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1.0 Introduction

In today report I will talk about how Berry factory can improve the production and save company money. Berry factory is a state-of-the-art manufacturing facility specializing in the production of plastic packaging and capsules for coffee. The factory operates with a focus on innovation, quality, and sustainability to cater to the growing demand in the food and beverage packaging industry. The factory offers a variety of plastic packaging solution tailored for food-grade products and produce high-quality coffee capsules compatible with popular coffee machines (Nespresso, Dolce Gusto, Starbucks, Keurig). The factory is utilizing cutting-edge machinery for precision moulding, thermoforming, and packaging production.
The project management for the Berry factory is the implementation of a new production line that will produce raw material for the other lines for cost optimization in plastic packaging and coffee capsules. In this report will be used PRINCE2 project management type. According to Office of Government (2009), a PRINCE2 project focuses on the definition and delivery of products, particularly their quality requirements.









2.0 Project initiation

This project aims to establish a new production line to produce plastic rolls as raw material for existing lines, reducing dependency on external suppliers and saving costs.
Project management is a well-defined plan designed to reach a desire goal in a specific time frame, according to specification and budget. According to Abrignani, Rui Gomes, and Dirk de Vilder (2000), a simple and commonly used way of imagining the project is dividing it into three major moments: definition, implementation and evaluation.

2.1 Define the project scope, goals, and objectivise

The project scope is to implement a new line to produce rolls with specifications compatible with existing lines, ensure scalability for future production increases.
Project Goals:
· Design and implement a new production line for plastic rolls
· Enhance cost efficiency by producing raw materials in-house
· Ensure seamless integration with existing production lines for coffee packaging and capsules

Project Objectives:
· Save costs on raw material procurement
· Improve lead times and reduce supply chain dependencies
· Maintain or exceed current quality standards for plastic rolls

According to Turner and Simister (2000), in the context of developing a project scope management plan, project scope must include all the activities and only activities that should be performed to provide the deliverables. However, a critical issue in scope delivery is how to align business goals and objectives with the project activities. Lack of effective scope management will lead to different issues such as unsatisfied customers and potentially contribute significantly to the failure pf the project.

2.2 Identify key stakeholders and their roles
According to McManus (2007), the identification of stakeholders is but one-half of the equation. The roles that stakeholder’s plays are of equal importance. Project methodologies such as PRINCE2 provide benchmarks of role types in software projects. According to the requirements of each project, more than one person can share a role within the PRINCE2 structure, alternatively two or more roles can be combined. The purpose of a project is to fulfil stakeholder expectations in accordance with the nosiness justification, and to do this there must be a common understanding of the products required and the quality expectations for them. (Office of Government Commerce, 2009)

1. Internal Stakeholders

1.Project Manager - the role is to oversee the entire project, from planning to execution
    Responsibilities:
· Coordinate between departments
· Develop and monitor the project timeline and budget
· Ensure project deliverables meet objectives

2.Operations Manager - the role is to ensure smooth integration of the new line with existing operations

      Responsibilities:
· Plan workflow and optimize factory layout for the new line
· Minimize disruption to existing production during implementation
 
            3.Production Team Leaders – the role is to supervise the production process on the new line
                Responsibilities:
· Train operators on new equipment
· Monitor the quality of rolls and ensure compatibility with other lines

              4.Quality Assurance Manager – the role is to ensure the new line adheres to quality standards
                Responsibilities:
· Define quality control procedures for roll production
· Conduct testing to ensure rolls meet requirements for packaging and capsules

               5.Maintenance Team – the role is to install and maintain machinery for the new line
                 Responsibilities:
· Perform preventive maintenance and address technical issues
· Ensure the machinery is calibrated for optimal performance

                 6.Finance Manager – the role is to manage the project’s budget and financial planning
                  Responsibilities:
· Approve capital expenditure for equipment and installation
· Track cost savings from in-house roll production

