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Philip Marris: CEO, Marris Consulting g

= English but based in
Paris, France.

= Started his Lean
journey in 1984.

= Started his TOC
journey in 1985.

= Founder in 2005 of
Marris Consulting.
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To Oded Cohen and Jelena Fedurko-Cohen: {m, Tj
Thank you for all you do for TOC and the legacy of Eli Goldratt = ‘=

~

-46th International TOCPA
Conference: Eli Goldratt’s
Legacy in th‘re World

18-19 March 2021 @ Onling, in English o
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Theory of Constraints
Practitioners Alliance

= 1985 — 2011 A trip down memory lane
= Eli Goldratt's impact on me & lessons learnt
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In 1985 Philip Marris joins Eli Goldratt's software company

Creative Output

CREATIVE OUTPUT

CREATIVE OUTPUT

Worked a lot with What Rules
- : Drive Your
Eliyahu Goldratt's brother Y-
Issi Pazgal
R
.
A
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CREATIVE OUTPUT
Offices in:

United Kingdom

CREATIVE OUTPUT UK, LTD.
The Hounslow Centre

1 Lampton Road

Hounslow, Middlesex

TW31JB

Tel: 44-1-572-3111

Telex: 894474

United States

CREATIVE OUTPUT, INC.
60 Commerce Park
Milford, CT 06460

Tel: 1-203-877-5671

Telex: 643137

Israel

CREATIVE OUTPUT, LTD.
Atidim Industrial Park
Deborah Hanevia Street
P.0O.B. 39087

Tel Aviv 69390

Tel: 972-3-491-294

France

CREATIVE OUTPUT FRANCE
55 bd Jean Jaures

Boulogne 92100

Tel: 33-1-4605-5070

Germany

CREATIVE OUTPUT GmbH
Stuttgarterstr. 10

Eschborn 6236

Tel: 49-6196-481-749
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Eli had just declared Tocea LT
"Cost Accounting Enemy N°1 of productivity" |

MANAGEMENIT
- ACCOUNTING |

COVERING THE WORLD OF FINANCIAL MANAGéMENTIMAY 1987 e ittt s St e R ||

‘We must have the guts to say
cost accounting is no longer valid.
We must realize the problem is

in the roots, not the leaves.’

IO RATAR
<11/ REVOLUTIONIZING
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A major audacious innovation by Eli Goldratt:
A novel, The Goal (1984)
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The Goal (1984)
"Think logically"

Marris
Consulting

THE GOAL

Excellence In Manufacturing

“The Goal” is about the OPT principles of manufactur-

ing. It's about trying to understand what makes our world
tick so that we can make it better. When we think logically
and consistently about our problems we can determine
the ““‘cause and effect” relationships between actions and

results.

Using the OPT principles we can compete with anyone.
The western world does not have to become a second or
third rate manufacturing power if we just understand and
apply these principles.
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The "Rules of OPT" (1985)

N
TR

. - i,
&"® CREATIVE OUTPUT What Rules Drive Your Business? CREATIVE OUTPUT & =
- -

Conventional Rules Opt ® Rules — Thoughtware
® Balance capacity, then try to maintain flow. 1. Balance flow not capacity.
® The level of utilization of any resource is determined by its own potential. 2. The level of utilization of a non-bottleneck is not determined by its own
potential but some some other constraint in the system.
® Utilization and activation of workers are the same. 3. Utilisation and activation of a re.source are not synonymous.
® An hour lost at a bottleneck is just an hour lost at that resource. 4. Anhour lost at a bottleneck is an hour lost for the whole system.
® An hour saved at a non-bottleneck is an hour saved at that resource. 5. An hour saved at a non-bottleneck is just a mirage.
® Bottlenecks temporarily limit throughput but have little impact on 6. Bottlenecks govern both throughput and inventories.
® inventories.
® Splitting and overlapping of batches should be discouraged. 7. The transfer batch may not, and many times should not, be equal to the
process batch
® The process batch should be constant both in time and along its route. 8. The process batch should be variable not fixed.
® Schedules should be determined by sequentially: 9. Schedules should be established by looking at all of the constraints
e Predetermining the batch size. simultaneously. Lead times are the result of a schedule and cannot be
e Calculating lead time. predetermined.
e Assigning priorities, setting schedules according to lead time.
e Adjusting the schedules according to apparent capacity constraints by
repeating the above 3 steps.
MOTTO MOTTO
The only way to reach a global optimum is by ensuring local optimums. The sum of the local optimums is not equal to the global optimum.
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A second audacious innovation by Eli Goldratt: Tocen

