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CEKIUU (ITOCAE BBICTYIIACHHA IIOCACAHETO AOKAGAYUHKA).

AAs 3aABKH HA FOAOCOBOE BBICTYIIACHHE HEOOXOAUMO:
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The Most Fundamental Concepts
of the Theory of Constraints

v'The total of the optima of all sub-systems

the optimum of the system
v"The method to improve the system (the
organizational throughput), to bring the

of the weakest link, the constraint, of the
system

The Organizational
Chalin

Marketing

Sales

System Analyst

B System
| Engineering

The chain is as
strong as its
weakest link

Programming

Hardware
Engineering

Manufacturing
Assembly

Shipping

IS, most of the times, not equal and less than

system closer to its goal, is by improvement
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What is TOC and what is
Holistic Methodology the “Critical Chain’?

System Engineering
G
Education

Critical Chain
method

Synchronization

Project challenge

Resources CC identification |

Buffers insertion |

Progress tracing |

y Buffer Management
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Bermuda Triangle in Project
Management

Bermuda Triangle:
Section of the North
Atlantic Ocean off
North America in which
more than 50 ships and
20 airplanes are said to
have mysteriously
disappeared. The area
has a vaguely triangular
shap .
south Under Specifications <::'> Over Budget
Bermuda the
Greater es

Missing Due Dates

Missing Quality Standar
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Tough Economical Times

v Needless to emphasize the importance of meeting due
dates, meeting budgets or importance of reliability during
regular, non-crisis, times

v Clients are precious always and we can't afford loosing
them and therefore we can't afford loosing our reliability

v In the today situation the tendency is to decrease expenses
even more than always — wrong !!!

v The focus should be on increasing throughput (defined as
revenues minus true variable costs) — higher potential with
much less risk

v In the following slides I'll present how to increase
throughput in a project-oriented organization
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Tough Economical Times in the world of
Project Management

The Definitive Guide to Project Management, the fast track to
getting the job done on time and on budget by Nokes, Major,

Greenwood, Allen and Goodman Published by Prentice Hall
Financial Tlrnes 2003 "Much of project management is
common sense but in some areas it involves special tools ot
methods that must be learned. There is a variety of such
methods ... this book has been written to reflect just one: the
critical chain method. Projects managed using the critical chain
method have been shown to have a far greater chance of
delivering the required outputs on time and on budget than
those managed any other way. The critical chain method is
significantly different from the project planning and control
methods taught on project management courses until recently,
and it may therefore be new learning even for experienced
project managers”

Borgjakos v napTHeps! BorgaHos 1 napTHepbl
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Confrontation Mechanism with
Inherent Uncertainties of Projects

v Bvery task manager in a project adds time for
protection against the uncertainty in order to
guarantee completion of his tasks on time

v BEvery management level (like technology manager)
adds its own safety factors

v If managers know that there is a possibility for
arbitrary cut in project’s time estimation, they will
over estimate to guarantee that after the cut it 1s
still possible to complete project on time

BoraHoB 1 napTHepb!

Spending Mechanism of Protection Times

v “Student Syndrome” — postpone beginning of task to
last minute possible — protection time is wasted

v Biased distribution — more lateness than forestallment

v Sometimes, when uncertainty is materialized, the
problem is big and heavy, much more than the inherent
protection time

v Sometimes (many times?), early completion is not
reported

v Multitasking — needed resource is wandering between
tasks
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Multitasking

Throughput
lost for the

Planned 3 wks entire system
tasks for a 3 wks .
resource 3 wks - 1

I -
Has 1o happen | [ A - |

3 wks 3 wks 3 wks = \]_/ks |
Reality with no i :
mulTiTszking s ] ;
3 wks 3 wks 3 wks =9.8 wijs
. . |
Reality with
i
multitasking T sk
A =4 wks later
B = 2.4 wks later
C = 0.8 wks later
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Parkinson Law

“WORK EXPANDS SO AS TO FILL
THE TIME AVAILABLE FOR ITS
COMPLETION”

Prof. Cyril Northcote Parkinson, 193955

Cyril Northcote Parkinson (1909 — 1993) was a British naval
historian and author of some sixty books, the most
famous of which was his bestseller “Parkinson's Law”,
which led him to be also considered as an important
scholar within the field of public administration

Borgjakos v napTHeps! BorgaHos 1 napTHepbl
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Construction of the Solution —
|dentification of the Constraint

v"The constraint is all those tasks that determined
the completion of a project on time

v'Deviation in each one of these tasks is directly
contribute to deviation in the project planned
completion

v''The constraint is the improvement leverage and
help to determine the priorities

What is the Critical Path?

I 25:Pr‘og I5:HW

| 10:Prog I 15:Eng |

Availability of resources:
Prog-1

HW -1

Eng-1
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What is the Critical Path?

End

|10:Prog| 15:Eng |/

25:Prog -

End

IO:Progl 15:Eng I/

10
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What is the Critical Path?

| 9Prog | BIHW \

I3:CS[ 5:Eng | 8:HW [3:CS
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The Critical Chain

[ 9Prog  [5:HW]
I3:CS] 5:Eng | 8:AW |—»I3:CS

Exploitation of the Constraint

v'Remove safety factors from the
individual tasks

v'Re-estimate tasks’ duration

v Check possibilities for parallel tasks
rather then sequential

v'Protect the project’s, and the critical

chain’s, completion date

BorfaHoB 1 napTHepb!
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Project & Feeding Buffers

Feeding Buffer

|
Project Buffer

‘ 6:Prog |

12¢] 3:Eng | 5:HW
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How to Setup a Project to Work by
Critical Chain Project Management?

Stage 1 — Level
-_Il—h/'l load — 15 weeks
Challenging stage
— 12 weeks (40%

[ reduction of
planned time)

| 9 | 5
[ I 8 \_I Stage 0 — 19 week

(n
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How to Setup a Project to Work by
Critical Chain Project Management?

| 6 | FB Stage 3 — Buffers
BE Insertion

Stage 2 — Identify
Critical Chain
| . : g Stage 1-Level
[ 2 ] Load — 15 weeks

T T T T T T T T T T T T T
1 B 5 7 9 11 13 15 17 19 21 23 25 27

Weeks
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Measure Project Performance

The measurement provides information to the
decision makers, in real time, to enable their
attention and focus for better resources allocation

Planning
Threshold

of buffer
penetration

Project Early Finish
Percentage of completed Critical Chain  Complete

Borgjakos v napTHeps! BoraHos v napTHepbl
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Buffer Management — A Process
of On-Going Improvement

v" Collecting statistics about the buffers’ penetration
enables us to focus the improvement process in the
organization

v Every time that the percentage of the penetration is
higher than the percentage of the progress in the
Critical Chan, there is a need to record the reason for
the penetration

v 'The Pareto of the reasons point to the place for the

next improvement project
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Kak 3apaTp BoIpoc

Botitu B Q&A, =

Habpartp dpaMuamio AOKAAAUHKA B W
POAHUTEABHOM ITAAEKE, HAOPATDH BOIIPOC
(manpumep, UBarnoBy. CKOABKO BpeMeHHI
yHAET Ha CO3AAHUE TAKOI'0 OTYeTAa?)

Haxarp Ask (Bommpoc ormpaBacH) ®

Borgjakos v napTHeps! BorgaHos 1 napTHepbl

V' BOorJaHoB M apTHEPHI V12



