etups are one of the primary
hanes.of any process, especially
manufacturing. This is not
hecause the setups themselves
are unnecessary or ineffictent,
but the way traditional American
manufacturers view and deal
with the setups is inherently
unhealthy and unprofitable.
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More on Lean Manufacturing...
What'’s Your Setup Time?

By Barrier Advisors, L.P

What da the lollowing situalions have in common?

imagine vou are at @ bar, wailing in line o order a drnk,
The hartender gsks the person in front of you what ey want,
and they respand with, *Let me think..." Finalky, they order and
the barlender makes their drink. When the bartender asks for
payment, the person (ooks in hisgher purse for her wallel, rifles
thraugh it for the cash and then figures sl what bill com bination
te pay with. As the fransaction cangludes, you see the bartendar
roll his eves. 11 will ba a long time before this pairon gets served
anather drink,

An aergspace manufaciuring company, with approximately
$1040 million in sales, 1eaters on the brink of disaster. The cradid
line is stretched o the mak, they borrow ewery day up to the
lirnit, thay ara months behind on critical deliverias to some wery
unhappy euslomers, their yendars are demanding paymond and
threaleting nat ta ship, the machines an: running at full cepacity
et shipmenis ame being missed, 1he cusiomers are canceling
prders o placa them with the com pany s campetitors, thema s
way oo much inventony and the emplovess are loeking for new
jabs, Their industey §s booming, DU This company won't see any
of that increased demand for its products. Ne ane can figure ouf
why the compamy is in such bad shaps, becausa the products,
inddividually, are very profitabla,

To miost peoobe, the above situations have nothing in comman,
But ta anyene trained In “lean” phitcsophias, the csnmon thread
is clear: Setup times,

At Toyota (the grandfather of lean
manufacturing), waste is a sin,

and that includes any kind of waste —
including overproduction.

Spfups, a.k.4, changeovers, are one of the primary banes of
any process, especially manufacturing. This is not because the
setups themaelyes are unnecessary or insMigient, but the way
fraditional Amarican mamutactuners view and deal with the setups
15 Inherantly -Jnhaalth',- and unpnc_:-ﬁ.lal.'lle. Anyons with a basic
knowiadge of ecoromics cen figure out that the per-wnit cost
of any fised cost is lowar as it is spread over a barger numbser
of units. Since the objective in business 15 (o K2ep Cosls T,
there 15 an inharent dove 16 “amartize™ the setup ower as many
units a5 possible even i that means kesping bots of irventory
for | hopefully] fufure orders.

The above guest For efficiency in “amarfizing” setups is
exactly what caused the desteuction of the agrospace company's
businass, Becayse Their sefup times ware so lang, and olten a
cause of scrap, the company would produce up o sis month’s
inventory of a Fw-volume part in order fo maxirmize thesr run
eificiency, And for that product, they didl Unfortunatzely, while
their machines were busy producing parts that wauldn't sell for
anathes Iwo seasons, they wera not busy producing @ part that
was needed for shipment the neat day. But it wasa'l their faull
really, becayse the setup times were pretly much fixed, so thay
were doing the best they could.

Cr wara they?

At Toyata (the grandiather of lean manuiacturingl, waste is a
sim, and that includes any kind of waste — including sverproduc-
tion. S0 would the answer be pioduce only tha numbar neaded
for the nexl ordes, @nd then fail aven further behind nést maonki
when ancther lenglhy selup s negded o produce the zame parl
jusi produced? Toyala's answer wodld ba "Yes.,, Excepl glirminals
the word 'lengthy’ from the setup description.”

t is pracisely on how that last poinl is viewed which
detarmines whether a8 company will becors he workd's langesi
autamalkear [Towola) or be bashed to pieces spon the rocks of
phamiom ineffickenties ((he Aepspaca company). Al the gerosgace
compeny, management dismissed the idea thatl thelr setups could
be imprawed much — bacavse i they could, they would have
glready done it! The setups were 85 good as they wauld get, Look
glsawhere for the splubion, more machines, more capacity, e1c,

Tnose versed in lean manvtaciuring wauld have responded
diffarently. Instead af viewing themsebhes as helpless viclims of
their selup process — lika the aemepace cormpany — they would
have facused like a laser on culting dawn Lhe setup times, And not
by jusk & fewr minules hene or there — drastically, The approach
used by Tawoda in reducing setup times is calied SMED, short 1or
Single Minute Exchange of Dies, The key words hare am single
minute. Toyota Isn't interested in reducing a two-hour setup
time down to one howr — they want one minute. &nd it is the
intansa discipline and sciantific approach thal Toyola psaneered in
reducing setup tirmes, which alkows the entira Toyata Production
sysiem to function. Withowt it, Toyola would be no better off
than the aerospace company. Bacause ean manwfacturers visw
thermseives &g the owner of the selup process. and rab a wctim
of it, they ampowar themselves T do semething about it

Wivw, 10 came full circle: satup timas for he bar scene? Out
of all of the steps that the custemer did while the barlender was
waiting on her gecision and for paymant, handing over the cash
wiaz [he only =iep that had fo be dang while the bartender was
waiting for it. The solution herg should be obvious — hawve your
mind made wp on your diink before the bartender asks, and while
ha is husy making your drink, get your cash in hand. This is why
bartanders are trained, when the bar gets crowded, o laok Tod
gnd serve firsi the cusiomers whe have thesr cash visible, For
the aprospace company, refocusing eflorts Lo drastically cut the
setup Hmes woukd produce resulls 1enfold over their current focus
of dealing with the symptoms. £ might ok be free — though
miest of the SMED tachniques are — but 2 few hundred [housana
dallars spent Lo revolutionize their satup precesses and theraby
sayve the company would b a bargain compared to the cosls of
a Chapler 11 hhing, &bl

Barrier Advisors, LB gpwialize v providing swasegic, fnmal
and aprmtional sipport b fowmpenies Hrmughout theiv Be cpcle, from
garfy-stage rarr-wps to waiure, [aler-stage enterprises. Specifically, Barvier
Addvispry deffvers comporzle restratanig, sovpomte peronmrie ard -
ralet firactnice sedurinng fo bogwds, manapememti fearrs avall 2taliehiolders wdeare
campaies are faceng the challoeger of friph growth, merker shire stagnarion
o distress, For more iglermmesiior, wsel s barriessdiigon, mm



