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Introduction 

Finding new ways to save time 
and money on your next job 
takes a unique mix of skills. Not 
only do you need the knowledge 
and authority to make changes, 
but you also have to be able to 
use a fresh perspective, reframe 
problems, and rethink your key 
performance indicators (KPIs). 

Chances are, you’ve probably 
optimized your site, making 
incremental changes 
that resulted in marginal 
improvements. Nothing wrong 
with that. But perhaps you 
haven’t tried a fundamentally 
new approach to tackle existing 
problems.   

It’s not easy. 
Take Seth Godin’s short story 
about nesting bowls:

INTRODUCTION

Nesting Bowls by Seth Godin 

“Seven bowls might take up an entire cabinet. 
 

But if the designer slopes the sides of each bowl 
just so, they stack. The amount of space required 

to store them goes down by 80%. 

The hard part isn’t figuring out how to stack them. 
It’s realizing that stacking is an option.”i
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Your supply chain is
bigger than you think

It adds up to favorable 
drop-through

It’s always tool time

Go to the Gemba
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Example of a spaghetti chart for product flows along value streams.

THINK OF TIME AS MONEY

1. Think of time as money 

No – really – the cliche is true. Many of us look 
at how we can save money through intense 
negotiations with our suppliers to reduce individual 
product prices. But that only gets you so far – and 
will probably leave you short of your cost-saving 
goals or profit objectives. 

Instead, focus on how you can deliver 
more time throughout your operations. When you 
provide more time, you create the capacity to do 
more work with the same set of resources.

Spend some effort drawing a spaghetti diagramii. A 
spaghetti diagram visualizes the flow of workers and 
products in a process to identify potential areas of 
improvement. It also helps you see how your team 
physically moves through your workspace.iii 

Start by mapping your workspace. Then, identify 
and number the stations where work happens. Last, 
draw lines indicating movement.

ASSEMBLY

COMPONENT

MOVEMENT
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THINK OF TIME AS MONEY

Once you have your spaghetti on a plate, it becomes a little more evident to: 

Place stations in “C” or “U” 
shape to improve flow 
and communication

Wherever possible, make 
paper tasks electronic

Group related tasks 
closer to each other.

Identify stations employees 
frequently visit and make 
them easier to reach.
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2. It’s always tool time
Do you have high-priced, skilled electricians 
spending time finding materials instead 
of using those materials? A handy metric to use is 
“Time on Tool.” Asked another way, how much time 
do your high-value employees spend using their 
tools? 

For instance, if an electrician spends two hours of 
an eight-hour day working with their tools, their 
Time on Tool is 25%. You can increase Time on Tool 
when you reduce the time your electricians have to: 
 
•	 Travel to and from a location 
•	 Gather equipment and parts 
•	 Coordinate with other teams 
•	 Review logs and history 
•	 Complete paperwork 

IT’S ALWAYS TOOL TIME
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3. Your supply chain is bigger 
than you think
When you focus on getting product out the door, 
you can easily lose sight of managing what comes 
in the door. The whole point of your supply chain is 
to make sure your employees have what they need, 
when and where they need it. But a lot of factors 
contribute to making that happen cost-effectively. 
Here are some thought-provoking questions you 
might ask yourself: 

•	 What’s your procurement process? What kind of 
guidelines does your team have to assist buying 
decisions? 

•	 How do you receive materials? Are things 
misplaced, perhaps because they’re not 
inventoried? 

•	 How do you decide where to stage your 
supplies? Are your most frequently used 
supplies the easiest to reach? 

•	 How do you manufacture, configure, and deliver 
your end product? 

•	 Last, how do you invoice for your work? Is it as 
simple and error-free as possible?

YOUR SUPPLY CHAIN IS BIGGER THAN YOU THINK



10

4. Go to the Gemba

“Gemba” is a Japanese word meaning “the real 
place.” In this context, it means where the work 
actually happens. Hint: It’s not at your desk or 
inside a conference room – but on the factory or 
warehouse floor.

Former Toyota Chairman Fujio Cho’s famous lean 
principles instruct us to “Go see, ask why, show 
respect.”iv 

Here’s how this can be applied today. 
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Go see  
When you “go see,” observe the process rather than the people. This 
isn’t the time for a performance evaluation. Instead, it’s a time to 
ensure your people have the right process, material, and capacity 
to produce a quality product. As you make regular visits, you can 
evaluate the process using different lenses. For instance, you might 
focus one visit on process efficiency, the next on safety, and the 
next on quality.  
 
Pro Tip: It might be awkward the first time you go to the gemba. 
(Your associates might not be accustomed to seeing you there). 
That’s okay. Start anyway. Make it a habit. This makes each visit 
easier than the last.

Ask why  
First, observe how the work is done. Then, ask why it’s done that 
way. Asking why (even asking five times in a row)v helps you gain a 
more detailed understanding of the situation. And it can point to 
the root cause of a problem. Often, it points to a problem you have 
more authority to fix than the people at the gemba. 

