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General Director of an IT company.

Experience: 

Head of marketing department, 

It consultant.

The company is working in the areas of: 

• IT-consulting and support of multi-level 

marketing companies

• Direct Marketing and personalization

• Developing and implementing software 

packages to support TOC implementations 
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Implementation 1

Company: “LBL Polygraph-service” printing house. 

In the process of TOC methodologies implementation for the management of make-

to-order production, the team faced a number of challenges preventing the successful 

completion of the implementation  process: 

-Lack of  uniform order tracking system.  Managers  are not able to see the current 

status of the order and call to the executors to influence priority of orders processing;

-Resistance to change by the executors (unwillingness to follow new instructions, and 

sometimes they are forced to behave like that (according to the conventional scheme) 

during the periods, when there are  a lot of rush orders or orders from VIP customers);

-Some sites kept practicing prioritizing the orders that the executor liked before an  

urgent order (design department, print);

-Lack of the overall picture of the production capacity utilization, heavy workload of 

the dispatcher due to the introduction of color coding. Often the dispatcher did not 

change the order status on the dashboard;

Development background:
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To ensure fulfillment of Injections 2-4 on the 

production sites, an appropriate automated 

system was developed, through which the 

executors released the work into production. 

Further program details
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Presentation of order execution process  in the automated system (AS)

According to the Injection 2, the buffer size should be set for each item (aggressive, but achievable). The 
time of raw materials release is set for each product in relation to the date of shipment and according to 
the size of the buffer. The sequence of the goods release  into production is set in accordance with their 
status (Injection 3), thus the  buffer management mechanism is assured to work. The whole order is color-
coded according to the "longest" buffer.

Order Production FG inventory Shipment
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Order placement

3 basic steps of order placement :

1. Entry of the list of the order items identifying quantity, price and cost of consumables. 

2. The route of production should be set for each product, indicating the work content of each operation 

in accordance with accepted levels of complexity of the product. The five levels of order complexity for 

each work station is set in the program.

3. The program automatically estimates the due date of the order choosing the immediate buffer that is 

designed for each step, taking into account the labor intensity of production of each item and its 

availability during the day and week. According to the Injection 2, the program provides three buffer 

sizes for each step.

4. The manager can change the date of the  planned shipment, however, the level of the initial 

penetration into the buffer of the order is automatically determined by the reduction of the 

production period. Thus, according to Injection 3, the manager can control the speed of the order 

production at the stage of the order entry.

1 2
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2.

3.

3 4



www.tocpractice.com 2nd International TOCPA Conference,                       
19-20 May 2012, Moscow

Management of order production. Dispatcher.

Dispatcher monitors the production of all items in the production by frame "The list of production orders":

1. The filter box for the list of production orders (items).
2. List of items that are in the production process.  The size of the buffer penetration, current state and current 

work station  of the route should be indicated for each item .
3. The route of production. This list demonstrates what stages of processing the item has already passed, in what 

work station the item is now and what work stations are pending.
4. Indication of the start / suspension / completion of the item processing in the selected area of production. 

Dispatcher has the right to record the fact of launching the item at a particular work station and the fact of 
completion of processing of the item at the work station.
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Management of order production. Executor.

The executor controls the release sequence for the production of items by frame "List of work stations to process  the  

orders" at the production station:

1. Filter box for the list of work stations (resources).

2. List of work stations (for the particular executor is "visible" only his/her work station, for administrator – all 

work station). For each work station the number of production batches (items) is indicated in the queue just 

before the work station and the number of items in a system that are pending to “go" through this work 

station.

3. List of production batches in the queue to the resource.

4. Start / completion management. Executor records the fact of starting and completion of item processing on 

the work station.
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Reports1. Report on orders

2. Report on current load of the work 

stations
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Overcoming resistance to

implementation of the AS
1. In order to motivate the managers to enter the orders into the system a 

rule was established to accrue bonuses only on the orders that the 

were entered into the program;

2. To verify the order execution sequencing on the work stations an 

administrative group comprised of the top managers of the company 

was organized. There was a penalty established for the execution of an 

order out-of-sequence;

3. Computers were installed in the production for each foreman. 

Dispatcher no longer managed the queue, his/her main role is now: to 

ensure the availability of consumables on the workstations by the time 

of the beginning of the order processing; 

4. Keeping management  accounting for a number of legal entities in one 

program. Connection of the warehouse of consumables  and finished 

goods. 
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Outcome
• The order processing sequence at a work station is to be executed only in accordance with 

the color coding of orders in the program. To produce an urgent order, it is enough to specify 

the color code upon the entry into the system.

