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North American Specialty
Chemical Company ROI12.7:1

Sector
Specialty Chemicals

Capabilities

Maintenance & Reliability CHALLENGE

Management Systems .

People & Organization Toreduce operating costs

Operational Excellence (o)

Safety Systems by at IeaSt .IO /O

iu;:ly Chain Manage- Aleading North American specialty chemical manufacturer
faced ssignificant challengesinreducing operating costs and

© 2024 ArMur Consulting enhancing production predictability. With ambitious goals
to slash operating expenses by atleast 10%, the company
embarked on a comprehensive analysis to pinpointimprovement
opportunities.

OURFINDINGS

Identified six items forimprovement

1. Safety performance waslowerthan desired 4. Employee productivity waslow due to unclear
due to high level of risk tolerance among expectations and lack of work standards.
disengaged employee. 5. Operators were not consistently updated

2. Organizational structure contained more levels regarding production targets, resultingin
thannecessary, resulting inincreased costs. missed production schedules and customer

3. Supervisors were not providing consistent shipments.
support ordirectiontolead theirteams 6. Maintenance andreliability resources were
yielding sub-optimal. focusedon “catchingup” instead of long-term

fixes.



IMPLEMENTATION

We focused on 6 areas of impact to improve
production predictability and lower costs

Safety Systems

e Implementedintegrated safety meetings and
procedures across the site.

Management Systems

e Installed Management System to drive desired

behaviors.

e Improved decision making by moving
accountability to individual levels.

People & Organization

e Redesignedthe organizational structure
with fewer levels and clearerroles and
responsibilities.

e Improvedinterface between Quality
Assurance and Production departments;
balanced/leveled load delivery schedule.

RESULTS

All delivered ata 2.7:1 Return onlnvestment

*30%

Increasein
craftsmen utilization

¥15%

Reductionin fixed
costs

*3%

Improvementinraw
material unit yield

*3%

Boostin unit
production achieved
across two key areas

e Coachedall supervisors and managerson
leadership, active supervision techniques,
Gemba walks, and continuous improvement
tools.

Operational Excellence

e Delivered daily production andyield
improvementsin all units by eliminating
waste and providing short-interval control to
operators.

Supply Chain Management

e Implemented production planning, inventory
controls, SAP training, managed supplier
contracts, and balanced logistics.

Maintenance & Reliability

e Definedcritical equipment and implemented
reliability program.

e Improved planning and scheduling.

This work has really transformed
my plant and the people in the

plant to consistently achieve
higher production. | now trust my
supervisors to do the right things
every shift.”

Plant Manager