                  7.Factory Workforce – the role is to operate the new line and integrate it into daily production
                   Responsibilities:
· Participate in training sessions 
· Provide feedback on the new equipment and processes

2. External Stakeholders
 
       1.Equipment suppliers – the role is to provide and install machinery for roll production
                      Responsibilities:
· Deliver equipment on time and provide technical support
· Offer training to the maintenance and production teams

                   2.Raw material supplier – the role is to supply raw materials for roll production
                      Responsibilities:
· Ensure timely delivery of high-quality materials
· Provide documentation for compliance with food-grade standards

                     3.Regulatory authorities – the role is to oversee compliance with manufacturing and environmental standards
                      Responsibilities:
· Approve permits for new machinery and processes
· Conduct inspections to ensure regulatory compliance

                     4.Clients – they are indirect stakeholders benefiting from improved product pricing and quality
                      Responsibilities:
· Provide feedback on product quality and delivery times
· Highlight additional needs that can be met through roll production

                      5.Contractors – the role is to provide expertise in project planning, installation, or sustainability practices
                        Responsibilities:
· Advise on best practices for line setup and integration
· Support the factory in achieving cost and energy efficiencies

To ensure smooth project execution, a communication plan will include:
· Regular meetings – weekly progress updates with internal stakeholders
· Reports – monthly updates to senior management and external stakeholders
· Training sessions – workshops for operators and technicians on new machinery
· Feedback loops – periodic feedback from production teams and clients to identify issues early

By clearly defining the roles and responsibilities of stakeholders, the factory can efficiently implement the new production line while maximizing cost saving and maintaining high product quality.





3.0 Project planning

According to Lester A. (2017), project planning is a unique set of co-ordinated activities, with definite starting and finishing points, undertaken y an individual or organization to meet specific objectives within defined schedule, cost and performance parameters.
The project objective is to establish an in-house production line for plastic rolls, which will reduce dependency on external suppliers and cutting material coasts while improving efficiency in coffee capsule and plastic packaging production.
The project scope is to:
· Design, procurement, and installation of a new plastic roll production line
· Integration of the new line with existing coffee capsule and packaging lines
· Training for operators and maintenance teams
· Ensuring quality standards for in-house roll production
· Optimization of factory layout for efficiency












3.1 Work breakdown structure and key phases

Phase 1: project initiation (month 1):
· Cost benefit analysis, ROI calculations
· Define project team and stakeholder roles
· Secure budget and approvals from senior management 
· Develop risk management plan
Phase 2: planning (month 2-3):
· Identify and procure necessary equipment (extrusion machines, rollers, cutters, karts, grinder)
· Select vendors and finalize contracts
· Develop training and quality control plans
· Set up project timelines
Phase 3: execution and installation (month 4-5):
· Prepare the site (install electrical and mechanical infrastructure)
· Receive and install equipment
· Conduct test runs to ensure machine functionality
· Train operators and quality control staff
· Develop standard operating procedures (SOPs) for roll production
Phase 4: testing and integration (month 6)
· Produce sample plastic rolls for quality testing
· Test roll compatibility with existing production lines
· Adjust machine settings based on feedback
· Conduct final validation before full-scale operation
Phase 5: full-scale production and optimization (month 7+)
· Launch continuous production of plastic rolls
· Monitor cost savings, production efficiency, defect rates
· Optimize workflow for maximum efficiency
· Implement continuous improvement strategies

3.2 Resource allocation

Human resources:
· Project manager – oversees project execution
· Operations manager – ensure smooth workflow integration
· Maintenance engineers – handle installation and upkeep
· Production team – operate the new line
· Quality assurance team – monitor product standards
Material and equipment
· Extrusion and rolling machines
· Cutting and winding systems
· Raw plastic material for initial testing
Budget considerations
· Equipment purchases and installation
· Training costs
· Factory reconfigurations cost











3.3 Timeline
According to Kruger F. and Mitchell B. (2022), one of the most effective tools for managing time in a research project is the Gantt chart, which provides a visual representation of the project timeline and tasks. A Gantt chart is a type of bar chart that displays the start and end dates of various tasks within a project. Also, Stepanov A. (2017) said that a project timeline is a chronological order of events. It is a line with dates, events, or important actions that give teams an understanding of their work immediately, keeping everyone aligned at every stage.

















