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Abstract  
The efficiency of lathe operations in a mechanical workshop heavily depends on the time taken to set up tool 

bits. This research investigates the time-setting aspect of tool bits during turning operations and proposes 
improvements to reduce downtime and increase productivity. Data were collected by observing conventional tool bit 
changes and comparing them with Quick Change Tool Post (QCTP) systems. The findings show that adopting 
QCTP significantly reduces tool setting time, enhances precision, and improves workflow. Recommendations for 
implementation and further research are provided to aid workshops in upgrading their processes efficiently.  
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Introduction  
Lathe machines are fundamental in mechanical engineering workshops, particularly for turning operations that 
involve shaping materials such as metals or plastics. A critical factor in ensuring efficiency and accuracy in lathe 
operations is the proper and timely setting of the tool bit. Tool bit setting refers to the process of aligning and securing 
the cutting tool at the correct height and position to perform desired machining operations. In educational institutions 
like Politeknik Ibrahim Sultan, where many students share limited machines, delays due to prolonged setup time 
can disrupt the learning process and reduce hands-on experience.  

Traditional tool post systems often require manual alignment and the use of spanners to tighten and adjust 
the tool bit. This manual process can be time-consuming, especially for beginners who may lack the precision and 
confidence to set the tool correctly on the first attempt. Additionally, frequent adjustments and wear from tools such 
as spanners can cause parts to degrade more rapidly, leading to increased maintenance costs and machine 
downtime (Conover, 2001). 

In response to these issues, innovations such as the Quick-Change Tool Post (QCTP) have been 
introduced. This system allows for the rapid swapping of tool holders; each pre-set to the correct height and position. 
By eliminating the need to realign tools for each operation, the QCTP significantly reduces setup time and enhances 
workshop productivity. Studies and workshop reports, including the 2019 project conducted at Politeknik Ibrahim 
Sultan, show that tool bit setting time was reduced by over 70% when using the QCTP compared to conventional 
methods. Furthermore, the QCTP minimizes human error and provides greater consistency in machining operations 
(Nasir et al., 2019). 
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The adoption of QCTPs is especially valuable in educational environments, where maximizing limited time on 
machines is essential for skill development. Faster tool changes allow more students to complete their practical 
tasks on time and foster a more efficient and engaging learning environment. Despite the higher initial cost of 
QCTPs, the long-term benefits—such as time savings, reduced tool wear, and improved safety—make them a 
worthy investment. This study aims to evaluate and compare the tool bit setting times between conventional and 
quick-change systems, identify time-related inefficiencies, and recommend practical improvements for workshop 
implementation. Authors must carefully review research background, what is the purpose of the study? and provide 
the reason as to why we need to do this research.  

   
(a) Top View (b) Front View (c) Side View 

 
Figure 1.Quick Change Tool Post Drawing 

Figure1 above show that a Quick Change Tool Post is a device used on a lathe to allow fast and easy swapping of 
cutting tools, improving machining efficiency. In a typical engineering drawing of the tool post, the (a) top view shows 
the layout from above, often revealing a central circular or hexagonal post with radial slots or dovetail grooves where 
tool holders are mounted, along with the position of the locking handle. The (b) front view illustrates the height and 
profile of the tool post, showing how a tool holder is attached to the main body and how the locking mechanism, 
usually a cam or lever, secures the holder in place. The (c) side view displays the depth of the tool post and highlights 
the dovetail groove or T-slot into which the tool holder fits, as well as internal components like the wedge or cam 
mechanism that locks the tool holder. Together, these views provide a complete understanding of the tool post’s 
design, structure, and how it integrates with the lathe for efficient tool changes. 

Literature Review  
Efficient tool bit setting in lathe operations is crucial for enhancing productivity and minimizing downtime in 

machining processes. Recent advancements have focused on integrating intelligent systems and quick-change 
tooling to streamline setup times and improve overall operational efficiency. 

