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(0:00 - 0:27)
Hang on, hang on, well back up, what do you mean you've flown parts between buildings? If we had particular, and again, right, we're going from big industry here, but if we had urgent parts, so we're now using drones. So if there's something urgent needed on a production line, so if it's causing a production stoppage, we can put parts into drones. We can send it from A to B if it has to go A, B via C, and that's to minimize trucking time.

(0:31 - 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.

(0:53 - 1:05)
No fluff, just straight talk and real conversations, real lessons, and real results. Here's your host, Jason Davis. Hey guys, welcome back to the Manufacturing Blueprint.

(1:06 - 1:13)
I'm your host, Jason Davis, and I am with my good friend, Paul Barnes. Paul, I hope you're having a great week so far. I know it's been busy for you.

(1:13 - 1:35)
Yup, I am good. Good to see you again, Jason. Yeah, so I know things here in our shop have been very busy, and one of the things I was thinking about this week, and I want to talk to you about it, is, you know, a lot of times we look at manufacturing businesses, and we look at machines, we look at the processes that we go through on the floor, and those are all critical.

(1:35 - 2:14)
But one of the things that I think is really important to do is look at a manufacturing business as a logistics business, right? And that's something that a lot of people don't realize, that manufacturing is a logistics business. You know, if your machines are running, but your parts are still late, if you're busy, but you're still missing shipments, if your team's working hard, but margins feel tight, you may not have a production problem, you might be dealing with a logistics problem. So that's one of the things I really want to hit home in this episode, is talking about how manufacturing is not just about machines.

(2:14 - 2:22)
I want us to talk about, it's our movement, right? It's our movement of materials. It's our movement of information. It's our movement of decisions.

(2:22 - 2:49)
And just bring all that together and look at it from a, as a, as a little bit of a logistics operation, right? And how that flows. So the logistics challenges of running these kinds of businesses is everybody's critical just as the manufacturing, right? Creating that flow. That's the backbone of the manufacturing business, determining how quickly and how profitability our business can run from our raw materials till we get that out and generate it in the cash.

(2:50 - 3:16)
Yeah, it's totally true. And, you know, the traditional view with that is, you know, you look at your machines, your labor, your output, and that equals your efficiency. I think if we stop for a minute and we take a real view, look at it, it's going to be even adding in our material flow, our informational flow, our decision flow, suppliers, your customer communication, all of those things are going to come together in order to create that special flow.

(3:16 - 3:42)
I think that leads us into some of the questions, you know, about, you know, how long does material sit before being touched? How long does a job have to wait for approval? How long does engineering take to get back with changes? How long does it take purchasing to place a PO? And these are all going to be some of the things that we're going to really look at covering as we redefine what that manufacturing is. Yeah. And it's, it's quite interesting what you're saying there.

(3:43 - 4:14)
Sometimes we have all our good key performance indicators for maybe for machine time or for our operations process, but how often does sometime that downtime, some of those decision makings and we don't measure them, we don't track them and you don't then see the real inefficiencies and the bottlenecks that are really hampering the business. Yeah. And, you know, sometimes that's even, that's like two layers because it's the down, the machine downtime is like the first level, but that may not be, you know, it may not be the machine that's the issue.

(4:14 - 4:28)
It's something else that's causing that. So it's like, you know, you, you really have to take a step even further, uh, to get to that point. But I think that gets us to, you know, the part that we can maybe start with is that material flow.

(4:28 - 4:56)
That's going to be one of the physical parts of our industry, whether you're in a business like me, where it's going to be links of material, raw material, aluminum, steel, those types of things, 12 foot bars, 20 foot bars, whatever. That's going to be our raw material where, or in a business like yours, there's more assembly oriented where you've got components, you've got finished goods that are going to be going into a larger assembly. It's still sort of the same thing, right? It just looks different.

(4:57 - 5:26)
Um, but I, you know, let's, let's talk about that for a minute. Let's talk about the physical side of thing and managing that raw material or the raw material staging. You know, I know for us, it's, it's, it's looks a certain way and we can talk about that, but, but talk to me for a minute about like some of the things that you've seen on the larger scale side, some of the bigger business side that I know you guys are exploring and dealing in, maybe, maybe not with your business, but at least in businesses that you've seen.

(5:26 - 5:35)
Yeah. Material being central, right? That's the input to all your manufacturing processes. So the length of time it can take you to receive that material, to get it to where it's required.

(5:35 - 6:06)
Obviously you want to reduce the amount of whip you're holding, but we're not really here specifically talking about reducing the amount of infantry, creating that flow. So how quickly can you get that from your supplier into your stockroom and to the machine that is required in the least amount of time? So nowadays there's lots of ways of doing that. There's a lot of automation, whether that's in PIV, so your part industrial vehicles, you could be forklifting these around.

(6:06 - 6:15)
You could, you could truck them between buildings. We've flown parts before between buildings. So it just depends on the urgency that it's needed.

(6:16 - 6:30)
Hang on, hang on. Well, back up. What do you mean you've flown parts between buildings? If we had particular, and again, right, we're going from big industry here, but if we had urgent parts, so we're now using drones.

(6:30 - 7:06)
So if there's something urgent needed on a production line, if it's causing a production stop, which we can put parts into drones, we can send it from A to B. If it has to go A, B via C and that's to minimize trucking time. How far are these away? Because I guess in your business, maybe you've got your warehouse may not be on site, you know, or right beside your, your, your facility that your assembly line or whatever. So how far would you be transporting these things? A couple of miles generally when you're looking as the crow flies, right? Sometimes you've got streets, you've got stoplights, you've got traffic at certain times of day.

(7:06 - 7:22)
And even now, if you're starting to use those drones, it's a predictable time. I know as soon as that drone takes off, I know it's going to get there within, you know, 48 seconds or whatever. It's going to be depending on which building it's going.

(7:23 - 7:29)
So you need to be careful when you do these things. You need to study it. You need to, you need to cost it.

(7:29 - 7:52)
You need to make sure you've got the right permits and all of those things, and they cost a lot of money. But at the end of the day, if you've got a production line and it's costing you thousands of dollars a minute when it's stopped, I don't have time to get part on a truck and wait for it to get stuck in traffic to get to our assembly facility. Those things are fun.

