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[bookmark: _Toc1501949086]Executive Summary
This report presents the organisational structure held at ZF Pontypool; it will also cover strategic and operational actions carried out across the workplace. By the end you should be able to identify how each framework and methodology fits into the business and how exactly it contributes to business success.

[bookmark: _Toc328785227]Introduction
ZF Friedrichshafen manufactures and assembles various braking systems for commercial vehicles. Each brake product is slightly different, and multiple deliveries are sent daily for production to meet customer quotas. Since products are received by several customers across the globe, time management, quality compliance and competitiveness are all important points that contribute to overall success. To stay as a collective in a large workforce, clear, well-defined goals need to be laid out, and an easy-to-understand way to achieve these goals needs to be thought out. By utilising existing frameworks to plan for projects, we can excel in companywide productivity, efficiency and effectiveness.


[bookmark: _Toc1288604551]Planning
ZF Group supplies products for numerous well-established car brands across the world and to maintain this long-term success, good supply chain coordination and system reliability is essential.
	Maintain System Reliability & Integration

	Strategic Actions
	Operational Actions

	· Communicate between OEM suppliers to ensure braking systems match the requirement of vehicle.
· Optimise design-for-assembly where possible.
· Create SOPs for product across each department.
· Strengthen internal teamwork to improve department synergy.
· Create a SMART objective board to decide on plan feasibility.
· Make note of internal and external contingency factors.
· Set goals to reduce breakdowns.
· Integrate lean principles across the factory.
	· Uphold strict checks for externally sourced parts.
· Trial run assembled products to ensure functionality.
· Carry out safety requirement tests.
· Total preventive maintenance on all machinery before production start.
· Standardise processes across departments to keep product quality consistent.
· Refine production schedules.
· Re-use parts sent to quality control after meticulous checks.









	Improve Relations & Partnerships

	Strategic Actions
	Operational Actions

	· Establish solid partnerships with key suppliers.
· Critical components sourced from multiple suppliers to reduce dependency.
· Use up to date MRP & CRM software.
· Involve suppliers in development processes.
· Ensure returnable packaging is sent on time to be re-used.
	· Implement supplier scorecards to track metrics regularly.
· Carry out regular audits and quality checks to ensure supplier is delivering to standard.
· Use IoT devices at disposal to monitor inventory and potential risks.
· Load HGVs in a timely manner for outbound delivery to customer.
· Communicate needs and shipping schedules in advance.






	Improve Manufacturing & Cost Competitiveness

	Strategic Actions
	Operational Actions

	· Invest in automation across all sites. (AGVs, smart robotics, etc.)
· Cut manufacturing costs where possible without risking quality/functionality of product.
· Perpetually benchmark costs to compete with global rivals.
· Design each product to be compatible with existing machines.
· Let go of non-essential employees where possible to minimise expense.
· Aim to achieve a zero-defect rate.
	· Allow automation to take over tasks that are repetitive and/or require precision.
· Regularly use production software to track production flow and whether demand will be met.
· Carry out predictive maintenance on time according to machine software.
· Rework plant layout so that material flow is optimal.
· Train existing workforce to be multi-skilled.






