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Abstract We describe and solve a real world problem in chemical industry
which combines operational planning with strategic aspects. In our simul-
taneous strategic & operational planning (SSDOP) approach we develop a
model based on mixed-integer linear (MILP) optimization and apply it to a
real-world problem; the approach seems to be applicable in many other sit-
uations provided that people in production planning, process development,
strategic and financial planning departments cooperate.

The problem is related to the supply chain management of a multi-
site production network in which production units are subject to purchase,
opening or shut-down decisions leading to an MILP model based on a time-
indexed formulation. Besides the framework of the SSDOP approach and
consistent net present value calculations, this model includes two additional
special and original features: a detailed nonlinear price structure for the raw
material purchase model, and a detailed discussion of transport times with
respect to the time discretization scheme involving a probability concept.
In a maximizing net profit scenario the client reports cost saving of several
millions USS.

The strategic feature present in the model is analyzed in a consistent
framework based on the operational planning model, and vice versa. The
demand driven operational planning part links consistently to and influ-
ences the strategic. Since the results (strategic desicions or designs) have
consequences for many years, and depend on demand forecast, raw mate-
rial availability, and expected costs or sales prices, resp., a careful sensitivity
analysis is necessary showing how stable the decisions might be with respect
to these input data.
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1 Introduction

This contribution evolved from a project in chemical industry in which we
developed and successfully applied a mixed-integer model to a real world
problem which combines strategic and operational planning aspects in one
model (a second example which encourages this approach is described in
[9, Section 8.2]); operational planning aspects involve decisions on short or
mid-term time-scale which are transformed into operational activities, e.g.,
producing, shipping or selling something. Let us first give some motivation
why this simultaneous strategic & operational planning (SSDOP) approach
based on mixed-integer optimization may greatly improve a company’s sit-
uation and let us focus on some problems we might expect.

1.1 Solving design and operational planning problems simultaneously

It is a frequent experience that clients ask for support on a production
planning or scheduling problem for a plant or reactor which just went into
operation. Often, especially in scheduling problems, it turns out that there
exist certain bottlenecks. It would greatly improve the situation if the design
of a plant or reactor would be analyzed simultaneously with the planning or
scheduling problem. Certainly, this problem is mathematically demanding
because scheduling problems alone are already very difficult to solve [10],
e.g., because of resources (raw material, machine availability, or personnel)
too strongly limited. Thus, if the design and planning/scheduling problem
are part of one embracing model this bottleneck situation might be avoided.
This simultaneous approach requires the availability of realistic and detailed
demand forecast, and expected cost or sales prices, resp., and that the de-
partments being responsible for the design and the planning/scheduling
cooperate. The latter problem is by far the more difficult one, especially in
large companies. A concrete example of this type, a process design network
problem, is discussed in [9, Section 9.2].

1.2 Solving strategic and operational planning problems simultaneously

A company running a complex production network consisting of several
plants, (see, for instance, [11, Section 10.4]) wishes to buy additional plants,
open new reactors based on improved technology, or to shut down some
older reactors. In their multi-stage production system there might exist log-
ical implications between the status of certain reactors. The data governing
the investment or deinvestment decisions are the costs to buy a plant, or
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the costs to open or shut down a reactor. The investments or deinvest-
ments should be sound over a time horizon of, say, up to 15 years. The best
approach to analyze such situations is to develop a quantitative planning
model and to enhance it by additional plants or reactors (leading to so-called
design variables and constraints) and let the model provide suggestions on
optimal design decisions. Regarding the database, it is necessary to provide
the full data set (recipes, production rates and capacity, etc.) for all design
plants or design reactors. All cost data should be discounted over the time
horizon in order to support a net present value analysis. Such a case for a
real production division of a chemical company is discussed in Section 2.
To model this problem we partly use the model formulation published in
[7], [11, Section 10.4], or [13]; the current project required major extensions
related to design reactors, transport arriving over several time slices, non-
linear pricing structures to purchase raw materials and additional objective
functions such as maximize net profit, multi-criteria objectives (i.e., maxi-
mize profit & minimize the quantity of transport in tons), mazimize sales
volume or mazximize turnover.

Another problem of this type ([8] and [9, Section 9.1]), linking strategic
and operational aspects is the optimization of a network of processing units
at a large production site connected by a system of pipes. The purpose of
this model was to design an integrated production network minimizing the
costs for raw material, investment and variable costs for re-processing units,
and a cost penalty term for low product quality. The investment decisions
are considered on a 10-year linear depreciation rate.

1.8 Mathematical problems of combined models: complexity

Although company wide supply chain production models exist, see, for in-
stance, [1] in most cases, because of their high complexity, even pure pro-
duction planning or supply chain optimization problems are often seen as
academic and not suitable for practical application. Instead, either simplifi-
cations (like linear relaxations) or simulation approaches are used, especially
if there are several plants, tank storages, and the production planning prob-
lem is just a part of the comprehensive problem of optimizing the whole
supply chain with regard to a detailed description of the commercial en-
vironment, such as demands with different prices for different customers,
availability of raw material or quality commitments.

Therefore, if one suggests a simultaneous strategic/design & operational
planning (SSDOP) approach it is not a surprise that the sceptics might
argue embedding a complex mixed-integer programming model in an even
bigger problem including design features 7is by far too difficult”. Indeed, the
problem might be large and complex, but as the case discussed in Section
2 shows, it is worthwhile to try and it can be done.
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1.4 Mathematical problems of combined models: structure of the objective
function

It is important that the problem is — within the limits and the assump-
tions of the model — approached as an exact optimization problem with a
well-defined objective function representing the economic structure of the
business process. We need to be able either to prove optimality, or to derive
safe bounds enabling us to compare different scenarios reliably and to per-
form sensitivity analyses. A simulation approach is no substitute because
it does not strictly (in the mathematical sense) support these items as it
could happen that the scenarios A and B have the optimal solutions 110 and
105 but a simulation based approach produces best evaluations 103 and 104
which would indicate that B is better. In the SSDOP approach there are a
few complicating factors related to the structure of the objective function.

Since the objective function may contain terms related to operational
planning (variable costs for production and processing, transport, raw mate-
rial, utilities, inventories, mode-changes, etc.) and the design decision (event
costs to close or open reactors, to purchase plants, etc.) the scaling in the
objective function terms might be poor. This problem might be overcome
by appropriate branching strategies and prioritizing the branching variables.
Since the planning horizon considered may cover up to 15 years, nonlinear
(usually concave) terms describing a price structure might enter in addition.
If these terms are not too complicated they can be described sufficiently ac-
curate as shown in Section 4.2, for instance.

