
 

Production orders and production runs : an overview

Citation for published version (APA):
Flapper, S. D. P., Tang, van der, L., & Wortmann, J. C. (1992). Production orders and production runs : an
overview. (TU Eindhoven. Fac. TBDK, Vakgroep LBS : working paper series; Vol. 9207). Eindhoven University
of Technology.

Document status and date:
Published: 01/01/1992

Document Version:
Publisher’s PDF, also known as Version of Record (includes final page, issue and volume numbers)

Please check the document version of this publication:

• A submitted manuscript is the version of the article upon submission and before peer-review. There can be
important differences between the submitted version and the official published version of record. People
interested in the research are advised to contact the author for the final version of the publication, or visit the
DOI to the publisher's website.
• The final author version and the galley proof are versions of the publication after peer review.
• The final published version features the final layout of the paper including the volume, issue and page
numbers.
Link to publication

General rights
Copyright and moral rights for the publications made accessible in the public portal are retained by the authors and/or other copyright owners
and it is a condition of accessing publications that users recognise and abide by the legal requirements associated with these rights.

            • Users may download and print one copy of any publication from the public portal for the purpose of private study or research.
            • You may not further distribute the material or use it for any profit-making activity or commercial gain
            • You may freely distribute the URL identifying the publication in the public portal.

If the publication is distributed under the terms of Article 25fa of the Dutch Copyright Act, indicated by the “Taverne” license above, please
follow below link for the End User Agreement:
www.tue.nl/taverne

Take down policy
If you believe that this document breaches copyright please contact us at:
openaccess@tue.nl
providing details and we will investigate your claim.

Download date: 24. May. 2023

https://research.tue.nl/en/publications/93bee7e9-36f0-4044-a6b3-a69f1fff8c44


Department of Operations Planning and Control -- Working Paper Series 

PRODUCTION ORDERS ARD PRODUCTION RUI!IS: AN OVERVIEW 

Simme Douwe P. Flapper A Laurens van der Tang * and Hans C. Wortmann A 

Research Report TUE/BDK/LBS/92-07 
October 1992 

A Graduate School of Industrial Engineering and Management Science 
Eindhoven University of Technology 
P.O. Box 513, Paviljoen F6 
NL-5600 MB Eindhoven 
The Netherlands 
Phone: +31.40.472230 
Fax: +31.40.464596 

* Baan International B.V. 
P.O.Box 250 
6710 BG Ede, The Netherlands 

This paper should not be quoted or referred to without the prior written 
permission of the author 



ODUCTION ORDERS CTION' • AN 0VKR.Vl 

.D.P. Flapper ~, L. van der Tang * and J.e. Wortmann A 

Graduate School of Industrial Engineering and Management Science 
Eindhoven University of Technology 
P.O.Box 513, Paviljoen F6 
5600 MB Eindhoven, The Netherlands 

Baan International B.V. 
P.O. Box 250 
6710 BG Ede, The Netherlands 

n overview is given of the different types of production orders that are met in practice 
ased on a number of characteristics of production processes. Attention is paid to the 
ogistical aspects and informational requirements related to the usage of each of these 
rders. The role of production orders as a unit for time-phased resource planning is 
ompared with the usage of production runs. 

his paper deals with production orders and production runs, two important quantities used 
or planning, releasing and controlling the progress of work in a production facility, 
here the latter may denote an operator as well as a network of plants. 
ow work is planned, released, and controlled primarily depends upon how the products are 
roduced or materials are processed; i.e. the (sequence of the) operations (processes), 
he set of resources used for the execution of each of these operations, and the relative 
hysical positions of these resources. Notably the uncertainty with respect to the timely 
vailability of the resources, the duration and the results of the execution of processes 
ith respect to timeliness, quantity and quality, but also the method of cost accounting 

registration, work-in-process progress registration) strongly influence 
he three above mentioned activities. 
ne may expect that the above mentioned aspects of the prodution environment determine the 
ypes of production orders and runs used for planning, releasing and controlling the 
rogress of work. 
n the following it is assumed that the set of products to be produced, which may denote 
he production of material products as well as the supply of immaterial services, as well 
s the (sequence of the) processes and the sets of resources required for their execution 

given.In this paper relationships are established between how work is executed, i.e. 
characteristics of the set of processes involved, the set of inputs required for and 
set of outputs resulting from the execution of these processes, inclusive information, 
the different types of production orders and runs met in practice. 

