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« Senior TOC Implementer with Goldratt UK since 2005.
Working in many Product and Project based industries
including Automotive, Aerospace, Fashion, Financial
Services, Construction and Mining, Optics etc.

« Prior to working with Goldratt UK, worked as a
production engineer in Pneumatics, Automotive and
Printing Industries

« Masters (MEng) in Manufacture and Management at
Durham University

- Degree in Electronic Engineering at Durham University colaratt UK
Bedford Innovation Centre
« Bornin Dublin, Ireland Priory Business Park
Bedford MK44
Mobile +44 (0)7971 383 522
Tel +44(0)1234 834510
Email phil.snelgrove@goldratt.co.uk
Web www.goldratt.co.uk
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Impress are a medium sized printing
firm specializing in black and white and
colour Offset printing.

They supply many products to many
industries from Hard to Soft cover
books, posters and bill boards to flyers
and leaflets, instruction manuals to
magazines.

IMPRESS

Originally built to service their local

Slovenian market, Impress now has TISKARNA
presence in most major European Stantetova ulica 9

. . . . . 1295 Ivanéna Gorica
countries, with clients in Austria, SLOVENIJA

Germany, Holland and the UK.
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« Delivery performance was poor

 Customers satisfaction was
deteriorating

» Urgent orders were causing a fire The SO|U’[IOH |S

fighting mentality on the shop floor

» Priorities constantly shifting leading to D R U M — B U F F E R —

too much expediting

« Raw Material and Work In Progress RO P E
inventories were too high

» All departments seemed to have a lack
of capacity

« Overtime was being used to try to ng h'[?
improve the delivery performance

« Customer changes to the specifications
only increased the difficulties
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Raw |
material | Shipped _—
ordered &  Production Storage i

| | | |
weeks Raw 87 days o
material
received
| 30 — 60 days | -
Credit & interestfreeloan—
| ) :
Invoice Invoice 58-182 days
aid
received P

Example Durations
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* Very limited cash
 Some employees not paid on time

* Some managers not collecting pay
for some months

* Some suppliers not paid on time —
put the company on hold — no raw
material for future orders

« Some customers would not give
new / additional business because
they were worried about the
company’s financial health

« Managers spending most of day to
day time balancing the cash
situation
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Issues So...What did we do?
*There were many pieces of equipment in  IDENTIFIED the Bottleneck
different states of performance — some » Any investments requests that were
machines were broken down NOT on the bottleneck were
*There were backlogs of inventory behind immediately frozen
slow / broken machines — Many explanations and education

Departments with broken / limited needed

machines were screaming for investmentto ~ * A workshop was held to investigate how
repair the equipment to best EXPLOIT the bottleneck
— Many simple actions increased the
useful capacity
» All investment requests for the
bottleneck were reviewed
— Most were no longer needed — there was
sufficient capacity

— Issues that affected quality (scrap) were
prioritised and cheaper / free fixes were
investigated and approved

*No clear focus on priority on investments

Theory Of Constraints Practitioners Alliance ¢ TOCPA
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Issues So...What did we do?

« Challenged the Management to look
at the company’s assets and
determine if any could be realised into
cash

« It turned out that the company had
several pieces of artwork and a
company car that was not used

« There were also some machines and
machine parts that were not used any
more

« These assets were sold for thousands
of Euros.

*Any Inventory within a company is
something that has been paid for in the
past (investment) that has not been
realised into cash

Theory Of Constraints Practitioners Alliance ¢ TOCPA
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Issues

*Due to printing processes and
allowances for scrap, the amount of
paper that is purchased is always
higher than that needed for the
customers order

*Management were careful and always
used existing material before
purchasing any new material

*BUT there was significant inventory of
paper where the quality /
characteristics were not the same as
new customer orders

24-25 November 2012, Moscow

GOLDRATT"
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So...What did we do?

Challenged the assumption that
paper that was over specified
could not be used

Contacted customers and asked if
they “minded” us using a higher
quality material on their order

Produced many production
batches from existing Raw
material

TVC = zero, all sales = throughput
on these orders

Theory Of Constraints Practitioners Alliance ¢ TOCPA
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Issues

*Many customers were on payment
terms up to 120 days

*Many vendors were on payment
terms from 30 — 60 days

« Large amounts of cash tied up in
orders already produced and paid
for

(TOCPA ) 24-25 November 2012, Moscow

So...What did we do?

» Incentivised customers to pay early

— ldentified customers where early
payment would benefit Impress
— Offered customers a discount for
paying early
» Small enough to have little impact
on the product’s margin

» High enough to be attractive to
customers

* Incentivised Suppliers to accept payment
later

— ldentified suppliers where late
payment would benefit Impress

— Offered suppliers a premium for
paying later
« Small enough to have little impact
on the product’s margin

» High enough to be attractive to
suppliers

» Result was slightly lower throughput BUT
much higher realisation of cash

Theory Of Constraints Practitioners Alliance ¢ TOCPA
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Issues So...What did we do?
‘Many existing customers were - Called all current customers
unwilling to give any new orders to  Asked if they had any upcoming
Impress orders and offered some simple
*The business needed additional sales offers:
— Fast

— Combined delivery prices
— Discounted second orders
— etc
« Also asked if they wanted any

additional quantities on current
orders

« Resulted in a fast increase in
sales
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Issues So...What did we do?
-Often Customers caused delays in * Impress implemented a CCPM type
production by delaying approval and project buffer management system to
adjustments to artwork and approvals measure and prioritise orders with

incomplete or missing artwork

« Daily Buffer Meetings were held
to prioritise and focus on those
customers that needed prompting
and chasing

« We then offered customers a discount
on their order if they would accelerate
the artwork and approvals (twice as
fast as usual)
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Issues So...What did we do?

« Challenged the assumption that
Impress had to purchase the
paper for the orders they produce

« After identifying the bottleneck, we
knew that all other work centres
had, by definition, additional
capacity

« Impress offered a sub contract
service on all of its non-bottleneck
resources to other companies

*Some of the previous actions to
exploit the cash constraint had
lowered the overall throughput

*While cash was still tight, Impress
had difficulties buying some Raw
Materials for future orders.

*Without new orders, the business
could not make enough throughput
to remove the cash problem —
vicious cycle
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*Anything to shorten the cash cycle time is valuable

*Alongside all the actions to exploit cash, Drum-Buffer-Rope in operations
shortened the production lead time and Dynamic Buffer management for

Inventory reduced the volume (and therefore the length of time for each) of
SKUs on the shelf

Raw .
material _ Shipped Invoice
ordered . Production Storage paid
| - | | |
" 68 . ' ! 30-120 |
weeks Raw 87 days days

material
received
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* Applying the 5 Focusing Steps to the Cash Constraint allowed us to
break it as a constraint

« We fully implemented DBR
* Results:

No late orders after 2 weeks of DBR — Backlog disappeared
Fewer than 10% red orders within three weeks

On going On Time Delivery greater than 95% in full and to
specification

Hidden capacity revealed in all departments

Huge savings on Cash, using over Euro 10,000 of existing
stocks on new orders in the first month alone

How? — that's for a different presentation!
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Thank You For Listening

Any questions....?
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