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[bookmark: _Toc172463200]Abstract
This report investigates the success of a project completed at TATA STEEL in Llanwern by using Kotter’s eight step model to critically analyse the project. It was found that integrating technologies such as Microsoft SQL and Spotfire to display a financial impact on a business can support in creating a sense of urgency for change. The reader will gain a sound understanding of the basics on how TATA STEEL in Llanwern functions and the structures of projects by using the A3 thinking tool and problem-solving tools such as the 5 whys and Ishikawa diagram. 

Despite some challenges faced throughout the project such as an inefficient identification of potential barriers the project was able to achieve significant short-term wins and deliver a financial gain to the business. A possible change for the A3 thinking pack has been identified to help a change project transition more smoothly. The findings also suggest that it could be beneficial to combine the ADKAR model with Kotter’s eight step model to have a balance between an employee-based model and process-based model. Overall, the report provides valuable insights into the strengths and weaknesses of the project and will help improve the success of implementing future change.
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[bookmark: _Toc119080828][bookmark: _Toc172463202]Introduction
The purpose of this report is to reflect on a project completed at TATA STEEL based in Llanwern. The project will be critically analysed, and the success of the project will be determined. The communication with the employees will also be assessed by applying Kotter’s 8-step model to determine whether it was efficient or if it had a detrimental effect on the project's outcome. The report was completed by using TATA’s internal project standards and problem-solving techniques such as the 3C’s and the 5 whys. This analysis aims to improve the standards of projects at TATA STEEL by critically analysing them. The findings can be communicated to the teams across TATA and benefit the technical team by improving their standards.

[bookmark: _Toc172463203]An introduction to the project
The ZODIAC (zinc and other development in alloy coating) is an automotive galvanising line owned by TATA STEEL based in Llanwern. Once a month, the ZODIAC produces two thousand tonnes of FF (full finish) product. This is the premium product produced by the ZODIAC which is for exterior car parts such as a front hood for customers such as BMW, Jaguar and Nissan. Quality is vital in this product which means it is inspected with vigilance by the employees at TATA. A system called compass is used which generates a coil ID specific to each coil that comes off the ZODIAC.

A J26 hold is automatically applied to a coil, which stops the coil from being despatched from Llanwern to ensure it does not reach customer without being assessed. A shift quality tech (SQT) will then review the defect map, and the coil will be sent to the AFL (automotive finishing line). The quality tech will give instructions to remove unsuitable defects from the coil, and then the coil will be welded back together. A new defect map will then be generated showing where a weld had been placed in the coil. The coil will then be film wrapped and export packed by the packing team. The coil will then be moved to despatch then a J25 hold will automatically be applied. A shift quality tech will review this defect map and determine the suitability for end use. They may decide to remove more unsuitable defects, reject the coil or release the hold allowing it to be despatched to the final customer. 
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[bookmark: _Toc166529570][bookmark: _Toc172061130]Figure 1- ZODIAC full finish process (TATA STEEL, 2024)

Upon analysis, it was found that the current process was causing a £25,000 loss per year in packing materials. This is because a coil is packed before the J25 hold is applied, meaning when a coil is sent back to the AFL packing materials are being wasted. If the J25 hold was applied before a coil is packed, there would no longer be a £25,000 loss on packing materials.

[bookmark: _Toc172463204]Problem solving
[image: A screenshot of a problem solving

Description automatically generated]The project complied with TATA STEEL internal project standards, which consists of using an A3 thinking problem solving sheet and the use of problem-solving techniques such as the Ishikawa diagram. This provides a clear definition of the problem, the target for the project and the expected benefits it will bring. The next section then brings together a variety of problem-solving tools to efficiently identify the true root cause of the problem. Once this has been determining the list of countermeasures and quick wins tool is used. This is a technique used to score all the identified countermeasures for the project based off: ease, cost and impact. These are sections that can be scored 1-10, with 10 being the most important and 1 being the least. Once these phases have been combined, it gives a concise plan defining how to close out the project.
[bookmark: _Toc172061131]Figure 2- A3 thinking problem solving tool (TATA STEEL, 2024)
[bookmark: _Toc172463205]Time management
[image: A graph on a computer screen

