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Preface

When | thought about Master Thesis scope | wardespend my time in the most
effective way, focus on real results applicablethe practice. The main idea was to
consider the six months of my probation period ew position of Launch manager as a
possibility to reach the department and compangetarand goals. Then discuss and
evaluate the results and ongoing activities, looktoeir affect on the team, other
departments and short-term financial impact.

Even though the process orientation and new appragelong-term targets, rules
in automotive industry are strict and six months t@abe suitable period to review the
results and set the targets which are achievalble.Work presented in this thesis has
been supported and created for the company Kongghégomotive. It can be used as a
short guide for any new Project or Launch manatgethink about their attitude before
their start on a new position.

My beginnings were confusing and difficult, predoamtly because of the fact that the
results originated from my carrier in the real tirBait day by day this master thesis was
co-created more and more by my team; therefore premmte their support and
individual feedback. My role was to transfer ideiesm two important books
(M.Hammer: Agenda 21, L. Bossidy & R.Charan: Examnjtto daily work of my team
and based on them improve us, our processes, eudtnd environment. The book
Execution shows how to link together people, stgatand operations, the three core
processes of every business. Leading these precéssthe real job of running a
business, not formulating a “vision” and leaving tvork of carrying it out to others.
Bossidy and Charan show the importance of beinglgdesnd passionately engaged in
an organization and tell, why robust dialogues alpmople, strategy, and operations
result in a business based on intellectual horestiyrealism.

The Agenda 21 teaches the ideas and techniquesnlygacompany—Ilarge or
small, service firm or manufacturer — can use to-exdgicute and out-innovate its
competitors. Businesses that follow these prinsiplél grow by taking market share

away from those that do not. While others declihe,company can thrive.



I've read the books several times, in Czech andigEngiutations and as time
went on I'vereturned to the meanings of some chapters with aeperience and
different angles. Therefore is necessary to knowtioeed literature, to understand this
Master Thesis and personal feedback resulted inltiseire.

The Master Thesis should meet the requirementdi@fstudent of Management
and new potential managers, not bosses but leastkosshave had no experience with
team work, direct responsibility of the team reswahd long-term development of team
members.

To support the text, the master thesis containg tisdy, citations, personal
feedback and conclusion of achieved results and term prediction for new potential
managers of Launch/Project departments.



Acknowledgements

Kongsberg Automotive (KA) provides world-class puots to the global vehicle
industry. Our products enhance the driving expesenmaking it safer, more
comfortable and sustainable. Kongsberg Automotiisiness has a global presence.
With revenues close to EUR 1.0 billion and appraatsly 11,000 employees in 20
countries (2011), Kongsberg Automotive is truly labgl supplier. The company is
headquartered in Kongsberg, Norway, and has 32uptimeh facilities worldwide.

Herewith Id like to thank to my supervisors, Jarfesr and Pavol Stégk, Ing.
PhD., MBA for their patience and advice while gaglime through my probation period
and MBA study.

| am beholden to the Launch department — my tedan the daily support and
understanding the importance of my master thesispekial gratitude for a plain lovely
atmosphere goes to them. Finally, | would like tdead these appreciations to my

patient boyfriend, my friends and my family.



_l, ~ CONTINUING
| / EDUCATION

WIEN CENTER

S T U

Affidavit

[, Zuzana éolopové, hereby declare

1. that | am the sole author of the present Master's Thesis, "Project
management optimization to increase implementation effectiveness
", 71 pages, bound, and that | have not used any source or tool other
than those referenced or any other illicit aid or tool, and

2. that | have not prior to this date submitted this Master’'s Thesis as an
examination paper in any form in Austria or abroad.

§ or

/Signature

Vienna, 30.05.2013




Table of contents

Table Of CONTENTS ... e e e e e e e e 3
LiSt Of @DDreVIAtIONS........coiiiiiie e e e e 6
Y oL £ = Tt AP P PP PPPPPPPRP 7
O 1 {0 o U Tod 1T o H TP 8
1.1. Purpose of research proposal, Motivation ...ce.....ooeeviiiiiiiiiiiiiiiiiiiiiieieeaeens 8
1.2. Section of background information............cceeevvvvviiiiiiiiiiiiiiiiiiii. 9.
2. State-of-art situation, main research questionptgsis ..........ccceeeveii, 10
3. Definition of the research problem, aims and goals..............ccccc 2.1
4. Description of the methodical approach .....ccceceeveeeeiiiiiiii, 14
4.1. Employees performancCe ...........cooooiiiiiiieiieeeiieiieiieieeieeieeveeeveveeeveneeenensnnees 15
4.1.1. ODbserving & lISTENING .......ccoviiiiiiiiiiiiiiieiieee et beeenes 15
4.1.2. Establish the gap of SKillS ........cccooiiiiiimeeeiiiiiiiiiiieeieviieeee e 16
4.2. FOCUS ON PIOCESS ..uuuuiiieiiiiiiiiiiiiasseessseeeaeeeeettt s e e e e s eeeassanaaaeeeeeeeeenennnsenes 16
4.3. Training plan creation to achieve strong competence............cccceeeeeeeeeeeennn. 17
4.3.1. Customer specific requirements - CSR.....oocoe e, 17
4.3.2. Training plan as abenefit...........oooo 18
4.3.3. Establish a training MAatriX ...............ee o eeeeeeeeeeeseeeeeeieeneeaeeaeeeaeaeeeeeann 19
A4, KPPl e 19
4.4.1. Personal KPIS...... s 20
4.4.2. BUSINESS KPIS ...ooiiiiiiiiiiiiiiiie ittt ee e 21
4.5. Reporting ProCEAUIES ......ccoieiieiieie e ettt ee e e e eaeeas 21
4.5.1. Resource investigation and balancing....... . .eeeeeeeeeeieemeermeniee... 22
4.5.2. Reporting fOrMALS ......ccooiiiiiiii e 23
4.5.3. Improvement projects process and CONtrol ... .eveveeieennienniniennnnnnnnnn.. 24
4.6. LONQG tEIM FESUILS ......euiii i eeeee ettt ettt e e e seeneeneee e 25
A7, MOUVALION ..ottt e e e e e r e e e e e e e e e s bnneeee e e e e 26



5.  Working definition, methods and models......ccccccoiiiiiiiiiiiiiiiiiiiiiiiiia. 26

5.1. Employees performanCe ..o 27
5.1.1. Observing & lIStENING ......ccoooeiiiiii 27
5.1.2. Establishthe gap of SKillS .........uuuiiiiiceeeei, 28
5.2, FOCUS ON PIOCESS ..evvuuiiiieeiiiiiiiiiinsaeeasseeseseeesstnissaeeseeessssseaneeeeeeeesnennnssnns 28
5.3. Training plan creation to achieve strong competence............cccccuvvvvenennnnns 30
5.3.1. Customer specific requirements - CSR......ocoo i 30
5.3.2. Training plan as a benefit............oooo i 31
5.3.3. Establish a training MatriX ..............oos s 32
ST S = PSSR 33
5.4.1. Personal KPIS. ...t e e e 33
5.4.2. BUSINESS KPIS ..coiiiiiiiiiiiiii ittt e e e 34
5.5. RepOrting ProCEAUIES ..........uuuuiiiiiimmmmmmm e e e e e e e e e 35
5.5.1. Resource investigation and balancing........e.ccccoiiiiiee. 36
5.5.2.  Reporting fOrMALS ........coooiiiiiiiiiies e cmmmme s e 36
5.5.3. Improvement projects process and CONLIOl ... eeeeeeiieiieeiiiiieiiiinennnnn. 37
5.6. LONG LEIM FESUILS ....eviiiiiiiiiiiiiiiiiiit e a e aeaa e 38
5.7, MOUVALION ittt £+ e e e e e e e e e e e e e e e e e e e e e e e e aaeaeaaaaaaaaaaaaaaaas 38
B.  RESUILS ..o e 40
6.1. Employees PerforManCe .......ccocooiiiiiiiiiieiieei e 40
6.1.1. Observing & lIStENING .......ccoooiiiiii 40
6.1.2. Establishthe gap of SKillS .........uuiiiiiiceeeeri e, 41
6.2. FOCUS ON PrOCESS ..vvvuuiiiiieeiiiiiiiiiiiseeeassees e s teeabti s s s e e e e eeaetbaaaan e e e eeeeeenennnssnns 42
6.3. Training plan creation to achieve strong competence............cccccuvveeeeennnnnee 43
6.3.1. Customer specific requirements - CSR......ccoo i 43
6.3.2. Training plan as a benefit...........oooo e 44
6.3.3. Establish a training MatriX ..............cos s 46
B.4. KPPl 48
6.4.1. Personal KPIS.... ... eee e eennne e 48
6.4.2. BUSINESS KPIS ..ottt e e 49
6.5. RepPOrting ProCEAUIES .......uuuuuiiiiiiiiimmmmmmm e e e e e ee e e e e e e e e e e e e e e e aaaa e e e e e e aeeaens 51



6.5.1. Resource investigation and balancing..........ccocciiiiiiiiiiiiiine . 51

6.5.2. Reporting fOrMALS ....... .o mmmmm e 57
6.5.3. Improvement projects process and CONtrol ... ccoeeeeeiiiiiieiiiiiiiinennnn... 58
6.6. LONG LEIM FESUILS ....evviiiiiiiiiiiie ittt aeaa e 60
6.7, MOUIVALION ....eviiiiiiiie ettt e ettt e e e e e e e s eeeeeensnnne e 61
(0] o Tox (1] (o] o RO UT TP TPPPPPPPPN 63
BIDIOGIAPNY ...t e e e e b e b e nennnene 69
LiSt Of tableS / fIQUIES .....eiiiiiieiieeeeeeeeeee e 70
I 0 =T ] 0 1= 1o 13 TP 71



List of abbreviations

QAP — Quality assurance plan

NPV — Net present value

PCP — Product change plan

NPI — New product implementation
PIP — Product improvement implementation
HR — Human resources

CSR — Customer specific requirements
CER — Customer enquiry review

QM — Quality management

SOP — Start of production

EOP — End of production

ASAP- as soon as possible

PSW — Part submission warrant

KPI — Key performance indicator

EPS — Enterprise planning system

APQP — Advanced product quality planning



Abstract

Ing. Zuzana Solopova, Project management optinoidt increase
implementation effectiveness, a Master’s thedigndtied for the degree of The
Professional “Master of Business Administration’t&motive Industry, in a cooperation
between the Vienna University of Technology (TU hia) and Slovak University of
Technology in Bratislava (STU Bratislava). Supeediby Pavol St§ek Ing., PhD.,
MBA, 71 pages and 9 appendixes.

Main scope of the Master Thesis is optimizatiopmiject management definition
and structure within local conditions including @iégd definition, project steps interface
and a clearer communication and responsibility malefinition. The main purpose for
practice is to help and support the local managémteam to build a strong Launch team
with suitable conditions for daily work, accorditggcomprehensible process flow and
milestones definitionsl'he research problem is to provide an overviewrojgut
implementation within Driveline Operations at Vralglant.Used source of inspiration
than finally a source of data according to simple\ery truthful books from Michael
Hammer: Agenda 21 and L.Bossidy & R.Charan: Execouti

Expected results include new process organizatroitsire with flexible core
competencies and skill matrix of staff potentialsed out of launch team department
borders. Then staff motivation by wider range pté&nvork task, routine elimination,
finally create experienced but still inspired woelam, which will be able to flexibly
meet expectation of customer and global companyagement.

Professional and personal recommendation conchhdesater thesis as guidance
for any new Launch or Project manager, who needgtdase information for first

months in their new role.



1. Introduction

1.1. Purpose of research proposal, motivation

As the theoretical main purpose of master thesigtisnization of Project
management definition and structure within localditons. Theoretically this does not
mean any process change itself, but detailed diefmiproject steps interface and a
clearer communication and responsibility matriximiébn. In other words, it is to
increase effectiveness of project team memberg daitk performance. Due to the fast
requirements change from OEMs and othétidr suppliers as a customers, strong
market competition and decreasing market penetraioeeded a new approach,
flexibility and strong personal competencies. Kdregg Automotive as a driveline
system supplier has huge potential to win the ecnstasatisfaction, especially
production plant in Vrable - Slovakia as the biggesducers within Kongsberg

Driveline Division in Europe.

Technically, the main purpose is to help and supgherlocal management team to
build a strong Launch team with suitable conditiarsdaily work, according to
comprehensible process flow and milestones dedimsti This will be able to provide not
only basic project work but keep within the processguired. This would then be able to
predict customer expectation based on general aitoerknowledge, trends on the
market, basic of production technologies and stimpgmunication competencies.
Additionally, all Launch team members have to ble &b support any other value added
process of production to utilize human resourceliwichanging demand conditions
(for instance industrial engineering, process dgwalents, internal audits performance,

purchasing, project controlling).



1.2. Section of background information

As main source of the inspiration, than finallyoaice of data is simple but very
truthful books from Michael Hammer: Agenda 21 anBdssidy & R.Charan:
Execution. Books are easily describing, how focueadl simple can be problem
formulation in daily troubles and hard work. Howammbiguous can be solution for any
problem. | had started to read the book sooneigas & manager job, but | clearly
remembered trouble with official procedure withdetails, daily communication,
conflicts without real reason and final outputugtgling in achievement of individual
targets and personal aims when | worked as a gropecdinator. All these small
disturbing details created chaos and frustratighiwithe team even in fully controlled,
global and amazing company.

| tried to ask myself, how is it possible, that bk was written in 2001, became
a bestseller, all MBA courses offer this book agiale for potential managers, but a
major portion of managers or leaders make the saistakes.

Before | started with my manager job, | was pretigfident that based on
information in this book will be really simple tetsthe right processes. | had the plan to
create these processes, set the right responisiilithout borders and discover new
galaxy with great success. After one month | hackion down and recognize, that new
galaxy is already known. Processes were existad;uriously, nobody follow them.
Despite this fact | was not disappointed, but nadtd to continue and set up processes
to the end. For this topic was really helpful tle®k: Execution, which helped follow up
improvement within micromanagement and see thdtsesn daily basis. Of course,
result not coming so easy and not so fast as tbk tan be read. But that day, | finished

reading of the both books in Czech and English@dithe master thesis has got started.

“Here is a fundamental problem: people think oéextion as a tactical side of
business, something leaders delegate while thexsfoe the perceived “bigger” issues.
This idea is completely wrong. Execution is not fastics — it is a discipline and a
system. It has to be built into a company’s stiatég goals, and its culture. And the
leader of the organization must be deeply engageid He cannot delegate its

substance. Many business leaders spend vast anwiuitge learning and
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promulgating the latest management techniquestsir failure to understand and
practice execution negates the value of almoghal learn and preach. Such leaders

are building houses without foundation.” (Bossi@haran 2009:6)

The rest of background information is ensured fiotarnal process
documentation of Kongsberg Automotive. Ensure caangk with internal
Confidentiality commitments and Business ethicse¢@dme of information and

attached documents have to be changed or not patllisompletely.

