
Excellence 

in Injection Molding 
Success through customized solutions 

TARGUS works.



TARGUS Expertise 

Effective consulting and sustainable implementation  

“We develop customized solutions for and with our customers and stand for pragmatic and 

effective implementation.“    Andreas Sans, Member of the Board TARGUS  
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Challenges and solutions for the  

injection molding industry 

Identifying levers and securing implementation

Competitive advantages are not 

achieved with standardized approaches 

or theoretical concepts. To be successful 

in the long term, companies need solu-

tions tailored to the individual case, 

combined with implementation capa-

bilities.

Do you critically assess 

 your competitiveness? 

With demanding customers, intense 

competition, and difficult to control 

raw material costs, the plastics process-

ing industry faces many challenges. In 

addition, close contact to customers is 

becoming increasingly important – par-

ticularly in Eastern Europe, Asia, and 

America. This success factor is a major 

hurdle for smaller companies.

Are you ready for the future? 

Excellence is necessary in various 

dimensions – at the same time, organi-

zation and individual sites are often set 

up very lean due to considerable cost 

pressure. Specialized know-how, meth-

odological expertise, and resources for 

consistent work on improvements are 

often not available at the required 

extent. Therefore, selecting appropriate 

levers is crucial. With our injection 

molding screening, we focus on the 

right starting point by quickly working 

out how the ideal roadmap can be 

defined for your company or individual 

plants.

The target is maximum benefit through 

a customized approach. Selected mod-

ules, methods, and tools from our 

 TARGUS Toolbox for the injection 

molding industry are summarized in 

the following. 

Customer orientation 

Lean organization 

Grown equipment park 

Productivity & Quality 

Mostly large customers 

 a Cost pressure 

Large raw material suppliers 

 a  Price volatility  

Variety of  
adjusting levers 

available,  
but little 

resources for 
improvement 

Approach in the injection molding initiative 

Typical initial situation 

Focus on the 

essential setting lever 

Maximum benefit 

Small injection molding sites 

Injection Molding Screening 

 a Transparency

 a Operations

 a Cost item 

 a Compliance

 a Organization

 a Market view

Recommendations for action 

 a Project plan

 a Teams

            

Transparency & understanding 

the cost structures 

 a Energy

 a Material

 a Staff

Network optimization 

Effects on result

Operations

 a Productivity

 a Quality

 a Delivery performance 

Tailored approach 
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TARGUS experience in the manufacturing industry

We help, wherever we are needed. Between 2010 and 2021, we have successfully  

implemented over 400 projects globally. Our industrial customers trust in the experience of 

our team and our successful methods. 

Strategy, Network Optimization, and Post Merger Integrations 

R & D ProductionPurchasing Logistics / SCM Marketing & Sales

Over 400 projects  

between 2010 and 2021 
47

 a Fast-Turnaround 

 a Optimization of manufacturing networks

 a Investments & Relocations

 a Organization / Administration 

48
 a Material cost management direct & indirect in 

different industries 

 a Toolmaking (medical technology industry) 

10
 a Product portfolio analysis  

and optimization 

 a Pricing 

92
 a Organization of development

 a Product development processes

 a Agile development

 a Product cost optimization 

123
 a Productivity and output

 a Quality initiatives in Pharma and  

medical technology 

 a Maintenance optimization 

51
 a Optimization of global supply chains

 a Plant relocations and closures 

 a Rapid Delivery Performance Optimization

52
 a Strategic topics 

 a Operative Due Diligence

 a Post Merger Integration
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Project results 

 a Transparency on root causes and results

 a Assessment of performance with strenghts and weaknesses

 a Identification of fields of actions with highest potentials

Screening and recommendations for action 

Selecting effective starting points and methods 

Each plant and each manufacturing 

network have their own characteristics. 

Plant age, size, equipment, and product 

portfolio vary considerably within the 

organization.

To identify the most important success 

factors for your company, we have 

developed a specific screening approach, 

designed to enable a thorough assess-

ment in only two days, based on data 

analyses, expert interviews, and plant 

tours.

As a result, the client receives a road-

map to optimize a product area, a plant 

or an entire company. The client can 

independently implement the jointly 

developed roadmaps using the methods 

we propose. We often support our cli-

ents in the detailed analysis, definition 

of measures, and implementation of 

the individual building blocks.