(7:52 - 8:04)
Those things are cool, but it's all relative to the size and the scale of your business, right? How big is your shop? Yeah. And it's not ideal. We're doing that because our onsite facility may not be big enough.

(8:04 - 8:29)
Ideally, would we want to have to fly parts? No, we would want the stockroom as close as possible to the assembly line. But sometimes that's not always possible depending on your footprint constraints and how much your business has grown over the years and what your expansion plan needs to be. But even within that, if we're talking about reducing raw materials, right? We can use your Kardex facilities, right? Use your height.

(8:29 - 8:52)
The more height you have, then the more footprint you're saving on your floor, you can put in more machines. But it's about then how quickly can you get the material out of your Kardex, right? Do you have to have a man lift that goes up to lift parts out of a box or is everything that you need down at a pickable level that you can get parts fast? It's about the speed and turnaround of that inventory. Yeah.

(8:52 - 9:15)
No, I think what I hear from that too, though, I'm very intrigued. Obviously, I'm not going to be using a drone to fly raw material from like 47 feet away, it takes you 47 seconds. It probably takes us 60 seconds, but that's only because it's so close in our situation, but just knowing that that technology is there and that it's being applied, no, it definitely makes sense.

(9:16 - 9:23)
You might need a bigger drone than me if you're going to fly raw material in for your machines. Slightly larger. Yeah, yeah, yeah.

(9:26 - 9:39)
Manufacturing needs more than technology. It needs people who are inspired, connected and ready to lead what comes next. That's why you should check out Elevate powered by AMT and women in manufacturing during IMTS 2026.

(9:39 - 10:03)
On Wednesday, September 16th from 1 to 430, Elevate takes place in the West building. This dynamic program is designed to inspire, empower and connect manufacturing professionals through powerful speakers, meaningful conversations and community building opportunities. And after the program, there's a reception where you can keep the conversations going, meet new people and build real connections across the industry.

(10:03 - 11:09)
If you're heading to IMTS and you want to invest in your leadership, your network and your place in the future of manufacturing, make time for Elevate. Learn more at the link in the show notes or head over to IMTS.com. I think that does get us to the question where, you know, if you're dealing with those types of delays or those types of, of concerns, obviously, again, your scale is totally different in the hundreds of vendors that you're probably using to bring products in, where on my side, being a small shop, being a machine shop where, you know, we've got five or six raw material vendors, that starts to make me ask the questions like, when do we place our orders? How do we place our orders? When do we receive the orders? Right now, parks arriving by drone are like the ultimate just in time. And whoever originally created the JIT philosophy, whenever that was created, obviously the philosophy has been used over and over and over in every industry, but they never probably thought about drones being able to deliver parts just in time.

(11:09 - 11:36)
Right. And I think though, for our business, like I said, with, with us dealing with raw material, there's a balance between just in time and some inventory, right? Now to speak for us, I do want to carry some inventory from the standpoint I get customer requests that are urgent. So it may not, so I will certainly have some products, uh, product lines that we are working on a production level.

(11:37 - 11:42)
Those are very steady, X number of parts a month. I know exactly what that is. I can plan for that.

(11:42 - 11:47)
I can bring the material in a few days before I need it. Schedules are set. That's no problem.

(11:47 - 12:05)
But there are certain materials that I want to have on my shelf and I'm strategic with what we buy because I might have a customer or two that gives the phone call and says, Hey, I need parts in a week or less. Can you get them here? And so I don't have time to spend three or four days waiting. So that's a strategic business decision.

(12:06 - 12:19)
And, and everyone's, everyone's shop is going to be unique in this, right? Ideally what you would want, if you could, you would put your material supplier next door. Then you wouldn't carry your inventory. Yeah.

(12:19 - 12:26)
Let them carry it. Yeah. Cause what I'm talking about is fine for big industry, but actually it's still relative and scalable for you.

(12:27 - 12:47)
Our warehouse might be a mile down the road and we might fly parts just to get them there faster or a kilometer. I don't know what country people's listen, but the fact is if you could get your supplier next door to you, then you carry less whip, there's less transport time. There's less transport costs cause you get lower delivery fees and you can get everything you want.

(12:47 - 12:59)
So you need to think about the realms of that and the same principles apply to everyone's shop. You just need to think, how do these philosophies apply to me? And they will apply in some way. Yeah.

(12:59 - 13:21)
And I think it's important to really work with your raw material vendors and partner with them. Uh, because it's important to, like you mentioned about their location. You may be able to communicate with them and say, Hey, look, I know that in this contract I've got over the next six months, I'm going to be purchasing, you know, X number of pounds.

(13:21 - 13:44)
They may, it may be a better situation for them. They may be able to get, well, they certainly will be able to get a better price if they purchased the whole thing from the mill and they may be able to give you a better price. Maybe not the cheapest prices if you just took it right up front, but you know, they could hold it on their floor before, you know, an extra five, six, 8% and that might be worth it just for that cash flow.

(13:45 - 14:25)
And if they are, if they're close enough to your shop, do you ever consider actually paying them and buying the material, but allowing them to stock it? Cause you might be able to do that. Cause what that would do then is reduce the size of your stockroom as long as they can deliver it in quick enough, right? You can buy the material, but say, look, I'm going to buy this up front, but I want you to always hold that. So whenever I need it, I'm pulling it in from your, and what that allows you to do is free up more floor space within your own shop to use that for what you really need, which is the manufacturing side of it, not the storage of that raw material and what you're doing there is reducing that whip, reducing that flow.

(14:25 - 14:45)
And you're going to say to that supplier, I want you to always hold this amount of quantity of these materials because it's my high runner and then I'm going to tell you the day before. I want you to deliver it in every day at 8 AM the material that I need for the day. And what you're doing is pushing all that material back upstream and letting your supplier kind of manage that inventory.

(14:46 - 14:50)
Yes, you may have paid a little bit of cost for it. It should pay off for itself in your manufacturing space. Yeah.

