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[bookmark: _Toc104384865]Abstract
SAFRAN Seats Cwmbran Manufacturing Unit (not to be confused with the Final Assembly Build Unit) has an excellent reputation for quick response production of parts where the supply chain has failed, New Product Introduction and Aftermarket support. It has; CNC Turning & Milling, Vacuum Forming, Composite fill and fair, Metal forming and fabrication, Powder Coating, Decorative Paint and Harness Build capabilities. It has long-standing recognition for getting things done through fully using its machinery and skill sets.
Introduction
This report will reveal the complexity of the challenge at the Cwmbran site to meet the objective. SAFRAN is a Global Company supplying Aerospace and Defence sectors. ‘SAFRAN Transformation,’ this is a current global innovation event to identify best practices, lean processes, streamline and digitalisation of the complete organisation. It is almost impossible not to see or touch anything else that enables an aircraft to get off the ground and fly safely to that of in-flight entertainment built into the seats, which is not supplied directly/indirectly or manufactured by SAFRAN, such as engines, landing systems, safety systems, navigational equipment, cockpits, galleys, seats, and toilets etc. The only parts of an aircraft it does not manufacture is the fuselage and wings.
At the end of February of this year, Vincent Mascré President Director General, instructed that all aftermarket sheet metal-work produced in Tunisia had to be transferred to Cwmbran. This was to commence with immediate effect, with expectation of completion by July 2022.As part of the innovation's objectives one of the initial smaller phases is an aim to centralise all manufactured spares for seats at one location. Metalwork is a process currently conducted in Cwmbran so there is familiarity with some of the processes. For Cwmbran to undertake the transfer, pre-requisite information, understanding and key data for processes/technology use by Tunisia i.e., Laser cutting and annealing not used in Cwmbran needs understanding.
At face value, this could appear as a routine transfer of undertakings.
Cwmbran (Wales), Palaisir HQ (France), Issoudun (France), Saint-Crépin (France), Gainesville TX (USA), Sulayman (Tunisia), and Brackley (England) form SAFRAN Seats Operation Globally. This report focuses on one aspect of within a specific group of SAFRANS organisations that of Sheet Metal produced parts for Seats Aftermarket Sales, the Aftermarket Team in Newport part of Seats Cwmbran supplies seats spares for every airline customer globally.
[bookmark: _Toc87767966][bookmark: _Toc104384867][bookmark: _Hlk87847023]Aims & Objectives
[bookmark: _Hlk104102995]Produce a 3000-word report, which analyses:
a) [bookmark: _Hlk104099549]The principal drivers for the innovation.
b) The barriers and risks faced by the company in developing this innovation. 
c) The Key determinants in the process of committing to develop the innovation. 
d) The process and technologies, which the company used to carry this development forward.
e) The extent to which the development relied on resources external to the company and the ways in which the development of these resources was managed.
f) How management overview of the development was maintained.
g) The extent to which the innovation process represents best practice.
h) Critique of the whole innovation process and an evaluation (to the extent to which one is possible in case of very recent innovations) of the success of the chosen innovation.


[bookmark: _Toc87767967][bookmark: _Toc104384868]Considerations
[bookmark: _Toc104384869]The Principal Drivers, Barriers, Risks and Key Determinants.
a) The principal drivers for the innovation are:
Safran’s global strategy to reduce its carbon footprint, streamline its businesses, adopt best practices across all business sectors.  Current Aftermarket seats spares lead-time is 16 weeks they have a separate challenge to reduce this to 2 weeks.
b) The barriers and risks faced by the company in developing this innovation are individual resistance to change in Tunisia, capacity constraints at Cwmbran in terms of floor space, equipment and technology, fully understanding Tunisia processes and disruption to production during transfer of equipment.
c) [bookmark: _Toc87767968][bookmark: _Hlk87769784]The key determinants in the process of committing to develop the innovation. Over the last ten years aftermarket demand and sales has grown significantly from, around £20m to £85m per annum with further opportunities for continued growth. Centralisation of Aftermarket parts production streamlines the process expert requirements. Cwmbrans MU capabilities, performance and Vincent Mascré directive.
d) The Aftermarket workflow stream begins with the customer requesting a spares requirement.  The aftermarket team then check records to determine where it originally was manufacture, conducts a make verse buy review, checks revision level of the product, the bill of materials requirements and/or any special processes or treatments, engages with strategic purchase for material quotes and availability. Once satisfied that all the initial basic information is place, check and ratified they will then prepare a quotation and send it to the customer.
