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H: 1 + 1 + 3 = 5
I: 3 + 3 = 6
J: 1 + 3 = 4
K: 3

The task that should be assigned to the first workstation is A because it takes 4 minutes to 
complete, which is also the maximum time (cycle time) available in the first workstation. 
No additional tasks can be assigned to this workstation. The task with the second highest 
positional weight is C, which is assigned to the second workstation. Because task C takes 
only 2 minutes, we can assign additional tasks to the second workstation. Because task B 
has the next highest positional weight, we assign it to the second workstation because it 
too takes only 2 minutes. If you continue this process, you will find that the ranked-posi-
tional-weight rule results in the same layout as the most-following task rule.

6.	 Compute the balance efficiency (E)
We balanced the line using 7 workstations and a cycle time of 4 minutes. The total time con-
sumed by all of the 11 tasks is 27 minutes. Therefore:
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minutes

 = 96.3%

Thus, we have achieved a balance efficiency of 96.3%. The 3.4% balance inefficiency (100% – 96.3%) 
is caused by the 1 minute of idle time in the system.

Computer Software for Designing Process Layouts
Layout problems that are relatively small can be solved manually or by using graphical approaches. 
Yet, typically real-life layout problems are large, complex, and require the use of software. Fortunately, 
many such software programs are commercially available to solve both process and product lay-
out problems. For example, for large process layout problems that involve quantitative criteria such 
as cost minimization, a computer program called CRAFT, which is an acronym for Computerized 
Relative Allocation of Facilities Technique, can be used. CRAFT computes the total cost of materials 
handling for a process layout. Then it systematically examines pairs of departments at a time to see 
whether bringing them closer together will reduce the cost. The iterations of layouts continue until no 
further cost reduction is possible, with the last iteration being the best possible layout.

FIGURE 9S.10: Example of a Hospital Layout Problem Solved Using CRAFT 

F = Recovery Rooms

E = Operating Rooms

D = Exam Rooms

C = Admissions

B = Laboratories

A = Xray/MRI Rooms

Total Cost: 20,100
Est. Cost Reduction .00
lteration 0

Total Cost: 14,390
Est. Cost Reduction 70.
lteration 3
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Out-Patient Hospital Example
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NOTE: The software program went through three iterations to achieve the best possible layout for a total cost reduction of ($20,100 – $14,390 = $5,710.

SOURCE: Reprinted from http://image.slidesharecdn.com/layout-1223621497671389-9/95/layout-21-728.jpg?cb=1223616922