(14:51 - 15:52)
And I, and that's also something to, um, you know, as a shop of my size, you know, and we deal with large, uh, corporate organizations, those are things that they may be interested in, right? So, um, let's say I've got a Swiss turnpart and I know they're going to use a thousand a month, but I really want to, you know, they, they may originally buy in. I mean, I've gone through situations where they bought 5,000 at a time, but then they didn't buy any parts for a couple of months, but there may be some way for me to work things out that obviously there's going to be a little bit of cost involved and I've got to be careful because of the cashflow, but they may be willing to pay a little bit extra and me make that stock or make the, uh, carry that inventory, so it's a vendor managed inventory, but if I'm already going to run 5,000 at a time, because that's just what makes good, makes good sense for my setup, I may be, I may be carrying that inventory already and just holding onto it. So there may be something that you can work out with the customer, um, as far as managing that inventory for them.

(15:52 - 16:04)
So that's, that's something to explore in certain situations. And I'm going to emphasize that Jason, I will, I will pay a premium for a VMI service. Why? Because I want to reduce my stock.

(16:04 - 16:20)
I want to lean out my process. I want to reduce my bottlenecks and improve my flow. So I, I will be willing to pay a premium for a VMI service, but what we need to do as in a manufacturing business is again, pass that back.

(16:20 - 16:53)
You and your shop need to pass that back to your vendor and say, well, why does big industries want VMI? What are they benefiting? How should my shop learn from that and work with even my raw material supplier, how they can provide that VMI service to me because there's benefits. It's your floor space, it's your overhead. How do you increase your, your footprint and what's really making you the money? Can you put in more machines if you're carrying smaller stockrooms? How much more money can you free up? We're talking about cash flow by not holding that material all yourself.

(16:54 - 17:02)
Yeah, no, that's it. So making sure that your raw material is staged properly, that you're getting, getting that in and reducing that whip pile up. Yeah.

(17:02 - 17:37)
I mean, I think that's a, that's a very, very critical part. Thinking about some of the other ways that materials flow. Um, so once we get that product in, you know, it's really important to evaluate what your flow looks like once it's in your facility, right? Does it have to get staged? Does it get cleaned? Does it get sawed? Does it get assembled? What things have to happen before it goes to the next operation? And I think those are going to be things that you're going to have to walk through your process and find those gaps because that material flow is going to be very critical.

(17:38 - 18:01)
I know you see it all the time, you know, we've talked, we've talked about in other episodes, we've talked about line leveling and those types of things, but you know, that's, that's really important. Where do you, where do you have whip pile ups? Where do you have poor kitting or poor planning that allows those delays to happen? Yeah. We're reducing flow and we want to get that material to the right machine at the right time.

(18:01 - 18:23)
And we talk about those rights, right? We talk about the, the right part, also in the assembly process, right part for you. It could be the right material, whether that's tooling or raw material, right part to the right place, right machine, the right time at the right quality. And for us in the right orientation, right? You don't want to go in and have them return.

(18:23 - 18:37)
So you've got your five rights, no right part, right place, right time, right quality, right orientation, the five rights. And if you can do that, you're really producing your flow. You want the right part.

(18:37 - 18:53)
There's nothing worse than warehouse pulling you some material and realizing, oh, you know what, they forgot a part, everything stops or, or they've given me 10 of those and they've only given me nine of these. They miscounted it, right? All those things, it's critical. Right part in the right place.

(18:53 - 19:13)
There's no point saying, why did they give me these parts? They're needed in that process down there has to be the right place at the right time. So you're saying, well, what order should they come in? I, that was the next batch I was supposed to run. Why are they in the wrong order? Now I have to go and resequence my work at the right quality.

(19:13 - 19:31)
There's no point them bringing you material if that material is already damaged by handling and then right orientation, I don't know what that would look like for you. Is it possible that they could bring this big material and you would have to then go for a truck to move it around? Yeah. I mean, it's certainly, it, yeah, that, that certainly happens.

(19:31 - 19:44)
Obviously, if you're dealing with smaller assemblies, you want it facing the same way every single time, but the same type of thing happens with us. I mean, because if it's, if it's oriented this way, I may want it at 90 degrees. So I don't have to pick it up and move it.

(19:44 - 20:14)
I mean, those things are, those things are really, really important. And, and that probably maybe touches a little bit further to a, you know, maybe not on a huge scale, but just the individual, I mean, just turning that bucket around and, you know, it can make a big difference, but I think, you know, that, that key point there that, that the speed doesn't always matter if that material isn't there when it's supposed to be right. I mean, you know, our, our whole focus is speeding up the machines, but if that material is not there, that's not going to matter.

(20:17 - 20:27)
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.

(20:28 - 20:43)
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.

(20:46 - 21:22)
What I think you touched on really takes us to our next point, which is the informational side, because you were, you were talking about making sure that that material is there when it's supposed to be there, and then the question is, well, how do I know when it's supposed to be there, right? You've got to have some way to cue you to, or prompt you to get that material to that place at that right time, right place, right time, and know all of those things, and that's where, you know, that ERP system is so important. Um, obviously not everybody's going to be running an ERP system. You're running a very complex ERP system.

(21:22 - 21:41)
We're running an ERP system. I will give a quick plug for ProShop because that's what we use, and it has been phenomenal for us. Um, just the ability to have real-time updates is, is also important because my guys on the floor can see what's coming, what's cued to them.

(21:41 - 22:10)
I mean, a good example is in my quality lab, right, once a product finishes all the machining operations and that is closed, uh, the machining, the parts get finished machining, and then they get transferred, or I guess they're cued for the next operation is the correct terminology. It then hits a dashboard so the inspectors know what's available and ready for final inspection. They can see a full list of what is there and needs to be inspected.

(22:10 - 22:14)
They can look at dates. They can look at priorities. They can look at flags.

(22:14 - 22:18)
They know what needs to be done. So they're not guessing. They're not doing the wrong parts.

(22:18 - 22:29)
They're not doing the ones that, oh, well, we don't need these till April. And it's February. Why are we inspecting the ones for April? Let's get the ones that are due, you know, let's get the ones that are special.

(22:29 - 22:36)
Uh, or next or whatever. So those things are important, but I'm sure you guys deal with the software aspect all the time as well. Yeah.

