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The Digital Transformation of GAT



Something that would be really important to mention is  
that companies should not be afraid of digitalization  
because Industrial Revolution 4.0 only brings together  
already employed technologies in a way that they  
communicate with one another. Examples are soft-
ware with robots, robots with machines, and finally 
with humans, etc. It’s really just a mental barrier 
or a way of thinking about how certain things 
should be applied to businesses to improve 
them”. 
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Motivation
 

Various motivational factors and drivers of transformation can be identified, depending on the stage of the company’s digital transformation journey. 

In other words, digitization projects can be initiated in response to a recognized issue in the business process or market opportunity, and the 

motivating factors are specific to each individual project. In this context, the following factors serve as motivators for the aforementioned 

three project initiatives:

• Eliminate waste and boost operational efficiency by monitoring the entire manufacturing process of each item at any point in 

time and enabling just in time inventory

• Automation of processes

• Enhancing customer relationships through CRM systems and web-based calculators

• Increase employees’ productivity by optimizing the compensation system

All projects have enabled the improvement and development of processes and procedures, laying the foun-

dations for increasing productivity, increasing production capacity, company growth, competitiveness 

and market position.

PROJECT

EXPANSION OF ONLINE PRESENCE

Boost
operational 
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processess
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Project
 

The project was created aiming to increase production capacity through additional digitalization, modernization and  

automation of production lines and processes, as well as for the development of new services. All of this should be  

reflected in the company’s increased competitiveness and export capacity as a result of innovation support.  

The company’s goal was to increase revenue and exports by 5% within the first year of project implementation.

At the start of the project, the company conducted an internal assessment of the process and identified  

bottlenecks impeding the company’s capacity, growth, and competitive position in the market.  

Through market analysis and data collection, solutions were identified and translated into  

three project initiatives:

1. ERP software upgrade

2. Post processor software implementation

3. WEB calculator implementation

MOTIVATION
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Project
 

1. ERP Software Upgrade

The upgrade of existing software enabled the improvement and development of new modules in internal processes and procedures, 

laying the groundwork for increased productivity, increased production capacity, company growth, competitiveness, and market 

position. The purpose of ERP is to integrate data from disparate systems in order to increase productivity and insight and to es-

tablish a single point of entry. The primary benefit of ERP is that it provides a single entry point of data and information that is 

replicated across the system, preventing inconsistent updates. ERP systems also automate and simplify processes related 

to customer support, production, accounting and other functions, which eliminates errors and gives staff more time to 

dedicate to customer relationships.

The project involved the improvement of two modules (production and commercial operations) as well as  

the creation of four new modules (inventory management, maintenance, performance management, and  

electronic measurement protocol). The figure below depicts the identified problems, the solution in the 

form of an implemented project activity, as well as the direct outcome of the project.

The project was managed by company employees with the assistance of an external provider.  

The provider is a long-term partner with whom GAT acquired the existing ERP. Throughout 

this project, the company upgraded existing modules and developed new ones to meet 

the needs of GAT’s business. Along with the aforementioned activities, the implemen-

tation phase (activity rounded in the flow diagram by a dashed red line) included 

the following phases: 1) define requirements, 2) design and development, 3) 

deployment, and 4) maintenance. These phases were primarily the provider’s 

responsibility.

MOTIVATION
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Project
 

1. ERP Software Upgrade

MOTIVATION

EXPANSION OF ONLINE PRESENCE

    Production delays due to  
insufficient system 

Resource waste as a result of the same  
data being entered into the system multiple                 

            times and processed, which also  
        increases the possibility of errors

Capital capture in production  
due to insufficient inventory  

                                  management 

Maintenance issue  
due to insufficient  

maintenance records

Maintenance issue  
due to insufficient  

maintenance records

             Problems with  
       incorrectly filled  

measurement protocols

Developing  
the QM module

Developing the  
      PERFORMANCE  

 MEASUREMENT  module

Developing the  
MAINTENANCE module

Developing  
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the COMMERCIAL  

            BUSINESS module

Improving the  
PRODUCTION module

The improved module could monitor the entire manufacturing  
process of each item at any time - the materials consumed,  

the machines used to manufacture it, the employees who worked  
on it, waste, production time, human and machine labor spent,  

and production capacity at full capacity

Development of a module for monitoring sales activities  
(CRM - customer relationship management module)