Description automatically generated]To help complete the project on or prior to the expected completion date a Gantt chart was used. This allowed efficient time management for all the next steps determined by the A3 thinking tool. Each task was given a start date and an end date with a progression bar to monitor the progress of each task ensuring the project was completed within a reasonable timeline. Each task that was labelled in the A3 problem project tool had a designated owner. The tasks were split between the technical team, the project owner and management within TATA STEEL, and it was the project owner’s responsibility to ensure the teams were completing these tasks within the timeline displayed.
[bookmark: _Toc172061132]
Figure 3 - Gantt chart for task monitoring (TATA STEEL, 2024)

[bookmark: _Toc172463206]Communicating the change to the teams
A vital part of the project was to communicate the change across the teams effectively. Before making the change, the packing teams were given a presentation on the proposed project with the ability to raise questions at the end. This allowed the teams to feel involved and to provide any concerns they have. Next, a quality communication was sent out by the technical manager of the department. TATA STEEL use a quality communication document which is sent via email to all team members to circulate important information and changes within the business. As shown in figure 4, background information is given to the teams explaining the requirement for the change, and then requirements are given at the bottom to ensure team members are aware of what they are required to do.
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[bookmark: _Toc172061133]Figure 4- Quality communication for the project changes (Thomas Burke, 2024)

[bookmark: _Toc172463207]Risk management
A major component of any project completed in TATA STEEL is risk management. When making a major change such as the suggested change in the project, there must be significant evidence demonstrating the change will not have a detrimental impact on the current process. If the proposed change were to fail, this would result in coils arriving at customer without being quality checked, which increases the risk of a quality complaint and a bad reputation for TATA STEEL. This could even result in a loss of orders or even a customer entirely which would then have an impact on the production of the ZODIAC, possible even causing the line to require due to a lack of orderbook. Due to the ZODIAC being a continuous line, idle time would result in a large loss of potential profit.

[bookmark: _Toc172463208]Testing the change in a controlled environment
The departmental managers and the senior team that are responsible for the coding behind the compass software were invited to a meeting by the project owner to safely test the change. The senior team can enter a simulation mode in compass, allowing a safe method to test any changes before they become live. It is fundamental to cover every possible scenario when testing changes and to document findings to prove the change is safe to become live. An FTE (first time event) document will store this information as proof of testing for change. 

[image: A screen shot of a computer

Description automatically generated]The departmental managers are also involved in the meeting to help identify possible issues and to raise any concerns. The testing was a success and there were no faults identified. Further details of the testing can be found in Appendix A.

[bookmark: _Toc172061134]Figure 5- Risk management via testing in the simulation mode in compass (TATA STEEL, 2024)
[bookmark: _Toc172463209]Literature review

[bookmark: _Toc172463210]Ishikawa diagram
The Ishikawa diagram was created by the Japanese scientist Ishikawa, who is a leading figure for quality circles and provides a structured approach to identify and gather potential causes for an effect. The Ishikawa diagram is considered an important tool for analysing problems and is also labelled the fish bone diagram due to the shape of the diagram (Salem, 2019). This tool is not used for root cause analysis but can help a team come together to identify problems caused by different situations (Wong, 2016). The seven main factors of this tool all being with the letter ‘M’: material, machine, method, man, management, milieu (environment) and measurement. This is a simple and powerful tool often used in the beginning of a problem-solving phase for a problem. 

The results are displayed in a structures and organised manor and different causes can be further analysed by combining different problem-solving techniques such as the 5 whys (Salem, 2019). In most cases applying this model in group combining different teams such as quality and engineering is the most effective way to find every possible cause for an effect (Chant, et al., 2009). There are many occupations that apply the Ishikawa problem solving tool when solving managerial or technical problems. Users have frequently found root causes that can further be analysed by other problem-solving tools to determine the true root cause (Botezatu, 2019). 

