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(0:00 - 0:10)
I don't know if your week was as hard as mine, but I'm just glad it's Friday and it's over for another weekend. Yeah, I hear you. It was a little bit chaotic for me.

(0:11 - 0:27)
No, it has been for us too. Just a lot of changes, positive changes, some personnel, positive personnel changes, as well as a new computer system, right, that we're putting in. So that's been, that's been ongoing for several weeks, but that's continuing.

(0:27 - 0:53)
Welcome to the Manufacturing Blueprint. This is the show where manufacturing leaders, shop owners, and operators come to sharpen their thinking, strengthen their teams, and improve the way work gets done. From leadership and culture to systems, strategy, and execution, we break down the blueprint used to build high-performing manufacturing organizations.

(0:54 - 1:25)
No fluff, just straight talk and real conversations, real lessons, and real results. Here's your host, Jason Davis. Welcome to the Manufacturing Blueprint, the podcast where industry leaders, shop floor legends, and forward thinkers break down what it really takes to move manufacturing forward.

We're not just talking shop, we're creating the blueprint to build it. I'm your host, Jason Davis, and I'm with my good friend, Paul Barnes. And today we're diving in to the topics of boosting productivity and reducing stress.

(1:25 - 2:26)
I'm bringing the insight of a small manufacturing business with over 25 years of experience, while Paul's almost 20 years of experience is in a large corporate manufacturing organization. We hope you're entertained, educated, and inspired to make a change. Now let's get to work.

Paul, what's up, buddy? How you been? I'm not too bad. How are you, Jason? How was your week? I'm good. I'm good.

Busy, very, very busy. So it's kind of a, actually, this is really a nice moment to just kind of take a deep breath, I think, right? I don't know if your week was as hard as mine, but I'm just glad it's Friday. And it's over for a weekend.

Yeah, I hear you. It was a little bit chaotic for me. No, it has been for us too.

Just a lot of changes, positive changes, some personnel, positive personnel changes, as well as new computer system, right, that we're putting in. So that's been, that's been ongoing for several weeks, but that's continuing. We need, we need to talk about that.

(2:26 - 2:50)
I think what I'm kind of waiting to do is get through some of the hard parts and that way, then we can talk about it and talk about the challenges, talk about, you know, kind of the goods and the bads. I want, I want to know about it when you're in the middle of the really bad bit, because that's when you're going to be super stressed. That's when I want to hear about it, not at the end when you have it all solved, right? I want to hear about it in the middle of the journey.

(2:51 - 3:04)
So what you're saying is when you're ready to walk in and just tell everybody to go home, we're just going to close the whole thing down and find something else to do. We're going to go mow grass. That's what you want to, that's what we need to talk about.

(3:04 - 5:24)
That's what I want to hear. I want to find out where you're at and why it's so bad. And then, and then in a week or two, when you figured it out, then we're going to see how you turned it around, right? No, it is.

There are moments, there are moments for sure. I've, I've kid, I kid with my wife. I was like, you know, I think I'm just gonna go mow grass.

And she's like, what? I said, yes. I was like, I'm just going to find, like, go to like the local park and get a job. And I'm just going to mow grass where I don't have to think I don't have to, you know, uh, you don't have to do anything.

I could just put on some headphones and mow grass, but, uh, but no, uh, it's, it's really, really tough. Like some of the MRP systems and that's what you're putting in, right? Yeah. I mean, I've done it before.

Well, not really implemented one when we had nothing, but we transitioned from JDE to SAP and I've done that twice in two different countries, two different businesses with two different versions of SAP we're moving to. And that is just a nightmare. And it's so stressful, especially whenever you've got a business that can't afford to stop running and you have to just turn this thing on and make thing tick.

It's really, really tough and really, really stressful. And it's hard. We've been doing this before and some people in our businesses just can't adapt to it.

And actually you end up losing, we lost staff and it's just the stress of learning, training, turning over in such a, such a big business. So maybe in your shop, you can manage it a little bit more incrementally, a little slower, but for us, it was super stressful. So we're actually implementing a new ERP system that's called ProShop and it is a system that's designed specifically for machine shops, manufacturing facilities.

We're moving away from JobBoss, which we've had for over 20 years. So you can, you know, you can kind of sense that there's a huge difference in one to the other and with the comfort level of our people, you know? So I think the biggest challenge for us has been having to get out of the mindset of the old one and into the mindset of the new one, because they're different systems. It's not necessarily that, you know, it's like there, there, when you, when you move from one system to the other, there, there are some similarities and they're named different things.

(5:25 - 9:25)
So what used to be a job is now a work order. Again, it's, they're the same thing. It's a job and a work order, but they're different.

So you've got to learn different terminology. So that's a piece of it. But there's also other aspects of it where it just doesn't function the same.

So where in like one system, we're used to looking at one report and giving out our detail. That report is not in the new system, but that's okay. I mean, they have a way of solving that same type of problem, but it's just not the same.

So we've had to say it over and over and over again internally is like, you can't think about it like the old system. It is a new system and a new way of doing things. I'm sure like there's loads we could talk about this, but I don't think we're wanting to do that tonight, but I'm interested to know how you prepared for that, what preparation you've done, how you used to train, how do you engage people and so on.

But I mean, let's talk about it. Let's talk about it. That's fine.

No, I think that's, that's been, um, it's been a really critical part for us. And quite honestly, we've, we've had one individual that's been just the, the champion, all right, of the entire, uh, project. And she has been able to learn the product inside and out.

Right? So obviously we're a smaller company. We have 50 people making this transition. It's, it's, it's a challenge, right? Because we're not quite as large of a business as you guys were, but we're still trying to make sure we transition.

We keep our traceability. We keep all of our records and our data. Um, but for us, it became one person was really that go-to person.

And she was able to learn the system inside and out. So when people internally have questions, they can go right to her. Now, is she pulling her hair out on certain days? Absolutely.

Because like she is, it's just been bombarded and, and, you know, with, with questions. In fact, kind of the example, it was like something that was so simple, me and my, uh, production supervisor, we were looking at it and it was like, we were just trying to print out a label. And it was like, she showed us this yesterday.

Why can we not find it? And it's like, we're looking and we're looking and we, but we're both like determined, like, we're not going to go ask her. I'm not going to do it. I'm not going to do it.

