™ Qre SCHMELZMETALL

AN AMPCO METAL COMPANY

Révélez votre potentiel.

Company visit
End to End flow transformation SMCH - External Operations - SMDE
SMDE Operations Relayout (production — warehouse - offices)

Written by:
Dominique Andreux & Dieter Hahn
April 23rd 2026




Excellence in
Engineered
Alloys

Copyright 2026 ® - Quick Response Enterprise



Context & Objective

AMPCO acquired SCHMELZMETALL in Sept 2024, as part of its Business Development strategy,

a family owned company highly traditional which became insolvent.

The main charateristics of SCHMELZMETALL operations are:

* A kind of High Mix Low Yolume (HMLYV) copper alloys, including development -
production - delivery via a network of 3 entities in Switzerland and Hungary (foundries) -
Germany (cutting up to finishing, including a logistic hub)

* Highly specific and customized specifications

* Industrial processes including subcontracted forging / annealing / heat treatment
processes, adding significant flow complexity, in comparaison with usual AMPCO standard
processes

This results in CASH bleeding and Non - Profitable operations at SCHMELZMETALL.

In this context, AMPCO’ CEO requested QRE expertise for V operations and agile

1sformation, through Quick Response Manufacturing (QRM) principles, to help in turning
CHMELZMETALL in positive operating income and stopping i
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Scope: End to End Flow Transformation

Casting Forging Heat

SMCH D Treq’bmen’r

| | | |
GURTNELLEN EXTERNAL OPERATIONS
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Scope: End to End Flow Transformation




Roadmap in a sequential mode

PREPARATION FLOWS ASSESSMENT IMPLEMENT & IMPROVE
T T

STAR . 00
GO & SEE T Project Management .

A-B-C analysis / MCT map / Relayout prep

Relayout Cancellation of
Feasability rental contrat
Workshops
Flow mapping SMCH - SMDE
Relayout SMDE
Demonstrator DEAD STOCK
Demonstrator RELAYOUT
Demonstrator UPSTREAM SMDE END
Training LEAN & QRM ORM SILVER
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Governance
Set up




Transformation Governance

* Project Governance Structure:

SPONSORS Martin Liitenegger Dominique Andreux

PROJECT LEADERS Arndt Schmitt Dieter Hahn
Nurdogan Gurkan

* Roles & Responsabilities:
« Sponsors are accountable to reach project deliverables, no matter the circumstances.
Efficiency of the Project Steering Committee is their joined responsability.
* Project Leaders are responsable to execute the defined project activities, in order to reach the
project objectives.

* Project Steering Committee:
* Participants: Sponsors - Project Leaders - EVP Procurement & Fulfillment + AdHoc
participants upon request
* Mission: orient - validate - decide - prioritize - support - encourage
* Monthly committee
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COLLECT INFORMATIONS

A-B-C Ranking Inventory Ranking

# # Consult |Total Consult

ACtiV|t|eS QRE Delivera b|eS (v ) ABC Inventory Classification
Consultant Days Days "

“CiasseC o

c
Inveracry

i

Collect Informations

[ p—

Generic Process flow chart per product
categories (preparation for Flow Mapping

Workshop to analyse A-B-C categories of SM
products portfolio

workshop)
0,5 2 , DISCO
MCT mapping . .
. . . Visualization of inventory rotation, including T = VISUG/IZGfIOI?
Analysis of inventory rotation per A-B-C products
, dead stock 2 S
categories ] e

Minimum level of stocks per products categories

MCT mapping showing critical path, grey zones /

whites zones -

Creating MCT for three selected products A-B-C 1 1 1
& P Highlight opportunities for minimum 50% white m

zone reduction

-Technical Informations about all the machinery
and equipment

-Drawings from building incl. structural plans
-Workplace Directive

-Occupational (work place) safety 2 2
-Requirements from employees for office space

Collect technical and legal Informations as a base for
planning the relayout of the warehouse, production
and office.

