[image: image1.png]pCB PIEJ0TRONICS



[image: image2.png]



User Guide:  Maintaining Policy Deployment Metrics

Purpose:  This instruction provides guidance on maintaining the goals and metrics used to measure operational performance at PCB.  

Scope:  This document pertains to the Level II and Level III Policy Deployment files maintained for PCB Piezotronics.
Procedure:

A. Establishing Goals

a. Annually, the Senior Leadership Team will establish the metrics, goals and targets used to assess performance.  

b. The metrics, goals and targets will be populated into the appropriate Level II or Level III Policy Deployment worksheets.

i. Level II Policy Deployment worksheets are used to measure the performance of a specific manufacturing location (e.g. Depew, Halifax, Farmington Hills, etc.) or support group (e.g. Quality).
ii. Level III Policy Deployment worksheets are used to measure the performance of a specific manufacturing cell (e.g. Triax, Single, Shock, Microphones, etc.)

B. Level II Metrics

a. For the Level II Policy Deployment worksheets, the following data is populated:

i. Target:  This measurement provides a “best in class” benchmark for a specific metric.  

ii. Goal:  This measurement is used to assess the actual performance against the metric.
iii. Actual:  This is the actual performance for the metric for the month.

b. Color Coding

i. If the actual measurement meets the Target, it will be colored green.  No countermeasure is required for “Green” metrics.

ii. If the actual measurement meets the Goal but not the Target, it will be colored yellow.  No countermeasure is required for “Yellow” metrics.

iii. If the actual measurement does not meet the Goal, it will be colored red. A countermeasure is required for “Red” metrics.

C. Level III Metrics

a. For the Level III Policy Deployment worksheets, the following data is populated:

i. Goal:  This is used to assess the actual performance against the metric.

ii. Actual:  This is the actual performance for the metric for the month.

b. Color Coding

i. If the actual measurement meets the Goal, it will be colored green.  No countermeasure is required for “Green” metrics.

ii. If the actual measurement does not meet the Goal, it will be colored red.  A countermeasure is required for “Red” metrics.

iii. Note:  The summary metrics for all work cells within a group do not require a countermeasure if the goal is not met.

D. Countermeasures

a. For each work cell on the KPI tab that has a “Red” metric, a countermeasure is required to document the cause for not meeting goal and the appropriate action being taken to address the cause.  The Policy Deployment worksheets will have a countermeasure tab for each metric measured against an established goal unless noted otherwise
b. Completing the Countermeasure Tab

i. A graph will be populated showing the following information from the “Total” KPI showing the data for the entire department:

1. Actual data by month

2. Goal

3. Target (for Level II only)

ii. The Problem Description box is optional and can be used to document a general problem causing the specific metric to not meet goal.

iii. The Root Cause box is optional and can be used to document a general root cause for the metric not to meet goal.

iv. For each work cell that has a  “Red” metric each month, the following information will be populated on the appropriate countermeasure tab:
1. Month:  each month with a “Red” metric must have an entry showing the month and individual work cell. 
2. Problem Description:  enter one problem per line causing the metric not to be at goal.  

3. Root Cause:  enter the cause associated with the problem.  There may be more than one root cause for a specific problem.  The root cause must provide sufficient detail to address the stated problem.

4. Countermeasure:  enter the specific actions being taken to address the root cause(s) of the problem.  The countermeasure must be actionable.  Generalities are to be avoided.

5. Responsible Person:  enter the name of the individual responsible for coordinating the action plan.

6. Due Date:  enter the due date assigned for the countermeasure task.

7. Assigned to:  enter the name of the individual(s) responsible for completing the tasks assigned.

8. Completion Date:  enter the actual completion date for each assigned task.  If multiple tasks are assigned to a single problem, then the completion date should refer to the date when all of the tasks were completed.  This field should remain blank until all tasks are completed.

E. Monthly Review

a. Each month members of the Senior Leadership Team will meet with the appropriate personnel responsible for the metrics assigned to review the previous month’s performance.

b. This review will incorporate the following:

i. Review all open tasks.  If there are any tasks overdue, a Senior Leadership Team (SLT) member or designee may extend the due date after being provided with a reasonable explanation for the delay.  This approval for extension will be noted by striking through the original due date, placing the SLT member’s or designee’s initials next to the crossed-out date, and entering the new due date next to the initials.

ii. Review all completed corrective action taken for effectiveness.  Based on the metrics, if the corrective action implemented is not effective in moving the metric towards the goal, then the team should determine:

1. Is more time required to measure whether the current corrective action is effective?

2. Is an additional corrective action required to be initiated to move the metric towards the goal?

The appropriate responses to these questions will be added to the Policy Deployment countermeasure worksheet.

iii. Review all red metrics to ensure there is an appropriate countermeasure entered.
iv. Review any associated projects or issues not documented on the Policy Deployment Sheet.
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