Data analysis 

Expert interviews 

Factory tour 

Determining the control levers Screening Effects 
Deriving the fields of action for  

max benefit & fast implementation 

Transparency 

 a Condition of equipment park

 a Condition of tools 

 a Manufacturing networks 

 a …

Consistent data collection 

KPIs and dashboards 

Statistical operational data analysis 

Clear key performance 
indicators 

Operations

 a Productivity 

 a Flexibility 

 a Quality 

 a …

Changeover time optimization 

Tool management 

Quality initiative 

Increased output 

Cost position 

 a Staff

 a Material

 a Energy

 a …

Reduction of material consumption 

Target cost approach direct & indirect 

Reduction of failure costs 

Reduced costs  

Organization

 a Department structure  

direct / indirect 

 a Overhead

 a …

Organizational development 

Project management 

Product development process 

Clear structure 

Market view

 a Margin / price quality 

 a Portfolio

 a Customer development 

 a …

Distribution strategy 

Portfolio optimization 

Price adjustments 

Increasing results 

%

time

time
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Your advantages 

 a Comprehensive and proven methods 

 a Experienced consultants for customized solutions 

 a Project success with TARGUS guarantee 

Company- 
related 
methods  
and tools 

Plant-related  
methods  
and tools 

Capital goods purchasing  
and life cycle costs 

Product development process  Manufacturing network  
optimization 

Transparency Material cost management  
(direct / indirect) 

        Tool making 

Quality initiative Maintenance optimization

 

 

Total line  
performance 

Purchasing

Infrastructure 

Organization 

Development 

Sales LogisticsProduction Portfolio  

optimization & pricing 

PEP map

TARGUS toolbox for the injection molding industry

Use of effective strategies to optimize the value chain

After the analytical basis for improve-

ment has been created through our 

Injection Molding Screening, we select 

the most suitable methods and tools. 

We have a framework and successfully 

implemented, high-level approaches 

dedicated to product development, the 

manufacturing network, management, 

process, investment costs, as well as 

more plant related approaches to opti-

mize manufacturing costs along the 

value chain.

To ensure your project success, our con-

sultants work together with you to 

develop a project approach that is indi-

vidually tailored to your company‘s sit-

uation. Detailed planning and imple-

mentation follow-up ensure the 

sustainability of measures.

We guarantee the success of the project 

by offering you to test our services for 

two to three weeks. During this initial 

phase, we will work out the main activ-

ity fields and necessary project organi-

zation to evaluate the potentials. You 

will also receive a cost/benefit analysis 

for the project and see the first specific 

results. Our credo: Full payment only 

with full satisfaction!
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Initial situation 

Known:  
Costs on  

factory level 

But

Unknown:  
Cost split to  
plant level 

Optimal choice of production equipment

Determining life-cycle costs as the foundation of long-term competitiveness 

Most companies have a good under- 

standing of their costs at the plant or 

corporate level. In detail, however, the 

necessary transparency to derive con-

crete starting points and improvement 

measures is often lacking. The lack of 

transparency affects plants and their 

individual components.

This is even more critical when your 

manufacturing equipment and pro-

cesses are considered over their entire 

service life. Transparency is crucial for 

ideal investment decisions, as it deter-

mines the competitiveness of your 

company for many years to come. 

Instead, decisions are often made pri-

marily based on purchasing prices due 

to a lack of information.

Life-cycle cost analysis covers all aspects 

from acquisition, all operating costs, to 

disposal. In combination these deter-

mine the economic efficiency. How-

ever: only with a full understanding of 

your cost drivers the ideal plant type 

and the best possible configuration can 

be determined.

Comparative values from our bench-

mark database show wide variations in 

the composition of life cycle costs even 

between similar companies and product 

groups. The detailed understanding of 

your life cycle costs thus serves as a 

starting point for the joint and fact-

based optimization of your competi-

tiveness.

Project results 

 a Transparency over your total life cycle costs  

and cost drivers 

 a Defined fields of action based on comparative data

 a Tangible improvement measures for maximum  

competitiveness 
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Equipment 2

$

1 2 3Year

Equipment 1
$

1 2 3Year

Life-Cycle Cost (LCC) analysis Results 

LCC transparency  
at plant level 

Identification of  
the cost driver 

Improvement 
measures 

Sound investment 
decisions 
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Material cost management as a results driver    

Effective use of all optimization levers 

Material costs account for a significant 

portion of your company‘s total costs. 