(22:36 - 23:11)
There's so much information flow in large businesses and whether that's coming from planning and the schedule you're building, whether that's material management, trying to get the material to the right place, whether that's material that's being issued or whether it's other information, whether that's coming from engineering or for quality, how that works together. And the timing of that is essential because it only takes a bottleneck and one of those information flows and everything stops. Um, and at the same time we live in very, very dynamic environments, right, within manufacturing.

(23:11 - 23:55)
Priorities change, you'll encounter a problem, something breaks and you have to be dynamic and you have to be agile. And the question is, how do we keep all of those processes in sync whenever change happens? Cause that's where your flow happens, right? Bottlenecks just don't occur for, for no reason, right? None of our businesses should be that bad, right? There's generally always a cause, but when change happens, how do we communicate that flow to all the different value streams to ensure that they all are planning together, that they all react together because the speed of that change allows your business to flow. And that's what prevents the downtime.

(23:56 - 24:05)
It provides, it prevents the whip from building up on the wrong area. And at the end of the day, that's your cash flow. Yeah, no, that's, that's critical.

(24:05 - 24:36)
And I think scheduled changes are, are maybe, I guess if you look at like the, the overview, that information flow is how often have we had scheduled changes not getting communicated properly, right? I'll give a, an example of just this past week, this happened to us here. We had a machine that was set up on a pretty difficult part. It was, it was pretty complicated and we were going to give it the communication we had internally in the office was, Hey, I just talked to the customer.

(24:36 - 24:54)
I think that they're going to send us some more of these castings for us to run. So we decided, look, let's just wait till tomorrow morning and figure out what they're going to do. And then we'll make a decision on that machine because if they are truly sending those castings to us, I don't want to tear it down because it's a pain.

(24:54 - 25:07)
And the next morning rolls around, we left the meeting. Nobody told anybody anything. And the next morning at 6 AM, that machine was ready for the next job.

(25:07 - 25:32)
And what happened? It got tore down. So we, we pulled those fixtures, we moved on to the next job and, you know, it was our fault because we didn't communicate all the way through the chain to make sure that everybody knew, Hey, let's give us a couple hours because if we are going to run this, it's worth waiting a couple hours. Sometimes, sometimes, you know, waiting a couple hours is okay.

(25:32 - 25:38)
Like, well, we made that decision, but we did not communicate that all the way through. We didn't change our schedule. We didn't update it.

(25:38 - 25:48)
We didn't communicate to the floor supervisor or that operator, and they did what they were supposed to do. They moved on, but it was our fault for not communicating. Interesting.

(25:48 - 26:03)
Your decision making there and your, and your rationale, which is, which is great. I can, I can understand it. Um, with us and the complexity and the amount of information, the amount of material that we move, we have a, a frozen production window.

(26:04 - 26:15)
Once it goes past X number of days before operations, there's no going back. Right. Whenever we say we're going to go with this, we pull that trigger.

(26:15 - 26:19)
That bullet comes out of the gun and there's no putting it back in. Right. You've yeah.

(26:20 - 26:22)
Yeah. When you, when you fire it, there's no going back. Right.

(26:22 - 26:48)
When we release it in our MRP system, that's it. Everything actions and you don't go back. And it makes that decision of when to build really, really critical, but you have to have that frozen window because if you don't, then what happens is you build up weight, right, even in your decision making, which in your instance could have been the right decision, could have been the wrong decision, right? There's, there's risk you're weighing up the risk.

(26:48 - 27:05)
Sure. Yeah. The question is for us, if we have two hours downtime, we wouldn't do it because as your business grows, that two hours downtime multiplies by the number of heads supporting that and as your business grows, that inefficiency grows.

(27:05 - 27:29)
And you have to plan, how do you make sure that you're driving the maximum efficiency? And so we will have that production timeline all factored in and even costed on that job, if it takes us X amount of time to set up, we will have to cost that again, maybe I understand it's different in the businesses, but yeah, slight differences in how the scale of the business might work. Oh, totally. Yeah.

(27:29 - 27:55)
And, and for us, I mean, it was really more of a benefit for us not having to set it up again because it was such a complicated setup that was going to take days to set up, it was going to take multiple days to get it right dialed in because of the complexity of it and so if it costed us three to four hours to wait, that's not impacting the rest of our schedule. That's less than what your time would have been. Much, yeah.

(27:55 - 28:10)
It's going to be 12 or 15 hours less. And so, um, and, and like, even in that situation, like the parts weren't even going to be due that fast. We just didn't want to have to go back through the complexity of setting it up because it's multiple setups to stage everything through.

(28:10 - 28:20)
So, but you know, I mean, that's part of learning and that's one of the things that we chatted about afterwards is like, okay, look, we dropped the ball. Like we said, let's do this. That was the right call in the moment.

(28:20 - 28:34)
We just didn't communicate it. So in the end, you know, How do you, I'm going to put you on the spot. How do you deal with late order changes like that from your suppliers? Do you have any frozen window? Do you have minimum lead times? Yeah.

(28:35 - 28:41)
Well, that wasn't The companies like us not respect those things. Maybe we don't, we just don't care. Yeah, no.

(28:41 - 28:50)
Well, I'll touch to, I'll touch on two things. One, this situation was not them adding to this. This was them giving us another order in the future.

(28:51 - 29:00)
Right. So the parts wouldn't be due for six weeks, but it was just because we had just finished that run. It's easy to run it again.

(29:00 - 29:09)
It was going to be easier just to go ahead and pull that in and not have to go through the whole other setup. So that was the benefit of you then. It wasn't really the need from the customer.

(29:09 - 29:14)
Correct. That's correct. Increase your, it was increase your profitability by minimizing the setup time.

(29:15 - 29:46)
We need to do a better job possibly of educating the buyers, because I can't tell you how many calls that I've gotten from somebody that was like, Hey, our inventory was off, I know these parts aren't due for another four weeks. But we need to get them in three days. And, you know, while that is sometimes possible, it's not always possible, but when you're on the phone with the buyer, they're like, Oh, well, these aren't very big parts, so you can just put them in the machine and get them done tonight.

(29:46 - 29:57)
And it's like, it doesn't always work like that, you know, because maybe we don't have material here. Maybe we're waiting on a gauge. Maybe we're waiting on an opening in the schedule.