Inventory management module developed - to ensure 
“just-in-time” delivery, it is necessary to develop a system  

that can provide information on the minimum quantity of  
each material in stock, safety stock, order quantity, and so on,  

based on historical data and mathematical calculations

Developed a performance measurement module - a module  
that monitors employees’ work and performance in order to  

compensate them appropriately. A worker who is compensated  
objectively is also a productive worker

Developed QM module - electronic measurement protocol  
is software that sends the measured value digitally to the  

electronic measurement protocol

Developed a maintenance module with a well-defined  
maintenance schedule for each machine

PROBLEM PROJECT OUTCOME
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Project
 

2. Post-Processor Software

A post processor is a software program that converts data from one software language to another for use by another software. Post 

processors are introducing automation into production. The problem of errors that occur frequently when manually entering 

data, as well as slow manual entry of data into the tool measuring system and CNC machine, prompted the idea of develop-

ing post processor software for each CNC machine manufacturer that GAT has in its machine park. When programming 

a piece in Esprit software, the corresponding tool diameter lengths are entered to ensure a successful simulation, and 

those lengths and diameters are then used in the “real” world. Post-processors allow the Zoller tool presetting 

machine to automatically transfer the required tool lengths and diameters. After measuring the tool, the data 

is automatically transferred to the CNC machine, reducing the possibility of human error and increasing 

productivity.  

The pre-project process involved writing down the measures on paper and manually entering 

them into the tool measuring machine and CNC machine. CAM systems, in particular, gen-

erate instructions for a toolroom and a CNC machine. Before the project, these instruc-

tions are written on paper and entered manually into the tool measuring and CNC 

machines. The process is automated, with the post processor converting the CAM 

system’s instructions into the specific directions required by the CNC machine. 

The transmission of data from programming to insertion into the CNC 

machine is sped up by approximately 75%.

MOTIVATION
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Project
 

2. Post-Processor Software

Process: After GAT receives a 3D model of the required tool from the customer, a software simulation on the  

machine, tools and other requirements is performed. Following this stage, it is necessary to transfer the data  

to the toolroom, where the tools are clamped, measured, and placed in the processing machine in  

accordance with the presented simulation. At this stage, there were numerous issues with the data  

transfer following the simulation, the tool’s tightness, the material into which the tool was clamped,  

and so on. The simulation provides a clear picture of the subsequent steps leading to the toolroom,  

where, after clamping the tool, digital data is obtained and loaded into the tool presetting device

MOTIVATION

Post
processor

POST
PROCESSOR

ERROR POSSIBILITY -   
MANUAL WRITING OF MEASUREMENT 
ON PAPER, AND MANUAL TYPING IN A 

ZOLLER MACHINE
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Project
 

3. Web Calculator

WEB calculator is software that enables an anodizing price calculation system that is available to GAT customers through 

the website. After the customer enters the parameters, the system calculates the price and displays it to the customer 

using the methods developed in the existing system. When a customer places an order, the order data is automatically 

transferred to the local ERP database and is available through the system.

The calculator improves both the customer information and order processes. Specifically, the customer can  

enter the order parameters independently, automatically receive the offer, and place the order. Furthermore,  

this process has been integrated into the ERP system, resulting in complete business integration.

MOTIVATION

step 1
Customer requests anodizing
price from the GAT employees by 
providing the key parameters

step 2
The employee manually calculates
and communicates the anodiying 
price to the customer

step 3
The customer considers the price
and informs the employee about
the purchase decision

step 4
The employee enters the order 
into the system

step 1
The customer logs in to the web
calculator and enters the
parameters receiving 
the anodizing price

step 2
The customer considers the 
price and submits the order into the 
system

Web  
calculator

BEFORE

AFTER
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APPROACH

Approach
 

The project was initiated by identifying the problem, followed by the formation of teams in charge of research and gathering ideas to solve the 

problem. Following the development of concrete proposals, team members were assigned with individual tasks and the process of soliciting 

offers continued, followed by offer selection and implementation. The total duration of the project was approximately one year, and the 

duration of individual parts varied according to the complexity of the process, as explained below.