[bookmark: _Toc1187579640]ZF’s Organisational Approach to Planning
ZF appears to adopt the hybrid planning framework, this is a combination of both traditional planning and management by objective (MBO). Due to the safety reliant nature of the products assembled, this planning approach is the best choice.
ZF needs to follow the requirements laid out in OEM contracts and automotive standards, because of this, higher management will mostly stick to the traditional planning model. This approach is useful for settings quality targets and following supplier specifications as these actions leave little room for deviation. Due to the risk of faulty products causing death or injury, it is imperative that goals planned with this model are adhered to. Although traditional planning can be beneficial for extended development timelines, it usually leaves little flexibility when encountered by unforeseen disruptions such as delays or quality issues.
An example of traditional planning in ZF would be when the senior management team holds town hall meetings to communicate goals of reaching near-zero defects by a set date. While this does shift focus to quality and set a clear goal, due to lack of low-level input, it may not account for the challenges that departments and suppliers face as a result.
On the other hand, workers at the operational level will see more management by objective, as teams will need to set goals that have broader, mechanistic goals. Unlike traditional planning, this style of planning allows for employee input from everyone involved. MBO is especially good for situations that need adaptation, as teams can respond quicker to situations without the need to run them by management beforehand. Unfortunately, if cross-functional alignment is weak, then departments can easily fail to reach set goals.
Many examples of management by objective can be seen used by various teams across ZF that sit lower in the hierarchy, such as quality aiming to reduce defects and returns, the production team improving cycle times and the logistics sector aiming to reduce supplier issues. As mentioned by Andersen (2009, pp.40) planning should provide everyone involved with a common understanding of the project and should motivate members for the task and provide a platform for cooperation.

[bookmark: _Toc1528623245]Organizing
For companies that produce safety components for commercial cars, it's essential there exist lines of communication for continuous customer support in case an assembled braking system has failed after leaving the factory. ZF Group at the Pontypool site has a headcount of 182; this is one of many plants around the globe, meaning that ZF would need several small workforces to be established in each region that can provide 24/7 on-call help. For customer support like this to be effective would require a balance between operational efficiency, reasonable workload delegation and appropriate organisational design.
	Shift Pattern

	Day Shift
	06:00 – 14:00

	Evening Shift
	14:00 – 22:00

	Night Shift
	22:00 – 06:00


To maintain coverage, an appropriate number of employees per shift should be allocated in relation to the average volume of calls. A team leader should be present each shift and staff should rotate staff shift patterns weekly.
Considerations
The most detrimental factors to consider are employees' external commitments. Any employee could have issues with family, education or health, which could lead to a shortage of staff. To counter this, rotas should be published in advance so that employees can plan their schedules around work. Furthermore, the ability to swap a particular shift pattern could be another solution, or employees could also work part-time or from home. According to Stephen (2022), in the case of office workers and people who work in call centres, the economic case for more homeworking has always been persuasive.
Work Package Model
The call centre should follow a mix of models, as this allows for a better retention of employees. The rotational shift packages would be standard, as this allows for full coverage and distributes the workload evenly. Alternatively, fixed shift packages would benefit employees with commitments, and lastly, part-time packages could help cover high demand periods in the year or help employee work/life balance.


[bookmark: _Toc1687023246]Management Hierarchy
To avoid the centres from becoming bureaucratic, the management should be kept to a minimum. The recommended span of control is as follows:
	Senior Manager
	Works to support middle management when needed. Main responsibilities include budgeting and resource allocation for the centre and ensuring that company goals are met.

	Middle Management
	Reports to a senior manager and oversees a group of team leaders (2-4). Also responsible for workforce planning and training.

	Team leaders
	Responsible for supervision of customer service employees per shift. Also handles performance and productivity of employees and deals with any escalations.



[bookmark: _Toc1127936331]Centralisation vs Decentralisation
The call centre is recommended to adopt a somewhat centralised foundation. Although benefits can come from centralised elements such as set standards and strategic decisions when dealing with safety-critical components, decisions made by the employees will be majority decentralised, as this allows customer issues to be resolved faster and more independently following existing guidelines.



[bookmark: _Toc2034045872]Implementation Guide
	Management’s Actions
	Employees’ Actions

	· Staff accordingly to average call volumes.
· Schedule shift patterns fairly.
· Communicate rotas in advance.
· Train employees to handle various clientele.
· Hold 1-1's to monitor performance and wellbeing.
	· Communicate availability to management.
· Follow set scheduling.
· Show initiative to build knowledge.
· Clear communication for complaints.