Figure 1 illustrates the simplified work process flow in use for Aftermarket supply.
Figure 1. After Market simplified workflow.
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e)	 The processes and technologies, the company intend using to carry this development forward are:
1) The current technologies in place are adequate, along with the software and hardware already in use.
2) The current technology is used fully as intended, however there is scope for improvement for greener production machines.
3) In this instance, constraints in the current process or procedures are not limited to logistics. In order for the transfer to take place, a significant restructure of Cwmbran’s Manufacturing Unit would be required.
[bookmark: _Toc104384870]Overview of the Transfer.
f)	The extent to which the development relies on resources external to the company fall into several categories.
1)	Arrangements for decommissioning of Tunisia’s plant and machinery for transfer to Cwmbran would be Tunisia’s concern for planning and organisation along with machine removal and transportation specialist.
2)	Cwmbran’s reliance on external resources would be greater. In order to accommodate the inwards transfer requires, machine removal and transportation specialist, new power supplies and air feeds not only for internal machine moves but for the equipment being transferred from Tunisia which also requires installation of a gas supply.
3)	Arrange a buyer for the redundant assets, plan with machine removal specialist to extract the machinery. Plan and co-ordinate will facilities for new power supplies, air supplies and gas storage and supply. Plan and arrange for internal machine moves, along with the delivery and install of Tunisia equipment
[bookmark: _Toc104384871]Transfer Project Details.
g)	At Group level, an additional team was set up to report progression on a monthly basis, which consisted of, The Industrial Director of Group, The Head of Manufacturing and Project Leads for both Cwmbran and Tunisia. 
From the Cwmbran site. The management overview to control the development was maintained by forming of a team made up and scheduling twice weekly meetings attended by the Head of Manufacturing, Department Manager, Engineers, Planner, Maintenance and Facilities all with the relevant required technical knowledge and experience to plan, co-ordinated and execute; production demand scheduling, identification of machines that would need removal. Prepare a new layout plan to create space for Tunisia machines restructure the productions areas and maintain workflow value streams in, machine shop, sheet metal and treatments plant. An action tracker with a timeline and milestones was created to identify tasks with each team member delegated specific roles and responsibilities.
1) The team decided that the Maintenance Lead would be best suited to manage and co-ordinate the project, due to skillsets, knowledge, current interaction with contractors and previous experience of similar projects.
2) At the time of Vincent Mascré announcement, it was though the time scale for completion by June 2022 was ambitious, but potentially achievable as long as everyone involved was committed, engaged, with good data exchange from Tunisia and things were plan methodically.
3) In February, Tunisia was requested to send names for point of contact. Details of all the machinery available, the specification of the parts and how many hours demand of work required for the remainder of the current year and estimated demand for 2023.
4) Details and information of Tunisia’s demand profile was repeatedly requested. A delayed response every time with further repeated requests. Each time the information was received it had changed, eventually Tunisia sent a total of over 2,400 part numbers and every single part number had to be checked. A 6,000 hour demand profile for the remainder of 2022 and a projected demand profile of 10,000 for 2023 rising to 12,000 for 2024.
5) To compound the issue the part numbers provided by Tunisia were of their own generation and had to be cross reference to obtain the correct drawing number so that parts could be checked.
6) The details received from Tunisia were eventually able to be fully analysed to identify, which machines would be required, fully understand parts specification, procedures, technical processes and staffing requirements.
7) Cwmbran production manager and engineers to visit Tunisia 
8) The machines specifications and details would determine the floor space requirements.
9) Discussions to identify equipment for removal in order to generate sufficient floor took place with consideration given to the age of the machinery, impact effects on current and future capability and capacity against known projected demand. It was further agreed that this was an ideal time due to low demand, for Cwmbran have a clear out, generate additional space for future improvement investment opportunities. 
