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Abstract

The target of selected master thesis, "Efficient project launch in
automotive companies without R & D" is to map the problems in project
management in small companies without R & D in the Slovak Republic and in
case of confirmation of hypotheses suggesting recomandations for
improvement. The theoretical part describes in detail the history, overview of
project management and related business. It also aims to map the Slovak
automotive region, explain important concepts in project management as well
as clarifying the importance of R & D nowadays. Furthermore own work
based of the previous experience and the results of the questionnaire is
aimed at assessing the set of hypotheses, either to confirm or refuse them.
The sample of the companies, where a questionnaire was sent, has been
carefully selected to subsequently confirm the added value of the chosen
topic. If the findings will not to be implemented, then at least the
recommendations for improvement will be presented. All recommendations
coming out of the master thesis can serve as a guidance for people dealing
with new project launch or for people who need to improve their

competencies in project management.

Key words : project management, improvement, hypotheses, project launch,

automotive company, questionnaire
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1. Introduction

The automotive industry is a key industry and economic pillar in several
countries of Central and Eastern Europe. Car manufacturers use educated,
productive and relatively cheap labor and easy access to the Western
European markets as well as convenient location for export to the East. In
the automotive industry, thousands of people are working either directly for

the car manufacturers, or in the supply chain.

1.1 Background of the problem

No matter in which industry we operate, project management is the
driving force of the organization and strives to make the most of the invested
resources, because business and organizational results are achieved mainly
due to the successful implementation of projects. Conscious approach to
project management starts at the portfolio level, which is a materialized
strategic vision of the organization through a whole range of investments,
planned and realized. Good combination of strategy and project management
at all levels, that is at the level of portfolio, program and individual projects,
will cover the entire value-driven organization and secure proper
management at each hierarchical level. More and more companies and
organizations are aware that it pays off to invest time and money to build
professional project methodologies and processes that will ultimately reduce
costs and risks, improve efficiency and customer satisfaction as well as the
relationship between business parties involved, thus helping to build
competitive advantage.

As mentioned above, projects and programs are the engine of change
and build competitive advantage of the organization. All automotive
companies must consider project managementto be crucial for the
performance of the business, growth and organizational success. However, it
is confirmed by experience, that some organizations are not aware of the true
value of project management, despite the fact that the result of the project is

crucial for the organization. Organizations, that fail to manage the project to



its successful end, waste money and opportunities. Failure of the project has
an impact on the creation of competitive advantage and production capacity.
Whenthe stakes are high, then it is logical that the project managment can
not be underestimated, but it must be entrusted to highly qualified experts,
who will ensureexpected results of the project and thus the success of the
entire organization. Underestimating the importance of project management
by local production plants may be one of the explanations, why the project
success rate is declining despite the factthat there has been a
worldwideimplementation of processes in the form of approved
methodologies and best practices.

Within the automotive market, milions of euros are spent annually on
failed projects.The current market environment is characterized by fierce
competition, shorter product life cycles and shorter time between innovation.
Western companies now take knowledge of project management for granted
and routinely use it. If Slovak businesses wantto succeed in a highly
competitive environment, which was formed after our accession to the EU,
thenimplementation of good project management strategies is a necessity.
Projects are often a crucial part of the strategic management of the company.
Project management is a complex process that requires a professional
approach and support of top management of the organization, as well as
effective teamwork. The most important problems of Slovak automotive
plants can be detected based on the detailed analysis of thecurrent
situation.By using appropriate analytical methods,we are able to find root
cause of the problems and suggestthe recommendations to deal with them.

1.2 General statment of the problem

In this Master thesis we will focus on the identification and analysis of
the main problems of automotive production plants without R&D in the Slovak
Republic linked to the project management and factors directly or indirectly

influencing it, and on the definition of the proposals for improvement.



1.3 Main objective and partial objective of the thesis

The main target of the thesis is to analyze the project managementin
automotive production plantsin the region of Slovak Republic where R&D
activities are executed in the headquartersand offer definitions of
improvement proposals to eliminate main problems in the phase of project
implementation in production. Except for eliminating the current issues, the
implementation of the proposals can have impact on overall efficiency
improvement, employees environment and motivation and also on the final

cost reduction and it can enhance market competitiveness.

1.4 Hypothesis statements

Based on the literature research and previous personal experience, the

following hypotheses have been chosen:

* manufacturing plants are insufficiently involved in the projects prior to
their arrival to the plant

e production plants do not have available project documentation when
transferring the project to the plant

* most problems, that occur at the beginning of production (feasibility
study, timetable...), are caused by insufficient development

e local production plants do not feel like equal partners with the
headquartersand they consider them only production locations
(underestimating them)

* nobody measures overload of employeeson projects, overload feeling

e project management in manufacturing plants is being replacedby
operativ

« small to no evaluation of project success and weak capitalization
Lessons Learned

* people are not satisfied with the training program within project

management



1.5 Research methods

In this thesis, we have decided to approach respondents with
a questionnaire that was chosen as the main instrument for collecting
information on the research. The questionnaire is fast, economical, and the
process of collecting the required data can be made in a more efficient way.
Another advantage is more detailed statistical analysis of the results. It is
also possible to answer questions fast, which gave us more chance to collect
as much data as possible. We selected a closed questionnaire type, which is
less personal compared with the open one, and forces the respondent to
choose an option that is closest to their understanding of the issue. Within
the evaluation, this type of a questionnaire is more progressive and more
convincing. On the basis of an open questionnaire we would be able to say
more accurately what individuals think, but we would not be able to combine
their conclusions in homogeneous groups from which we can derive

a definition of the current status of the issue on the basis of the group size.

The questionnaire was created online and sent via e-mail sufficiently in
advance in order to have atime reserve for resending. More factors which
could have been an obstruction to filling in the questionnaire had to be taken
into account. These would be busy respondents, holiday period or sick leave.
A large number of respondents operating in car production companies in the
territory of the Slovak Republic were approached. Contacts were collected by
way of own resources from previous work of the thesis author in the
automotive sector, as well as with the help of previous contacts who did not
hesitate to provide help for this project. Combination of all these factors gave
us an opportunity to approach a wide range of respondents operating in large
companies, but also those several times smaller in terms of turnover. This is
what finally helped us to get a global picture on the issues and to offer

solutions to achieve better effectiveness.
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1.6 Questionnaire structure

The questionnaire that was used had a fixed structure. Its content was
first of all purposefully designed in a simple way and with a clear concept of
questions and their options. The goal was to offer respondents options to
answer naturally without long thinking, in line with their current opinion and

understanding of the issues.

For each hypothesis, one question was prepared with four or five
options for response. It was necessary to answer each question, otherwise it
was not possible to complete the questionnaire. The questionnaire was sent
in Slovak language and was designed so that respondents did not have to
invest much time to complete the whole questionnaire. Both the questions
and the response options were carefully selected based on the area that the
hypothesis was related to, and thoroughly discussed by several parties until

their final version.
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2. Review of the literature

2.1 Automotive industry in Slovak Republic

The automotive industry is one of the key industries and economic
pillars in several countries of Central and Eastern Europe. The sector has
been a major source of foreign direct investment in the region for 25 years.
Car manufacturers use mainly productive, educated andcheaper
labor,compared to western countries. There is also a quality connection to
Western European markets as well as a convenient location to export to the
East.

Nowadays,Slovakia isan important strategic partner for the global
automotive industry, and produces the highest number of cars per capita in
the world. Its position is mainly due to the presence of
threemodernautomakers plants Volkswagen (Bratislava); PSA Peugeot
Citroén (Trnava) and Kia Motors (Zilina) and global supply businesses.
However, we must mention also the Jaguar Land Rover (Nitra), whose
construction is planned for 2016 and is considered as one of the largest
investments in the last seven years in Europe. First cars should roll off the
production line in the middle of 2018, which will strengthen the position of

Slovakia in the automotive industry.

