
Future Back
Why and How to build a path that 

transforms your company for its next chapter
Mario G. Ceste

Aerospace Technologies Group Inc.
February 26, 2025



The Present

• You have worked hard to position your company into its comfort zone. 
• You have built a management team , developed operating systems, etc. 
• It appears everything is running smoothly. 
• But still you’re bit uncomfortable because what is great today may be 

barely good enough tomorrow. 
• Avoiding change will lead to stagnation
• Embracing change means opportunities for growth. 



Begin Change

• The natural approach would be to begin making incremental change
• Executing one step or implementing one improvement.
• Stopping. You look around , reassess the current state, and repeat with 

another step or improvement, then stop and reassess.
• Where are you headed? Under this approach just to the next train 

station
• Without knowing from the beginning of the journey what ultimate 

destination you are headed to. 
• Are you getting closer or are you actually moving away from where you 

should be headed.
• Maybe going backwards is going forward?



Getting the Vision into Reality

• The textbook solutions tell you that you solve this by creating a vision. 
• You generate one. 
• But it seems like you are standing today on one side of the canyon
• The vision is found on the other side of the canyon. 
• Great! The only problem is how do you get across that canyon without 

plunging into it. 
• After all you are not a motorcycle daredevil like Evel Knievel who 

jumped over canyons. 
• Plus as you probably know those jumps mostly came up short leaving 

Evel injured. 



You are on the right track.  Don’t 
stand still or you will get run over!







CREATE  - BUILD - SELL



FINANCIAL - OUTCOME – XTRA ORDINAIRE





3-4 Weeks In-House for 
Window Shade Repair

Dry Cleaners : In on 
Monday Out by Friday



Goal Improve Customer Turn-Around Time

• 3-4 Weeks In-House for Window Shade Repair
• Customer Obtains RMA
• Quote and Approval

• 1 Hour Bench Time  =  1.5 Hours Administrative Processing



Receiving

Receive Part
(RMA Module)

3:22

Incoming Inspection

Enter Findings
(RMA Module)

2:30

Enter Pricing and 
Warranty, PDF

(Quote Module)
6:30

Disassembly

Enter Work 
Performed

(RMA Module)
1:30

Admin

Tech

RMA 
Process 

Flow
(Original)

RMA Request

Create Service 
Record and RMA 

(CRM)
0:38

Repair Cleaning

Charge Parts on 
WO, Complete 

RMR, Print
(RMA Module)

3:00

Inspection Shipping

Create Packing 
Slip/CofC

0:40
Enter Parts needing 

replacement
(Quote Module)

3:15

Initiate Quote
(Quote Module)

0:33

Initiate Sales Order
(Sales Order Module)

1:50

Finalize Sales 
Order, Print
(Sales Order 

Module)
2:30

Review 
Findings/Work 

Scope
(RMA Module)

1:00

Work Approved

Parts Request, 
WO Req, Units 

on Disassembly 
Rack
2:18

Enter Parts 
Used in WO

(RMA Module)
2:15

Print Packing 
Slip/CofC/8130

1:35

Copies for 
Customer

1:00

Edit RMA and create 
W/O (RMA Module)

1:01

Scan Documents
1:35

Enter Fracas
(GoCanvas)

1:44

Admin
Total Time 145 – 28:16
Total Time 21 – 30:16

Create 8130
(GoCanvas)

3:30

Tech
Total Time 145 – 14:00
Total Time 21 – 10:30

Combined
Total Time 145 – 42:16
Total Time 21 – 40:30



Lean Event for Shop Flow



ORIGINAL STATE

EARLY PHASE STATE

DIGITAL PHASE STATE

ADMIN

BENCH





DIGITAL WORK ORDER





Lean Event for 
shop organization 
and work flow Instituted 

NTE (“Not to 
Exceed “ Pricing

Digital Traveler



Unit Arrives ATG Incoming Inspection

Enter Findings and List 
Parts for 

Replacement, Create 
Material Req
(GoCanvas)

Enter Pricing and 
Warranty, PDF, Fracas

(GoCanvas)

Disassembly

Enter Work 
Performed
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Admin

Tech

RMA 
Process 

Flow
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RMA Request

Create Service 
Record and RMA 

(IQMS CRM)

Repair Cleaning Inspection Shipping
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Review 
Findings/Work 

Scope
(Material Req??)

Work Approved

Parts Request, 
WO Req, Units 

on Disassembly 
Rack

Scan Parts Used in 
WO

(GoCanvas)

Generate Invoice
(IQMS Sales 

Order)

Initiate RMA Form
(GoCanvas) Create 8130

(GoCanvas)

Print Sales 
Order

(IQMS Sales 
Order Module)

Print Packing 
Slip/CofC/8130 
For Customer



Results

• 50% Increase in Number of Units Serviced
• No increase in staffing

• 30% Increase in Revenue
• Turn Around Time reduced to under 10 days
• Not yet at the goal of 5 days



TIME FOR AUDIENCE PARTICIPATION



Reading List
• Good to Great – Jim Collins
• Built to Last – Jim Collings
• Start Now Perfect Later – Rob Moore
• Measure What Matters – John Doerr
• High Output Management – Andy Grove

• Email: Mceste@atgshades.com
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