ese relations are notably useful for getting insight into the logistical consequences 
nd specific information requirements reSUlting from the usage of each of these types of 
rders and runs in different production situations. 
lthough in literature some attention has been paid to some of these relationships for 
roduction orders, see e.g. (Kimball, 1987), (Wight and Landvater, 1983), a general 
verview is still missing. 

e purpose of this paper is to provide at least part of such an overview. 

e setup of this paper is as follows. 
n the first part of the paper first a number of aspects of operations are discussed that 
trongly influence the logistic control of work. 
ereafter an overview of production orders presently used in practice is presented and 
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relations are established between these orders and the above mentioned aspects of 
operations. Attention is paid to both the logistical aspects of each of these orders and 
the specific information requirements resulting from the usage of these orders. 
Many companies use production runs instead of, or apart from, production orders as units 
for planning work. In the second part of this paper the logistical aspects of production 
runs as well as their specific information requirements are discussed and related to the 
considered characteristics of operations. 

In the third and last part of this paper the similarities and differences between 
production runs and production orders are discussed both from a logistical and an 
informational point of view. Based upon this discussion the potential advantages and 
disadvantages of using production orders instead of production runs are summarised for a 
number of characteristic production situations. 

PRODUCTION PROCESSES 

Having decided on the set of products to be produced, the (sequence of the) processes and 
the sets of resources to be used for the execution of these, the next thing to be 
considered in order to decide upon how work is to be planned, released and its progress 
controlled, are the characteristics of the individual operations, as well as the inter 
relations ships between these operations. Thereby an operation denotes a process, the set 
of inputs required for its execution, the values of the set of process parameters, like 
setup and rate, as well as the set of outputs reSUlting from the execution of the process 
using the set of inputs. 

Within this context it is important to distinguish between processing and producing. 
Processing is related to a transformation of the set of (im)material inputs, whereas 
producing is related to the set of (im)material outputs resulting from the execution of a 
process (transformation) using a given set of resources and a given set of process 
parameters, including setup and rate. One may say that processing represents an input 
based point of view on processes, whereas producing represents an output based point of 
view. 
Processing and producing coincide if the (im)material semi-finished products making up 
(part of) the set of (im)material inputs are "only changed" by the transformation, like in 
the painting of metal parts. 

Simultaneous versus sequential processing/production. 

In this paper "simultaneously" indicates the usage of the same set of resources at the 
same time for the production of a number of copies of one or or a number of products 
(article codes). Thereby a resource may be a material, a machine, an operator, a tool etc. 
Examples of products that are processed according to the above restrictive definition of 
simultaneously are e.g. cookies, cardboard boxes, blistercards, whereas the refining of 
oil results in the simultaneous production of gasoline, gasses etc. 

A less restrictive definition of simultaneous processing/production denotes the usage of 
the same set of resources during the same time-interval, where a resource may denote all 
or part of the available machines of a specific ~, like a number of paralel wise 
working machines, or an entire production unit like an assembly line or department. 

Sequentially processing/producing means that different products are not using the same 
(set of) resources simultaneously. 
In case the production/processing of different products requires the same set of resour
ces, sequential production means that different products will be produced one after 
another. 
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ether or not products are produced or processed simultaneously depends on technical 
estrictions. for instance related to the method of processing. the set of resources used. 
hich applies for instance for the production of so called by-products or co-products 
alternate-quality product). see e.g. (Campbell. 1988) and (laDuke, 1989). but is 
rimarily based on economical arguments, like preventing an uneconomical usage of 

roduction 

n the foregoing sub section we distinguished already between the simultaneous and 
equential processing/producing of a quantity, or number of copies, of one single product 

(article code) or quantities, or one or a number of copies, of a number of different 
roducts (article codes). 

s mentioned in the introduction of this paper, one of the aspects to be taken into 
ccount are the number of different products that (may) result from the execution of a 
iven process; i.e. the 'output side of the processes. 
trictly spoken the execution of whatever process results in a set of outputs including 
oth desired and undesired products. 
rom a technological point of view there do not and will not exist processes that result 

'n one single output. 
rom an economist's point of view undesired outputs are not explicitly token into account 
f they do not contribute "significally" to the income or expenses of a company however. 
is point of view is usually taken in defining a process. Due to still growing environ-

ental problems still more outputs will (have to) be registered due to rising costs in 
xposing these or to legislations. 

above mentioned ways of processing/producing we arrive at the following 
for each combination an example. 