The focus for optimization is often 

around purchasing conditions for direct 

materials. However, there is often addi-

tional potential in material consump-

tion and specification. This applies par-

ticularly to indirect materials, which are 

usually not processed systematically. 

Examples of this are lubricants or other 

consumables.

To realize all your potentials, we rely 

on the systematic identification of 

approaches for sustainable cost reduc-

tion by interdisciplinary teams with our 

tried-and-tested Material Cost Manage-

ment (MCM). 

Most important here is a high material 

cost effectiveness, which is reflected in 

three dimensions: 

Complete coverage through consider-

ation of your total material costs - direct 

and indirect ones

Deep analysis through systematic use 

of all levers and involvement of the 

demand drivers / departments (produc-

tion, maintenance, quality, develop-

ment, ...)

Consistent realization of savings 

through consequent implementation of 

your potentials

Since your purchasing department is no 

longer working alone on optimizing the 

cost structure, new perspectives are 

opened up and ideas are generated. In 

addition to high potentials, you also 

achieve improved cooperation between 

the various departments. 

Project results 

 a Understanding of all optimization levers - also in the  

internal processes 

 a Improved cost work between your departments 

 a Significant reduction of costs in all non-personnel cost areas 

Use of all levers and cost types 

Increase in material cost effectiveness  

in all dimensions 

Direct  
Cost of materials 

Indirect  
Cost of materials 

 a Rejects 

 a Sprue 

 a … 

 a Material composition 

 a Percentage of recycled material  

…

 a Bundling 

 a Alternative suppliers 

 a … 

 

 a Energy and operating materials 

 a Facility management

 a …

 a Machine specification 

 a Tool specification   

(esp. number of cavities) 

 a …

 a Change of supplier 

 a Bill of quantities 

 a …

MCM cube 

1 Coverage
2 P
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Reduction of material costs 

3
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Consumption

Consumption 

Specification

Specification

Price 

Price

Cost of materials 
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Project results 

 a Evaluation logic for your tool design based on Optimal 

manufacturing costs 

 a Systematic pre-selection and allocation of your tools to  

cost / benefit optimized toolmakers 

 a Planning for the tooling with alternative suppliers developed 

and implementation started 

Optimization of tool costs

Use of the right tools for minimum manufacturing costs

High-quality and cost-effective tools are 

an important competition factor. 

Accordingly, often many of the usual 

optimization possibilities have already 

been exhausted. That is why a system-

atic test logic based on your future man-

ufacturing costs and requirements is 

particularly important.

Three key questions occur: 

Risk: Do you need one or more tools? 

Layout: Which material and which 

number of cavities are ideal for your 

purpose? 

Design: How can we optimize your 

material consumption and productiv-

ity? 

The time until the start of production is 

usually short. This limits your scope for 

optimizing tool costs. To decouple 

them from the time factor, early and 

order-independent development of a 

cost-effective portfolio of tool suppliers 

is recommended. In addition to the 

direct tool costs, efforts for your project 

management and qualification must 

also be evaluated.

The tool market is undergoing a major 

change. Particularly suppliers from Asia 

and Mexico offer potential for cost 

reduction. The associated expenses and 

risks are to be evaluated in a procure-

ment strategy specific to your company. 

Based on these findings, we will work 

with you to systematically identify 

levers for your future negotiations and 

product cost optimization with the 

defined suitable suppliers. 

Relocation of tool suppliers from the United States to Mexico or Asia 

Simultaneous 
optimization and 

relocation

Plant and  
tool design 

 a Material 

 a Size

 a Cavities 

 a …

Manufacturing  

 a Increase productivity 

 a Reduction of material input 

 a …
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Optimization of the manufacturing networks

Systematic assessment and improvement

Does your organization consist of sev-

eral smaller locations? Since markets 

and supply chains are constantly 

changing, your site network should be 

regularly assessed and adapted. In addi-

tion to manufacturing and transport 

costs, supply reliability, technologies, 

and competencies of your sites need to 

be considered for the ideal setup of the 

production network. The resulting 

interdependencies create a high com-

plexity that must be understood and 

mastered.

