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Ein ganzer
Vorstandsbereichist in
Schieflage

~250 Entwickler, agil und |
klassisch und e
Kampagnhen,

mehrere Standorte,
Internationales Produkt-
management und
Marketing

Fieberkurven - geht
nicht - uberall Frustund s N o
Uberlastung = A SSRO~.

Viel zu komplex!

Wie soll man das steuern?




DAS ZIEL

EIN ROMAN UBER PROZESSOPTIMIERUNG




A Mentimeter

Find the Constraint - just klick on the constraint in the picuture!
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A Mentimeter

Find the Constraint - next level!
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Dolphin A Mentimeter

(0) Can you fulfill all

w ChangeBase
/- requests you get

Yes - vOou have an

Yes - but | don't

external constraint take them all -

' 2 ) K@D protective
NO - leads are lost
capacity

10 the COMpettor

YyOU Nave an intéma

constraint

(1) Already market
lecader?

(2) Is sales losing orders (3) You are in paradise! Enjoy )
do to unreliable or long - do cherry picking or

lead times systematically increasing avg.

¥l Throughput/Order )
€5 NO YES ]
Market is too small to grow “”"*r"&';il your real NO (2.2) Business Type
market strategy constraint > automate & how do you deliver
% P e intensify & build competitive ed Ea )

—~—

Make to Stock or
Engineenng to

Orde: 1
— Order "Projects” ,
roduction delivery/integration is up and

(2.2.2) Automated

cCoOnNnbnuUous

(2.1) Are your best running

salespersons more than 80%

of their time talking with

(2.2.1) What "machine” or
“team’ is loaded >85%

customers’

(2.2.2.1) Architecture and

E"IE neenng Business Analysis is loaded >

0%
mm

Real constraint salespersons -
= Automate & hire ' T*‘*‘:h NAATL strategy = Configure To
- FSSEMDNY w“ Su': NO
o Quality -
. No team o :
l b strategy =2 agile int/ext.
That is your real Cacded . You have virtual
constraint < DBR/sDBR constraint 2 CCPM
based on Virtual Drum

You have real constraint
- CCPM

Supply Chain Constraint
-> DDMRP
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\What is the optimal load in[...]

the Constraint?

NON Constraints?
71.7

82.2
0% 200%




A Mentimeter

* jf you sort the teams by utilization and graph them, it often looks like this

_

Teams sorted by queue length...



A Mentimeter

« if you "pause” all surplus projects you get this picture. Optimal flow is created, the remaining projects are

completed much faster and the paused projects are reactivated! no project comes later than it would have come
without a pause!

The massive effect of
Littles Law:

Lead time = WIP/throughput

80% Load

.. but what do you see now?



A Mentimeter

Solution:

= Projects were paused until the constraint
is not overloaded any more.

= QOvercapacity is getting transparent.

Ergebnis i /wemriasmie* - | ;2

Ca. 30% resources
were found.

80%

If you take FLOW serious - the constraint is not even fully loaded - neither any other resources .. ..
Then you get the optimal output!



D77, IT Service Hub A 35, Insurance IT G 251, Mechatronic“‘DeYinees
Team average load

Systemtest (MCH) 129%

SkillClass average load

1 ' Underwriting 159%
ProdluctManagement f | 117% 25 — Mechanica Desan (D w5
Architecture 86% —m—— ' 13'3% Hardware Development (KA) 89%
Development I 76% _ Software Development (MCH BS Appl.) 89%
Actuary, Risk Mgmt 126%
Compliance r 66% ' ﬂ Software Development (KA Appl.) 82%
] : — e Development 125%  Quality Department (KA CRA) 79%
hoboionnd sl °  Top Management _/111%  Quality Department (KA PQA) 74%
Development t _ 54% Legal, Compliance Lead " 95% Software Development (KA SA) 66%
Architecture - Product D 65% Quality Department (KA SQA) 66%
Development B : f ] e ofware Development (MCHHS Apel) i
_ - 599 ystemtes autom.
Operations ‘—— — | Electronical Design (KA) 57%
FunctionalDepartment l | 19% Software Development (KA EP) 35%
Architecture . 16% Software Development (MCH CM) 33%
| Software Development (MCH GUI) 32%
DEUEImeent L Systemtest (KA) 30%
Develnprnent Software Development (MCH UIDB) 18%
FunctionalDepartment l ¥ | Software Development (MCH EMS) 0%
ProductManagement Software Development (MCH OPS) 0%
Development [
ProjectManagement '