Single 
product 
(article code) 

Several 
products 
(article codes) 

Sequential 

Television set 

Car painting 
(multi model or 
mixed model) 

LE I : PROCESSING METHODS 

Simultaneous 

Cookies paralel on a belt 

Blistercards. Oil refining 
Group Technology Cell 
(co-products) 

e rows "Single product" and "Several products" in Table I indicate that the processing 
ctivities are primarely set up in order to produce one or a number of copies of one 
espectively a number of different (semi-)finished products. So Table I presents an output 
riented sub division of processes. 

(An input oriented sub division of processes would give rise to the same table however.) 
or definitions of mixed and multi model production see for instance (Wild, 1972). 

versus d rocesses 

nother sub division of processes that is important 
nd progress control of work concerns the following 
nputs required for the execution of a process and 
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with respect to the planning. release 
relation between the set of material 
the set of material outputs resulting 



from the execution. 
If ni denotes the number of different article codes in the set of material inputs required 
for the execution of a given process, whereas no denotes the number of different article 
codes in the set of material outputs of that process, then assembly activities are 
characterised by a tuple (ni,no) where ni<no, whereas disassembly activities are characte
rised by tuples (ni,no) where ni>no. 
Examples of assembly processes can among others be found in the production of cars, 
chairs, ships, flavored mineral water etc. 
Examples of disassembly processes are the udisassembly" of animals in the meat industry 
(Duvall and Hoffman, 1983), or the disassembly of used cars or copiers. Note that 
disassembly activities will become still more and more important in the nearby future due 
to an increase in the recycling of materials resulting from a growing scarcity of all 
kinds of materials. 
An example of a process where ni-no concerns the drying of clothes or painted subjects in 
the open air. 

UDeterministic U versus "stochastic" processes. 

Upto here it was more or less implicitly assumed that the set of outputs resulting from 
the execution of a process is completely predetermined, both from a quantitative and a 
qualitative point of view. 
Theoretically the result of the execution of every process is more or less uncertain. In 
this paper the execution of a process is called "stochastic" if it is not possible to 
forecast its results "within certain given boundaries" solely due to the characteristics 
of the process itself. 
(There are all kinds of reasons why the execution of a given process may result in a set 
of outputs different from the one than has been planned. Varying results may occur due to 
the "quality" of the work instructions or input materials, the state of the hard ware or 
the operator(s), the values of the process parameters or the way the process is executed. 
Examples can be found in the processing of crystal wavers in the semi-conductor industry. 
or in the refinement of oil. All these reasons are not related to the characteristics of 
the process itself however.) 
In all other cases the execution of a process is called "deterministic". 
Examples of "stochastic" processes are met in the production of semi-conductors, like in 
the processing of crystal wavers, see for instance (Campbell, 1988), whereas the drying of 
painted subjects or clothes are examples of a "deterministic" process. 

Flow wise versus intermittent processing. 

The last aspect of individual processes (operations) that is considered in this paper 
concerns whether or not some or all of the resources involved in the execution have to be 
set up anew, partly or completely, for the processing of each individual copy of a 
product, for each product, or for groups of products. 
A process is executed "flow wise" if no set up of the resources is required. In all other 
cases a process is executed "intermittently". 

Inter process relations. 

Upto here we considered the aspects of the individual operations (processes) that together 
make up the complete set of operations that have to be executed for the production of a 
given product or group of products in relation to the planning, release and progress 
control of work. Clearly the latter three activities will also be influenced by the mutual 
relationships between the different operations. 
Notably it matters how the different operations (processes) are coupled. For instance the 
outputs of one operation may become "automatically" and "immediately" inputs for other 
operations due to the production facilities (hard ware) used", This applies for instance 
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or an assembly line, where a number of production units (work stations) are physically 
oupled with eachother. The line as a whole produces/processes products with a certain 
ate when the line as a whole has a given setup. 
t may also be that a given process for a given product has to be executed within a given 
eriod of time after the foregoing process was finished, or can only be executed after a 
ertain time. 