T
g

CHETH -
SEE;

Search and define external companies to support
the implementation of the new layout for
warehouse, production and office

Designated companies that actively support or
partially carry out the implementation

TOTAL 5
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MCT - H1340 - End to End Flow « AS IS » situation

r’ CartographieMCT H1340 - End to End Flow
SMDE | I
19 days |
MCT = 114, jours
Temps Utile =7, jours
ﬂ: Ratio  6,1% EXTERNAL OPERATIONS !
67 days —
Hl
LT T ]
I |
L1
I
I [
L1
| SMCH
- 28 days
1lzo 1<|)o slo 6IO 4Io zlo
MCT Jours

Abmelden
Produktion

Lager
Sicherheitsbestand
Lager

Milling

Transport

Forging

Transport
Purchasing
Transport
Gussblock bearbeiten
Schmelzen
Rohstoffe

Verkauf Anfrage
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MCT — H 1340 - End to End Flow « TO BE » target

re

. (il Buspponss frompoiss

MCT = 50,5 jours
Temps Utile = 7, jours

Ratio 13,9%

[0
I
[

[T

SMCH

-
Cartographie MCT H1340 - TO BE - End to End Flow

SMDE

3 days (instead of 19 CICIYS)I

EXTERNAL OPERATIONS |
40 days (instead of 67 days) [T

[
I [ [ [

7 days (instead of 28 days

&0 50
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a0 20 10
MCT lours
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Transport

Forging
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Purchasing

Transport

Gussblock bearbeiten

Schmelzen

Roh stoffe
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H 1340 - End to End Flow Mapping

= Oct 27th
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Flow Transformation Score Card (SteerCo view)

Project Team —
Leiter: Nurdogan
Main Objective

MCT Leading KPI

SCHMELZMETALL- CH

Euordnung
Nr. 1

‘Team: Peter, Thomas, Marius, Rene

[Startdatum: 191172025

Enddatum:

310312026

Geplantes RETEX-D:31/03/ 2

Kiel/Zielvorgabe: Erprobung einer neuen Vorgehensweise vom Eingang der Bestellung bis zur Versandbereitgg

Leistungsindikator:

Reduzierung der MCT: von 28 Tagen (tatsachlich) auf 7 Tage (Kalendertage)

Freisetzung von verfugbarer Zeit in der Organisation Gelant 4

S 1: 1 SundeWoche - Sl 2: 2 SundenWodhe - Sude 3: 3 Sunden/Woche|

20%/ week for Leader

Beschaizie Arbeisbelastung fir Teammig ece/ "

Whitezone !

f—- Besc i
M a i n del ive go] bl es Beschreiben Sie die neue Vorgehensweise, um MCT =7 Tage zu
erreichen:

— Swie 4; 4 Sunden Woche und mehr Redl 1 2
Reduzierung der weilken Zone Geplant 4 10%%wes kfor mam members Release available tim
Swike 1:k. A. - Suie 2 <5 Tage— Stk 3 <10 Tage - Suke 4 >10 Tage Real
ERGEBNISSE
R . . Definiertes Experiment Experiment Neuer Standard
der Ghiten Er . . .
Ergebnis gestartet abgeschlossen implementiert
0 o N
[TO BE RASIC validiert ——
Implementierung der Durchlaufzeitmessung als fuhrender KPI " " " "
(automatisch)
PROGRESS REPORT
r, re Cartographie MCT H1340 - Mapping N1 - SMCH
ﬁ Ll Q
Quick
MCT = 28,2 jours MET= 65 jours Wins
Temgps Utile 2.8 jours it 2.8 jours
Fatio 9,9%
Main Actions
| in progress
Decision
requested
CHANGE MANAGEMENT FOCUS
Create the climate for Engage and enable
change the Transformation
Obstacles from
@ ! | omgansalona Structure
_W. 9 Leadership and Team
— training to suppor
7 3 Pomcr Gemera Sustain | changes ints behavior changes
T pus | Dersms | oy | s martiem | sedcason || S nesded
Esublsha |  guiding T Enatin acson Managem ent
et | cousa exem plariy to em body
i aftudes and behaviors

Work load

required

Benelfit assessment:
Time released for
people per week
White zone
reduction (days)

D, »,
oqare 200
@ @ O
Proqgrec
Decision requested

Change assessment:

8 steps of KOTTER




Flow Transformation Score Card (Project Team view)

‘ SCHMELZMETALL- DE ‘Z“°r::'"3“"9 ‘
‘Leiter: Arndt Team: Produktion ‘
Startdatum: 19/11/2025 Enddatum: 31/03/2026 Geplantes RETEX-D:31/03/2026

