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Chapter 8 Co-ordination between cellsand PBC system design

PBC system design influences the required co-ordination between cells. PBC performs the
overall co-ordination of the materia flow through the logistic chain of the firm. The design of
the PBC system determines the frequency of planning, progress control, forecasting. It also
determines the horizon of planning and forecasting. Finally, it determines the contents of
work ordersthat are released to the stages.

Not al necessary logistical co-ordination is being performed by PBC. First, the cells have to
co-ordinate several activities that they have to perform in order to complete the work package
that PBC releasesto the floor at the start of a period. Second, co-ordination between cells
within the same stage might also be required. If cells are sequentialy or simultaneously
related within the same stage, these relationships generate co-ordination requirements. PBC
does not accomplish for this co-ordination.

The amount of co-ordination effort depends on the system objectives as well as the design of
both the production and planning (PBC) system. We will call this remaining logistic
co-ordination, in order to distinguish it from the co-ordination effort required for operating the
PBC system, such as forecasting, information gathering, and periodic work order release.

Consequently, PBC system design results in a hierarchical decomposition of the planning and
control system. The upper hierarchical level consists of decisions for the current execution
period, aswe haveillustrated in Figure 3.9. Examples of these decisions are the determination
of asales plan for the first unplanned sales period (N periods ahead), the adaptation of
capacity levels for intermediate stages, and the release of work orders for the current period.

The lower hierarchical level of the planning and control system consists of decisions
regarding the remaining logistic co-ordination in the current period. These decisions concern
both processes that are located within cells and between cells. The co-ordination effort at this
level depends also on the design of the production and planning systems and the congruity of
these designs. Production system design determines cell boundaries and planning system
design determines stage boundaries, period length and number of stages. Chapters Four and
Seven showed that these decisions are interrelated and jointly affect the amount of remaining
co-ordination between cells at the lower hierarchical planning level.

This chapter studies the relationship between PBC system design and the co-ordination
between cells at the lower hierarchical planning level. Section § 8.1 will examine the
influence of PBC system design on uncertainty in a cellular manufacturing system. This
uncertainty determines the remaining co-ordination requirements within and between cells.
Section § 8.2 discusses the allocation of co-ordination tasks and responsibilitiesin the
planning system and provides an architecture for stage co-ordination and its relationship with
cellular control. Section § 8.3 summarizes our conclusions.
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The chapter aims at providing further insight into the characteristics of the cellular
decomposed production system and the consequences of PBC system design choices for the
co-ordination between the cells.

§8.1 Effect of PBC system design on uncertainty in a cellular system

The central question in this section isto what extent PBC system design choices have an
effect on the uncertainty in a cellular system. In order to answer this question, we will assume
that the system objectives are known as well asthe cellular structure of the production system.
We areinterested in the type of uncertainty that influences the possibility of reaching the
desired mix of system objectives. Therefore, we will first explore the type of uncertainty that
cellsface.

8 8.1.1 Uncertainty in cellular manufacturing systems

boundary transaction uncertainty

conversion uncertainty

P ——

|
Cell

Figure 8.1 Uncertainty influencing remaining co-ordination in cellular manufacturing

Cells have to perform several activitiesin order to complete the work package that is being
released from the PBC planning system. They need material, information, and instructions
from other parts of the system in order to fulfil their task and complete the work package
within a period. Hence, we see that cell performance depends on the availability of these
inputs. Other parts of the system may demand outgoing flows of this cell. If these flows do
not actually occur because the external party does not start moving the produced items, this
may influence the performance of the cell. Susman (1976) introduced the term boundary
transaction uncertainty to describe this type of uncertainty.

Boundary transaction uncertainty considers three facets of uncertainty in the relationship of a
cell with other parts of the system. We call these facets Timing, Location, and Specification:

TIMING WHEN  will incoming and outgoing (goods, resource, or information)
flows cross the (cell) boundary?
LOCATION WHERE will these flows cross the (cell) boundary?

SPECIFICATION  WHAT  will bethe specifications (quality and quantity) of the output?
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If acell would face no boundary transaction uncertainty that originates from relationships
with its environment, it could still face uncertainty that influences its performance. This type
of uncertainty is denoted as conversion uncertainty.

