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Presentation Flow
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Personal presentation

Classification: External Use

Engineering Excellence Lead – CP organization / 27 sites

Syngenta roles: 

Site Manager / Site Engineering Manager

Previous experience
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With our HQ in Basel, Switzerland, Syngenta Group 
is a leading sustainable agricultural innovation 
and technology company. 
Our 60,000 employees in more than 100 countries 
deliver the broadest range of products and 
services for the benefit of farmers, society and our 
planet.

#1
in Crop 

Protection and 
Biologicals

Global

#3
in Seeds

Global

#1
in Crop 

Protection 
and Seeds

China

Classification: PUBLIC5

Syngenta Group 
creates long-term, sustainable value for farmers everywhere



Agronomic inputs

Classification: External Use
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Syngenta Crop Protection is a 

world leader in protecting 

crops. 

Our four Business Units

Digital farming Biotechnology

Regenerative agriculture

Sustainable solutions

Agronomic inputs

Performing seeds

Agronomic inputsADAMA is a global leader in off-

patent crop protection.
Agronomic inputsSyngenta Seeds is one of the 

world’s largest developers and 

producers of seed. 

Agronomic inputsSyngenta Group China is China’s leading 

agricultural technology and innovation 

partner, consisting of crop protection, 

seeds, crop nutrition, MAP and digital 

agriculture businesses.

6 Classification: PUBLIC6
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Crop Protection Manufacturing Assets

Classification: External Use
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Business requests for asset management (2024+)

➢ Improve our cash flow while continuing to deliver important Capex 

for sustenance & HSEQ improvements

➢ Create space for funding new needs on top : digitalisation and 

sustainability

➢ Improve site competitiveness by decreasing depreciation

Classification: External Use



10

Our answer: Capex Efficiency Program

Transform the management of CAPEX into a recognized industry leader in Capex Excellence: 

Foster 
Engineering,  

Manufacturing 
and SC into One 
Team approach

 Stimulating Value 
& Efficiency

Accelerate and 
optimize capex 

investment 
decisions for 

maximum 
impact 

Improve cash 
flow and 
business 

competitiveness 
through strategic 

capex allocation & 
optimization 

ResultsEfficiencyCulture
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Capital Efficiency Challenge

Classification: External Use

What potential of improvement do you think you have in your organization for 

Capex Efficiency?

➢ 0%

➢ 5%

➢ 15%

➢ 25%

➢ 40%
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Capex Efficiency Program target

The program target to deliver a 25% improvements in capex efficiency by improving how we run our “end to 

end” Portfolio & Capex process​

Classification: External Use
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Project Portfolio: 
Selecting the right 
projects

Scoping & design: 
Selecting the right 
content

Execution: 
Excellence in 
delivering

Program Design

Classification: External Use



Classification: External Use

Project Portfolio 

How to select the best projects

14



Project Portfolio
 

Classification: External Use15

What are you challenges for project selection?

From emotional to analytical



Project Priorisation

Classification: External Use

P&L

Maintain your business Develop your businessFinancial Risk 

Reduction project
Value Projects

16

HSE/ LTO Risks



Risk 5 days downtime

Probability 95%

Sales Impact None

Site Cost impact 200 k

Investment 90k

Risk Reduction 

Ratio

2,22

Examples – comparing 2 sustenance projects

Classification: External Use17



 



Risk 1 month downtime

Probability 35%

Sales Impact None

Site Cost impact 84k

Investment 740k

Risk Reduction 

Ratio

0,11



Classification: External Use

Project Scoping 
& Design 

How to select the right content

18
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Highest value can be generated via scoping and design

Current 

project 

phases

Capture lessons 

learned

Typical 

Impact,  

in %

Cost optimisation 

10‒20%
Value improvement 

10‒20%
Schedule optimization 

(depending on on project size)

DesignMarket & Strategy Schedule All

Cost of change

Optimize 

schedule

Contactor cost 

optimisation

Optimise business 

case

Define the optimal 

project concept

Optimise detailed 

design documentation

Optimise construction 

solutions: foundations, 

metal structural

Optimise core techno-

logical solutions: 

main equipment specs

Optimise layout 

design: site & 

logistics, equipment

Optimise utilities: 

electrical, water supply, 

auxiliary gases

Process control 

system/automation

Improve-

ment areas
(non-exhaustive)

Modularisation and 

standardisation of 

codes/ specification

Potential 

for value 

improve-

ment

Ability to improve value

Initiation Design Execution Closure

Manufacturing & 

Delivery
Construction

Definition of .Proj. 

