Why Problems in Manufacturing Often Start Before Production Begins

From customer trigger to production-ready handover



Overview

This document looks at how demand enters a manufacturing business, how it is processed,
and how it is ultimately handed over to production.

It focuses on the service-side value stream — the stages that sit before manufacturing
begins — and how issues introduced at these stages affect downstream performance.

You will see:

how the end-to-end flow from customer demand to production is structured

where issues such as delays, rework, and inconsistencies are typically introduced

why those problems surface in production

where automation can be applied to improve control

what a well-functioning process looks like when automation is applied where it adds value

The aim is to provide a clear, operational understanding of how demand moves through the
process, where issues are introduced, and how automation and connection can be applied
to establish control before production begins.

Demand to Production Overview




Where Demand Enters — and Where Initial Problems Begin

In most manufacturing environments, demand does not arrive in a single, structured
channel.

It comes through emails, RFQs, portals, calls, and spreadsheets — each with different
levels of completeness, accuracy, and consistency.

At this stage, information is often:

* incomplete
* inconsistent
* interpreted differently across teams

And yet, this is the information that everything downstream depends on.

When demand enters without structure, small issues are introduced early and carried
forward. They may not be visible immediately, but they shape how the rest of the process
behaves. The difference is not in the volume of demand, but in how it is captured and
controlled.

When demand is structured at the point of entry — using automated capture,
classification, and validation to ensure information is complete and consistent — the
rest of the process becomes more predictable. Information is clearer, decisions are
more consistent, and downstream teams are working from the same foundation.




The End-to-End Value Stream

What sits before production is not a single step — it is a sequence of activities that shape
whether manufacturing can execute cleanly or not.

From the moment a customer enquiry is received, the process may move through a series of
stages: qualification, requirements capture, configuration, costing, quotation, validation, and
finally into a structured production handover.

Each of these stages adds clarity — or introduces risk in the form of incomplete information,
misalignment between teams, or errors that are carried forward.

When this flow is made up of disconnected steps, problems are passed forward because
each stage relies on its own version of the information, often requiring re-entry,
reinterpretation, or manual adjustment.

Where this begins to change is when the flow is structured and supported consistently
across each stage. Automation can be applied to capture, validate, and move information in
a standardised way, reducing reliance on manual intervention and ensuring that data is
consistent as it progresses.

As a result, visibility improves because the state of each job is clear at any point in time,
velocity increases as delays between stages are reduced, and control is established through
validation, standardisation, and connected handoffs.
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Stage-by-Stage Breakdown (Part 1)

CURRENT FRICTION

Where issues are introduced

AUTOMATION-ENABLED CONTROL

How automation drives better outcomes

Solution Design /

WHAT HAPPENS:

Missing or unclear information.

IMPACT:
Rework and clarification cycles later.

WHAT HAPPENS:
Requirements translated into a viable solution.

Inconsistent methods, slow turnaround.
IMPACT:
Margin leakage, delayed responses.

AUTOMATION ROLE:

Customer Trigger / Demand enters.via email, RFQ, portal, or.call. Structured capture, classification, and routing.
Enquiry Intake U e AUTOMATION IMPACT:
Fragmented inputs, inconsistent capture. i .
Demand enters consistently with complete,
IMPACT: : usable information from the start.
Poor-quality demand enters the process.
WHAT HAPPENS: AUTOMATION ROLE:
e Enquiries are assessed for relevance and viability. " e : - ;
Quallflcatlon P o e Rules-based filtering, scoring, and duplicate detection.
Time spent on low-value or incomplete enquiries. AUTOMAT[ON IMPA{_:T: ot
Effort is focused on viable opportunities,
IMPACT: reducing wasted time and improving prioritisation.
Operational effort wasted early.
. WHAT HAPPENS: AUTOMATION ROLE:
Reqmrements Technical and commercial requirements are gathered. Structured forms, guided capture, and data extraction.
Capture TYPICAL ISSUE:

AUTOMATION IMPACT:
Requirements are complete and consistent,
reducing downstream rework and delays.

AUTOMATION ROLE:
Configurators, decision support, and exception flagging.

Configuration TUFTL AR SYE o AUTOMATION IMPACT:
Manual errors, reliance on individuals. : ’ ; :
IMPACT: Solutions are more consistent and validated earlier,
Feasibility issues discovered later. eafucing late-stage corrections.
WHAT HAPPENS: AUTOMATION ROLE:
Costing & Cost, margin, and pricing are defined. Pricing rules, data-driven costing, and approval workflows.
Pricing TYpIGa o AUTOMATION IMPACT:

Pricing becomes faster, more consistent, and
better controlled, protecting margin.




