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Case 6b: A European based plastics firm sought to dramatically improve 
operational performance and double the turns of the business

• Leadership recognized the need for a step-change in reliability performance (“2nd to 3rd league”); to 
strengthen their competitive position, they wanted to initiate a step change in Operational Excellence
• Systematically tackle root causes to improve OAE and production volumes through the implementation 

of OPEX concepts across all sites
• Improve leadership capabilities and methodology competencies in Operations Management
• Ensure sustainability of the improvements in daily business

• Number of strengths to build upon – premier plant portfolio, safety performance / culture, excellent crisis 
management ability, common KPIs/metrics, growing use of internal continuous improvement approach, good 
practices in various locations (leveragable)

• Their approach needed to:
• Balance Group vs. individual plant / location needs
• Balance the need for quick improvements with recognition that it will take time for step change
• We have to make up our minds, we cannot apply all principles @ the same time
• Build on internal continuous improvement that already exists (Investigations / DASIR / projects)
• Engagement is a real key; validation with our people

Lean Tools, Methods & 
Pilots (+LAB)

SC Approach, Roadmap & Pilots Target Setting / Benefit Realization

Prioritization (Validation Sessions 
& 20 Keys approach)

140+ success stories through high 
engagement of people

Common Work Processes
50+ Plant OPEX teams
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Reliability % Overall Result 97,5 % 95,9 % 94,4 % 94,9 % 92,5 % 93,8 % 95,0 % 94,8 %
112 SchPP3 100,0 % 100,0 % 100,0 % 100,0 % 100,0 % 96,7 % 100,0 % 99,5 %
119 BurPP4 99,1 % 96,3 % 100,0 % 87,2 % 84,7 % 100,0 % 86,2 % 93,3 %
111 SchPP5 100,0 % 98,6 % 100,0 % 100,0 % 99,4 % 100,0 % 100,0 % 99,7 %
123 BurPP6 100,0 % 100,0 % 86,6 % 76,3 % 100,0 % 79,5 % 86,1 % 89,8 %
202 BerPP1 91,0 % 97,3 % 71,5 % 100,0 % 94,2 % 95,6 % 97,2 % 92,3 %
203 BerPP2 100,0 % 100,0 % 97,8 % 97,6 % 96,9 % 100,0 % 100,0 % 98,9 %
201 KalPP3 89,2 % 97,6 % 92,5 % 93,2 % 69,9 % 87,6 % 100,0 % 89,9 %
104 PorPP 100,0 % 100,0 % 100,0 % 100,0 % 75,5 % 94,7 % 100,0 % 95,7 %
105 BerHD 92,1 % 92,5 % 92,8 % 90,0 % 95,1 % 89,4 % 90,2 % 91,7 %
120 BurHD 97,8 % 99,4 % 91,6 % 100,0 % 94,5 % 98,5 % 92,3 % 96,2 %
125 SchPE4 100,0 % 100,0 % 95,1 % 78,6 % 97,1 % 82,8 % 70,6 % 89,1 %
504 PorPE2 100,0 % 96,1 % 100,0 % 100,0 % 95,9 % 91,7 % 100,0 % 97,7 %
506 StePE3 100,0 % 97,1 % 100,0 % 89,9 % 96,5 % 100,0 % 100,0 % 97,7 %
501 SteHD 100,0 % 88,3 % 94,6 % 95,4 % 98,8 % 99,6 % 100,0 % 96,8 %
114 SchLD 98,8 % 98,6 % 97,4 % 99,0 % 100,0 % 94,8 % 97,0 % 97,9 %
302 PorLD 89,9 % 86,6 % 91,7 % 98,7 % 79,4 % 96,2 % 91,8 % 90,6 %
401 SteLD 99,4 % 95,7 % 93,8 % 96,2 % 93,3 % 88,4 % 96,4 % 94,8 %

Average vs specific performance 
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Stream / Site Summary 
Overall 
Average Schwechat Linz Stenungsund Porvoo 

Kallo / 
Zwijndrecht Beringen Burghausen 

Introducing Change 

Learning from 
Incidents 

Prevention & Risk 
Management 

Leadership 

Competence 

Integrated Systems & 
Tools   

Goal 
Current 
Goal 
Current 
Goal 
Current 

Introducing Change 

Learning from Incidents 

Prevention & Risk Management 

Leadership 

Competence 

Integrated  
Systems & Tools 

1 2 3 4 5 (best) 

