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Personal Introduction:
Kevin Shoemaker

Chemical Engineer

26 years experience in Operations Management

Cargill Operations: 22 years

Wet corn milling

General Manager J.V. Lactic Acid plant

PURAC Operations: 4.5 years

PURAC America V.P. Operations (3 years)

V.P. of Global Operations  (1.5 years)
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Operation Mission
Cost effective supply chain responsibility for Market Units:

Safely produce all products at lowest cost while meeting 
quality expectations from customers

Develop highly effective work forces able to execute at all 
levels

Apply best practices across organization to ensure 
continuous improvement and low cost development

Develop new processes to manufacture products for Market 
Units

Cost effectively deliver and distribute those products to the 
market place

Outsourcing – where appropriate



Measurement:
Safety Performance

Safety Index
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Operation Mission

Strive For Operational Excellence:

Safety:

No job is so urgent or important it cannot be done safely

We want everyone to go home just as they came to work

Quality: Right product, right truck, right customer on time

Production: Make no more, no less

Costs: At the level they “should” be

People: Engagement, Effectiveness, Execution

Key Point: ‘That’s close enough’ is not close enough, we 
must strive for excellence and perfection



Manufacturing Footprint: Today

LA/Derivatives

LA/Derivatives & Gluconates

LA/Derivatives

LA/Derivatives

Under
Construction



New PURAC Manufacturing Footprint

Addresses over-capacity in Lactic Acid production

Closing down capacity in NL and Spain (app. 75kton) as of Q2/3 2008.

Exiting of higher cost assets/maximizing remaining assets

Closure of Janesville

Selling of Ter Apelkanaal

Moving Ter Apelkanaal products to Gorinchem

Eliminates operations not strategic to the business

Stop production of Lactitol

Sell production site Ter Apelkanaal

Outsourcing where cost effective



Manufacturing Foot Print - Future

LA/Derivatives

Derivatives

D-/Lactide

LA/Lactide

LA/Derivatives

Lactic Acid capacity 200 – 250 kton



Thailand
Supports worldwide PURAC growth in Lactic Acid with a 
sourcing unit able to serve from a competitive point the Asia 
Pacific region and the rest of the world

Provides global cost leadership, by becoming future 
benchmark costs, based on:

Massive economies of scale
double in size of any other existing facilities – designed with the 
possibility to be further doubled

Access to a large economic and wide supply of carbohydrates (sugar 
and/or tapioca)

Good logistics and infrastructure

The base for large scale operations in PLA (renewable and 
sustainable bio-plastics)



Thailand Project

Audio Visual Presentation



Production costs comparison:
Thailand versus Spain & The Netherlands
(based on fixed and variable costs)
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Cost Advantages

Carbohydrate sourcing 
capabilities

Thailand sugar/tapioca

Fermentation carbohydrate 
conversion – “Bug power”

Patented purification process

Resulting in:

Better yields

Reduced energy consumption

Lower raw material usages

Lower cost raw materials & 
energy in Thailand
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Current Supply Chain Model
High fixed costs

High cost transport routes

Mostly Euro based

High raw material costs



New Supply Chain Model

Lower Landed Costs

Long Term Tax Exemptions

More balanced USD exposure

More competitive Asian market



Drivers 3S Savings

€ 15 Mln savings achieved by H1 2007

Manufacturing Sites / Optimization Supply Chain

Technologists/Process engineers – Continuous improvement (TPM)

Supply chain roles established across Purac

Sourcing of Raw Materials / Procurement savings

Operational Service Center / Continuous Cost Savings

Technology Platforms – Best practices (Fermentation, Separation, and 
Purification)

Maintenance Platforms – Reliability initiative and Operational Equipment 
Effectiveness – Reduced losses and downtime 

R&D Center – Operations / Innovations

New product development – Market Unit support (Lactide & D- Lactic Acid )

New process development – Long term cost leadership

Operations support – Helping to solve shorter term problems



Cost Savings / Technology Platforms

Savings 2006: € 2.7 Mln

Over 75 best practices identified
Low hanging fruit – no capital

Medium hanging fruit – minor capital

Energy: 10.7% reduction in 
MWh/ton

Fermentation concentration 
increase

Mechanical vacuum pumps

Pinch technology – best use of hot 
and cold sources

Chemicals: reduced most major 
chemicals by understanding why 
the best is the best and then 
applying that practice

Yield:  1.05% Improvement 
across all plants YTD



Cost Savings / Maintenance Platform
2006 program costs: € 1.8 Mln

Pay back = 2 Years

All about changing the way 
maintenance is done:

“From maintenance is dull and 
boring” to 

“It’s ok to get excited about 
maintenance!”

Moving from preventative to 
predictive maintenance

Or moving from time based 
maintenance to condition based 
maintenance



P5

P2

Understanding the Potential 
Failure-Failure Interval

Point where failure 
starts to occur

Changes in Vibration P-
F interval 1-9 months

Wear Debris in oil P-F 
interval 1-6 months

Audible noise P-F 
interval 1-4 weeks

Heat by touch P-F 
interval 1-5 days

P1

P4
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IR Thermography P-F 
interval  3-12 weeks
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Cost Savings / Supply Chain Initiatives

Savings 2006: € 4.75 Mln

PURAC America: World Class 
Warehouse Project – Bar code 
command place and pick system

Right product

Right truck

Right customer

Rail material delivery

Freight saving on “Less than 
truck load” quantities

Reduced warehousing and 
distribution costs in Europe

WOW!  Package



Innovation Center: Operations

PLA – Polymerized Lactic Acid

D- Lactic Acid  production in Spain – commercial viability accomplished

Lactide production in Spain – industrial scale trial accomplished

Capability to produce D- and L+ Lactide 

Pilot plant Spain - production of smaller volumes Lactides

Proof to customers, develop specs for their investments etc.

Expected up and running 2008

Energy reduction & sustainability goals

New product development implementation (3 to 4 months) 
working with Market Unit Innovation Centers



Conclusion

Today’s structure allows for market units to focus on product 
leadership and customer intimacy while operations 
simultaneously focuses on operational excellence

Measurement at many levels is key to our success

3S savings are accomplished through many small initiatives 
adding up to significant savings

The “New” Manufacturing Footprint is necessary to reach our 
financial targets and Thailand plays a major part in that effort

PLA brings PURAC an exciting future and is fueled by our 
technical capability to bring these solutions to the market