Conversion uncertainty concerns the way to deal with the required transformation within the
cell. In addition to the timing, location, and specification of this transformation, uncertainty
can exist on HOW the product has to be made and by WHOM. The selection of processing
equipment, tools, operators, measurement methods, inspection procedures for inputs and
output, and the determination of the sequence of activities that are required for the operation,
influences the performance of the cell. Conversion uncertainty therefore considers how to
convert these inputs into the desired output. The desired output not only refers to the product
specification, but also to the system objectives cost, quality, speed, and so on.

conversion uncertainty boundary transaction
of operations uncertainty

Figure 8.2 Uncertainty within cells

Figure 8.1 showed conversion uncertainty at cell level, where the cell is considered to be a
black box. In Figure 8.2 we have opened the black box of the cell and again we find
conversion uncertainty, which is now intrinsic to the required operations instead of the
compl ete transformation, and boundary transaction uncertainty, now with respect to the
availability of internal cell flows in order to perform these operations.

boundary transaction uncertainty
across cell boundary |

conversion uncertainty boundary transaction
of operations uncertainty within cell

Figure 8.3 Three components of uncertainty in cellular manufacturing
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We conclude that the source of uncertainty within cells can be decomposed into three
components, as shown in Figure 8.3: boundary transaction uncertainty across the cell
boundary, boundary transaction uncertainty within the cell, and conversion uncertainty with
respect to the operations that have to be performed.

First, we will explore the effect of PBC system design on the conversion uncertainty and
boundary transaction uncertainty within the cells. Sections § 8.1.2 and § 8.1.3 will pay
attention to the effect of determining period length, number of stages and stage allocation on
respectively this conversion and boundary transaction uncertainty.

Section § 8.1.4 will examine the effect of PBC system design on boundary transaction
uncertainty across the cell boundary. There we will discuss the remaining co-ordination
reguirements between cells. It is hecessary to examine both the co-ordination within and
between cellsin order to understand the consequences of changesin PBC system design
choices. It considers both sequential and simultaneous relationships between cells and
consequences of these relationships for the remaining co-ordination effort.

Section 8§ 8.1.5 considers the ability to exploit latent relationships between cells for different
PBC design choices. Finally, Section § 8.1.6 studies the relationship between the uncertainty
in the system and the selected co-ordination mechanismes.

§ 8.1.2 Conversion uncertainty

The effect of PBC system design on conversion uncertainty within cells will be discussed
separately for the three main choices in PBC system design: period length, number of stages,
and stage alocation. In our conclusions on the effect of changes in one of these PBC system
design choices, we assume that the mix of system objectives has not changed.

Period length

The length of the period has an important effect on the sources of conversion uncertainty.
Susman (1976) already pointed towards the effect of alonger period when searching waysto
cope with the inputs and to perform the transformation. He stated [1976: 96]: ‘It is presumed
that the longer the time available to organizational members to search for activities to
convert input properties, the greater the likelihood that appropriate activities will become
known to them'. A longer period length clearly alows more time to determine away to
perform the transformation. Both in the preceding stages (preparing process plansin the
ordering stage) and in the production period itself is more time available, which might lead to
areduction of conversion uncertainty.

However, shortening the period length might lead to the same result: areduced conversion
uncertainty. Shorter period lengths make it |ess necessary to introduce overlapping
production, as we have shown in Chapter Six. Therefore, shorter periods make it easier to
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allocate severa successive operations (both production and preparatory tasks) to the same
operator. Shorter periods might result in more variable and possibly longer work cycles for
the operators, which eliminates one of the sources of conversion uncertainty, namely
incomplete and erroneous specified work transfer. The reduced monotony of work might
further lead to improved awareness of the characteristics of the task that is being performed,
which again reduces conversion uncertainty.

Furthermore, shorter periods in combination with recurring (non-lumpy) demand resultsin an
increase in repetition of work cycles. Repetition facilitates the process of continuously
improving cell performance. Thisis a process of |earning that obeys the general principles of
learning processes as described in, for example, Senge (1990). We do expect advantages for
the cells due to the application of more stable schedules and work patterns if repetition occurs.
The schedule robustness allows a focussed effort to further reduce sources of conversion
uncertainty that distort the desired system performance (e.g., costs, quality, and yield).

Concluding, we see that the length of period has a diffuse effect on conversion uncertainty
within cells. If the repetition of product demand in the system is high (no lumpy demand in a
basic unicycle PBC system), benefits of shorter period lengths with respect to a reduction of
conversion uncertainty will probably exceed the benefits of longer period lengths. The latter
will be more important in case of high demand variety and low repetition.

Number of stages

A higher number of stages reduces part of the conversion uncertainty. Anincreasein N
increases the order throughput time. This gives more time to perform preparatory activities for
operations that are delayed because of the increase in N. Part of the conversion uncertainty is
therefore reduced. However, conversion uncertainty that isintrinsic to the resource that will
be used for performing the operation is not influenced by a change in the number of stages.

Sage allocation

The allocation of operations to stages can exactly reflect the decomposition of the production
system into cells. Such an alocation resultsin identical release and due dates for all work
orders, where al operations that have to be performed within a cell belong to this work order.

