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ARSTPACY

Two consultants from Digital Equivrent Corvoration's
Technical Pesources Group, introduced sirmulation to
Digital's Clonmel, Ireland plant. Initiallv the
plant management exvressed serious concerns about the
use of simulation and the irmpact this would have on
the plant. Plant management Gid not fully understand
sirulation and was concerned about cost, tlme, in-
volvement of plant staff, nossible results and future
use. The Technical I:esources consultants, workina
with the Clonrel plant engineers provided vlant man-
agerent with information about sirmlation and direct-
1v addressed all stated concerns. 2s a result, sim-
ulation of the vlant manufacturing process was
undertaken. The simulation results vrovided informa-
tion which allowed the plant to modify manufacturing
anc. storage areas thus avoiding anpro: :Lr‘ate"v $50K in
nev ecuipment. Todayv the Clonmel plant is expanding
its use and ]mowledqe base of sirmlation.

BACKGROUMD

Digital’s Technical Pesources Group is a rultidi 1501-
vlinary, internal consulting organization which
available at no charce to all Digital "anufacturmg
and distribution nlants. The Clonmel, Ireland orint-
ed circuit board manufacturing vlant recuested
assistance from Technical Resources on what Clonmel
believed to be a raw material storage problem. Gary
Farrar, the Technical Resources' industrial engineer
assigned to this project recommended that the vroject
scope be exvanded to look at the entire ranufacturine
and warehousing process, in order to understand where
oroblems existed. Plant management acreec. and Garv
and the plant project team looked for efficient tools
to assist in the above effort. Garyv contacted Bruce
Eoguslav, Technical Resources Svstems Consultant., At
this time, Bruce was mvest:.gatmr' a simulation tool
being used by DEC's Flexible ! Hanufacturing Groun.
This tool was SIFAN and Bruce suogestel, that sirula-
tion of the Clommel vplant would vrovide some answers.
Gary and the plant project team agreed and becan the
nrocess to convince Dla.nt ranagement of the value of
sirulating the ranufacturing line to gatker informa-
tion to des:.gn a rore effective raw material storage
area. An initially skeptical and cautious ranagement
nosture toward simulation was rmodified to a more
informed and supportive view.

IATAGEVELT CONCERYS

It became clear that some serious managerent concerns
vould need to be addressed and an educational nrocess
undertaken. Among the major concerns were:

° TIME: How long would a thorough sirmulation take?

° DELIVEFABIES: “hat would the deliverables be?

°COST: What would this cost in time lost, manpowern,
data collection, computer resources and the
continuing warehouse nroblem?
°INVOIVEMELT: 'hat level of involvement was needed
from the vlant staff?
°RESULTS: That would the results look like and would
thev be useful to the plant staff?
°FUTURE USE: Could the vlant continue to use sirmla-
tion easily or would this be a one tire
effort due to cost, resources, time and
use factors?

ANSHERING fAMAGEIENT'S CONCERNS

Our approach to address management's concerns was to
ask for 1 week to further investicate SIMAN and the
results we could expect. In this week we built a
first model on the data Garv had been provided by
the plant. Ye experirented with the different var—
iables and were comfortable in our understanding of
SIAN and interpretation of the results of simula—
tion runs. In the above effort we were assisted by
Chris Kuhner of DEC's Flexible Manufacturinc Tech—
nologies Group and Jean Burke and John Warshaw of
Technical Resources. Based on the above we responded
to the specific management concerns mentioned
earlier.
°TEE: We asked for a one week time frame for the
simulation.
°DELIVERABIES: The deliverables were to be better
information to design the raw mater-
ial storage area and a tool to assist
the olant.
°C0OST: The cost would be one plant engineer's time
for a week ancé computer time. Bruce's ser-
vices were free.
°IFVOLVEIENT: Onlv one engineer needed to be directlv
involved but information would be
shared and used bv all plant stafZ,
°RESULTS: Results would be useful to identifv manu-
facturing lot sizes which would assist
Gary and the plant in the desion of the
raw material storace area.
°FUTURE USE: Potentially a valusble tool may be
identified for plant use in the future.
ile were careful to hlg‘lllght that simulation alone
would not solve vroblems, but was a valuable tool
in identifving prob en areas and testing alternative
solutions.
“e received management agproval to proceed. The sim-
ulation undertaken winpointed a major nrobler: in the
manufacturing nrocess. Pemoving this obstacle re-
sulted in an improved production process and ulti-
mately in the vastly irproved material storage area.
The final result of this oroject was that the Clon-
mel plant avoided the purchase of additional ecuin-
rent (costing uowards of $£50,000.) and redesigned
the raw material storace and asserbly areas. The
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above changes resulted in reduced raw material, work
in process and finished goods inventories, higher
machine and people utilization and better control of
the production process.

CONCLUSION

The above result was vossible only after we were
able to allav management concerns about simulation.
Our approach was to address the concerns directly
with as much information as possible. ie strove to
keep expectations, time and cost factors realistic
and provide educational information about sirmlation.
{%e kept management fully informed and encouraged
additional questions. Iost importantly we waintained
concrete, attainable objectives and involved the
vlant engineers in this process and maintained con-
tact and support after the project completion. The
project engineer from the plant became our disciple
ané spokesperson. His support of simulation was
crucial to maintaining rsanagement support.

Technical Fesources' hich credibility in DEC and
successful involvement with Clonmel in the past was
also a major asset. As credible consultants we had
a distinct advantage in gaining management acceptance.
Additionally we carefully scrutinized SIMAY to ensure
that we could transfer simulation Imowledge guickly
to Clonmel and vrovide the plant with a viable tool.
As a result of this project a once skeptical Clonmel
management has aporoved the nurchase of SIMAN for
use in the plant to assist manufacturing and any
other function which can utilize simulation. 2Ad-
ditional sirmlation applications and tools are being
investigated and the simulation knowledce base is
expanding.

In summary, an intensive educational effort was un-
dertaken to convince management of the value of sim-
ulation. Management concerns were addressed in
concrete and specific terms which were meaningful to
the individuals and the plent. 2An initially skepti-
cal and cautious posture toward simulation was modi-
fied to a better informed and supportive view.
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