- sanall MANUFACTURING
MINNESOTA E WORKSHOPS

Automate with Purpose
Strategies for a Productive Workforce

Greg Langfield

Business Growth Consultant
September 9, 2021

SPONSORED BY:

BREMER L) OlsenThielen

The
Sta[re HELPING MANUFACTURING ENTERPRISES GROW PROFITABLY
N www.enterpriseminn .or




Five Solutions for Growing Profitably

STRATEGY
FOR
GROWTH

o)
MANAGEMENT TALENT

SYSTEMS AND
LEADERSHIP

ENTERPRISE®
MINNESOTA

MANUFACTURING
PEER
COUNCILS

O . : MEP
SRS JT BREMER &0 2 @
IV o

[0 F s Network”



Zoom Instructions
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To change your display name, We recommend using
click the “three dots” “Speaker View”

Click here to mute/unmute Share a“clap” or “thumbs up”
your microphone and video if you want to share a reaction
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Mute Stop Video Security Participants Chat hare Screen Reactions Closed C? sion

“Show Subtitles” for

Click here to open chat i
Closed Captioning
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Automate with Purpose
Strategies for a Productive Workforce

Agenda

Challenges
Opportunities

Strategies o O
— Approaches, Methods & Tools &/
— Skills

Action Plan
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Automation Challenges

What comes to mind when you

hear the word “automation?”
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Automation Defined:

The application of a wide range of technologies,
software and equipment that reduces or eliminates
human intervention in:

 the transfer of data/information within a process
 the control/monitoring of a process.

The use of a technology
as a process aid that
Improves safety, quality
and/or productivity.
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“When you come to a
fork in the road, take it.”

Yogi Berra
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Automate with Purpose

Full Automation Full Automation

O O

Characteristics Characteristics

v Higher volume Manual Processes v"Volume challenges
v’ Dedicated product(s) v’ Flexibility required
v Common applications v Custom applications
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Agenda

Challenges (o
Opportunities

Strategies

— Approaches, Methods & Tools
— Skills

Action Plan o&/o
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Automate with Purpose

Automate with Purpose
requires a long view while
focusing on specific process
detalls.

Process
\ Focus

Process Methodologies

» Lean Thinking — hates process “wastes”
» Six Sigma — hates process “variation”
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Process Focus

Automation Opportunities

v’ Start as small process improvements

v Provide foundation for larger process
Improvements or semi-automation

v" Provide connections for significant
process improvements and full
automation

I Full Automation

Semi-
Automation

Semi-
Automation

0 0%¢ 000¢
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Process Improvement
Opportunities

------- 8 Hours

Employee ValueAdd BT 6 Hours GOAL

v" Process steps that change the form or
function of product, service or information

CUEERh R AT CORAAANT T 3.6 Hours
v Customer willing to pay for the change
v Done correctly the first time
2.4 Hours
. 1 hour
Employee'sValue B YT
Add Utilization Labor hours
per day
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Process Improvement
Opportunities

------- 8 Hours

------- 6.8 Hours GOAL

Equipment Value Add

v" Process steps that change the form or
function of product, service or information

v Customer willing to pay for the change

v Done correctly the first time

------- 5.4 Hours

3.5 Hours

------- 1.1 hour
Egglp&ml_ent_s Vaue B 0 Hours
hours per day
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Process Improvement
Opportunities

Employee Non-Value Add

v Process steps that consume time and
energy without providing value.

Employee Motion

Full Time Equivalent
(FTE) per day
Based on 48 Employee
headcount
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Process Improvement
Opportunities

Productivity definition:
v" How much was produced?

v" How much time did it take?

v' Measurec

IN units per time

Strategies for a Productive Workforce

------- 8 Hours

Where

The we what to be

Productivity SAAAAZ 3.6 Hours

Gap Where
we are

Labor hours
per day
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Strategies for a Productive Workforce
Process Improvement —
Opportunities

Where

1. Job/ Work Order time expectation
The we what to be
~—— Productivity SAAAAZ 3.6 Hours

2. Visually reported daily @ @ Gap

Where
3. Employees engaged daily in selale
identifying non-productive activities

Oo0ne =

------- 0 Hours
Labor hours
MOTION DEFECTS WAITING. EXCESS per day
TRANSPORTATION _
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Activity

» Process Opportunities — Seeing Labor & Equipment Value Add
We are aware of the amount of value add per day of our employees and

equipment.
Does not describe Rarely describes Somewhat describes Mostly describes Strongly describes
our organization our organization our organization our organization our organization

» Process Opportunities — The Productivity Gap

We have daily visibility of employee productivity with ongoing employee
engagement to improve.