nalogeously to the definitions "flow wise" and "intermittent" with respect to the 
xecut!on of a single process, "flow wise" and "intermittent" can also be defined with 
espect to the execution of a number of consequtive processes. As far as the product!· 
n/processing of one single copy or number of copies of a given product is concerned a 
umber of processes are executed "flow wise" if after the execution of a process the copy 
copies) is (are) directly combined with the remaining inputs for the next process so that 
he latter process can be executed immediately. 

o consequtive processes are executed "intermittently" if some time elapses in between 
he execution of these processes. 

ummarizing the above we arrive at the following aspects related to the execution of a 
group of) process(es) which may be expected to play important roles in the definition of 
roduction orders 

rom an input point of view: 

. Multi-product versus single-product processing 

rom a processing point of view: 

Simultaneous versus sequential processing 
Multi-product versus single-product processing 
Assembly versus disassembly 
"Flow-wise" versus "intermittent" processing. 

rom 'an output point of view: 

Multi-product versus single-product production 
"Deterministic" versus "stochastic" 

esides the relationships between the processes play an important role. 

erewith ends our overview of characteristics of processes that may be expected to play an 
mportant role in how work is planned, released and its progress is controlled. 
n the next section of this paper we shall give an overview of presently used production 
rders and their relations with the above mentioned aspects of production processes. 

ODUCTIOIiI ORD 

roduction activities are triggered and their progress is controlled via production 
rders. Via production orders non-material resources and materials are linked together. By 
efining production orders we do not only influence the flow of materials through our 
ompany but also the efficient usage of resources. The sizes of production orders play an 
mportant role with respect to our production flexibility. 

n general production orders fulfill a number of functions. They are used as 
a unit for the time-phased planning of resources 
a "vehicle" for registering/controlling the progress of work 
a "vehicle" for registering the usage of resources 

5 



-a document containing operation instructions 
-a document for registering quality information 
-a document for lot traceablity. 

With respect to production orders the following aspects have to be considered 
A. Their definition 
B. Their release to a production unit 
C. The control of their progress 
D. Their (partial) receipt. 

In this paper attention will be focussed on their definition. 

Material based production orders versus processin, facility based production orders. 

Although always all required resources have to be taken into account in order to define 
and realise production plans, production activities may be triggered starting from either 
the set of materials required or from the set of available processing facilities. One 
often distinguishes between so called "material" and "capacity" ("process") oriented 
production situations. 
These two orientations often result from the relative contributions of the materials and 
"non-material" resources to the production expenses of a company, and the time required 
for obtaining these two resources. 
Examples of "material" oriented production situations can be found in the production of 
meat, processing of milk, whereas the production of glass provides an example of a 
"capacity" oriented production situation. 
Related to the above sub division one also distinguish between material based or "capaci-

. ty" based control systems, leading to the usage of material or "capacity" based production 
orders. 

Input driven versus output driven production orders. 

Often production orders state how many copies of a given product have to be produced by 
means of a given set of input resources within a given period of time. Essentially these 
orders are directly related to the timely delivery of predescribed quantities of predes
cribed outputs (output materials). 
In accordance with the above is the definition of a production order given in the APICS 
Dictionary (APICS, 1991) 
"A document, ,roup of documents, or schedule identity conveying authority for the 
manufacture of specified parts or products in specified quantities". 

In many production situations production orders like "Process this complete roll of paper" 
(paper industry), "Process this crystal wafer" (semi-conductor industry), "Execute this 
process till the bath with fluid X is completely empty" (painting unit), "Process all the 
requests in this bag ll (post office, insurance company) are used. All these orders are 
stated in terms of (how) one or a number of the (material) inputs are supplied to one or a 
series of processes. 
(In the first three examples in terms of one of the input materials, in the latter example 
in terms of the transport medium used.) 
Although the above input driven orders may coincide with the usual output driven orders if 
the amount of materials supplied is just enough to produce the required quantities of 
outputs, the set of outputs is often less well stated in advance in terms of quantities or 
qualities than when output driven production orders would have been used. In principle the 
latter define the moment that an operation is finished in terms of quantities of outputs, 
whereas input driven production orders state this in terms of being used up of a material, 
or an empty container. 
(Alternatively one might state that input driven production orders are primarily used for 
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tarting the execution of processes, whereas output driven production orders are primarily 
sed for ending the execution of processes.) 

