Bottleneck Finder Checklist

A practical, data-driven guide to find and open production constraints — radsap.com

1. Measure the flow (same time window for all stations)

[0 Pick a stable time window (e.g. one shift or one week) and use it consistently.

0 Count WIP (units / jobs waiting or in process) before each major process step.

0 Record throughput (units completed per hour or per shift) at each step.

0 Compute lead time with Little’s Law: Lead time = WIP + throughput (same units).
[0 Note scrap / rework rates and unplanned downtime minutes for each step.

2. Flag the real constraint (not just the “busy” station)

O Look for the station with the longest / growing queue over = 3 consecutive weeks.
O Confirm it limits plant throughput (downstream is often idle when this step stalls).
[0 Separate a temporary spike (one bad week) from a sustained bottleneck pattern.

0 Walk the floor: validate queue locations, missing kits, and blocked material paths.

3. Afternoon spreadsheet diagnostic

O Build a simple table: Step | WIP | Throughput | Lead time | Queue trend (1/-/!) | Downtime.
O Sort by lead time and by queue growth — the overlap is your prime suspect.

0 Document changeover minutes and “full kit” readiness % arriving at the suspect step.

[0 List non-constraint steps that are overproducing into the bottleneck’s queue.

4. Exploit the constraint BEFORE buying capacity

[0 Protect uptime: prioritize maintenance, spare parts, and skilled coverage on the bottleneck.
O Enforce full-kit / full-information release — never starve the constraint mid-run.

0 Reduce changeovers and micro-stops on the constraint first (SMED mindset).

O Subordinate non-constraints: slow or buffer them so they don’t flood or starve the gate.

[0 Quality at the gate: stop scrap that wastes precious bottleneck minutes.

5. Elevate only when exploitation is exhausted

O Re-measure throughput after 2-4 weeks of exploit actions.

O If the constraint still limits demand fulfilment, plan investment (people, tooling, capacity).
[0 After elevating, re-scan the chain — a new bottleneck usually appears elsewhere.

[0 Never elevate a false bottleneck identified from a single busy day.

Tip: Busy # bottleneck. A station can look overloaded while a quieter upstream or downstream gate actually sets the pace
of the whole plant.
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