And after probably 15 minutes of us standing side by side, looking at tablets, neither one of us were looking at the computer, looking at a tablet, neither one of us can figure it out. I was like, fine, fine. I'm going to go ask her.

And she's like, yeah, just click operation 2000 and then print. And I'm like, so, you know, it was so easy, but I'm also trying not to overwhelm her as well, you know? So, um, but it's like with anything, there's, there's a way to do things and then there's shortcuts. And so, um, that's, I think that's been the other part of it, you know? Um, have you been able to invest any time in making any standard work for it? Any first written procedures to help Trian to caskey it? We, we have, we have.

So we did that. We created some standard procedures for a lot of the basic operations that start, but what's really great about the system is it's, it's got a lot of that built into it. So it's, it's kind of, you know, I think from the floor operations, it's very, very simple to use, very detailed, tracks a lot of data.

Where it does become more difficult is when, you know, we're dealing with the size of our company. If we were, you know, like a smaller machine shop, we had five or 10 people and certain amount of jobs. It wouldn't be as nearly as big of a deal, obviously.

I can't even imagine what it would be like trying to do a system for three, four or 5,000 people or more for us, you know, having hundreds of jobs that we're trying to transition over. It has been a huge burden on our engineering team because they're having to go through and build these jobs or work orders that would vary all of our detailed instructions. So basically what we're, what we're able to do is we'll create our job record, our part record, we'll create a drawing, a bubble drawing that goes through quality.

(9:26 - 9:55)
Engineering will take care of the job routing. So we're making sure that we've got, you know, our checks up front, pulling our materials, sawing our material. You've got the manufacturing process inside of that.

There's inspection criteria that has to be done by quality. So for each job that you're running, you log in and you, you record data. So that's, it's a really good system, not only to help us improve our quality, but also retain those records.

(9:56 - 10:07)
It sounds, it sounds like it's going to be full of really good data whenever you get it up and going, right? It's incredible. Yeah, no, it really is. And it's going to be a game changer for us.

(10:07 - 10:21)
I really do believe that, but the several weeks of implementation. So we've been doing this for a couple of months, like preparing the backend. Because, you know, we're trying to do that in addition to, we didn't really have the resources to say, okay, you six people could do this for us.

(10:22 - 11:07)
Like we're having to do that and our jobs. And so, you know, that's, that's kind of gotten us to this point where it's been a nice steady flow. Two weeks ago, we went live.

I don't even know what you would call it. Like we're kind of semi live, if you will. So we are physically running product through the new system, but we are also simultaneously running it in the old system as well.

So our plan was to do that for about two weeks, three at the max. So that way we don't lose that traceability because we know we're going to have little hiccups. We're going to have mess ups.

We're going to have some missed data. I was going to say, probably one of your biggest risks is all your certification, right? All your quality and conformance. BN, what is it? AS.

(11:08 - 13:11)
Correct. What are you certified as? Yeah, the AS 9100. Yeah, that's a hundred percent right.

So that's a real, that was a risk that we identified. And so to mitigate that, we said, look, our guys, our team, we know how to work in the old system. We're going to continue to do that.

So we have put a little bit of burden on really everybody because we had to double up on all of our POs that went in, on our jobs that went in, and then on the floor, the teams having to log into both. But really, everybody has really had a great buy-in. I would say probably 95% buy-in at least.

One of the cool things that we've done, I think is cool anyway, is that for everybody on the floor, they all have a tablet, right? So that tablet is their work instruction. So they can log into their own jobs. They can punch in, then they can log into their job.

They've got their inspection data there. They got the drawing there and it's on their personal tablet. So that's been really, really great.

And I think is just having a little more like technological part of it, people, you know, it's just, it, it's, um, it's really helped with that buy-in as well. And then it's going to give you data, right? It's data that you can analyze. I'm sure it's then telling you who works on what lots, but also then does it tell you time it takes and can you track aging work orders? I don't know.

I don't know what's in it, but sometimes, sometimes whenever you're coming from a smaller business, you don't have a lot of that data, but it's when you start gathering that data and you actually then start to see what you can do with it. And then you're looking for, well, where's my inefficiencies and why did that job take so long? And that was so quick. And then you can say, well, it's your proven rate and you can work right through your cycle times.

And when you start gathering data, it's so useful. Yeah, it is. And I think, you know, one of the challenges obviously for us is going to be, uh, reviewing the data, right? That's going to be a challenge, but that's something that we've, we've got in our plans to make sure that we're doing.

(13:12 - 13:38)
Maybe not a priority right now, but. It's not right now, but we, but yeah, absolutely. So we, we've done a good job traditionally of gathering a lot of data and our old system was able to capture that, but it did not quite capture things the same way.

And so because of that, we will have a much improved, uh, set of information that we'll be able to review. Um, I mean, it can track even like what's really cool. One of the, one of the things that I think's great is you've got two types of logins.

(13:38 - 14:25)
So you can log into your, you, you physically like your time punch, right? All right. I'm clocking in for the shift and I'm getting paid starting now. And then when I clock out, I'm out.

There's data that can tell us how much, what percentage of time were you logged into a job during your shift? So now you're starting to see. It's working on your utilization, right? So you can start saying, well, what's, what's my proven rate and utilization? And then what we can try and do then going forward is, well, how do we start increasing that? Cause that's your moneymaker, right? Yeah, that's right. Fellas.

Hey, well, I got you both real quick. So I'm really trying to drill in like our workholding options at Hill and all of our shops. Any advice? Mike, it's as simple as RASRAM.

(14:27 - 14:35)
As what? RASRAM. You've never heard of it? I have not. What Nick is referring to is the seven habits of highly effective workholding.

(14:35 - 15:13)
That makes more sense. Repeatability, accessibility, scalability, reliability, adaptability, and modularity. If you want to find all of these principles in one catalog, check out the SMW Autoblock catalog.

You can find it at smwautoblock.com. Thanks fellas. Yeah. Are there bottlenecks up front that's causing, you know, Tommy to spend an hour preparing for his job when he should have been able to start within three minutes, right? So, you know, that's, that's the type of things that we want to identify.

(15:14 - 15:26)
Yeah. So, so that's been a big part of it. So, so engineering, I would say engineering, so our, our champion has been just killed with it, right? Just from a workload standpoint.

