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more productiuity...?

‘Please sir, can | have some
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GM of leading NZ mobile solutions provider Maobico, Aldas
Palubinskas, is passionate about productivity. He discusses how
leading NZ businesses can achieve real world productivity gains
and how they can get the dickens out of their day...

o0 you sometimes wish your people
were more like machines, robots,
worker bees or soldier ants? Why do
people have to have feelings, good
days, bad days, pride and goals? How come there
are still so many jobs that require staff to do menial
and highly repetitive tasks. For example, moving
goods, or recording details about tasks. Every day,
in New Zealand, millions of these repetitive tasks
are performed. This is the backbone of modern life.
But it is often dreary and boringly repetitive work.

Could you do it, day after day, year after year?
Thankfully, life is probably not a Dickens novel for
you or I, but it is staggering how many Victorian
era paper-based practices remain in the modern
workplace.

We can all talk about how government should
improve productivity, but how many of us have
really improved productivity within our own work-
places?

Is it up to you to change this? Will jobs con-
tinue to be lost as larger and/or offshore companies
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swallow up NZ companies, because they fail to
invest in technology to streamline necessary but
error-prone menial repetitive tasks? What can you
do?

Changing business processes is certainly
hard. It can feel like trying to get out of a moving
car because there is so much momentum. But it
need not be like this. Here are three simple steps
to improving productivity. These are based on
how the leading businesses we work with and the
“agents of change” that work within them do it. I's
a simple, proven and potent approach.

1. Find it

2. Prove it

3.Doit

1. FIND IT

If you've read previous features or case stud-
ies, you may recall Mobico specialises in handheld
mobile computers. The majority of the 20,000 or
so units they look after throughout NZ are doing
the most boring jobs in the country. You might say:
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“What they do isn't innovative, it’s repetitive”
So, what are the most repetitive tasks in your
organisation?
« If you are a service company; it's scheduling jobs,
recording time and replacing parts
« If you are a wholesaler or retailer, it is replacing
stock
« If you are in freight or warehousing, it is moving
stock
« If you are a hospital, it will be ordering/replacing
supplies, recording details and cleaning
« If you are a council, it will probably be mainte-
nance and inspections
« If you are a hotelier, cleaning rooms and restock-
ing the mini-bar
Large parts of your organisation’s people and
capital are committed to similar tasks every day.
They are repetitive, but always need to be done on
time, with accuracy and care. Every day, year after
year.

FORM YOUR HYPOTHESIS:

“We can reduce shipping errors by 90%”

“We can reduce stocktake time from 24 hours to 4 hours”
“We can make two additional customer visits per person,
per day”

“We can reduce stock losses by 50%”

“We can reduce the time to complete the task by 20%”
“We can reduce inventory by 15%"

Once you have agreed on a theoretical target,
work through what the business benefit is. Be spe-
cific. Productivity gains are typically evolutionary,
not revolutionary in size and value. If your hypoth-
esis is credible, you will be able to theorise repeat-
able benefits, but typically they may be “small”.
Such benefits frequently range from $20 to $50 per
task worker, per day. While costs to achieve them
are around $10 per day. People can often lose heart
at this stage, feeling that it will take a lot of work
and cost to achieve what on the face of it looks to
be quite a small gain.

Using a handheld mobile computer improves
the quality and consistency of these tasks. These
reduce errors, eliminate double-handling (ie.
the re-keying of data) and speed up service. But,
perhaps most importantly, they take some of the
drudgery away from the tasks.

However, $20 to $50 is actually a very large
gain. Did you know $30 per person, per day eas-
ily extrapolates to the equivalent of $200,000 per
year in extra sales. Consider this: average net
earnings are often less than 5% of revenue and, in
most cases, the benefits proposed can be viewed
as flowing directly to the bottom line, given they



WHY THE DICKENS?

Don’t continue to stand still and let others consume
your business and potentially our country. Don't keep
using processes that have been around since the
1800 and 1900s.

1. Find the dreary tasks. Form your hypothesis about
what can be changed and the expected benefits.

2. Keep the scope tight and prove it. Convince yourself

and then the sceptics.

3. Know that productivity is improved through evolu-
tion — and get on with it.

are normally a direct cost of sale or operating cost
reductions. So, $30 divided by 5% = $600 per day
x 365 days, or 250, depending on your company.
So, do the maths. Also take into account the com-
pounding effect. However, you look at it there will
be a good return. So, keep believing in it.

2. PROVE IT

With a clear hypothesis, like any scientist, you
will need to prove it. Think about the processes
around this task. But not too many of them. The
secret to a successful mobility project is to keep the
scope tight and the concept simple.