e following classifications of production orders met in practice are based on the 
aspects of production processes dealt with in the foregoing section of this 

rs. 

n many production environments production orders are defined for one or aa number of 
opies of one single products only. Thereby often demands from several internal and 
xternal customers for a given product (article code) are combined. Examples are producti
n orders for the production of a given television set or for the simultaneous production 
f a number of copies of a given cookie. 
ere are also a lot of production situations where production orders are defined for the 

simultaneous) production/processing of one or a number of copies of a number of different 
roducts, which applies for instance to the (simultaneous) production of a number of 
ifferent cardboard boxes or blister cards. 
n the following the latter orders will be denoted by multi-product production orders, 
hereas the production orders mentioned before will be called single-product production 
rders. Essentially a multi-product production order denotes a bundle of single-product 
roduction orders which are triggered and controlled together. Like single-product 
roduction orders, multi-product production orders may be defined for individual operati
ns, a number of directly consequtive operations or all operations for a number of 
different) products. 

n order to trigger the (simultaneous) production of a number of different products, or 
he (simultaneous) processing of a number of different materials or parts, both single
roduct production orders and multi-product production orders may be used. 
easons for clustering single-product production orders may among others be 
a combined usage of resources, which applies for instance to the production of 
co-products 
a reduction of administrative activities 
the characteristics of a customer order, which holds for instance for products 
that do have to have exactly the same color, or for wooden furniture that has 
to be made out of the same tree 
internal transport efficiency, like the combined usage of pallets. 

ich type of production order should be used is not as clear as it may look like at first 
ight. This holds especially if the production of given parts (products) involve both 
perations that have to be executed simultaneously for a number of these parts (products) 
nd operations that are not or can not be. 

o important disadvantages concerning the triggering and progress control of processes 
operations) simultaneously executed for a number of different products by means of (a set 
f) single-product production orders are the coordination of these production orders and 
he administrative work involved. 

en multi-product production orders are used, these disadvantages would at least partly 
e circumvented for these processes. 

n (Kimball, 1987) some attention is paid to the logistic and informational consequences 
f using multi-product production orders ("gang orders") for triggering and controlling 
he progress of the simultaneous production of products or the simultaneous processing of 
aterials, parts. 
n (Wight and Landvater, 1983) some attention is paid to the special provisions in 
ogistic control information systems that are required to deal with the types of orders 
escribed in (Campbell, 1988) and (Duvall and Hoffman, 1983). 
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A systematic study concerning the logistic and informational aspects of using multi
product production orders as well as an overview of the pro's and con's of these orders 
when compared with the usage of single-product production orders for the production of 
card board boxes and blistercards is presented in (Flapper, 1992). In (Flapper, 1992) also 
attention is paid to the consequences of "simultaneously" using single and multi-product 
production orders for different groups of operations that have to be executed within the 
context of the production of a given mix and volume of products within a certain period of 
time. 

Production orders for assembly versus production orders for disassembly processes. 

Often separate production orders are defined for the production, or procurement, of the 
different parts that are assembled and for the different operations starting from the 
assembly process. Usually production orders are based upon this "chain wise" decomposition 
of networks of activities. 

The standard way to cope with disassembly processes from an informational point of view is 
to use a divergent (inverted) bill of material structure and single-product production 
orders indicating the production of one of the desired outputs ("target output"), whereas 
the produced quantities of all the other outputs are based on the quantity produced of the 
target output. 
See e.g. (Mather, 1987) and (Wight and Landvater, 1983) . 

. Clearly the above approach is only useful if there exist fixed relationships between the 
quantity produced of the target output and all the other outputs. For more comments on the 
above approach see the above two references. 

An alternative approach is presented in (Duncan, 1983) where the so called "By-Product 
Bill of Material" is introduced. The approach starts from the processes, and takes into 
account "ali ll inputs into and "all" outputs resulting from the execution of each of these 
processes. 

An approach that avoids part of the problems related to the above two approaches may be to 
look upon a disassembly process as a simultaneous production of the products resulting 
from this process and use multi-product production orders for the triggering and progress 
control of this process. 