A computer game to teach people (1986) G,
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We got the French version of the Goal published (1986)
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In 1994 | published a textbook in French
on how to apply TOC in production

= "You liked the best-seller The Goal? This is how to implement it."
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My last meeting with Eli Goldratt, Paris 2008

= A conference in Paris in 2008

= Pictured here talking with the
other keynote presenter,
Neil Armstrong (the first man
to step foot on the moon...)
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= 1985 — 2011 A trip down memory lane
= Eli Goldratt's impact on me & lessons learnt

| started my TOC journey aged 26.
| am now 61 years old.
So, | have been immersed in TOC
for 57% of my life
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Without Eli, would | have had the pleasure of working with all
kinds? Would I have been as impactful?

= Over 280 companies, in over 25 countries, in all sorts of businesses, in well-known
organizations.
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Without Eli, we would not have the company logo that we have

Y
NV WV VLV NV V VL.V,
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Without Eli, would | have found the time, as CEO, to participate in ~&cea LL:
nearly all of these 2 days of conference ? T

= | used to be the constraint of my company

= | changed that using Goldratt and Eisenhower:
| am no longer the constraint to making money now
= | only spend 20% of my time doing projects (the challenging ones)

| am no longer the constraint to doing marketing noise day to
day

= Our marketing output is either delegated or automated. The Eisenhower Decision Matrix

Urgent Not Urgent
| am no longer the constraint to selling new assignments N
= | only spend 10% of my time selling (the challenging opportunities) & Do Decide
E Do it now. Schedule a time to do it

* | am (for the moment) the constraint to how much money we
make in the (long term) future

= | am working on this to transfer it to my management team

Not Important

Delete
Elminate it

© 2021 — Marris Consulting Philip Marris' lessons learnt from Eliyahu Goldratt 17
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Eli taught me 2 things of equal importance: Tocea
TOC & the importance of marketing in B2B

Practitigners Alliance

UPCOMING CONFERENCES

= TOCEA webcomésrance, Eli Goldratt's logacy arvund the wadld, Philip Masvis is cne of the present

= Eli taught me 2 things of equal importance in my career:
* The Theory Of Constraints & R
« The importance of marketing in B2B (such as the consulting e
industry) e e AR

‘Webénar by Claske Ching; “Agile: the Good, the Bad and the Ugly', web conference, re-edition of

mn

® Critical Chain 2020, web £t 3 andl 24% of Navember organized by TOCICO with Phi

= A discussion in 1986 with Eli about why, since he was the CEO - fseeresm e
of a software company (Creative Output) he had written a novel.

TOCICO webinar - Hitchi to the TOC Wagon, Presented by Dr. John Rickests and facilitated
Wibinar by Clarke Ching: Agile: the Good, the Bad and the Ugly, an Wednesday 2 of September
TOCIC 0 International Conference, web (virtual} Conferencs, 21nd-26th of fune 2020

i i Philip Marriz, Wi
‘Wabinar : Agrasud, 3 Theary Of Constraints pear] in South Africa, by Agrcsud, 3 South African ac
web conference
Wibinar : How to find & in production and in prajects by Philip Marris, on Wednesday

'In Business To Business nobody does any marketing" i e i

in production, in French, by Philip Marsis, Wednesday
sl Chain Preject Managsment (in French), by Philip Marris, Th

"Philip, what is the all-time best-seller?"

gct Mana gemen: ¥.

« Bresieast comference: Theory of Comsrrainys, Laan and S Sigms, by Philiy: Marris, Thuzsday 160

® Conforence & Master Class Business Efficiency Forum, Business Efficioncy Assacizsian, with Phi

» Critical Chain Project Management, PMI (Project Mansgement Instiru e} Lixembourg, evening ¢
in Micrasafts officos, Luxembourg.

