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SGA ‘Box Maker’ makes a 540,000
Investment in new machine
unnecessary!

The Grolsche Bierbrouwerij Nederland B.V. forms part of
stock exchange listed Koninklijke Grolsch N.V. In the
autumn of 1998, Grolsch gave an extra impulse to its
improvement activities entitled Total Productive
Maintenance (TPM). Since then, innumerable
improvement teams have been initiated. “The

performance of the box maker was too low to satisfy the demand from the
filling line.”

The first step in the improvement programme was to make the losses on the filling line
visible. During a two-day training course, the production team, consisting of operators,
mechanics and line managers, made agreements about the way that they wanted to
measure the OEE. The OEE is used on the work floor to gain detailed insight into the losses
that occur. The box maker had an OEE of 58% in 2000. This was much too low to be able to
meet the increasing demand from the filling line.
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Figure 1 OEE and loss in effectiveness before and after improvement

“Together with a number of colleagues, we took the opportunity, in
an improvement team, to tackle the problems of the machine.”
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As a result of the problems concerning the box making machine, serious consideration was
given to structurally operating the box maker for three shifts instead of two. The supplier of
the machine thought that it could modify the machine for 160,000, but would not give a
100% guarantee of the final result. The investment in a new machine would in total amount
to 540,000.

It was decided to start up an SGA (Small Group Activity) to raise the OEE from 58% to 64%.
Achieving the target would result in a more than 10% increase in output. The team consisted
of an operator, an electrician, an electrical and software trouble shooter, a mechanic, a
mechanical trouble shooter and a TPM facilitator. The team produced 80 improvement
proposals to improve the OEE of the machine.

The SGA team recalibrated various setup points of the machine and visualised the
associated settings. The visualisation of the setup points and changeable parts ensured the
standardisation of the various working methods. Moreover, various technical changes were
made to simplify changing the setup. One of the changes was the replacement of the
manual actuator on the box transport system by a fully automatic pneumatic actuator. By
making this relatively minor change, the rebuilding of this particular component became
unnecessary. Moreover, this solution proved to be much less prone to failure. Eventually, the
team tackled 70 improvement points. The other improvement points were unnecessary
because they were solved or made superfluous by the other improvement points.
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Figure 2. One of the improvements made

Results

The improvement team eventually raised the OEE to 64%. The total loss of effectiveness
through faults was reduced from 7.7% in 2000 to 3.5% in 2001. The fault time was reduced
from 7840 minutes to 2835 minutes. The fault reduction of 66%, resulted in more that 83
hours of additional line time. The average time to change the setup was reduced from 38
minutes in 2000 to 33 minutes in 2001, which amounts to more than 32 hours of additional
line time. The increase in the OEE therefore ensured that further investments were
unnecessary and that the machine could be operated by one instead of two operators.

“The SGA team has ensured that the investment of 540,000 in a
new machine was no longer necessary.”