1.5 Mathematical problems of combined models: reliability of data

A point of practical concern is the availability of demand forecast data,
costs or sales prices over a long period. People not favoring the SSDOP
approach might use this as a strong argument against it. There are two
arguments to meet these concerns: a) on what grounds would they base
their investment decisions otherwise? (the problem related to accurate data
concerns both mathematical planning and non-mathematical planning) and
b) the mathematical planning approach supports sensitivity analyses and
allows to estimate the stability of the decisions with respect to variability
of the forecast data. In addition, when building the model and collecting
the data, it is necessary to try to balance the degree of details entering the
model. Finally, depending on the specific purpose, the overall model might
be adapted to its use on different application levels (pure strategic, pure
operational planning with fixed design decisions, etc.) requiring different
accurateness of the data.

2 Strategic decisions in a worldwide production-network

The core production planning problem covers large parts of the supply chain
including several plants, multi-stage production using multi-purpose reac-
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tors with some logical rules in the production scheme, tank storages, trans-
port with a detailed representation of the commercial environment, such
as demands with different prices for different customers and availability of
raw material. Products are subject to aggregate demand requirements at
certain demand points. Variable costs for production, inventory, transport
are given. The raw material purchase follows a nonlinear price structure.
The client asked to consider the production planning problem as a part
of larger problem. This larger problem comprises a production network in
which gaseous raw materials along a line of up to six intermediate products
are converted into finished products, and in which a production unit from a
given set of design units is subject to shutdown or opening, or in which even
some whole plants can be purchased. To avoid duplication of material most
details of production and other features are specified in Subsection 4.1. The
most important objective is to maximize the total net profit (contribution
margin minus fixed costs minus investment costs) of the entire production
network. In addition the following objective functions are maximized: con-
tribution margin, total sales neglecting cost, turnover and total production.
Costs can be minimized and multi-criteria objectives, for instance, maximize
profit & minimize transport, are supported. The most relevant decision vari-
ables indicate how much time per time-slice a reactor spends in a certain
mode, how much of a product is produced, stored or shipped to another
location. Binary variables trace the status and mode changes of a reactor.
Structurally, most of the constraints are balance equations tracing invento-
ries, connecting production and production recipes over several production
levels and tracing mode changes. Other constraints relate production quan-
tities, production rates and available time to each other, or guarantee that
capacity limits are observed.

3 The mathematical model: preliminaries
3.1 The structure of the model and its basic objects

The problem sketched above has some common features with modeling
multi-purpose plants which are frequently used in the food or chemical pro-
cess industry. In each mode such a reactor can produce several products
according to free or fixed recipes (joint production, coproduction) leading
to a general mode-product relation described by a set of yield coefficients:
in a certain mode several products are produced (with different maximum
daily production rates), and vice-versa, a product can be produced in differ-
ent (but not all) modes. Mode changes correspond physically, for instance,
to a change of the temperature or pressure of a reactor, put the reactor in
a new feasible mode and result in a considerable loss of production time,
which in our case is sequence-dependent, and are modeled as a proportional
lotsizing and scheduling problem (PLSP, [5, p.150]), i.e., based on time-
indexed formulations with at most one setup- or mode-change per period;
see also [12] for a survey on lot sizing problems.
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We thus transform the problem into a model describing a multi-site pro-
duction network including multi-stage production in plants (a plant hosting
sets of reactors) depending on the mode chosen for the reactors. Parts of
the model have already been published in [7], [11, Section 10.4], or [13]; the
current project required major extensions related to design reactors, trans-
port arriving over several time slices, nonlinear pricing structures to pur-
chase raw materials and additional objective functions such as mazimize net
profit, multi-criteria objectives (i.e., maximize profit & minimize the quan-
tity of transport in tons), mazimize sales volume or mazimize turnover. We
thus extend and develop an elaborated version of the model [11, Section
10.4]. In our model we use the following set of objects and indices:

beB ={1,...,NB} : break points (nonlinear price function)
ceC :={1,...,N®} : sales categories

deD ={1,...,NP} : demand points

ke K ={1,...,NK : production periods at site s

me Mg ={1,...,NM} :modes at site s for reactor r

peEP :={1,...,NP} : products

reR ={1,...,NB} :reactors

seS :={1,...,N®} : production sites / plants

teT :={1,...,NT} . commercial periods

Break points are points at which the unit price as a function of volume
changes. Sales categories allow, for instance, to model that the first 80% of
an order can be purchased at a price of 100 USS$, the next 20% at 90USS.
Demand Points may represent customers, regional warehouse locations or
distributors who specify the quantity of a product they request, and are
sinks in the supply network, i.e., points where a product leaves the system
and is not further traced. Demand may be subject to certain constraints,
e.g., satisfying a minimum quantity of demand, observing origins of produc-
tion or supplying a customer from the same origin.

3.2 Discretization of time

In order to investigate a planning horizon of up to 15 years and to cover
the production at a level which is sufficiently detailed we use the time dis-
cretization scheme described by [13] using non-equidistant commercial and
production time slices (periods); in most cases, the production schedule has
a finer resolution than the commercial plans for sales and shipping. Dif-
ferent time scales allow to have smallest time slices relevant to production
which may be of the order of just a few days while the commercial peri-
ods may cover even a few years. The entire planning horizon is therefore
divided into NX production slices of size DF /Uy, days, where D} is the
length of the t" commercial period in days and U, is the number of pro-
duction slices embedded in that commercial period. Regarding delivery or
sale, in typical operational planning, usually a commercial time scale of 12
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periods (months) is chosen. Another possible scenario is, for instance, to
cover a two year production plan with N7 = 16 periods: the first 12 with a
length of about 30 days, and four additional ones with a length of 120 days.
Commercial and production time slices are linked by the function

0 ift=1
ka(s,1) := {ks(s,t— D)t Uppn it >1 V054 (1)

which gives the number (minus one) of the production slice starting at
the beginning of commercial period t at site s, and, with u referring to a
production slice embedded in the commercial time interval ¢. The function

k(s,t,u) == kq(s,t)+u V{st} (2)

gives the absolute number k(s,¢,u) of the u*® production slice in the com-
mercial period ¢ within the production time scale referenced by ¢ and u
at plant s, and connects both time scales. For shortness, if sums cover the
whole planning horizon, we use k rather than k(s, ¢, ). Finally, we need the
inverse function, tx(s, k),

tre(s, k) :=min{t | ks(s,t) <k < ks(s,t)+Us} V{st} (3)

returning the commercial period that covers the production slice k at plant
s. It can be expressed in terms of the functions defined above: For further
details on this topic we refer to [13]. A 5-year planning horizon in which the
commercial data are available on an annual basis and production should be
considered with a fineness of one month, leads to

NT =5 ; DF =360 vt ; U,=12 V{st} (4)

while for asset evaluation over a time horizon covering 10 years with two
production time slices per year is described by

NT =10; Df =360 Vt; Uy=2 V{st} (5)

3.8 Limits and underlying assumptions

The limits of the model follow from its underlying assumptions which are
further discussed in Section 7.1:

1. Only one mode change per production time slice is allowed as the model
is formulated as a proportional lotsizing and scheduling problem (PLSP,
[5, p.150] or [6]), i.e., based on time-indexed formulations with at most
one setup- or mode-change per period. This assumption seems not to
be a very serious restriction for operational planning since a production
time slice has a length of a week or a month and typically only one setup-
change per month occurs. For the long term analysis the description of
the mode changing reactors may not be accurate enough. But one should
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keep in mind that the demand forecast and other input data are of
limited accuracy as well; the client regarded the approach as sufficiently
accurate and realistic.