(15:26 - 16:46)
I mean, it's just not, it's just stressful because it's all day every day and trying to do some other things. Our engineering has been really overloaded in the short term because they're trying to do their regular stuff. And then they're also trying to get hundreds of, of jobs created in the system and make sure they're right.

You know what I mean? So that's, that's just their brains at the end of the day or just, you know, I know they're mush, right? Because it's just all day, they're just pounding on it, but we are seeing the light at the end of the tunnel. And have you had any big hiccups? I know everyone's working hard, so people will be tired, but have you anything that if you were to go live again at this point, is there anything you would do differently or anything you'd watch for? Yeah, I think for us, there, there hasn't been anything major. There has been like, I think what I would have done is probably.

Okay. So what we did is we, we did training up front and then we rolled a few jobs through the system all the way through to figure out like how, cause we wanted to see how they processed, right? So when we did this, that happened when we did that, this happened and just look at them all the way through. And then we rolled into like the live session where we, we started pushing all of our jobs.

(16:46 - 18:31)
What I think we could have done better was to, to do more of that, more jobs through the system, kind of behind the scenes. Because what we found is once we got to a certain point, we needed to make some changes. And I think it's happened twice.

We've had to go back and touch every single job and adjust how we're doing something. We did have test jobs in place, but we weren't able to find all the quirks out in our test jobs. And it wasn't until we were really kind of deep into our regular jobs that we found out, Oh, if we would have just clicked this originally, then this would have been able to be open for us.

And I think that's where like every system that everybody has, you know, there's different ways of doing things. I mean, just think as basic as, as Excel, there's probably, you know, there's different ways of doing things, right? You can cut and paste or control V and, you know, whatever, print, there's all these shortcuts, but sometimes you don't figure out those shortcuts until later on. And that's kind of what happened with us.

I've seen it before, whenever we were training out SAP coming from JD, everyone follows the manual and you do this step and then you do this step and you do this step. Has everyone got it yet? Everyone understands. What you never rehearse is whenever someone makes a mistake, if someone makes a mistake and I'm like, Oh no, I clicked there instead of that one, or I put in that code instead of that one.

You're like, now what do we do? Because we never rehearsed for this problem, right? And the problem. Yeah. And I think that's what's okay when it goes to plan, but when it, when it goes off plan, then, then you're snickered.

(18:31 - 19:40)
Yeah. Well, and that's really what got us, I think that's, that was kind of the exact situation. So it was like, okay, we then figured out when we made a mistake, we figured out we wanted to do something totally different.

And I mean, in no fault of like the training aspect, because you know, when the training comes, when you're, when you're doing training, you're working with groups, like, it's like, okay, you've got a trainer and they've got a way that they do things. Right. So if you're training somebody, you're telling them do A, B, C, D and E, right.

That's your way, but there's probably another way. Right. And so what works for your business and doing A, B, C, D, E, it might be better for my business to do A, C, B, E, D. And we still get to the same results.

Right. I mean, it's dangerous. That's just, that's, I hate even the sound of that.

I'm working in really big business with like three or 4,000 people and I just need everyone to do it the same way. Don't do it your own way. Don't express yourself in any way.

Just do it the same. Maybe you get a little bit more flexibility, right? No, no, no, no. I agree a hundred percent.

(19:40 - 21:27)
You're right. You're right. It needs what I'm saying in one organization to the next.

So we need to determine for our organization, our organization structure is this, because we're a different business than the other group. So while I don't want my individuals making those changes from an organizational standpoint, we need to make that determination. So that's kind of what I'm getting at from the original training.

We've kind of figured out, okay, the, we would like to do it slightly different for our organization. But yeah, I mean, overall it's been great. Um, and I think one of the, one of the big things that we're going to use it for too, it's great for like job costing.

So it's going to give us opportunities. So, so we're in a business that being a job shop, we've got a lot of different jobs, um, a lot of different parts, a lot of different quantities. We're not a shop that has the same part running all day, every day, 24 hours a day, seven days a week.

Now we do have a few long running jobs, but that's not the bulk of our work. So what our goal will be with this is get our job costing accurate. Uh, we're working through that.

That's getting very close. Once that's done, then we can evaluate jobs, types of jobs, types of products, types of materials and determine, okay, these jobs are great and we need to pursue more of those. This set of jobs are like marginal.

What can we do internally to improve that? Or these jobs are not great. What can we do and improve that? Or these jobs are absolutely horrendous and we didn't realize it was as bad as it really is. And we need to have a conversation with that customer because maybe that's not the right fit for our business and we need to move a different direction.

(21:28 - 23:15)
And, you know, I kind of feel like it's either going to be a situation where we're going to talk to the customer and come up to a mutually agreed upon, like, look, we'll, we'll complete what we've got. And then we're just going to not take any more of these, or they may say, well, we were kind of waiting for this. We thought you were kind of cheap.

We're willing to pay. We're willing to pay more, you know? I mean, it's definitely too many of those jobs. You don't want too many of those.

That's when you realize where you're bleeding money, right? Yeah. Well, and that's, and that's one of the whole reasons of moving to a new system is because it will help with that visibility. Yeah.

But at least, you know, right. Because up until this point, you haven't been able to tell really how efficient you are, how cost effective you are making it. And we can, we could, but it took a bit of work.

So in our previous system, we were job tracking, we were tracking work and labor hours for each job. But it was a much more manual system. So in order to detail product, you know, we had to sit down and go do some research and pull, but we had the data.

It just wasn't easily compiled. Now we're going to be a situation where we can just make a couple of clicks and have that data compiled very well. So it also does a great job for implementing, you mentioned the AS9100 earlier.

It does a good job when, you know, we're working through our certification and tying all of those loose ends together. So, but yeah, so it's, it's been good, but I think really, regardless of what software you're choosing to use, I mean, these are, you know, I kind of want to make sure we're talking about general topics. It's going to be valuable to anybody that's starting into something new from a software standpoint.

A side question. And again, I haven't seen this, so I'm going blind, right? Sell me this product. I'm your, I'm your new customer and you're going to sell me this.

(23:15 - 23:45)
Does it have any kind of like standard management kind of tools? Does it have dashboards that presents data out to you? Or is it something that you can create your own dashboards from and generate data? Yeah, it's both, it both. So it has dashboards and the dashboards run from all or all parts of the business. So there's dashboards for production, for quality, for customer service, for shipping, for management, for upper management, for accounting.