Capital Plan

Definition of 

Planning credit
Project Idea

Basic 

Engineering 

Detailed 

Engineering
Commissioning Operation

Define the minimal 

functional needs

Classification: External Use
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Project scoping: We aim to reverse the challenge!

Requests without link to 
the project

Non value requests

Optional needs

Best Trade off 
Options

Mandatory 
Options

Core 
Need: MTS

Our Target for change

PM start with a minimum required need

Options are justified by requester

Last 10 years Way of Working

PM challenge the scope to find the 

minimum requirement

High resource consuming

Some PM abandon challenge after a 

certain time
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● The Capability assessment revealed the largest gap in initiation and macro design

Major challenges and priority topics for adoption

Idea Initiative Macro 

Design 

Midi 

Design

Micro 

Design

Macro 

construc-

tion plan

Functional 

Needs

Commiss. 

Asset

BlueprintContracted 

packages

Constructed 

Asset

Initiation Design Execution Closure

Outputs

Value 

Chain Step

Process Governance Culture

2

4

Maturity of current 

capabilities, avg. score1 

1

3

5

low

high

Not assessed
Potential target within next 12-18 months

1 Change focus from project authorization 

to project initiation

3

Enable people & organization capabilities to 

maximize opportunities created (creative space)

2

Major change to define and challenge project needs, i.e., not 

the solution, require a major cultural transformation

Classification: External Use
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Example Initial request: Vessel replacement. Estimated: 1,2 m$

Justification: Obsolescence of specific steam generator 15 bars (incinerator 

compliance). Replacing vessel heating mode to use standard steam (12 bars)

Idea Initiative Macro 

Design 

Midi 

Design

Micro 

Design

Functional 

Needs

Initiation Design

Business needs

Deep dive requesting written justification 

helped to recognize driver was 

incinerator reliability / not compliance

Alternative explorations

Outsource production

Chemical tests to operate @ a lower temperature

Production campaign 

Financial decision based

NPV calculation demonstrated that 1 month product stock 

was a better business case (to manage risk of shutdown)

Result

1,2 m$ investment saved

Securing production by 

starting production campaign 

1 month earlier



Classification: External Use

Project 
Execution

Excellence in delivering

23



Classification: External Use24

Project Execution

Detailed 
Engineering

Construction Commissioning

➢ Knowledge management

➢ Codification of best practices

➢ Engineering Platform

➢ Insource / Outsource



Classification: External Use25

Improvement on construction activities

➢ Weekly audits on activities with comparison: invoice versus 

theorical cost

➢ Developing our cost estimate capabilities

➢ Common incentive with supplier to reduce the gap

➢ 40% improvement in one year: from 40% to 57% of “good 

hours”

US site. Focusing on main general contractor (200+ FTE)



Classification: External Use26

Challenges



Executive summary and challenge

Classification: External Use27

From Solution to Needs Data & KPI Change Management

Major transformation impacting 1000+ employees but essential for the future of our manufacturing 

● Project sponsors needs to 

change their requests and 

accept to be challenged

● Functional need identification 

● Variability in business

● Availability:

● financial, 

● business forecast, 

● site costs

● Asset status

● Quality of data

● KPI for measurement of 

progress

● Change management across 

27 sites & different cultures

● Moving from capacity 

constraints to cost constraints 
environment / strong need to 

foster a cultural business 

mindset in engineering and 

manufacturing staff

● Data can challenge individual 
intuition

First results in 10 months: 15 m$ savings and 50 m$ cash flow improvement for 2025 (priorisation)
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