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	1
	PURPOSE 
	To describe the methods and responsibilities adopted to promote operational excellence amongst ACMA members.

	2
	SCOPE
	This process is applicable to ACMA Members / Non-Members and areas like selection of companies, building a cluster, provide training inputs and hand holding individually for implementing manufacturing related activities. This process is applicable only to those clusters where course content designed & delivered by ACMA.

	3
	RESPONSIBILITY
	ACT Head Cluster Program or Designated Counselor 

	4
	PROCESS BOUNDARIES  

	
	Start with: 

End with   
	 Build members’ cluster and begin with opening ceremony
At the end of the time frame, a closing ceremony is held.

	5
	PROCESS INPUTS / OUTPUTS & INTERFACES : 
	As shown in Flow chart


Process Flow: 

a. Process Inputs 

· Road map

· Selection of the companies

· Contract signing

· Formal Launch of Cluster
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C. Process Outputs

· Monthly Review Meetings (MRM)
· Cluster Closing Booklet 

· Cluster PDCA 
     D. Interface with other Processes

· Process for Management Review: PM/08

· Process for Income Generating Events: PM/10

· Process for Building Competency: PM/11

· Process for Review Customer Requirement, Perception & Feedback: PM/15

· Process for Vendor Development and Empanelment: PM/18

· Process for Payment to Suppliers: PM/19 

· Process for Organizing Seminars, Conferences, Workshops, Training Program & Joint Events: PM/22

· Process for bringing out publications: PM/30

· Process for Membership Management: PM/33

· Process for Printing: PM/41
· Process for Preparing for Course Design, Existing and New: PM/45

· Annual Budget: PM/09

	6
	KEY ACTIVITIES  

	S NO
	Key Activities
	Responsibility
	Reference  Document
	Time Norms

	1.
	Finalization of Cluster Roadmap 
	ACT Head / Head Cluster Program
Mentor of the program
	Refer Guideline G15
Refer Format 

PM_46_F22

Refer process-PM/45
Refer Guideline G16
	Before launch of circular

	2
	Deputation of Mentor & counsellor/s (identify training of counsellor/s if required)
	ACT Head / Head Cluster Program
	Refer Counselor Competency Matrix

PM_11_F5
PM_46_RS18
	Before launch of Cluster



	3.1
	Release of Circular to all ACMA members
	ACT Head / Head Cluster Program / Admin Team Member-ACT
	
	Before launch of cluster

	3.2
	Receiving the reply form
	ACT Head / Head Cluster Program
Admin team 
	Refer Formats

PM_46_F6


	Before launch of Cluster



	   4.
	Scrutiny (review of reply form) and Selection of the companies to form the cluster
	ACT Head / Head Cluster Program / Cluster Mentor
	
	Before launch of Cluster

	4.2
	Preparation of Budget & get it approval 


	ACT Head / Head Cluster Program / Cluster Mentor
	Refer Formats of

PM_09
	Before 1st visit of counselor

	   5.
	Confirmation to the selected companies and invitation to join Launch Ceremony.
	Admin Team Member-ACT
	
	Before Launch of Cluster

	   6.
	Preparations for Cluster Launch: Logistics Arrangement Finalization – Venue, Backdrop, AV, Agenda, Transportation, Lodging for EC Members etc.


	Admin Team Member-ACT
	Refer Guidelines for Logistics arrangements for Launch and Closing

PM_46_G7

Refer PM/22


	Before Launch of Cluster



	   7.


	Signing of the contract 
	ACT Head / Head Cluster Program
	Refer Formats

PM_46_F9
	Before or during Launch of Cluster

	   8.
	Formal launch (Kick Off) of the Cluster Program at the decided location. (After launch, if new company approach & we may include it after following all above joining process)
	 ACT Head / Head Cluster Program
Mentor and counselor
	Refer Guidelines for Logistics arrangements for Launch and Closing

PM_46_G7

Refer PM/22
	As per plan



	  9.
	Start of visits by respective counselors to their companies 

· Impart training as appropriate      

· Give Homework for improvements    
	Respective Counselor
	Refer Guidelines and Formats

PM_46_G10 & G12, RS15
Refer Process –PM/45
PM_46_RS19
	Within 1 month from cluster starting month

	  11.
	MRM 

(Monthly review Meeting)
	Respective Counselor & Cluster mentor
	Refer Work Instructions
	

	 12
	Release of MRM Circular: Presentation Template, Program Sheet and Route Map
	Respective Counselor / Cluster Mentor & Team Member-ACT
	MRM Circular: Presentation Template, Program Sheet and Route Map

PM_46RS15, F22
	Before next MRM



	13.
	Release of Minutes of Meeting of MRM
	Respective Counselor & Cluster mentor
	
	Before next MRM



	14.
	Upload MRM Presentations on ACT Server 
	Respective Counselor.
	
	Before next MRM



	16.
	Reporting non-performing company to ACT Head of Clusters
Head Cluster Program 
	Respective Counselor / Mentor
	Non performing company report 

PM_46_F20

Refer Work Instructions
	 As and when required 

	19.
	Closing Culmination Ceremony
	Respective Counselor & mentor, Team Member ACT
	Refer Guidelines for Logistics arrangements for Launch and Closing PM_46_G7 & PM/22
	After final Review

	20.
	Upload Cluster Closing Booklet on ACT Server 
	Respective Counselor
	Refer Cluster Closing Booklet– A common guideline for all clusters. (PM_46_RS5)
	After the closing event

	21
	PDCA study conducted from the CEO feedbacks and points received during closing meeting.
	ACT Head / Head Cluster Program and Respective Counselors & Mentor
	Refer Cluster PDCA Form PM_46_F22

