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Introduction

This report reflects on a project within a small, privately owned tool making company in South Wales established in 1961. The company designs, manufactures and refurbishes tools for various industries and sectors such as pharmaceutical, food, beverage, automotive and aeronautical.  Over the years they have established a reputation for high tolerance machining and world-renowned tooling projects along with its uses in the latest advancements in CNC machining and capabilities. 
The project follows the companies purchase of four Minster P2-45 presses that were decommissioned for many years. They date back to around 1960’s and had a press force of 45Tons, and originally ran with an 1800 RPM motor able to achieve a press stroke speed of 400SPM.  All were in poor condition with original tooling still included as shown in appendix 2. Purchasing these presses, the company had a plan to re-service existing parts and manufacture new bringing three presses up to current market standard. With the fourth to be used as spares. Refurbishment would consist of extensive work from stripping all previous parts and finishes, re installation of all pneumatic components, electrical systems, hydraulic systems, installation of safety features along with new motors and bearings. Purchase and installation of new parts no longer available. The aim was then to design and manufacture shell end tooling able to run and produce can-ends along with a feed stacker system to allow for continuous feeding, a fully automated conveyor belt system capable of taking shells from the stacker through the tooling and off onto a collection system. The full tooling system and press was sold as a complete package.
Currently there are few companies within Europe providing such services, allowing FSG to capitalise on this unique service and create a new potentially profitable branch to the business. Prior to the beginning of this project a new Managing Director was appointed and with his arrival he brought in many previously unused systems (Gannt charts, Lean, alternative leadership styles) aimed to make the company efficient, improve delivery dates, increase quality of parts, and adapt to improve the company’s organisation. These changes alone were necessary in maintaining harmony between continued manufacturing work for existing customers, and in branching into a new area of the market. This reflective report will focus on the areas of risk assessment/management and leadership in project management.








[bookmark: _heading=h.30j0zll]GANTT CHART 

The Gantt chart was created by Henry Laurence Gantt who was a draftsman and engineer and he established one of the most widely used management tools today. The chart was at the beginning designed to record the progression of workers towards given tasks, where daily tasks were monitored, and colour coded with reference to their completion or lateness and workers would be rewarded accordingly. However, over time the focus shifted from quantities to time management (Managers, 2002). It is used to allow management and workers to see through graphical representation the planned timelines and progression of work (Besner & Hobbs, 2008).  The Gantt chart below allowed conceptual ideas and brainstorming of workflows to take place and show some initial form of the project. It also highlight critical paths showing longest and shortest paths and areas of concern that will require attention. I allowed a large project down into parts as seen on the Gantt chart below. There are two projects planned out that are named ‘line and manufacture 1’ and ‘line and manufacture 2’. The focus of this report will be on “Press 1” and its timelines for this reflection allowing ease of delegation to the workforce and share the overall responsibilities. Deadlines are set on the Gantt chart however there will most likely be changes and these can be altered accordingly and still provide a clear visual display of likely outcomes which allows management the ability to constantly monitor progress. The bar chart gives a visual display of timeline of the projects and highlight clear deadlines for tasks. It also shows us the dependencies of certain tasks and how they will rely on and affect each phase subsequently during the project’s progression. (APM, 2022) 
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Above: Re-sealable end project Gantt Chart 2019/2020




[bookmark: _heading=h.1fob9te]Aims and Objectives

Risk management 
Evaluating the benefit of risk management in a large project and in what areas this could have been improved to help the company meet its deadlines on the Gantt chart.

[bookmark: _heading=h.tyjcwt]Management styles and leadership
Although a new Managing Director was employed within the company, many of the existing directors remained heavily involved within the Press projects. There will be an analysis of the organisation's current management styles and the effects this had on the project. Reflection on staff and employees within the organisation in the context of this project will be a key aspect.

Global pandemic and its effects on the project
The Covid pandemic had an enormous impact on the company and required reactionary planning to deal with and avoid any business and financial damages. This report will focus on how the company responded to Covid in regard to effective systems, safety for employees and the impact of delays on the works.

