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1. Origin and Identity of ERFTM

The Executive Recovery Framework (ERFTM) is a practical, industrial execution system designed to
recover manufacturing plants under financial, operational, and human stress.

ERFTM was not created in offices, training rooms, or consulting workshops. It was shaped directly in real
factories, during real crises, where indicators were not reliable, customers were at risk, margins were
eroded, and leadership needed results in weeks—not months.

ERFTM is built for environments where:

information is incomplete or contradictory,
e processes are unstable,

e material flow is inconsistent,

e assets are unreliable,

e teams are fragmented,

e and the business requires immediate stabilization.

ERFTM is not a Lean program, not a Six Sigma deployment, and not a WCM initiative. It is an execution
architecture that restores control, discipline, and financial performance across all critical manufacturing
domains.



2. What Makes ERFTM Unique

ERFTM is unique because it integrates execution and governance into a single strategic model:

One Strategy. Two Systems. One Goal.

System 1 — Execution System 2 — Governance
ERFTM restores control and results. ACTIVA 6DTM stabilizes culture and daily
management.

o cashflow reliability
« cost protection ACTIVA 6DTM provides the cultural and

. o overnance backbone that allows execution to
e production stability &

be sustained without fear, burnout, or collapse

e material and quality flow of discipline.

e assetreliability
ACTIVA 6DTM sustains.

ERFTM recovers.

Together, they form a complete industrial ecosystem. This dual architecture is what makes the model different
from any traditional operational or cultural transformation approach.

The Executive Recovery Framework (ERFTM) is not a rigid norm, a copy-paste methodology, or a universal
template. It is a flexible execution architecture designed to be adapted to the specific reality of each operation,
each crisis, each team, and each leadership environment.

ERFTM does not impose fixed structures. It provides a disciplined foundation that is adjusted according
to:

e thetype and severity of the crisis,

e the maturity of the organization,

e the capability of the leadership team,
e the cultural environment,

e the operational model,

e the customer situation,

e the financial exposure,

e andthe human dynamics present at the moment of intervention.

Every recovery mission is unique. ERFTM adapts to the mission — not the other way around.



3. PRINCIPLES

3. Principles of the ERFT™M

Arecovery plan cannot succeed through mechanical compliance or blind execution of steps. It requires
specific behaviors that enable speed, clarity, and disciplined coordination.

ERFTM Requires Behavioral
Alignment, Not
Mechanical Compliance

ERFTM demands:

[JJ These behaviors are the foundation of any
successful recovery mission.

ERFTM Adjusts to Teams, Not

e responsibility and accountability, Teams to ERFT™M

e constant communication,

) The framework is shaped around:
e continuous feedback,

e clarity and honesty, e the strengths and weaknesses of the team,
e commitment to the recovery path, e the leadership style present,
« the ability to challenge the status quo, e theoperational constraints,
e disciplined urgency, e the cultural dynamics,
e cross-functional coordination without » theavailable resources,
silos. e and the speed required by the business.

ERFTM does not expect teams to fit into a predefined
mold. It adapts to the team and elevates its capability
through disciplined execution and coaching.

ERFTM Evolves With the Operation

As the operation stabilizes, ERFTM evolves:

To Cultural
To Sustainability
To Predictable (ACTIVA
From Crisis Operational Performance 6DTM)

Control Stability

The framework grows with the organization. It is not static — it is dynamic, practical, and situational.



3. PURPOSE AND MISSION OF ERFTM

3. Purpose and Mission of
ERFT™M

Purpose

To recover industrial operations in crisis by restoring
reliable financial performance through disciplined,
targeted execution across all critical manufacturing
domains.

Mission

To act with speed, clarity, and responsibility, stabilizing
cashflow, production, materials, quality, and assets, while
aligning leaders and teams around a single recovery path
that can later be sustained by ACTIVA 6DTM.

ERFTM eXists for
situations where:

e indicators are not
reliable,

e customer service is

compromised,

e margins are eroded by
waste and overtime,

® inventories are
inaccurate or obsolete,

e assets fail unpredictably,

e and the organization
needs results now.

4. The Five Execution Pillars of ERFT™M

ERFTM is built on five industrial execution pillars, each directly connected to the P&L and responsible

for a specific domain of recovery. These pillars operate under ERFTM ownership principles:

responsibility, clarity, urgency, constant communication, challenge of the status quo, and anti-silo

coordination.

Each pillar has clear accountability but never works in isolation. Ownership in ERFTM means

responsibility + collaboration, not silos.