2. State-of-art situation, main research question,
hypothesis

Company Kongsberg Automotive, Division Drivelinepguction facility in
Vrable, Slovakia has had traditional problems agioglobal companies, which reflect
on market situation and transfer their subsidiaiedsw cost countries or closer to the
growing markets. The same scenario held in Vrablelve years ago, production
facility in Vrable has been open as a tier 2 sigygbr European subsidiaries and
potential production plant as a tier 1 supplierftdure business for OEM production
facilities, which were open that time in Slovakubjic (PSA, KIA).

Growing markets in middle and Eastern Europe, anteasing labor cost in
Western Europe forced Kongsberg to close or deeraamimber of production and
support facilities in Western Europe. This meamsdasing requirements for
experienced staff in Vrable’s plant which will Hgeato provide much more than simple
operational tasks. Long term strategy forced HRitte experience people in projects,
global logistics, English speaking staff and stath experience with automotive
production and business at all. The lack of thisenotive experienced staff caused
slower growing of independency and not so gainfpli for global Kongsberg as was
planned. Especially, the lack of technical expeargehstaff is still missing on labor
market, which forced the management more focusoashing own staff and ensure
experience sharing. Hire expensive staff abroadbeashort- term solution, but finally

not beneficial.
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Mentioned situation has affected project launcland the main goal of Launch
team. Local staff has no experience with commuitnawith OEM as a tier 2 supplier.
Workers and production staff have not felt any oesibility and their impact on the
guality or added value. Process owners and progamidinators did not want to take
responsibility. Any feedback, neither reward ostass learnt were provided to realize,
understand and learn from previous experience. Niampositions and organizational
structures were created to solve a problem butowitproper root cause analyze and
without any long-term goal which can be measurahkkevaluated in timeframe. All
these points created negative and stressful atreospimany changes to solve incoming
issue but no real results. During these years, tlatgam has gone a long way under
organizational changes and single problem sohabgpjosition creation. Obviously,
each new change came too long and did not reflectt needs. Establishment finished
too late. Some of the specific problems which haesisted few years can be defined in

few items:

* Projects tend to be opened after a not so sucdémsshch, resulting in several
projects being raised

» towards the end of the projects and then no profj@ctager/coordinator to assist
in closure

» procedure requires a NPV and project approval fmosmpleted which requires a
team to complete

* however no team is available until projects is agpd (analysis stage really
should have a team)

» Assigning of resources to a projects is an aftergho

* Ownership of projects and raising is not in lineéhneach department

» Purchasing raises a improvement projects as ienaitg them, quality and
design have no resources

* Quality raises a improvement project as its urgemthem, purchasing and design
have no resources

* Projects are often already started and progressfedebany kind of approval

» Approval process is unclear

11



» Lack of initiator and ownership can create a gnr@aas a kind of gap

» Resources are not in place to co-ordinate or dehlthe large amount of
projects

» Projects are often required to be performed incatdpace of time and
condensed, for example quality issues are expéated closed quickly

» Each plant has its own version of the processi,iitifigcts especially when
involving

» Possibility for intercompany plants to have negatiero and positive NPV for

the same projects

All these mentioned issues are related with prasessheir definition,
comprehensible description, sharing, acceptinglistaff, finally adherence of
management and executives. Main challenge is tthége issues, set their long-term
solution, maintain the development and providestiagus within six month evaluation
period. In the case, when current situation will In® improved, it can caused decreasing
of production ability to launch new products acaéogdcustomer needs in top level

guality and service which is general requests gfaartomotive producers or OEMs.

3. Definition of the research problem, aims and goals

As a main research problem is to provide an overagproject implementation
within Driveline Operations at Vrable plant. Thikludes mapping the dates of the key
tasks from a viewpoint of operations and launctprime the preparation of the key
tasks and get an understanding of the persontieledtby Launch, defined the scope of
each project type group: NP1, PIP, PIP Request®,E&pported projects, Transfers.

The main topics are defined as follows:

1. Analyze and evaluate the current situation, meassautting versus
competence availability in terms of skills, dedicatand capacity and set up
the new rules of Project management and structithermlocal conditions
(short period of vehicle development, high varigmeguirements increasing,

global project teams).
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2. Create and define in details the project stepsfatte and a clearer
communication and responsibility matrix definitimeluding new approach,
flexibility and strong personal competencies.

3. Define the procedure in a few steps, how to impithreepreparation of the key
tasks and get an understanding of the persontiekdtiby Launch, defined the
scope (utilized staff, training program, KPI, rejoag, knowledge transfer).

4. Respond the hypothesis question based on reatgesatether this target is
achievable within short-term period (approximat@lpnonths) as a main task
of new head of Launch department

Main three goals with expected results can be densd as:

®* New process organization structure with flexibleecoompetencies and skill

matrix of staff potentially used out of launch tedapartment borders.

* Increasing of staff motivation by wider range patanvork task, routine

elimination.

® Experienced but still inspired work team, whichly able to flexibly meet

expectation of customer and global company manageme

Master thesis is structured in seven main topiescidbed below and
progressively evaluate in methodical approach, mgrklefinitions, methods,
models and finally in results and conclusion. Mendid topics are:

A. Employees performance
a. Observing & listening
b. Establish the gap of skills
B. Focus on process
C. Trainings program creation to achieve strong coerpm
a. Customer specific requirements
b. Training plan as a benefit
c. Establish a training matrix

a. Personal KPIs

b. Business KPIs
13



E. Reporting procedures

a. Resource investigation and balancing

b. Reporting formats

c. Improvement projects process and control
F. Long-term results

G. Motivation

All mentioned items and open topics cannot be desdrand evaluated within too
wide range, otherwise real result focusing carolsé Master thesis is focusing on real
tasks and results without huge theoretical backgtpwhich is generally known within

automotive industry.

4, Description of the methodical approach

As a main procedure will be used global procedua&imnof NP1 (New Project
Implementation) and PIP (Product Improvement Pr®ceeated by company
Kongsberg Automotive Holding ASA. Then managemé#atdture about new approach
to understand processes in different way undevahiable conditions on the market and
extremely increasing customer requirements for kbgwveent, quality, delivery
conditions and production technologies. Main ezatin method will be using of case
studies and literature study.

Data will be collected respectively based on dlgbacedure matrix of NPl and
PIP, common documents used in APQP and HR procedsssibed in short case
studies with main issue description and root camsdysis. Then comparison of each
issue with case studies in mention books defined@bcomparison of both root causes
and corrective action estimations and their poatntiplementation in local conditions
of Kongsberg Automotive plant in Vrable, Slovakia.

Master thesis is focusing on team work, leaderahghmotivation of Launch
team members on the edge of huge production fawiih different priorities and
targets. There are described the main seven tapiatshe description of their

methodical approach:
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4.1. Employees performance

At the beginning of the master thesis creationgheas a main idea to discuss
with launch team about the situation and atmospinetfee company. Find the system
and personal weaknesses. Honest and open discaiggtbrteam members as with
friends on the same level will be much beneficgalhath new boss on higher level.
Advantage should be a personal experience frorpabeand friendship with some of
them. Obviously, this planned goal has been acHiesxen some persons kept the
distance. After individual discussion with all 1&rpons, the first conclusion was made,
that only one important detail what is missinghs tonnecting point, which can
comprehensible described what is requested, whegnisficial and what is effective to
do in the right time. In the noise of many voidesgets and activities was missing one
team member, who can collect these voices, filtent, categorized and prioritize.
Latest; simple explanation of the facts to alhteaembers in the same way. As M.
Hammer wrote:

“By specifying a precise sequence of steps andgomipg responsibility for
performing them, we introduce composition and oidery areas where chaos would
otherwise rule. The payoffs include repeatabilisedictability, and manageability. No
longer do people have to put their energies ingariing out how to work; they can
concentrate on doing the work itself. Performanaars as results: When you don’t
waste time on futile efforts, you can get thingsedmuch faster and less expensively.”
(Hammer 2001:83)

4.1.1. Observing & listening

During first month period, there were asked mangstjons, but one of them was
the most important: ,Which job position do you wamget if it is not possible to do
your current one within our company? “ Some ofealsteam members had prepared
response immediately and that case | was persamhadigled to support these persons. If
the person is able to think about something newtare potentially prepared for any
change, especially if his or her personal abilitied skills and suitable as well, that is

necessary to roughly plan other potential developgreeen without carrier growth.
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Experienced and passionate people can provide targampact for current status
evaluation and their ideas can be used for negsstes process set up or optimization.
In chapter 5.1.1 is described a method how thefdatanal results were collected and

in chapter 6.1.1 the results are summarized invis@rand case studies.
4.1.2. Establish the gap of skills

Based on personal discussion with each team membexs realized many gaps and
not standard or individual behavior for the santeations, procedure or official
communication with customers. There was a timevaduate current gaps which caused
delays, miscommunication and finally results orieddént quality level. Additionally,
processes were not traceable, neither commonlpmeedd or described, many sub steps
or milestones were forgotten or evaluated withedléht criteria. These project follow up
could not be evaluated with the same KPI; no targeuld not be comparable evaluated
among coordinators. Each coordinator made ownyollp even one procedure was
globally set and the same documents and cheokdist used. The main reason was
simple. Some of project steps were not exactlyngefiand the others which were
described were not comprehensible understood hggiream. Therefore five project
coordinators made the same procedure with diffeapptoach; reported outputs and
final results cannot be compared among them. Thne s#tuation was between two
project logisticians, two IMDS coordinators, twost@accountants or other project

members from other departments.

4.2. Focus on process

.Process is a word now widely used in business @bt often incorrectly. Put
most simply, processes are what create the rethdtsa company delivers to its
customers. Process is a technical term with a geedefinition:an organized group of
related activities that together create results of value to customers. Each word here is
important. A process is a group of activities, just one...No single task creates the
desired results. Value is created by the entireepss in which all these tasks merge in

a systematic way for a clear purpose.”(Hammer 263).
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Even a Launch team is built from some positiongtvlare necessary to achieve
the core competencies; nevertheless without otiyeardments support cannot provide
the results. Support from other department is nmop®rtant that own organization
structure of Launch team. The main idea was tthepeople do what they can in the
best way. Project coordinator should coordinatecgess engineer should understand the
production process and IMDS coordinator should tstdad material specification,
IMDS database and REACH legislation. These prosessee defined before, but
without direct dedication to the job positions. Sopnojects were coordinated directly
by process engineers, which had no training anérmxpce with project management. In
other side, some project coordinators orderedrigptionfirmed feasibility study based
on their previous experience from production. Smynaeople within different job

positions performed the same tasks in different ammy different quality output.

4.3. Training plan creation to achieve strong competence

This chapter is split between three sub-chaptengerevare described two
important topics: knowledge of customer requirersemtd training program. Based on
observation and many interviews was defined, thabagest weaknesses were
customer requirements, external communication amitk ¥eam and some technical
skills. So strongly the plan was to focus and elate these bottlenecks and the rest of

improvement program leave for the future.
4.3.1. Customer specific requirements - CSR

Customer specific requirements are some speciabgobrequirements, which are
necessary to evaluate and confirm within each nejegt. There has to be ensured, that
all relevant inputs are collected including custosygecific requirements and that all
requirements are evaluated by the team. Salesnsiy® make sure to delegate the
different specific requirement to the cross funeéibteam described above. The
individuals in the cross functional teams are resgde for the review of the
requirements and controlling and giving input te #ystem. Launch manager is
responsible for driving the plant specific requieets and secure that all data is

collected into the system (logistics, quality, @aaimental etc).

17



“By consistently meeting customer requirementscaremove to a different plane
of satisfaction — delighting the customer. Thereddoubt that many organizations
have so well ordered their capability to meet tlogistomers” requirements, time and
time again, that this has created a reputation“®xcellence”. A development of this
thinking regarding customers and their satisfacti®icustomer loyalty, and important

variable in an organizations” success. (J.S.Oak|20D3)
4.3.2. Training plan as a benefit

Last months of each year is that time, when HRfar@hce departments are
asking for plan creation from each company departiftg some topics. Annual training
plan with defined budget is usual request whicangway requested by ISO 9001, but
major portion of managers really believe, thatas meneficial for their departments.
Especially if there is only a possibility to findigable training from nominated and
predefined list of trainings. Training as “how teate business presentation” or “how to
make minutes of meeting” can be beneficial onlydioe time, but cannot be planned
each year. And mostly can be done internally.

When | checked training plan from previous yedidl not understand the real
output for the team at all. Usual training progremntains general topic as a time
management, mandatory training required by natitawved or some periodical training
provided by customer service. In October, wheredirequirements from HR
department to create training plan for next yedidinot have a clear idea which training
my team really needs and technically can utilizdaily work. One major activity really
supported me to define the direction for trainiegen | could not defined exactly what
this direction can include step by step. Focusimgmcess and personal evaluation of
team members and their weaknesses was first astibsuilal data for training plan
creation. The second point to consider was a buddeth was not defined as well. It
was up to me to define a percentage portion fropadment budget dedicated for

training program.
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4.3.3. Establish a training matrix

One of the first tasks was update of internal utdton, which defined processes
owned and managed by Launch team. When the pra@essdeeply checked, we
realized, that major portion of activities needbséodone by staff out of Launch team.
This means, that our instruction is much more irtgrarfor the others as for us. Process
required providing a possibility for comments.

Another question we can ask, whether organizatiarctsire of launch team needs
to be the same each year, each month. Even ismplestask to train independent and
accountable staff to some position, is than necgsaansure the flexibility. Even it
looks as a not so nice solution, but only persenkihgness, passion and ability to
listen and finish all ideas to the end is the lsbstracter we need to be flexible, much
more that to have too much focused experts. Evparexare required, they can be
occasionally hired, but their professional and peas focusing can be a limit for
process oriented department, flexible updated basgubtential incoming projects from
customer and internal saving activities.

Solution for these topics is described in detailshapters 5.3.3 and 6.3.3.

4.4. KPI

Department without KPIs is a like a boat withoubinates. It wanders
somewhere on the sea, drifts with sea flows ankisiéally under control from universe
perspective, even situation is totally differenedartment without rules, aims, short-
term and long-term target is like this boat. Teamwctries to find the best direction to

target which is unknown.