Slovakia's integration in the global automotive markets and the
development of atomotive industry started in early the 90's. It all started with
German automaker’scompany Volkswagen AG, which launched a factory for
car production near Bratislava in Devinska Nova Ves.This significant
investment helped with the development of Slovak economy after the demise
of industrial production that Slovakia was known for. Arrival of automotive
company Volkswagen in Slovakiastarted to automatically build the supply
chain, which meant arrival of more investments into the country. Slovakia
thus began its new way of industrial production in the motor transport
industry.Other significant investments in the automotive industry followed in
the years 2003 to 2005, due to the arrival of two other global automakers

12



PSA Peugeot Citroen and KIA Motors. These car manufacturers have

chosen Slovakia for its good location and transport infrastructure.

After the launch of production lines,the car production in
Slovakiaincreased so much, that Slovakia automatically ranked among the
first 20 world producers. In 2015, the number of passenger cars produced in
the Slovak manufacturing and assembly plants, stopped at number higher
than 1 000 000, which represented an increase compared to 2010 by almost
70%,about 400 000 more cars.These data indicate that Slovakiaproduced
178 cars per 1,000 capita and the country became the largest producer of
cars per capita in the world.In Figure 1 we can see the evolution of increased
car production in Slovakia from 2005 until planned for 2020.

5005 NN 218349

2006 S 295 380

2007 | 571071

2008 S 575 776

2000 S 463 140

2010 SN 561933

2011 S 639 763

201y T 926 555
2013 M 987 718
2014 I 971 160

2015 IR 1 040025

2020 Forecast — 1350 000

Figure 1 - Car production in Slovakia
(http://www.sario.sk — accessed on:04.07.2016)
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In the next figure,we cansee the current status of car production per

capita in each country as wellas forecast for Slovakia until year 2020.

249

P & & & F R TFEE TS

Figure 2- Car production per 1000 Inhabitants in Slovakia
(http://www.sario.sk — accessed on: 04.07.2016)

In the beginning, it was mentioned, that the automotive industry is a key
sector of our industry. Of the total industrial production, the production of
motor vehicles is nearly 30%. The largest players in this industry are not only
Volkswagen, Kia and PCA, but also their entire supply chain. Currently, the
total number of suppliers in the supply chain (categorized by network type as
Tierl, Tier2, Tier3) of Slovak automotive industry registers 254 direct and 54

indirect suppliers.
In Figure 4 we can see the locations of suppliers Tier 1 and 2 in

Slovakia. It is known that most of the suppliers are located in Zilina, Trnava

and Bratislava region and it is confirmed by thisdistribution map. In the near
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future, more suppliers will come to Nitra region due to arrival of Jaguar Land
Rover car manufacturer.

ETer-1
W Ticr-2
ler-3
Ini
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Figure 3— The number of companies in each tier category
(http://www.okba.sk — accessed on: 02.07.2016)
Automotive Suppliers in Slovakia
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Figure 4— The location of companies in each tier category (red dot for Tier 1
and dark blue dot for Tier 2 supplier)

(http://www.sario.sk — accessed on: 02.07.2016)
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2.2 Definition of the terms project, project management, R&D

Project

“A project is a problem scheduled for solution.”
-J.M.Juran

Quote above is also one of the options, how to explain the meaning of
project,but the simplest definition of the project can be understood as a set of
organized activities that have a beginning and an end.The project can be
seen as a timed event, performed in varying environments with a particular
purpose. It consists of organizational and technological follow-up activities
carried out within the given limitations of duration, costs and resources.We

can say that is significantly different from normal operations.

V. Dolansky et. al. (1996) is saying that due to nature and
characteristics of the implementation of projects, it is not easy to determine
an absolutely clear definition of a project, which would take into account all
aspects of the project. Therefore, we describe a few more from multiple
angles:

» It is a working process towards achieving the set objectives and the
project goes during this process through several phases and stages.

* Itis a unique set of activities, which may differ from the routine ones
by target's orientation and also by content.

* Projects not only in the automotive industry require a shared effort and
abilities of experts in various fields, because achieving the target state
often brings new and unique problems.

» Each project has a temporary format, although it may take a very long
duration. All the necessary human, material and financial resources
are planned and managed only to meet the objectives of the project
and after its attainment they are automatically terminated.

« Oftentimes, the project is seen as an effort to bring change, during

which, a series of activitiesis conducted, leading to the introduction of

16



new technology or a new product. The objective must be achieved

within the planned costs and resources, within a limited time and it has

to achieve the desired quality characteristics.

According to Korenko et. al. (2014)a project can be characterized by

several attributes:

Purpose - project activity has a predetermined outcome. It is
divided into sub-tasks that must be completed in order to achieve
the project goals. The project calls for the coordination of
management scheduling, interaction between inputs and outputs,
costs and often must be coordinated with other projects.
Correlation -an ongoing project usually has links to other projects
and also has a relationship with other standards and processes in
the organization. Project cooperation between departments is
needed and they have clearly established connections with the
project.The project leader has to maintain these relationships and
deal with the relationship with the other environments.

Conflicts- anyone who ever led a project and was responsible for
its completion probably already knows this word. All parties in the
project, whether its s customer, organization or public,have
differently defined objectives and interests. Someone wants
change, someone profit, someone has other priorities. In every
project itis necessary to reduce conflicts in the allocation of
resources and managerial competences.

Unigueness - almost no projects are completely identical and
everywhere we find elements that are unique. We mostly deal with
it in the automotive research and development projects. Diversity
of project is automatically associated with the existence of risk.

Life cycle - all projects are characterized by life cycle. They begin
with a slow onset, later gaining in importance during the
construction process and after the target is completed they are

closed.
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Project management

When we want to understand the historyof project management
development, we have to go far back in past. The Cheops pyramid in Egypt
was completed in Egypt 3000 years BC. According to experts this incredibly
difficult work would not be effective without planning, organization and
control.Project management is often seen as a philosophy of project
management approach with the defined objective that must be achieved in
due time, with defined costs and the required quality.lt has its own
peculiarities, which must always be respected, as their underestimation or
ignorance can lead to substantial economic losses. Increase the importance
of project management to ahigher extent of globalization and
internationalization of the automotive international environment is increasing

its importance.

Verzuh (2011) says that main project management understanding
begins with project environment understanding and every project requires
project management. Correct project management goal settingand thoughtful
planning of their implementation substantially increase the performance of
companies in project execution. Many statistics from project management
show that as long as the organization is not paying enough attention to the
planning phase, inconvenience and complications occur in the next stages of

the project.

According to Majtan (2009),the core of project management is a magic
triangle which always consists of deadlines, costs and quality.With these
three parameters, the evolution and success of a project is measured. To
maintain thebalance is not easy and it is said that it is one of the biggest
challenges to master, that requires several years of managerial experiencea
proper assessment of the situation.In reality, there is often a distortion of one
of the parameters, and while trying to rectify it, it often leads to a deterioration
of another parameter output, that could significantly jeopardize the continuity

of the project.
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Quality

Time Costs
(milestones)

Figure 5— Magic triangle of project management
(http://managementmania.com — accessed on: 13.08.2016)

Project management in today's concept was created about fifty years
ago andsince then, it has developed a variety of tools, methods and
techniques, including the area of project planning and realization. The first
official company for project management was founded in Zurich.It actively
began its operation in automotive industry few years later.Verzuh (2009) says
that some of the techniques from a high level can be grouped into one
diagram called three project management functions. Definitionrepresents an
approval of the project while planning representsall gathered details on how
to meet the project’s goals, within the given constraints.The last point control
includes all actions that help the project to respect the project plan and
manage deviations, if identified. Here we have progress measurement as a
feedback mechanism, communicationfor keeping all the participants
coordinated and aware of all changes and progress, and the last one

iscorrective actions, definition and implementation.
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DEFINITION CONTROL

-Risk log
-Schedule
- Budget

-Statement of work
-Responsibility matrix
- Communication plan

Feedback, changes and corrective action

Figure 6— Project managing functions

R&D

R&D is a well known abbreviation, with whichalmost everyone meets,
who works in the area that needs to move forward. Research and
development is also known in Europe as research and technical
development. It is a general term for action and activities in connection with
governmental or corporate innovation.Research isused to identify new
knowledge and ideaswhile development turns the ideas into specific products
or processes.Industrial R&D began to have a more global character in the
fifties and sixties, but only in large multinational companies. Access to
technology and markets in the nineties allowed the expansion of R&D
globally into asmaller companies. Akhilesh (2014) says that research and
development department is a veryimportant field of management
discipline.lnnovation and development of new technologies is highly
competitive advantage of the nation as well as the organizations. The overall
organizational performance and growthis contributedby research and

development activities.