2. Transport times are of the order of a few days. In the 12-month scenarios
transport times are only considered using a probability assumption. In
even longer term scenarios transport times are neglected.

3. Only variable inventory costs are considered. They are based on the
capital tied up in inventories and interest rates.

4. Design reactors cannot be subject to intrinsic mode changes. In the
current case this limitation did not cause any problems because the
approximately 30 reactors subject to design decisions were single product
reactors.

5. Production utilization rates and associated constraints refer to utiliza-
tion per production slice. At present, the model does not include con-
straints enforcing global utilization aspects of the supply network.

6. In order to support net present value considerations all cost related data
are discounted over time using a discount rate of p%.

4 The mathematical model: the operational planning aspects
4.1 Plants, reactors and production

Each plant consists of one or two sets of reactors. While all reactors are
subject to multi-stage production requirements and possible coproduction,
some are multi-purpose reactors subject to mode changes. Topologically,
at each plant, the reactors are arranged in chains, in which each reactor
needs only one pre-product; however, the current model formulation does
not exploit this features and can also be applied to convergent or divergent
material flows and more general topologies. The reactors within a chain
operate simultaneously and at different levels of the multi-stage production
process. There exist capacity limits for each reactor and task, as well as
capacities for the production of each product, and minimum production
requirements. Some reactors in the chain are subject to mode changes lasting
usually one or two days. Reactors obtain products from preceding reactors
or from tanks, and charge the products through pipelines to tanks or to
subsequent reactors.

Modeling production involves the concepts of multi-stage production,
joint production (coproduction) and mode changes of the multi-purpose
reactors. The description of the mode changes is based on [11, pp. 321]; the
adoption of this approach to the current problem is as follows. The basic
binary variables are the state variables

(6)

5 _ | 1,if reactor r is in mode m at the end of period &k
srmk =9 0 | otherwise

It is one of the most fundamental assumptions in this model that there is
at most one mode change per period. If the state variables take the values
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Osrmik—1 = Osrmok = 1 we have a mode change from mode m; to mg in
time interval k.

Both, the continuity of modes and mode changes are tracked by the
binary variables

gsrkmlmg = {é : gtise’;n\;i:eil 6srm2k: ! V{STmlmZk} (7)
This variable is unity if at the end of period k£ —1 reactor r € R ‘I;‘fc =1
of plant s € S is in mode m; € M, and at the end of period k € K it is
in mode ma € My, &sppm,m, 15 @ variable not only describing whether a
change-over occurs, but it also indicates whether production continues. If
the reactor is in mode m both at the end of period k£ — 1 and k£ then we
have fsrkmm =1

The state variables and the mode-change variables will now be coupled
by some additional binary variables: a.mk, if reactor r at plant s spends
some time in period k in mode m; fB,,.,,.x, if mode m is started on reactor r
at site ¢ in period k; and finally, v,,.,,,x, if mode m is terminated on reactor r
at site ¢ in period k. These binary variables are related to the mode changing
variables by the constraints

ﬁs’r‘mk: Z gsrkmlm V(ST"ITL]C) (8)
mi#m
and
Vsrmk = Z gskmml V(srmk) (9)
mi#m

The multi-stage production scheme looks as follows: at a site s a certain
reactor r is connected to one (or possibly more) preceding reactors r'; it is
assumed that transfer times between reactors are zero. The reactor topology
is completely described by the indicator table I;‘Fr"p ° which takes the value
1 if reactor 7’ can charge to reactor r. Reactor r converts the product p’
produced by preceding reactors 7’ into the product p, or possibly into several
coproducts. Actually, this product p’ can also be taken from the preceding
reactor 7’ or from an intermediate tank. The total quantity psUTp, i of product
p’ reactor r uses in period k is therefore

U s D
ps’r’p’k = usrp’k: + Z psr’rp’k (10)
r\Igj€°>0AIfﬁ§:1
V{srp' [ILD =1AI0P =1} vk (11)
where [ S}ig/ indicates whether reactor r uses p’ as a pre-product at all. The

indicator table I 552,9 controls which reactor r’ at site s is able to produce

S

STp .
the tank. Note that /2" = 1 means that reactor  is — via an input pipeline
— connected to a tank and is able to extract material from that storage

product p’, and u?. ,, is the quantity of product p’ taken by reactor r from
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device; in the current case, each reactor needs exactly one pre-product,
therefore ID%% does not depend on the product as this is known a priori.
pSDT,Tp,k is the quantity of product p’ charged from reactor r’ directly to
reactor r and allows also to model convergent material flows if the topology
is chosen appropriately. Note that ufrp, , appears as a loss term in the stock
balance equation (44). If p’ is a raw material, which can only be purchased,
(10) reduces to

pgrp,k:ufrp/k V{srk’[ﬁ? :1/\15”":1} (12)
because p’ is not produced on any reactor, and therefore for all reactors r’
we have [ gﬁi = 0. To model raw material availability it has to be ensured
in the input data that ussrp,  has no upper bound, or is consistent with the
raw material availability, respectively. Finally, if the reactor is not connected
to an input tank, (10) reduces to

Pk = Yo o V{smR|IDD = 1AINP £}
r\I§3€°>0A1§ﬁIf§:1
(13)
The multi-stage production, i.e., the quantity pfrpk of product p produced
on reactor r at site s is described by recipe equations of the form

Z Rsrp/ppipk = pgrp,k v {srp'k ‘I;ZI;, >0} (14)

ISRP>(

sTp

peEP

It is a matter of taste whether to apply the recipe coefficient to p’ or p. Note
that reactor r produces several products p using p’ simultaneously.

