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We wonder how other printers communicate/illustrate their daily and weekly bindery 
production schedule to bindery employees.  
 
Our employees use our Production Scheduler’s weekly scheduling calendar that lists jobs 
required for daily completion. It also shows the estimated hours required to complete each 
job (based on the job quote), which isn’t always accurate. However, if a day or week’s 
schedule is not completely full, some employees will stretch the work out to fill their day 
or look to the weekly total which may influence their run speeds.  
 
We’ve considered just showing a line-listing of all jobs “for the week” in the completion 
order needed and have also considered not showing the estimated time we’ve quoted for 
each job. The thought is to mitigate employees putting too much emphasis in looking 
ahead. How do you communicate and illustrate the amount of scheduled jobs required for 
the day or week? 
 
 

 
We publish a daily schedule. 
 
 

 
We give a daily list of jobs to be finished. The jobs are listed in order of due date. 
 
 

 
We are a small shop with only one full time bindery person. Daily, I give the bindery a list of jobs 
that need to get out the door by noon the day. It is his job to figure out the order best to complete 
the jobs. If I know it’s impossible to get it all done by one person or when he feels there is too 
much to get done himself, he asks for help and I will reassign people to work in the bindery. If 
there is a big job, I tell him ahead of time my expectations and we discuss how long it should 
take. Based on this information, we start working overtime and/or reassign others to work in the 
bindery. Somedays we have issues getting everything done but doesn’t everyone. At that point 
things get rearranged, based on higher priorities such as hard due dates, timing, etc.   
 
 

 
We write a daily list for bindery & presses and give each employee theirs before the end of the 
workday prior, or leave at their workstation.  This way they have it at beginning of the day.  We 
are a small company, so it’s not difficult to do it this way.  We can also go over anything we need 
to point out or have concerns about, and so can they. 
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Our MIS allows us to convey what we want to convey to whom we want to convey it. We believe 
that: 

• The workers should be concerned only with what they need to get done today 
• Supervisors should be aware of what is coming, but their real focus should be on 

anticipating the near term – the next few days or maybe a week out – and be 
involved in planning how to produce upcoming larger projects 

• The VP of Operations/scheduler should plan strategically and orchestrate who needs 
to be engaged in which exceptions – s/he is responsible to worry about “everything” 

• Senior management should interact with VP of Ops to set the big picture plans and 
investments into the best resources  

 
Accordingly, blue collar staff receives an “individual duty list” when they arrive each day showing 
only the work that is assigned to them. This includes what is expected to be produced (more on 
this later) on each task assigned and the sequence in which to perform them. Supervisors and 
department leads receive a two part report that lists all jobs that are in process as well as a list of 
orders that are imminent and they should be preparing for since these have met the criteria 
established to warrant scheduling the order, but are not yet within our control. Scheduling 
orchestrates it all and also devises and schedules tasks and arrange required projects that have 
somewhat flexible schedules, but must be done i.e. preventative maintenance, scheduled repairs, 
and special projects, etc. 
 
In regards to the aforementioned “production standards”, we estimate a job based upon every 
skill set, machine and resource being available to produce every given order and each step 
therein. In real life this is rarely the case, if ever. When writing an order the CSR presents the 
quoted information, but the scheduler applies discretion to engineer the steps and change the 
machines or work centers utilized to pair it to the available resources. Even if run exactly as 
estimated the scheduler has more complete and precise information to project what production 
rates are expected and adjusts, up or down, the standard expected which is what goes on the 
workers daily schedule. Supervisors and staff are expected to review the job ticket before starting 
and accept it into production before starting. If they disagree their objection is either changed or 
noted and they then do the best that they can.  
 
Further, each worker is provided with a “note” area on their time logs to report anomalies that 
impact their ability to produce, but both the scheduler and the worker are expected to be within 
10% or (never more than) 20% without alerting their respective supervisor in advance. We 
encourage people NOT to make big decisions alone and to seek the buy in of their supervisor if a 
step is taking significantly longer than planned. Supervisors are also expected to notice before 
long. An employee who runs a job below standard and has a good reason, retains evidence with 
examples of the cause to protect the company and themselves and fights through a tough job is 
thanked and appreciated. Conversely, anyone who struggles for hours without telling asking for 
help, blows his/her quota and causes a job to be in danger of delivering late without telling 
anyone early in the process is remiss in fulfilling their responsibilities and will pay a disciplinary 
price. Note too that our system includes an index standard that allows us to compare each 
workers relative performance as a percentage to identify if they slow down and others do not … 
guess which one gets a raise? 
 
