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The Basic Structure of TOC Thinking Processes and their applications to improve
systems
(The "U" shape)
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Abstract]

TOC is about system thinking. It provides us with a set of thinking processes to
approach any system or sub-system with the intention of improving their performances.
The general process has been used for over 25 years in order to develop generic solutions
for the main sub-systems of any organization. Among these solutions are the traditional
DBR — Drum Buffer Rope for operations management, Critical Chain for project
management etc.

When considering TOC for system improvement there is a need to have a basic
agreement. This is the agreement that the role of a manager is to ever improve the
performance of the area under his/her responsibility. The question why to change has to
be answered by the owners and the members of the system while TOC provides the
approach and the solutions for developing and implementing the improvements to the
satisfaction of all parties involved.

For many years — the systematic approach to improve systems dealt with three
major issues: the problem, the solution and implementation. TOC has developed the
processes to address these issues with the constant view of ensuring the high impact for
the minimal level of effort and hence provide significant return for the investment put
in making it happen. In addition — the significant movement of the TQM has taught us
that we need to consider the continuous improvement as the systems cannot rest on



their victories for long before they have to embark on new improvements. Therefore —
TOC suggests a process that is based on answering the following four key questions:
What to change? What to change to? How to cause the change? And...What is next?
What creates the POOGI — the process of ongoing improvement?

In the presentation we will cover the basic structure of the thinking processes that
can help every new comer and TOC practitioner to capture the relevant logic that
connects the problem with the solution and the confidence in the predicted positive
outcome of the solution — once implemented. This is called the "U-Shape".

In a simple schematic way the "U-Shape" records the logic of the relevant
components that participate in the analysis of an existing current reality of a system
understudy, the direction of the solution, the necessary elements of the detailed solution
and the expected benefits and impact on the performance of the system. It covers the
majority of what is necessary in order to develop a full conceptual improvement solution
that is viable and contains very little risk to the existing system.

The "U-Shape" provides evidence of what is claimed to be the "inherent simplicity"
of every system. Through the logic of cause and effect relationships it allows the
individual to better comprehend the large amount of new knowledge elements, to store
the logical structure and to be able to retrieve and use it when needed.

The "U-Shape" covers most of the TOC thinking tools necessary to perform the
"engineering work" of designing a system solution. It contains the TOC specially defined
data elements such as: system performance measurements, system problems — the
undesirable effects, the core problem, the direction of the solution, the elements of the
solution — the injections, the potential risks (negative outcomes) and the expected
benefits from the solution. This set of logical tools allows the designer, the implementer,
the sponsors and the people supporting the initiative to go through a proper decision
making process that is based on a true consensus. As such it allows the team to agree on
the problem, the direction of the solution, the elements of the solution and their
corresponding benefits.

The center of the "U-Shape" provides the pivot for the suggested TOC Change. It
suggests to examine basic paradigms of the system and to replace one that is not
working well with a new paradigm that can bring new light to the entire system. This
pivot is based on the realization that systems performances are governed by few factors
— called the constraints. Every system has few types of constraints and has very few of
each type. Based on this view it is suggested to use the 5 focusing steps to manage any
system. Life of a manager who wants to improve becomes simpler and more powerful.
The TOC pivot is used in order to develop a direction for the solution for the system or
the sub-system and from it the construction of the entire solution.

The use of the "U-Shape" will be demonstrated for the analysis of the problems in a
single project environment and the development of the solution - CCPM - Critical Chain
Project Management.
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