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3UHIDFH
<RX DUH D VPDOO EXVLQHVV RZQHU� <RX DUH PDNLQJ PRQH\ � \RXU SURILWV PD\ EH FRQVLVWHQW RU
IOXFWXDWLQJ RU VWHDGLO\ JURZLQJ� <RX DUH DPELWLRXV� <RX ZDQW WR PDNH PRUH DQG PRUH PRQH\
QRZ DV ZHOO DV LQ IXWXUH� <RX DUH HDJHU WR TXLFNO\ OHDUQ QHZZD\V RI PDQDJLQJ EXVLQHVV� ,I WKLV LV
\RXU GHVFULSWLRQ� 7KHRU\ RI &RQVWUDLQWV LV WKH ULJKW FKRLFH IRU \RX� ,W FDQ KHOS \RX WR JURZ IDVWHU
WKDQ ZKDW \RX FDQ LPDJLQH� ZLWKRXW WDNLQJ XQGXH ULVN DQG ZLWKRXW H[KDXVWLQJ \RXU UHVRXUFHV�

%XW HYHU\ERG\ PD\ QRW DOZD\V EH PDNLQJ PRQH\� VRPH RI \RX DUH GRLQJ MXVW ILQH DQG VRPH RI
\RX DUH HYHQ ORVLQJ PRQH\� <RX DUH XS WR \RXU QHFN LQ GHHS ZDWHU IXOO RI DOOLJDWRUV DQG WKHVH
QHJDWLYHV DUH SDUW RI \RXU GDLO\ UHDOLW\� <RX DUH EDUHO\ DEOH WR WUHDG ZDWHU DQG GURZQLQJ LV \RXU
UHDOLVWLF SRVVLELOLW\� 2Q RQH KDQG� \RX GR QRW KDYH WLPH WR GR PXFK EH\RQG WKH GDLO\ FKRUHV RI
UXQQLQJ \RXU EXVLQHVV DQG RQ WKH RWKHU KDQG� \RX DUH JHWWLQJ PRUH DQG PRUH GHVSHUDWH WR GR
VRPHWKLQJ WR LPSURYH \RXU EXVLQHVV GUDPDWLFDOO\� <RX NQRZ \RX QHHG WR WDNH DFWLRQV ١ UDWKHU
TXLFN DFWLRQV � DQG \RX NQRZ \RX GRQ٧W KDYH PDQ\ EXOOHWV LQ \RXU JXQ� VR \RX EHWWHU SLFN \RXU
WDUJHWV FDUHIXOO\ DQG EH YHU\ DFFXUDWH ZLWK \RXU VKRWV�

7KHRU\ RI &RQVWUDLQWV DQG SHUKDSV WKHVH H%RRNV FRXOG EH \RXU ULJKW FKRLFH�

<RX ZLVK WKHUH LV D ZD\ IRU \RX WR TXLFNO\ JHW VRPH EDVLF NQRZOHGJH DERXW 72&� <RX ZLVK \RX
DUH DEOH WR LGHQWLI\ WKH FRUH SUREOHP RU D OHYHUDJH SRLQW IRU \RXU EXVLQHVV� �٪,I ,٧ ILQG D OHYHUDJH
SRLQW� , FDQ PRYH WKH HDUWK٫ � $UFKLPHGHV�� <RX ZLVK \RX TXLFNO\ OHDUQ WKH 72& DSSOLFDWLRQV�
<RX ZLVK \RX JHW D VWHS E\ VWHS JXLGH DV WR KRZ WR LPSOHPHQW WKRVH DSSOLFDWLRQV� <RX ZLVK \RX
KDYH VXLWDEOH VRIWZDUH WR VXSSRUW WKLV QHZ HQGHDYRU�

3UREDEO\� WKH WLPH KDV FRPH IRU IXOILOOLQJ WKHVH ZLVKHV� 1R� QR� , GRQ٧W KDYH D PDJLF ZDQG� %XW
KHUH LV WKH ZD\ , WKRXJKW FRXOG EH KHOSIXO WR \RX�

