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Why is 

Protective Capacity 

Important?
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Introduction

In a recent article by Debra Smith and Chad 

Smith they highlighted the Primary Assumption 

of “traditional / conventional” management vs

TOC:

Unit cost reduction = 

Increased Return on 

Investment

Protection and increase of flow 

(of relevant information and 

materials) = Increased Return 

on Investment

Reductionist/Local Optima 

Approach

Systemic/Global Optima 

Approach
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Introduction

• On the definitive website of Kevin Youngman he 

describes that the presence of Subordination is 

making the critical difference

Kevin Youngman: http://www.dbrmfg.co.nz
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Introduction

Is a controlled excess capacity aimed at 

protecting the flow of goal units through 

the system

Protective Capacity

… and is THE way to SUBORDINATE 

“everything else” 
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Protective Capacity in 

Simplified Drum Buffer Rope

One of the key aspects of implementing S-DBR (or DBR) in a 

manufacturing (or service) environment is to ensure the correct 

Capacity Profile of the facility 

DEMAND

Demand Should be the System’s Constraint

- Or at least that part of the demand that we 

want to serve exceptionally well

CCR

If a CCR exist it will determine the size of the 

pipe with which the demand can be satisfied

Philip Viljoen – TOCPA 2013
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Protective Capacity in 

Simplified Drum Buffer Rope

One of the key aspects of implementing S-DBR (or DBR) in a 

manufacturing (or service) environment is to ensure the correct 

Capacity Profile of the facility 

DEMAND
CCR

The system feeding the Demand Constraint is fully Subordinated –

sufficient to ensure enough pressure to keep the Constraint full 

Protective Capacity

Philip Viljoen – TOCPA 2013
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Current Reality
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The New Requirement
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The Problem

But What is the Problem?

• In most manufacturing environments two things 

are deeply entrenched:

• Everybody must work all the time

• Over time a “balanced line” was established

• Measurement systems (mainly targets) and 

Incentives drive this home

• Worker culture 
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Direction of the Solution:

Can we devise a system that?:

• Can provide a new clear measurement

• Will refocus workers / shop floor attention

• Is simple to use

• Will empower workers to be part of the POOGI 

process

• Will result in the correct Capacity Profile to 

become “built in”
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The Solution – the Protective Capacity Graph

• Implement a Protective Capacity Graph

Time (working hours)
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Reason Analysis

1:  Hours protective Capacity Revealed

2:  Reasons for Standing time

3:  Reasons for Not achieving Target Rate

3

2

11
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Cell Name CW: 32

Date Rate: 160 parts/day
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Notes: ................................................................................................................... 

...............................................................................................................................

PC Hrs revealed 2 hrs

Required Rate

To be completed

Fill in points and 

draw graph

To be completed every 

measurement period

Specify disruptions & 

reasons for not achieving 

rate

The Solution – the Protective Capacity Graph
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Primary Focus

• Reveal Protective Capacity

• Primary focus of the process is to support the 

change of behavior from always being busy to 

reveal the protective capacity

• Effectively subordinate every work center, cell, 

resource to the system constraint

• Provide a “local” measurement that is globally 

subordinated
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Recording and Analizing the data

On a daily basis Production workers record:

• Reasons for not Achieving the Rate

• Reasons for “other” standing times (non protective 

capacity time)

• Amount of protective capacity revealed

• Recorded for a month

• Analise for main reasons

• Develop Improvement projects or initiatives to increase 

protective capacity
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Creating Sufficient Revealed Protective Capacity

Or alternatively, how to turn

this                                                                            into this
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Protective Capacity in 

Simplified Drum Buffer Rope

One of the key aspects of implementing S-DBR (or DBR) in a 

manufacturing (or service) environment is to ensure the correct 

Capacity Profile of the facility 

DEMAND

Demand Should be the System’s Constraint

- Or at least that part of the demand that we 

want to serve exceptionally well

CCR

If a CCR exist it will determine the size of the 

pipe with which the demand can be satisfied

Philip Viljoen – TOCPA 2013
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The challenge was to get buy-in from the shop-floor

We used 3-month data to create averaged 

target and graph, and reviewed common 

reasons listed on time sheets to create 

groups for stoppage

We then went through a process of meeting 

with the various teams to explain the 

graphs, and more importantly, the ‘road-

runner’ concept

The new requirement
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To get buy-in, the management team went through an exercise  

of verbalising what Sufficient Revealed Protective Capacity 

means for us, and then turned this into a worksheet  to form the 

basis for team meetings and discussions

Overcoming The Problem through involvement
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Overcoming The Problem through involvement
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Meeting areas were setup in each department, with graphs being updated 

daily. These were collected weekly, captured into a database, and then 

reviewed for POOGI

Direction of the Solution:
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Direction of the Solution:
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Recording and Analizing the data
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Recording and Analizing the data
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So, what’s gone wrong…

1.Staffing

• As an industry, we are struggling to find suitably trained and experienced 

employees. This makes it difficult to replace staff with equally-experienced 

people

• We can’t renege on quality, so underperforming staff have had to be promoted 

to work for our competitors, regardless of the above

• This has led to an impact on our ability to maintain Protective Capacity – new 

staff need time to come up to speed on the machines, as well as be re-trained in 

the TOC Way (road-runner).. People that have left, have taken 1-2 years of TOC 

implementation with them, it takes time to ingrain these habits into new staff

• With the above being what we experienced, the tendency was for factory staff to 

‘take a step back’ each time someone left (i.e. supervisor would go back onto the 

machine, to replace the operator who left). As the impact of the above became 

more and more apparent, Konrad came to us with a potential direction for a 

solution, the HR aspect of protective capacity, what we have called our 

Advancement Tree
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• In essence, it’s the route of positions and training a staff member would need 

to go through, in order to move from being initially employed as the cleaner, 

to one day being the Factory Supervisor, and potentially the Operations 

Manager or GM

• A big building block of the system, is that staff are trained pre-emptively 

(during periods of Protective Capacity) on the next machine or process, 

creating the potential for them to ‘step forward’ should that operator leave

• Once initial work was completed on setting up the tree, we made contact with 

various training bodies (PIFSA, USB, CPUT, FPMSETA, Northlink College) to 

assist us with formalising both the training required (for external 

accreditation) as well as advising where funding would be available

• Where necessary, internal testing and certificates will be issued (if no external 

accreditation is possible)

• At the moment, we are closing the initial gap to ensure consistency of 

production should any current staff member leave, be it for sick, annual, 

maternity, or permanent

• Once we have done this, we will proceed with putting together the bigger 

framework to afford all staff the opportunity to be trained.
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2. Consistency, or rather, Management Focus

Meet all 

Stakeholder 

needs

Have results 

now

Everybody 

can  

contribute

Active 

management 

intervention and 

participation 

Self 

management 

(responsible and 

ownership)

Success is spelled F-O-C-U-S
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2. Consistency, or rather, Management Focus

Meet all 

Stakeholder 

needs

Have results 

now

Everybody 

can  

contribute

Active 

management 

intervention and 

participation 

Self 

management 

(responsible and 

ownership)

Success is spelled F-O-C-U-S

the staff do not see the impact and 

importance of doing the correct 

actions

We must:

Because:

In order to:



13th International Conference of the TOC Practitioners Alliance - TOCPA

www.tocpractice.com

Questions