Euros 

14 

13 

20 

15 

28 

 10 

2.9 

2.9 

2.6 

3.0 

3.1 

3.8 

4.2 

4.4 

1.41 

1.45 

1.82 

1.17 

1.32 

1.41 

4.3 

4.4 

4.4 

Gap 
By location 

2.4 

Basic elements “4 – 8 – 4”

4 Principles 8 Wastes 4(+1) New Tools

1. Understand the Voice 
of and Value to the 
Customer

2. Create Flow
Production

3. Enable Pull (Material) 
Systems

4. Continuously 
Eliminate Waste

1. Defects

2. Over Production
3. Waiting
4. Not Engaging People 
5. Transportation

6. Inventory/Storage
7. Motion
8. Excess Processing

1. Value Analysis

2. 5S

3. Quick Changeover

4. Kaizen

+1 Value Stream Mapping

OPEX II – PilotsOPEX II – Pilot Results

Area Opportunity Impact

L1 Cmpdg A Cleaning Cycle Time Reduction (52 è 27 hours) >45% 
>900 k€/y

L1 Cmpdg B Cleaning Cycle Time Reduction (54 è 27 hours) >55% 
>1.8 m€/y

L1 Cmpdg C Cleaning Cycle Time Reduction (preliminary) >~50% 
>2 m€pa

L2 Release of 
Raw Material 

12 waste opportunities being addressed to reduce 
material release from median of 2 days to 1 hour 
(~80% of raw material volume)

>90% 

L2 Cmpdg
Product C/O

Product Changeover Cycle Time –
387 hrs/y production time & higher quality

>45% 
>81/284 k€/y

L2 Maintenance 
Work Permit

Cycle Time Reduction –
832 / 950 h/yr extra hours of utilisation

--

L3 Maintenance Work Management Value Analysis - utilisation >1-2 m€/y
L3 Gas 
Shipment

Cycle Time Reduction – (54 è 27 hours); delay 
capital

50%

Foundation 

PO 2020 - DBM, regional expansion 

BehEx & WtE 

Tools 

Kaizen 5-S Process mapping Cycle time reduction Value stream analyses Link 

TBW 

SC process framework and structure 

MAFO S/D balance OTC/ OTD Inventory Management Distribution 

Vision/ Mission 

current 
status 

desired 
status 

Timeline/ prioritie
s 

Opportunities/ projects 

Business cases 

SC Strategic Pillars 
Complexity Reduction Make to order thinking/concept Increase predictability Increase internal efficiency 

H1 2014 H2 2014 2015 2016 2017 Dec 

Blueprint Implementation 
SIE/SWBu/Ant 

PRS Return Rate 

Blueprint Beringen 
study  Resource Variabilisation 

Validation SKU cost 
impact 

Refine storage rules & 
internal network optimisation 

Incl in Prod Pricing or 
benefit for bulk 

Silo batch mixing 

Review 

Packed Payload 
Optimisation Full end-to-end Barcoding 

FFS Downgauging Packing Material Cost Reduction 

Internal network optimisation linked to 
product complexity reduction & non-prime 

NP 

NP MAFO 

EDI Pilot EDI Design EDI Rollout 

Web Shop No Touch  
Orders Pilot 

Web Shop No Touch  
Orders Design 

Web Shop No Touch 
Orders Rollout 

OTC Process Roll Out OTC Process Review 

OTC/OTD 

Non operative stocks/slow 
movers 

Geographic Full Potential       

Network Planning “sister Pairs” 

Best practice 
planning/forecasting 

Statistical forecasting - 
use learnings from past 

Compound to Order 

Operations planning team 
establish benchmarks 

Winning supply Planning 
work reduction 

Raw material planning 
LD5 PIP  Demand control next step 

may morph into BOP’s 

Safety stock recalculation 
“how much can we afford” 

Spot deals and asset loading 

Market dynamics for next 3 months 
and collaborative planning Alternative sourcing: 

swap stocks or 
coproduction  

Borouge Sourcing Strategy 

Market dynamics forecast: identify 
alert signals and prebuying NP 

NP 

NP 

*   

NP 

S/D Planning  

NP = Nimblicity™ Pilot (kaizen) 

DCA 
Business Case Basis 

Floating Stock Export Asia 
Scope Analysis Volumes 

Stake Holder Validation 
Risk Analysis 

Define Business Case 

Business Case Validation - Stakeholders 
IT – move into project phase 
Tender process & execution 

Process impact 
Define way forward 

Implementation 
Yes / No 

External Market Screening 
Tool 

Define Business Case 

Surcharge Potential Analysis 
Link DBM revision 

GSM Validation 

DCA Implementation 

Floating Stock 
Support from IT 

External Service Provider 
Screening (Link Partners) 