[bookmark: _heading=h.3znysh7]The implementation of Lean manufacturing and its effect on the project.
[bookmark: _heading=h.uv9ek63jy8i]The company appointed a new Managing Director who introduced Lean manufacturing systems and its principles to keep costs down, reduce wastes in the manufacturing processes and improve working environments. These changes were critical to allow the company to continue manufacturing new tools, refurbishment work for existing customers whilst aiming to complete the press project for a new customer withing the allotted time. Due to its close association, Kaizen will also be discussed. This report will evaluate its effect on the project.











[bookmark: _heading=h.3dy6vkm]Main content
[bookmark: _heading=h.1t3h5sf]
[bookmark: _heading=h.n30axa2q15ri]Risk Management
This new press project took the company down a new avenue and away from its machining and toolmaking speciality, which highlights a risk. The company had never stripped, re-serviced and manufactured parts to provide a fully running press plus being required to prove off the finalised product. Utilising a modern electrical touch screen and safety system was also new to the company. Issues arouse from this which will be analysed in this report.
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Above: Image on Left of original p2-45 Minster press during 1960’s, and right finalised press from company project. 
When taking part in new projects there are many aspects to consider, especially in terms of risk management. Risk can be described as an uncertain event or set of conditions that has a positive or negative effect on a project’s objective (Bonnie, 2022). With unfamiliar projects there is a higher chance of risks arising from staff, external workers, climate, costs, processes, and technologies that should all be considered prior to the start of a project. It is important to consider that not all risks have a negative impact however, predicting these outcomes is crucial. For example, with this project the company was entering into a new venture with high risk. An overall approach should be taken to identify risks in each individual process and each decisive action along the entirety of the project (Severin et al, 2010). On reflection, it is not clear that a risk management plan was devised prior to the project start, and management style can play a big role in how a company tackles risk. 
Below is a suitable process chart for mapping out risk areas for a project which may have been useful.[image: Graphical user interface
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Above: Suitable process for risk identification and management (Benta, 2011)
In breaking down the above table risk identification for such a project would involve brainstorming potential risks and barriers. These should include workflow competition, infrastructure limitations and potential delays from external companies. A key aspect of risk identification is the team’s opportunity to engage in contingency planning and risk mitigation. By including key employees, the relative risk evaluation for this project may help greatly in the ease and function of various stages. On reflection strong considerations should have been given to the collection of qualitative and quantitative data to analyse. This collection of data informs a subjective judgement based on quantifiable information such industry trends and cycles, management knowledge and expertise and investment into research and development (Smith, 2021). There is a strong argument for the use of this tool but no evidence of its use on this project. It may be that the company avoided its use due to the amount of detail and time it would take to collect the data. Time the company did not want to waste time and maybe there is this tool’s limitation. 
Due to this other risk analysis methods have been devised. SWIFT (‘Structured What If Technique’) is a quick, less formal method of risk analysis that uses structured brainstorming sessions of pre-determined scenarios (Genest, 2021). These scenarios are often promoted with ‘what if’ and ‘how’. Ideally this method should be used at meetings or brainstorming sessions prior to beginning forward loading of this project and in identifying potential risks. I believe it is the quick, flexible and simplistic style of ‘What if’ that encourages all skilled and non-skilled employees in working environments to participate. However, the limitations of SWIFT are noted and include the requirement of adequate preparation. Advanced preparation is vital for success and also only provides qualitative results not quantitative therefore it is less suited to complicated business and organisational concerns (ASEMS, 2022). As a brief risk assessment SWIFT may have been useful. All employees involved will discuss issues such as:
· Known risks
· Various risk sources
· Past experiences
· Know control methods
· Constraints


Included below is an example of an identified risk, and its potential consequences.
	Project: Press and Tool project
	Issue:1

	Description: Clash in working interests (Existing customers work vs new press project customer)

	Question
	What if
	Consequences
	Safeguards
	Recommendations

	Prioritisation of press over regular work
	A clash of interest and deadline to finish an existing customer’s tool and work that needs to be carried out for the press project?
	Existing customers tool prioritised, causing delay in Press project tooling/refurbishment.
	Proper planning in place to avoid bottlenecking.
More shifts (days, afternoon, nights) to cover workload.
Additional recruitment if required.
	Hold daily meetings and monitoring of workload in production to monitor potential clash.  Carefully plan work streams to avoid clash of required dates.



