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PRESENTATION 

 

John Slaven Good Morning, Afternoon and Evening to everyone – wherever you are in 
the world. I am really excited with this opportunity to share with you the 
work we are doing as Operations to make our business safer, more 
sustainable and more profitable over the short, medium, and longer term. 
We manage operations across 19 locations around the world, across the 
value chain from mining, refining, smelting, and casting. We are confident 
that, in our segments, we are among the best operators in the world today. 
I will share with you our areas of focus, our management operating system, 
some specific achievements, and the broader value we deliver to the 
business over time. 

 As always, we start with the highest priority – safety. We are obviously 
deeply concerned about all aspects of job safety, occupational health, and 
environmental compliance. But, without doubt, our major focus is on 
preventing fatalities and serious injuries. We have well-defined standards 
and operating practices to manage known risks. Critically important though 
is the visible, felt, safety leadership in the field to develop our people where 
the work is being done. We also have active learning from incidents, to 
enhance our controls, and this informs where we spend sustaining capital, 
and maintenance, and also our training efforts. We also recognize that 
where we have had fatalities over the past 5 years, these have been among 
our contractor population, so we are working very actively to critically 
assess our insource versus outsource decision making, and the end-to-end 
contractor management processes. While we are encouraged with our 
recent performance in this area, we retain a very high level of chronic 
unease, which is critically important to continue improvement in this space. 

Our Operations team create value for our shareholders and other 
stakeholders over three broad areas. Obviously, we need to deliver on the 
operations plan for the year: This includes: safety, volume, cost, quality, 
I&D, etc. Secondly, we work actively to strengthen and embed our 
Management Operating System – the Alcoa Business System or ABS - 
which I will discuss further later. Effective ABS delivers operational stability, 
ensuring that our processes are always running ‘in control’, eliminating 
unplanned losses, and rapidly recovering if, and when, we have 
excursions. It enables us to develop our people, which is the critical enabler 
of continuous improvement. And it also enables us to proactively identify 
and manage operational risks. Finally, we are building capabilities for the 
future. This includes improving process technologies. I will share a few of 
these today, and you will also hear more on that topic from Ben Kahrs. We 
are also committed to the elimination of all forms of process waste, 
significantly reducing our environmental footprint. And we are actively 
deploying digital tools and the use of advanced analytics to accelerate our 
improvement. 

It is one thing to claim that we are the best operators in the industry, but 
like everything else we do, we need to be able to demonstrate this with 
data. I have taken refining production volumes as an example to illustrate 
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the point. This chart shows production versus nameplate capacity for Alcoa 
and for our industry peers. The reality is that operating a refinery well is 
really, really hard. As you can see, Alcoa has successfully and continuously 
crept production well above nameplate capacity, while our peers have 
struggled to regularly achieve their nameplates. Our superior performance 
is enabled by a differentiated operating model, our management operating 
system, ABS, and delivered by the industry’s best Operations team, all of 
which I will describe further in the next few slides. 

The Alcoa Business System is at the heart of everything we do. There are 
initiatives within each one of the Plan, Do, Check and Adjust components 
focused on improving the system. The integration of these initiatives is 
supported through development, with training packages and various 
communication methods, to ensure that everybody understands the intent 
of the system. 

So starting with planning: We’ve got a robust 10-year planning process, 
fully integrating corporate, COE and location planning activities. Locations 
map and assess their processes, with the COEs providing 
recommendations and support to those with the largest gaps. We 
recognize that to achieve the greatest return from the resources and 
investments we deploy, we must manage the portfolio of opportunities 
across locations – and we have a robust set of tools to achieve this. 

In the Do stage: We use cascading KPIs; these map appropriate leading 
and lagging indicators from the shop floor all the way to the key business 
drivers for the operation and ensure that the right metrics are managed at 
the right level in the organization. A key element of ABS is people 
development to drive continuous improvement.  Our front-line leadership 
spend significant time on the shop floor to provide coaching on both what 
to do and how to do it. We are digitizing our Daily Visual Management 
(DVM) system, improving people efficiency by eliminating manual effort, 
and enhancing process stability through improving problem solving, 
decision efficiency and accuracy. Our Reliability Excellence (or REX) asset 
management approach and best practices process management drive 
plant stability and efficiency of maintenance execution. 

In the Check & Adjust stage: we have a comprehensive Operations 
Performance Dashboard which provides comprehensive, real-time set of 
EHS, physical, technical, operational and financial metrics to enable a 
shared view of ongoing performance and asset health. We are also 
investing in a comprehensive data platform to enable our people, at all 
levels of the organization, to access rich, real-time accurate information to 
perform their critical analyses. 