One significant development is the application of deep learning models for real-time prediction of machine 
errors. Lu et al. (2024) introduced "Deep Machining," an AI-based system that leverages manufacturing data to 
predict errors during lathe operations. This approach enables proactive adjustments, reducing the need for manual 
interventions and thereby decreasing setup times. 
In the realm of tool wear monitoring, Bilgili et al. (2022) presented a technique utilizing high-frequency machine data 
to predict tool flank wear. By employing long short-term memory (LSTM) neural networks, the study achieved 
accurate predictions of tool wear, facilitating timely tool changes and minimizing unplanned downtimes. Quick-
change tooling systems have also been recognized for their role in reducing setup times. Sandvik Coromant (2021) 
highlighted that implementing quick-change solutions can reduce tool change times from several minutes to mere 
seconds, significantly enhancing machine utilization and productivity. Furthermore, the integration of modular tooling 



  Volume 5 No 1 (2025) 
 

9 

Hamid bin Salamon 
 

systems has been explored to provide flexibility and reduce changeover times. San Tools (2024) discussed the 
advantages of quick-change CNC tool holders in high-precision industries, emphasizing their contribution to reduced 
setup times and improved machining accuracy. 

Additionally, Hirsch and Friedrich (2024) investigated data-driven tool wear prediction using a single-sensor 
approach. Their study demonstrated that convolutional neural networks (CNN) could effectively predict tool wear 
with high accuracy, offering a cost-effective solution for predictive maintenance in machining operations. 

Collectively, these studies underscore the importance of integrating advanced technologies such as AI-
driven predictive models and quick-change tooling systems to optimize tool bit setting times in lathe operations. The 
adoption of these innovations leads to enhanced efficiency, reduced downtime, and improved product quality in 
machining processes. 

 
Research Methods 

This research employed a quantitative experimental approach to investigate and compare the tool bit setting 
times between a conventional tool post system and a Quick-Change Tool Post (QCTP) system in lathe machine 
operations. The primary aim was to measure the time taken by operators to set up a tool bit using both systems and 
evaluate which method offers greater efficiency in workshop applications. The study was conducted at the Machining 
Workshop, Mechanical Engineering Department of Politeknik Ibrahim Sultan, which is equipped with conventional 
lathe machines as well as one unit upgraded with a Quick-Change Tool Post. 

Two lathe machines of similar specifications (Pinacho S90/180) were used to ensure consistency. One 
machine was equipped with a conventional tool post, while the other was fitted with a Quick-Change Tool Post. Both 
machines were pre-calibrated to operate under the same speed and feed settings. Standardized carbide tool holders 
measuring 20 mm x 20 mm in width and height were used in all tests to ensure uniformity in tool geometry and 
handling. The workpiece material used for the experiments was mild steel rods of 25 mm diameter and 100 mm 
length. Each tool bit was required to be set precisely at the center of the lathe. 

The study involved 10 trained student operators who were already familiar with basic lathe operations. Each 
participant was instructed to set up the tool bit three times using the conventional tool post and three times using 
the QCTP system. This produced a total of 60 trials—30 for each tool post type. The tool bit setting time was defined 
as the duration starting from the moment the operator picked up the tool bit until the tool was fully secured and 
aligned at the correct height. All timing was recorded using a digital stopwatch with ±0.01 second accuracy, and 
video recordings were taken for validation purposes. After the experiments, the time data were reviewed and cleaned 
to remove outliers caused by noticeable errors such as tool slippage or interruption. The average setup time and 
standard deviation were calculated for each system. To determine whether the differences between the two systems 
were statistically significant, a paired t-test was performed using the time data from each operator. 

To ensure reliability and validity, all operators used the same instructions, materials, and measuring tools. 
The testing environment remained consistent throughout the trials.  Additionally, ethical considerations were 
observed by informing all participants about the procedures and obtaining their consent to participate. All safety 
protocols were followed to minimize risks during the experiments. This structured and controlled methodology 
enables replication by other researchers in similar educational or industrial workshop settings, contributing to more 
efficient practices in lathe operations.  

 
Results and Discussion 

The findings from this study clearly demonstrate a significant difference in tool bit setting time between the 
conventional tool post and the Quick-Change Tool Post (QCTP) system. Data collected from 10 trained student 
operators across 60 trials revealed that the average time required to set a tool bit using the conventional system 
was 6.4 minutes, while the QCTP system only required an average of 1.8 minutes. This marks a reduction of nearly 
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72% in setup time, highlighting the effectiveness of QCTP in improving operational efficiency. Reporting the findings 
of your study based upon the information gathered as a result of the methodology. Discussion is the part must 
explain the significance of the results of the work.  