To assess the severity of the risk above we can also consider another visual measurement method that is the Risk Matrix. It helps an organisation to understand risks and their overall severity by assigning a numerical value.  It can be a simple tool to use, presenting information in a clear and accessible way. It helps to make the process of identification more transparent and prioritise risk management. However, as with many of these tools’ user bias/error will greatly determine the perceived severity of the risk and will affect the company’s approach to its management. Views are subjective by the users and there is no consideration for timelines, or methods for improvement (Glossop, 2021). 
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Above: Table of how to use a skills matrix. Glossop, 2021.

The above matrix demonstrates that the risk selected is an issue for concern. The clash of competing demands in the organisation is very likely to occur. The consequences of this will have both a financial impact on the company and increase the time to complete the project causing further clashes of competing demands. For the concern to be severe, it would denote a heavy financial loss to the company by going over budget or causing customer(s) to pull out of the project prior to completion. Commercially, the project may have earned hundreds of thousands of pounds profit for the company, per press. However, the main risk was company inexperience and lack of appropriate knowledge. The organisation entered a large-scale project coupled with unfamiliar design aspects which required more input and capacity from workers than first thought and ultimately the project went considerably over budget. On average there were one even two in house employees working on the press, with only one being partially experienced in maintenance and breakdown in such production environments. 
This leads to another risk factor neglected on the iterative process of risk management. That is ‘Risk evaluation’ in the form of qualitative analysis. On discussing with employees their perceived limitations, it would have highlighted a need for training. Adequate training in specialist manufacturing of press refurbishments and understanding the companies’ strengths would have helped the minimise this. Many advantages from workforce training include knowledge, improved capabilities, and ability to remain competitive in-house and on a global platform (Mc Kinsey, 2006). Relative and up to date training may have allowed for greater organisation, understanding and execution of strip and build processes for such presses along with deep understanding of flywheels, motors, fluid, and pneumatic systems. Poor performance often arises when employees don’t fully understand the tasks required. Training can reduce the time in correcting mistakes, problem solving and in general poor execution (Shaw, 2019).
	Risk identification and Effect on deadlines 

	Process
	Plan
	Identified Risk
	Effect

	Mechanical Design 
	Completed in early Dec 2019
	Lack of Design Engineers
	Delay in issuing designs to customer, delay in issuing drawings for manufacturing of parts. Completed end of January 2020

	Safety Guards
	Completed in-house to save cost
	Requires extensive Health and safety consideration, specific design criteria, independent Health and safety to sign off,
Design inexperience
	Had to be re-designed and remanufactured to meet expected criteria.

	Electrical Design and Construction of electrical boxes.
	Completion of Electrical design and build by external contractors by March 2020.
	Delay in build time due to extent and complexity of work, also due to unforeseen national pandemic.
	Initial Electrical work finished by June however not fully signed off until July 2020. 

	
	
	
	


Above: Some risks collected from meetings that caused delays plus additional design and manufacture work.