If instead of this allocation, a situation arises with more cells being active in a stage (see
Section § 4.4.2), some work orders may encounter smaller time windows in which the same
operations have to be completed. This may restrict the search of the cell for the optimal mix
of operator(s), tools, processing equipment, and so on, in order to perform such operations.
We have discussed this extensively in Chapters Five and Six with our load oriented approach.
Sequential relationships between cells within a stage restrict therefore the possibility to find
the best way to perform the transformation process within a cell. In addition to the restricted
availability of resources, material, and so on, within the smaller time window, we may also
encounter areduced search time for finding the best possible way of performing the
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transformation during the period. Hence, stage allocations resulting in sequential relationships
between cellsin a stage cause an increase in conversion uncertainty within a cell.

If instead a reallocation of operations would be applied that resultsin a cell becoming active
in more stages, we may encounter a reduction of sequential relationships between operations
in astage. If operations that were formerly performed within the same stage are alocated to
different stages, this provides more degrees of freedom for the cell to schedule the various
activities. As aresult, we see areduction of conversion uncertainty, because there are less
restrictions on the timing of the activities within the period and hence more aternativesin the
selection of processing equipment, and so on. Hence, a stage allocation that reduces
sequential relationships between operations results in less conversion uncertainty.

8 8.1.3 Boundary transaction uncertainty within cells

In this section, we will discuss the effect of varying the PBC system design parameters on the
boundary transaction uncertainty within cells. We will assume that there is no boundary
transaction uncertainty across the cell boundary. Note that boundary transaction uncertainty
within the cell exists only if we encounter sequential relationships within a cell. These
sequential relationships may concern material (i.e., goods flow between operations), tools,
resources, or information. Hence, we assume that such relationships exist if we consider the
effect of varying system parameters on this type of uncertainty.

In order to understand the causes for boundary transaction uncertainty, we have to make a
distinction between the timing, location, and specification aspects. Causes for the timing facet
(WHEN) of boundary transaction uncertainty can be identified by examining the queuing
characteristics of the system. We distinguish between:

resource availability  the next processing step can only continue if the required resource
has become available, which generally takes some waiting time
because of the desired utilization of the resource
also known as congestion waiting time

input flow availability the next processing step can only continue if the last of all preceding
incoming flows have become available
also knownas assembly (or touringcar) waiting time, completion delay

periodic service the next processing step can only continue at specified momentsin
time and the input flows are generally present some safety time
before this moment
also known as (train) platformwaiting time
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The boundary uncertainty with respect to resource availability increases if we encounter
higher utilization rates. The higher mean waiting times that are required in order to achieve
higher utilization rates do in itself not result in an increase in uncertainty, but higher
utilization rates also result in a higher variance of this waiting time (Bertrand, Wortmann,
Wijngaard [1990a:178]. The higher variance results in less dependability towards the next
processing step within the cell and therefore in higher boundary transaction uncertainty with
respect to the timing facet.

Boundary transaction uncertainty with respect to input flow availability from preceding
operations within the cell increases with the number of flows that have to be available before
the next operation can start. The operation waits until the last input flow is available, hence its
waiting timeis a function of the maximum of the independent waiting times. The variability
increases with an increase in the uncertainty in the independent waiting times, which again
depends (among other things) on the utilization rates of resources that perform the operations.

Finally, we consider the effect of periodic service on boundary transaction uncertainty. An
increase in the frequency of these services, for example transportation to the next operation,
reduces the mean and variability of the waiting time and hence of the boundary transaction
uncertainty between operations.

The location and specification facets of boundary transaction uncertainty play aless
prominent role in cellular manufacturing systems compared with functiona organized
systems. The reason for thisis the geographical closeness of successive operations, which
results in less uncertainty on the location of materials, tools, and information. For the same
reason, it is also easier to communicate on the required specification within acell. These
facets of boundary transaction uncertainty are therefore not primarily influenced by PBC
system design decisions as long as a cellular system is used. In Section § 8.2, we will show
that the allocation of responsibility for planning decisions in the system indirectly influences
this type of uncertainty, but first, we will discuss the direct effect of varying the PBC system
design parameters on the boundary transaction uncertainty within cells.