This can also be said about many projects, but
specifically with mobility the tasks being improved
on are repetitive. Start with the most simple repeti-
tive task. You can always add other tasks later. Also
keep the error handling process simple and ideally
not on the mobile computer. For example, when
doing a stocktake, if the item you've just scanned
isn’t recognised, just take it to the stocktake super-
visor. Don't design your stocktake application to
add the item as this will complicate the process and
potentially introduce data integrity issues.

Once you have a tight scope and functional
specification, it is then very easy and cheap to build
a prototype/proof-of-concept mobile application
and run it on borrowed or rented equipment. Once
you have this, you can then work through your
new improved process recording the results and
findings. Then record the same process done the
current way and estimate the savings.

EXAMPLES:

“We ran the proof of concept order picking system for 2
weeks. We found orders took on average 8 minutes less

to pick and every order was 100% accurate. Without the
order picking system 5 out of every 100 orders had issues.
Based on 25 orders per day per person, we estimate the
system will save 100 minutes per day in picking, plus at

least 20 minutes per day sorting out incorrectly picked
orders. This improves our performance by 2 hours x $20
per hour = $40 per day”.

“Our stocktake used to take 6 people 4 hours for 4 nights.
That’s 96 hours. What’s more the stock changed as we
opened during the day. We put in the stocktake system, it
now takes 4 people 4 hours. That's a saving of 80 hours
and we get it done all in one night, so the stock is accu-
rate. The time saving alone is worth $1,200 each stock
take”.

“The technician saves on average 8 minutes per job.
They do 7 jobs per day. Saving 4 minutes 7 times per day
means we save 56 minutes per day, which allows us to
squeeze in an extra job most days, which generates an
average of $70 per day extra”.

3. D0 IT

Great. You've found out how to save some
money, or make some more. Is this the moment of
truth? Is $30 per day, per worker enough benefit to
get the project approved? It adds up to a lot extra
on the bottom line at the end of the year — or does
it? What is your threshold?

Some businesses will do it for $10 and some
will easily get $100 or more. However, many busi-
nesses seem to feel that $30+ per day, per task
worker is not enough of a benefit to pursue. Did
you know most mobility projects have an ROI of
less than 12 months, but they take on average 4
years to get the go ahead. There’s always plenty of

€xcuses:

EXCUSES EXCUSES:

“We can’t reduce head count, so it isn’t a real saving”
“We just need to try harder and reduce errors”
“Everyone does it the way we do, so why should we
change?”

“It's not in this year's budget”

“If we are going to do that, we also need to do this and
this and this”

These are the same reasons that government
departments find it hard to change. Is your busi-
ness the same? Have modern business manage-
ment practices paralysed common sense decision
making?

Improved productivity is not a destination, it
is a journey. Make some decisions, follow in the
steps of others and enjoy the benefits of their learn-
ing. Start focused and expand the scope over time.
Provide your workforce with tools that improve
the menial, task-based jobs, that even make them
fun.
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Mobico articles on iStart

C3 clears log jam, allowing customers to

see the wood through the trees

Tracking logs was a long-standing problem until a
modern wireless network solution was implemented
which gave C3 customers the ability to monitor their
consignments at the Port of Tauranga...

refer case study in this magazine — and at:
www.iStart.co.nz/mobile-business

Mt Ruapehu skiers slide through queues

after technology overhaul

Skiers at Mt Ruapehu are the first in New Zealand
to take advantage of a new wireless RFID scan-
ning solution that increases customer convenience,
reduces overheads and minimises ski pass fraud...
www.iStart.co.nz/mobile-business

Clunky mobile devices evolve into savvy, elegant
tools

Mobile solutions can radically improve business
process, and make and save companies’ big dollars,
says mobile solutions specialist Mabico. ..
www.iStart.co.nz/mobile-business

NZI Breakfast: SME Spotlight —

Mobico helps stop fraudsters

Corin Dann chats with Mabico's Aldas Palubinskas
and Mike Smith from skifield operator RAL about
fighting fraud on the skifield...
www.iStart.co.nz/mobile-business

THRIVE despite the recession with mobile
solutions

Current rhetoric is still focused on surviving the
recession, but fortunes have been built in bad
times. Mobico's Aldas Palubinskas talks to Johanna
Bennett about how business can thrive by focusing
on managing the job — with a little help from mobile
technology...

www.iStart.co.nz/mobile-business

For more information:

Mobico is NZ's largest specialist
handheld mobile-computer and
wireless-network provider. It has
installed — and supports — over
700 wireless networks across
NZ, operating 20,000 handheld
mobile-computers.

Contact: aldas@mobico.biz
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