In addition to the multi-stage concept we also have to consider copro-
duction. If the conversion of product p’ produces two products p; and py in
a fixed ratio REI we have

sTp1p2’
P FR P FR
pSTPlk = RSTPl;szSszk v {Srp1p2k IHRSTP1P2 > 0} <15>

So (15), means that for each mass unit that is produced of product py one
also gets RLE  mass units of product py. The quantity pl. . of prod-
uct p which can be produced on reactor r at site s in period k is limited
by the capacity RL  specified in tons/day. With Pt .= H ., REmin —

STp srpk STP
Hyp RUXMRE - where Hpp is the number of days available for produc-

tion in period k and RY ™™ specifies production utilization for reactor r at
site s and product p in %, and the production capacity, Pook = Hsrkarp,
of reactor r in tons in period k, we get the bounds
P SRP MC

psrpk S g;)l; V{S’f’pk |Isrp =1A Isr 7& 1} (16)
Some additional sets of constraints consider minimum production of a prod-
uct at a plant over a specific time period. This may be quantified by Rgf,,g““,
the production utilization for reactor r at site s and product p in %. If the
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minimum P™® - % is not met, then no production is possible.

srpk STp sTp

Therefore, ps,.pk is a semi-continuous variable or subject to the disjunctive
constraints, resp.

pfrpk =0 v P < Pfrpk < P v {srpk |3R

sTp srp

(17)

Srp

For those reactors subject to opening or shut-down decisions or belonging
to plants which might be purchased the capacity balance reads

pf:r;uk =0 \ Psn;;:;ceST < psrpk < P;“l;)lé sT (18)
vV {srpk |E|R5P A3IE }

where the indicator table I indicates whether reactor r is a design reactor
and the binary variable 0, specifies whether the reactor is available or not.
It is also possible to apply global constraints enforcing that, if a design
reactor falls below a certain minimum usage rate, it has to be shut down;
however, due to the lack of space we do not present this feature here.

The quantity pipk of output product p is charged to a local tank (site
inventory) or charged to subsequent reactors. This is expressed by the dis-
tribution equation

§ : S
pZ”pk = pz;"pk+ pg"r’pk v {STpk |Isr1;P = 1} (19)
reR[ITL°>0

where pSTTpk is the quantity of product p charged to the tank (site inventory)
by pipeline, or by

pfrpk = Z psrr pk v {S?"pk ’I;S;"};P 1 } (20)
reR|ITP°>0

if reactor r has no pipeline connection to an output tank.

4.2 Raw material modeling

Raw materials are in most aspects treated similarly to all other products,
for instance, they fulfill the recipe equation (14). However, for raw materials
we have to consider purchase cost C’STp and the availability Aﬁ% which
describes how much raw material p is available in period k. Raw materials
are fed to the reactors by a tank. Thus we model the availability exploiting
the tank feature I = 1 and the variable us, . expressing how much of
product p (in this case raw material) reactor r at site s takes from the tank.

The variable uf,,pk is subject to the availability constraint

srpk: < Asrpk: v {srpk ‘aAsrpk A 15‘1; - } (21)
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The notation EIAST i reflects that an inequality is generated only if a table
entry for Am . exists. A more elaborated view of the raw materials, con-

trolled by a site and raw material dependent flag R
features into account:

sp» takes the following

description

0  material requirement planning output; no constraints, no costs
1  take as much raw material as needed at a fixed price

2 take as much raw material as needed at a nonlinear price

3 take all available raw material (use or burn) at a fixed price

and generates all constraints only if a raw material tank has been declared,
, if EISSC.

If RM = 0 no raw material constraints or costs are considered. In the report

we Just print the raw material which would be required. For modeling the

raw material features we introduce the following variables:

: usage (in tons) of raw material (product) p in period k

k
fﬁbk : usage (in tons) of raw material (product) p in segment b
ber  : burned quantity (in tons) of raw material (product) p
figppi ¢ binary var. indicating RZJY), < wllP, < RDVY in period k,
Wept : binary var. indicating the use of raw material p in period ¢

If Y BM spk specifies the price per ton which can be obtained if the raw material
is burnt, it can not be used otherwise, and thus converted into energy.

For Vv {spk ‘HAspk A (Hr with ISPT;? = 1) A HYSIS{C‘/[} we apply the following

bounds or constraints, resp.:

ull,y < AR ifRM =1 (22)
Spk + bspk Aspk lf Ré\g = 3 (23)

The case Ré\g = 2 is more difficult to model and requires the following data

RB P C specific raw material cost in segment b

RfPI;,y raw material volume at break point b

pr%,f accumulated raw material cost at break point b
RfP IX fixed cost (setup cost) if raw material p is chosen
Rsp%N penalty cost if raw material p is not used at all

where segment b refers to the range between break point b — 1 and b, and
thus to the interval [Rﬁf;yl P Rﬁjf,y ] the penalty cost R;%N apply to the
situation that an annual contract with the raw material supplier has been
established but the raw material is not used at all, RACC = 0 and for

splk
b=2,...,NB

ACC _ pACC BPC BPV BPV
Rspbk: _Rspb—1k+Rspbk (Rspbk: _Rspb—lkr) (24)
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To select the appropriate segment or interval [Rfjj;i/l &> Rﬁf,y | for the quan-

tity of raw material purchased we exploit the binary variable (i, which
indicates that R, BBV <ul bk < RBPV The constraints

spb
NE 41
> b =1V {spk[FALY A 3S5C (25)
b=1

and
spblc > Rspb 1M spbl V{Spk‘aAspk: /\ESSC ( )

spbk < Rspbk H“spbk {Spk ‘ElAspk A ESSC

/\
\/

guarantee that us B falls exactly into one segment. Note that PspNB 41k = 1
is used to 1nd1cate that no raw material is used at all.
The real quantity uf’;k of used raw material is coupled to the segment
quantity by
NB
sc
ully =Y ullf v {spk |FALY A 355 (28)
b=1
As raw material is purchased on the basis of annual contracts, which might
force that a certain quantity has to be purchased by the provider, we in-
troduce the binary variable p, indicating whether any quantity of raw
material p is used in the commercial period at all

pspt 2 1- MspNB+1k V{Sptk |3A5pk A Hsfpc (29)

If no raw material is used at all, penalty cost may be applied by the provider.
An alternative, and in most cases superior formulation of these raw
material aspects replaces (26) to (28) by

NE NE

spk - Z Rspb 1k:u’spbk+z uspbk v {Spk laAspk A HS;S‘;)C (30)
b=2 b=1

spbk < Rsplk Mspbk v {Spk laAspk A HSSC (31)

where uf has a slightly different meaning now, and

spk
f}ﬁk (Rsiﬁ/ - nglljvllk) Hspbk v {spk: laAspk A ElSsSpC (32)

The variable raw material cost are then given by
NB NE NB NF

DD DY RG> D> > R ulli (33)

s€S peP b=2 k=1 s€S peP b=1 k=1

NT
I MNAED I Z (R = REEN) papy
sES peP t=1 seS peP t=1
A special ordered set approach involving the p,,;, variables has been tested
as well, but did not turn out to be superior compared to the formulation in
which the p,,, variables are just binary variables.



