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Resumen

El estudio realizado tuvo el propdsito de determinar la relacion existente entre disefio
organizacional y los sistemas de produccion esbelta, que cuenta con aportaciones de la
ingenieria de procesos, ingenieria econdmica, mejoramiento continuo, entre otros; para llevar
a las empresas a niveles de excelencia de produccion. El trabajo constituye el resultado de la
investigacion bibliografica realizada con la finalidad de determinar los grados de aplicacion
de los sistemas de produccion esbelta en el campo de la PYME vy la aplicacion de elementos
del disefio organizacional en estas experiencias. Los resultados demuestran que, aiin cuando
existen experiencias en la implementacion de este tipo de sistemas en el campo de la gran
industria e inclusive de PYMES manufactureras en paises desarrollados y con menos
incidencia en nuestros paises en vias de desarrollo, en estas aplicaciones se le da mayor
relevancia a los aspectos operativos que al disefio de la organizaciéon como un todo.

1. Introduccion

Muchos factores han condicionado la existencia cada vez mas acentuada de la globalizacion,
entre ellos, los avances a nivel tecnoldgico, en el campo de la informatica, las
comunicaciones, el crecimiento experimentado economias emergentes, las nuevas relaciones
de poder, los procesos de integracion de los paises y la insercion del antiguo bloque socialista
a la economia mundial; los cuales también han permitido el impulso de la competitividad en
costos- precios.

Enfrentarse a la globalizacion plantea nuevas oportunidades y amenazas a las economias
nacionales y las empresas, las cuales pueden verse inmersas en mercados dindmicos en cuanto
a costos-precios y niveles de competividad. En consecuencia, deben participar en los
mercados con productos y servicios elaborados con una estructura de costos menor y un
mayor equilibrio en la relacion calidad—precio.

En el contexto de la PYME, implica participar en condiciones menos ventajosas,
especialmente si no logran mejorar sus costos operativos sin arriesgar la calidad; en tal
sentido, se impone la adopcidon de medidas para hacer los procesos organizacionales internos
mas flexibles y esbeltos ante los cambios y el tiempo, pues los mercados y su demanda exigen
tomar decisiones rapidas y efectivas. Con el incremento de la competencia global y el uso de
Internet, los consumidores, con mas influencia que antes, exigen mayor flexibilidad del
producto, entregas mas pequefias y frecuentes, mayor calidad y precios mas competitivos con
el mismo nivel de servicio esperado para un producto estdndar fabricado en forma masiva.
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Estas demandas hacen que los fabricantes, ademas de concentrarse en eliminar los procesos
internos que no agregan valor, deban asegurarse contar con el conocimiento exacto de las
preferencias del consumidor en cuando a los atributos del producto y las oportunidades de
requerimiento. De alli la necesidad de enfocarse al pensamiento “Esbelto” para aplicarlo en
todas las areas de la organizacion.

2. Abordaje tedrico
2.1. La organizacion productiva y sus elementos intangibles.

El marco de actuacidon de una organizacion, es conocido como la filosofia corporativa o la
filosofia de gestion. Para Francés (2003:45), comprende “los valores, fines y las politicas de
una empresa o corporacion.”. Por ello se afirma que establece los lineamientos generales con
relacion a la forma como deben hacerse las cosas, es decir la actuacion en determinadas
oportunidades y la funcién social de la empresa. La filosofia organizacional logra su
concrecion a través de las politicas, la cuales provienen de los valores, fines y objetivos de la
misma; y en este sentido, constituyen el Sistema de Creencias que estimula la instrumentacion
de acciones para permitir la operacionalidad de la empresa, sustentada en la Mision y
respaldada por el compromiso de los integrantes a partir de la actuacion de las personas que
hacen vida institucional, toman decisiones y realizan las operaciones. (Cardozo, 2005).

La filosofia organizacional, se compone del conjunto de Politicas - Normas - Procedimientos,
cuya compilaciéon en Manuales, se conocen como los “Sistemas Blandos de la Empresa”
Rosales (2002), los cuales estan centrados en la gente e inciden en su eficiencia y
productividad. Estos elementos se consideran intangibles por encontrarse en el campo de lo
imperceptible y que atafien a las creencias que regulan la actuacion del individuo.

Los elementos intangibles conforman Sistema de Creencias Organizacional, se componen de
la articulacion sistémica entre Politicas, Normas y Procedimientos relacionados entre si,
apoyados en los valores organizacionales, para balancear la mision y el rol social de la
empresa permitiendo las ejecuciones, que a la postre, se convierten en procesos operacionales,
y productivos conducentes al logro de los objetivos. Hay complejo mundo relacional entre
estos conceptos, los cuales mantienen su peso especifico y significativo como elementos de
valoracion organizacional. En la figura N° 1 puede observarse estas relaciones, a través de lo
que Cardozo (2005), denomindé Modelo Valorativo para el desarrollo de Politicas.
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Figura N° 1. Lo valorativo en el MOVADEP (Cardozo, 2005).
El soporte central y axioldgico son los valores, que fundamentan cada uno de los elementos
del Sistema de Creencias Organizacional, los cuales mantienen una interrelacion sistémica.

Para lograr la integracion de estos elementos intangibles con los objetivos de la empresa y su
quehacer diario, se parte de la Mision, como eje que orienta la consecucion de los objetivos,
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el proposito final que debe lograrse mediante la integracion de funciones, tareas e individuos
regulada por un “eje” regulador, que se representa en la Figura N° 2.