“In contemporary myth, a successful company isut $hip-a showcase of
efficiency where work is precisely defined, exggydrformed, and tightly managed.
Only people who have never been inside a real compalieve this myth. The fact is
that many parts of many companies are completelpfocontrol. Individuals may work
hard and be constantly busy, but place as a wiwie chaos. End-less effort is
expended for naught, people work at cross-purpasesthat fact that anything gets

done is almost as a miracle. Every situation isdied differently, with people
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improvising and making up their work as they gdasTmaos can turn up anywhere, but
it is an endemic in parts of a company that dealew situations: not in manufacturing
or logistics or finance, but in product developmant sales and marketing. (Hammer
2001:79)

Personally, | was able to think about KPI after @hs in my position. Sooner it
was not possible, because there was not possiBketand understand processes and
“direction” which will be beneficial for a team arior the rest of the plant. After 4
months | was able to define a few indicators wiaohld be a potential KPIs but | could
not define exact tasks through them we can actirevgoals. Due to missing relation
within responsibilities and details between sone@sin process, it was not possible to
define responsible team members, who should bauataiole for them. As the step
before KPI definition, some gaps had to be filledo-man’s land - between process
steps with many open details, which accumulatesthad belong to nobody.
Simultaneously with KPI plan creation, there waspared the update of internal
instruction described in chapter above. Just ie,caken internal instruction was
finished, it was possible to set KPI, with respbiigies, measurable results and outputs
for whole plant. Coordinates for boat was set, oespbilities for crew and designated

harbor with arrival defined — KPIs.
441. Personal KPIs

Performance appraisal is standard procedure offH®mpanies, how to ensure
annual overview about staff performance and chasgager to provide a feedback to
employees. So process as it is, was implementegwBen | asked the question to my
team, if they have got any objective or officiaedback of their performance, some of
them said “no” and some of them did not know, whatficial feedback” means. They
assumed, when they are still employed, that meaod gr sufficient feedback. Nothing
else was important as unlimited contract and fixashth salary. So this situation needed

to be improved.
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4.4.2. Business KPIs

During performance appraisal with the team ratbedquestion, how to rate the
persons, because no KPIs were set, which can éetlgidedicated to personal
responsibility, neither they were measurable. $brat evaluation of performance was
very subjective even the objectives were discusstdthe rest of team and previous
Launch manager. After consideration about persalidities, some professional targets
needed to be set. Chapter 5.4.2 describes the tmacidyof KPI creation and their value
added to the launch team. KPIs chart with team neerdéedication is added in results

chapter with short summary about current status.

4.5. Reporting procedures

Huge quality system defined by ISO 9001 or TS 164@4iires traceability of all
steps within processes even administrative, whattdivectly affect products. One
example is reporting of project follow up. Projecs be reported from many
perspectives, for instance: time required for pobidun launch, time frame and milestone
achievement, margin follow-up within milestonesampied versus real budget, workload
per team, submission of PSW on time to the custopmeduction preparation before
SOP, timeframe for containment plan with relatest,cetc. Reporting activity is very
important to ensure information about real stahgienprovement evaluation. Even it is
time consuming; it brings no added value to thelpob. Therefore reporting has to be
one of the most effective tasks - reliable, simfdst, comprehensible and focused on
next prediction. Report about value from historjethh cannot be used as a lessons
learned is just a view to the past and is not vatichediately in the moment, when is

officially presented.

“The perilous condition of most measurement systmsild in fact not surprise
us; it is almost inevitable, given the genesis enolution of these systems. Their first
shortcoming is that they are overwhelmingly finahan nature. Measurement systems
were initially developed to enable a company toréefis financial results to
shareholders and tax authorities; these systems wWam inappropriately pressed into a

service to support management decision making, evfegrthe most part they are

21



useless. When a manager knows revenue, cost, afij pe or she understands what
has happened but not how to achieve better resutte future. When you see that costs
are high, sales are low, and profit is falling, ykwow action is required, but you do not
know what kind.

The second problem with traditional measuremertegys is that their
nonfinancial elements are fragmented and piecenteaipid of any underlying logic.
They developed as departmental managers were agfied by their superiors to
improve the performance of their various domairevard this end, managers invented
measures to track how their people were doing; thegsured cost, accuracy, speed,
and productivity, often using dozens of variabRarely if ever certain what purpose
this served, they substituted quantity for utilityltiplying the number of things they
measured in the hope that at least some of thendvibeusignificant. Managers were
compiling these statistics with the unarticulatediéf that if their employees performed
well according to them, then the company as a wivol@ld achieve its over-all
objectives. This was a vain and idle hope becaosexplicit connection was ever made
between the individual items being measured anavkeall desired results for the
company.” (Hammer 2001:103,104)

Next three chapters describe effective resourcgeuaad balance based on their
workload (do not use major portion of the time teate or update reports), than
common formats of the reports and description howse the report outputs for

processes and projects control.
4.5.1. Resource investigation and balancing

Source question was to understand what is added wé&coordinators, what is
really expecting from them. | focused on the questil usually asked them, what | was
interesting in from my perspective. Usually | wahte support them, so | wanted to see
in written form what they already did to achieve tesults. Some of them were able to
provide really comprehensible info in structuredrdocusing on facts; some of them
neither can describe what their problem is abowenEt was possible to evaluate them,
but there was nothing tangible or measurable. 8eetivas requested something more
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specific, regular and something, which is not disexelated with their experience and
attitude; something, which can be achievable welhdiscipline, good time-
management, clear prioritization, team work andiydautine work according process
using software and EPS.

“To create a customer-centered company, everyotlearcompany will have to
work extra hard, learn new skills, cope with unf@mniproblems, and in general rise to
the occasion. If people do not understand, doriebe in, or don’t care about what is
going on, they won’t do any of these things. Thetawanake them understand, believe,
and care is by communicating with them. Yet masipamies are shockingly
incompetent at internal communication. Mastershafpng their customers” desires,
they nonetheless seem incapable of establishing@myine rapport with their
employees. Their efforts to reach out are oftekytamnd naive. Many assume they can
win hearts and minds by ordering everyone to wateideo of the CEO reading a
cliché-laden speech at a dimly lit podium, or bstdbuting coffee mugs emblazoned
with some hortatory logo. Such idiocies only tueople off and reinforce skepticism

and cynicism throughout the company. (Hammer 2(&8):2
4.5.2. Reporting formats

Create a template or any other reporting formaery simple, if is known what
is requested to evaluate; usually as a trend ofegah time frame or value target
achievement. Then it has to be explained, whatdhs considered as an input or
output, what is the main goal, why is necessasgptnd a time to consider the document
to responsible person. Especially, the format aqplemation need to be defined very
simple, that each new person will be able undedstiaa scope and value, which needs
to be evaluated. Responsible approach can be ehsunen our serious interest is
explained in proper way with open questions andleggcheck and evaluation. If our
interest disappeared within a time, value add efriport disappeared as well. Each
reports need to be evaluated within time and eleretis not exact target defined which
can be evaluated, we can focus on trend and eeadliraprovement or deterioration.
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“Managers no longer really understand their busises, and so they can not
know how to intervene to make them perform betteey are consequently reduced to
either playing a passive role or to instigatingtiaiive more or less at random in the
hope that something will make a difference. In mo@ad complex businesses, leader’s
intuition about how to make things better is satfficient-and their measurement
systems are of little or no help. In fact, tradited measurements are not only usually
useless, they can even be dangerous and can aciogdede a company’s efforts to
better its performance...In other words, the old faat say, “Be careful what you wish
for, you may get it,” has a business version: “Beeful what you measure, you may get
it-and it may kill you.”(Hammer 2001: 106,109)

4.5.3. Improvement projects process and control

Improvement is nice word usually used to pointsarhe kind of effort to
maintain the development or achieve responsiliifined by certified quality system.
Even the improvement should be a part of work raytit considers as another duty
forced to change something which obviously hagesdao work good. Obviously, there
is not enough time for execution of any change@aaple cannot see results of their
previous effort of improvement. The question camdaivo views: 1. really not enough
time, or 2. people and execution of their taskst@oeslow. The truth is somewhere in
the middle. People do not consider that automatigastry is too fast and some goals
defined by top management are unachievable. Tealhnimeans, if the target is
achieved too late, or is unachievable from thefu@gg, people feel stressed to work
fast without possibility to go to the details ooperly closed and achieve results.
Additionally, there is no time to stop for a whiteturn back, evaluate lessons learned,
be rewarded and appreciate. New change or propaees sooner that this stop point

may OcCcur.

“Follow-through is the cornerstone of executiondagvery leader who's good at
execution follows through religiously. Followingdlugh ensures that people are doing
the things they committed to do, according to tipead timetable. It exposes any lack

of disciplines and connection between ideas anid@gtand forces the specificity that
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is essential to synchronize the moving parts adrgianization. If people can’t execute
the plan because of changed circumstances, folwaugh ensures they deal swiftly

and creatively with the new conditions.

Never finish a meeting without clarifying what tb#ow-through will be, who
will do it, when and how they will do it, what resoes they will use, and how and when
the next review will take place and with whom. Aader launch an initiative unless
you're personally committed to and prepared toisgeough until it’'s embedded in the
DNA of an organization. (Bossidy, Charan 2009:128)1

Only leader’s (launch manager) personal involverfarthese lessons learnt will
ensure real impact for project team behavior, tesalshort time and decreasing of not
value added work. How can be beneficial long stagdnprovement project?
Especially in case when income cash was prediatedlling forecast? Each postponing
of this project means missing resource which weesady planned to spent, frustrated
project team forced to make recovery plan as se@oasible. This resulted in recovery
plan, which cannot be met again and again, tedoogsng in many of these projects
and nobody knows why this is happened. The toal\asrking method for solution and

final results are mentioned in next chapters.
4.6. Long term results

Long term results are added to the master thesiskasl of prediction and long
term planning effort, despite the fact, that resulill not be evaluated. Important point
is the knowledge, that even we achieve all shomigoals, it does not mean that the
same goal but in longer time frame will be achieasdvell. Therefore is necessary to be
concerned every time, when we are trying to se¢bdaduture based on facts, which are
valid currently. Conditions are changing, peoplerkets, priorities. But all these
aspects are changing independently.

“You are right to be concerned. Implementing theradp goes against the grain
of everything about your company. As | have arguad and again, the great majority

of companies, large and small, are organized andagad in ways that directly conflict
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with the principles of this agenda. The customenams and afterthought, processes
are no one’s responsibility, and defending tudusryone’s first instinct. There are not
abstractions. They are wired into every aspectooiryusiness, from how people regard
themselves and their jobs, to how they are trasedi paid, to how the company is
organized and managed. Implementing any one itetheagenda, much less all of
them, will mean changing virtually everything abgatr company and shaking up

everything in your employees” work lives.” (Hamr2e01:22)

4.7. Motivation

About motivation can be written a thousand words &ider range of literature is
available. But the main intention is not to speekl@scribe how to motivate the team.
Discussion can be long without any exact resultabse the meaning of work
“motivation” can be individual and too much subjeet Motivation as a part of this
master thesis is an important to provide a diffeséte of optimization and team

feedback related with these changes.

5. Working definition, methods and models

There are a number of ways to collect informatibwagious points in the course
of planning, carrying out, and evaluating the wibr&t the organization does. It's
important to be realistic about what informatiommest needed and the resources that

the organization has available. Here is a few efith

Face-to-face surveys - Can combine questions with standard answersaem
open-ended ones. Best applied when the numbeppfgm interview is relatively
small or concentrated in one area. Personal intéatcan be helpful, but can also bias
the results.
Observation - An observer can either participate in the actiyior can watch as
the participants go about their activities. Invadweatching and listening to an activity

or session, taking notes, from one or many evergstone. A framework for
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observation is needed so that different observansdescribe what they see in a
comparable way.

Focus Groups - Collect data through group interaction on a topietermined by
the researcher. They often help to generate questiat not necessarily definitive
answers. Findings need to be compared to a largerey. The value of a focus group
can be strongly affected by the skills of the fadtdr.

Participatory learning and action (PLA) - A facilitated process involving a group
of beneficiaries in which members of the groupradg mainly around visual ways of
expressing their opinions and thoughts. These gelude timelines, flow charts,
resource maps, problem ranking, and a variety beotnethods depending upon the
context, the skills of the participants, and theels of literacy.

Case studies - A detailed and real world method that complemént&der, less-in
depth methods such as telephone surveys or priméquestionnaires. They can show
examples of how things happen.

Existing records - Records are existing sources that have been ibednior
internal management uses. Looking at these fopthmpose of understanding what is
happened or to tell the story of the work.

(http://www.proveandimprove.org/meaim/documents/@aeChart.pdf accessed on:
3rd April 2013

5.1. Employees performance

5.1.1. Observing & listening

The strategy was defined: ask the people how tinelevork, how to plan the
work which has to be done immediately, how to avamdtradictory target achievements
and still enjoy the work time, have the time fdaxeng, listen the others and plan long
term improvements. Simple research methods areideddefore, which provided
simple working condition without any expensive dficult tools and possibility to use
them within working time. Typical opportunities veedepartment meetings, projects
meeting, personal evaluation, performance appraisdluation, lessons learnt meetings,

operational meetings and unofficial discussionmyiunch breaks.
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5.1.2. Establish the gap of skills

All these gaps were collected and split to groups @riorities were defined:

1. Describe missing details for project steps wereewidnge of individuality may
affect project delays ( Feasibility study, Costaeimg, Tasks delegation within team,
Common planning of human resources)

2. Set a best practice, training and regular chec¢hree main project documents
among coordinators (PCP/One Pager, NPV and QARN Beme of these documents
have been already created (PCP, NPV), regular clredkny feedback about their usage
was beneficial for their standardization

3. Reduce information flow for some sub-processeadeeise their effectiveness,
value add instead of only document fill in. Set clveners for the documents which are
specialist for these topics:

a. Logistic checklist to Project Logisticians instezdroject coordinators

b. Environmental checklist to IMDS coordinators insted project
coordinators

c. Cost calculation to Process engineers insteadrofrastrative job position
— Cost accountants

4. Set common, but a few, exactly defined and notrealnttory KPI and reporting
rules for whole team. Example: refused low stocgdafor Project logistician and
replaced by one common target with Prototypes éoatars to be able to produce
samples for customer or validation on requested.tiffor example: originally, two
contradiction targets were set for one team: Dejiyerformance for prototype

coordinator and Stock volume for Project logistica

5.2. Focus on process

For comprehensible understanding of process, soane pnocess definition needs
to be explained. Kongsberg Automotive defines twvaamprocesses, which reflect
commonly known process APQP and Change management.

NPI (New Product Implementation)is defined as process to develop and

implement new product based on customer demand.
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“Competitive pressures, cost challenges, and inectasstomer expectations are
driving company to improve the way they developiatrdduce products to the market.
It enables all constituents to speak a common laggult automates tasks, exposes
performance bottlenecks, drives consistent exatatia continuous improvement. And,
it provides management visibility into the proddetvelopment pipeline.”
(http://www.ptc.com/WCMS/files/43550/en/NPI-2075u8- accesseodn: 3 March
2013)

In Kongsberg Automotive is this process definedixnphases and briefly
described on Figure 1.