14 Josef Kallrath

4.8 Transport

The model considers three types of transport: transport of products be-
tween production sites and transport of products from production sites
to demand points; in some rare cases there is also transport between de-
mand points. Transport costs depend on the source, destination and prod-
uct, minimal quantities to be observed and transport times (typically a few
days). Transportation quantities are expressed by non-negative, dimension-
less semi-continuous transport variables specifying, when multiplied by the
minimum transport quantity, 7™, the quantity of product p shipped:

Uffpt : ... between demand points d and d’
af%gk : ... shipped from site s to demand point d (34)
oS5,k ... shipped from site s to site s’

The semi-continuous variables, for instance, 057, are defined
SD SD

with some upper bound S::ip &> and they enter the inventory balance equation

S S
The various time scales in our model SSDOP force us to model trans-

port time very carefully. The actual transport times are a few days, usually
between 1 and 6 days. If the transport times are consistent with the time
discretization, i.e., the transport time is an integer multiple of the small-
est time slice, the transport times can be considered in the index counting
the time slice (see [11, Section 10.4]). Regarding the length of the planning
horizon and the discretization of time we consider two model approaches to
transport. In the 15-year planning horizon with half-year time slices and in
the short term (operational planning) scenario covering three months the
time resolution is one week. That fits transport times which will be reason-
ably approximated to be 0 or 1 week. In the one-year (operational) planning
scenario with time slices of one month this is not accurate enough. We might
use smaller time slices (leading to significantly increased CPU times) but
in order to avoid this, we suggest to use the following approach based on
a probability assumption (for clarity, we neglect some of the indices in this
paragraph). The essential idea of this approach is to conserve the flow of
materials but to distribute the shipment arrival to two adjacent time slices.

Let DEE be the length of the time period k at site s, Asq be the time
needed for transportation from site s to destination d and let us assume
that Agy < min (DfK, D,ffl) for all k. If we assume that shipments during
production period k leave site s with uniform probability in period k, the
product will arrive at the destination d with probability

in the form TﬂgpSkD ofﬂgk where T]‘gpSkD is the minimum transport quantity.

L Asd o Asd
Wsdk *= BPK T P
sk t

U, (36)
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in period k 4+ 1 and with probability 1 — w4 in period k. Therefore, in
the one-year planning scenario, we use the following heuristic approach to
consider transport in the inventory balance equations. If psTd is the quantity
to be shipped (appears as a loss term at the site where transport origins)
we consider (at the destination of shipment) (1 — wsa)pl, in the balance
equation of period k and wsdkpzd in period k + 1 as source terms. This
approach is not recommended if the planning tool is used operationally.
But for long term, e.g., annual planning, it should be perfectly suitable,
especially, if there exists some minimum inventory level.

Let us now focus in more detail on products originating from site s in
production period k arriving at demand point d in commercial period t.
The time, Ay, associated with this transport and the length, DSPkK, of the
period allow us to compute wgqi from (36).

At first consider the short term scenario in which A,y is an integer
multiple of DQK, 1.6, Tsqg = Asd/kaK. Then a shipment originating in
period k arrives in period k + Tgq. If the commercial period ¢ consists of Uy,
production time periods then all shipments originating in periods

{k=1,....NF|tp(s,k+ Tsa) =t} (37)

arrive in that period.

In the long-term scenario transport is modeled using a probability as-
sumption, i.e., a fraction 1 — wggr of the quantity TﬁpiDasdpk arrives in
period k at the destination d, i.e., the arriving quantity of product p in
period k is given by

S

(1_Wsdk)T]g;]g0'sdpk {k‘: 1,...,NSK |t}€(s,k‘) :t} (38)
and the complementary fraction wggy arrives in period k + 1, i.e.,
wsdk/TsJ\g;]gasdpk’ {k/ = 1,...,NSK |tk(8, ]{i/—l-l) Zt} (39)

Note that there might occur two terms containing the variable o4y, (one
associated with the 1 — wggr term, and another one connected to wggps
for the adjacent period), which in some modeling language may lead to
complications (column appears twice in a row) if Ug > 1. This problem
can be overcome by collecting all coefficients related to the same variable a
priori.

4.4 Modeling inventories and stock balances

Inventories and related costs are considered for each product at both plants
(inventories at sites) and regional warehouses (inventories at demand points).
At demand points it is possible to lease some additional storage capacity.
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4.4.1 Inventories at sites At present it is assumed that for each product p
there is a dedicated tank available at a site. The stock, s, for all {spk},
is described by the balance equation

Sfpk = .sspk 1 + pspk + Sspk + u Z ussrpk (40)

r|I5Pi=1

+ > - (41)

reR|(15RP=1AI5P"=1)

spk>

Mss SS ]V[.sd SD
- E Tssd O ssypk — E Tsd O sdpk (42)
S4ESsdk d€Dsqr
Mss SS
+ g —Ws,sk) To s 205y ke (1—m)Ts, (43)
;€S
Mss SS
+ E WSSSI’CTS s Os.spk—m—(1— m) T, (44>
5.€S

in which the terms have the following meaning;: sfp,%l is the stock level at
the end of the previous period, pﬁi denotes external purchase [see Section
4.6], S5,

- X st @
sGSHSSPk

denotes transport arriving in period k from shipment originating before the
first period. The supply, u fpk, of raw material available in period k appears

as a source term, the usage of the product, > u?  as a loss term. The

srpk>
sum Y psrpk represents the quantity of product charged from other reactors
to this tank. The terms based on the o-variables have been explained in
Section 4.3 describing shipments to other sites and demand points as well

as products received from other sites. The sets

Seak = {54 €S|sa#se€SNk+T < NK} (46)

S ={sa€S|satseSNk>T5} (47)

Dyar, = {d € D]k + T5f < N¥} (48)
and

Dar :={da €D|dg #d € DAt +Tgl <N} (49)

define the sets of sites or demand points which can be linked by transport
to the current location s within the planning horizon.

For k =1 the term ssspkf1 is replaced by the initial product stock Sfps.
The site-balance equation (44) for site inventories (also called local invento-
ries) couples multi-stage production, intermediate storage space and trans-
port (between sites, and between sites and demand points). pspk describes
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external purchase opportunity at site inventories. If no storage capacity is
available the variables ssspk and sk,fpkf1 drop out in (44).
The maximum stock levels for products read

Sk < SSAT v {spk |3S5C (50)

The product stock should never fall below the safety stock, S fps ,
Sopr = Sty V{spk} (51)
and a possible restriction, SSLPP, in the last period, i.e., as forced by prL:4,

is considered as
spk > SLP V{Sp} 9 k= NK (52)

The user selects different inventory constraints (here just verbally summa-
rized) at the final period by the flag I1F

IRL description
0 no condition at all
total inventory in final period equals total initial inventory
specific finished product stock equals the initial inventory
specific finished product stock equals pre-given target stock

specific finished product stock should be > than target stock

SR N

4.4.2 Inventories at demand points At demand points there may exist a
tank for an end-product p. If so, the stock balance equation reads

NC
Mdd _DD
Sdpt = Sdpt 1 +pdpt +Sdpt - E Sdpct E Tya, 0dd, (53)
=1 daeD

KS
+> > (1 = wsar) T > o5, (54)

s€S k=1|k+t1(s,d)<Ks
t(k+t1(s,d))=t

K,
+ Z Z wsdkT fd?ok (55)

SES k=1lk+t2(s,d) <K
At(k+ta(s,d))=t

Y (1 = waaut) Tad ol o1 (.. (56)
deD|t>t1(d,dq)
+ Z wdddtT%DDafl)dgt—tz(d;dd) (57)

deD|t>t2(d,da)
for all {sr[355}and ¢ = 2,..., NT, in which the terms have the following
meaning;: Sfljptq is the stock level at the end of the previous period, pdEp?

denotes external purchase [see Section 4.6], Sdpt

NS
Sdpt = Z Ssdpt (58)

5:1|EIS£;t
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denotes transport arriving in period k from shipment originating before the
first period, and the loss term, > depct, due to the sales of finished products.
The terms based on the o-variables have been explained in Section 4.3
describing shipments to demand points as well as products received from
other sites and demand points.