THE FIVE PILLARS OF ERF — DETAIL |

The Five Execution Pillars of ERFTM — Detail

FCTRLTM — Financial
Control & Cost
Visibility

Provides financial clarity,
exposes hidden losses, and
enables recovery through
real-time cost visibility and
disciplined financial insight.
Focus areas:
e coststructure - overtime -
personnel cost - energy &

services - hidden losses -
financial risk visibility

Q-FLOWTM — Quality Flow
Reliability

Ensures defect prevention, internal/external
quality discipline, and customer protection.

Focus areas:

OEFFTM —
Operational
Efficiency &

Manufacturing
Stability

Ensures manufacturing
process discipline,
eliminates process losses,
and stabilizes internal flow
between operations.

Focus areas:

e scrap &rework -
productivity - OEE
stability - line balance -
process discipline
structured innovation

[
T

M-FLOWT —
Materials Flow
Integrity
Ensures material reliability,
inventory accuracy, and

correct flow inside and
outside production.

Focus areas:

e inventory accuracy -
material conformity -
FIFO/FEFO - internal
logistics - supplier
performance - material
availability

MNTSTBTM — Maintenance

Stability & Asset Reliability

Ensures equipment availability, reduces
breakdowns, and stabilizes asset performance.

Coordinates continuously with OEFFTM, M-
FLOWTM, and Q-FLOWTM.

¢ internal & external quality - customer

protection - containment - audits - field

failures - quality gates

Focus areas:

e preventive/predictive maintenance - spare
parts - MTTR/MTBEF - critical assets -
breakdown reduction - maintenance

discipline



Technical Clarification: 7. Clarifying the Boundary: Scrap &
Rework vs. Quality Flow

In ERFTM, scrap and rework are process losses, while internal and external quality are flow failures.
Although related, they belong to different execution domains — managed with different logic, owners,
and recovery actions.

Scrap & Rework — Quality Flow — Internal &
Operational Losses (OEFFTM) External Quality (M-FLOWTM)
Originate inside the production process — Originate in the material and quality flow
symptoms of instability in parameters, system, not in the production process
speeds, tooling, training, or engineering itself.

discipline.

Systemic impact:

Direct & immediate impact:
e customer trust

* costperunit e logistics stability

e overtime e inventory accuracy

e productivity o flow reliability

e energy consumption o service level

* linebalance e penalties & disruptions

e OEE stability
Quality flow failures are flow integrity

Scrap is a process efficiency failure » failures » belong to M-FLOWTM
belongs to OEFFTM

[J Why ERFTM Separates These Domains

Mixing scrap with quality destroys recovery speed and accountability. Scrap requires process
correction. Quality flow requires system correction.

% Scrap & Rework » OEFFTM (Operational —> Internal & External Quality > M-FLOWTM
Efficiency) (Materials & Quality Flow)

This separation ensures each domain is recovered with the correct tools, owners, and escalation logic — preserving the integrity of
the ERFTM recovery sequence.



5. IXSTM — Innovation & Execution Support

IXSTM is the technical execution enabler of ERFTM — a small, disciplined support engine that ensures

improvement tools are applied when and where needed, connected to real problems and financial

impact. Never by decree.

Purpose — IXSTM exists to:

%

%

Support each pillar with the right tool at
the right moment

Apply Lean, Six Sigma, WCM, TPM, RCA,
SMED, VSM when relevant — never as
mandatory programs

Register and document every change,
improvement, and corrective action

Coach teams in the correct use of

improvement tools

Identify benchmarking opportunities
inside and across the plant

Guarantee all improvements are aligned
with financial impact

After recovery: lead training programs in
Lean, Six Sigma, and process validation

Why IXSTM Is Essential in ERFTM

%

%

Tools applied when needed — not as
isolated projects

Improvements registered, not lost

Innovation structured, not chaotic

Cl connected to Finance, not to
"activities"

Benchmarking systematic, not
accidental

Training institutionalized after recovery

IXSTM protects the methodology —
pillars protect the operation

IXSTM ensures that improvement is visible, traceable, benchmarked, and financially

meaningful.



6. The ERFTM Recovery Logic

6.1 The Entry Gateway: D5DTM — 5-Day Rapid Operational
Diagnosis

Before deploying the five execution pillars of ERFTM, the intervention begins with DSDTM. D5DTM is a high-
speed, 5-day Gemba-based diagnostic designed to capture an unfiltered, honest snapshot of the plant's
operational, financial, and human reality.

Ol 02 03

D1: DISCOVER D2: DECODE D3: DEFINE

Unfiltered Gemba observation Root-cause analysis of leadership  Alignment session to establish the
(Safety, floor posture, operational  gaps, turnover, and operational Top 5 priorities, critical risks, and
flow). bottlenecks. Quick Wins.