Phase 1 CER phase
& CER team prepares the quotation and the CER manager sends it to the customer,
The CER manager analyses the respanse and the STC starts the project or closes the case,

Phase 2 Start phase
The Project team is established, requirements, time-planz, budget and objectives defined,
Al stated in the Project dezcrption which iz approved by STC & the project team,

Phase 3 Design phase
The design iz worked through including production [operations) & purchase feasibiliby.
Requirement iz freezed and prototype drawings are released

Phase 4 Validation phase
The design iz validated and reported according to Design Validation test ([OV) plan,
Final design released [5-drawings).

Phase 8 Production preparation phase

The production preparations [inc. logistics] is finglized including test-n,
PPAP/CPAR ready for submittal,

Phase i SOP and closing phase
Start OF Production [SOP), containment plan performed and final cost calculation done,
Project is evaluated by leszons leamed and case closed.

Figure 1 - NPI process

(http://www.kongsbergautomotive.com — accesse@8h: January 2013
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PIP (Product Improvement Process)s defined as improvement of existing
products (own developed as well as subcontrac@shdon input from various sources
(customers, suppliers or own organization) withdbgective to improve the product
quality or product function, to reduce cost or hauege capacity. In house production
problems caused by not optimized design, field j@mol that results in warranty claims,
customer capacity increase requests and redesigduice cost are examples of input
that shall be addressed to the PIP team.

5.3. Training plan creation to achieve strong competence

5.3.1. Customer specific requirements - CSR

Real involvement of the team was really poor. Onedrtant reason was not full
involvement in project meetings organized by CERager and not required feedback
about CSR from our production and QM. Thereforeatlyfrom the team was directly
forced to check them excluding project logistichjaia confirms logistic manuals for
each new customer delivery destination. First irepdidr real change start was TS audit,
which reported findings about not comprehensibl@uer specific requirements
fulfillment in project steps. In next case studmd®ut logistic, quality and production is
shortly explained how the work with CSR has beantatl and accepted them in daily
routine.

Case study 1 - Training defined for managers tggmtocoordinatorsBased on
audit results, the effort raised to coach projedrdinators to behave professional, to be
able predict instead of planning, have a helicopigr on the projects out of borders of
our production facility and understand global relatwith projects and customer needs.
HR department provided the list of potential tragicourses suitable for coordinators,
but none of them could be really considered asefi®al. Later on we received a
training program specifically dedicated for managamBased on course scope, | was
pretty confident, that this course is the right wakat can improve customer service
level of each coordinator. As the most importantdsi was a new approach of
coordinators for design and drawing review, quotaprocess and related issues which

need to be evaluated and quoted and structureofamaents defined system of control
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and inspections in production. And whole team recog that project does not finish
with SOP, but with EOP. As an example is attachedcertificate from mentioned
course — appendix 5.

Case study 2 — Logistic check list, Environmenti@ok list.All checklists as
many documents are required to follow up and refre to too fast change incoming
and their implementation included huge quality eystequired traceability of all
information, the real added value of this kind otdment is zero. Document is filled in
just with one aim, to be filled in. If it's possghlwith simple actions, real timing and still
being actual. This required many updates whichrie tonsuming. General reporting
means the check, whether all actions are markgdeen field, if not, recovery plan is
needed. If all topics are under the control, oegrer closed, nobody is asking, how
these checklists were evaluated in reality. Whatas value of the information? Does it
mean that if the topic is closed and green, evargttvill be OK and no issue should
rise? Currently, for any checklist within projeceaesponsible program manager or
project coordinators. They organized a meeting tatm and try to respond all
guestions and predict any potential issues. Butloayrely on project team members?
How they can check reality and prove the status® Wiheally interesting in results in
mentioned documents? Who do real results need &igigtic or environment? Project
coordinator or logistic manager with production?d\oes reality want to see and who
wants to see successful project results? AnswetBase questions are summarized in

result chapter.
5.3.2.  Training plan as a benefit

To define really valuable training program, attfissneeded to know, which kind
of trainings we need based on team weaknessesgiarid information is used from
chapter 5.1.2. Be able to defined a weaknessdedéam took a time, much more as
was available for master thesis creation, so #ftele months there was created a kind
of training plan, but | was not sure whether realllf improve the team. After six
months, when training plan was re-evaluated, whzezghthat 50%o0f defined training
we don’t need. For sure, at the end of this yaarapproach will be different again.

Training program as a “stress management” is a'yheow to treat symptoms, but not
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to find how solve the illness. We do not want ttve@accompaniment, but a root cause.
Means, do not train the people how to work understiness, but how to work without
stress creation.

Additionally, each training course means a cost. oy for the lecturer, but
spent hours out of office anyway paid by compamy.ufisuitable or not needed training

courses are double lost and disappointment for @yepl company and lecturer.
5.3.3.  Establish a training matrix

In the chapter 4.3.3 are pointed out two topicaualbbommenting process of
internal instructions which describing processeastae flexibility of organization
structure of launch team.

About commenting process, the instruction is semvieryone with target date.
Usually no comment is sent, so instruction is de®eople are interesting in
information about processes only in case, when tieeyl to solve any task out of usual
routine. Instruction of projects had 32 pageshsoltest example for instruction without
any comment from whole plant. Truly, frustratingnd) and boring procedure. There
was only one possibility, how to get the indepemaeinom people is to provide them
rules, which will be simple and comprehensible. Almd fact has nothing to do with
huge instruction and its reading via email.

Flexibility of organization structure can be donedefinition of the flexibility
itself in job description for each job position.dpée are not fixed in boxes with strict
borders and solid walls, where the touch of thexstis not possible.

Solution for the both topics is described in theufes chapter, which
comprehensibly follow citation above:

“Agenda Item 3:
» Obsess about the end-to-end processes that créatalee for your
customers.
» Ensure that every person understands processehiarat her role in team.
» Appoint senior process owners to measure, managkinaprove the

processes.
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» Create a process-friendly company by aligning faes, compensation, and
structure around processes.

» Develop a culture of teamwork and shared respolitsibi

» Set up a process council so that you don’t replacetional silos with
process sewers.

* Manage in process terms everything you do to makegompany better.

» Make process into a way of life. (Hammer 2001:78)

5.4. KPI

5.4.1. Personal KPIs

Case study 3 — Performance appraiséfound in archive some performance
appraisal forms from two years ago and started enggnal evaluation meeting with
team members to check their statement from that. tihonestly, it was very funny from
one side, but from the different point of view tognize, that that time this evaluation
was done under high language and time barrier. So@amples are mentioned below:

* What do you consider to be your most important@ainents of the past year?

* What action could be taken to improve your perfarogin your current position
by you, and your boss?

When | checked with evaluated persons how he/sterstands these questions in
English and how they can see their statements tafteyears, | had got different
responses with different emotions. Some of thenhdcoat explain their statement and
were confused, some of them started to laugh. Sdrieem told me, that their
responses were not honest, so | asked them ol afdcument to be honest. For the
first question there were some responses as statefimbody complain my job” or
“company prolonged my contract”. For second questvas usual statement “company
could provide me training” but after the questiomatvcould be expected improvement
then, they did not have a clue. Obviously, wordiftmg” is the most popular solution
for everyone, who really doesn’t want to improveittperformance within the most
difficult way - self improvement - and rely on seghparticipation list for whatever

training they can mentioned in their CV without aegl need.
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| personally checked each question with each peasdrasked them to prepare
their statement for previous year. To explain thesgions and each point took an hour
for each person, so together 12 hours. But | watttdx sure; that people will really
understand the point of questions and their statésmie English will really match a
meaning in Slovakian language.

In the tab with ten points about personal capahiiach point was understood
differently. Reporting was considered as abilitgteate report quickly. Adaptability
and flexibility were considered as willingness torkwover hours. Creativity was

considered as ability to have as many ideas dudagcause analyses as is possible.

A4 Score your own capability or knowledge in the following areas in terms of your current role requirements
( 1-3=poor, 4-6=satisfactory, 7-9=good, 10=excellent)
1. Commercial judgement | 10.Problem-solving
2. Product / Technical Knowledge | 11. Decision-making
3. Time management | 12. Team-working
4. Planning Skill | 13. Leadship and deweloping others
5. Reporting || 14. Adaptability, Flexibility ,
6. Communication Skills | 15. Corporate Responsibility and ethics
7. 1T /equipment skill | 16. Initiative
8. Meeting deadlines / commitments | 17. Discipline
9. Creativity | 18. Cross function

Tab 1 — A part of self-evaluation from Performanceappraisal form

My time all these details and ensure that all rasps will be comparable. After
evaluation of the areas in the tab 1, each teambeehad to define two worst evaluated
points and suggests improvement activity by hinisetself. Within next performance
appraisal there will be discussed, whether thisawpment was Process finally defined
is described in results chapter with some recomiauso how to maintain the

development of this important topic.
5.4.2. Business KPlIs

Based on my knowledge about the situation desciibeapter 4.4.2, it was

necessary to postpone KPI about customer satisfaatid personnel fluctuation for next
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year. There were some steps before we have tovachibere were defined in KPIs and
looks really simple. Despite the fact in automotesiness we have no time, it takes
time to change individual attitudes and behaviaerEwe cannot change them, it takes
time to find and train right people on right pasiti Results will come later on but they
bring us long term and real added value.

Before the KPIs were created for launch team, thva® huge effort to try to be
self-critic and avoid any high target, which canbetachieved. On one side, it will
mean that we as team will fail for sure, but mogtoal situation will be within team. It
does not mean, that team needs to win in all tasksbe forced motivated, but targets
have to be achievable and beneficial. Otherwiseplgewill be frustrated and no

positive or passionate feedback will be added ¢onétxt KPI planning.

5.5. Reporting procedures

As the first step was necessary to define whichamaaximum two outputs are
needed from each team member based on his/heegabiption. From prototype
coordinator are requested the samples on time, rofect logistics raw material and
components on time with minimal freight cost fomgdes to labs or customers. From
IMDS coordinators are requested IMDS approval frustomer on time, from jig
designer the jigs implementation to productionioretand from project coordinators all
tasks done based on defined milestones and profit projects. The plan was to focus
on these main points and forgot any other subtaegiarting in first steps. For all job
positions except coordinators there were creatext ttabs:

1.Jig plan, performance and on time delivery foragsroduction for jig designer

2.IMDS plan, performance and on time approvals of BAdr IMDS coordinators

3.Samples plan, performance and on time deliverglte br customers for projects
logisticians and prototyping staff

These tabs are used as the monthly reports fail grealuation of job position
performance and value added tasks of launch teaprdduction plant. They are

included to KPIs spreadsheet as well.
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5.5.1. Resource investigation and balancing

Procedure and global structure predefined docuar@htemplates, which should
be used within process. But as it’s usual, if mandges not mandatory required their
use or he/she does not use them, team membertodiad the way the most suitable
for their own practice. This was a practice | fowamdong coordinators. Coordinator’s
documents were filled in different way, thereforerevcomprehensible only for them
personally, but not comparable among them. Theseamty one way, how to
standardize these documents. Mandatory required) wsily official documents,
creating best practice for each document and panfgy the training with owner of
documents then with the rest of the team. And thwake things done, check these
documents with each coordinator on weekly basispemslonally evaluate documents
preparation per coordinator.

This chapter creates the biggest portion of thisteraghesis, to comprehensibly
described process optimization and balance of stid€tive usage. In the results are
described five main points which evaluate the tesahd asset for the team. There are:

* provide analysis of launch phases per coordinator,

» establish plan for workload in 2012 per coordinator

* implement plan and balance workload between coatdis (inc new starters),
* review workload plan at end of 1st quarter inclutes$ons learned,

* improve management of launch team and offload ptejigom launch manager.
5.5.2.  Reporting formats

When we tried to understand which data we reagdnto evaluate, we decided
to focus on the data we can improved. Goal wasaaecollecting data for short-term,
but long-term usage (lessons learned, future piedjc Then create similar type of
report format to avoid misunderstandings and diffieviews from different persons.
First step within reporting structure was to sésuwho and when needs to make and
update and where these reports need to be stdned.check on regular base real
performance and availability of these documentss €laluation has started after period

when team was focusing on training of all coordinsiand practical examples from
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projects. After that we could started with compéeayaluation to avoid any complain
from coordinators as usually — that they were reohed properly.

Only five reports for coordinators were set upnswee evaluation of all processes
which my department is responsible for: CER, NP, Rquest, PIP, PIP support
(project managed by different facility with requéssupport from our facility). Results
are described in chapter 6.5.2 and related appesdix

5.5.3. Improvement projects process and control

In the citation from Mr. Charan and Bossidy iseti¢verything about the
approach how to maintain the development of thegs® and take control. As the first
point is establishment of a strong leadership celtth natural authority based on
experience with ability and patience to listen,elss and coach. As the main tool will
be process lessons learnt, which will be in diresponsibility of launch manager. The
purpose is to achieve an evaluation of the issodgteeir solution in front of the team,
ensure conditions for corrective actions implemeniafor each team member and to be
a best practice in daily routine. In results chage@ised an example from lessons learnt

document of Launch team.

“Execution paces everything. It enables you to $e# &/going on your industry.
It’s the best means for change and transition-béti@n culture, better than philosophy.
Execution-oriented companies change faster thaarsthecause they’re closer to the

situation.

If you business has to survive difficult time#, lfas to make an important shift in
response to change-and these days just about busigess does-it’s far, far more
likely to succeed if it’s executing well.

Leading for execution is not rocket science. l€g/\straightforward stuff. The
main requirement is that you as a leader have tddeply and passionately engaged in
your organization and honest about its realitiefmathers and yourself.

This is true whether you're running a whole compamnyour first profit center.
Any business leader, at any company or any leeelds to master the discipline of
execution. This is the way you establish credibdi a leader. By the time you've
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finished this book, you’ll understand how to d&'tu know-how of the discipline of
execution will be a competitive advantage. If yylwentproceed to put it into action in

your business, we know you’ll generate better tesyBossidy, Charan 2009:7, 8)

5.6. Long term results

For the long term results, there are considereddpizs, which will be evaluated
at the end of the master thesis, and after allipuvsvtasks implemented or closed.