With our proven approach we support 

the path from the initial analysis, relo-

cation, and ongoing series production 

at the new location. It includes all 

aspects from the formulation of goals to 

the evaluation of various scenarios to 

decision-making and implementation. 

We establish consistent routines to 

facilitate coordination betweeen all 

core players and that the entire manam-

agent team supports the decisions 

made. 

You act on the basis of a coordinated 

decision that serves as a solid founda-

tion for the subsequent implementa-

tion. 

Mature, complex  
manufacturing network  

with many overlaps 

Optimized, lean  
manufacturing network 

Optimization of the manufacturing network (incl. in- / outsourcing)

 a Evaluation of the existing network and suitable scenarios

 a Implementation planning 

Project results 

 a Fact-based assessment of your manufacturing network 

 a Target-oriented decision template as the basis for your  

optimization 

 a Detailed implementation concept including inventories, 

equipment, tools, and personnel 
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Total Line Performance                              

Systematic improvement of manufacturing costs 

Our holistic Total Line Performance 

(TLP) approach ensures that your equip-

ment manufacturing costs are systemat-

ically improved. It extends the Overall 

Equipment Effectiveness (OEE) approach, 

which focuses on productivity increase, 

by additionally considering cost poten-

tials. This allows determination of the 

economically ideal operating point of 

your equipment.

First, we check the basics for optimiza-

tion, in particular availability and qual-

ity of necessary data. Based on this, we 

define the procedures appropriate to 

uncover existing potentials in your 

company and enable improvements. 

This includes the systematic identifica-

tion of reasons for productivity losses as 

well as the development, evaluation, 

prioritization, and implementation of 

measures to improve total line perfor-

mance. 

In the last step we document all process 

changes to implement them perma-

nently in the company. This creates sus-

tainable added value. 

Project results 

 a Transparency about productivity and cost drivers 

 a Specific measures and rules for operating the production sites

 a Measurable improvements in variable manufacturing costs

Project results 

 a Transparency about your plant availability and need for action 

 a Evaluation of effectiveness and efficiency 

 a Specific measures for further development of your  

maintenance work 

Maintenance Optimization 

Utilizing maintenance as a lever

Maintenance costs can vary consider-

ably between different companies and 

locations.  The individual locations are 

not always large enough to provide the 

necessary resources in-house. However, 

to ensure effective and cost-optimized 

results, proven, and tested approaches 

can be applied. 

Effort: Systematic approaches for record-

ing, categorization and analysis of your 

losses are applied for a thorough under-

standing and elimination of error 

sources.

Costs: Your maintenance costs will be 

consistently recorded and optimized. 

The ratio of plant performance and 

maintenance expenses is optimized 

(incl. input and output from suppliers 

and spare part costs). 

With our proven Maintenance Scan, we 

analyze your cost development and 

your working methods to evaluate your 

plant or organization and and to jointly 

develop concrete measures for improve-

ment.

But  

OEE

Time

 /piece

Classic OEE approach Typical results of the Total Line Performance (TLP) approach 

Full  
transparency 

Measures  
& rules 

Manufacturing  
cost effects

 a Technical line power  

"Hard stop"

 a Systematic analysis   

 of losses

 a Shift staffing &  

degree of automation 

 a Financial evaluation  

of the measures 

 a Development of  

measures & planning 

 a Clear rules & action 

instructions

 a Fast implementation  

 

 a Increase productivity

 a  Reduction in personnel 

costs 

 a Reduction in manufacturing 

costs 

Initial situation  

Performance improvement 

Results 

 a No systematic performance tracking 

 a High costs for repair and maintenance 

 a Codification & analytics  

of shutdowns / measures 

 a Idea collection &  

measure definition  

 a Concepts, e.g. forward-looking  

maintenance planning 

 a Systematics for improvement of  

maintenance 

 a Higher availability & output 

 a Lower maintenance costs 
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Holistic quality initiative                                  

Improving quality and reducing quality costs

Quality costs are a major cost driver – 

most likely also in your production. In 

addition to the costs for rejects, sprues, 

and complaints, they also include costs 

for inspections, documentation, and 

waiting times. 

In the plastics processing industry, 

there are also product quality driving 

factors that need to be considered. 

Examples are changing material quali-

ties due to purchased granulates, fre-

quent color changes or the increasing 

use of recyclates. In addition, climatic 

conditions, e.g. due to weather changes 

at one location and due to the different 

climate zones in globally operating 

companies with several locations, often 

have difficult-to-control effects on sta-

ble product quality. 

