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PIT Process

PIT and Performance Monitoring
|

An organisation’s sustained success is dependent on continuous monitoring
of its performance to ensure its business goals are achieved. Where targets
are not being met, remedial action must be identified and implemented
promptly to bring operations back-on-track.

The PIT process provides a mechanism for performance monitoring

versus the stated plan and allows for:

* Identification of the appropriate actions required to remedy any
variance immediately

e Escalation of issues if the determination of the root cause is outside
the team’s control.

The framework depicted in Figure 1 illustrates how performance is
monitored at different time intervals and by different levels of the
organisation. The task at each level is to resolve the issues within the team’s
control and request help for those issues which have been identified but
can not be resolved by the team. This may be due to time constraint
(resources, customer lead time), lack of capability (analysis tools,
complexity) or budgetary considerations. The framework lists the function
of each forum with respect to process and attendees. The scope of the
current document includes the Hourly, Daily and Weekly review cycles.
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At the cutting edge of the framework is the PIT meeting, the role of which is to
monitor daily production, to ensure issues are resolved in a timely manner and
to capture real-time verifiable data for validation or escalation. The PIT
meeting feeds data to the overall daily production meeting which in turn feeds
up to the Weekly production planning forum.

Depending on the complexity of the operation, a separate PIT meeting may be
required for each shift and each line to fully capture all the performance data
to allow management to make the appropriate decisions.

The PIT facilitates feeding information such as line performance, material
shortages, quality issues and any schedule changes - in short any issues
negatively affecting production.

This information forms the input to the Daily production meeting, the outputs
from the meeting (process) are:

e Arevised plan for the day

* Clear communication of any changes and the reason for these
changes

* Open actions requiring immediate attention

e Priorities for the day clearly set and communicated

This information forms the basis for the PIT for the next day.
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What is PIT?

PIT is a quick production focused review aimed at ensuring that the agreed
production target for an area is achieved consistently. The scope of the PIT
meeting is the current production period to focus on the daily target, the
determination of the root cause for recurring issues should be addressed
through other forums.

The name “PIT” is an acronym drawn from the following three words:

Performance

PIT involves a review of the performance of the current operation i.e.
progress with respect to a stated goal. For example it could just as easily be
yield, uptime as much as productivity.

Issues

PIT identifies the issues currently impacting performance, and how these
issues are being addressed. Immediate action must be taken to contain the
issue and protect output. However, the frequency and impact of the issues
should be captured for escalation to the appropriate level for root cause
analysis and resolution which could feed into a longer term Continuous
Improvement effort.

Targets
PIT involves setting clear unambiguous goals which meet the business
needs and asks the best of the team.

Production data for review is recorded during the production shift on a
visual display board in the production area. The PIT meeting takes place
around this board and is chaired either by the production supervisor or the
appropriate line lead. The attendees will be the supervisor, line lead,
relevant team members and support staff (e.g. Engineering, Planning,
Quiality, Purchasing, Logistics etc.).

4
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The following activities occur at the meeting:

* Progress against the plan is measured

e Performance gaps are highlighted

* Issues which adversely affect production are identified and containment
defined

* The target for the next production period is set

PIT is analogous to a Formula 1 pit-stop, where the current condition of the
car and driver is assessed and appropriate adjustments made immediately, to
stay in the race and deliver the best overall performance consistently. The
objective is to win the race; everyone works as a team to keep the car in the
race.
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To continue the analogy, the table in Figure 2 compares the PIT stop in a
motor race to the PIT as operated in a production situation.

MOTOR RACING PRODUCTION

Leader Team Manager Line supervisor
Front line staff Engineer Line lead
. Diiver feaiini Issues highlighted by team
Information/data members
source(s) Vehicle performance Performance with regard to
data KPI

Driver condition

Vehicle velocity Productivity

Performance to target

Sample data collected Tyre con_chtron Materials availability
Fuel left in tank i :
L : Production/reject rate
ap times
Adjust engine Engineering support
Suggested actions Replace tyres Machine maintenance
Fill fuel tank Operator training
Targets Win the race Production target achieved
Figure 2 PIT in production

In production, the PIT process is implemented by the area team members,
line leader and line supervisor. While completing process related activities,
they must collect data to monitor performance vs. the plan. The PIT meeting
serves to review this data, highlight issues and take appropriate action to
ensure that any performance gaps are closed with immediate effect, so that
the daily output is protected.
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This is best done in the production area in front of a white board which
displays the KPI information (see sample layout in Figure 3).

i s Owtpwt VISUAL CONTROL BOARD

Hour Plan | Actual Difference )
04:00 - 10:00 so -s0 Productivity Quality
10:00 - 11:00 76 -24 Productivity - August 2011
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14:00 - 15:00

Quality - Ausgust 2011

15:00 - 16:00

16:00 - 17:00 5S sehedude

Daily 55 Schedule

[ss1nes
[J2e7e Ovmner
Slow start-up  Mawrice
Short party Dawn
. Ne power fo-festery Niall

Figure 3 Sample visual control board layout

In this case, the board clearly states what the output should be for each hour
of the shift. Beside this, the actual output is stated and the difference
highlighted. The reasons for not meeting the target are listed on the lower left
hand side of the board and the action required to fix the issue is identified.
These actions must be acted on swiftly to ensure the output is achieved.
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The inputs (performance, information) to and outputs (actions, results) from
the PIT meeting are illustrated in Figure 4.