(23:46 - 24:15)
So they've got, you know, the ability, you can, you can track, you can track products from, from all sides of the business. In addition to that, it's got the ability to, like it, it manages your training. So like, as far as being able to, to evaluate all your employees and what their training levels are, what your machine maintenance schedules, tool calibrations, your measuring devices, all the calibrations run through it.

(24:16 - 24:34)
Your actual floor planning capacity, you know, spindle utilizations, like you can get to those numbers. So you can, you can work with the customer. If you have a customer that, that calls you and needs to drop something in, you know, within a few minutes, you can look and see, okay, you know, usually you kind of know, all right, well, this is going to take me three days.

(24:34 - 25:09)
I can drop it in, but what if they call and they urgently need something that's going to take you three weeks, right? Can you drop that in? And so this has the ability to, to look at your schedule, drop it in, move things around, a lot of color coding that's going on. So it's going to help us be more visible, have more visibility for our customers. So if there are issues that we run into, we're able to notify them up front, or we can visually see those things, make those corrections and mitigate that risk completely for them so they don't even know that it's happening.

(25:09 - 28:34)
So that's something, obviously in any business, we do that already, but these, but new systems, newer systems give you the opportunity to see those things quicker, I think, than, than some of the legacy systems. So, I mean, but we're constantly like... Yeah. And we're constantly doing that now in our business.

I mean, you know, our customer has no idea, like our customer is getting their parts delivered on time and they have no idea about what's going on behind the scenes. And not that it's just some kind of complete fire show, but it is at times where it's like, Hey, wait a minute, this, we've got to do this. We got to get these done in front of these.

I mean, you know, you're constantly juggling schedules based on what needs to deliver. And so that's another part of it. This is one of the other goals of going into a new software is that we're able to eliminate a lot of the manual parts of it and that we can let the computer help to generate a lot of that, that information.

That sounds pretty cool. Yeah. I haven't seen it, but I can't wait to come and visit you again.

Yeah. In fact, if I wasn't on the other side of the world, I would have been there already to see it. Yeah.

I hate it now. Now it's good. So I need to figure out when I'm going to come and see it because it sounds really exciting.

And I just love data. I love getting into it, analyzing and seeing what it tells us. Hey, it's Paul from Macon chips.

If you've been burned by recruiters who don't understand manufacturing, you are not alone. That's exactly why we created hire MFG leaders. We're not just recruiters.

We're current and former shop owners, and we know what it takes to lead in this industry. Whether you're hiring your next operations leader, sales manager, or production supervisor, we'll help you find someone who actually fits. Learn more at makingchips.com slash hire.

We were planning on talking about how to boost productivity and reduce stress. Now it does sound like we talked about how we can boost productivity. I think all the only thing you've talked about is how we've added stress.

But yeah, I guess you're hoping over the next period of months, some of that stress is going to alleviate and just get back to the normal day to day level stress. Yeah, of course. Yeah.

Well, it should get better. It should get and be improved from where it was. But I think, you know, there's, there's actually a couple of different things that I look at.

One thing like adding a new software system introduced an extreme amount of stress to the business, but strategically looking at it from the upper level, that amount of stress that you're adding should be offset by the long-term improvements to the business, right? So that's why looking at it as a business risk, is it worth the risk? Absolutely. You know, do the benefits outweigh the risk? And it does. And so that's why we made that decision.

But I think, you know, the other part of what really I dealt with, like I was thinking about just this week is like, I was working in the business, working on the business and working, trying to help implement the new system. Right. So we're kind of doing all these jobs.

And I felt like I was just pulled in every single direction. Right. I mean, we've all had those days or weeks where we've been there.

(28:35 - 29:46)
And I, I can't remember it was, I don't know, Monday or Tuesday. And I'm just like, I'm getting nothing accomplished. My brain is just completely fried.

And I was like, I felt like I was at a worthless spot. Like, what am I doing? Like, whatever I'm doing, I'm not even, I'm sitting here just staring blankly. And so I think that's where, you know, sometimes we get to those points where we've just got to figure out a way to deal with what's going on right around us.

Right. I mean, have you ever been in that situation? What day is it? Every single day? It is. I guess you, you learn how to manage it and you learn how to process it.

And I guess that grows as you grow in your management, right? As you mature in life, you learn how to deal with it. As in tips and things and how we process it. I think I like to write things down.

Not everybody does, but I carry a lot of information in my, just in my head. And I always pride myself in not forgetting things. Or the reality is I forget things and never remember that I needed to remember.

(29:47 - 33:12)
Wait. So think about that, right? Does that work for like Valentine's day? I never forget, but if I do remember, no, I don't, I never forget. Or if I do forget, I never remember that I was supposed to remember.

There is the Irish in me coming out. No, but normally I carry everything in my head. I got data in my head.

I have to do lists in my head. But as you say, there's times where you just get overloaded and there's times that I just sit down in front of my laptop. There's times where I get into bed at night and you're just like, everything is just going around and you can't get it out.

And I just write it all out on the page. And whenever I get a row down the page, I find that actually it's not as much maybe as I'm making it out to be in my head. And some of the stuff that I'm getting tied up with actually isn't as important as maybe my mind at that time thinks it is.

And sometimes it's just trying to create clarity so that you can actually say, well, what should I be doing and what should I be working on? That's right. That's exactly. And that's exactly what I did this week.

It was that moment where, you know, I'm at that point where I get so many different things going on. I just had to stop. And that's exactly what I did.

So I do, I do two things. One of two things, I actually have index cards, like bright colored index cards. And that's kind of, that's kind of what I, that's my go-to if I want to write things down.

So that's kind of where I'm making my list. And then, but I like them small because I feel like if I get a long sheet of, I mean, this is kind of dumb, but if I get a long sheet of paper, it's like too much, like, like mentally, I feel like with a index card, I can write down what I need. And then when I'm done with it, I'm just tossing them.

So I'm just constantly cycling through. You don't use sticky notes or post-its or anything like that? Nope. I don't use, I don't use sticky notes or post-its.

I use actual index cards with the lines on it. Right. So that's, that's kind of my go-to.

