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Toro Fabrikken, Arna (November 08 – Desember 09)

• Analyse
• Hovedfokus• Hovedfokus

• Mer struktur på ledelse og beslutnings prosesser• Mer struktur på ledelse og beslutnings prosesser
• Samarbeid mellom funksjonene
• Innføring av KPI’er (nøkkeltall/ prosess kontroll)Innføring av KPI er (nøkkeltall/ prosess kontroll)
• Innføring av og opplæring i nye verktøy og rutiner som 

sikrer kontinuerlige forbedringerg g
• Klar rolle og ansvarsfordeling
• Kompetanseheving

Tre områder; Produksjon, Vedlikehold og Planlegging

Endringene i produksjonen vil medføre at en får enEndringene i produksjonen vil medføre at en får en 
kontinuerlig forbedringskultur i fabrikken



Resultater gjennom adferdsendring (endringsledelse)

System System 

Ledelsessystem

Møter med fokus på KPIer
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Klar målsetning 

Mennesker

Rolle, ansvar og kompetanse



MCRS Planning and Warehouse Draft

PlanPrognose Gjennomføring Rapport
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KPI Dashboard

Legend: base plan
target actual

Elverum Weekly KPI Report 

3. Productivity - Spice (Kg/Manhour)
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4. OEE - Microwave (%)
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Terms of Reference

Meeting Terms of Reference
Project Management Team (PMT) Elverum

Meeting : Weekly Review Meeting
Frequency : Thursdays at 12:30
D ti 90 i

Participants :
 Roar Moss

l d

Objectives :
• Review Status Reports

R i  STMS d l  iti l ti itiDuration : 90 min
Location : Store møterom Øst
If phone meeting dial: 
From abroad: +4723109350
From Norway: 80088860

Dag Kjelsrud
Tor Sjørbotten
Vidar Lindstad
Kai Sverre Moen
Helge Langholen

• Review STMS and plan critical activities
• Review highlights, lowlights, bottlenecks, 

etc and take the appropriate action to 
remove any issues or barriers to success

• Act as a learning platform and to share 
experiences

(code = 693387):
Leader code: 722881

 Ingve Tettli
Arne Hornsletten
Christian Nydal
Magnar Aaseth
Arve Vange

p
• Highlight new potentials

Input :
 Action & Decision Log

Output :
 Updated Action- and Decision Logg

 Jason Howard Status Report per Work Stream
 Steps-to-Milestones Plans

Agenda :
 Review action- and decision log

Performance Indicators :
 Action Log attainment

Ground rules :
 Start and finish on time Review action and decision log

 Review Status Reports, STMS and KPIs
• Special topics / Personal issues
• Review updated action- and decision log

Action Log attainment
 KPI development
 SIS results
 Result Plans

 Start and finish on time
 Participants come prepared to meeting
 Documents distributed in advance
 No (mobile) phones / PC switched on
 Open and honest discussions

Date: 26.04.2010

Version nr.:03

 Everybody are contributing in the meeting



Action and decision log

Colour Status CountArea/Project: Rieber & Søn

Meeting Decision Log

Colour Status Count
Due 9
Open 2

Done 0

Date:

Area/Project: Rieber & Søn

Project Management Team - Elverum

9-aug-2010

Roar Moss (RM), Dag Kjelsrud, (DK), Vidar Lindstad (VL), Tor Sjørbotten (TS), 
Christian Nydal (CN), Kai Sverre Moen (KSM), Ingve Tettli (IT), Helge Langholen 

(HL), Jason Howard (JH)
Attendees:

Meetings:

Ref Workstreams Issue Decision Resp. Due Status Comment
P&W KPI Install KPI on VBK inventory VL 20.jul.10 Due Neds to in to KPI dashboard will be done week 31

Production
Ideal day Dep. 

Managers
Present outcome of ideal day DK 12.aug.10 Open

Production workshop Call for workshop regarding activities to help productivity DK 06.aug.10 Due

Maintenance saturdays
Sceduel and hold meeting to discuss moving jobs from 
saturdays to weekdays

TS 19.aug.10 Open

d b d ll b h / h d
Planning/Warehouse Productivity VBK

Vidar bring issue regarding small batches/short productions into 
weekly planning meeting, for further challenges towards Sales 
& Marketing

VL 29.jul.10 Due Will be taken in to Snop meeting

Production Ideal day
Make shiftleads to fullfill expectations brought forward in the 
"ideal day" list.

