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Enthusiasm + Support = Sustained Gain: 
Maintaining momentum at SCA results in a $511,000 savings 

 
 

The SCA Hygiene Te 
Rapa site in New 
Zealand has around 133 
employees and produces 
a range of hygiene and 
towel products. They 
introduced TPM3 in 1999 
after a successful 
introduction at the 

Henderson site. Since then the Te Rapa site has seen 
significant changes in corporate structure, product 
types and was recently sold. Through all of this they 
have managed to sustain a level of TPM3 activity. 
Peter Hockley shared their experiences at the TPM3 

NZ Networking Forum in May 2004.  
 
 Peter is the Operations manager 
at the Te Rapa Tissue site. He 
has worked at the site for 18 
years and has over 25 years 
experience in manufacturing. 
Peter attended the TPM3 
Instructor’s / Leadership course in 
June 2001  
 

Operator Enthusiasm  
Peter opened with a question to the audience.  “How 
do you get 8 operators, from 4 shifts to agree on 
cleaning, inspection and lubrication standards, to 
communicate effectively and to create ownership of 
their equipment, and want to enthusiastically follow this 
through every day?” 
 
Answer: Complete Operator Equipment 
Management (OEM) 
 
And why does the TPM3 Pillar - Operator Equipment 
Management create the enthusiasm?  It: 

• provides ownership 
• encourages leadership 
• keeps the job interesting 
• promotes confidence in troubleshooting 
• involves the whole team 
• provides challenges and promotes goal setting 
• promotes pride and a sense of achievement in 

a job well done 
 

 
Peter reported that the Hard Core Area-based team 
(2003 Bronze medal winners in the TPM3 Best-of-the-
Best Team Competition) achieved an annual savings 
of $511,000 through their Operator Equipment 
Management activities, even during the period of 
uncertainty and company changes. Benefits have also 
been seen in the counter-balance measure of safety, 
as over the past 2 years the site has achieved over 
600,000 hrs Lost Time Injury (LTI) free. 
 
By getting involved in Operator Equipment 
Management as well as the significant financial 
benefits to the site, the team members increased their 
competency through improved induction and training.  
 

Operator Training and Education
T.P.M Date: Document No:

One Point Lesson Initiator: Prepared By:

Theme/ Topic:

Training
Tracker

Blue Shift

Date:

Orange Shift

Date:

Green Shift

Date:

Red Shift

Date:

Identifying Chain Wear

Note: Both chains have the same amount of links
Identify worn chains by looking for looseness in chain links

Diagram of damaged sprocket, resulted
from a worn chain

Diagram of a new chain (top) and worn chain (bottom) Roller Chain and Sprocket Inspection

Chain Ride on Sprocket – Chain should turn smoothly around
sprocket. Snatching or jumping is caused by low tension, uneven
load, or bad alignment of sprockets.

Chain Tension – If chain is stretched out so no further adjustments
are possible, it must be shortened or replaced

Chain Con Link – Check that the chain con link spring clip is secure

Sprockets – Check if sprockets have badly worn teeth (see diagram),
if so replace both the chain and sprockets. Make sure that sprockets
are secure and aligned

Lubrication – Lubricate chain with chain spray

Chain Guard – Assemble chain guard and operate chain to check if it
strikes the guard. Check any unsafe condition and check the guard is
secure.

Note: When replacing a new chain, ensure the correct chain is
used, Metric or Imperial, correct size of chain and the sprockets are
in good condition

15th November 2002

Hard Core OEM Team

0004

Wayne Versey

 
They also developed ownership, improved fault finding 
and leadership skills, and increased communication 
across all shifts.  They are now a self-managed team, 
with their supervisors providing a production plan for 
each shift and then largely leaving the team to it. 
 
Peter believes the main reason they have managed to 
maintain the enthusiasm was through OWNERSHIP 
 

• Operators need to own the equipment and 
area-based team activity is the key.  This 
includes integrating improvements into 
everyday activity.  At SCA, they put agreed 
cleaning, checks and lubrication standards 
onto log sheets, which are backed up with One 
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Point Lessons. Area-based team self-audits 
are used and management assists with these 
audits. 

 

TPM Process for Hard Core Team
Inspection Register

Inspection Location What to Inspect 
 

Checked by 
Operator ( ) 

Comments Action Required (3) 
Engineering       Electrical 

Top roller guide looseness      

Cutter blade condition      

Assembly slide lubrication      

Brass guides looseness      

Cutter support roller looseness      

Cutter Blade 
Assembly 

Guide roller looseness      

Bearing cam wear/ lubrication       Front Inspection Plate 
Contamination removed      

Slides- sufficient lubrication      
Drum drive belt condition      

Drum looseness      
Gearbox looseness      

Drum Drive Assembly 

Contamination removed      
Drive belt condition/ alignment      
Drive belt tension      
Sufficient lubrication      
Brass bush looseness      
Cylinder air leaks      
Spline condition      

Top Guard Assembly 

Contamination removed      
Sufficient lubrication       
Drive belt worn/ tension      
Shaft worn      

Rear Inspection Plate 

Contamination removed      
Chain A/B tension/ lubrication      
Chain wear indicator      
Gearbox (top) lubrication level      

PIV gearbox lubrication level      

PIV Gearbox 
Assembly 

Contamination removed      

 

 
 

TPM Process for Hard Core Team
Cleaning Standards

 
COREWINDER LOGSHEET 

SHIFT: Blue Orange  
 Green Red START...............................TO.............................TOTAL HRS.....................MACHINE NO........................... 
  