• The system displays standard due dates of orders production that were entered during the 

implementation of TOC and accepted by managers (the standard buffer sizes that were set 

for each step). Previously, the managers overstated these dates because they perceived them 

as their personal responsibility;

• Reduced the number of contacts between the managers and executors of their orders to the 

required minimum: no influence and pushing.

• Management and interested persons can always have necessary information for the decision-

making. For example, accept / reject a rush order. For this purpose, the program displays a 

general list of orders with the data on the penetration into the buffer. Capacity utilization of 

each workstation: actual and planned. Report of the manager with size measure of the РДП 

(consolidated information on the amount of overdue orders in the system).

• Statistics gathering. The bottlenecks for different order profiles were identified more 

accurately. 

• The price list was updated as the data on an average throughput per unit of goods by each 

order profile, and real touch time for these orders in the system.



www.tocpractice.com 2nd International TOCPA Conference,                       
19-20 May 2012, Moscow

Implementation 2
Enterprise: Steel Fabrication Plant.

Outcome TOC methods implementation in an make-to-order environment: 

•The bottleneck (the press) was exploited. A system of orders color 

coding was introduced.

•As a result, the speed of processing  and production of 

orders increased by several times. Customers could hardly manage to take 

their finished products away. We faced another problem: storage of 

finished products. 

•After TOC methods implementation, the accounting system was run in MS 

Excel. The whole information was fed to the dispatcher, who entered the 

data on the current status of orders into a file, and monitored the release 

of the orders into orders on the basis of the entered information 
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Background of AS introduction: 

• Lots of contacts (phone calls) between the dispatcher and the production 
sites (some sites were in different buildings); 
•Lack of real time information update;
•Lack of production orders history, which greatly hampered tackling the causes 
of penetration into the buffer (Injection 6 ); 
•Complicated process of statistics gathering and analysis. For this reason, it was 
difficult to monitor production capacities utilization (Injection 7); 
•An accounting software for the warehouse of finished goods was urgently  
needed with reference to the order and the possibility of partial shipments.

The following results were achieved after the implementation of AS :

•The system displayed information on the current order status;
• Statistics accumulation;
•Early preparation of documents for shipment at the accounting department;
•Accounting of partial shipments of the finished products. 
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Enterprise:  Production of promotional products.

Introduction of the AS was performed simultaneously with the implementation of 

TOC.

The main UDEs before the implementation of TOC :

• Order pushing by managers;

• Continuous peak in production, worked often in three shifts;

• Lack of management accounting encompassing a number of legal entities. 

Outcome of TOC implementation: 

• Injections 1-8 were introduced for production management in make-to-order 

environment according to TOC;

• The guidelines were developed for the functions;

• Procurement of materials was optimized (a new position was introduced ); 

• Implementation was conducted from 01.2011 to 06.2011
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TOC implementation result at the end of the year:

In 2011, the Company increased its turnover by 1.5 times 

compared to 2010. 

The words of the CEO of the Company demonstrate best the 

achieved results of TOC implementation:

Summary of TOC implementation:
TOC alone did not bring more orders, but the interaction among the
departments improved. It has become visible what is happening to the
order now and what is the status of the order, which allows processing
orders quicker. The number of internal conflicts (made an emphasis on it)
reduced. The software helped reveal that the company earned not on the
products we previously thought, but on a very different range of products,
most of which are produced by a subcontractor. As a result, currently the
subcontractor operations department is being strengthened. We found a
constraint – the design department. Currently, we are reorganizing the
department: two areas to allocate: design and standard preparation of the
models. In general, we are pleased with the outcomes of the work.