Project timeline overview (Gantt chart summary)
	Project phases
	Month 1
	Month 2
	Month 3
	Month 4
	Month 5
	Month 6
	Month 7+

	1.Project initiation
	
	
	
	
	
	
	

	Define scope and objective
	
	
	
	
	
	
	

	Conduct feasibility study
	
	
	
	
	
	
	

	Budget approval and funding
	
	
	
	
	
	
	

	Risk assessment and mitigation
	
	
	
	
	
	
	

	2.Planning and procurement
	
	
	
	
	
	
	

	Select equipment and supplier
	
	
	
	
	
	
	

	Finalize contracts
	
	
	
	
	
	
	

	Factory layout modifications
	
	
	
	
	
	
	

	Develop training plan
	
	
	
	
	
	
	

	Regulatory compliance checks
	
	
	
	
	
	
	

	3.Installation and setup
	
	
	
	
	
	
	

	Prepare site for new equipment
	
	
	
	
	
	
	

	Install extrusion and rolling machines
	
	
	
	
	
	
	

	Conduct safety and quality tests
	
	
	
	
	
	
	

	4.Training and pilot production
	
	
	
	
	
	
	

	Train operators and maintenance teams
	
	
	
	
	
	
	

	Produce test plastic rolls
	
	
	
	
	
	
	

	Adjust and optimize production settings
	
	
	
	
	
	
	

	5.Full-scale production and optimization
	
	
	
	
	
	
	

	Launch continuous production
	
	
	
	
	
	
	

	Monitor KPIs and efficiency
	
	
	
	
	
	
	

	Conduct process improvements
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	



Breakdown of timelines

1.Project initiation (Month 1)
· Define project scope, goals, and expected outcomes
· Conduct feasibility study and cost analysis
· Secure stakeholders buy-in and management approval
· Develop a risk management plan
2.Planning and procurement (Month 2)
· Identify and procure required machinery (extruders, rollers, cutters, grinder)
· Secure supplier contracts and finalize the budget
· Develop training programs for employees
· Ensure compliance with industry and environmental regulations
3.Installation and setup (Months 4-5)
· Prepare the site with necessary electrical and mechanical infrastructure
· Install and calibrate new machinery
· Conduct preliminary safety and functionality tests
4.Training and pilot production (Months 5-6)
· Train production operators and maintenance personnel
· Conduct initial test runs and adjust settings for optimal output
· Perform quality checks and make necessary improvements
5.Full-scale production and optimization (Months 6-7+)
· Transition to continuous roll production
· Monitor key performance indicators (KPIs), including cost savings, efficiency, and defect rates
· Optimize processes for long-term productivity and cost reduction


Milestones and key deadlines
	                          Milestone
	              Expected completion

	
Feasibility study and budget approval
	
End of month 1

	
Procurement of machinery and materials
	
End of month 3

	
Installation of equipment
	
End of month 5

	
Pilot production and adjustments
	
End of month 6

	
Full production implementation
	
Start of month 7




By following this 7-month structured timeline, Berry factory can efficiently implement the new production line, ensuring cost savings and increase operational efficiency while minimizing downtime. Regular progress monitoring and stakeholder coordination will be key to the project’s success.