[bookmark: _Toc656237174]Leading
During my time as a logistics degree apprentice at ZF Group, I have undertaken a project that tested my leadership abilities; my task was to improve processes between the CNC machining and assembly/production. The main goal was to reduce the time when carriers and housing moved from each step of the process. Although I had minimal experience, I was given the responsibility of a small team consisting of members from each department, which helped when departmentalising steps to colleagues with different work skillsets and for pointing out flaws that I would otherwise be unaware of.
“An effective management team makes a positive contribution to the organization’s value-creation process; it creates added value relative to what could be achieved if the managers were operating as isolated individuals.” (Bang, H., & Nesset Midelfart. T, 2021, pp.1)
My leadership abilities are best matched by Kurt Lewins’s democratic leadership theory. I believe this, as I involved my team in every step of decision-making and listened to any criticism or improvements members had to offer. Group members following this style of leadership feel engaged in the process and are more motivated and creative. (Leadership and Performance, 2024)
I believe that my approach was effective at engaging my team to find the correct solution and encouraged collaboration, which also shows aspects of relationship-oriented leadership. However, due to these styles of leading, some decisions took extensive time to conclude, as not everyone was on the same page. Additionally, because I’m only an apprentice, members did not give me authority.
To improve in future projects, I would instead:
1. Be more decisive for final decisions.
2. Develop trust and assertive authority.
3. Pick my own team.
4. Set time limits and deadlines.
[bookmark: _Toc545647953]Controlling
As a manager at ZF Friedrichshafen, integration of control measures is essential to keep efficiency high. A good framework helps maintain levels of quality, financial stability and productivity. Comparing standards to current performance can help identify problems. Chavda (2007, pp.12) covers this when stating that performance variables are compared against standards/benchmarks to identify problems, which are traced to their roots, and the causes are eliminated. It is vital that these measures still uphold safety standards while in place.
[bookmark: _Toc685921634]Time Monitoring
Time monitoring is used to track employee attendance; this is especially important in a manufacturing environment where absences could lead to a disruption in the workflow. This measure enforces the shift schedule and keeps workers punctual.
[bookmark: _Toc1561979181]Quality Control
As the final product leaving the factory is safety-dependent, it is a priority that quality is valued more than quantity. Leading a team to check for defects will maintain high standards.
[bookmark: _Toc254729893]Financial Management
Imposing a strict financial budget helps to maintain good economic expenses and maximise profits. Prevention of overspending can be achieved by setting spending limits, carrying out financial audits and sourcing cheaper alternatives.
[bookmark: _Toc1450418772]Output Monitoring
Critical to business success, as it keeps productivity the same as the customer demand. Using APS and LCC production systems, tracking units produced in timeframes or shifts can be used to create better production plans. Furthermore, information gathered from this data can be used to create key performance indicators (KPIs) for designated areas.
[bookmark: _Toc1658372880]Standards
Higher management can create and integrate standard operating procedures for a variety of tasks that can normalise routines and reduce errors. Moreover, due to the mechanistic structure in place at ZF, workers are required by law to follow set legal standards, such as:
	IATF 16949
	Concentrates on defect prevention and product safety.

	ISO 9001
	Adaptable international standard to improve quality management systems.

	ISO 14001
	Control of emissions, pollution and environmental threat.

	ISO 45001
	Encompasses safe use of warehouse equipment.

	ISO 28000
	Identifies risk in logistics.

	Health and Safety at Work etc. Act 1974
	Covers health, safety, and welfare of employees.

	Manual Handling Operations Regulations 1992   
	Reduces risk of injury from manual handling tasks.

	Provision and Use of Work Equipment Regulations 1998
	Ensures that all workplace machinery is suitable for their intended use.


[bookmark: _Toc1067598231]Conclusion
The following topics show how ZF contributes to successful operations in a complex working environment using hybrid planning and differing leadership styles. In addition, control measures allow for performance to meet expectations and therefore meet company objectives. Overall, the framework ZF follows helps to keep productivity and quality a league above competitors within the automotive supply chain.
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