JRH 05.aug.10 Due

Production Recovery plan Present draft for recovery plan to reach produktivity target JRH 05.aug.10 Due

planning 
Present what  planning can do to help production to reach prod 
target

VL 05.aug.10 Due

Production Maintenance
Present what  maintenance can do to help production to reach 
prod target

RM 05.aug.10 Due

Production Multi-fill Present a timeline for test of multifill JRH 05.aug.10 Due
Planning/Warehouse Stock coverage Check if we can report this kpi twice a month VL 05.aug.10 Due



Meeting scorecard

Meeting Scorecard

AREA DATE

PARTICIPANT

PRESENT MODERATOR

MEETING COACH

16.06.2010

MBS

Planlegging

Ugentligt Planlaegningsmoede Elverum

TIME FROM 14:15 TO 15:30 ACTUAL FINISH

Criteria

Yes/
Partially/

No 
(Y/P/N)

Observations

Did the meeting start on time and finish on time? y

Were all participants present / on time or sent replacements? y

Was the agenda visible, was there a time keeper ensuring we controll the time? y

15.35

PU sendte repræsentant som var godt forberedt

VL var godt forberedt i samarbejde med TA

Alle virker forberedte men for at løfte denne til Y skal der fokus på hvordan

p

y

p

y

VL og TA forberedte

Alle deltagere er godt forberedte. Vedligeholds rolle i mødet skal defineres 
tydeligt og support skal tildeles vedligehold således de kan se den totale 
værdi i mødet. 

Alle actions var behandlet i mødet. Det er dog vigtigt at alle deltagere 
fremadrettet fokusere på evt. Actions som bør op på mødet for at løfte 
performance fremadrettet; dvs. de respektive KPI'er 

Alle virker forberedte, men for at løfte denne til Y, skal der fokus på hvordan 
afvigelser i et område kan løftes i fællesskab for at sikre høj produktivitet 
holdt op imod ekstern servicegrad, SG fra lev., intern SG, planopnåelse. Det 
er derfor ikke nok kun at fokusere på egne afvigelser, men fabrikkens 
afvigelser og hvordan dette kan løses. 

Could you see notes prooving that participants were prepared and could reasons for deviations be 
given?

Were action logs of past meetings reviewed and did we act upon overdue items? Were results 
captured in the field "observations"?

Was the chairman prepared and did he know which specific points of interest he wanted to have 
taken care of?

Did all participants take an active role in the meeting (or was the attitude like "well I have to be here 
and that's it")?

n

Were Key performance indicators used and could the participants explain those? p

p

p
Were clear & precise actions captured to avoid deviations in the future? Do all have access to the 
action log?

Could the participants explain deviations and were trends observed?

Deltagerne kan forklare deres KPI'er, men der skal mere fokus på selve KPI 
story line; dvs. hvordan påvirker de respektive KPI fabrikkens performance 
og hvad skal til for at løfte KPI'erne. Fokus derfor ikke kun på egen KPI men 
også på de øvrige KPI (forståelsen af dem).  

På den enkelte KPI ja, men læs også pkt. 9
Gode actions kommer på AL, men der skal mere fokus på Root Cause for 
afvigelse; FC, Indkøb, Produktion, Vedlighold, Planlægning, operatør 
trænning, SOP, etc. hvor er er RC og hvad skal der til for at løfte 
performance... 

85 % var løst 

Eskaleringsprocessen fremhæves pga. usikkerheden omkring hermetikk og 
vbk prognos over sommeren og resten af året Ved enhver eskalerings

Were at least 90 % of due actions completed on time?

p

y

Was the focus more on solving then explaining or giving reasons why? y

p

Were there actions to ensure plan attainment (recovery plan)? y

Is it possible to identify an escalation process to achieve business targets? Do all know the 
escalation process?

vbk prognos over sommeren og resten af året. Ved enhver eskalerings 
process bør forventet output af eskalering noteres under kommentarer i A&D 
log. 