04 05

D4: DIAGNOSE D5: DRIVE

Deep Gemba validation with informal leaders and Immediate leadership activation, transparent
shopfloor key personnel. feedback, and ERFTM deployment roadmap.

Primary D5DTM Output & Integration into ERFTM

1. The Executive D5DTM Report & Baseline: Defines the exact starting metrics for the 5 ERFTM pillars
(FCTRLTM, OEFFTM, MFLOWTM, QFLOWTM, MNTSTBTM).

2. Top 5 Critical Business Priorities: Ensures OPEX and leadership bandwidth focus strictly on high-impact,
immediate P&L recovery.

3. Quick Wins List: Low-cost, immediate-impact actions agreed upon directly with shopfloor teams to
build momentum from Week 1.

6.2 The ERFTM Recovery Sequence

1 2 3 4
1. Financial 2. Production 3. Material & 4. Asset
Control Stability Quality Flow Reliability

Reliability



7. Ownership Principles in ERF™™

ERFTM requires a specific form of ownership that is different from traditional departmental
responsibility. Ownership is not a title, not a department, and not a silo. It is a behavioral commitment
to act with clarity, urgency, and cross-functional coordination at all times.

7.1 Responsibility Without
Isolation (Anti-Silo Principle)

Each pillar owner has full responsibility for
their domain, but never operates alone. Clear
ownership + constant coordination = recovery
speed.

7.3 Clarity and Honesty

All information must be clear, factual,
unfiltered, honest, and aligned with reality on
the floor. No political distortion. Clarity
protects the recovery.

7.5 Freedom to Challenge and
Innovate

Owners must challenge the status quo
responsibly. Question existing methods,
propose better alternatives, innovate within
defined process boundaries. Innovation is
structured, not random.

7.2 Constant Communication
and Feedback

In crisis, silence is dangerous. Owners must
communicate proactively, not reactively.
Real-time information flow is non-negotiable.

7.4 Sense of Urgency

Recovery speed depends on disciplined
urgency. Fast decisions. Fast corrections. Fast
communication. Fast alignment. Urgency is
not chaos — it is disciplined speed.

7.6 Commitment to the
Recovery Path

Owners do not defend departments — they
defend the recovery. Full commitment to the
recovery strategy, execution priorities, and
discipline required to stabilize operations.



8. ERFTM Scope & Limits of ERF
8.1 Scope of ERFT

ERFTM covers the full spectrum of operational recovery in industrial environments under stress:

Financial control and cost Production stability and Material, inventory, and
protection process discipline quality flow reliability
Maintenance stability and Cross-pillar execution Leadership alignment and
asset availability through IXSTM decision rhythm

Customer protection and service continuity

[ ERFTM operates only in real factories — where indicators are unreliable, processes are unstable,
and results are needed immediately.

ERFTM restores control first, then stability, then predictability.

8.2. Limits of ERFT™

ERFTM is not a cultural transformation system — that responsibility belongs to ACTIVA 6DTM.

ERFTM does NOT:
ERFTM is an execution engine,

deploy improvement programs

Fast - focused - practical - execution-

create long-term cultural routines driven.

redesign organizational structures
Its mission is to recover, not to transform.

Once recovery is achieved, ACTIVA 6DTM takes over to stabilize culture, governance, and daily
management.



Why Fernando FloraTM — The Value Proposition

"When your plant is bleeding and you need control in 48 hours — that is where | operate."

ERFTM is not a consulting framework. It is a proven execution system deployed by a leader who has done it

before — in real factories, under real pressure, with measurable results.

Speed of Control

Operational control assumed
within 48 hours. No ramp-up.
No learning curve. Immediate
diagnosis, immediate action.

Proven Method

ERFTM + ACTIVAGDTM — a
dual system that recovers
operations AND sustains

results. Execution +

Multicultural
Execution

30+ years. Mexico, Slovakia,
Czech Republic, Romania,
Spain, Portugal. Automotive

governance in one integrated OEM, Tier 1, Polymers, FMCG.

model.

Global standards, local
execution.

Engagement Formats

Interim Plant Director / General Manager —
Full executive role in severe crisis or

turnaround

Operational Turnaround Advisor — Senior

support alongside existing leadership

D5DTM Diagnostic & Roadmap — 5-day
Gemba diagnosis with executive report and

Quick Wins

What You Get

%

Financial bleeding stopped — fast

Production stabilized — disciplined

Team aligned — without fear

Results that sustain after | leave

A plant that operates autonomously

Fernando FloraTM - Operational & Turnaround Leader - Confidential - 2026