[bookmark: _Toc172463211]A3 thinking and 5 why problem solving
The 5 whys technique is one of the most widely taught approaches in problem solving in the healthcare sector. It is promoted by the WHO (the English National Health Service) and many other organisations (Card, 2016). Toyota mandates that its suppliers will perform a 5 whys analysis for any corrective action that is further require from their supply chain partners. The 5 whys is a relatively simple tool which can be a time effective method to identify the root cause of a problem (Miller & Maellaro, 2016). The 5 whys simply defines a problem and then the question “why?” is asked approximately five times. 

The A3 thinking report was developed by Toyota Motor Corporation and is now used by TATA STEEL for problem solving. This is split into seven elements: background, current condition, future goal, root cause analysis, countermeasures, implementation plan and follow-up actions. This helps give a direction to problem solving and guide to user into successfully identifying and rectifying the root cause meanwhile keeping a documented version of this work to refer to when required (Saad, 2013).

[bookmark: _Toc172463212]Organisational change techniques
There are many organisational change techniques that could be used to aid in analysing the project completed at TATA STEEL. Two possible tools are shows below along with the advantages and disadvantages of the models.
[bookmark: _Toc172463213]Kotter’s 8 step model
This model created by Kotter is relatively easy to understand and accept, providing action points in 8 steps. The model is also well presented with examples displayed by Kotter based on real-life examples which helps highlight where previous attempts of organisational change have gone failed. Given that “Leading Change” was a top seller amongst change managers and stakeholders, then the assumption must be made that they feel directly addressed by its content (Habashy, 2012). Kotter’s eight step model remains an excellent starting point for managers implementing change in their organisations, and applying the model will increase the likelihood of success this model should not be guaranteed as a technique to guarantee success (Gratez, 2010).

Despite Kotter’s change model being amongst the most popular of models created for organisational change it may be constructive to combine this technique with other models such as the emergent and find the best mix appropriate to the change being introduced.  (Todnem, 2005) provided evidence that the model can be successful in introducing change into the workplace particularly when the scope is to implement change in numerous areas. However, out of the eight examples of Kotter’s model being used in the workplace some skipped steps and still achieved good results, but the model fails to explain why or how this occurs. It was found a model such as PARIHS, which identifies a variety of factors influencing implementation, including facilitation activities that change leaders can employ (Harvey & Kitson, 2016).

[bookmark: _Toc172463214]The ADKAR model
ADKAR is an acronym that stands for five stages that are required for effective people change: awareness, desire, knowledge, stability and reinforcement. This is an effective tool for change on an individual level. This model is designed to support groups of people and the organisation itself through a change. The power of the ADKAR model is that if focuses on the root cause of failure of change. This helps to immediately identify where a process is breaking down and which elements are being overlooked (Jaaron, 2021). In a study to investigate the readiness of using nursing Kardex through by applying the ADKAR model, the ADKAR model was shown to be efficient and successfully contributed to the study’s conclusions (Kachian, 2018).

[bookmark: _Toc172463215]Comparison between the management change models
Both Kotter’s eight step model and the ADKAR model have a wide range of credibility and validity in being efficient management and organisational change techniques. The first few phases of Kotter’s eight step model are fantastic as it creates a sense of urgency and convinces employees why the change is needed. The ADKAR model focuses on the activities for achieving results and is more beneficial for integrating the management concepts. However, this model is limited when seeking large scale implementations failure to effectively understand and manage why change initiatives are labelled nebulous and trivial business. Both models are simple and easy to use however the AKDAR model is criticised for being overly simple. Due to Kotter having experience in large companies the approach is essentially top down meaning it’s not suitable for small organisations (Bekmukhambetova, 2021). It is difficult to decipher which technique is the most viable however Kotter’s eight step model will apply to the project better given TATA is a large organisation.


[bookmark: _Toc172463216]Methodology
The chosen organisational change method to analyse the project is Kotter’s eight step model. This will help aid achieving the aims demonstrated below by critically analysing the project following eight well-structured steps. Any flaws in the project can easily be highlighted. Furthermore, any good practice identified can be carried out in future projects at businesses and flaws will help show mistakes that could potentially be costly when introducing change.
· To assess the communication of the project to the necessary teams that will be affected by the change from the project
· To assess the success of the project
· To evaluate time management throughout the project
· To evaluate the risk management involved throughout the project and the monitoring methods used after the project was completed.

