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A Printable, Fill-In Tool for Running Focused, Effective Pre-Shift Meetings in a Solar Module

Factory

Who this is for: You are a Production Line Supervisor — new or experienced — working in a

solar module factory. You run a team of operators and need every shift to start sharp.

What problem this solves: Most supervisors know what a huddle should cover in theory, but

in practice, critical items get skipped. A missed safety reminder leads to incidents. A

forgotten quality focus leads to avoidable scrap. This checklist gives you a repeatable 5–10

minute structure so nothing falls through.

How to use it: Print one copy per shift day, or open it digitally. Walk through each section

with your team before the line starts. Fill in the blanks with that day's specifics. Keep

completed sheets as a shift log.

What you get: A team that starts every shift aligned on safety, quality, and output targets —

and a paper trail that proves it.

Why this matters for your solar manufacturing knowledge: Understanding the daily rhythm

of a production supervisor is the bridge between textbook process knowledge and real

factory performance. This tool puts theory into daily practice.



Quick Check: The 3 Non-Negotiables

Before your huddle begins, confirm these three items are ready. If time runs out and you can

only cover three things, cover these.

If any box is unchecked, you are not ready to start. Take 60 seconds to fill the gap before you

address your team.

Section 1: Safety Briefing (approximately 2 minutes)

Goal: No one touches a machine until safety is the first thing on their mind.

Today's Safety Focus Topic:

(Examples: proper lifting technique for glass sheets weighing approximately 20–25 kg;

awareness zones around high-voltage flash testers (equipment that simulates years of

sunlight in seconds to test panel output); chemical handling near flux stations)

Checklist:

☐ Safety First: You have identified one specific safety topic or risk to mention today.•

☐ Top Quality Priority: You can name the single most important quality focus for this

shift in one sentence.

•

☐ Clear Production Target: You can state the shift's module output goal as a number

your team can track.

•

☐  Review any safety incidents or near-misses reported in the previous 24 hours. If

none, say so explicitly — it reinforces that you check.

•

☐  Confirm required PPE (Personal Protective Equipment — gloves, safety glasses, ESD

wristbands (anti-static straps that prevent electrostatic damage to cells)) is worn and in

good condition.

•

☐  Flag specific hazards today: maintenance work blocking walkways, wet floors, new

equipment being commissioned.

•



Notes / Incidents to mention:

Outcome: Your team starts with safety as their primary lens, not an afterthought.

Section 2: Quality Focus Points (approximately 2 minutes)

Goal: Give your team one clear quality target they can act on today.

Today's Top Quality Priority:

(Examples: preventing backsheet scratches during handling; ensuring cell string alignment

stays within specification; reducing solder ribbon cold joints (weak solder connections that

increase electrical resistance and reduce panel output))

Previous Shift's Top Defect:

Our Goal for This Defect Today:

Reduce occurrence by % compared to yesterday

/ keep below  units.

(Note: If you do not have exact data yet, use your best estimate and label it as such. Even

"fewer than yesterday" is a direction.)

Action Items:

☐  Ask: "Does anyone have a safety concern before we start?" Pause. Wait for a real

answer.

•

☐  Remind team of the correct handling or process step related to today's priority.•

☐  Show a physical example or photo of acceptable vs. defective output if available.•

☐  Ask one question: "What do you think causes this?" — Operators closest to the

process often know.

•



Notes:

Outcome: Every operator knows the single defect to watch for. This focus reduces scrap and

rework more effectively than a long list of vague instructions.



Section 3: Production Targets & Status (approximately 3

minutes)

Goal: Set a clear number. Acknowledge yesterday. Name today's biggest risk to uptime.

Production Performance Table:

Metric
Previous Shift

Result

Today's Shift

Target

Modules Produced __________________ __________________

First Pass Yield (FPY) (percentage of

modules that pass all quality checks on the

first attempt, without rework)

__________________

%

__________________

%

Top Downtime Cause __________________
Target:

__________________

(Note: Typical FPY targets in solar module production vary between facilities, often in the

range of 95–99%, depending on product type, equipment age, and process maturity. Use

your own facility's baseline rather than a generic benchmark.)

Discussion Points:

Notes / Announcements:

☐  Start positive: name one thing the previous shift did well. Be specific. ("Third shift hit

target with zero safety stops — strong work.")

•

☐  State today's module target clearly. Repeat it once.•

☐  Name the top cause of downtime from the previous shift and one concrete action to

avoid it today.

