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Abstract

The purpose of this thesis is to enhance the priority setting procedures for job shop
scheduling systems. The new state dependent priority rules extend the concept of a myopic
dispatching heuristic -by allowing a wide choice of forecasting and planning horizons and by
encompassing indirect or direct load information, even performance feedback, while maintaining
the flexibility and robustness of the dispatching approach. Preliminary results are proven in the
special case of proportionate flow shops with pre-emption. Many optimal rules for lateness and
tardiness problems are extended from the single machine case to flow shops. Appropriate lead
time estimation used in setting operation due dates can be shown to guarantee the achievement
of a global optimum when applying a myopic rule locally. In more general job shop environments,
we study scheduling with due dates when jobs have different tardiness penalties. Advanced slack
evaluation methods have been developed for our Apparent Urgency rule and for the modified
CoverT rule. First, waiting line analysis furnishes the use of indirect load information, such as the
distribution of the jobs' weights and processing times, in assigning static priority-based waiting
time estimates for each operation. Second, the waiting time estimation and look-ahead
parameters of the rules are further adjusted on the basis of direct, periodically updated state
information, such as the anticipated queue lengths in the shop. Third, an iterative scheme is used
to revise new lead time estimates based on the jobs' realized waiting times in successive
schedules. This lead time iteration provides also feedback from the performance of the rule for
the coordination of the priority assignments. The latter two enhancements of the myopic
dispatching rules are implemented using rolling forecasting and planning horizons. -

In our large scale tests in static flow shops and dynamic job shops, the Apparent Urgency
and CoverT rules with the static lead time estimates surpassed the competing rules in weighted
tardiness performance. The new priority-based lead time estimates improved both rules vis-a-vis
the conventional method, making CoverT best in heavily loaded shops. The periodic adjustment
of the slack evaluation parameters did not, however, lead to a consistent improvement of the
rules' performance. The coordination of the Apparent Urgency rule, achieved through the lead
time iteration procedure, proved paramount for asuperior performance in weighted tardiness and
combined schedule costs. The experiment with continuously updated information, the average
anticipated urgency of the jobs in the machine queues, as a part of the AU priority index was not
as successful. This probing of job's relative priority on the next machine should prevent
temporary congestion, but it was ineffective in long run. The robustness of the new rules was
tested against errors in the processing time estimates and also in terms of other criteria such as
the number of tardy jobs, work-in-process inventory, and maximal tardiness cost with extremely
good results.

Further extensions of state dependent rules are specified to multi-objective, multi-resource
scheduling using composite priority indexes and to dynamic lot sizing problems in closed job
shops. Applications in developing incentive-compatible priority rules and in supporting
diagnostic routines of scheduling expert systems are discussed.
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1. Introduction and Summary

1.1 Introduction

The production control activity has, generally speaking, three major responsibilities: timely
service of customers, avoidance of unnecessary work in-process and end product inventories,
and efficient utilization of the plant capacity. Possible conflicts of these goals have to be resolved
by the job shop scheduling activity, but the traditional scheduling rules have had only limited
success [17]. A rule that favors the most expensive and short jobs, such as the Weighted Shortest
Processing Time first (WSPT) rule, guarantees reasonably efficient use of the capacity but often
leaves some longer jcbs very late whereas rules that emphasize the due dates, such as the
Earliest Due Date first (EDD) rule, fail if the shop gets congested. The combinatorial complexity of
the scheduling problem with due dates and job specific delay penalties, or the weighted tardiness
problem, prohibits the optimal solution of all but unrealistically simple cases.' Academic interest
has been directed to other problems for which exact solution procedures can be found while the
practically important ones, including the minimization of weighted tardiness costs, are still by and
large unexplored {15, 33].

The purpose of this thesis is to improve the use of information concerning the load of the
shop in the scheduling process. We analyze the marginal costs and benefits of scheduling
decisions under weighted tardiness criterion to understand the interactions of job attributes,
shop layout and lcading of the machines and their effects upon the performance of a given
sequencing rule. In order to reduce the complexity of the search for efficient sequences of the
jobs we use a dispatching approach: when a machine becomes idle, one of the waiting jobs is
started next according to the priority index assigned to each job. Since every machine can be
loaded as soon as there is at least one schedulable job in the queue in front of it, the dispatching
discipline eliminates any unnecessary idle time of the machines. Timely delivery of products and
low level of in-process inventories can be achieved by using a priority index function that
coordinates the different operations of a job with respect to its due date and processing time
requirements, taking into account the competing jobs and resource availability. A dispatching
rule can also be used, in a simulation mode, to generate and test schedules for longer time
periods, such as weekly or monthly shop schedules and quarterly production plans. The
dispatching approach should work like a good manager: use simple and efficient reasoning, be
flexible in different load situations, and adapt the rules when the situation changes. This can be
achieved using a state dependent priority rule. First. a priority index evaluation shouid be a
tangible, computationally efficient procedure and easy for the managers to understand. Second,
a flexible priority rule can be applied in several different scheduling problems without major
changes in the priority index function or the dispatching procedure. An empirical study by Jones
[42] suggests that simple rules do not achieve this kind of long-term robustness without some
additional information to allow more explicit trade-offs among the different goals. Third, the
scheduler has to adapt continuously to changing problem situations. [f the rule is not flexible

1Evmmesk@enuchimcasevﬁmmghtedmmm&m-hmd.see[45}. Fisher [22] has deveioped an
enumerative solution procedure for small resource-constrained scheduling problems using Lagrange multipliers.
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enough to handle efficiently an anticipated change of the load, the priority index parameters can
be adjusted temporarily for more appropriate response. Coordination of the parameter changes
can pose major problems, however. Incorrect or incomplete forecasts can further jeopardize the
possible gains from the reaction to the anticipated changes. An advantage of a myopic
dispatching rule is that the performance achievable by the rule can be maintained despite the
uncertainty of the future.

Extensive research for over twenty years has pursued a flexible, efficient and intuitively
appealing priority rule.? A simple form of a state dependent rule is the (Anticipated) Work In Next
Queue, or (A)WINQ rule [17, 58], whose priority index is the work load (or anticipated work load)
on the machine the job will visit next A more elaborate state dependent dispatching rule, the
Dynamic Composite Rule (DCR) discussed by Conway et. al. [17], incorporates into its priority
index the operation due date, the processing time of the operation, the work in the current queue,
and the work in the next queue relative to the total load in the shop. Carroll [16] developed and
tested a parametric family of CoverT rules which incorporate a "look-ahead" feature: the global
slack, evaluated against a standard waiting time allowance, determines the job's expected
marginal tardiness cost and its priority index. Both DCR and CoverT rules performed well in
computational tests for several tardiness related measures such as nymber of tardy jobs and
average job tardiness, but these rules has been found sensitive to the values of the parameters
used in the priority index calculation [16,40]. Also, these rules are not meant for weighted
tardiness scheduling.

The development of state dependence of priority dispatching rules should address the
guestion of distributing the planning, implementation and control of the scheduling activities in
the organization by establishing the necessary coordination for effiCie_nt local decisionis- The
quality of information in the scheduling system should be m-examined, including the use the
expectations concerning the load of the shop in the near future, the feedback from the anticipated
performance of the rule, and the sensitivity of the scheduling mechanism to incorrect and
incomplete data. Within our extended framework of state dependent priority fules, we dlstlngwsh
two principal ways to add more Information and coofdinaflon to a dynamic pnorlty ruIe

1. The extension of the horizon and type of information feedback
2. The extension of the scope and detai of the status inforvsation.

The state variables and parameters of the priority inctex are bftaad on some hortzofm “of
Information feedback (see the framework In figure 1-1). Static rules (W8FT &bD) uoe only the
initial data of the problem, “tiereas dynamic rules include time dependent ttrntaCstlctt at
the job and work load In the next queue. 'Myopic dynamic mtea use the "mmmhle dtatuy
job shop without any forecasting. If a forecast of the future status off the job shop isa
current dispatching decisions can be iwacfe dependent cm the antkdpatetf state kkfaM&B : ‘RfW|y»
the anticipated performance of the rule over some forecastinQ horizon cm b* umki to tttytftt its
parameters and to choose the best estimates of the state variables war a planning tartadn®

The mope and detail of the load information is another dimension that dRfferentisles ¥

Detai§«Es surveys eff sdhstoZing heuristics can bt found «{3,17,33, SB, 6S](and chapters 2 and 4 tottew,
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d obal Ch. 6. Ch. 6. (Ch. 6.)

Figure 1-1: A framework for classifying dynamic priority dispatching rules
" according to the information. used in the priority index. The matrix shows
some existing rules and the chapters discussing the new enhancements,

priority indexes. Local rules use only the information concerning the current machine and the
jobs in its queue. In addition to the local information, some rules use observable or anticipated
information of queues of the other machines and the general characteristics of the load as well.
This global load information can be indirect. The estimates of expected waiting times, for
example, can be derived from aggregate load indicators, such as the distribution of processing
times and delay penalties without explicit reference to the attributes of the specific jobs to be
scheduled on the subsequent machines. Direct global information would include observed or
anticipated measures of the jobs to be scheduled on the other machines, such as the queue
lengths or the opportunity costs of the machines.

This classification shows the principal categories of information in state dependent
dispatching rules. It does not implicate that the use of some global or anticipated load indicator
would make a rule perform better. The contrary is sometimes true: the consistency of priority
assignments over time can be more important than the exact ranking of local opportunities.
Hence the value of state information depends on the scheduling problem at hand and the specific
priority rule implemented. It also depends on the quality of the data available in terms of
-completeness, correctness, accuracy and timeliness. The most representative rules reported
previously are shown in our new framework in figure 1-1. The priority index -of the Slack per
Operation rule depends on the current slack of the job, or the time remaining until its due date
and the number of remaining operations. The CoverT index is based on the expected waiting time
of the job on the subsequent machines, which can be estimated more accurately if the aggregate
utilization of the shop is known. Direct load information, the current work in the machine queues,
is used in WINQ and DCR indexes. The anticipated load information included has been the
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.

anticipated work in the next queue, as in the AWINQ ruie. Emery’s dispatching procedure [20] is
the only rule that uses iterative evaluation of the performance of the rule in search of optimal
parameter values. This multi-stage screening procedure is, however, more complex than a
priority index evaluation. Several interesting classes of potential state dependent rules have not
been formulated at all as indicated in figure 1-1. The development of the new kinds of priority
rules, possibly based on-the previous rules, is the challenge of this thesis.

A state dependent priority -index is derived. from some load indicators, such as queue
lengths, waiting times or due date distribution, using adjustable parameters. The previous studies
reported in Conway et. al. [17], have used an experimental search to determine the best constant
parameter values for the priority index function. One simple way to adapt the rule to the problem
is to run simulations with several different rules and then choose the rule that performs best [55].
A more systematic way if a weighted priority index approach. The priority index of the scheduling
rule can have several components, for example SPT and Slack/Operation priority indexes, or
SPT and AWINQ. The weights of the component indexes can be set according to the experience
with the rule in some previous problems [3, 10, 17]. The rule can thus, in principle, "learn" the
best weights for the composite index in a given job shop and load situation. lterative heuristic
search procedures have been applied in the resource constrained project scheduling system by
Wiest [70] and the job shop scheduling program by Holloway and Nelson [40]. These systems
start with some feasible schedule and improve it locally by applying heuristic change rules. Emery
[20] provides an interesting attempt to design an optimum-seeking procedure for the adjustment
of the parameters of a five-component dispatching rule. Actually, Emery used a two-stage method
by screening first the less urgent jobs from the final dispatching decision that was based mainly
on the CoverT rule. Kriebel and Fox [25] show that the weights used in a composite dispatching
rule can be estimated from the past decisions of a human scheduler, in the same way Bowman
estimated efficient linear decision rules for aggregate planning [13]. In the development of expert
systems for managerial applications, the terms of a state evaluation function are usually based on
rules imitating the reasoning of a human expert. Fox [24] gives an example of a heuristic search
procedure in which experienced schedulers can provide the evaluations of the different states of
the job to furnish the choice among alternative machines for an operation, or among more
specific queue positions. Haley and McDermott [36, 37] augment the critical path method with
local rules which incorporate some additional constraints and expert knowledge. An incremental
schedule is constructed for each job via opportunistic search which is guided by several global
rules or "demons”. The role of demons in the knowledge based scheduling process is similar to
Mofshadowpriwshcnordmabed nierarMSyswms These attempts to incorporate load

ndicators and managerial expertise into a scheduling rules have been problem dependent and
fifficuit to transfer from the test-bed into different shop environments. We hope that the resuits of
this thesis will provide a step toward more rational, cost based derivation of the priority rules and

1.2 Summary

The contribution of the thesis falls into three areas. First, we have proven several properties
of optimal schedules in flow shops with unit jobs and different machine speeds. Although the
special structure allows us to avoid some of the complexity of general flow shop problems, the
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results concerning the role of bottleneck machines and lead time estimates in the successful
decentralization of scheduling decisions have important implications to the development of state
dependent priority rules for general flow shops and job shops.

Second, we have improved priority rules for weighted tardiness problems in single machine
shops, static flow shops and dynamic job shops. The large scale tests indicated that the CoverT
rule [15, 16], after modification for the weighted tardiness problem, can outperform the other
standard rules. Our new Apparent Urgency rule is consistently better than CoverT using the
traditional local information for lead time estimation. Appropriate use of indirect global
information (expected utilization of the shop, distribution of the delay penalties of the jobs)
improves both rules, making CoverT best in extremely congested shops. Successive adjustment
of lead time estimates through an iterative procedure allows the use of performance feedback in
the search for improved estimates. This lead time iteration yields the best performance in
weighted tardiness and combined schedule costs, whereas additional direct load information -
(anticipated queue lengths, average anticipated urgency of the jobs on the next machine} with
periodic adjustment of the rule parameters does not improve the average performance of the
Apparent Urgency or CoverT rules. The new state dependent rules have been exiremely robust.
The same rules work with minor modifications in different job shops and varied load conditions,
the performance has been insensitive to erroneous data where tested, and the rules are superior
to the previous rules (including the original CoverT) in terms of other important criteria such as
number of tardy jobs and maximal weighted tardiness of any job while maintaining low levels of
work-in-process inventories. .

Third, the formulation of the new state dependent priority rules is based on our extended
framework of information and coordination of the dispatching process. The distinctions between
indirect and direct global information, on one hand, and between status and performance
feedback, on the other, are shown to be significant in determining the minimal information
requirements for a desired level of schedule performance. Furthermore, the experiments with the
self-adjusting priority indexes verify the previously intuitive setting of the slack evaluation
parameters for Apparent Urgency and CoverT rules depending on the anticipated load. Hence
our framework serves as a basis for documenting and developing the expertise of state evaluation
in scheduling support systems. A summary of the thesis is given below covering the main topics
and results of the remaining chapters. The state dependence studied with the new rules in each
of the chapters is also indicated in the framework in figure 1-1.

Chapter 2: A Framework for State Dependent Priority Rules
This chapter provides an extensive review of the dispat duling

mmpsmmmdmrelmd memmeso#pert@mm@e Anﬂema&mmivesamb’
yrocessing time, duedaﬁemdde&aypmaﬁy:sthe look-ahead rule, MeAm)&mmUmenacym
first tested in the single machine case by Rachamadugu and Morton [61, 62] Based on this
survey, we classify memfmmamﬂmwmu@dbeusedMasmdemndmtme axccmdimmme
forecasting horizon to observed status, anticipated status, and feedback from anticipated
performance. According to its scope and detail, the load information used in the priority index is

Swe modify also the CoverT rule [16] to accomodate the job specific tardiness penalty in chapters 4 and 5.
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either local to the machine, global but indirect such as the distribution of job attributes, or direct
global information such as average queue lengths on different machines. This general framework
forms a basis for the development and testing of state dependent rules.

Some properties of the locally optimal Apparent Urgency (AU) rule, for example the form of '
the look-ahead function are discussed. We revise an iterative heuristic procedure for the AU rule
to adjust the length of the look-ahead for each job according to its relative earliness or tardiness
in a previous schedule. The adjusted look-ahead parameter incorporates feedback of the
anticipated performance into the otherwise myopic rule. In a simulation study with some of the
hard problems studied in [61], the look-ahead adaptation saved 30-60% of the margin between
the optimal weighted tardiness and the solution with the constant look-ahead, in par with a locally
optimal pairwise interchange procedure. The AU index values are shown to be insensitive to the
errors in processing time estimates used in the iterations. The indicated robustness of the rule
was tested in a one-machine simulation study with varying the maximal error in processing time
estimates from 30% to 90% of the actual. The performance of the constant AU rule deteriorated
only by 2% to 36% from the cost of the schedule in the deterministic case. The adaptation of the
look-ahead parameters of the jobs improved the performance in all cases. Good performance of
the basic and adaptive AU rules, in terms of other criteria such as the number of tardy jobs and
the maximal weighted tardiness, persisted despite the estimation errors. Hence the iterative
look-ahead adaptation constitutes a planning procedure that can successfully utilize even .
erroneous data in setting essential control parameters for the detalled scheduling.

Chapter 3: Scheduling in Proportionate Flow Shops

The development of state dependent dispatching rules for multi-stage processes or flow
shops is started by studying scheduling problems in proportionate or uniform flow shops: the job
processing time on any machine is proportionate to the processing time on the first machine.
Though flow shop problems are a special case of job shop problems, even these problems have
proven themselves so far to be too complex to provide any analytical solutions. Except for the
makespan results in the case of two machine flow shop by Johnson [41], Gilmore and Gomory
[29] and the two results characterizing optimal solutions by Conway et. al. [17], there are no
known analytic solutions for flow shop problems.

In this chapter, the optimal solutions of the pre-emptive version of the problem, i. e. with
unit time jobs in the proportionate flow shops, are characterized. Some of these properties are
used in developing iterative procedures for the weighted tardiness problems in general flow shops
in the next chapter. First, we show that permutation schedules constitute a set of dominant
schedules for minimizing any regular measure of performance.” This characterization, by itself
reduces the search space for seeking optimal ‘solutions. Second, we show that makespan is
minimized by any permutation schedule. The derivation of this result shows also how the
makespan depends critically upon the bottleneck machine (the machine with the largest job
processing times), a result which makes intuitively sense and explains why practitioners tend to be
very much concerned about bottleneck machines. Further it is shown that, analogously with the

\ fee cmm of wiwirjf How shops, this statement ta valid only cm the first two machines for any regular measure of
performance and 9im on the last two nmcttivea in the case of makespan problems [17].
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single machine case, the weighted mean flowtime is minimized by the Weighted Shortest
Processing Time rule and the maximum lateness is minimized by the Earliest Due Date rule. The
weighted tardiness problem can, in the special problem discussed here, be reduced into a linear
assignment problem. It is shown that the necessary condition of optimality in the case of weighted
tardiness criterion is similar to the condition previously obtained in [61]. These results are further
extended to the cases in which job-passing is not permitted. It is also shown that when job-
waiting is forbidden, i. e. when ajob can not wait between subsequent operations,® all the above
results hold good except that the start times on the first machine have to be delayed appropriately.

Chapter 4: Lead Time Iteration in Flow Shop Scheduling

Though no computational results have been reported in flow shops for the We|ghted
tardiness criterion, extensive experimental work has been done by Carroll [3, 15,16], for the
average tardiness problems in job shops. He developed a parametric family of look-ahead rules
called CoverT which performed better than other rules such as SPT and Slack per Operation in
dynamic job shops. The performance of the rule was found to be sensitive to the setting of a
parameter adjusting the "length" of the look-ahead (as measured in the units of standard waiting
time in the subsequent queues). Some other priority dispatching rules include setting "operation
due dates" based on the remaining processing time, simple estimates of the waiting times, or
some other considerations.

In this chapter, the existence of optimal operation due dates is established in the
preemptive version of the proportionate flow shop. In this case it is shown that if the lead time
estimates are chosen optimally, then the scheduling problem can be decomposed into single
machine optimization problems. Local optimal solutions to these problems correspond to a global
optimal solution. The derivation of this result also indicates how the optimai operation due dates
are influenced by the bottleneck machine and the external job due dates. The optimal operation
due dates are shown to be robust against errors in the lead time estimates thus providing
promising ground for the application of approximate procedures. Using these results, an iterative
lead time -estimation scheme is developed for the flow shop problems as follows: we start with an
initial lead time estimate and decompose the problem into several single machine problems.
These can be solved in dispatching mode using the Apparent Urgency rule and applying the
appropriate operation due dates. Then in the subsequent iterations, the due date setting uses the
lead times realized in the previous iteration. The process is repeated a finite humber of times
and/or until. no further improvement takes place in the measure of performance. In a large
computational experiment consisting of 1280 problems with sizes varying up to 60 jobs and 8
machines, the AU rule outperformed other competing heuristics such as CoverT and four other
rules by at least 10% in the average. The adaptation of the lead time estimates through iteration:
further improved the weighted tardiness performance of the AU rule, additional savings ranging
from 10% to 25% depending on the shop load conditions. The results proved to be relatively
insensitive to the variation of the parameters of AU rule and CoverT over a wide range of problem
specifications- The coordination achieved through the use of better state information in the
adaptive rule is advantageous also on the basis of some other important measures, such as the
number of jobs tardy, the work in process inventory, and the maximal weighted tardiness-

sjob waiirtg Is naturally not possible in continuous process industries such as glass production.
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Moreover, the fact that these rules are dispatching rules makes them rather easy to implement in
practice. '

Chapters: Slack Evaluation for Priority Dispatching in Dynamic Job Shops

Waiting time estimates are used in the CoverT rule to evaluate a job's priority index by
comparing its global slack to the sum of standard (worst case) waiting times. The slack evaluation
of the Apparent Urgency rule has two parts: the global estimates of the actual (resource
constrained) waiting times determine a local operation due date, and the local slack, compared to
the processing times of the competing jobs, constitutes the look-ahead. In dynamic job shops
studied in chapter 5, jobs arrive continuously on the machines and the simulation can extend
long time periods. Since the jobs have a random routing, their expected waiting times can be
studied with queueing theory. The new estimates of the waiting times for a job with a given
natural index (weight/processing time) value, can be obtained through a numerical approximation
of the results of waiting line analysis. These "priority-based* waiting time estimates are used to
derive two new waiting time estimation functions, an inverse function of the natural index and a
composite function of the weight and the processing time. These approximations are then tested
in weighted tardiness performance against the traditional multiples of processing times of the AU
and CoverT rules. The paramefric lead time estimation methods require some indirect load
information, such as the capacity utilization of the shop and the weight and processing time
distributions of the jobs.

The iterative estimation of job waiting times introduced in chapter 4 can be implemented-in
the dynamic job shop via rolling forecasting and planning horizons. A forecasting horizon is the
time period over which the performance of the rule is simulated. The best waiting time estimates,
found during the successive simulations, are implemented over a planning horizon which is
shorter than the forecasting horizon. However, the lead time iteration proved rather insensitive to
the variations in the forecasting and planning horizons.® We tested the weighted tardiness
performance of the constant and iterative AU and CoverT rules in large job shop problems with 10
machines and 2,000 jobs. Expected capacity utilization varied from 80% to 97% of bottleneck
capacity, and the random due date allowances had the average of 3 or 6 times the average total
processing time. Three different shop structures were studied: general, proportionate, and
bottleneck job shops. The results with the conventional static waiting time estimates were similar
to the results in flow shops. The AU rule was best in the weighted tardiness and in the number of
tardy jobs, followed by CoverT and the other heuristics. More accurate lead time estimates, either
through iteration or through the new priority-based lead time estimates, improve the AU rule
3%-10% in the weighted tardiness performance. However, the same lead time estimates helped
CoverT to even better performance in some heavily loaded shops, due to the better smoothing of
job priorities over the global slack. The AU rule can balance machine loading and job tardiness
ttirough the lead time iteration, resulting in fowest combined costs of tardiness, inventory-holding
and late shipments with CoverT lagging up to 10% behind. These results establish the new
priority-based waiting time estimation method as a new standard for the slack evaluation by the
look-ahead rules.

[
HThe possibility of ctetermtnirig dynamically the most appropriate length of the horizons, or to obtain weak horizons {53],
win not be studied here. '
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Chapter 6: Coordination of Job Priorities via Direct Load Information
In the previous tests of the look-ahead rules, constant slack evaluation parameters have
been applied in the simulation through a long busy period including widely varying shop
conditions. In this chapter, we experiment with a periodic adjustment of the look-ahead and
waiting time estimation parameters of the Apparent Urgency rule, based on the anticibated
critical queue lengths on the machines. This anticipated direct load information can be obtained
by simulation over a forecasting horizon. The results obtained after extensive experimentation
with several plausible parameter adaptation functions indicate that the parameters of the AU
_priority index can be automatically adjusted without any significant loss of performance when
compared to the best static rules. But no consistent improvement can be achieved either, due to
insufficient coordination of the local priorities. The tests with several "self-adjusting” mechanisms
verify, however, the best parameter setting and other coordination requirements of the previous
dispatching rules.

The complexity of job routings in a job shop suggests also that the immediate priority of a
job could be adjusted according to the load on the next machine. We use the projected relative
priority of the job on the next machine as an argument of the priority index on the current
machine, instead of the more conventional queue length or work contents of the next machine
used in AWINQ [3, 17, 58] and the Dynamic Composite Rule [17]. The "probing" term of the AU
priority index function keeps the machines loaded but allows the urgent jobs to be rushed
through the shop. Hence the two-stage AU rule should improve the performance with respect to
most of the criteria used above by avoiding congestion and idle time on any bottleneck machines.
The results of test simulations proved rather disappointing: the probing of the projected urgency
differential on the next machine lead only occasionally to a significant improvement of the
weighted tardiness criterion.

Chapter 7: Conclusions and Future Research

The last chapter summarizes the contributions of the thesis and discusses the issues
related to the implementation of the state dependent priority rules. We have studied new state
dependent dispatching rules for weighted tardiness scheduling, starting with a constant
parameter rule on a single machine and building gradually more complex applications in static
flow shops and dynamic job shops. The new Apparent Urgency rule has been tested in these
applications, and the CoverT rule has been modified for better performance in weighted tardiness
problems. We have enhanced these rules by incorporating indirect and direct load information to
the priority index valuation, and by using lead time iteration to obtain performance feedback for
parameter adjustment. The results of extensive testing have justified the added complexity of the
state dependent rules on grounds of reduced weighted tardiness costs, low inventory holding
costs and fewer tardy jobs.

Future research should extend the applications of the state dependent dispatching rules.
First, scheduling under combined costs, such as inventory-holding, tardiness and rush-shipping
costs could be tried in dispatching mode using a composite priority index, the expected marginal
benefits of a decision per the marginal costs of implementing it. We specify the most promising
composite priority index functions for several cost components. The allocation of multiple
resources along the dispatching process and the procedures for the evaluation of their
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opportunity costs are discussed. Second, the scheduling of the producticn lots of several
products with finite productions rates on a single facility leads to an inventory tardiness problem
with dynamic lot sizing. The costs for inventory holding and tardiness (backordering) are convex,
presupposing a modification of the AU priority index. In an iterative two-level solution procedure,
capacity evaluation could be used to find the relevant production and availability constraints
which determine the appropriate setup costs and dynamic lot sizes. Given the lot sizes, slack
times (inventory availabilities) and quadratic penalty functions, a priority index can be derived for
dispatching the next lot.

