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  Personal Introduction

2011-...

2010-2011

1992-2010

EFESO Management Consultants – Leader and architect of many multi-site 
Operational Excellence programmes

Heineken – TPM Manager

Tetra Pak - Operations Manager, Customer Service Manager, FI Pillar Leader
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Operational Excellence (OpEx)1 programs are a key factor for achieving 
top-tier performance in manufacturing
Companies such as Toyota (TPS), P&G (IWS) and DuPont (DPS)  are good examples of best-in-class OpEx programs delivering 
superior results in all PQCDSM dimensions

And the same applies to food…

Continuous flow

Pull system

Takt-time

Stop and notify of 
abnormalities (Andon)

Separate man's work and 
machine's work

Stability

Goal: highest quality, lowest cost, shortest lead time

Kaizen Standardized workLeveling (Heijunka)

Just-in-time Jidoka (quality first)

Daily Direction Setting

Core values

Zero Loss Journey

Total shareholder return
Safety, Quality, Production, Cost, Delivery, Morale
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1. Operational Excellence = TPM, Lean, WCM, CI, Production System,… 
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OpEx programs offer significant and real performance improvements 
leading to value ($) in all PQCDSM dimensions…

Typical impact (after 3 years):

Transformation Cost  (index) Productivity (index)

OEE (index) Customer complaints (index)

Material Loss (index)

Employee suggestions for 
improvement (index)

$

Before After

100
85 $

Before After

100
120 $

Before After

100
90

$

Before After

100
120

$

Before After

100

60 $

Before After

100

400
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… and value creation increases as other functions (Quality, HSE, HR, E&T, 
Supply Chain…) become part of the program and it reaches the global scale…

Early stage of 
OpExc

More mature 
stage of OpExc

Developed stage 
of OpExc

Mature stage 
of OpExc Mature stage of OpExc Globally

Value 
Creation

OpEx Maturity / 
TimeNo OpExc

All Integrated 
Functions

Performance 
Management
• Meeting
• RCA
• Action Plan

Routines
• Checklist
• OPL

Continuous 
Improvement
• Idea Kaizen
• Kaizen Teams 

(Initiatives)

Maintenance
• Defect Tag
• CIL
• …

Quality
• Quality Alerts
• Non Conformities
• Complaints
• …

HSE
• BOS
• Unsafe Condition
• Incident
• Work Permit
• …

Education & 
Training
• Roles & Functions
• Skill Matrix
• …

Other functions…

at Site level

at Global scale
(All Sites)

Focus on the value 
creation of 
Performance 
Management 
and Routines 
creating a stable 
environment

Focus on the value 
creation of 
Continuous 
Improvement 
creating a 
continuous 
improvement 
environment

Focus on the total 
value creation of
 All Integrated 
Functions  
delivered by 
Mature Operational 
Excellence Program 
implementation 

Focus on the total and global value 
creation of  All Integrated Sites 
delivered by Mature Operational 
Excellence Program implementation at 
Global Scale

Focus on the value creation of other 
functions such as Maintenance/TPM, 
Quality, HSE, HR/People, 
Education & Training, 
Sustainability, Leadership, 
Quality Labs, Warehouse, 
Suppliers,.. delivered by an Integrated 
Program 

$

$
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Two key challenges:

S
Safety

D
Delivery

C
Cost

P
Productivity

Q
Quality

M
Morale

Rapidly build the OpEx system and culture that brings value When you have built it – sustain the performance and culture  

$

The world changes around you…

The three people who led and drove the change get 
promoted to Group roles…

Etc.…
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Digital supports in both challenges:

Rapidly build the OpEx system and culture that brings value When you have built it – sustain the performance and culture  

Go directly to the future approach

Digital paradox & new generations of employees

Structure, process, rigor

Digital helps preserve good 
processes and prevent 
deviations

Easy to maintain standards, 
across the globe

New employees only experience 
the correct approach
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Before  
(2min43s) 

After  
(55s) 

Client : Global player in the Food Sector

 CMMS (PM)      Defect Tag (AM)1 &

Go directly to the future approach and preserve good processes 
One simple 
example…
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Most of us start with paper and Excel…

Common existing software landscape

OpEx Tools / Standards / Records
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Digitizing OpEx should not create (or bring back) functional (digital) silos due to 
the use of fragmented and localized software applications…

Tasks

Projects

Connected Worker

OKR

Meeting & Visual 
Management

Software from different suppliers

Kaizen

OpEx Tools / Standards / Records
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…but a shared environment where functions, people of different levels and 
sites can work and collaborate leveraging the essence of OpEx…

Digital modules of an integrated OpEx platform 

OpEx Platform
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…and simplifies the work of the operators (and everybody else)

One log in, on one device brings all required 
functionality to the people who add the value
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Digital OpEx platforms can BOOST existing Legacy Systems, instead 
of replacing them
Selected Use Cases 

  CMMS (PM)      Defect Tag  (AM)1 &

Daily / Tier Meetings
PQCDSM data 
(MES, OEE, ERP..)

2 &

 Root Cause Analysis Breakdowns 
(OEE/MES)3 &

 Local LMS/Skill MatrixCorporate LMS4 &

BI application Kaizen Idea5 &
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Digital OpEx platforms can BOOST existing Legacy Systems

Selected Use Cases 

  CMMS (PM)      Defect Tag  (AM)1 &

Daily / Tier Meetings
PQCDSM data 
(MES, OEE, ERP..)