OBJETIVOS | | MISION

VISION

POLITICAS

ACTUACION

{gHyCpl

Figura 2. Eje Regulador de la Empresa (Cardozo, 2005)

La figura muestra como los objetivos son indivisibles con la Mision y a través del Sistema de
Creencias Organizacional, sostienen la actuacion del individuo en la organizacion como
ejecutor de las practicas operativas; es decir, la intangibilidad se concreta y consolida en las
actuaciones y ejecuciones del recurso humano.

2.2. Produccion esbelta

Los enfoques de produccion esbelta se remontan a los afios 70, desde que las empresas
automotrices japonesas implementaron las estrategias de produccion flexible, de calidad y
mejora continua, cuyo objeto fue minimizar el uso de los recursos, con tendencia a la
utilizacion de menos esfuerzo y mayor satisfaccion. (Alarcén y Fuentes (2007)). Estos van a
permitir la utilizacion de varias herramientas de calidad, a eliminar las operaciones que no le
agregan valor al producto, servicio y a los procesos, aumentando el valor de cada actividad
realizada y eliminando lo que no se requiere (como desperdicios) para reducir y mejorar
operaciones. El enfoque se basa en una filosofia de excelencia de manufactura, sustentada en
la eliminacion planeada de la cadena de desperdicios, respeto al individuo permitiendo su
mayor participacion y motivacion, optimizar los inventarios, el proceso productivo, la entrega
de materiales y aumentar la flexibilidad de beneficios. En tal sentido, la capacidad de las
empresas para mantenerse en un mundo globalizado y cambiante adquiere cada vez mayor
relevancia, por lo que muchas organizaciones deben adoptar medidas para hacer sus procesos
internos mas flexibles y esbeltos ante los cambios y el tiempo ya que los mercados y su
demanda exigen tomar decisiones rapidas y efectivas.

Los sistemas de produccion esbelta han sido desarrollados para la gran industria, las grandes
organizaciones, los paises desarrollados (Dibyendu Maiti, 2008; Jordi Olivella, Lluis
Cuatrecasas, Nestor Gavilan, 2008); con aplicaciones mas timidas en la PYMES de los paises
desarrollados y de incipiente realizacion en los paises en vias de desarrollo. Una propuesta de
manufactura esbelta aportada por Womack y Jones citado por Biasca (2005) contiene las
siguientes etapas:

Identificar el Establecer la Dejar que el cliente Alcanzar
Definir valor mapa de valor E> Secuencia E> valore los atributos el estado de
del producto del producto excelencia

T

Figura 3. Guia de Lean manufacturing de Womack y Jones, citado por Biasca (2005)
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Puede observarse que se da prevalencia al disefio del producto, dejando a un lado la
organizacion y su ordenamiento.

2.3. Diseiio Organizacional y Produccion esbelta

Mediante el disefio organizacional se logra el ordenamiento de la empresa; a los fines de la
produccion esbelta debe considerarse como un proceso simbdlico que tiende a la eficacia
organizacional, a la articulaciéon de los diferentes componentes de la organizacién para
llevarlos a condiciones que maximicen su flexibilidad y competitividad como aspecto
ontoldgico del mismo. Desde la revolucion industrial, muchos autores han abordado el estudio
de la organizacidn, su estructura y sus procesos. Entre ellos Taylor y Fayol en siglo XIX;
Smith, Brown y Moberg, Minztberg, Simon, Starbuck, Nistrom, Balign, Burton, Obel Weick,
en el siglo XX, han permitido considerar el disefio organizacional como la aplicacion de
normas que conlleva al logro de la eficacia.

Ahora bien, abordar el disefio de la organizacion con el propdsito de hacerla mas flexible -
mas esbelta-, puede generar incertidumbre al poner en practica filosofias, estrategias,
practicas y herramientas para mejorar su competitividad, entre estas: automatizacion y
fabricacion flexible, ingenieria concurrente, gestion de la calidad total, competencia basada en
el tiempo, reingenieria de procesos de negocio (Gomez Cela, 2001; Rico, 2002;).

Todo ello necesariamente conduce a nuevas formas organizativas que inciden en la
arquitectura de la empresa, pues estos procesos tienen impacto en su ordenamiento productivo
y debe ser considerado como un elemento inherente el disefio de la organizacion, partiendo de
la premisa de que las empresas son burocratizadas (con funciones, tareas agrupadas en
unidades estructurales de organizacidon) se requiere de su flexibilidad para ajustarse a las
practicas consideradas como esbeltas. Sin embargo, como sefialan Vasquez y Avella, 2007,
muchas empresas incorporan estas iniciativas sin considerar su coordinacién con otras
practicas operativas y los objetivos estratégicos perseguidos, lo que conlleva a la obtencion de
resultados contrarios a los esperados.

Dado que el paradigma de la produccién basada en la agilidad requiere una filosofia
organizacional, estrategias, practicas y herramientas que incorpore el ordenamiento
sistematico de la organizacion, en atencion a la mision, funciones, tareas, responsabilidades y
operacionalizacion, como componentes articulados que conduzcan a la empresa a maximizar
su flexibilidad, no so6lo en el contexto del proceso productivo, pues la organizacion requiere
ser esbelta.

Coinciden los autores, en los aspectos que pueden incidir en el disefio organizacional. Estos
son: la concepcion del trabajo, la complejidad de los procesos dialécticos que se producen en
el seno de un cuerpo orgéanico y su ordenamiento. También, la integracion de las dimensiones
basicas que determinan los pardmetros de disefio en funcion de los resultados que se esperan.
Minzberg, citado por Alabart y Gil (2005) senala varios tipos de configuraciones: la
empresarial, la mecanica o maquinal, la diversificada o matricial, la profesional y Ia
innovadora. A estas se agregan la politica, la innovacién. Posteriormente Galbraig agrega la
horizontal. (Rico, 2002; Sanchez Cabrera, 2005).