Third, the application of priority rules in service centers can create incentive problems
since some customers would have to wait much longer in the optimal schedule than under the
“fair” FCFS discipline. The delay penalties needed for priority assignment are unobservable and
often private information, complicating the eguitable assignment of service priorities. We propose
to modify Dolan’s [19] centralized taxation schema for lateness problems into a dynamic,
decentralized transfer-pricing mechanism that eliminates possible gains from strategic cheating.
The nonlinearity of the tardiness costs breaks down any transfer-pricing mechanism in the case of
different due dates. Several plausible bidding strategies could be tested for sequential priority
auctions on a single facility. Finally, we belizve that priority rules provide an appropriate way to
accumulate expertise for the design of more sophisticated search systems, such as scheduling
expert systems [23, 24, 37]. A primary area for application would be the diagnosis of schedule
and capacity problems, a neglected area of scheduling research [60, 68]. Among the constraints
to be considered in state evaluation are precedence relations among the jobs, allowing
alternative routings and segquence dependent setup times, and other resources. Linking
aggregate capacity and materiais planning to detailed scheduling is a potential area for heuristic
search, with few attempis with empirical [9] and optimizing [26, 27] approaches. The trade-off
between the dynamic tardiness costs and the fixed costs of facilities could be studied in a
hierarchical planning framework similar to the closed shop case in [32, 34]. The diagnostic study
of the status of a job shop could be based on its approximate loading using a state dependent
rule. A cost-oriented priority index is essential for the effective integration of the diagnostic
routines and the incremental scheduling of implicated improvements. Hence the knowledge
representation of the expert system [24, 36, 68] should reflect the required state information,
including indirectly derived parameters and opportunity costs of resources.

Co-authorship

The resuits of chapter 2 were first reported in [67]. The research reported in chapters 3 and
4 was joint with Professor Thomas Morton and Dr. R. V. Rachamadugu, references [63], [66], and
aiso [62]. The research for chapter 5 was joint with Professor Morton.
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2. Framework for State Dependent Priority
Rules

Summary

Scheduling with due dates and weighted tardiness criterion is a common business
problem for which there is no adequate theory of optimal solution. Hence the
development of new heuristic approaches for solving problems of practical size and
with realistic information availability is warranted. State dependent priority rules use
information concerning the anticipated load in the shop or the simulated performance
of the rule in order to. adapt to the local opportunities for improved dispatching
decisions. The trade-off between the locally enhanced performance of the rule and the
long run coordination is discussed. The information feedback in priority index
evaluation extends the framework for state dependent rules and suggests new practical
methods for load estimation. The new concepts are demonstated in single machine
weighted tardiness problems. We tested a new "look-ahead" rule called Apparent
Urgency as the prototype of a state dependent rule.! The priority index value of ajob is
reduced expontially with longer slack. The factor that determines the léength of the
look-ahead can be adapted in a heuristic fashion, using iterated performance feedback,
to a particular shop load situation. This look-ahead adaptation improved the worst case
performance of the of the Apparent Urgency rule to the level of pairwise interchange
procedure. Moreover, the new rule is shown to be robust against errors in jobs'
processing time estimates.

2.1 Introduction

2.1.1' Weighted Tardiness Problems

Scheduling against due dates and job specific delay penalties, or the weighted tardiness
problem, is common in most job shops [15,33]. In heavy equipment industry, some plants use
timely shipment of orders for strategic positioning of their products. For example, the capital tied
in generators, turbines and in the operations dependent on this equipment justifies the high
premiums for prompt spare part service of the customized components needed on short notice,
classified as forced outages. Sometimes the promised delivery date, or manufacturer's due date,
brings along contractual penalties for late shipments. Tardiness causes also potential losses in
terms of bad reputation, higher shipping costs, etc. These problems encompass camplex
technical and organizational information processes, relating the scheduling activity directly to
the strategic management of the plant. Communication between marketing and manufacturing
calls for better understanding of the sensitivity of a production schedule against capacity changes
(machine breakdowns) and new rush orders. These characteristics of the weighted tardiness
problems, dynamics, complexity and uncertainty, have rendered the use of exact methods and
existing dispatch rules insufficient in practice. Consequently, most tardiness related scheduling Is
done manually by experienced schedulers who can cope with the process information and
unpredictable organizational responses in technologically intensive service operations. Formal

""Tioe Apparent Urgency priority Index was first derived by Morton and Rachamadugu in [61]. See also 862]*
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scheduling systems, where implemented, have often been abandoned by the schedulers due to -
the additional data preparation required, errors, inadequate reporting and inflexibility of problem
formulation. '

Weighted tardiness problems are known to be NP-complete even in the one machine case
[45J. Enumerative methods can solve static scheduling problems consisting of up to 30 jobs on a
single machine [33, 61].? Related to the branch and bound techniques, there has been some
interest in sequencing methods, i.e., heuristic methods for generating optimal solutions in some
special problems, and statistically good  solutions to general static scheduling problems®
[5, 21, 64, 65]. These sequencing procedures define sufficient dominance properties betWeén
the jobs in order to eliminate some of them as them as starting or ending jobs from the sequence
enumeration. Examples of sequencing methods are the Schild-Fredman method [64], and the
Montagne method [5], These sequencing methods have not been applied in dynamic problems <f
realistic size.

The failure to find exact solutions has motivated our search for efficient heuristic
approaches. The problem is formulated as a dispatching process in which machine loading’
declsions are made dynamically when there are schedulable jobs on an idle machine. A dispatch
rule is used to assign a value, priority index, for each job. The jobs are then ranked according to
their priority indexes, and the most urgent is started. The dispatching discipline generates non-
delay schedules without inserting idle time [3]. Dispatching constitutes often a single pass search
in which the start time of every operation is determined only once. However, some adjusting
procedures, such as the look-ahead iteration proposed in this chapter, can be used to improve
the schedule after several jobs have first been scheduled tentatively.* The purpose of our study is
to develop more efficient dispatching methods for weighted tardiness problems by incorporating
more status information (load, capacity, relative urgency of the jobs, etc.) into the priority
evaluation. The results of the experimental simulations have been encouraging.

2.1.2 Review of Priority Dispatching Rules

The reported research in the heuristic rules for weighted tardiness problems is scarce, but
other related measures of performance, such as total or average (unweighted) tardiness and
fraction of tardy jobs, have been investigated quite extensively. The research of dispatching rules,
and the simulation methodology used in this research, was established by the RAND studies in
the early 60's [17]. Those results and more recent survey articles on the development priority
rules, ag.[3,17, 51, 58] are summarized here. The Weighted Shortest Processing Time first -rule
(WSPT) can be shown to minimize the weighted tardiness criterion in a single machine shop if all
jobs are necessarily tardy[5]. WSPT; or SPT in average tardiness problems, performs
consistently in most problems by expediting several short jobs while delaying the processing of
few long and cheap jobs. Especially in high load situations, this principle seems to more than

%o0c adetailed review ef cnutneraftoe methods in whittled tandfoess scheduling, aee (33,61J.
% | « Ifcfcidofmethodsareaitad'algorttcs*to|5Sf.

“$0fme r8ok0l® examples of atffus&H}* a* jmprawfogk procedures are described below, see also f18.28* 40J.
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compensate for the complete lack of due date information in the WSPT priority index. Another
intuitive heuristic is the Earliest Due Date (EDD) rule that can generate an optimal schedule
whenever it is possible without making any job tardy [64]. Consequently, one would expect it to
be a reasonable rule for lightly loaded shops. Its performance deteriorates, however, even with
moderate increase of load. A multi-machine modification, the earliest Operations Due Date
(OPNDD) produced high variance of the job flow times [17]. Under OPNDD discipline, the initial
time allowance before job due date is divided evenly (or according to the processing times) into
operation lead times to assign operation due dates. These artificial operation due dates are then
used as a basis for myopic EDD dispatching. These rules ignore job’s weight (relative importance
or delay penalty) and their processing time information, leading to the inefficiency in congested
shops with short lead time allowance. Three dynamic variants of the OPNDD rule use no
operation due dates: tctal Slack remaining, the Slack per Operations remaining (S/OPN) and the
Slack per Remaining Processing Time S/RPT [3]. These rules determine the remaining slack, i.
e. the time until the due date less the lead time of remaining operations, on the arrival to the
machine queue [3, 9, 66]. Dynamic slack rules work well in light load situations. Critical Ratio, CR,
is the ratio of dynamic slack to the standard remaining lead time used as priority index in many
MRP systems [9]. Gere [28] and Baker [4] have proposed a dynamic version of the EDD rule that
seems to work well for the unweighted tardiness problems. This modified due date method
changes the due date of any late job to be the earliest possible date it could be completed; it then
applies the normal EDD.

The relative total slack constitutes look-ahead information in Carroll's CoverT rules
[3, 15, 16, 51]. The CoverT priority index is based on the projected (unweighted) tardiness cost,
G and the processing time, P;s of job j on the machine in question, or "Cost OVER Time". If di

denotes the job due date, the priority index of job j at time t, T CoverT’ would be:
(2.1)

Toovertd) = S/P; = (1/p)[Q W, - (d;-r,-1) 1T /(Q W),

where Wj denotes the anticipated waiting time and_rj the remaining operation time.5 If the slack
di-rj~t < 0, the anticipated tardiness cost is set to c= 1, and if the total slack exceeds the worst
case waiting time QW,, the cost is set to ¢, =0. The parameter Q can be adjusted to control the
look-ahead period of the rules. CoverT outperformed standard rules SPT and CPNDD in an
average tardiness problem with an appropriate selection of parameter Q.5  When jobs have
different routings through the shop, the priority of the job on the current machine can be lowered
by the length of the queue on the next machine to avoid congestion and uneven use of capacity.
To prevent overreaction, the rule usually anticipates new jobs entering the next queue by the
completion of the current job, hence the name Anticipated Work In Next Queue, AWINQ, [3, 17].
Another way to balance the canflicting objectives is adopted in linear combination rules, which
use the weighted average of the component priority indexes, for example amgpor + ("'a)"wmq or
b'sw"‘“'b)"smm reported in[17], Often the combination rule outperforms the constituent
rules, contingent to appropriate parameter value selection. The estimation of best parameter
values has been seen as an empirical problem without theoretical results for guidance [3, 17, 40].

sl-iereweusemuﬁon(x)* = Max{0, x}.

slnﬂ\ewﬁm:!wubad,mmelewithwm‘eQ = 0.5 performed better than Q = 1, see [3, 15].



14 FRAMEWORK FOR STATE DEPENDENT RULES

A complex 3-parameter state dependent rule, Dynamic Composite Rule or DCR, was also tested
in the average tardiness studies [17], The priority index at time t, “pcr(t), was determined by the
operation due date, 0 and ghg operation processing time, Ry

Toea® = 0,-p + b[Zpf s+ KW, 2y
where b, r and h’are constant parameters, 2 p, is the sum of the processing times in the current
gqueue, and Wia is the ratio of the work contents in the next queue to the total work in the other
gueues. Thus DCR dependes on the due date, the processing time of the job and the congestion
of the current as well as of the next queue in choosing the next job to be started. With proper
parameter values, such as b=0.3, r=1 and h=160, the DCR rule achieved the lowest average

tardiness and conditional tardiness. .However, the efficient choice of one parameter was entirely
dependent on the values of the others [17]7

Some classification of the schedulable jobs and the scheduling state can be used to select
one rule among several rules for priority index valuation. For example, a truncated SPT rule
switches from SPT to EDD when the machine queue falls below a critical length, or when the
waiting time of some jobs exceeds some limit. Swapping between several rules is subject to the
same criticism as the linear combination rules; the procedure is not always consistent in different
load situations, and its performance is sensitive to the values of the parameters involved. The
dispatching discipline can also be extended by including multiple passes through the loading
procedure. Gere [28] suggested several "second-pass" adjustment procedures, and Holloway
and Nelson [40] gave an example of a multipass heuristic search procedure for lightly loaded
shops.? Emery [20] provides an interesting attempt to design an optimum-seeking procedure for
the adjustment of the parameters of a state dependent dispatching rule. Actually, Emery vised a
two-stage method for screening the less urgent jobs from the final dispatching decision that was
based mainly on the CoverT rule.

In summary, only few heuristic rules are capable of reasonable average tardiness
scheduling in widely varied load situations. This deficiency results, we hypothesize, from ignoring
relevant state information in the priority index evaluation. No previous rule has all three attributes
value, processing time, and due date in the priority index.’ The use of state information, e. g. the
lead time estimates, has been unsatisfactory in many experimental simulations [3, 9], The effects
of the local environment, such as the jobs in the next queues, have been included in some priority
rules* but more global estimates of the future load are missing. Rachamadugu and Morton tested
a new look-ahead heuristic for weighted tardiness dispatching, the Apparent Urgency rule [61],
that performed close to the optimum in single machine problems. A parametric family of
Apparent Urgency rules forms the basis for our state dependent rules.

rUnfortunately, OCR was not tested against CoverT. Conway et. al [17] concluded in their study that the slight
improvement of the performance of the state dependent rules over the static combination rules does not warrant their use
in fob shops having a manual scheduling system .and relatively modest delay penalties. The availabifity of computerbased”
information systems'm shops with mater tardiness penalties motivates our closer analysts of the state dependent rules.

nDonrianbring 118} discussestie difference between one-pass, or "schedule generating" procedures and multi-pass, or
"tcheduto tfigxoving" procedures in the case of minimum makespan problems.

'w a ntaaing attribute to some ef the priority indexes is sometimes straightforward; see the "weighted CoverT* in
chapter 4, butft CM also be less ototous asinte case of DCR analyzed In chapter 6.
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The balance of this chapter is organized as follows. In the next section, the concept of state
dependent dispatching rule is defined technically, providing a new framework for further
classification of the information feedback in priority rules. A state dependent priority rule is
developed for one-machine weighted tardiness scheduling in section 3. An iterative scheme is
used in extracting state information for the basic Apparent Urgency rule. We discuss and test also
the sensitivity of the new rule against errors in processing time data. Concluding remarks can be
found in section 4.

2.2 A Framework for Analysis of State Dependent Priority
Rules -

2.2.1 The Definition of State Dependent Priority Rules

The concept of priority dispatching rule can be formalized as follows [, 58]:
Definition 2.2-1: A priority dispatching rule consists of a procedure for

determining a value of priority index, =, for any job in a given scheduling situation,

and of a ranking' procedure using the priority indexes for selecting one of the

schedulable jobs waiting on an idle machine to be started next.
Different dispatching rules have been discussed above. The priority index of the WSPT rule is the
tardiness penalty of job j, w;, over its processing time, P;s for the imminent operation, or
TwspT = wj/pj‘ The ranking procedure generates a sequence of non-increasing indexes and the
highest priority is given to the first job in this sequence. For the EDD rule, the priority index is the
due date of the job, Tepp = di’ and the jobs are ranked in nondecreasing order of 7 =pp- Different
rules have been characterized according to the following distinctions between static and dynamic
rules on one hand, and between local and global rules, on the other [3, 58].

e In static rules, the priority index is constant over time: a static rule assigns a constant
value of the priority index to each operation of a job when it enters the shop. In a
- multi-machine shop, the static priority index of a job can differ on individual machines,
and hence over time, but the values of these indexes can be assigned from the outset.
For a dynamic rule, the priority index changes over time even on a single machine.
One example of a dynamic rule is the S/OPN rule: the dynamic slack per operation
changes when the job proceeds in the shop:

e The rule is Jocal, if the priority index is based on local information, typically the
attributes of the jobs in the current machine queue.
A global rule uses information concerning the status of the shop, such as the length of
the present queue relative to the average queue length in the shop.

The dynamic and global dispatching rules reported in the literature have been parametrized, and
the parameters values have been kept constant for all jobs over each simulation run. This
practice is justified on the grounds of simplicity and lack of efficient parameter adjustment
methods. However, we can include job-specific and dynamicailly adjusted parameters in the
definition of state dependent dispatching rules:
Definition 2.2-2: A state dependent priority rule is a dynamic rule whose
priority index for each job is a parametrized mapping from the state variables of the
shop to real numbers.




1€ FRAMEWORK FOR STATE DEPENDENT RULES

.

More formally, we can define a state dependent priority index = of 2 job as a mapping from the
job attributes and other state variabies, such as the attributes of the other jobs and average load
on the machines, and time t, s=(s,, S,,..-.S o and parameters b = (b,..., b m) that are free or
depend on some state indicators, to the real numbers:

#: R"XR™ = R. (2.3)
Best values of the parameters are not necessarily functions of the current state of the dispatching
system even for a regular measure of performance but might require the estimation of the
anticipated status of the shop. In practical dispatching systems, we specify an approximation of
the priority index mapping in Equation (2.3) using estimates of only few state variables, or
anticipated state variables, §, and some parameters, b. This approximation can be called the
priority index function, say g:*°

7 =9, b). _ (2.4)
A state dependent rule is by definition a dynamic rule. The arguments § of a state dependent
priority index function are usually explicit measures of the load, such as the lengths of queues in
the Dynamic Composite Rule in Equation (2.2) above. Job specific parameters, B, can also reflect
the load in the shop. The information availabie for estimating the (aggregate) state variables and
in setting the parameter values is determined by the forecasting and planning horizons of the
dispatching process.

2.2.2 New Distinctions of State Information in a Priority Index

The classification the priority dispatching rules given above distinguishes twa principal
ways to add state information into the priority index evaluation: either by improving the quality of
the information through extension of the forecasting horizon from static to dynamic, or by
extending the scope and detail of the intormation from local to global. We propose to refine both
of these dimensions to obtain a more useful framework for developing scheduling systems. First,
the initial data of the problem used in static rules (job attributes) can be augmented by observed
or anticipated state indicators. More specifically, the dynamic priority index formula and its
parameters can be based on the following horizons of information feedback (see figure 2-1):

1. The observable status of the job shop, such as the slack of a job or the length of a
machine queue.'!

2. The anticipated status of the job shop in the future, for example average queue

3. The anticipated performance of the rule and parameters in the problem under study.
The performance feedback can be obtained through an iterative simulation or by
solving an aggregate formulation of the problem. The parameter values and state
estimators are selected based on the best performance of the incremental schedule.

‘thnmmmmmwmm as or
- Emery's method, to a

1"
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HORIZON OF INFORMATICON FEEDBACK:

STATIC: DYNAMIC:
0. Initial 1.0bservable 2.Anticipated 3. Performance
SCOPE AND data status status feedback
DETAIL OF -
LOAD INFO: EDD Slack/RPT
WSPT
A. Local
B.Indirect CoverT
Global
C. Direct . WINQ AWINQ Emery's rule
Global DCR

Figure 2-1: The classification of the priority dispatching rules according .
to the information used in the priority index

Second, the state information can also be analyzed based on the scope and detail of the
load estimates used in the priority index function. Local information refers, as above, to the
attributes of the jobs on the current machine. Globa! information, however, can further be divided
into indirect and direct load information. The (anticipated) load can be used indirectly to infer the
probable waiting times of the jobs or average queue lengths can be used directly in estimating the
expected waiting times. Hence the spatial information used in the priority index function can fall
into the following categories shown in figure 2-1:

1. Local information concerning the current machine and the jobs to be scheduled on it.

2. Indirect global information: In addition to the local information, the rule uses
information that either characterizes the distribution of the problem parameters or can
be inferred from the (anticipated) solution of the scheduling problem. An example isa
lead time estimate obtained through simulation before priority index valuation.

3. Direct global information: the priority index uses explicit, observable or anticipated
measures of load on several machines. Such direct information is the queue length on
the next machine, or the implicated opportunity cost of the machine.

The adoption of this framework is justified if the new distinctions suffice to identify
significant differences of the efficiency of the implicated rules vis-a-vis the costs of the
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information systems needed. Some other issues pertaining to the development of state
dependent priority rules are addresses in the thesis as well. First, bottleneck facilities require
special attention to avoid any idle time and excessive lines. Can this be achieved using a priority
rule? If the rules are adjusted for the bottleneck facilities, how do we ensure the coordination of
priority assignments across machines? Second, can the rules take an advantage from a special
layout of the shop, or other known structure of the load? How sensitive the performance of a
particular rule is to the inaccurate specification of the shop? Do some errors in the status
information degrade the performance of the rule? Third, can the estimation of the parameters of a
state dependent priority index be decomposed, or does the change of one parameter require
some internal adjustment of the others® ? Finally, how do we extract more information
concerning the future status of the shop, such as a forecast of the lead time requirements of a job
on the subsequent machines? We propose the use of forward iteration to estimate the values of
any job specific parameters and load indicators of the priority index. This can be accomplished
through diagnostic load analysis, through locally improving procedures, or through global
performance feedback. Also, we hope that the rule parameters giving the most efficient
performance  convey some useful information about the load to operations management
Consequently, the new framework would provide guidelines for the integration of the detailed
scheduling activity into the overall management information system.

2.3 An Adaptive Priority Rule for Single Machine Weighted
Tardiness Scheduling

2.3.1 Some Properties of Apparent Urgency Priority Indexes

The objective in a weighted tardiness problem is to minimize the total tardiness cost,
2 C,(1), when the penalty associated with the completion of job i at time {, C.({), is: G({) »
w,max{0, (4 - d.)} , wherew, and d. are its value and due date* respectively. In a single machine
weighted tardiness problem, a locally optimal condition for scheduling job i before an adjacent
job j can be expressed as follows [61]:

(W/Pj)[1 - (q.-1-P)"/p.1"= (W./ey) [1 - (dj < t-p)"/PI]" ¢ (2.5)
where t is the current time, p, and P, are the processing times of the jobs. The derivation of
equation (2.5) is-based on the minimization of the marginal cost of scheduling one of jobs i and j
in the current position. Since equation (2.5) -gives a necessary condition of optimality, an
approximation of this condition can be used as a priority dispatching rule. The priority index,
called the "apparent priority", was first given in [61]:

: (2.6)

1 - (w/p)[1.(dt.ppV(kp)]".

Here p is the average processing time of the sehedulable jobs. The parameter k changes the
length of the Mook-ahead™, or the slack which starts the anticipation of tardiness, that is
measured in terms of tt\e average processing time. In a large simulation study, the following
exponential modification outperformed the linear priority index:

1‘I:'—Ht@ variability of parameter values In OCR artd Emery's rate indicate their interdependence [17, 20].
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+, = (2.7)
m () = (w/p)e @it-p) /ke

Again, k determines the length of the look-ahead that is usually shorter than in the linear case. In
order to understand the convex shape of the look-ahead specified by equation (2.7), we can find
the locus of points of indifference for two jobs with identical delay penalties w, =w,= 1. Assume
that in equation (2.5), the slack of job i, (di-t-pi) >0, we would be indifferent in starting this job or a
longer job j that is already tardy (having the value 1/pj < 1/pi of the Apparent Urgency index) at
time ty if d;- t, = Py Hence the following property holds for slack evaluation of the shorter job i on
the machine with two jobs:

Property 1: The unweighted Apparent Urgency index of the shorter job, i, having
slack pj- P, is 1/pi.

The convention of using the same length of the look-ahead period, k*p, for all schedulable jobs,
often forces the more expensive jobs to be done before they are due. One possible precaution for
this is to make the look-ahead parameter of job i, K, inversely proportioal to its weight, w;. This
property can be tested in lightly loaded shops. The length of an efficient look-ahead has been
shown in experimental simulations to increase with higher load [62]. This simple property is,
however, quite difficult to establish analytically.

2.3.2 The Adaptive Apparent Urgency Rule

Since the optimal length of a job’s loock-ahead depends on the number and parameter
values of the competing jobs suggests that the performance of the Apparent Urgency rule could
be improved by adjusting the parameter « in equation (2.7) for each job separately. In the
following, we use an iterative search to adapt the look-ahead parameter k to the problem data.’3
We illustrate the problem of finding an efficient combination of static x-values with a static
one-machine example:

‘Optimal k values

Job# i proc.time due date value (average of 5 runs)
1 2 3 3 .7
2 2 5 1 2.2
3 2 6 3 6
4 2 9 1 2.6
5 1 9 3 .7
6 4 10 4 9
7 4 17 3 5

The weighted tardiness of a WSPT schedule is 18, and application of EDD rule results in 12.
The weighted tardiness with the Apparent Urgency rule, applying the priority index in equation
(2.7) with look-ahead parameter x =2 is 14. Shortening the look-head to x =1 improves the
performance to 10. The best weighted tardiness achievable is 9 with a constant x = 0.8 for all jobs.
The optimal solution 8 can be found by inspection. The Gantt chart for the optimal schedule is

13The properties discussed above indicate how the look-ahead should be adjusted in an average sense. These resuits
will be tested in chapter 6 in general job shop scheduling by adjusting the x parameter directly on the basis of the average
queue iength and the weight of the job on a machine.
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Figure 2-2: The optimal schedule of the example as a Gantt chart.

shown in Figure 2-2.This solution can also be found through an adaptive apparent urgency rule.
This rule is based on an iterative adjustment of the look-ahead parameter k as follows™ :

1. Run one simulation run, using some initial value k, = x, . for all jobs.

2. Examine the resulting schedule: For each job that is late, increase the look-ahead,
and for the jobs that are extremely early, decrease the k value, both proportionally to
the tardiness/earliness of the respective jobs.

3. Repeat the simulation with these new «-values assigned to the jobs.

With some rather arbitrary values for the adjustment parameters, this "look-ahead adaptation”
found the optimal schedule within 1 - 8 iterations, starting from values 0.5 < x, , < 2.0.,

We tested the look-ahead adaptation with the constant AU rule (with xk =2.0) in some hard
problems whose weighted tardiness was at least 5% higher than the optimal in an earlier
experiment [61]. Our sample of 30 hard problems with both 20 jobs and 30 jobs was further
classified according to the expected portion of tardy jobs.'® The portion of tardy jobs in an
average schedule, denoted r below, was setto 0.2, 0.4 or 0.6, thatis, 20%, 40%, or 60% of the
jobs were expected to be late. The adaptation procedure was in detail as follows:®

e A tentative correction of the x; parameter for job i is determined after each dispatching
simulation run from the following equation:

Ax; = Ik - .l X8, /8, (2.8)

"mmmmmmm:immmfummemmm
’%madmmmm. For details concerning the test load generation, see [61].

whmmymmmmmmwnpmcedzuremmwtnbequiteinsensitivetowiderangedmepm
values explained in the text. As a possible modification of the procedure, we could adjust the look-ahead factor according
to the relative weighted tardiness of the job in question. In our test, this modification had a quite small but improving efisct
on the performance of the rule.
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where s, is the lateness'” of the job i from the results of the run, s ref is a reference level
for earliness or tardiness, experimentally set at 60*(average processing time). & xt is
an upper bound of « for a job that is late, or a lower bound for an early job (set to 3.0

and 0.3, respectively).

o The adjustment step size, Ak, is further constrained by an upper bound of 0.2 for
increasing and 0.1 for decreasing the «’s.

e The AU rule has two tie breakers, the due date and the value {penalty on being late).

We used a normalized measure of weighted tardiness, or the total weighted tardiness
divided by the total processing time and the average weight of the jobs. This measure is
independent of the problem size and the units of measurement of processing times and weights.
Test results for the 20-job problems are displayed in table 2-1. The following notation has been
used: WTopt is the optimal weighted tardiness from [61], WT con the weighted tardiness with
constant x, from [61], and WT_, is the weighted tardiness obtained after the adaptation. From

these measures, the following ratios were computed:

Average absolute improve;ﬁent = AV(WT con” WT ad)
Average % improvement from margin = Av((WT con” WT ad)/(WT con” WT om»

~ Average improved value relative to the optimal = Av{(WT ad)/ WT o pt) .

The average optimal normalized weighted tardiness measures were approximately 0.035, 0.30,
and 0.84 for the three different load levels, respectively. Another 30 problems with 30 jobs each
were selected similarly from the test material in [61]. The results are shown in table 2-2.

Table 2-1: The improvement of the performance of the new Apparent Urgency
rule using the look-ahead adaptation procedure for the 20-job problems.