4.0 Risk management

According to Gibson K. (2023), risk management is the systematic process of identifying, assessing, and mitigating threats or uncertainties that can affect your organization. It involves analysing risks’ likelihood and impact, developing strategies to minimize harm, and monitoring measures’ effectiveness.
The risk management plan follows a structured process to identify, assess, mitigate, and monitor risks throughout the project lifecycle. According to Ready.gov. (2023), risk assessment tool will allow you to determine which hazards and risks are most likely to cause significant injuries and harm in your business.
The following are potential risks associated with the implementation of the new production line:
1.Operational risks
· Equipment failure or delays – late delivery, faulty machines, or improper setup
· Production downtime – disruptions to existing packaging and capsule lines during installation
· Workforce resistance – employee reluctance to adapt to new technology and processes
· Training gaps – inadequate training leading to inefficiencies or operational errors
2.Fianancial risks
· Budget overruns – unexpected costs in procurement, installation, or operational setup
· Lower-than-expected cost saving – if the new line does not generate the anticipated financial benefits
3.Quality and compliance risks
· Substandard plastic rolls – defects in roll production affecting packaging quality
· Regulatory non-compliance – failure to meet industry and environmental standards
4.Supply chain risks
· Raw material shortages – inconsistent supply of plastic resins affecting production
· Vendor dependence – limited supplier options for specialized machinery and components

Risk mitigation strategies
Operational risks:
A. Equipment failure or delays
· Work with multiple suppliers to avoid dependency
· Ensure all machinery undergoes pre-installation testing
· Develop a backup plan for unexpected delays

B. Production downtime
· Implement phased installation to avoid full shutdowns
· Schedule installation during off-peak production hours
· Maintain emergency production capacity on existing lines

C. Workforce resistance and training gaps
· Involve employees early in the process and explain benefits
· Provide hands-on training sessions before full deployment
· Assign experienced supervisors to support transition

Financial risks:
A. Budget overruns
· Allocate a contingency budget (10-15% extra for unexpected costs
· Regularly review financial reports and adjust spending
· Negotiate fixed-price contracts with suppliers

B. Lower-than-expected cost savings
· Conduct detailed ROI analysis before project launch
· Implement continuous efficiency monitoring and cost-cutting measures

Quality and compliance risks
A. Substandard plastic rolls
· Establish strict quality control checkpoints at every stage
· Perform trial runs before full-scale production
· Use high-quality raw materials with consistent supplier audits

B. Regulatory non-compliance
· Engage with regulatory authorities before project launch
· Ensure all raw materials and processes meet food-grade safety standards
· Conduct regular compliance audits during production

Supply chain risks
A. Raw material shortages
· Develop relationships with multiple suppliers for redundancy
· Maintain a safety stock of essential raw materials

B. Vendor dependence
· Identify backup suppliers for critical machinery parts
· Ensure supplier contracts include service agreements for quick repairs






The following measures will be used to manage risks throughout the project:
	             Monitoring activity
	                Frequency
	    Responsible party

	Project progress meetings
	                  Weekly
	          Project manager

	Financial budget tracking
	                  Monthly
	         Finance manager

	Equipment performance checks
	                  Bi-weekly
	        Maintenance team

	Quality audits
	                  Monthly
	         QA team

	Employee feedback sessions
	                  Monthly
	         HR and operations

	Risk reassessment
	                 Quarterly
	         Project team



With an initiative-taking risk management approach, Berry factory can successfully implement its new plastic roll production line while minimizing disruptions, ensuring quality, and maximizing cost savings. Regular monitoring, stakeholder communication, and contingency planning will ensure a smooth transition.


















5.0 Execution plan

The project will follow a phased execution approach to minimize risks and ensure a smooth transition without disrupting ongoing production.
Phase-Wise execution plan:
1. Preparation and planning (Month 1-2)
· Conduct feasibility study and ROI analysis
· Finalize project scope, objectives, and budget
· Identify key stakeholders and assign roles
· Develop risk management and contingency plans
· Obtain necessary permits and regulatory approvals

2. Procurement and infrastructure setup (Month 3-4)
· Select and procure necessary machinery (extruders, rollers, cutters, grinder)
· Secure contracts with suppliers for raw materials
· Prepare the factory layout for new equipment installation
· Install electrical and mechanical infrastructure for new machines
· Conduct compliance checks with environmental and safety standards