ZiellZielvorgabe: 4 Gegla
nt

Erprobung einer neuen Vorgehensweise vom Eingang der Bestellung bis zur Versandbereitschaft £ ,
Leistungsindikator: g,
Reduzierung der MCT: von 19 Tagen (tatsachlich) auf 3 Tage (Kalendertage) g,
von verfii Zeitin der O Geplant 4 Geschatzte Arbeitsbelastung fir Teammilglieder. g 0 @ fent
Stufe 1: 1 Stufe 2:2 -Stufe 3:3 - 20% / week for Leader
Stufe 4: 4 Stunden/Woche und mehr Real R?\casclava\\aé\c Umsc
der weien Zone Geplant 4 10%week for team members
Stufe 1: k. A. - Stufe 2 <6 Tage - Stufe 3 <10 Tage - Stufe 4 >10 Tage Real
ERGEBNISSE
der " . Defini p Neuer Standard
gestartet abgeschlossen implementiert

Beschreiben Sie die neue Vorgehensweise, um MCT = 3 Tage zu
erreichen: o o N N
TO BE RASIC validiert

Implementierung der Durchlaufzeitmessung als fiihrender KPI

(automatisch) i ) ) ) P D C A frac h :

Detailed actions
Festgelegtes Datum - Acll- io n 0 b I e .Fro m
Bestatigtes Datum —

HERE and NOW

MASSNAHMEN W I( | .F I |
eekly rollow up
Probleme / Fragen PDCA
Nr.| / Zu behandelnde Ausgewahlte MaBnahmen Verantwortlicher Wann A
(Typ 1 bis 4)
Themen
) : Prozessbeschreibung fiir Arbeitspapiere/ Laufkarte erstellen. Welche )
2 |Arbeitspapiere Informationen sollen auf der Laufkarte angedruckt werden Amdt 30janv
3 |Qualifikation Frasen [Mitarbeiter fiir Frasen qualifizieren Andy Tauber ab sofort .
Verpackungs Erstellen von Verpackungsrichtlinien fiir den Versand; Punkt .
o ? 30-janv
richtlinien herusgenommen
5 [Teamboard Teamboard fiir Shopfloorbesprechungen installieren Arndt 23-déc .
6 |Laufkarte Laufkarte mit allen nétigen !pformatlonen zur Bestellung bereitstellen. Amdt ab sofort
Export aus ERP System priifen
Shopfloorbe Einfiihren einer Shopfloorbesprechung zur téglichen Abstimmung tiber
sprechung das Tagesgeschaft. Uhrzeit 8:00 Uhr Amdt ab01.12.25




THE
Change Management during Flow Transformation HEART OF

hange Their Organizations

)

JOHN P. KOTTER

DANS.COHEN

Create the climate for Engage and enable
change the Transformation

&

3 . Incorporate
Sustain changes into

2 Remove sﬁ::::, acceleration the culture

1 Devel Communi- barriers, _
: velop a cate the wins
Eu.'ld 2 vision and ision Enable action
Establish a guiding siratsqy visi
sense of coalition
urgency
E [
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MCT evolution

120

100

80

KPl impacted Potential Progress Measurement Potential Savings QRE Contribution & Deliverables SCHMELZMETALL Contribution & Deliverables
Total Flow Time reduction: 50% reduction Fromfirst5 orders passedto SMCH in April | Additionalsales (notcalculated) Animation and Facilitation of End to End flow transformation Arndt & Nurdogan accountable for the "make it hapen” of the scorecards
MCT less than 60 days (from 114 days towards 50 days) 2026, then measure from End to End inventory reduction (see below) SMCH - Purchasing + External Operations + SMDE g PP
MCT sum

MCT Reduction

by - 69%

Target below 60 days

60

40

20

(@)}

£

o

O

2

8 9 10 1 12 13 15 16 17 18 19 20 -

O

e MCT sum  ceeoeeees Linear (MCT sum) S

J
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MCT evolution

Stable reliable process

Start 67 MCT Purchasing

70
60

50

Target 40

40
30

20

53 4 5 6 7 8 9 10 1M 12 13 15

MCT Purchasing Linear (MCT Purchasing)

MCT Reduction

- Process is getting more stable
- Needs more attention to Planning

and Manufacturing execution.
- Still high tresistance to change

- 43%

MCT Reduction

Start 28 MCT SMCH

- 75%

Target 7

3 4 5 6 7 8 9 10 1M 12 13 15 16 17 18 19 20

MCT SMCH Linear (MCT SMCH)

Start 19 MCT SMDE Produktion

Target 3

12
Linear (MCT SMDE Produktion)

13 15

16

17 18 19 20

3 4 5 6 7 8 9
e MCT SMDE Produktion

MCT Reduction

r
-

- 89%



Inventory Reduction — Inventory Categories

KPI impacted

Potential Progress

Measurement

Potential Savings

QRE Contribution & Deliverables

SCHMELZMETALL Contribution & Deliverables

Inventory reduction
(A &B)items
Reordering point calculation
(from 77 days to 50 days)