® Guest teacher in the MBA of ISM University af Managemen and Econcanics, Philip Martis, 13% o

» Bireakfast conferensce: Theary of Constraints, Lean and Six Sigma, by Philip Marsis, Thursday 12°

® Project Management the ToC way, presented by Philip Marris, TOCICO Anrual Congress, 16% of

= Condk TOCPA druzg 2019, C and Master Class by Philip Marris, 14 - 6%

* Condsrance ‘Using Critcal Chain o Baost Business st Maintsnancs Rspais and Orvsrtmd (R0
Femnanda Bertrand and Philip Marris, an 21% of November 2018, in Frankfurt, Germany

=5 » 354 TOCPA comi in Paris, from 38810 3 Ef‘u'f\[-:d‘) 2048, 2 daren presentations hosted b
Marris * Conference "o to find bottlenecks” and Master Class: *Theory Of Constraints and Lean, a win-
Consulting TOCEA conf in Guzmgzhem, Chinz from 169 50 199 mber 2017,

= Comfs - breakfast ; (Fr) clisnt testimony Theary of ints in production, by Masris Car
Mevember 2017 in Pasis, France.

= Comd - breakfast : (Fr) Design Far Séx Sigrms - Conference by Davy Pilles, co-zuther of Desi
Septemmbar 1017, in Pazis, France.

» Using Critical Chain toboast business jgt Maintonance Repair & Overband (MR(Y) - Conderencs b
1&% 3017, Balin, Germarmy

Bill Destiner

oy
it 19

T) Augmenter |s cadence de production des séservoirs A1
' inParis, France.

(En) Theory of Constraints in  (Fr) La Thiorie
production - 5 mén. sumemary :nu.ndf_lnhuumr'l‘l_\ the combinati the Thoory OF i Loan + S §i

des
Contraintes en Production

. Saint Petersbarg, Russia
= (Er) Define and deploy you st thanks to a Goal Tree - i oy Christian B
“
= How TOC thinking can and should be conmected with Lean and Six Sigma thinking - Conference
Finland

" Conference brealkfast feedback : (Fr) Rédwction des termms d'irmabilisation et améliaration de la
12% 2017, in Pagis, France.

» Broakfast conforence cliont foodhack @ (Fr) Réduction deos tomps 67 hilisaticn ot
Albay, Dizector EMEA, Embraer, 15* of December 2016 i Paris, France.

(F1) La rigle 2 pour 1” pour
et réduire

(En) Critical Chain Project
Management - § min.
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A tribute to Bill Dettmer
& one of the rare posters on my office wall

= Henri-Louis Bergson (1859 — 1941) was a
major French philosopher, influential in
the first half of the 20th century.

* 1927 Nobel Prize in literature. "1 would say, act like a man
of thought and think like a man of action.
Speech at the Descartes Conference in Paris, 1937.

= Bill Dettmer taught me the
Logical Thinking Process
(cousin of the Thinking Processes)

« | discovered that the Logical Quotient

(L.Q.) is very unevenly distributed among
people and not correlated to 1.Q.
(Intellectual Quotient).

The
Logical Thinking

Process

A Systems Approach to
Complex Problem Solving

H William Detlmer

Act like a man of thought

and think like a man of action

© 2021 — Marris Consulting
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Without Eli, the probability of Marris Consulting surviving its
founder would have been diminished

= \We have a Goal Tree (cousin to the Strategy & Tactics Tree)
* |t means we are all very aligned

= \We coach our employees: problem solving, clear thinking, Socratic teaching, delegating
& correcting, etc.

© 2021 — Marris Consulting
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(Because of our clear thinking?)
We pivoted on Covid-19 pandemic context in 4 hours.

» The goal never changes only the current reality

= "Never let a good crisis go to waste" — Winston Churchill

» Impact: >95% international work, >95% on-line

= Qur incoming calls have increased from 2 per month to 4 per month.
= Strong growth and new markets

= But no challenging change projects.
We refuse some challenges.
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Eli taught me about managing uncertainty

= Buffers. 100%

= Focused durations

and pessimistic durations. 75%

= Precisely wrong.
50%

25%

% of Project Buffer consumption

. Drum _
o P 0 0 0
25% 50% 75% 100%
Bottleneck ) oY i
Non-Bottlenecks Resource Non-Bottlenecks Yo of progress of the Critical Chain
Rew Finished Goods
Materials
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TOCPA |
Theery of Constraints
Practitigners Alliance

Because of Eli we hardly ever use mobile phones in our company

= Are mobile phones and real time emailing
not making us all permeable to fake news
and other bad stuff ?

