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" MANUFACTURING STRATEGIES

Lean Machines

A look at how manufacturers add lean muscle to their business — from
theory to practice at a reman shop in Alberta.

Phil Ginter

_any wood products manufacturers today
are already sold on the potential benefits
offered by the lean manufacturing
approach. Low inventories, technology to
produce on demand, and relocation to small-
er premises are proven lean manufacturing solu-
tions, and have been implemented by many over the last
years. However, companies are frequently facing the chal-
lenge of how to put the smart theory into practice on the
shop floor.

Lean manufacturing is a production philosophy. Its
implementation requires a change in the traditional way of
examining business processes. Implementing lean manu-
facturing principles is also an ongoing process. Normally
it does not require a major investment in new equipment,
but rather an investment in training all involved in' the
proper mental approach to the one-piece, continuous flow
manufactuning process.

Industry advisor Phil Ginter holds lean manufacturing
workshops as part of Sclutions for Wood, a Forintek man-
ufacturing advice program. He explains some practical
steps in adopting a lean approach:

1. Appoint a person to be in charge of implementation
and form a support team: To guarantee a continuous
transition process, a company manager, ideally the pro-
duction or plant manager, needs to be put in charge of
managing the production systems’ changeover. This
‘lean champion’ must be familiar with the new produc-
tion management systems, and also with the company
objectives and company strategy, and understand the
need for the changes. Then, the transition manager
should form a support team of key members who will
follow up on the changes and motivate and guide the
production staff.

2. Analyze the factory’s situation — map the value
stream: Before implementing any changes, a value
stream map of the whole organization that focuses on
uncovering waste and revealing how to streamline your
manufacturing process should be drafted. The value
stream-mapping tool identifies production bottlenecks
by looking at cycle times, changeover times, the
number of operators required, the work in process
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LQuality control at Nose Creek Forest Products. “Feaple are naturally
refuctant to change, and if they are not bebind it, it will not get imple-
mented,” cantions Nose Creck general manager Ron Humting,
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inventory, and machine uptime.

After developing a map that shows the current flow of
materials and information needed to make a product,
problems are diagnosed, changes are suggested and a
future state map representing the improved manufacturing
process is drafted. This process could involve rearranging
machinery in a more logical ceflular type configuration,
and/or re-assigning workers to new tasks to achieve con-
tinuous job flow. To learn how to do this, look at the front
office procedures first and give management a task such as
defining ‘what are ail the current steps undertaken in pro-
cessing an invoice?’ Ask how they could reduce those
StEpS.

Technically, all the steps in paying an invoice are non-
value-added steps, yet they are the necessary evils of doing
business. The question is how many of the current steps
are necessary, and which could be eliminated, i.e. by hav-
ing duplicate signatures, etc.

Ask employees what their daily struggles are. Most of
them will identify simple things such as not having
proper or enough tools at hand, or constant breakdowns
of a certain machine. With this approach you are doing
two things: You are listening to the employee; and you are
identifying the changes that are easiest to address first.

From alf these steps, make a future state map represent-
ing the improved manufacturing process, and derive an
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improvement action plan. Value stream mapping is not a
one-time event. Successful lean manufacturers are apply-
ing value stream mapping conttnuously to their manufac-
turing processes to get better results.

3.Pass the vision on via training and by starting small
improvement projects: Visiting factories that already
practice lean manufacturing will show your employees
that lean manufacturing is more than just a theory. Also,
start by training them on lean basics such as the “5-5”

process, the seven deadly wastes, visual measurements, - .
and set-up reduction. Work with the employees on small .
improvement projects that will make a différence for the: -
employee as well as the organization. Aveid Changesf-' -

that only management corisiders a priority. If employees

see improvements, they will buy into the lean concept

more readify

4. Manage resistance and avoid common’ lmstakes As 5

1mprovements occur, you will elxmmate unnecessary
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Structurlam Products Ltd
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Adera Capital Corp.

PricewaterhouseCoopers Carporate Finarice Inc.
acled as exclusive Financial Advisor ta the Vendors:
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Abaout Structurlam

Founded in 19862, Structurlam designs, manufactures and assembles
precision engineerad wood/heavy timber packages for industrial,
commercia and institutional customers throughout North America

and offshore from its state of the art manufacturing facilities located
in Penticton, B.C,

About PricewaterhouseCoopers Corporate Finange inc.

PwC Corporate Finance feverages its global network of professionals,
provides a full range of advisory services including mergers and
- acquisitions, financial advisory and other corporate finance services.

Contact:

John Bowyer 604 806 7512
jahn.c.bowyer@ca.pwe.com

PricewATerriouse(CoPers @

WWW.pWC.com/ca

Darry! Eday 604 806 7536
damyl.r.eddy@ca.pwc.com
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on the lean joumney this 1§ the most critical task. The
lean champion needs to make sure that the sustaining
component of a lean approach happens every day. Here
is an example: Have each employee suggest and imple-
ment 2 fixed number of i improverments within a- fixed
time period each year. If this is part of an annual per-
formance review and an employee reward system, staff
will be much more encouraged to sustain the lean
approach :

Lea.n omthe Nose

A company that managed the transition tb Iean manuﬁac—
" turing’ s&}ccessﬁzil}f is: Nos .

& Creck: Forest Praducts
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: 4368 Mtlwaukee Way Prince- George B €. Camada V2N 573
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Stay tuned for more exciting new

developments in 2007

J“’ PROGRESSIVE
S22 MACHINE INDUSTRIES, INC.

Do you need sequant;aﬁy Numbered & Bar Coded tags"
Would Color Coded tags help you to better Identify your producis?
Do your log tags need to withsiand Harsh Environments?

Do you need to meet Residue Restrictions for waste chips that you
sell to pulp mills?

For easter visibility do you want BIG tags with EXTRA LARGE
numbers & bar codes?

Employees learned what lean was,
the benefits, and ways the principles
could be implemented.

“It also gave them the chance to
ask any questions they had about
lean and what it would mean to them
and their job,” explains Ron
Humting, generaf manager at Nose
Creek. After the seminar, Ron
assigned a lean champion to look
after impiementing the lean practices
in the plant.

In' the spring of 2006, an addi-
tional training session took place. All
Nose Creek supervisors and key oper-
ators attended a six-day lean manu-
facturing course — which was geared
more towards their level. This gave
the group additional tools to help
implement lean within their areas of
control. After those sessions, they
focused on working further with their
employees to help them implement
lean practices and get the plant up
and running for the busy Iate
spring/early summer season.

“You definitely need to have the
buy-in with your employees. They
are ultimately responsible for success-
fully putting the principles into prac-
tice,” he stresses, This includes all the
employees from the floor to the
office. “Having a good strategy is key
for the buy-in process. This can be
accomplished in a variety of ways,
from starting with your key operators
to focusing first on only one part of
your manufacturing process, People
are naturally reluctant to change, and
if they are not behind it, it will not
get implemented.”

Ron’s advice for manufacturers
that are about to switch to lean man-
ufacturing is to take the time before-
hand to understand what you want to
accomplish with it. Over the next
months, Nose Creek Forest Products
will continue to leam how to more
effectively use lean tools and find
more opportunjties for improve-
ment. “It’s important to keep
it going once you get started,”
confirms Ron.

Bhil Ginter i a secondary wood producry spe-
cralist with Forintek based in Manitoba, This
articly was written specifically for Canadian
Woad Products. Phil can be reached at 204-942-
2090; phil@van forinteh.ca. For more info,
vistt teumn.solutionsforwond.com.
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