	Before next cluster launch




	7
	PROCESS MEASURES: 

	
	· Percent of cluster members completing the cluster program – 75%
· Cluster Company satisfaction level with cluster program – 85%
· Recovery of Outstanding- 100% recovery during cluster duration


	8.1
	SERVICE MONITORING AND MEASUREMENT 

	Sr. No.
	Output
	Parameter
	Acceptance Criteria
	Responsibility for Control

	   1.
	a. Cluster program completion within the Stipulated time
	a. Adherence to overall time frame of cluster duration
	a. 95% compliance
	Respective Mentor & Counselors 

	    2. 
	a. Cluster company- Performance Indicator


	a. Adherence to improved performance from cluster before level to after level by participating companies 

b. Cluster company satisfaction level with cluster program (min 2 cluster exception for new programs introduced)
	a. 90% compliance for improving trends

b. 85% minimum
	Respective Mentor & Counselor


	8.2
	PROCESS MONITORING AND MEASUREMENT

	S. No
	Parameter
	Risk
	Control
	Responsibility for Control

	a.
	Counselor's visits / 
	Counselor's visit are short/ Gate reviews are missed
Non- availability of counselor – sick/ left/ long leave
	Advance preparation and monitoring of Schedule in the beginning of the year
Multi Skilling of available resource and/or Engage alternate counselors on contractual basis to fill in
Refer planning document PM_46_RS_18
	Head Cluster Program

	b. 
	Counselor’s availability 
	Non availability of Counselor - Left
	Multi Skilling of available resource and/or Engage alternate counselors on contractual basis to fill in Refer planning document PM_46_RS_18
	Head Cluster Program

	c.
	Customer expectations at the end of program
	Delivery of the Counselor program not meeting customer expectations
	Annual performance monitoring of counselors based on feedbacks and complaints Refer Cluster PDCA Form PM_46_F22
Analysis and actions as per PDCA
	Head Cluster Program


	9.
	CORRECTIVE  & PREVENTIVE ACTION : 
	ACT Head Cluster Program shall take corrective and preventive actions as appropriate.


10. References 
Formats:

1. Format for Reply cum Selection Form - Common for all type of Clusters. PM_46_F6
2. Format for Contract with the cluster company – Common to all clusters. PM_46_F9A
3. Non performing company report PM_46_F20
4. Application form for ZED cluster program PM_46_F21
5. Cluster PDCA Form- Common to all clusters PM_46_F22 
Representative Samples:

1. Representative Sample for Cluster Closing Booklet – A common guideline for all clusters: PM_46_RS5
2. Representative Sample of MRM Communication:

a. Presentation Template.(PM_46_RS9)
3. Representative Sample of Performance Indicator Report (PIR) -- Common to all clusters (PM_46_RS15)
4. Representative sample of Cluster planning document – common to all clusters (PM_46_RS18)

5. 

 HYPERLINK "https://www.acma.in/uploads/isodocmanager/PM_46_RS_19_Cluster%20kick%20off%20sign-off%20document.docx" 

Representative sample of Cluster kick-off sign-off document – common to all clusters (PM_46_RS19)

Guidelines:
1. Guidelines for Preparation of Launch and Closing: PM_46_G7
2. Guidelines for Counselor: PM_46_G10
3. Guidelines for Mentor PM_46_G12
4. Specimen template for ACT Cluster Road Map PM_46_G15
5. Guidelines for developing new cluster program PM_46_G16



Work Instructions:

1. Monthly Review Meetings (MRM)

a. Planning for MRM at one of the cluster companies- one company host by rotation & others participate (Review of  progress  as  decided  by  Cluster  Mentor  (No. of Review Meetings =  0.7 X Cluster  duration in Months),  Say  it  is  16.5  then 16  reviews  and  if  it  is  16.6  then  17 reviews will  be  considered  as  minimum number  of  reviews i.e. 70%, Model plant visits will also considered as MRM.
b. Release of circular for MRM along with presentation template, program sheet & route map (PM_46_RS7, RS9, RS10, RS11)
c. Circulate Minutes of Meeting to all cluster companies (PM_46_RS6 & RS8)
a. Submission of MRM presentations to ACT office or Upload it on ACT server by the counsellor 

b. MRM presentation template (PM_46_RS9), expected minimum contents-

i. Counselor visit performance

ii. Number of MRMs & Model plant visits

iii. Company Homework performance

iv. Training topic compliance

v. Safety

vi. Cluster Gate review 
vii. Performance Indicator Report (PIR)

viii. PDCA Form

ix. Before – After of Cluster topics as appropriate

2. Non-Performing Company
a. Submission of Non performing company report (PM_46_F20) by the counsellor 

b. Review by Mentor / Head of Cluster based on areas of concerns.
c. Discussion of Mentor / Head of Cluster with Non performer company for improvement

d. If company committed for improvement, continue the cluster. If company not committed for improvement, inform company about withdrawal from the cluster service
  START          





Finalization of Cluster Road Map (Refer previous cluster PDCA document)








    Deputation of mentor & counsellor/s (Refer Counselor Competency Matrix)





Release Circular





YES





Scrutiny & selection of Applicant Company





Inform the company





                Receive the Reply Forms





 NO





If company selected ?





Preparation of Budget & get it approval 








Cluster Launch Ceremony & Signing of Contract 





  Start of visits to respective companies by the counsellor





Monthly Review meetings (MRM) (Refer work instructions) 





Review of ‘Non-Performing company” if any (Refer work instructions) 





Is the company committed to improve?





Inform company about withdrawal from the cluster services





YES





 NO





Plan for and organise cluster closing ceremony as per contract





Upload Cluster Closing Booklet on ACT Server 





PDCA meeting (Refer work instructions)





          End
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