[bookmark: _heading=h.2s8eyo1]Management Styles and Leadership

A leader can be described as someone with a particular set of traits who wants a group of people or workers to achieve a common goal (Northouse, 2016; Strait, 2020). There is an agreed six key leadership traits: intelligence, self-confidence, determination, drive, integrity and sociability. The balance of these traits will dictate how successful a leader will be. Leadership can be broken down into a process of three aspects. Firstly, every leadership scenario involves a leader and a subordinate (worker/follower), and they listen to the leader by willingness to follow establishing the leadership process. Secondly, leadership situations contain uneven distributions of power between the leaders and followers. Thirdly, leaders should have the above listed traits to influence followers and effect their behaviour positively towards encouragement in completing any tasks (Stodgill,1974). Any unbalance within these aspects will affect productivity and involvement of workers with regards to the tasks. With a change in organisational management (Managing Director) the remaining directors withing the company still governed with a leadership style comparable to Autocratic or Traditional management. The autocratic leader bases many decisions made within organisations themselves and will not communicate and involve workers on matters (Janse, 2008). Mintzberg (2011), an expert in traditional management, believes leaders should be in control of subordinates and clearly define what tasks they want done and how. There are clear limitations in the autocratic style.
In linking back to risk, any risk management meetings conducted prior to this project should have include key workers from each department and considered their views on any risk management process flow charts. However, in reflection due to the heavy influence of the autocratic leadership style there was a lack of consideration for the key employees’ opinions. I believe this was one of the many issues that influenced the project’s completion time. These leaders focus heavily on the tasks rather than the workers who make the results possible (Janse, 2008). In analysing these points, particularly important risks were not considered due to the opinions and views of the autocratic leaders who were themselves in unfamiliar industrial territory. In critique of Minztberg’s traditional management (autocratic) other leadership styles, such as a more supportive based style, may have been better suited. 
Transformational leadership is a style that inspires positivity and is energetic and enthusiastic in its approach (Burns, 1978). They help grow their employees and develop them into future leaders within an organisation (Cherry, 2022). These leaders set clear and consistent goals and are role models in their integrity and fairness engaging with employees on an emotional level (Smolovic Jones, 2019). Transformational leadership puts strong emphasis and drive on vision, and these visions are based collectively rather than singularly (Thompson, 2019). In this project, investing care and time into the development of the organisation’s employees by using a robust risk tool and being supportive role models, the leaders would have gain the employees’ trust and therefore committed themselves to achieving greater productivity. In contrast, the current autocratic leadership has shown to limit learning in the working environment. Learning and creativity are crucial to stimulating proactive attitudes towards tasks in hand (Sauer, 2011). With a fresh project carrying such pressures and deadlines, good proactivity would have proven extremely beneficial in getting the best out of each employee. It would have allowed the sharing new ideas, making the changes to improve efficiencies and system alterations. Proactivity is defined as anticipating how something should or could change in future situations and allow for the planning to achieve these changes by means of action (Searle, Rooney, 2013). Therefore proactivity is vital for a company’s sustainability within an ever changing and advancing environment and allowing contribution from employees who can anticipate changes and will only advance their skills. (Searle, Rooney, 2013)
There are many other leadership styles including, Democratic and Laissez- faire and like Autocratic, many of these styles have their benefits and negatives within working practices.  The Path Goal Theory of leadership Flow chart can allow us to analyse and identify the effects of Leaderships styles to a given situation and Subordinate characteristics.  Effective leaders may give their employees a clear and direct path to follow and achieve goals. (Mulder,2018) By leading their employees and coaching them on track within the project, this will increase their satisfaction through work enjoyment and self-achievement. 
In reviewing Path Goal flow chart, we can view the main leadership styles that are best suited to employees in given situations. During the press project Directive leadership was present and used, where the leaders had a clear idea of what was required, in working to a tight deadline.  Negating an aspect of this leadership style, employees did not receive close supervision, even though many were very inexperienced in this project environment, and with the pandemic in full effect. It is these vulnerable and challenging circumstances a leader must act and lead in a style to best support their employees. The directive leadership style was mixed with the attitude of Achievement orientated leadership where they set goals and wanted to achieve these goals to the highest standard. This characteristic is present when the Leaders have utmost confidence in their subordinates who have experience and display high skills and ability with attitude to work independently. However, the ability to fully work independently on the construction aspect of the press and running full production is difficult when experience is limited, and morale is low. More time and consideration should have been placed in the contingency factors for employee characteristics and environmental factors to give the best behaviour and results, to get motivated employees in such challenging and unfamiliar environmental factors the ideal Leadership behaviour is paramount.
[image: Path-Goal Theory of Leadership model - toolshero]
Above: Path Goal Theory of leadership Analysis flow chart, Toolshero, 2018
[bookmark: _heading=h.17dp8vu]Lean manufacturing and its effect on the project
Lean manufacturing can be described as a system for eliminating wastes that occur in organisations to reduce inefficiencies and increase value for customers (Womack & Jones, 1996; Gupta, 2015). Through the systematic review of these wastes companies improve their quality in work and profitability and provide an improved product for the customer (Hynes & Taylor 2000). Within this company, errors and waste impacted the quality of manufactured parts and were formally identified. Poor quality increased the costs in the manufacturing of parts due to poor execution and neglectful planning. Due to the remanufacturing, reworking, and inefficient systems this had a substantial effect on delivery time percentages within this company. Around this time, only 68% of tools were delivered on time. This is considered unacceptable and with a new company press project providing a potential significant profit these inefficiencies required addressing. It is evident that poor on time delivery records can have a detrimental impact on customer relationships, brand reputation and future sales (Hobut, 2019). Whilst the company still had many other new tools (on going refurbishments and new builds along with thousands of batch parts to still manufacture) management focused on efficiency and KPI’s (Key Performance Indicators) to aid in efficient operation and to assist the target planning deadlines on the Gantt chart.
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Above: General wastes withing industry (Gupta et al., 2015)
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Above: Identified wastes specific to this project.



