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Brief bio

Broad experience in product development, project

management, manufacturing and TOC

implementation in a variety of organizations. Hanan

is highly experienced in project management in all

aspects/spectrum of projects from product

development in leading high-tech companies to

maintenance work projects. Hanan has led the

implementation of Critical Chain Project

Management in numerous of projects. His clients

include Israeli subsidiaries, notably research and

development, of Fortune Top 100 companies.

Success in these implementations prompted

subsequent application in corporate headquarters

in the USA. Hanan has headed R&D for new

technologies implementations, machine design,

robotics, and manufacturing in Israeli industry.
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Elements of the environment

• Projects 

– A one-off assignment, that has predefined stages and 

throughput, a pre-set budget and schedule.

• Service

– Relatively small requests from internal sources / market

– Service Requests arrives at irregular rate

– High pressure to address the issues (affect customers)

– Minimal / no coordination among resources

• Other activities

– Bugs fixes 

– Small SW improvements 
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Environment Characteristics

- Small projects/ service requests / bugs

- Often changes in requirements list (new and current)

- Often changes in priorities 

- Due dates for significant part of the work must be 
committed and met (projects and service activities) 

- Often commitments must be re negotiated

- Frequently SW “build” content commitments

- Management need 

- to understand the ability to meet commitments 

- Early warning of expected problems 



12th International Conference of the TOC Practitioners Alliance - TOCPA

CCPM Injections

1. Achievement of the delivery commitments is established as a 

Prime Measurement for managing project environment 

2. Project Planning Diagrams are in place with tasks resourced and 

estimated for duration (while estimates of durations are 

“challenging but achievable”)

3. Critical Chain is determined through resolving resource contention 

4. Buffers are inserted in strategic points

5. Tasks are performed according to the status of their corresponding 

buffers through using Buffer Management 

6. Resource availability is monitored in anticipation of a new planned 

task

7. BM for recovery actions is in place 

8. Buffer penetration reasons are reviewed periodically for POOGI

9. Resources are monitored as potential Critical Resources 
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The Problem

•How to succeed to manage effectively in this 

environment, meet commitments without 

jeopardizing the service level while significantly 

lowering the managerial burden

•The current CCPM tools and other project 

management tools demand too much efforts to 

deal with frequent changes of scope and 

priorities and give poor results
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The constraint

• The team at large

• Actually each team member is a constraint
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Needed Solution 

Characteristics
• Simple and easy to understand and operate

• based on rough estimations

• Reliable in meeting due dates

• Clear and visual global and operational indicators – Buffers

• Often the service tasks cannot be managed and need to be 

performed on immediate nature

• Use of “net” durations

• We cannot plan what is changes all the time – we need to 

leave enough time for it to be worked on

• “Idiot proof, idiot safe” construction (automation as 

practical)

• Buffer Management
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Important issues

• Prevent entering a chaos situation – need 2 

buffers (Capacity and time)

• Management need a good understanding of 

current and future expected problems

• Management need good understanding of 

the ability to commit to changing and 

incoming requests

• overloading the resources is not a solution
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Needed Buffers

• Resources availability – can be as low as 20%

• Holidays and vacations

• Project Buffers need and sizing (Usually Min 33%)

• Capacity Buffers 

• Queuing theory - Little law, Standard & Davis Rule and 

the effect of too high resource utilization

• Preventing the domino effect on all projects

• Capacity Buffer sizing

We better be roughly right than precisely wrong Dr. Eli Goldratt
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Standard & Davis rule and the  

effect of increase utilization (U)
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Needed Elements for the 

solution

• A list of all activities that must be dealt with

• Due dates for all activities to which commitments 

were given

• Resource availability and Capacity buffer to calculate 

the “Load front” date

• Adequate buffer for all commitments

•In case there are very few tasks that are inter 

connected and use different resources they must be 

also connected to capture the time influence.
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Tracking and Buffer Management

• Weekly update the remaining duration (in net duration) for 
all tasks

• Analyze the ability to meet the due dates and buffer 
consumption



12th International Conference of the TOC Practitioners Alliance - TOCPA

The planning process

• Add the tasks and projects with

• Net duration estimation

• Required due dates

• Priority

• External constraint date

• Refresh the worksheet 

• Sort by priority

• Refresh the equations

• Settle the tasks that have start time constraint

• Check for the ability to meet due dates

• Reset the priorities, refresh the worksheet and 

check ability to meet due dates…
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The working Excel sheet

Text 
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Results

• Management get the full picture from the global point of 

view 

• Corrective actions and decisions on “new” commitments 

are taken based on BM

• The tools are intuitive and easy to manage and maintain

• Managerial burden was significantly lowered

• High satisfaction of all participants from the ease and 

ability to manage

• Better communication among all stack holders
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Questions?