)LUVW� \RX QHHG WR XQGHUVWDQG 72&٧V )LYH )RFXVLQJ 6WHSV ZKLFK DUH DW WKH KHDUW RI 72&� , KDYH
H[SODLQHG WKHP LQ $SSHQGL[ $�

6HFRQG� \RXPD\ VHHN VRPH KHOS IURP D ORFDO FRQVXOWDQW� ZKRZRXOG SHUKDSV XVH 72&٧V 7KLQNLQJ
3URFHVVHV WR LGHQWLI\ \RXU FRUH SUREOHP RU WKH OHYHUDJH SRLQW�

7KLUG� \RX FDQ JHW D JRRG XQGHUVWDQGLQJ RI 72& DSSOLFDWLRQV E\ YLHZLQJ *ROGUDWW٧V &'V �DQG
PD\ EH VRPH RWKHU UHVRXUFH��

)RXU� WKLV H%RRN JLYHV VWHS E\ VWHS JXLGDQFH IRU LPSOHPHQWLQJ D VSHFLILF 72& DSSOLFDWLRQ� ,W LV
DQ LQVWUXFWLRQ PDQXDO� ,W DOVR JLYHV D OLVW RI DYDLODEOH VRIWZDUH�

,Q WKLV H%RRN� , KDYH VXJJHVWHG XVLQJ VRPH H[WHUQDO UHVRXUFHV VXFK DV *ROGUDWW &'V� 7UDLQLQJ�
&RQVXOWDQW DQG 6RIWZDUH� ,I WKLV LV VR� ZK\ GR , FDOO LW ٪'R ,W <RXUVHOI٫" ,W LV LPSRUWDQW WR QRWH WKDW
\RXU SURILWV ZLOO QRW LQFUHDVH VLPSO\ E\ DFTXLULQJ RU HQJDJLQJ WKHVH UHVRXUFHV� <RX QHHG WR WDNH
RZQHUVKLS RI LPSOHPHQWDWLRQ DQG XVH WKHVH UHVRXUFHV HIIHFWLYHO\� <RX QHHG WR XQGHUVWDQG� WDNH
OHDGHUVKLS DQG GULYH WKH ZKROH SURFHVV� <RX FDQQRW GHOHJDWH WKH LPSOHPHQWDWLRQ WR D FRQVXOWDQW
RU H[SHFW D VRIWZDUH WRRO WR LPSOHPHQW LW RU HYHQ PDNLQJ LW DYDLODEOH WR \RXU SHRSOH DQG H[SHFW
WKHP WR LPSOHPHQW LW� <RX ZLOO KDYH WR JHW GRZQ DQG ZRUN ZLWK \RXU SHRSOH XVLQJ WKHVH H[WHUQDO
UHVRXUFHV DQG WKH H%RRNV� 7KDW LV ZKDW , PHDQ E\ ٪'R ,W <RXUVHOI٫�

, KDYH FRPH XS ZLWK WKUHH GLIIHUHQW H%RRNV JLYLQJ GHWDLOHG VWHSV IRU LPSOHPHQWLQJ 72&٧V
VROXWLRQV IRU 0DQXIDFWXULQJ� 'LVWULEXWLRQ DQG 3URMHFWV�

�

Preface
You are a small business owner. You are making money - your profits may be consistent or
fluctuating or steadily growing. You are ambitious. You want to make more and more money
now as well as in future. You are eager to quickly learn new ways of managing business. I f  this is
your description, Theory of Constraints is the right choice for you. It can help you to grow faster
than what you can imagine, without taking undue risk and without exhausting your resources.

But everybody may not always be making money, some of you are doing just fine and some of
you are even losing money. You are up to your neck in deep water full of alligators and these
negatives are part of your daily reality. You are barely able to tread water and drowning is your
realistic possibility. On one hand, you do not have time to do much beyond the daily chores of
running your business and on the other hand, you are getting more and more desperate to do
something to improve your business dramatically. You know you need to take actions — rather
quick actions - and you know you don't have many bullets in your gun, so you better pick your
targets carefully and be very accurate with your shots.