The functions

tg(l’,y) = tl(l’,y)-i-ﬂ' ) tl(w7/y) = (1_7T)T$q)y (59)

are used to select the appropriate indices in time; m = 1 indicates short
term planning (in that case transportation times must correspond to the
time discretization) and 7 = 0 indicates long term planning (in this case
transport arriving is treated using a probability assumption). T3P denotes
the minimum transport quantity and the time TSZ needed to ship products
from site s to demand point d. Note that because Ts}; is used in the index it
is required that Ts}:l is measured in units of the period and that it is integral.

For the first period, t = 1, SdeO is replaced by Sdgs , where S(?ps denotes
the initial stock of product p at demand point d and

]VS
Shi= > shh (60)
s:l|§|S?T

sdpt

denotes transport arriving in period ¢ from shipment not originating within
the current planning horizon.

If no inventory is available and there exists a demand Dgpe, then the
sales variables sgpct are immediately coupled to the transportation variables

and the terms s}, and s, _; drop out in (57).
Stock must never exceed the storage capacity, i.e.,

sfi)pt < Sdcps—ksg;,t V{dpt} (61)

where sffpt gives the current additional tank capacity; sometimes it is pos-
sible to rent or lease a tank for a short while, e.g., for a few months. The
additional stock is usually bounded by

sit, <SG v{dpt [3SGR (62)
The safety stock bounds are

s(ﬁ)t > Sfiij vV {spt |HS£)M} (63)

and the bounds for the last period are

shy > SDF v {spt|3SDF (64)

Note that these bounds are only considered if the corresponding stock ca-
pacities or safety stocks exist.
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4.5 Demand

There are 10 to 20 demand points for the products produced at the pro-
duction sites located in various parts of the world. The demand points are
thought of as regional warehouses. The demand at these points reflects
mostly aggregate demand by several customers but also a few large individ-
ual customers. The demand for product p is characterized by volume and
sales price. This input is generated from an independent sales forecasting
model. Sales must not exceed the demand Dgpct, i-e.,

Sgpct < Dapet v {dpt Bdect} (65)

where D gy indicates how much of product p at time ¢ is required at demand
point d.

In the “maximize contribution margin” scenario there is no need to
satisfy demand completely. Therefore, this scenario provides the additional
option that a lower limit, Dgcht, on the demand is considered:

Sinet = min {DG, Daper}  V{dpt|3DJ%, A IDgper } (66)
In “satisfy demand” scenarios the demand has to be satisfied exactly, i.e.,
Sgpct = Daper  V{dpct |3Daper } (67)

Due to lack of production capacity it may happen that not all of the demand
can be covered by own production. Therefore, it is very important to provide
the option to consider external purchase of products [see Section 4.6].

4.6 External purchase

External purchase of products helps to avoid running into situations of not
being able to fulfil the demands. External purchase appears as source terms
in the inventory balance equations for both site and demand points, and is

characterized by the maximum quantity P23 (Pj;? ) available for purchase

and the costs/ton C’f;i (C’C?;? ) It is very important that these costs reflect

the real business process, and that they are not considered as some artificial
penalty costs. In addition to the upper bounds

phg < PES v {spk|3 PEY (68)
Pape < Pipe V{dpt13 P50} (69)

PES—

there might be lower limit or pfp? ~, resp. The external purchase

spk
variables might be interpreted as semi-continuous variables, i.e.,
ES ES— ES ES
pspk =0V pspk S pspk S Pspk (70)
ED ED— ED ED
pdpt =0V pdpt < pdpt < Pdpt (71)

if the supplier is willing to provide support but asks for a minimum quantity
to deliver if support is requested.
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5 The mathematical model: the design decisions

Since the network consists of several plants with different product streams
it seems adequate to investigate whether it makes sense

— to open certain reactors at a site and to produce additional products,

— to shut-down certain reactors and thus not to produce some products at
this site,

— or to buy whole sites.

One way to analyze such questions is to run different scenarios and to pick
the best one. This simulation approach, however, might fail to identify the
real good candidates and the optimal solution. The alternative approach is
to model these questions or corresponding features appropriately and let
the optimizer come up with optimal suggestions regarding the design of the
production network.

5.1 A simple approach to include design decisions

A simple inclusion of the design features realized in the first phase of the
project was to let the optimizer choose whether to open or shutdown a
reactor once and for ever at the beginning of the planning horizon. That
approach involves the following data: the total cost for buying a plant, C5,
the annual cost for buying a plant, C’fA, the fixed cost to operate a reactor,
CFIX the event value cost to open a reactor, C<. and the event value
cost to shut down a reactor, C2P. The design costs to be included in a
net profit objective function (contribution margin minus fixed costs minus

design costs) has the form

_,D . Z CSBAnS + Z Z (CfTDA _ CgIX) "

s€S|3CBA SES reR|ICSDA
O FIX
+ Z Z (CST + CS'I" ) MST (72)
s€ESreR|3ICEC

where the binary variables 7., ¢, and pg,. indicate whether a plant is
bought, a reactor is shut down or opened.
An additional binary variable 0, is introduced if I2 = 1;

IP=1e{f=1n3cFAvCiPvC)} (73)

where T2 indicates whether reactor r at site s is subject to design decisions;
most cases we studied involved about 30 design reactors. 0, controls the
available capacity of a reactor and is related to the other binary variables
as follows:

s =n, V{sr|3I:F=1A3C54} (74)

05 = 1—¢p,, V{sr|3I:F=1A3C5P (75)
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Osr = pig, YV {sr|3I:F=113CE} (76)
The relations (74) to (76) give us a hint on possible priorities (74,04, sr,0sr)
for the variables in the branching process. It is assumed that CSP” and C€).
do not exist simultaneously.

The disadvantage of that approach, in a 10- or 15-year planning horizon,
is that a reactor has to be opened or shut down in the first period of the
planning horizon and stays in that status for the rest of the planning horizon.
A more detailed view described in the next section allows for time dependent
and temporary shutdowns and openings.