[image: A diagram of a change model

Description automatically generated]
[bookmark: _Toc172061135]Figure 6- Kotter's eight step model (Kotter, 2024)
[bookmark: _Toc172463217]Kotter’s eight step model
Kotter’s eight step model is an organisational change model written by John P Kotter to support businesses implicating change to the workplace. This is a popular approach and is gaining recognition amongst healthcare leaders in the US (Maclean & Vannet, 2016). Kotter depicts the change process as a series of eight steps that change leaders should follow to successfully implement change (Manag, 2018). The eight steps are shown below:

1- Creating a sense of urgency - one of the key methods to create a sense of urgency in the workplace is to set performance targets so high that they can’t be reached by conducting business as usual. This drives workers to go above and beyond. Also, sending communication demonstrating problems with customer satisfaction and financial performance to employees will create a sense of urgency with employees (Kotter, 2021).


2- Creating the guiding coalition – many transformations are often associated with one highly visible coalition. With the right level of trust and shared objectives the guiding coalition helps drive the change and lead teams at times of uncertainty. This will help employees feel more comfortable during the change (Kotter, 2021)

3- Developing a vision and a strategy – vision is essential as it refers to a picture of the future with some implicit or explicit commentary on why people should strive to create that future. By clarifying the direction of change, motivates people to act in the right direction and helps coordinate the actions of different people. This is important because often people disagree on direction or are confused and an effective vision and back up strategies help resolve these common issues (Kotter, 2021). Kotter provides the following steps to assist in creating an effective vision.


Table 1- steps to create an effective vision (Kotter, 2021).
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4- Communication the change vision- The real power of a vision is only unleashed when most of those involved have a common understanding of its goals and directions. The created shared sense of a desirable future can motivate and coordinate the kind of actions that create transformations. Feedback must not be ignored from employees as they will feel unimportant (Kotter, 2021).


5- Empowering employees- the purpose of this step is to empower a broad basis of people to act by removing as many barriers as possible to the implementation of the change vision at this stage in the process. If these obstructions are not removed, then it risks employees becoming so frustrated that they will sour on the entire transformational effort. This is because people become familiar with the original structure and change increasing the chances of mistakes if misunderstood which may lead to career consequences. Therefore, providing the needed training is a major aspect of this stage (Kotter, 2021).


6- Generating short term wins – Table two displays the importance of short-term wins when undergoing change. Short term wins are required to be visible, unambiguous and clearly related to the change effort. These are three major component that will help create beneficial short-term wins. This will display evidence that the sacrifices are worth it and positive feedback can be given to employees to increase morale (Kotter, 2021).

[bookmark: _Toc172061136]Figure 7 - the impact short term wins have on a successful organisational change (Kotter, 2021)
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7- Consolidating gains and producing more change – Irrational and political resistance to change are never fully dissipated. Even if the early stages are successful there is still risk of barriers. Questions are raised during this stage around the change being introduces and employees commonly become angers because of this. However, if channelled properly the questions raised can become extremely helpful. Leadership is invaluable at this stage and by driving compelling visions that they find personally relevant, they take the time to ensure the change project is grounded (Kotter, 2021)


8- Anchoring new approaches in the culture – Culture refers to the norms of behaviour and shared values among a group of people. Culture is important because it can powerfully influence human behaviour because it can be difficult to change. Also, as culture is invisible it makes it difficult to address. In many changes the core of old culture is incompatible with the change. This requires a lot of talk as without verbal instruction and support, people are often reluctant to admit the validity of new practises. A powerful guiding coalition and a clear vision can provide support at this stage by encouraging a new culture if it is required. Supporting the change by praising workers and identifying those who go above and beyond will help (Kotter, 2021).