Ahora bien, el disefio organizacional requiere el conocimiento de la estrategia (los objetivos
estratégicos), el funcionamiento de la organizacion y un diagnostico de su situacion real. Los
criterios para el disefio fundamentalmente provienen de cuatro fuentes: la estrategia del
negocio, las caracteristicas del flujo de trabajo, los obstaculos que enfrenta la organizacion y
las restricciones que se quieran implementar. (Agotegaray, 2000). El disefio en el campo
organizacional impone, entonces, un proceso de de-construccion y re-ordenamiento de la
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empresa, del cual no escapa ningun tipo de organizacidon, independientemente de sus
dimensiones y sector o rubro productivo.

2.4. La PYME y la produccion esbelta

Las pequefias y medianas empresas (PYMES) tienen su campo de accion en, practicamente,
todas las areas de la economia, ha venido creciendo e incrementado su importancia en los
ultimos afios por su impacto en el empleo. En cuanto a la conducta estratégica de este tipo de
empresa, Gomez Gras (1999: 23) senala que “el empresario necesita conocer las estructuras
internas y externas que condicionan la competitividad”, esto permite que no estén sometidos a
los vaivenes desconocidos e incontrolados que la globalizacion impone.

La PYME debe conocer como la afectan las fuerzas productivas en lo interno, como se
ordenan sus procesos operativos y administrativos para construir las fuentes de ventaja
competitiva interna y crear un marco propicio parea enfrentar los retos de la competitividad
externa. En este sentido, mucho se ha escrito y trabajado a nivel del apoyo y acompafiamiento
de la PYME, como aplicaciones de ingenieria de procesos, ingenieria econdmica,
mejoramiento continuo, calidad total, analisis cuantitativo para variables tecnoldgicas, entre
otras. Desde hace mas de una década, las PYME'S empezaron a implantar metodologias de
mejoramiento y normas de calidad para lograr estandarizar sus procesos y mejorar los
atributos de sus productos y servicios. A pesar de esto, algunos estudios han sefialado las
deficiencias de organizacion y falta de definicion de procesos en este grupo de empresas.
(Rodriguez, 2001; Lopez, 2004; Francés, 2001, Gémez Gras, 1999) y para que puedan
alcanzar mayores grados de madurez es necesario implantar estrategias orientadas por el
paradigma de la manufactura esbelta, lo cual podra contribuir al mejoramiento de su
productividad y prepararlas para competir en mercados globalizados.

3. Los aspectos metodologicos del estudio

El estudio esta basado en una investigacion exploratoria y documental con un alcance
descriptivo, en el cual se hace una revision del estado del arte en cuanto a la incidencia del
disefio organizacional en la creacion de sistemas de produccion esbelta en las PYMES.

La técnica utilizada fue la recoleccion de datos, mediante un arqueo bibliografico del estado
del arte, la aplicacion de metadatos y el analisis de contenido para la interpretacion de textos.
Su realizacion se hizo con base a: Identificacion de los documentos considerados, aplicacion
de metadatos y ordenamiento, categorizacion de los constructos tedricos a ser analizados,
interpretacion e inferencias.

4. Resultados

El andlisis arrojo los resultados que se presentan en la Tabla N°1, a continuacion
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Tabla 1. Resultados del Analisis de Contenido. Elaboracién propia.

Implicaciones del
< CATEGORIAS / s o
DOCUMENTO AUTOR/ANO DIMENSIONES Dlsen? .
organizacional

Metodologia para la | Cuatrecasas A,. Lluis, | - Distribucion De planta. No indica
implantacion del lean | 2006 - Descripcion de tareas.
management en - Puestos de Trabajo.
unaempresa industrial - Balanceo Operaciones —Puesto de
independiente y de Trabajo.
tamafio medio - Mapa de flujo de proceso.
Fundamentos d de | ENDESA RED (2004) | - Gestion Visual del Desempefio No indica
Lean. Aplicacion en | Mufioz de Priego, J. Distribucion fisica y orden
PYME. Proyecto | Direccion de Calidad. | - Flujo de materiales e
Leanxeur. informacion.

- Justin time

- Estandarizacion

-Multifuncionalidad de los

empleados

-Seguimiento continuo
Lean production: | Alarcon C. y Fuentes | - Funciones y procesos. Considera el disefio
Estado actual y | M., 2007 - Inventarios organizacion  como
desafios futuros de la - Estructura de costos y burocracia. | aspecto burocratico
investigacion - Ciclos de fabricacion

Calidad e Innovacion

Implementacion de
herramientas Lean
Manufacturing para

el mejoramiento de la

Grupo de
Investigacion
Zentech, 2008
Pontificia Diversidad

Costos de calidad de la empresa

— Analisis de causas y factores

generadores de los Costos de
calidad.

Estudio centrado en
los costos de la
calidad.

calidad de GM | Javeriana, Colombia
Colmotores
Herramientas e | Cuatrecasas A. Lluis y | - Eliminacion de desperdicios Centrado en procesos.
indicadores de control | Olivella Nadal J. 2005 | - Mejora continua Considera  aspectos
para la mejora de un | Universidad - Defectos de calidad organizacionales
proceso de acuerdo | Politécnica de - Justo a tiempo
con los principios de la | Catalunya - Equipos multifuncionales
produccioén lean - Descentralizacion de
responsabilidades e integracion
de funciones
- Informacion vertical
Contraste empirico del | Vazquez B., D. y | - Recursos Humanos Recomienda integrar
modelo de fabricacion | Avella C. L. (2006) - Cadena de valor produccion/areas
agil en Espafia. - Ingenieria y tecnologia funcionales/clientes
- Gestion del conocimiento /proveedores.