Does not describe Rarely describes Somewhat describes Mostly describes Strongly describes
our organization our organization our organization our organization our organization
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Agenda

Challenges (o]
Opportunities

Strategies

— Approaches, Methods & Tools
— Skills

Action Plan o&/o
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Strategies for a productive workforce

Full Automation Full Automation

-

NN
Common Foundation

Based on Automation Thinking & Continuous Improvement Thinking
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Strategies for a productive workforce

Steps toward Full Automation

Full Automation based on automation thinking steps
@)

5. Full Automation
4. Semi Automation
3. Touch “the product” once

2. Consistent results accomplished manually

_

1. Focus on the 3 P’s
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Building the foundation: Step #1

NIl °© Automation Thinking: Focus on the 3 P's Process, Process, Process
e Continuous Improvement Thinking: Process Focus

Method: « Understanding value-add tasks from call to cash

Tool: * Value Stream Map
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Building the foundation: Step #2

NIl °© Automation Thinking: Consistent results accomplished manually
« Continuous Improvement Thinking: Process Stability

Method:  Reduce and eliminate non-value add steps

« Simplify remaining steps

 Workplace organization (5S)

Tool:
* Visual Management — normal vs abnormal identification
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Building the foundation: Step #3

NIl ° Automation Thinking: Touch the product once
« Continuous Improvement Thinking: Process Optimization

Method:  Identify and document best practices

Tool: o Standard work
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Continued Process Optimization: Step #4

Semi Automation

v" Task focus with employee involvement
v" Significant opportunities in most organizations

* Low cost & low risk
v Provides gateway to continued process optimization

v Consider application versus industry specific
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Continued Process Optimization: Step #5

Full Automation

v Operations costs vs pricing

v' Compromise between speed, flexibility and
accuracy/precision

v Integrator/Supplier/OEM Relationship
®  Specification driven
®  Performance driven

v Risk Analysis (Magic box identification)
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Strategies for a productive workforce

Steps toward Full Automation

Full automation based on Automation Thinking steps

5. Full Automation
4. Semi Automation
3. Touch “the product” once

2. Consistent results accomplished manually

_

1. Focus on the 3 P’s
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Strategies for a productive workforce

Steps toward Full Automation

Full automation based on Continuous Improvement
Thinking steps
©

5. Further optimization Full Automation

4. Further optimization semi Automation
3. Optimize the process

2. Stablilize the process
1. Process focus

_
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Agenda

Challenges (o]
Opportunities

Strategies

— Approaches, Methods & Tools
— Skills

Action Plan o&/o
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Skills Toward Automation o

< jo
Continuous Improvement Thinking

>

Technical Thinking

o &

Further Process Optimization
Process Optimization

Process Stability

Iﬁocess Focus
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Skills Toward Automation

Cont. Improve. Thinking :

Small
Improvements

N

Employees & Leaders Valued

-

Continuous Improvement Thinking Steps

® Process performance measures

Standard work

Workplace organization (5S)
Walue Add and Non-Value Add within the Value Stream
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Skills Toward Automation

Technical Thinking

Manufacturing Eng. ‘ e _ Automation

Improvements

Technical Thinking Steps

® Process capability knowledge

Application knowledge

Industry/technology knowledge

|7VVorkrow analysis: part/features, labor & material variances
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Activity

= Split into breakout rooms (

= Enterprise Minnesota will help facilitate and report out RQ QR
= Duration: 7 minutes

Groups will be given 1-minute warning to return

From the strategies presented for a productive workforce and the skills
regquirements to support these strategies:

» What is your first step?
» \What obstacles may get in the way?
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Activity

GROUP FEEDBACK

Spokespeople share example of first steps and potential obstacles
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Agenda

Challenges (o]
Opportunities

Strategies

— Approaches, Methods & Tools
— Skills

Action Plan o&/o
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Automate with Purpose Strategies for a
Productive Workforce

5\82(\1:)1\ e \, ()‘
“The first rule of any technology used ’\> 1 <\ -~ LSS ,§/ -
In a business Is that automation S USCTR D s (,\() . g
applied to an efficient operation will s T CHh Y j ' e

magnify the efficiency. o “ =\ S\X =

The second is that automation
applied to an inefficient operation will
magnify the inefficiency.”