Production orders for "deterministic" versus IIstochastic" processes. 

The usual single-product MRP production orders are examples of orders used for products 
which routings involve only "deterministic" processes. 
Examples of production orders taking into account "stochastic" processes are among others 
described in (Campbell, 1988) and (Wight and Landvater, 1983). 
The latter orders have much in common with the production orders used for disassembly 
dealt with above. 

Production orders for flow wise versus intermittent processing. 

This aspect is not taken into account via special types of production orders but via the 
size of the latter and the decision to use either single- or multi-product production 
orders. 

Considering the above sub sections, we conclude that there are essentially eight different 
types of production orders. These types are given hereafter, together with one or more 
examples of applications in between brackets. 

1. Sequentially, single-product, output driven (bicycles) 
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· Sequentially, single-product, input driven (insurance, post) 
Sequentially, multi-product, output driven (mixed model, multi model) 
Sequentially, multi-product, input driven (Group Technology cell). 
Simultaneous, single-product, output driven (cookies on a belt) 
Simultaneous, single-product, input driven (sawing of a tree) 
Simultaneous, multi-product, output driven (blister cards) 
Simultaneous, multi-product, input driven (paper rolls, crystal wavers, 
crude oil) 

roduct 

ether a production order is defined for one or a number of operations depends strongly 
n how these operations are related. As mentioned in the foregoing section of this paper 
t may be that (operations) processes are physically hard coupled due to the hardware 
nvolved in the execution of these processes. Other often used arguments for deciding on 
he operations handled via one production order are the physical position of the resources 
sed for the execution of the different operations, the organisational structure of the 
roduction network, the amount of administrative work and, very important, the simplicity 
f logistical control and the loss of flexibility. 
ithin the context of this paper this topic will not be discussed any further. 
or a systematic discussion on this point with respect to the production of cardboard 
oxes and blistercards see (Flapper, 1992). 

erewith ends our overview of presently used production orders, some of their most 
mportant logistical characteristics and some of their specific information requirements, 
s well as examples of production situations in which they are presently used. 
n the next section we shall consider production runs. 

000 RUNS 

ere are a lot of situations where the production of a number of different products 
equires partly the same set of processes to be executed, using the same set of resources, 
ike materials and machines, even requiring the same, or almost the same values of all 
rocess parameters, i.e. setup. 

t may be that the time required for setting up one of the resources is considerable and 
hat it is very important to avoid as much as possible setting up the resources anew. This 
pplies especially to so called bottleneck resources. 
ere are also a lot of production situations where due to the production method and 

esources used, or based on financial arguments, minimum amounts of certain materials have 
o be processed in one go. Also in that case the coordination of the production of 
ifferent products is very important. 

ia production runs the intended or actual usage of a "dominant" resource, or group of 
esources, during given periods of time is indicated (planned). 
ereby the "dominant" resource may be one machine or group of machine(s), like a complete 

ssembly line, requiring a lot of time to be setup anew; one or a group of operators that 
an only be available during certain periods of time, which holds for instance for 
urgeons; a material, or combinations of these resources. 

roduction runs, in contradistinction to production orders, are only used as units for the 
ime-phased planning of resources. 
ne can distinguish between production runs at goods flow control (GFC) level, used for 
ndicating production cycles, and production runs at shop floor control (SFC) level. 
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GFC PRODUClIOK RUNS. 

LOGISTICAL ASPECTS. 

As discussed above, it may be useful to reserve (plan) resources at GFC level for 
processing certain groups of products during certain periods of time or reserve resources 
for executing a given group of processes using a given range of process parameter values, 
a considerable time before the actual processing will take place. 

In this way it may be possible to change process parameters more smoothly, such that the 
total set up time and scrap quantities for a given work package are reduced to a minimum. 
This applies for instance to the production of sheets of paper or steel when machines are 
used, taking a lot of time to be setup anew, where the setup times depend on the width, 
quality and weight of the sheets to be processed. By changing the width smoothly from for 

, instance 10 upto 180 mm~ a lot of time may be saved. 
Another wellknown example concerns a painting unit where one starts with products that 
have to be painted white and ends with products that have to be painted black. 

