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think about alternatives.   H&S issues as well as 5S issues were identified 
and then solved making the environment safer and more orderly.  In true 
SMED style each activity of the change over was then examined and all the 
internal were examined to see if they could become external (be worked on 
while the machine was running).  Internal items that couldn’t be mover to 
external were then investigated and simplified or quickened. 
 
To develop the solutions the teams used:- 
Videos, process maps, spaghetti charts, problems solving tools and 
techniques and simple data collection methods that they had been trained 
in.   
 
FURTHER ACTIVITIES 
 
The team then implemented the ideas to improve the situation, purchased 
some part an over the following weeks ensured that the situation was 
monitored to review the new changeovers.  This included all the 
organisational activity, 5S of the area as well as using 2 operators when a 
change over was required.  This didn’t add any cost as the operators 
teamed up and helped each other.  Other implemented improvements 
included pre heating the die, using standard die clamps, purchasing a 
digital thermometer to help reduce start up scrap as well as altering the 
sleeving and some other parts. 
 
The team presented the project to the management team and the ideas 
were passed onto all the other machines in the company. 
 
BENEFITS 
 
Apart from educating and training the whole team in SMED and how to 
implement it the cross functional team delivered real bottom line savings.  
The intangible benefits included operators who were happier, less fire 
fighting and the ability when required to make smaller batches.  Tangible 
benefits included: - 
 
• Reduced change over time from 160 minutes to 27 minutes a 83% 

reduction which was then passed on to the other machines in the 
casting area.   

• Reduced the distance travelled by operators by 91% saving time and 
increasing productivity. 

 
It is difficult to show the savings in £ as the selling price was so variable 
and the company only wanted to review in terms of up time of the machine 
but as the machine was a bottle neck then capacity was increased 
substantially and therefore so was turnover.   
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