ESTIMATE YOUR TOTAL DOWNTIME
Factory Downtime covers the following seven areas;
1
Overhead Jobs (all the jobs that must occur in the factory to keep the factory running)

· Cleaning (factory floor, smoko room, toilets, offices)
· Repairing
· Servicing
· Meetings
· Research and development
2
Rework
All rework that is generated from staff “getting it wrong” through to “poor direction and specifications on jobs”.  A lot of rework is not known about by management as factory staff have a significant vested interest in concealing their mistakes.
3
Variations on jobs which are not paid for

Many manufacturers have Variation Orders to capture their clients’ variations.  The problem is that these Variation orders then do not get used for various reasons - so this work is carried out for clients at no charge.
4
“Blow outs” of time on jobs
If you cost and sell a job for 20 hours and it takes 25 then the extra 5 hours is Downtime.  This can generate SUBSTANTIAL Downtime if you do not 1) advise staff of the Budgeted time before they start and 2) accurately report to both staff and management Actual time on jobs “Live” when staff finish each job.
5
Waiting for work

Factory staff wait for work mainly for two reasons, namely:

· insufficient sales and 
· poor job scheduling and management of staff on jobs.

6
Training
When factory staff leave employment significant Downtime is involved in

· advertising and interviewing for new staff

· New factory staff getting up to speed.  Many of our clients advise us that their new staff “take twice the budgeted time on jobs on day 1 and it takes 3 months on average to bring them up to speed (ie actual times equal budgeted times)
· Training (trainer and trainee).  This is both new staff and existing staff in new roles

7
Stolen time
Factory staff steal time in a number of ways including:
· 8 times they are supposed to be at benches and machines working.  Most factories lose and have Downtime 30 minutes per staff member per day in this area alone.  This is 2.5 hours per staff member per week.  A 10 man factory therefore has 25 hours of Downtime in this area alone which at $60 per hour cost to run the factory is a $1500 weekly loss
· Standing around talking to other factory staff, personal texting, personal calls, toilet always during work hours and not before work or during breaks.
Office Downtime
You may consider your office and administration staff to be “overhead staff” and therefore an “overhead” cost.  If a significant time of these staff work on specific jobs they should not be treated solely as “overhead staff”.  When staff are treated solely as “overhead staff” SUBSTANTIAL hours are wasted on all forms of Downtime.  (The trend is for manufacturers to have their office and administration staff log on to start and finish jobs on their PC – so Actual times on jobs and Actual times on Downtime are tracked and reported daily and weekly to both themselves and management).
Summary advice

In considering the above if you estimate that your total Downtime is 10% I expect that you are being optimistic and your real Downtime % is a lot higher.
If you have no idea of your total Downtime then allowing a minimum of 20% maybe an accurate and good starting point.
IF you put PCs on your factory floor and require your staff to log onto each Downtime you will see precisely the hours involved.  And because factory staff are conscious of this they work towards minimising their Downtimes.