2 &

 Root Cause Analysis Breakdowns 
(OEE/MES)3 &

 Local LMS/Skill MatrixCorporate LMS4 &

BI application Kaizen Idea5 &



©
 2

02
5 

S
ol

va
ce

 / 
A

ll 
rig

ht
s 

re
se

rv
ed

1515

Defect Tag Opened

Following business 
rules tag is sent (or 
not) to CMMS

CMMS status visually 
indicates that tag 
was sent CMMS

Client : Global player in the Food Sector

 CMMS (PM)      Defect Tag (AM)1 &

Defect Tag 
is Opened Notification is 

automatically 
Created 

Work Order is 
Opened 

Work Order is  
Planned 

Work Order is  
Executed/ 
Closed 

Defect Tag is 
automatically 
Closed

Defect Tags can be 
seen visually on the 
equipment 

People receive 
automatic updates of 
CMMS status on the 
Defect Tag form

Defect Tag is 
automatically closed 
(and removed from 
the equipment)
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Digital OpEx platforms can BOOST existing Legacy Systems

Selected Use Cases 

  CMMS (PM)      Defect Tag  (AM)1 &

Daily / Tier Meetings
PQCDSM data 
(MES, OEE, ERP..)

2 &

 Root Cause Analysis Breakdowns 
(OEE/MES)3 &

 Local LMS/Skill MatrixCorporate LMS4 &

BI application Kaizen Idea5 &
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Before  After  

•Clients: Global players in the Cosmetic & Pharma Sectors

Daily / Tier Meetings
PQCDSM data 
(MES, OEE, ERP..)

2 &
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Countermeasures
(if deviation found)

RCA

•Clients: Global players in the Cosmetic & Pharma Sectors

Daily / Tier Meetings
PQCDSM data 
(MES, OEE, ERP..)

2 &

Action 
Plan Kaizen Project

Data created in legacy 
systems…

MES ERPOEE

Segregated data 
visualization tools & 
data creation tools …

Data created directly in 
the OpEx platform…
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Digital OpEx platforms can BOOST existing Legacy Systems

Selected Use Cases 

  CMMS (PM)      Defect Tag  (AM)1 &

Daily / Tier Meetings
PQCDSM data 
(MES, OEE, ERP..)

2 &

 Root Cause Analysis Breakdowns 
(OEE/MES)3 &

 Local LMS/Skill MatrixCorporate LMS4 &

BI application Kaizen Idea5 &
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 Root Cause Analysis Breakdowns 
(OEE/MES)3 &

Client : Global player in the Agro Sector

Equipment 
Breakdown
/ Stop  

RCA is 
automatically 
Created 

RCA is 
Performed

RCA log is 
automatically 
updated

Downtimes of more than 
30min require a RCA
RCA, with MES data, is 
automatically created for 
investigation
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Digital OpEx platforms can BOOST existing Legacy Systems

Selected Use Cases 

  CMMS (PM)      Defect Tag  (AM)1 &

Daily / Tier Meetings
PQCDSM data 
(MES, OEE, ERP..)

2 &

 Root Cause Analysis Breakdowns 
(OEE/MES)3 &

 Local LMS/Skill MatrixCorporate LMS4 &

BI application Kaizen Idea5 &
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Individual Training Curriculum 
brings the need of 
local/operational trainings 
plus corporate trainings

 Local LMS/Skill MatrixCorporate LMS4 &

Client : Global player in the Food Sector

Training need 
(Individual 
Training 
Curriculum)

Training is 
Performed Training is 

automatically 
updated

Training expires

People perform the 
training (e.g. 
e-learning) and are 
submitted to the 
qualification process

Training status is 
automatically reflected in the 
corporate LMS
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Digital OpEx platforms can BOOST existing Legacy Systems

Selected Use Cases 

  CMMS (PM)      Defect Tag  (AM)1 &

Daily / Tier Meetings
PQCDSM data 
(MES, OEE, ERP..)

2 &

 Root Cause Analysis Breakdowns 
(OEE/MES)3 &

 Local LMS/Skill MatrixCorporate LMS4 &

BI application Kaizen Idea5 &
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BI application Kaizen Idea5 &

Client : Global player in the Food Sector

Before 
(5min12s)

After
(0s – automatic)  



©
 2

02
5 

S
ol

va
ce

 / 
A

ll 
rig

ht
s 

re
se

rv
ed

2525

BI application Kaizen Idea5 &

Client : Global player in the Food Sector

Graphics are 
automatically  
displayed

Kaizens are 
Opened

Graphics are 
automatically  
displayed

Kaizens are opened by people 
and graphics are updated 
automatically in real time

Data is sent to corporate 
datalake and Corporate Power 
BI  is automatically update
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3 key take outs to impact your 
Operations 

OpEx is a must to bring value (start asap if not yet)
• Get the impact ($) in all your value drivers
• Make sure that the program eliminate functional silos
• Learn from others and customize to your needs/culture

Digitize OpEx is a must (start asap if not yet)
• Accelerate the impact of OpEx ($), powered by digital
• Integrate your Digital Roadmap into your OpExc making  

sure that your 4.0/digital deployment in manufacturing 
comes via OpEx and therefore driven by your losses and 
pain points

Don’t create digital silos when digitizing  
OpEx

• Avoid fragmented software (that supports only one 
function, one level or one site only)

• Today’s need is not tomorrow’s need (and a software 
cannot be replaced so easily)



Thank you!

For Solvace contact

Follow us on

regis.cohenbacry@solvace.com| www.solvace.com

amit.rao@solvace.com

For EFESO contact
alec.glennie@efeso.com | www.efeso.com

http://www.solvace.com/
mailto:alec.glennie@efeso.com

