Questions 

SPI – Self-Perception Inventory.
KPI – Key Performance Indicators.
DPL – Disturbed Parts List.

1. Examples of Belbin Roles within the team.

At least one role was assigned to each regular group member. The roles were as follows:
· Alun Williams – Implementor.
· Neil Hopkins – Co-ordinator.
· Chris Thomas – Shaper.
· Steve Grabham – Resource Investigator.
· Paul Benbow – Monitor Evaluator.
· Damian Thomas – Plant, Team Worker, Completer Finisher.
Chris and Neil were both leaders and drove each meeting forward.
Chris, as a Shaper, took control of meetings and had a clear idea of what should be completed by the end of each session, allowing the team to stay on track as much as possible. Unlike what is stated on Belbin.com (2020), Chris did not become aggressive or bad-humored. Instead, he became more focused to drive the team to the ultimate goal. 
Neil suited his role as a Co-ordinator, he focused the team by steering towards the objective of that meeting. Most weeks he asked members to complete tasks by the following meeting, giving team members something to bring and discuss in the allotted time. This was not always necessary as members had other tasks not relevant to the meetings. He delegated work to himself and Chris, again this is unlike the description on Belbin.com (2020).
Alun was the perfect choice as implementor, his job role within the company is a Maintenance Planner. This was clearly shown by his results in the SPI and was the highest score for the entire table. He normally plans work as effectively as possible by looking at the resources available and the work needing completion. Unfortunately, sometimes he was slow to respond and focused on weekly work more than any actions from the meeting as suggested by Belbin.com (2020).
Steve was identified as a Resource Investigator as his most suitable role was already occupied by Chris. Unfortunately, neither of these were the correct role for him. He has a fixed view on how things should be completed and would have been more suited as a Specialist due to having many years of experience. The Specialist description provided by Belbin.com (2020) sums up much of Steve’s reactions during the meetings, this was not noticed due to the SPI not evaluating the Specialist’s role.


Paul was best suited for a Monitor Evaluator, after listening to other members of the team he provided input in a clear and a concise manner. His arguments were well thought out and often acknowledged other people’s points, whilst also providing alternatives. Paul always quickly evaluated the options and generally provided a good method of achieving goals, unlike the definition on Belbin.com (2020).
On completing the SPI myself, it showed I would be best suited to cover Plant, Team Worker and Completer Finisher. Team Worker and Completer Finisher indicate that I am not very confrontational and hesitate to make decisions. I would often go to different areas to help understand new systems and listen to others. I was given work to look over and amend such as the process diagrams. I believe someone else would have been better suited for it the plant role as I was unable to contribute to solutions being very new to the company.
Some of the members named in the table did not respond to the SPI. Others were only involved intermittently, including Darren Poland who sat in on some meetings to review progress. This is why they were not assigned individual roles. 

2. Fishbone Diagram Examples.

The Fishbone diagram provided in the assignment contains limited information and was part of the original brief provided by Darren Poland. The headings on the Fishbone diagram are listed below:	Comment by Damian Thomas: 632 Words	Comment by Damian Thomas: 546	Comment by Damian Thomas: 539
· Manpower.
· Machine.
· Method.
· Measurement.
· Material.
· Environment.
Manpower relates to the amount of people are available on site. This team was set up to look at the planning of the maintenance side of the process. There were relatively small crews, in total around 30 people assigned to maintenance for the site. The Fishbone diagram tried to indicate that poor planning caused the manpower to be under-utilised. Manpower could be broken down into the three areas (CIE, Kiln and Powder/Pellet). It could then be further analysed to individuals, which would give a clear indication of the root cause of any incomplete work. 
Machine refers to the assets on site and can be described as Plant (Powder/Pellet, Kiln, Gas, etc.). This would narrow down the asset but is not ideal, so it can be broken down even further into individual assets (Activation Kiln, Reduction Kiln, Powder Decomposer, etc.). This could show if the same job is being completed on the same asset multiple times with the same result. If this was the case, an investigation could be done to find the root cause. 


Method is a package that the planner should be providing to the person completing the job. This heading could be split to consider Risk Assessments, Work Order, DPL and Specification. These are all components of a Planning Package that should be handed to the person working on the job. If one of these are not completed, the planning process has failed and is therefore the root cause. These all give necessary information to the crew member such as risks, manpower, hours, system safety and how the job should be completed.
Measurement is on the Fishbone diagram because it is up to the planner to check if components are correct. This should explain how the planner has checked a component and could include them going out to look at the component and physically measure it or having checked on the intranet for the component drawing. 
Material can have a number of sub-catagories. These could include checking store stock, if an item is already in store stock, the company would not have to purchase the item just to get it to the correct part of site. If not in store stock, quotations would need to be obtained as an item cannot be purchased without first having a quote. The dimensions and specifics of a purchase must be checked. If an incorrect component is purchased, that particular asset will be down for even longer than intended. 
Environmental issues have a large impact on Vale. This could be broken down as river water, canal water and stack emmisions. The company diverts water from the canal and river to use on site before returning it further down stream. If it were contaminated, there is a possibility of planning to be at fault. The stack burns off certain gasses as well as dust from some systems. This could cause problems to emissions and general safety if a job has not been completed to a satisfactory standard. The planner should check progression and the end result. 

3. Measures of Success.

A team was created with the objective of updating and improving the planning and execution procedures within Vale Clydach, as they had not been reviewed in over 15 years.
The initial part of this project can be considered a success as we have covered all of the aspects that were both in-scope and out of scope. We must now see the reaction from the staff within the refinery to know how effective we can consider the suggestions made by the team.	Comment by Damian Thomas: 423 Words	Comment by Damian Thomas: 430	Comment by Damian Thomas: 504
The success of this project will be measured against internal KPI’s. These KPI’s will include the following:
· Scheduled : Unsheduled Work Completed Ratio.
· Percentage of Scheduled Work Completed from Weekly Plan.
· Percentage Critical M/Ps (Maintenance Plan Operations) Completed per Month.
There are a number of other KPI’s that are followed within the refinery but these are the ones that would be directly impacted by the new process.


Some of these KPI’s have recently been brought in from the North Atlantic Head Office in Canada, so that the company can become more in line with their structure. The procedures were initially given to Canada by the Headquarters in Brazil. The results of these KPI’s are constantly monitored by other members within Vale (e.g. Darren Poland). Canada is also able to see the results for our KPI’s which means that they are able to pick up on any discrepencies with the results. 
For some of these KPI’s, we already have figures as they were being completed before this team was brought together. Once the new process is fully implemented into the refinery, we will be able to compare and contrast the process before and after the implementation of our procedure changes.
The Scheduled : Unsheduled Work Completed Ratio KPI and Percentage of Scheduled Work Completed from Weekly Plan are updated every week so that management can bring the correct figures into weekly meetings with Darren Poland. If the numbers are lower than expected, a “five whys” check is done, this is when someone askes the question why five times to hopefully identify the cause of a problem. This could be what caused the focus on the planning process and the creation of our team. 
We will also look at the customer feedback as a measure of success. If their feedback is  positive, we can consider the objectives achieved. The customers from a planning perspective are the different plants within the refinery. Going forward, we can look at suggestions as a continuous improvement opportunity. This will allow for the process to constantly adapt to the best version for the benefit of the customer and ensuring a good end product.
Unfortunately, due to set backs, the full implementation of the new processes will not fully begin until September. This is when everyone within the refinery will have to start conformimg to the new guidelines. These set backs have been caused by Covid-19 which, in-turn, altered the date of the shutdown which is fundamental in many of the changes to be made as a result of the project. 
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