Or it's in my project management software. It's one of those two things. So I think those are both important, but sometimes there is something about just writing things down.

I mean, having them in a project management software is great. Don't get me wrong. Especially for your long-term projects.

But, you know, basically, I think, you know, we, we've kind of talked about it before, but the Eisenhower method, I, or the Eisenhower matrix, I think that's like, that's kind of what I naturally do. But for those of you, if you don't know what it is, look it up. Basically what you're going to do is you're going to put things into a quadrant of four blocks.

The left-hand side, you write important and not important. The top you write urgent and not urgent, and you put things into the different quadrants, right? So if it's important and urgent, you do it now. If it's important and not urgent, you can plan it.

If it's not important and urgent, you can delegate it, right? Because that means somebody else can handle it. And if it's not important and not urgent, then eliminate it. Hopefully that wasn't too confusing trying to do it, but look it up and you'll see it's all over the internet, but you'll see that.

And it really makes a big difference because you can really help to take that list, you know, get everything out of your head and then you can really tie into the things that you've got to get done right away. And then make sure just go do them, just do them right then. Like, don't wait her out.

(33:12 - 37:20)
Right. I see a lot of, I see a lot of managers, supervisors, and they just run around with scrap bits of paper. And whereas that's good to scribble on, probably only, only in the last few years that I actually keep a diary and work, like just a five diary every day, take a new page.

The reason I like doing that is because I can take time first thing in the morning, last thing in the evening, just to go through it. What's done, what's not done, what's the next actions and carry it into the next day. Here's, here's for tomorrow.

And if you, Do you transfer, do you write, do you write anything that you didn't finish in today, you write that in tomorrow's? Yep. Because then I, even if I need to look back, when did I start working on that? Right. And maybe it's the next action.

Maybe it's not the same action, but maybe if you're working a project, it's the next thing that you're taking through to the next page or you carry it through. But each day, then if you talk about that, that quadrant that you're talking about there with urgent, important, not important, not urgent, when you're physically doing that every day, it causes you to consider, can I delegate this? Is this something that I need to do? Is there a significant consequence? Yeah. Does it need to be completed in a timely fashion? Or is this something that I can delegate that it doesn't need to be me? It doesn't need to be no bad consequences if it doesn't happen today.

And you can consider these things and it causes you to stop and reflect. And it also gives you clarity. I like to keep my calendar, I have an Outlook calendar.

If people need meetings, I say, look, put it in my calendar. I'm going to, you know, designate that time. And that for me creates a lot of clarity, but it also, it never works for me with other to-do lists.

I like it out in paper and about not on my laptop or computer. It needs to be somewhere usable because whenever I'm on the floor, I still have my, I can still, and I need that with me. So I like that.

I like to take that time first thing in the morning to plan my day, even if it's only five, 10 minutes, I like to block out time. I like to make sure that the calendar is up to date. If I have a one-to-one, that's all that happens in that time.

If I need time to do something, I block out time and I allocate that time. And people then know if they need time, they need to stick to that schedule. And for me, that creates a lot of clarity.

I think I say to the team to avoid multitasking, right? And most people say, oh, we should multitask because that gets more things done, right? Do this while you're doing this. But it reaches a stage in life and in business that actually multitasking just slows you down because you don't get the time, right? You're not completing the task. No, you're not finishing things.

And you spend that much time coming back and picking it up. Now, where was I? Where was I at? What was I doing? And it becomes too slow. There's a time for multitasking.

I get it. But there's also a time for saying, I need to block out time. I need to allocate time.

I need to give resources to this. And it's important that you set aside time every day to do the things that you need to do. Um, because you just get caught up in the middle of it.

And if someone has to come, if there's something really urgent, you have to reprioritize. So be it. You have to be flexible.

But I think it's really important to identify where your time needs to be because time's precious, right? And everyone gets the same amount of time, but we all choose to spend it in different ways. No, you're, you're a hundred percent right. And I think that's, that's probably one thing I don't do very well is I don't schedule, I'll just call it thinking time.

I don't, I don't schedule that downtime where I just think. I think as men too, one of the other things, we don't do a great job. Like you mentioned a journal and I'm not, I'm not suggesting that I sit down in a journal all the time or anything like that, but I think it would probably help me a lot more.

Like if I did that, I don't, but sometimes I wish I did because I don't know what it is, but like when you do sit down and write things, like you get more, you're, you're able to just get things out somehow. Right. I don't know.

A little bit of a reflection, right? Yeah. Yeah. Think about it.

(37:20 - 39:05)
Well, why did that, why am I even doing this? I've been there and I'm writing things. Right. Why have I got this action? It's like something else can go and do that.

Right. And that's right. Yeah.

A hundred percent. Just because it stops and cause you should pause and think and reflect and then you're writing notes about people. Yeah.

Yeah. And I think for me, I need, I need to do a better job of scheduling that time. I will say this when I have to travel by myself, I get so much work done.

Like, because I, I'm, I just want, I put on a set of headphones. I just love the noise. I love, I love having on headphones and noise in my ears and just drown out everything else, whether it's on a plane or in an airport.

And I can just sit down and write or type about the business, about the plans and about, you know, what we want to do, where we want to go and working on those bigger vision items. Like I don't do that well enough. I don't do that often enough to where I just stop and spend an hour or two hours doing those things.

So that's something I got to put on my, my to-do list. I've got to make sure that I schedule out those times. And I would suggest that to anybody listening.

Take time to just spend, spend in thought, right? When it comes to your business. All right, shop owners, listen up here. I think all of us know we are in one of the most in capital intensive businesses there is and margins are tight and we're always fighting issues.

And then when we make money, what do we do with it? Stock market's up and down all over the place. Well, I get asked a lot about where can I invest my money? I'm a firm believer as business owners, you've got to invest in yourself first. You need to reinvest capital into yourself.

(39:06 - 41:22)
So the number one thing that I've done in this industry investing was ProShop ERP. We've been using ProShop since 2018 and my payback literally was within weeks with their per user based pricing. I knew when I made the decision, I only needed to save my workers roughly one hour per month.

We saw within the first week, we were saving multiple hours per day. That type of ROI just doesn't come along very often. Outside of that, the real value has been able to quickly implement best practices across my entire shop from the time we get an order to the time we ship it.