 
Table 1. Comparison of Tool Bit Setup Time 

 

Tool Post Type 
Number of 

Trials 
Average (minutes) 

Standard Deviation 
(minutes) 

Conventional Tool 
Post 

Quick Change 
Tool Post 

30 
30 

6.4 
1.8 

0.7 
0.3 

During the trials, it was observed that the conventional system demanded multiple manual adjustments. Operators 
had to manually align the tool to the center height using a steel rule, and secure the bit using spanners, often 
resulting in trial-and-error adjustments. These manual steps increased setup time and sometimes led to operator 
frustration or inconsistent settings. In contrast, the QCTP system allowed for faster and more precise tool bit 
changes. Once pre-set, each tool holder in the QCTP could be re-mounted without needing realignment, greatly 
reducing downtime between operations. 

The statistical analysis using a paired t-test confirmed that the time reduction achieved with QCTP was 
statistically significant (p < 0.01). Additionally, qualitative observations from participants indicated that they found 
the QCTP system easier to operate, especially for beginners, due to its ergonomic design and simpler locking 
mechanism. This not only reduced the cognitive load on the user but also improved the overall safety of the setup 
process. 

The significance of these results lies in their implications for both educational and industrial workshops. In 
a training environment such as Politeknik Ibrahim Sultan, where students share machines, optimizing tool setup time 
allows more students to engage in hands-on machining work, thus enhancing the quality of learning. In a production 
setting, reducing setup time directly correlates to increased machine utilization and higher output. Although the 
QCTP system may require a higher initial investment, the long-term benefits in time savings, accuracy, and reduced 
tool wear justify its implementation. 

In conclusion, the study confirms that the Quick Change Tool Post system offers a practical and efficient 
alternative to conventional tool bit setting methods. By significantly reducing setup time and improving ease of use, 
QCTP contributes to enhanced productivity, precision, and user satisfaction in lathe operations. 

 

Conclusions 
Reducing tool bit setting time plays a critical role in enhancing productivity and efficiency in turning 

operations. This research underscores the significance of minimizing downtime caused by frequent tool changes 
and adjustments, which can often interrupt machining workflows and lead to decreased output and increased 
operational costs. The Quick Change Tool Post (QCTP) system emerges as a highly practical and effective solution 
to address this challenge, enabling faster tool bit changes with minimal effort and skill requirements. 

The adoption of QCTPs in workshops, particularly in educational institutions such as technical colleges and 
polytechnics, presents numerous benefits. First, it significantly reduces the time required to set up tools during 
turning operations, thereby maximizing machine utilization and throughput. Students and trainees benefit from 
experiencing more continuous machining processes with less interruption, allowing them to focus more on the 
learning aspects of machining techniques rather than on mechanical adjustments. This improvement in the 
operational flow can lead to enhanced understanding and skill acquisition, contributing to better overall educational 
outcomes. 
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From a practical standpoint, the implementation of QCTPs simplifies the tool changing process. Traditional 
tool post systems often require precise manual adjustments, which are time-consuming and demand a higher level 
of operator expertise. QCTPs, by contrast, are designed for quick clamping and unclamping of tool bits, which 
reduces human error and improves repeatability. This not only boosts productivity but also supports consistency in 
machining quality. Consequently, workshops adopting this system can expect to see improved surface finishes, 
tighter dimensional tolerances, and reduced scrap rates. 

Moreover, the potential cost savings associated with reduced downtime and increased efficiency should not 
be underestimated. While the initial investment in Quick Change Tool Posts may be higher than conventional setups, 
the long-term benefits, such as lower labor costs, fewer production delays, and improved tool management, can 
lead to favorable returns. This makes QCTPs a worthwhile consideration for both educational and industrial settings. 

However, there remain areas worthy of further research to fully understand the broader implications of 
adopting QCTPs. A comprehensive cost-benefit analysis would help institutions and industries make informed 
decisions about the financial viability of transitioning to this system. Additionally, investigating the impact of QCTPs 
on tool life is important, as quicker changes might affect tool wear patterns and maintenance schedules. 
Understanding these factors can lead to optimized tool management strategies, further enhancing operational 
efficiency. 

In conclusion, Quick Change Tool Posts represent a valuable innovation in turning operations, offering a 
practical means to significantly reduce tool bit setting times. Their adoption in educational workshops can improve 
machine efficiency and enrich student learning experiences. With additional research on economic and tool life 
impacts, QCTPs have the potential to become standard equipment, fostering higher productivity and quality in 
machining environments.  
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