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Supplement For Chapter Four - Functions
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What do you spend your time doing? If we visited your plant, we would be interested in three aspects of this issue:
· What do you do? Where do you spend your time?

· Is it officially recognized and institutionalized?

· Is it managed or is it chaotic and ad hoc?

The following questions and interpretation often help us sort out the role and structure of the situation:

	1. 
	How much of the day is spent seeking out information?
	1
	2
	3
	4
	5
	6
	7

	2. 
	
	Little
	Majority

	3. 
	How much of the day is spent answering questions?
	1
	2
	3
	4
	5
	6
	7

	4. 
	
	Little
	Majority

	5. 
	How often does the phone ring, or someone approaches the desk to find out simple information?
	1
	2
	3
	4
	5
	6
	7

	6. 
	
	Once every few hours
	Every few minutes

	7. 
	How often does a planned sequence or decision have to be changed? (e.g., instead of doing ABC next, do DEF)
	1
	2
	3
	4
	5
	6
	7

	8. 
	
	Once every few hours
	Every few minutes

	9. 
	How often do reactive decisions get made that require active participation of resources and a physical change – beyond simple re-sequencing of work?
	1
	2
	3
	4
	5
	6
	7

	10. 
	
	Once every few hours
	Every few minutes

	11. 
	How often do special events need to be coordinated (new products, engineering changes, process improvements, tours, materials, machine upgrades, scheduled maintenance, etc.)?
	1
	2
	3
	4
	5
	6
	7

	12. 
	
	Monthly
	Daily

	13. 
	How much of the day is actually spent planning and scheduling for the future – versus reacting and deciding about what is going on today?
	1
	2
	3
	4
	5
	6
	7

	14. 
	
	Most of the day
	Less than an hour per day

	15. 
	How much of each day is spent on issues relating to material?
	1
	2
	3
	4
	5
	6
	7

	16. 
	
	Less than an hour per day
	Most of the day

	17. 
	How much of each day is spent on issues relating to machines and processes?
	1
	2
	3
	4
	5
	6
	7

	18. 
	
	Less than an hour per day
	Most of the day

	19. 
	How much of each day is spent on issues relating to personnel?
	1
	2
	3
	4
	5
	6
	7

	20. 
	
	Less than an hour per day
	Most of the day

	21. 
	How much of each day is spent on issues relating to vendors and subcontractors?
	1
	2
	3
	4
	5
	6
	7

	22. 
	
	Less than an hour per day
	Most of the day

	23. 
	How much of each day is spent on issues relating to customers and demand forecasting?
	1
	2
	3
	4
	5
	6
	7

	24. 
	
	Less than an hour per day
	Most of the day

	25. 
	How much of what you actually do is captured in your official process documentation?
	1
	2
	3
	4
	5
	6
	7

	26. 
	
	All
	None

	27. 
	How much of each role is actually noted in the production control job descriptions?
	1
	2
	3
	4
	5
	6
	7

	28. 
	
	All
	None

	29. 
	How much of each role is actually noted in yearly job appraisals and reviews?
	1
	2
	3
	4
	5
	6
	7

	30. 
	
	All
	None

	31. 
	How often are your decisions challenged by direct supervisory management? 
	1
	2
	3
	4
	5
	6
	7

	32. 
	
	Never
	Constantly

	33. 
	How often are you complimented by direct supervisory management for ‘good’ decisions, good schedules, and good problem solving skills?
	1
	2
	3
	4
	5
	6
	7

	34. 
	
	Never
	Constantly

	35. 
	How often are your decisions challenged by people in other departments?
	1
	2
	3
	4
	5
	6
	7

	36. 
	
	Never
	Constantly

	37. 
	How often are you complimented by people in other departments for your ‘good’ decisions, good schedules, and good problem solving skills?
	1
	2
	3
	4
	5
	6
	7

	38. 
	
	Never
	Constantly

	39. 
	How structured is the work day and what happens when?
	1
	2
	3
	4
	5
	6
	7

	40. 
	
	Very structured
	Little structure

	41. 
	A decision making task can be started and finished without interruption? (e.g., developing a sequence, resequencing, etc.)
	1
	2
	3
	4
	5
	6
	7

	42. 
	
	Always
	Never

	43. 
	How much of the above is taken into account when budgeting, staffing, and determining work load?
	1
	2
	3
	4
	5
	6
	7

	44. 
	
	All
	None


These twenty-two questions barely touch the surface, but they do give you some indication of where you might spend your time. They also give you some idea about how the organization views the role of production and how the organization reacts to the department. The questions have been set up to have the undesirable answers on the right and the best-of-class on the left. The list will help you determine if you say one thing and do another. The list will also help you consciously check your work load and determine if realistic expectations exist for what production control can do. 

One factory we remember with fondness would have had everything in the right hand ratings if they had filled in the questionnaire. This was not good. It implied that the job description did not match the job that was being done. It implied that the organization failed to recognize what the job was and what was involved in the job. It implied that the formal information systems and process mechanisms were insufficient for the nature of the shop. It implied that almost nothing went according to the schedule. It implied that some fundamental problems existed - and the scheduler might not have been the biggest problem. It required additional analysis to probe the causal relationships and discover what was happening, and it turned out that the physical manufacturing process was out of control. Until the factory got the basic manufacturing sorted out, no amount of super-human effort in production control would have helped them. 

Many right hand ratings indicate that the majority of your time is spent on non-value added tasks. You are worrying about reactive band-aids, basic survival, and none of it is easy. Too much time is spent getting the information needed to know what is going on, what has happened, and what can happen. Too little time is spent thinking about options, alternatives, and better sequences of work flow. Too much time is spent under stress and being criticized. Too little time is spent looking at past decisions for signs of excellence, improvement and sound judgment. If workers are constantly criticized and viewed in the negative, it is doubtful that morale will be high, care will be taken with making decisions, or extra effort will be expended when needed.

Many firms and management talk about how important the production control personnel are – the scheduler and the planner. These individuals can either cost the plant lots of money or save the plant lots of money. Does the firm support planning and scheduling in such a way as to get the most out of it? How is a new scheduler or planner selected? How are you promoted or evaluated? Do other departments help you? Do you get recognition for a job well done? Are you given a quiet, productive environment to work in? Are you given special training in how to schedule, plan, and manage risk? Are you constantly given ten hours of work to do in a five hour window? Does management support you? Does management change your plans without consultation? Do you issue plans and schedules that you know have no chance of being met?
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