Scaling my business with confidence, being able to go out and know that I can deliver on my promise to deliver quality parts to my customer, and then gaining insights into every job, employee, machine, and every process in our business to really drive efficiency and look for opportunities for improvement. That's where the real value in your business drives. So visit ProShopERP.com, book a demo and start realizing ROI today.

That's ProShopERP.com. Do you have a lot of meetings in your, in your business? Do you guys get together in teams, in standard meetings, management meeting? Or is this more of a corporate thing? That's more of a corporate thing. So I'll tell you our structure. So every Monday, so our basics, so from my standpoint, this is what I've decided.

Now, whether it works for anybody else or not, I don't know, but this is what we do. On a Monday at 10 o'clock, we look at all the work that we have coming up in the next four weeks. So we have everybody that's kind of involved.

We'll have assembly represented, production, purchasing, sales, quality, customer service, and planning, and myself. So each one of those groups are represented and we'll look at everything that's done, that's needed over the next four weeks. That's usually about a 30 minute meeting, right? So if there's anything that we need to address, move, customer called asking this or whatever, so we'll, we'll do the, that's kind of like a big planning meeting once a week.

(41:22 - 44:58)
Then every day at 10 o'clock, we have in our project management software, we have anybody can write anything they need to discuss. So we, we come in at the same time, 10 o'clock every, every day and the same team, and we open up the software. Did anybody add anything to it? So if they've got something that has happened since Monday, whether it's a delay at outside services or customer called needing this or whatever it might be, everybody has the opportunity to bring something up and put it into the software.

And if it's not there, then we don't talk about it. And so most of those meetings, I would say are 10 minutes or less. Some are 30 seconds because there's nothing in the software.

Do you have anything? No, no, no, no, no, no, no. All right. We're out.

Like keep it very short. Then me personally, what I work to do is I work to give 30 minutes to one hour. Usually I block an hour, but it doesn't take an hour, an hour a week for production, just me and the production supervisor.

Then I do that also for quality. And then I do once a month for purchasing once a month for engineering, because I want to make sure that I'm blocking time for each of those departments. And if they have things they need that are urgent, they know my door is always open.

They can always come talk to me and we're constantly communicating in that way. But if it's something that they want to discuss, like on a bigger scale or projects they want to work on, and that's the other part, you know, what we'll, what we'll do is we'll use that time to maybe develop a 5S project. And so then we've got some, we've just basically put that in the counter, blocked that time off every week for quality and production, once a month for engineering and purchasing.

And then that's how we'll, we'll, uh, that's how I've chosen to attack it. That's good. Are you meeting like 26 hours a day? I have, I have lots of meetings, right? Don't, don't even joke.

And then being in Asia at the minute, I'm convinced it's the worst time zone in the world because, because we have so many meetings with like Europe. So it's like, Europe's only coming on whenever we're in the afternoon. And then with so many meetings with the States, with you guys, and that's like 12 hour time difference.

So you're coming into work eight o'clock in the morning, maybe, I don't know, seven, eight. I don't know what time your earliest meetings would be. Well, for us, that's then eight o'clock at night.

And it's like, no, I need to get my kids to bed. Right. I want to, I want to go and do something.

So it's, it's a really, really hard time zone, but nonetheless, whenever you have got a business that's got within our just business unit that I'm working in, we've still got six, 700 people. And then the wider businesses still got almost 4,000 employees. So even at a site level, we have just got so many meetings.

I will say this, the secret to it is discipline to time. And my calendar is chock-a-blocked every day. It's discipline to time, making sure the calendar is clear or doesn't need to be in there, making sure you stick to times, even if they're one-to-ones, even if it's like standard management means, project means, if it's going to last 30 minutes, it lasts 30 minutes.

In fact, most of my meetings last 25 minutes and that gives me five minutes to get between meetings. That's how tight my schedule is, right? If you're scheduling a meeting with me, you schedule it for 25 minutes because I can walk to any other meeting room in five minutes in between. That's it.

(44:58 - 45:08)
So when do you go to the bathroom? It needs to be quick. Wait, wait, wait. It's not, you can't say that.

What did you call it earlier? The restroom. No, no, no, no. You said something.

(45:08 - 45:11)
I don't know what you want to call it. Yeah. I've got to take a comfort break.

(45:12 - 45:50)
Comfort break. You have to learn a whole new lingo in this side of the world. Yeah.

I must take a, I must take a comfort break now. So when did you, so yeah, in that five minutes, do you have the ability to take a comfort break or to take a, get some tea or? I'm not going to say I'm not back-to-back all meetings all day, every day. Now there is days I don't get time to eat, but there is days where I can get an afternoon free or whatever.

So all the same, when you find yourself in one of those gaps where you do have 30 minutes or you've got an hour free, you need to know what you want to do and how you're going to make it. Yeah. So I plan that out.

(45:50 - 46:57)
I was going to say in the morning, right. I try to give myself, you give me a run through in your day. I'm going to try and give you a run through mine.

I try to get 15 minutes in the morning. I go through my calendar for the day. Really, really busy.

I might print it out so that I have it in my book. I'm going to know those tasks that I've carried forward from yesterday. Okay.

Then what I'm going to do is I go to a task board. So, and the guys that are all reporting for me, we meet at a task board and we go through all the project work that we're working on things that are not directly importing our production today, but maybe other projects. And we'll go through that just like task cards about what we're doing, what supports needed, any escalations.

And we go through it and we have a, we have that check in every morning about that ad hoc work that we're doing. And I find that really good because in a short period of time, I know what helps needed and what's the stats of the projects. Are we on track? Who's behind plan? Who's ahead of plan? And then that meeting, I expect everyone there to be ready to report, right? We don't go to that board and people start updating what they're going to do.

(46:57 - 47:49)
My expectation is that I have been prepared before I come and the team should be prepared. So whenever we get there, first person reports, second person reports, and we go through it very, very quickly, that team then starts going off. They're doing their work.

They are then bringing all their metrics together. We have another meeting later in the morning and we talk about all our production KPI. So where we're at as a business, accidents, is there any near misses? Is there any hazards that needs addressed? Then we talk about people.

Have we got the correct people today? Is there any people issues? Performance? Is the tenants good? Is our utilization high? What's our efficiency like? And then we talk through our quality. What's the quality been like? Any turnbacks? What's our costs? What's our scrap rates? We go through delivery. Here was our output targets.