(29:57 - 30:20)
Maybe we know that they've got to go to outside services. There may be three outside services that I've, even with expediting is going to take at least a week, right? It's oftentimes the other side of the phone is, well, it's just a small part, you know, um, it doesn't work like that. So then what you're going to say is, well, we can do it, but then there's going to be a rapid response charge, right? Absolutely.

(30:20 - 30:24)
Yeah. I mean, you have to. Which you're okay with, but that brings us back to what we're talking about then.

(30:24 - 30:51)
How do you, how do you then go and execute that information flow to say, by the way, we're interrupting where we're at and this is what's going to happen next, right? So, well, I'll give a little plug. So the, the, the ProShop ERP system is really, really good in the scheduling aspect of things. So as soon as that, that job is available in our system, we've got the ability to drop it into the schedule.

(30:51 - 30:58)
So we can open up our schedule. Per every single machine has its own schedule. And if it's green, then everything's on track.

(30:58 - 31:21)
If it's yellow, it's kind of close to being late, but everything's still okay. And if it's red, you need to put some attention to it, right? So if you open that schedule up and it's green and you drop the new part into the very top and everything stays green, then you're good. You know, I mean, so you can kind of do it without even having to sit down and really calculate a bunch of things.

(31:21 - 31:39)
Um, but if it turns something yellow or it turns something red, then you didn't, you're obviously you're going to dig in a little bit, but, um, it's a very good visual system for us that lets us move things around, move it between machines. Um, cause that's the other aspect that we deal with is not like you. If you're dealing with an assembly line, you're very, very set.

(31:40 - 32:02)
I may have six machines that I can put this same part on at any given time. So while four machines may be tied up and running jobs for the next week, I've got two machines over here that are going to finish in the next 12 hours. And, and I can just drop this right into that next slot and then really not lose a lot in the grand scheme of things.

(32:03 - 32:15)
I don't know about you though. I always find that it's the operation side of it can deal with that late change the best. For me, the hardest bit is the logistics side of it.

(32:15 - 32:46)
How do you get those right parts then into the sequence, right? Because all that work's done, it's prepped and you then have to get all that material changed. You get it in time and operation does one after the other, but the late change gets magnified by the further you go out, right? For supply chain the most, cause they're, they have the least length of time to respond, then you've got your warehouse teams, you have your engineering, your quality teams, it's getting the right information to them to reprioritize that work. Yeah, it is.

(32:46 - 33:04)
And with the software, it will hit their cues so they know what they need. But I will say in a rapid response situation, just to protect the business, you know, we're going to have an email communication or maybe a verbal communication to each of those groups. So they know that it's coming.

(33:04 - 33:27)
So we're not just, we're not just relying on them to follow the system. While that should work in a rapid response situation where we've communicated to the customer, okay, it's Thursday evening, we will have parts to you on Monday morning, right? It takes somebody to go through and make sure, okay, is the material here and that's been missed before. Like, you know, the first thought is, oh gosh, okay.

(33:27 - 33:31)
We got to get this programmed engineering. Can we do this? Yes. Uh, can we get it on a machine? Yes.

(33:31 - 33:34)
Do we have the tools? Yes. Do we have the gauges? Yes. Okay.

(33:35 - 33:39)
The, let's get the outside services squared away. Okay. We're good there.

(33:39 - 33:41)
All right. Yes. Customer, we can do it.

(33:42 - 33:48)
Oh, wait. We didn't check to see if we have material. So do I even have, oh no, it's going to be three days for material.

(33:49 - 34:24)
So, you know, maybe, um, one of the other things that might do with rapid response is we might take a larger piece of material and cut it down to something smaller. You know, it's not as most efficient way, but it's, it's the fastest way. I've seen it before, Jason, that whenever we would get late changes in the schedule, that, that there's places and they would do like an exception form and we're talking about how do we communicate because we can send emails, our MRP system can change, but that's only as good as everybody sees that email, if everybody gets that notification, this is that I know of.

(34:24 - 34:42)
And they would actually send one person, whether that's a planner or something with a page, with the instruction, and it goes to this department, this department, this department, and we get signatures, time that the notification was received, because you physically then are giving that instruction. You have to, that's right. Yeah.

(34:42 - 34:56)
Yeah. Because I've seen it in industries and business I went to where they'll just like send a group text message and say, by the way, this change is happening. And then you go to someone an hour later and say, where's that material? And they're like, what material? Oh, we sent, we sent the message.

(34:56 - 35:01)
Oh, I didn't see my phone or my battery died or, oh, my phone's in my pocket. That's right. Yeah.

(35:02 - 35:28)
No ownership there. No ownership. And, and we have to look at those, how we do that communication, real-time communicating tools, smart manufacturing systems that actually communicate those clearly and even a confirmation that the message has been received, confirmation that we've responded and now that we're good, how do we know that we're good when we've executed that change? How do you know that the business has recovered and got back into standard process again? Yeah.

(35:30 - 36:00)
You can't spell high-end without DN. If you're serious about taking your shop to the next level, it might be time to stop thinking in terms of good enough and start thinking in terms of capability, flexibility, and my favorite, automation. DN Solutions is helping manufacturers move into true high-end machining with their SMX multitasking series, the DVF 5-axis machines, and advanced automation solutions designed for shops that want to run smarter, faster, and more competitively.

(36:00 - 36:34)
The SMX platform gives you the ability to combine multiple operations into one setup, reducing handling, improving accuracy, and helping you get complex parts out the door faster. Their DVF 5-axis lineup delivers the precision, rigidity, and confidence manufacturers need for today's demanding aerospace, medical, and high-performance applications. And when you pair those machines with automation, you're not just buying equipment, you're building a more scalable business, high-end parts, high-end capability, high-end thinking, because you can't spell high-end without DN.

(36:35 - 36:47)
Learn more at dnsolutions.com. So that takes us right into our next topic. We've got the material flow. We had the information flow.

(36:47 - 37:10)
This is the decision flow, exactly what you're talking about, because you, you're not sitting around waiting on somebody to make a decision. You've been proactive and went to that person and said, here, maybe, maybe it's, I'm making that decision for you, but I've made the decision and this is what we're going to do, and we're not waiting around on it. And I think that's, that's definitely a critical part of it for sure.