= Thinking is hard work. You need to ensure
you make enough quality time to think

Bad multitasking Kills.
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4 L -
- - CAc. [I%Jl—l
(Because of Eli!l?) I don't answer all my emails. Sorry. ol

= To avoid overloading the constraint and falling into the traps of bad multi-tasking | do not
answer all my emails and other incoming messages.

= Sometimes | take a month to answer and sometimes | never get around to answering.
= | know this is impolite.
= Sorry to all those concerned that are listening
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If you want to stay informed on Theory Of Constraints news ocra
follow these topics on www.scoop.it mssRES

Practitigners Alliance

Theory Of Constraints ¢ Critical Chain Project Management

c =3 | Masnagement approach developed by Elivahu Gaoldratt: identification and leverage of svstem constraint(s) + Thinking Processes. "CCPM" Project management approach that is part of the Theory Of Constraints (TOC) developed initially by Elivabu Goldratt.

Cumted by Philip Maris Cumted by Philip Marris

_”

Scoop withowt nk | Upload your own document | Get suggestions [

2-day free conference: The Legacy
of Eli Goldratt in the World | TOCPA

18% & 19 March 2021 z
The Legacy of

CCPM in Charles River

: : Laboratories - Conference extract
SR L e _' | by Douglas MacKinnon | TOCICO

15 Examples of Theory Of ﬂ . . TOCPA NEW Critical Chain Project n
Constraints by Philip Marris “! Eli Goldratt in the World === Maélgg'e‘mem website dedicated The Outcome ~ Projects On Time
to

Before CCPM Using CCPM

B 1564 mples of Theory Of Gonstraints + L. §

= i
15 Examples™©

Theory Of

@‘ Doualas.MacKinnon - Delivering Value fro... 3. l

From cutibacom - 13

Charles River Laboratories used Critical Chain in the management of their

const raints From tocpeactios.com - 2 47 extansive portfolio of IT projects. Despite far-from-ideal circumstances, and
13th and 1%th of March 2021. Cwer 25 speakers. significant inertia and resistance, implementing Critical Chain helpad deliver
F"—“'.' IIg :-:T: ==m- 23 -.='-='__ D12 ) ) ‘This year, 2021, is the ].Dlh vear .zl.mi\'ersar_\'.af Eli's untimely .passing away. Dare to finish all your proje significant value to the N;mﬂﬁnf Befora Crm.:a] Chmr_ abon: SSi‘.‘ofI?
Marriz Consulting has been implements Theory Of Constraints, Lean, Six The Theory Of Constraints Practitiorers Alliance (TOCPA) will b projects were deliverad on time. Within 2 year of implementing Critical
Sigma and common senss to improve their clients’ performances. In 2020, celebrating Eli's life and the impect that he and TOC have had Chain this rose to over 90%, and has remainad 2t over 90% for the past 2

Marris Consulting celsbrated its 15th anniversary. On this occasion, Philip
Marriz, CEQ and founder, shared 15 cazes - amone the more than 260 in his
career - of performance improvement in various industrial sectors.

vears. At the same time end-user satisfaction with the deliverad solutions
rose. The bigzest measure was the improvement in employes engagement
\ and job satisfaction.

o n .
Y e{"ls‘ % Delta Airlines MRO saved by -1

g I AR Critical Chain in 2006 - 33 minute
video I TOCICO

R Think different / Pillars of TOC -
00:48 Mamufacrurr of asranautical equipment Post by Bob Marshall
06:01 Mamufacturer of gearboxes for Oil & Gas.

10:40 Bearing mamifacturer.
12:40 Fast food. W
16:31 Aircraft maintenance.

:43 Pharmaceutical production.

)

Manufacturer of 2eronautical equipment ec i L ] }
44 Luzury goods. S A o L @ Delta Air Lines Meeting Challenges in Eng...
Mamsfocturer of rocket tanks \ \ 5 PMI Webinar on Critical Chain in ﬂ

28:44 Reimplemertation of shop foar. French by Philip Marris — Tuesday
31:18 TGV maistenance 14 April 2021 - 1pm CET

Mamufacturer of European satellites.

A
v i | 2

Mamufacturer of medical dizznostic devices.

