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Moving Step by Step
To a More Efficient Plant

Maximizing efficiencies in existing operations can help printers boost plant
productivity, increase profitability, and strengthen their competitive position
without making a major capital outlay for new construction.

By Hal Erttinger

ack when the economy was

flourishing, the trend in the

printing industry was to add
more square footage onto existing
buildings in the hopes of doing away
with nagging operating inefficiencies.
It was also a way for a company to
show the community and customers
that it had “arrived.”

In some instances, physical expan-
sion or plant relocation was the right
choice and the only way to improve
plant efficiencies.

However, in too many cases, that
approach was misguided. Often, it
simply was a way to avoid the hard
work of analyzing existing operations
to find the root causes of plant ineffi-
ciencies.

Where are those companies today?
Many didn’t survive the hard times.
Many others find themselves strug-
gling under a huge burden of debt.
Those companies who chose instead
to look for ways of increasing effi-
ciencies within their existing opera-
tions are more likely in a much better
position.

Your company can reap the bene-
fits of increased plant efficiencies as
well. Analyzing how to improve your
current operations can help you to:

® Maximize plant efficiencies by
getting at the root causes of plant
inefficiencies and eliminating or
improving them.

® Improve your company’s ability
to respond more flexibly to new
opportunities in both existing and
emerging markets.

e Increase productivity and prof-
itability.

® Gain the best value for your
capital outlay dollars in lieu of new
construction.

¢ Achieve efficiencies with mini-
mal disruption of operations (as
opposed to the havoc construction
can cause).

¢ Extend the “shelf life” of your
existing building.

The first step is to identify those
elements currently contributing to
plant inefficiencies.

“Optimize space by
using every square
foot of it wisely.”

The table on the facing page can
be used to facilitate this process. It
divides the various operational func-
tions into three groups and provides
five criteria to use in evaluating each.

Key Criteria
Key evaluation criteria include:

® Negative return on investment.
This is the first criterion to consider.
[t refers to areas that are either
underutilized or not used at all.

In making this assessment, consid-
er not only the site (including park-
ing lot, truck access, and waste-elimi-
nation areas) and the building
(including mezzanines and mechani-
cal and electrical rooms), but also
such things as off-site warehousing

and/or fulfillment areas. Make note of
anything that is not being used to its
maximum efficiency.

® Material handling. Evaluate
your material handling strategies.
How is the movement of skids and
materials (e.g., raw materials, work-
in-progress, finished goods) being
handled? Does material flow in an
organized way! Is space being used as
efficiently as possible?

Making improvements in this area
will save valuable time and reduce
waste.

o Adjacencies. Look at depart-
ment adjacencies to determine how
people, information, and materials
are flowing among the different func-
tions in the plant.

Are departments that need to
interact frequently placed advanta-
geously? Is there a high incidence of
having to go through one department
to get to another?

Make note of areas where exces-
sive resources are being used or
movement of product, people, or
information is redundant.

® Production trends. What are
the trends among the jobs your com-
pany is doing for your customers? Are
there niche markets that can be
developed? Are there recurring
processes that can be made more effi-
cient?

Making these assessments can
help you serve your customers better
and gain a leg up on the competition
in attracting new business.

® Space wasters. Clear out all
clutter. This includes, for instance,
old equipment that is never or sel-
dom used, as well as raw marerials or
finished goods that have been sitting
around for years, etc.

Such clutter is just taking up valu-
able production space. Learn to opti-
mize your space by using every square
foot of it wisely and not wastefully.

Look at the space you free up with
a new perspective. For instance, can
you rent or sublease it? Consider all
the alternatives.