(37:12 - 37:32)
Yeah, we've talked there a whole lot about a flow of information. If it's like new or something coming from a change, but it also works the other direction. Sometimes we can, we, we don't have flow because something goes wrong, something stops and how does even the information flow back up the management chain for, for support, right? So that happens.

(37:33 - 37:55)
And quite often a lot of the, the bottlenecks will come because us as management don't respond quick enough to a manufacturing environment that's still producing, right? Right. Something goes wrong or there's something can't be completed, but you know what, all the processes before that are still producing. And if we're slow to respond, then you get out of control.

(37:55 - 38:10)
You start building up this whip. You've got potentially building more and more parts that could potentially be wrong because we can't get engineering or quality to make a decision quick enough. And if we don't respond, we can lose control of our business very, very fast.

(38:10 - 38:20)
And again, that's, we're talking about flow and decision flow. That's a big factor, right? Yeah. And I think for us, it doesn't necessarily build whip.

(38:20 - 38:33)
It would tend to stop the process, right? Then that's going to put our customer deliveries at risk. It's going to create more downtime for employees, which is a cost. And you may have to make that up later on with overtime.

(38:33 - 38:48)
So you don't want to do that, but that aspect of, okay, well, I don't have all the tools that I need. Or maybe we, maybe we had hit a little rough spot and we had three of these special tools that we needed, but we made a mistake on one. We broke another one.

(38:48 - 39:09)
The next thing you know, we're down to our last one. And if that's not communicated correctly, once that last tool fails, which it will potentially or inevitably, I guess, once at that point now, okay, well, did we, we ran out of tools. I can't tell you how many times through the years it's happened, but it's like, Hey, we, we're going to have to get some more tools in here.

(39:09 - 39:20)
We're like, okay, well, what happened? Well, we ran out. Well, why did we, you know, there has to be a system in place that prevents us from running out of things that we need. Right.

(39:20 - 39:41)
Um, I think the, and another thing that we've run into is, I kind of mentioned this earlier, but not having the tools, maybe to even get started on a job, right. That can be a big factor in that if we don't have a vendor that's able to support us quick enough, or maybe there's a gauge that we didn't order when we needed to. Right.

(39:41 - 40:20)
So, uh, obviously the sales side is, is like, Hey, our customer needs this in six weeks, right, and in theory, again, we think, okay, well, we can get our engineering done and we can get the machining done and we can get the outside processes done, no problem. And then only to find out, Oh, well, this special gauge that we need to check this threaded hole, it's an eight week lead time, so you have to close that entire loop and you have to communicate with every single department and making sure that everyone has their, that buy-in so that way we can hit that delivery time for the customer. We're talking here about our leadership bottlenecks, right? Our decision flow.

(40:22 - 40:55)
How do you find your employees just on the floor for making decisions themselves if they encounter an issue? And culturally it's different in different parts of the world. I can see that as I travel and I'm working in different parts, but how we empower and how do we train those shop floor people to make their own decisions? Because every time they encounter a problem, if they have to wait for a supervisor or a manager to make a decision and to find a way forward, we always got downtime. Yeah.

(40:56 - 41:28)
How we, I find that as I've traveled, how we can instruct and empower our workforce, educate them and give them confidence enough to be able to make decisions, because I think we've said this before numerous times, Jason, that you can forgive someone for making the wrong decision if their intention's right. Okay. Because then, I mean, it's education, but if someone just doesn't make a decision, that's harder because then you're getting downtime and you're not getting learning and then your team aren't progressing, right? Yeah.

(41:28 - 41:54)
And if we're trying to reduce those bottlenecks and the decision flow, it's about, for me, we spend a lot of time trying to coach, right? What should we be doing in this scenario? And, and if you can do that, then you're taking some of that waiting time away from the senior management team who has to make the bigger decisions, which allows them then to respond faster to the urgent decisions that other people can't make. Right. Yeah.

(41:54 - 42:35)
I think like, if I scale it back to our business, one of the things that we should, that we've actually been working on is let's say somebody that's setting up a machine, they are creating a part for the first time, or maybe it's a reset up that's possible, but let's say they're setting it up for the first time. One of the things I want to make sure that they're doing is they're taking the part, when they take the part to quality, get the sign off, they take as good of a part as they can possibly get. I want them to go ahead and measure the part and do everything that they can there, not just run the first one and take it to quality and say, well, quality will tell me what I need to change.

(42:35 - 42:46)
Right. Because if you do that, that's going to take quality longer to do their inspection, then they're going to come back to you with changes. Then you've got to get engineering involved to make those adjustments.

(42:46 - 43:24)
Then, you know, you're going to have to go run another part just to get to the second step, then take it back to quality. So what I want our guys to do, and we want to empower them to do is, is to do the setup, measure everything that they can physically measure. I know some parts have to go to the CMM for certain true positions and such, and that's fine, but measure absolutely everything that you can measure, use your math, use, you know, your height gauge, your mics, your calipers, use all these tools that you can, that you can get the product inspected and as close to intolerance as you can physically get it before you take it, because otherwise it creates a lot of waiting.

(43:24 - 44:21)
So I want that decision to be made by those guys. As you touched on that, you mentioned like as your business scales and as you grow, it's really important that you scale your personnel in a way that you eliminate bottlenecks due to waiting on an individual to get to it, right? I'm thinking about as, as there's growth involved, we've all kind of been at that point of like considering, do I need to hire an assistant, right? Do I need to hire somebody else as an office staff? Do I need to hire another person in quality? Do I need to hire another machine operator? Well, one of the things that we need to look at is that cost of waiting and what that is doing to impact our business. We might be losing $50,000 a year waiting on somebody to make a decision, but the person who is in charge of making decision doesn't have time to get to it.

(44:21 - 44:48)
So having another person there so that first person can do their thing, not be waiting on them to make the decision, that second person can take and make that decision and save the money. So by hiring that extra person, you might actually be saving your company money, even though you're adding dollar value from an overhead standpoint, you might be saving money because of the amount of waiting that's happening in the background over the course of the year. But I wouldn't want to do it Jason.