—_—
Automotive supplisr : v P s 5 |
30:43 Gold Mine i ¢ ’ a P Communaute | <% B
AR = (T
¥ -
From flowchainsanssi. wordprass.com - 14 March, 16:53 i
P . I was about to name this post “Pillars of TOC™, but after second thoughes I
ﬂ"‘nmﬂﬂd aw'?raghnwlplg Ind = believe these pillars are equally nssfil outside of their immediate Theary of ~ S =
the Way t Growth - 2009 | AG Do 0m e bl ik e ey O e o o somecne — (1230 D o T Pt WA TO o o
e Way to Gro = g o e e st p" Project < implementad that focused on constraints 2nd improving overall engine
o ~ P - = . “ x@ M“'}ﬁg""‘e"‘ A~ maintenance. These concepts were successful in which they gave clear
Foldratt asserts the pillars described below 2= foundational to “clear W\ Institute. B 2
3 - ) e v . L. c e - N understanding to where they apply six sizma and lean methods to achieve
AGl) Amberwood Doors - ThilgiginUncertain... thinking™ o e A i +rta hnstem_Tina rasvlss Thalts Air T inas imnlamantad TOM in Tohe 100K xnd
. - . -y -
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| would have liked Eli Goldratt to help us ocra i:
with some contemporary challenges T
= The global management of the pandemic ELIYAHU M. GOLDRATT
 Shouldn't the goal have been "To minimize the loss of SIFTING
life-years caused by the virus indirectly and directly" ? })}{JI}O&MAHON
. THE
= Better combatting fake news géTﬁ m
EANP JIV*)
= Better combatting new fashions: A.l., big data, THE _1}_"' b
industry 4.0, bad Agile, death-by-ERP, etc. HAYSTACK
SYNDROME
ﬁjﬁ:oi{; sz . ;Z;Zn{& n{ﬂ}" ; i"j‘ni{x }mnax e ELIYAHU M. GOLDRATT
{f o3 fren, o br[A= SURVIVING
W(S 2n8) VneNx, 4431,52 » BIG
/ /V—rR n>no (- 9)<€ 1 Lokot. {:1:,l A== DATA
. f(oc)4>gc7€[01) Y x€ X | e FASH- m
IONS > L)
(x )<€ Nxn, (yc )< _a riw ‘
R ' TH
HAYSTACK?
SYNDROME
© 2021 — Marris Consulting Philip Marris' lessons learnt from Eliyahu Goldratt 2

TOCPA Goldratt 10Y Legacy by Marris V1.0 20210319

- TOCPA — The Legacy of Eli Goldratt — Friday 19 of March 2021 -



What has changed (for me) in TOC over the past 10 years

= 2 types of simultaneous constraints:
making more money now...and in the future.

= |n an increasing number of organizations, the
capacities are more and more unbalanced: big bad
bottlenecks surrounded by extraordinary quantities
of excess capacity.

» That in many environments the 5 Focussing Steps
(5FS) are not the right starting point.
 \We often use high speed 5FS: 1, then 2, then 5.
» There are many bad / silly constraints in today's
organizations

= Quality management has become a very frequent
capacity constraint.
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Theory of Conslraiﬁ L E";_I
Looking ahead to the next 10 years T e

= More TOC is used in service industries.

= Critical Chain Project Management will continue to
prosper. The PMI (Project Management Institute) will
recognize it as a powerful approach.

= More TOC PC games and video games.
= People are going to read books less and less.
(I wish) Shouldn't there be a new "The Goal" movie?

* Crowd funded?

« Several versions? Manufacturing, Projects, Services,
1.T., Government, Schools/Teenagers, etc.

= (A personal goal) Get Toyota Motor Company to start
using TOC.
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18™h & 19t March 2021
The Legacy of 4 TDCP:A
Eli Goldratt in the World — *=i=

Oded Cohen
Jelena Fedurko-Cohen
Rami Goldratt

Eli Schragenheim
Lisa Scheinkopf
Philip Marris
Sanjeev Gupta
John Darlington
Danny Walsh
Kathy Austin
Avraham Mordoch
Roy Stratton
Humberto Baptista
Andrew Kay
Natalia Anisimova
Nerius Jasinavicius
Rob Newbold
Jeffrey Schraeder
Imanishi Takahiro
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