La gestion productiva
esta en constante
interacciéon con las
otras de funciones y el
entorno.

Procedimiento  para
evaluar la estrategia de
manufactura:

Aplicaciones en la
industria
Metalmecanica

Sarache Castro,
Cardenas Aguirre,
Giraldo Garcia y

Parra Sanchez, 2007.

Prioridades competitivas
Sistemas de produccion
Valoracioén

Acciones de mejora

Considera la
estructura
organizativa dentro de
las  palancas  de
fabricacion

Es importante sefialar que la revision incluyo otras investigaciones, que no se incorporan en el
analisis por razones de espacio.
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Ahora bien, de los resultados del analisis puede observarse que la consideracion del llamado
Sistemas de Creencias Organizacional es poco considerado en los estudios e implementacion
de las estrategias de produccion esbelta. Se infiere que los investigadores dan por hecho que
la implantacion de estas practicas no implica la afectacion en la arquitectura de la empresa,
considerada como un elemento burocratico que forma parte de la estructura de costos.

5. Conclusiones

La produccién esbelta como filosofia de gestion debe integrar organizaciones, personas y
tecnologias en una unidad con propiedades y significado. Las organizaciones que pretenden
adoptar una cultura para la adopcidon de sistemas de produccidon esbelta, requieren que los
elementos intangibles que conforman el Sistema de creencias organizacional se sostengan en
esta filosofia, ello va permitir el desarrollo y la potenciacion de habilidades creativas de los
directivos y la fuerza de trabajo.

El disefio de sistemas esbeltos debe ir mas alld de la capacitacion, del mejoramiento continuo
del proceso productivo. A juicio de la autora, constituye una forma de pensar, de actuar, de
hacer; lo cual hasta ahora no ha sido considerado en toda su dimensidn, tal como se desprende
de los resultados presentados.
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Abstract

In this paper we review the returns forecasting models described in the academic literature.
Next, we build a model not requiring item-level information in the context of a case study
conducted in Repsol GLP, the liquefied petroleum gases (LPG) division of Repsol group.
Results are unexpected and put under scrutiny the estimates of the return rate and the return
delay distribution obtained through this type of models when using a direct replacement
policy. We think that the main cause for these results resides in the exchange of full for empty
containers imposed by this policy; deliveries and returns are linked in time, and thus the
hypothesis of unidirectional causality might not be respected.

1. Introduction

Reverse Logistics is still in its infancy as an academic discipline. The academic community
has been able to determine the kind of activities that are generally carried out when dealing
with reverse flows (Thierry et al., 1995). Quantitative models already proven in the operations
management field have been successfully applied to strategic, tactical and operational
decision-making in reverse networks (Dekker et al., 2003). New quantitative models have
been developed when the special characteristics of the reverse logistics activities
recommended so. However, the complexity and the management importance of the activities
carried out in reverse supply chains can vary from one business scenario to the other and,
therefore, the understanding we achieve of the field is still incomplete. In this context,
logistics systems dealing with reusable containers have not received yet a global and in-depth
analysis from the scientific point of view. Our literature review shows that only few scholarly
publications directly address this topic (Goh y Varaprasad, 1986; Kelle and Silver, 1989a&b;
Kroon and Vrijens, 1995; Del Castillo and Cochran, 1996; Flapper, 1996; Duhaime et al.,
2001; Van Dalen et al., 2005; Johansson and Hellstrom, 2007). The case study on which this
paper is based on, and other industrial field studies previously carried out (Carrasco-Gallego,
2007), reveal the need of deepening in our understanding of reusable containers life-cycle.

Within the current social and economic context, where there is a growing concern about the
depletion of natural resources and the sustainability of our productive models, the design and
management of reusable containers systems might acquire a greater relevance. Industrial

* This work stems from the participation of the authors in a research project funded by Plan Nacional de [+D+i,
DPI2007-65524, title “DOLI: Analisis y desarrollo de técnicas para el Disefio y la Operacion de sistemas de
Logistica Inversa” (Analysis and development of techniques for designing and operating reverse logistics
systems).
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sectors utilizing today reusable containers to handle their products make it almost as an
“obligation”, because of the restrictions imposed by the product itself, that make physically
impossible the use of a disposable packaging (e.g. cylinders), or because of the clear cost
savings achieved when introducing reusable handling elements (e.g. pools of palets, plastic
containers, etc.). Nevertheless, we can’t rule out that, in the medium-term, industries currently
choosing disposable packaging elements for distributing their products (recycle), can reorient
their choice to returnable containers (reuse), as the new sustainability paradigm, grounded in
resources’ scarcity, gains momentum, and it becomes more and more evident the need of
switching our use-and —dispose model (one-way economy) to a closed-loop economic model,
where a packaging element can have multiple lives.

In our interaction with companies dealing with reusable packaging elements, managers have
frequently reported difficulties in managing these logistics systems. The returnable items,
even if they usually are a quite expensive asset, are not tightly controlled and many items are
reported to be lost or irreparably damaged. The decision on when to buy new items and how
many should be ordered is usually taken depending on marketing considerations or on
financial resources availability rather than on the real grasp of the organization’s operational
needs. Little or nothing is known about the items rotation in the system and when some
operational know-how on this topic exists, is usually based on rough estimations. The
required installed-base of items (the pool size) is usually unknown and managers report a
need of establishing methodologies for calculating this pool size.