Period length

Increasing the period length results both in larger batches and in more time available for
completing the set of work orders. For relatively short paths (time required for a sequence of
operations), thisincrease will result in larger blocks of slack time, which reduces the
boundary transaction uncertainty and simplifies the sequential co-ordination. For relatively
long paths, it becomes more difficult to finish the whole batch within one period, as we have
shown in the anomal ous effects in Figure 6.6 and Figure 6.7. Therefore, an increase in the
length of the period results in an increase in boundary transaction uncertainty for these work
orders and hence a shift of co-ordination effort towards the work orders with longer paths.
This same shift will occur for work orders with a higher probability of exceeding the due date,
for example, because of high assembly waiting times. Within PBC, these orders should
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receive priority over less urgent orders. Hence, increasing period lengths require an
acceleration / retardation approach, as proposed by Van de Wakker (1993). Burbidge (1988)
presents such a detailed co-ordination approach that schedules and controls critical operations
closealy during the whole period, while operations with more slack time receive |ess detailed
co-ordination.

Number of stages

A higher number of stages increases the order throughput time, but does not result in a change
in co-ordination requirements for boundary transaction uncertainty between operations, unless
the allocation of operations to stages changes.

Stage allocation

Operations that have to be performed successively in the same cell can be alocated to
different stagesinstead of the same stage. This resultsin areduction of boundary transaction
uncertainty between these operations. The next operation is safeguarded from the input flow
availability waiting time, as the PBC system synchronizes these production activities. Thereis
also less necessity to apply overlapping production if successive operations are allocated to
different stages. The boundary transaction uncertainty that is caused by waiting time for
periodic service therefore also diminishes.

8 8.1.4 Boundary transaction uncertainty across cell boundaries

We will now focus on the effect of PBC system design choices on the boundary transaction
uncertainty between cells. This type of uncertainty exists only if we encounter relationships
between a cell and its environment. These relationships may concern material (goods flow),
tools, resources, or information. Hence, we assume that such relationships exist if we consider
the effect of varying system parameters on this type of uncertainty.

Co-ordination requirements across cell boundaries partly originate from the interdependency
between cells, as there are also other elementsin its environment. We will focus on the
interdependency between cells. In Chapter Two, we introduced three types of relationships
between cells: sequential, simultaneous, and latent relationships. From the three PBC system
design choices, stage allocation causes sequential and simultaneous rel ationships to occur. We
will therefore explore for these two relationships the influence of stage allocation on the
boundary transaction uncertainty between cells. Latent relationships will be discussed
separately in the next subsection. First will we discuss the effect of period length and number
of stages on this type of uncertainty.
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Period length

The length of period influences the boundary transaction uncertainty between cells. Each cell
obtains all relevant information on the complete work order package at the start of the period.
If the length of the period increases, the probability that thisinformation isincorrect at the
time of use increases. This might have consequences for the quality of decision making within
the cell with respect to subcontracting operations, rerouting work to another machine, or
hiring extra workers. Consequently, it might increase the boundary transaction uncertainty
across the cell boundary.

Longer period lengths might make it easier to co-ordinate the use of shared resources by
different cells. It becomes more easy to alocate severa parts of the period for operations of
cell | and other moments for cell 11, because of the shift in co-ordination effort towards an
accel eration/retardation approach that we have described in § 8.1.3. The work orders that
require co-ordination that is more intensive can be treated separately.

Number of stages

Increasing the number of stages without reall ocating the operations does not lead to a change
in boundary transaction uncertainty between cells.

Stage allocation stage allocation exactly reflecting the cellular decomposition

If the stage decomposition exactly reflects the cellular decomposition (see the discussionin

Section § 4.4), then all work orders that are released to the cell have identical release dates

and due dates. The sequential relationships between cells will not concern the intercellular

goods flows but only the intercellular flow of tools, resources, or information required to

proceed with the transformation process. If there is no intercellular goods flow within a stage,

the advantages for cell scheduling are mainly a reduced boundary transaction uncertainty:

¢ the cdl faces less uncertainty with respect to the arrival of work orders

¢ the cdll facesless uncertainty due to the fact that required departure times of work orders
within the period do not vary

¢ the dependency of the internal schedule generation process from decisions of other cellsis
restricted to the planning of tools flow, resource flow, or information flow (again less
boundary transaction uncertainty)

stage allocation resulting in simultaneous r el ationships between cells

Simultaneous relationships result in cells that perform in the same period activities for the
same end product. The activitiesin itself are not related (for example, the production of atool
and the preparation of an accompanying direction for use), but both activities will be
influenced by decisions concerning the order (e.g., cancellation). The internal co-ordination in
the cell can benefit from the availability of information from the other cell on the progress of
the order in determining priority between orders. Therefore, simultaneous rel ationships
between cells within a stage influence the boundary transaction uncertainty between cells.
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Cells can decide to allocate simultaneous related operations to different stages. The only
change in uncertainty that we expect from this decision is areduced sensitivity for mix
variation, which causes a reduction of boundary transaction uncertainty between cells
compared with an allocation of these operations to the same stage.

stage allocation resulting in sequential (goods flow) relationships between cells

If cells are sequentially interdependent within the same stage because of an intercellular
goods flow, both cells face boundary transaction uncertainty. Thefirst cell in sequence faces
demand (output) uncertainty, while the last cell in sequence faces input uncertainty, as can be
seen in Figure 8.4. The two sequentially interdependent cells in the same stage have to
determine an internal transfer date of the work orders that have to be finished within the same
period. If the PBC system should provide this sequential co-ordination, an operation
reallocation would be required that might have consequences for other cells aswell, leading
to a shift in the interdependencies between cells.

