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POLCA is a production control system for high mixflow
volume and custom-made product environments, The

system is aimed at keeping the lead times at the shop
floor short and predictable. POLCA can be
implemented as a simple paper-based system with
POLCA cards circulating on the shop floor, or as a
digital shop floor control system.

#uthorization, POLCA is a production control system for high
me and custom-macde products amaranmenis,. [he
sustem releases wwork orders based on the status of the
production system, which prevents that the shop foor s

overflooded with work and ensures that beiter dedisions are

The POLCA contral system releases a production arder or

wor kst ation based on a combination of two signals:

a production crder at a workstation once a certain defined tirme
{the authorization date) has passed. This prevents that orders

are started too early

A& work in process signal: POLCA achieves this by means ol ar

inpenious card system with overlapping loops
workstations in a routing form a loop (ellipses in Figure 1) A

limited number of 'POLCA" cards circulate in each laop. A
POLCA-caid 15 bhasically a IpaCity = l:"l.l: that indicaties 1has
ApAcity is availabbe at the el station or oell, A work
y erter a loop i a free card of this loop |

[ Tl i1,

Qe an order legves 8 loon, then the cand 4
returned [o the Hrst staticdn of tThe [oon and stared an a visida
bBoard. This sigrals that capacity is avadable a1 the downsirean
sration. The a5t Stafion can always start and dodsn't need ar
addifional card. At the intermediate stations, (like D in figure

W cards will be artached 0o D card and
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Two owerfapping POLCA-loops with POLCA cords

Several effects explain why POLCA reduces the lead time. First

of all, POLCA limits the amount of Work In Process (WiF) aon the
nop floor as the PLLLA cards determing the amount of orders
]

hat are circulating on the shop floor, The shop foor lead tims

1
is directly proportianal with the- amaount of Wark in Process, This
can easily be uvnderstood I you wisualize yourself in a fong
chedk-in lime in a kotel. The more kolel BUBEsts in front af you
(the WIP of the hotel receptionist], the langer you will have L
wait beforg :f'.:'i e r':f"--" RO '_.-\-.I n 9. | y I':-'l"::'l'r: Thee Amount
of POLCA cards in the systermn, the production manager can

ellectively reduce the lead time of The floor

ndby, the visual mature of POLCA makes it easy 1o 5po

downsiream  battlenecks (no  cards  availabls on  thy
POLCA:board). When no cards are availabbe, operators should
work on orders poing (o clher stations. This reduces the chanc
that these downsiream stations will become unnecessarily idle

W ng cards at all are available, then there are several oplions
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thiar are the Bottleneck. By helping thesr calleagues, Botllenecks
cahn Be fesaked. and a smooth Now Can B restarad, & suthicien
lewel af Crass raining is neaded [0 accommodate this Tani
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work, improvement work, admindsirative work, team meetings

SUOck counting... All thiese activities help (0 improve the faciony
cperarenns

Thirgly, there gre irngirect eReCrs of The iawer WIP an the ovarall
lead i, Less WIP means less stock an the shop floor, ess
searchung  lofr  material i le]e pace, smaller  walking
CHEE AN CRS, THiS can increass wolr cifecthis Capatty on th

nopiloor, whilch further helps 1o reduce the overall lead thmd

iLeirrey

Euregia Mo Rhins

QRM4.0 ===



L Y e redu | i n floor i time allow
COmpaEn | 1 T f nid Il delver on t hie
HIETEASE:. e eIy 0 to late prod TMNIEES BhC The interreg QRM 4.0 project (link: httpa/grmd.eu)
phves the suppliers more time ta deliver their components on supports manufauzturing companies tl':r' lrnprr:-'.iing their
LEG: WATLNET Diewd 0 PRcucH. Ul e shape leadtimes through providing practical advice and financial
T Hhavpecing Chanp support to companies who want to take steps to
_ implement digital tools on their shop floor.
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af cards 5 disployed Dy a perceniage an the right sigde of

fhe SEredn, fRourcE axxsEia)

!
need ol physecal Cands. AS a8 resull, Caras aont nesd o e
::'!' :'I"': el :I ol |l EMHY K2 | L TTHTH L '.|i IlI :I| P :.'. A, Sl
; I y i f PROPC i (LI
hiipstfeww propos-saftware.nl/y (@ spir t of Bosch
neren), Axxelia  with heEr  Timeaxe  Sysiem LINK
R e aooc e Bia comdLimeao- 200 (LMK
nipsS 3ndwave bednlhames and ScalefacTon MK
nips:Aiscalelactory.euf,. Fpure 3 shows an exampde of a digital
L A=y stem

S e & o 2 nkerreg

Rt Y, g " ¥D % -
s Furnpie Mowse-Bhirs

B B e wioe QRMA4A.0:==



	PDG_SIRRIS_POLCA_VF
	POLCA_1_VF
	SIRRIS_POLCA_2_