[bookmark: _Toc172463218]Analysis 
[bookmark: _Toc172463219]Creating a sense of urgency
To create a sense of urgency, the technical team combined the software SQL and Spotfire. Microsoft SQL is used to pull data from websites and then Spotfire can be used to display line graphs and trends. The code used can be analysed in further detail in appendix B. Spotfire displayed the cost impact on the company and highlighted a clear issue in the current processes being used. This information was then presented to the packing team via a slideshow clearly demonstrating the need for change. This was an interactive session allowing workers to feel involved rather than having their views rejected. This makes workers less resistant to change as they feel their views are valued (Kotter, 2012).
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[bookmark: _Toc172061137]Figure 8- Spotfire graph demonstrating the cost impact of the current process on the company
Figure 8 shows the financial loss per week on wasted packing materials. This stage had been completed effectively as it creates a clear sense of urgency for the workers to drive the change. However, this was not without its drawbacks. During the time of completion for this project TATA STEEL are closing the blast furnaces at Port Talbot and have been discussing the possibility of closing three areas in Llanwern. This financial situation could have been used to further drive the workers to motivate them to drive the change to help save their jobs. Failing to create a sense of urgency can be the biggest error made in an organisational change project (Pollack, 2014).

[bookmark: _Toc172463220]Creating the guiding coalition
The packing team leaders were the chosen guiding coalition. As they are not on a management level and have a high level of respect from the packers they were identified as the best employees to lead the change. They can support the workers if they are unsure of what is required of them and help justify the need for change as well. The team leaders were the correct choice as they were the perfect fit for this role, making the employees feel comfortable throughout the whole process. However, as the packing team leader was trusted by management and the technical team, there was little monitoring by management to ensure the best practice and support was being given to the packing team. Monitoring this stage is one of the key steps to success and failure at this stage could risk a misunderstanding of the change completely (R.Todnem, 2014). 

Even though the guiding coalition was not being monitored, they still drove the change as they were required. Overall, a powerful guiding coalition was effectively chosen and a failure at this stage was identified as one of the key factors for failures in the change implementation process (Ganesan, 2017). However, this stage of Kotter’s eight step model has highlighted a clear improvement for future projects at TATA STEEL. This will help improve the success rate of change projects at TATA STEEL as further work can be done to support the guiding coalition in driving the change.

[bookmark: _Toc172463221]Developing a vision	
Due to an effective guiding coalition being chosen they were able to support in developing a vision for the employees. The management team, technical team and the packing team leaders set up a meeting to brainstorm a new packing procedure which implements the new change. This meant when workers were confused about the change, they had a clear set of instructions they could refer to when in need. This was an effective decision as rather than making workers feel stressed during the new change, they had support by their teams with a clear concise set of steps. However, there could have been frequent training sessions in place during the change to allow a smoother transition.

[bookmark: _Toc172463222]Communicate the vision
Once all teams involved in the change project had brainstormed to create the new procedure, the guiding coalition (packing team leader) were chosen to take the employees through the new process. As they were the expert, they could answer and questions and help to resolve any uncertainties the workers had. Settling any uncertainties contributed to the success of the project as uncertainty is described as a degree of doubt and can demotivate individuals to participate in the change (Laig & Abocejo, 2021). This stage displayed good practice and should be encouraged to be used in future projects. Despite creating a procedure being a simple task, the use of combining teams to brainstorm ideas and the guiding coalition to present the findings shows the high standards TATA are completing projects to. A quality communication was also sent to the necessary teams via email which is shown in figure 4. One possible improvement could be an interactive session with the packers, the allow them to raise any issues or concerns they have.

[bookmark: _Toc172463223]Empower others to act
The technical team at TATA STEEL missed several opportunities at this stage. Once the vision had been communicated the teams didn’t regather to identify possible barriers. This could have led to employees getting increasingly frustrated until the change is rejected completely (Kotter, 2021). Monitoring the workers morale during the change process is crucial to the success of the change, as if the new system is too complicated then the management team wouldn’t be aware. Despite a new procedure being a great addition for the project, extra training was not provided. This stage has highlighted some potentially costly mistakes made which can be circulated around TATA to improve future projects.