Apart from the above GFC production runs based upon the processing facility used, also 
purely input material driven GFC production runs can be met in practice, which holds for 
instance with respect to the production of meat, where during one day a week only pigs are 
dealt with, another day cows etc. 

Examples of GFC production runs based upon the combination of materials and processing 
facilities can be found in the production or processing of paper or steel. 

Often a GFC production run is planned in advance without knowing the actual customer or 
production orders that will make up the run. To which specific products and customer 
orders the "dominant" resource(s) will be allocated is often estimated later. 
GFC production runs are actualised via one or a number of single-product and 
multi-product production orders. 
From the above it will be clear that GFC production runs will be often used in production 
situations using cyclic production schemes. 

The usage of GFC production runs has among others consequences for 
-the lead times used for planning production and 
-the delivery times to be given to customers. 

In what respects differ GFC production runs from multi-product production orders at GFC 
level? What are the (dis)advantages of using GFC production runs over using multi-product 
production orders at GFC level? 

Using multi-product production orders at GFC level makes sense if the combination of 
products to be produced together are predescribed for instance due to the usage of 
specific, relatively expensive, common tools or materials, which production takes a lot of 
time. This applies amongst others to the simultaneous production of certain groups of 
cardboard boxes and blistercards requiring common cutting frames. 
In case the products are to be produced one after another, and there are no common 
materials, it may be better to use GFC production runs because the latter allow a more 
flexible use. 

INFORMATIONAL REOUIREMENTS. 

Considering the above, it will be clear that at least the following attributes for a GFC 
production run have to be defined 
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"Dominant" resource (*) 
Set up dominant resource (*) 
Product (*) 
eserved capacity (*) in terms of days, shifts, hours 

ere the * denotes that there may be more than one resource, product etc. involved. 

e shall return to this topic in more detail later. 

Fe PRODUCTlOB RUBS. 

FC production runs, like GFC production runs, are used as units for the time-phased 
lanning of resources. 

ften SFC runs are introduced for reducing the total time required for setting up one or a 
roup of consequtive processing facilities for a group of production orders. This makes 
ense whenever the set up time of one or a number of consequtive processing facilities 
nvolved is "considerable" and the reduction of the set up time may result in reduced 
xpenses, increased income or "increased flexibility". 
n SFC production run consists of a number of sing1e- and/or multi-product production 
rders that should be planned (scheduled) to be dealt with one after another (sequential
y), or simultaneously, by a given (group of) resource(s) in order to reduce set up, 
nd/or processing time. 

example concerns an oven, used for the (simultaneous) baking of a number of different 
otteries or heat treatment of a number of different metal parts, which set up or cleaning 
rom for instance damaging gasses takes a lot of time. 

e "dominant" resource may as well be a material however, which holds for instance with 
espect to the paint to be used for painting sets of furniture, like a table with four 
airs, when each component must have exactly the same colour, or to a piece of leather 

rom which both pairs of shoes as well as bags have to be produced in order to guarantee 
hat all these articles will show exactly the same texture. 
nother example concerns SFC production runs based upon the quality of an expensive fluid 
n a bath, when the fluid keeps the required quality during a limited period of time only. 
till other examples of input material(s) driven SFC production runs can among others be 
ound in the processing of complete rolls of paper where a complete roll "has to" be 
rocessed as a whole by a cutting machine, or in the processing of crystal wavers for 
roducing semi-conductors, as is described in e.g. (Campbell, 1988). 
e same applies to the production of different mineral waters, using the same water but 

dding different flavor components during one run. 

e time scale involved in composing SFC runs may vary from a shift to a week or more. 
ich orders are actually processed is determined by the timely availability of these 

rders at the work station at the shop floor. For this reason the actual length of an SFC 
roduction run does not have to be the same as the lenght of the planned SFC production 
un. 
o an SFC production run is characterised by 
a (set of) resource(s) and their eventual set up(s)!!! 
one or a number of production orders. 

e units to be dealt with by shop floor control are the individual single- and multi
roduct production orders that are planned to be dealt with via the SFC production run. 

rom the above it is already a little bit clear in what respects SFC production runs 
iffer from multi-product production orders at SFC level as well as what the (dis)advanta-
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ges of using SFC production runs over using multi-product production orders at SFC level 
are. 