(44:49 - 45:23)
Am I allowed to go, am I allowed to argue with you and say, don't hire someone? How do we, how do we get the people that's doing those things to be able to get the right answer? What's the real causes of the stoppages, right? Sometimes I have found, and I see it, right? Sometimes we're slow to make decisions. Why are we slow to make decisions? Sometimes we overthink it. I'm guilty of it, right? If something goes wrong and you think about it, ask questions, you study it, you have to go and ask someone and sometimes we just delay decisions.

(45:24 - 45:34)
Oh, totally. Yeah. For me, I don't, I don't know what it's like in your shop, but for me again, right, every minute's, every minute's money and we overthink it.

(45:34 - 45:44)
We can delay our decisions. And again, I would rather have a quick decision that should be right. But if you make a decision quickly, get it wrong.

(45:44 - 45:54)
You might get it wrong, but then you're going to learn. But if we delay, if we put off our decisions and we're slow, it's just costing us money. And at the end of the day, we could still get the decision wrong.

(45:54 - 46:11)
In hindsight, if we're able to look back, I would also encourage you to set time limits, even for escalations. And maybe this is more appropriate if you've got more middle management. Sometimes what I find is that that middle management layer can be slow to make decisions.

(46:11 - 46:36)
And by the time the information will get to me, we've lost significant amount of time that if I had known about earlier, I would make a quick decision. But again, the risk in what you're saying there is that you would get drawn into more of those decisions. So how do you set a time limit for escalation that drives the team to either resolve it quickly or escalate quickly? And the point of that is to protect in the process.

(46:37 - 46:57)
Yeah, well, I think there, I don't think I disagree with that premise that you're giving. I think maybe my example needs a little more explanation. Like let's say that it's a part that's going into the quality lab, right? And because of the amount of volume going through the quality lab, it's taking them longer to get to their decision.

(46:57 - 47:29)
The decision is the part is good or the part is bad, right? This needs to change or that needs to change. And it might be a situation, what I was getting at is a situation where the part is waiting, not because somebody is not capable of making a decision or not willing to make a decision, the process of the decision, because there's other parts in that process in front of it that have to be done, right? So, you know, there, there are six other things in front of it. So you can't get to making that decision because you've got these other ones that are in front of it.

(47:29 - 48:04)
So it's... That's an interesting one. Is there just a side bar on that one? If that was a real example, right, from quality and you've got potential bottlenecks in quality. Can you schedule particular types of job that would actually alleviate pressure? Is there certain jobs that take more inspection time than others? And do you consider that when you're planning or how hard is that to do? That's very, very difficult from our standpoint, because I would say that we are not planning that portion of it at all, because our main limiting factor is going to be our machining equipment.

(48:04 - 48:15)
And unfortunately for the quality team, they just kind of, they can get what's coming, they can see what's coming and then they just have to adapt because. Yeah. We struggle with that as well.

(48:15 - 48:32)
It's a real opportunity too, right? Cause we're talking about our flow across the value stream. And what happens is we, we concentrate and we focus on operations, right? I had this conversation in work this week, operations is King. But it, but it shouldn't be King because it's no more important than any other bottleneck in your business.

(48:33 - 48:47)
And what we do, we tend to do is we drive. Peaks and trucks through the other departments. And what happens is you've, you've a flood of stuff for, for quality inspection, but then by the end of the week, you might have nothing and there could be inspectors waiting.

(48:48 - 48:49)
And it's hard. It's hard. Yeah.

(48:49 - 48:59)
This isn't an easy thing to solve, but it's a real issue that exists. And if we're talking about improving our flow, that's an aspect that we could look to tackle. Yeah.

(49:00 - 49:30)
I think that's a really good point that we've not touched on before is that in manufacturing, we're always focused on the main part of the manufacturing, whether it's the assembly part or the machining part. Obviously that is what we associate with the most costs, but again, we're talking about those behind the scenes things, the logistics part that are costing us money. And I think those secondary operations are really important if it's, if it's deburring or if it's quality or if it's, you know, even, even some of the outside processes, that's going to be critical.

(49:32 - 49:41)
Um, but making sure that we don't have people waiting. We don't have parts waiting. That's that, that can be anywhere in our business.

(49:41 - 49:52)
Um, There's got to be a good football analogy in there somewhere, Jason, right? Everyone wants to be the quarterback that throws the ball and have him perform it well, right? Yeah. You can't protect him. He ain't going to throw the ball.

(49:52 - 50:03)
No, that's very, that's very true. That's a great question. And I think that's a topic we probably need to, like secondary operations and, you know, what do we need to do and how important they are.

(50:03 - 50:28)
Because we can, we can measure efficiency all we want in operations, right? Nowadays we're measuring our throughput, our tag time. We're measuring our WIP at the main point of manufacturing, but how do we actually study those support departments and how efficiently do they run and reduce those WIPs and that's what we're talking about here. Um, another thought I had just on, on flow, just another point.

(50:28 - 50:45)
Sometimes I see decisions stall because of old information and you made me think about it there. I've seen instances where it's like reports. Was it, maybe it was before we even started recording, we were talking about old reports, right? Sometimes there's decision made because information's old.

(50:46 - 50:54)
Someone will bring out something and say, Oh, this happened. This happened last week. And it's like, well, yeah, but if we had a new that last week, we could have done something different.

(50:55 - 51:21)
And it's that real time data visibility and having live metrics that happen now rather than the old, well, here's our reports from yesterday, right? Here's your reports from last week. Oh, I want to know what's happened in the last cycle of the machine. Cause that allows us to reduce those flows, those decision-making, that leadership bottlenecks and make faster, responsive, reactive, supportive decisions at a management level.

(51:22 - 51:41)
Cause if you don't have those, that takes us again, directly into our last segment really is going to be that financial impact because once that happens, if we don't know that that's coming, then now what do we have to do? We have to expedite it in. We have to, you know, pay the overnight shipping fee because we needed this tool. We didn't order it.

(51:41 - 52:00)
If we'd have known it last week, we could have ordered it, but somebody forgot to tell somebody, forgot to order something. And here we are, now we're paying an expedite or it happens on Friday. So now we've got to have somebody come in and work the weekend, right? Because we made the promise to get it done by Monday and we, we didn't communicate those things.