Defining  
problems

Choosing an 
offer

Project  
implementation

Project  
verification

Employee 
training

Publishing
the project

Project and  
benefit analysis

Establishing
teams

Gathering 
ideas

Market
analysis

Agreement and
resolving issues

Asigning  
individual tasks

Acquisition of
offers

Project flow
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DIGITAL MEASUREMENT OF LOGS IN WOOD PROCESSING

OUTCOMES

DIGITAL MEASUREMENT OF LOGS IN WOOD PROCESSINGEXPANSION OF ONLINE PRESENCE

Outcomes
 

Each of the project initiatives had specific objectives pertaining to the enhancement of a particular business process. In this regard, project  

outcomes are reflected primarily in the achievement of stated objectives, namely the enhancement and development of new modules  

within internal processes and procedures for ERP upgrade, the automation of data transmission from programming to insertion into  

CNC machines in post processors, and the automation of customer information and the possibility of direct online ordering. 

Finally, all three project initiatives resulted in the increased productivity and reduced possibility of error, which in turn has 

had the effect of making employees feel more comfortable and without pressure while working. When it comes to project 

cost-effectiveness, GAT believes that operating costs begin to decline the day after the project is completed:  

“How quickly the project pays off depends on how often the automated activity takes place in the company.  

Thus, for example, in our company, the transfer of data to the toolroom and the machine happens about 50  

times a day. If we save a minute every day, it gives us an hour. And calculating the rate of return on that  

investment is fairly straightforward”. 

The company set a goal of increasing sales by 5% at the start of the project. However, due to  

disruptive supply chains in the world, there was a 38% increase in sales, of which a certain  

percentage should be attributed to improved processes

Project
outcomes

Benefit #1
Improved customer 
relationship

Benefit #2
Increased sales

Benefit #2
Increased productivity
of processes and employees
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GAT 
GAT d.o.o. operates in the metal processing sector, which is one of the industries with the greatest potential for  

economic growth in Bosnia and Herzegovina. GAT  was founded in 1996 and began production on a single used  

Deckel FP4A machine. Today, the company employs 25 highly sophisticated metalworking machines and  

specializes in the manufacture of aluminium parts. In 2010, the company began operations with  

a fully automated anodizing line. GAT is now one of the leading surface protection companies  

in Bosnia and Herzegovina (standard anodizing, chromating, electrochemical polishing). 

Name: GAT

Sector: Metal Processing Sector

Size Medium-sized company (109 employees)

Areas of  
activity

Areas of activity of the company are medicine, lighting, audio industry,  

auto industry, measuring technology.

Ownership Private ownership (BiH)

         GAT
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Recommendations for other SME
 

Businesses have continued to digitalize at a breakneck pace in recent years, across all industries and sizes of businesses, although  

at varying rates. As a result, SMEs have their own digital travel where they trail behind in every aspect of digital technology.  

Digitization is multifaceted, as it entails the use and deployment of various technologies for a variety of purposes, ranging  

from basic automation of a specific business process to attaining deeper integration of internal business processes and  

providing increased market and end-user access. Digital technologies are still generally limited to basic services in  

SMEs, and despite the fact that the majority of firms are connected, information technology is still primarily  

viewed as a communication tool. 

GAT is an example of a company that has taken a proactive approach to digital transformation, and the  

lessons learned can be summarized as follows: 

1. Management Support

2. Employees participation

3. Skills Development

The basic recommendation for all companies is to establish a system of continuous  

analysis of the business model, but also of all individual processes, and to collect  

information on existing solutions that can contribute to processing time, and  

thus cost optimization. Depending on the nature of the business process,  

the majority of them can be automated to some degree using digital  

technologies. Automating processes and transferring employee  

tasks to the system improves throughput and processing time,  

while also rapidly reducing costs in individual business  

processes. Digital business transformation is critical for  

success because it enables businesses to create new  

or modify existing business processes, culture, and  

customer experiences in response to changing  

business and market requirements.

RECOMMENDATIONS
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Recommendations for other SME
 

1. Management Support

Numerous studies confirm that digitalization is dependent upon management awareness and  

support, which GAT fully endorses. The manager of GAT is aware of this: “I am the one  

who constantly changes something in the company. I believe it is entirely dependent  

on the first person; if the first person is unwilling to implement changes, regardless  

of whether they involve the introduction of new technologies or the digitization  

of anything, they will almost certainly not occur in that company”.

The most significant lesson learned from the project, according to  

the company’s owner, is that “we will continue to change further…  

because it is worth the effort” which speaks to the importance  

of adopting a mindset of constant change and trying new  

things to provide opportunities for the adoption  

of digital technologies. 

