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Team Charter - Bolter Stocking 

Project Leader:   Scott Jones

Process Owner:   Nick Chavez

Black Belt : Jeff Young

TEAM MEMBERS:

Erwin Benally, Randy Corley, Ernie Arviso,

Nish Vargas & Andy Erickson

Project scope does include:

- Loading requirements in the Yard

- Bolter Stocking Process

- Manning and Equipment allocation

- Vendor Packaging

Project scope does not include:

- Additional Manpower

- Major expenditures (>$5,000/bolter for modifications)

- Will not transfer Risk of injury from 3rd man to Yard Person

DATE - Team agrees to Charter

DATE - SIPOC's completed

DATE - Stakeholder Check-in

DATE - Root Causes Identified

DATE - Solutions Selected

DATE - Solutions Approved

DATE - Stakeholder Check-in

DATE - Solutions & Monitoring Plan Implemented

DATE - Monitoring Complete, Process Hand-off

1)  Reduce Risk Assesment from Extreme to Moderate rating.

2) Reduce labor hours for stocking by 30%

3) Complete Project in less than 30 meeting hours

By assessing the physical intensity  associated with stocking the 

Bolters, the Risk Assessment Matrix puts this task in the 

EXTREME range (Certain likelihood with Moderate to Major 

Consequences).  In order to move towards Zero Harm, we must 

reduce the Risk associated with stocking Bolters.

In addition, we spend 5 hours each shift stocking the bolters 

with the required supplies.  This totals 70 labor hours a week.   

We must reduce the time spent stocking Bolters.

Bolter Stocking Original Team Charter



Risk Analysis Matrix

Likelihood Consequences

Low Minor Moderate Major Catastrophic

Certain H H E E E

Likely M H H E E

Possible L M H E E

Unlikely L L M H E

Rare L L M H E

ÅPotential risks analysed for the task operation or process

ÅIdentified risks are scored based on likelihood of occurrence, exposure to the risk and 

consequence

ÅIf risks after scoring are found to reside in the red (or yellow areas), measures are taken to 

reduce their score based on a hierarchy of controls to eliminate or reduce the risk to a lower 

acceptable level (green)



Bolter Stocking SIPOCr Chart

Yard Person

Shift 

Foreman

Yard Person

Section 

Foreman & 

Utility 

Person

Suppliers   Inputs Process Output Customers Requiremôts

Trays on 

Bolter are 

almost empty

Trays 
restocked

Store 

remaining 

matôls on 

Bolter & 

remove trash 

from tray

Remove empty tray 

and place on Trailer

Load Full  tray into 

Battery Scoop

Load resin into 

small tray

Load full trays 

onto Bolter, small 

tray first

Pull empty trays to 

Yard

Load trays wô 

bolt supplies, 

excl. resin w/ 

assist from CM

Pull full trays to X-

cut

Section 

Stocked 

w/ 

Bolting 

Supplies

Scott 

Jones

Shift 

Foreman

Section 

Foreman

Matôl 

for 24 

hours

Moderat

e Safety 

Risk

<5 man-

hours 

per shift

Canôt 

shutdow

n 

bolting 

to stock 

Matôls.

Bolting 

supplies 

w/in 10 

X-cuts 

from 

Feeder.

Bolting 

Matôl

Battery 

Scoop, 

Gehl, 

Shuttle Car 

and/or  Lo-

Trac

Trailers

Open & 

Clean X-

cuts

Yardmen duty

CM Section duty



Solutions

ÅBest practice 
and available 
options 
reviewed

ÅEquipment 
refined for San 
Juan

ÅProcess 
included stake 
holder check ins 
and post 
implementation 
audit and 
optimization

What problems are we 

experiencing after TG 

203 started using 

Bolter Pods?

EnvironmentMachineryMaterials

Loading 

Area
MethodsMeasures

Not pulling both trays 

off at same time

Not using "Bolter Supply" 

trailer to balance out trays

Excess material on trays

- Trash

- Extra Bolts/Plates (DSI match?)

Use 24 bolts per cut (30') 

& 5 trusses (Doesn''t 

match loading)

1 1/2 Truss cables 

& 1 DSI Box

Leaving Trash in Trays

Pull front trays, leave 2nd 

pair; use too many trailers

Empty trays are  dumped 

on trailer, takes time to 

line them up B4 tying it 

down

Bolt Supply trailer parked  

way out,  so take from 

trays

Not using Mat'ls list; Review 

OE Mat's Project w/ Foremen

Broken fittings on trailer

- Jack range too short

- Hoses under pressure

- Side rail pockets damaged

Tongue wt. too little

Losing, or have to look for 

Chains/tighteners/straps

Can Downshift 

help organize/

clean empty trays?

By working out  

Solutions for 

these  two items 

should solve 

extra mat'l in 

trays issue.

By working Solution of Scott 

enforcing/Reviewing Pod 

Process with Crews should 

reduce all 5 of these 

"Methods"  Problems.

Stakeholder Check-in with Yardmen for 

Bolter Pods Use (A/C Crew)



Material Pod Handling Solutions

ÅSpecial purpose trailers to handle 2 empty and 2 
loaded pods were designed

ÅPods are pre-loaded on the surface and loaded onto 
trailers

ÅTrailers are backed to the bolter, empty trays with any 
waste material are loaded onto trailer, then full pods 
are loaded onto bolter

ÅCycle time is less than 10 minutes

ÅPods are replaced approximately one time per shift



Pod Trailer With Loaded Pods



Materials on Bolter

Pod Trailer