Bill Gates :
Investment Expectations
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Automate with Purpose

Full Automation Full Automation

O O

Characteristics Characteristics

v Higher volume Processes v"Volume challenges
v Dedicated product(s) v Eocus v’ Flexibility required
v Common applications v’ Stability v Custom applications

v Optimization
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Automate with Purpose

A process focus links them

together.
= Equipment (automated)
intelligence needs to be
programmed with ongoing This can be accomplished
maintenance. through an effective
o _ automation strategy built
= Employees come with intelligence on process improvement

and need ongoing training & opportunities.
development.

= Maximizing both to their

o . There Is much work to do!
fullest potential is critical!
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Automate with Purpose
Strategies for a productive workforce

The key Is to take the first
step, and then keep

progressing.

5. Further optimization Full Automation

4. Further optimization semi Automation
3. Optimize the process

2. Stablilize the process
1. Process focus
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Thank you!

Greg Langfield

glangfield@enterpriseminnesota.org | 651-448-0696
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Check your emall for workshop evaluation
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Upcoming Events

Date Featured Expert Topic

Sept. 14-30, 2021 | The State of Manufacturing® | 2021 Focus Groups

Oct. 7, 2021 Keith Gadacz ISO Business Management System
Oct. 21, 2021 Abbey Hellickson Talent & Leadership

Nov. 10, 2021 The State of Manufacturing® | 2021 Survey Release Event
Nov. 18, 2021 Ally Johnston Continuous Improvement

Dec. 14, 2021 Steve Haarstad Business Strategy
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Upcoming Events

aaaall MANUFACTURING
Ll WORKSHOPS

A Model for Manufacturing Excellence Using ISO 9001
Thursday, Oct. 7, 9:30-10:45 a.m.
Via Zoom
Presenter:
« Keith Gadacz, Business Growth Consultant — Enterprise Minnesota

Workshop takeaways include:
 How to use ISO certification in pursuit of operational excellence
« How the components of ISO 9001 work together as a tool to manage your
business
* The role management plays in coordinating your critical business process
flows
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Upcoming Events

Th
Stalte
Focus Groups

« September 14-30
Statewide Survey Release Event
« Wednesday, November 10 from 3-7 p.m.
* Minneapolis Marriott Northwest, Brooklyn Park

Register online at enterpriseminnesota.org
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E Xe C u t i Ve Focus group sessions: Focus group sponsors:

1 Tuesday, Sept. 14 F
10-11 a.m. Virtual Wlp S ikt

Focus Groups 7 mems

3-4 p.m. Virtual

3 Wednesday, Sept. 15
9-10 a.m. Virtual

4 Wednesday, Sept. 15

+  Bound Planet

1-2 p.m. Virtual 4 cvsemsecumiTy
5 Thursday, Sept. 16

2-3 p.m. Virtual
6 Monday, Sept. 20

2-3 p.m. Virtual
7 Tuesday, Sept. 21

2-3 p.m. Virtual Dunw O ke

Reg I Ste_r on I_I ne at 8  Wednesday, Sept. 22 Wy
enterp rlsem I n n esota.o rg 9-10 a.m. Virtual sotﬁuwrswmx,\m\'r

FOUNDATION
g9 Thursday, Sept. 23 r . 1NN
8:30-9:30 a.m. Roseville a OlsenThle‘en ‘;X”XL

10 Friday, Sept. 24 A south Central
10-11 a.m. Mankato @ COLLEGE

11 Tuesday, Sept. 28
1-2 p.m. Duluth BREMER

12 Wednesday, Sept. 29 . PEQUOT TOOL &
9:30-11a.m. Brainerd L@Xlngton MANUFACTURING

13 Waednesday, Sept. 29

2-3 p.m. Virtual
14 Thursday, Sept. 30 e
3-10a.m. Virtual v wie oo ALEXANDRIA - (fying
15  Thursday, Sept. 30
1-2 p.m. Virtual
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