[bookmark: _Toc172463224]Short term wins
 The technical completed this stage effectively by communicating the cost savings the teams have achieved via the code shown in appendix B.  Figure 9 displays the cost savings the workers contributed to and shows the technical teams appreciation to the employees for driving the change. This made the workers feel rewarded and shows the hard work from the employees pays off (Kotter, 2021).
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[bookmark: _Toc172061138]Figure 9- Quality communication displaying the impact of the project (TATA STEEL, 2024)
The short-term win also highlighted that there were still instances where the procedure hadn’t been following leading to loss due to a waste of materials. This was a clear opportunity to increase the frequency of training that was missed, highlighting an area to improve on for future reference.

[bookmark: _Toc172463225]Consolidate
The cost was analysed monthly to identify any instances where the procedure wasn’t followed leading to a loss in packing materials. The packers were involved in a monthly review session and then the root cause of the waste was analysed. A monthly goal was set aiming to have no cost in packing waste. There was no change available to make after the process was implemented as it was functioning correctly therefore in this scenario this stage was completed correctly. However, future projects at TATA must analyse the new process attempting to identify any improvements or flaws in the process.

[bookmark: _Toc172463226]Anchor change
The team leaders remained the guiding coalition and to remove any chance of barriers creeping up, any employee who covered the packing team leader role was taught the same values. This meant that the change would remain functional even if the packing team leader is not in. However, after four months the focus on the project was lost, therefore the cost savings were no longer communicated. This could have led to the NEW process crumbling as workers could have reverted to the previous ways of packing. This stage has identified an easy way to improve the likelihood of success in change projects at TATA STEEL by monitoring change for a longer period. Celebrating success could have also been carried out for a longer period which would improve workers morale knowing their hard work is appreciated. This would retain a positive culture, and Kotter believed it required “a lot of talk” to convince the staff about the importance of the change at this stage in the process (Hackman, 2015).

[bookmark: _Toc172463227]Analysis of the results
Figure 10 displays the financial loss on wasted packing materials for the calendar year 2024. This shows a clear improvement in comparison to the £25,000 lost on packing materials in 2023 displayed in figure 8. There has been a degree of success to the project as the new structure has functioned correctly, which is backed up by figure 10. However, there was two separate instances where the procedure hadn’t been followed properly leading to a loss in packing materials. This meant that further training was required to ensure this event did not reoccur. There has now been six weeks since the last loss on packing materials meaning the latest training pack appeared to be more efficient. 



[bookmark: _Toc172061139]Figure 10- Money lost on wasted packing materials in 2024

[bookmark: _Toc119080832][bookmark: _Toc172463228]The project was communicated effectively to the employees by setting up regular meetings, emailing findings and creating presentations for the employees and allowing the employees to raise concerns or questions they had for the change. The project has demonstrated high standards in making the workers feeling involved hence reducing resistance to the change. However, as previously stated an interactive session on a personal basis between packers and the team leaders would have been beneficial. Doing this on an individual basis would mean packers would be more confident to discuss any issues they have faced.


Conclusion
To conclude, using organisational tools such as Kotter’s eight step model can be an insightful and beneficial method to critically analyse a project. The report has highlighted the importance of using software such as Microsoft SQL and Spotfire to display understandable financial impacts on a business. This software can be used to motivate teams to embrace change with little resistance. The guiding coalition was strategically chosen to be the packing team leader and due to their respect amongst the packers this allowed them to lead the change smoothly. This is a key example of good practice which should be used in TATA STEEL for future projects to increase the probability of a successful change without resistance. 

The development of a vision and clear communication of the new procedure to the packers provided the support they required during the transition. However, this stage was not without its faults. The guiding coalition was not monitored by the project owners, and if they misunderstood the change then this would lead to all employees failing to comply with the new change. This was a potentially costly mistake and provides a valuable lesson for future projects. The A3 thinking problem solving pack has shown to be a great method to define a problem and combine problem solving tools to identify the root cause. The project has opened the possibility of adding a section into the A3 thinking pack for the guiding coalition and a potential coach for them. 

