Operational Excellence: Guy Sarlet

Blue Point Antwerpen
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@ wienerberger




@ wienerberger

The Future of Building

Wienerberger AG

wienerberger is one of the leading
providers of innovative, ecological
solutions for the entire building
envelope, in the fields of new build
and renovation, as well as
infrastructure in water and energy
management.

Since 1819, we have improved people’s lives with our more than 20,000 employees. Our products and
solutions make energy-efficient, healthy, climate-friendly, and affordable living possible worldwide. We
are #1 in brick production worldwide and in clay roof tile production in Europe, with over 200
production sites in 28 countries. Additionally, we are the leading providers of pipe systems and surface
pavings in Europe.
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@ wienerberger

WBS, PREFLEX, PIPELIFE, STEINZEUG-KERAMO AND
STRUXURA

Naast wienerberger Building Solutions (WBS), maken ook
Pipelife, Preflex, Steinzeug-Keramo en Struxura deel uit van de
wienerbergergroep.

17 productiesites, waarvan 13 WBS & 4 WPS

wienerberger produceert energie-efficiénte en duurzame
bouwmaterialen (gevelstenen, binnenmuurstenen, kleidakpannen
en kleiklinkers).

Pipelife (Kalmthout) produceert een volledig assortiment
kunststofbuis- en fittingsystemen en intelligente oplossingen voor
elektrische installaties.

Preflex (Ninove + Seneffe) produceert voorbedrade buizen voor
elektrische installaties.

Steinzeug-Keramo (Hasselt) produceert keramische buizen,
inspectieputten, hulpstukken en accessoires voor water- en
afvalbehandeling.

Struxura (Poperinge+leper) produceert prefabwanden en
betonelementen.
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PRODUCTIESITES WBS

Locale productie met gebruik van
locale grondstoffen

% Gevelstenen - handvorm
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Gevelstenen - strengpers

@é- Binnenmuur
‘Kleidakpannen

~_ Prefabmuren
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@ wienerberger
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@ wienerberger

PROCES GROF KERAMISCHE INDUSTRIE
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Guy Sarlet @ et Wienerberger Belgium
Operational Excellence manager Wienerheyger Belgium - you cannot ° Katholieke Hogeschaol
control the wind but you can adjust the sails

Brugge-Oostende
Kortrijk, Flemish Region, Belgium - Contact info

@ wienerberger

Experience

Wienerberger Belgium
17 yrs 7 mos

Operational Excellence Manager
Jan 2019 - Present - 6 yrs 9 mos

Project Manager
Mar 2008 - Present - 17 yrs 7 mos

Lean Manufacturing Expert (Operational Excellence Program)

Operation Service & Support
Wienerberger
2008 - 2011 -3 yrs

Production manager
Wienerberger
Oct 1996 - Jul 2006 - 9 yrs 10 mos

Brigueterie de Peruwelz
Facing bricks, handvorm 70MWF/Y...

Production manager Briqueterie de Peruwelz

Hanson - Desimpel
1996 - 2006 - 10 yrs
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STABILITEIT

HOE WERD HET VOORGESTELD

9/9/2026

@ wienerberger

« Defined KPIs

«PCS, ADG

«PIP boards

= Production planning SCM
+Audits and scoring

« Best Practice Sharing
+-One Common Standard
«“Visual Identity”

Lean
Principles

Operational
Excellence

PIp

Infor-
mation,
Communi-
cation

- Standardized work (waste reduction)
= TPM (total productive maintenance)
« Continuous flow

+58

« Problem-solving

= Changeover (SMED)

- Defined roles and
responsibilities
Employee - Organizational chart
Systems - Suggestion program,
Ideas & More
» Succession planning
« Skills matrix
-Bonus system for
key staff

-Energy efficiency

Energy -CO2 footprint
Reduction -FPC: Factory prod. control

«Scrap rate reduction

Quality




STABILITEIT @ wienerberger

HOE WERD HET VOORGESTELD- PLANT IMPROVEMENT PROGRAM

Section Category Criteria

s there a daily operations review that i "clear / visual / acc

Does the facility have ongoing energy reduction initiatives incl. a team and are they realizing year over
|vear savings?