Stage ) Stage
decoupling Period length decoupling
stock Stage stock
A 4 A 4
Cel 1 - Cell 2
No input Uncertainty ncertainty No output
uncertainty  withrespect  with respect uncertainty
at start of totimingof  toarrival of at end of
period demand parts period

Figure 8.4 Uncertainty caused by sequential relationship between cellswithin stage

§8.1.5 PBC design and latent relationships between cells

A latent relationship between cells existsif flexibility is available in the production system
that can be used to create or change a sequential or simultaneous relationship between cells. It
describes opportunities of the system to change relationships between cells. PBC system
design choices affect the possibility of the system to use these latent relationships.

Period length

If the period length increases, the PBC system loses control over the exact state of the
production system. It cannot predict where problems will occur and hence it is more difficult
to use the latent rel ationships between cells at program meetings when plans for the next
period are being determined.
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Number of stages

An increase in the number of stagesincreases the foresight of the planning system. If
problems are foreseen with availability of capacity one or more periods ahead, an increase in
N will result in either more preparatory time available, or more precise knowledge of the
moments these problems will occur. Hence, anincreasein N has effect on the possibility of
using latent relationships between cells and devel oping alternatives for the typical sequential
and simultaneous rel ationships between cells in the system.

Stage allocation

A different stage allocation also affects the use of latent relationships between cells. The
timing of specific operationsisinfluenced by this allocation and hence the use of resources
within a period. The availability of alternatives for the selected resources during this restricted
period depends on the allocation of these and other operations to the stages.

§ 8.1.6 Uncertainty and co-ordination requirements

PBC system design choices (determining P, N, and stage allocation) affect the uncertainty in a
cellular manufacturing system.

A changein the length of period has a diffuse effect on the conversion uncertainty within
cells. It depends on the degree of repetition of product demand if either reducing or increasing
the period length reduces conversion uncertainty within cells. The boundary transaction
uncertainty within cells shows the same diffuse pattern. Increasing the period length resultsin
less boundary transaction uncertainty for work orders with short paths, but more transaction
uncertainty for work orders with long paths. Therefore, a change in period length makes a
shift in co-ordination requirements necessary in order to cope with boundary transaction
uncertainty within the cells. The same holds true for the boundary transaction uncertainty
between cells. In general, this transaction uncertainty increases with a higher period length

An increase in the number of stages might resultsin a decrease in conversion uncertainty, but
does not influence boundary transaction uncertainty, neither within or between cells, unless
the allocation of operations to the stages changes.

If the stage allocation resembles the cellular structure, we might encounter within a stage
more sequential relationships between operations that have to be performed in the same cell
and less sequential relationships between cells during a period. This allocation therefore
resultsin relatively more conversion uncertainty and boundary transaction uncertainty within
the cells and less boundary transaction uncertainty across the cell boundary. Alternative
allocations might either result in more relationships between cells in a stage or more
operations of a cell in different stages. The latter case results in the least uncertainty within
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the system, as it introduces the largest amount of slack time within the product routings and
lets PBC perform the required sequential co-ordination within the system.

We conclude that PBC system design affects the uncertainty within a cellular manufacturing
system. In order to cope with the resulting uncertainty, we have to design appropriate co-
ordination mechanisms. The design of the PBC system influences this process of designing
co-ordination mechanisms as it decides on the nature, strength, and location of
interdependency in the manufacturing system. It depends both on the desired mix of system
objectives and on the possibility of applying specific co-ordination mechanisms between cells
whether stage boundaries should reflect cell boundaries or preference should be given to
alternative stage decompositions. Therefore, PBC system design clearly affects the co-
ordination requirements between cells.

In the next section, we will explore the consequences of this distribution of uncertainty for the
design of the planning system. As PBC will only be part of thistotal planning system, many
of the co-ordination requirements in the cellular system have to be accomplished for at
another part of the planning system. We introduce the notion of stage co-ordination to reflect
this.

8§ 8.2 Stage co-ordination aspart of the planning system

PBC system design affects the distribution of uncertainty in the manufacturing system. The
design can attempt to distribute uncertainty mainly within the cells and not between cellsin a
stage. For such adistribution of uncertainty in the system, we might prefer a high autonomy
of cells. A high autonomy implicates the delegation of authority and responsibility with
respect to decisions on the way to handle the uncertainty.

