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JSPL reduced its working capital by 
about 56% (Rs. 3,600 crores or about 
half a billion dollars) within two years of 
TOC implementation

Paharpur 3P turned around its performance 
from loss making to profit making with the  
help of TOC, and has been increasing its  
profits continuously, year after year for 10 years

Flexituff increased its On Time in Full 
(OTIF) delivery from <40% to >94% while 
reducing inventory from >40 days to <10 days



What did we do differently

• Agreement on THE GOAL and its measurements

• Focus on a few measurements (OTIF, inventory, cash in the 

bank)

• Weekly Review Process

• Financial literacy of the top team

• Focus on the constraint
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Jindal Steel and Power Limited
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Background

• JSPL is  a part of the US $18 billion OP 
Jindal group with a dominant presence in 
steel, power, mining and infrastructure

• In Sep 2015, JSPL introduced TOC to 
improve its operational free cash flow, 
through 
- increase in gross contribution, and
- reduction in working capital



Jindal Steel and Power Limited

Key Initiatives

• Prime measurements changed from sales in “Tons” to cash score in “INR”

• Review frequency changed from monthly to weekly

• BETTER THAN BEFORE – Strive to improve upon 13 week moving average
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Results

• Shrunk working capital by about 56% i.e. about Rs. 3600 crores

• Rating upgraded - default grade (D) to investment and stable grade (BBB-)

• Market cap increased from $ 0.9 billion to close to $ 3.5 billion in two years



MR. NAVEEN JINDAL

CHAIRMAN, JSPL

You have helped us in understanding the

criticality of improving cash through reduction in

receivables, inventories, export incentives etc.

The net impact of these efforts has been a

reduction in gross working capital by Rs. 1100

Crores in 2016-17. This reduction is over and

above the reduction of Rs. 2500 Crores achieved

in 2015-16.

In all, we have reduced our gross working capital

by 56% in spite of increasing sales.

Today we can proudly say that TOC is the single

biggest reason for the turnaround of JSPL.

“

”
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Paharpur Flexi Packaging

Background

• Founded in 1948, Paharpur Cooling Towers 
(PCT) is the world’s largest cooling tower 
manufacturer.

• Paharpur 3P, established in 1986, a unit of 
PCT is the leading manufacturer of flexible 
packaging in India

• Paharpur 3P was making losses for 11 years 
until 2006, when it was decided to implement 
TOC

• The company faced issues in on time delivery, 
eroding margins and low employee morale



Key Initiatives

• Weekly Reviews

• Focus on Throughput, OTIF

• Switch from long-run orders to short-run orders
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Paharpur Flexi Packaging

Results

• Started making profits within 3 months of TOC implementation after 11 years of losses

• Profits have been increasing year after year for the last 10 years

• High OTIF performance (>90%) and short lead times

• Inventories reduced significantly despite increased volumes of about 25%



We had introduced TOC in our

Flexi Packaging business in 2006

where we had losses for quite a

few years. We had not only turned

around within a few months, but

have also been increasing our

profits year after year for the last 12
years.

“

”
MR. GAURAV SWARUP

MD, PAHARPUR COOLING 

TOWERS



Flexituff International

Background

• Manufacturer of FIBC, Flexituff is one of 
India’s largest geosynthetics solution 
provider, 

• Issues in 2013: Huge inventory pile-up, 
month end syndrome, late deliveries, 
dis-satisfied customers, cash crunch, 
falling profits
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FIBC: Flexible Intermediate 

Bulk Container Bag



Flexituff International

Key Initiatives

• Weekly reviews, focus on one measurement: Throughput/ Week

• Focus on Constraints and Increase Throughput at Constraints

• Price-Quote Based on Throughput / Constraint Unit
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Results

• OTIF improved from <40% to >94%

• Weekly throughput increased from INR 5.0 crores to INR 9.25 crores

• Inventory reduced from 40 days to less than 10 days



I am astonished at the speed with which people

are giving up their departmental goals and

embracing the “company as a whole” approach.

No longer people talk of the highest tonnage

produced or maximum number of bags finished

or the highest meterage on looms as everybody

is using a common language. “We” and “Our”

seem to be replacing “not mine but your

problem” mindset. I am clearly seeing fading

away of individual territorial mindset to a joint
ownership approach.

“

”
MR. MAHESH SHARMA

CEO, FLEXITUFF 

INTERNATIONAL



Next Steps for implementation in your organization 

• Agree on THE GOAL 

• Determine the key metrics (3-5) to be monitored 

Suggestions: Throughput, OTIF, Inventory, Receivables

• Determine the frequency to review these key metrics

• Identify the constraint 

• Find ways to get the most out of the constraint

• Start each meeting with appreciation of one individual in the 
team for something done recently
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Job Not Done 

+ 
Reasonable Reason

=
Job Not Done

“

”

GROWTH 

MANTRA



Ravi Gilani introduced TOC in India in 1998. He helps

organizations increase their profits by simplifying their

measurements. Ravi is the only Indian to be awarded the

prestigious Lifetime Achievement Award by TOCICO, USA.

During his consulting career of over 25 years, Ravi has

consulted for Indian and transnational organizations, such as

L&T, Godrej & Boyce, Eicher, Sona Okegawa, JSPL,

Gokaldas Images, Tata Advanced Systems, Sleepwell.

Before starting his consulting career, Ravi gained valuable

hands-on experience for 21 years in operations in the

automobile industry (Tata Motors and Eicher). Ravi is an

alumnus of IIT Delhi.
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