Stage-by-Stage Breakdown (Part 2)

AUTOMATION-ENABLED CONTROL

How automation drives better outcomes

CURRENT FRICTION

Where issues are introduced

(~)

WHAT HAPPENS: AUTOMATION ROLE:
Quotation Formal quote issued to the customer. Document generation, version control, approval workflows.
Generation Ly AUTOMATION IMPACT:

Customer Review &

Delays, inconsistencies, version confusion,

IMPACT:
Misaligned expectations, errors carried forward.

WHAT HAPPENS:
Revisions, clarifications, scope changes.

TYPICAL ISSUE:

Quotes are accurate, consistent, and aligned,
reducing downstream confusion.

AUTOMATION ROLE:
Change tracking, comparison, audit trail.

AUTOMATION IMPACT:

Negotiation i
g Poor version control, unclear changes. Changes are controlled and visible,
INRACE reducing misalignment and scope confusion.
Confusion passed into order stage.
= WHAT HAPPENS: AUTOMATION ROLE:
|/ \I Order %.:?girl :;::JeEptance (PO / agreement). PO matching, validation, exception detection.
\ / Confirmation Mismatch between quote and order. ASTOMATIONIMEAG:
= IMPACT: Orders are validated against agreed terms,
Incorrect scope enters the system. ensuring alignment before progression.
WHAT HAPPENS: AUTOMATION ROLE:
@ Order Order created in ERP/MRP systems. RPA, APl integration, structured data validation.
| TYPICAL ISSUE:
i ; - AUTOMATION IMPACT:
_/ Entry :‘\:ﬂaplug;_.rekeylng. data duplication. Orders are created accurately and consistently,
Errors embedded into production instructions. EimitEng il CakiEd R R =
= WHAT HAPPENS: AUTOMATION ROLE:
/ \ TEChI"IiCEII Final checks before release to production. Assisted validation, checklist automation, anomaly detection.
| TYPICAL ISSUE:
. . ; AUTOMATION IMPACT:
Kh - / Validation ::I:::g?r .or incorrect specifications discovered late. Issues are identified earlier,
Delays, ;ework, last-minute corrections. et 'el M AW LS el 2 T gl
//—\ WHAT HAPPENS: AUTOMATION ROLE:
[ \ Production Complete job passed to manufacturing. Workflow orchestration, document bundling, system handoff.
| Ll ! AUTOMATION IMPACT:
Handover Incomplete or unclear handover. 2 : d : :
Production receives a complete, validated job

IMPACT:
Production starts with uncertainty or rework.

ready for execution.




Why Manufacturing Feels the Impact

By the time work reaches production, the process that shaped it is no longer visible.

The job arrives, and issues begin to surface — not as isolated errors, but as interruptions
to the flow of work. Information needs clarifying, priorities shift, and teams step in to
resolve gaps that were introduced earlier.

This is why production can feel unpredictable, even when the production process itself is
well managed.

Schedules change not because of poor planning, but because the inputs were incomplete
or misaligned. Work pauses not because of capability, but because something is missing.
Decisions are made reactively, because the full picture was never established upstream.

Over time, this creates a reliance on experience and intervention to keep things moving —
with teams compensating for a process that is not fully under control.

When the flow leading into production is structured and connected, this dynamic begins
to change. Work arrives in a consistent state, decisions are made earlier, and production
can focus on execution rather than correction.