Integrated Tender Tool 

SC Network Design (ROC/Depot/OSL) 
Link Internal Storage Link  MAFO Link Emerging  

Market Project 

NP 

NP 

Dist 

* Led by POBC 

NP 

NP 

Code	 Pilot	 Person	
Accountable	 Tool	 Scope	 Timing	

MAFO	5	 Resource	Variabilisa=on	 Wiim	 Kaizen	
1	Loca.on	(Beringen	as	part	of	BP	
process)		3	or	4	other	MH	Pilots	-									
(ELT	Scope)	

Q1	2014	

MAFO	8	 Silo	Batch	Mixing	 Wim	 Value	Analysis,	Kaizen	 In-bound	stream	driver	batch	mixing	
(Porvoo	PP	with	AP&F		-	[PE2?])	 Q3	2014	

SD	9	 Winning	Supply	Planning	 Claus	 Process	Mapping,	Kaizen	 OPA	working	day	and	rela.on	to	OTC	and	
other	planning	processes,	Loca.on	SIE?	 Q1	2014	

SD	7	 Collabora=ve	Planning	 Claus	 Process	Mapping	 Forecas.ng	and	Demand	Control	Analysis	Q1	2014	

OTC	3a	 OTC	Process	Review	 Guenter	 Process	Mapping,		
Value	Stream	Analysis	 Full	OTC	process	including	export	 Q1	2014	

OTC	2a	 Automated	Customer	Service	
Interface	(Web	Shop)	 Guenter	 Kaizen,	Value	Stream	Analysis,	

Process	Mapping	 Start	with	PT	(op.on	to	apply	overall)	 Q2	2014	

Dist	2	 Floa=ng	Stock	 Suzy	 Process	Mapping,	Kaizen	 Export	Shipments	to	Asia	 Q1	2014	

TBD	 Collabora=on	Partnering	 Suzy	 Process	Mapping,		
Value	Stream	Analysis	

Concentra.ng	volume	to	one	selected	
partner	in	a	defined	segment/area					
(One	selected	"partner")	

Q3	2014	

�  Leading indicators 
were met 

�  Almost 40% 
reduction of 
technical losses 

�  Almost 45% 
reduction of 
unplanned shut 
downs 

2010 2011 2012       2009       

493 

801 

591 

770 

-39% 

2010 2011 2012       

127 

90 

-43% 

45 % 

73 

�  PTAI benchmarking results 2012 
confirm our successful OPEX 
implementation 
�  Our PP and PE plant Reliability has 

improved considerably compared to 
competition 

�  Also First Time Right has increased 

Project One:  
SC Nimblicity™ - “Manage current 

complexity” 

Project Two:  
Product Portfolio and Lifecycle Optimisation - 

“Reduce Complexity” [Grade Reduction, Non-Prime 
and Geographic Full Potential] 

8 

0.8 
0.4 0 

0.4 0.0 0 9.62 

5 

6 

7 

8 

9 

10 

11 

12 

13 

14 

15 

Beginning 
Turns 

Modify Safety 
Stock calc 

Reduce 
slowmover 

creation 

Utilize 
Statistical FC 

Compound to 
Order 

Collaborative 
Planning 

Floating Stock 
Inco terms 

SC 
Nimblicity™ 

Turns 

Start SD2 SD3 SD4 SD5 SD7 DIST2 End 

9.62 0.4 

2 

2 14.02 

5 

6 

7 

8 

9 

10 

11 

12 

13 

14 

15 

Turns After 
Current 

Complexity 

Reduce 
Customer 

Complexity 

Reduce 
Manufacturing 

Complexity 

Reduce Grades Final Turns 
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WORK IN PROGRESS 
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Ambition 
level 

8,30 

10,00 

TCTS 
saving 2016 

Potential to 
be identified 

0,26 

6,68 

4,98 

SC 
Nimblicity 
VC saving 

1,80 

SC 
Nimblicity 
FC saving 

TCTS 
saving 2014 

2,90 

1,20 

SC 
Nimblicity 
VC saving 

0,60 

SC 
Nimblicity 
FC saving 

SC 
Nimblicity 
FC incl in 

BPL 

SC 
Nimblicity 
VC saving 

7,20 

8,90 

SC 
Nimblicity 
FC saving 

TCTS 
saving 2015 

Potential to be identified 
VC savings 

FC savings on top of BPL 
FC savings incl. In BPL 

Impact: developed, mobilized and deployed OPEX and supply chain 
strategies that delivered more than €100MM in reliability, quality and cost 
improvements while working toward doubling the turns of the business