INPUTS OUTPUTS

[ i [ Revised Plan ]

[ Current plan

Meeting [ immediate action |

[Actual vs. plan data

Output achieved

Issues highlighted

Figure 4 PIT meeting summary

NOTE: KPI is an acronym for Key Performance Indicator, a means of measuring
an organisation’s performance against a pre-set business goal or target. The
purpose of using KPIs is to understand the current performance, identify areas
where performance does not meet expectations and to use these areas as
opportunities to drive improvement.

The inputs are supplied by the line lead and team members, who bring
information about the current line performance to the meeting. There should
be a clear understanding of the current situation i.e. has the planned output
been achieved, or is it behind the target. If the output has not been achieved,
why has it not been achieved, what are the issues which have prevented the
line meeting the output figure and what needs to be done to fix these issues.

By the end of the PIT meeting, the plan should be revised as necessary, the
activities required to protect the output for that day should be understood and
immediate action taken to meet the new plan.
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The main aspects of the PIT review are summarised in the table below.

PIT Review

What is the purpose of + Real time data collection
the review? + Hourly performance monitoring
+ Intervention to protect output

Who participates in the -+ Team members
review? * Line leader
* Line supervisor

When does the review + Frequency to be determined by the production team

occur?
How is the review + Review of the relevant KPI, with regard to the established

conducted? target
+ |dentification of issues impacting the KPI
* Implementation of countermeasures to ensure target is

achieved
Where does the review -+ In the work area where the value is added
take place?

Principles of the PIT process:

The key principles of the PIT process are summarised in the table below.

KEY PRINCIPLES OF THE PIT PROCESS

1. The review must take place in the workplace where the value is
added

2. Apre-determined set of factors is reviewed to:
* Assess the current level of performance
* Understand the issues currently being experienced
* Provide direction by setting the targets for the next production
interval

All issues which impact production are identified
4.  Theline leader/supervisor must understand what corrective
measures are available

5. Theline leader/supervisor looks for options or proposals from the
team members

The PIT engages the staff in the production area in problem identification
and resolution, however it can’t address all the issues as the root cause may
relate to the process inputs provided by external suppliers and internal
suppliers (i.e. Materials, Engineering, the Paint line or IT etc.). This is why
the Daily and Weekly meeting are essential.
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DAILY PRODUCTION MEETING

This meeting resolves issues, removes ambiguity, communicates a clear
direction to production and provides inputs to the Weekly review; specifically
data on production requirements (in terms of the current customer demand
and the on-hand stock), any changes to the capacity of the line, open actions
and feedback on performance to the daily plan.

INPUTS OUTPUTS

Review of performance ]
Daily plan

Material shortages
Clear communication of

Changes to schedule 4  ae »K : ¢ any changes
Known quality issues
Other issues impacting
production

Schedule required for the

day

Attendees:
* Scheduling
* Engineering/Maintenance
« Production supervisor
+ Logistics
« Purchasing
* Quality
* Production manager
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WEEKLY PRODUCTION PLANNING MEETING

The purpose of the weekly planning session is to give clear direction to the
production teams in terms of:

e The rolling production plan (by day or appropriate production interval), i.e.
clear direction on what products are to be produced, on what day

* Deficiencies in terms of capacity or material shortages have been identified
and contingencies put in place to address them

e This forum is where cross functional improvement projects are defined,
chartered, approved and reviewed. This underlines the organisation’s

commitment to properly resourcing the project and contributing to its
completion and success.

INPUTS OUTPUTS

Production requirements

Rolling production plan
« Demand

= What products
= What day

Capacity challenges
Shortages identified

» Stock-in-hand
Weekly

Capacity plan 5
S
Plan

Site based performance

Project charters

Attendees:

» Scheduling

» Logistics

» Purchasing

* Production manager

11
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PIT SUMMARY:

12

PIT is a quick, output focused review aimed at ensuring the planned
output is achieved

PIT is an acronym, which stands for Performance, Issues and Targets
Performance refers to the output from the previous production period
Issues are those experienced in the current production period

Targets are the production goals set for the next production period

The PIT meeting happens in the production area, near a whiteboard
displaying the data collected during production

Keeps all team members aligned, focused on the production schedule

PIT facilitates collection of production data to drive data based decision
making to ensure production goals are met

The PIT is the core element of the Performance Monitoring and more
importantly at the “coalface” of continuous improvement. The earlier
anissue is addressed and resolved the more likely it is to be related to
root cause and the less likely it will be to re-occur
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TEMPLATES

A selection of standard forms are presented on the succeeding pages, to
assist in any PIT implementation, as follows:

Planned vs. actual output Log — Used to track the actual output achieved
versus the planned output in each hour of the production shift, to highlight
the difference, also to record why the production target may not have been
met.

Issue Log — Used to record the issues encountered during the work period
in more detail, listing the corrective action required, the name of the person
who will complete the action, the date by which it must be completed and
the current status.

Downtime Log — Used to record for each process the production time was
lost and the reason why the loss occurred. A corrective action may be
assigned here.

Weekly Output Performance Metric — Collects the performance data for
each day of the week, which is used to track progress to the plan over the
week making the trend in the level of performance easier to see.

Monthly Production Tracker — Similar to the weekly report but summarises
the data over the current month. These reports establish the current
performance or baseline. The ultimate aim is to manage the losses and
improve productivity.

Efficiency— The example graph displayed is used to track the line efficiency
across a month to illustrate the underlying trend.

Please note that the original templates are available from
www.lbspartners.ie

13
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3. Downtime Log

Date

”
.S Partners

Time Lost

Issue

Process

Date:

Downtime Log:
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4. Weekly Output Performance Metric
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5. Monthly Production Tracker
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6. Efficiency

Line Efficiency
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