The first topic consist three corner stones ant thescription is mentioned in
“Letter to new leader” — conclusion in book Exeouti- The discipline of getting things
done from L.Bossidy and R.Charan being quoted below

“What else do you need to stay on top of? Thedisget endless, but three items
stand out. First, make sure you and your peopldyeederstand you customers: their
needs, their buying behaviors, and the changeasdlbehaviors. Know why they would
prefer your products to others. Understanding costcs is the base of business success.
Second, always look for ways to improve your reduftintroducing initiatives such as
Six Sigma or digitization. They not only can bedarctive, they can also bind your
people together in a common cause. Third, mairdach sharpen your intellectual
honesty so that you're always realistic. See thagythey are, not the way you want
them to be. (Bossidy, Charan 2009:268, 269)

The second topic is defined as a “transfer thel lsttacture with specific training
programs to global launch structure capable of stipmy the volume of work, if will be
successfully implemented”. This sentence was défioein September 2012 in the
beginning of this master thesis. At the end of thaster thesis will be the time to

understand, whether is six months the right petoocbnsider long-term results.

5.7. Motivation

There were already described many activities ateauh improvements and self-
evaluation, but one activity has been started itofer with other activities and it was
motivation evaluation of the team. Team membersdidvant to speak individually,

usually did not respond, or scared in front ofriast of team. Therefore the taken
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decision was to make it anonymous. It is a nicetl@bour weekly department meeting,
that each team member get empty paper sheet ahatvé targets from individual
perspective. Motivation is split between two catggg internal and external motivation.
External motivation includes tangible rewards aslary, bonuses and benefits. Internal
motivation includes emotions like a level of indiual professionalism, feel
independently as a kind of autonomy and underdtamdense of the work. Persons can
evaluate personal perception in 5 degree range frerthe best to 3 as the worst. Than
the results are calculated by me and present @frttapnt board. Results chapter
describes the results, their meaning and the appyd@w these results can affect future
optimization. It can be considered as a kind oflbeek for all optimization activities

described in this master thesis.

Motivation Launch team

External Internal

VIS.

Salary Autonomy
Bonus Professionalism
Benefits

Sense

Figure 2 — Motivation Launch team
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6. Results

6.1. Employees performance

6.1.1. Observing & listening

Based on evaluation within a meeting and dialogleseribed in chapters 4.1.1
and 5.1.1, all ideas were re-evaluated within teaohprioritize. Final performance of
the agreed tasks were done by team and officialgased or approved by me as a
Launch manager. This approach guaranteed easymtastof responsibility, data flow,
and traceability in communication in unwritten agrents and individual independence
of each team member on higher professional leweheSof new tasks raised and had to
be dedicated, some of task, especially double oiradictory work was eliminated.
Finally, each team member could immediately respdrtd anyone, what is his/her
position about, where they are in processes, wihie need to inform, support, check
and to who report (not just to boss). Target wédseaed without “new organization or
office layout structure change”, what is usualtfastivity of many managers on start
position. Time was used effectively; frustratioarfr something new and unknown have
been eliminated. There was invested time, propaaal energy and continue to build
the work atmosphere based on previous results.

Many reports usually requested in automotive congsanvhich are prepared by
managers, it was delegated to the team. Basedaonitguts, were created:

» Training course planning to improve weaknesseddahjoy the work as well

 Vacation planning even achieve substitutabilityremet for a job position but
for exact activities (different from other departit® — see appendix1

» Method how to create and comment internal instomcéind procedure instead of
official commenting process via email to “everyom@thout real interest and usually
without any valuable feedback.

* Persons without or not updated job descriptionterd@ir own job description
and discuss.
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Case study 4-Personal abilitieBroject coordinator with insufficient personal
abilities for daily coordination of crosses funcita teams and operational decision
without courage and experience to predict unplarsitedtion should finish contract
four months later. But a man in middle age, farfayher had many experience in
engineering, automotive quality and drawing adntiateon. In that time, SQA position
was free, so the proposal was to transfer himigopsition and evaluate if his
performance increases or not. After first two manile got very positive feedback. New
SQA got different responsibility, which were mugahtable for his personality. In the
position as a customer were not so much stressetd.H¥ wonderful details orientation
and enough patience to solve technical detail tagepsional support for suppliers
increased his value. Except of his personal pnofit,department got one important
advantage. Launch team got the best partner inlisdgpguality, who exactly knows
project procedure and can globally see and sblequality issues with supplier with
focusing on projects needs as a timing, desigrzé&ee modification implementation.
Generally, the company did not lose experiencestesirand the time, which will be

necessary to train a new employee.
6.1.2. Establish the gap of skills

Case study 5 - Not standard but standard globatedure PIP (Product
Improvement process) as a standard global procedasalefined in global structure but
not defined in all details and were valid for albg@uction facilities over the world.
These a few missing details caused many individpploaches transferred from local or
historical habits. For instance: French facilitykas all documents in French, Chinese
documents does no included comparable ISO stantiatisunderstood globally, some
production facilities without direct contact todil customer always relies on
information and decision from facilities in diremimmunication with customers. In my
case, Vrable plant had this process coordinated/bycoordinators in different way.
Even each coordinator followed up the processfierdint level, so the solution was
started with long term training from zero. A bigpport was already set global
procedure for introduction and human resourcescaéidn by other directors or other

facilities to the project team. As the first stepsathe introduction, that this procedure -
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as something regular, mandatory and just a onelplitys- will be one way how to

open the project. All other potential efforts, e¥erced by top management decision
were refused to do in different way. The secondtpeas to continue with creation of
“best practice” (appendix 2-4) for each documequested by process. Organize a
general training to introduce and explain the meguoif scope, mission and output of
one document, than check each coordinator afteretstion till all coordinators
understand these points in the same way withipiagects and settle in these
documents as a daily routine. No documentationregsested to update back, it would
be a lost time only. After few weeks, when documeas used and evaluate similarly, it
has been started to train and used another docanfdter three months, all five
coordinators understood three most important dootsria the same way and there was
a good time to compare coordinator’s performariod,details which have not been
understood comprehensibly and start improvement. [dbis kind of feedback led to
improve couching skills - which information was mooperly presented and
understood. Next plan is to continue with otherusoents and procedure. Final plan is
to provide same background for coordinators toldde &8 compare their work, results
and mainly support and learn each other — sharerexyge — which has not been
possible until now due to different understandifgoroject steps, own responsibilities
and tasks. Coordinators have to be able to supipem without any director - Launch
manager. They have to be real owner of process tiherbeginning to the end - real
project coordinators which are able to bring valdded points instead of administration
assistance with filled in checklist but many noighed details after project closure. Not
even coordinator, project logisticians or prototgperdinators need to be owner of their
processes independently able to decide, coachrafespionally support.

6.2. Focus on process

Cases study 6 — Right responsibility to right peophe intention was to delegate
all coordinating tasks to launch team only anddfanall production related
responsibilities to production. Technically, somejects changed project coordinators
during they implementation, some of them had telbsed and reopen due to unsuitable

follow up and many times changed scope. After pnixess standardization and
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dedication to only one job position increased nunabgroject about 100%.
Approximately from 50 projects to 100 projectsddes not mean that projects have not
existed, they were just not reported. Managementirgb answer for project coordinator
overloading. Real project number was significadifferent from previous reported
status. Except reporting of project phases andstédthas been started to report current
workload of each project coordinators. This datavjgted background information for
each project coordinator next dedication to proj€be aim of this effort was the ability
to improve each project coordinator to successiullylement each type of projects. If
project coordinator can launch each type of proghen the workload and utilization
can be used much effective. Original even very faypatention to have customer
dedicated project coordinators cannot providesiredulexibility. Even dedication
according workload was a first priority; it alsdoals second prioritization according
customer dedication and product experience. Fert#sk, intention has been
implemented successfully and in long term, workleadluation led to decrease a
number of projects.

6.3. Training plan creation to achieve strong competence

6.3.1. Customer specific requirements - CSR

Simple questions from case studies 4 and 5 prowsdegdle answers how to define
the responsibility matrix within the process. Ishzen stopped the work on results
which cannot judge neither approve from projectrdo@tors perspective. Main project
coordinator responsibility is dedicated the team l@ad time for checklist reporting and
closure. All other activities are coordinated amdleated by persons who know the
process preferably. He/she can check if tasksealé/rdone in suitable manner and
based on his/her personal involvement and futda¢ioae on approved results naturally
force to provide fair evaluation of each taskdodtfistic has to be responsible for supply
chain management after SOP, is in its interesét@sd check all steps in best condition.
And obviously | can rely on it. The same resultah achieve with environmental
checklist. Project coordinator is regularly checkin the process status and report and

provide status whenever is needed. Additionallgar be proved by logistic as reality.
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6.3.1. Training plan as a benefit

Totally new approach was implemented during tragjrplan creation. This
approach can be defined in four main points:

1. Add a customer visit program in to the trainingmpland budgeted for other
project members even from different department.nMaason was to avoid potential
refusal for business trip for them. What can behibst training for business and
professional presentation or creation of minuteseéting if not directly in front of
customer? Nothing else is better than real expesicBudget for year 2013 with
customer visit program was approved by management.

2. One planned training about customer specific regquént for project
coordinators, even this training was dedicateddprmanagement. The main reason was
to provide them different view on that topic instes direct training about procedures
and documents. It should be much beneficial fordimator to show themselves and
how they professional behavior and communicati@ksdrom higher perspective.
Additionally, the atmosphere and approach of lestuncrease importance of the topic
and provide to project coordinators a spirit of keyel personnel in the company. Result
is shown in appendix 5 as a certificate.

3. The third activity was additional chapter in jolsdeption — adaptation program.
This procedure is usual in many companies, in Kbaggwas establish as well, but not
deeply defined for each job position. Just fewnfoivere added to job description
document which clearly stated a main steps whieh employee has to pass to be able
to adapt in company culture and processes, andawk as well. Job description
update for all job position was release at the tr@gg within fifth month of master
thesis creation.

4. Final task was the most difficult — build uprafessional team from bunch of friends.
Explain the rules of team work in business — howefwess own individual needs in
favor of the team. Prioritize team and companyatrgver the individual target.
Especially for this topic was organized one dayksbop outside the company with
specific program. Preparation of this program touke than month, but final
evaluation of personal feedbacks called “the m&fttelped to understand individual

perception. These evaluations are included in pedace appraisal evaluation, which is
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described in the case stuc. Feedback from teamember is graphically display on

the graph nl. Ten questions were about workshop preparatmation, atmospher

work environment, used equipments and coachings, lecturer professionalisrmet

expectations, etc. The scale is defined as usaalbatisfaction evaluation from “ve

satisfied” in blue, “satisfied” in green, “neithgatisfied nor dissatisfied” in llow, and

“no response” in pink. No response about “not §atds was provided from 1

participants, who assured, that preparation omtnkshop served the both purpos

team work and motivatio

Evaluation questionnaire

A

Workshop Workshop Launch Team
Date / Place 15.3,—16;3.2013 Horné Hamre KONGSBERG
Lecturer Zuzana Solopova, Zuzana GajdoSova
evaluation scale

V?'Y Satisfied sm’:!;"il:': :wr Dissatisfied | . Very' No ToTat
Evaluation satisfied dissatisfied dissatisfied |response
Workshop preparation 7 7 1] 0 0 0 15
Presentation was comprehensible 7 8 0 0 0 0 15
Place and workshop equipment 11 3 1 0 0 0 15
Handout was comprehensible 5 7 3 0 0 0 15
Professional level of lecturer 6 9 0 0 0 0 15
Handout had structured form and
friendly layout 5 9 0 0 0 1 15
The meeting was generally beneficial for
further work 7 8 0 0 0 0 15
Meals, snacks, lodging 7 6 2 0 0 0 15
Did the workshop meet your expectations? 3 11 1 0 0 0 15
Workshop was too long / short 0 7 7 0 0 1 15

Satisfaction evaluation

Workshop was too long / short

Did the workshop meet your expectations?

Meals, snacks, lodging

The mesting was generally beneficial for further work
Handout had structured form and..

Professional level of lecturer

Place and workshop equipment
Presentation was comprehensible
Workshop preparation

|
|
1
I
Handout was comprehensible ||
|
|
L

0

Wery sdlislied = Salislied Meither satisfied nur dissatisfied ODizsalisied

my ey dissalisfied

MU respurse

Graph 1 —Satisfaction rating of workshop— Theme:Team work

45




6.3.2.  Establish a training matrix

Solution for the topic about commenting of interimestruction is purely easy.
Organize short meetings for specific groups of jeecptegorized based on their duties
is most effective way how to explain rules, taskgected results and relation with the
others. Each group needs specific approach aneteiff angle of view. Results can be
summarized in the status: “People know that sonceirdent exists and contains a part
of their job.” As an example is commenting of im&rinstruction about project
management with 32 pages:

1) Create the instruction draft, provide to Qualitgteyn
administration for registration

2) Defined to Quality system administration what iguesting from
commenting and from whom. Originally this point wassing and
Quality management administration send generallemiti no
specific requirements. For examples: required contsnespecially
from Process engineers in chapter X, requirememsrents
especially from Purchasing and Logistic in tab y.

3) Proved a lead time for commenting preparation agdrize a few
meeting with specific group of people ( Logistic®trchasing,
Production + Quality, Finance + HR)

4) Add the comments from these meetings and finafizartstruction

The question about flexibility of the departmendl éis organization structure is
partially related to previous topic about commegfanocess. The main goal is to
enlarge the horizon, skills and involvement forresgam member. Passionate staff has
tendency to improve itself without any press fromtsade or from management level.
This fact can be easily used in awareness projextgy when team members needs to be
nominated and scope of their responsibility wittiass functional team is for them
clear including timing and possibility to createaeery plan. Is not enough to be able
make a plan, but predict and prediction needs starelard rules with standard
solutions and behavior, and this can be defineddas experience. This experience
needs to be tracked via lessons learned out ofdhateam directly to production and

HR like the end of process line. Based on that eepee, department managers with
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HR can easily defined which kind of human resousresthe best, than request them for
each position. Automotive business is too fastwwadannot afford to coach each new
employee from the basics. Skills and experiencgusteone portion need for a work, but
bigger portion creates a spirit and personal imldiglity. Some of character traits are not
suitable for some job positions, sometimes can kiadhof barrier, which does not allow
employee to work. Too much technical oriented co@idr without persuasion skills

and patience to coach the team is potential piotoekail in all aspects of his/her work.
This info can be easily adds to the job descriptlammaintain the development of these
skills can be followed up within adaptation proceiging an employee can be trained

from experienced colleagues based on best practice.

Criteria for successful work

Project coordinator Self-study of industry techigiés, product
specification and design, business communication in
English language and CSR in timeframe one year.

IMDS coordinator Self-study of new and progressnagerials, legislation
and their usage in production technologies accgrtin
customer CSR and directive REACH in timeframe gne
year.

Jig and Fixture designer Self-study of new and progressive methods, mageria
and technologies needed for jigs and equipmengdesi
and manufacture in time frame one year.