T (#of probl.)f Av. optimal Av. absolute Av. % improv.| Av. improved | Av. # of
tardiness improvement from margin | rel. tardiness| iter.

0.2 (10) 0.035 0.034 (100%) | 78% 1.31 7.4

0.4 (12) 0.30 0.058 (20%) B85% 1.14 6.7

0.8 (8) 0.84 0.076 (10%) | ®&6% 1.05 7.1

Total (30). 0.065 69% L 1.17 | 7.0

Based on this small sample, the look-ahead adaptation improves relatively

the slack problems, but the absolute saving is more in the tardier problems with higher r values.
Often some of this improvement could be captured through an appropriate constant value of «x,
 using a shorter look-ahead, x=0.5 - 1.0, in a slack shop and a longer one, x=15-30, ina

WmmdMMthwmmmemmmmhgmmmmmWﬁm.
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Table 2-2: The improvement of the performance of the Apparent Urgency
rule using the look-ahead adaptation procedure for the 30-job problems.
The improvement with a pairwise interchange procedure is given below
in parenthesis for comparison.

T (#of probl.){ Av. optimal Av. absolute Av. % improv.| Av. improved Av. # of
tardiness improvement from margin rel. tardiness| iter.

0.2 (9) 0.028 0.021 (75%) 62% 1.61 5.3
(0.019) (56%) (1.76)

0.4 (17) 0.189 0.015 (8%) 21% 1.41 4.8
(0.031) (45%) (1.25)

0.6 (4) 1.71 0.040 (3%) 25% 1.06 5.0
(0.020) (17%) (1,067)

Total (30) 0.020 34% 1.42 5.0
(0.027) (44%) (1.36)

heavily loaded shop. In table 2-2, we have also given the corresponding results using a pairwise
interchange procedure that improves the same initial sequence. In this sequence, the condition
(2.5) is checked for any adjacent jobs. If it fails, the jobs are interchanged. The exact
interchange algorithm is as follows:

1. Start with the initial sequence of the n jobs generated by the Apparent Urgency rule -
with some constant value of look-ahead. Seti = 1.

2. Number the jobs according to the present sequence.

3. Check the condition (2.5) for jobsiand i+ 1.
a. lf the condition is satisfied for the present sequence, seti = i+ 1. Go to 4.

b. If the condition is not satisfied, interchange the jobsiand i+ 1. Seti = i- 1, and
goto2.

4. Test if done:
a lfi<n,goto3.
b. Ifi = n, compute the weighted tardiness of the present sequence. Stop.

The improvement using the interchange algorithm is approximately the same as it is using the
look-ahead iteration in these hard problems.
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2.3.3 The Effects of Errors in Processing Time Estimates

Conway et. al. [17] discovered that the WSPT rule maintained 80% of its power in reducing
the average flow time of a FCFS sequence when using processing time estimates with errors up to
100% of the actual processing times. Muth [55] studied the consequences of the errors in
processing times for minimum makespan problems. Holloway and Nelson [40] designed a muiti-
pass adjusting procedure for minimizing the average tardiness in static job shops. Their heuristic
search procedure, which allowed non-delay schedules, outperformed SPT, truncated SPT,
S/0OPN and EDD rules in three deterministic problems. The introduction of errors in processing
time estimates affected most their heuristic multi-pass procedure, although a non-delay version of
it was more robust in the stochastic problems. The other rules had less pronounced deterioration
of performance.18 When scheduling with the Apparent Urgency rule, several factors can be
affected if some erroneous processing time estimates, 61, are applied instead of the actual
processing times, P, in computing the index values in equation (2.7). First, the wi/pi part of the
index changes the same way as in'WSPT scheduling, and this bias is opposite to the error in the
processing time estimate. Second, a change of the slack term, di-t-pi, changes the priority index
of a slack job. Third, the accumulation of the errors in processing time estimates can shift the
time t of the simulated dispatching decisions biasing all slack estimates. However, in a one-pass
dispatching routine the actual processing times will be observed before the next decision is
made. More formally, the effect of processing time estimation errors, denoted dp, upon the
numerical value of the exponential version of the Apparent Urgengy index can be derived
through differentiation. From equation (27), « = (w/p)e’dtP /%0 e get by total
differentiation, assuming that d-t-p> Q0 and p = constant:

(2.9)
= (0w/3p)dp = (1/xp -1/p)w dp,
The relative error of the AU priority index, do /7, amounts to:

dw/w = (p/xp -1)dp/p. (2.10)
These errors in the Apparent Urgency indexes are rather small for processing times relatively
close to the average look-ahead period, «{. For a tardy job, the relative error of = is -dp/p. We
ran a simulation study to see the real effect of errors in processing time estimates on the
performance of the AU rule and its adaptive modification in the single machine case. The
problems were generated randomly. The actual processing times were taken from a umfunn
distribution p, ~ U[5, 25]. The weights of the jobs were then generated based on the processing
time P, from the uniform distribution w, ~ uf1, 2p'] The due dates were set with the tardiness
factor r=0.5. This means, that the due dates, d,, are distributed as d; ~ U[d (1-r), d(1 + )], where
the parameter r, 0<r{1, determines the dispersion of the due dates around the average due date
d = Zp,(1-7). In the study we used a value of r=0.8.

, The experimental design consisted of five different loads of 20 jobs each. We generate:
erroneous data on three levels of deviations from the actual processing times. The erroneous
processing times, p.°, were taken from a uniform distribution p° ~ Ul(1-E)p, (1 +E)p], where E,

%mmmmmWmemmmm wmmwmm
because of the difficulty to choose robust parameter values in the static probie ; srametrized rules have
been tested in stationary dynamic shop environments.
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the maximal absolute error, was given the values 0.3, 0.6 and 0.9, i.e. the maximal errors were
allowed to be 30%, 60% or 90%, respectively, from the actual processing times. Five sets of
garbled processing time data were generated for each actual load, a total of 25 problems. Two
common rules, WSPT and EDD, were used as benchmarks. The WSPT rule is known to be rather
robust with erroneous processing time data, and the EDD rule does not use processing time
information. The simulation procedure was as follows. First we solved a problem with the actual
processing times to get a deterministic benchmark. The resulting average normalized tardiness
for the basic 5 problems is shown in the first column of Table 2-3 below. Then the dispatching
decisions were made based on the erroneous estimates, and the actual processing times were
implemented during the simulation. In the case of the iterative look-ahead adaptation explained in
Section 2.3.2 above, actual processing times were used just during the final simulation. The
performance with the three levels of maximal errors for each of the rules is also shown in Table
2-3: these normalized tardiness figures are averages of 25 runs.

Table 2-3: The effect of errors in processing time estimates on the normalized
' weighted tardiness performance of the WSPT, EDD and AU rules.

With the With errors of:
Rule actual data | Max. 30% Max. 60% Max. 90%
WSPT 1.185 1.147 1.312 1.422
AU w/constantlook-ahead | 254 | 259 304 344
AU w/look-ahead adaptation| .225 | 240 270 318

l‘aessiarmeAU rwesmamforWSPTmthecases%hmemm.

adaptation, maintained its dearm@nevenhm
‘Iweiofermrs Thnsmm,mdmhho%dsmmaﬂﬁmﬂshepsasw&a is more encourag
than the resuits reported in [40}; the performance of the heuristic search procedure dmpmdm
some cases even below the SPT and EDD levels.

mem(ﬂmmwmmm weighted tardines m‘[f@taﬂymm These
results are shown in Tablg 2-4.

menewwmteswmeagwnwpemtm memaxmwmghtedmmmmme

ﬂmwnﬁe&wem betﬁeﬂhantheWSPdeEDDnﬂe.s mmdemberufMym
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Table 2-4: The performance of the rules in terms of maximal weighted tardiness
and the number of tardy jobs out of 20 (in parenthesis).

25

With the With the errors of:
Rule actualdata | Max.30% Max. 60% Max. 90%
WSPT 2142 (9.6) 2034 (9.8) 2338 (10.2) 2539 (10.0)
EDD - 1487 (8.8) 1487 (8.8) 1487 (8.8) 1487 (8.8)
AU w/constant look-ahead 456 (7.0) 512 (7.0) 638 (6.7) 768 (6.7)
AU w/look-ahead adaptation| 455 (7.0) 491 (6.7) 642 (6.3) 785 (6.4)

although these rules are known to be efficient with respect to this measure [3, 17]. Furthermore,
the errors in processing time estimates did not impair the average performance of the AU rules.

) The -iterative adaptation of the parameters of a priority rule represents the planning of
scheduling activity. We have shown that this planning can be consistently advantageous, even if
the information available for planning is not perfect. The value of the incomplete and erroneous
load information depends on the efficiency of the parameter setting for the final dispatching. But
better information might be available later at the time of eventual dispatching. Hence in a
stochastic environment, scheduling systems should address both the control problems and
planning problems:

1. How well the rules perform assuming that there are some errors in the processing time
estimates that cannot be detected before the job has been compieted (the control
problem of scheduling), and

2. How much the imperfect/incomplete load information that becomes more accurate
after the job release dates can be used in the aggregate planning (the planning
problem of scheduling).

The robustness of new AU rules against errors in processing time estimates indicated by our
results is essential for the control of the scheduling activity in a dynamic environment. But the
consistent performance of the AU rules could also help in linking the scheduling activity into the
aggregate planning in a hierarchical production planning system, thus increasing the potential
gains from scheduling information.
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2.4 Conclusions

We have started with a new framework for systematic analysis of priority rules for
scheduling. The search among the dispatching alternatives becomes more opportunistic when
the rule uses more information of the status of the shop. But instead of explicit analysis of work
contents or due date distribution of the load, we revise a heuristic, iterative procedure for
adjusting the job-specific look-ahead parameter of the new Apparent Urgency rule. The
performance feedback improves the weighted tardiness and portion of tardy jobs of the AU rule.
The AU priority index is insensitive against errors in processing time estimates. The robustness of
the basic AU rule and its look-ahead adaptation is demonstrated in a simulation experiment with
stochastic processing times. '
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3. Scheduling in Proportionate Flow Shops

Summary

It is well known that except in the case of makespan problems, there are hardly any
analytical results for flow shop problems. This chapter considers of a class of flow
shop problems where job processing time at a machine is proportionate to the
processing time on the first machine. We show that for the pre-emptive version of the
problem, in order to minimize any regular measure of performance, it is sufficient to
consider permutation schedules. Also, results for various other measures are derived.
A characterization of the optimal solution for the weighted tardiness problem is derived
which is analogous to its counterpart in the single machine case. It is indicated how
this characteriation can be used to develop heuristics for flow shop problems.

3.1 Introduction

Flow shop probiems have been the center of attention for researchers in Scheduling Theory
for a long period of time. Though flow shop problems are a special case of general job shop
problems, even these problems have proven themselves to be too complex to provide many
analytic solutions. As has been established by Lenstra [45], most problems in this area fall in the
NP-Complete class. There are no known polynomially bounded procedures for this class of
probiems and it is unlikely that there are any such procedures. Most prior research in the field of
flow shop problems has been confined to makespan problems. The most widely quoted result is
due to Johnson [41] to minimize makespan in two machine flow shop problem and its extension to
a special case of three machine flow shop problem. Also, Gilmore and Gomory [29] devised an
algorithm with a computational burden of O(n2) for the two machine flow shop problem where job
waiting is not permitted. There are hardly any other known polynomially bounded procedures for
the prablems in flow shops. Another widely quoted resuit, due to Conway, Maxwell and Miller [17],
proves the optimality of the same permutation sequence on the first two machines in a flow shop
for any regular measure of performance and the additional result that the sequence on last two
machines is the same for makespan problems. The fact that these results were discovered more
than two decades ago and no further significant progress has been made in the case of flow shop
problems in deriving analytical' attests to the complexity of these problems. Most of the recent
research in flow shops has been largely directed towards finding optimal solution using
enumerative methods such as branch and bound or developing “good"” heuristics for makespan
problems [11, 12, 14, 18, 35, 47, 50, 57]. There is hardly any significant work done for other
important measures of performance.

This chapter addresses scheduling problems in the context of a particular kind of flow shop
where the task processing time of any job at a machine is proportionate to the processing time on
the first machine. Results derived in this chapter relate to the problems where the jobs can be
pre-empted or divided into parts of unit duration without penalty. We show that in such a case,
permutation schedules constitute the set of dominant schedules for any regular measure of
performance and we further derive resuits for performance measures based on completion times
and/or the due dates of the jobs. These resuilts hold good even in cases where job-passing is
prohibited. In case of shops where intermediate queues are prohibited (once a job is begun on the
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first machine, it has to be processed without interruption at any subsequent machine), these
results hold good except that the start times on the first machine have to be appropriately delayed.

3.2 Permutation Schedules for the Proportionate Flow Shops

In this section, we consider the pre-emptive version of the general problem for the
proportionate flow shop problem. We wish to schedule a set of jobs, {J1,J2,J3,...jn} so as to
minimize a regular measure of performance. It is not unusual to find jobs being pre-empted in
practice in order to expedite them through the production system. Also, the pre-emptive case is an
important relaxation of the originai problem from the computational point of view. The following
proposition holds good for the pre-emptive case.

PROPOSITION | : To minimize any regular measure of performance, it is sufficient to
consider permutation schedules.

Proof : Consider an optimal schedule in which the ordering of jobs is not the same on the
last two machines m-1 and m. Consider any two jobs Ji and Jj such that Ji < Ji on machine m and
Jj < Ji on machine m-1. Since all jobs have the same processing time on any particular machine,
pairwise interchange of any two jobs on a particular machine does not affect the completion times
of any other jobs on that particular machine. So, pairwise interchange of jobs Ji and Ji on machine
m-1 does not affect completion time of any other job on machine m-1. If such pairwise
interchange on machine m-1 is forbidden by the schedule on machine m-2, we can switch jobs J‘
and J. on machine m-2 as well and so on back to the first machine. Thus, we can always form an
optimal schedule in which machines m-1 and m have the same sequence and completion times of
jobs on machine m are no greater than the original given optimal schedule. Now, we extend the
same argument inductively hetween machines m-1 and m-2 , m-2 and m-3,..., 2 and 1. Since the
compietion times of the jobs are no greater than the completion times in the original schedule,
permutation schedules constitute the set of dominant schedules for any regular measure of
performance. ’ O

Now we derive some results relating to the completion times of the jobs. Let p, represent the
processing time for any job(piece) on machine k. Consider any permutation schedule. Let
represent the completion time for the piece in the i th position on machine k. The following t

PROPOSITION II : For any piece,

Clp = Z2ip, + (-0 ax, (b ).
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PROOF : In a permutation schedule, same sequence is used on all machines. Hence
Cj[1] = E:=j1pr

The rest of the proof is by induction. Suppose that in a permutation schedule C'[‘i] - C'(‘M] =
D for some particular machine k (this is obviously true for k=1 and i = 2,3,...,n). We show that
C“i]*’1 . CE:]‘ = D** ' where D** ' is a constant and is given by max(D¥, Py, 1)-
V\}e have two cases to consider: 1) P+ 1 > DX and 2) Prst < D"_

Case1:p,  , 2> DK

Machine k J[i] J[i+1]
Kk &
“ Cri+1)
< > °
Dk k+1
< >
+
Machine k+1 T4 Tra+1)
k+1 ck
o
Figure 1 [1] [i+1]

In this case, there is no idle time on machine k + 1. Therefore, C'[‘i]+1 . C'l;’;]‘ =P, =
max (DX, p, , ,)-

CaseZ:pk‘”<Dk k k
1 Claen
Machine k
< >
Dk
P+l
< >
Machine k+1 ‘ J{i] JIi‘l'l}
Figure 2
In this case, ]*’C%_:l’ = DX
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ThUs, Cig = d* + EZH{ Gy Chyd
= (_:iﬂl + (i-1) max { DI, p,}

= c:'[11 + (Fmgx, (P} -

We had earlier indicated that makespan problems are the most widely researched area in the
case of the flow shop problems. Further, it is well known that the optimal schedule need not
necessarily be a permutation schedule except that the sequence is the same on the first two
machines and also on the last two machines. However, when all jobs have equal processing times
on the first machine, the following proposition holds good in the case of proportionate flow shop.

PROPOSITION Il : Any permutation schedule provides the minimum makespan for the
proportionate flow shop problem in the case of jobs with equal processing times on the first
machine.

PROOF : Let p* be the maximum processing time of a job on some machine. Work

content at this particular_machine IS NPmax. Also, every job has to undergo processing prior to and
subsequent to this machine. Therefdt&, the minimum processing time for these operations is
2:§7Dk * Ppa,- Hence, ° minimum makespan is given by

B TP Prgx * Mpmay = Tpn Py + (02109, -

From Proposition I, it is clear that the minimum makespan is acheived by any permutation
schedule and hence the result .

Now we discuss some measures relating to the completion times of jobs in the case of the
proportionate flow shop for jobs with equal processing times.

COROLLARY 1 : Any permutation schedulée of the pieces minimizes F.
PROOF : F is a regular measure of performance and permutation schedules constitute the

set of dominant schedules. From Proposition I, it is clear that all permutation schedules have
same F.

F oo =amEiicy

oA . o
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COROLLARY 2 : FW is minimized by scheduling the jobs according to the weighted shortest
processing time rule.

PROOF: FW is a regular measure of perfbrmance and we need to consider only permutation
schedules. Completion times of jobs in a permutation schedule is given by

Ch  =ZITp + (D, (application of Proposition 1)
Fw = (1/n)* {}3 [I] [l]}

It follows directly from basic algebra that the product of two series is minimized by arranging one
in the ascending order and the other in non-ascending order. O

Just as in the single machine case, we can show in this case also that arranging the jobs in
non-increasing order of the weights minimizes the weighted lateness as shown below :

COROLLARY 3: The Earliest Due Date rule minimizes maximum lateness and maximum
tardiness.

PROOF: Consider any two adjacent jobs J and J in a given schedule such that J < J and
d > d Let t be the completion time of J

Ji | Iy |
m &
‘1™ [+ |
dj dg
< >
pmax
Figure 3
Maximum lateness among jobs J; and insgiven by
max{t-di,t +pm-di}=t +pw-dj. )
Suppose we interchange J; and J]. Maximum lateness among J; and Ji is given by
max{t-d,t + Prax -d}. 2

Itis clear that (1) > (2). Thus, by interchanging J, and J the schedule is no worse off and in fact, it
would improve if the maximum lateness in the ongmal sequence occured for J.. ‘ Since T equals
max(0, L ) the result holds good for maximum tardiness as well. 0

Another important measure of performance is weighted average tardiness. Since this is a
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regular measure of performance, it is sufficient to consider only permutation schedules. Following
results relate to this measure of performance for jobs with equal processing times on the first

machine in the case of proportionate flow shops.

PROPOSITION IV : The optimal pre-emptive solution to the Zw,T, problem is found by
solving the linear assignment problem.

PROOF : It is clear from the Proposition |l that CB} is independent of the job occupying ith
position in the sequence. We can form the cost matrix tableau for the linear assignment problem
(:,(:i indicates the penalty incurred if Ji is in the i™ position in the sequence) as follows:

‘p“-wmax{OZk 1pk+(l-1)‘ -d}
Solving the linear assignment problem using the above cost tableau yields optimum solutlon It
may be noted that the solution procedure has a computational burden of the order of O(n ). O

In fact, the result in the Proposition IV can easily be generalized to any penalty function of
the completion times of the jobs so long as they are nondecreasing functions of the completion
times of the jobs and the performance measure is additive over the completion times of the jobs.
Though Proposition IV provides us with a polynomially bounded procedure for solving the pre-
emptive version of Zw.T, problem, the following characterization of optimal solution for the same
problem is interesting from the point of view of developing heuristics for the flow shop problems.

PROPOSITION V : Consider an optimal sequence for Zw.T, problem for jobs with equal
processing times on the first machine for the proportionate flow shop. Consider any two jobs, J,
and JI’ i < j (without loss of generality, assume that job index is same as the locational index in the
sequence under consideration). Then, the following property must be satisfied in an optimal
sequence:

+
a +
Wy 1-8_1:[;_(:_{.1_1_)_ > w 1_(dj-C?i])
3 Poax - 3 (j-i) P max

MPHOO-F : The proot is similar to the proof provided in the appendix of an earlier paper on the
myopic heuristics for the single machine tardiness problem [61] and is omitted here for the sake of

This property can be considered to be valid for a relaxation of the general problem in
rtionate flow shops where jobs are permitted to be preempted at unit intervals on the first
machine and all such pre-empted pieces have the same due date as the original job. However, if
all jobs have eqxaaai weights and equal processing times, then the earliest due date sequence
provides an optimum sequence for the average tardiness problem as shown in the next
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PROPOSITION Vi : If all jobs (jobpieces) have equal weights, the earliest due date
sequence minimizes the average tardiness.

PROOF : From Proposition |, it is clear that we have to consider only permutation schedules.
Consider an optimal solution in which two successive jobs do not follow the earliest due date rule,
i.e., J; < Ji and d,> di'

1 J

Case 1 : Suppose that both J. and J. are early or on time. Since .Jj is early or on time and
di > di‘ pairwise interchange does not degrade the solution. :

Case 2 : Both Ji and Jj are tardy. Pairwise interchange does not degrade the solution since
the weights are equal.

Case 3: J; is tardy and Ji is early or on time. This is impossible since d> dj and Cg} < Cg}.

Case 4: J; is early or on time and Ji is tardy.

Subcase 4.1

l I I3 ‘ |
[ m Cm l
Cli] N (il ;
d <
i Pnax t
Figure 4
Clearly, pairwise interchange improves the solution.
Subcase 4.2 | P
1 |
Jy | Iy |
c 4 ] d 3 {j ] di

Figure 5
Clearly, pairwise interchange improves the solution.
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Subcase 4.3

| I3 l Iy
| ® [ =
d i d
3 <[] 1 .
}?max
Figure 6
Cost of Jj and o
' = +p . -d 3
J}in given schedule (3~ “max " ©)
={CM+p_-d)+ (CT-d) 4
Cost after interchange U max - U @
-d,-cg>a

Subtracting (4) from (3),
Therefore, pairwise interchange results,in an improvement

Subcase 4.4 dj : di
1 I
Ji | | Iy
2 | l cm
(1] (31
< >
P
sax
Figure?
Cost of J,
and J’. in given schedule = Cﬂ;l + Pmax - dl ()]
Cost after interchange = C'Ej + pM -, 6)

Since di > d’ (5) > (6). Therefore, pairwise interchange improves the solution.

Thus, in all cases, pairwise interchange does not degrade the solution and, in fact, may improve It
Since our arguments employ only information about the individual jobs and not the location,
ensurance of focal optimum at all locations in the sequence ensures global optimum and hence
the earliest due date rule is optimal. E

3.3 Schedules with No Job-passing

There is a special class of flow shop problems where no job-passing is permitted. That is*
once a fob is begun on the fins! machine, it maintains same priority relative to other jobs for
subsequent processing on any other machine. No job-passing is a matter of practical and design
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expediency. As stated by King [43], 'this is typically the situation in many manufacturing plants
where jobs are moved from station to station by conveyor'. Even in Flexible Manufacturing
Systems, due to problems involved in computation of optimal resouce utilization, not more than
two or three jobs are permitted to pass the others in the sequence [38,39]. Also, since
technologically designing input buffers to machines to accomodate any scheme other than First
Come, First Served is rather complex, in many situations no job-passing restriction is used. In
case of proportionate flow shops, the following remark holds good.

REMARK 1: Permutation Schedules <=> Schedules with no job-passing

Hence all results derived in section 2 equally hold good for jobs with equal. processing times
in proportionate flow shops.

3.4 Schedules with no Job-waiting

Another special class of flow shop problems are those where job waiting is forbidden. Once
a job is begun on the first machine, it must be processed with no waiting at any other machine.
Steelmaking is an example of such a situation [43, 71]. It is clear that schedules with no job-
waiting are a subset of schedules with no job-passing. So, here again, it suffices to consider only
permutation schedules for optimizing any regular measure of performance. But, due to the no-
wait condition, it would be necessary have inserted idle time on the first machine. An exact
algorithm for minimizing makespan for the case of two machines with no job-wait is given by
Gilmore and Gomory [29]. Wismer[71] has shown that the makespan problem for general flow
shop problem with no job-waiting can be translated into an equivalent Asymmetric Traveling
Salesman Problem. Lenstra [45] has shown that the Hamiltonian Path problem is reducible to
makespan problem in flow shops with no job-wait, thus establishing the latter problem to be
NP-Complete. King and Spachis [43] developed heuristics for this problem and tested them
against random sequences and other heuristics.

However, in the case of jobs with equal processing times to be processed in proportionate
flow shop, we can easily extend the results obtained in section 2 even for situations where job-
waiting is not permitted.

PROPOSITION VII : Any permutation sequence for proportionate flow shop (ail jobs with
equal processing times on the first machine) can be scheduled so that completion times on the last
machine are not changed and the jobs do not form queues at any machine.
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PROOF : Consider two adjacent jobs, Ji and Ji+ 1 Suppose Ji starts on machine 1 at
time t. Then C['f'] =t+ 2“31 Pq:

Ji+1 can start on machine 1 only at such a time that once its processing has begun, it does
not have to wait at any other mchine. In order to determine when Ji o compliete on machine m, we
simply left shift JH1 such that its processing on machine m can begin immediately after Ji is
complete on machine m and then right shift it to the minimum possible extent to make it feasible.
Now ClT' t+ Zq '1pq.

Overlap of Ji and Ji+1 on machine j

max { 0, Cl [C[nl + P, Zg:j'“pq]}

max {0, p, - P, }

Therefore, time difference between completion times of two successive jobs on machine mis
givenby p .. - Py + Py = Pray Thus, the completion time of ith job on machine m, Cgi, is given
byC"' = C 1+ E17P

We note that this value is same as the one derived in Proposition Il with no constraints on
job-waiting. Thus, all the results derived in section 2 hold good even in the case when job-waiting
is prohibited. However, the start times on the first machine will be delayed so that there are no
queues at intermediate machines. The start time for the job in the it position is given by

= _1)* =m
Ci';]+ (-1)°P 0, - =0

a=1 Pq

= (-1)°Ppg, a

3.5 Conclusion

There are hardly any previous analytic results for flow shop problems except in the case of
the makespan problem. We have derived such results for the situation where job processing times
at any machine are proportionate to the time on the first machine. We considered the case where
jobs are permitted to be preempted; these results may be used for developing lower bounds for
non-preemptive cases. Also, the property developed for characterizing an optimal solution for the
weighted tardiness problem can be used for developing heuristics for the flow shop probiems. Our
investigations in this direction have been promising.
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4. Lead Time Iteration in Flow Shop Scheduling

Summary

This chapter studies the development of state dependent priority dispatching rules
for flow shops. We demonstrate the advantage of using indirect state information, more
specifically the lead time estimates of the jobs, to determine their priority index values.
The theory of optimal lead time estimation is advanced in the special case of
proportionate flow shops with with unit jobs. In this case, we can give an analytical
characterization of the optimal sequence on the first machine using optimal lead time
estimates. The same procedure can be repeated at all subsequent machines, using
operation due dates computed from the optimal lead time estimates. Operation due
dates can be used as coordination mechanism in the scheduling under any regular
measure of performance, not only in scheduling against externally provided job due
dates. Lead time estimates that are erroneous can be used insofar the errors do not
exceed given bounds.