With this variety of inputs and effects, 

many companies lack the necessary 

transparency regarding the true level 

and causes of quality costs. Depending 

on industry and product, they can sum 

to up to 30 % of your manufacturing 

costs.

Quality management should be proac-

tively designed as a core operational 

process. Our experience shows that, in 

addition to a good technical process 

management, the handling of releases 

is a key driver for improvement. The 

right choice of batch sizes, documenta-

tion, and release processes leads to an 

improvement in compliance while 

simultaneously reducing costs.

Optimizing costs for deviations (rework, 

rejects, complaints) is usually a ques-

tion of neatly defined and expediently 

implemented processes in the interac-

tion of the departments.

Together, we create the necessary trans-

parency for the overall quality costs and 

coordinate the necessary changes in the 

work processes to sustainably improve 

the quality for your company and 

 thereby reduce costs in the long term. 

Project results 

 a Full transparency on quality costs per department, cost type 

and root cause 

 a Cross-departmental roadmap for optimization of costs and 

quality 

Value-adding 
production costs 

Production costs 

Quality-  
costs 

What are the true 
sources and causes 

Initial situation 

 a Complaints 

 a Rejects / scrap 

 a Rework  

 a Inspections 

 a Documentation

 a Q system

All departments 

All cost types 

Systematic root  
cause analysis 

 a Automated  

visual inspection 

 a AI-based process 

monitoring 

 a Root cause analyses  

 a Quality management 

system

 a Automation 

 a Lower failure costs  

through better quality 

 a Lower costs due to efficient 

quality work 

 a Reduction in manufacturing 

costs 

Overarching & 
integrating 

Specific & detailed 

Sustainably effective 

Cost reduction 

from 5 to 10 %

Losses 

Processes 

Typical results of a quality initiative 

Full  
transparency 

Sustainable  
optimization 

Manufacturing  
cost effects

70 – 
80 %

20 – 
30 %
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Phase model for product development

Improving development speed and schedule adherence 

Whether it is your own product or con-

tract manufacturing, time-to-market is 

becoming increasingly important. To 

protect your competitiveness, it is 

important to master shorter develop-

ment times with high reliability. In 

addition to product development itself, 

this also applies to tool design, tool 

making, as well as process validation. 

With our product development process, 

we create clear responsibilities and 

interfaces in these interlinked pro-

cesses. Dependencies become visible 

and binding coordination between 

departments lays the foundation for 

reducing effort and duration. We also 

identify your potential risk areas to 

allow addressing them with dedicated 

countermeasures.

Finally, we use appropriate control vari-

ables, progress tracking and routines to 

ensure that you recognize deviations at 

an early stage and take appropriate 

countermeasures. 

In combination with quality gates - 

points in the development process with 

certain quality criteria need to be met - 

and agile working methods, there is a 

reliable foundation for improved devel-

opment times and a timely completion 

within budget.

Project results 

 a Reduction of your development times by 10 - 40 %. 

 a Transparent project status and high adherence to schedules

 a Basis for learning effects and further improvements 

Start Kick-off  Start of serial production Start of production  

Basis product Radar Detailed product 1st series & validation  Series 

PEP milestones  
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Design Control 

 Project 

Controlling 

Purchasing  

Marketing 

Development  

Production 

Quality 

Planning  Design Input Design Output 

management 

Development Ready for series production Management Requirements

PEP map 

Customer 
requirements 

0-Series 

Product 
requirements 

Process 
optimization 

Product 
specification Pilot phase 

Concept

Construction 

Tool  
manufacturing 

Tool design Prototypes 



Injection molding – TARGUS | 15

Portfolio Optimization 

Transparent margins at product level and earnings optimization  

Companies usually react by maximizing 

their equipment and tool utilization to 

increasing competitiveness and price 

pressure. Customer-specific mixed calcu-

lations are the result, which are usually 

sensible at the respective reporting date. 

Over time, however, changes occur in 

the product mix, customers, and manu-

facturing costs, which means that your 

overall situation changes – also regard-

ing the machinery. 

Many companies have increasing num-

bers of products with lower production 

volumes and margins. This is often made 

more difficult by simplifications made in 

the calculation and determination of 

manufacturing costs. Hence, the actual 

profitability of individual products is 

further distorted, resulting in intranspar-

ent margins. 