Project Logistician Self-study of new and progressogistic method,
packaging materials and supply chain management
including possible optimization of extra freighits.
time frame one year.

Prototype coordinator Self-study of new and progressive production methopd
and technologies in automotive industry, production
technology improvements (streamlining, cost
breakdown) within design and manufacture of
prototypes.

Tab 2 — List of job description annexe:

Other side of this procedure is to provide expe@eh‘seniors” staff a kind of

feedback for their reports and work procedure. thesy comprehensible for all or for
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author only? Can be this report/procedure perforlmesomeone else in the same way
with the same output? Fresh mind without any reubilind spots can be the best
feedback with simple question “why?” and simplesidier different solution, which
chases to think about.

All this knowledge was implemented to all job dgsitons belong to position
within Launch team. In the tab. 2 is briefly poihttne main criteria for successful work
which was added within job description update. Amprovement or knowledge will be

evaluated within personal performance appraisal.

6.4. KPI

6.4.1. Personal KPIs

Final and most important issue was that feedbawk fppraiser was provided in
verbal form. So person got a feedback, which wegoften on the next day. Let’s
summarize this case study and make lessons learned:

» Reason for this activity: original reason for appaiwas to get real feedback from
employees, provide them feedback as a kind of coppaerest and support them
with personal improvement.

* Result: the result was untrue answers or answens fnisunderstood questions,
rough feedback verbally communicated without res@d without prejudice and
finally no other action from side of employees hertcompany was set.

Despite the fact, that personal evaluation witlfgrerance appraisal is not
completed before this master thesis finalizatiberé is very simple procedure how to
continue:

1) evaluate performance appraisal form in proper wagooperation with
HR and other managers,

2) provide to each team member personal and writtedifeck,

3) plan next training for skills or carrier progress,

4) get feedback about personal self-improvement orlybasis defined in
tab.1,

5) reward or criticism distribution.
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The recommendation for HR department was, to doghlrformance appraisal in
Slovakian language with Slovakian documents. d&uat/bid misunderstanding,
especially with employees on position which do meofuest intermediate English level
or higher. If manager does not allocate enough tonéhis evaluation, does not check
intelligibility of sentences, or does not requéss evaluation with passion and interest,
people just fill in the document in easiest way atalement have no value for appraisal,
for HR department, neither for manager.

This procedure is the one of top three duties amdgmal KPI within current year -
from professional and personal perspective. Petgderve to be evaluated and get a

feedback. | appreciate it from my boss as well.
6.4.2. Business KPIs

KPIs were created based on discussion within @@ @nd consider with target on
the plant level. Each KPI was dedicated for spegifb position; even the owner of the
KPl is Launch manager only. This dedication cregedonal involvement on the target
achievement and background for bonus system. Ag¢itkdeof the year will be evaluated
each KPI and linked to job position to avoid theasphere, that collective win or lost
with no direct responsibility.

Status after three months was the same as was @ds8ome tasks were really
simple and were done on time, and in some tasks tetally failed, especially in long -
term tasks which request discipline and stronginigivDue to the confidentiality
commitment no examples can be provided comprehlgn3ibey related to timings and
revenues. Just screenshot from original tab isaadaltab 3, when is mentioned a
spreadsheet of activities and dedicated job ddgumiplast group of tasks are tasks
transferred from previous years as not achievatherestarted.

Comprehensible spreadsheet is presented on big boeaunch meeting room, to
be visible and available for the whole team, visitananagement. Clear tasks daily

reminded as a target team has to achieve withigebe
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Key

LEADER:

DATE 21g|¢
ii — A Zuzana Solopova 32 H H
I y -3 -1 =Y
Task Duration N 0 0 g
m Task Task TEAM MEMBERS:
start OBi:;:pleuon Started or Completed Projetc coordinators,
. IMDS coordinator o
%)
MAI N TAS K ! Milest’\g:leo'rl'asks Project logistic, Prototype coordinator g 5 g
Jig & Fixture admin 3 g e
DESCRIPTION &5 |3
Sub Tasks Comments
2 CM trend evaluation per coordinator for plant KAVR Project coordinators gg ;/; gg
=E
N PI E All d.ocuments for "production” ir? one pager prepared Project coordinators zZU JA DE
on time for gate pass per coordinator SO PA BO
E E’ Final value of PIP project: 3 per coodinator in Project coordinators zZU SAA DE
PIP & E |average (total 15) so BO
&=
- . . . .
@ o5 |Max. 1 overdue project per coordinator Project coordinators 2 JA DE
-4 SO PA BO
Projects presentation in shopfloor in phase 5 Project coordinators 2U | JA DE
g‘ SO PA BO
Visual E QAP overview for NPl and PIPs Project coordinators ég ;/; gg
®
Management 2 All 5 reports updated in Launch meeting room on
5 biweekly or monthly basis Project coordinators zU | JA | DE
(CER, PIP, NPI, PIP reugest, Finance PIPs) SO | PA | BO
. ZU | JA | DE
KBD procedure trainin
8 5 P 9 S0 | PA | BO
2 g . ) ' zU | JA | DE
9 Training of Best practice documents - QAP, Issue list
=1 o SO PA BO
[
-2 T Enviromental checklist - best practice + training IMDS coordinator KR | zU DE
° Internal 8 KR | SO | BO
. . > - . ) . . - MA | zU | DE
4+ |nstruct|°n f Logistic checklist - best practice + training Project logistic BA | SO BO
E & é Update of IS 7.3-1 - implementation of PIP request log ZU JA DE
dure
1+ D s proce SO PA BO
ocuments g
s 5 Job description for all Launch team members v JA DE
£ so | PA | BO
.: E‘ Update of IS 7.3-1 - cost calculation tranfer from ZU JA DE
g <3 Launch team to Value streams SO | PA | BO
& - y -
5 Internal instruction creation for prototype and samples Prototype coordinator PE ZU DE
= warehouse SK | 80 | BO
£ £ |Communication flow procedure creation including - KR zZU DE
g | IMDS 8 & |PsaD within NPI IMB$ coordinator KR | so | BO
) Py " - y
- - £ ¢ [80% of jig & fixture release on time to serial - - N JO zZU DE
Jigs & fixtures & E |oroduction Jig & Fixture admin vA | so | Bo
E o [|Database of all samples produce for projects
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Tab 3 — Screenshot of KPIs
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6.5. Reporting procedures

6.5.1. Resource investigation and balancing

Only five general reports for coordinators werelgeto ensure evaluation of all
processes which my department is responsible i8R ,QNPI, PIP request, PIP, PIP
support (project managed by different facility widquest to support from our facility).
These five reports related to the process. Thaitiaddl few documents and checklist
related directly the project follow up depends loa project type. In the results below
are summarized concrete results with their affadtglobal asset. Data were valid

during the time, when master thesis has been create
Provide analysis of launch phases per coordinator

As the three main documents, which have to be mandereated and evaluated
for each project are: QAP (Quality assurance pliss)e list and Time plan. Together
with previously mentioned 5 documents, which repooject status, coordinator’s
performance can be evaluated based on their alwadated status for projects and
recovery plans, when unexpected events occur. Wesklluation is formulated to the
graphs. Due to privacy rules, names are replacediimber in the graphs number. Even
this kind of evaluation is so much time consumimgy, it is most effective way, how to
force coordinator to do their job on daily basea@r n.2 describes first evaluation,
which was little bit confused, because many docuserre missing and coordinators
was not able to understand them in the right wéngréfore was not possible to evaluate
all documents in each week. But the goal was aekdie€oordinators could compare
their personal performance and support each othtieir unfamiliarity. Due to
confidentiality commitment, coordinator’s nameseveplaced by number.

The target is 100% for each group of documents. performance evaluated

based on this document as well decided of conteactination of coordinator nr.4.
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Graph 2 —Coordinators performance evaluatior

This procedure brought the two important outpuidvi@éasurable performan
evaluation per coordinator, 2. Regular report witimparable values from ¢

coordinators which can be used for lessons leal
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Establish plan for workload in 2012 per coordinator
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Figure 3 — First level of workload overview




As the first or base level of workload was justtmnt all project in five groups
per coordinator and evaluate their volume on webkbis. But this amount was only a
number which cannot describe technical difficultytioe consuming aspects. As a first
step it was useful, but to start with deep analymeas not sufficient. Some of projects
were only operative actions or single task requaststhen have been frozen for
months, then terminated due to missing informatioimterest. First level of workload
evaluation is taken in Figure n. 2 and is usuadigdifor workload planning.

Higher level of real workload report is definedappendixes 7-8. Each project is
evaluated separately and each position calculééseh workload directly on project.
Monthly report defined which kind of job is donejtlannual overview reports only total
cumulative amount of work hours per project.

As the next level of performance evaluation waskiead for each team member,
not for coordinators only. On monthly basis haverbpredefined all projects, included
CER and PIP requests, and all spent hours weralatdd per job position and per
project. This evaluation helps us to see realdiffy of project preparation in awareness
phase. It was a report and a message to top maeagémus on all requests and
suggestions which are coming from customers ornatelepartments for improvement
or saving projects. There is a vision to use thauation for prioritization of customer
requests and internal saving activities and foecusuggestions, which create less
workload and higher profit. Even such a kind abptization is already set, there is not
really consider during CER or awareness phase difioations. Effort to fulfill all
customer requirements or wishes can destroy od foesh liquidity of company for a
months or years. Sometimes is better to have negiras a forced one with negative
margin, or without other potential business infilitere. Current prioritization is
described on Figure.3 Main prioritization can baem two ways: compare cost
avoidance like a risk rating on the right side anthparison between workload and

revenues on the left side.
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Priority Categorization A<§

KONGSBERG
At PCP approval priorities (1 to 4) will be applied based on:

- Savings and risk to business

Easy to do Hard to do _ _
R&D <200hrs R&D >200hrs Risk Ratings

(1) Risk >350k €

2 . (2) Risk >250k €

(3) Risk >100k €

Low Return
NetS<125k€ (4) Risk >50k €

High Return
NetS>125k€

Figure 4 — Priority categorization

I mplement plan and balance workload between coordinators (inc. new starters)

When first information was in place and we werkedb recognize real workload
even after few first weeks, we could dedicate retpeehours to value added projects
and suggestions. We could plan number of coordisatoong-term. We could evaluate
individual performance of each coordinators basetheir documentation preparation,
workload report, compare this workload among theist. Decisions about organization
changes and human resources planning for launahwesae done easier and my
personal persuasion about these changes was aotamnal and uncertain. With some
organization changes came a request for temporarlead balance, due to the fact,
that huge or difficult projects cannot be dedicatedew starters. This requested to
create agenda for leaving coordinator and newestaiith adaptation process. Despite
the fact, that the care of juniors was dedicaterbtardinators, there was still so high

workload, that was not possible to dedicate onky eenior to coach junior for next 6
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months and manage own projects. Therefore thetisitutbrced to adjust the adaptation
process for conditions of that period and spli fhiocess among all coordinators.
Example for coordinator — junior is attached asjppendix nr.6. Each topic will be

trained by different senior coordinator with besgults.
Review workload plan at end of 1st quarter included lessons learned

This workload cannot be fully managed until thisstea thesis should be finished,
but first results after workload screening we wedoke to summary after few first weeks
as was mentioned in subhead before. But what was\a is the first minutes from
lessons learnt meeting focused on processes ataheersspecific requirements,
escalation process, reporting style when a fewegtsjwith common issues are joined to
provide bigger force for problem solving and retproject in right direction followed
the process. Procedure for escalation is attached appendix nr.9 and very simple

describe how to escalate overdue task or missiejizck.
I mprove management of launch team and offload projects from launch manager

In some model situation, we can find a departmetit @ne tired and overloaded
manager and a bunch of satisfied or bored employdesare leaving their offices each
day with smile and plans for the rest of the dajodks that full load of all department
is hold on one arms of manager who does not waskdicate responsibility and
workload to his/her team. Why some managers wasolice the most difficult tasks by
themselves only? Why they don’t want to rely omi@aNhy do they think, that they
need to be the most clever or fastest? Why dotthial that results will be good only in
case when they perform them personally? In this,asnanager is just another team
member and work on tasks, but not to manage a t€éaem nobody looks on people
behavior, performance and added value for a depattand a company. Whole
department is working on tasks, which are not prigpiefined, dedicated based on
routine not on personal skills and nobody knowstigaght and what is bad.

My predecessor managed department in similar &agn he was launch
manager; he managed the most difficult projectsrfost important customer that time.

He spent a major portion of his workload to lauagbrojects and modification and
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satisfy customer expectation. For team managem#tatlow up, evaluation and
improvement — was no time. Each day | face a chgéléo support some coordinators
with some projects and sometimes | am really sted,| can do the job better as my
team. Especially if launch team fails or disapp®imie, | think that results can be better,
when | would make it personally. But in first levaily mistake and disappointments
improves our skills and make us stronger and egpeed. | understand that | have let
them fail, let them feel disappointment, think abibumake lessons learned, shared with
team and accept, that even this most difficult vgathe only one and right how to
improve the team and team member. Then, in se@wead is up to them, whether they
will learn themselves based on the mistakes obthers. What is my most important
role to point out this situation, avoid any perdanaolvements, calm down emotions in
team and focus all team to fact and new knowle@yefietimes, lessons learned
structured list of mistakes and different approsghport personal improvement much
effective as a punishment.

The main goal is team work improvement, set andempnt effective internal
and external communication, ask for feedback abguteam performance, ensure
organizational and process changes and optimizatidrsolve interpersonal issues.
Avoid project micromanagement and decision abatgvery plans. The team needs to
be the best within its own role and follow up preses without my direct decision
making. Based on the previous overview and restitan be summarized this topic as
an achieved target. The team is less reliant orageanent involvement as was few

months ago.
6.5.2. Reporting formats

Some examples of common used documents as thésresolr effort and few
months’ discussion are attached in appendix 2-4:

* QAP — Quality assurance plant — document useddoeigl APQP system for
any project scope or scope to follow up all agegitwithin change.

* Issue list — linked document to QAP which detatiedined each step and single
task within micro management. Document simple sffae main set up to make one

document but with different mapping for interngboeting and reporting in front of
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customer. Than defined responsibilities, start éiatéasks, original plan, updated plan
and date for task closure. Spent cost and tas@stpration can support coordinator to
focus on tasks with higher priority within a coritekhis prioritization is not predefined,
and can be set up based on risk analysis on theoKieneeting.

* Logistic checklist — document coordinated by projegisticians as we
described in chapter 5.3.1.