5.2 Time dependent and temporary shutdowns

In the course of the project it became obvious that more details regard-
ing time resolution are necessary. Therefore, reactors, for which opening or
shutdown cost are specified, will be treated as reactors subject to time de-
pendent opening or shutdown decisions. These reactors are modeled similar
as the reactors subject to mode changes. For each design reactor we assign
two modes (m = 1 and 2 corresponding to on and off ), and use the variables
Csrik s Bsriks Vsriks and dsr1x explained in ([11, Section 10.4]). Note that
this model approach implies that the design reactors can not be subject to
intrinsic mode changes which was not a problem in the current application.
However, it is now possible that both C52 and C¢, may be different from
zero. A further detail to be considered is that the opening decisions need
some time to be put into reality. Therefore, a delay time K £ might specify
which production time slice is the first one in which the reactor could be
opened. This conditions, for k = 1,... , max(1, KE© — 1), is realized by the
bounds

Qorik = Bop1p = Osrik = 0 V(sr) € R := {(s1) ’ISAfC # 1 A3ILBR
(77)
for all design reactors which are not yet opened.

Although, the economical parameters may already prevent that reactors
are opened and shut down wildly and very frequently it might be necessary
for managerial reasons to introduce two parameters, K¢ and K¢, which
specify that if a reactor is opened in production time slice k, it has to be
open for the next K© time slices, and vice versa, if a reactor is shutdown in
period k it has to stay closed for the next K¢ time slices. These conditions
tighten the model constraints by putting the variables asr1k, Bariks Verik
and d4.11 to zero for certain time slices in which a plant cannot operate and
are enforced by

k+K©

> Yoe S K=K,y V(sr) eRP, VkeK? (78)
r=k+1

k+KC

> g S KC=K%,.;, V(sr) eRP, VkeKk{ (79)

rk=k+1
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k+KC
> Bk S K=K, V(sr)eRP, Vkek{ (80)
rk=k+1

k+ K¢
Y Gok SKO—K %, V(sr) eRP, VkeKS (81)
rk=k+1
k+K©
> Gark = (KO=1)Bg, V(sr) € RP, Vke kS (82)
k=k+1
k+ K€
> Vour SKO=KC% . V(sr)eRP, VkekS (83)
r=k+1
k+KC
> B SKO—KO9B,,,, V(sr)eRP, VkeKk? (84)
rk=k+1
with £ := {1,...,max(1, N¥(s)—~K%)} and K9 := {1, ..., max(1, N¥(s)—
K©9)}. Finally, when a reactor is open, i.e., agp1 = 1, it is ensured that a
certain minimum quantity is really produced, i.e.,

Phopk = PO N oy {srphk [IMC £ 1 A 3ILPR A SISEP (85)

sTp

Note that (85) cannot be applied to reactors which are design reactors and
are already open at the beginning of the planning horizon. The reason is that
for such reactors we necessarily have ag,1; = 1. However, if such a reactor
is subject to a shutdown decision it may be not even able to produce and
thus cannot meet the minimum production requirement (85).

The basic cost terms are the costs for shutdown and opening adjusted
for discounted cash flows and depreciation (see below), i.e., terms such as

N N
CDl = Z Z Cg“gvsrlk ) CD2 = Z Z Cso'rkﬁs'r‘lk (86)
(sT)ERP k=1 (sr)ERP k=1

The improved design model also considers the residual book value Vs, [see
Equation (90)] of an opened reactor, i.e., a reactor which caused opening
cost) at the end of the planning horizon. This adds the term

NK N
zD2 = — Z Z ‘/;Tkﬁsrlk+ Z Z VST’C’Ysrlk <87>

{ST}GRD k=1 {ST}ERD k=1

to the objective function. Vi, is based on the net present value and on the
depreciation. At present we apply a linear depreciation rate. The discounted
opening cost in production time slice k are Df /Uy,

p
100U,

c2,.=c9/D*1 | D=1+ (88)
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where p is the discount rate in percent. The calculation of the depreciation
depends on the opening time and thus we obtain the depreciation factor

FD._]__NsK_k

s T.TD (89)

where TP denotes the depreciation time in years; a typical value is TP = 15
years. Formula (89) for the computation of the depreciation factor assumes
that the depreciation time is measured in units of the commercial time scale;
typically the discretization of the commercial time periods is one year and
so the depreciation time is also given in years. Based on these assumptions,
if the opening occurs in period k the residual book value is

NSKk:)

U.TD (90)

Ve = C9/D*1 (1 -

If we assume that a reactor which causes opening cost is not shut down,
i.e., it is opened at most once, the term added to the objective function is

N N
Z Z VvsrkasrlNSK ﬁsrlk = Z Z ‘/Srkﬂsrlk (91)

{sr}eRP k=1 {sr}eRP k=1

Therefore, the total contribution of 3., to the design term in the objective
function representing the opening cost and the residual book value is

N
ZD2 = Z Z (‘/;Tk - Csork) ﬂsrlk (92)

{sr}eRP k=1

An additional cost term is included to describe reactors that are subject to
a shutdown decision in the first period but require continuation cost CSNT|
e.g., for maintaining or upgrading existing facilities, if the reactor is not shut
down in the first period. This feature is considered by the binary variable

ogr YV {sr|(sr) € RV A JCENT (93)
the constraint

Osr 2 1=y ¥ {sr|(sr) € RP AICGNT (94)
and the costs term

cPs = Z CiNT4,, (95)
(s1)ERP|ICSNT

in the net profit objective function.
The total contribution of the design reactors to the objective function is

2P = —ePr4 P2 _eDs (96)
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6 The mathematical model: the objective functions

The model covers eight different objective functions invoked by 0BJTYPE=n,
where n is a number between 1 and 8:

1. “max. contribution margin” ([11, Section 10.4])
max. contribution margin while guaranteeing minimum demand”
min. cost while satisfying full demand” ([13])
max. total sales neglecting cost” ([13])
max. net profit” (the detailed and full design problem)
“multi-criteria objectives” (maximize profit & minimize transport)
“max. total production”

8. “max. total production of products for which demand exists”
Only the fifth one exploits all design features; all other assume a fixed de-
sign. The first one maximizes the contribution margin, y — ¢, and includes
the yield, y, calculated on the basis of production and the associated sales
prices and the sum of all variable cost c¢. The second one minimizes the
variable cost, ¢, while satisfying demand. In the cases 1 to 6 the follow-
ing variable cost are involved: variable production cost, change-over cost,
transport between sites, between sites and demand points, and between de-
mand points, inventory cost for products, and cost for external purchase of
products; in case 5 these cost terms are discounted according to Section 5.2
which leads to the net profit objective function

F’Q?“r’k.“!\”

maxz , z:=y—c+zP (97)

The objective functions 7 and 8 are used in an initial phase to test the
data and to derive the theoretical capacity of the production network. The
total net profit objective function contain the design cost terms which have
quite different scaling characteristics compared to the standard production
planning terms. Using variable directives in the B&B scheme, i.e., priori-
tizing the design decisions, it was possible to cope with this problem. The
multi-criteria objectives scenario is solved by a goal programming approach
as described in [9].