Core Length 194gsm BK 165gsm UBK  3 Corewinder WAM Standards 3 
Description 2082889 2122789 

COMMENTS 
 Start  Finish

      All tools returned after use  
      Rubbish bins emptied, returned  
      Bins, brooms returned  
      All reject cores baled  
      Adequate raw materials  
      Product Spec’s board up to date  
      Printer cleaning std’s followed  
      Glue pan cleaning std’s followed  
      C/Winder cleaning std’s followed  
     WAM Comments 
      
      
      
      
      

      
 Operator Signature Start Operator Signature Finish Totals:    
 ......................................... ......................................... 

  
Width Total Rejects Good Cores     Operator  
1565 mm     Run Time    
1665 mm     Down Time   Supervisor  
1690 mm       
      Date  

 
 

TPM Process for Hard Core Team
Lubrication Register

Location Description/ Instruction Lubricant Frequency Checked
O.K ( )

Comments

5 yellow grease nipples: lubricate Mobil EP2 Grease DailyCutter Blade
Assembly Brass slides: lightly apply oil on slides using oil can DTE Extra Heavy Daily
Drum Drive
Assembly

Gearbox: remove plug inspect oil level. The level should be
between ¼ to ½ of gear showing. Top up if necessary.

SHC 630 Oil Weekly

3 yellow grease nipples: lubricate Mobil EP2 Grease DailyFront of Corewinder
15 blue grease nipples: lubricate Mobil EP2 Grease Weekly

Top of Corewinder 2 Auto lube canisters: Check level, notify Simon if empty Sealed Canisters Weekly
Cam Shaft: 1 blue grease nipple: lubricate Mobil EP2 Grease Weekly
PCMC Gearbox: check oil level, top up if required SHC 630 Oil Weekly
PIV Gearbox: check oil level, top up if required Omella 220 Oil Weekly

Rear of Corewinder

Eccentric Arm Gearbox: check oil level, top up if required SHC 630 Oil Weekly
4 blue grease nipples corewinder end: lubricate Mobil EP2 Grease Weekly
Conveyor Gearbox: check oil level, top up if required SHC 630 Oil Weekly

Core Conveyor

4 blue grease nipples core hopper end: lubricate Mobil EP2 Grease Weekly
Glue Applicator Unit Doctor blade adjustment slides: 2 grease nipples: lubricate Mobil EP2 Grease Weekly

Operator Sign___________________________

6880 Corewinder Grease Nipple Guide

Grease Nipple # Frequency Location Grease Nipple # Frequency Location
1 Daily Belt Idler 10 Weekly Gear Shaft Pulley
2 Weekly Cutter Cam Pivots 11 Weekly Gear Shaft Pulley
3 Weekly Main Drive Shaft 12 Weekly Belt Pulley Housing
4 Weekly Splined Housing 13 Weekly Shaft to Reducer Bearing
5 Weekly PCMC Gearbox 14 Daily Main Arm Pivot
6 Weekly Belt Pulley Housing 15 Weekly PCMC Gearbox Bearings
7 Weekly Cutter Cam Pivots 16 Daily Eccentric Arm Cam Follower
8 Weekly Cutter Cam Pivots 17 Weekly Belt Pulley Housing
9 Weekly Belt Pulley Housing 18 Weekly Cam Shaft

 

TPM Process for Hard Core Team
Aqua Grease (Blue Grease Gun)
To be used where a blue manifold 
surrounds the grease nipples.
Printer and Ft/Ft only. Not to be 
used on any other equipment

EP2 Grease (Red Grease 
Gun)
To be used where a red 
manifold surrounds the 
grease nipples.

Green:
Monthly

Blue:
Weekly

Yellow:
Daily

Green:
Monthl
y

Blue:
Weekly

Yellow:
Daily

 
• Supervisors need to own the teams and be 

the team leader, to ensure they allocate team 
members time to complete activities.  TPM3 
improvements are part of the supervisors’ Key 
Performance Indicators (KPIs) and are 
expected to use OEE to track production 
performance rate, recovery and downtime.  

• Management need to own the business 
improvement and link team activity to 
business needs. They should communicate 
these to ensure the activities achieve the 
results, the site’s needs and everyone knows 
“What’s-in-it-for-me”  

 
 
Site Leadership Team Support 
Site Leadership Team and Area Champions should 
drive the TPM3 Improvement effort. Many Site 
Leadership Teams go through a period where the co-
ordinator is expected to drive TPM3.  Peter 
emphasised that while the TPM3 Co-ordinators role is 
crucial to successfully maintaining momentum, they 
must not be expected to drive TPM3.  SCA found they 
were too dependent on their co-ordinator and when he 
assumed a different role, TPM3 activities went into a 
slump.    
 
The Site Leadership Team has agreed to follow the 
principles of TPM3 as they realise TPM3 is now there to 
stay.  With the keen and willing people on site and the 
successes achieved to date, the site is poised to 
cascade OEM and achieve further significant gains. 
 
 
For further information contact: 
 
Anthony Burt 
TPM3 Managing Navigator 
Ph: 0011 64 27 2408 509 
Email: 
anthony_burt@ctpm.org.au 