* Lessons learned - even the document is establastednandatory required
before each project phase closure, usually igifilleas a forced document by process,
even people does not feel its need. Probably neaison is that this document is saved
to project folder and forgotten as the rest ofghggect. The main goal was to collect all
this info into one database and share among teasepartment meetings. But before
the time | will establish that, it was necessargétd reliable and honest lessons learned
documents for single projects. This could be gatnficoordinators, which started project
in proper way, with risk analyze, valuable kick oféeting, and regularly follow up. So
here is the explanation, why some of describedsstep rules mentioned above are so
important — to hammer out good start position é&ssbns learned and next project for
the future. This is only one and right way, hovetsure sharing of experience even
within resource fluctuation. Results and examptesi@entioned in the next chapter in

details.
6.5.3. Improvement projects process and control

In the words of Mr. Bossidy and Charan is mentiotedsolution. The time when
companies will have enough space to do everythmngoper way, in detail and take
victory never comes. We can use available tim@tog on value added tasks, prioritize

and ensure their execution. Make lessons learnefbnall projects, but:

« focus on those relevant which brought new ideas;ess and really new
products,
* grouping similar projects which came simultaneoystyistomer requested new

version of product for short term),
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* projects which went out of process and was toottateturn them back into a
process,
* projects which did frustration of project team &y reason.
Example of still ongoing process lessons leardeiscribed in tab 4. Column for
department defined related department where experimised occasionally and
caused any issue. In the column “What happed,iply describe what the issue
is about and a solution in the last column “What @& learn from this”. Lessons
learnt are discussed on weekly department meetilegist one per quarter.
Mentioned issue cannot be one time issues, orsssbieh were caused by
someone’s mistake or unobserved of process. I€Rdso rise from the not
defined gaps in the valid processes.

What to learn for the future - PIP

+/- Dept. ‘Whathappened? ‘What can we learn from this
LT No freight costs are included in NPV. Plan to estimate freight cost to first NPV
based on product size/weight, number of tests
and requirements for master pieces.
Design GM: Drawings are release for serial Add the ECN directly to issues list and time

production without implemented corrections
requestedby productionor outof ECN
approval.

plan and required plant approval of ECN after
GM3660.

What to learn for the future — NPI

+i- Dept. ‘Whathappened? What can we learn from this

Production Non-conformity from TS audit: Documents | Working operations numbers have to be same
FMEA, FC, CP, Work instruction were not within all four documents. Documents have to
linked together. be correct within project phases. FMEA need

to have link to FMEA ofincoming and
expedition (logistics).

Quality Missing layout New final assemblies have to beadded to
inspection=revalidation=requalification

e Ter
Quality Missing reaction planin CP Add thelink to internal instruction about
management ofnon-conformed products to the
CP
Quality DFMEA is missing link to PFMEA. Add thelink (PLM number and
project/product name) into PEMEA within
project phases.

Quality Missing norms defined in drawings arenot | Allnorms haveto available for quality and
available or unknowrn. Some on them, which | production in thelast update. Within projects
aresaleable only from customer,needtobe | allnorms have tobe known by project team
bought within project. (QE.PE.PPAP, logistic).

Tab 4 — Process lessons learnt
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6.6. Long term results

Two main topics from the chapter 5.6. need tolyemarized and evaluated. As
a three main stones of this global best practiosishbe three points mentioned in the
citation of Mr. Charan and Mr. Bossidy:
* make sure you and your people really understand gatomers
» always look for ways to improve your results byadiucing initiatives
such as Six Sigma or digitization
e maintain and sharpen your intellectual honestyhab you're always
realistic.

First corner is predominantly ensured within loagrt focusing on customer
specific requirements, trainings and regular lesgearnt. Second corner is ensured by
deeply workload balance, prioritization and finabteasing of open projects number.
Too many open projects do not allowed to focusetherdetails and make the things
done. The third point is intended to me as a Laumahager. As the one example about
honesty and my realistic approach can be considemetlact termination and relocation
of two project coordinators mentioned in previobgmer. Even high number of projects
provides me the reason to take these two coordsidtdecided to finish effort to
improve their personal and professional abilitlesas realistic and saw the lack of
potential and try to find other much difficult bohg-term solution — find and focus on
new coordinators with higher potential.

The second topic was to transfer local structure lbsst practice case to the rest of
launch teams worldwide within KA. Unfortunately, \&ee far away from the best
practice to be used for global. We just need torb&p and see the results in the
distance and follow up process — right directido achieve them on time.

Reality is, that some short-term activities havelast short term and requested
much more: focusing, discipline, coaching, repaytiprioritization but the most
important point — see this project process withghbar = plant and different = customer
perspective. All these points need change of pdaogiavior, approach and perception.
And change the people by own best practice needs than six months. But what can
be achieved within these six months is, to perstiagl@eople without any persuasion —

to be a leader, not a boss.
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6.7. Motivation

At the beginning of Motivation evaluation | was fiyeconfident, that the trend
will improve within next few months. | was sureattall improvement activities and
personal approach improve a satisfaction of thexteeembers. But reality is different.
Trend is still the same. On the figure nr.2 istti@n presentation used for evaluation
and results from last 6 months. Then tab 5 is dasg collected results from period
October 2012 until March 2013 and graph.3 desctitbesrend. Based on the results |
asked to team two questions:

1. How is it possible that salary part increased nuestpite the fact that no
actions were done to decrease salary? When | ¢iskgdam, they simple
stated, that workload on project increased dubddact that they have
follow up the process. Previously they ignored sete@s. Currently they
have feeling that they need to work harder evertlfersame salary.

2. How is it possible that we made so many training$ienprovement
activities to build a strong team, but the trenghaffessionalism is
constant and have not increase within the team? idavpossible, that the
team does not feel any self-improvement, but thadiisfaction with
salaries decreased? The answer for this questimhriot get but the next
plan is to focus in this relation and make rootseaanalyze and re-defined
the approach how to changes and other activites@nmunicate to the

team and finally, how they are implemented.

Assessment: 1=completely satisfied Average: up 1,5
1,5 =more satisfied
2 = partially satisfied/not satisfied up 1,5t0 2,0

2,5 =more not satisfied
3 =completely not satisfied over2,0

Benefits Autonomy Proffesionalism Sense Average Month
2,69 2,08
2,73 2,13
2,85 2,14
2,50 2,02
2,50 pA)
2,54 2,12

Tab 5 — Motivation Launch team — monthly evaluationspreadsheet
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Graph 3 — Motivation Launch team — monthly evaluaion graph
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Conclusion

The main purpose of the master thesis was to empst, whether it is possible

to switch organizational oriented plant /departntergrocess oriented within usual

probationary period for manager. The scope of thster thesis was defined within four

topics and achieved within results of three maialgjo

New process organization structure with flexibleecoompetencies and skill
matrix of staff potentially used out of launch ted@partment bordershis goal
was implemented successfully, which helped managetoemplement other
changes and optimizations in easier way, becaeselgldefined process and

responsibilities can be predefined and immedidtalysferred.

Increasing of staff motivation by wider range pai@nvork task, routine
elimination.Even though work tasks has been enlarged witmoths period

of master thesis preparation, there hasn’t beeoceabany observed any positive
feedback regarding motivation or satisfaction. @ dontrary, some of

motivation factors have been worsened.

Experienced but still inspired work team, which lddoe able meet flexibly
expectations of customer and global company managefrhis topic was
successfully implemented, though it was not fingsHewill take much more

than few months to build a professional team preghéw meet customer’s
expectations as a mission, not only a daily routiwek. The direction through
specific trainings, evaluation of their asset dml¢onsideration of these
trainings as a kind of benefit, self-training arddons learnt. To be successful on
the long run, it is necessary to continue withnistee approach, measure the
performance on predefined milestones and celebeatdts before starting next
optimization.

Structured methodical approach of the master thiesiworking definition and

methods resulted into seven main topics, whichipddour main goals stated

above:

Employees” performance
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®* Focus on process

® Trainings program creation to achieve strong coemp
e KPI

® Reporting procedures

® Long-term results

* Motivation

Generally, in some topics, the team was succef@shihing program, using of
documents, discipline, regular meetings, reporgoggsonal supporting of team
members), but some of them were evaluated as ffatient, not finished or failed
(lessons learnt, workload, motivation). Next paagips describe the lessons learnt and

guidance from results for each from mentioned sewpits.

Employees’ performanceFor each new Launch manager or any managerwn ne
position it is necessary to reserve the time faeobation and understanding current
situation. It is much better to spend some timetayntb get experience from the history
before new decisions are taken. This strategy cawubi the situation when similar
mistakes are taken with any new managers. Dueetéatit that usual probation period is
a few months, it is very important to set up whamew decision has to be taken not to
waste time for change implementation and firstltsqaresentation in front of the
management. It is beneficial for the launch managken the discussion about new
strategy as a kind of optimization is made in frohthe team and feedback is
considered as a one of the most important inputanTt is easier to present and explain
to the team, why the changes are so important,evthergaps are, how and until when
they have to be improved. Even though the team doewant to accept the changes
and usually unwillingness is manifested, final ismpkentation is easier accepted by team
due to the fact it was done on the fair base. TasFano conditions which can influence

performance this point.

Focus on processhe second step which has to be started is thgalealf each

manager is to focus on people and processes. &itebservation period it is necessary
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to start “the cleaning”. Completely ban any effatsactions out of the process and take
full responsibility for the own process, even ttés cause the first failures. Do not let
the results to be affected in the own responsyiiit other or related processes. If this
kind of conflicts occurs, it is necessary to adhpse processes to eliminate
contradiction targets and goals. This part of tleekws the most difficult, because it
requires strong leadership, comprehensible infdonatbout all related processes and
departments. Finally this adaptation has to be d@&fiere any changes will start. As a
recommendation for launch manager can be thetfattno discussion about the people
and processes is a waste of time. Only the factsldtbe collected and evaluated with a

clear mind.

Training program creation to achieve strong compete An essential part of any
optimization is continuous improvement; howevet, a®a general strategy, but with
clearly defined topics and pre-defined results. bt necessary to improve everyone
and everything, however it is popular to do so.riwslucation process is time
consuming, therefore it has to be defined realbpprly and planned in regards to work
duties. Each new knowledge has to be incorpotatedily work and evaluated for its
benefit to the company and targets achievemenecAmmendation for any new
manager can be: properly check each team membdoamsion the improvement and
training of those abilities, which can affect pladrtargets. Team members will see their
new knowledge as big support to win and achieveafgets, which is very motivating.

Small shorter wins are the first step for long teuncess.

KPIs: When people and processes are known and globatéongtargets are set, it
is of the utmost importance for any manager tocbaitoad with milestones, to achieve
the target step by step and day by day. Then leatetam on this road, not just sit and
follow up. Team needs to feel that Launch managex l@ader is a part of that group,
which trying to overcome its role. These targetgehta have direct relation with final
global target and have to be as simple as posgibleeam has to understand the scope
of each KPI; believe that individual abilities ateong enough to achieve much more
than just a pure target. Have another power toongachieved targets, share the

experience and positive energy to all. Each KPteée bring added value and make
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sense as a small piece to whole jigsaw of proce$tese is much beneficial to have a
few small and simple KPIs which bring more assess ane huge KPI without

particular structure.

Reporting procedureskeporting as a procedure within process does g ladded
value directly, therefore it has to be as simpl@ effiective as possible. It needs to be
comprehensible to everyone in the same way. Da&d nseds to be from the same
source, formulas have to be identical and resai® o be from similar period. Reports
have to be regularly evaluated and used for lesis@amnst and reward system. Team
members need to have perception, that reportimgpsrtant activity for their own
evaluation and improvement, to see what are thieid Ispots and their strong
competences. And that these reports are interefstinrgaunch manager and
management as well. If reports don’t deliver theagdarhich can bring new approach and
predict future status, it is better to stop thizoming.

Long-term resultsEven though six months period for master thespgrmation is
not enough time for any long term solution or €ggt it is very important to have an
idea, what the situation should look like in futuEsren though the situation on market
and customer expectations are developing fastardher before, production and
marketing strategy have to be considered within@njects, which creates a production
portfolio or changes production facilities. Newhaologies mean high investment,

which can cause huge cash flow issue on the var@idtomer requirements.

Motivation: For any optimization or change activities it isywamportant to get
feedback from the opposite side. It provides coim@nsible overview about ongoing
activities and reveals the indicators, which casdpmt the lost. Positive feedback does
not look that honest considering the nature of fEemot accepting changes that
disturb their comfortable routine. Therefore ihecessary always to appreciate negative
feedback, because only that one is the right oadaelsuccessful it is necessary to
separate emotions from negative feedback and fmcdacts. There is the most value
added information, which helps to achieve the tarfeere is the pure support from

team to the leader.
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This master thesis is also a kind of reflectiomyfpersonal improvement within a
few years in automotive industry on background afihch team. | have used experience
from my work time for company Kongsberg Automotfvem perspective of Industry
Engineer, Project coordinator and Head of Laungadenent. The main goal was to
describe the way of some ideas implementation il &bout process oriented
company. The goal can be defined as a new chall@emgienake things done, which was
achievable due to my work position. Six months’dito make things happened was the
biggest challenge in my professional life. The maipport for me and for team has
been the man, who has coached me many years avidgatane the most professional
support. The man, who created a global procedutdemhme within global process to
set up the local one, so each open point was disdusith experienced colleagues.

Exactly according “Letter to new leader” — conctusin book Execution:

“It will be hard at times to know how you're doinye hope your organization
gives you the feedback and coaching you will beagiyour own reports. But even when
that’s the case, we have found that a leader needsfidant, someone outside the
business to help her keep her head straight. Térisgm should be someone wise, an
individual who will be candid with you and help yimkeep asking yourself whether
you're growing, learning, and making the tough cksi And take care about yourself.
The new job can be stressful, and you need talivalanced life. Don’t let yourself get
too low or too high. Consistent behavior is a sifra contained ego, and inspires
confidence on you for those around yo(Bbssidy, Charan 2009:269)

What is really easy to achieve within a six mdiotha new manager is trust of
the team. Do exactly the same things as are ratjfriven team. Be positive, supportive,
don’t scare to take responsibility for decisionndd blame, be honest to each others,
provide service, share experience and do not censalleagues as a kind of
competitors who can take the job. Smile, enjoytek and live each moment to
improve people, process, culture and environment provide this culture in any
customer visit or audit. First impression and cospfeelings can affect customer
approach and perception as much as quality or ArRQ&ts. When customer is facing

strong team (from professional and personal sttie)) any issues and agreements are
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made easier and much beneficial for both sidesn kxeshave not achieved all expected

results; we are on the right direction to be susitegs

“Above all, Jane, remember that you've earned yadérship by your
commitment to the work you've done. Keep that sitienf involvement and deepen it.
Some people grow in their jobs, and others swak dnes who grow are passionate
about their business. They're never too busy beigdponchos to pay attention to the
important details and stay close to their attentiorthe important details and stay close
to their people. Theyre never too high and migbtlsten and learn, to be as curious
and inquisitive and open to new ideas as they wWerdirst day of their careers.

