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Å Established in 1965 by Takashi Uno 
 

Å Ice cube machine 
Å Hinges for Freezer and Refrigerator 

 

Å Glass Door 
 

Å Night cover for Showcases 
 

Å Swing Door 
 

Å Sliding Door 
 

Å High-speed Shutter 
 

Å Pet Door 
 

Å Headquarter in Tokyo 
Å Manufacture in Saitama 
Å 8 regional offices in Japan 
Å Singapore, China 
Å 180 employees 

UNIFLOW Company 

About the Company 



My story 

I was a homemaker, raising 2 daughters. 
 

Suddenly became a CEO in 2007. 
 
 

No work experience 
 

The company was in bad shape! 

About myself 



ÅManagement, Accounting, Production, Sales, etc.. 
So much to learn! 
Å{ƻ ƳǳŎƘ ǘƻ ƛƳǇǊƻǾŜΧΦ 

Before I met TOC 

.ǳǘΧ 
 

Where to start? 
/ƻƴŦƭƛŎǘ ƘŜǊŜ ŀƴŘ ǘƘŜǊŜΧ 
aȅ ǿƻǊǊƛŜǎ ƪŜǇǘ ƻƴ ǇƛƭƛƴƎ ǳǇΧΦ 



1998 2000 2002 2004 2006 2008

Sales Profit

¢ƘŜ ŎƻƳǇŀƴȅΩǎ ŦƛƴŀƴŎƛŀƭ ǎƛǘǳŀǘƛƻƴ ǿŀǎ ǾŜǊȅ ǇƻƻǊΧ 

Before I met TOC 



Crazy order from 
boss!   

 

Conflict between 
departments  

 

No star  
Product  

 No motivation  
 

Employees 
blame each 

other  

Sales and profit 
are decreasing  

 

Cheap salary  
 

Employees are 
Leaving  

Before I met TOC 

  



 

 
 
 

Then, I met TOC 

How I met TOC 



My Encounter with Dr. Goldratt in 2009  

How I met TOC 



Impressive! 
But he is talking about line production. 

My production is MTO 
 (MTO:produce based on customer orders) 

How I met TOC 



Dr. Goldratt !  I have a question. 
 
 
 Does this work for my company? 
 Can you help me? 

How I met TOC 



Total of 10 days of discussion with Dr. 
Goldratt in February and May 2010  

TOC Seminar at Goldratt House in Israel  

After I met TOC  

 With Dr. Goldratt 



After Israel, we conducted a workshop with employees  
 

HOMEWORK!!  

After I met TOC  

UDEs and DEs 



   Need άǎtar ǇǊƻŘǳŎǘέ 

    Need to control purchasing/outsourcing 

    Enforce R&D 

    Takes too much time and effort to make an order   

    It takes too long to get support from other department 

     Making the order to supplier is complicated. 

    Selling price is going down. 

    Salespeople needs higher knowledge of our products. 

    Has too many middle man between the end users. 

UDEs(Undesirable effects) 



ḱ9ƳǇƭƻȅŜŜΩǎ ǎŀƭŀǊȅ ƎƻŜǎ ǳǇ 

ḱEmployees are growing 

ḱThere is hope for the future 

ḱSales and profit keeps on improving 

ḱEmployee motivations are high 

ḱGood relationship, help each other 

DEs (Desirable effects) 



Make decisions based on,  

¬Throughputº 

After I met TOC  

What we did 

Throughput = Total Sales ς Total Variable Cost ( material cost) 
 
Net Profit = Throughput ς Operational Expenses 



What we did #1: Business decision-making via Throughput Accounting: 

Internalize 
  

 $50/door× 4000 doors 
 Ҧ$100,000 profit increase 

After I met TOC  

Capacity =  Excess Capacity 
Operational Cost = Stay Same 
 
Through Put  ҧ 



High cost rate is a bad order?  
 

