12th International Conference of the
TOC Practitioners Alliance — TOCPA

www.tocpractice.com April 26-27, 2014 Moscow, Russia

Managing teams which work simultaneously
on projects, service tasks and other small
activities using CCPM

Memuladim Ltd., Israel /@

12th International Conference of the TOC Practitioners Alliance - TOCPA




o~ Hanan Lechtman /1@

EXPERIENCE

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 ~Chain  Project p Il \,\.
o . He cens | ¥

earch and

panies.  Contact info:

ompted Bitzuim Memukadim Ltd.
uarters 1 Argaman st.

for new Haifa 3348501, Israel
design,  Tel: +972 (52) 374 5356

u stry. hanan@effective-performance.com

12th International Conference of the TOC Practitioners Alliance - TOCPA



TOCPA :
| Elements of the environment /1@
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* Projects

— A one-off assighment, that has predefined stages and
throughput, a pre-set budget and schedule.

e Service

— Relatively small requests from internal sources / market

— Service Requests arrives at irregular rate
— Hi

address the issues (affect customers)
ination among resources

ts
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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
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CCPM Injections /1@

Achievement of the delivery commitments is established as a
Prime Measurement for managing project environment

Project Planning Diagrams are in place with tasks resourced and
estimated for duration (while estimates of durations are
“challenging but achievable”)

Critical Chain is determined through resolving resource contention
Buffers are inserted in strategic points

Tasks are performed according to the status of their corresponding
buffers through using Buffer Management

Resource availability is monitored in anticipation of a new planned
task

BM for recovery actions is in place

Buffer penetration reasons are reviewed periodically for POOGI
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 /1@

e The team at large

ember 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 /1@

e Resources availability — can be as low as 20%
 Holidays and vacations

 Project Buffers need and sizing (Usually Min 33%)

e Capacity Buffers

e Queuing theory - Little law, Standard & Davis Rule and
the effect of too high resource utilization >

S
-

"‘;...']. Preventing the domino effect on all projects yz// ¥\

e (Capacity Buffer sizing >

We better be roughly right than precisely wrong o-. eii Goldratt
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Standard & Davis rule and the /l@
effect of increase utilization (U)
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Needed Elements for the
solution /@

e A list of all activities that must be dealt with

e Due dates for all activities to which commitments
were given

e 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 /l@

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

e Analyze the ability to meet the due dates and buffer
consumption
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The planning process )

 Add the tasks and projects with
e Net duration estimation

e Required due dates

* Priority

e External constraint date
e Refresh the worksheet

* Sort by priority

ations
at have start time constraint
to meet due dates

refresh the worksheet and
eet due dates...
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The working Excel sheet

A B D E F G H J K M N 0 P T U v w X Y Z AA
Capacity Project
Availability  Buffer Buffer

Arrange formulas and Formats

Buffered
Due Date
Original PB |  (copy Accumulate

current end Days L Remaining Accumulated d After  TaskEnd  TaskEnd
Categ Task should not start  Currenttask date before PSSR from days in net R RN Accfumulated  Accumulated  with capacity Project Date date with  task start
or' Statusn Priorhv! Proja Taslﬂ before this date H Start Dntu PB u copied v [Weolumni ¥ duminnn Comments @I ERR T date days with availability  buffer PBDays  Buffer  before PB PB date