The effort of mankind since beginning of time has led to the
development of new and improved goods and processes. The need for
improvement of not only development, but also the research is nowadays
one of the most discussed issues not only on the university ground, but also
in the business environment.Despite the fact that Slovakia is gradually
becoming an automotive superpower, the question ofresearch and
development is still lagging behind.According to domestic and foreign
statistics, it is located on the bottom of the rankings. According to Svac

20



(2008),especially for the last 15 years, there were flawed policies regarding
research, development and innovation in Slovakia.Awell managed unified
concept of the regulatory environment is needed, with a clear set of
objectives and appropriate resources that could lead to harmonization of the

current problems.

Jain (2010) says that there are lot of challenges in R&D, which can be
classified as external or internal.Regulators and regulating agencies, such as
enforcement, policies of the government, belong to the external challenges.
Usage of protected or scarce resources and sustainability following the public
concern about environment is another challenge. In product design, research
and development department needs to consider these external aspects.
Effective execution of the project, competency development, resource
mobilization, allocation of resources and at the endfastconversion of ideas
into production services are factors influencing R&D from the internal point of
view. Apart from the above internal or external aspects, it is necessaryto deal
also with other challenges R&D managers face. They need to face
challenges when making effective decisions on developing or buying new
technologies, attract and retain top talents andset short- and long-term

priorities.

2.3 Project planning

Well know statement “the project should follow its plan.” describes the
follow section . Basic flow of automotive project planning is oriented on
process, but mostly on customer satisfaction. The figure 7 explains the
principles of project planning while applying the PDCA approach.
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Feedback Assessment
and Corrective Action

Plan and Define

Product and
Process

Validation Product Design
and Development

Process Design
and Development

Figure 7— Project quality assurance planning
(Advanced Product Quality Planning - 2008)

The process of project planning in every sector is an integral part of
project management.The main task of project planning is to set objectives
and create a way to bring us there.The planning process of project is one of
the most challenging parts of the project, which may greatly affect the whole
effect of its realization.Good project planning is essential key for success.
Despite this fact there are still companies even in the automotive industry
that sometimes underestimate planning and replace it by operative approach.
A lot of managers from this environment talk a lot about planning, but the
reality is that they focus more on serial production, quality claims solving or
payment of parts sorting due to a defect detected by the customer. The truth

is that every organization needs a good methodology for planning projects if
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it is to be successful. Lewis (1995) states, that the vast majority of project
management is focused on tactical planning. Nevertheless, if company
choose the wrong strategy, tactics do not help us much. It's the same as

when company choose the right approach to solve the wrong problem.

Before we get into the project life cycle, it is necessary to get throught
preliminary phase when the supplier wants to get the project from the

customer. Following questions needs to be answered:

* Where and in what situation are we in?
» For how much money it’s worth to do it?
* Do we have the required resources for the project?

* What risks needs to be considered about this project?

Planning in automotive sector typically contains these steps and

activitieswhich may vary by customer and the tools used in planning:

» Define the problem to be solved by the project — In this section needs
to be specify the target state of the project. Clearly define objectives
and establish a framework strategy. We can include here project
activities and also required technical parameters.

* Develop a risk management framework — The three main steps have
to be as follows: identify, evaluate, define actions and control.

* Develop a description of the work using a work breakdown structure
(WBS) — it is a tool used toidentify all tasks in a project. Sometimes it
is referred as a task list.

* Prepare the project master schedule and budget - Like scheduling of
all milestones, budgeted planning is also very important in planning
activities. Milestones must be designed so that they reflect the most
important events in the project and close each project phase. Planning
costs must be as accurate as possible and must count with all the
sources that you need for the project.

e Establish a project team, the hierarchy and the necessary knowledge -
At this point it is necessary toselect the right team of people, taking

23



into account individual knowledge, experience and also provide clear
definition of competences.

e Get the plan approval by stakeholders — It is very important to inform
stakeholders about the plan.

According to Advanced Product Quality Planning (2008) all phases of
product project planning should be linked as follows:

Concept
Initiation/Approval
Program
Approval Prototype Pilot Launch

i Planning Planning é
Product Design and Dev. \
] 1

1 1
Process Design and Development

|
|
Product and Process Validation
Production
g Feedback Assessment and Corrective Action
PRODUCT PROCESS
PLAN AND DESIGN AND DESIGN AND PRODUCT FEEDBACK
DEFINE DEVELOPMENT DEVELOPMENT AND PROCESS ASSESSMENT AND

PROGRAM VERIFICATION VERIFICATION VALIDATION CORRECTIVE ACTION

Figure 8— Quality assurance planning chart in project management
(Advanced Product Quality Planning - 2008)

First phase, planning and defining program, deals with linking customer
needs and expectations with planning. The first step in the planning process
must ensure that the expectations, requirements and needs are understood.
Inputs and outputs at each stage may vary depending on customer needs
and expectations. The following inputsshould always be in the first phase:

» Customer voice and inputs

* Product / process benchmarking and assumptions

24



* Reliability study of product

* Business plan and marketing strategy

The outputs of this phase are the following:

* Preliminary bill of material, process flow chart and listing of special
characteristics

» Design, reliability and quality goals

* Product assurance plan

 Management support

* Product assurance plan

The above outputs are inputstothe second phase of product design and
development. At this stage, all design features and characteristics are frozen.
There is a need to carry out a preliminary analysis to assess the feasibility
and potential problems that could threaten the product at the manufacturing
stage. According to Advanced Product Quality Planning (2008) this
phasegenerates APQP and design inputs for the next phase, which are as

follows:
Design:

 DFMEA - Design Failure Mode And Effects Analysis

» Design verifications, reviews and design for manufacturability
* Engineering specifications and drawings

» Drawing and specifications changes

« Control plan

* Material specifications

» Process and product special characteristic
* New facilities, tooling and equipment requirements
* Requirements for gages

« Management support and team feasibility commitment

25



Afterwards the phase of design and development process follows and
operates with the outputs of the previous phase. At this stage, everything is
focused on the main features of the production systemdevelopment and its
monitoring and management. Production system must be adjusted to meet
the customers requirements, needs and expectationson final product quality.
In this section, outputs for the validation phase of the productare created in
this list:

« PFMEA - Process Failure Mode and Effect Analysiss
* Process instructions and flow chart

* Layout of floor plant

* Measurment System Analysis Plan

e Pre-launch control plan

*  Management support

» Characteristics matrix

« Standards and specifications of packaging

* Preliminary process capability activities

* Process and product system review

The above elements are used in the penultimate stage of product and
process validation. It is necessary to carry out a firstproduction test to verify
that the production process is able to produce parts according to customer
specifications and in required quantity. If some risks are identified that might
jeopardize quality of product, we must eliminate them before serial
production. From this phase inputsemerge, that will be used later for

feedback, corrective action and review. They are as follows:

* Production control plan, validation testing and part approval
» Significant production run

e Measurement system evaluations

« Packaging evaluation

* Preliminary process capability study

» Sign off andmanagement support
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Product quality planning can never end only with the validation of
product and process. As the last and very important never-ending step,
activities related feedback, corrective actions and assessmentmust be
carried out. Process should focus on improving customer satisfaction,
delivery and service, reducing its variability and especially the efficient use of
acquired knowledge.The phases and inputs may vary depending on the type
of the final customer. In the picture below we can see an example of quality

assurance planning flow in practice.
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Figure 9 — Example of quality asurance planning chart
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2.4 Tools of project management

Feuntes (2013) says, thatin recent years, methods of project
management achieved great development and application. It can be said that
their classification is still not settled, but nevertheless they can be divided:

* according to the application stage
- tactics
- strategy
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- evaluation
- implementation
* according to project concepts
- ideological
- technical

- business and engineering

One ofthe most powerful technique in the project management isthe
work breakdown structure also known by the abbreviation WBS.WBS has not
been developed for the automotive industry, but for the Navy in the United
States in the fifties. After its defining by the Project Management Institute, it
began to expand globally, and today it is an irreplaceable part of project

management.

