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Supplement For Chapter Three - Objectives and Roles

[image: image1.png]



Does your organization (or the one you are studying) have a clear understanding about the intent and purpose of production control? Is it an operational understanding? In this supplement, we ask a series of questions and then discuss the responses to determine if your implementation of production control matches our view of what production control is all about.

	1
	Do you think that you anticipate enough of the troubles that occur?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	2
	Do you anticipate problems with materials?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	3
	Do you anticipate problems with personnel?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	4
	Do you anticipate problems with machines?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	5
	Do you anticipate problems with vendors?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	6
	Do you anticipate problems with processes?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	7
	Do you anticipate problems with subcontractors?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	8
	Do you anticipate problems with other supporting departments?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	9
	Do you anticipate problems with distribution?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	10
	Do you anticipate problems with customers?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	11
	Do you anticipate problems with sales?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	12
	Do you anticipate problems with process specs, drawings, instructions?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	13
	Is the horizon of the perceived troubles usually within the next day or two?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	14
	Is the horizon of the perceived troubles usually within the next week?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	15
	Is the horizon of the perceived troubles usually within the next few weeks?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	16
	Is the horizon of the perceived troubles usually within the next month?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	17
	Is the horizon of the perceived troubles usually within the next few months?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	18
	Do you see or have access to the information that could be used to perceive future troubles?
	1
	2
	3
	4
	5
	6
	7

	
	
	Hard to get
	Easy access

	19
	Do you focus on one type of trouble at the expense of others?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	20
	Does your ISO or process documentation clearly state what the objectives and intents are of production control – providing clear vision and guidance to the production control department?
	1
	2
	3
	4
	5
	6
	7

	
	
	Not stated
	Clearly stated

	21
	Do you have weekly or bi-weekly meetings to discuss perceived troubles in the future?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	22
	Do you have the authority and methods in place to create and deploy counter-measures to perceived threats?
	1
	2
	3
	4
	5
	6
	7

	
	
	No authority
	Has authority

	23
	Do you get rewarded on risk avoidance and minimization?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	24
	Does the organization as a whole get rewarded on risk avoidance and minimization?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	25
	Do you get rewarded for firefighting?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	26
	Does the general organization get rewarded for firefighting?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	27
	Is risk avoidance and minimization part of your official yearly measured goals?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	28
	Do you have world class manufacturing capability and world class production control?
	1
	2
	3
	4
	5
	6
	7

	
	
	No
	Yes

	29
	Do you have well-matched manufacturing capability and production control methods?
	1
	2
	3
	4
	5
	6
	7

	
	
	No
	Yes

	30
	Do the current production control methods help or hurt production?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	31
	If you anticipates trouble, are counter-measures taken?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always

	32
	If you anticipates trouble, do the counter-measures work?
	1
	2
	3
	4
	5
	6
	7

	
	
	Never
	Always


That should about do it. Thirty-two questions about what you focus on and what role you play. In formal studies, we have noted that good schedulers can anticipate 60-80% of future troubles with materials, personnel, machines, products, vendors, and customers. They implement counter-measures in advance that take conservative stances. If they are wrong, there is a little bit of added cost, but if they are right – big savings result.

If the majority of your responses are on the right, we think you have your act together and understand the intent of production control in a very real sense. You are pro-active and are in control of your destiny. If you are in the top echelon, you will also be thinking about the troubles and trying to ensure that they do not repeat and if once bit, twice shy. You might be able to get rid of all of the troubles, but there are many ways to control the chaos once you recognize that you can anticipate it. You can look at any answer in the left or middle and challenge yourself – can you improve it? Since you have the majority of responses in the high end, it is probable that you can move all of the traits into this range. This is the good range to be in. Congrats.

If the responses are centered around the middle with some below and some above, you are not in too bad of shape, but there are many things that you can do to improve. You are likely doing the anticipation in a very ad hoc fashion and have not institutionalized the concepts within the system. Quite possibly, you have a very informal process and rely on accidental encounters and information flows. Sometimes, things are caught, sometimes not. We suspect that there are some techniques that you could adopt that would help you develop a method for your madness, get people thinking farther into the future, and thinking about more facets of the future. On all questions that are to the left or in the middle, challenge yourself. Why are they not higher? What is stopping you? What clues are you missing or what are people not doing? 

You are doing some of the stuff, so you are not severely handicapped in this area. For the plant to improve, all levels of management and all departments must anticipate and be held accountable for foreseeing problems and discounting them. It is insufficient for only one or two people to be tasked with this duty.

Mostly on the left? We call this passive denial and when we are feeling sarcastic, we call it the ‘poor me’ or ‘I victim’ range. This is not just at the planner level, but the whole plant likely has this mentality. Personnel at all levels and in all departments likely congratulate themselves on pulling the fat out of the fire at the last minute and talk about how no one could have seen the trouble in advance. The scheduler’s desk is a window into the soul of the factory and if you are fire-fighting, everyone else will be too. 

If you do not think that troubles can be anticipated, then you cannot be held accountable. You have done as well as anyone else could have done given the circumstances. Give yourself a pat on the back. This is the problem – if people start to think that the future can be controlled, then people will be held accountable – what a silly thought. If you are in a situation where you think nothing can be anticipated, then we suggest that you look again.

We have never seen a situation that is totally random and where clues do not exist. It is a matter of admitting it can be so, being able to identify the clues, and being able to do something about them. However, we have been in many situations where management and personnel are doing the ostrich thing and state that nothing can be anticipated. Our factory is different. Our processes are different. Our customers are different. This is true and false. 

We think that there are many similarities in the way things are different and that is the clue. In any event, if you think that things can be anticipated and you are not doing it, or if you are not enabled or authorized to do it, then shame on you and your organization. People are not managing, they are guessing. People may be great at fire-fighting, but they are also arsonists and are setting many of their own fires. There are many things you can do to move from the left to the middle. They will take time to implement and make into habits – that is the key. They have to become part of your culture and not be viewed as another buzzword of the month. You must not change too much or try too much at once. If you try to do too much too soon, you will do more harm than good. Be patient – one thing at a time, and exhibit control and patience. 
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