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POKA @ Trivium Packaging

The way we successfully managed 

our Global deployment …

October 2025
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From Pilot to Worldwide deployment

POKA in Trivium & Key Points

POKA Project organisation
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Hans

Stephane Albert

POKA Project Leader

Central Quality Champion

.

Jurriaan Appelboom

POKA Champion

Trivium Leeuwarden

Hans ‘t Jong

POKA Project Owner 

Global Quality Director

.

H

Our objective:

 Impact Quality Transformation, enabled 

by POKA

 POKA implementation is a success in all 

Trivium plants

 Success means …

‒  Operational Performances incl. Safety 

impacted

‒ Frontline workers connected, engaged 

and delighted

‒ All departments contributing with 

continuous improvement

Introductions – POKA Project Team
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Trivium is a leader in metal packaging solutions
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created through the 

combination of 

Ardagh Metal Food 

& Speciality and Exal

Trusted and 

experienced player 

with entrepreneurial 

mindset

Trivium in numbers

B$ ~3 57

~7,400

800+

revenues
18

countries locations

employees

customers
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Dedicated to driving exceptional value for brands around the world
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From Pilot to Worldwide deployment



Poka onboarded 2 Sites 
Global Community

Leeuwarden/Heerenveen

Pilot

20242023 - Feb 2024 2025+
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5 plants Onboarding 
Onboarding done by Trivium 

LEE expert (super user) + 
project lead*

Group 1
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Expand to remaining 33 sites.
Global Deployment Strategy

Trivium experts

Group 2-4

PILOT & Train the trainers approach with Network of key users

Project lead + 1x super user 
and key users in LEE+HEE

Project lead + 1x super user 
and key users in 7 plants

Project lead + 1x super user 
and key users in 33 plants
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DWI 3pc Ends

Preparation, Training 

Implementation and capturing benefits

POKA

SEP 2024
16 sites

2023 2024

MAR 2024
6 sites

2025

MAR 2025
25 sites

Pilot • Leeuwarden / Heerenveen

POKA Trivium Deployment Plan

Group 1
• Casablanca
• Hoogeveen
• Hjoring

• Moelan
• Norwich

Group 2
• Cuxhaven               • Skrivany          • Buftea   
• Weissenthurm      • Teplice             • Montecchio/Campegine      
• Sutton                     • La Fleche        • Fiorenzuola

2026

• Deventer               • Ludres          • Aprilia   
• Vaja                        • Cava             • Pontevedra      
• Znojmo                  • Khotyn         • Villeneuve

• Seesen          • Wezerow  • Incisa   
• Bila                • Veauche   • Dageling      
• Erfstadt         • Roye         • Goseong

SEP  2025
40 sites

2026+
45 sites

F&S NA 
Lighthouse

Group 5

Group 5

• Reno

• Roanoke
• Blacks harbour

• Bloomsburg
• Conklin

• Group 4 plants +
• Szenna • Reus • Beaurepaire
• Wedel • Casselnovo  • CRC

Group 4 b 
POKA Lite

Group 4 

Group 3

PILOT success, Deploy with Central Drive, Train-the-trainer, Key Users Network

Central

Project Team
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Outcomes targeted with Poka

Reduce Spoilage 
Rejects & Rework

Reduce Equipment 
Downtime

Improve Quality
Improve Training 

Processes
Improve Health & 

Safety

Improve Employee 
Turnover & Value 

Proposition

Reducing spoilage 
rejects/rework made 

during production

Reducing line/equipment 
unplanned downtime from 

equipment breakdown

Improve Product 
Quality & PPM with 

SOP

Better training to 
reduce downtime 

(unplanned, planned, 
etc.)

