www.tocpractice.com  7th International TOCPA Conference T O C
TOCPA 23-24 May 2013, South Africa

vgfy SOUTH
www.tocsa.co.za
SHARING
( EXPERIENCE )

Do we really break conflicts and
can all conflicts be broken
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Barry is a Chartered Accountant who has had many years
of experience in financial positions to board level in many
organisations (mainly manufacturing but also public
sector). In 1991 he was introduced to the Theory of
Constraints (TOC) through the GOAL and completed his
Jonah course in the same year. In 1992 he became a
Jonah’s Jonah and in 1994 joined the Avraham Y Goldratt
Institute in South Africa as an Associate and was trained
in the USA and Israel in all aspects of the TOC. He has
been consulting to businesses and organisations in many
diverse industries and fields for 16 years. He is currently
involved in TOC improvement projects with manufacturing
and mining companies, a solid waste management
project in Kumasi, Ghana for GIZ and the KZN Provincial +27 83 709 7990
government. Barry has presented papers on various

aspects of TOC at conferences in South Africa and the

United States

barry@toceconsulting.co.za
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Client wanted a full Thinking Process Analysis
Gathered UDEs and validated them
Followed 3 cloud approach (used 9 UDEs to make sure)
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« Client pointed out that shareholders were committed to
make the big investment in equipment and had already
done a major portion thereof. Therefore could not be the
core conflict.
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« | did not really like this conflict — felt that it was stating
the obvious and on top of it, we really battled to come up
with good starting injections
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 Read the book — “Polarity Management” by Barry
Johnson.

 Realised that this core conflict does not have to be
“broken”, it has to be managed.

o Continuity  New energy
Stability Change
« Stagnation  Chaos
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o Continuity  New energy

Stability C ) Change

« Stagnation  Chaos
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* Individual initiative » Cohesive unit
* Individual creativity ¢ Common Direction
* Entrepreneurial spirit « Each job important
* Meetings: fewer-shorter » Synergistic effect
=  Individual freedom e Team support
_{—2’ Addressing personal needs e Personal sacrifice %
'TE e |solated e Too much conformity Iq—J
—| ¢ No Common Direction e Bland sameness
* Only rewarded “home runs” * Meetings: too many, too long
* No synergistic effect e Least common denominator
* No team support e Team burden
« Selfish “me” talk * Neglect of personal needﬂ
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M
* Low cost of holding stock » High level of availability

» Less stock to manage * Few/no missed sales
Lower probabllity of shrinkage
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Too much Red < Too much Green

Less Stock
More Stock

« High cost of stock holding
e High level of obsolescence
e Higher probability of shrinkage

R
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* In the example below most of the time is spent getting
either no feedback or a lot of complaining and waiting.

No waiting
Tap own initiative and creativity
More organisation support

Individual Responsibility

Organisation does not get val\able
feedback
Organisation cannot respond and
improve

More individual resistance

Organisation gets needed feedback
Organisation can respond and improve
More individual support

rganisation Responsibility

i for organisation to improve

Do not tap own initiative and creativity

More organisation resistance

« Polarities managed this way do not flow, they flip with
very little time being spent in the upside of either pole.
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* In a well-managed polarity most time is spent
experiencing the positive aspects of one pole or the other.

No waiting Organisation gets needed feedback
Tap own initiative and creativity Organisation can respond and improve

More organisation support or@gdividual support
Individual Responsibility rganisation Responsibility
Organisation does not get valuable

feedback Waiting for organisation to improve
Organisation cannot respond and Do not tap own initiative and creativity

improve More organisation resistance

More individual resistance H

 When a downside of a pole is experienced, it is used as
a signal to move to the positive of the other pole.
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No waiting
Tap own initiative and creativity
More organisation support

Individual Responsibility

Organisation does not get
feedback

Organisation cannot respon
improve

More individual resistance

Organisation gets needed feedback
Organisation can respond and improve
More individual support

Organisation Responsibi

lity

Waiting for organisation to improve
Do not tap own initiative and creativity
More organisation resistance
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No waiting
Tap own initiative and creativity
More organisation support

Individual Responsibility

Organisation does not get valuable
feedback

Organisation cannot respond and
improve

More individual resistance

Organisation gets needed feedback
Organisation can respond and improve
More individual support

rganisation Responsibility

r organisation to improve
ap own initiative and creativity
More organisation resistance
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More Polarities to Manage
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« Autocratic — Participatory

« Conditional Respect (Doing) — Unconditional Respect (Being)
* Planning — Execution/Taking Action

« Complexity — Simplicity

 Dependence — Independence

o Cost — Quality

* Product Driven - Market Driven

« Centralise — Decentralise

e Innovation — Standardisation

* Process Engineering - Product Engineering
* Short-term Focus — Long-term Focus
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