


	MANUFACTURING PLAYBOOK 3


Process Flow and Bottleneck Map
Create Flow in Processes



Most organisations are shocked the first time they measure how much of their lead time is spent waiting rather than working. This worksheet follows one piece of work from start to finish and puts a number on it. Allow half a day if you can, or follow one job over a week.

How to use this worksheet
1.  Pick one process and one real piece of work moving through it. One order, one job, one enquiry.
2.  Record every stage, including the gaps. The waiting between steps is the point of this exercise, not the work itself.
3.  Estimate two times for each stage: how long the work actually takes, and how long it sits before it starts.
4.  Add the columns up at the end. The ratio between them is usually the most useful number you will produce all month.

	Part 1  ·  Set the scene



	Process or area under review
	Date and who was involved

	
	





	Part 2  ·  Follow one piece of work



	Work time is the time somebody is actively doing something to it. Wait time is everything else: queues, approvals, batching, shift gaps, waiting for materials, waiting for a decision.



	#
	Process stage
	Who does it
	Work time
	Wait time before it
	Queue here?

	1
	
	
	
	
	

	2
	
	
	
	
	

	3
	
	
	
	
	

	4
	
	
	
	
	

	5
	
	
	
	
	

	6
	
	
	
	
	

	7
	
	
	
	
	

	8
	
	
	
	
	

	9
	
	
	
	
	

	10
	
	
	
	
	

	11
	
	
	
	
	

	12
	
	
	
	
	



Add it up
	Total work time
	Total wait time
	Total lead time
	Work time as % of lead time

	
	
	
	




	Part 3  ·  Find the constraint



Where does work pile up?
Physical piles are your friend. Paperwork trays, staging areas, WIP between operations, inboxes.
	#
	Where the work accumulates
	How much is sitting there?
	Why is it waiting?

	1
	
	
	

	2
	
	
	

	3
	
	
	



The bottleneck
The one stage that limits the output of the whole process. There is usually only one that matters.
	Which stage is the constraint?
	What makes it the constraint?

	
	



What could you remove or simplify?
Balancing workloads, smaller batches, fewer handovers, removing an approval, changing the layout.
	#
	The obstacle
	What you could try

	1
	
	

	2
	
	

	3
	
	



Ready to unlock new opportunities for your manufacturing business? Head to the Manufacturing section of the Business Lincolnshire website and connect with our expert advisors. From Made in Lincolnshire and GLEAM to industry events, networking opportunities and business support programmes, there's a wealth of help available to support your growth and success. Book your appointment today and see what's possible.



[image: ]Worksheet 3: Process Flow and Bottleneck Map
image1.png
MANUFACTURING
ACADEMY

&





image2.png
MANUFACTURING
ACADEMY

&





image3.png
0

* UK Government

N
AR

Part of

BUSINESS
GROWTH
SERVICE

Business>

Lincolnshire

The place to go for business growth
MANUFACTURING ACADEMY