With a Portfolio Optimization, you can 

address this problem and create the 

basis for targeted measures to increase 

margins.

We will pursue the following starting 

points together: 

Transparency: Simplifications and 

errors in determining your cost of goods 

sold are revealed and your true margins 

are determined. Additional costs and 

complexity drivers are also considered. 

Evaluation: If necessary, a strategic clas-

sification of your products and custom-

ers is carried out to also take these into 

account in your measures. 

Sustainability: To avoid future mistakes, 

we customize your estimating process. 

Measures: Together we create a target 

picture for your portfolio (products, 

prices, assets) and the necessary mea-

sures. 

As a result, you receive a roadmap with 

defined implementation steps that 

ensure the achievement of your target 

profitability. 

Project results 

 a Transparency of your true margins at product level

 a Tangible suggestions for your target portfolio and a 

machinery coordinated with it 

 a Roadmap for implementation and optimization 

Margin 

Sales 

Margin 

Sales 

Margin 

Sales 

Initial situation 

Current portfolio 

Analytics 

Real margins 

Target 

Optimized portfolio 

Refined approach 

 a Distribution 100 % of the costs  

(direct, indirect, overhead)

 a Identification of the true cost 

drivers 

 a  Pricing in the true effort 

Decision basis 

 a Strategic aspects & market view 

 a Clear allocation of overhead costs 

 a Product-specific 

 a Restructuring aspects 

Calculation greatly simplified 

 a  Real cost drivers not priced in 

(especially indirectly)

 a Opportunities are not recognized

 a Weak products are cross-subsi-

dized 
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Our employees: 

 a More than 60 consultants with technical expertise  

(> 90 % engineers and scientists) 

 a On average more than 10 years of project experience 

 a Long-standing line manager with leadership experience 

 a Creative thinkers with extensive consulting experience 

Our consulting teams: 

 a Individual composition depending on the project

Our focus: 

 a Organization and business processes 

 a Research and development 

 a Purchasing and supply chain 

 a Production, maintenance and logistics 

 a Distribution and pricing 

 a Strategy 

Our locations: 

 a Ratingen near Düsseldorf, Germany 

 a Chicago, USA 

Our locations of operation: 

 a Wherever you need us 

 a 100 % on site – also the partners 
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About us 

Our commitment to your success

With smart methods and implementation  

strength to rapid results and sustainable change. 

What makes us different? 

40 participants incl. the best known consulting firms  
(among others McK, BCG, Bain) 

WGMB study “Hidden Champions of the consulting market 2022/23”. 

(Performance for implementation ist the most significant factor for the decision.) 

 

1.  

Business 

performance

2.  

Implementation 

capability 
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Fast results and sustainable change                      

Our value proposition 

The right project preparation 

… is part of our success. During a pre-project with TARGUS, 

you can familiarize yourself with us and our  methods. We use 

the results we have achieved with you for a customized proj-

ect proposal based on your specific needs. With this approach 

our consultants require a very short orientation phase for 

your company. 

Toolbox

You benefit from the innovative concepts developed by  our 

consultants, which constantly expand and improve our 

 TARGUS Toolbox. Through our unique combination of 

 methods that have been successfully tested many times, we 

also create synergies for your company and achieve additional 

savings. 

TARGUS tailormade

The methods of our TARGUS Toolbox are based on proven 

approaches that we continuously refine and complement 

with our know-how. We use these concepts to tailor your 

project to the needs of your organization. 

Speed 

We work in mixed and interdisciplinary teams of experienced 

managers and consultants and your employees. With this 

 bundled competence we quickly achieve tangible results. 

Sustainability  

The joint development of solutions through intensive cooper-

ation and partnership with your employees leads to a stabiliza-

tion of changes and thus to sustainable anchoring. 
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TARGUS works.



TARGUS Group North America, LLC.

8745 W Higgins Rd, Ste. 110, Chicago, IL 60631 

Phone: +1 773 341 9110 

Mail: info@targusmc.com 

www.targusmc.com

TARGUS Management Consulting AG

Dechenstraße 7, D- 40878 Ratingen 

Phone: +49 2102 94 22 66 

Mail: info@targusmc.com 

www.targusmc.com 

 