Were due dates agreed jointly and is it clear to all that due dates are there to be met?

Do all participants understand their role in driving their KPI improvements? 

Action blev taget for at sikre opnåelse af Marinade plan vs. Hermetikk plan 
(tirsdag) 

Alle forstår at de har et ansvar, men fokus er meget på den enkelte KPI 
fremfor sammenhængen ml. De øvrige KPI og hvad der skal til for at blive 
endnu mer produktiv vs. Høj servicegrad og lav lagerbeholdning

Alle er blevet gode til at fokusere mere på løsninger fremfor årsager. 

Were discussions open and honest and were positive results praised/communicated? y

Was the meeting run without interruptions? y

Was poor performance constructively challenged y

n

Did the scorer/coach give constructive feedback? y

Fordelen er at deltagerne har forståelse for deres egen KPI'er; næste step er 
at fokusere på konstruktive løsninger der kan løfte fabrikkens performance; 
Pause kørsel plan på tværs af afdelinger, lokal S&OP process linket direkte 
til BU Norway S&OP, RCA træning af operatører på VBK, etc. 

Det er vigtigt at forberede sig på at såfremt en KPI ikke er i mål og den 
tydeligvis har påvirket produktiviteten; skal den asvarlige for KPI'en 
udfordres konstruktivt og der skal sættes tydelig action for at løfte 
performance

Attendees act upon the actions of the meeting and see additional ways to promote and achieve 
continuous improvements

Y=Yes 12 57,1% 24

SCORE P=Partially 7 33,3% 3,5

N=No 2 9,5% 0

65 %

Calculation
9,5%

33,3%
57,1%



SIS tracker

Project Week
Week beginning

Week 1
01 mar 1022 feb 10

Week 2

Systems Installation Schedule (SIS)

Week beginning
Meeting/Report name Area Day Time Chair Coach Plan Actual Plan Actual

Weekly PMT Meeting Project Governance Roar Moss JH 1 1
Weekly Production Loss Review Meeting Production  Dag Kjelsrud HL
Daily Morning Meeting Production Dag Kjelsrud HL 1 1
Production Shift Handover Meeting Production Shift Leads HL 1 1
Weekly crewing meeting Production Ole Jonny Nordeng HL
M thl  OP&P M ti Pl i R  M CN

01.mar.1022.feb.10

Monthly OP&P Meeting Planning Roar Moss CN
Weekly Planning Meeting Planning Vidar Lindstad IT
Weekly Maintenance Meeting Maintenance Tor Sjørbotten KSM
Daily Maintenance Meeting Maintenance Kjell Vidar Holen KSM
Bi-Weekly Scrapping meeting Planning/Warehouse Kari Vestli IT

END - Add new rows ABOVE this one to preserve formulas and formatting

Number of elements
Do not edit these rows Overall Plan %

Overall Actual %

0 3

0 %
0 % 20 %

20 %

Select graph to print graph only.

SIS tracker for Future Production - Elverum
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Status Rapport

Weekly planningmeeting not at SIS 4.  We had a drop 
during holiday.  Action will be made to recover.

Planning & Warehouse workstream

Status (Green) MCRS Planning SIS installed at 70% 

Pl i Ch t l 100%
After holliday we call for a meeting to review planningrules 

Status (Green)

Status (Green)

Responsibility put into RACI during MS4

Planning process.              Changes to plan -100% 
according to planning rules.

BQT process integrated and deviations followed up 
based on reports from production. 

and BQ prosess and deside extra actions

Status (Green)

p p

Workforce trained & coached in use of central

Decisions taken to continue with 24 hours planEvaluated if 48 h frozen plan is an alternative for 
VBK Production.

Status (Green)

Status (Green)

Workforce trained & coached in use of central 
crewing system.                                       

Crewing requirement for warehouse Installed.          
Warehouse savings equal to 1.251.000 NOK.           