Alternative designs of the PBC system might result in different distributions of uncertainty.
The decision about stage allocation can result in boundary transaction uncertainty between
cellswithin a stage. Thistype of uncertainty need not diminish by creating relatively
autonomous cells. Therefore, literature on socio-technical systems design (e.g., de Sitter,
1998, Kuipers & van Amelsvoort, 1990) incorrectly assumes that delegating authority and
responsibility towards cells is necessary to reduce uncertainty and obtain the benefits of
cellular manufacturing systems. Susman (1976) offers a more balanced view on this
distribution of regulatory decisionsin the planning system.

If we prefer adesign of the PBC system that results in boundary transaction uncertainty
between cells within a stage, we have to cope with the co-ordination requirements that result.
The presence of sequential relationships between cells within a stage makes it necessary that
the goods flow between the cells within a period has to be co-ordinated as well. The basic
unicycle PBC planning system does not make a distinction between work orders that have to
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be processed in only one or in several cells. The absence of support for the co-ordination
between cells within a stage might lead to areduction in the overall performance of the
production system. Thisloss in performanceis also indicated by Steudel & Desruelle [1992:
295]. Therefore, we will pay attention to the co-ordination between cells within a stage.

§ 8.2.1 Stage co-ordination

Stage co-ordination might provide the co-ordination requirements between cells during a
period. In our simulation experiments in Chapter Six, we have tested a stage co-ordination
policy (IDD) that uses intermediate due dates for work orders that visit more cells within a
stage. The use of these intermediate internal due dates did not improve the dependability of
the system. This may partly be due to the specific production structure of the smulated
cellular manufacturing system. Hence, other stage co-ordination policies may perform better.

We have searched in literature on planning system design for an appropriate design of stage
co-ordination. The framework of Bauer et al. (1991) introduces an intermediate hierarchical
co-ordination level between the (MRP like) central planning system level and the decentral
cell control level. They denote this new level as factory co-ordination and state that *if the
individual cells were autonomous, factory co-ordination would be unnecessary’ [1991:31].
However, in typical manufacturing plants ‘the control task within factory co-ordination
organizes the flow of products between all cellswithin a factory. The control task can be
complex because of the various production constraints and manufacturing goals which relate
to the entire manufacturing system. Issues such as delivery dates, work in progress levels, and
utilization on capital intensive equipment, combined with manufacturing goals such as
maintenance of high product quality and decreased product lead times too present a series of
conflicting objectives which require trade-offs' [1991:83]. The distinction that Bauer et al.
make between the central planning system level and factory co-ordination isinteresting. They
do not offer a systematic treatment of the differencesin planning decisions that have to be
performed at these levels. Neither do they describe policies that can be applied at factory co-
ordination level. From their description of factory co-ordination, we deduce that important
facets of factory co-ordination are:

1 real time control within planning period (shorter reaction time than central planning)

2 context specific (relationships between cells that have to be co-ordinated are situation
specific)

3 platform for mutual adjustment between cellsin order to trade-off conflicting goals

If welook at this short list of facets of factory co-ordination, we see that these tasks generally
belong to the task domain of a production planning function within an organization. The task
domain of a planner that performs these tasks consists of the following:
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First, the planning function transforms demands for end products into material requirements
per period, orders new material, checks on the availability of capacity and input material,
determines production orders and appropriate due dates for these orders. For these tasks,
generally a central planning system is being used. These tasks belong to the preparation of a
plan.

Next, the planning function is concerned with the execution of this plan. Work orders have to
be released to the production system, the progress of the plan has to be supervised, problems
that occur in the progress of the plan have to be identified, measures that might improve the
progress of the plan have to be taken, and the mix of objectives for the production system
with respect to this plan has to be communicated.

Takkenberg (1983) calls the second facet of the task domain of the planning function
‘decision-making during the execution of a plan’ and he defines this control as: ‘the
supervision of the execution of the plan between two subsequent planning moments’
[1983:50]. The decision-making is directed towards obtaining the original planned objectives
for the various system outputs. The plan is used as guidance in this decision making process.
The mix of objectives reflects the trade-off that has been performed within the planning
process and this mix should therefore be obtained within certain margins.

We can now return to the contents of factory co-ordination, as introduced by Bauer et al.
(1991). In their view, the task domain at central planning level isrestricted to the preparation
of the plan. Note that this phase may include activities with respect to the ordering of material
with suppliers, preparation of subcontracting, and so on. However, these activities are
performed before work is released to the production system. The output of the central
planning level isalist of work orders and their due dates. Thisis al comparableto PBC
planning.

