining 

approaches

◼ Setting up streamlining program and 

processing in several waves

◼ Definition of guidelines and KPIs for 

the emergence/avoidance of variants

◼ Developing concepts for 

standardization and modularization

I III

Prioritization of the product portfolio

◼ Definition of criteria catalogue

◼ Comparison of product functions

◼ Evaluation of opportunities and risks

◼ Derivation of key products and 

definition of lead products

II

Identify key products and define lead products

V1

V2

V3

V4

Function and specification
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Tried-and-tested levers for short- to mid-term reduction of variant diversity
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◼ Remove products (finished products or components) 

with, for example, no/low sales in the period under 

review

◼ Identify key products

◼ Identify products with functional redundancy

◼ Substitute products with same functional scope by 

lead products/components

◼ Increased use of preferred or common parts (bottom-

up from parts list)

S
h

o
rt

-t
e

rm
 

e
ff

e
c

ti
v
e

n
e
s

s
M

id
-t

e
rm

 e
ff

e
c

ti
v
e

n
e
s

s

◼ Set up a modular logic with standard modules (top-

down approach)

Levers Overall objectiveBase strategy

Summarize

Standardize and 

modularize

Delete

Stream-

lining 

product 

portfolio

Standardi-

zation and 

modulari-

zation

Outcome

◼ Transparency and overview 

in the product portfolio

◼ Focus on high-margin 

products

◼ Reduced stocks

◼ Basics for modularization

◼ Room for new products

◼ More external variants with 

fewer internal assemblies

◼ Reduced throughput times

◼ Greater planning reliability

◼ Reduced expenses in 

specialist areas
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TMG supports your departments in applying base strategies to 

reduce the number of variants
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You benefit from proven TMG methods and expert knowledge

Purchasing Production
Sales & 

After Market

◼ Economies of scale

◼ Lower manufacturing 

costs

◼ System suppliers and 

supplier bundling

◼ Lower production 

costs

◼ Fewer work-in-

progress stocks

◼ Fast and stable start-

up

◼ Compliance with 

delivery dates

◼ Reduced supply risks

◼ Lower warranty costs

◼ Reduced 

development times 

and costs

◼ More freedom for 

innovations

◼ Standardized 

parts/components

◼ Design-to-cost/ 

supplier management

◼ Increased 

outsourcing/ 

contracting of 

modules

◼ Flexible automation

◼ Modular 

manufacturing and 

assembly

◼ Qualification of 

employees

◼ Attractive product 

range

◼ More flexibility 

through modular 

product structures

◼ Standardized service

◼ New developments 

instead of variant 

maintenance

◼ Fast design transfer

◼ Modular architecture

◼ Standardized 

parts/components

Motivation 

of depart-

ments

Benefits for 

the 

business

Product management

◼ Less product 

cannibalization

◼ Different module life 

cycles for basic 

functions and 

differentiation

◼ Clearly structured 

product range

◼ Simpler program 

planning

◼ High flexibility thanks 

to modular 

architecture

Development



TMG Consultants – the premier partner for the manufacturing industry…
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... and your partner for innovation, efficiency and execution

Why TMG Consultants?

TMG Consultants – the premier partner for the manufacturing industry

Leading provider of consultancy services for innovation, efficiency and execution

More than 1,800 successful projects in the manufacturing industry

Advanced level of seniority and experience

In-depth industry expertise

Speaking our customer's language

High level of technical expertise and methodological competence

Consulting services along the entire value chain 

Preferred supplier of the Bosch Group, Continental AG and Weidmüller

Awards

Status Preferred Supplier

Preferred Supplier 2016

Weidmüller Interface GmbH & Co. KG
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CONTACT

HEADQUARTERS

TMG Consultants GmbH

Schrempfstrasse 9

70597 Stuttgart

Germany

+49 711 76 96 76-0

info@tmg.com

OFFICE ASIA

TMG Consultants Co., Ltd.

26&27/F Infinitus Tower, 

No. 168 Hubin Road, Huangpu District,

Shanghai 201100, China

+86 21 6157 7362

shanghai@tmg.com

OFFICE EASTERN EUROPE

TMG Consultants Eastern Europe SRL

Uranus Street 150, „The Ark“

050825 Bucharest

Romania

+40 724 863 999

bukarest@tmg.com


