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Restart & Recovery
Planning for the issues – Critical items to be addressed
The abruptness of COVID-19 and its impact on business and manufacturing has no
precedent in history. There is no model to follow to address the myriad of issues that
must be planned for as the country and leaders figure out how to get back to work.
The significant unknowns involved make this a complex planning problem that will
require a flexible planning model to cover a range of potential issues.

A flexible, risk-based planning model is needed to
capture a range of issues and uncertainty

Developing a risk based model can be done in sections by a team and then merged to
enable evaluation of the full scope of the business and planning and have a dynamic tool
to evaluate the risk to the business to each area as well as develop and track the plan
forward for each of the risk areas.
First, we will review areas of the business that need to be addressed, at a minimum and
we will close out with ideas of how the risk-based evaluation model may be constructed
simply with just an Excel Spreadsheet.
The issues that need to be considered: Employee Safety, Psychology of the Workforce,
Supply Chain & Suppliers, Managing Working Capital, Process Re-start, and Contracts
& Schedules.
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Employee Safety

In the new COVID-19 era, Employee Safety now has many more issues to be considered
beyond the traditional safety programs related to safety in manufacturing operations.
The concepts of social distancing and cleaning/sanitation of shared work areas will be in
the forefront of all employees’ minds as they come to work. Also, employers need to
consider the potential to have all employees wear surgical type masks to help stop them
from spreading if they are unknowingly infected. Specifically, employers need to
develop policy to address the new workplace expectation for social distancing in the
near-term before a vaccine for COVID-19 is widely available. This can be a difficult
situation in a manufacturing facility where existing production lines were not developed
with providing space between employees as a criterion for the line layout. This may
require physically moving equipment, if possible, or in the alternate that is not possible,
other mitigations, such as wearing the N95 mask for employees that can’t be separated
due to equipment constraints.
The other issue that must be addressed in a new way is sanitizing of shared workspaces
and equipment. This will also need to be considered for any tools or gages that are
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handled by multiple employees and how cleaning happens at shift changes. Finally,
employers must rethink policies on what to do when an employee may be sick. Should
employers take each employees temperature everyday upon arrival at work? This issue
may require detailed discussion with Human Resources and legal consultation to ensure
compliance with any laws and regulations.
Returning employees must also be reminded of traditional safety measures and we
suggest a Start-Up Safety Campaign to get all employees mind focused on the task. In
addition, this would be a good time to do refresher training for any safety topics and
incorporate any new requirements around social distancing and sanitizing.
Psychology of the Workforce
People are understandably apprehensive regarding everything with COVID-19,
especially since it is not something we can see and directly understand. As soon as
operations begin and employees return does not mean things are “back to normal.” In
fact, they will be far from normal and will be establishing a new normal as everyone
integrates back into the workforce. However, employers need to be prepared to address
employee concerns related to the issues discussed in the Safety section above related
to social distancing, sanitation, wearing masks and other potential apprehensions
employees may have specific to their work assignments. The time to develop a plan is
now so that the framework to respond to employee concerns is ready and can be briefed
to all leadership and supervision so they are ready to work with employees and provide
the sense of team through the organization. If employees feel that leadership is not
understanding or responding to their concerns, it will make the work environment
difficult, which will impact productivity. Work with your existing Employee Assistance
Plan (EAP) provider to coordinate and publicize the availability to employees. If you do
not have an EAP plan, it may be a good investment to seek out a plan provider to help
employees with any issues through this time period.

Plan and train supervision to be prepared to address
employee concerns prior to restart
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Supply Chain

Prior to any ramp-up or restart, the supply chain and inventory of on-hand raw materials
must be verified. Understanding the situation of each supplier:
 Did they shut down?
 What is their plan to restart?
 What is the status of the supplier’s raw material?
 What alternate sources of supply are available?
A robust communication plan is required for working with each supplier to ensure having
materials to start production efforts. Specific requirements on open orders at each
supplier and any changes to schedule must be closely monitored and coordinated with
production schedules. A daily monitoring system should be developed so all supplier
information on schedule and quantities can be captured for review and risk assessment
to meet production schedule requirements. Investing time in working closely with
suppliers will ensure risks are identified as early as possible so any mitigations or
schedule changes can be enacted to minimize any negative impacts on the business.
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Working Capital