Same as above
Status (Green)

Status (Green)

Click to report status CAMS

RACI in use and reviewed.
Same as above

Scrap savings equal to 1.312.000 NOK (annualised)
Scraping reductions at 1,5 m NOK

Status (Green) Reduced Inventory/accumulated stock coverage: to 
29 days for Canning. and 21 days for Rice. 

According to plan we will have 20 days cans



Step to Milestone plan
STMS (Steps To MileStone) Planning & Warehouse Elverum
Rieber and Søn

Project week 1 2 3 4 5 6 7 8
Calendar week 8 9 10 11 12 13 14 15

Week starting on 22-Feb-09 1-Mar-09 8-Mar-09 15-Mar-09 22-Mar-09 29-Mar-09 5-Apr-09 12-Apr-09

Workshop to draft the 
Planning MCRS has 
been held; Planning 

Planning MCRS has 
been agreed; TORs 
have been drafted

TORs have been 
signed off

Weekly meetings 
within the Planning 
MCRS have been 

Scrap SIC has been 
agreed and signed off

Scrap SIC has been 
installed

Planning SIS installed 
at 33%

Milestone 1
15 April
 2010

S
y
st

e
m

Planning & Warehouse  
MCRS

MCRS has been 
drafted

Scrap SIC has been 
designed

installed

Planning , Process, and 
Rules

Planning rules have 
been drafted

Planning rules have 
been reviewed with 
remaining 
stakeholders (Sales, 
TA, etc.)

Draft of detailed 
production plan has 
been completed; any 
final updates to the 
Planning rules have 
been done

Detailed production 
plan has been 
completed and has 
been trialed in the 
factory

Any updates required 
following the factory 
trial of the daily 
frozen production 
plan for filling have 
been completed 

Frozen production 
plan for filling is 
installed

Planning  process, 
and rules designed 
and installed

Base Quantities

Method for measuring 
base quantities has 
been agreed

Base quantity matrix 
has been populated 
50%

Base quantity matrix 
has been fully 
drafted, for VBK

Base quantity matrix 
for other lines 
designed and started 
registrated. BQ for 
VBK determined.

Base quantities have 
been determined 
(initial setting) for 
canning and rice.

Base quantities 
determined

Update T. Andersen's IT planning 

Ferie

ss

Planning IT system

planning spreadsheet 
as required to launch 
the agreed detailed 
production plan

system/method 
agreed (and designed 
as required)

Crewing / Loaning method

Workshop to develop 
crewing / loaning 
process and 
procedure has been 
held

Crewing / loaning 
process and 
procedure has been 
trialed in the factory, 
and has been 
critiqued

Crewing / loaning 
process and 
procedure is updated 
based on critiques 
and has been 
installed

Crewing / loaning 
process and 
procedure desigend 
and installed

P
ro

ce
s

Warehouse crewing 
method

No deliverable for this 
area in Milestone 1

e
o

p
le

RACI

Planning RACI has 
been drafted (among 
other points, it should 
include activities 

Planning RACI has 
been integrated with 
other workstream's 
RACIs

Planning RACI has 
been integrated with 
other workstream's 
and has been signed 

Planning RACI is 
installed and is being 
used

Planning RACI 
designed, agreed, 
and installed

P
e include activities 

required for updatign 
base quantities)

RACIs and has been signed 
off with Planning 
department

in
s

Q
u

ic
k
 W

i



Short interval control
Prosessavdeling - PROCTOR2

Kontrollskjema - korte intervaller

Innsamling av informasjon på timebasis som gjør det mulig å handle så tidlig som mulig, for å sikre høy servicegrad.

H t dj ti j kk d t li j i h h ld til d d li l h i ikk h i tt tt tt l I till li t b k i

Kl
På Plan Min 

G til ik f l tilt k i k tt

Hver tredje time sjekkes det av om linjen er i henhold til den daglige planen, og hvis ikke hvor mange minutter etter oppsatt plan. I tillegg vennligst beskriv 
årsak til forsinkelser i forhold til plan, og hvilken handling som iverksettes for å komme ajour. 

Dagskift: 
Kveldskift: 
Nattskift: 

Typiske grunner til avvik fra plan og iverksatte tiltakKl
(J/N) etter?