New versions of Apparent Urgency and CoverT dispatching rules are proposed for
general flow shop scheduling. The new rules use performance feedback, obtained
through an iterative procedure, in lead time estimation. In the computational study
reported in this chapter, the Apparent Urgency rule performed better than any other
rule tested even with constant lead time estimates based on multiples of the job
processing times. Application of the lead time iteration procedure can improve
considerably the weighted tardiness performance of the look-ahead rules. More
accurate lead time estimation improves the overall coordination of the local dispatching
decisions, resulting in robust performance also in terms of several important secondary
measures of performance, including number of tardy jobs, maximum weighted
tardiness, and work in process inventory.

4.1 Introduction and Summary

4.1.1 The Need for Lead Time Estimation

In a flow shop, jobs have operations on several machines, and consequently the total timea
job spends in the process, or its lead time, can vary depending on the load in the shop and the
priority rutes used in scheduling. If the objective isto minimize some due date based criterion,
such as weighted tardiness, it would be useful to know when ajob should be completed on a
particular machine in order to get through al its remaining operations on time, i.e., we need to
determine some appropriate operation due date for each job on each machine.! The due date of
an operation can be obtained by subtracting the remaining lead time, that is the sum of
processing times and waiting times of the remaining operations after the current one, from the
external duedate of thejob. Thus:

(operation due date) = (job due date) - (lead time for the remaining operations)

The operation due date b not, bowemr, the only way to defefwtine the expected tardiness cost of a Job as afunction of
time. Alternative formulations, such as CoverT rules* will be diseussed later on.
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A common practice in the dispatching approach has been to use some constant estimate
for the lead time, based on experience and/or the attributes of the job such as the total
processing time. The waiting time estimates, or the operation due dates obtained from the lead
time estimates, can then be used in a myopic heuristic to determine the local sequencing '

priorities.

The purpose of this chapter is to develop a flow shop version of the Apparent Urgency rule
tested earlier in scheduling one-stage processes under the weighted tardiness criterion, see
[61, 62] and chapter 2 above. The new rule uses local operation due dates. The look-ahead of
the AU rule means that a job’s priority index, or its anticipated tardiness cost per its processing
time, - is increased gradually with diminishing slack -until the job reaches its due date. In a flow
shop, the due dates of the operations other than the last one are determined as discussed above.
In order to provide good estimates of the .lead times, we revise them by successive simulation
over a forecasting horizon. By applying the best waiting time estimates obtained during this
iterative procedure in the final dispatching, we can further improve the weighted tardiness
performance of the myopic AU and CoverT rules by 5-20% in static flow shop problems.

4.1.2 Related Heuristic Approachés

Many commonly used scheduling heuristics avoid the necessity of determining the
operation due dates and the use of lead time estimates. One of the most efficient scheduling
rules even in tardiness related problems is WSPT, the Weighted Shortest Processing Time rule
[3, 17]. WSPT is a static ruleand does not use any information regarding the external due dates
of the jobs. Some other heuristics use the time remaining until the due date, or the slack of job,
as basis for the priority index. Examples of these rules are [3, 15, 17]:

1. External (Job) Due Date: The priority index of the job on any machine is the same as
the job due date. The job with the earliest due date is started first.

2. Operation Due Date: In this case, the the due dates for the operations are set by
equally allocating the available time among all remaining operations when the job
arrives at the machine center. The job with the earliest operation due date is started
first.

3. Static Slack Time: The job priority index is the static slack of the job, i. e. the difference
between the due date and the time of arrival at the machine center. The job with the
least slack is started first.

4. Static Slack per Operation: This priority index that is the static slack of the job divided
by the number of remaining operations. In the case of a flow shop in which all jobs go
through the same sequence of machines this rule is effectively the same as Slack Time
priority rule.

5. Static Slack per Operation Time: The priority index is the static slack of the job divided
by the remaining processing time.

Dynamic rules use more up-to-date information about the time remaining until due date at the fime
of dispatching decision. Simpile dynamic rules based on due dates often use the operation fme
remaining as a primitive lead time estimate. Examples of these rules are:
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1. Dynamic Slack Time, Dynamic Slack per Operation, or Dynamic Slack per Processing
Time remaining [15]: The priority index is the dynamic slack, or the time until due date
less estimated processing time of the remaining operations, divided either by one, the
number of the operations remaining, or the total processing time of the remaining
operations.

From the discussion and experimental testing to follow we shall see that the rules listed above,
although widely.used in industry, do not in general provide good solutions for weighted tardiness
problems. Some of the more elaborate heuristic procedures require an a priori estimate of the
lead time. on the remaining operations either for determining "“normal” waiting times or for
setting a local operation due dates. Examples of these rules are:

1. Critical Ratio: The priority index is the ratio of available time until due date over the
standard lead time, i.e. the estimated queue and work time for the remaining
operations [15].

2. CoverT rules: The relative length of global slack constitutes the basic information in a
parametric family of scheduling rules called CoverT [3, 15, 16, 51]. Job j’s priority
index is based on the projected (unweighted) tardiness cost, c. , and its processing
time, p., on the machine in question. If dj denotes the external due date, the priority
index of job j at time t, T coverT’ is:2

WCoverT(t) = Ci(t)/pi- = (1 /pj)[k Wi - (dj- r: t)*1*/(k Wi) , (4.1)
where Wi denotes the expected waiting time and r. the processing time for the
remaining operations. If the total slackd. -r.-t <0, tﬁe anticipated tardiness cost is
set to c. =1; if the slack exceeds the "standard" waiting time k W,, the cost is set to
C= 0. Hence the parameter k, k > 1.0, increases the length of the slack for which ¢>0
to provide worst case tolerance beyond the average waiting times.3 Note that CoverT
does not set any operation due dates.

3. Dynamic Composite Rule: The most complex rule used for the average tardiness-
studies is called Dynamic Compaosite Rule (DCR), a 3-parameter state dependent rule
[17]. The priority index is determined by the due date and the processing time of the
operation in question, adjusted by terms dependent on the congestion the current and
the next machine the job will need. The operation due date is set accordind to the
standard lead time of the job class in question. See chapters 2 and 6 for more details.

A new myopic rule for weighted tardiness scheduling is the Apparent Urgency rule-
discussed in chapter 2. This rule applies a look-ahead feature, i. e. the anticipated tardiness cost
of a job increases smoothly with decreasing positive slack. An exponential form of the look-ahead
was found to be most efficient [61, 62]:

' s (4.2)

m () = (wi/pi)e’f"i'f'pi) /xp

2Here we use notation (x) ¥ = max(0, x).

3Somstatumdwaﬂtnq&mdawmﬂmddudngammombtyhighbadpabd,musedodqha&ywm(:over‘r.lnmhe
case of a light load, these standards had to be adjusted downward by using another parameter Q, Q<1.0 [15, 16]. See also
chapters 2 and 5.
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Here p is the average processing time of the jobs, and w, is the weight of jobi. The slack of of a
job is normalized by kp that determines the rate of exponential decrease of the expected urgency
value from a maximum of wi/pi (the WSPT priority index) for a tardy job. In the earlier
experiments, the value of the look-ahead parameter x =2.0 performed close to optimal in a wide
variety of one machine problems.

There are no previous studies in weighted tardiness scheduling in static flow shops [33].
From the literature reviewed above we know that due date based rules are efficient in lightly
loaded shops in which due date setting is not very tight. However, the performance of these rules
deteriorates quickly with increasing load or tightness of the due dates. WSPT has been a very
robust rule in a wide variety of shop conditions, but it is usually inefficient in the problems in which
due date rules are most efficient. CoverT works well in reducing the average (nonweighted)
tardiness in job shop environments [3,15, 16], but CoverT has not been tested previously in
weighted tardiness problems, or in static flow shops, or against some state dependent rule, such
as the Dynamic Composite Rule. In this chapter, we implement the original one-stage AU rule in a
flow shop environment. The basic problem in modifying the rule for a multi-machine case is
discussed above: how to set appropriate due dates for the operations preceding the last
operation. In order to improve the due date setting in the actual shop situation, we use lead time
estimates that reflect the effects of the load on job’s realized waiting times in the subsequent
queues. This is achieved by using an iterative procedure for adjusting the waiting time estimates
according to the waiting times realized in a previous simulation with the same load. If the
expectations concerning the required waiting times are consistent with realized ones, an.
equilibrium condition, the rule should exhibit a superior performance. In the terms of the
framework developed in chapter 2, the lead time estimates serve as global coordination
parameters that convey indirectly the feedback concerning the rule’s performance.

4.1.3 Chapter Summary

The rest of this chapter is organized as follows. Based on the a
chapter 3, or [63], it is shown in the next section that the optimal I time nate: ,
regular measure of performance canbedeﬁermmedma@yﬁcaﬂy mthecaseofapmpom«onm
flow shop with unit jobs. Then, using estimates cmsemughmtheseomnmeadﬂmw to
de%emmeop&rahmduedahes t!mreexmﬁsalocaﬂvopmw ispatc iscipline that yields also

globally optimal solution. Thus the problem may be decomposed an :
mﬂme_ Themooe@xeasshowntobemm&hvetomﬂm m;nore general

In section 3, we report a large computational < tlesting the performance of the new AU
rule, in its basic version and with mmmwmdmeesmam against several well-known
myopic rules including FCFS, WSPT, EDD, Slack per aining Processing Time (S/RPT), and

CoverT (a "weighted" version of the original ruie in [16]), in static flow shop scheduling problems
havmsmmeﬂmbsmdsmmtﬁm mwmmmwmmmat AU, evenwﬁhmﬁw
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in an average of 1280 different randomly generated problems. The use of better lead time
estimates, obtained through iteration, improved the performance of the new AU rule 5-10% in the
average. The final weighted tardiness cost achieved by the iterative AU rule was in average
10-30% lower than that of CoverT for different problem sizes and shop layouts. By modifying
CoverT to use the lead time iteration as well we can get within 5% of the average results achieved
with the iterative AU rule. Furthermore, the lead time adaptation of the AU rule yields a robust
performance in a wide variety of flow shop conditions and for several secondary measures of
performance, including maximum weighted tardiness, number of tardy jobs and work-in-process
inventories. In particular, the AU rule averages the lowest number of tardy jobs. Conclusions of
this chapter can be found in section 4.

4.2 Lead Time Estimation in Flow Shops

4.2.1 Due Date Setting in Proportionate Flow Shops with Unit Jobs

In order to make the flow shop problem amenable to analytical study, we structure the
scheduling environment under consideration with some simplifying assumptions. The concept of
permutation schedule is useful in reducing the number of different sequences to be explored
especially in flow shop problems [3, 17].

Definition 4.2-1: A permutation schedule is a schedule in which the jobs are
processed in the same sequence on all machines. :

For several special classes of problems, permutation schedules constitute a dominant set of
schedules. We are particularly interested in a common flow shop structure that is called
"proportionate” in chapter 3.

Definition 4.2-2: A proportionate, (or uniform"’), flow shop is one in which the
processing times of the jobs on different machines are constant multiples of some
standard, e.g. the processing times of the operations on the first machine.

Proportionate flow shops represent an extreme of the rather realistic assumption that the
processing time of an operation depends on the size of the job (a manufacturing order) in
number of units and the relative speed per unit of the machine performing the operation.5 In
practice, we can expect to observe at least some uniformity in a job’s operation times.

The concepts of lead time and operation due date are important for the development of
myopic heuristics for scheduling. The "real" due date of the last operation of a job is the
economically preferred completion date of the job in the context of production coordination. The
first surrogate of this job due date is the external (promised) due date. Some dispatching
heuristics use the surrogates of operation due dates for priority index computations as discussed
in Introduction, but there has been also some experiments in applying the projected or possible
completion date as the basis for the EDD priority index, see e.g. Baker [4, 28]. The basic idea of
the look-ahead heuristics, such as AU and CoverT, is that the value of the priority index of a job

4Thewerm "uniform" is used particularly in the problems with paralie! machines, see [33].

5An “ordered” flow shop would be one in which the processing times can be rank ordered in the same order on each
machine, but the requirement of exact proportionateness is relaxed.
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N
increases smoothly before the job is due on a machine. Thus there is no need to assign any
artificial job due dates.

Consider the proportionate flow shop problem for jobs with equal processing times on the
first machine.® Suppose that the objective is to minimize the total tardiness cost, Ei Ci(ti), when
the penalty associated with the completion of job i at time t, Ci(ti), is given as:

Cit) = w;max {0, (t, - )} . . (4.3)
Without loss of generality, assume that jobs are indexed according to the order in an optimal
sequence for the problem that we have already shown to be a permutation schedule in chapter 3.

Proposition 4.2-1: If the lead times for setting the operation due dates are
optimally chosen, then an optimal local assignment of priorities leads to a globally
optimal schedule.

Proof:  Consider the following problem. Jobs J1, J2, ...,.Jn have weights W,
Wopers w_n anfi artificial due dates p!, Py+ Prar Pyt 2 Prax’ where Prax IS the
processing time on the slowest machine. We want to show that there exists a sequence
which minimizes  Z.=" w.T. on machine 1 alone which is same as a globally optimal
sequence.

If the completion date of the job scheduled at i position on machine m is
cE} = 23:’1“ Py + (i- 1)p,,, asderived in chapter 3, then the optimal completion
time at machine 1, t., is

t, <cp-3320p, (44

< (-1 Py *+ Py,

From the definition of the problem, the optimal sequence is J1, J2,..., Jn.
Consider the value of the same sequence on machine 1:

w,T, = w max{0,p,-p,} =0,

w,T, = w,max{0,2p, -p, - Pmaxd = 0

w. T =w max{0,np, -(n1)p,-p_,}=0.
The sum is zero which is the minimum possibie weighted tardiness value, and hence it
is also optimal for the single machine case defined above.

The same argument can easily be éxtended to any other machine. The due date
setforJion machine j is given by

i

m =m
- 1pq'

“n Zamis1Pq = (-1 P + 23: (45)

The proof is by induction. Suppose that the jobs complete by the set due dates at
machine j (we have just shown that it is valid for machine 1). Then it can easily be seen

BAmM&chMwoblembprwﬁedhchamsmmd[&l.
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that the jobs can be completed by the due date set for machine j +1 if decisions were
made independently for machine j+1. It is clear that if the job is completed on
machine j by the due date set by equation (4.5) in an optimal sequence, then the same
optimal sequence is is generated on machine j +1 as well (even with incorporation of
the release dates for the jobs on machine j+ 1). We have already shown that the due
date setting scheme is optimal for machine 1 and hence the proof. e

Some points of practical importance are noteworthy in the context of the above proof. First,
the latest possible optimal due dates are the artificial due dates set in the" proof. Second, the
optimal lead time for job i, L, is, assuming non-delay scheduling,

L _c S -Cp1-1] {4.6)
= 2027 Py + (- (P - Py) -

This gives a unique optimal lead time for the first job, but for the other jobs the lead times
determined by equation (4.6) are not necessarily the only optimal lead times when the weighted
tardiness criterion is solely considered. This flexibility is due to the possible slack on each
machine preceding a slower machine, and ultimately the operation due dates set according to the
operation lead times derived similarly to Equation (4.6) are unique only on the slowest, i. e. the
bottleneck machine (see chapter 3 for further elaboration of this point).

If the results derived in Proposition 4.2-1 are used for solving the optimal schedule in a
proportionate flow shop with preem‘ption, the solution procedure is insensitive to small errors in
the optimal lead time estimation.*This can be shown as follows. Let A<‘§ be the error in the lead time
estimate of any job J, at machine j. The estimated due date is given by:

G-10p, + Zg:%pq + Ai
Note that the value of the sequence {J1, J,,...} on machine j is still

2,2 WJ[0 - D(maxq=1__, {pa} - PJ + A J* .

Since Pmax > Max -1 ,_,j,{pq}» for small values of A.,ll the above expression tends to zero. Thus,
in the neighborhood of the optimal lead time estimate, the solution procedure would be relatively
insensitive to the errors in lead time estimation.

The minimal lateness forjob J, on machinej, M|, is given by
Mf= cJ -d, 4.7)

= G"l_)l'an/\q P +2“;§th:-d1. )
From equation (4.7) it is clear that the operation due date depends on the due date, processing -
time on the bottleneck machine (even if the bottleneck machine precedes the machine under
consideration), and processing time on the previous machines. Now we can compare the
operation due dates generated by the heuristic procedures listed in Introduction to the optimal
due dates derived above.
1. External (Job) Due Date: It can easily be seen that if all jobs have equal weights then

this scheme gives the optimal result In a proportionate flow shop with unit jobs
(Proposition VI in chapter 3)),
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2. Operation Due* Date: This scheme works well only if processing times are equal and
jobs have identical weights. -

3. Static Slack Time: This rule, as well as the two modifications of it (Static Slack per
Operation and Static Slack per Remaining Processing Time) generate the same
sequence as as the EDO rule in a proportionate flow shop with unit jobs.

4. The rules with Dynamic Slack calculation: A priori (standard) waiting time estimation
is not likely to work optimally in static flow shop problems discussed above, since the
jobs have different lead times depending on the paosition in the optimal schedule.

An important aspect of Proposition 4.2-1 is that it lets us to decompose the global
scheduling problem into m local scheduling problems. In a practical situation, this implies that the
scheduler of the factory or plant sets up internal due dates for the various operations of each job
and the locally optimal decisions made at the machine centers automatically lead to a globally
optimal sequence. Thus, the machine center supervisors not only have control on their resource
management, but also on the scheduling within their own department as well. This possibly
eliminates one major source of organizational friction between schedulers and line supervisors.

4.2.2 Setting Operation Due Dates for the Apparent Urgency Rule

In more general flow shops, it is not possible to solve analytically for the optimal due dates
and the lead times of the jobs. Thus we have to use heuristic methods for the setting of operation
due dates. Toward that end, we analyze a two machine flow shop. Considering the weighted
tardiness criterion that is a regular measure of performance, we know from Theorem 5-1 in [17]
that an optimal schedule in the two machine flow shop is a permutation schedule. Let wy be the
weight and py, the processing time on machine r of job k; (r=1, 2 and k=i, j). The resource
constrained slack of job i, if scheduled in the first position at time t, L,, can be expressed as
follows (see figure 4-1 below):

Lip = max{0,d¢ (t + pj1 + pi2 + W,)}. ' 4.8)
Here V\/l. is the waiting time of Job i on the second machine if it is started first, or:

W, = max{Q, (r-pn)},
where r is the processing fime of the previous Job on second machine exceeding time t. The
correction in efficient slack of job i if scheduled second, due to possible waiting at the second
machine, R, is given by:

RI-OVj + Pp-P~'-Wp ' (49)
The corresponding definitions oW for jobj.

Proposition 4.2-2: Consider two last jobs i and j in an optimal sequence In a
two machine flow shop. Then in this sequence, at timet, job i precedesjob | if the
following condition issaisfied on the fird machine:

(4.10)

tw/p 1 - (L - R Y /0" > tw/p ) {1 -0, - Ryt /p, 17
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Proof: According to the observation above, we can restrict our attention to
permutation schedules. Condition (4.10) has to be proven in six cases, determined by
the tardiness of the jobs when scheduled at the current or-the second position.

Case 1: Both jobs i and j would be tardy scheduled in either position. The cost
of scheduling i first, c(i), is then (figure 4-1 below):

C(|) = Wl(t+ p“ + pJZ + W‘-- d,) + Wj(t+ pi'l +pi1 + (VV| + pj2' pn)+ + pJZ'dI) -
Similarly, scheduling job j first has the following cost:

cf) = Wt+ pn + P+ Wi dp + Wi(t+ it pu + W+ pio- Pr)* + Pe- d).
For i <jin the optimal sequence, we must have c(i) < cQ). After some manipulation of
the terms, this condition yields

Wi(P1 + (W, + pp -pj1)” - W) < w.(pp + (W, + pja- pm) - W),
After dividing by P,"P';’ and rearranging, we get

(w = T AN AW on o YR 1 fwe e LW W J.nz.pn)*)/pﬁ]*' ,

which |Is the same as condition (4.10) since the slack is zero for both jobs by
assumption.

L
Machine #1 Py P | l
t ! I
' Pow di! gl
Machine #2 7//P7/////4 ipi:. ! B2
—
1

Figure 4-1: |lllustration of the case in which both jobs are tardy even i
' started first.

Case 2: Both jobs are early in either position. Now the tardiness cost Is zero for
both jobs, and they can be sequenced so that condition (4.10) is satisfied.

Case 3: Both jobs would be early if started at time t, and both of them would be
tardy if started second. The tardiness costs c(i) and cG) are in this case:

o) = W, [t+ py +pjn + (W, + Pla-pja)’ + PA'dl]Jr '
c0) » W[t + pn + pyy + (W, + pjz-p“)+ L dl*.

We can add and subtract W, (or W) inside the square brackets in ttie expression for
cfs) (for cO)). Dividing by p*p” and rearranging, we getfrom the condition c(i) < cQ):

(wi/pﬂ)h '(d (L-pil-Wipi2 + Wr(W’ * pﬁ-pi1)+)/pi1]+

14 (wlfph)l’j - (ds '1'pj1 'Wl. “Pr2 + Wr - (Wl' + PJ2 'Pj1)+ )/pi1]+ ,
that is the same as equat_ic_)n (4.10).
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- Case 4: One job is early in both positions, and the other is tardy in both
positions. Assume job i is tardy in both positions. Now the tardiness costs are:

c(i) =w.(t+pn+piz + W.-dj)",and

c() = Wt + pu + pu +(Wj + Pj-Pj1)* + Pip-%i)" »

Obviously i <j in optimal sequence, as can be seen from the condition c(i) < c(j):
0< W-.(le + (Wj + PjZ'Pit)+'Wi),

that can after dividing by P"P-,, be rewritten as
(Wi/pil)[l'(wj'(WJ+PjZ‘p-})+)/p-,lr > 0,
or
(W/pm)IL -(WHW, + pi2-pm)")/pjr]”

> (W/pi)[1 ~(dit-pj-W-pj2 +Wi-(Wis Pa-Pi2) ) /pja]”
which is the same as condition (4.10).

The proofs of two other cases, i. e. Case 5: one job is early if scheduled in the
current position but tardy if second, and the other job is tardy in both positions, and
Case 6: one job is early if scheduled in the current position but tardy if second, and
the other job is early in both positions, are similar and have been omitted here for the
sake of brevity. D

This result is valid only locally, since the completion time of the last job depends on the
sequence. We suggest, however, the following myopic priority index for atwo machine flow shop,
reminicient of the linear single machine Apparent Urgency rule in chapter 2:

iyt) = (W/pa)[1 - (drt-psi-pi- W, -R) /kp]", (4.11)
where P is the average processing time of the schedulable jobs on machine 1 at timet We can
use the exponential form in Equation (4.2) above as well, except the operation due date for
operation 1; djy is used instead of the-job due date. The operation due date is obtained by
subtracting the expected lead time of the job i on machine 2 from its due date d,, or’

dyw =d-Wp.p,-FL 4.12)
We can generalize the results in  Proposition 4.2-2 and the implied operation due dates in
equation (4.12) to the dynamic priority indexes in general multi-machine flow shops and general

job shops. In the following, we work out an iterative procedure that uses lead times realized in the
previous simulation run as lead time estimates for the next dispatching run.

4.3 A Computational Study of Lead Time Estimation

We tested the analytical results obtained above concerning the use of lead time estimates
as state (load) dependent parameters in the Apparent Urgency rule, through a simulation study*
This computational experiment had two major objectives: to examine the efficiency of the new Atf

7'The conrectton term dm to possible queueing at the second machine, Ry i usually determined by the bottleneck
mecNnee. To mhlem globe! optimum, ft @ also important to avoid posstfete kJf« time of the second macbina Artatysis erf
9mm imm® "mtew shops with bottleneck faciffitos has been started by Qw [59J.
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rule in flow shops with constant lead time estimates compared with some other commonly used
dispatching rules, and to introduce an iterative procedure to improve the lead time estimates for
setting the local due dates used in the AU rule. We ended up improving the waiting time estimation
for CoverT as well. Before describing the study and its results, we specify the lead time adaptation
procedure and motivate the selection of the iteration parameters.

4.3.1 The Scheme for Lead Time lteration

The manufacturing (or internal) lead time estimate for job i after the operation at machine k,
denoted Lik, is an estimate of the time the job will spend in the process for the subsequent
operations. Thus Lik is given as:

Ly = zg‘:kﬂ (Wig +P ) » k=1,m, (4.13)
where Wiq is the estimated waiting time in the queue at machine q, piq is the corresponding
processing time and m is the number cf stages (machine centers) in the shop. The iterative
procedure for lead time estimation consists of two stages: providing some initial values for the
waiting time estimates W, and updating the estimates based on the realized waiting times in a

subsequent simulation with the rule in question.

The a priori lead time estimates, or the initial values Lg‘, can be determined from the initial
waiting time estimates Wiq’ q=1,...,m. These estimates can be based on empirical observations,
or they can be constant multiples of the processing times of the corresponding operations:

W = BXpg. ~ (4.14)
where 8 > 0 is a muitiplier whose efficient values depend on the load. In small shops values of
1.0 < B < 3.0 work relatively well if the shop is not extremely congested. Alternatively, we can
use as the initial waiting time estimates the realized waiting times when scheduling first with the
WSPT rule (or with some other rule not using a priori lead time estimates).8 The lead time

estimates, L;;*,‘are then updated based on the realized waiting times, qi’;, recorded during the
n" simulation:®
+1  _ n
w.:; = W:: +a(aqg w;;), (4.15)

L' = 2 ke 1 (W;;H Py
Parameter a can be used for smoothing the effects of new waiting time changes. In the
experiments in simple flow shops a wide range of values 0.3 < a < 1.0 work relatively well. In the
main experiment we used the value a =1.0.

Now the n' estimate of the operation due date for operation k of job i, d;, can be’
determined based on the job due date di and the lead time wimtes as follows:

dg( = di - L;" k=1,,,,,m. (4.16)

This operation due date can then be substituted for the due date in the AU priority index in the
single machine case in equation (4.2). Similarly for the iterative CoverT rule, the estimates of the

alnadynamicjobshop.mewaiﬁngﬁmewﬁmaiescanbederwedmatyﬁcaﬂyusingmeuingﬂ\eory,seechapﬂer&

grlerewewnematmeprocmngﬁvmarekzwwnwimcenamty.
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normal waiting times in equation (4.1) can be taken from the.previous simulation. The weighted
tardiness measures improve usually during the first few iterations, but since there is no reason to
expect uniform convergence in the schedule cost or the lead time estimates we have to employ
some stopping rule for the iteration. The stopping rule takes into account, besides possible
convergence or fluctuation of the lead time estimates, the improvement in the weighted tardiness
measure and the number of iterations.

4.3.2 The Design of the Simulation Experiment

We studied the performance of the AU rule and the iterative versions of CoverT and All
rules in a flow shop environment for different load conditions and compared them with some
other well known scheduling rules. The controlled variables of the simulation study can be
classified as follows: a) the layout of the shop, b) the type and parameters of the load, and c) the
rules tested.*

1. The layout of the shop is flow shop with 4 or 8 machines, in which the jobs arrive
simultaneously at some of the machines and then go through all the subsequent
machines. All jobs may start at the first machine, or some of the machines may have
an initial load (this initial load would correspond to "side load" of the machines in a
dynamic flow shop). The processing speeds of the machines can have four different
patterns: increasing, constant, decreasing or some random pattern. We choose to
study three patterns in the case of 4-machine shop, one which displays decreasing
processing speeds (relative processing times are increasing: 1.0,1.5, 2.0 and 2.5) one
with constant (all relative processing times equal to 1.0), and one with increasing
processing speeds (relative processing times 2.5, 2.0, 1.5 and 1.0). The effect of lead
time estimation is, a priori, more important in a shop with more queueing, i. e. in the
case of increasing processing times. For the 8-machine shop there are two patterns:
increasing (from 1.0 by 0.3 to 3.1) and alternating (1.5, 2.0, 15, 2.5, 1.0, 2.0, 15 and
1.0) relative processing times.

