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[bookmark: _Toc400124718]Policy: Engineering Change Management

[bookmark: _Toc400124719]1.	Purpose
The purpose of this document is to define the policy to define, approve and set up a change in the technical specifications of an existing product.

[bookmark: _Toc400124720]2.	Definition
2.1. Engineering change:
In our business and in more trivial words, an engineering change is a change in technical specifications that can be: 
	Chemical formulas (materials and processes)
	Product composition
	Dimensions, packaging and logistics characteristics
	Packaging and design.		

2.2. Product :
By product, we speak about:
Finished product sold to our customers or consumers,
Intermediate produced during the transformation steps to obtain the final product
Raw materials and components that are used in our processes.
  

[bookmark: _Toc400124721]3.	Principles
The following principles have been considered in determining this policy:
1. Principle 1: An engineering change must be defined correctly taking in account all the effects potentially induced.
2. Principle 2: According the potential effects, steps of technical check must be defined 
3. Principle 3: The required internal approval depending on the situation have to be followed
4. Principle 4: The changes have to be documented to allow any traceability of the product evolution
5. Principle 5: The required actions have to be defined to manage the change in order to avoid any disturbance for internal department but mainly for customers and consumers.
These principles need to be materialized in different way according the change and the product.



[bookmark: _Toc400124722]4. 	Policy Details
4.1. [bookmark: _Toc400124723]Causes of the changes:

The root causes of the engineering changes can be:
· An improvement becoming possible due to technical progress in machines or materials
·  A quality improvement of an existing product after the analysis of market listening and complaints
· The  cost can be reduced through a change of formula
· A material is not more manufactured by our supplier and need to be replaced
· Change in regulation make mandatory the change of a raw material
4.2. [bookmark: _Toc400124724]Change in chemical formulas

There are several processes according the situations:
1. Change of pigment(s)
A. The substitution of pigments in premium ranges must follow the following criteria.
1. Any significant cost saving initiative is provided to R&D on the site of use and the technical department will evaluate the pigment. If it is to be used as a direct replacement for existing pigment then the shade produced in each of the ranges it is used in, MUST be the same as current. Shade changes for existing premium colours is not ideal as this requires communication to the markets.
1. Where a product is currently a single pigment then this must be maintained if at all possible.
1. The initial assessment of the colours produced will be carried out by the chemist and with reference to the R&D manager at the site of use. 
1. If there is NO discernible difference then the decision can be made locally and the substitution made following all the necessary regulatory checks and stability testing, in these circumstances there is no involvement with marketing.
1. If it is considered to be a very good match but not quite close enough, then the R&D manager will, in the first instance, refer to the group I&D Manager and a decision made as to approach marketing with a recommendation – in these cases, samples will need to be provided for the AOP’s to be aware of the slight change in shade should marketing agree with the recommendation and the substitution proceeds.
B. Where, pigments have been discontinued – then all efforts are to be placed on finding a direct replacement – in any event the above steps are followed and further considerations are as follows
1. Any matching to a discontinued pigment that results in a CI Name change must be communicated to marketing so that labels can be changed and the relevant communications and samples circulated.

Majority of the decisions regarding pigment substitution will be made by Technical staff without the requirement to consult marketing or further communication. Technical staff will initiate the dialogue with the relevant brand marketing manager.

C. Lesser ranges – such as education or intro – where the colour tolerances are wider and colour criticality is less important will benefit from pigment substitutions more than the premium ranges.

All decisions will be reported back to the initiator from the purchasing department.

Any new pigment that has been evaluated but has failed to meet the criteria above for use in existing products – can of course be considered for any new product or development.

2. Change of other component(s) like preservatives, binder

In all these cases, the change of a chemical formula is managed by the I&D department and will follow the same laboratory steps required for any new development. The change is approved through laboratory trials, cost analysis, industrial trials and, if required, a storage period where the duration is defined by I&D according risks linked to the change.
According the risk associated to the introduction of the new raw material, compatibility check with packaging can be defined.
In case of impact on the labelling, the change must be communicated to marketing so that labels can be changed and the relevant communications and samples circulated.

