COMPANION WORKSHEET PACK

Operational Efficiency Frameworks
Working Harder Is Not the Answer When the System Is Broken

9 Worksheets - 3 Categories - A4 Print-Ready

High-Volume - Niche-Search - Specific-Case
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PART 1

High-Volume Worksheets

Universal worksheets — what most operators reach for daily or weekly. Run these on

a reqular cadence regardless of business size or stage.
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PART 1 - WORKSHEET 1

Daily Bottleneck Spot-Check

Five minutes, once per shift. Locate where work is piling up right now.

Five minutes, once per shift. Locate where work is piling up right now.

PROCESS BEING QUEUE SIZE WAITING FOR OWNER TO

TIME
CHECKED (UNITS/JOBS) WHAT? CONTACT

1. Which row has the largest queue? Is that the same point that had the largest queue yesterday? If the
same point appears three days running, it is the system constraint — not a one-day anomaly. Write
its name here and treat it as the current focus for exploitation.

2. What is the single fastest action that would reduce that queue by half before end of shift — a
delegation, a decision, or a resource move? Write it and assign it to someone by name within 10
minutes of completing this sheet.
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PART 1 - WORKSHEET 2

Weekly Process-Time Tracker

Record actual active process time for 5 to 10 transactions per week. Not lead time — only the minutes of real work,

excluding all waiting.

Record actual active process time for 5 to 10 transactions per week. Not lead time — only the minutes of real work,

excluding all waiting.

TRANSACTION ID OR ACTIVE PROCESS TOTAL LEAD VALUE-ADDED

DATE
DESCRIPTION TIME (MIN) TIME (MIN) RATIO (%)

1. Calculate the column average for value-added ratio. If the average is below 65 percent, the process
has capacity being consumed by waiting and non-value-added steps — not by actual work. The gap
between 100 percent and the average is the improvement opportunity in percentage points of

working hours.

2. Which transaction this week had the lowest value-added ratio? Follow that transaction back and
identify the single step with the longest waiting time. That step is the candidate for the next SOP or

delegation intervention.
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PART 1 - WORKSHEET 3
Throughput-vs-Capacity Gauge

Compare what the process is producing against what it is theoretically capable of producing. Run weekly for the main

revenue-generating process.

Compare what the process is producing against what it is theoretically capable of producing. Run weekly for the main
revenue-generating process.
DESIGNED CAPACITY ACTUAL OUTPUT UTILISATION  BOTTLENECK

PROCESS
(UNITS/DAY) (UNITS/DAY) (%) IDENTIFIED?

1. For any row where utilisation is below 70 percent: is the shortfall caused by the process itself, or by a
constraint upstream that limits the input reaching this stage? Distinguish between the two before
deciding whether to invest in this stage. Improving capacity behind a constraint produces no

throughput increase.

2. For any row where utilisation is above 90 percent: this stage is at or near its limit. Any further
demand increase will extend lead time for customers immediately. Document the date and
utilisation level here as a capacity-trigger record. Plan the next capacity step before the number hits

95 percent.
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PART 2

Niche-Search Worksheets

Rare-situation worksheets — high value when the situation hits. Run these only

when the trigger appears, but keep them findable.
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PART 2 - WORKSHEET 1

Full Value-Stream Remap

Used when the existing current-state map is more than 12 months old, or when lead time has increased by more than 15
percent without an identified cause. Block two to three hours with all process owners present.

Used when the existing current-state map is more than 12 months old, or when lead time has increased by more than 15
percent without an identified cause. Block two to three hours with all process owners present.

STEP STEP I‘?]EII{{(I?ORMS ?ICI\I]IEVE WAITING CATEGORY (VA SII;I\?CIECITXST
NUMBER DESCRIPTION IT (MIN) TIME (MIN) /NVA/NNVA) MAP?

1. Compare the new value-added ratio against the ratio from the previous map. If it has fallen, identify
which steps moved from VA to NVA or NNVA — these are processes that were once justified and
are no longer. Each one is a candidate for elimination or redesign.

2. Which steps are new (did not exist in the previous map)? For each new step, answer: was this step
added by design, or did it form informally to compensate for a failure elsewhere in the process?
Informal compensating steps are waste in disguise — the root cause they are covering needs to be
fixed, not the step itself normalised.
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PART 2 - WORKSHEET 2

OEE Deep-Dive Worksheet

Owerall Equipment Effectiveness analysis for any machine, station, or operator role acting as a production constraint.
Run this when throughput is limited and the suspected cause is one specific resource.

Overall Equipment Effectiveness analysis for any machine, station, or operator role acting as a production constraint.
Run this when throughput is limited and the suspected cause is one specific resource.

EEISI\?CI;JRCE SCHEDULED gﬁgllj:;ING OUTPUT THEORETICAL EE‘I;E(S;KOR
TIME (HR PRODUCED MAX TPUT
MEASURED (HRS) TIME (HRS) opuc OUTPU COUNT

1. Calculate: Availability = Actual operating time / Scheduled time. Performance = Actual output /
Theoretical max output. Quality = (Output — Rework) / Output. OEE = Availability x Performance x
Quality x 100. An OEE below 65 percent on a resource that is the identified constraint means the
constraint has unexploited capacity — start with Availability losses (unplanned stoppages, setup
time) before considering capital investment.

2. Which of the three OEE components is lowest? Availability losses are solved by maintenance and
scheduling. Performance losses are solved by standard work and training. Quality losses are solved
by upstream process control. Each requires a different intervention. Write the lowest component and

the corresponding intervention category here.
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PART 2 - WORKSHEET 3

Process-Cost Reconstruction for Due Diligence

Used to reconstruct the actual cost of a process from first principles, when financial reports do not isolate it and a buyer,

investor, or auditor has asked for it. Labor-intensive — expect three to five hours per major process.