According to Rosenau (2007) the truth is that we may understand our
project well enough to balance itsquality, schedule andcosts elements, butwe
also need to understand itsphases, which means to be able to break it down.
And that is exactly what this tool allows. Decompose the project task into its
smaller manageable tasks.It is especially suitable for the implementation of
demanding, large-scale projects where it is necessary to have an overview of

all phases, tasks, subprojects and subtasks.

Render (2014) says that the typical WBS has three to six phases, but
we have to say also that the one important question to ask is, when to stop
breaking down the work. The general consensus is, that you stop, when you
reach a point at which you can estimate the desired degree of accuracy or at
which the work will take an amount of time equal to the smallest units you
want to schedule.On the following picture we can see a simple example of
work breakdown structure focused on new car project where each cell has its

own work breakdown structure which is not displayed.
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New Car Project
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Figure 10— The work breakdown structure example of new car project.

(http://www.conceptdraw.com — accessed on: 21.08.2016)

Work breakdown structure is just one of many tools and techniques
used in project management which divides projectinto various project

activities.

2.5 Control and project management

The main commitment of every project is to satisfy stakeholders. The
judges of each project success are the people who pay for it. Therefore,
every effort should address the fact that at the end of the project these
people are satisfied. This goes hand in hand with what is expected of a
project manager - the person responsible of managing resources in such
away, that project objectives are achieved. Each project needs to be

controlled and managed to avoid its not runningon planned schedule.

According to Travnik (2012), plans tend to beinaccurateright from the
beginning. They are actually models that try to capture the exact progress of
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the project during its course. In the figure below we can see a simple flow

diagram of the main elements of the control and management of projects.
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Figure 11 — Project management scheme

(http://lwww.itplanning.org — accessed on: 12.08.2016)
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Management and control of the project is in the automotive industry
seen as a complicated process. If we just looked at them through the life
cycle phases we could miss important links, sowe take a closer look at the
following points, without which we could not bring the project to a successful

end.

Controlling of project tasks achievement

During the control of individual tasks we must be really sure that
obtained information is correct. We can check this several ways.

« Communication with project team, with the client and the management
for the fast exchange of the mostimportant informationat the right
frequency..

« Unannounced, scheduled and thematic meetings to discuss necessary
issues with a predetermined program and the final meeting minutes as
a output.

* Filling control documents pertaining to the project.

Change management

One of the most common project failureis constant occuring of changes
and new requirements.The changes are and will be a part of every project
and need to be managed. They can not be denied or ignored.The changes
are almost always necessary, and each must be properly documented. Very
often it is necessary to change the requirements for the product as a result of
failed tests or the terms and conditions between the suppliers or customers.
These are just a few examples. There can be many more reasons and they
always depend mainly on the complexity of the project.It is very important,
before starting the project, to approve the change management process and
subsequently to follow agreed steps. Resistance is generally accompanied
with every change. It's quite common because with every change comes

more work and more responsibility,especially in automotive companies,with
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insufficient money resources, whereworkload of employees coulda big
problem.The changes, that are frequently encountered as a result of poor
planning of the project, may be caused by the complexity of the project and

inexperience of workforce.

Risk management

Nowadays the risk management is the prerequisite for successful
completion of each project.This is an ongoing iterative process that takes
place from the initial idea to the end of the project, what means all phases of
the project lifecycle.Responsibility for risk management in the organization
must be distributed within the whole project management department.The
risk has always been, is and will be. It is actually a natural part of every
project. It is necessary to know it well and as deep as possible to manage
and eliminate it. Taylor (2007) says that each project is unique and therefore
there is no universal list of risks. The project also involves a large number of
people. It's a big social system and a lot depends from the actual relations.
From experience we can say that most of the project risks are associated

specifically with the technical and costs factor. The basic potential risks are:

* Risks related to the organizational structure of the project
* Risks associated with suppliers
» Risks related to project management

* Risks associated with the technical requirements of the project

The image below is a simple diagram of how risk management works in
a project. In the first point, it is very important to identify risk with the tools for
this purpose. Then we have to analyze the risk and in step three we will
attempt to remove it or eliminate to the minimum. The last step is very
important and means to control risk. There are lot of tools used in automotive
risk management process for risk identifying or reducing. The best known
and most used are FMEA, DOE.
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Figure 12 — Risk management process flow
(http://www.moelichpm.com- accessed on: 17.08.2016)

Project quality management

Project Quality Management deals with the project requirements,
including product requirements and evaluates if they are validated and
met.We can say that it is the approach, whichproposes the necessary
objectives, resources and provides organizational structurefor the creation of

the product.

Sunchez (2007) says, that there are three main project quality
management processes, which interact with each other.It includes all the
features and management activities, that participated in the making of quality
policy, objectives and responsibilities. They are realized through planning,

quality improvement within the quality system and operational management.
* Plan quality management - The process of aggregating all standards
and requirements related to the products and the determination ofhow

these conditions are fulfilled.
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Perform quality assurance - Activities carried out in order to ensure

the production of parts based on the customer requirements. The

quality

is produced and not control.

The verification of the

measurement results is quality control. Namely verification through

control if quality assurance was really effective.

In the next picture, the particular processes with techniques and

methods pertaining to them are described, which are normally encountered in

automotive project management quality.
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Figure 13 — Project quality management overview
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2.6 R&D responsibilities in the project

It is known that the starting point for any project is to determinate the
ultimate goal. Customer aproach in the automotive industry in respect to R&D
department says, that its ,customer” is the production and it has to produce
innovative solutions in the required quality, quantity and time. R&D must
always be subordinated to the future strategy of the company.The main
functions of a research and development department are to integrate in new
project existing previous product updates, quality controls and innovation.
The functions of this department are also closely related to the functions of
the production and other divisions or departments. It is very important to
cooperate with technical departments as maintenance, production, quality
controlas well as with the support departments, marketing, sales. The
department is crucial in developing new products through projects that are
competitive through the experience andmarket research.Project success is
highly dependent on the final product, which means the way its
designedandhow are designed the actual processes of production.There are
many responsibilities and tasks in relation to the project and final product. To

the most important belong:

* Support the project launch

* Development of innovative solutions for customers

* Improve and correct the product(function, weight reduction, etc..)

» Gather all legal documents, including laws, regulations and patents,
that are necessary for determining the projects feasibility

* Implement functional needs into specifications

» Help understand and analyse the positioning of theservice andproduct

e Set up the test and validation phases
Sometimes it is necessary to participate in benchmarking activities and

test competitive products to get relevant information thatwe canapply later on
to product specifications.Also one of the daily task is to gather any business
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intelligence as patents andtechnologies to identify new scientific trends and
strategic planning.

2.7 Production plant responsibilities in the project

Responsibilities of the production plant are oriented towards successful
introduction of a product into production as much as possible. All
responsibilities starting from the management up to the last person in the
production are directed in this way. From the outset, it is very important to
focus on elimination of any negative factors that could arise as a result of
a failure to handle the pre-production phases and that could affect the end
product. In a production plant, production verification phase and a phase of
release into serial production takes place. A customer who validates
a product and process by means of an audit is fully involved in the first phase
following an internal verification and testing. If everything goes well in the
second phase, it is followed by release of serial production and the
associated feedback, final assessments and corrective measures in case
shortcomings are detected. Responsibility of the production plant in these
stages is to have serial tools, atrained production launch team and, in

particular, performance standards of production.