Raw material scraps reduction

Citems reduction & valorisation:

Finished machine parts
Unreserved plates
Unreserved round

Aitems [=] -30 Tons (-23%)

Bitems [~] -5 Tons (-23%)

From 50 Tons to 25 Tons

From 60 Tons down to below 30 Tons
(50% reduction and 5% sales margin)

Actual=14to
Actual=7to
Actual=39to

TOTAL INVENTORY REDUCTION

-90 Tons (or -26%)

Available inventory April 2026 compared to

Dec 22nd 2025 inventory position

From April 2026 scraps measurementin
comparaison with Dec 22nd scraps position

From Q2 2026, C items inventory

measurementin comparaison with Dec 22nd

Citems position

614KeE

114Ke

25K€

730Ke

Flow transformation scorecard animation & facilitation

Flow transformation scorecard animation & facilitation

Setup a process to secure the following principle between SMDE & SMCH:

Scraps produced = Scraps reused (rolling month period of time)
Weekly monitoring

Lorena & Michaelaccountable of Master data quality

Arndt & Nurdogan accountable for the "make it happen" of the scorecards

Arndt & Nurdogan accountable for the "make it happen" of the scorecards,
following the PUSH mode rule established

1483 K€

Q-ROC animation and facilitation:
Sales - Purchasing - Operations
Commited Plan and weekly monitoring

Matthias accountable with dedicated Sales representatives dedicated for"Make it
happen"

(A/B items + C items + Raw material)

350,000

300,000

250,000

Categorie all

Target 240 000

200,000

150,000

100,000

5 6 7 8 9

10

n 12 13 15 16

Categorie all

17 18 19 20

Inventory reduction:

by - 94,5 Tons out of 90to
(105% of the objective)

Reduction: ?? K€

Copyright ® - Quick Response Enterprise
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Inventory management led by a Q-ROC

SALES
Mathias

Q-ROC

Led by ARNDT

OPERATIONS
Arndt

PURCHASING
Michael / Teresa

Quick Response Office Cell

DEAD STOCK older than 2 years = 1,4 Mios €

C ltems convertion to the nearest B items= 2,3 Mios €

U items = 1,6 Mios €

INVENTORY

r
3



MCT SMCH

SMCH - Flow Transformation Score Card

3 4 5 6 7 8 9 0 N 12 13

Zuordnung
Nr. 1

———MCT SMCH --....... Linear (MCT SMCH)

SCHMELZMETALL - CH

| What are the changes implemented?
o Sl o Ve * Pre-production of 8 CCNB cast ingots (6.5 tons of cathodes) Golden

Ziel/Zielvorgabe: Erprobung einer neuen Yorgehensweise vom Eingang der Bestellung bis zur Versandbereitschaft

Leiter: Nurdogan Team: Peter, Thomas, Marius, Rene

Leistungsindikator: j;» u?a rUIQS Clre defined
Reduzierung der MCT: von 28 Tagen (tatsachlich) auf 7 Tage (Kalendertage) i
S T | [ e What are the next changes to come?
ERGEBNISSE . . . . .

S— b | b | s | o » KPlIs will be visualized transparently and discussed with employees:
e T : - : revenue, sick leave, MCT (Measures Competitiveness), committee work,
gy e ® e f e e | e qualification matrix, suggestions for improvement, inventory levels,

NN E— delivery reliability. It should be done in 2 stepsWork will continue with 55
™ — e e .
fae T E— workshops for the remaining hall area

= . * Set the numbers for determining MCT from the system. CCNB + CB2

plates
e Matrix with Roles and resonsibilities will defined in detail

at
Main Acions |-
] e 1 PIOGIESS | e with Rotesand resaibilies wil

What are the obstacles identified?
« MCT stability is compromised by the uncertainty surrounding how many
CHANGE VANAGENENT FOGUS batches can be cast from a single crucible or mold.
o Crucible breakage = downtime of 4 days
o Mold breakage = downtime of up to 4 week

GO & LISTEN to SMCH Team e

nnnnnnn




MCT Purchasing

SMDE Purchasing - Flow Transformation Score Card

SCHMELZMETALL - CH / DE

| Zuordnung

Lo

Team: Melanie, Theresa, Michael, Andee, Milan, Mathias.
Thamas (CH|

NET NEwEn 'i'\CIqL"E'IS

wesise flir den Besidiprozess COME

nd CCHE EH

Lesungsind kol

L=F
Rrdurierung der WCT. Vor 67 (trisachiich) aul 40 Tage |Kalerderiage|

||||||||||||||
........................

