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Let’s start with a quiz ….

What, according to you, is the important aspect of TOC?

• Inherent Simplicity

• Thinking Processes

• Statistical Aggregation

• Fusing people’s intuition with emotion and logic
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Thinking plays a crucial role in TOC
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Holistic

Cause- effect

Thinking

Actions borne 

out of 

Thinking

Results

• Planning : Execution :: :: Thinking : Action 

• Planning : Execution :: :: Top mgt : Junior mgt

Is thinking relevant only during Planning?
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Relevance of Thinking during Execution
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Implementation lessons learnt from 

• A general Engineering organization

• Online retailer

• Heavy Engineering company 

• Industrial valve manufacturer  
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General Engineering Organization
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General Engineering Organization

7

First step in S&T tree – Reduce WIP / Choke the Release:

Tactic:    Buffer times are shortened by 50% for each 
group of products (to determine R-PLT**)

Work Orders are taken up for processing only a 
R-PLT ahead of their Committed Due dates

** R-PLT : Reliable Production Lead Time
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General Engineering Organization

8

The company had already committed 

to deliver several  Work Orders 

within a short span of time from the 

start of TOC implementation

Work Orders are planned to 

be released for processing 

only a R-PLT ahead of their 

Committed Due dates

The number of W.Os 

in the system will  

remain almost the 

same as before

Excess capacity is 

revealed only if the 

number of live WOs 

are reduced much

Excess capacity  will 

not be revealed to 

the extent required
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Being alive to the issue requires Thinking
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The company had already committed 

to deliver several  Work Orders 

within a short span of time from the 

start of TOC implementation

Work Orders are planned to be 

released for processing only  

0.7 times R-PLT ahead of their 

Committed Due dates

The number of W.Os in 

the system will  reduce 

to a good extent

Excess capacity is 

revealed  when the 

number of live WOs 

are reduced much

Excess capacity  will 

be revealed
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Understanding Little’s Law
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Average WIP = Average Production Rate x Average Lead Time
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Increasing Demand

C
u

m
u

la
ti

ve
 U

n
it

s 
(t

o
n

s)

Time

W
IP

 I
n

ve
n

to
ry

Production Lead Time

Demand increases.

Production rate is constant. 

Both WIP and Lead Time will increase
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Machine Breakdown
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Both WIP and Lead Time will increase permanently if production rate is 

constant and there is no capacity buffer. 

Breakdown
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Online Retailer
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Online retailer

Objective To reduce time between receipt of goods and 

display on website

14

Critical Injection Reduce processing batch size from 100+ to around 10. 

Result Lead times reduced but the stability was missing
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Cumulative Inwards and Go-live @ Online retailer

0

1000

2000

3000

4000

5000

6000

7000

01-Oct 06-Oct 11-Oct 16-Oct 21-Oct 26-Oct 31-Oct 05-Nov 10-Nov 15-Nov

Cumulative Inwards Cumulative Go-Live

Increase in Inwards

Catch up by Cataloguing

Go-live

Zero Output (CMS outage and 

Internet down)

• Large inventory pile-up

• No catch-up action

Inward rate and Go-live rate same 

(i.e. Inventory and L.T also more or 

less the same)

Gap closing in
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Backlogs MUST be liquidated to reduce Lead times

Watch the growth in Inwards and take quick action to service the fresh 
load 
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Heavy Engineering Company 
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Design output improved dramatically
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Fabrication output nearly doubled in 

6 months

18
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Why delay in achieving high DDP?

High DDP

Quality 

Implementation of  

S&T

• For the first time, the company realized that they have booked orders without 

considering whether they have capacity or not

19
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Bulk of the Capacity spent on clearing 

backlogs

20
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Why delay in achieving high DDP?

High DDP

Quality 

Implementation of  

S&T

Wipe out 

Backlog 

orders

Do not over 

commit future 

orders 

• The company agreed to 

• outsource Fabrication to wipe out backlogs faster

• shift focus on ‘Healthy orders’ at the cost of ‘Backlogs’; else today’s healthy 

orders would be tomorrow’s ‘Backlogs’. 
21
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Industrial Valve Manufacturer
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Tasks in a single Order line

Order 

Entry
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Tasks in a single Order

Order 

Entry

OBC

OBC

OBC

OBC
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All Orders

.. .. .. ..

.. .. .. ..

.. .. .. ..



10th International Conference of the TOC Practitioners Alliance - TOCPA

Machining all castings of an Order 

together not good ….

26

Accumulate all castings belonging to 

the same Sellable code and send them 

for Machining in one batch

We may waste capacity and 

experience a shortage of 

capacity  later
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Machining all castings together not good ….

27

Accumulate all castings belonging to 

the same Sellable code and send them 

for Machining in one batch

We may waste capacity and 

experience a shortage of capacity  

later

Castings which arrived 

earlier do not go for 

machining immediately We do not have any 

control on the inflow of 

Customer orders (We 

may get a sudden 

demand  from 

customers)

Sub contractors remain idle 

for a while

Sub 

contractors’ 

capacity is 

dedicated 

for the Co.

sub contractors’ capacity may 

not be adequate to cater to the 

sudden increase in load

sub contractors’ 

capacity is finite 

and limited
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Machining all castings together not good 

… Really?
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Accumulate all castings belonging to 

the same Sellable code and send them 

for Machining in one batch

We may waste capacity and 

experience a shortage of capacity  

later

Castings which arrived 

earlier do not go for 

machining immediately

We do not have any 

control on the inflow of 

Customer orders (We 

may get a sudden 

demand  from 

customers)

Sub contractors remain idle 

for a while

Sub 

contractors’ 

capacity is 

dedicated 

for Co.

sub contractors’ capacity may 

not be adequate to cater to the 

sudden increase in load

sub contractors’ 

capacity is finite 

and limited

We can easily estimate the 

load on Sub contractors (2 to 3 

m after Customer’s order) –

not sudden; takes place after 

the receipt of Castings – which 

is known in advance

Sub contractors’ 

capacity is not a 

constraint

Idleness only for a short 

term. Over medium term, 

this will be smoothened. 

Benefits of Synch are far 

higher.



10th International Conference of the TOC Practitioners Alliance - TOCPA

Machining all castings together not good 

… Really?
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Accumulate all castings belonging to 

the same Sellable code and send them 

for Machining in one batch

Castings which arrived 

earlier do not go for 

machining immediately

We do not have any 

control on the inflow of 

Customer orders (We 

may get a sudden 

demand  from 

customers)

Sub contractors remain 

idle for a while

Sub 

contractors’ 

capacity is 

dedicated 

for Virgo

sub contractors’ 

capacity is finite 

and limited

We can easily estimate the 

load on Sub contractors (2 to 3 

m after Customer’s order) –

not sudden; takes place after 

the receipt of Castings – which 

is known in advance

Sub contractors’ 

capacity is not a 

constraint

Idleness only for a short 

term. Over medium term, 

this will be smoothened. 

Benefits of Synch are far 

higher.
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?? Questions ??