Finally, one message that we communicate repeatedly to our workers is that they should always 
produce each job as fast and cost effectively as they can without compromising quality, because 
their time is what is used to set pricing. Therefore, if they slow down to fill the time available we 
may overprice future jobs based on their slowed performance which will cause us to lose more 
work and ultimately have less hours for them to work. We traditionally run lean and are generous 
with overtime when there is work. It is worth noting that recently this pendulum is swinging the 
other way and many newer workers would rather have time off than work overtime which was 
widely perceived as a benefit in the not too distant past. 
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We used to provide the same estimated production hours a few years ago to our employees and 
experienced a very similar outcome. In abbreviation, we went back to the “old school” of 
production scheduling for our design, pre-press, print, bindery and shipping using a visual 
magnetic job production board for all to see less any production times. We have short production 
meetings (15 minutes) in the morning and at the end of the day in order to update the board as 
the jobs progress. 
 
Works great and the employees appreciate it as well   !          
 
 

 
We use a daily schedule of what needs to ship today and tomorrow along with what jobs are 
available.  We try to have the next job available so the Operator knows where they are going 
next. Hours are displayed and if they get done and there is no work we assign them to 
maintenance on equipment or leave them go home if they want. 
 
 

 
We publish a new production schedule 3 times a week. Sometimes more when things get hectic, 
we have a lot of rushes or a piece of equipment breaks down.  
 
We do also encounter people attempting to “stretch” work when things get slow. 
 
Our 2 primary methods of combating this are: 

1) Accountability to standards 
a. Ensure accurate production standards for each product type independent 

of the schedule, so that at any point in the day it is clear to the staff and your managers 
just how much they should have accomplished in their shift.  

b. Operators should be held accountable to hitting standard production 
targets over the long term, and not just getting done what is on the schedule. 

2) Education: 
a. Tech people all the different things their run rates impact. Some 

operators fail to realize that their slow run speeds give a false picture of cost and overall 
plant capacity. Reinforce the fact that it’s a good thing to run hard till out of work, and be 
pulling on sales for more. 
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We run a daily backlog report of all bindery jobs in the shop by due date for staff in production as 
seen below. 
 
Staff expectation is to complete as many jobs as possible off the jobs list every day and repeat 
with a new backlog list the following day.  The staff and management can easily see and follow-
up to ensure jobs are completed.  
 

 
 
 
 

(continued on next page) 
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(continued from previous page) 

 
In addition to the bindery job backlog list above we also print out the daily graph daily 
below for staff.  
It shows at a glance the total jobs in the shop and number of jobs past due in overall production. 
 

  
 
 
We update staff performance at our monthly meetings with our daily/monthly backlog 
graph as shown below. 
Staff understand when setting their annual individual goals that meeting our annual department 
backlog performance goal ties directly into their performance appraisals.  
 

(continued on next page) 
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(continued from previous page) 

 

 
 
Departments Annual Backlog Report month by month performance to goal shown below. 
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Currently, in the commercial print space, we are seeing a move towards electronic scheduling 
systems instead of the traditional scheduling board. Ideally, you would want a system that can 
allow different "views" to address different aspects of production (for example, departments like 
production, bindery, shipping, pre-press, etc... would all have their own monitors displaying their 
specific schedules). There are a lot of value adds for utilizing an electronic system, such as:  

• Eliminating the need for a scheduler to manually document job-specific data onto a 
scheduling board  

• Changes can be made and communicated across the shop instantly. For example, if 
production is running behind, bindery is notified instantly, so they can move onto the 
next job  

• You can adjust views based on workload (i.e. on busy days you can focus on that 
days tasks and on slow days you can extend the schedule to focus on the week)  

• Highly accurate production time data (especially if it's linked with a shop floor data 
collection system)  

 
In terms of software that can accomplish electronic scheduling, Ricoh recommends Avanti 
Slingshot. Avanti Slingshot's scheduling system is built to organize jobs efficiently, maximize 
equipment use, and allows a shop to plan production workflow in advance. Avanti was also a 
recipient of Print17's Must See 'Ems for their Scheduling Reserve. We also recommend signing 
up for Avanti's next webinar to learn more (http://offers.avantisystems.com/webinars1)  
 
 
Dean A. Pate  
Regional Sales Manager  
RICOH USA, INC.  
(248) 444-0188  
Dean.Pate@ricoh-usa.com 
 
Dennis Kindschy 
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