$1000(CR 70%) = $300  
$10000(CR 80%)=$2000TP  

4 ṇ ṇ 

After I met TOC  

The Road to Excellent Company 

What we did #2: Business decision-making via Throughput Accounting: 

ṥCost RateṦ 



This $12 is TP!!  
 

After I met TOC  

The Road to Excellent Company 

What we did #3: Business decision-making via Throughput Accounting: 

Let s Increase the amount of Profit! Control the discount. 

 

Don t round off the numbers 

 
Sales  $70,116 
3%Discount 
Total  $68,012 



Door  Frame  

Installment  

 
WIN WIN!!  

After I met TOC  

The Road to Excellent Company 

What we did #4: Business decision-making via Throughput Accounting: 

ṥSelling The Frame and Installment as a PackageṦ 
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In 7years, $1.4Million 
sales increase in total   

After I met TOC  

The Road to Excellent Company 

What we did #4: Business decision-making via Throughput Accounting: 

ṥSelling The Frame and Installment as a PackageṦ 

 

15% of the sales Ҧ50% 
 
    with minimum risk!! 



Start early ҦFinish earlyҦBetter result  

Wait till we have a full kit. 
 5ƻƴΩǘ ǎǘŀǊǘ Φ bƻǘ ǳƴǘƛƭ ŜǾŜǊȅōƻŘȅ ŀƎǊŜŜ Φ 

After I met TOC  

What we did #6: Critical Chain Project Management (CCPM) Implementation: 



Re-works decreased and work flow got smoother!  

After I met TOC  

The Road to Excellent Company 

What we did #7: Limit the information 

ṥDecided on Providing just 3 items Ṧ 

 
1. Drawing Figure Request Form  
2. Architectural Drawing  
3. Quotation  

More information is better  
Too much information create UDEs 



Control the workload and Progress of work (Visualization) 
 

Installment Drawing 

After I met TOC  

The Road to Excellent Company 

What we did #8: Utilizing the WIP Board: 

ṥShared the Status of Drawing and InstallmentṦ 

 



A sheet cutting 40min  

B sheet welding 50min  

C  Rotor Pipe cut  C  Drilling  

C  Mid-stage Pipe cut  C  Drilling  
C  Motor 

Attachment  
C  Box 
Set up   

D SM Assembly + 
Packaging  50  min  

1 person  

Process Layout + time  

A  Frame Assembly & Attachment  

1 person  

1 person  

1person  

Ễ people  

ểperson  

Total 7 employees  

Assembly Line 

Constraint  

Started December 2011 As of September 2016 

1.39/personḱ8h 2.09/personḱ8h 

150Ṿ

Increase 

Increase touch time 

After I met TOC  

The Road to Excellent Company 

What we did #9: Utilizing the 5 Focusing Steps: 

ṥIncreasing the Production Capacity by Focusing on the ConstraintṦ 

 



 

 

 

 

 

 

 

 
Science in Management field 

Cause and Effect 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
4 Concept Of Flow 

 

Sales & Marketing 

 

 

 

 

 
 

 

 

 

 

 

 

 

 

TP 

 

 

 

 

 

 

 
 

What to change 

What to change to  

How to cause the changes 

 

 

 

 

People are 

good 

Inherent  

Simplicity  

U
R

O
 

S&T Tree 
Integrated knowledge to transform organization to have Decisive Competitive Edge  

5Focusing Steps 

FOCUS 
To do, Not to Do 

TOC sphere 
By Yuji Kishira  

Innovation 

E
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¢h/Ωǎ ǘƘŜƻǊȅ ƛǎ ŜŦŦŜŎǘƛǾŜ ōǊƛƴƎƛƴƎ ǎǳŎŎŜǎǎ ǘƻ /ƻƳǇŀƴȅ aŀƴŀƎŜƳŜƴǘ 
The impact of the result is huge 

 if we flow as a whole 

After I applied TOC What I learned 
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After I applied TOC Now and Then 