Bottleneck management on Portfolio Level

@ Dimensions of Initiatives Teom Bolancing Plon —_ Our .Smart* Pipeliner
2
W Customer Service Requests — e e b ey ettty R R e e e
. . . _ . , " . . . : : ] : ] ] L] ] 1 ] ] 2 ' ]
W Service Rollout e —
: _ | ] i ] | 2 ¥ 1
W Service Retirement SE T T e T : £ : M
U Service and Data Migration . et e e e —
i [ |
2 1 |
Approx. 320 lines of reporting " : . : . .
] | 1 1 [ ] L]
Meeting: duration 20min., 3 Participants. - " E E E T
Management: focus and decision what and — B T N T ™
WhﬂmtﬂaddrESS. Ui A -ﬂ.-lﬂlﬂlﬂi-!-l:-ll‘m-.‘lﬁﬂ'mzﬂﬂ-l.ﬂlﬂlﬂlﬂl““ FIeh ML JIISAT ISR NIV FENA L JIe1] PIALI FENVel Bl
EE—
Teams: Super fast decision turnaround. R
Knowing, not guessing. —— — E : . E : _—
2 k| i L}
Coordination focus: — : —
Clear Prios offload management and team leads. - T N s
More clarity & focus for all. Less insecurity i  — “ r
et t e ~ R " I e e e ~

supports self-empowerment for all.

Find the effective bottleneck. See capacity and load shifts. See delays increase (bow wave) or subside.

Weekly, ,find the 5 questions to ask the right 3 people”. Get into the loop (OODA) for POOGI.
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Ouelle: Vortrag TOCICO 2024 in Bad Nauheim
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critical chain fever curve

-

Android fever curve

"1

at this point

the duration

of the project 3
wasreduced B¢
by3/days =
-13% of the
onginally
planned
lead time

buffercomumption
buffer consumption

o J

Historique complet

.




A Mentimeter

D - = c 00
Fortachritt [%]

Scatter-Plot - the overview about all releases/projects



A Mentimeter

Test: You have one developer free - \What do you do?

27

A - | give him to the red project B - | give him to the yellow project C - | give him to the green project D- | hide the fact and let him work on
something for my team



A Mentimeter

[ Projects portfolio Fever Chart |
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Progress of Project

an example of an self-organizing company - projects are helping each other (without central order)



Throughtput incres by factor ...

5,0

45

4,0

3,9

3,0

25

2,0

15

1,0

05

0,0

Our FLOW (#TOC) Success Stories

5 10

... time to get the throughput increase in months

@ companies - from 10 to 6500 employess (size of the bubb

Das neue
Feature von
ALLEX.ai

UM

staffeln

CCPM - Critical Chain Project Management

Leadtime

PIP Projects
(Working days)

LCP-PCP Projects
(Working days)

PIP Projects E 11 7
(Working lﬁ] . .o
Averlge 250 days . Avlrlg- 109 days
LCP-PCP Projects 819 1008 630 400{*1 : 192 250 (%)
(Working days) . o~ 1 - -09 %
Average 714 days(*) » Average 221 days (*)

1

T A N N .

TODAY

Nando = 12:01 AM

Hey Wolfram

Ja hab ich gesehen &

einem Jahr keine verspateten Projekte mehr, nur
kommen damit andere Probleme.

Was machen mit den fertigen Anlagen, wenn du
permanet zu frih fertig bist& & &

Ich war ja so skeptisch und jetzt so ein Fan von CCP

Scheint ja bei euch auch zu laufen, hast du auch Projekte

im Ausland?

Grusse Nando

CCPM [lynx:'

102 127 100 :
& E“ . 35%
Auer:g: 104 days . Average 68 days
583 763 362 305 : 292 176
Averag;ﬁﬂa days Amg&u days

mmmm <Y

Wir haben die Aufgragsbiicher voll und schon seit tiber

A Mentimeter

Sollte
CCPM
L,Critical
Chain” sein
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klassisch, agile, egal
GrofBe Portfolios - Ruhe bewahren!
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Dolphin 42
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. Handbook for Agile Practices

THE CIlO’s GUIDE TO

BREAKTHROUGH

PROJECT PORTFOLIO
PERFORMANCE

APPLYING THE BEST OF
CriTicaL CHAIN,
AciLE, AND LEAN
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