[bookmark: _heading=h.3rdcrjn]Lean systems implemented
Listed below are examples of some of the processes implemented within the factory to aid in reducing waste such as costs, reduce any unnecessary processes, increase productivity and quality of parts.
· Organised and designated areas for various stages of press and press parts. This consisted of clearly identified and signposted material storage, parts to be manufactured storage and completed parts and stripped parts from presses.  Also, each press had taped off cordoned off areas to prevent other employees intruding on area unnecessary. The aim, to ensure there were no interference from any employee not involved, and for control measures. Also, for ease of tracking and speediness in fault finding and sourcing of required/unused parts. 5’S was used in keeping workstations, areas, and stock tidy and organised.
· Continuous improvement boards, these included boards that allowed management to notify employees of ongoing resolutions. It also aided communication between management and workers by allowing areas for improvement to be added to the tables. Include examples of what. Many areas such as milling required additional measurements allowing their set up times to be improved and reduce times on tool changes and tip sourcing. 
· Waste reduction – through condensing and improving work streams. These included removal of unnecessary processes during manufacturing of parts to reduce manufacturing times and eliminate double handling. This included altering processes on the job route of some parts manufactured for the press and or the tooling manufactured to go into the press. An example was to finish turn parts rather than jig grind or cylindrically grind, reducing the manufacturing hours. Finish wired parts rather than using milling to rough then jig grinding to finish within tolerances etc. Therefore, time is closely associated with this improvement strategy.
· Ordering material as close to as possible to production start time. This reduced the amount of material being held at the company, allowing for more space in between jobs and making easier to track billets of slabs of material and any fixings such as screws and pneumatic parts including air fittings. 
· Quality inspection and individual inspection sign off all completed parts. The aim of this was to ensure for any process completed (Turning, Milling, Grinding) the operator would inspect the part fully to authenticate that all dimensions and requirements were achieved. Ensuring that the part would be correct before progressing on further, prior to these parts wouldn’t be checked and the end of line faults would be found and rework would delay parts finished. 

On reflection, implementing Lean immediately prior to the beginning the project was too near the starting date and did not allow team leaders and employees the opportunity to fully prepare and attempt to understand the methodology. Womack and Jones (1996) show that Lean manufacturing can only be achieved through time and is not ideal for short term competitive issues. I can be noted that managers and leaders’ knowledge on how to implement Lean and its systems was to vague and poorly thought out. This caused the systems to fall back to the original ways almost instantly and showed a failure in change management. Womack & Jones (1996) defined five steps to guide the implementation of Lean systems:



Specify customer Value
Lean should take in the value of the customer, after all they are the ones whom the work is produced for and are the ones who pay the prices. Customer specifications were provided at the beginning of the project to aid in planning and design. 

Map the value stream 
This process involves mapping and outlining every step of the production process from material selection to finish (utilising the Gantt chart). By visualizing and fully understanding the full process employees will get a true understanding of sources of waste present. This falls back to another failure discussed previously where the autocratic leadership style failed to include employees in any pre-production meetings. Lean advocates the idea that to understand the processes in detail, leaders need to work collaboratively with workers. This would give them a clear picture of production issues.