All this reasons (scarce academic literature dealing with reusable containers, sustainability
paradigm increasing the relevance of reuse, reports on difficulties to manage these systems in
industrial settings) make us think that there are opportunities for researchers to make
contributions in this field. That is why we have identified reusable containers management as
an interesting research area and as the object of our study in this manuscript.

In this manuscript the objective is to review the state of the art reflected in academic literature
on returns forecasting techniques used in industry and to apply this tools to a real industrial
case in the LPG sector. To achieve these objectives, we used the following methodology: we
carried out a bibliographic review of the returns forecasting techniques described in academic
literature. Next, the techniques not requiring item-level information were applied to a set of
real data provided by a company using high value reusable containers for distributing LPG to
end customers. Previously, a case study was carried out in this company to characterize their
logistical practices.

This manuscript is organized as follows. In section 2, we present the results of the literature
review we conducted and provide a state of the art on returns forecasting in closed-loop
supply chain contexts. In section 3, we present the company originating the raw data used in
this analysis; we detail some characteristics of LPG cylinders closed-loop supply chain and
explain how data were obtained and how our forecasting model was built. In section 4, we
present the results obtained within the models and explain why the results resulted
unexpected. Finally, in section 5, we conclude and introduce our future research directions.

2. Literature review. State of the art in returns forecasting

Forecasting techniques have been traditionally applied in the operations management area to
obtain an estimate of future demands. Sales forecasts are used for decision-making at tactical
and operational level, as they are an input from which we derive procurement plans,
manufacturing plans, inventory management plans, distribution plans, human resources plans,
and in general, different types of arrangements for the allocation of resources in the short and
medium term. Plans are usually updated on a monthly basis along a rolling horizon of one to
three years. Demand forecasting techniques analyze the dynamic structure of past sales data
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series, project the past structure to the future and then provide a forecast for future sales
values, which is valid in the short and medium term (Fig.2a). As the forecast of future sales is
based in the past values of the same variable, the mathematical approach used in industry is
univariate time-series forecasting methods. The complexity of techniques varies from the
classical “deterministic” approach of methods such as exponential smoothing or Winters
models to the contemporary “stochastical” approach of ARIMA models.

(@) (b)
PLlth ase Ot 1\([ %RKET PUI-fltl'aS—,_.? Of ?/I Ad;\)KET
raw Il‘ldtelldlb\ new raw use
(use) .
materials

''''''''''''''''''''''''''' | l RETURNS [L

disposal L

DISTRIBUTION OF THE TIME
ITEMS SPEND IN THE MARKET

Figure 1. (2) One-way supply chain, (b) Closed —loop supply chain (remanufacturing, reuse)

Unlike the classical one-way supply chain (Fig. 1a), in order to have an effective planning and
control process when dealing with a closed-loop supply chain (CLSC), forecasts on future
sales and future returns are both needed (Fig. 1b). From these two inputs the above mentioned
plans are derived. When we refer to returns forecasting, we refer to predicting the timing and
quantity of returns in a given system as defined in Toktay et al. (2000). Uncertainty in the
quality of the returns is a well-known characteristic of closed-loop systems but it has not been
addressed for the moment in none of the returns forecasting models described in literature. It
remains an interesting point of future research.

Future Past Future
FORECASTING [EEEYIE R ths 1] FORECASTING  INRTRNNS Past Future
MODEL MODEL - =l FORECASTING 3
(univariate) (forecast) PR (forecast) SALE e RETURNS
(d?'l‘“_ﬂicl (forecast)
regression)
Xwm=F(X}) Y. =F({Y.})
Y wd =F (X )

Figure 2. (a) Demand forecasting; (b) Returns forecasting, one-way approach; (¢) Returns forecasting, CLSC
approach

A possible approach for obtaining returns forecasts would be to apply univariate time series
models to a set of data on historical past returns (Fig.2b). When the only information
available is historical returns series, this seems to be a reasonable approach. Organizations
managing linear reverse logistics systems, such as, for instance, sectorial recycling networks,
would use historical series of collected volumes in order to forecast future collection volumes
and thus elaborate plans on recycling activities (production plans) or on the number of
vehicles required to assure proper collection at disposal points. However, as long as the
wider-focused “closed-loop supply chain” approach is involved (i.e. coordinated management
of the direct and reverse flows), using a univariate technique would mean ignoring the very
relevant information on future returns that is contained in past sales. That’s why the returns
forecasting methods described in academic literature are based on the idea that, with a given
probability, past sales will generate a future return after a given delay, which represents the
time the product is in the market. The natural forecasting approach is then the use dynamic
regression models (Pankratz, 1991), that model the relationship between sales and returns
(Fig.2c). These models are also known in literature as transfer function models or distributed
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lags models. Once the parameters of the model have been estimated, we can use current sales
values (input variable, x,) to predict future returns (output variable, y,,, ). These models rely

on the hypothesis, that there is just unidirectional causality from {x,} to {y,}, ruling out

feedback from the output to the input. When properly built, Pefia (2005) reports that dynamic
regression models provide more accurate forecasts than those obtained from the univariate
model.