SFC production runs differ from multi-product production orders in that they only indicate 
an intention (a plan). The actual composition of an SFC run can easily be changed upto the 

. moment of actual processing. Whenever one or more of the production orders planned to be 
processed together is missing at the moment one starts working on a given SFC production 
run, this does not have any consequences for the individual production orders that were 
timely available to be processed. The individual orders can be processed (and released) 
individually. 
When one of the components required for executing a multi-product production order is not 
timely available, all individual orders making up this order may be delayed. Often it is 
not then possible to replace the planned multi-production production order by the single
product production orders from which it has been made up for instance because some of the 
material requirements have been based upon the order as a whole which may differ from the 
total material requirements for the production of each of the different products individu
ally and may require these orders to be processed together in one go. 
Apart from the above kinds of technical problems, it would require all kinds of administ
ration activities that may take too much time to allow a break down of a multi-product 
production order into all its underlying single-level production orders. In all these 
cases SFC runs are to be preferred over multi-product production orders. 
(SFC production runs may be looked upon as flexible multi-product production orders.) 

As with production orders, SFC production runs may be defined for one, a number of 
consequtive, or all operations making up part or whole of the production routing of a 
number of production orders. 
Defining SFC production runs for one single or a number of consequtive operations makes 

. sense if the production·routings of a number of different products only coincide with 
respect to these operations, whereas the remaining sets of (ordered) operations differ 
with respect to the types of processes involved or the sets of resources that are 
available for the execution of these processes. In these cases the introduction of 
production orders to take advantage of common (set ups) of production facilities and 
common materials would at least require the introduction of separate production orders for 
the operations that have to be executed before the common operations, the common operati
ons as well as the set of operations following the common operations. 

In case the execution of two production orders requires exactly the same resource 
requirements, having the same setups, for the same times, both SFC production runs and 
multi-product production runs may be used. 
However if there exists a considerable uncertainty with respect to the timely availability 
of one or several materials, and the material requirements are based upon the individual 
production orders, it may be better to use single-product production orders together with 
SFC production runs instead of a multi-product production order. 

Summarising, SFC production runs may be worth to be considered in production situations 
where the processing/production of a lot of products require for one or a few consequtive 
operations out of their complete set of operations the same set up of a number of 
resources and the same processing time. 

INFORMATIONAL ASPECTS. 

In order to derive the necessary attributes of GFC and SFC production runs, the hierachi
cal relations between the different types of production orders and the different types of 
production runs are indicated in Fig.l. 
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IGFC production run I 
\0/ 
I 

/1\ 

ISFC production runl~ 
\0/ 
I 

/1\ /1\ 
\ / 

Multi-product production order O---llsingle-product production order [ 
.~----------------------~/ \~.----------------------~. 

GORE 1 : TIlE HIER.AR.CHICAL RKlATIORS BE'l'WEER PRODUCTION R.UNS AND PRODUCTION ORDERS 

s depicted in Fig.l, and mentioned before, one GFC production run may consist of one or a 
umber of SFC production runs, as holds respectively for the production of glass and the 
aking of pottery. if the same set up of an oven is required but different baking times. 
learly a given SFC production run does not need to be related to one or a number of GFC 
roduction runs, as holds amongst others for the printing of cardboard boxes and blister 
ards. An example of a production situation where one SFC production run belongs to a 
umber of GFC production runs is given by pottery that has to be painted and baked. 
given SFC production run may consist of one or a number of multi- and/or single-product 

roduction orders, as applies e.g. with respect to the production of cardboard boxes and 
listercards. 
learly a given multi- or single-product production order does not have to make up part of 
n SFC production run. 

ttributes SFC production run. 

Resource (*) 
Setup resource (*) 
Production orders (*) 
Input materials (*). 

CONCIJJSIORS 

n this paper an overview of presently used production orders and production runs was 
iven. Thereby attention was paid to the logistical and informational consequences of 
sing the different types of orders and runs. It was discussed under which circumstances 
ach of these orders and runs may be profitable and when not. 
y considering both production orders and production runs a more or less complete overview 
f the different quantities used for defining the timely planning of work was presented. 
e authors hope that this paper will stimulate managers to consider anew the types of 

roduction orders and runs to be used in their production units. 

e authors wish to thank A. Bottema and J. Hasselman of Baan International B.V. for 
timulating discussions. 
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