Smooth the flow and remove the waste
Waste is described as activities that add no value to the company or processes. Lean traditionally identifies 8 forms of waste within an organisation that are:
· Defects
· Over production
· Waiting
· Non utilised talent
· Transportation
· Inventory
· Motion
· Extra processing
Analysing the project in the context of the above waste, the company did address many of these areas. One area of considerable waste was waiting time due to the heavy use of sub-contractors and the pandemic. Sub-contractors did not display the same level of urgency as the employees. It is seen in the meetings (see appendix 4) that the sub-contractors were affected by covid and its restrictions and in terms of their input had to work additional hours over weekends to attempt to deliver on deadlines.


Establish a pull control system
Lean enforces ‘Just in time’ methods, only ordering stock when needed. The reference to ‘pull’ is to restock only what is used. Although the company did apply this rule to the ordering of billets and block material, the execution could have been improved further by having a designated stores operator whose sole responsibility is to maintain levels of stock and use Kanban card when essential accurately and efficiently.


Pursue perfection
This is where Kaizen and its philosophy is included.  All employees are to work together pro-actively to make small improvements therefore increasing customers value and minimising waste. The company failed to meet its projected deadlines and in one department took more than double the planned time to deliver the project. Without the teamwork of all the departments producing quality parts the bench section had to rework elements which increased the build time.
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Above: Copied image of hours over, showing actual planned hours and hours taken showing Lean and its intention of improving quality, reducing waste, and increasing profit failed.
[bookmark: _heading=h.26in1rg]
[bookmark: _heading=h.da9d1tjdxglp]The Pandemic and its affect on the project

The project began in September 2019 as seen on Gantt chart. The pandemic and its restrictions were enforced in March 2020. Most of the work force had contracted Covid and had to isolate in line with national guidelines. Many companies were in similar situations, and some had to furlough their staff. As an essential company for the food industry the decision was made, in agreement with government, to remain operational.
The company installed many changes to remain open, reduce work force interaction and ensure the continuation of operations. Highlighted are the changes.
· Sanitising stations throughout the factory, with the inclusion of cleaning and sterilising workstations after every tool and at the beginning and end of every day.
· No external visitors on site.
· Face masks to be always worn and strict 2m distancing protocols and policing. 
·  The separation of the workforce into Days, afternoon, and night shifts. Although these shifts are the standard shift pattern at the organisation, the entirety of the shop floor workers had to participate. 
· Office workers had to work from home, along with vulnerable employees.
· Sub-contractors for the press had to also work opposing shifts to eliminate contact with company employees.
Production remained operational due to these safe practices however, with less employees on day shifts where work volume is naturally greater some ‘bottlenecking’ occurred. This caused some delays that were unavoidable and due to apprentices being supervised less and team leaders separated, quality standards dropped. Due to limitations to numbers in groups, communication was significantly impacted. The company’s workforce increased productivity under the autocratic leadership and showed determination considering these difficult national and global circumstances.

[bookmark: _heading=h.lnxbz9]Conclusions and reflections

The timeline on the Gantt chart planned for the project to be designed, stripped, and rebuilt, in addition to have a full production run and meet health and safety and industry standards by April/May 2020. Completion was nearer end of August 2020 which had a knock-on effect into the commencing of press 2 refurbishment and also as a result proved a financial loss. Many of the deadlines of the project (motors, flywheels, bearing, Kevlar belts) were delayed due to external suppliers and the difficulty in receiving parts. I feel any of these risks may have not been mitigated by using troubleshooting and brainstorming methods discussed previously, due to lack of organisational control. Although many areas such as financial margins, employee output and limited experience may have placed highly on the list of risks of concern, and therefore planned accordingly into the Gantt chart.
I believe that incorporating a risk tool would show issues that employees may have pre-empted and reported to management. Providing training for team leaders in how to use and implement Lean strategies would have removed wastes and improved the efficiency of productivity and output. As discussed, Lean needed more time to take effect with fewer changes implemented in a short space of time. There was simply too much to do, too little notice with too much ongoing work.
There is much deliberation on Leadership styles, and which is best suited for the tasks in hand and employees. There was a heavy influence of autocratic leadership style present, where upper management views, opinions and decisions were at the fore front of the project. The focus was on the task in hand, with minimal attention paid to employee emotional wellbeing, creativity, and productivity. On reflection a more supportive and positive focused leadership style such as transformational would suit such environments, where so many changes were implemented, and where much adaption was expected in the given pandemic.