Where Automation Can Be Applied — and Where It Shouldn't

“ What happens at this stage Typical manual challenges Automation Suitability

o @ Customer Trigger / Demand enters via email, RFQ, portal, Fragmented inputs, inconsistent capture,
Intake phone call or other channels. required information often missing. :
= _ 3 Automation should not be applied
e E] Qualification Enquiry is assessed for relevance, Time spent on low-value enquiries, {r\ Mediurmtbioh
= viability and alignment. duplicate or invalid requests. s 9 even Iy across the value stream.
o —:2? Requirements Technical and commercial Missing or unclear information, m Medi
= Capture requirements are gathered. multiple clarification loops. elum Some sta ges are h Ig h |y structured and
o @ Configuration Requirements are translated into Manual errors, reliance on individual m e repeatable, ma klng them well suited to
a viable solution or build. kH'DWIEdQE and experience. alj-toma-tiorll Others rely more heavily On
o 52| Costing & Pricing Cost, margin and pricing are Inconsistent methods, data silos, ' | jUdgement, |nterpretat|0n’ or
o0 calculated and reviewed. slow turnaround. | = . . .
8 S collaboration, and require a different
e _32 Biictisn !:ormal quote is created and Delays.. inconsistencies, version | l Ievel Of su p p 0 rt.
issued to the customer. confusion and rework. _l
Revision / Quote is reviewed, revised and Poor version control, unclear changes, A . .
Low - Med
o @ Negotiation clarified with the customer. scope creep. Q oW um The Opportu n |ty IS hot to remove people
; ; Customer confirms by PO Mismatch between quote and order, 2 frOm the proceSS, bUt tO red uce
Order Confirmation ‘ m High . . . .
or formal agreement. scope not aligned. avoidable friction — particularly where
e ; Order Entry Order is entered into ERP / MRP Manual rekeying, duplication, 9\ VA HIgh manual effort introduces de|ay,
' or business systems. data entry errors. 0 0
|ncon3|stency, or error.
@ E Technical Validation Final technical che.c;ks before Missing or incorrect specifications m Mediurm
release to production. discovered late.
o II Production Handover Complete job and dalﬁumentatmn !ncampl?te or unclear handover, ::_ N\ High i
passed to manufacturing. information gaps. L 3 |
@ Very High ~ High Medium Low - Medium Low
Highly structured, repeatable, rules-based. Structured with clear patterns. Some variability or judgement. High variability or collaboration. Complex judgement, negotitation
Strong automation potential. High automation potential. Partial automation / digital support. Human input remains critical. or creative problem solving.




What a Controlled, Connected Operation Looks Like

. . . . The result is an operation where:
In a well-functioning operation, demand enters the business in a structured and P

consistent way. Information is captured once, validated early, and carried through
the process without being re-entered or reinterpreted.

@—)@—)@ o Work moves predictably
As work progresses from enquiry through to production handover, each stage ... from one stage to the next
builds on a shared, consistent set of information. Automation supports this flow by
capturing, validating, and moving data between stages, ensuring that what is
passed forward is complete, aligned, and ready for the next step.

9 Decisions are made

earlier and with
greater confidence

There are no gaps between stages that require manual intervention to bridge.
Validation happens at the point it is needed, rather than later when issues are
harder to resolve. Decisions are made with full visibility of the process, not based
on partial or delayed information.

From qualification through to costing, quotation, and order confirmation, the
process moves as a continuous flow rather than a series of disconnected steps.
Handoffs are controlled, information is consistent, and each stage operates with
awareness of what has already happened and what comes next.

o Manual effort is
reduced to where
it adds value

By the time work reaches production, it arrives as a complete, validated job. There
Is no need to pause for clarification, correct missing details, or adjust for
Inconsistencies introduced earlier in the process.

o Production can focus
on execution rather
than correction




Where to Start — Without Overcomplicating It

Map how demand currently enters the business

Identify how many channels exist, and how consistently Improving this process does not require
information is captured a full redesign of the operation.

In most environments, the opportunity

Highlight where rework or clarification is happening :zr:\;tehldvc\llgrr\k— ILSV\\,/SISIbIdeOIVT,; he 5,?:2::

These are the points where issues are entering the process information is re-entered, or where

teams step in to resolve issues

manually. A small number of changes,
Reduce manual rekeying between systems applied in the right places, can
significantly improve how work flows
from demand to production.

This is one of the most common sources of avoidable error

Introduce validation earlier in the process llne oty shoule (22 e [MlGRIEnE
structure, reducing variation, and

Prevent issues from being passed forward removing avoidable friction.

Focus on connecting key stages, not everything at once

Prioritise where impact is highest




Where This Applies in Your Operation

In many manufacturing environments, the flow from demand to production is still shaped
by disconnected steps, manual intervention, and delayed visibility.

Work moves forward—but often with rework, clarification, and effort built into the process.
A connected, automation-supported approach changes this.

Information is captured once, validated early, and carried consistently through each stage.
Processes no longer rely on manual handoffs or reinterpretation.

Work moves as a continuous, controlled flow.

The result is not just efficiency.

It is clarity, consistency, and control across the entire operation—before production ever

begins.

Understand where friction is entering your process—and how it can be removed.
Start with a review of your demand-to-production flow.

Get In touch by sending Pete Marshall an email to learn more.

pete.marshall@globaloas.com
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