Our scale and scope, and the way we are organized provides Alcoa with a 
unique advantage relative to our competitors. Line leadership is organized 
by region to drive delivery of the day-to-day operating outcomes. And we 
have industry-leading COEs partner with the line to enable sustainable 
improvement in process capability and also rapidly address immediate 
performance challenges. The breadth and depth of our experience and 
talent is unparalleled in the industry: we have a diverse team of engineers, 
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scientist, technicians, practitioners, chemists, tradespeople, front-line 
leaders, and operators of the highest caliber. This operating model enables 
us to identify and progress productivity opportunities within a segment and 
use any broader learnings to drive value across segments. We can also 
quickly and effectively identify causes for performance issues, enabling us 
to recover and maintain process stability – thereby minimizing unplanned 
losses. 

I will now touch on a few technology developments across our segments 
that are representative of the breadth of our efforts to significantly, and 
sustainably, improve business performance. 

So starting on the top left, we are developing and applying technologies to 
process bauxite at the mine, to improve grade and quality before it is sent 
to the refinery, thereby improving refining efficiency and reducing costs, 
including freight. The washing plant at Juruti (illustrated here) reduces 
reactive silica in the bauxite and hence caustic consumption in the refinery. 
These technologies also enable an increase in viable reserves and extend 
the mine-life. 

Alcoa has deep expertise in Bayer refining chemistry and engineering, and 
we apply this across a portfolio of improvement projects for our refining 
operations. One exciting area is the application of state-of-the-art digital 
techniques and advanced sensors. Our proprietary, on-line sensors 
(resistant to high temperatures and corrosive environments of the process) 
are used at many different stages of the process, where they are combined 
with advanced control algorithms, and data science models, to provide 
continuous high-frequency process optimization. 

Key elements of Alcoa’s deep smelting process knowledge are embedded 
in a suite of models for optimizing the design and operation of the smelting 
process. The diagram on the upper right models the current-voltage 
operating window, which assists us in defining the operating boundaries to 
maximize smelter economic performance. As you can see, that to stay 
within that small green ‘sweet spot’ we ensure efficient power consumption, 
low emissions, and extended pot life, but that’s a challenge. 

In casting, technology improvements are also being applied over a large 
number of areas, including our Dynaprime molten metal filtration system, 
and fuel-free heating for cast house furnaces. An exciting area I would like 
to highlight is the range of new high-performance alloys we are developing 
to expand our value add product market share. Our new EZCast, heat 
treatment-free alloys for large automotive die castings are illustrated at the 
lower right. For our customers, these alloys reduce costs, energy, 
emissions, and provide simplification of their processes by avoiding the 
heat treatment and post-treatment mechanical processing normally 
required. 
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Here I would like to use two examples to briefly describe how 
improvements combine, to enable us to creep our refining and smelting 
assets.  

Firstly, Wagerup, which has grown consistently over the years through both 
improved digestion flow and yield.  So note that flow increases actually 
causes yield decreases. The fact that we have been able to increase both 
yield and flow shows the power of the process technology improvements 
we’ve deployed. Through consistently optimizing process conditions (such 
as bauxite grind size, digestion temperature, liquor concentration), we 
improve liquor stability and productivity to allow increased yield. Through 
the use of liquor-scaling additives, we reduce the build-up of scale in 
process vessels and piping.  This improves process flow and energy 
efficiency.  It also increases plant availability by extending the time between 
de-scaling maintenance events. Equipment reliability improvements with 
changes in materials and design, particularly through digestion, have 
delivered increased availability and associated flow. The dip in production 
in 2018 you see was the result of equipment failures in bauxite handling 
and milling. 

Moving to Deschambault, which was already a first quartile and 
environmentally advanced smelter.  They have deployed technology and 
operational improvements to increase capacity by approximately 25,000 
tonnes over the past 10 years, which equates to a little less than 10%. This 
improvement has come from a sequence of pot design, substation, and 
environmental technology upgrades. As we increase line current, the 
electro-chemical dynamics accelerate, so it is essential to improve 
operational performance in parallel. This has been achieved through 
deployment of operational best practices and advanced operator training.  
Deschambault achieves the longest pot life of the AP30 platform running 
at high amperage, and they operate at the optimum economics as 
benchmarked against equivalent technologies. They are also a world 
leader in water management thanks to their zero discharge system for 
process water and fluoride treatment. 

Expanding now to the full portfolio, you will see the benefits of our ABS, 
which delivers operational stability and continuous improvement, combined 
with the broad and successful approach of improving our core process 
technologies. Together these have enabled us to progressively creep 
capacity across the fleet of Operations. 

The figures represented here are the change in production over the period 
for a constant portfolio – so only include those assets that we are currently 
operating today. The key drivers for the changes include the topics I shared 
earlier: increased stability through standard operating routines, continuous 
process technology improvement, and increasing asset availability from 
improved maintenance strategies and execution. 