Here's what we achieved. Here was our misses. And every day, every day, every day, every day.

(47:51 - 48:50)
And I can go through our whole business unit. And I like to look at that and everyone will be different about where you want to see the level of data. I like to see it a little bit lower than just a high level metric.

I like to see it kind of by production line or machine level, or maybe by business units. You might get a report from the quality department. They might report figures to you.

You might get operations reporting figures to you, or you might just bring everybody together. I do it in different production lines, different production sales, and we can get through most of the business within 30 minutes. But that means that most of the teams get approximately three to four minutes to report.

And they will go through that health and safety, people, quality, delivery costs. They will go through that for their department, for their area within three to four minutes. And that leaves me one minute to get between departments and everybody reports out.

(48:51 - 51:17)
And I can take escalations that can provide support. The reason I'm emphasizing this is the team to report out all that information within three minutes or four minutes means they have to be prepared. Right.

They also need to know the information that I want to know and only the information that I want to know, right. I've identified metrics. And then also, whenever I go between those different departments, I know the standard template that I want to see.

And the point of that is then that I can understand the information quickly because everybody reports in the same manner. That allows me very quickly to take the relevant actions and provide the relevant support to those that need it. And that for me is pivotal because that then sets me up for my day.

If I do those tasks in the morning, I know the health of my business from yesterday. I know where the business needs support today or tomorrow. And really that's what I want to look at.

And then after that, I go away and I would do a reflection time with some of the team. I would talk about say, look, this is what was reported, but this is how I feel. I'm not sure if that was right or if that's wrong or did you notice this person seems really, really stressed? Are they okay? Or why was that person late? That person was really disorganized.

They didn't have the data today. Why are they struggling? Do they need more support to do it? Or are they just not performing or what is it? And whenever you do that Gemba and you're going to that place of work, it's not only just the metrics that you see, but the reason that I'm going there, because I can get all this information on a dashboard really, if I want it. But I want to actually go and say, is what I'm hearing true? Right.

And you can see that in their actions, right? And you, and you feel it. You feel the business is, is the business feel like I want it to feel? Is the people reporting to me? Are they in control? And, and you get the vibe of that when you're on the floor. And for me, that's really important.

So I never, ever sacrificed that time on the floor, no matter how busy I am. That will always take priority in my day. Then I can go back to my room right with my little quadrant.

What do I have to do? What can I delegate? And I can take some of these escalations and things that need support. And then I can phone someone and say, look, see that issue. This is what you need to go.

Go do that. If you can't resolve it by 12 o'clock, I want you to phone me again, right? Not email me because I may not see it. I want you to phone me.

(51:17 - 1:01:36)
We need to, you can get a lot of clarity and you get a lot of that off your plate. And then if I get through all that in the morning, then I'm at a really good place to hit some of my things that I need to invest my time in the afternoon. Yeah.

Some of the bigger picture things. Maybe that took me a long time getting to that point, but. No, I think, but I'll say this.

The real takeaway that I get from that is like, especially in a larger business, it is so critical for you. And I think it's something that's overlooked in a smaller business that you have to make sure that you're giving out very clear instructions of what you want and what you expect. The information that you expect to be brought back to you and how it's to be delivered.

And that's something that in the smaller businesses, we don't, I don't think we do that very well. Right. I mean, a good example of that is I've got a part that needs to get done.

And I, you know, I'm, I'm, I might be a situation where, you know, customer service was busy and I took a phone call or I had a, got escalated to me for whatever reason. So I walk out and I talked to somebody on the floor and I was like, Hey, you know, it's nine o'clock now. And I'm like, Hey, we need this finished by noon, because at that point, we're going to do these three things.

And like, can you get it by noon? Yep. We can get it by noon. And when I go back out at whatever time and it's like, did we, did we get this? And they're like, yes.

And I, and that's what I wanted to hear. And then it says, and then they continue on, but we really had some problems and we had to do this first. And then we had to change this and then this cutter.

And I'm like, I'm like trying to be as nice as I can, but I'm like, don't care. Like, you know, like it doesn't matter. Like I needed to know a yes or no answer.

And that's the only thing I have time for. Like, you know, and I ended up this one, one time, I mean, it happened years ago. And I said, listen, I really appreciate it, but I don't have time to hear the rest of the details.

And it was just like, I slapped him in the face. I mean, he was so like offended that it was like, I didn't want to hear like what went wrong. And I mean, like, you know, it was just in that moment, like I was fine to hear that later, but in the moment, like I needed to go do some other things because there was urgent things pressing, but yeah.

So I think that's one area that like for us, like we could do a better job of making sure that people understand, you know, what information, what they do. Yeah. I struggle with that here.

I'm in a culture here where everybody loves to talk and tell you their story about what they've done and this project they're working and they're really passionate. And you know what? It's really nice when you've got the time, but we're here, we're talking about business and business is tough and business is busy. Right.

And it needs to be because the cost of labor, employment, we have to be efficient. We have to use our time wisely and standardizing. I standardize all our reports, but you know what? I still come to these meetings every day and someone will stick up a graph or someone will stick up a picture or something.

I don't want to see it. Report the metric. Right.

What is it? Yeah, that's right. What's help? What's the help needed? I don't, I don't need to know all the story. I just need to know what support do you need, right? What's the actions that we need to take to close this out on time? Well, and I think what we've got to do is we've got to, you know, as I said that I felt like, man, that was very insensitive of me to be like, I don't care, but I think it's, it's what it is.

It's a timing aspect, right? Because I do care and I am okay to hear it. And I want to hear about your life and I want to hear about the things going on around you. I just don't want to hear it at the moment, right? There's a different time that I want us to talk and communicate about those things because, you know, that that's what it is.

It's really at that very moment. And so I think that's really the thing that we've got to make sure we're doing and communicating is that like, Hey, there's, there's a certain time for us to have one conversation and there's a certain time for us to have a different conversation. And you've got, I'm sure you've got, you've got your engineers, you've got your quality departments, you've got your operations managers.

And they're the guys that need to go and have that conversation, right? That's what you're, that's what you're paying them to do. You just need to know, guys, did you get it done or did you not? But sometimes everybody wants to. And that's nice.