Show respect  
Going to the gemba shouldn’t feel like a site inspection from the 
boss. You’re not there to blame anyone or evaluate individual 
talent. Instead, arrive with a learner’s mind. You’re there to 
collaborate with your team and find problems together. That way, 
your focus is on the weak spots of the process, not the weak spots 
of the people. 

GO TO THE GEMBA
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Drop-through addresses your organization’s 
ability to take on more work without increasing 
costs. In essence, how much of a new job can 
you get to “drop-through” to your bottom line? 

Building spaghetti diagrams, measuring time on 
tool, reviewing your supply chain, and going to 
the gemba should all result in increased drop-
through. And at the end of the day, that’s how 
you scale your business.

5. It adds up to favorable drop-through

Call (800) 488-5500 for your 
FREE Site Assessment.

The good news? You don’t have to do this all on 
your own. Summit’s Solutions Team is dedicated to 
looking at existing problems from a different point 
of view. It doesn’t cost anything to bring them with 
you on your next visit to the gemba. 

And the’ve stacked a few bowls before.

IT ADDS UP TO FAVORABLE DROP-THROUGH
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Locations
SERVICE C E NTERS

Arizona
Glendale
10100 W. Montebello Ave. 
Suite 160 
Glendale, AZ 85307 
(623) 270-8000 tel  
(623) 270-8099 fax

Phoenix
317 S. 48th St.  
Suite 100
Phoenix, AZ 85034 
(602) 267–1000 tel 
(602) 275–4273 fax

Louisiana
Broussard
103 Park Center Dr. 
Broussard, LA 70518
(337) 330–1000 tel	     
(337) 837–6579 fax

Gonzales
3348 S. Burnside Ave.
Gonzales, LA 70737
(225) 647–5600 tel	     
(225) 644–8287 fax

New Orleans
621 Time Saver Ave. 
Harahan, LA 70123
(504) 535–2600 tel   
 (504) 818–1236 fax

Sulphur
3010 Business Dr. 
Sulphur, LA 70665 
(337) 312-1700 tel 
(337) 533-8399 fax

New Mexico
Albuquerque
2900 Stanford NE 
Albuquerque, NM 87107
(505) 346–9000 tel    
(505) 346–1616 fax 

Farmington
515 Electric Ave. 
Farmington, NM 87401 
(505) 326–9300 tel    
(505) 326–1620 fax

Santa Fe
1143 Siler Park Ln. 
Santa Fe, NM 87507
(505) 438–8400 tel    
(505) 438–3300 fax

Texas

Abilene
3202 S. Treadaway Blvd. 
Abilene, TX 79602
(325) 691–9600 tel    
(325) 691–9599 fax

Austin
3206 Industrial Terrace 
Austin, TX 78758
(512) 248–2800 tel    
(512) 248–2680 fax

Beaumont
4825 Stone Oak Dr. 
Beaumont, TX 77705
(409) 351–3100 tel    
(409) 842–5977 fax

Bryan/
College Station
1800 Cavitt Ave. 
Bryan, TX 77801
(979) 307–5000 tel    
(979) 822–2928 fax

Clute
303 Commerce St. 
Clute, TX 77531
(979) 265–8400 tel    
(979) 265–9379  fax

Corpus 
Christi
453 S. Padre Island Dr. 
Corpus Christi, TX 78405
(361) 698–3300 tel    
(361) 884–1889 fax

El Paso
7701 Lockheed Dr. 
El Paso, TX 79925
(915) 778–2600 tel    
(915) 772–7736 fax

Fort Worth
500 North Beach St.
 Fort Worth, TX 76111
(817) 831–4500 tel    
(817) 222–9200 fax

Houston
8718 W. Little York Rd.
#100
Houston, TX 77040
(713) 230–6300 tel    
(713) 236–2151 fax

Irving
3551 West Royal Ln. 
Irving, TX 75063
(214) 357–7000 tel    

La Porte
2202 S. Battleground Rd. 
La Porte, TX 77571
(281) 241–2000 tel    
(281) 241–2001 fax

Midland
4915 W. Industrial Ave. 
Suite B 
Midland, TX 79703 
(432) 218–2500 tel    
(432) 689–2376 fax

San Antonio
2401 Brockton Dr. 
San Antonio, TX 78217
(210) 824–5500 tel    (210) 
826–8700 fax

Waco
5101 Franklin Ave.
Waco, TX 76710
(254) 776–2300 tel    
(254) 741–6999 fax

 
 
 
 
 

D IVISIONS

Marine
621 Time Saver Ave. 
Harahan, LA 70123
(504) 535–2600 tel   
(504) 818–1236 fax

EP&C
8718 W. Little York Rd.
#100
Houston, TX 77040
(713) 230–6300 tel    
(713) 236–2151 fax

International 
Sales
8718 W. Little York Rd.
#100
Houston, TX 77040
(713) 230–6300 tel    
(713) 236–2151 fax

SEE OUR LOCATIONS AT SUMMIT.COM/LOCATIONS


