
Performance contract provides cost 
reduction and quality improvement
Heineken Netherlands subcontracts instrumentation workshop 

Heineken is one of the world’s 
leading independent brewers. In the 
Netherlands, the two production plants in 
Zoeterwoude and the one in Den Bosch 
use approximately 18,000 measuring 
points (in-line and off-line) to ensure 
constant high-quality brewed beer.

Customer 
requirements:

• Ensure process 
integrity and 
installation 
availability  
above all!

In 2005 Heineken Netherlands decided to outsource the 
Installed Base Management of their process instrumentation. 
There were three main raisons for this decision: 
• Internal know-how and capacity to manage and maintain 

measuring instruments decreases
• Investments in specialized activities are no longer effective 

towards cost and quality 
• Strategic decision: maintenance of process instrumentation 

is not ‘core business’ 
   
The Installed Base Management includes the calibration, inspection, 
repair and maintenance of approximately 3.500 instruments of various 
types. The selected partner would have to demonstrate its ability to:
• Manage the process instrumentation in such a way that maximum 

product integrity and installation availability can be guaranteed at 
minimum costs;

• Continuously improve the execution processes, the availability of 
instruments and the instrumentation performance within process 
specifications 



Ron Verweij,  
Maintenance Engineer 
Heineken, Den Bosch

“With the current performance of Endress+Hauser, there are a number of advantages that make it 
possible for us to fully concentrate on our core business. First of all we’ve put instrument servicing 
in the hands of specialists and therefore we were able to reduce costs by improving primary (plant 
availability) and secondary (maintenance execution) processes. We have clear performance monitoring 
by a set of pre-defined Key Performance Indicators (KPI’s) and what is also interesting is that all of this is 
expandable to other breweries.”

Continuous improvement provides mutual financial benefits

The proposed action plan

• The management of the 
technical installation is 
simplified by going from 
four management systems 
to a single Maintenance and 
Calibration Management 
system (CompuCal). 

• Optimized calibration intervals 
of sensors are proposed on 
the basis of the Standard 
Operation Procedures of 
Endress+Hauser, thus enabling 
180K€ ($250,000) savings.

• Endress+Hauser takes the 
current stock of instruments 
and spare parts in consignment. 
Thus Heineken significantly 
reduces stocking costs.

• Missing Standard Operation 
Procedures for various types 
of instruments are set up 
with the instrumentation 
expertise of Endress+Hauser. 
Consistency of future 
activities is now secured.

• Endress+Hauser’s professional 
‘Repair System’ is used for 
the repair handling of all 
instruments. A secured VPN 
is used for online connection.

• Key Performance Indica-
tors are set up to help prove 
continuous improvement.

1  2005 - From audit to ‘partnership’ contract
 After an audit at both the technical installation and the 

instrumentation workshop, Endress+Hauser proves by showing a 
realistic ‘action plan’, initial cost savings and quality improvements 
to be the appropriate party for this alliance.  
A ‘partnership’ contract is signed for the Den Bosch plant.

2  2006 - The agreement is extended
 After proving the relevance of its action, Endress+Hauser becomes 

responsible for the management and maintenance of the total 
installed base of instrumentation (approximately 9,000 devices of 
which approximately 3,500 are in a preventive mode).

3  2007 - Second contract at Zoeterwoude plant
 Endress+Hauser demonstrates that the concept has led to 

significant quality improvements and to 15% reduction in planned 
maintenance (2005 to 2007). A second performance contract is 
completed for the Heineken brewery in Zoeterwoude. The same 
methodology is implemented.

4  2008 - New objectives
 After achieving the right balance in planned maintenance, 

Heineken Netherlands decides to focus on plant availability and 
the reduction of variable costs (defects, repair, malfunctions, etc.).

5  Targets for 2009
 As part of the long term ‘Milestone planning’, Endress+Hauser is 

appointed to propose a migration strategy based on ‘cost control’. 
Furthermore both parties are working on the creation of an ‘Asset 
Management Contract’.

The various steps taken
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