Strengths
The organisation showed incredible resilience and work ethic through such difficult times and still managed to complete tools, rebuild, and manufacture parts for the fully operation press and tool set up. This a considerable achievement for the company. The ability to adapt so quickly (covid and its enforcement happened in April) and find some balance in work production. The company still operated with large amounts of available overtime, considering financially the organisation had slowed down with new work due to Manufacturing sector being affected. Without this overtime available, the catch up with workload would have delayed the project much further in being completed. Due to the company’s high pressure, driven and Autocratic style I feel this allowed employees to get through the hardest of times, with being conditioned to the high-pressure working environment the company was built on.
Weaknesses
In contrasting the strengths there were many areas requiring attention and thought for the next press projects. The adaption to change of systems and incorporation of Lean systems was poorly accepted, showing weak execution and lack of willingness to change.  Additional training would certainly have helped leaders within the company and employees (working on the presses) to carry out their roles and tasks competently and work more confidently. The size of the infrastructure of the company meant at times areas became un organised, overfull, cramped and possibly dangerous.
[bookmark: _heading=h.35nkun2]Improvement plan

There are numerous recommendations for short term and long-term improvement.
Short term:
· Communication methods of objectives, and requirements from Managers to shop floor employees.
· Business forecast, the company went over considerably in manufacturing hours for the project and many spares and parts were very expensive.  The project was predicted to make a very healthy profit margin, however, was a financial loss. Therefore, improving financial planning on newer unfamiliar projects.
· Use of risk management tools, to allow forecast of issues that may arise and allow for some preparation towards minimizing the impact they may carry.

Long term 
· Training of correct implementation of Lean manufacturing and its systems such as 6 sigma, 5’S and reviewing systems on a regular basis and improving where necessary. 
· Adaption of Leadership styles, deciding what leadership style is best suited for a given situation and project that will maximise productivity and participation.  I feel the transformational style would have a hugely positive effect in morale.
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Appendix 1: Completed photos of the press, including its designed tooling, and with safety guarding that required re designing.
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Appendix 2: Photos of press being stripped at the beginning of the project, in preparation for being sprayed and having parts assessed for re use.
[image: A picture containing text

Description automatically generated]

[image: A picture containing indoor, appliance

Description automatically generated]

















Appendices 3: Many of the improvement notices and poster boards of some of Lean systems incorporated for company improvement and performance improvement of this project.
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Appendices 4: Some screenshot evidence of weekly/monthly meetings highlighting delays and concerns within the timeline of this project.
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Appendices 5: Images of areas becoming unorganised and untidy, due to lack of training, understanding and care for Lean and 5’s systems. [image: A picture containing text, indoor

Description automatically generated][image: A picture containing indoor, yellow, cluttered
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USED MACHINERY
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5

Minster P2-45-36 Straight Side Press

New 1963 —To be Refurbished 2018
Nidec Press & Automation Stock #100228P

Photo of similar machine

Press Specifications: Equipped With:
e 45U.S. Tons Capacity (400 kN) e Flywheel Type
e 2.50in. Stroke (64 mm) e Cast Four Piece Frame
e 1.00in. Slide Adjustment (25 mm) e Minster Combination Air Clutch & Brake
e 15.00in. Shutheight, SDAU, on Bed (381 mm) e Air Operated Flywheel Brake, Electrically Interlocked
e 36.00 x 15.00 in. Slide (914 mm x 381 mm) e Pneumatic Counterbalance
e 36.00x28.00in. Bed Area (914 mm x 711 mm) e Manual Slide Adjustment with Double Locknuts
e 30.00x7.00in. Bed Opening (762 mm x 179 mm) e Minster Monitorflow Recirculating Lube System
e 34.00in. Distance, Floor to Top of Bed (864 mm) e Eddy Current Drive w/Zero Speed Switch
e 38.00in. Between Gibs (965 mm)
e 12.00in. Upright Opening (304 mm) Refurbishment includes:
e 80-400SPM e New Resolver Based Press Control
e 10 HP, 1800 RPM Drive Motor (7.5 kW) o Wintriss WPC1000 or CIECO PPC1100R-2