In phases where the production plant starts to participate in the project

in full, we can define these fundamental responsibilities or tasks:

» responsibility for production tests;

e measurement system evaluation;

» drawing up of provisional proficiency tests;

» approval of parts for serial production;

* supervision of validation trials of serial production;
» responsibility for packaging;

* responsibility for control plan;

e supervision of layout of production premises;
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responsibility for approval of quality planning and
management support;

continuous reduction of variability;

improvement of customer satisfaction;

improvement of supply and service;

continuous work with PEMEA

continuous
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3. Research results, analysis and evaluation

116 people were approached, who work in the automotive production

plants in Slovakia. In the table below you can see the list of selected

production plants.Of these 116 approached people, we got 64 responses

which representsa sample of 55.17% responses. Research was made

through previous contacts, some of who also patrticipated in the questionnaire

circulated to be able to collect as many responses.

Plant Focus on Location Headquarters
ESNASA stamping and welding Leopoldov Spain
ESTAMP stamping Zlaté moravce Spain
FARQUELL stamping and welding Nitra Spain

MIBA brake components Vréble Austria
FAURECIA dashboards and dbumpers Hlohovec France

ZF shock absorbers Levice Germany
PROKES rubberized components Oravska Jasenica Czech
FAURECIA seatings Trnava France

ZF powertrain module Trnava Germany
FAURECIA interior and exterior systems  |HIlohovec France
VISTEON components for dashboards NITRA USA

MIBA steel discs Vréable Austria
Johnson Controls seating systems Lucenec USA

MIBA components for body and chassis Dolny Kubin Austria
HELLA lights Bénovce nad bebravou |Germany
PLASTIC OMNIUM bumpers, spoilers Lozorno France
Inalfa Roof Systems  [sun-roof systems PieStany Netherlands
SAS Automotive cockpit assembly Bratislava Germany
Kongsberg Automotive [components Vréble Norway
OSRAM lights Nové Zamky Germany
MAGNA exterior and interior mirrors Nové Mesto nad Vahom |Canada
TOWER Automotive |metal components Malacky USA

TRW Automotive safety systems Nové Mesto nad Vahom |Germany
LEAR Corporation seating systems Voderady USA

DURA Automotive Body & Glass Systems Stupava USA
SEMECS Electrical components Vréble Netherlands

Table 1 - List of selected production plants
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3.1 Research results

Question 1: Is your plant sufficiently involved in the projects before

their arrival in your plant ?

Plants cooperation

M Itis fully interested, we have
all the necessary information

M It is not interested at
all, missing communication

It is interested only partially, it
is necessary to improve
cooperation

B | don’t know

Figure 14 — Plants cooperation

To the first question many people (60.93%)answered, that the
cooperation between plants is not sufficient and must be improved. 14 of
respondents said that all works as it should (21.87%). The rest
(10.97%)claimed that they are entirely not involved in the project until its
arrival at the plant.

Question 2: Do you have available all the project documentation when

transferring the project to the plant?

The second question focuses on the exchange of documentation
between plants in the project transfer phase. We received the following
sample of responses, which was more or less balanced. 37,5% (24
responses) responded that project documentation is always incomplete. 25%

said that they will receive full documentation after additional request. More
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than one third (34,37%) always have all the documentation and only two
responders do not have any documentation available after the project

transfer phase.

Documentation flow

M Yes, we always have complete
necessary documentation

B The documentation is not
always complete

= The documentation often gets
to us after an additional
request

B No, we do not have available
documentation.

Figure 15 — Documentation flow

Question 3: Where do you think the source of the problems is, which
you experienced in the start of production?

Source of the problem

M Inadequate product
development and the
resulting frequent

modificatjons.
m Underestimating of product

feasibility in the design phase
(process)

M Launch Team

B The production in the plant
itself (production)

m Other

Figure 16 — Source of the problem
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In this question we focused on finding sources, respectively root causes
of the problem during the project start of production at the plant. Two options
got almost the same number of votes. 18 people (28.12%) chose
"Inadequate possibility of product development and the resulting frequent
modifications” and 19 people (29.68%) chose the possibility of
"Underestimating of product feasibility in design phase (process)". Response
"Launch team" received 13 votes. "Actual production in the factory" got 8

votes (14.06%) and 7.81% of the people chose other sources.

Question 4: Do your colleagues in the headquarters consider you equal

partners?

In the fourth question we focused and obtained answer to the question
"Do your colleagues in the headquarters consider you equal partners?”.
Possibilities for a response were four and were answered with the following
percentage.42,18% (27 votes) feel as an equal partner to the headquarter
plant. 34.37% think that they feel equal, but it depends on a particular person
in the headquarters. 22 people responded like this. 21.87% (14 votes) think
that they are not considered equal partners and are considered only cheap

labor. The rest 1% (1 vote) could not say.

Equivalency between plants

M Yes, we feel to be equal

1

B Depends on the particular
person

We are clearly
underestimated and
considered cheap labor

M | can not say

Figure 17 — Equivalency between plants
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Question 5: How is your overload evaluated on projects within your

work?

Evaluation of employee workload

B At the beginning of each project the
estimated time overloadness is
approved

M There are certain estimations of
workload related to the new
project, but it is not enough

Nobody is evaluating employee
workload on new projects, and as far
as it is possible, the person gets a
new project

M | can not say

Figure 18 - Evaluation of employee workload

The fifth question examines workload of employees in project
management and offers several options to answer questions and follow up
on what is the real situation.30 votes, which represents 46.87% respondents,
chose option "There are certain estimations of workload related to the new
project, but it is not enough". 21.87% of respondents (14 votes) agree with
arguing that nobody is evaluating employee workload on new projects and as
far as its possible the person gets a newproject. 28.12% chose the option "At
the beginning of each project the estimated time overloadness is approved"

which is 18 votes. 3.12% (2 votes) could not say.

Question 6: Do you apply, or is there an existing, projectslaunch in your

production plant?

In this question we focused on the evaluation of whether the production
plants have system of new projects launchand if so, whether it is fully in
operation. The choise "The system might exist, but people do not know it"
was picked by 29,68%, which is 19 votes. 48,43% of the respondents
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decided for "System is in place and it is in operation” with 31 votes. 11
respondents (17,18%) think that no system exists, project launch is pure

operativ. Three respondents did not know.

Project management operativ

B System is in place and it is in
operation

B The system might exist, but
people do not know it

No system exists, project
launch is pure operativ

M | can not say

Figure 19 — Project management operativ

Question 7: How do you assess the evaluation of projects and

capitalization of experience (Lessons Learned)?

In the seventh question we tried to look at the problem of projects
evaluation and related applying of lessons learned on following projects. The
choices were 5 options. Most respondents selected option "The end of the
project is officially announced and the sources (people) release" 44.37% - 22
votes. 15 respondents argued that we learn from our mistakes, Lessons
Learned system works (23.43%). As an answer "Lessons learned are not
capitalized, constantly repeating the same mistakes" was picked by 21.87%,
which is 14 votes. 11 respondents (17,18%) have aview that the projects are
not evaluated at all. The last two votes were assigned to the "We barely
know that the project officially ended" (3.12%).
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Project evaluation

M Projects are not evaluated at
all

B We barely know that the
project officially ended

Lessons learned are not
capitalized, constantly
repeating the same mistakes

B The end of the project is
officially announced and the
sources (people) released

m We learn from our
mistakes, Lessons Learned
system works

Figure 20 — Project evaluation

Question 8: How do you assess education in project management area

in your company?