10) Produce draft layout floor plans for future state, with identified redundant machines removed, additional machines requiring re-positioning in order maintain work cells by department and ensure consideration for workflow is in built as part of the new layout.
11) The financial implications identified are that: Tunisia would bear the costs for removal and transportation of equipment to Cwmbran. Cwmbran would purchase the equipment at net book value and withstand all costs at their end. The project leads would be responsible for raising all asset disposal paperwork ensuring sign off at all levels, obtain quotations for review and the raising of all agreed purchase requisitions.
12) At Cwmbran, the exact internal and external resources required along with delegated responsibilities agreed and decided. These being that Facilities would provide, oversee and co-ordinate the removal of redundant power and air supplies along with the installation of all new services required through use of external contractors, with the facilities lead reporting directly to the project lead. MU (Manufacturing Unit) maintenance would prepare and decommission all identified redundant machines. Arrange and co-ordinate all machine disposals. Repositioning of existing machines, delivery and commissioning of machines transferred from Tunisia. 
13) Meticulous planning took place for all work requirements allowing strategic sequential and parallel events to take place at Cwmbran and the expected disruption anticipated was minimal. Most of the identified machine extraction had extraordinarily little planned work or (directly attributed to the knock on effects of covid19) this enabled the transfer of work to work centres with spare capacity with no impact on current planned production or for the projected future demand. This meant that these machines were free for decommissioning immediately in readiness for removal. The removal of machine power drops, steel ladder work and new requirements continue, anticipated to take two weeks. The removal of all redundant machines would take two days to complete with no disruption and then allow the tooling and fixture stores repositioning. In total twelve machines required repositioning. The plan was to move these machines in blocks of three over a four week period, each block move would take three to four days with only two machines out of commission at any given 24 hour period. During this 4 week period, facilities would undertake the work with contractors to provide a gas supply for the Laser cutting machine. During the week of the final internal moves of the equipment from Tunisia would be despatched. In readiness for commission the following week.
h)	Once all the above was co-ordinated in order for the transition to go ahead with the transfer from Tunisia to Cwmbran, both plants have the capacity to pull forward their respective demand schedules to create a 4 week window. This will allow adequate time for decommissioning of plant and machinery at Tunisia site, transport to the Cwmbran site and recommission. Secondly, Cwmbran site has further challenges before the Tunisia transfer can take place. 
Figure 2. Below is Transfer Timeline Plan. [image: ]
i) The key indicators identified are, centralisation and utilisation of facilities, proven capabilities, ability to adapt, manage change, added capability to Cwmbran with no adverse effect on capacity. Cost savings on logistics with respect of transportation of parts from to Tunisia to Cwmbran before dispatch to the customer. From figure 2 it can be seen that reliance on data in order to progress was a hindrance, data as spurious and late, this unfortunately caused delays and reflective of Tunisia’s delivery performance. Therefore, the extent to which this innovation process represents best practice is quite self-evident. Consequently, it will streamline the process, provide better value, will be more effective and efficient.
[bookmark: _Toc104384872][bookmark: _Hlk87769831]Conclusions.
From the onset, there was a lack of clarity as to the expectation, requirement and direction. It was cascaded down initially as a verbal comment from the VP of Operations to “Look at the spare capacity within the sheet metal department” with no further information, little by little other snippets drip-fed through the grape vine such as “Do we use T2024, what are our processes”.
Eventually it filtered through, that there was an opportunity for Tunisia sheet metalwork for aftermarket transfer from Tunisia to Cwmbran, which was close to the truth, but was not as later found out to be the actual directive from Vincent Mascré. Which was a completely different kettle of fish. It was three weeks later that the head of manufacturing was provide with detailed information and given contacts in Tunisia and the transfer project launched.
Despite the fact of there being a directive, still statements made, ‘that nothing was set in stone.’ Cwmbran still had to demonstrate its competence, capability and ability to delivery before the transfer would go ahead. 
