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Performance

How PiT Stop works

Step 1:
•  Finding problems on site through 

interviews with employees
•  Unused potential can be dis-

covered faster when executives 
actively seek out information 
rather than waiting for produc-
tion employees to deliver it

Step 2:
• Creating a problem ‘storehouse’
•  Writing up problem charts
•  Open house approach: other 

departments can be briefed
•  Employees already interviewed 

come along, search for and re-
trieve their own problem chart

Step 3:
•  Involving executives
•  Prioritising and evaluating the 

problems identified
•  Creating problem clusters

PiT Stop, a manufacturing improvement programme at Eurocopter, was launched late last year with the 
aim of discovering production process potential and innovative employee ideas. This pilot project for the 
Group has now become a regular feature within Eurocopter’s Product Services department, and there 
are high hopes that it will be extended to other areas of EADS.

Eurocopter’s  
successful ‘PiT Stop’

A  visit to Eurocopter’s me-
chanical component production 
hall in early April 2009: on the 
agenda at 10.30am is a workshop 
on the supply of inserts – parts 
which are often not available at 
precisely the moment they are 
needed in various production 
processes. The workshop is at-
tended by the employee who 
drew attention to the problem, 
several group leaders from the af-
fected departments and moderator 
Walter Wetzstein, who works in 
production scheduling. The at-
tendees are from Product Services, 
which manufactures mechanical 
components and subassemblies for 
the final assembly lines, and car-
ries out surface treatment and jig-
making for the entire plant. Over 
the course of the next hour, this 
group will work as a team to tackle 
the supply shortage problem – us-
ing the PiT Stop approach.

A lot of groundwork had to 
be done before such workshops 
became part of the day-to-day 
routine, explains Raimund 
Grossberger, Ideas Manager at 
Eurocopter Donauwörth, who 
is responsible for PiT Stop to-
gether with his colleagues Ralph 
Dollmeier from Product Services 
Industrial Engineering and Wil-
helm Rosskopf, Head of Product 
Services. “That’s because these 
workshops are the result of ex-
tensive preliminary work that 
began with a campaign week in 
Donauwörth in mid-October 
2008.” Driven by extreme time 
pressure in all programmes and 
high demand from its custom-

ers, Eurocopter sought a way to 
systematically identify problems 
and deficiencies in Product Serv-
ices, develop solutions and thus 
eliminate stumbling blocks in 
the workflow. The company also 
wanted to stimulate employees 
to actively support the project 
and keep developing new ideas. 
In cooperation with Canadian 
innovation guru Bernie Sander, 
the responsible employees de-
cided to implement the PiT Stop 
methodology. Controlled idea 
generation and problem-solving 
were the goals. The implementa-
tion was split into six steps (see 
box). “One thing was clear,” says 

Raimund Grossberger. “To identi-
fy problems, we had to interview 
employees on-site at their work-
places.” This was the first major 
obstacle, as not all interviewees 
were at first particularly keen on 
being pumped for information 
at work. However, after a bit of 
persuasion it soon became evident 
that most employees are actually 
very creative under the surface.

Nothing is secret

The team then created a problem 
‘storehouse’. All the information 
gathered was recorded and organ-
ised on problem cards. “A very 

important factor was the open 
house strategy, which gave all 
departments the opportunity to 
get information and retrieve their 
own problem card,” comments 
Grossberger. Extensive use was 
made of this possibility, and the 
employees became increasingly 
convinced that their feedback was 
actually making a difference.

After this work came to an 
end, the executives of the depart-
ments being reviewed evaluated 
and prioritised the problems iden-
tified, and – wherever possible 
– decided on suitable solutions. 
Management was also briefed on 
the results. This was then fol-
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Step 5:
Roll out
Including:
-  Completing a catalogue of 

measures with all deadlines and 
persons responsible

-  Defining other suitable topics for 
problem-solving group activities

-  Implementing the specified 
measures

-  Regular reporting by cluster 
managers

-  Supporting and assisting 
moderators

-  Visualising results through placards
-  What will daily business be like 

in the future – dealing with 
problems?

Step 6:
•  Problem-solving groups
•  Trained employees moderate 

the problem-solving groups 
using efficient problem-solving 
methodology

Step 4:
•  Involving management
•  Presentation
 - what was done
 - how was it done
 - results

on that,” says Head of Unit Wil-
helm Rosskopf. “But the encour-
aging success of PiT Stop shows 
that the method is a good tool 
for executives to gather ideas, 
implement them and give them 
recognition.”

For this reason, result boards 
have been put up in the produc-
tion halls at Donauwörth and 
are updated on a regular basis to 
brief the employees on progress 
and results. Furthermore, new 
interviews are constantly being 
held at workplaces – which now 
also includes departments that 
are not directly involved in pro-
duction. And Walter Wetzstein, 
too, with his group of specialists, 
took less than an hour to work 
out solutions to the insert prob-
lem that are both quick and easy 
to implement.

 Tilman von Meyeren

lowed by the roll out: the prob-
lem storehouse was presented to 
the employees on site, and the 
subsequent measures were ex-
plained in detail. The provisional 
result of this Sisyphean task was 
that 122 employees had been in-
terviewed and 370 ideas collected 
by the end of October 2008. Even 
more important, however, were 
the detailed plans of action that 
showed employees which prob-
lem to tackle when.

Side job: moderator

The final step in the PiT Stop 
process deals with problems 

from the storehouse in problem-
solving groups. It was as part of 
this that, in early April, Walter 
Wetzstein faced the task of guid-
ing the group of specialists to 
an efficient solution for the in-
sert problem by applying clearly 
defined moderation rules. The 
problem had to be precisely de-
fined within one hour, with each 
participant outlining on cause 
cards what he or she considered 
to be the critical reasons for the 
problem. With the moderator’s 
help, these had to be put in order 
and the most important causes 
named. The next step was to 
work out solutions. A total of 20 

local employees were trained to 
become moderators during the 
campaign week. “The fact that 
the moderators all come from 
the Donauwörth plant and are fa-
miliar with Eurocopter’s specific 
processes makes it a lot easier 
to chair a discussion. The abso-
lute prerequisite for success is, 
of course, that the trained mod-
erators are highly motivated and 
that they identify with the task 
itself,” adds Dollmeier.

Staying on the ball

“The PiT Stop programme won’t 
run by itself – we are all agreed 

Further information on PiT Stop 
can be obtained from Raimund 
Grossberger, Ideas Management 
at Eurocopter, Donauwörth
Raimund.Grossberger@
eurocopter.com

To reveal potential in production processes and activate innovative ideas from employees with the aid of the PiT Stop programme – this was the objective of Wilhelm Rosskopf, Head of Product 
Services. Product Services combines the manufacture of mechanical components and subassemblies for the final assembly lines, surface treatment and the jig-making department for the entire plant