Overall, this report has identified both the strengths and weaknesses of Kotter’s eight step model and provided valuable insights for enhancing future projects at TATA STEEL to help ensure both long term success and sustainability when a change has been made.
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[bookmark: _Toc172061140]Figure 11- Evidence the hold is no longer applied when ahead of ‘DS’
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[bookmark: _Toc172061141]Figure 12- Evidence the hold is applied when ahead of 'PK'
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[bookmark: _Toc172061142]Figure 13- Evidence the hold will not apply to material that is not full finish
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SELECT
COUNT(input_id) over (partition by exit_id order by yr desc, wk desc, dy desc,proc_datetime desc) ,
ROW_NUMBER() over (partition by exit_id, proc_datetime order by yr desc, wk desc, dy desc) as [True dups],
input_id,
exit_id,
yr as [Pack yr],
wk as [Pack wk],
dy as [pack dy],
right(packing_received,2) as [Actual pack 2],
proc_datetime,
packing_requirement,
LEN(packing_requirement)
,routing
,Pack Cost
,case when substring(routing,2,1)='B' then 'MA' when substring(routing,2,1)='C' then 'GP' when substring(routing,2,1)='D' then 'FF' ELSE 'MAZ' END AS [Prod]
,dbo.fnRota(proc_datetime,7) as [Pack Shift]
FROM LLCMLSQL01.MONI.DBO.UNIT_HIST
WHERE [plant]='PKP'
and yr>(year(getdate())-2)
and left(input_id,1) in ('B','M','F')
order by exit_id desc, proc_datetime desc

Pack before J25 cost 2024




Total	
2024	2024	2024	2024	2024	2024	2024	2024	2024	2024	2024	2024	2024	2024	1	2	3	4	5	6	7	8	9	10	11	12	13	14	0	0	0	83	0	0	0	80	0	0	0	0	0	0	
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Problem Solving

[itle [Scope (Locaton ara,ne, depariment boundares, tc)
Feduction in Unneccessary packing costs Cold Mill-Packing

[Process Name [Process Map Exist? [Start Date [Estimated Completion Date

Packing Yes 19102023 23012024
[Problem Description (il condiion] [Problem Category
45 of the calendar year 2023, there has been £21000 spent on packing for FF coils Guality Y| Waste and efficiency
Which have then been revorked and had their pack slripped resuiling in an v Cost Health and safety
nneccessary cost for packing This is due to the J25 hold being applied after (S i,
"Packing' and when the oo is sheadl of ‘Despatch. There has also been £15,000
spent on packing for coils that have had an export pack before the MET resulls. Moral Other

have been received. These coils have also been stripped and renorked resulfing in
more unnecoessary costs for packing

[Goal argetsonditio)

[Fecuce waste packaging material and reduce the amaunt of maney spert an
[packing material. It will lso decrease Lnneccessary packs which will increass the
amount of material packed.

[Expected Benefis (Hard sauings and sof sauings)

s of 2023, unneccessary packing costs has resulted in a total loss of £37,000 o the business. By
acfusting the packing process, as well sd the J25 packing process, it is expected that these casts will
reciice by alesst 5072, saving £18,500.

Key Metrics (ncude bselne snd mprovement gods]
Packing mterial usage dmount of material packet
50% reduction %% increase

Costof packing material
£18k saving

i) docurents o2 e SHached e N e g R s g 3703727 e oot bl ST

=

[Cause and Effect (Branstorming - Priortae th oauses)

[5 Whys (Brainstorming-Ash.wh i this occur?)
Why 1 Increased packing casts on FF
hy 2 Material being export packed before the J25 hold is placed
Why3 Auto-hald In compass is placed when ahead of DS
Why4 The code undrlying the compass J25 hold determines ‘DS 1o be the apy
Whys
[Catse Analysis Summary (Fiaiesnorde of mpartancs -7 Contbuian]

