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Implementing VSS

1. Cut work in process (WIP) in half.  Release one for one to start.

2. Once it is half of your starting point, put up your Velocity Board (s) 

and To Be Release Board (s).  

3. Determine release mechanism.

4. Start measuring your Velocity and having 5 minute meetings.

5. Improve your full kit ability on the TBR board.

6. Start/Improve your detailed planning for the TBR board so that you 

minimize CCRs or uneven loads.

7. Track the “Whys” when you go into the red zone.

8. When you no longer go into the red zone, shorten your board and 

continue.
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WARNING

 This program is not TRAINING that you 

simply get to sit back and listen to.  

 This coaching.  I’m going to walk you step 

by step on how to implement the Velocity 

Scheduling System.  
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1. Cut WIP in half to Increase Velocity

Velocity

X hrs in X hrs out
WIP

•The diameter of your pipe (WIP) we want to be ½ of what it is 

now.

•Then you focus on finishing work NOT starting it.

•You can put new work into the pipe when you finish some work.

• Keep your WIP at about the selected target (1/2 of what it is 

now)

•Do NOT release to keep people busy.
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VSS Step #1

 Cut WIP to half to increase velocity

1. Figure out how much WIP you have 
now. Count $ or hours or whatever you 
have. I like hours best. And, yes I know that 
they are only estimates.

2. Reduce your WIP in half. To do this you can 
either 

a) wait to release the next job until your WIP is in half 
or 

b) freeze half of the work. Freezing is obviously 
faster. Then when you start to release again, first 
release the frozen stuff before releasing the next 
job.
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VSS Step #1

 Focus on finishing work

◦ You only get paid when you finish work, so 

finish what is started.

 Do NOT release to keep people busy.
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What can you expect to see when 

your WIP starts to decrease?
• Some people have less to do or nothing to do

• Have them go to the work if they have the skill

• Have them prepare work (full kit) that has not yet been 

released

• Increase communication level, your people will be 

uncomfortable not have as much work

• What else do you notice as the WIP reduces?

• Do you appear to have any bottlenecks?

• Is there a particular person or type of skill that seems to 

have nothing to do?  

• There really are no downsides, UNLESS your people (who have 

work) slow their rate of work – communicate!  Let everyone 

know there is plenty of work, but they must finish something 

for something new to be released.  
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Finding the right WIP level:
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Homework #1

 Before next coaching session:  

◦ Count your WIP and prepare to cut to one 

half

◦ Confidentiality agreement – one for ea. 

person

◦ Company Overview
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Company Overview

Please send me the following:
1. What are your current sales?  

2. How many employees do you have?

3. Please provide a break down of sales by quoted 
lead-time.  

For example, if you have these quoted lead-times:  

 2 wks -- 5%

 3 wks -- 5%

 4 wks -- 80%

 8wks -- 10%

4. Do you have any stand alone processes?  If so 
what percent?  Please describe:
For example do you have jobs that go through a screw machine and 

nothing else?  What percent? 
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Company Overview cont.

5. Please draw or explain what about 80% of your 
routings look like.  

For example:

Saw Turn  Mill  outside heat treat  slotting  grinding  ship

6. Please explain any deviations or special cases 
from this that you think I should know about 
and let me know what percent of the time they 
happen.
For example:  

5% of the jobs we get must run on one particular mill because 
we only have one mill that can run the larger parts.

7. When you have bottlenecks now, where or 
when do they tend to show up?  Please explain:

8. Anything else you think I should know?  Please 
explain:  
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