CONSILIARI AND MICROSOFT IMPLEMENTS SUCCESSFUL BUSINESS INTELLIGENCE SOLUTION FOR DUFERCO STEEL PROCESSING

Company Overview

The core business of Duferco Steel Processing (DSP), located in Saldanha, is the processing of carbon steel to meet the specific requirements of their customers. 

This entails the following major processes:

· Pickling of Carbon Steel coils;

· Cold Rolling down to a 0.21mm thickness;

· Cold Rolling and Tempering down to 0.25mm thickness;

· Galvanising as required.

DSP operates all year round, 24 hours per day with 90% of current production geared towards the export market.

Situation

The plant was commissioned in 1999. This meant that management faced a challenge to get the plant to produce according to technical specifications as soon as possible. This entailed two critical aspects, namely:

· Addressing technical and mechanical equipment issues.
· Achieving high production and set-up efficiencies, machine utilization and low scrap levels.

Consiliarii focused on the achievement of higher efficiencies, utilisation and quality. When Consiliarii became involved in February 2002, machine operators manually recorded large amounts of data on “Shift Reports”. Most of the data recorded was never captured in any electronic format. Stoppage and tons data was captured on Excel spreadsheets mainly from data sourced by shift coordinators. 

The major problem was that data integrity and validations could not be performed and that accurate information on a product and operating level could not be made available due to the following typical spreadsheet shortcomings:

· Data handling and storage limitations;

· Inability to handle multi-users;

· Inflexibility when changes are required;

· Limitations in the flexibility and variability of management reporting;

· Data validation limitations and difficult to fix errors for anybody other than the original developer;

· Programme was not user friendly and difficult to use by anybody other than the original developer;

· The livelihood of a spreadsheet was mainly dependant on one person;

· Limited access and security abilities.

The importance of capturing the data and the accompanying information justified the use of new technology with regard to data storage and management. It became crucial that all managers could access information relevant to their areas of responsibility, on a real-time basis in a standard format.

Solution

In order to achieve the objective of continuous improvement on the shop floor as soon as possible, management had to focus on the following aspects:

· Optimise speed with regard to the standards set for the following:

· Production

· Set-Ups

· Minimise interferences and stoppages

· Analyse and improve quality on a product level at each operation in the manufacturing process

It was decided that the implementation of the Clockworks-Productivity Analyser Module, a VB6 application running on SQL Server 7 or 2000 and which delivers reports by utilising Crystal 8.5, was the best solution.

This mainly entailed the application of the time-based performance measurement principles based on the following:

· Identifying the specific product variables that determine speed through each operation in the manufacturing process;

· Setting a standard speed for each product produced through each operation;

· Defining the applicable product variables and the elements involved in the changing over from one product to another at each operation;

· Setting a standard speed for each change at individual operations.

From a project management perspective the following principles were applied:

· Proper training and education were performed on all levels; 

· Professional project management principles were adhered to at all stages during implementation;

· The relevant management information produced by the software was utilised on a daily basis to achieve the improvement of performance on the shop floor;

· The concepts and software were always kept as easy and user-friendly as possible without sacrificing the required level of detail and accuracy.

The implementation was rolled out over a period of six months period as follows:

· Manual recoding of the relevant data at all processes;

· Electronic recording of the relevant data at all processes;

· Electronic interface to SCADA’s and PLC’s at all processes.

Benefits

The benefits achieved in a joint effort between management, operators and Consiliarii, are tabled below:

	May 2001
	March 2003

	Process
	OEE

(%)
	Time Lost

per month

(Hours)
	OEE

(%)
	Time Lost

per month

(Hours)
	Time Gained per month for period

(Hours)

	Pickling Line
	50
	250
	68
	145
	105

	Galvanizing Line
	60
	120
	75
	50
	70

	Cold Rolling Mill
	52
	300
	65
	200
	100

	Cold Rolling and Temper Mill
	35
	310
	65
	240
	70

	Total
	50
	980
	70
	635
	345


Time lost per month is defined as the hours lost due to inefficiencies, scrap and un-planned stoppages.

From the above table it can be concluded that a substantial increase in available production time was achieved. These gains were achieved without any increases in operational fixed costs. This additional time has therefore become available to make and sell more products ensuring increased profits for the business.

The Road Ahead

To achieve the full benefits following the implementation of the Clockworks Productivity Analyser Module, the maximum return on investment must be garnered from available resources that  are time intensive and  without increasing fixed costs.

The following steps from a business perspective will therefore be taken:

· A maximum contribution to fixed costs will be achieved by optimising the product and sales mix from a contribution per product and time based perspective. The different products will be ranked in terms of a Rand per-hour contribution. The best products will be “pushed” from a sale and marketing perspective in order to maximize contribution. Supply and demand constraints will always be taken into account. 

· As the shop floor is under control, proper product scheduling and capacity planning principles can now be applied. 

· As everybody on the shop floor understands the concepts and the way they are measured, incentive schemes will now be instituted to serve as additional motivation for performing in accordance with the measurements.

Expectations are that the above steps will close the very important loop between marketing and manufacturing and ensure that the efforts of these functions in the business are tightly linked and in-line. 