And you need to try and at times, find time to listen whilst people just end up thinking you're cool, right? Well, I will say one of the things I try to do, and this doesn't happen every day, but it happens most days. When I first get to work, especially the last several months I've been, so we, our first shift starts, our production shift starts at 6am. And one of the things that I've tried to make it a point to do is be at, be at work at 6am and starting at the same time that everybody else is starting and my day starts on the floor.

So I have other stuff to do. Yes. But I feel like the benefit of me being on the floor for the first 30 minutes to maybe an hour is really, really beneficial for the personnel side of things.

Now I'm, I'm, I'm in a smaller company, obviously, than yourself. But as leadership here, I can tell a difference because A, I think what it does is it helps set the precedence that, you know, I'm here. I'm not, I'm not rolling in at 9.30 expecting you to have been here at six o'clock.

A, I'm going to be here and I'm going to be present as well. But also, I mean, you know, when, whenever I walk through or whenever one of the managers walk through, you get a little more, you know, a little more production happens. Right.

And so making sure that you're having a presence I think is, can be beneficial as well. And you start to see things. I see things differently than my production manager sees things.

Right. And so we'll have those discussions. So I'm not really like getting too deep in the weeds, uh, on some certain aspects of it, but I'm also able to ask him questions like, what is, what's going on with this person or what's going on with this job or this machine, you know, and ask him some broader questions because of my history or my experience, I'm able to do that.

But yeah, so I think that's a really, to me, that's a really important part of it. That's what I really love about that. Those meetings in the morning where I'm on the floor and I walk department to department.

I don't, I don't have every, I don't have everybody bring all the information to one central place because that may even be quicker, but I want to be able to go to the shipping area. I want to be able to go to the stock room. I want to be able to go to each department because your, your presence there is really, really important.

Now, what I don't want to do is stay too long because I'm busy being there for that five, 10 minutes. And even if I can get down there early, like if that doesn't start until nine o'clock and I can get there five minutes before, and it gives you opportunity just to stop and talk to someone on the way past. But yeah, the important thing is I know in 30 minutes and nine 30, I got another meeting and I need to be in the other end of the business.

Yeah, no, that's it. And, and I, you know, and I try to talk to, I try to at least speak to every person that's on the floor every day. So that's another part of it.

You know, again, it's not, it's not perfect and it's not, you know, it's not every single day, but, but four days out of five or three days out of five, at least I'm, I'm speaking to them first thing in the morning. So it's almost a little piece of that. Maybe selfish because I need, I feel like I need to do that every day.

And sometimes the best, best and fastest way to do it is this first thing in the morning. Right. You know, and it's not that I don't care about them because I do, and I want to hear about what's going on and I want to know what's going on, but sometimes I just don't have the time to be able to spend to it.

So I've kind of felt like if I can start my day, get that taken care of and do that, then that's a big thing. And so, but I'll try to, I'll do that. And then just kind of like, I'll do my schedule briefly, because I know we probably need to wrap this up, but I'll hit that first thing in the morning, just kind of check in with the quality team, check in with the production team.

We'll kind of give a quick rundown of what the schedule looks like today. If we've got any hot jobs that we're trying to push through or any customer requests, any prototypes, those types of things, we'll just kind of make sure they'll, they'll give me their plan. Hey, this is what we're planning to do, the direction we're going with them, who we're going to use to run them, machines, that type of thing.

So usually by seven, so about an hour, that probably takes me about anywhere from 30 minutes to an hour, just depending on what's going on. So I'll then use the next little bit of time just to catch up on emails and do kind of day-to-day tasks. Then we'll hit our meeting.

At that point, if I don't have, if I've got, that's when I usually try to block my schedule for calls and different meetings, that type of thing. But if not, then I usually will block off time in that schedule after that 10 o'clock meeting to work on the upper level stuff, like more planning, more strategic, more, more upper level things. And, uh, kind of go at it from there.

And then usually in the afternoon after two, I try to get back out on the floor and I've usually gone out on the floor, like through the day. If I, if I've got 15 minutes between things and I maybe, maybe I need an hour to work on something, but I've only got 15 minutes. I don't want to jump into something and get started and then have to stop.

I'll just take off and just go through the floor, right. And just, you know, so I'll make a walk through and just check on different things. Not even really usually anything specific.

I'm just kind of just having some presence there, but I'll do that through the day. And then, uh, and then in the afternoon, I will definitely make sure I kind of get back on the floor, make sure we've got our, our night shifts scheduled and get those, just kind of get the plan for where they're at for the second shift. And then, uh, or the weekend shift and just kind of look at how we're, we're working through all of those things.

So, so yeah. So, I mean, like you said, I mean, that's something that I've never really started doing more recently is getting more time on the floor. Cause I've gone through times in my career where I'm not out there at all, like hardly ever.

And I, but I do think that's a negative that has a long-term negative impact. So getting on the floor is super, super critical in my book. Yeah.

No matter how busy you are, you can't afford to compromise in some of those things. Yep. A hundred percent.

That is 100% true. Yep. No doubt.

(1:01:37 - 1:01:42)
Okay. You want, you want me to wrap this up? Yeah, I think you can, man. Go ahead.

(1:01:43 - 1:02:04)
So we set out to talk about how we boost our, our productivity, right. To reduce our stress, we started talking about the new software, which is going to boost your productivity, but has immediately raised your stress levels, but you're going to get there. What are we going to say? The secret is plan your day and your day in advance, block out your time for what's important.

(1:02:05 - 1:02:26)
Now set limits for your meetings, stick to your times, minimize distractions, avoid time wasters, learn to say no to people, minimize interruptions and avoid multitasking. That's what I've learned this week. And make sure you call your wife sometime during the day and tell her that you love her.

(1:02:27 - 1:02:33)
Okay. And then we're, and then we're going to prioritize our work, right? What's urgent, what's not urgent. We talked about that.

(1:02:35 - 1:03:03)
Yeah. What's important. What's not important.

What can you delegate? What can you reschedule? Doesn't need done today. What can you get rid of? You just don't need to do. And yeah, if you can sort out the clutter in your head and be able to work a little bit more freely and get more clarity, then you'll be more productive, right? And more helpful to those around you who need you.

Absolutely. Well, that's it for this shift on the manufacturing blueprint. Your work's just getting started.

You've got the blueprint. Now go build it.