Alcoa, as you well know, is a values-driven company, and these values 

guide everything we do.  In the next few slides, I will describe how we 

demonstrate those values in our Operations. We recognize that we are 

extremely fortunate to have the support of our host communities and 
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governments to enable us to mine our large, long-life bauxite ore resources 

in the environmentally sensitive areas of the Jarrah forest in Western 

Australia and the Amazon in Brazil. 

To maintain their trust and our social license to operate, it’s important that 

we avoid sensitive areas in the first place, and then rehabilitate the areas 

we mine, effectively returning them to their original state, and exiting the 

location. We focus on 2 key metrics to evaluate our performance. Firstly, 

the quantity of rehabilitation:  this is the rate at which we clear versus 

rehabilitate.  The target is to maintain a ratio of less than one, which means 

we are rehabilitating faster than clearing.  The ratio will be higher during 

the time of mine moves - where we are operating in more than one area, 

and then we catch up when the move is complete. And secondly, the quality 

of rehab: this is the degree to which we restore biodiversity to the level 

existing prior to the clearing – with a target of 100%. 

Although we lost ground on rehabilitation rate in the early part of last 

decade, due to a major mine move at Huntly, we have recovered 

significantly since and will be back to net positive during next year, with 

further improvement planned thereafter. Alcoa’s Biodiversity Management 

standard commits us to no net loss for new operations or major expansions 

of existing operations. While biodiverse mine rehab is an important 

mitigating measure, Alcoa also avoids and minimizes disturbance to critical 

habitat of conservation-significant species and other areas of high-

conservation significance. 

Stakeholder expectations are increasing rapidly, and the performance of 

operators is becoming more visible, more quickly. Alcoa is working hard to 

establish robust social performance and management plans to strengthen 

relationships that secure long-run community and stakeholder support for 

our operations. Our Social Management System, or SMS, is robust and 

comprises of four social standards including: social performance, human 

rights, indigenous & land connected peoples, and cultural heritage. Our 

SMS is aligned with international good practice, including ASI and ICMM. 

As you will see in the chart, individual requirements of those social 

standards are mapped to the relevant Sustainable Development Goals. 

This area is critically important for us and will be a major focus of effort 

going forward. 

Alcoa has a very long and successful history in tailings management. We 

developed industry-leading practices over decades, with a tailings standard 

in place for over 25 years, regularly updated to reflect the latest thinking 

and developments. The Alcoa standard has been aligned with the 

guidelines developed by industry bodies including ANCOLD (for our 

technical standards) and MAC (for governance). We believe it’s critically 
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important for the industry to set minimum requirements, and Alcoa has 

played an active role in the formulation of the Global Industry Standard for 

Tailings Management (or GISTM) through our participation in the ICMM 

working team. Even for an industry leader like Alcoa, achieving full 

compliance with GISTM’s 77 auditable requirements across all 110 tailings 

facilities will require extensive work over the five year implementation 

period. We are also actively working on technologies to reduce risk and 

environmental impact due to residue storage. We have already deployed 

residue filtration and dry stacking facilities in Kwinana and Pinjarra and are 

executing a similar project at Poços. 

The perennial challenge in Operations is containing and reducing costs. All 

businesses are confronted with underlying inflation, but in the resources 

sector we also need to respond to higher community and regulator 

expectations, the impact of declining bauxite grades as we act to extend 

mine life, etc., etc. As a capital-intensive industry with long-life assets, we 

also see a variation period-to-period in the costs associated with phases of 

mine development, periodic major maintenance events, the number of pots 

to be relined etc. And finally, we have choices about how aggressively we 

choose to invest in making our business stronger and more sustainable for 

the medium to longer term – where much of this expenditure shows up as 

operating cost versus capital.  

In 2020 we delivered a very positive net improvement in operating costs, 

despite the challenges of COVID. Although our productivity program 

continues to make strong progress in 2021, this has been more than offset 

by a range of factors that I have just mentioned. We have also had a few 

high impact performance issues this year, the most significant of which was 

the failure of the Alumar bauxite ship unloader.  Because of the reality of 

these cost headwinds, we maintain a very robust program and a strong 

focus on our driving productivity across all our operations. 

In summary, I am extremely proud of the global team we have in 

Operations, who are all working safely, sustainably, smartly and diligently 

every day to deliver today and improve tomorrow. Together, we have 

accomplished a great deal over the past five years and recognize that we 

are very well-positioned to deliver so much more in the future. We are very 

excited by this prospect and look forward to demonstrating this through 

continued strong operational performance going forward. 

Thank you for listening. 
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