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Why I came to Lakeview Farms 

 

• Automotive to food industry 

• 2013 consolidation to Delphos plant 

• Parts, machines, locations, and history 

were all scrambled in the move 

• Priority #1: Repairs costs, parts, and 

unknown spare parts inventory 



Top 4 Priority Maintenance Issues 

 

• Preventative maintenance scheduling 

• Tracking machine uptime 

• Technician efficiency 

• Spare parts control 



Problem 1:  

Preventive maintenance scheduling 
 

• “Putting out fires.” 

• Machine failures don’t lead to improved 
PM procedures 

• Machines not being PM’d 

• History was unclear 



Problem 2:  

Tracking Machine Uptime: 
 

• No trustworthy data 

• Manual tracking is subjective 

• No clear protocols on downtime 



Problem 3:  

Maintenance Technician Efficiency 

• Used hand-filled carbon copy work orders 

• Parts Department team/support non-

existant 

• Less than 50% efficiency with 

technician’s time (wrench time) 

• Maintenance department overtime of 

more than 30% 



Problem 4:   

Spare Parts Control 

• $2.5M in unknown spare parts inventory 

• Accountability 

• Outside Vendor controls 

 



How Things Were Done 



Solution: 

Needed Capabilities: 
 

• Preventative Maintenance Scheduling: 
• Real-time visibility for scheduler and technicians 

• Directly link the history of failures to PM history 

• Structured process for constant PM review and improvement 

• Track technician labor usage on PM activities 

 

• Tracking Machine Uptime: 
• Single source of data used throughout the facility 

• Standardize data collection across the facility 

• System that’s easy to use so that people feel empowered to 
input needed data 

 
 

 

 



Solution: 

Needed Capabilities: 

 

• Maintenance Technician Efficiency: 

• Make current efficiency losses visible in real-time 

 

 

• Spare Parts Control: 

• Way to directly tie spare part usage to individual events on floor 

• Remove the burden of a manual stocking and reorder process 

 

 

 



Solution: 

Options Considered 

 

• Outside Consultants 

• Use of on-site management company 

• Increased staff size with education/training 

• Cloud-based software system 

 

 



Solution: 

Key Results 

Human Behavior 



Solution Implementation: 
Real-Time Visibility & Reporting 

Maintenance 
PM 

Spares Inventory 
CMMS 
TPM 

Downtime 
Reliability & OEE 

Production 
Training 

Production 
Performance Triggers 

Real-Time Pitch Boards 
Scrap 

Takt-Time 

Inspection 
Visual Inspection 
Scanner Support 
Defect Trending 

Inspection Takt-Times 
Material Inspection 

Red-Tagging/Quarantine 

Trace 
Traceability & Geneology 
Alerting & Containment 
Dynamic Data Collection 

Eleven9s Durability of 
Historical Data 

 

Integration Server 
Platform Connectors for 

Industry Standard Systems 
Unparalleled Integration 

Possibilities 
Safe & Easy Firewall/Security 

Friendly Deployment 



Solution Implementation: 
Real-Time Visibility 

Maintenance 

Production 

Inspection 

Trace 

Integration Server 



Solution Implementation: 
Real-Time Tracking 

 

 
 

 



Solution 

Implementation: 
Employee Engagement 

in Problem Solving 

 

 
 

 



Solution Implementation: 
Plant-Wide Involvement & Transparency 
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Solution Implementation: 
Plant-Wide Involvement & Transparency 
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Solution Implementation: 
Platform for Reporting Results: 

 

 
 

 



Solution: 

Lessons Learned 
 

1. Get team involved in data collection process 

• The more people enter data the better the overview 

2. Have good plan before implementation  

• Timeline to see progress will encourage entire plant 

participation 

• Train everyone that you can, visible means questions 

• Great for language and cultural barriers 

3. Use skills that are seen as common today  

• Smartphone users, internet shoppers, mobile apps 

 



Results: 

Preventive Maintenance Scheduling 
 

• Scheduler has equipment history (What’s being 

done, what intervals, better for longevity of machines.) 

• Downtime decrease of 34% in first 6 months 

• Visible, predetermined, records of completion 
(You have good history of what, when, and who did it.) 

• 15% reduction in overall repair costs 



Results: 

Tracking Machine Uptime 

• Configure priority of 

dispatches  

• Leaves “no excuses” 

over multiple shifts (If it’s 

in the system, it can be 

tracked) 

• 34% uptime 

improvement 



Results: 

Maintenance Technician Efficiency 
• Was 50% efficiency, now is 78-81% 

• Overtime was over 30% in maintenance dept., 
now it’s under 10% 

• Progressed from reactive cycle to  proactive 
improvement style and mentality 

• Greater competitive advantage through 
organizational agility and incremental 
changes 

• Employee incentive program based on 
production performance tracked real-time 



Results: 

Spare Parts Control 

• Savings from increased uptime due to having 

correct parts and reduced staff due to 

automatic ordering and parts management 

• Inventory accuracy and availability lead to 

reduced downtime 

• Once there’s confidence of having the right 

parts for the job, no need for employees to 

“stash away” repair parts to get their job done. 

 



Other Benefits: 

• Culture and systems are more in line with 

today’s workforce 

• Tracking of finished goods:  Can track any 

issues. 

• Information accessibility (access to pulse of 

company anywhere instantaneously) 

• No language barrier, just data 

 



OSHA & FDA Compliance 

 



Overall Results Achieved at 

Lakeview Farms: 

• 30% improvement in maintenance tech 

efficiency 

• 20% reduction in overtime (big savings!) 

• 15% reduction in overall repair costs 

• 5% Skilled trades turnover 

• 15% operational availability 

• Real advantage in highly competitive 

marketplace 

 



What’s Planned for the Future at 

Lakeview Farms: 

• Production pitchboards 

• Quality department tracking 

• Performance bonuses based on key 

indicators from real-time reporting 

• Flexible cloud-based system in place for 

future expansion 



Why It Worked: 

• Visibility (real-time data for decision 

making) 

• Transparency (accountability) 

• Engagement of people (ownership) 

• At the end of the day, an engaged 

workforce is what drives continuous 

improvement 

 



Questions? 

www.Lakeviewfarms.com 



Thank You! 
 

Your opinion is important to us! 

Please take a moment to complete the survey using the 

conference mobile app. 
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