Improve the health & 
safety onboarding of 

new employees

Improve Onboarding of 
New Employees

Reducing rejects/rework 
made during startups

Reducing line/equipment 
planned downtime for 

preventive maintenance 
(excl.planned shutdowns)

Increase FTR with setup 
procedures and SOP

Improve training in 
order to reduce 

rejects

Increase 
standardization of 

tasks to reduce risk of 
incidents

Increase Employees’ 
Engagement

&
Empower employees

Reduce rework
Sorting Hours

Reducing line/equipment 
planned downtime for 
changeovers (SMED)

Improve respect of 
Technical Best 

Practices

Improve training in 
order to reduce 

onboarding time

Increase safety 
awareness/training

Increase the job 
attractiveness

Reducing line/equipment 
minor stops with increased 

reactivity

Reduce Energy 
Consumption & 

Improve Sustainability

Improve training in 
order to reduce 

incidents

Capture Knowledge and 
Know-How
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What functionalities does POKA have?

Digital Work Instructions Checklists/Forms/Audits Skills ManagementIssue management

Give employees access to 

the knowledge they need, 

when and where they 

need it

Previously in sharepoint, 

folders, printed 

documents, etc.

Track, understand, and 

resolve issues faster with 

interactive issue 

management

Previously with Boards, 

Excel, …

Standardize activities and 

improve by following up on 

deviations

Previously Excel, Paper 

Checklists, Captions

Clear overview of who 

masters which competency. 

Insight into training needs 

to plan training  

Previously in Excel…
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Digital work instructions Communication SkillsForms & Checklists

Issue management
Analytics

Exams
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Issue management in POKA
Bottom-Up communication and Formalized action follow-up

POKA issue management module allows us to 

track, understand, and resolve issues faster 

with interactive issue management
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Factory Feed: Enhanced Communication Channel
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Discovering the power of POKA, Creating, Sharing… to the Trivium standard

Central

Project Team

TRIVIUM

POKA-users

Community
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POKA Topics – Trivium 2025

Dpts HSE Operations / CI Quality Maintenance HR/Training

Objectives • Reduce Safety Incident
• Increase # of SBOs
• Reduce Skill Gaps for HSE 

training
• Reduce incidents

• OEE Improvement
• Production Prestart checks
• Reduction of recurrent stops

• OSG Best Practices embedded

• Quality defects
• Reduce HFI
• Reduce Waste

• Positive release

• Reduce Problem
• Resolution Time

• Reduce Training Time

Elements 1. Incident reporting (F)
2. Hazard reporting (F)
3. Near miss reporting (F) 
4. SOV /BOV (F)
5. SIT (F)
6. LOTO standards (WI) + (F)
7. Critical equipment check (F)
8. Work Permit (F)
9. Weekly Safety devices Check 

(F)
10. Safety Standards by machine 

(WI)
11. HSE training (SM)
12. Moving Handling Equipment 

Inspections (F)
13. Crane/Hoist inspections (F) 
14. Plant security (F)
15. Forklift Inspection (F)

16. Safety talk (F)
17. Issue Management (IM)
18. …

1. Cleaning instructions (WI)
2. 5S audit (F)
3. Shift Prestart checks (F) 
4. Shift Handover (F)
5. End of WO validation (F)
6. Order change (F)
7. Line Shutdown (F)
8. Line clearance after C/O (F)
9. Machine Running Instructions (WI)
10. CILT (Clean Inspect Lub Tighten) (F)
11. Glass Breakage records (F)
12. Line clearance after Maint. 

intervention (F)
13. SMED (WI)
14. Change-over validation (F)
15. Digital Production sheet (F)
16. OCAP (WI ? F ?)
17. Issue Management (IM)

18. …

1. Defect Library (WI) & 
OCAP (WI)

2. QOV (F)
3. Visual Inspections (F)
4. Defect reporting (F) 
5. Quality Near-miss (F)
6. Detect and Stop (F)
7. Challenge tests on 

camera/inline testers (F)
8. Positive release (F)
9. Process confirmation (F)
10. Product Audit (F)
11. Quality Survey (F)
12. Quality talks (F)
13. CILT (F) 
14. Calibration checks (F)
15. Confirmation checks (F)
16. Issue Management (IM)

17. …

1. CILT (F) 
2. PM L1 checks (F) 
3. Maintenance intervention 

follow-up (F) ?
4. Machine Maintenance 

instructions (WI)
5. OCAP (WI ? F ?)
6. Monthly maintenance (F) 
7. Issue Management (IM)
8. …