Grunn til avvik fra plan og tiltak iverksatt.

07:00 Årsak:

Tiltak:
10:00 Årsak:

Tiltak:

Årsak: Bånd stopper 

Tiltak: Finne feil - tilkall assistanse

Typiske grunner til avvik fra plan og iverksatte tiltak

Årsak: Avvik i vanninnhold

Tiltak: Korrigér etter instruks

Tiltak:

13:00 Årsak:

Tiltak:
16:00 Årsak:

Tiltak:

19:00 Å k

Årsak: Fall i damptrykk 

Tiltak: Vurdér koking / tørking. Tilkall assistanse

Årsak: Feil v/ stabler

Tiltak: Finne feil - tilkall assistanse

19:00 Årsak:

Tiltak:
22:00 Årsak:

Tiltak:

01:00 Årsak:

Tiltak:
04:00 Årsak:

Tiltak:
Kommentar:



Loss account

M åned 7 Uke (Alle)

Samlet  minut t ers st o p  f o rdelt  på st op årsag er i  B land eriet

250

150

200

Totalt

Slipp seriefelt her

50

100

Totalt

0
Sum of  AGV Sum of  Manglende mater iale i

utvei ingsomr åde (r est)
Sum of  Diver se Sum of  Kr an Sum of  Ti l f ør sel  av

mater iale f r a RVL (r est)
Sum of  Ti l f ør else af  SILO

(manglende SILO) 
Sum of  Heis (r est) Sum of  Container vasker  

Data
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Production
1 Production Systems Shift handover meeting A C R R R
2 Production Systems Daily production meeting AR R
3 Production Systems Weekly Production review meeting AR I3 Production Systems Weekly Production review meeting AR I
4 Production Systems HACCP A R R R I I I I I I I
5 Production Systems SOP*s A R R R C C C I I I I
6 Production Process Build Preperation Plan A/R C
7 Production Process Execute preperation plan A R
8 Production Process Startup and execution of production -VBK A R R R R

                           - Canning and Marinades A R R R R
                                          - Rice and Spice A R R R

11 Production Process Operating Autoclaves A/R
12 Production Process Buying of production supplies A R R R12 Production Process Buying of production supplies A R R R
13 Production Process Data entry and SAP reporting A R R

14 Production People Ensure compliance with RACI for Production AR R R R R R R

15 Production People
Provide training and ensure understanding 
for production department AC R R R C C C I I I I

16 Production People
Determine need for, and order, external 
labour A R R R C C C

17 Production People Departmental crewing C I AR R R R C C C
18 Production People Daily personel responsibility / discipline A R R R I I I18 Production People Daily personel responsibility / discipline A R R R I I I
19 Production KPIs
20 Production KPI Productivity VBK A R R
21 Production KPI OEE MBO AR R
22 Production KPI Plan oppnåelse Canning AR R
23 Production KPI Planoppnåelse VBK AR R
24 Production KPI Waste VBK A R
25 Production KPI Produktivitet Hermetikk A R R
26 Production KPI Produktivitet Krydder A R R
27 Production KPI OEE Autoclaves AR R27 Production KPI OEE Autoclaves AR R
28 Production KPI Operating Cost (Production) A R R R
29 Production KPI Overtime A R R R I I I
30 Planning & Warehouse

31 P&W Systems 
Chair and ensure outcome of Monthly 
Planning Meeting

32 P&W Systems 
Chair and ensure outcome of Weekly 
Planning Meeting AR R

34 P&W Systems
Gather input from Sales & Marketing 
regarding sales forecast AR R34 P&W Systems regarding sales forecast

35 P&W Systems 

Provide feedback and manage/coordinate 
with Sales & Marketing regarding what is 
possible for production

AR C C C

36 P&W Systems 
Ensure that production plans are being 
constructed using correct master data AR R

39 P&W Process
Build long-term (~6 months) factory capacity 
plan AR R C C C

Determine long-term (~6 months) manning R I R I I I40 P&W Process
Determine long term ( 6 months) manning 
levels to meet production plans R I R I I I

41 P&W Process
Determine materials requirements (raw 
materials, packaging materials, etc.) AR R
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