Used to reconstruct the actual cost of a process from first principles, when financial reports do not isolate it and a buyer,
investor, or auditor has asked for it. Labor-intensive — expect three to five hours per major process.

PROCESS STAFFING PII;]I;\I:[E CYCLES LABOR MATERIALS & TOTAL
STEP (FTE) CYCLE PER COST/CYCLE OVERHEAD/CYCLE MONTHLY
(MIN) MONTH  (IDR) (IDR) COST (IDR)

1. Sum the Total monthly cost column. This is the fully-loaded cost of operating this process for one
month. Divide by monthly output volume to get cost per unit of output. Compare this to the price or
transfer price at which this process's output is valued internally or sold externally. The margin per
unit — or its absence — is the operational reality behind the revenue line.

2. Which step has the highest total monthly cost relative to its position in the value stream? Is it a
value-added step or a non-value-added step? If NVA steps appear in the top three by cost, the
business is paying the most for activities that produce nothing for customers. That is the due
diligence finding that needs a documented remediation plan.

Page 9 of 14



PART 3

Specific-Case Worksheets

Pre-framed scenarios — each worksheet walks you through a single, concrete

situation. Read the scenario, then fill in your version of it.
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PART 3 - WORKSHEET 1

Order Volume Doubles Overnight

Scenario: a large customer places an order or signs a contract that will roughly double your current
transaction volume within 30 days. Your current process was not designed for this load. You need to identify
where the system will break before it actually breaks — and take action before the first delivery is due.

Scenario: a large customer places an order or signs a contract that will roughly double your current transaction volume
within 30 days. Your current process was not designed for this load. You need to identify where the system will break
before it actually breaks — and take action before the first delivery is due.

CURRENT REQUIRED ACTION
Z?EOPCESS CAPACITY CAPACITY AT ((T;JﬁTS/DAY) TO CLOSE RESPONSIBLE DEADLINE
(UNITS/DAY) 2X VOLUME GAP

1. Which step has the largest capacity gap? That is the constraint at 2x volume. All actions that do not
address this step's gap will not increase total throughput — per Goldratt, improving any non-
constraint first is wasted investment. Focus the first 72 hours entirely on closing the gap at the

constraint.

2. For each action in the final column: classify it as (a) exploit existing capacity — no new cost, or (b)
elevate — requires new hire, new equipment, or subcontract. How many actions are in category (a)?

These must be executed first. Category (b) actions are the fallback if (a) is insufficient.
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PART 3 - WORKSHEET 2
Key Operator Quits Without Warning
Scenario: your most experienced operator in a critical process resigned yesterday with two weeks notice, or

less. That person held informal process knowledge that was never documented. You have two weeks to

transfer what they know before output quality drops and customers notice.

Scenario: your most experienced operator in a critical process resigned yesterday with two weeks notice, or less. That
person held informal process knowledge that was never documented. You have two weeks to transfer what they know
before output quality drops and customers notice.

FORMAT (SOP /

PROCESS E\ng’]fl?T(;;gELD DOCUMENTED? EVEP?FURES VIDEO / COMPLETION
STEP (Y/N) SHADOW DATE
OPERATOR IT?

SESSION)

1. For every row marked N in the Documented column: this is undocumented institutional knowledge
that exits with the operator. Rank these by impact on output quality if lost. The top three must be
captured in the first three working days. Everything else can follow.

2. After the knowledge capture is complete: for each captured item, identify who among the remaining
team is the designated backup owner for that step. A documented process with no designated owner
reverts to informal variation within 60 days. Write the owner's job title — not their name — for each

row.
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PART 3 - WORKSHEET 3

New SOP Rolled Out But Errors Increase

Scenario: a new SOP was implemented three weeks ago for a previously high-error process. Compliance
appears high — the team says they are following it. But the error rate has not dropped. In some categories it
has risen. This worksheet diagnoses whether the failure is in the SOP content, the rollout, or a constraint

elsewhere in the system that the SOP cannot address.

Scenario: a new SOP was implemented three weeks ago for a previously high-error process. Compliance appears high —
the team says they are following it. But the error rate has not dropped. In some categories it has risen. This worksheet
diagnoses whether the failure is in the SOP content, the rollout, or a constraint elsewhere in the system that the SOP
cannot address.

ERROR FREQUENCY (PER FREQUENCY (PER COVERED BY CAUSE HYPOTHESIS (SOP GAP /
TYPE WEEK) BEFORE WEE?() AFTER SOP  SOP? (Y/N) COMPLIANCE GAP / UPSTREAM
10) g ) CONSTRAINT)

1. For errors marked Y in 'Covered by SOP": the SOP addresses this but errors persist. Either the SOP
step is not clear enough to follow without interpretation (SOP gap), or it is not being followed
consistently (compliance gap). Observe the step being executed — do not ask whether it is being

followed. Direct observation for 15 minutes will answer this faster than any meeting.

2. For errors marked N in 'Covered by SOP': the SOP did not address this error type. Two possibilities:
the error was not present before and is newly introduced by the SOP itself (a step in the new process
creates a downstream problem), or it was always present but the previous measurement baseline
missed it. Determine which before revising the SOP — adding steps to compensate for an introduced

problem is not the same as fixing an existing gap.
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Companion to:

Operational Efficiency Frameworks — Working Harder Is Not the Answer When the System Is
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