2. The major load characteristics are that the load is static and it consists of 20 or 60
jobs, generated randomly from the classes of loads specified below:*!

a. The processing times of the jobs depend on the speeds of the machines, the
size distribution of the orders (jobs), and the assumption of the
proportionateness of the machines. More specifically, the processing time of
job i on machine |, Py is taken from the following uniform distribution:

Py ~ u{s r. O-p/2), EH.(l +p/2)}, s.-u{5, 25} 4.17)
For the size of the jobs or orders, Sj, we use a uniform distribution between 5
and 25. Here the machines can be proportionate to some degree, depending on
the range of the random variation, p. In the experiment, we have almost
proportionate shops (p = 0.5, or the maximum random variations in processing
times are 25%), and shops with more random operation processing time
distribution (p = 15 or maximum variations of 75%).

wThis simulation experiment is the first for the Apparent Urgency rule, as well as for the other rules tested in static flow
shops with the weighted tardiness criterion. The rules are tested in more general dynamic job shops in chapter 5.

"The use of a static load is justified as the first step in studying the iterative rules [40]. The same rules will be tested in
«ipiw»e job shops In chapter 5.
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b. There are two types of side loads: no side load or 20% side load on each of the
three trailing machines in a 4-machine shop, and respectively no side load or
10% side load in a 8-machine shop.

c. For due dates, we want to control the due date setting procedure, the tightness
of the due dates, and the dispersion of the due dates. The due dates are
randomly distributed over the region specified below. The random due dates (as
opposed to the constant or proportional to the work contents) have been shown
to make the most difficult problems to solve, see [3, 17]. The tightness of the
due dates is determined by the same way as in the one machine case [61], using
the bottleneck machine, or the machine with maximal expected total processing
time (work contents), P, as the reference.'? Thus the due date of job iis
generated from the uniform distribution:

d. ~ U{P (1-1)(1-R/2), P(1-7)(1 + R/2)} , (4.18)

Here P (1-7) is the average due date, where the expected fraction of tardy jobs,
T, is set on two levels: 1=0.3 and 7 =0.6. These levels of tardiness are the most
interesting, because in more slack shops, the schedules would often have close
to zero tardiness making the comparison of the rules less interesting and
problems with higher levels of tardiness resembie weighted lateness problems
for which WSPT is known to be very efficient. The dispersion of the due dates
around the average due date is controlied by the range parameter R. We use
two ranges, R =0.6 and R = 1.6, giving max 30% and 80% random deviation from
the average due date.

d. The values (or delay penalties) of the jobs are made correlated to the work
contents (order size) of the jobs. The value is taken from the uniform
distribution :

wi~U{1,23‘}, (4.19)
where s, is the order size. This assumption also hardens the problem because it
makes the distribution WSPT priority indexes of the jobs flatter.

3. Finally, the rules td be studied in the experiment are:

a. The FCFS rule that serves as a "random” benchmark,

b. The WSPT rule, using the processing ﬁme of the imminent operation,
c. The EDD rule with global due dates,

d. The S/RPT rule, or slack per total remaining processing time.

e. The CoverT rule, which we make "weighted" by multiplying the "unweighted”
priority index in Equation (4.1) by the value of the job j, W

= w/p)c; = (w/ p}){k W,-(d;-r;-1) TT/RW, (4.20)

'"CoverT. i j

12For problems with high tardiness, 7 > 0.4, the total processing time P of the bottleneck machine was increased by
{m/2)*(average processing time), where m is the number of machines in the shop, in order to compensate for possible idle
time in the beginning and/or end of the run.
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where the symbols are explained in section 1, equation (4.1). The CoverT ruleis
applied with constant waiting time estimates (CoverTc o n) and as an iterative rule
(CoverTit ). The most efficient value for the look-ahead parameter in the
problemﬁastudied was k= 2.0, and for the initial !ead time estimation parameter
B = 2.0.

f. The AU rule using exponential look-ahead, equation (4.2). This state dependent
rule is tested with initial constant lead time estimates (AUcon) and with iterated
lead time estimates (AUiter). Thus AUC;on is the new look-ahead heuristic with
constant k =2.0 look-ahead parameter and constant lead time estimates (8=

2.0 in Equation (4.14)), and AUiter, or the same rule with lead time adaptation,

updating the waiting time estimates according to Equation (4.15). The

smoothing parameter a was given value 1.0, although other values (a =0.5 and

0.2) were tested with goed results.’

A full factorial experiment of this design, for certain type of flow shop and given number of
jobs, includes two types of side loads, two tightness classes of due dates (expected portion of
tardy jobs r = 0.3 or 0.6), two kinds of dispersion of due dates (range R=0.6 or 1.6) and two
levels of proportionateness, or random variations in the operation processing times (p = 0.5 or
1.5), gives 2 X 2 X 2 X 2 =2*= 16 cases for each of the rules. In this study, we ran samples of 10
replications of each load, altogether 160 experiments with each of the eight rules. This basic test
was repeated for different shop layouts (three relative processing time distributions for 4-machine
shops and two for the 8-machine shops) and for different number of jobs (20 jobs on 4 machines,
and 60 jobs on 4 and 8 machines). Thus the total number of problems solved in the experiment is
(3+3+2) x160 = 1280.

4.3.3 Weighted Tardiness Performance of the Rules

The primary criterion of performance in the study is weighted tardiness, ZC, where the
tardiness cost of job i is given in equation (4.3) as q = w max{0, t-d}. When reporting the
results of our simulations, we have normalized the tardiness measures by dividing the total
weighted tardiness of a schedule by the mean weight, mean total processing time and the number
of jobs. This normalized measure expresses the weighted tardiness in terms of how many average
total processing times tardy an average job will be, thus permitting meaningful comparisons
among problems which have different job characteristics as well as different number of machines
and jobs. Because optimal solutions are not available to the problems, we use the average
normalized weighted tardiness in excess over the measure of the best rule tested in each of the
problems as a benchmark for the performance of the heuristics. The results of the simulation
study with respect to the normalized tardiness criterion are summarized in the following tables

"3 the Dynamic Composite Rule in [17] was not included in our test because it is not "weighted” and thus resembles the
other slack rules in weighted tardiness performance. The priority index would not have the next machine correction since
the next machine in a flow shop is the same.

e stopping rule for the lead time iterations for CoverT and AU was as follows: If the lead time estmates converge of
fluctuate, stop. Otherwise, iterate 5 times and start counting the iterations since the last improvement in the weighted
tardiness measure: iterate until there is no improvement in weighted tardiness during the last 5 iterations. This rule
guarantees at least 10 iterations in the case of no convergence.
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4-1, 4-2 and 4-3. We have shown a further break-down.of the results according to the tightness
of the due dates, determined by the expected level of tardiness +=0.3 and r=0.6 and further
according to the range of due dates R=0.6 and R=1.6.

Table 4-1: Normalized weig hted tardiness for different tardiness levels and
ranges of due dates. Three shop layouts, 480 problems with 4 machines and 20

jobs.
Normalized Weighted Tardiness: Excess
r=0.3 T=0.6 Total over
Rule R=0.6 R=1.6 R=0.6 R=1.6 Best Rutle
FCFS .601 753 1.455 1.588 1.129 .746
WSPT 254 441 707 .883 571 .188
EDD .368 218 1.251 1.240 .769 386
S/RPT 437 264 1.265 1.253 .805 422
CoverT con 195 210 .706 744 464 .081
CoverTiter 162 153 .650 679 41 .028
AU con 170 .166 .698 714 437 .053
AUimr .143 .128 .631 - .658 ’ 390 .007
Table 4-2: Normalized weighted tardiness for different tardiness levels and
ranges of due dates. Three shop layouts, 480 problems with 4 machines and 60 jobs.
Normalized Weighted Tardiness: Excess
7r=0.3 t=0.6 Total over
Rule R=0.6 R=1.6 R=0.6 R=1.6 Best Rule
FCFS 1171 1.970 3.547 3.997 2.672 2.065
WSPT 335 .850 1.565 1.919 1.167 560
EDD 349 .026 3.053 2.571 1.500 .893
S/RPT 376 .039 2.948 2.472 1.459 .852
CoverT con .198 .043 1.513 1.069 706 .099
CoverTw 156 - 027 1.380 1.016 .645 .038
AU 132 | 014 1.455 1.015 654 | 047
AUM 112 .010 1.383 971 619 012

The results show that the new Apparent Urgency rule with constant lead time estimates,
AU con’ outperformed clearly the other simple rules in terms of weighted tardiness. The new
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Table 4-3: Normalized weighted tardiness for different tardiness levels and
ranges of due dates. Two shop layouts, 320 problems with 8 machines and 60 jobs.
Normalized Weighted Tardiness: Excess
r=0.3 r=0.6 Total over

Rule R=0.6 R=1.6 R=0.6 R=1.6 Best Rule
FCFS .836 1.269 2.264 2.395 1.691 1.267
WSPT .261 .625 1.017 1.242 .786 362
EDD 322 .054 1.904 1.661 .985 .561
S/RPT 361 .075 1.921 1.658 1.004 580
CoverTcon .163 071 1.002 784 505 7| .082
CoverTite . 131 .062 930 .738 465 .041
Aucon J21 .033 1.004 738 474 .051
Auitef 104 021 912 879 431 007

iterative AUiter outperformed the weighted cherTc on by 10-30% in different classes of problem
sizes and load characteristics. Lead time iteration improved the average weighted tardiness
measures of the AU by 5-10%, and almost equally those of the CoverT rule. The new iterative
CoverTite . was the only rule to come within 5% of the average performance of the AU, rule in

some problem classes. The average number of iterations to reach the best solution was less than

5 for all different problem sizes.

The performance of AU and CoverT rules with constant setting for the look-ahead
parameter (k=2.0 for both) and the B parameter for obtaining the initial lead time estimate from
the operation processing times (8=1.0 for AU and S =2.0 for CoverT) was similar across the
problems with different number of jobs and machines. The shop layout in terms of the relative
processing times of the machines had an obvious effect: lead time iteration was most efficient in a
shop in which there were queues in front of some machines further down in the process, e. g. due
to a bottleneck machine. Otherwise, the different shop.layouts had no significant effects on the
relative performance of the rules.

Among the load parameters, the level of tardiness r had the following effects. For problems
with low level of tardiness r=0.3, AU rule was relatively more efficient than CoverT, and in very
slack shops with almost zero average tardiness, also EDD rule was very good. High level of
tardiness r=0.6 made WSPT and CoverT relatively more efficient in problems with small
dispersion of due dates, or with R=0.6. Otherwise, the AU rule was relatively most efficient in the
shops with large dispersion of due dates R=1.6. The effects of initial side-loads or the random
variations of processing times are not shown separately in the tables above. In general, initial
side-loads on the machines reduced the positive effect of lead time iteration on the performance
of AU and CoverT rules, AU on D€INg relatively more efficient than CoverT_  in these problems.
The magnitude of random variations in the processing times, p, determining the degree of
proportionateness of the shop, did not affect the relative average performance of AU and CoverT
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rules tested in this experiment. Of the other rules, EDD was better than CoverT con within the
problem classes with low tardiness level » =0.3 and large R=1.6. A lower value of k-parameter
can, however, improve CoverT in these cases. But otherwise, AU and CoverT were always the
best rules in the study. As an example we can consider the largest problem size, 60 jobs on 8
machines. The AU rule dominated all the other rules, in the sense that AU con Was better than even
CoverTiter, in the average of all the problems with tardiness level of r = 0.3, of all the problems
with larger dispersion of due dates, R=1.6, and of all the problems with side-loads. Only for the
problems having 7 = 0.6, R=0.6 and no side-load, constant and iterative CoverT outperformed its
AU counterparts. For these problems, WSPT comes close to CoverT and AU, but here a larger
value for parameters x and 8 used for the look-ahead and lead time estimation, respectively,
would improve the performance of AU.

Some parametrized rules are sensitive to the values of the parameters making their use less
convenient in practice. The parameters of the iterative AU and CoverT rules are the look-ahead
parameter k, the parameter 8 used to determine the initial waiting time estimates from the
operation processing times, and parameter a that can be used in smoothing the lead time
iteration. As we have seen above, a poor choice of some of these parameters can hurt the
performance of AU and CoverT in certain problem classes. In several tests not reported here, we
found that AU rule is robust for the values 1.0 < k< 3.0, in terms of average performance in all
the criteria reported above. For problems with low tardiness factor, smaller values of k~1.0...2.0
tend to perform better in most of the problems and high tardiness favors higher values of
k~2.0..3.0. Also the values of B can vary considerably in the range 1.0< < 3.0 for AU, to
yield relatively consistent performance. CoverT seemed to be more sensitive to the initial
parameter selection. Nevertheless, the values 1.0< k< 3.0 and 1.0< < 3.0 gave better
average performance than any of the other myopic rules tested. Furthermore, the iterative
method moderates the adverse effects of parameter selection for the rules by improving more the
weighted tardiness performance of the rules with inappropriate parameter values. As to the
smoothing parameter a, we used the value a = 1.0 throughout the main experiment, i. e. the new
waiting time estimates in an iteration were equal to the realized waiting times in the previous
iteration. This procedure gave usually a rapid gradual improvement in the weighted tardiness
measure, although the convergence of the lead time estimates was not uniform, causing the
weighted tardiness to diverge or fluctuate during the later iterations. From a few tests we
concluded that the parameter a is not very critical, especially in large shops. Values of 0.2< a<
1.0 performed almost equally in the problems with 8 machines and 60 jobs. The number of
iterations is usually larger (but under 8 in the average) for smaller values of a. Another way to
avoid fast divergence is to limit the range of feasible lead time estimates.’®

4.3.4 Other Criteria of Performance

The new AU rule appeared to be the best myopic dispatching rule for weighted tardiness
scheduling among the rules tested above. However, the lead time iteration procedure can further
improve the performance of the AU and CoverT rules. But are these resuits with respect to

SThe tests with the range °‘°3“;;5 w. < Sp;; where p; and wij are the processing time and waiting time estimats,
respectively, of job i on machine j, gave posi%ve results in larggr problems.

&
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weighted tardiness achieved at the expense of some other important scheduling criteria? We
recorded also four secondary criteria in order to verify the overall performance of the rules tested:
a) the portion of tardy jobs, b) the maximal (normalized) tardiness of a single job in the schedule,
c) the normalized flow time from the start to the completion, weighted by job sizes s, (work-in-
process, or WIP), and d) the normalized weighted shop-time, i. e., the time from the starting of the
first operation to the completion or to the due date, whichever is later, weighted by job sizes s,
(work-in-shop, or WIS). The results for different problem classes are shown in tables 4-4,4-5 and
4-6.

Table 4-4: Rule performance in terms of portion of tardy jobs, maximal weighted
tardiness, work in process (WIP) and work in shop (WIS) inventories for
4 machines and 20 jobs (three shop layouts, 480 problems).

Rule Norm.Weight.| Max.Norm. Portion of WIP WIS
Tardiness Tardiness Tardy Jobs
FCFS 1.129 .326 53.6% 2.24 3.11
WSPT 571 145 50.3% 191 2.84
EDO .769 176 56.5% 1.94 2.48
S/IRPT .805 193 67.1% 2.00 251
CoverT.on 464 115 52.3% 2.04 2.70
CoverThay 416 101 52.0% 197 2.60
AVcon 437 .108 48.5% 1.98 2.62
AUjx, .390 .100 45.5% 1.93 2.57

Table 4-5: Rule performance in terms of portion of tardy jobs, maximal weighted
tardiness, work in process (WIP) and work in shop (WIS) inventories for
4 machines and 60 jobs (three shop layouts, 480 problems).

Rule Norm.Weight] Max.Norm. Portion of WIP WIS
Tardiness Tardiness Tardy Jobs
FCFS 2.672 367 47.8% 5.09 8.12
WSPT 1.167 134 44.7% 3.72 6.99
EDO 1.500 51 L 43.2% 3.69 5.58
S/RPT 1.459 183 51.4% 3.80 5.52
CoverTy o, .706 .083 38.0% 4.45 6.53
CoverTirar .645 .075 37.1% 4.10 6.18
Aean 654 071 34.6% &72 5.68
AUtar .619 .070 _ 33.3% 3.79 5.80

From the results we can see that AU and CoverT rules performed well with respect to all of
the secondary criteria. Furthermore, the lead time iteration did not have any adverse effects on
their performance. In fact, it often improved these measures as well. In particular, AU was the
best rule in terms of the average number of tardy jobs and also gained most from, iteration. This
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Table 4-6: Rule performance in terms of portion of tardy jobs, maximal weighted
tardiness, work in process (WIP) and work in shop (WIS) inventories for
8 machines and 60 jobs (two shop layouts, 320 problems).

Rule Norm.Weight]| Max.Norm. | Portionof | WIP WIS b
Tardiness Tardiness Tardy Jobs
FCFS 1.691 . 227 49.5% 4,52 6.33
WSPT .786 .085 46.2% 3.80 5.69
EDD 985 .097 47.5% 3.84 - 4.94
S/RPT 1.004 123 57.1% 3.96 499
CoverT con .505 .055 42.1% 4.24 5.49
CoverTiter 465 .052 41.6% 4.05 5.34
AU 474 049 39.9% 3.87 5.03
AU, 431 048 37.4% 386 5.07

indicates that AU succeeds in making more accurate trade-offs between the urgency and the
processing time than does CoverT. ‘
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4.4 Conclusions

We have discussed the use of lead time estimates as state dependent parameters in myopic
dispatching rules for flow shop scheduling. For proportionate flow shops with unit jobs it is shown
that appropriate-lead time estimates can be applied in local heuristics to achieve a globally
optimal weighted tardiness schedule. Thus the lead times estimates improve the coordination of
distributed scheduling systems. In general flow shops, efficient lead time estimates can be
generated through iterative procedures introduced in this chapter. The Apparent Urgency rule,
developed originally for one stage problems [61,62], as well as a "weighted " version of the
CoverT rule [15, 16], are both amenable to the coordination. In a large computational experiment
with static flow shop problems, the new AU rule outperformed CoverT and the other four rules
tested in weighted tardiness. The AU and CoverT rules were robust even with constant parameter
values, and the new iterative lead time estimation method further moderates the effects of
inappropriate selection of the parameter values. The lead time iteration maintained the good
average performance of the AU and CoverT rules also with respect to important secondary
criteria such as the number of tardy jobs, maximum weighted tardiness, and work-in-process
inventory.

The results are encouraging for the further application of the state dependent scheduling
rules and the lead time iteration in more general job shop environments. We can also ask to what
extent lead time iteration and some exogenous setting of the lead time estimates could be used to
control the completion times of the jobs in practical scheduling situations. If the consistent
multi-objective performance can be transferred from the simple test-bed to real job shops, the
look-ahead rules could be used as a kernel of an interactive scheduling system.

-




57

5, Slack Evaluation for Priority Dispatching in
Dynamic Job Shops

Summary

In this chapter, we extend the use of indirect load information and performance
feedback for lead time estimation to dynamic job shops. The different roles of slack
evaluation in the Apparent Urgency and modified CoverT rules are discussed.
Appropriate "priority-based" waiting time estimates are derived for more efficient slack
evaluation. Further improvement can be achieved through the lead time estimation
procedure introduced in the previous chapter. In a dynamic setting this iterative
procedure requires the implementation of rolling forecasting and planning horizons.

Despite the practical importance of scheduling - with due dates, there are no previous
studies in general job shops using the weighted-tardiness criterion. Our results in a
large scale experiment are quite similar with those obtained in static flow shops. The
new Apparent Urgency rule and our modified CoverT rule are superior to all the other
rules tested. Moreover, the iterative Apparent Urgency rule has 5-30% lower weighted
tardiness costs than the basic CoverT rule in widely varied load situations. This margin,
and the portion of tardy jobs, can be reduced by using the new priority-based waiting
time estimates or lead time iteration with CoverT. AU and CoverT also outperform the
other rules tested when compared in terms of combined inventory-holding, rush-
shipping and tardiness costs. The best rule in all load conditions is the AU rule with
lead time iteration.

5.1 Introduction

Some dynamic dispatching rules which use ajob's due date require also some estimates of
the waiting times on its subsequent operations to evaluate the effect of any slack upon the job's
priority index value. Since the priority of the job, and hence its expected waiting time at any
machine, depends on the waiting time estimates used, an efficient waiting time estimation method
should use the expected priority of the job to guarantee the consistency of the priority
assignment. In this chapter, we develop efficient waiting time estimation methods for the
Apparent Urgency rule[61, 62] and the CoverT rule[3,16] in general job shop scheduling
problems with dynamic job arrivals. The original CoverT uses a constant multiple of the
processing time of the job on machine as a "standard" waiting time estimate which Is then
represents a worst case limit in assessing the probability of the job being tardy. This is
appropriate in average (non-weighted) tardiness problems since the priority of a job is
proportional to the inverse of its processing time. The same method is also used in many
Materials Requirements Planning (MRP) systems. In the weighted tardiness problems, jobs have
different tardiness penalties, or weights, and ajob's priority is proportional to its "natural index",
penalty over its processing time. Obviously the expected waiting time should, in this case, be
estimated on the basis of the inverse of this natural index. This simple idea is made precise in
section 2 by using waiting line analysis of the weighted lateness case. The AU rule evaluates a
job's actual resource constrained slack. Hence, ideally, AU should use the expected waiting times
and not the standard (worst case) estimates for setting its operation due dates. Any initial waiting
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time estimates can be adjusted using the iterative procedures introduced in chapter 4. In a
dynamic shop the application of the lead time iteration procedure requires rolling forecasting and
planning horizons. We discuss the setting of these horizons so as to improve the consistency and
convergence of the iteration in section 2.

In section 3, we specify a large experiment to test the effectiveness of the different waiting
time estimation methods. The results reported in section 4 show that AU and CoverT are again
far superior to the other rules tested. Furthermore, the new priority-based waiting time estimates
consistently improve the weighted tardiness of the Apparent Urgency rule, up to 5% beyond
traditional estimation methods. But more accurate watting time estimates, obtained through lead
time iteration, can still improve the performance by 3-10%. The fraction of tardy jobs is smaller in
as well in most cases. Both the basic and iterated versions of AU perform better than those of
CoverT, but the difference diminishes with higher load. In fact the new priority-based waiting time
estimates improve CoverTs performance in weighted tardiness beyond that of lead time iteration.
The portion of tardy jobs, previously CoverTs weak point, improves up to the level of the AU rule.
The rules are also compared in terms of combined costs of inventory-holding, rush-shipping .of
tardy jobs, and variable tardiness penalties. The AU rule with lead time iteration is the best by a
narrow, but consistent, margin over all the problems studied. The conclusions of this chapter are
in section 5.

5.2 Estimation of Job Waiting Times to Evaluate Slack
Priorities

5.2.1 Slack Evaluation in the Apparent Urgency and CoverT Rules

The slack of the job, or the time between the due'date and present date which is not
ailocated explicitly for processing or waiting, is used as the dynamic term in the priority index
function of many dynamic dispatching rules. Jackson (see e. g. [17]) used a due date based
"urgency index" to study the statistical properties of the dynamic scheduling rules. The
conventional slack-time rules give the highest priority to the job with least slack, often divided by
the number of remaining operations or by the remaining processing time." A common priority rule
in MRP systems is the "Critical Ratio", orthe ratio of the global slack to the remaining :processing
time. Carroll [16] elaborated the use of slack in his CoverT rules by mapping the slack to the
expected tardiness "cost™* of job i, cp that varies from zero, for a very slack job, to-a maximum of
one, for atardy job. The cost ¢, represents the probability of ajob being tardy by its completion.
The relative urgency of ajob dépends on the ratio of this probability over the processing time of
the job on machine j, or o /pr In the case Of]Ob specific tardiness penalties, w;, a job that is
within the remaininig processmg time of its due date (i.e. it will be tardy), can be assigned the

"natural priority" or the WSPT priority index ®wsRT~"/Pr This prionty can a giscounted
linearly with the increasing slack until the "worst case" waiting time on the subsequent machines,
or the length of the look-ahead, is reached. The jobs with a longer slack are assigned the priority

The conventional rales compute the slack without the waiting times forced by resource constraints, The AU fiie
recognizes the resource constraints explicitly, see discussion below.
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index value of zero as in the original CoverT, see Figure 5-1. Hence the "weighted" CoverT
priority index represents the expected tardiness cost per -a unit of machine processing time
[15, 16]:2 : '
. (5.1)
Cm,er.r(t) (w./p, )[1 -(d,-t- rii)+/k W;‘]"
where d. is the due date of job i, T is the remaining processing time of the job including the
|mmment operation j, and W:' E" W;k is the remaining standard waiting time or the maximal
waiting time for the remaining operatlons in a normal load situation. Hence the total slack of job i,
d;-t-r, iscompared to a standard, Wlf that is estimated either from empirical data or using a
heuristic rule such as a constant multiple of the "crash time", or the remaining processing time
[15]. The resulting look-ahead profile  is shown in figure 5-1. Carroll [16] used the parameter k
to shorten the allowed slack in a light load, setting k <1.0. Thus the length of the look-ahead
period was determined by one parameter and the length of total standard waiting time.3
However, the use of iterative lead time estimation introduced in [66], or in chapter 4 above,
requires a separation of the look-ahead and waiting time estimation parameters. A new look-
ahead parameter k . determines the slack tolerance beyond the anticipated waiting time
generated by lead time estimation; hence k. > 1.0. Another parameter 8 determines the initial
estimate for the waiting time, for example, the muitiple of the crash time.

Priority -

index 4 T 'E

value ! ]
i

Figure 5-1: The comparison of the CoverT, CoverT-2 and AU priority indexes
for a job which has two operations remaining. -~

In the earlier study in chapter 4 above, CoverT left 5-25% more jobs tardy than AU. We
modified the look-ahead of CoverT in equation (5.1) by keeping the priority index at its maximal
Levei over a portion o, (0K6<1.0), of the total look ahead period. The new priority index is
TCMT S = (w, /pﬁ)ﬁ (d;-t- s uW"’)*/ k W"]* For this safety limit the value o =0.2 worked
best, producing often a minor asmpmvewment of the portion of tardy jobs. However, this gain was
offset by a deterioration of the weighted tardiness performance in many cases.

2he notation (x) * means that only the positive values of x are considered, i. e. x* = Max{0, x}.

%MWWTW ﬂzaoandk =1.0, for a load 90% of capacily, andk =0.5 for a load 80% of capacity,
see [16].
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The slack evaluation of Apparent Urgency rule is decomposed into two parts: the
estimation of machine constrained waiting times, or the global lead time down the route, and the
determination of the length of the local look-ahead. 4 The look-ahead depicts the decreasing
marginal tardiness cost of the job when its slack is normalized by the average processing time of
the competing jobs. The time reference determining the slack is the (local) operation due date,
that is the (external) job due dale minus the estimated lead time on the subsequent machines,
The form of the look-ahead is exponential discounting as shown in figure 5-1. Hence the priority
index formula for AU is [61, 62]:

(5.2)

%U(t) = (W/D ) e-[d-t-p..»W!+1 -rii_”]"'/xp ,

where Wj+1 2" w is the expected waiting time of the job on the subsequent machines. «
is the parameter that adiusts the length of the look-ahead scaled by the average processing time
of the schedulable jobs, p. Here the lead time estimate, or the sum ot the processing times and
the expected waiting times on the subsequent machines, is used to determine a realistic
operation due date that takes into account job’s waiting times forced by the contention over
machines:® d, = d- (W‘M +0 ,1)- Hence aresource constrained slack of the job, d.; tp is used
to determine its pnoﬁty In the following, we will discuss the estimation of the expected waiting
times, Wii' using two different methods: a waiting line analysis and an extension of the lead time
iteration procedure introduced in chapter 4 above.