1. Onboarding training  (SM)

2. Digitized Skill Matrix  (SM)
3. Issue Management (IM)
4. …

In Bold: priorities per function

WI: Work Instructions
F: Forms
SM: Skill Matrix
IM: Issue ManagementPOKA topics either already in our POKA or as potentials
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Forms

Work instructions

Skills

Issues

Factory Feed

SAFETY Toolbox Definition
Near Miss Incident reporting

Machine Safety Standard

Loto Standard

SOV SIT

Work Permit

FLT licences

Safety Induction Training

Issues + Actions from

SOV/SIT/Incident reporting

Customization

Safety

communication

Loto

Critical equipment check

First Aid training

Hazard reporting

FLT/AGV checks (parade)

Environmental inspection

Safety Talks

Eqt Audits

Legend:
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Quality Toolbox Definition Product audit

QOV

Defect Library Control Plans

Detect & Stop

HFI a product

Hygiene & Food safety training

Issues for follow-up

Customization
Communication

Inline tester report

CCP training

QC instructions & SOP

CCP challenge test

Positive ReleaseProcess Confirmation

Quality Defect troubleshooting

Glass/Sharps register

Quality Hazard report Rejects Analysis

Calibration check

Line clearance

Hygiene & Food safety rules

Finished Pallets labelling & QC checks

Glass/Sharps map

Finished Pallets labelling 

& QC checks

Temporary repairs

Legenda:

Forms

Work instructions

Skills

Issues

Factory Feed

Skillmatrix 10 Golden Rules
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POKA Safety Toolbox – FORMS templates LIBRARY

Dpts Safety Safety Template POKA link: 
https://triviumpackaging.poka.io/app/#/forms-

management/templates/XXXX

Replace XXXX by the number below

Location

Elements Incident reporting 4555
2560

NOR
SUT

Hazard reporting 1492 NOR

Near miss reporting 2411 NOR

SOV /BOV 684
1225
4921
2571

LEE
CAS
MON
FIO
LAF

SIT 1896
1360

SUT
NOR

Safety Critical equipment check 6272 NOR

Work Permit 1359 NOR

Weekly Safety devices Check

Moving Handling Equipment Inspections 1717 NOR

Plant security 2267 CAS

Safety talk 3051 FIO

Weekly Safety devices Check 2567 CAS

Crane/Hoist inspections 

LOTO register 4423 BUF

POKA topics either already in our POKA or as potentials

https://triviumpackaging.poka.io/app/#/forms-management/templates/XXXX
https://triviumpackaging.poka.io/app/#/forms-management/templates/XXXX
https://triviumpackaging.poka.io/app/#/forms-management/templates/XXXX


You can easily 

change transition 

slides by choosing 

a different Layout. 

They work great 

for introducing a 

new topic.

POKA Project organisation



You can easily 

change the format 

of your slides by 

choosing a 

different Layout.

Use the Shared 

Purpose slide to 

initiate a 

conversation with 

your audience. It 

can work well with 

customers and 

suppliers as well 

as with internal 

colleagues.

You can easily 

change title slides 

by choosing a 

different Layout. 

You can also add 

a custom image, if 

needed. Just 

make sure it’s on 

brand.

POKA project Governance Model

POKA HSE/CI/Quality/Eng. Alignment

Plant Progress Review Meeting 2

3

Plant POKA key users, POKA expert & Project leader, Plant 
Managers (as needed)

Weekly for each plant (Buddy-system), 30 min duration, Teams

Roadmap review, Implementation update & Next Actions, 
PDCA update, Q&A Issues and Support

Quality Director, CI Director, Eng. Director, Safety Director

Bi-weekly, 30 min 

Achievements and Good Practices, KPIs, Roadmap, Next 
actions, Q&A

POKA Community Meeting
Quality leaders, POKA experts, CI, Eng.