RECOMMENDATIONS
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Recommendations for other SME
 

2. Employees’ Participation

It is critical for the success of the digitalization project that employees at all levels participate in the project’s planning and  

implementation. This decreases resistance to change while increasing the likelihood that the project will meet the actual  

requirements of a particular business process. To put it another way, only workers who perform specific tasks are aware of  

the difficulties they face. The GAT manager states that changes are constant in their company and that they have learned  

an important lesson and that it is critical to involve multiple levels of the organization in order to increase the likelihood 

of successful change implementation. Additionally, he notes the need to gather information from those working  

on the process to be automated and digitized: “We (managers) lack operational data. We believe that  

everything below is available because employees do not call every time something does not work, whether 

it is a routine task or not. Such issues arise spontaneously during meetings, and we can then act quickly, 

and most often, these are minor issues that simply need to be changed or fixed in order for things to 

work. As a result, it is critical that all levels participate. My opinion is clear among employees,  

I believe that everyone should be involved in decision-making and that everyone should  

have a clear understanding of the goal and why we do what we do”.

Additionally, the GAT manager asserts that employee resistance to change is  

frequently motivated by fears that automation will lead to them being replaced 

by machines and earning less money. However, through collaborative  

planning and participation in discussions, GAT instills an awareness  

that the ultimate goal of any digitalization project is to make  

everyone more productive and the company more profitable, 

which can eventually be translated into salary increases.  

As a result of such a culture, employees begin to view  

digitalization and change differently, realizing that no 

one will lose out and that perhaps everyone will 

gain more in the end.

RECOMMENDATIONS
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Recommendations for other SME
 

3. Skills Development

Another big problem regarding employees is that the company is also facing a lack of qualified staff. One of the reasons is the education system, 

which is characterized by a lack of practical teaching. Consequently, companies get highly educated individuals who come into contact with 

the real sector, real production, etc. for the first time after employment. The GAT manager recognizes that “they are capable individuals 

who can learn and perform tasks and solve problems, but they require at least a year or two in the company to develop an under-

standing of the real situation, decision-making, and taking responsibility, among other skills”. 

Today, as a result of digitalization, robotization, and automation of manufacturing processes, the required staff structure is 

changing. Thus, the GAT manager states that they require approximately five low-skilled employees and 45 highly edu-

cated employees. He adds that this is not unique to GAT and that there will be an increasing demand for individuals 

capable of working with complex software, processing large amounts of data, and so on. This is, in fact, the GAT’s 

biggest challenge. That is why they recognized employee education as a critical component of a successful 

business and created their own education system, GAT Academy: “We are compelled to establish internal 

education systems, and as a result, we are currently developing an application that will enable us to 

conduct internal training through video. GAT Academy, as we dubbed it, was created in collabora-

tion with a BiH-based company”.

The owner of GAT wishes to encourage all SMEs in BiH to invest as much as possible in 

digitalization and Industrial Revolution 4.0 implementation, noting that everyone must 

understand what Industrial Revolution 4.0 is and that no resources are required: 

“Something that would be really important to mention is that companies 

should not be afraid of digitalization because Industrial Revolution 4.0 

only brings together already employed technologies in a way that they 

communicate with one another. Examples are software with robots, 

robots with machines, and finally with humans, etc. It’s really just 

a mental barrier or a way of thinking about how certain things 

should be applied to businesses to improve them”.

RECOMMENDATIONS
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Digitalizing your company
 

Several SMEs have already taken the initial steps toward digital transformation with the assistance of the GIZ projects  

“Innovation and Digitalization in SMEs in BiH” and “EU4Business”. Supported SMEs leverage information technology  

(IT) solutions to streamline internal operations, introduce new goods, build digital solutions, sell their products  

online, and increase consumer engagement and retention. Their digital success stories can serve as role  

models for other SMEs, enabling the private sector in Bosnia and Herzegovina to advance digitally. 

Do you intend to implement a digital transformation  
project yourself or do you need support in planning  
and initiating similar digitalization projects?

Please get in contact via:

EU4DigitalSME@giz.de

b2bit.ba/public-call/eu4digitalsme/ 
 

YOUR COMPANY

EU4DigitalSME
The EU4DigitalSME project is aimed at creating an enabling environment for SMEs to successfully  
undertake digitalisation and innovation transformations. Through better access to innovative  
technologies, skills and services across value chains, the project supports the creation of a conducive 
business environment for technological transformation of SMEs in competitive sectors.

http://b2bit.ba/public-call/eu4digitalsme/ 
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