The interest of obtaining a forecast for reusable containers returns resides not only in the
estimation of future returned quantities and its timing, but also in the characteristics of
containers’ life-cycle that can be deduced from the forecasting model, as will be further
explained in 2.1. More precisely, we are interested in approximating the probability
distribution of the return delay (L), which we define as the time elapsed from issue to return
for a given container. L is random variable representing the time a reusable container is in the
market. This distribution asymptotically tends to a value 1-r, which represents the probability
that an issued container will never come back. Thus, let r denote the container return rate. L
and 1-r are intuitively depicted in Figures 1b and 2c.

2.1. Dynamic regression models for returns forecasting

Let hypothesize that aggregate data on issues and returns are available for a given time period,
such as the month. We are dealing then with two time series:

— Let the series { y, } represent the number of items returned in month t (output series).
— Let the series {x, } represent the number of items issued (sales) in month t (input series).

Let a set of parametersv,, v,, v,, ..., v, represent the probability that a given item issuing

the system on period t, returns to the system either on the same period t, on the next period
t+1, on period t+2, and in general, i periods afterwards, i=0,1,2,..., provided that the item will
ever be returned. v_represents the probability that an item will never be returned (v, =1-r).
Thus, the number of articles being returned on period t as a function of the issues in previous
periods can be expressed as follows,

Y, =VoX, + VX, +V,X, , +...+ N, (1)

t-1
where N; can either be gaussian white noise or not ( Nt~N(0;0) ).

If item-level tracking information is available, the set of parametersv,, i=0, 1,...00 can be

empirically determined through the analysis of the distribution of the return delay (L) and the
return rate (r) of a statistically significant sample of returnable items. When item-level
information is not available, it is possible to estimate the dynamic regression model in (1)
using historical data (time-series) of container issues and returns. For estimating the model,
either transfer function or distributed lag approaches can be used. The estimation of the
forecasting model in (1) enable us to identify the value of parametersv,, v,, v,, ...and v_ (1-

r), and consequently, to obtain estimates of containers’ return delay distribution L and the
return rate r. Through the estimation of a dynamic regression model we circumvent the need
of tracking individual items for obtaining important parameters of the life-cycle of returnable
items.

In the case of transfer function models, the relationship (1) between input and output time-
series can be expressed as:

Y, =v(B)x, +N, )
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where v(B)=v, +v,B+v,B” +...is the Box-Jenkins filter transfer function and Nt is the

noise in the system (in transfer function models it doesn’t need to be white noise). Coefficient
set v,, known as impulse response function, represent how the effect of an impulse in x, in

period t causes a reaction in the output time-series y, with a given time lag that is distributed

across several time periods. The linear operator B is the backward shift operator. The number
of parameters in the model as expressed in (2) is potentially infinite, and thus the model
cannot be easily estimated. Therefore, the transfer function is usually expressed as quotient of
two finite polynomials:
2 s b
W, —W1B—Wzlj —...—wB 4N, V(B)IW(B)B 3)
1-6,B-6,B—...—0.B’ o(B)

Y=

A sample of the values of the issues {x, } and returns { y, } time-series enable us to carry out

the Box-Jenkins procedures of transfer function identification, model estimation and
diagnostic checking. Goh and Varaprasad (1986) used a 60 months sample to estimate a
transfer function model that provided the return rate and the coefficients v, for three different

product lines utilizing reusable bottles in a soft drink plant. In their results, they observed that
the amount of returns from a single issue was statistically significant only in the first three
months, with close to two-thirds of the containers being returned in the same month of issue.
The proportion of lost containers was below the 5%.

Another possible approach would be to use Bayesian inference in a distributed lag model,
where we assume a specific form, based on theoretical considerations, of distribution for the
lag in order to reduce the number of parameters to be estimated. A distributed lag model has
the same form expressed in (1), but in this case, Nt necessarily has to be gaussian white noise
Nt~N(0, o). Theoretical distributions usually assumed for the lags are geometrically
distributed lags (v, coefficients that decline exponentially, Koyck model, Pankratz (1991)) or

Pascal (negative binomial) distributed lags. The disadvantage of this approach is that a given
distribution is imposed on the data, while the advantage resides in the relatively parsimonious
form of the model, where less parameters are to be estimated and, thus, requires smaller
sample sizes for estimation.

Toktay et al. (2000) use this approach to estimate a model for forecasting the returns of the
reusable parts (circuit boards, plastic body and lens aperture) of the single-use Kodak camera.
With a series of 22 months of sales and returns provided by Kodak, they obtain an estimate of
0.5 for the return rate (r) and test the hypothesis of geometric, Pascal lag one and Pascal lag
two distributions for the lags. The hypothesis test reveal that geometric distribution with an
estimated parameter ~q=0.58 is the most plausible distribution, which is consistent with
cameras being purchased, used and returned quickly after sale.

Either through distributed lags models or through transfer function models, the academic state
of the art in closed-loop supply chain management reveals that is possible to obtain an
estimation of the L distribution (coefficients v, ) and the return rate (r) just using information

of the aggregate sales (issues) and returns in each period of analysis.
2.2. The value of individual containers track information in returns forecasts

Based on the seminal work by Goh and Varaprasad (1986), Kelle and Silver (1989 a&b)
provided tools for forecasting the net demand of containers during a given lead time, which is
the forecasted demand of full containers minus the forecasted flow of returned empty
containers. As the time from issue to return of an individual container is not known with
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certainty and there is a finite probability for the container of never being returned, purchases
of new containers have to be initiated when the inventory level of containers reaches a given
reorder point. Kelle and Silver then calculate containers return forecasts and the
corresponding reorder points under four different levels of information availability. They
evaluate the performance of the four different forecasting methods and they conclude that,
although having additional information obviously increase the forecasting method
performance, most of the benefits obtained by using individual tracking of the containers (the
most informed method) can be achieved by recording only the aggregate issues and aggregate
returns period by period. This work was later on extended in Toktay et al. (2003) and in de
Brito and van der Laan (2009), where the robustness of the four previous forecasting methods
was analyzed in the case of imperfect information. The conclusion is that in the case of
imperfect information the most informed method (item-level tracking) does not necessarily
lead to the best performance.