5.2.2 Derivation of Priority-Based Waiting Times

A conventional waiting time estimate for a job at a machine, used for AU and CoverT in the
previous studies, is a muitiple of the processing time of the corresponding operation [15, 16, 17].
in the following, we analyze the expected waiting times of the jobs in a job shop when scheduling
with the weighted tardiness criteridn. Assume a decomposition of the shop into individual
machines. Each machine has an input process which is assumed to be stationary. The expected
waiting times of the jobs are determined from the following waiting line analysis that captures jobs’
different priority levels. To establish the required notation, let:

A= tuture arrival rate of jobs,

W(z) =  the expected waiting time of job i with WSPT priority index w, arriving at the
machine,

Qlw>w) = the expected number of jobs ini the queue with priority index value larger than
Wmﬂhﬁ,

Pls>w) = mm;mmhmmwnmammmwmvmm

“Some detats of the look-anead feature and the lead time Reration for the AU rule have already been discussed in
chapters 2 and 4 above.

SWhan the expected waiting time estimates are used in CoverT's priority index, the following should hold: wl = kcw}.
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U= the expected remaining processing time of the job currently being processed,

Pai = E{p,l 7, > 7} = the expected processing time of jobs j for which 7>,

o Notice that the dynamic priority index values will be equally proportional to the WSPT
priorities . if all jobs i have approximately equal slack times. The arrival rate and the job
parameters in a machine queue can be assumed to have the same distribution as the process
ar_riving to the shop.® Then we can assume, following Dolan [19], that the expected waiting time of
a job arriving at a machine is equal to the processing times of the jobs already in the queue having
higher priority index values, or being processed, plus the sum of the processing times of the jobs
arriving during the wait that have higher priorities:

W(7ri) = Q(w)wi) Pt UA + }\W(wi) P(w)wi) Pt (5.3)

if we can assume that the arrival rate A is less than the service rate 1/ p . Solving equation (5.3) for
W(vri), we get:

W(vri) = [Q‘("’>"’i) Pt ul/[1.0- X P(z>w,) 5751. (5.4)

The expected waiting time is directly proportional to the relevant queue length and increases with

the arrival rate of the higher-priority jobs. This result assumes constant slack; hence it hoids

more accurately in a shop in which the load is high and the due date allowance is short. The

waiting time estimates indicated by the analysis above can be approximated numerically, given

the distributions of the processing times, Py and the delay penailties, w,. One approximation is

shown in figure 5-2 for the case of uniform distributions of P; and w,~ U(0.1, 1.9), with the mean

values of p =w=1.0. Although the priority rules coordinate the jobs so as to avoid too early

~starts, some jobs in the queues will have rather long slack since the due date setting is random.

The effects of increased load and slack on the expected waiting times of different jobs are:

o the length of expected waﬁing time increases with increasing load, since the arrival
rate A increases and the expected queue length Q(w)w,) increases. This changes
mainly the waiting time estimates for jobs which have # < #, see Figure 5-2.

e longer due date allowances decrease the number of critical jobs in the queues, thus
shortening the waiting time of the jobs which have relatively low WSPT priority. On the
other hand, jobs which have high WSPT priority might stay in the queue longer than
indicated above due to slack and lower relative urgency. As a result, the waiting time
distribution will be flatter with longer due date allowances.

5.2.3 Waiting Time Estimation in a Dynamic Job Shop

The graphs in figure 5-2 above suggest the estimation of the expected waiting times with
some function of the job parameters. But can we use the same waiting time estimates for both
CoverT and AU? CoverT uses the maximum standard stay in the queues as a reference for the
relative tardiness of a job. Apparent Urgency uses realistic operation due dates in the priority

BObviousinsismmwmdnceWSPTmhcmmmmeMMthu Conway ot. &. [17]
provide simulation resuits that qualify this approximation over a distinct busy period.
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Figure 5-2: Three sets of ajob's expected waiting time graphs as functions of the

priority index m : 1) The approximation of the expected waiting time’ (.......),
2) The priority-based estimation fungtion w=/2W/?T(Y) +0.5, Y =1.0,( ).
3) The priority based waiting time estimates for slack jobs, y < 1.0, (-—..... ).
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7Job attributes p and w have are taken from uniform distributions p~U(0.1,1.9) and w-U(0.1,1.9) for these waiting time

functions.
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index valuation. Hence the waiting time estimates should be close to the expected waiting times
forced by the sharing of resources. To recapitulate, the coordination of the dispatching decisions
via lead time estimates requires unbiased estimates of the expected waiting times for the AU rule
but the worst case estimates for the CoverT rule. The expected average and worst case waiting
times are related to each other in a nontrivial manner. For the sake of simplicity, we approximate
the normative standard lead times by multiplying the expected waiting times by some tolerance
factor to count for the worst case. This tolerance is introduced by parameter k., 1.CKkg
discussed above:

(maximum normal waiting time) = k.*(expected waiting time).

Hence we propose the same waiting time estimation methods for AU and CoverT rules to be
tested against the traditional multiples of the processing times:

1. Static lead time estimation : Expected waiting times that depend on the attributes of
the job and some aggregate measure of load such as the average utilization or the
average queue length. We introduce two slightly different waiting time estimation
functions to study alternative coordination principles:

» The expected Wai-ting time given in equation (5.4), approximated by a inverse
function of the WSPT priority index value, and

* A composite function in w, and Pr, that allows us to experiment with different
weighting of these attrlbutes

2. Dynamic lead time iteration : lterative adjustment of the waiting time estimates
according to the performance feedback using dynamic adjustment of the estimates
with rolling forecasting and planning horizons.

We use the following parameters for adjusting the waiting time estimation functions for operation j
of job i (P Iis the average processing time, m the average priority index value, and W is the
average weight of the jobs in the shop):

a = smoothing parameter for the processing time effect, py(a) = a p~ + (1 « a)p.
ij 13

fi = scale parameter for the load effect, i. e. the waiting time of an "average" job is
proportional to some measure of load.

y = smoothing parameter for.the priority index (or the weight) of the job:
£9(Y) = Y7Ti + (1 - Y)£, orw(y) = yw, + (1 -y)W.

The functional form of the priority based waiting time estimation is an inverse of the priority
index value *; plus the expected processing time of the job currently under processing:®

W, = 8 w/u(y) +0.50 . (5.5)
The estimates can be bounded from above, for example by 3 P, to avoid excessive wasting time
allowances. Here i is the average number of operations of the jobs.

8 Another modification of the priority based waiting time estimation function was tested: V\‘ =* ft p(o)/v’\{y) + OS p
with good results.
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In the composite waiting time estimation function, both the weight and processing times
can be smoothed:

W.. = BW{.(a)/VI.(Y). ' (5.6)
1J 1J J

This estimate can be bounded from below and from above. The composite form allows the
experimentation with different smoothing of w.! and p% separately. For example, we get the
conventional multiple of crash time waiting time estimates when a=10 and y =0.0. By setting’
a=0.0and y =10 waiting times can be estimated solely on the basis of the value of the job*.

Lead time iteration uses the feedback from the global performance of the rule to adjust the
current lead time estimates based on the realized waiting times. This procedure can be adopted
in the dynamic case through a rolling horizon procedure. The rule is run from a starting date, t*
to a forecasting horizon, t; and the performance in terms of weighted tardiness is recorded. Let
Wy be the estimated waiting time in the" queue at machine k and py the corresponding
processing time. The iterative procedure for waiting time estimation consists of two stages. First
some initial values are provided for the waiting time estimates; then the estimates are updated
based on the realized waiting times in a simulation with the rule in question. The a priori waiting

time estimates, W”, ksi,...,™, can be based on the estimation methods introduced above. For
IK

example, they can be multiples of the corresponding processing times:
WE = [2XP,k, (5.7)

Letting /? =2.0 provides relatively robust estimates. The updated lead time estimates W".** are
IK

then be obtained using the realized waiting times ¢« recorded during the n™ simulation as
follows: :
V\ﬁzﬂ-: W& + a(qex _ WE()' (58)
The parameter a, 0.0 <a < 1.0, can be used for smoothing the waiting time changes. In the
main experiment a « 0.5. '

~ The operation due date for operation k of job i, d,,, can now be determined based on the
job due date d, and the lead time estimates as follows:
d”r =d - EJ'"AN (W +pig) » K=1,...m.,. (5.9)
This operation due date can then be used in equation (5.2) for the next iteration with the Apparent
Urgency rule. For the iterative CoverT rule, the estimates of the standard waiting times in
equation (5.1) can be derived, as discussed above, after smoothing the realized waiting times in
the previous simulation. Since the convergence in schedule cost or lead time estimates is not
uniform in general, we employ a stopping rule of a maximum of 10 iterations. Whenever the
weighted tardiness measure improves, we record the waiting time estimates. After 10 iterations
the best waiting time estimates thus far are restored, and the system is run to a planning horizon
t <t;. The performance of this iterative method was found to be rather insensitive to the choice of
tﬁe lengths of the forecasting and planning horizons, subjectto the following considerations:

1. improvements and convergence are often easier to obtain with a relatively short
period, such that t; - to < 200*p, Otherwise, local improvements in performance
measures might be offset by a worsening somewhere eise. '

2. The consistency of the decisions presupposes a relatively long forecasting horizon,
that is long enough so that lengthy jobs can be completed during the period.
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Thus t-t, >20p, say.

3. The planning horizon should be sufficiently shorter than the forecasting horizon to
prevent overly opportunistic myopic decisions at the end of the period.

4. Computational efficiency requires that the planning horizon is not exremely short
compared to the forecasting horizon.

Robust performance was found with the following values:
30*p <(t -1, <150*p, (tp-to) = (0.5..1.0)* (- t)) .

The actual values used in the main experiment were (tf- to) = 133*p and (tp- to) = O.5*(tf-t0). The
initiql values for the waiting time iteration were Wﬁ= 2.0‘pij. The smoothing parameter in
equation (5.8), a=0.5, and the waiting time estimates were bounded from below and from above
by 0.5*p <Wﬂ<'10*§.

5.3 Experimental Design for Dynamic Job Shops

- 5.3.1 The Job Shop Problems

The dynamic job shops studied had 10 machines. Jobs arrive continuously according to a
truncated Poisson process and are simulated over long time periods. We tested the weighted
tardiness performance of the basic and iterative CoverT and Apparent Urgency rules in large job
shop problems having 2,000 jobs, each of which had 1 to 10 operations assigned randomly. All
- 2000 jobs were included in the recording of the results of any simulation run, since we are
interested in the performance of the rules in varying shop conditions.? The processing times were
generated either from a uniform distribution p~U(1,30) for a general load, or with proportionality
in the following way: the job was assigned a size from a uniform distribution s~U(5,25), and the
operation processing times were generated from the uniform distribution p~U(.33*s, 1.67*s). In
addition to these general and propbrtionate loads, a third kind of load was generated with uneven
distribution of the processing speeds of the machines. The relative processing times for the ten
machines were assigned as follows: (0.7, 0.5, 0.9, 1.0, 1.0, 1.0, 1.0, 1.1, 1.2, 1.2.) Thus there were
three machines which had less-than-average load (as much as 30% below the average) and there
were three botleneck machines with up to 20% more work than average. The weight of a job was
generated from a uniform distribution w, ~ U(1, 2*s)), where s,= 15 for the general load.

The average level of load was determined by varying the arrival rate to yield five different
load conditions: 80%, 85%, 90%, 95% and 97% of the bottleneck capacity. Two different due date
settings were used: in a slack shop, the due date allowance varied uniformly from O to 12 times
the total processing time of an average job, 5.5*p. Thus the jobs had an average due date
allowance of six times the average total processing time.’® The other shops had a tighter average’

9Most previous studies have recorded only the performance of the rule over a more stationary time period, by loading
the shop without recording the performance of the rules. and also stopping the recording before the shop is empty [1, 17].

10Cocnway et.al. [17] found that the random due date setting was the most difficult for most rules to handle. See also [3].
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due date allowance, set to three times the average processing time. This is less than in previous
studies which used at least four times the average processing time as the average due date
allowance. '

5.3.2 Measures of Performance

The weighted tardiness criterion associates the cost, C(t) = w, max {0, (- d)}, with the
completicn of job i at time t, when the due date of the job is d; and the penalty for tardiness of one
time unit is w. The major objective is to minimize the total tardiness cost, Z.C,(t). We make it
easier to compare the weighted tardiness performance of the rules in different job shops, by
normalizing the weighted tardiness cost by the average processing time, the average weight and
the total number of jobs completed as was done in chapter 4 above, or in [66]. The number of
tardy jobs is an important secondary criterion that is normalized in the reporting to the portion of
tardy jobs of the total number of jobs completed. The measure of maximum weighted tardiness
was found to be correlated with the average weighted tardiness performance of the rules in a
previous study. it will not be reported here.

A good dispatching rule should also provide resonable inventory holding cost performance.
We used the flow time from the start to the completion, weighted by the size of the job as the
primary measure of the work-in-process inventory (WIP), normalized by the average length,
average size and total number of the jobs compieted. Because early completion sometimes
forces the firm to hold the product until the requested delivery date, we recorded a secondary
inventory measure called work-in-shop (WIS), in chapter 4. The normalized WIS is computed like
the WIP statistic except that the flow time is replaced by the time from the start date until the due
date or the completion of the job, whichever is later. A large difference between WIP and WIS ina
problem with a relatively high capacity utilization indicates that the rule is not successful in
coordinating the completion dates and due dates.

5.3.3 Rules Tested

‘The main interest of the experiment was to find out if the new lead time estimation methods
improve the performance of the AU and CoverT rules over the basic versions. However, since no
systematic comparison of any rules in the weighted tardiness problems has been reported before,
we wanted to test some common rules for benchmarks. These were the same as in chapter 4:

1. The FCFS rule that served as a "random"” benchmark,
2. The WSPT rule, using the processing time of the imminent operation,
4. The S/RPT rule, or slack per total remaining processing time.

We made the CoverT rule "weighted” by multiplying the original "unweighted” priority index by
the delay penalty job j, w, see equation (5.1) above. Four different versions of CoverT will be
reported. One used constant multiples of crash-times as waiting time estimates (CoverTcm) and
another used lead-time iteration (CoverT, ). The values for the look-ahead parameter k_and for
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Table 5-1: The assignment of the look-ahead parameter K and the lead time
estimation parameter/? for the AU and CoverT rules corresponding to the
load in the shop in terms of the expected capacity utilization.

Lead Time Estimation Method:
Iterative (initial) Priority Based
Capacity Util. K P K
CoverT: <90% 15 2.0 2.0 15
90%... 95% 1 15 20 2.0 2.0
95% < 2.0 20 2.0 3.0
Apparent Urgency: <85% 20 20 2.0 1.0
85%...90% 3.0 2.0 3.0 10
90% < 4.0 2.0 4.0 2.0

the initial lead time estimation parameter /? are given in Table 5-1 for different levels of
anticipated average load of the shop. The priority-based waiting time estimation method
(Coveer”-o) was applied with the parameter valuey = 1.0 in equation (5.5). The composite waiting
time estimation method (CoverTco ") was used with the parameters a=y =0.5.

The Apparent Urgency rule in equation (5.2) above, was tested with initial constant lead
time estimates (AU.,,) and with iterated lead time estimates (AU;e). The values of constant
look-ahead parameter K and lead time estimation parameter (i in equation (5.7) are given in table
5-1. AUrter is the same rule with lead time adaptation, updating the waiting time estimates
according to equation (5.8). The same priority-based, AUy, and composite, AUcomp, wWaiting
time estimation functions were used as for ovar *'*

5.4 The Results of the Experiment

5.4.1 Weighted Tardiness and Portion of Tardy Jobs

The results of the experiment are reported according to the expected load and the average
due date allowance. Since there was no significant difference in the performance of the rules and
waiting time estimation methods for the different job shop types tested (general, proportionate
and bottleneck job shops), the results forthe three have been averaged to obtain larger samples.

The normalized weighted tardiness for the different rules are shown in Table 5-2 as a
function of the expected load of the shop. These problems had rather loose random due dates
with. the average due date allowance of six times the processing time of an average job. The
corresponding results for the tight due date setting having the average allowance of three times

%n the pilot studies, the following values of the rule parameters were tested: * =15, 2.0, 3.0 and 4.0, fi = 1.0, 2.0 and
3.0,y=0.0, 0-3, 0.5, 0.7 and 1.0, and a=0.0, 0.3, 0.5, 0.7 and 1.0. Most of the combinations of the parameters worked
according to the intuition given in the text. The results for the reported parameter combinations were most consistent
although some others performed reasonably well, too, e.g. the composite mode! with a=0.0 and y=1.0; or lead time
estimates coordinated by jobs' weights.
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A

the average processing time are shown in table 5-3. The performance cf the rules in terms of the
portion of tardy jobs is shown in tabies 5-2 and 5-3 in parenthesis. These resuits are shown in a
graphical form as well. The weighted tardiness graphs for both slack and tight due date settings
are depicted in figure 5-3. The average portion of tardy jobs is graphed in figure 5-4.

Table 5-2: The normalized weighted tardiness averaged for the three shop types.
Slack due dates. The average portion of tardy jobs is shown in parenthesis.

Normalized Weighted Tardiness (Portion of Tardy Jobs):
Load estimates:
80% 85% 90% 95% 97 %

Rule: '
FCFS .278 (16.5) 546 (23.0) 1.173 (34.3) 2.692 (51.2) 3.390 (52.3)
EDD .022 ( 5.1) .073 ( 8.7) 197 (20.4) 1.222 (45.3) 1.899 (51.0)
S/RPT .018 ( 5.3) .034 ( 9.6) .078 (19.7) 919 (48.6) 1.503 (54.2)
WSPT 110 (12.7) .208 (16.1) .348 (20.1) 617 (24.3) 710 (24.1)
CoverTwn .019 ( 6.7) .031 (10.2) .0585 (15.2) 199 (23.1) 294 (25.7)
Ccveerﬁo .015 ( 4.8) ..025 ( 6.6) 041 ( 8.7) .198 (16.8) .268 (17.5)
Coverchmp 016 ( 4.1) .024 ( 6.7) .043 ( 9.2) 193 (17.4) .268 (17.8)
CoverTiter .012 ( 5.0) .023 ( 8.7) .049 (12.9) 204 (22.5) .294 (24.8)
AU con .016 ( 4.3) .029 ( 6.8) .046 ( 8.6) .199 (16.8) .291 (18.8)
AU prio 015 ( 4.2) .025 ( 5.7) .046 ( 7.6) .189 (15.2) .281 (17.4)
AU comp .015 ( 4.6) .024 ( 6.1) .038 ( 8.0) 190 (15.7) 277 (18.2)
AUM 010 ( 3.7) .021 ( 6.2) .037 ( 8.0) .182 (15.9) 267 (17.8)

The conventional rules did not perform satisfactorily in the test problems. The due date
oriented rules, EDD and S/RPT, are reasonable in light load and loose due date situations, but
their performance deteriorates quickly when the foad increases beyond 85% with tight due dates
and beyond 90% with slack due dates. WSPT while never extremely bad is far from the top in most
cases.

The modified CoverT and AU rules were superior to the other rules for all shop-load
conditions. The basic AU rule was up to 10% better than CoverT in the weighted tardiness
measure, and 10-25% better in the portion of tardy jobs. The priority-based lead time estimates
improved the weighted tardiness performance of the modified CoverT by 5-20% on average.
Moreover, the portion of tardy job was impraoved up to 30%. The AU rule gained less from the
priority dependent waiting time estimation while the AU rule with lead time iteration was the best
overall rule in both average weighted tardiness and average total cost. CoverT's improvement
due to the lead time iteration was usually less than with the static priority based lead time
estimales. Its improvement relative to AU in heavily loaded shops is due to the more global nature
of its priority index. CoverT minimizes the average contribution to the weighted tardiness that is
the major concern when several jobs are interacting intensively in contention over the machines.
The AU rule is designed to minimize any local contribution to the tardiness. Hence it is at its best
in more decomposable problems in lightly loaded shops. AU's global performance can be
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Table 5-3: The ncrmalized weighted tardiness averaged for the three shop types.
Tight due dates. The average portion of tardy jobs is shown in parenthesis.

Normalized Weighted Tardiness (Portion of Tardy Jobs):
Load estimate:
80% 85% 90% 95% 97%

Rule:
FCFS .753 (36.8) 922 (42.1) 2.329 (60.9) 3.033 (64.5) 5.984 (76.4)
EDD 354 (31.4) 444 (38.2) 1.662 (67.2) 2.360 (69.7) 4.465 (80.5)
S/RPT .269 (36.1) 338 (43.0) 1.586 (74.5) 2.062 (74.9) 4.063 (85.1)
WSPT 247 (24.3) .296 (26.3) 556 (32.1) .666 (34.1) 1.079 (36.8)
CoverTcon 101 (22.9) 121 (26.4) .342 (40.0) 432 (38.7) TJ77 (44.3)
Coveerrio .088 (17.8) 102 (20.6) 325 (29.1) 416 (30.2) 741 (34.5)
CoverT comp 087 (17.4) .099 (20.7) 322 (31.4) 412 (30.8) 735 (35.4)
CoverTiter .092 (22.4) 100 (22.3) 311 (35.4) 401 (35.1) .731 (37.8)
AU con 101 (18.4) 112 (20.7) 332 (30.2) .422 (33.1) 754 (35.4)
AU prio .096 (17.0) 109 (19.0) 327 (29.0) 404 (30.1) .752 (34.6)
Aummp .092 (17.3) 107 (21.1) 331 (31.3) 416 (32.0) 773 (35.2)
AUiter .080 (17.2) .096 (19.8) .292 (29.0) 380 (31.2) .734 (35.1)

improved by "costing" the congested machines that a job needs later on, thus reducing the
immediate priority of a slack job in CoverT-like manner (see chapter 6 for details).

5.4.2 Other Measures of Performance

The robustness of the AU and modified CoverT rules indicates that they must be reasonably
good in utilizing the machine resources. The statistics for work-in-process inventories and the
work-in-shop measures, shown in tables 5-4 and 5-5 for all rules and different load conditions,
confirm that there was no deterioration of the performance of AU and modified CoverT for these
objectives. Quite the contrary, the AU rule ranks among the best two or three for both WIP and
WIS measures in most problems.

The maximum weighted tardiness measures were not recorded systematically in the
dynamic job shops. Several observations indicated that the AU and CoverT rules are also
superior to the other rules in this measure of performance, as was the case in the static flow shops
reported in chapter 4.

Recognizing the multiple objectives of scheduling, the rules are also compared in terms of
combined costs of inventory holding, fixed charges for tardy jobs, and the variable tardiness
penalty. The average tardiness penalty is set to twenty times the inventory holding cost, and the
relative fixed cost for late shipment equails half of the tardiness penalty of an average job delayed
by its processing time. Thus the total costs are:

(5.10)

Total Cost = 2.0*(Norm. Weighted Tardiness) + (% Tardy Jobs) + 0.1*(Norm.WIiP)
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Figure 5-3: The weighted tardiness for the different levels of load averaged
over the three shop types. Slack ((———) and tight due date setting f——.
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Figure 5-4: The percentage of tardy jobs for the different levels of load averaged
over the three shop types. Slack (- - -) and tight due date setting (——).
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Table 5-4: The normalized WorkIn-Process (WIP) inventory averaged for the three
shop types, slack due dates. The Work-In-Shop (WIS) is shown as well.

Normalized WIP (WIS):
Load estimate:

80% 85% 90% 95% 97 %
Rule:
FCFS 2.55 (6.85) 3.20 (6.88) 4.46 (7.38) 6.32 (8.35) 6.80 (8.91)
EDD 2.30 (6.46) 2.78 (6.05) 3.47 (5.91) 437 (5.85) 4.69 (6.26)
S/RPT 2.62 (6.58) 3.12 (6.30) 3.86 (6.08) 4.72 (5.80) 4.96 (6.24)
WSPT 2.23 (6.98) 2.74 (7.14) 3.59 (7.83) 4.86 (8.78) 5.35 (9.37)
CoverTcOn 2.45 (6.56) 2.97 (6.29) 3.81 (6.15) 474 (6.18) 5.11 (6.61)
CoverTprio 2.50 (6.59) 3.05 (6.34) 3.92 (6.29) 483 (6.17) 534 (6.93)
CoverTcomp 2.45 (6.58) 2.98 (6.30) 3.90 (6.27) 477 (6.17) 5.27 (6.84)
CoverTiw 2.43 (6.53) 2.97 (6.29) 3.86 (6.11) 477 (6.16) 5.12 (6.64)
AU con 2.33 (6.54) 2.81 (6.21) 3.49 (6.14) 4.33 (6.22) 4.77 (6.77)
AU 2.34 (6.55) 2.81 (6.23) 3.55 (6.18) 4.41 (6.29) 487 (6.75)
AUCOmp 2.29 (6.55) 2.78 (6.16) 3.44 (6.05) 4.31 (6.17) 4.70 (6.56)
Ain 2.38 (6.51) 2.86 (6.21) 3.59 (6.14) | 4.41 (6.30) 4.98 (6.86)

Table 5-5: The normalized Work-In-Process (WIP) inventory averaged for the three
shop types, tight due dates. The Work-in-Shop (WIS) is shown as well.
Normalized WIP (WIS):

Load estimate:

80% 85% | 90% 95% 97%
Rule: |

FCFS 285 (429) | 308 (4.36) | 464 (545) | 520 (5.97) | 7.40 (7.90)
EDD . | 243 (364) | 254 (359) | 334 (397) | 375 (4.25) | 474 (5.08)
S/RPT | 259 (362) | 270 (361) | 358 (3.96) | 377 (4.15) | 4.63 (4.88)
WSPT 243 (4.31) | 263 (447) | 378 (546) | 3.97 (562) | 557 (7.10)
CoverT 257 (377) | 271 (3.77) | 366 (425) | 406 (4.69) | 534 (5.79)
| CoverT . 256 (376) | 266 (3.73) | 383 (451) | 411 (483) | 538 (5.91)
CoverT - | 255 (374) | 267 (372) | 374 (435) | 410 (477) | 534 (5.84)
CoverT,, 252 (375) | 262 (375) | 371 (436) | 396 (4.67) | 525 (5.78)
AU . | 246 (377) | 260 (3.78) | 346 (454) | 383 (463) | 521 (599
AU | 246 (378) | 261 (377) | 386 (451) | 388 (470) | 525 (5.99)
AU oo | 244 (372) | 254 (366) | 357 (4.36) | 3.88 (463) | 527 (5.94)
AU, 250 (3.74) | 268 (3.77) | 367 (449) | 395 (466) | 532 (6.06)

These costs, averaged over the different shop types, are shown in Figure 5-5 for slack and
tight due dates separately. AU and CoverT are again far superior to the other rules tested. The
standard AU is approximately as good as the best version of CoverT, using enhanced lead time
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estimation in the problerns with long average lead time allowance. But the enhanced CoverT is
better with shorter lead time allowances. However, the AU rule with lead time iteration is the best
by a consistent margin over all the problems studied.