This is probably more than you wanted to hear ftam old friends. But we take
great delight in your progress, and we know youehidne talent to do a lot more.

Sincerely,

Larry and Ram”(Bossidy, Charan 2009:269)
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Appendix 1: Substitutability matrix

Matica zastupitelfnosti - Substitutability Matrix

Oddelenie/Department:

Launch team

Prac. pozicia/Job position o - . - = -
N ~ N oS = o AN 2 S5 8 >~
; S o o w S O S O © .= c = = T

IR = o o Q o P P c E c Q. c o
Z .2 ) S 8 O o Qo © o o T 5 c .2 o2 S o
(S w s o O 0 o c © S @ c 3 e o @ I=3s)
[She] o c 23 c c c c (0] a9

Proces - Process - 4 5 0N N > 55 Sk £ < £ 70T = £ 9
_ = = [alia) = = = = = = o O O = o O N
o o o s s S o o o o o c c S o o o € s
oo Q == ©° o O o O % g g = 5 S g =

o o a 00 00 4 B a 2

NPI Logistika ‘

NPI Logistics

Tvorba kalkulcif .

Cost calculation creation

IMDS ‘

Manazment skladu vzoriek .

Samples warehouse man.

Operativa v ramci projektov . ’

Operations within projects

Dochadzkovy systém .

Attendance system

Porada oddelenia LT .

Launch team review

cs ®

Plnenie zisteni z auditov ‘

Audits management

Zodpovednost/ Reponsibility ‘ Vypracoval/lssued by: Z.Solopova

Aktualizované/Updated : 6.3.2013




Appendix 2: Logistic checklist — best practice
Logistics checklist

Project [Project name

Name of owner

Document No.

Product Customer

Owner

Version

Date of | Date of this revision Date of closure

Part/mal Part/material name

= Responsible function

Planned / follows plan

Late with recovery plan Y
No plan / No recov. plan

Completed

&

KONGSBERG
AUTOMOTIVE

In a NPI project / in a ECM/PIP project y = in conjuction with Not applicable
Start (of this checklist) & analyse of the project / change Operations| PHASE 3
= ¢
OE’ c z g 1S g Target Actual
218 HAERERSE R completion completition
Activity (define how this list shall be used)comment HEIREHEBEEE Responsible (name) date date Status Activity (define how this list shall be used) Comment Responsible
1) Decide for all activities below if it shall be performed or
not.
2a) If No select NA in column Q for that activity
2b) If YES write the name of the person responsible for the
Decide who shall perform what in this list y yiylylylyly R Decide who shall perform what in this list activity in column N. project coordinator
Decide target completion dates y ylylylylyly R Decide target completion dates project coordinator
Analyse of the project (Phase 3in NPl or Analysein ECM| _[.[ [s[s]c /8 2|2 - Analyse of the project (Phase 3 in NPI or Analyse in ECM/PIP
Input (check) Comment Slelz181218 8 5|2 |Responsible (name) Target Actual Status Input (check)
CER checklist 8.3: Packaging and Shipping y yly CER checklist 8.3: Packaging and Shipping sales
CER checklist 9.2: Packaging and Shipping y y CER checklist 9.2: Packaging and Shipping sales
Release of A and/or B drawings y yly Release of A and/or B drawings design
Buy/make clarified y ylylylyly Buy/make clarified project management
Suppliers selected y Suppliers selected purchase
Activity (to be performed during this phase) Activity (to be performed during this phase)
Check and state stock of involved parts | y Check and state stock of involved parts check stock of components for prototype builds logistics
check if there is any necessary deliveries to be made to
other customers (eg spare parts to another customer facilty)/
Check for deliveries outside this project of involved parts y y y Check for deliveries outside this project of involved parts |support from sales needed sales
Investigate Customer Packaging requirements yly yly Investigate Customer Packaging requirements project management
Obtain production requirements from customer yly ylyly Obtain production requirements from customer project management
KA parts capacity Planning x M KA parts capacity Planning value stream leader
PHASE 4
Phase 4 (Validation) / Perform the change =g slzleig 2 H Phase 4 (Validation) / Perform the change
Input (check) Comment Slalz1812]18 8 5|2 |Responsible (name) Target Actual Status Input (check)
Release of S (C) drawing y yly Release of S (C) drawing design
KA purchase create and send RFQ package y yly KA purchase create and send RFQ package purchase
All completed quotations received from all suppliers All completed quotations received from all suppliers purchase
Evaluate quotations for purchased parts Evaluate quotations for purchased parts purchase
Supplier nomination Supplier nomination purchase
purchasing to agree on MOQ, rounding values and lead time
Contract Supplier agreement/order placement Contract Supplier agreement/order placement with the supplier purchase
Activity (to be performed during this phase) Activity (to be performed during this phase)
Match customer need with avaliable KA capacity “_ ylyly Match customer need with avaliable KA capacity project management
Populate MMO1 in SAP with product code y Populate MMO1 in SAP with product code process engineer
Check all BOM parameters are populated Check all BOM parameters are populated process engineer
Inform Logistics about the change y Inform Logistics about the change egineer informs about the BOM set up in SaP process engineer

PHASE 5




Appendix 3: QAP — best practice

Quality Assurance Plan, Production [ prototype [ pre-Production
Part number Top assembly Part name Document number
Project no Drawing no Drawing issue
Responsible for the QAP Date Issue Distribution
N oo.-
=l
$
.E ® <
g g g =
© n [ = ()
5 > = ] £ <
[} = Qo o
< v @ 8 g El § 3
3 o [©] © hij - 5 2
2 . § < ¢ E § = 5 5
5 2 h z 2 E 2 g 2 2 £ z =
x ] s o = 4] & - g » S o = =
3} = 3} I o = ~ o
2 3 i g 2 3 3 E S g g 2 5 3
[ [ a [} [ > @ lé) & 2 x & 2 2
Planning ] o o P o < w5 < ~ o s S g 9§
Part number Issue Part name Project no Rough planning Dates
Rought planning resources  |Proj. Coor. |PE PE QE QE Metrologist |PE Buyer SQA/SQD |SQD/Tooling PE IMS PE PE
COPY AREA BELOW WITHIN GREY FRAMES
SCHALTHEBEL 0 Resp [ Proj. coor. | PE PE | QE | QE [ Metrologist | PE Buyer [ soasop | sqQprrooling | PE IMS | PE | PE
8129001550 01 UMSPRITZT 0 Due Date 00.01.1900f 00.01.1900| 00.01.1900f 00.01.1900| 00.01.1900f 00.01.1900| 00.01.1900f 00.01.1900| 00.01.1900f 00.01.1900| 00.01.1900f 00.01.1900| 00.01.1900f 00.01.1900
0 Status
0 Resp Proj. Coor. PE PE QE QE Metrologist PE Buyer SQA/SQD SQD/Tooling PE IMS PE PE
8129101550 02 ASSY LEVER 0 Due Date 00.01.1900[ 00.01.1900] 00.01.1900| 00.01.1900f 00.01.1900] 00.01.1900f 00.01.1900] 00.01.1900f 00.01.1900] 00.01.1900| 00.01.1900] 00.01.1900] 00.01.1900f 00.01.1900
0 Status




Appendix 4: Issue list — best practice

Ak

Issues List for 100522 xxxxxx (Updated by Xth March 13)

Issue/action ‘ Action ‘ Action Success
Identified Implemented | Implemented | Confirmed
KONGSBERG
AUTOMOTIVE — —— < —
SOP:
Creation Date: -
Prepared by: 25% 50% 75% Completed
ESTABLISH REVISED 1. REVISED Il FINAL
ISSUE PRIORITY CUSTOMER/ ORIGINAL REVISED ACTUAL STATUS
TRACKING | STATUS (A, B, C) INTERNAL  fart Numbsq ISSUE / REQUEST ACTION(S) TO BE TAKEN RESPONSIBLE START-UP PROMISE PROMISE |COMPLETION| COST COMMENTS %
NUMBER | (G, Y, R) Closed ISSUE DATE DATE DATE DATE COMPLETE
11 A CUSTOMER/ Check of Input Data - DWG Get Basic project data (timing, volumes, CSR) KAM 0%
1.2 A INTERNAL Check of Input Data - DWG CC creation (capacity, investments) PE 0%
13 A CUSTOMER/ Check of Input Data - DWG PO from customer KAM 0%
1.4 A CUSTOMER/ Check of Input Data - DWG Invoice to customer Project coordinator 0%
15 C INTERNAL Check of Input Data - DWG Drawing submission ACE 0%
1.6 B INTERNAL Check of Input Data - DWG Design review/Feasibility study Project coordinator 0%
17 A CUSTOMER/ Check of Input Data - DWG Drawing release ACE 0%
1.8 C INTERNAL Check of Input Data - DWG IP creation / approval Project coordinator 0%
1.9 C INTERNAL Check of Input Data - DWG Project folders creation (server, PLM) PM/ Proj. Coord. 0%
1.10 C INTERNAL Check of Input Data - DWG PLM folder finalization PM/ Proj. Coord. KA: 0%
111 C INTERNAL Check of Input Data - DWG TOJ registration PM/ Proj. Coord. Cost = all spent hours x 0%
1.12 C INTERNAL Check of Input Data - DWG TOJ account closure PM/ Proj. Coord. 30€ 0%
2.1 B CUSTOMER/ Flow chart Documentation creation/ update PE 0%
2.2 B INTERNAL PFMEA Documentation creation/ update PE 0%
23 B CUSTOMER/ Control plan/Work instruction Documentation creation/ update QE 0%
3.1 C INTERNAL Checking Aids CSR for checking aids QE 0%
3.2 C INTERNAL Checking Aids Place an order for checking aids QE KA: 0%
3.3 C INTERNAL Checking Aids Instalation and release for serial production QE Real cost 0%
4.1 C INTERNAL MSA Studies MSA performance and report Metrologist 0%
5.1 B INTERNAL BoM and RTG Registration Registration for raw materials and parts PE 0%
5.2 B INTERNAL BoM and RTG Registration Regjistration for assemblies PE 0%
5.3 A CUSTOMER/ BoM and RTG Registration SAP Routing, EDI set Logistic 0%
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Appendix 6: Adaptation program for Project coordinator

A

KONGSBERG

AUTOMOTIVE

Name and surname of employee:

Introduction plan

Coordinator 1

Department: Launch team

Job position: Project coorinator

Date:

Duration Departmnet Supervisor Training scope *trained (date)/

nor trained

Processes:

60 min. LT Roman Osusky Process map NPI

30 min. LT Zuzana Solopova Process map PIP

15 min. LT Zuzana Solopova Organizational structure

30 min. LT Zuzana Solopova Folder structure, PLM

30 min. LT Stefan Vendegh Meeting management

15 min. LT Zuzana Solopova Customer communication

15 min. LT Roman Osusky Project budgeting and controlng

60 min. QM Lucia Viziova PPAP process acc. To customers

15 min. LT Kristina Kramarova |IMDS approvals & requirements

30 min. SQD Michal Petrzel SQD - SPPAP

Duration Departmnet Supervisor Training scope *trained (date)/

nor trained

Documents:

30 minut LT Zuzana Solopova PCP

30 minut LT Zuzana Solopova NPV

30 minut LT NA Cost calculation

30 minut LT Stefan Vendegh One pager

30 minut LT Roman Osusky Investment proposal

30 minut LT Marianna Bakova Logistic checklist

30 minut QM Dagmara Baratova |Enviromental checklist

30 minut LT Zuzana Solopova Reports

30 minut LT Marian Bogyo Feasibility study

30 minut LT Zuzana Solopova QAP

30 minut LT Zuzana Solopova Issue list

30 minut LT Stefan Vendegh Process approval
Presentations:

30 minut Finanéné oddelenie [Jana Falisova Contracts register

30 minut Nakup Michal Halas NP!I - Purchasing Activities

30 minut LT Roman Osusky NPI training 2011

30 minut LT Marian Bogyo PIP folder creation in PLM
Software:

60 min. LT Stefan Vendegh Microsoft project

30 min. LT Marian Bogyo Live meeting




: Workload of Project coordinator
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Appendix 7: Workload of Project coordinator

Calendar month

March

PLM

Project Name

NA

Lanuch dep.

NA

General

U34031

NPI 1

102950

NPI 2

Raufus|

NPI 3

Raufus|

NPI 4

CER008 2013

CER1

101504

NPI 5

U20901,2

NPI 6

U20902

NPI 7

Support 1

XXX

XXX

103168

PIP1

102426

Support 2

102256

PIP2

Task

102465

PIP3

U100109

NPI 8

TBD

PIP request 1

103297

PIP4

108860!

CER2

PIP request 2

??7?

PIP request 3

101000

NPI 9

U34031

Support 3

NA

Support 4

134,75

Worload screening chart

., 40,3

%,

\e’}(,c /)\




Appendix 8: Summary of workload

7%




How to make an escalation?

Issue
ldentified

Action Plan
ldentified

Action
Implemented

Success
Confirmed

B Do @

259 0% 75% Completed
ESTABLISH REVISED FINAL
ORIGINAL REVISED ACTUAL

| sTART-UF~| PROMISE[~| PROWMISE[-| comPLETId~| cos1-~

DATE DATE DATE DATE

20.12.10 15.1.11 02.1.13

20.12.10 28.2.11 09.1.13 06.3.13

20.12.10 28.2.11 09.1.13 06.3.13

20.12.10 28.2.11 09.1.13 06.3.13

20.12.10 28.2.11 09.1.13 06.3.13

20.12.10 28.2.11 15 06.3.13

20.12.10 01.4.11 !iﬁiiﬁ!

20.12.10 28.2.11 = 26.7.11

20.12.10 28.2.11 - 26.7.11

20.12.10 28.2.11 26.7.11
| 201210 2 c 10.1.13

01.8.12 1.1.13 28.2.12

01.9.12 3.250 €
| 0184z

20.12.10 e Te. 1512

201210 | 01.4m 31.12.12 |

Appendix 9: Escalation procedure

A

KONGSBERG

AUTOMOTIVE

Plan in Issues list:

1.

2.

Star-up date = date when task
starts

Original promise day = first agreed
dead line. If is not achieved, send
the email to responsible person +
copy his/her boss with response
request

Revised promise day = second
agreed dead line. If is not achieved,
send the mail to responsible person
+ copy his/her boss with response
request. If the task is not done
again, or any feedback is missing —
forward this email to direct boss and
escalate tasks overdue.

Valid for all project team members including program managers, buyers and KAMSs.