Finally, the formula is changed in the ERP using the specific function ECO (Engineering Change Order) designed for that. This function allows using the old component until the end of stock and the formula is changed automatically according rules defined by the technician.
The new formula gets a new revision number and the changes are readable for traceability.
This function doesn’t allow the change of routines and in that case, the technician has to make the changes manually or by MDI. To keep records, the old line is closed and a new line is opened.

4.3. [bookmark: _Toc400124725]Change in product composition 

This point is about the changes of non-chemical components (packaging and components used in printing) when a change of finished item code is not required (no heavy impacts on customer or consumer perception).
This change can be decided in a new development process involving every department. In that case, it follows the new development policy and process. 

It can also be decided and managed by Operations in order:
- to adapt an existing product to new constraints (costs, regulations, sourcing ),
- to make preventive and corrective actions (after analysis of complaints or internal troubles),
- to take profit of new technologic opportunities.

In that process, to allow management of the versions of component in storage, the component with new specifications is getting new code. Subsequently, Bill Of Materials (BOM) will have to be modified.
The new component supplied according new specifications is tried on lines and showed for check to required department and during this process, purchasing is charged of checking that all required validation steps are followed.

After validation of the new component and potentially new costs, BOM’s are modified by the technical department of the manufacturing site, using the ECO (Engineering Change Order) function in ERP (with MDI assistance or not). The objective is to keep records that allow traceability of the changes in products. 
In parallel, as for a new product, the technical data of the new component are stored in a shared place for use by technical and quality control services.
If required, the information for waste packaging has to be updated in BOM’s of the finished products involved.
4.4. [bookmark: _Toc400124726]Dimensions, packaging and logistic characteristics

When a component is changed, this can have an impact on finished product dimensions. This is part of the required checks mentioned in 4.3.
As example, a change in dimensions can have an impact on merchandising (planogram).

This can also have an impact on characteristics of logistic units. In that case, if required (Inner and outer quantity) the change must be communicated to the customers that require this information. It is done through the sales department. The change must be managed to be able to get consistency between characteristics of products in inventory and ERP set up.

This change will have to be approved by marketing brand director. 

If the dimensions change by +/- 20% (rules set by GS1 standard) then a new item number (barcode) will need to be issued and the new product process flow followed.

4.5. [bookmark: _Toc400124727]Packaging, design and product documentation

The changes in artworks are managed by Marketing department and it has the responsibility to update the shared document on group common site.
The old versions of artworks are stored to respond to potential need of traceability. 

All regulatory related documents have to be updated in the required shared space in the same way that for any new product. It is under the regulatory department responsibility that maintains strong links with I&D and purchasing (MSDS, Test and technical files required documents for purchased products).

If the media, size or format of the label, vac form or box changes then a full product transit test and production trial will be required to ensure that there are no adverse issues such as label peeling off in cold weather or failing to run through labelling machines or magic eye markings and no print zone’s changing. Production site will need to evaluate and report on these changes and give approval to marketing department that change can be executed. 



5. [bookmark: _Toc400124728]Approval for changes summary

If there is any change to the specification of the finished goods product that would be noticeable to the consumer then following all controls, checks and procedures, the change must be approved by the brand director. 

If the change is not perceivable by the consumer and product is produced to the original approved specification then the change can be approved:
· by the manufacturing site quality manager and plant manager in case of manufactured product
· by quality manager and purchasing manager if the product is sourced. E.g. in the case that we source a substitute component / ingredient from an alternative supplier to maintain product supply security. 

For changes in formulas or BOM’s, refer to the §4.

6. [bookmark: _Toc400124729]Related Areas and Processes
Product Development processes
Operation processes
Commercial processes
Financial processes
Logistic processes

[bookmark: _Toc400124730]6. Issue management process
If application of this policy leads to an issue within the business, it should first be raised to the respective Policy owner – ColArt Le Mans Assurance Quality Responsible / S. Baudet.  
Any other information related to issue resolution
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