The trandation of the central plan to the measures required for an adequate realization do not
belong to the task domain of a production planner at central planning level. We denote the
next co-ordination level as stage co-ordination®. It provides the remaining co-ordination
between cells that are planned with a PBC system. The task domain of a planner at stage co-
ordination level consists of what we have called the execution of the central plan. This
execution has to be performed in accordance with the specific structure of the production
system (e.g., degree of autonomy of cells). The contents of the control efforts cannot be
determined in advance, but depends on the situation that occurs within a period. The loading
and capacity of the cells varies per period. Loading variations may for example be caused by
yielding problems, demand variations, lot sizing decisions, and so on. Capacity variations
may be caused by, e.g., illness of work force, or maintenance of resources. Furthermore, the

! Stage co-ordination is not identical to factory co-ordination as presented in Bauer et a (1991). Stage
co-ordination does not distinguish a production environment design task at this layer of control, and
gives more attention to the co-ordination requirements due to the stage decomposition of PBC.
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PBC plan may require the use of transfer batches between cells. These circumstances ask for
specific measures with respect to the co-ordination between cells. Stage co-ordination hasto
provide this facet of central planning.

Thetask of stage co-ordination may well be performed without allocating formal decision
authority to one planner. A stage co-ordination planner might function appropriately at a
liaison position between the cell controllers, as the effectiveness of the co-ordination is based
on sharing information between the various cell controllers and the central planning. Formal
decision authority at one central position does not guarantee a high quality of the decisions.

Stage co-ordination may still be required if stage boundaries exactly reflect cell boundaries.
Adjustment mechanisms for the central plan may be required even if there are no planned
material flows between cells within a planning period. We can still face latent relationships,
uncertainty, unexpected circumstances, and resource or information flows between cells that
may require co-ordination and supervision. Only in case of purely autonomous cells, such
co-ordination is superfluous, as indicated in the citation from Bauer et al [1991:31].

We conclude that the distinction between a central planning level, a central stage co-
ordination level and a decentral cell control level can be useful, although we want to stress
that the distinction between both central (or upper) hierarchical levelsis somewhat artificial.

§ 8.2.2 Functional architecture of stage co-ordination within PBC planning

The decomposition of the total planning and co-ordination task in these three task domains
has important consequences for the performance of the total system. We agree with Habich
[1990:39] who states ‘ Die Aufgabe der zentralen Systementschei dungskoor dination besteht
darin, einzel ne, kundenbezogene Fertgungsauftrage fertigungs- und montagegerecht zu
synchronisieren und in der Gesamtz el setzung entsprechende Insel auftrége zu
dekomponieren’. In case of relatively autonomous cells, the detailed scheduling decisions
with respect to the work ordersin the cells are often decentralized. A cell scheduler decides
on the time at which awork order is processed at a machine within the cell. Heis only
responsible for completing the work order package of his cell within time and other budget
congtraints. If there are cells that are sequentially interdependent within a stage, the local
optimathat will result from these decentralizations have to be managed such that the overall
performance is according to plan. Thisiswhere stage co-ordination becomes important.

Three functions are seen as belonging to the task domain of stage co-ordination. These
functions are described in the functional architecture in Figure 8.5:

1 determining intermediate release and due dates for work orders

2 enabling transfer of material (transfer batches) between cells

3 redirecting material, resource, and information flows between cells
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Figure 8.5 Functional architecture of stage co-ordination level

Within stage co-ordination, we can distinguish between off-line planning activities, on-line
decision making and implementation, and monitoring both performance and system state.

The off-line planning task develops off-line plans for the current PBC planning period. This
plan may be used to determine realistic intermediate release and due dates for the work orders
released from the PBC planning level. The plan can further be used to extract information on
the required transportation resources for between cell flows of transfer batches. It depends on
the stage decomposition, on the length of the period, but aso on the system objectives and the
autonomy of the cellsif such an off-line plan has to be made and how it is used. The IDD
stage co-ordination policy that we used in our simulation study might have been not the most
appropriate given the distribution of uncertainty within the system. The intermediate due
dates that result from the stage co-ordination policy can be used to perform several necessary
preparations, such as the arrangement of transportation equipment in order to deliver material
to other parts in the system, without affecting the autonomy of cells.

The on-line tasks relate to all required co-ordination activities with cell controllers, the
provision of instructions with respect to the organization of transportation resources, and the
redirection of flows between cells. These tasks involve the communication of the expected
release and due dates to cell controllers. Cells that propagate local solutions that make it
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impossible for other cellsto realise their goals can be amended at stage co-ordination level
through a change in the release and due dates within the planning period. This influences the
decisions at cell level. A relationship from on-line planning to off-line planning is needed.
Finally, monitoring notifies the behaviour of the system and checks on circumstances that
may require control effortsin order to enable the execution of the original plan.