With the significant disruption to business that has potentially slowed, or stopped
production and revenues, cash and managing working capital is a vital issue to every
business. A restart/recovery budget should be developed to closely manage and
monitor cashflow. There will be additional expenses in the restart beyond normal
expenditures with getting production lines operational, any maintenance that needs to
be completed for start-up, and specifically any actions needed to accommodate social
distancing and sanitization of the workspace.
In addition, the cash needs of suppliers who may be small businesses is critical to
ensuring operations can be maintained. Verifying with suppliers their cash position and
needs in this environment is essential, especially for large businesses that may be able
to work with smaller suppliers on material advances or other ways to ensure they have
cash to manage through the uncertainty. The ability to get back to running could be
easily derailed if critical suppliers cannot support your deliveries due to a cash shortage
to fund their inventory or operating expenses. This activity needs to be happening right
now on an ongoing basis to work with suppliers and develop detailed plans and actions
to ensure they have the cashflow to sustain their operations through this challenging
time.
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Production Process Review
Prior to restart, a planning review of each production line/process should be undertaken
to ensure all aspects of guidelines on social distancing and sanitation are considered and
resolved. Detailed reviews of locations of each employee in the process, what types of
interactions employees have and what physical changes need to be made, if practical,
to add the appropriate distance between employees. Depending on the product and
layout of the production line/space, this may be extremely challenging. In the
alternative, what PPE can be utilized (masks, physical guarding/plexiglass, gloves, etc) to
create a workspace that allows efficient production while also addressing employee
safety concerns.

In the process shown in the picture, there would be significant work needed to
determine a line lay out and how to manage social distancing on this line.
The sanitation of workspaces and common tools must also be addressed. What
frequency of sanitation needs to be accomplished (between shifts, after breaks) and
who is performing the sanitation? In a unionized environment, this may require
discussions/negotiations to determine who does each task and what job classification
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these activities fall into. This would also be an appropriate discussion to have with a
Safety Committee to gain employee participation and ownership of the activities and
address concerns specific to the operation. This area will also need Supply Chain
involvement to find suppliers that can provide the types and volumes of cleaning
supplies to take care of the significantly increased amount and types of cleaning agents
and products required.
Contracts & Schedules
The customer needs and issues may have changed due to COVID-19 and the ensuing
shutdown in the economy. What changes have happened to your customers demand
and will the schedules in place prior to the shutdown still apply? Having direct
discussions with customers on their needs and the changes they are experiencing is
critical to developing a plan to re-start. If you are providing product that is part of a
system for the customer, will all of their suppliers be able to support the required
schedule or will an imbalance occur and your product may be moved out to
accommodate other supplier schedules. In the planning process, the customer needs to
be first and you should “start with the end in mind” and backward plan all the steps
reviewed in this whitepaper. The customer needs and schedule requirements form the
basis of the planning model and decisions to restart production. Some customers may
have supplier portals that may allow you to see the requirements and any changes to
demand that will impact schedules.

Start with the end in mind – backward plan all steps from
the customers’ requirements

Risk Based Modeling
There are many ways to assess risk and plan but the basic model that assesses the
likelihood of an occurrence versus the impact of that occurrence is the simplest way to
see where action plans and mitigation plans must be developed. For the restart of
production, a good place to start is where we ended with the last section – the customer.
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Using the current schedules work back to the actions needed. A simple Excel
spreadsheet can be developed with a scale of 1 – 10 for likelihood of an
occurrence/action and a 1 – 10 scale for the potential risk impact of that occurrence.
Occurrence
Social Distancing
Sanitizing Shared Workspace
Supplier XYZ raw material
Supplier ABC schedule delay
Alternate source for widget
Supplier LMN cash flow
Sanitizing Supplier Schedule

Likelihood (1 - 10)

Impact to Business (1 - 10)

Risk Score

10
10
4
6
2
6
8

8
8
10
7
5
2
7

80
80
40
42
10
12
56

This is a simple example of a risk model that can be developed across all functional areas
and then merged for the full view of the business. The higher the risk score drives a
higher level of planning and risk mitigation activities. This model should be updated
regularly to capture changes and determine where resources need to be applied and
more closely monitored. In addition, action and risk mitigation plans should be
documented and reviewed for all the items with a higher risk score.
Summary
Business as usual is no longer an option. Manufacturing operations must act now to be
ready for a restart and prepare for the “new normal” by examining all activities and
having exceptional communication with customers and suppliers.
Global Executive Solutions is ready to help quickly evaluate and apply SME’s and
resources needed to get your business in the best position to effectively manage through
a restart and beyond.
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