Eighth question from the view of good project management is also very
important. We examined here what is the real situation in the field of
education focused on the area of project management in production plant.As
in the previous questions we begin with answers that get the most votes. 22
votes (34.37%) as a response chose "Training is an exception, mostly as a
response to a given situation (f.e. : auditor note, problem on the project)." 19
respondents argued that each project manager had a training in project
management (29.68%). Option "Each member of the project team had a
training in project management" was picked by 13 respondents, which
represents 20.31%. 10 respondents (15.62%) said they never had a training

in project management and apply system of work "learning by doing".
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Education in project management

B Each project manager had a
training in project
management

B Each member of the project
team had a training in project
management

Training is an

exception, mostly as a
response to a given situation
(f.e. : auditor note, problem on
the project)

B We never had a training in
project management, a
system of work "Learning by
doing"

Figure 21 — Education in project management

3.2 Research analysis

The sample of respondents itself was broad. People participating in this
research can be categorised from new young engineers to experienced
experts formed by practice. The working environment in which they spend
most of the time is very diverse as well, either in terms of size of the plant in
which they work or in terms of the country where the main company is
located. All these aspects were combined and we could expect that the
responses obtained would cover as wide range of operation in the project
sphere as possible. As we already know, the research objective was to
confirm or refute the hypotheses that were designed on the basis of
experience and current view of the topic by the author. Based on this, we will

analyse the individual issues in more detail than only by a percentage.

In the first question we asked the respondents whether the plant that
they work at is sufficiently involved in projects before their arrival at the plant.

This is a very important point, because production plants are fully dependent
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on the mother company and the information about the project that they get.
The mother company must communicate with the production plant all the
time and the plant must communicate with customers already in the pre-
series stage in order to be able to subsequently meet all the requirements of
the project. All this can be reflected in quality of the product and eventually
lead to a customer downtime. Such case involves considerable finances,
which can even lead to a plant closure in case of a major project. Almost two
thirds of respondents claim that their plant is only involved in part and the
cooperation should improve. When we add other 11% of respondents who
say that cooperation with the mother company is very poor and there is no
communication, the first problem that we should focus on and eliminate
unconditionally appears. 22% of respondents replied that the communication
takes place without any problems and they have all the necessary
information before arrival of the project to the plant, which can be seen as an

ideal condition.

After answering the first area we went on to documentation.
Documentation is very important and should be worked on from the first
phase of the project planning. The documentation should be summarized as
a whole and submitted during transfer of the project to the production plant.
Each missing document can eventually give rise to potential risk and
endanger quality of the supplied product. All the relevant information and
customer requirements relating to the product are transferred in the
documentation so that the final product meets all the quality and safety
features. One third of respondents claims that the documentation is not
always complete and asecond third claims that they have complete
documentation always available. As only two respondents replied that they
never have any documentation, one could say that, overall, the situation is
balanced. However, there is a group of votes for the option that the
documentation only arrives in the production plant upon additional request.
This was the reply of one quarter of respondents. When we look at it globally,
in most plants there is a problem with the documentation. It is either missing
or submitted late.
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In the next area we focused on what can be the source of unexpected
problems in production launch. This is the question we asked the
respondents. We all know very well that projects consist of several phases,
alot of time passes from request for quotation to feasibility study and
production of first samples and every small underestimation of risk can lead
to a problem in the final phase. There were five options to choose from. Two
options received about one third of votes each. It was namely the answer that
problems are due to insufficient product development and the resulting
frequent modifications and the second answer was that problems were due
to underestimated manufacturability of the part in the design phase. 20% say
that the start-up team is accountable, and 14% claim that it is the production
that is accountable. Five respondents gave other reasons. The options for
the answer are diverse but related, and each of them has the same
seriousness if we want to obtain afinal product that meets customer
expectations. However, if we were to find related issues, insufficient
development and feasibility study are most related in the development phase
and together they were chosen by two thirds of respondents, so they can
form the core that can be cause of the problems in the future, during

production launch.

Fourth question of our research dealt with the relationship between
headquarter and production plants. A question arises whether mutual
relationship based on trust and equality of these two units is necessary. It
certainly is. Unless the cooperation works as best as possible, we are not
able to achieve quality at the end of the chain of intracompany cooperation.
Without mutual trust and equality we will not achieve the right chemistry of
functioning of links between individual processes in the organization as a
whole. | have myself faced this issue in practice and this question was asked
with the view to verify the current situation and possible globalisation of this
potential problem which in the end may be one of the elements of a failure to
compete in the market. The question whether your colleagues at the head
office treat you as equal partners was replied by 64 respondents as follows.
Less than half say they feel to be equal partners to headquarter companies
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and have no problem. One quarter replied that it depends on the particular
person and the other 20% of respondents believe that colleagues at the
headquarters obviously regard production plants merely as a source of cheap
labour and underestimate their employees. Trust and equality between plants
is one of the biggest pillars of success in the market and therefore, as in
every fifth society people have mistrust of the mother company, this
indicates another point to improve and become more effective from a global

perspective on project management.

Next question was focused on workload of human resources in projects
and presented accordingly. The human factor must be perceived as a source
that can be depleted, rather than as a bottomless well. Practice confirms that
it is the human factor that is related with a lot of project risks. Nowadays,
each project is a major social system whose success largely depends on the
people who are involved in its implementation. Without proper evaluation of
time utilization and forces of each individual working on a project, number of
erroneous decisions can increase very easily. Assessment of workload of
each project team member must be an essential part of project planning in
preliminary phases. People answered the question as follows. Almost half of
respondents claim that workload is only measured very marginally and it is
not sufficient in their plant. One third of respondents claim that everything
works as it should in their company and workload is measured regularly
before starting a new project and is approved. The remaining 21% say that in
the plant, workload is not measured at all and as long as someone can keep
up, they receive a new project. It is difficult to say whether it is enough to
measure workload in the plant marginally. A deeper analysis of projects
carried out in the plant and its results would be necessary. Clearly, however,
attention must be drawn to the 21% of respondents who replied that their
workload is not measured at all, which may eventually have a very bad

impact on successful result of the project.

In the next part we looked at project production launch management.
Beginning of serial production in a production plant has become an important

performance criterion in recent times. This is due to not only a shorter life
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cycle of products and an increasing number of possible variations, but also
the related time reduction of product development in the automotive industry.
The complexity of production launch management as an integration process
between the product development and production can result in poor
harmonisation of these two stages. In this stage important for the economy of
the project, it can lead to inappropriate risk management and subsequent
problems which can endanger the project. The question that was asked
examined whether a project start-up system exists or is applied in the
company. Half of the answerers claim that the process of launching new
projects is implemented and applied. Focus, however, should be on the
second half of the respondents. Part of them replied that the system is
described in the plant, but nevertheless, no one hardly knows about it. The
remaining 17% replied that the process of launching new projects in the plant
iIs not in place and everything is solved operationally. In total, as much as
45% of respondents reported that they have not come across a project

launch management process at all, or they are ill-informed.

The last one area of our examination is evaluation of project success. It
is well known that each project lasts for a limited time. This means that it has
an end point. The role of each project manager is to evaluate the project.
This phase is very important and should be done despite the fact that due to
competitive pressure to initiate new projects, not enough time is devoted to
this area. A project should be evaluated from the perspective of meeting the
objectives, compliance with the financial plan, as well as fulfilment of quality
plan and experience capitalisation — lessons learned. It is very irresponsible
to not utilize this knowledge in the following project and to not include it in
know-how. Employees must feel management support in this area and they
must be given sufficient time to make project evaluation a fully-fledged,
controlled and applied process. In order to establish current status of the
issue, we asked respondents how they asses project evaluation and
experience capitalisation in their production plant. There were five options to
choose from. The answerers should be divided in two categories. A bigger
part indicated that the end of project is officially communicated and human
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resources are released. They also learn from own mistakes, which means
that the Lessons Learned system works in their plant. The focus, however,
should be on the other, smaller part of respondents. They hold the opinion
that in their plants, projects are not evaluated at all and the Lessons Learned
system is not applied, which results in recurring errors. It should be noted
that two respondents even claim that they hardly even know, when their

project officially ended.