§ 8.2.3 Examples of stage co-ordination

The case studies that we have performed show some examples of stage co-ordination,
although they do not use a PBC system. However, they encounter relationships between cells
and we have shown in Section § 2.3 that cases choose to co-ordinate some of these
relationships without intermediate intervention of the central planning system. The sequential
relationships between a prefabrication cell and a fabrication cell, between two fabrication
cells, and between a fabrication cell and afinishing cell were sometimes co-ordinated by a
type of stage co-ordination. We also identified that Case IV did not apply stage co-ordination
for the sequential relationship between cells in the same stage, causing alow dependability.

Literature provides also some interesting examples of stage co-ordination. Dale and Russell
(1983) report on afirm that introduced shop loading analysts in order to bridge the gap
between overall production plans and cell supervisors, who have to meet the plans, whether
possible or not. The company believed that if cell supervisors were given too high workloads
and too short due dates, they would eventually return to ‘functional’ thinking with atotally
unplanned transfer of labour and material between cells. The shop loading analysts were
given the following tasks and responsibilities:

1 Trandate the central plan for this period into realistic workloads for each of the cells.

» Capacity related factors such as material, manpower, and machine availability, expected
excess work (modification and rectification) had to be considered.

* Intermediate release and due dates had to be determined for work orders that required
assembly within the same period. They had to liaison with the monitoring function for
co-ordination of the resulting simultaneous rel ationships between cells within the stage.

2 Negotiate with central production planning on desired modifications in the central plan
(more/less work for underloaded or overloaded resources).

3 Make specific subcontract and group reall ocation recommendations based on the expected
loading for at least five planning periods ahead in time.

4 Anayse the variations from the central plan in the last planning period and identify
relevant reasons for these variations and enable adequate monitoring.

Greene and Sadowski (1983, 1986) addressed the need for stage co-ordination in acellular
system. They describe a situation where the alocation of awork order to acell had still to be
performed at stage co-ordination level. The central planning level only determined that there
would be sufficient capacity to perform the operation. The allocation of the work order to a
cell was based on the loading patterns of the cells.
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8 8.2.4 Final remarks

We conclude from this analysis, that co-ordination between cells within a stage can be
performed at a central stage co-ordination level if the achievement of system objectives
necessitates improved planning and control compared with the co-ordination provided by a
basic unicycle PBC system. The type of co-ordination mechanism that should be applied
depends on the configuration of the PBC system. If stage decomposition within PBC
resembles the cellular structure of the production system, less sequential co-ordination hasto
be performed at stage co-ordination level. The co-ordination of other relationships between
cells may still be necessary. We distinguish three functions at stage co-ordination level:
determining intermediate release and due dates for work orders, enabling transfer of
subbatches between cells, and redirecting material, resource, and information flows between
cells. We have provided a functional architecture for stage co-ordination that consists of an
off-line planning for the current period, on-line planning and co-ordination activities for
between-cell control, and finally, monitoring performance and system state.

8§ 8.3 Conclusions

PBC system design choices affect the distribution of uncertainty in a cellular manufacturing
system. A change in the length of period influences both the conversion uncertainty within the
cell and boundary transaction uncertainty between cells. A change in the number of stages
might results in a change in conversion uncertainty, but does not influence boundary
transaction uncertainty, neither within nor between cells. Changes in the allocation of
operations to the stages most importantly affect the distribution of uncertainty within and
between the cells. If the allocation results in more cells becoming sequentially related within a
stage, conversion uncertainty and boundary transaction uncertainty between the cells increase.
If the allocation results in more operations of a cell being performed in successive stages,
conversion uncertainty and boundary transaction uncertainty within the cell decrease.

In order to cope with the distribution of uncertainty that results from PBC design, appropriate
co-ordination mechanisms should be used. We have argued that allocating regulatory decision
authority to cellsis not sufficient for all possible distributions of uncertainty. Especially in
case of sequential relationships between cells, we need an intermediate co-ordination level
between central PBC goods flow planning and decentral (local) cell planning. We introduced
the notion of stage co-ordination and provided a functional architecture of this co-ordination
level. Stage co-ordination should determine intermediate rel ease and due dates for work
orders, enable the transfer of material between cells, redirect material, resource, and
information flows between cells when necessary, and monitor performance. We distinguish
between off-line planning activities, on-line decision making and implementation, and
monitoring. The necessity of stage co-ordination does not imply a specific distribution of
authority within the system. It may be provided by a planner or by cell foremen.



