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The right rules can put
you on the fast track

Not long ago, the Naval Air Depot at Cherry
Point, N.C., struggled to meet deadlines for
getting aircraft repaired and back in service.
When the depot’s managers analyzed the
situation, they found that the facility’s overall
business philosophy—which emphasized
keeping a lid on costs—uwas at the root the
problem.

Now the depot’s most important business
metric is throughput—or the number of
aircraft it can get repaired and returned to
service over a given time period. The
throughput has doubled over the past
year, which makes the depot’s customers
happy. The depot’s managers are pleased as
well because they haven't had to bust their
budget to improve customer service, And
they give much of the credit for that devel-
opment to the adoption of a new project
management software package.

Software

“..software has been an integral part of a
process that is allowing us to see significant
reductions in turnaround time,” says Cornel
Conti, the commanding officer at the aviation
depot. “That is very important because it
speaks to our ability to have assets available
for our customers,”
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The aviation depot purchased the software
from Realization Technologies, San Jose, Calif.
The application, called Concerto, worked for
the aviation depot because it does more
than simply track the dates by which
individual project tasks must be completed,
which is what most desktop project manage-
ment tools do. And like the Naval aviation
depot, manufacturers realize now that they
need more sophisticated project manage-
ment tools.

A major shortcoming of project manage-
ment applications, like the popular Microsoft
Project, is that they don't allow users to track
multiple projects simultaneously, which is a
basic requirement in an operation like an
aircraft repair shop or a manufacturing
company that builds large, complex prod-
ucts.

The integrated approach

Realization Technologies applied supply
chain planning philosophies to the develop-
ment of its software package, which is why
AMR’s Burkett says it is a good choice for
companies whose survival depends on
optimizing their project management
process.

“Realization Technologies allows youto
identify the constraints that are slowing up
the projects,” Burkett says. “That allows you
to alleviate bottlenecks. You can then review
your project schadules from time to time to
make sure they're running as smoothly as
passible.”



Old concept, new application

Gupta, the CEO of Realization Technologies,
built the Concerto application around a
supply chain management concept known
as Theory of Constraints. He used the same
concept to design a supply chain planning
application at a previous company he
founded known as Thru-Put Technologies.

The Theory of Constraints holds that there is
one critical operation in every organization
that would cause massive bottlenecks if it
were to go down. Therefore, the entire
organization should focus on feeding that
constrained operation.One way of feeding
that critical operation is to build buffers-
either of time or materials—in front of it so
that it never is forced to stop working.

Buffer management, as this method is called,
is a principal component of Realization
Technologies' Concerto package. This appli-
cation seeks to identify what Gupta refers to
as the “critical path,” or the task within a
project that will consume the largest amount
of time. It then employs a Flow Engine” —a
computer program that uses special math-
ematical algorithms—to calculate the
appropriate amount of time to use as buffer
for activities that must be performed after
the critical path task.

“We build in this extra time so that the
project will not be delayed if the critical path
activity takes longer than expected to
complete,” Gupta explains. Users can rerun
the Flow Engine"at regular intervals to
generate new schedules that reflect any used
or unused buffer time.

"The buffering aspect of this tool has been
extremely helpful,” says Leanna Radford,
industrial business process division director
with the Naval Air Depot in Cherry Point. "It is
a far more robust tool that allows us to

execute our plans with some degree of
certainty. Historically, classic project manage-
ment tools have been used to explain why
you got behind, but we are using this tool
very much in the execution phase on a
day-to-day basis to keep us from getting
behind in the first place.”

That's the way all businesses want to manage
their projects; the only question is which
type of system they use to make it happen.

“..Historically, classic project
management tools have been
used to explain why you got
behind, but we are using this
tool very much in the execu-
tion phase on a day-to-day
basis to keep us from getting
behind in the first place.”

- Leanna Radford

Director of Industrial Business Process Division,
Maval Air Depot in Cherry Point
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