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3020 Changeover Overview

At Hancor – one of our key opportunities for creating “capacity” on our 3020 lines is the reduction of Total Downtime due to changeovers.  As we optimize our inventories, the ability to quickly and efficiently going from one size product to another lowers our overall cost and allows us to ship the product the customer wants.  

For our purposes, Total Changeover/Downtime is basically defined as “good pipe to good pipe.”  However we need to be very specific about this because “good pipe” means pipe that is checked and “qualified” to ship.  The basic timeline is as follows:
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From our recent SMED activities – we find that this “Total Changeover” time is best divided into a series of “activities.  These will be tracked separately and align as follows:
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As you can see – “Staging” occurs while the current Product is being produced.  This time is not part of Total Changeover time.  

The same is true of “Post Change over” activities.  They occur “after” the qualified new pipe is running.  

One of our key goals in this process is to move any activities, which can be done “before” the changeover to “Staging”, and to move any activities, which can be done after the changeover to Post Changeover.  
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Changeover Time then really has three parts that “count” toward the total downtime.
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Physical Change – The Mechanical portion of the changeover.

Starting –The energizing and initiating of the production process

Qualifying – The time it takes to produce “qualified” pipe, which can be shipped to a customer.  This qualifying time is extremely important since it includes not only downtime – but also product “waste” which is a costly proposition to any plant.  

In preparing this outline – we will be identifying activities and results which should occur in each of these phases of the changeover.  You will note that we have included four (4) Check Points into the equation.  The checkpoints will provide a specific guideline you may use to determine if you are ready to move to the next phase of the changeover.  We highly recommend that you follow the checkpoints, especially #1 since this is your opportunity to have everything staged and ready for a prompt and immediate change before you stop production.  
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Let’s take a closer look at each phase:
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Prior to seeing that last unit of production move through our product line, we should have prepared every detail of the upcoming change over.  Everything that can be done during Staging – must be done there.  In a way – this is a “free throw” zone.  The process is running, product is being made, and the operation is being prepared for a quick change activities which are included in Staging are:

· Staging all the necessary parts at the exact location where they will be installed.

· Planning area for the old parts to be staged or stored for removal following their disassembly.

· Having all tools ready and at their needed location.

· Having components pre-assembled to the greatest degree possible.

· Having lifting or positioning equipment in place and ready to use.

· Having the people assigned, knowing their specific role and the steps of the process.

· Having all the necessary locks, tags, or other visual safety tools ready for disabling the machinery.

· Having any guards or equipment changes ready or partially disassembled and ready for a quick exchange when the machinery is off.

· Having quick-couplers on changeable hoses or other connections where possible.

· Having automatic rail positioning systems in place or other fixed point change systems.

· Having visual instructions, settings, or other information readily available and posted at key points to facilitate correct placement during the changeover.
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At the time the machinery is disabled and the actual Physical Change of components or resetting of parameters is to be done – we need a specific process for making the change.  This really involves:

· What is the sequence of switch out –switch in

· Who does what and when

· How – what is the correct, fastest and most effective method for making the shift.  

· What tools are necessary and where are they

Effective Physical Change depends strongly on effective staging.  This is where the actual gains are seen and results demonstrated.
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This too is a process piece and requires the following be checked

· Check key set-up points for proper setting

· Check power and prepare to initiate

· Run test and insure process is working to standard

· Insure proper lubrication, settings, alignment, guarding, and etc. prior and until standardization of process flow.
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This is a great opportunity.  Often we start a line and then “Tweak” it until it runs pretty well.  All this “Tweaking” time is part of the changeover.  Our goal should be to know the equipment so well that all parts can be positioned, set, gauged, and calibrated for full operation first time, every time.  Then we have truly optimized the startup.  

At Hancor – Qualifying time is time that we are producing pipe – but the pipe is not yet “customer quality.”  This area makes it triple wasteful – 

1.  Wasting operating Time

2.  Wasting Product

3.  Having to regrind product and store for re-use.
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This part is often overlooked.  In our effort to “get things ready to ship,” we often take time to clean, adjust or stack equipment from the changeover that could be completed after the next product is completely running.  These activities take time to do – and we simply need to take them out of the Critical Path of the changeover if possible.  

All controlled related documents can be found on the Hancor ITP Intranet Website (http://hancoritp/) in the HQS Pipe, Document Pyramid, WI (Work Instructions) and F&C (forms and Checklists).
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	3020 WORK INSTRUCTIONS 

	           3020-CP-22 PROCESS SPECIFICATION CONTROL PLAN.PDF  

	           3020-OPERATING INSTRUCTION.PDF

	           3020-WI-1 CHANGEOVER.PDF

	           3020-WI-11 DIE SAFETY.PDF

	           3020-WI-16 CARRIER SWAP QUICK LINE.PDF

	           3020-WI-17-15 EXT CARRIER SWAP.PDF

	           3020-WI-2 HEATING DIE.PDF

	           3020-WI-3 START PANELVIEW.PDF

	           3020-WI-4 START ANALOG.PDF

	           3020-WI-7 GASKET, IDENTA WRAP AND TAPE INSTALLATION.PDF

	

	GENERAL WORK INSTRUCTIONS 

	           GEN-CP-1 QCQA PLAN FOR DOTS.PDF 

	           GEN-WI-1 IN-PROCESS QA TESTING.PDF 

	           GEN-WI-2 (LABELING OF PIPE AND FITTINGS). PDF  

	           GEN-WI-3 PRODUCTION IDENIFICATION.PDF 

	           GEN-WI-4.1.1 SAFETY GUIDELINES.PDF 

	           GEN-WI-4.1.2 PPE GUIDELINES.PDF 

	           GEN-WI-5 (TROUBLE SHOOTING GUIDE). PDF  

	           GEN-WI-6 ENTERING FIRST PIECE DATA.PDF 

	

	3020 FORMS AND CHECKLIST

	           3020-F-1 FIRST PIECE VERIFICATION.XLS1.PDF 

	           3020-F-2 CHANGEOVER CHECKLIST.PDF 

	           3020-F-3 HISTORICAL LOG.XLS.PDF 
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