Bi-Monthly, 60 min duration

Share Achievements and Good Practices with other plants 
KPIs, Next actions and Q&A

4
POKA SteerCo - High Level Governance

Transformation Director, General Managers, Eng. Director, 
CI Director, IT Director, VP (SC-Eng-OpEx), Quality Director, 
POKA expert & Project Leader

Bi-monthly, 30 min duration

Results & General Program Overview, Share Progress, 
Decisions & Support at Trivium level

1

POKA & IT support
IT project leader, POKA expert, Quality Director, Project leader

Implementation of IT systems & support to POKA, 
Weekly,  30 min

POKA company support
POKA expert & Project leader, Quality Director,
POKA company project managers
Improvement requests & actions follow-up
Bi-weekly,  30 min

+

+
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POKA - project management Good Practice Trivium

• Project Resources clearly defined (plant project leader and Content creators) 

• Selection of Pilot department and Priorities 

• Define POKA Roadmap and Plant Roll-out

• Weekly support reviews during preparation and deployment to Go-Live

Month M M+1 M+2 M+3 M+4

W1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21

kick-off

wave 3

Draft of Project planning

wave 1

Key users training workshops

preparation for workshop

Pilot department implementation 8-12 weeks to Go-Live

wave 2



Go-Live

extension to similar lines

expansion to other departments
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Department & 
Ownership

Business 
Objectives

Targets
(measurable  targets) 

Wave 1
Target date:

Wave 2
Target date:

Wave 3
Target date:

HSE Reduce Safety Incident
• Reduce incidents
• Increase # of SOVs
• Reduce Skill Gaps for HSE training

1. Weekly Safety devices Check (F)
2. LOTO standards (WI)
3. SOV (F)
4. Safety Standards by machine (WI)
5. BOV ? (F)

1. SIT (F)
2. HSE training (SM)
3. Plant security (F)
4. Forklist Inspection (F)
5. Hazard reporting (F?IM?)
6. Work Permit ?

1. Safety talk (F)
2. SBO ?
3. Issue Management

Operations
OEE Improvement
Spoilage reduction

• Prestart checks Safety/5S
• Reduction of recurrent stops
• Reactivity to problem solving
• Line OEE target

1. Cleaning instructions (WI)
2. 5S audit (F)
3. Shift Prestart checks (F) 
4. Shift Handover (F)
5. End of WO validation (F)
6. Line Shutdown (F)
7. Line clearance after C/O (F)
8. Machine Running Instructions (WI)

1. CIL (Clean Inspect Lub) (F)
2. Glass Breakage records (F)
3. Line clearance after Maint. 

intervention (F)
4. Change-over validation (F)

1. Digital Production sheet 
(F)

2. OCAP (WI ? F ?)
3. Issue Management

Quality
FTR improvement

PPM reduction
• Reduce HFI & Rework
• Enhance Quality system robustness

1. Defect catalog (WI)
2. Detect and Stop (F)
3. QOV (F)
4. Challenge tests on camera/inline 

testers (F)
5. Visual Inspections (F)

1. Positive release (F)
2. Process confirmation (F)
3. Product Audit (F)

1. Quality Survey (F)
2. Quality talks (F)
3. Issue Management

Training/HR
Increase Versatility

Reduce Training Time
Skill map & training plans

• Reduce Onboarding Time
• Reduce Training Time

1. Onboarding training  (SM)
2. Digitized Skill Matrix  (SM)

1. Onboarding Training (SM) 1. Issue Management

Maintenance
Reduce Problem 
Resolution Time

Line stop reduction

• Increase MTBF & decrease MTTR
• Line stop target

1. PM L1 checks (F) 
2. Maintenance intervention follow-up 

(F) ?

1. Machine Maintenance 
instructions (WI)

2. OCAP (WI ? F ?)

1. Monthly maintenance (F) 
2. Issue Management

POKA Roadmap v2 – Plant : ……     Dpt : …….       Lines: ……….
WI: Work Instructions
F: Forms
SM: Skill Matrix
IM: Issue ManagementTo be defined for each plant Go-Live
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Plant Roadmap & Deployment organization

Weekly deployment follow-up and sharing (tools : Project Onepager & Implementation Steps)
n
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Progress Summary (Done/Ongoing/Planned)

# Description Status Date Resp Details

1
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Update Date

Why is this project necessary for your plant ? Your main objectives ?

