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Lean & Sustainable Manufacturing at a Cement Major

T

he Cement Industry

The Cement industry is a capital-intensive, high fixed
cost proposition. The capital cost of a new Greenfield
project could be about 3-5 years of revenue.

- On the demand side, the cement industry in India

faces an oversupply scenario and is prone to high
demand variability across months and across
regions. This is so, since, cement consumption is
impacted by several macro-economic factors like
monsoon, industrial growth, savings rate, interest
rate, governmental policies etc.

- Cement is an energy-intensive industry where the

energy input constitutes 50-55% of the Cost of
Goods sold.

- Cement companies have low leverage on price

volatility in various inputs like coal cost, freight cost,
cost of raw material like fly-ash, bauxite, PPE.

To operate profitably, given the constraints,
cement companies would need to:

Differentiate product and service vis-a-vis
other companies operating in the cluster

Enhance process and equipment reliability,
cut waste, explore alternate materials and
fuels and operate in the leanest manner

Simplify operating structures to align with
improved processes, enhance

responsiveness and build people capability

Situation

The Cement major has 8 geographically dispersed
plants - 5 Integrated and 3 Grinding Units. The plants
have a wide range of technology from 1983 vintage to
latest technology and machinery in the last major plant
to be commissioned in 1998. Overall installed capacity
was 16 MT Clinker. While a number of strategic issues
remained to be addressed, to enhance
competitiveness in each market cluster, the company
engaged ECS to embark on an initiative to achieve
excellence in operation and revitalise the organisation.
Christened simply as Parivartan , the objective of the
initiative was to achieve breakthrough improvements
through a fact based structured approach, while
enhancing the competencies of people.

Approach

Parivartan emphasised improvement as integral to
routine work -the aim being finally to achieve world
class operational excellence

« Objective - Launch of structure, +Objective — Stabilization of
systems and approach. structure, systems and
« Objective - Self

Enhancing skills through approach. Providing
extensive trainings and advanced skills through
increasing people launch of large number of six sufficiency in structure,
competencies. sigma projects. Change
«Maturty Level - Establishing Management (Process based

basic equipment and operating SIUGIe)
conditions for world class
manufacturing.

+ECS Role - Specialist

Methodologies Used

TPM instilled a sense of belonging and ownership and
involved People in order to build reliability in the
operations by setting up the appropriate Process &
Asset Care regime, Visual Management & Mistake
Proofing framework.

Six Sigma projects focused on Process Improvement,
Variability Control & Optimisation and led to the
development of valuable optimisation algorithms for
various parts of the process from Mines to Despatch.

Process Based Structure lead to the development of a
robust and powerful learning organisation committed to
enhancing people competencies.

Finally the Lean & Sustainable Manufacturing toolkit
provided the roadmap for world-class excellence.

systems and approach.

Inputs for world class
excellence achievement.

« aturky level - Refining and Change agenda to be
standardizing the basic
equipment and operating
conditions

«ECSRole - Specialist cum

\ Faciltator

handled internally.

+ECS Role - Facilitator
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Key Results

Over Rs. 54 crores of accrued benefits
Average Plant Run Factor improved from 318 days
to 335 days and average shutdown duration
reduced from 35 days to 24 days
Over 80 Six-Sigma projects executed, Rs. 96
crores of identified benefits

Level Tracking of Key processes (MOST)
TPM Level-2 achieved at all locations.
Metrics  for focus, sustainability,
employee and partner satisfaction and lean
management introduced and deployed
Over 250 Variability Reduction and Process
Improvement Projects were executed by Cross
Functional Area Teams
250 candidates trained on Six-Sigma - 22 Black
Belts and 91 Green Belts certified
38 internal facilitators developed, 11 certified as
TPM facilitators, 7 as Six Sigma Master Black Belts
and 20 in the process of certification.
ISO Certified Process Based Restructure with
reward and recognition policy aligned
A working Knowledge Management and Learning
System established within units, gradually
extending organisation-wide
Transformation of the manufacturing plants to
vibrant, enthusiastic self-improvement competency
following world class, lean and
sustainable practices

customer

factories

ECS is a premier business management-consulting firm in
India. Its consulting practice covers Services, Strategy,
Operations, Human Resources & Change Management,
Supply Chain Management and Full Value Spend.

We partner all our clients from concept to implementation.
Typical results of implementation have been a significant
reduction in turnaround time and cost along with increased
productivity and reliability of business processes.

We have delivered value to more than 200 Indian Corporates.
Some of our leading clients include ITC, L&T, HLL, TAFE,
Rallis, Goodlass Nerolac, St.Gobain, Jindal Vijaynagar,
Castrol and GCMMF.
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