|Are Key Performance Indicators (KPI)
Imembers? Do KPI support the busiy

|What is the most recent Wienerberger environmental score and is the division closing-out

environmental action plans in a timely manner? (within a 12 month time frame) i there a real time reporti

lescalation process in pl

|Are customer incidents (production & service) tracked and followed-up for improvement initiatives for

s top management (¢
all customers? P management (

s scrap tracked and monitored for [Does the plant maintain

is the plant YTD actual budget meeting t
Is standardized work & TWI used and is it audited or revised as necessary?

|Are operators trained in the work they are performing? (cross-tre [How does the organization find, select, and onboard new emplo

ing & job rotation etc)

[Does the organization have a documented succession planning process in place for all leadership and
Are process set up sheets used for process parameters and do they match the actual process? [key positions? Is it being followed?

IDoes a skl | all team d

followed? s this plan linked with a succession planning process?

it being

ganised according to WBS Standard?
are d for Are measures taken
lbased on results of employee survey?
nitored and are occurring?
for the recognition of empl di
it effective?
|Are work areas clean, organized, well identified, and free from hazards?
only (good

|ave the roles and responsibilities defined implemented accordingly?

s Continuous Improvement alive in the facility? Are ongoing Kaizen actvities (ie process improvements,
Kaizens, cost reduction process etc.) conducted and are results visual?

P 2 dard defined?

[Whatis the percentage of production overtime worked (@s a % of regular hours) - based on the weekly
average due to inefficiencies over the last 2 months?

[How are maintenance activties organised?

s the plant tracking and analyzing issues regularly that impact production stability? (OA, OFE)

2
[Does the company have adequate shop floor leadership support? Installed equipment is maintained sustainable and well documented?

solving inatimely m ) N
is in place and activi planned?

facility?

[Spare & wear parts are properly managed?

s there good y First-In-First Out (FIFO) used?

d is it effective? Is a Total Productive

[Maintenance (TPM) approach used?

|Are efforts made to reduce small lot runs and reduce changeover frequency?

Installed equipment s maintained sustainable and well documented?

d lessons | ion) & Kaizen

[KP1's are used for maintenance management?

9/9/2026 12



@ wienerberger
WAT HET NIET IS

9/9/2026 13



WAT IS ER LEUK AAN

VERLIEZEN



@ wienerberger

HOE KRIJG JE DIT VERTAALD IN DE ORGANISATIE

MUDA 7+1 verliezen

MURA

9/9/2026 15
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@ wienerberger
LET THE SHOPFLOOR DO THE TALKING

MAAK DE AFWIJKING VISUEEL

FTEITE S
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STABILITEIT

world of wienerberger




HOE MOTIVEER JE

HOE MEET JE VERBETERING

Gestructureerde Interface om eenvoudig
stilstanden te registreren

- tijd - waar - waarom
Automatische tijdsregistratie
FLOC (functie locatie) van de stillstand

Voorgedefenieerde groepen volgens
het Overal Operational Efficiency
principe (OOE)
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@ wienerberger

Stilstand
29-11-2024 07:03:28 - 29-11-2024 08:06:42. Duu

14 [s]