•



Outcome: The team knows the number, believes it is achievable, and understands what could

get in the way.

Section 4: Material & Machine Status (approximately 1

minute)

Goal: Catch problems before they stop the line, not after.

Machine Status:

Material Status:

(Note: A new batch of materials — even from the same supplier — can behave differently. If

materials have changed, flag it as a quality watch item even if no defect has appeared yet.)

Outcome: Fewer mid-shift surprises. Operators are mentally prepared for constraints before

they encounter them.

☐  Any known issues with key equipment? (Stringer (machine that solders cells into

connected strings), Laminator (machine that bonds layers under heat and vacuum), EL

Tester (electroluminescence tester — uses electrical current to reveal invisible cracks in

cells), Framer, Flash Tester)

Yes / No

If yes, which machine and what is the plan:

•

☐  Any shortages, substitutions, or batch changes in raw materials? (Cells, EVA film

(Ethylene Vinyl Acetate — the transparent encapsulant layer that protects cells), glass,

backsheet, junction boxes, solder ribbon)

Yes / No

If yes, the instruction for your team:

•



Section 5: Team & Communication (30 seconds)

Goal: Address the human side — who is here, who is not, and what that means.

Staffing Notes:

Outcome: People feel seen. Coverage gaps do not become quality or safety gaps.

A Real-Life Scenario: What to Do When an Operator Raises

an Unknown Issue

Situation: During your huddle, an operator says: "The new batch of EVA film seems stickier

and is harder to handle. It is not laying flat."

Your Action Plan:

☐  Note any absent team members and confirm coverage for their station.•

☐  Welcome any new or cross-trained operators and assign them a buddy for the shift.•

☐  Share one piece of positive feedback or recognition. ("Maria caught an alignment

issue yesterday before it became a batch problem — thank you.")

•

Acknowledge and Thank. Say: "Thank you for flagging that. This is exactly why we do

this huddle." This encourages future feedback from the whole team.

•

Promise Specific Action. Say: "I will come to your station right after this meeting and look

at it with you."

•

Investigate Immediately. Go to the station. Examine the material. Compare batch

numbers. Check if ambient humidity or temperature has changed (both affect EVA

handling characteristics).

•

Escalate if Needed. If the issue is confirmed, notify Quality Engineering or your

Production Manager. Do not wait for defects to appear downstream in the laminator.

•

Close the Loop. Return to the operator within the shift and report what you found and

what action was taken. This builds trust and keeps information flowing upward.

•



What most people underestimate: Ignoring a "small" material handling issue at the EVA layup

stage can lead to delamination defects (layers separating inside the module) that only appear

during accelerated aging tests or, worse, in the field after installation. A 30-second

investigation now can prevent a costly batch recall later.



Why This Matters for Your Solar Manufacturing Knowledge

A structured daily huddle is not administrative overhead — it is the single most powerful lever

a supervisor has for translating process knowledge into real production outcomes. Every

quality standard, every safety protocol, every efficiency technique you learn only works if it

reaches the hands of the operators who execute it. This checklist is how you make that

transfer happen, every single day, without relying on memory or improvisation.

Your Daily Huddle Score (Self-Assessment)

After your huddle, rate yourself honestly. Circle or mark one option per row.

Element Missed It Mentioned It Engaged the Team on It

Safety topic 0 1 2

Quality priority 0 1 2

Production target 0 1 2

Machine/material status 0 1 2

Recognition or feedback 0 1 2

Your Score:  / 10

Track your score for five consecutive shifts. Look for patterns.

8–10: Strong huddle. Your team left focused.•

5–7: Adequate, but you likely rushed or skipped engagement. Tomorrow, ask one more

question.

•

Below 5: The huddle happened but did not land. Review which sections you skipped and

why.

•



Closing: Your Two Next Steps

Step 1 — Deepen your production knowledge:

Build the technical foundation that makes your huddles sharper and your decisions faster.

Start with the free course on solar module production fundamentals.

→ https://www.pvknowhow.com/free-ecourse/

Step 2 — Apply it on the floor:

Print this checklist tonight. Use it tomorrow morning. After five shifts, you will not need to

read every line — the structure will be automatic. But keep printing it anyway. The paper trail

protects you and your team.

Save or print this document. Consistency is what separates a meeting from a system.

https://www.pvknowhow.com/free-ecourse/
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