e Rebuilt Clutch & Brake

New Seal Kit for Counterbalance Cylinders
Rebuilt Recirculating Lubrication Pump

New Run Station, Press Mounted or Tee Stand
All new wiring throughout

Note: All specifications contained herein are as the machine was originally manufactured and are subject to change at time of inspection.
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Contract No. (Top leval JobNo) 67401 Customer ILSEMANN AUTOMATION
Part No. 520.01553 PRESS
Customer Part No. 52001553 PRESS Date Due 1rhugr2020
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» As mentioned in the monthly report we are running as normal at FSG, we are seeing
delivery and supply issues. Lots of our suppliers and sub-contractors have closed and we
are having to find alternatives.

» Once all the outstanding electrical and mechanical parts arrive, it should take us a further
few days to complete the line. Below is my best guess at delivery as it stands.

= 4! May parts arrive — Complete build by 7" May

Trial run Press and set up without tooling. Fit all tooling and set standards 11" May.

Run each size and component through the Press to prove 17t May.

lisemann to sign off in person or via Video link 18" May.

Package line up and ship to lisemann — 2 days to disassemble, 3 days to arrive at

llsemann. 23rd /24 May.

= The above set up and run would normally take about 4 - 6 weeks for a newly
designed and built system, we are trying everything we can to compress this as much
as possible to reduce the delay in these uncertain times. If we can reduce it in any
way we will.
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Notes

L4

Fence type safety guard not required.

We will supply only the standard housing for the press infeed area.

All machine guards designed and manufactured by FSG will conform to the Machinery
Directive, providing an assurance that the guards comply as necessary with current
machine safety standards and Regulations.

» Press main motor due to arrive Friday 15t May. The motor was delivered to FSG and was
the correct size, but it was not UL compliant, so we have had to return it and the supplier
has told us we will receive the correct motor on the date above.

2% The holes for the flat heaters on the crank connecting arms have now been drilled. 3
We are now in the process of replacing the arms into the crosshead and setting them up.
We will then refift the crosshead into the Press and set it up.

> We are still waiting on some electrical parts to arrive and our Electrical build contractor is
able to come more than once a week now, but there are restrictions in our work area due
to health problems.

» The Kevlar belts have still not arrived from Italy and we have not managed to make

contact with them.
The UK producer of the belts has updated us with a delivery date of the first week in May.
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> The latest position is that as a business we are operating on as full a capacity as possible
in the current climate, but it is changing day by day.

» We have split our employees into smaller groups over the three-shift pattern. This allows

self-distancing whilst preserving output. All the support staff are working from home on a

rota, with @ minimum crew retained at the plant. We do have employees that have self

isolated.

We have a slight concern that the tool parts are in final grinding and this is where we have

some employees in isolation.

We had to remove the cross head after it was fitted and set up. The original design was to

drill holes into the crank arms and insert heaters. This would be done after the crosshead

was fitted. It was decided that this may weaken the connecting arms so we decided to go

with flat plate heaters. These heaters need to be mounted to the sides of each arm, and

they cannot be drilled in place, so we have had to remove the whole crosshead.
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= There is a video of a walk around the Press and Electrical panel which | will upload
to the link you have previously sent.

= Electrical work is still running over due to some issues between the panel and
drives. They are powered up but they are having issues setting the timings. HMI is
not inserted in the panel yet due to work around the press and the risk of damaging
it.

= All electrical hardware is on the Press, they have run the cables for the main
component so we can test the drives and timings.

= Tooling is now refitted in to the die set.

= The Electrical team are working all weekend to resolve the issues.
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