PROGRESE REPORT

|||||||

i

What are the changes implemented? L e

* Weekly sales meeting Monday 11:30 is implemented
« Offers of semi-finished products sent to branches

Deadline tracking and evaluations; the program increasingly uses leftover
pieces.

* Process description: Purchase orders were created

What are the next changes to come?

* Cross-training is defined and will be further developed
« Continue tracking sales with remaining stock list / define
* Optimizing material usage

What are the obstacles identified

Difficult inventory reduction due to weak markets and large quantities

= CCNB-CCNB-EH

GO & LISTEN to SMDE Team



MCT SMDE Produktion

SMDﬂrodLEtion - Flow Transformation Score Card

- om om om = By
o R B @

SCHMELZMETALL- DE BLLIT |
Hr.d
Leier Amdt Team: Produklion |
S : 8 g 1 1
|fieliZiebsorgabe: MCT SMDE Produktion ......... Linear (MCT SMDE Produktion)
Erprobung siner nesen Vorgehensweise wom Eingang der Besisllng bis zur Versandoensisch: w . 7
4  What are the changes implemented?

Fedurimrung der MCT: von 18 Tagen (falsachiich) auf 3 Tage (Kalenderage)

* Process descriptions for scrap handling have been created.
i’lmmmm L ' What are the next changes to come?
o L T * Crosstraining is defined and will be further developed
3 * Process descriptions for projects and forging planning are created.
o v * Optimizing material usage
* Further modification of the production layout
] * Introducing a best practice format. A meeting with Maarten Manee in
e Woerden on April 28-29, 2026, to launch the format has been arranged.
e What are the obstacles identified
Difficult inventory reduction due to weak markets and large quantities

« CCNB-CCNB-EH

SMDE Team ==



Role Matrix Standard - Legend

The role matrix visualizes the systemic composition and networking of individual areas (cells) and their respective
responsibilities. It defines which person is responsible for specific topics. And it shows how individual tasks are grouped into

task packages.

Rollenmatrix SMDE Biiro

Definition of areas of
responsibility —

d

Aufgabenpakete

Task packages that >
belong to the individual = .
functions

Name of the cell

Hats in different colours
define different
resonsibilities which
Person are assigned

Individual tasks that can
change and are part of
the role description, but
do not affect
responsibility for the

result. £ﬂ



Relayout
SMDE




Relayout

Final Layout

* Reducton Lead Time from 19 days to 3 days

All the activities are in one building

Material handling distances will be reduced by 70%
Production distances will be reduced by approximately 50%
Materials can be provided directly near by the workplace

* Stock reduction about 40% is necessary

The throughput can be at least three times higher due to the reduction of white space
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Training
&
Continuous
Improvement

Including
Best Practices transfer
iIn AMPCO Group




INVEST IN PEOPLE: Training LEAN & QRM

Hands on practical training , to apply in flows transformation

M: . ! - M

QRM Training: 17/12 - 18/12

UNDERSTANDING

Copyright 2026 ® - Quick Response Enterprise

QRM Training: 03/12 - 04/12

TRAINING

'



INVEST IN PEOPLE: QRM Institute SILVER Training

To become QRM Transformation Leader

= L1 — e — — | -~
HIGH-MIX BRAUCHT QRM
S : @ INsTITUT

Copyright 2026 © - Quick Response Enterprise
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DEMONSTRATED LEADERSHIP during QRM Institute visit (april 24th 2026)

Copyright 2026 © - Quick Response Enterprise £ H



DEMONSTRATED LEADERSHIP during QRM Institute visit (april 24th 2026)
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DEMONSTRATED LEADERSHIP during QRM Institute visit (april 24th 2026)

CEO and Team

demonstrated ownership

-

1:1"”‘1‘”\ ’ :
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DEMONSTRATED LEADERSHIP during QRM Instltute V|si ( prll 24th 2026)

N

/]
"y

Company ;
to End flow transformation SMCH ~ E : ns - SMDE
[/ 1DEOperations Relayout (production ~ warehouse - offices)
/

Writt:
Dominique Andreux & Dieter
April 23rd

=
F o ANN |
s vs
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Révélez votre potentiel

Dominique Andreux. Dieter Hahn
C.E.O. Partner with QRE

dieter.hahn@qgrme-institut.de
+49 178 409 1262

d.andreux@quickresponse-enterprise.com
+33 (0) 6 62 55 40 96

www.quickresponse-enterprise.com
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