7 Computational issues, implementation and results

The model has been coded and the MILP problem has been solved using
Dash’s modeling language and MILP-solver XPRESS-MP 10.60 ([2], [3] and
[4]). During some first numerical experiments it was observed that the ob-
jective function in the scenarios 4, 7 and 8 was dually degenerated. Thus,
a significant speed-up was achieved using the primal Simplex algorithm to
solve these scenarios. Some DOS-based procedures have been programmed
to automate the process of accessing the data from an EXCEL spreadsheet,
generating the matrix, solving the problem and returning the results into
the EXCEL spreadsheet. Especially, some batch files developed enabled us to
pass appropriate command streams to the solver depending on the objective
function scenario.
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7.1 Model assumptions and validation

The first step of model validation was to review and summarize the assump-
tions and limitations of our mathematical model. They are already given
in Section 3.3 but in this practical case, only the implementation of the
model showed that they have been reasonable and acceptable. The model
was carefully validated by the client, i.e., by an experienced production
planner and a financial expert running the model and the software under
different circumstances. Especially, the opening and shut-down of reactors
were carefully traced and subject to plausibility checks by the financial plan-
ners, for instance, taking into account the contribution margin related to a
newly opened reactor compared to its investment cost. It was interesting to
inspect solutions in which a reactor which was no longer profitable was shut-
down immediately, after a reactor based on a new technology was opened.
Transport between sites and demand points was an issue which sometimes
lead to solutions non-intuitive to the people responsible for the production
planning in single plants, and usually needed clarification.

7.2 Computational issues

To give an example of the problem size and some solution characteristics we
quote a typical scenario (S5) with about 30 design reactors covering 10 years
with 10 commercial and 20 production time slices, for which we derived pro-
duction and design plans maximizing total net profit. Using Dash’s MILP-
solver XPRESS-MP 10.60 ([2], [3] and [4]) for a problem with n. = 26941
continuous, n. = 5100 binary and ns. = 1100 semi-continuous variables
and ¢ = 28547 constraints, we got the following results (including the in-
teger solution number I P, number of nodes n,,, run time 7 on a 266 MHz
Pentium II PC in minutes, best upper bound 2V, best lower bound z% and
integrality gap A := 1OOZUZ’LZL ):

P n, T 2V P A
Ss 1 218 4 1408 1375 24
Sy 2 1794 34 1384 1384 —

The first feasible integer solution is usually found within 10 minutes after
exploring about 300 nodes in the B&B tree. Usually, for pure operational
planning, this solution is accepted and the tree search is terminated. This
heuristic is justified if A is of the order of a few percent (well within the
error associated with the input data) because it eliminates the need for the
time consuming complete search for the absolute optimal solution via the
B&B algorithm. In the SSDOP approach this is only valid, if A is less or
equal, say, 1%.

It is remarkable that this model even when all design features are ex-
ploited is able to find the first feasible integer solution, usually after 200 or
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300 nodes, within a few minutes (integrality gap between 1 and 3 percent)
and is able to prove optimality in most cases within 30 minutes (3000 nodes
typically). If all design features are fixed, the problem is solved to optimality
within a few minutes (1000 to 2000 nodes).

In order to carry out sensitivity analyses of the solution with respect
to the input data, especially to the demand data and costs or sales prices,
it is important that we are able to conduct the complete search via the
B&B algorithm or to get an integrality gap A less than one percent. The
sensitivity analysis was carried out by the client by varying the input data
by up to 20 percent and inspecting the objective function value and the
design decisions.

7.8 Commercial results, benefits and experience

The client reports cost savings of several millions of US$. These cost sav-
ings were achieved via a reduction in transportation cost compared to the
previous year when the model was not in use. The solution for a one year
planning horizon allowed the company to better understand and forecast the
flow of products between North America, Europe and Asia. This knowledge
was then used to reduce the need and cost of urgent shipments.

The results obtained with the use of the design feature allowed the busi-
ness team to clearly demonstrate the value of its investment plan to senior
management. The comprehensive results obtained from the model allowed
the team to focus its recommendation on facts and quickly address ques-
tions concerning product flows, production sourcing, capacity constraints,
and working capital needs in addition to investment capital requirements.
Moreover, it was beneficial to the client to see that the design solutions
(which reactors to be opened or to be closed) were stable against up to 20%
changes in the demand forecast.

It was vital to the project that on the client’s side people responsible
for the operational planning and colleagues from the financial planning de-
partment cooperated with each other. It was very interesting during the
modeling phase to see how know-how from quite separate areas merged and
lead to a complex model providing just the right degree of detail to satisfy
all parties involved.

8 Conclusions

We have developed and applied a model that combines operational planning
with strategic aspects having consequences for years. The decisions deter-
mine the infrastructure and aggregate production plans for a horizon up to
15 years. It is important that realistic and detailed demand forecast, and,
possibly, cost and sales prices are available, and also that a sensitivity anal-
ysis is performed showing how stable the optimal solution is with respect
to changes in these input data. Especially, for problems with such a long
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planning horizon and great financial impact it is vital that the optimality of
a solution can be proven, or that at least some safe bounds can be specified.

As far as good modeling practice is concerned, we learned from the
discussion and communication with the client during the model building
phase that great attention has to be paid to achieving a good balance of
details entering the model. Some focus had also to be given to the structure
of the objective function which might contain terms of very different size,
and thus may lead to bad scaling. A useful extension of the model might
be to include tax and depreciation related features considering special rules
for specific countries and their tax rates.

Provided that optimality is proven or safe bounds are derived, combining
strategic or design aspects with operational planning is an elegant approach
taken by some chemical companies; it can save huge quantities of money and
also supports an analysis related to the stability of solutions.

Last but not least we want to stress one crucial fact learned from two
projects (one described in this paper, for the other one see [9, Section 9.2]):
the simultaneous strategic/design & operational planning approach requires
that the departments being responsible for the strategic or design decisions
and the planning/scheduling cooperate; our experience is that this problem
is by far more difficult to solve than the mathematical or technical ones,
especially in large companies and their cultural and organizational struc-
tures. But especially, in large organizations, for instance, if new sites are
established in otherwise nonindustrial areas (e.g., the construction of new
plants in South East Asia) or new structures have to be embedded into ex-
isting sites, appropriate models combining operational planning with strate-
gic or design planning almost certainly lead to great financial savings, and
therefore, the simultaneous approach should be attractive to many other,
especially large companies.
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