3. Installation and testing (Month 5-6)
· Install new roll production machine and calibrate it
· Conduct initial test runs to check equipment functionality
· Implement safety checks and make necessary adjustments
· Test raw material compatibility with the new line
· Develop standard operating procedures (SOPs) for production

4. Training and pilot production (Month 6-7)
· Train machine operators and maintenance teams
· Conduct trial runs and produce sample plastic rolls
· Implement quality control testing on pilot production
· Adjust machine settings for optimal performance
· Gather feedback and refine the process

5. Full-scale production and optimization (Month 7+)
· Launch mass production of plastic rolls
· Monitor key performance indicators (KPIs) like defect rates, cost savings, and efficiency
· Optimize workflow to enhance productivity
· Implement continuous improvement strategies

Roles and responsibilities:
	                   Role
	                                  Responsibilities

	Project manager
	Oversee execution, coordinate teams, track progress

	Operations manager
	Ensure smooth integration with existing lines

	Procurement team
	Source and purchase machinery and raw materials

	Engineering team
	Handle installation, calibration, and technical issues

	Production supervisors
	Train workers and oversee trial production

	Quality assurance (QA) team
	Conduct quality tests and approve production standards

	Finance manager
	Manage budget, track cost savings

	Regulatory compliance officer
	Ensure compliance with safety and environmental regulations







Key performance indicators (KPIs):
	                     KPI
	                               Target

	Cost savings
	20-30% reduction in raw material costs

	Production efficiency
	10-15% increase in overall factory output

	Quality standards
	<2% defect rate on plastic rolls

	Installation timeline
	Completed within 6 months

	Workforce readiness
	100% of operators trained before full production




Risk mitigation measures:
	                  Risk
	                            Mitigation plan

	Equipment delivery delays
	Work with multiple suppliers, confirm contracts early

	Machine malfunctions
	Conduct pre-installation testing, have backup parts

	Workforce resistance
	Provide early engagement and hands-on training

	Budget overruns
	Allocate contingency funds, track expenses closely

	Quality issues
	Implement strict quality checks at every phase



Expected outcomes:
· Cost savings – reduction in material procurement expenses
· Enhanced efficiency – faster and more reliable raw material availability
· Improved quality control – consistent production standards
· Scalability – ability to expand production based on market demand

By following this structured execution plan, Berry factory will successfully implement the new plastic roll production line, ensuring efficiency, cost savings, and improved supply chain management.
6.0 Project closure

The project closure phase confirms the new plastic roll production line's completion, achievement of objectives, and realization of expected benefits. It also provides an opportunity to review lessons learned and document final reports for future improvements. With all objectives met, finances settled, and the new production line successfully integrated into operations, Berry factory formally declared the plastic roll production line implementation project closed. The project has successfully reduced material costs, improved production efficiency, and positioned the company for long-term growth.

















7.0 Conclusion

The implementation of the new plastic roll production line at Berry factory marks a significant milestone in improving operational efficiency, reducing costs, and enhancing supply chain reliability. By transitioning from externally sourced plastic rolls to in-house production, the company has successfully achieved its primary objectives of cost savings, increased production efficiency, and better-quality control.

Key achievements:
· Cost reduction – lower dependency on external suppliers, leading to an estimated 20-30% savings in raw material costs
· Operational efficiency – the new line improves production flow, ensuring a consistent supply of plastic rolls for coffee capsules and packaging lines
· Quality control – in-house production allows for strict quality monitoring, reducing defects and improving product consistency
· Smoother supply chain – reduced risks related to supplier delays, improving production planning and reliability
· Employee skill development – training programs enhanced workforce capabilities in operating and maintaining the new line

With the strategic investment, Berry factory has strengthened its competitive advantage by reducing costs, increasing control over raw materials, and improving overall efficiency. The successful project execution demonstrates the company’s commitment to innovation and long-term growth in the plastic packaging industry
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