(52:00 - 52:12)
Obviously that can also lead to maybe machine downtime and that machine downtime, those are dollars that could have hit the receivable account quicker. Right. And that's one of the things we don't think about.

(52:12 - 52:35)
We think about, well, yeah, that's the aspect of, okay, I'm not making money on that, on that machining center at the moment because it's down, but in addition to that, that's product that I could be shipping out my door and getting in the queue to get paid quicker. So all of those things just really snowball. Yep.

(52:36 - 52:55)
It's your, it's your whip, right? If you've got the whip there, that's capital and that capital that you can't use, that cash is tied up, can't use it for growth, can't use it for hiring, new machines, technology, it's there. And that's reducing that rip. We talked about it at the start of the stockroom and even in that inventory, right, that's, there's a lot of money in that.

(52:55 - 53:09)
The more you can reduce that, the more you're doing with your footprint, the more you're doing with machines, you're carrying all that stagnant cost. And then we have to really, really lean that out. And then you talked about a turnover there, right? What we see is customer churn.

(53:10 - 53:24)
Yeah. Lose, you lose customers because of your bottlenecks, your slow performance. And then the other one you made me think of then is waste and productivity, right? People standing around, it's that waiting time.

(53:24 - 53:47)
They estimate that about 30% wasted waiting on data rather than just performance duties, if you're waiting on information and so on that you, the downtime and that could be around 30% of your manufacturing time. I don't know if that's true, but that's the statistic that they say. Well, I mean, if you do the math and, um, I mean, I didn't have this prepared, but it's one of those things.

(53:47 - 54:10)
It's like, if you just lose five minutes a day from every single person, like, and you add that up over the course of a year, I mean, it is just astronomical. The amount of hours, hours, days, weeks, months that you're losing. And that's just, if you did five minutes a day, you know that we are probably losing more than five minutes a day waiting for something, and that's what we've got to be driving ourselves to improve.

(54:10 - 54:29)
I'm going to say, if you're, if you feel like you're waiting 30 minutes a day, make it 25, and if you're waiting 25, make it 20. And if you're waiting 20, make it, make it 15. You don't have to go from 30 minutes of waiting to zero, right? Just make a little bit of a change to make a little bit of an improvement.

(54:30 - 54:50)
And that gets us really to the final part of this, which is like that practical implementation, spend some time. When you see that you've got something that's not right, you see that there's something that's waiting. Spend some time, like that first step is going to be mapping out that, that product's journey, like map out where it starts, where it goes next.

(54:50 - 55:21)
Go all the way to the ordering side, whether you're ordering, you order receipt, right? One question I have is, if you've got eight week lead time, and it takes you a week to get that order into your system, your lead time is no longer eight weeks. Your lead time is seven weeks, right? So getting that order into your system from the day one within 24 hours in my mind is very critical. So look at it from the very beginning, the order, the purchase order going out for your raw material.

(55:21 - 55:44)
What is your engineering? Is your quality prepped before the product comes? Is your production ready? Is inspection, is shipping, like all of these things, having those pre-planned and measuring what those wait times are and looking at ways that you can reduce those wait times. We're talking about practical implementations, Jason. A couple of thoughts from me on this one as we're, I know we're coming to the end of the show.

(55:45 - 56:42)
I wouldn't encourage anyone to document what they're seeing as far as downtime's bottlenecks, right? We talked before about Gamba, right? Going to the place of work, walking around, looking for the bottlenecks and taking conscious time to analyze it and say, what's the cause, right? Write down, we missed X amount of time today because of X, right? Concentrate on what's causing those inefficiencies. And then when you see your trends, then look about how you, how do you tackle those because there's going to be short-term issues, right? Whether that's sickness of an operator left you short staffed, or there was a one-time material delay that was unforeseen, but then you're going to see long-term things like outdated machinery that keeps breaking down, or maybe there's a factory layout or something that you can optimize a little bit. Or, or maybe there's chronic understaffing.

(56:43 - 57:30)
Maybe you're just, your stock room's always late getting you something or IQC is always behind and you need to make an adjustment, but unless you start to measure and consciously look at the root cause of these things, you can't actually tackle them and implement change. And you need to be able to conscious, right? We're reminding you, the manufacturing blueprint here is supposed to be practical, right? And we're asking you to step back and look at it, analyze what's causing those delays and then make conscious decisions to improve it, as you've said, right? If you're able to track and you say, well, we have these bottlenecks, it costs us this amount of time, measure it, measure your improvement, monitor it, and then feel the success as you improve your business and become more efficient. Yeah, that's right.

(57:30 - 57:56)
And, and I think that's where my challenge is, you know, go follow that process and, and find like the top three things that interrupt your flow, right? Whether that's a material shortage or late engineering or maybe scheduling or reshuffling and those types of things. And then you, as you start to fix that flow, do that before you buy equipment. Do that before you're adding labor.

(57:56 - 58:09)
This is what you were talking about earlier. And I agree with you on this part of it, because let that flow help make those decisions. Because if your flow is correct and you're still struggling with these things, look to add another individual.

(58:09 - 58:26)
If your flow is correct and you're still struggling with certain things, look to add a piece of equipment. That's what's going to help make those determine, uh, those determinations. So as a kind of recap, recap everything, you know, we looked at, uh, manufacturing as a logistics business.

(58:26 - 58:32)
So you've got your material flow. You've got your information flow. We've got our decision flow.

(58:33 - 58:45)
We talked about what that financial impact is. And then we talked about the practical implementation of those things. So, so look at all of these things as, as you're looking at your business, inside of your business.

(58:45 - 58:58)
And remember the best factories in the world, they're not just efficient, but they're fluid, right? They move material with intention. They move information with urgency. They move decisions without delay.

(58:58 - 59:16)
So manufacturing in itself is about logistics. And when that flow improves, everything else improves, right? So think about what slows your factory down more. Is it material? Is it the decisions or is it something else? Thanks for joining us on the show today.

(59:17 - 59:23)
Remember, we're not just talking shop. We're giving you the blueprint. Now go build it.