C
li

e
n

t

Heinrich Komor

Trivium WTH- Print

Dinler / Barth / Rüdinger / Seidel

POKA system implementation 

Follow-Up

Project sponsor:

Client:

Initiative owner:

PLANT:

WTH

Ordering Devices Ongoing 31.03.2025

05.02.2025

Teach all employes in Lacquering Dep. Done 31.03.2025

PILOT department / lines

Print Line 0503 [Quality, Safety + HR]

To increase standard awareness, adherence and trainng of our workforce for getting more flexible 

in case of skills across department level and knowledge sharing wihtin EAA.

Prepare WI Done

C
li

e
n

t1. Shift Handover (F)

2. Digitized Skill Matrix (SM)

3. Capptions Integration (F)

4. Defect Catalog (WI)

What’s INCLUDED in Wave 1 ? (WI, F, SM, IM)

Most important KPI’s

Prepare Colorstation and CtP

Prepare Coil Dep.

Upload WI 

Capptions Integration

Capptions Integration

Digitized Skill Matrix

Wave 2 Kick-Off date :

ID Shift-Leader and Super-User

Prepare Lacquering Dep. Done

End of Q2-2025, when our workforce accepted POKA as single source of learning, support and 

sharing of information and knowledge.

KEY MILESTONES for PILOT Line

Wave 1 Go-Live date :

2

3

6

8

10

12

14

16

18

20

22

24

7

11

9

13

15

Ongoing 31.03.2025 ID Shift-Leader and Super-User

21.03.2025

JA/Local IT Preparing from IT needed

4

Preparing Devices Planned 31.03.2025 ID After #2

5

Prepare 2nd Printing Line Done 18.02.2025 ID/CB QR-Codes, Ipad

CB Convert all WI to pdf

Teach all employes in Printing Dep. Done 12.03.2025

Upload WI Done 21.03.2025 ID Coil

Ongoing 31.03.2025 ID PrePress

Done 18.03.2025 ID/CB Kick Off with Stakeholders WS and FTImplement Maintenance Dep.

Done 04.03.2025 ID Implement in POKA

Done 10.03.2025 ID/CB Kick Off with HSE

19 Capptions Integration Planned 15.04.2025 MS Pilot Week in Manag. Team

Capptions Integration17

Planned 01.07.2025 MS Eleminate Capption by 100%

21

KEY MILESTONES for rest of the Plant

Go-Live Date:

When will the project be a success

Progression estimate

Ongoing 31.03.2025 JR ongoign

25

23

31.03.2025 ID/CB QR-Codes, Ipad

Teach all employes in Colorstation CtP

Wave 3 Kick-Off date :

01.06.2025

01.07.2025

Wave 1 Kick-off date : 01.04.2025

O
w

n
e

rShift Handover done by 100% according 

standard 2m 05.02.2025

2m 01.07.2025Eliminate Capptions by 100%

Wave 2 Kick-Off date :

Wave 3 Kick-Off date :

01.02.2025

01.03.2025

01.05.2025

▪

▪

28.02.2025 ID/CB QR-Codes, Ipad

Upload WI Done 21.03.2025 ID Print and Coat

Planned 11.04.2025 ID/CB QR-Codes, Ipad

ID Shift-Leader and Super-User

Teach all employes in Coil Dep. CtP Planned 11.04.2025 ID Shift-Leader and Super-User

Ongoing

0,00%
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20,00%
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40,00%

50,00%

60,00%

70,00%

80,00%

90,00%

100,00%
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Week number

Leading KPI

Actual

Target

Standardized documents for all plants defining the plant roll-out
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S
ROADMAP PROGRESS

1.Prepare
2. Design

     & Build

3. Site 

readiness
4. Deploy

5. GO LIVE

    Wave 1

6. Sustain &

    FollowUp
7. Wave 2 8. Wave 3

Pilot: DDE 3pc 100% 100% 100% 100% 100% 100% 100% 100% 100%
Plant :  All 100% 100% 100% 100% 100% 100% 60% 60% 90%