5.5 Conclusions

In this chapter, we have discussed the evaluation of priorities for slack jobs under the
weighted tardiness criterion in dynamic job shops. The new state dependent rules have surpassed
the previous standards, represented by the CoverT rule, in several ways. First, we have improved
the original CoverT rule by introducing new static waiting time estimation methods which yield
reductions of 5-30% in the weighted tardiness and portion of tardy jobs, depending on the
characteristics of the preblem. More specifically, the new priority-based lead time estimates
sometimes suffice for obtaining the best performance of all rules tested. Second, the basic
version of our Apparent Urgency rule is better than CoverT in terms of weighted tardiness and
number of tardy jobs in most moderately loaded shops with a capacity utilization of less than
95%. CoverT is designed to minimize global average weighted tardiness, hence it performs well in
tightly coupled problems in congested job shops. The AU rule was designed to be locally optimal.
It performs best in decomposable problems in lightly loaded shops but needs additional
coordination in heavily loaded shops. Third, the lead time iteration makes the AU rule consistently
better than CoverT in weighted tardiness costs, in inventory-holding costs, and in rush-shipping
costs.

The new rules use the information of the load and status of the shop indirectly, either in
setting some static lead time estimates or in adjusting dynamically the lead time estimates
according to the simulated performance of the rule. The look-ahead and waiting time estimation
parameters have been fixed, based on aggregate load estimates, over an extended busy period.
The lead time iteration generates waiting time estimates which reflect the specific load conditions
but are not derived from any direct measure of the load. An obvious improvement to the lead time
iteration would be to initialize it with the new priority-based waiting time estimates. The testing of
possible gains is left for future studies. In practical scheduling situations, the scheduler would
probably be tempted to adjust the the parameters of the dispatching rule in anticipation of certain
kind of shop load conditions in the near future. In next chapter, we will analyze the consequences
of dynamic adjustment of the slack evaluation parameters based on the anticipated load on the
machines. If this kind of locally opportunistic adjustment can be coordinated automatically to
ensure global performance, the.resulting dispatching system would eliminate the initialization
problems of the parametrized rules.
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Consider a dispatching decision when the main objective is to minimize weighted tardiness
and you have a reliable forecast of the future load. If the machine is a bottleneck with a a long
queue it should be loaded efficiently according to the WSPT rule: short and expensive jobs
should be given higher priority despite their slack. Any idle time on that machine should be
avoided as well. On the other hand, if a machine will have rather light load in the future, jobs can
be sequenced according to the shortest slack, allowing idle time if necessary for expediting a
critical job. Naturally, the expected waiting times of jobs on these two machines will be very
different since a long job would probably stay for a long time in the bottleneck queue but could be
processed quickly on the slack machine. These heuristic rules can be implemented by proper
parameter setting of the AU rule: along look-ahead (large k) and long lead time estimates (large
B) are needed for jobs going through a bottleneck machine, and smaller k and B on the slack
machines. Moreover, the priority index of a job that is going next into a long tardy queue should
be lowered on the current machine.

In the previous studies in chapters 4 and 5, the lead time estimation and look-ahead
parameters were set on a constant level that was appropriate for the average utilization of the
machines. However, the lead time estimation with a constant 8 did not work as well in a shop
with bottleneck machines as in an evenly loaded shop, as indicated by. improvement obtained
with the lead time iteration. We have already found in chapter 3 that the bottleneck machines
determine the structure of the optimal schedule in a proportionate flow shop with unit jobs. The
experience with some commercial job shop scheduling systems, such as OPT [31], supports also
the view that an efficient loading of the bottleneck machines has a primary role in job shop
scheduling. Hence we might expect some gains from increasing the x and 8 parameters on a
bottieneck machine to adapt the rule to the load conditions. But by how much these parameters
can be adjusted before losing the consistency of the dispatching decisions over time and across
the machines. To address the coordination problem, we need to measure the trade-off between
the cost of delaying the processing of a job (time cost of a job) and the cost of using the machine
(opportunity cost of the machine). This ratio would allow comparisons across the opportunity
costs of different machines, and the costs of the jobs across different time periods as well.
Previous research has concentrated on the study of the behavior of simple rules which do not
encompass the cost information required for proper coordination [3, 17, 33, 58]. A common state
indicator used before has been the length of a queue, measured in terms of the number of jobs,
work contents, the utilization of the machine, or the expected waiting time of a job. As Maxwell
[49] has shown these measures are closely related and hence equally suitable surrogates for
estimating the opportunity costs of the machines. Bertrand [10] proposes a direct loading
procedure to estimate the job lead times with some coordination of job priorities. His adjustable
dispatching rule uses aggregate load information in the form of the average due date of the jobs in
the shop and the lengths of the queues. Examples of state coordinated rules that use the queue
length as state indicator are the (anticipated) work in next queue, (A)WINQ, rule and the
composite rules that include it[3,17,58]. This "machine look-ahead”, or probing component
lowers the priority of a job on the current machine if it would exit into a long queue at the next
machine. In order to avoid overreaction, anticipated queue length can be used instead the
currently observed ones. A component similar to the WINQ but normalized by the total work in the
shop is included in the Dynamic Composite Rule (DCR) in [17]. DCR is the only priority rule that
adjusts the priority index directly to the load on the current machine as well (see section 2 below).
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Emery [20] designed a multi-stage dispatching procedure which uses several state indicators to
screen jobs from the final dispatching. The components of this optimum seeking search
procedure will also be discussed below.

Some of the previous results in this thesis have indicated how to choose the most efficient
parameter values for the Apparent Urgency rule. The purpose of this chapter is to study
systematically the possibilities of periodic adjustment of the priority indexes and the coordination
of dispatching decisions using anticipated state information. In section 2, we specify adaptation
rules for the AU priority index. The efficiency of the new "automatically" state dependent rule is
tested against the constant rules in the problems reported the previous chapter. The results,
which do not indicate any consistent improvement in the weighted tardiness performance of the
AU rule, are analyzed in section 3. Section 4 concludes the experiment.

6.2 Load Estimates as Priority Coordination Parameters

6.2.1 Different Mechanisms of Priority Coordination

The dispatching process is reminicient of any coordination problem. We have to make an
opportunistic local decision, taking into account the interactions of several local decisions to
guarantee a good global performance.” Hence we have to anticipate the future status of the shop
before knowing the final dispatching decisions. In the myopic dispatching approach, the
complexity of local decisions is reduced by the greedy search forward in time. But this.
computational efficiency comes at the cost of not using any information of future status of the
machines. The uncertainty of the future is endogenous since it could be removed if we could
solve the problem using forward dynamic programming or some other exact method.?2 However,
we can get an estimate of the future load by an aggregate analysis of the problem data or through
simulation with a myopic dispatching rule. Different methods and time horizons of state estimation
are classified in our framework in chapter 2. Some of this kind of coordination was included in the
Dynamic Composite Rule (DCR), a 3-parameter state dependent rule for average tardiness
scheduling [17]. The priority index at time t for jobi, '”gCR(t)’ is determined as follows (oii denotes
the due date of operation j, set according to the standard lead times of the job class in question,
P; the processing time):

Thoa® = 0;-p; + BIZ PN Py + AW, . (6.1)
where b, r and h are parameters constant during a particular simulation run, kaki is the sum of
the processing times in the queue from which the selection is to be made, and qu is the ratio of
the sum of the processing times in the next queue to the sum of the processing times of the jobs
in all the other queues in the shop. DCR is actually a minimum slack rule (the job with the lowest
index value has the priority) that is adjusted for the congestion of the current queue and of the
next queue. With proper parameter selection, for example b=15,r=1, h=0, or b=03,r=1,
h =160, this combination rule performed better than its component rules in terms of average
tardiness and conditional tardiness. The DCR index in equation (6.1) represents the time
dimension (slack and processing time) of priority. The AU priority index is expressed in terms of
the marginal tardiness cost per time unit on the machine (high value gets the priority):

2Henewe assume that the problem data is known with certainty.
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(6.2)

L0 = (w/p, e’ 9~ Py g Wi
Here W{” is the expected lead time on the subsequent machines and p is the average
processing time of the unscheduled jobs. Parameter x determines the scale of the measure of the
slack of the job. This AU index can be represented in the slack time domain as well. Any
monotonic transformation of the priority index will maintain the ranking of priority assignment
unaltered. Thus we can take the negative of the logarithm of the AU index in equaticn (6.2),
following [54]:

(6.9)

r. (t) = [d t- P Tiet W‘;”]+ + Kkp ln(pij/wi).

Companng this to the DCR index above, we notice that both have a similar slack component. The
second component is a function of the queue length multiplied by a term containing the weight
and the processing time, or a "utilization factor” [54]. The main difference is that the DCR index
does not include a job specific weight, w.. The third term of DCR, the relative length of the next
queue, in effect adds a "time penalty” to the local slack due to the heavy load on the next
machine. In the original study [17], the second, "SPT-like" term, improved the performance of the
plain slack term considerably, whereas the third, "probing" term, did not improve all tardiness
related measures. In the following section, we experiment with a probing term in the cpportunity
cost domain.

Emery [20] designed an optimum seeking procedure for minimizing average inventory
holding, earliness and tardiness costs in a static job shop scheduling problem. His priority
function is a composite rule. The priorities of schedulable jobs are determined in two stages.
First, six screening criteria are applied in a sequence to eliminate the jobs which are not "critical”
for the final priority evaluation. The six threshold criteria are the job’s 1) external priority class, 2)
CoverT index value, 3) time spent in the present queue, 4) remaining processing and queue lime
over current processing time, 5) processing time of current operation, and 6) size of next queue.
The second stage is an ordinary dispatching decision among the jobs which survived the
screening stage. The priority index function is a weighted sum of the terms used in each of the
screening stages (except the external priority). Thus there are 5 parameters to be adjusted over
some region using simple heuristic grid search. In the example reported in [20], the optimum
seeking process resulted in total inventory holding and tardiness cost that was 5% lower than the
starting solution and 10% lower than the cost with the piain CoverT rule. However, the effects of
each of the coordination terms upon the performance of the rule are not explained in [20].

6.2.2 The "Self-Adjusting™ AU Priority Index

Wemmmmaﬂ;&m@mmo&mmm mwmmedforwommmm
sariations oﬂmlo«ad mmmﬁermmmandmmemmm Mowmmemm;ﬁnn
given in Introduction:

¢ long look-ahead (large k) and long lead time estimates (large ) should be used for

jobs going through a heavily loaded (bottleneck) machine with long queues, and
smaller k and B on the slack machines having short queues.
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¢ the priority of a job on the current machine should be reduced if it is going next onto a
machine which will have more urgent jobs to process (and possibly a longer queue).
We could also expedite jobs going to an idle machine that will later have enough load
and delay jobs going to heavily loaded machine toward the end of its busy period.

The priority index of job i at machine j is the basic AU priority index with the following
modifications:

1. The waiting times for each of the remaining operations after the current one, Wik, are
estimated based on the .use of the average anticipated queue lengths on the
machines, q=(q 4 Gy @ ) q consists of weighted averages of the current,
anticipated and total average queue lengths for the look-ahead estimation (see next
section). The waiting time estimation parameter, 8, of the priority-based model® can
now be determined on the basis of the anticipated queues:

W, (q) = B(@)Ww/7, + 055, (6.4)

Wita) = Z7_ W, (a),
where x, is the WSPT priority index value of job i on machine j, w is the average

weight and p is the average processing time of the jobs in shop. B is some non-
decreasing function of q to be determined later.

2. The'length of the look-ahead is also determined by the anticipated queue lengths, q.
Thatis, k = k(q) in the state dependent AU priority index:

o1 e _ {6.5)

i, qQ = (w/p)e @ity Ly -Wt @] T /x@p

1
We use the average anticipated queue length because the jobs arriving to the queue
in the near future will compete for the machine capacity with the jobs which might not
yet have arrived.

3. Add probing or a further adjustment of the priority index for the load on the next
machine. The correction term in the opportunity cost space considered here is the
ditference between the anticipated AU priority index value of job i on next machine n
after time T, w gt+ Ty and the anticipated average pnonty index value of the jobs
being processed on the next machine at the same time, 4 t+ T1),

A'”AU(” 4Ty = 7 AU(t+T1) - w"(t+T1) . (6.6)

The implementation of this probing term depends on the load information available in
the scheduling system discussed in the next section.

4. The "self-adjusting” AU priority index is the sum of the urgency terms on the current
and the next machine:
Thyt a4, 77 = 7a,t Q) + CAwg (a" L T). ®7)
The probing of the anticipated urgency differential on the next machine is controlled
by setting the parameter c>0 above.

3See chapter 5 for the derivation of the priority-based waiting time model.

4TheprioritycouldbedecreaedifmeMmdﬁWWmd&mWB)Tf
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In the earlier studies we have found that the AU priority index could be adjusted to certain
load conditions if the appropriate state information were available. We test three further
refinements: : '

1. The waiting time estimates V\/ﬂ. can be adjusted according to the average tardiness of
the jobs in the anticipated machine queues as discussed in chapter 5. If the jobs have
long slack on average, the waiting time estimation function is flattened using y < 1.0 in
equation (5.5).

2. The look-ahead parameter K can be adjusted according to the value of the job, if there
are only few jobs anticipated in the queue: more expensive jobs should have shorter
look-ahead or a lower value of K as discussed in chapter 2.

3. The priority index of a job going later to heavily loaded machines can be reduced by
allocating the expected marginal tardiness cost over the "effective" remaining
processing time. The effective processing time is the processing time on the current
machine plus a portion of remaining processing time that depends on the load on the
subsequent machines. This modification gives the AU rule "CoverT-like" global

- coordination in heavily loaded shops: the priority index of a job with several operations
remaining reaches the full WSPT value just when job is within the crash time from its
due date.

Before testing the" new coordinated AU rule, we specify the load estimates needed for the priority
index functions given above.

6.2.3 Estimation of State Indicators

The estimation of the two state indicators proposed above, the average queue length and
the average priority index values of the schedulable jobs, requires a simulation of the problem
with some dispatching rule, for example the basic AU rule. The horizon of this forward simulation
can extend from the extrapolation of the current status by a few tentatively simulated decisions
(as with the AWINQ rule) to the use of long forecasting and planning horizons. Since we are
mainly interested in the waiting time estimatés in the near future, arolling horizon procedure can
be implemented.

To estimate the queue length, we should count only the “critical" jobs in the queu:;}+JTle
critical jobs are those jobs i for which the urgency function for operation j, e~ fArAj+i™i * |
exceeds some treshold value. Alternativelys the critical queue length can be estimated as a sum
of the urgency function -values of the jobs in the queue. Both of these critical queue length
estimates characterize the anticipated dispatching situation better than the queue length
including all jobs, even those with considerable slack. The critical queue lengths could be
weighted averages of three components: the current queue length at a machine, the average
anticipated queue length of that machine, and the average queue lengths averaged over all
machines of the shop. In the pilot studies, the current queue length was found too volatile to be

used as a rule parameter in the simulation. More stable queue statistics were obtained through
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moving averages5 of the average machine queue lengths and the global average gqueue length of
the shop. The forecasting horizon was set to 100*p and the planning horizon to 60*p. Second,
the anticipated average priority index value on the next machine reflects the urgency of the load
on that machine. This index can be obtained as a sum of the projected6 priority indexes of the
schedulable jobs and the those of .the jobs scheduled to arrive on that machine, divided by the
average critical queue length. If on a bottleneck machine the load is temporarily higher than
average, the correction term works like the AWINQ rule_ preventing further congestion of the
machine. Otherwise, a job with relatively high projected Apparent Urgency index can be rushed
to that machine against the prescription of the AWINQ rule.

6.3 Experiments in Dynamic Job Shops

6.3.1 Job Shop Problem and Rules Tested

Different versions of the new coordinated AU rules were tested in the problems used in
chapter 5. The performance of the rules was recorded over a complete busy perlod of the shop to
count for varying shop conditions. The rules were:

Apparent Urgency
Constant The AU rule using the priority based waiting time estimates with §=1.0, and
look-ahead factor « = 3.0.

Indirect The AU rule with selected constant priority based lead time estimation and
look-ahead parameters used in the previous experiment in chapter 5.

Lead Time lter. The AU rule with lead time iteration as benchmark from the previous
experiment.

Direct Load Information, Coordinated with A ,and Xk
The AU rule with a dynamic priority based waiting time and look-ahead
estimation. Coordination parameter A, represents the weight of the global
average queue length, g (1), in the queue length estimate, qm(t), of machine m,
for the waiting time estimation parameter, 8 m(t), attimet

A = Agd M) + (1-A)q (®), | 6.8)
B, = @, m°%,

W, =B, ,W/=, +075p.
The functional form 8 = q°'5 was robust in a pilot study. Coordination
parameter )\k represents the weight of the global queue length in a machine’s
queue length estimate for the look-ahead parameter «(t) at time t:

5Thequeue lengths were averaged continuously over time buckets of the length 10'p_ The forward moving average of
four of these time buckets was used as the estmate of the anticipated queue length.

S1he stack estimate of a job was reduced by 2°§ .
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a,(® = A, G0 + (-2 )d ), (69)

k(1) = ()%

The form x = qo""5 was robust in the pilot study.

The parameters A = (A, , Ak) determine to what extent the priority assignment
is coordinated by global load in the shop. The weight 1.0 - A is given to the
specific machine queue statistic. For example, the values A = (1.0, 1.0) assign
the same waiting time look-ahead estimates for all machines, adjusted
periodically by the changing load in the shop. A = (0.5, 0.5) allow the load of a
machine to affect its look-ahead and waiting time estimation. The "effective"
processing time approach has.been used with the AU rules to improve the

clobal coordination in on congested machines.” ‘

Next Machine Probing
The AU rule with the probing of the next machine urgency. The anticipated
average priority index value on machine n is computed as

F(t+T,) = Sag,t+T)/0.5@ (1) + M), (6.10)

where -xri/‘\"u is job i's projected priority index value on the next machine
n. Hence the machines with less-than-average queue length should be easier
to load. The probing parameter in equation (6.7) is assigned the value
c=qn(t)/20.0 if the correction Awfu < 0, and ¢c=0.0 otherwise. Hence a
machine with a long queue can reject a job with low projected urgency but no

machine can "pull” a job even with high projected urgency.

Look-ahead Adjustment
The same AU rule except that the look-ahead parameter « is reduced for jobs
with value w, above average, especially in a slack shop.

K, =k (1-(1-w/W)/q). 6.11)
Probing and Look-ahead adjustment
Both next machine probing and look-ahead adjustments implemented.

We studiedmeperiodicadimhnemﬁwaiﬁng%e‘ timates, or parameters f_, for CoverT as
well. The probing of next machine urgencies was not implemented.

CoverT:
B=20andk =20.
indirect The CoverT rule with the selected constant priority based lead time estimation

parameters used in the previous experiment in chapter 5.

Lead Time lter. The CoverT rule with lead time iteration as benchmark from the previous
experiment.

"The effective processing me s 5 = By + Iy _; , 18Py where the maching congestion factor py = @ () - 1/20.
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Direct Load Information
The modified CoverT with priority based waiting time estimation method, using
the coordination parameter )\B = 0.5 or 1.0, with a constant look-ahead
tolerance k, =20. :

The parameters of the final experiment were selected from a pilot study. The exponential forms of
B- and k-functions were tested with the following values of the exponent: 0.25, 0.4, 0.5, 0.6, 0.75,
0.8, 0.9, and 1.0. The values of the coordination variables A\ tested were 0.0, 0.25, 0.5, 0.75 and
1.0. :

6.3.2 The Resulits of the Experiment

The weighted tardiness results of the experiment are shown in Tables 6-1 and 6-2, for the
different load categories and averaged over the three shop types, for slack and tight due dates,
: respectively.8 It is obvious that the periodic adjustment of the priority index functions using direct
state information fails to improve the average performance of the rules consistently in terms of
weighted tardiness or percentage of tardy jobs. Also the inventory holding measures were
approximately the same as with the constant rules. The new state dependent AU rules had some
promising cases with better performance than the selected constant parameter rules. CoverT, in
the contrary, has very stable performance that is worse than the "constant” CoverT in most cases.
The percentage of tardy jobs was, however, very low compared to the other rules.

The ccordination achieved via the global queue length seems to provide some robustness.

The additional state information from the machine queue lengths improves the weighted tardiness
~performance occasionally, but the gains are, by and large, rather disappointing. CoverT holds
some advantage in heavily loaded shops but fails in the case of light load. The amount of
coordination does not appear relevant for CoverT. This can be understood by the fact that the
CoverT index aggregates the waiting time estimates thus reducing the variance of any estimation
errors. Probing the priority on next machine does not improve the average performance of the AU
rule although in individual problems the improvement can match the corresponding results in the
earlier study with the DCR [17]. The adjustment of the look-ahead parameter x according to the -
relative weight of the job had mostly negative consequence.

83ee previous chapter 5 for description of the job shop problems.
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Table 6-1: The performance of the self-adjusting rules in terms of hormalized weighted
tardiness with slack due dates, averaged for the three shop types. The average
percentage of tardy jobs is shown in parenthesis.

Normalized Weighted Tardiness (Portion of Tardy Jobs):

Load estimates:

Rule: 80% 85% 90% 95% 97%

Apparent Urgency:

Constant 016 (4.7) .030 (6.4) .048 (7.8) 195 (16.4) 287 (19.7)

Indirect 015 (4.2) 025 (5.7) :046 (7.6) 189 (15.2) 231 (17.4)

Lead Time Iter.] .010 (3.7) 021 (6.2) .037 ( 8.0) 182 (15.9) 267 (17.8)

Xg, \K Coordinated Direct Load Information:

1.0,1.0 015 (3.7) 029 ( 5.9) 043 (7.9) 191 07.1) 287 (18.1)

0.5,1.0 015 (3.6) .028 (6.0) .049 ( 8.0) 192 (16.4) .283 (18.6)

05,05 015 (3.7) 025 (5.7) 048 ( 7.3) 192 (16.4) 299 (17.6)
Coordinated Next Machine Probing:

1.0,1.0 015 (4.3) 026 (5.9) .046 ( 8.0) 197 (17.3) 271 (18.3)

0.5,1.0 015 (4.2) .030 ( 6.6) .046 ( 85) 197 (17.2) 277 (185)

0.5,0.5 015 (4.3) . 028 ( 5.9) .048 ( 7.9) 197 (16.3) 272 (17.5)
Coordinated Look-ahead Adjustment

1.0,1.0 015 (4.0) 026 ( 6.1) .044 ( 8.3) 191 (17.3) 299 (19.3)
Probing and Look-ahead Adjustment

1.0,1.0 015 (3.7) 025 (6.0) .040 (8.3) 193 (17.2) 291 (19.6)

CoverT:

Constant 017 (4.8) 032 (6.8) .047 (8.8) 195 (16.5) 271 (18.2)

Indirect .015 (4.8) 025 (6.6) .041 (8.7) .198 (16.8) .268 (17.5)

Lead Time lter} .012 (5.0) .023 (8.7) .049 (12.9) 204 (22.5) 294 (24.8)

\s, K Coordinated Direct Load Information :

1.0,2.0 016 (4.2) .028 (6.4) .052 (8.7) 205 (16.3) 283 (17.0)

0.5,2.0 018 (4.3) .030 (6.3) .052 (8.6) 211 (16.1) 284 (16.8)




COORDINATION OF JOB PRIORITIES

85

Table 6-2: The performance of the self-adjusting rules in terms of normalized weighted
tardiness with tight due dates, averaged for the three shop types. The average
percentage of tardy jobs is shown in parenthesis.

Normalized Weighted Tardiness (Portion of Tardy Jobs):

Load estimates:

Rule: 80% 85% 90% 95% 97%

Apparent Urgency:

Constant .096 (16.6) 115 (18.8) 329 (29.2) 406 (31.1) .766 (36.7)

Indirect 096 (17.0) 109 (19.0) 327 (29.0) 404 (30.1) .752 (34.6)

Lead Time Iter.] .080 (17.2) .096 (19.8) .292 (29.0) .380 (31.2) .734 (35.1)

Xg .Coordinated Direct Load Information:

1.0,1.0 .089 (16.1) 105 (19.4) .328 (30.4) 416 (31.6) .762 (35.6)

"0.5,1.0 .080 (16.0) 110 (19.0) 333 (29.6) 416 (31.9) .756 (35.0)

0.5,0.5 089 (15.3) 107 (18.3) .328 (28.7) 413 (30.7) 749 (34.6)
Coordinated Next Machine Probing:

1.0,1.0 .090 (17.0) 105 (18.9) 326 (29.5) 403 (30.4) 770 (35.9)

0.5,1.0 091 (16.9) 110 (19.6) .328 (29.9) 403 (30.2) .748 (35.5)

0.5,05 .088 (16.2) 109 (18.6) 324 (28.5) 409 (30.3) 773 (35.3)
Coordinated Look-ahead Adjustment:

1.0,1.0 092 (16.6) 112 (19.9) 341 (30.6) 425 (32.2) .760 (35.7)
Probing and Look-ahead Adjustment

1.0,1.0 .089 (16.2) .108 (19.6) 325 (29.7) 406 (32.0) .746 (35.6)

CoverT:

Constant 097 (16.6) 113 (19.0) .330 (29.2) 417 (30.9) .750 (37.3)

Indirect .088 (17.8) .102 (20.6) 325 (29.1) 416 (30.2) .741 (34.5)

Lead Time Iter.}] .092 (22.4) 100 (22.3) 311 (35.4) 401 (35.1) 731 (37.8)

\s, K Coordinated Direct Load Information

1.0,2.0 .093 (16.4) 109 (18.4) 327 (28.0) 405 (29.4) 779 (33.8)

05,20 096 (16.3) 116 (19.1) - 329 (27.1) 404 (29.1) .781 (34.0)

ERTETE R
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6.4 Conclusions

Direct load information has been applied in the dispatching approach without any
significant loss of weighted tardiness performance. The coordination is achieved through
smoothed queue length information. Our failure to improve the AU and CoverT rules with direct
load information should not deter further experiments with self-adjusting rules. First, despite
careful pilot studies, the state indicators and parameter estimation functions specified here might
not have been the most appropriate ones. Second, any additional constraints (multiple resources,
alternative routings) will add to the potential need for more direct dual price information. Third, a
conclusion of our results is that indirect load information suffices for good performance in
weighted tardiness problems, especially with performance feedback. The self-adjusting rules can
be used, however, to find the best constant parameter values for the indirect rules.?

The implementation of the state dependent rules depends on frequency of the parameter
adjustment and the updating of the queue estimates. Actually this direct information should be
replaced with more accurate shadow price information (resource rents). The insensitivity of our
results to the length of the estimation period allows quite infrequent use of any centralized
information. However, the utilization of the urgency probing of the next machine would require
more advanced scheduling information system. Other issues, such as the goodness of load
forecasts, errors in data, etc. should be studied before practical application.

thmmmmwmmmmmmmmmmn17,58]. it has been viewed
as an empwical question without any systematic analysis of the superposition of separately estimated parameters.
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7. Conclusions and Future Research

7.1 Conclusions

7.1.1 Introduction

The scheduling problems addressed in this thesis are important in practice but intractable
for an exact solution. Minimizing the tardiness penalties without risking the costs associated with
other important criteria, such as number of tardy jobs, work-in-process inventory and extremely
late deliveries, can be viewed as the main goal of production control [15,33]. Although
experienced schedulers perform this task daily in many firms, the exact information requirements
and cost trade-offs of dispatching decisions have not been subject to analytical study before. A
multitude of ad hoc dispatching rules has been suggested [1, 3, 16, 17, 40, 58], but none of these
rules has been acceptable for weighted tardiness problems in a natural variety of job shop
problems. The family of rules developed and tested in this thesis, the Apparent Urgency rules,
have well-defined informational requirements for dominating the previous dispatching rules in
weighted tardiness problems. The priority indexes of the new rules are derived from the necessary
conditions for local optimality of a dispatching decision. A comprehensive framework is used to
categorize the state information that improves the giobal coordination of the local decisions,
including the job attributes, aggregate shop status indicators, and local and global performance
feedback. Finally, computationally efficient procedures have been revised and tested to
encompass the relevant state imformation for the parametrized rules. The implementation of the
new state dependent rules requires often diagnostic or iterative analysis of the anticipated load or
rule performance, but the final schedu!ing decisions can be supported in a dispatching mode.