Versnelde stst. tipack
Slijpen \J (Lsatste downtimes

Functieplaats

Z-SN-on-inpak-rekhoesmachine--

Oorzaak
Elektrische storing
Opmerking

Labelmachine

21



HOE MOTIVEER JE
HOE MEET JE VERBETERING

00E OEE 0A Speedloss Quality

Uptime of Overal Availability (OA), G.0% G0% TR0 Beek 100K

meten = indicator

@ wienerberger

. . . 100 000 10
Microstops, meten = indicator .
Scrap of afkeur, meten - indicator T
- e 2 - 1560 o 1560
210
Zijn lagging indicatoren, het gevolg van
Planned operating time Qvertime: Non production time  Actual operating time Planned stops Process flows Breakdowns Actual running time Microstops Speed loss Performing time Serap Fully productive time
WAAR IS DE LEADING INDICATOR e e
Plant Shift Calendar day Downtime from (time) Downtime to (time) Causing Functional L Dowintime-Reason (Level 2) Dowintime-Reason Downtime-Comment
> WAAROP HEB IK IMPACT e o
1240 13928 Dag (06:00-18:00) 04.06.2025 08:33.00 10:48:00 12404020 220000000000 Production flow Downtime caused by preceding station Geen karenTTWs 25
1240 13928 Dag (06:00-18:00) 04.06.2025 165100 174200 12404020 220000000000 Proguction flow Downtime caused by i Geen karen/TTWs (fomaatwissel aan zetmaching) 086
1240 13928 Dag (06:00-16:00) 04.06.2025 12:59.00 13:40:00 124040 220000000000 Production flow ‘geen vervanging mogelij In the mood for food 069
1240 13928 Dag (06:00-18:00) 04.06.2025 06:22.00 06:51:00 12404020 230000000000 Format change / Settings Transformaticn/Switch (Change Over) 50114124 9=> 50110249 049
9/9/2026 22



STABILITEIT

HOE MOTIVEER JE
HOE MEET JE VERBETERING

OCHTENDMEETING AUTOMATISCHE REPORTING - DASHBOARDING - VOOR SNELLE FOCUS

@ wienerberger
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STABILITEIT







STABILITEIT

THE GAME IS ON

> Timeframe van een balk 15 minuten
> 14 min < gele balk <15min
> 0 min < grijze balk <14min

> 100% uptime = 15min = groene balk

Challenge
CREATE A GREEN WAVE

The score STABILITY




STABILITEIT

R L LTI . ° —
-

ey e

lul —_— o "

TR 2t ~ ¥



@ wienerberger

HOE MOTIVEER JE
HOE MEET JE VERBETERING

Lage stabiliteit > hoog risico op Medium stabiliteit > gemiddeld Hoge stabiliteit > weinig reden tot
interventies risico op interventies interventies

Mogelijke risico’s zijn het aantal Mogelijke risico’s zijn het aantal Mogelijke risico’s zijn het aantal
grijze en gele balken grijze en gele balken grijze en gele balken

9/9/2026 28



@ wienerberger
DE GREEN WAVE UITGEROLD

)

Masnios 2/
Masndag.

oinsang 3 [ o1

Communicatie Bord
Tableau €ommunication

Woansdsg G, | oen-1on
Woansdag

wido 5[5 -
viioon

GREEN WAVE - maakt de afwijking zichtbaar
Let the shopfloor do the talking

VEILIGERE WERKOMGEVING - STABIELE PRODUCTIE - MINDER STRESS - MINDER INTERVENTIES - BETERE KWALITEIT

29



ACTUELE STAP - UITROLLEN VAN TPM

STAP1 STAP 2

5S/TPM TEAM
Lead bij productie

VERBETER TEAM
Lead bij onderhoud

¥
B

Overzicht en

Borging van afspraken, standaards

Overzicht en
instructie van
inspectie taken

Stabiele OEE Verbeteren OEE
o VOORSPELBARE VERBETEREN
Overzicht en STABILITEIT STABILITEIT

instr-~*2 van
onder 1 taken

o

Dagelijks TPM activiteiten
5S, inspectie, reinigen & onderhoud

9/9/2026

@ wienerberger

Total Productive Maintenance %IP‘

TPM helpt mij om mijn machine in conditie te houden
La TPM m'aide a prendre soin de ma machine

1k Kuis Ik Smeer Ik Regel bij
B ol F/
"
Je Nettoie Je Lubrifie 1 Ajuste

1K RAPPORTEER ALLE AFWUIKINGEN EN MIUN IDEEEN VOOR VERBETERING
JE REMONTE LES ANOMALIES CONSTATEES ET MES IDEES D'AMELIORATION.

o)

Communicatie Bord
Tableau €ommunication




STABILITEIT

EEN HOGE STABILITEIT IS EEN TEAM PRESTATIE
TOPSPORT

l i
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