Pilot: Lids 100% 100% 100% 100% 100% 100% 100% 100% 100%
Plant: Flexi 100% 100% 100% 100% 100% 100% 100% 50% 94%

Plant: Cans 10% 5% 0% 0% 0% 0% 0% 0% 2%

Pilot: EZP 100% 100% 100% 100% 100% 100% 100% 100% 100%
Plant: All 100% 100% 100% 100% 100% 100% 100% 80% 98%

Pilot: lids 100% 100% 100% 100% 100% 100% 100% 100% 100%
Plant: cans 100% 100% 80% 80% 50% 0% 0% 0% 51%

Pilot: DWI 100% 100% 100% 100% 100% 80% 0% 0% 73%
Plant: 3pc 0% 0% 0% 0% 0% 0% 0% 0%

Plant: DRD 0% 0% 0% 0% 0% 0% 0% 0%

Pilot: 3p x7 100% 100% 100% 100% 100% 100% 100% 100% 100%
Printing 100% 100% 100% 100% 100% 30% 88%

Components 100% 100% 100% 100% 100% 30% 88%

Pilot: DWI 100% 100% 100% 100% 100% 100% 100% 100% 100%
Plant: Coater 100% 100% 100% 100% 100% 50% 0% 0% 69%

Pilot: EOE x2 100% 100% 100% 100% 100% 72% 69% 8% 81%
Plant : cc/lacq 70% 15% 30% 0% May 2026 0% 0% 0% 16%

Pilot: PL 100% 100% 100% 100% 100% 100% 50% 0% 81%
Plant: Cans 100% 100% 100% 100% Week 40 0% 0% 0% 57%

Pilot: PL 100% 100% 100% 100% 100% 100% 100% 50% 94%
Plant: DRD 0% 0% 0% 0% 0% 0% 0% 0% 0%

Pilot: PL 100% 100% 100% 100% 100% 100% 30% 20% 81%
Plant 0% 0% 0% 0% 0% 0% 0% 0% 0%

Pilot: OT x 3 100% 100% 100% 100% 100% 100% 75% 75% 94%
Plant 100% 80% 50% 80% 0% 0% 0% 0% 39%

Pilot: OT x 2 100% 100% 100% 100% 100% 100% 50% 0% 81%
Plant: EZO 100% 50% 10% 0% 0% 0% 0% 0% 20%

Pilot: 3pc 100% 100% 100% 50% Week 39 0% 0% 0% 50%
Plant 0% 0% 0% 0% 0% 0% 0% 0% 0%

Pilot: 3pc x 2 100% 100% 100% 100% 100% 100% 90% 20% 89%
Plant: 2pc 0% 0% 0% 0% 0% 0% 0% 0% 0%

Pilot: 2pc L750 100% 100% 100% 100% 100% 100% 20% 0% 78%

Plant: EZO 0% 0% 0% 0% 0% 0% 0% 0% 0%

Pilot: EZO 100% 100% 100% 100% 100% 0% 0% 0% 63%
Plant 0% 0% 0% 0% 0% 0% 0% 0% 0%

Pilot: 3p x 2 100% 100% 100% 100% 100% 30% 40% 45% 77%
Plant 0% 0% 0% 0% 0% 0% 0% 0% 0%

Pilot: DRD 

L03+EZO L57
100% 100% 100% 100% 100% 5% 5% 5% 64%

Plant: CANS 18% 18% 18% 18% 9% 9% 9% 9% 14%

Plant: EOE 17% 17% 17% 17% 11% 11% 11% 11% 14%

Plant 0% 0% 0% 0% 0% 0% 0% 0% 0%

Pilot: EZP99 100% 100% 100% 100% 100% 0% 0% 0% 63%
Plant 0% 0% 0% 0% 0% 0% 0% 0% 0%