It has been shown previously that rather simple linear rules suffice to capture most of the
scheduling expertise used in practical as well as in laboratory settings [13, 25], but the attempts to
derive the priority rules from the problem data have been few and tentative [42]. Our state
dependent rules formalize, in fact, the relevant economic constraints and opportunities facing a
rational scheduler. In the next sections, we conclude with the framework and guidelines for the
choice of a priority rule in a given scheduling environment. Possible extensions of this research
are discussed as pertaining to the promising directions for future research.

7.1.2 The Framework for Infermation in Priority Rules

Two principal ways to add more information to a dynamic priority dispatching rule are shown .
in the framework in figure 7-1 below: the extension of the forecasting horizon and type of
information feedback, and the extension of the scope and detail of the information. First, in
addition to the observable status of the job shop, the priority index formula and its parameters can
be based on the anticipated status within some forecasting horizon. The parameters of the rule
can also be adjusted according to the anticipated performance of the rule over a forecasting
horizon. An appropriate use of this performance feedback ensures the consistency of the
dispatching decisions over time. '
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HORIZON OF INFORMATION FEEDBACK:

SCOPE AND 1. Observable 2. Anticipated 3. Performance
DETAIL OF status status f eedback
STATUS
INFORMATION: Look-ahead estim Look- ahead adapt,
Sl ack/ RPT (single machine) (single nachine)
A, Local Basic AU CoverT '
Ch. 2. (Ch. 2) Ch. 2.
Lead tine Dynamic lead time Lead tinme
B. Indirect estimation estimation iteration
d obal AU, CoverT
Chs. 4 and 5. Ch. 6. Chs. 4 and 5.
Probing of next Rul e adaptation
-C. Direct DCR machi ne | oad
d obal W NQ AW NQ Emery's rule
- Ch. 6. Ch. 6. : (Ch. 6.)

Figure 7-1: The classification of the state dependent dispatching rules according
to the information used in the priority index. The enhancements of the basic
look-ahead rules AU and CoverT are shown along with some previous rules
and the pertinent chapters of the thesis.

Second, the spatial coordination .of the decentralized dispatching decisions requires the
extension of the scope and detail of the machine and load information used by the priority rule. In
addition to the local information concerning the current machine and the jobs to be scheduled on
it, a rule can use some observable and/or anticipated information concerning the load on some
other machines as wefL This global information is indirect if it does not refer explicitly to the
attributes of the other jobs or machines. Examples of indirect global load information are the
distribution of the weights of the jobs and some appropriate estimates of their lead times. The
explicit measures of the load on the other machines constitute direct global information, such the
workload of the .next machine, or the opportunity cost of that machine.

The framework illustrated in figure 7-1 shows the principal categories- of information
required for the implementation of different state dependent rales. The concentration of each of
the chapters of the thesis in terms of the additional state information embedded In.the new rales is
indicated along with a characteristic implementation technique.® The value of the additional
information depends also on fie properties of the specific rule selected for the scheduling system

1If a procedure inducted kt tie frmmmuk m nottested, the corresponding chapter is shown In paronthema

i et i e b
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and on the quality of the available data in terms of completeness, correctness, accuracy and
timeliness.

Two priority rules were superior for weighted tardiness scheduling. Carroll [16] had revised
. a family of parametrized CoverT. rules for average {nonweighted) tardiness scheduling. His
original idea was to minimize the total expected tardiness by prioritizing the jobs according to the
probability of a job being tardy allocated over its processing time. We have modified CoverT to
apply when the jobs can have different delay penalties,or weights.2 Carroll used some "standard”
waiting times of the remaining operations to evaluate the global slack of a job in terms of the
probability that a'job will be tardy. Our analysis confirms that the conventional lead time estimates,
~ the muitiples of the "crash time" or the remaining processing time, are appropriate for the average
(nonweighted) tardiness problems. Furthermore, this method is shown to be a special case of a
general "priority-based” lead time estimation method developed in the thesis.® Another family of
(parametrized) priority rules, originally derived for the single machine case by Morton and
Rachamadugu {61, 62], uses the opportunity cost of the job not being started next as the priority
index. This -rule, the Apparent Urgency or AU rule, uses the expected waiting times on the
subsequent machines in setting the local operation due dates. Three kinds of forward
enhancements of the basic AU rule have been studied: adjusting a local look-ahead, more
accurate lead time estimation on the subsequent machines, and the probing of the relative priority
on the next machine. First, the AU priority index has an exponentiai look-ahead, i.e., priority
discounting with increasing slack, scaled by the average processing time. A constant length of the
look-ahead can be determined for all problems, but better performance can be achieved by
adjusting the look-ahead according to the anticipated tardiness of the load. Performance
feedback can be improved by adjusting the lock-ahead pericd for each job according to its
. lateness in a schedule. An iterative procedure is revised for the look-ahead adaptation and tested
“in the single machine case. Second, the estimated waiting times on the subseguent machines, or
-the lead time of the job, are used to determine the slack and normative operation due dates for a
job. Two kinds of methods using indirect load information have been revised:

1. Lead time estimation: The approximation of the expected waiting time of a job based
on its attributes and the average level of load in the shop, or some other indirect
information. -

2. Lead time iteration: The smoothing of realized waiting time of a job in successive
simulations with a dispathcing rule. In an iterative process, the waiting times yielding
the lowest cost of a partial schedule are used in the final dispatching.

The performance feedback can be obtained through iteration of longer periods to find the
parameter values or decision variable values which yield the best objective function values.* The

2Seec!mpwfs4and5tormedemilsofmodﬂyingtheCo’verTrul&fortheweightedtmdimmob&an.
SSeemamws.ﬁormediscuw‘onoﬂead time estimation in a dynamic job shop.

ﬁheperfommam:e feedback can be on the level of an individual job, as in the look-ahead adaptation in chapter 2, or on
the level of the full load as in the lead time iteration in chapters 4 and 5. The adjustment of a job's parameters based on the
performance of the job in a schedule appears to be as efficient as a pairwise interchange routine. In larger problems, the
simultaneous local adjustments are not as likely to converge in global performance.
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efficient length of the look-ahead and the lead time estimates constitute indirect load information
used in the priority index. Direct state information, such as the number of jobs in a queue, can be
used to adjust periodically the priority setting parameters among different machines. This
adjustment of the lcok-ahead and waiting time estimation parameters does not improve the
performance compared to the best constant values of these parameters, but confirms the validity
of the parameter setting rules for the constant rules in a given load conditions. Third kind of direct
state information, such as the average urgency of the jobs, can be obtained through probing of the
anticipated load on the machines using projected AU indexes. No significant improvement of the
weighted tardiness criterion could be achieved, however, confirming the earlier findings with the
Dynamic Composite Rule in averge tardiness scheduling [17].

7.1.3 Application of State Dependent Priority Rules

The results of the large scale experiments in static flow shops (chapter 4) and in dynamic job
shops (chapters 5 and 6) have shown that the AU rule and the modified CoverT rule are very
effective in minimizing weighted tardiness penalties and the number of tardy jobs. Both rules
maintain also low levels of inventory. Since the AU rule is based on the local minimization of the
marginal tardiness cost, it works best for decomposable problems in lightly loaded shops. CoverT
is designed to minimize the average contribution to weighted tardiness costs, having an advantage
in extremely congested shops. However, the performance of both rules is sensitive to the.
information used in the priority index. Four levels of information requirements can be
distinguished, indicating the relevant trade-offs for scheduling system design. These relevant
levels of state dependence of the AU aad CoverT rules are:

Constant rules. .

A simple system would can have a constant look-ahead parameter x and
waiting time estimdtion parameter 8, without any global state information. The
setting of appropriate parameter values for extended periods is rather easy on
the basis of an estimate of the shop utilization. The performance of constant -

_rules can, however, vary 10% and more depending on the overall load
conditions. The rules are easy to implement in a decentralized system. The
new priority based waiting time estimates, which use the distribution of the
weights and processing times of the jobs, are robust enough to be applied
even without frequent updating of the indirect load information.

Lead time iteration.

The parameters x and ,85 are fixed but the waiting time estimates are improved
through centralized iteration. This method was the best in the average
performance for the simulation problems, moderating also the adverse effects
of an inappropriate parameter selection. The new priority based waiting time
- estimates can be used to initialize the lead time iteration to guarantee high
~ performance. The implementation of the lead time iteration is computationally
manageable since the centralized simulation is straightforward and the
performance feedback is not needed very frequently. The robustness against

changes and errors in problem data has not been tested.

58 is needed for initial lead time estimation.
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Load anticipation.

The values of K and /? parameters are directly dependent of some state
indicator, for example the average critical queue length in the shop. The look-
ahead and waiting time estimation functions are intuitive and the state
estimates are based on simulated load conditions. The system can work in
dispatching mode most of the time since the smoothed queue length estimates
have to be updated only periodically eliminating the need for on-line state
estimation. * However, these rules provide no significant improvement in the
weighted tardiness performance. The estimation of the queue lengths, once
installed, allows the use of several refinements of the AU priority index function
which require the identification of bottleneck machines and the machine-
specific adjustment of the parameter values.

Urgency anticipation. _
The coordination of the priority assignment according to the anticipated
relative priority of the job on the subsequent machine requires rather frequent
updating of the projected average urgency values or the queue lengths of the
machines. The improvement of rule performance is not consistent, and the
sensitivity of the probing procedure to the updating period and changes in
problem data should be tested before implementation would be warranted.

The implementation of several state dependent enhancements was tested with the "self-adjusting"
rule with marginal results. However, combining the state estimated look-ahead and priority
probing with the lead time iteration procedure might provide enough improvement to warrant the
testing. Another area of further testing is the setting of forecasting and planning horizons for
performance feedback. The most appropriate lengths of these horizons depend on the congestion
of the shop (longer horizons are needed in more congested shops) and on the possible
forecasting errors in scheduling data.

These methods incorporate load indicators and managerial expertise into a scheduling
support system. They can be compared to the previous methods reviewed in Introduction
(heuristic search, estimation of decision rules, beam search or CPM dispatching with constraint
driven state evaluation). Most centralized systems are inefficient in rapidly changing
environments. Some are more decentralized but lack sufficient coordination of the local rules
through resource pricing or global allocation rules. Managerial support is solicited ini one of two
ways: either the manager is given a fully designed, parametrized system and he has to leam to use
it, or the manager serves as the source of different situational rules, state evaluations and
constraints to be implemented in the system.® In both cases, resulting systems are often
application dependent and difficult ta transfer to different shops. Too often the amount data
generation and mental adjustment needed to iritialize and learn the system has had
counterproductive impact on the uéer-organization. We solve the information extraction problem
by letting the managers first define the scheduling task in terms of costs, technical constraints and
local decision premises. We provide tangible rules that can accommodate the relevant
information, starting with simple and general rules and then refining the approach for additional

[ . . . . )
HThe "Take (as is) and learn to use" is the conventional approach in operations research, whereas the "Extract, use aod
modify" is tie approach adopted in the A.l. work on knowledge based systems.
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constraints and performance. The marginal benefits and costs of the dispatching decisions, used
as the priority index, depend on the future status of the shop which has been the weak part of the
previous approaches. We let the computer analyze the anticipated future status of the shop
through iterative application of the dispatching rule. The load indicators realized in one iteration
are then used as the estimates in the next one. The effectiveness of the priority rules, the state
indicators and the coordination mechanisms is tested through large comparative simulation
studies in statistically specified load conditions.

7.2 Directions for Future Research

The results obtained in developing coordinated state dependent priority rules suggest
several extensions and new applications of our approach. First, the Apparent Urgency rules can
be generalized to consider explicitly several cost components, such as tardiness cost, inventory
holding cost, earliness cost, and rush shipping costs of late orders. This leads to a composite
priority index approach that can also deal with several resource constraints. Second, in dynamic
inventory problems with finite production rates and a machine constraint, the stockout costs can
be interpreted as quadratic tardiness cost function. Item availabilities can be used as slack
estimates to derive efficient dispatching policy for the separately determined production lots.
Third, the use of priority rules in a service system can lead to incentive-problems. If the
information needed for the priority assignment is not publicly available, the user of a service
system might get a strategic advantage from overstating his (unobservable) delay penalty. This
possibility should be eliminated by an incentive-compatible pricing mechanism. Finally, the
approach of state dependent priority indexes can be generalized in search systems requiring more
extensive state evaluation, for example in a knowledge, based scheduling "expert" system. In the
following, we explore these potential research topics in more detail concerning the methods of
analysis and the expected results.

7.2.1 Composite Priority Indexes

The priority indexes studied above consist of the ratio of the expected marginal benefit (cost
avoided) to the marginaf cost of of implementing the decison (the opportunity cost of the
machine). The opportunity cost of processing ajob is proportiona to its processing time and the
opportunity cost of the machine has been normalized to one since we have considered only one
resource. This basic approach can be generalized by introducing a composite priority index of the
form:

_ (72)

Composite Priority Index = ZM pg/"ﬁlral,
where MC;— is the estimate of the margind benefit of processing job j Immediately, in terms of
avoiding cost component | The margind cost of resource r is its opportunity cost X; for the
fraction’ used by job J, &, and the processing timeof job j; jy

The benefit side in Equation (7.1) above has aterm for each cost component of the problem.
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Examples of typical cost components and their dynamic approximations are:

1. Tardiness penalty: the simple exponential look-ahead of the Apparent Urgency rule
would be the first approximation.

2. Inventory-holding cost: before the job has been started, the holding cost can be
avoided by delaying the start of the first operation. Thus, for an extremely slack job,
the marginal benefit should be reduced by the holding-cost rate. When the job
becomes critical, however, the holding cost could be increased linearly from this
negative value to enforce a timely start of the job. After the job has been started, the
the hoiding cost should be added to the potential marginal benefit.

3. Rush-shipping cost: there is a fixed penalty s for shipping job j late. An approximation
of the marginal cost rate for avoiding tardiness of the last operation can be given as
s./pc, where P. is the estimate of the processing time of a competing job. When a job
is projected to be tardy, this benefit would be reduced to zero. In order to avoid too
early reaction, the full rate s./p _ should be reduced by a fraction for each additional
operation remaining and for the global slack of the job analogously to the CoverT rule.

4. Earliness penalty: an explicit penalty for early completion over and above the work-in-
process inventory-holding cost, such as a special storage cost.” For more detailed
analysis of efficient estimation of the marginal cost rates, see [59].

Morton [54] has discussed the estimation of the opportunity costs of the resources. We
could solve an aggregate version of the machine loading problem with a method which yields the
dual prices. The dual prices are, however, usually quite unstable and thus problematic in the
detailed scheduling applﬁicatipn. More practical approach in the simulation context would be to
use average resource utilization rents, based either on the historical values or on the anticipated
usage as in chapter 6.

" The testing of different approximations of the compaosite priority indexes implied above
follows the experimental design used in the thesis. Starting with static single machine problems,
each one of the cost components would first be studied separately as in the case of tardiness
costs. Then different combinations of the cost components can be tested as a composite index.
Similarly, additional resources can be added for experimenting with different shadow price
estimation methods. After detailed studies in the simple environments, the most promising )
composite priority index methods could be tested in general dynamic job shop scheduling. We
expect to discover simple superposition pi'inciples for combining individually tested results from
the pilot studies in the full scale experiment. It should be noted, however, that the marginal costs
and the opportunity costs are related by duality. Hence the consistency of their estimates should
be a guiding factor in the development of the iterative adaptation procedures. Except for small
problems, we cannot use the optimal solutions as benchmarks for the performance of the
heuristics. The comparisons among different heuristics have to be facilitated in the experimantal
design.

7Acmally the inventory-holding cost should be changed from stage to stage during the manufacturing process.
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7.2.2 The Lot Scheduling Probiem

The research above has concentrated on scheduling in. machine constrained open job
shops. Inventory management in closed shops provides another example of a dynamic penalties
(for inventory holding and stock-outs) that are convex (piecewise linear or quadratic) in lateness.
More specifically, we are considering a single machine, multi-product lot sizing problem with
dynamic demand. This problem has been solved in the case of stationary demand, allowing no
stock-outs, and with the restriction to cyclical policies. We formulate a heuristic solution
procedure that relies to certain extent on the principles of priority dispatching. The projected
inventory-holding cost and stock-out costs, which depend on the rate of demand, will be used as
the components of a composite priority index. The cost and duration of machine setup
determines, in part, the desirable size of a manufacturing lot. Some of the costs of a setup are
independent of the sequence and scheduling situation, such as labor and fixture costs, whereas
the opportunity cost of the machine while it is down for the setup can vary over time.8 If there is
slack capacity, the capacity cost will be low allowing more frequent setups, smaller lot sizes and
lower holding costs. The lot size will be constrained from below by the availability requirement
through the production cycle. Once the lot size has been fixed, the production rate of the product
in question determines the length of the machine reservation.

The use of dispatching approach requires a specification of the lots in terms of their
(expected) processing times and due dates. The problem decomposes into two decisions:

1. When the machine,becomes idle, what is the product to be produced next.

2. Given a product to produce, what is the appropriate lot size.

These levels interact since the dispatching decision depends on the possible lot sizes. This
hierarchical system could be solved using iteration, solving first the problem with fixed lot sizes {(e.
g. EOQ or approximation of master cycle with static demand) to find to what extent the finite
production rates limit the availability of some products. Then the lot sizes can be adjusted for the
externalities caused by the other products. Given the tentative schedule, the dispatching priorities
can be reassessed, possibly adjusting them for the contingencies later in the schedule.

Consider a case with zero setup cost and time for all but one product. An optimal policy
would have larger than one unit production lots for all products since the longer production run for
one product would viclate the availability of the other products. The priority index in the quadratic
tardiness components properly. The increasing marginal tardiness cost would require a careful
analysis of the local look-ahead. The expected tardiness cost of a job can be derived by
megratmg the marginal cost function over the duration of the competing lots. The optimal

cessing time of a job (lot size), and its lead time (inventory availability) are determined

' Thepmducﬂonpkmimmepmductcam,h%bev@ewedasammsmewb

{ peration processing times and due dates. Cyclical production policies with fixed lot
ﬁmmmmmnmmmﬁmmmmmmm

%mmhmmmmmmmmmmmmmmdmmw&m
before the machine is stopped for setup, 1o eliminate the capacity cost.
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7.2.3 Incentive-Compatible Priority Pricing Mechanisms

The application of a priority rule can create incentive problems since some jobs, typically
long ones, have in the optimal schedule a longer wait than expected under the "fair" First Come-
First Served discipline. The poor globai performance of the FCFS rule in terms of weighted
tardiness and inventory-holding costs indicates the need for motivating the users of a service
center to comply with a more efficient priority assignment. The people involved might also have
private information, for example the product manager alone has an accurate estimate of the cost
of missing a delivery date promised to a client. A Pareto efficient priority rule would implement the
globally optimal schedule that satisfies the jobs (product managers) via an equitable charge for a
service on a shared facility delaying some other jobs. Moreover, this kind of pricing mechanism
would be incentive-compatible if no user can gain from mispresenting his true cost parameter. We
review first some results concerning priority pricing under lateness costs before addressing the
problems of Pareto efficient incentive mechanisms for scheduling with due dates. Kieinrock [44]
studied how a customer could determine his queue position by paying a fee, or a "bribe", to the
service station manager when customers are served in the order of decreasing bribes. In a
one-server poisson queue, the optimal9 bribe is an increasing function of the individual waiting
cost. Naor [56] proposed a toll levied for joining the queue to regulate the queue length and the
externalities caused by the new entrant. The customers get a constant benefit from the service
and they have homogeneous waiting costs. Without a toll a customer would balk when the
estimated waiting time cost exceeds the benefit of the service whereas a toll for joining the queue,
imposed by a central planner, induces the customers to balk when a "socially allowable" queue
length has been exceeded. Adiri and Yechiali [2] considered several queues with different
priorities and different tolls in one service center. They study customers’ optimal queue (priority)
selection rules and the related price setting procedures by monopolistic and non-monopoly
service stations. Beja and Sid [8] lock at the selection of optimal10 priority class assignments
when the customers have heterogenous waiting time costs as well as different service time
requirements. However, the customers do not consider the state of the queues and their
incentives when making the priority class selection. Marchand [48] derived a pricing formula for
serving customers who have different wealth levels, delay costs and expected service times when
a customer cannot have priority over another one. The optimal pricing rule was linear in the mean
and variance of the service rate. Thus customers with longer service times are penalized more
than proportionately. Levhari and Sheshinski [46] extend the pricing rule to a priority queue by
determining the necessary conditions for a price system that induces the choice of the appropriate
priority class by the customer.

Balachandran [6] addressed the question of the incentives of the customers to implement an
efficient decision rule in decentralized queueing system. In his model, following [44], he allows
customers to purchase priorities based on certain information about the queueing situation. He
defines a stable payment policy which is optimal to use for any individual if it is adopted by the
others as well. The remaining problem is, however, that while stable payment policies often are

9Here optimality is defined in terms of minimum expected total cost (bribe plus waiting time cost) subject to an average

bribe constraint.

10The optimality of the system is determined by the expected waiting costs in the queue per unit of operating time.
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easy to determine, they quite seldom yield globally optimal performance." Dolan [19] introduced
an incentive compatible taxation mechanism for a centrally run service facility. In a dynamic case,
the mechanism charges an entrant a priority price that is equal to the marginal delay cost imposed
on others. This price induces the user to reveal his true delay cost when maximizing his individual
welfare. Hence the customers pay priority premiums which depend on the expected later arrivals
into the queue. Dolan discusses also the incentive problems due to the possible redistribution of
the collected taxes back to the customers.

Most of the previous work has addressed the efficiency problem, whereas the individual
rationality of the users is not always assumed. Only Dolan solves the self-selection problem which
leads to a incentive-compatible pricing mechanism. We want to extend his results. First, his
taxation scheme for the dynamic lateness problem accumulates premiums to the manager of the
facility. The same charges could be redistributed through a transfer-pricing mechanism. Each job
passing another one in the line would pay an amount no less than the additional waiting cost
directly to the other job. The research question is, does this procedure work when the jobs know
only their own delay penalties. The possible gains from lying depend on the distribution of the
delay penalties, the status of the machine gqueue, and the expected arrivals to the queue. We
aftempt to find out the robustness of the simple transfer-pricing mechanism against systematic
deviations from truth telling through simulation experiments. Additional state dependent charges
might be needed to prevent individual gain from overstating the delay penalty.

Second, the transfer-pricing mechanism, even if efficient in in the weighted lateness case,
would break down with due dates. The changes of the costs delay wouid require "AU-like"
look-ahead for finding a globally efficient schedule. We propose to study dynamic bidding
mechanisms, administered according to well-known auction procedures. The complexity of the
strategy space suggests the analysis of small problems with just a few jobs to find some good
candidates for general bidding rules. Obviously a job would not bid more than the minimum of the
expected sum of waiting time and bid costs later on. Thus the bidding rules are sensitive to the
assumptions concerning the status information available either publicly or to the jobs individually.
The role of the station manager is to provide approximate load information to guide the customers’
expectation in deciding on their bidding strategy. Furthermore, only those jobs which are delayed
beyond me«duedaﬁesneedmmpmmnm furmedelaypmany The design ofasmdepaymem
scheme to achieve this provide , advantages of
transfer-pricing and bidding mechamsmhmorecompiexmm stage scheduling nmbélemsmmd
be studied further. Another goal of an incentive-compatible pricing mechanism is to improve the
estimation of the strategic tardiness costs which are usually unobservablie. Repeated bidding for
priority reveals implicitly the cost that a manager assign to the consequences of being late.

“A&mhemmhdmmﬂuﬂmymﬁm@cymhmwgemmmmmmmmdwmm
costs is to pay nothing, no matter how many jobs are in the queue. However, this policy is obviously not stable since a
customer joining a long queue would have an incentive to pay a positive bribe to avcid the waiting cost. An example of a
stable rule is a strictly increasing payment with the length of the queue. This policy, however if followed by all customers,
implemets the LIFO discipline that is known to be non-optimal,
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7.2.4 Diagnostic Analysis for Scheduling Expert Systems

The design of most scheduling systems has evolved around a few analytical models of the
scheduling problem. Different users often adapt their own thinking to the limited view presented
by the system to maintain communication. An alternative scenario is offered by the development
of several expert systems and a technology that facilitates the extraction of the inference rules and
multiple representations of the problem domain, or the knowledge base embodied in the
experience of the human schedulers [23, 24, 37]. The inherent complexity of scheduling and the
computational burden of the main tools, rule-based languages and frame-like knowledge
representation systems, presuppose the application in conceptually rich tasks, such as checking
the consistency and completeness of the formulation of a scheduling problem, analysis of the
feasibility and structure of a given schedule, and explanation of the trade-offs among decision
alternatives, rather than in computationally intensive tasks such as schedule generation. Hence a
diagnostic analysis of production-inventory systems with problem-driven data analysis, trouble-
shooting and incremental scheduling, one of the underrated areas of research [33, 60, 69},
appears to be well suited for an application of knowledge-based systems. The following topics
provide our challenge for new heuristic approaches and their practical implementation.

The precedence relations among jobs and their operations are important in the job shops '

with product assemcbiy and project managament. Usually jobs have several alternative routings
through the shop [30, 54], and the setup costs depend on the sequence of the jobs[7]. The
allocation of other resources besides machines, such as labor and tools, would require an
automatic link between the aggregate production planning and the detailed scheduling models. A
hierarchical planning framework, similar to the concept in closed job shops [32, 34], would allow
aggregate planning decisions as preconditions of scheduling, and a detailed schedule as an input
e loading of capacity. There are empirical studies in closed shop environment [9], and some
{ cal approaches have been tested for the coupling of capacity planning and scheduling
meuskms in smgie-machme open shop [26, 27]. We will simplify the analysis on the detailed
ieduling level by using state dependent dispatching rules to generate an approximate timing of
m jobs, given their tardiness penalties and initial estimates of the opportunity costs of the
resources. Then the capacity planning could assign the jobs to certain periods. The expert
system should aiso be capable of scheduling on different levels of aggregation to allow a
hierarchical analysis of the problem.

juipped with the hierarchical, muilti-resource model of the scheduling environment, the
expert sysw:a would be capable of useful diagnostic analysis. The data of a trouble-shooting
problem would include the records of the operations in question, the specifiaction of any existing
mies. and the measures of performance. In addition, the system would require a history of the

lemented decisions, including possible previous plans and changes of operational policies.
Thesywem could check the consistency of past scheduling decisions by using the priority index of
a state dependent rule. Given some symptoms of an unusual situation, the system would identify
the possible problems invoived. The task of the system would be to find out the possible causes of
the problems, for example if there has been errors in the data, if poor decisions have been made,
or if the decisions have not been implemented properly. The same diagnostic approach would
suffice to examine future plans for consistency, sensitivity to changes in data, sensitivity to
implementation errors (systematic bias or random errors), and to ensure contingency plans for

flexibility.

D
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The diagnostic analysis of scheduling problems should orient to the most appropriate level
of abstraction, indicating the need for hierarchical knowledge- representation [24,68]. The
hierarchy would encompass different aggregations of resources and schedules and a focusing
capability to concentrate on most relevant issues, such as the scheduling of bottleneck facilities
and the availability of critical parts. Most interesting extension to the existing scheduling expert
systems [24, 37] should be, however, the capability of representing the diagnosis problem, in terms

of some (tentative) solutions, as several internally cosistent mappings between the-primal
(measurable) and dual (opportunity cost) dimensions.
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