Vil sdirezzing his cauzel) sclve the problem permanerily?
il documents oo e et ed o N T i v o et et a7kl a7 e PRl eho e st
Prooseduith sohing the problem? [List of Countermeasures and Quick Wins (Bransorming Felate o the oot causes)
‘and Agreements (Explsin he reazoning btind the deison] Priority Ease  [Cost Impact  |Score
The first o things we will pricritis is the lack of the J25 process and ensuring Lack of J25 hold process g 5 10 4
cails arertt packed before receiving MET resuls. These are shawnta be the Ensure ooils are not packed before MET 5 10 g 4
Ihghest impact for the lowest effart in the ease impact diagram. Excess lifts 1 5 10 &
[Solution Desciption SO knowledige of retest procedure 7 10 8 561
1,25 process- Change J25 hold fram being applied when ahead of ‘D' to after a|Poor achererce to pack schedle 5 10 g 4]
coil s been film wrapped Ensure process is followed through with SOT's. Spread Costawareness to teams 8 10 8 64
2 Ensure coils arerit packed before MET resuls- Setup weekly call with Spurious instructions between shift manager and 7 10 g 56
cormmercial teams to beter schecue Fast racks and pricrties. Cornmercial knowledgs of pack types 6 0 7 a2
[Team Members
Name Role Name Role
Charlie Morgan Froject Onrer Allan Llayed Techrical Manager
Steve Pearce Project Sponsor Ancly Ress Techrical Specialist

‘Liam Hook Production Manager
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Background

A change within compass will take place to automatically
place a J25 hold on FF coils when the next processing is
‘PK’, opposed to the current ruleset of applying the J25
hold when the next process is ‘DS’.

In the current ruleset coils are export packed before the J25
hold is applied, leading to a cost of £25,000 per year in
excess packing materials where coils have been stripped
due to requiring further work at CI.

Currently FF coils that fail METS will be sent to Cl fora MET
discard before the J25 hold is applied. The new process will
allow MET referrals to be actioned at the same time as the
J25 hold when necessary to create a £34/T saving.

Also, after a recent complaint due to a knife cleaning mark
reaching Nissan, coils routed ‘DD’ will now automatically
receive a J26 & J25 hold to prevent this happening again.
Due to implications with creating an auto transfer for coils
routed ‘DD’ these coils still require manual transfers.

Requirements

« SQT to action J25 holds as usual
« SQT to action MET referrals as usual

« Inspectors to continue manually transferring FF coils
routed ‘DD’ to the AFL
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Coil M91827000 processed on AFL to become coil F70266000, a 125 hold was auto-applied as coil’s
GRN begin with ‘FD’ and
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Creating an effective vision

«  First draft: The process often starts with an initial statement from a single individual,
reflecting both his or her dreams and real marketplace needs.

* Role of the guiding coaltion: The first draft s always modeled over time by the guiding
‘coalition o an even larger group of people.

* Importance of teamwork: The group process never works well without a minimum of
effective teamwork.

* Role of the head and the heart: Both analytical thinking and a lot of dreaming are es-
sential throughout the activity.

* Messiness of the process: Vision creation is usually a process of two steps forward
‘and one back, movement to the left and then to the right.

+ Time frame: Vision is never created in a single meeting. The activty takes months,
sometimes years.

* End product: The process results in a direction for the future that is desirable, feasible,
focused, flexible, and s conveyable in five minutes or less.
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/ J25 hold changes

Background

Recently a change has taken place in compass changing
when the J25 hold is applied leading to the current packing
process to change. Since the change has been made, the
packers have successfully followed the new procedures
enabling the financial gain aspect of the project to come to
life. As of calendar year 2023, a cost of £25,000 was lost on
excess packing materials.

Post change the average monthly cost has gone from £2083
to £54. This value can still be reduced to £0 once all team
members have a sound understanding of the new process.
Thank you for your hard work in driving the change and
allowing the project to be successful.

Requirements

« Packers to continue following the procedure
provided to enable further financial gain
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First time events — Part 1

Cold packing production recording

Changed to remove previous rule to auto-hold J25, which was applied when a coil goes ahead of DS

and the coil’s GRN begins with either ‘FD’, ‘FN’, ‘DD’ or ‘DN’

Coils F70264000 processed with next process DS, NO J25 hold was appli n though the coil’s
N begins with ‘FD’ removed
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Coil M91768000 proce: on AFL to il F70270000, NO J25 hold auto-applied as coil’s
GRN begins with FC
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