Pilot: OT P01 100% 100% 100% 100% 100% 50% 12% 0% 70%

OT Dept 20% 20% 20% 20% 20% 0% 0% 0%

Plant 0% 0% 0% 0% 0% 0% 0% 0% 0%

Pilot: EZO 100% 100% 100% 100% 100% 30% 0% 0% 66%
Plant: cc/lacq. 0% 0% 0% 0% end of Dec 0% 0% 0% 0%

Pilot: 3pc 101 100% 70% 50% 40% Week 39 0% 0% 0% 37%
Plant 0% 0% 0% 0% 0% 0% 0% 0% 0%

Pilot: 3pc L53 100% 100% 100% 90% Week 39 0% 0% 0% 56%
Plant 0% 0% 0% 0% 0% 0% 0% 0% 0%

Pilot: OT 100% 100% 100% 100% Week 21 20% 15% 15% 64%
Plant 0% 0% 0% 0% 0% 0% 0% 0% 0%

Go-Live 

comments

juin-25

juin-25

mai-25

avr-25

t.b.d.

juil-25

mai-25

févr-25

nov-24

déc-24

janv-25

janv-25

juin-24

févr-25

févr-25

juin-25

juin-25

Go-Live 

validation

nov-22

juil-24

juin-24

aug 2024

oct-24

oct-24

march 2025

juin-25

June 2025

June 2025

sept-25

July 2025

sept-25

August 2025

March 2025

sept-25

August 2025

sept-25

March 2025

oct-25

August 2025

June 2025

August 2025

juin-24

nov-24

oct-25

August 2025

may 2025

sept-25

July 2025

sept-25

16 3 Ludres
Capptions stoppped on August'25. MTDS included in a WI in each 

department.  3 android devices unused since w ife refresh project. 

2PC department is fully implemented in Poka. We are missing 1 line w hich 

w ill be implemented in the follow ing w eeks. 

The next step is to implement our EZO department in POKA. Furthermore 

w e started to move our cleaning schedules to POKA. 

15 2 Cuxhaven

New  project leader to be 

defined

14 2 Buftea
Capptions stopped in March'25

Montecchio
WI is accelerating. Capptions to be stopped in August'25. extension to 

other OT lines . Capptions fully used in OT dpt.EZO and Printing ongoing

REMARKS

1
Leeuwarden / 

Heerenveen

NO SITE

ROADMAP PROGRESS
Overall 

Score
 STATUS RISKSGroup

P

involvement of support fonction ongoing

11 2 Fiorenzuola

13 2

2

1

27 Sutton

Casablanca

Moelan

Student as content creator 

w ill join beg october. 

Training paired w ith Sarra

6

8 Skrivany

3

4

5

12

9 Weissenthurm

Shift report live since 01/05. 

PosRel Work ongoing on connection Pow erBI/POKA data

Statory training matrix being built on . 

CC/lacquering is next.

2

iPad w ill be requied for 

Cans Department (x 7)

400+ Work Instructions included, Problem solving guides including can 

defect library - Now  live

Coater department, SOPs being transfered into POKA

Aw areness and training session rolled out side w ide

Lids are live w ith Positive Release (Trials)

Still tw o component line in Lids not using Poka, but not essential

Flex is live w ith pre start/shut dow n checks

Cans x7 potentially next w ith Poka if Positive release is launched there 

next. Then w ill b eleft printing lines x 3

Hjorring
All lines and equipment is taken part of daily use of Formulars in POKA. 

Skills and exams tool, to get and overview  of skill gaps in Hjorring is one 

of our key focus points. 
Go-live done in August. Good development on Visual Defect and Detect & 

Stop. Same for Line Clearance procedure to make it robust.

Roadmap v2 issues. Priority w ill be on Capptions replacement in parralele 

of DWI improvement and 2pc/3pc startup

Sara transfered all Capptions to POKA, for Moelan to f inalize their use 

(QR code, notif ications …)

Norwich

Hoogeveen

Complete plant GO-Live. Capptions stopped

1

1

1

1

Good feedback & involment from Work Council 

2

Teplice
Capptions replacement  ongoing. Next review  look at updated roadmpa  

and Capptions replacement forms in question2

Capptions fully migrated

10 2 La Fleche

Capptions stopped March'25Time to get the tablets 

before Christmas

17 3 Villeneuve
=> think about how  to 

suscitate interests from 

production team

Capptions stoppped on June'25. No open actions from Capptions to move 

to POKA.