Details of how the project at Cwmbran developed, was planned and managed are described in the ‘Transfer Project Details’ and figure 2 in this report. From the outset blockers appeared from Tunisia. There was a lack of support and direction from a higher management level to drive the project forwards. Constant challenges and questioned about the concerns with these delays were risen by Cwmbran Manufacturing however these issues were not within their control. This resulted in a lack of trust with Tunisia and necessitated a team from Cwmbran going to Tunisia in week six to get a clear handle as to, what the exact process requirement was, exact detailed specification of machines and processes.
Monthly meetings scheduled by the Group Industrialisation Director at the beginning of March did not commence until 12th of May. Three days before this first meeting, Tunisia dropped the bombshell that one of the press-brakes would no longer be available along with the laser-cutting machine. At this point, it was evident that the project was out of control and not going to go as planned. During this first meeting, it emerged that the information previously provided by Tunisia, had been potentially grossly over stated, the Director challenged the work load demand information provided by Tunisia and stated that according to his information the demand figures were 600 hours for the remainder of 2022, 1,000 hours for 2023 and 1,200 hours for 2024 and vastly different to those given to Cwmbran are 1000% higher and demanded to know what was going on, which Tunisia could not explain.

There is a lack of discipline and accountability within other areas of the business. These go unchallenged and is self-evident from the response times of request to actually providing the information, support, commencement or completion of actions.

[bookmark: _Toc104384873]Critique.
In many aspects within SAFRAN there appears on the surface, to be a Non-hierarchical corporate culture as explained on page 147 of Innovation Management by Paul Trott (Trott, 2017). There is a fundamental flaw within SARFAN, it promotes everywhere in all its operations, this slogan, “POWERED BY TRUST”, what does this mean?  There is a lot of evidence that demonstrates the importance of trust ‘Trust and openness’ (Bessant & Tidd, 2009), ‘Shifting Structures at 3M’ (Schilling, 2013).  The problem is that an invisible line that moves and no one ever knows where this line sits, this is inherent in Cwmbrans and there is inconsistency of executive and higher management with middle and lower manages to demonstrate leadership, plan, structure, organise, develop, promote, yada yada yada, with the ultimate being taking ownership, responsibility and accountability, but most importantly the no authority. As an example: the head of the manufacturing unit who has an operational budget for which he is accountable, does not have the authority sign off £0.01p of expenditure without it being signed off by the VP of operations.  

Resistance to change is not an unexpected event, in fact it is relatively normal.  How deep the resistance runs depends on many factors. When there is a requirement for change, as in instance of this report. The important things to consider are, how, where and when it is announced, who it is announced to and the manner, in which it is delivered. In this instance, whether or not Vincent Mascré’s directly announce his decision for an innovative strategic change to Tunisia or if it was passed down through the chain of command, this appears to have not been done very well and quite strong resistance has risen its head above the parapet as illustrated in figure 2 on page 10, also paragraphs 4 and 5 on page 11 of this report (Schilling, 2013).

Currently due to the lack of clarity of the information provided by Tunisia and Tunisia’s inability to demonstrate it fully understands its own process, planning, demand requirements and hours of capacity which became apparent during the higher-level status report out on the 12th of May. The project has currently stalled with the expectation the timeline will now have to move to the right. The Group Industrialisation Director requested Cwmbran put a team together consisting of the Project lead, Head of Manufacturing and anyone else they deem necessary go to Tunisia in week 3 of June to run a 3-day forum and sort out this mess. Further to this, he instructed the Tunisia project team and management to fully co-operate with Cwmbran team, learn from them and that to ensure this happened he would be personally attending the event.

There are several lessons that need to be leaned from this project. Whether or not they will, is questionable as is the likelihood of them being aimed all level and the right level.  There is now an element of conflict as defined by Joe Bessant & John Tidd ‘Conflict and debate’ (Bessant & Tidd, 2009) and Melissa Schilling ‘Partner Selection, Strategic fit’ (Schilling, 2013). A lot of this could have been avoided had been greater consideration given as identified in the second paragraph of this section. Along with the possibility of the project meeting meting the timeline objective.
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