3. Applying returns forecasting techniques. The Repsol LPG case

Once the state of the art in returns forecasting in closed-loop supply chains had been
established, we went on to apply these techniques to a real industrial case. More specifically,
to a data set provided by the LPG division of Repsol group. Repsol is integrated oil and gas
company included in the group of the ten largest private oil companies worldwide and is the
fifth largest European oil company in terms of stock exchange quotation, just behind BP,
Total, Royal Dutch Shell and Eni. The LPG division has operations in Spain (where it holds a
market share of roughly 80%) and the neighbouring countries (France, Portugal) and several
iberoamerican countries (Ecuador, Peru, Argentina, Chile and Brazil). While LPG
consumption grows in the developing countries, in the advanced economies LPG is a very
mature or even declining market, where domestic use of LPG is being strongly substituted by
safer or cleaner alternatives such as natural gas or renewable energies.

An in-depth case study was previously conducted in order to study the characteristics of
Repsol’s LPG cylinders’ closed-loop supply chain. When consumption volumes are low or
moderate, which is usually the case of domestic customers, LPG products are ordinarily
distributed by the means of cylinders. Repsol and their distributors deal simultaneously with
the cylinder direct and reverse flow: cylinders are filled up in Repsol plants and sent out to
distributors’ facilities, from where full LPG cylinders are delivered to domestic end users
houses. When delivering the full cylinders, distributors are also responsible for collecting any
empty cylinders coming from end users, which are finally redirected to Repsol plants in order
to be refilled. Some cylinders need to receive specialized maintenance operations before they
can be refilled again. The control policy installed in this system is direct replacement, using
the terms defined in Flapper (1996), or “full for empty”, if we use the terms employed by
Repsol management. This policy implies that distributors would only deliver n full cylinders
if the customer can provide n empty cylinders in exchange. The first time a customer wants to
buy LPG, a fee is to be paid in order to have the right of being delivered without providing the
same amount of empty cylinders. When an LPG delivery contract expires (the customer quits
the system) some money would be refunded if the empty cylinders are returned to a
distributor. However, it is not exactly a deposit as the amount refunded is significantly lower
than the fees paid for entering the system.

Repsol registers in their information system the delivery notes of the exchanges they have
with their distributors (number of full cylinders delivered and number of empty cylinders
recovered by a given distributor). This information is the basis for further invoicing processes,
so its accuracy should be guaranteed. The information coming from the delivery notes was
aggregated in a monthly basis in order to obtain eight time series instances of 60 observations
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each, corresponding to the number of cylinders monthly issued and returned from two
different Repsol plants located in mainland Spain - Gijoén and Pinto- and for two different
LPG products, butane and propane, during the 2003-2007 period.

From these data sets four transfer function models were built in order to establish a
relationship between the issues and returns for each product in each plant. Repsol managers
were much more interested in obtaining the information on the cylinder life-cycle parameters
that can be derived from the transfer function model, such as the statistical distribution of the
return delay (L) or the return rate (r), than in the return forecast itself. Repsol cylinders, for
the moment, are not equipped with any track-and-trace technology that can univocally
identify each single cylinder. Therefore, the knowledge managers have on cylinders life-cycle
is limited and based in rough estimations and on their own “hands-on” experience.

Next, we present how the four transfer function models were built. First, we graphically
represented the eight time-series. All them are characterized by a marked seasonality, which
is coherent with LPG market’s features: energy consumption for domestic heating during
winter months is noticeable higher when compared with the rest of the year. In addition, the
eight time-series present an also expected decreasing trend, given the decline of the LPG
market in Spain. The time-series were seasonally adjusted using the free software applications
TRAMO and SEATS, which can be obtained from the web page of the “Banco de Espana”
(Spanish national central bank). Figure 3 depicts the two time series corresponding to Gijon
plant and propane product before and after the seasonal adjustment process.

Gijon UD110 issues and returns Gijon UD110 issues and returns
60000

—— Final seasonally adjusted series
32000 —— Final seasonally adjusted series

50000+ — GUUD110E  — GWJUD110S
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Figure 3. Joint graphical representation of input (issues, red line) and output (returns, blue line) time-series
before and after the seasonal adjustment.

As can be observed in the figures, monthly cylinders issues and returns time-series are
extremely close, being almost the same time-series, except for slight differences that seem to
be achieved in the peak sales months, where sales (issues) slightly surpass returns. Not an
appreciable lag can be observed in this graphic representation.