Securit New Change Change 0 0 0.00 0.00 0.00 0.00 12/04/2014 12/04/2014 12/04/2014
Securit Done Change Change 094 30/03/2014 0 0.00 4/12/14 0 0.00 000 000 0.00 12/04/2014 12/04/2014 13/04/2014
Securit Ongoing Remove 0 0 0.00 0.00 0.00 0.00 12/04/2014 12/04/2014 13/04/2014
) Securit New Improve 13/04/2014 28/04/2014 5.66 30/04/2014 5 2.36 4/30/14 5 7.14 857 2.36 10.93 28/04/2014 30/04/2014 13/04/2014
L Securit New Project 29/04/2014 04/05/2014 2 7 10.00 1200 330 1530 04/05/2014 07/05/2014 29/04/2014
2 Securit New Find 0 7 10.00 12.00 3.30 15.30 04/05/2014 07/05/2014 05/05/2014
3 Securit New Testing 05/05/2014 11/05/2014 3 10 14.29 17.14 471 21.86 11/05/2014 15/05/2014 05/05/2014
4 Securit New POC 12/05/2014 15/06/2014 15 25 3571 4286 1179 54.64 15/06/2014 01/07/2014 12/05/2014
5 Securit New POC 16/06/2014 17/06/2014 1 26 37.14 4457 1226 56.83 17/06/2014 03/07/2014 16/06/2014
5 Securit New Implemet 18/06/2014 26/06/2014 16.97 15/07/2014 4 1414 7/16/14 30 42.86 5143 1414 65.57 26/06/2014 16/07/2014 18/06/2014
7 Securit New Security Invite 0 30 42.86 5143 1414 65.57 26/06/2014 16/07/2014 29/06/2014
8 Securit New Security Penitrati 29/06/2014 03/07/2014 18.86 28/07/2014 3 33 47.14 56.57 1556 72.13 03/07/2014 27/07/2014 29/06/2014
3 Securit Ongoing Security Wireless 06/07/2014 07/07/2014 19.33 30/07/2014 I 16.03 7/28/14 34 4857 5829 16.03 74.31 07/07/2014 29/07/2014 06/07/2014
) Maint New 2 Linux  Prepare 08/07/2014 09/07/2014 2074 10/08/2014 1 16.50 7/31/14 35 50.00 6000 1650 76.50 09/07/2014 31/07/2014 08/07/2014
L Maint New 2 Security Installati 10/07/2014 14/07/2014 20.27 06/08/2014 2 17.44 8/6/14 37 52.86 6343 17.44 80.87 14/07/2014 06/08/2014 10/07/2014
2 Storag New 3 Storage Remove 15/07/2014 30/07/2014 24.04 01/09/2014 7 20.74 8/28/14 44 62.86 7543 2074 96.17 30/07/2014 28/08/2014 15/07/2014
Repor Backup Backup
3 ting  New 5 Reports reports 31/07/2014 03/08/2014 2546 09/09/2014 1 2121 9/1/14 45 64.29 7714 2121 98.36 03/08/2014 01/09/2014 31/07/2014
Repor Helpdes Helpdesk
4 ting  New 5 k (OTSR) 04/08/2014 13/08/2014 27.81 25/09/2014 5 23.57 9/16/14 50 7143 8571 2357 109.29 13/08/2014 16/09/2014 04/08/2014
Repor Servers Zenoss
5 ting  New 5 Reports reports 14/08/2014 17/08/2014 28.76 01/10/2014 1 2404 9/18/14 51 72.86 8743 2404 111.47 17/08/2014 18/09/2014 14/08/2014
Repor Storage Storage
5 ting  New 5 Reports utilizatio 18/08/2014 19/08/2014 2829 29/09/2014 1 2451 9/22/14 52 7429 89.14 2451 113.66 19/08/2014 22/09/2014 18/08/2014
1§ New 6 Docume Write 20/08/2014 20/08/2014 29.23 05/10/2014 1 53 7571 9086 2499 115.84 20/08/2014 24/09/2014 20/08/2014
3 Docu New 6 Docume Review 21/08/2014 15/09/2014 33.94 05/11/2014 10 29.70 10/26/14 63 90.00 10800 29.70 137.70 15/09/2014 26/10/2014 21/08/2014
3 Storag New 7 Storage Archivin 16/09/2014 01/10/2014 37.24 27/11/2014 7 70 100.00 12000 33.00 153.00 01/10/2014 17/11/2014 16/09/2014
) Storag New 7 Storage Old and 02/10/2014 06/10/2014 38.19 03/12/2014 2 72 102.86 12343 3394 157.37 06/10/2014 23/11/2014 02/10/2014
1 Storag New 7 Storage Splitall 07/10/2014 29/10/2014 3060 14/12/2014 10 82 117.14 14057 3866 179.23 29/10/2014 23/12/2014 07/10/2014
2 |Storag Done 8 Storage Realloca 30/10/2014 02/11/2014 4007 16/12/2014 1 83 11857 14229 3913 181.41 02/11/2014 25/12/2014 30/10/2014
3 Storag New 9 Storage Review 03/11/2014 05/11/2014 4101 23/12/2014 2 40.07 12/31/14 85 12143 14571 4007 185.79 05/11/2014 31/12/2014 03/11/2014
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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?
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