Good use of IM. Statistics show  a slow dow n.

Pontevedra18 3

* seasonal f ixed term 

operators w ithout Poka 

traininng

* Ultimo implementation 

reduce resources to Poka

* Internet outages for 3 

* Go-Live Pilot L57 andL3 on going

* Go-Live EOE L06 planned CW36 

* Go-Live EOE L56 planned CW37

Key:

* Leticia w il be available again to support Poka in CW37, so 

implementation w ill speed up 

Deventer
Pilot lines 1203 &1204. Go-Live W20. POKA go-live celebration cake

20 3 Cava

under Copying OT01 content to OT22 W29

19 3 Aprilia
Go-Live Pilot W25. Go-Live EZO end of July. Capptions ended since june-

25.

Capptions 

stopped:

Date

March 2025

14 2 Campegine
Go live postponed from W26 to Sept. Preparing also a 3rd line. WI 

creation to prioritize

24 3 Khotyn
New  plant priorities defined for the plant. Developments in pause mode 

for now .

Capptions stop on August'25

23 3 Znojmo
Capptions stop on July'25 => Go-Live w ill be postponed: ZNO teams to 

discussed about their new  Go-Live plans.  Implementation Steps and 

Tollgates w ill be re-validated accordingly

22 3 Vaja
Anita becomes Project 

manager from W36

delayed start  W20 . First priority set on Capptions and line 101 3pc by 

Sept 2025. Roadmap must be better defined for Pilot Line 101 3pc to  

include more WO/F for the line.

21 3

Week 1 Week 2 Week 3 Week 4 Week 5 Week 5 Week 6 Week 7 Week 8 Week 9

I. Prepare II. Design & Build III. Site 
Readiness

IV. Deploy V. Go Live VI. Sustain & Follow-up
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POKA @ Trivium – October 2025

#  Plants 

Onboarded 

#  Forms 

Completions

#  Skills 

endorsements
#  Issues 

created

#  Work

Instructions
# People front-

line connected

>430040 >106k >2100 >2900 >15k
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# Forms filled # active Users

Impressive progression of Forms filled (all sites)

Pilot LEE
Group 1

5 plants

Group 2

9 plants
Group 3

9 plants

Group 4 Lite

15 plants

dsd

Most important success criteria = getting people to use the tool ☺
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Key ingredients of our successful deployment

1. Active Steering Committee

2. Motivation and Commitment from the plants

3. Space, Autonomy, Creativity for plants to define their own Roadmap

4. Central Project team fully involved and dedicated to support

5. Progressive Synergy with growing POKA-Users Community

6. Trivium Standard Toolbox Definition for HSE,Quality,Operations,Maintenance…

7. Drive for the plants to adopt and benefit with Trivium Toolboxes
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POKA in Trivium : Strong Enabler

Replace by 3 examples
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A smarter and leaner Trivium with POKA in 5 years

A Learning Factory

Smarter Operations with Empowered people 

Precision Over Paper

Workforce Connectivity

Future-Ready

2024 2028

• Digital training and shared knowledge

• Communication reaching all employees

• Standard plant SOP by technology

• Standard Use cases supporting operational KPI

• Skills management for empowered workteams

• Realtime operational intelligence

• Unified Digital infrastructure (link Ultimo, TLM, APC)

• Onboard all the Trivium plants 

• Commitment with Plant priority roadmaps 

• New Use-cases value-driven by operational KPI

• Standardization of SOP by functions

• Collective Issue management

• BP sharing with POKA Community

• AI powered analytics to support Frontline workers

• Successful Proof of Concept with Pilot

• Deploy set of Use-cases by function

• Onboard plants according to deployment plan

• Share Use-cases in the network 

2026

Our factories will be smarter, leaner, and fully connected with a workforce that’s skilled, confident, and engaged
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Q&A
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