Table 1. Returns forecasting models for Repsol LPG cylinders

PINTO GIJON
PROPANE yt:0959 Xt +0.036 X1+ Nt Yt:0954 Xt +0.018 Xt-1 +0.0229Xt_2 + Nt
BUTANE yt:0997 Xt +0.0105 Xt-2 + Nt yt:0989 Xt +0.0085 Xt-3 + Nt

The four transfer function models were built using e-views, a well-known time-series analysis
commercial package. The resulting models are depicted in Table 1. The coefficients given
here are the statistical estimates of the v, coefficients that resulted statistically significant. For

the four models residuals are white noise.
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4. Results

The joint graphical representation of cylinder issues and returns time-series showed that the
monthly values of issues and returns are very close, being almost the same time-series. This is
not strange, given the direct replacement policy used in this system. Repsol delivery notes
show that distributors usually respect the equal exchanges policy (provide as many empty
cylinders as full are going to be retrieved) and if any discrepancies exist between the two
figures they tend to be minimal (1 or 2 cylinders of difference in a usual delivery of 140
cylinders (4 baskets)). This is also a consequence of how transportation is organized, as the
empty leg is used for transporting the empty containers, and vehicles tend to be charged to
their full capacity. This makes us wonder if there is really a need in industry for obtaining a
forecast on monthly returns: when using a direct replacement policy, it would be sufficient to
forecast our monthly sales in order to have a quite good estimation of our monthly returns.
This information can be then used as an input for elaborating sourcing, manufacturing,
distribution, etc. plans. How to deal with daily manufacturing scheduling remains unsolved.

Besides the monthly returns forecast, the second output we expected to obtain from the four
transfer function models was an estimation of the return delay distribution (L) and an estimate
for the return rate (r), through obtaining the set of coefficientsv,, i=0,1,...00. We observe in

the four models that v, coefficient is always very dominant, that would mean that probability

that a cylinder returns within the same month it was issued is above 95%. This contradicts the
operational know-how of Repsol management, who estimates that cylinders trippage is
around 3 or 4 refills per year, which entails a return delay of roughly 4 or 3 months,
respectively. However, the dominance of v, coefficient in the model is coherent with the

graphical representation of issues and returns series: the value of {x,} is roughly the value of
{y,}. This result seems to be a related with the direct replacement (full against empty)

collection policy, which somehow forces the number of cylinders returned in a delivery note
to be exactly same of cylinders issued. Cylinders don’t “freely” return to filling plant when
they are used up, but when a new delivery is arranged. The return forecast provided by the
transfer function model is correct, but, on the other hand, the v, coefficient dominance in the

model conceals the real values of cylinders return delay distribution. This result makes us
question ourselves the applicability of dynamic-regression-based models for obtaining
relevant parameters on cylinders life-cycle, when a full against empty policy is governing the
system.

Another interesting result can be found when comparing the four transfer function models
with each other. The choice of plants and products was not random. Regarding products, we
expected a faster rotation (and a more pronounced seasonality) in the case of propane, as it is
mainly used for domestic heating purposes. Regarding plants, Pinto is an urban plant, located
in the south of Madrid region and delivering to distributors serving the city of Madrid. These
distributors are able to provide service to all their end users in the 5 working days of a week.
In contrast, Gijon is a rural plant, located in the Asturias region in the north of Spain, where a
few distributors serve multiple scattered hamlet and small villages, which are served only
once a week or a fortnight. Then, cylinder rotation was expected to be higher in Pinto than in
Gijon plant. This seems to be reflected somehow in the model. If we compare butane and
propane models for Pinto plant, we observe that while month 2 coefficient is statistically
significant for butane, propane model in Pinto plant stops at month 1. When comparing, for
instance, Pinto and Gijon butane rotation we observe that in Gijéon month 3 is statistically
significant while Pinto model stops in month 2.
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5. Conclusions and further research directions

The results obtained in this research put under scrutiny the applicability of dynamic-
regression based models for obtaining relevant parameters of the life-cycle of reusable
containers, when a direct replacement control policy is used, which, on the other hand, is a
quite frequent policy when dealing with high value reusable containers. Dynamic regression
models are based on the assumption that a given impulse in the explanatory variable is freely
transmitted to the future values of the endogenous variable with a given probability. A basic
assumption in these models is that causality is unidirectional. However, when a direct
replacement policy is used, cylinders do not freely return to the plant when they are used up,
but only when the next purchase will occur. Due to the constraints imposed by transportation
operations, issues and returns are linked in time in the real industrial situation.

The results of this work show that when a direct replacement policy is in place, the monthly
forecast of returns is not very different from the monthly forecast of sales, so a forecasting
model for returns adds no much additional value to the planning and control process.
However, other outputs that were expected to be obtained from the model, such as the return
rate (r) or the return delay distribution (L), are of the utmost interest for companies owning
reusable containers in their assets, and at the light of this work, need of individual container
tracking for being determined. L distribution and r rate are needed in order to establish the
minimum container pool size required to carry out operations smoothly or in order to establish
the adequate purchasing policies for replacing lost or permanently damaged containers. Thus,
the value of the information obtained through item-level tracking might be revised. The state
of the art presented in subsection 2.2. is based on the assumption that an estimate of the return
probabilities v,, v,, v,, ..., v, can be obtained from aggregate issues and returns recorded

period by period. If the return distribution cannot be obtained through this method, then it has
to be estimated either by expert judgement or by direct observation of the distribution, which
requires item-level tracking. However, for L and r estimation purposes, organizations dealing
with this type of closed-loop supply chain do not need to install tracking devices in the
complete pool of reusable containers, but just in a statistically significant sample that allow to
conduct empirical observations of the return delay distribution and return rate. The insights
we acquired during this work enable us to predict that the lag distribution would depend on
product, plant and season (meaning that the lag is seasonal, for example, LPG cylinders are
expected to rotate faster in winter than in summer, as consumption increases in the cold
months).

As future developments of this research we propose to compare the return delay distribution
in a given closed-loop system of reusable containers obtained through a dynamic-regression
model and through the direct observation of the distribution by means of track-and-trace
devices. This requires obtaining data form an organization registering aggregate issues and
returns of containers and also tracking them in an individual basis.
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