Last area of research was devoted to education of human resources in
the area of project management. Automotive industry is moving rapidly
forward and employees will find it difficult to get along with what they learned
in the course of their school studies or previous experience. Education of
employees has to be seen as a tool through which company can strengthen
its competitiveness in the market. Human resources are a significant
competitive advantage of an organization, and therefore their development
cannot stagnate. It is also one of the great motivation factors to make sure
that people deliver desired results. In today's project management it is
necessary to ensure that every team member joining any project has an
overview of basic instruments and principles of project management, knows
all the product development phases and understands and is able to transfer
customer requirements on a product. The question on how our respondents
assess education in the field of project management in their company helped
us map and understand the actual state of this field among Slovak suppliers
without a R&D department. After analysis of the replies we discovered that
exactly half of the respondents comment on the subject positively and the
other half negatively. To be more precise, the first half says that each project
manager, as well as each member of the project team, took a training in
project management. What mattered in these answers was whether the
questionnaire was filled out by a manager or only a member who did not
keep track of their manager's training. In any case, we have to evaluate
these answers positively. However, the other half indicated that training is
exceptional, mostly as areaction to a situation which can be an auditor's

remark or a problem in the project. Some respondents from this half also say
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that they never had any training in project management and their system of
work is "Learning by Doing". These two answers should be assessed
negatively from the education perspective and understood as a potential

problem in a global view of project management.

3.3 Main problem identification

Until now, we have been dealing with research results and their more
detailed analysis. In this chapter, we identify the biggest problems discovered
in project management that car suppliers in manufacturing plants in Slovakia
are faced with and that can have an impact on successful implementation of

new projects.

After a thorough analysis of all answers we can define the main
problems. Some of them were more serious based on the collected
information and proportion of answers and after establishing links among
guestions, potential risks emerged from some answers as well. They are

summarized and described in the following five points:

+ Cooperation between headgquarter and production plants - as we could

see from the responses, a number of issues arises which, whether
caused by busyness of individuals involved in the project on both
sides or by presumptions "we are the headquarter - we are superior®,
eventually have a great potential to generate problems in the actual
implementation of a project. Key to success is mutual understanding
and the knowledge that the one without the other has no chance to
compete in the market. A large number of people is often involved in
projects, and therefore it has to be considered as a social system,
whose success depends mainly on the respect for the same values

across the organization and on mutual human relations.

* Project documentation - often forms the core of the whole project,

contains long-term know-how in conjunction with the requirements on
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the product and instructions on how to meet customer expectations.
Omission or underestimation of any document, especially in the initial
phase of development, has far-reaching negative impacts on the
product. It is important for the production plant to have available all the
necessary documentation approved by the customer in the project
lauch phases, as well as to not underestimate elaboration of any
documents, such as a feasibility study, in the early stages of the
development. The whole project and production team must keep

a good track of main standards and documents of the customer.

Assessment and training of human resources - from the research, it is

clear that plants do not pay enough attention to employee workload
measurement and their training. To postpone training planning until
the auditor gives an incentive to do so is a very careless approach,
same as to expect that an employee will develop by working.
Especially for management and leadership positions, such approach is
inappropriate and poor working habits may spread across the whole
department. Workload measurement must also be included in the first
phases of project planning, in order to prevent uneven workload and
the resulting risks. Thus, we can improve performance of teams and

achieve project objectives without additional human resources.

Evaluation of projects - even though almost two thirds of respondents

replied that the project is always officially closed, all the resources
released and the approach "we learn from own mistakes" works, we
need to point out the other 30% of respondents who claim the
opposite. Evaluation of projects and application of findings is the
simplest form of how to eliminate a lot of potential risks in the following
projects and in the end to reduce costs of non-quality during
production launch phase, by eliminating both confusion and over-

control.
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» Production launch and operational management - it is very important

to start devoting more space to this problem in organizations as well.
In order to maintain competitiveness, it is necessary to have a
production launch system in place in the production plant, and the
associated continuous application and improvement of the system. If
we add improvement of cooperation with the headquarter, we will
achieve better understanding of the individual phases of the project
before its arrival to the production, which translates in better

management and elimination of risks in project launch.

3.4 Recomendations for improvement

The same way as we have described and analysed the research and
problems defined by it above, it is necessary to describe and propose
recommendations in order to get rid of or initially at least partially eliminate
current problems. From the number of the defined and described problems it
is clear that they should be seriously addressed. Environment in the
automotive environment is largely competitive and a supplier with a
misadjusted system of project management in the organization cannot
withstand the associated constantly increasing pressure and requirements of

OEM customers on quality and reduction of costs.

On the basis of experience and results of the research, the following

actions and recommendations have been proposed:

« measure performance and workload management of employees
working on projects;

* training of employees in project management within career growth;

* more effective communication between the mother company and the
production plant;

* involvement of the production plant in the project in its earlier stages;

» create and apply a production launch system that would be respected
by the R&D center and also the production plant;
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verify functioning of the production launch system for a new product
by process audit;

create a process for evaluation of projects and applying lessons
learned in practice;

fully include the production and launch team in earlier project phases
and regularly share information;

correct use of project tools within the whole project management;
ensure timely and correct delegation of customer requirements
throughout the project team and subsequently throughout the whole
organization;

manage the exchange and preparation of project documentation in
a time schedule;

personal take-over of a project by the production team in the mother

company.
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4. Conclusions and hypothesis evaluation

At the beginning of the research itself, we established eight hypotheses
by an expert estimate and in this last part of the thesis, we focus on their
evaluation. All hypotheses examined in this work were established on the
basis of the author's expert forecast and are substantiated and justifiable,
both by practice and by numerous consultations with contacts operating in
the automotive industry. The collected data for each reply and the related

hypothesis enabled us to confirm or refute them, which is summarised below.

* Hypothesis 1: Manufacturing plants are insufficiently involved in the

projects prior to their arrival to the plant — considered as a confirmed.

Only a little more than 20% of respondents claim that their plant is fully
involved in the project before its arrival, which clearly confirmed this

hypothesis.

* Hypothesis 2:Production plants do not have available project
documentation when transferring the project to the plant — can be

considered as a confirmed.

Two thirds of respondents agreed with this claim in part and in choosing
the options they supported the claim that the plant only gets the
documentation upon additional request and often the documentation is

not complete.

* Hypothesis 3: Most problems that occur at the beginning of production
(feasibility study, timetable ...) are caused by insufficient development

— considered as a confirmed.

Most respondents opted for the option which was directly related to

insufficient development, which confirmed the hypothesis.

* Hypothesis 4: Local production plants do not feel equal partners to the
headquarter and take them only as production locations
(underestimating) — can be considered as a confirmed.
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Less than half of respondents does not consider this claim to be true, but
the rest of answerers confirmed that production plants are taken as cheap
labour and the attitude of the headquarters to the production plant also

depends on the particular person.

* Hypothesis 5. Nobody does not measure overload of employeeson

projects, overload feeling — considered as a confirmed.

The hypothesis was clearly confirmed by two thirds of respondents who

claim that assessment is insufficient or none.

* Hypothesis 6: Project management in manufacturing plants is being

replacedby operativ — can be considered as a confirmed.

48% of respondents does not agree with the statement. The remaining
part chose options which completely or partially confirm the hypothesis,

so we can take it as confirmed.

* Hypothesis 7: Mild to no evaluation of project success and weak

capitalization Lessons Learned — considered as a confirmed.

Two thirds of respondents claim that no assessment of projects takes
place in the plant, or it is not sufficient. Sometimes the information on
completion of the project does not reach them, which confirms the
hypothesis.

* Hypothesis 8: People are not satisfied with the training program within

of project management — considered as a confirmed.

