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Background and objectives
The company LAKO, Laupheimer Kokos-
weberei, produces car carpets for OEM and 
Tier 1 customers, tuning companies and car 
dealerships. With its second mainstay of door-
mats for entrance areas it has achieved a good 
market position with hardware stores, garden 
centres, buying groups and discounters. 

The annual material loss of approx. 220,000 
Euros during punching and cutting is an 
important cost element for the Laupheim 
coconut weaving mill. Up to now, these costs 
have been accepted as inherent to the pro-
cess. The company did not have the person-
nel capacity and the technical competence 
for a step-by-step optimisation of resource 
use along the internal value chain. For this 
reason, an inter-departmental team was 
formed for the Resource Efficiency through 
Employee Competence Project that was to 
visualise and analyse the entire flow of mate-
rials and information and the associated 
potential for resource efficiency. 

The long term aim of the project is to empower 
the members of the project team to identify 
potential savings themselves, jointly develop 
viable solutions and implement them inde-
pendently by building up their competence. 
The establishment of a continuous improve-
ment process should significantly exceed the 
impact of an externally implemented project 
and the one off effects that would be achieved.

Challenge
The floor mats both for automotive use and 
for entrance areas are produced by punching 
and cutting processes from raw material on 
roller conveyors. Since this manufacturing 
process has been in operation for years, punch-

Resource efficiency through 
employee competence

Technology/Process Technology: Production of car carpets and floor mats by cutting, 
high-frequency welding, sewing, embroidery
Measure: Organisational process optimisation, cutting optimisation, waste avoidance

ing and cutting scraps were taken for granted 
in the company. The challenge for the com-
pany and its employees was to question a 
given production process without having an 
immediate idea for a solution.

In addition, LAKO, like many other companies 
of this size, lacked capacity for a systematic 
analysis of optimisation potentials for resource 
efficiency, since all employees are fully occu-
pied with day-to-day operations. Finally, it 
was also challenging to set up a team to take 
on the task of increasing efficiency as a per-
manent everyday task parallel to their actual 
work.

Idea
The idea of change was to take in different 
perspectives on the entire material and infor-
mation flow through the project team. The 
visualisation, quantification and questioning 
of the material flow from a cross-departmen-
tal point of view, from a technical production 
point of view, from the point of view of order 
nesting through order planning and from the 
supplier's point of view revealed new and 
unexpected optimisation potentials.

Implementation
The implementation was externally moderated 
by imu augsburg GmbH & Co. KG with the 
LAKO project team consisting of employees 
from all company divisions. Management, 
quality management, purchasing, sales and 
production in particular were involved in the 
optimisation process. In tandem with the 
material flow analysis, an intensive team devel- 
opment process took place, which paved the 
way to an active culture of cooperation and 
communication. This significantly increased 
decision making and implementation speed 
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Several measures have been taken to reduce 
the amount of start-up waste. The openness 
of the employees in the project team revealed 
knowledge gaps in machine operation in the 
field of manual carpet edging. By implement-
ing training measures and producing sample 
sewing pieces made from remnants of the 
cut for optimum machine settings during 
product start-ups, sources of error have been 
eliminated while at the same time gaining 
the confidence of the employees. The clear 
marking of the tools and punching knives 
avoids mix-ups and thus leads to a further 
reduction of rejects during retooling process-
es. During high-frequency welding, start-up 
waste is completely avoided by double pro-
cessing the first batch until the optimum 
operating temperature is reached. 

The avoidance of slow-moving stock for raw 
and finished goods is achieved by regular 
coordination of sales, purchasing and produc-
tion control within the framework of project 
team meetings. As a result, upcoming special 
orders from customers can be better planned 
for and release quantities can be agreed in 
accordance with the production-related lot 
sizes.

Savings
By optimising the cutting and punching pro-
cess, the previous material loss is reduced by 
17%, which corresponds to approx. 18 t of 
cutting scraps per year. This saves approx. 
40,000 Euros in pure material costs. The im- 
provement measures in the areas of manual 
carpet edging, punching and high-frequency 
welding prevent start-up waste amounting to 
4,000 Euros per year. Beside the technical 
optimisations, material losses due to slow- 
moving items, i.e. raw materials and finished 
products that are no longer saleable could be 
reduced by an annual amount of 5,000 Euros 
owing to improved communication, both 
internally and with the customer. The special 
feature of this saving is that no investments 
were necessary. 

In addition to material costs, these measures 
also save costs in the five-figure range which 
were due to loss of value creation, because 
working hours and machine times can now 
be used to add value by avoiding rejects.
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in the upcoming change tasks. Depending on 
the topic, inspections in smaller groups and 
on-site analyses of data, process flows, quali-
ty standards and processing methods took 
place.

The team systematically recorded and visual-
ised the points at which loss of material 
occurs in the internal value chain, the reason 
for the loss as well as the frequency and the 
monetary value. This made it possible to 
identify concrete starting points for optimisa-
tion. The greatest material losses of over 
200,000 Euros were uncovered at the punch 
and cutter stations, followed by the flocking 
department with around 7,000 Euros. 

The project team improved the punching and 
cutting process through software-supported, 
cross-order cutting layout optimisation, through 
a 90° or 180° rotatable punching tool and by 
ordering carpets in adapted, waste-optimised 
roll widths. 

For small series, it was possible to significantly 
reduce waste from manual cutting by coupling 
the cutter with a paternoster for the raw 
material rolls. This means that the material is 
no longer cut from the rolls by hand with a 
safety margin and inserted into the cutting 
system. The cutter now obtains the material 
in optimised quantities directly from the respec-
tive roll out of the paternoster. 

Embroidery machine
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Learning objective
In addition to the material savings already 
mentioned, resource efficiency has not only 
been improved through employee competence 
development, but the company's culture has 
also been developed to lasting effect. 

After the conclusion of the externally super-
vised consulting project, the inter-departmen-
tal composition of the project team, the sen-
sitisation of employees to the material value 
that they hold in their hands every day, and 
their ability to influence the inefficiencies 
together keep paying dividends. The project 
team now often continues to focus on the 
material losses in their recurring team meet-
ings and tackles further optimisations inde-
pendently. 

The success of the first improvement meas-
ures that have been implemented has given 
the project team the appropriate motivation 
at the start and confirmed the effectiveness 
of the action, so that existing structures can 
be actively checked for their functionality and 
further optimised.

Company
LAKO, Laupheimer Kokosweberei, was found-
ed in Laupheim in 1936 as a classic coconut 
weaving mill for doormats and is now in its 
third generation. The family business is now 
a medium-sized company with approx. 60 
employees. In its more than 80 years of exist-
ence, the company has always adapted to 
changes in the market and its customers' 
needs.

The range extends from the classic coconut 
mat, through the practical rubber and syn-
thetic doormat, to individually coordinated 
car mats for the automotive industry. 

The exacting demand to supply the custom-
ers with perfect floor mats is its constant 
drive. A modern fleet of machines with semi- 
automatic and fully automatic systems, quality 
management certified to DIN ISO 9001 stand-
ards and motivated, trained employees guar-
antee consistently precise production.

Automatic punching press 
with automatic removal

Company building with its new high bay warehouse