Theory of Constraints and perhaps these eBooks could be your right choice.

You wish there is a way for you to quickly get some basic knowledge about TOC. You wish you
are able to identify the core problem or a leverage point for your business. ("If I' find a leverage
point, I can move the earth" - Archimedes). You wish you quickly learn the TOC applications.
You wish you get a step by step guide as to how to implement those applications. You wish you
have suitable software to support this new endeavor.

Probably, the time has come for fulfilling these wishes! No, no, I don't have a magic wand. But
here is the way I thought could be helpful to you.

First, you need to understand TOC's Five Focusing Steps which are at the heart of TOC. I have
explained them in Appendix A.

Second, you may seek some help from a local consultant, who would perhaps use TOC's Thinking
Processes to identify your core problem or the leverage point.

Third, you can get a good understanding of TOC applications by viewing Goldratt's CDs (and
may be some other resource).

Four, this eBook gives step by step guidance for implementing a specific TOC application. I t  is
an instruction manual. It also gives a list of available software.

In this eBook, I have suggested using some external resources such as Goldratt CDs, Training,
Consultant and Software. I f  this is so, why do I call it "Do It Yourself"? It is important to note that
your profits will not increase simply by acquiring or engaging these resources. You need to take
ownership of implementation and use these resources effectively. You need to understand, take
leadership and drive the whole process. You cannot delegate the implementation to a consultant
or expect a software tool to implement it or even making it available to your people and expect
them to implement it. You will have to get down and work with your people using these external
resources and the eBooks. That is what I mean by "Do It Yourself".

I have come up with three different eBooks giving detailed steps for implementing TOC's
solutions for Manufacturing, Distribution and Projects.

1
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:KDW LV WKH REMHFWLYH RI WKHVH H%RRNV"

,V LW WR WHDFK \RX 72&" ,V LW WR WHDFK \RX 72& DSSOLFDWLRQV" 1RSH�

,I \RX ZDQW WR OHDUQ 72&� WKHUH DUH HQRXJK UHVRXUFHV DYDLODEOH� 7KHUH DUH ERRNV� ZHEVLWHV�
YLGHRV� WUDLQLQJ SURJUDPV HWF� WKDW FDQ LPSDUW WKH NQRZOHGJH� , ZRXOG UHFRPPHQG \RX WR JR
WKURXJK DOO WKDW LI \RX ZDQW WR EH DQ H[SHUW LQ 72&� ,W PD\ WDNH VRPH \HDUV WR JDLQ UHDO H[SHUWLVH�

%XW \RX DUH D EXVLQHVVPDQ� <RX PD\ QRW DIIRUG WR VSHQG WKH UHTXLUHG WLPH DQG PRQH\ WR JHW
H[SHUWLVH LQ 72& DQG WKHQ DSSO\ LW WR \RXU EXVLQHVV� <RX PD\ DVN D TXHVWLRQ� ٪,I , ZDQW WR
LPSOHPHQW 72& ZLWKRXW EHFRPLQJ DQ H[SHUW� LV WKHUH D ZD\"٫ $QG WKH DQVZHU WR WKH TXHVWLRQ
LV ٪<HV٫� 2I FRXUVH� LW GRHV QRW PHDQ WKDW \RX GRQ٧W QHHG WR OHDUQ 72& DW DOO� <RX QHHG WR JDLQ
VRPH EDVLF NQRZOHGJH DERXW 72& DQG KDYH D JRRG XQGHUVWDQGLQJ RI WKH DSSOLFDWLRQ WKDW \RX
DUH JRLQJ WR LPSOHPHQW� &DQ WKLV EH GRQH LQ D VKRUW WLPH" $JDLQ� WKH DQVZHU LV ٪<HV٫�

7KLV LV QHFHVVDU\� EXW QRW VXIILFLHQW�

$IWHU KDYLQJ XQGHUVWRRG WKH EDVLFV� \RX QHHG D VHW RI LQVWUXFWLRQV DERXW KRZ WR LPSOHPHQW� $QG
WKLV LV SUHFLVHO\ WKH REMHFWLYH RI WKHVH H%RRNV�

1RZ� \RX PD\ ZDQW WR NQRZ ZKDW NQRZOHGJH WR JDLQ� ZKHUH HWF� 7KHUHIRUH� WKHVH H%RRNV JLYH
SRLQWHUV ZKHUH \RX FDQ JDLQ WKLV NQRZOHGJH�

,I \RX DUH D EXVLQHVV RZQHU RU D FRQVXOWDQW RU D PDQDJHU LQ PDQXIDFWXULQJ EXVLQHVV DQG \RX
KDYH SUREOHPV LQ GHOLYHULQJ RUGHUV RQ WLPH� \RXU OHDG WLPH LV LQFUHDVLQJ RYHU D SHULRG RI WLPH
DQG \RX KDYH KLJK LQYHQWRU\ RQ WKH VKRS IORRU� WKH UHOHYDQW H%RRN FDQ FHUWDLQO\ KHOS \RX�

,I \RX DUH D EXVLQHVV RZQHU RU D FRQVXOWDQW RU D PDQDJHU LQ 'LVWULEXWLRQ EXVLQHVV� DQG \RX
KDYH IUHTXHQW VKRUWDJHV DQG VXUSOXVHV DQG DUH FDUU\LQJ KLJK LQYHQWRU\� WKH UHOHYDQW H%RRN FDQ
FHUWDLQO\ KHOS \RX�

,I \RX DUH D EXVLQHVV RZQHU RU D FRQVXOWDQW RU D PDQDJHU HQJDJHG LQ 3URMHFWV� DQG \RX DUH
VWUXJJOLQJ WR GHOLYHU WKH SURMHFWV RQ WLPH� ZLWKLQ %XGJHW DQG ZLWK IXOO VFRSH� DQG \RXU SURMHFW
OHDG WLPH LV LQFUHDVLQJ RYHU D SHULRG RI WLPH� WKH UHOHYDQW H%RRN FDQ FHUWDLQO\ KHOS \RX�

,I \RX DUH D 72& FRQVXOWDQW RU DQ LPSOHPHQWHU LPSOHPHQWLQJ RQH RU PRUH RI WKHVH DSSOLFDWLRQV�
WKHVH H%RRNV ZLOO VHUYH DV D KDQG\ JXLGH RU FKHFNOLVW IRU WKH VWHSV WR EH IROORZHG�

,I \RXU FRUH SUREOHP LV LGHQWLILHG DQG LW FDXVHV \RX WR LPSURYH DQ\ RI WKHVH WKUHH DUHDV� WKH
UHOHYDQW H%RRN LV IRU \RX�

<RX PD\ HYHQ FKHFN WKH DSSOLFDELOLW\� %HIRUH \RX EX\� XVH ٪&KHFN WKH 6\PSWRPV٫ FKDSWHU LQ
WKH VDPSOH ERRN WR GHWHUPLQH WKH QHHG IRU D SDUWLFXODU H%RRN� $OVR� KDYH D ORRN DW WKH ٪7DEOH RI
&RQWHQWV٫ VKRZQ RQ WKLV H%RRN٧V VLWH�

7KHUH PD\ EH D QHHG WR FXVWRPL]H WKH VWHSV GHSHQGLQJ RQ \RXU VLWXDWLRQ� 7KH QHHG DQG H[WHQW
RI FXVWRPL]DWLRQ PD\ YDU\ IURP VLWXDWLRQ WR VLWXDWLRQ�

,W LV LPSRUWDQW WR QRWH WKDW E\ LPSURYLQJ DQ\ RI WKHVH WKUHH DUHDV ZLOO QRW LPSURYH \RXU SURILWV� LI
WKH DUHD LV QRW \RXU FRUH SUREOHP RU D OHYHUDJH SRLQW� ,W ZLOO RQO\ DFKLHYH ORFDO RSWLPD� 7KHUHIRUH�
LW LV RI XWPRVW LPSRUWDQFH WR ILUVW LGHQWLI\ \RXU FRUH SUREOHP RU OHYHUDJH SRLQW DQG WKHQ FDUHIXOO\
FKRRVH WKH VROXWLRQ� +HUH� D 72& FRQVXOWDQW FDQ SOD\ DQ LPSRUWDQW UROH� XQOHVV WKH FRUH SUREOHP
LV YHU\ REYLRXV�

, GRQ٧W LQWHQG WR ERDVW DERXW WKH UHVXOWV WKDW FDQ EH REWDLQHG E\ LPSOHPHQWLQJ 72&� , RQO\ ZDQW
WR VKDUH WKH IROORZLQJ�

Preface 2

What is the objective of these eBooks?

Is it to teach you TOC? Is it to teach you TOC applications? Nope.

If you want to learn TOC, there are enough resources available. There are books, websites,
videos, training programs etc. that can impart the knowledge. I  would recommend you to go
through all that if you want to be an expert in TOC. It may take some years to gain real expertise.

But you are a businessman. You may not afford to spend the required time and money to get
expertise in TOC and then apply it to your business. You may ask a question: " I f  I want to
implement TOC without becoming an expert, is there a way?" And the answer to the question
is "Yes". Of  course, it does not mean that you don't need to learn TOC at all. You need to gain
some basic knowledge about TOC and have a good understanding of the application that you
are going to implement. Can this be done in a short time? Again, the answer is "Yes".
This is necessary, but not sufficient.

After having understood the basics, you need a set of instructions about how to implement. And
this is precisely the objective of these eBooks.

Now, you may want to know what knowledge to gain, where etc. Therefore, these eBooks give
pointers where you can gain this knowledge.

If you are a business owner or a consultant or a manager in manufacturing business and you
have problems in delivering orders on time, your lead time is increasing over a period of time
and you have high inventory on the shop floor, the relevant eBook can certainly help you.

If you are a business owner or a consultant or a manager in Distribution business, and you
have frequent shortages and surpluses and are carrying high inventory, the relevant eBook can
certainly help you.

If you are a business owner or a consultant or a manager engaged in Projects, and you are
struggling to deliver the projects on time, within Budget and with full scope, and your project
lead time is increasing over a period of time, the relevant eBook can certainly help you.

If you are a TOC consultant or an implementer implementing one or more of these applications,
these eBooks will serve as a handy guide or checklist for the steps to be followed.

If your core problem is identified and it causes you to improve any of these three areas, the
relevant eBook is for you.

You may even check the applicability. Before you buy, use "Check the Symptoms" chapter in
the sample book to determine the need for a particular eBook. Also, have a look at the "Table of
Contents" shown on this eBook's site.

There may be a need to customize the steps depending on your situation. The need and extent
of customization may vary from situation to situation.

It is important to note that by improving any of these three areas will not improve your profits, if
the area is not your core problem or a leverage point. It will only achieve local optima. Therefore,
it is of utmost importance to first identify your core problem or leverage point and then carefully
choose the solution. Here, a TOC consultant can play an important role, unless the core problem
is very obvious.

I don't intend to boast about the results that can be obtained by implementing TOC. I only want
to share the following:
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2QH RI WKH PRVW FRPSUHKHQVLYH VWXGLHV RQ 72& ZDV GRQH E\ 3URIHVVRU 9LFWRULD 0DELQ DQG
6WHYHQ %DOGHUVWRQH� EDVHG RQ DQ DQDO\VLV RI SXEOLVKHG FDVH VWXGLHV RI 72& LPSOHPHQWDWLRQV�
7KH ILQGLQJV RI WKH DQDO\VLV VKRZHG PHDQ LPSURYHPHQWV DV IROORZV�

ٰ /HDG 7LPHV� 0HDQ 5HGXFWLRQ ���
ٰ &\FOH 7LPHV� 0HDQ 5HGXFWLRQV ���
ٰ 'XH 'DWH�3HUIRUPDQFH� 0HDQ ,PSURYHPHQW ���
ٰ ,QYHQWRU\ /HYHOV� 0HDQ 5HGXFWLRQ ���
ٰ 5HYHQXH� 0HDQ ,QFUHDVH ���
ٰ 7KURXJKSXW� 0HDQ ,QFUHDVH ���
ٰ 3URILWDELOLW\� 0HDQ ,QFUHDVH ����

7KLV LV RQO\ DQ LQGLFDWLRQ DQG , GR QRW FODLP WKDW P\ H%RRNV ZLOO GHOLYHU WKHVH NLQGV RI UHVXOWV�
%XW WKH\ ZLOO FHUWDLQO\ KHOS \RX WR JR LQ WKDW GLUHFWLRQ�

5DMHHY $WKDYDOH

Preface 3

One of the most comprehensive studies on TOC was done by Professor Victoria Mabin and
Steven Balderstone, based on an analysis of published case studies of TOC implementations.
The findings of the analysis showed mean improvements as follows:

• Lead Times: Mean Reduction 70%
• Cycle Times: Mean Reductions 65%
• Due Date-Performance: Mean Improvement 44%
• Inventory Levels: Mean Reduction 49%
• Revenue: Mean Increase 83%
• Throughput: Mean Increase 65%
• Profitability: Mean Increase 116%

This is only an indication and I do not claim that my eBooks will deliver these kinds of results.
But they will certainly help you to go in that direction.

Rajeev Athavale
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Check the Symptoms

Sr. Description Yes No Some
Times

Not
Applicable

1 Many times, there is a shortage
of  fast moving items

2 There are many s low moving
items that are piling up

3 There i s  a  h i g h  l e v e l  o f
inventory everywhere

4 Customers are dissatisfied wi th
our products' availability

5 There a r e  m a n y  emergency
orders, at times

6 There a r e  m a n y  c r o s s
shipments, at times

7 For a  season, i tems come i n
late, many times

8 Supply Lead Time is too long
9 Good sales opportuni t ies a r e

lost for want of desired items
10 Enough space is  n o t  available

for display and storage of  items
11 Product v a r i e t y  c a n n o t  b e

increased easily
12 Lot o f  slow moving items have

to be disposed o f  at a reduced
price or scrapped

13 There is a lot  of  wastage due to
product expiry or obsolescence

14 Lot o f  products h a v e  t o  b e
scrapped when new models are
introduced

15 Lot o f  cash i s  t i e d  u p  i n
inventories

Count

Print the table below and put ticks in appropriate columns:
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Summarize the data as follows:

No. o f  ticks in column "Yes":
No. o f  ticks in column "No":
No. o f  ticks in column "Some Times":
No. o f  ticks in column "Not Applicable":

I f  the number o f  ticks i n  column "No" is i n  majori ty,  Distr ibution does no t
seem to be your problem, currently.

I f  the number o f  ticks i n  columns "No" and "Some Times" put  together is i n
majority, check your information. There may be some interpretation issue for
"Some Times". I t  may almost be "Yes". Also, there is no column fo r  "Don' t
Know" and you might have put ticks for such cases in "Some Times" columns.
You need to be sure about your ticks.

Look at the number o f  ticks in column "Not Applicable". I f  they are too many,
you need to check whether your situation is unique. You may need different
steps than that given in this eBook.

I f  your ticks are correct and the number o f  ticks in columns "No" and "Some
Times" p u t  together i s  i n  major i ty,  Dist r ibut ion i s  n o t  l i ke ly  t o  be y o u r
problem. You  need to  take a judicious cal l  whether you want  to fo l low the
steps given in subsequent chapters. However, i f  you have more ticks in  "Yes"
than "No", you may have a good case to use the steps given below.

I f  ticks in column "Yes" are in  majority, this eBook is for you.

I f  you are an SME in Distribution business, and you have abundant shortages
and surpluses and are carrying high inventory, this eBook can certainly help
you.

Follow the steps given in this eBook.