This hypothesis is more difficult to evaluate, given that precisely one half
of respondents stated that all project leaders and team members receive
adequate training in project management. However, as 50% of
respondents state that no education in the form of training or only in case
of unforeseen circumstances takes place in their plant, we can say that

the hypothesis is confirmed.
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The quantity of collected responses and the number of companies
surveyed gave us an opportunity to create a current and complete picture of
the situation in production plants in the Slovak Republic, where all
development activities are carried out in mother companies. It was also
possible to clearly outline the issues being solved and to subsequently set
out recommendations for improving areas, where weaknesses were
identified. The possible corrective measures which we can determine from
the proposed recommendations for improvement can finally bring benefits
across an organization in the form of long-term savings of project costs,
improvement of corporate strategy, more educated employees and their

motivation, as well as an increase in competitiveness in the market.
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7. Appendix

Questionnaire:

Slovak version of the questionnaire

Vazeny respondent, Vazena respondentka,

dotaznik, ktory sa prave chystate vyplinit, bol navrhnuty za u¢elom ziskania a
nasledného vyhodnotenia Udajov pre vyskum realizovany ako sucast
diplomovej prace ,Efektivne spustenie projektov v spoloénostiach bez R&D"
programu MBA Automotive Industry Technickej univerzity Vieden.

Ako urcite viete, projekty su €asto rozhodujucou sucastou strategického
riadenia podniku a preto si akokomplexny proces vyZaduju neustalu analyzu,
podporu vrcholového manaZzmentu a centrdly, ako aj efektivnu timova
spolupracu.Ak chcu slovenské zavody uspiet vo vysoko konkurenénom
prostredi, ktoré sa utvorilo po nasom vstupe do EU, je ich Uspedné zvladnutie
a spolupraca s centralou v projektovom riadeni nutnostou.

Ugelom a cielom dotaznika je ziskat poznatky o suasnom stave
projektového riadenia v slovenskych zavodoch bez oddelenia vyskumu a
vyvoja (R&D) na vzorke viac ako 100 respondentov a na zaklade zistenych
podnetov navrhnutmoznosti zefektivnenia.

Rad by som Vas taktieZz ubezpedil o plnejanonymite tohto dotaznika.

Dakujem Vam za VAs &as a pomoc.

S pozdravom

Peter Sabo
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Je Vas zavod dostatoCne zainteresovany v projektoch pred ich prichodom do

zavodu?

o
o
o
o

Je zainteresovany v plnej miere, mame vSetky potrebné informécie
Nie je vobec zainteresovany, chyba komunikacia
Je zainteresovany len z Casti, urcite treba spolupracu zlepsit

Neviem

Mate k dispozicii projektovd dokumentéciu pri transfére projektu do zavodu?

o

o

o

Ano ,vzdy mame kompletn( potrebni dokumentéaciu

Nie vZdyje dokumentacia kompletna

Casto sa k nam dokumentacia dostane aZ po je dodatodnom
vyZiadani

Nie, dokumentaciu nemamek dispozicii

Kde je podfa Vas zdroj problémov, ktoré sa u Vas objavuju pri nabehu

vyroby?

o

o
o
o
o

Nedostato¢ny vyvoj produktu a z toho vyplyvajuce Ccasté
modifikacie

Podcenenie vyrobitelnosti dielu vo faze dizajnu (proces)
Nabehovym timom (Launch Team)

Samotnou vyrobou v zavode (vyroba)

Neviem posudit

Beru Vas kolegovia v centrale ako rovnocennych partnerov?

o
o
o
o

Ano, citime sa byt rovnocenni
Zavisi na konkrétnom ¢loveku
Sme jednoznacne podceriovani, berd nas ako lacnu pracovna silu

Neviem posudit
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Ako hodnotite svoju vytazenost na projektoch v ramci Vasej prace?

o Na uvod kazdého projektu sa odhadne ¢asova vytazenost, ktora
je schvalena

o Urcity odhad vytaZenosti v savislosti s novym projektom existuje,
ale nestaci to

o Nikto nemeria vytazenost na novych projektoch. Pokial ¢lovek
vladze, daju mu novy projekt

o Neviem posudit
Existuje, resp. je aplikovany vo VaSej spolo¢nosti systém nabehu projektov?

Systém existuje a funguje
Systém moéze existovat, ale ludia ho nepoznaju

Ziaden systém neexistuje, nabeh projektov je Sista operativa

O O O o©

Neviem posudit

Ako hodnotite vyhodnocovanie projektov a kapitalizaciu skiusenosti (Lessons

Learned)?

0 Projekty sa u nas nevyhodnocuju vébec

0 Ani nevieme, Ze projekt oficialne skongil

0 Lessons Learned nie su kapitalizované, stale sa opakuju tie isté
chyby

o Koniec projektu je oficialne ozndmeny a zdroje (fudia) uvolneni

o Uc¢ime sa na vlastnych chybach, systém Lessons Learned funguje

Ako hodnotite vzdelavanie v oblasti projektového riadenia vo VaSej

spolo¢nosti?

o Kazdy Projektovy manaZzér mal Skolenia na projektové riadenie

o Kazdy ¢len projektoveho timu mal Skolenie na projektové riadenie

o Skolenie je vynimoéné, vacsinou ako reakcia na danu situaciu
(poznamka auditora, problém na projekte)

o Skolenie na projektové riadenie sme nikdy nemali, systém prace
.Learning by doing"“
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English version of the questionnaire

Dear respondent,

the questionnaire, which you are about to complete, was designed to obtain a
subsequent evaluation of the data for research conducted as a part of the
thesis: "Effective project launch in companies without R&D", MBA Automotive

Industryprogram of Technical University Vienna.

As you know, projects are often a crucial part of the strategic
management of the company and therefore as a complex process, they
require constant analysis, support of senior management and headquarters,
as well as effective teamwork. If the Slovak production plants want to
succeed in a highly competitive environment, which is formed after our
accession to the EU, their successful management and collaboration with

headquarters in project management is a necessity.

The purpose and objective of the questionnaire is to gain insight into the
current state of project management in the Slovak plant without research and
development (R&D) department on a sample of more than 100 respondents,

and based on the findings suggest the possibility of streamlining.

I would like to also asure you of full anonymity of the questionnaire.

Thank you for your time and help.

Sincerely

Peter Sabo
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Is your plant sufficiently involved in the projects before their arrival in your
plant ?

o Itis fullyinterested, we have all the necessary information
o Itis notinterested at all, missing communication
o Itis interested only partially, it is necessary to improve cooperation

o Ildon't know

Do you have available all the project documentation when transferring the

project to the plant?

Yes, we always have complete necessary documentation
The documentation is not always complete

The documentation often gets to us after anadditional request

o O O o

No, we do not have available documentation

Where do you think the source of the problems is, which you experienced in

the start of production?

o Inadequate product development and the resulting frequent
modifications

0 Underestimating of product feasibility in the design phase
(process)

0 Launch Team

0 The production in the plant itself (production)

o | can not say

Do your colleagues in the headquarters consider you equal partners?
0 Yes, we feel to be equal
o Depends on the particular person

0 We are clearly underestimated and considered cheap labor

o |can not say

How is your overload evaluated on projects within your work?

64



Do you

plant?

]
]
o
o

At the beginning of each project the estimated time overloadness is
approved

There are certain estimations of workload related to the new
project, but itis not enough

Nobody is evaluating employee workload on new projects, and as
far as it ispossible, the person gets anew project

| can not say

apply, or is there an existing, projects launch in your production

System is in place and it is in operation
The system might exist, but people do not know it
No system exists, start-up projects is pure operativ

| can not say

How do you assess the evaluation of projects and capitalization of

experience (Lessons Learned)?

o

o

o

Projects are not evaluated at all

We barely know that the project officially ended

Lessons learned are not capitalized, constantly repeating the same
mistakes

The end of the project is officially announced and the sources
(people) released

We learn from our mistakes, Lessons Learned system works

How do you assess education in project management areain your company?

o

o

Each project manager had a training in project management

Each member of the project team had a training in project
management

Training is an exception, mostly as aresponse to a given situation
(f.e. : auditor note, problem on the project)

We never had a training in project management,a system of work

"Learning by doing"
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