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Organization of the webinar

ÁPresentation: 30 minutes.

ÁFollowed by a Questions & Answers session: 15 minutes.

ÁYou can ask questionsand make written commentsthroughoutthe

webinarusingthe"Q. andA." feature.

ÁThe slideswill be availableon our websiteat the endof the webinar

www.marris-consulting.com

ÁTherewill besurveysduringthewebinar.

ÁThe webinar is presentedby Philip Marris, assistedby a moderator

whoserole is to ensurethesmoothrunningof thiswebinar.

Introduction

http://www.marris-consulting.com/
http://www.marris-consulting.com/
http://www.marris-consulting.com/
http://www.marris-consulting.com/
http://www.marris-consulting.com/
http://www.marris-consulting.com/
http://www.marris-consulting.com/
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Philip Marris, CEO at Marris Consulting

ÁEnglishéand European, 

ÁBilingual & bicultural English/French.

ÁStarted using Lean in industry in 1984. 

ÁHas been implementing TOC since 1986, when he worked with Eliyahu 

Goldratt, the founder of Theory Of Constraints/TOC.

ÁImplementation of TOC and Lean in >380 companies around the world.

ÁAuthor of the French reference book on TOC in production

ÁFounder in 2005 of Marris Consulting in Paris, France.

Introduction
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We have the honor of having helped...

Introduction
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Marris Consulting's expertise in aeronautics and aerospace

Introduction

Marris Consulting supports its clients in increasing their production capacities and accelerating their 

projects, in order to improve their performance and competitiveness.
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Aircraft manufacturers are struggling to keep up with the sustained pace of 

orders, which is having repercussions throughout the entire supply chain.

ÁAs of today, Airbus has a backlog of approximately 

8,700 aircraft on order and Boeing 6,100.*

ÁAccording to Little's Law, at the delivery rate 

projected, they need more than 10 yearsto deliver to 

their next customer order.

Context

* Source : https://flightplan.forecastinternational.com/

Flow rate D 

= equipment production capacity

Volume V

= WIP at the 

equipment

How can we increase production rates and 

accelerate project executions 

without creating an 

excessively stressful work environment?

https://flightplan.forecastinternational.com/
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The Theory of Constraints: the obvious solution 

when you need to produce mouchmore

ÁProjects aimed at increasing 

production rates are often associated 

with significant and substantial 

investments (purchase of new 

equipment, industrialization of a new 

line, etc.).

ÁThese are projects whose benefits will 

materialize and begin to become 

visible in the long term.

Context

By acting first on existing flows, the Theory of Constraints can

in just a few weeks obtain the first concrete results 

and TOC (CCPM) can also put investment projects under control and accelerate them.
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The Theory of Constraints contributes 

to the increase in production rate at 2 levels

Context

Develop new aeronautical equipment, new processes, 

new production lines or even new factories faster and better.

Breaking the bottleneck

& « Throughput World ».

Critical Chain Project 

Management (CCPM).

Produce more and increase productivity to achieve significant 

increases in production rates by working on the flows.



11
How to succeed its ramp-up in the aeronautical industry

- Webinar, Thursday 2nd of April 2026 -

© 2026 ï Marris Consulting

Webinar Aeronautical Ram-up V1.0 20260402

Factories, People & Results

© Marris Consulting

© Marris Consulting

© Marris Consulting

Agenda

ÁIntroduction

ÁContext

ÁQuick overview of the Theory Of Constraints in production and projects (Critical Chain)

Á5 examples of ramp-up in the aeronautical industry

ÁConclusion

ÁAppendices



12
How to succeed its ramp-up in the aeronautical industry

- Webinar, Thursday 2nd of April 2026 -

© 2026 ï Marris Consulting

Webinar Aeronautical Ram-up V1.0 20260402

Factories, People & Results

© Marris Consulting

© Marris Consulting

© Marris Consulting

The watchword:

focusthe actions for quick results

ÁIt is no longer possible to distribute work equitably. 

ÁAnnual budgets pretend to balance organizations, but they don't succeed.

ÁThere is always a constraint, a bottleneck somewhere in the system.

ÁOne hour lost on the bottleneck = one hour lost for the system = one hour of lost sales.

ÁOne hour gained on a non-bottleneck is an illusioné so be careful with local objectives 

such as OEE. A non-constraint must only work according to the constraint's 

requirements.

ÁA dual view is mandatory: different rules for constraints and non-constraints.

Quick overview of Theory Of Constraints

The sum of local optimums is not equal to the global optimum ïEliyahu Goldratt

Organizationsare necessarily unbalanced
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The 5 steps of ToC'scontinuous improvement process

Quick overview of Theory Of Constraints

Beware of 

inertia!

Exploit the constraint

Subordinate to the constraint

The bottleneck 

may change, get 

back to step 1

How to help these limiting 

resources? What policies are 

blocking it?

Synchronize the rest of the organisation around this constraint

1

25

4 3
Elevate the constraint
Invest to increase the bottlenecksô capacity

Identify the 

constraint
What are the limiting resources 

in your production or in your 

project portfolio?

2/ Without investments

in $ or in time

4/ With investments

in $ or in time

3/ The most 

difficult step

1/ Easy to do in production but 

not in projects

5/ Or choose the "best" 

constraint of the system
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The Critical Chain method deals with the inherent uncertainty of projects 

and aims at protecting the whole project, not the individual tasks

ÁAll project tasks have significant security margins, but they are wasted. 

ÁWith the Critical Chain approach, these margins are reduced and mutualized in a buffer at the end of the 

project.

Quick overview of Theory Of Constraints

Fever Chart 
With traditional planning...

é each task has its own margin

With Critical Chain, margins are mutualized and 

cycle times are challenged
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The Portfolio Fever Chart helps to quickly track all the projects in the portfolio

with objectivity and transparency

The Portfolio Fever Chart greatly facilitates 

the dynamic arbitration between projects

Quick overview of Theory Of Constraints

Projects 6 to 11:

(green zone ) 

nothing to report

Projects 1 & 2: 

urgent action 

needed!

Project 4: 

Finished exactly 

on time

Project 9: 

Finished before 

the end date
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To deepen your knowledge of the Critical Chain Project Management 

method, watch our playlists of over 180 videos.

Quick overview of Theory Of Constraints

Marris Consultingôs YouTube channel: www.youtube.com/@marrisconsulting

Also available on DailyMotion & Vimeo 
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A new technology validation project coupled with a CAPEX project to 

revolutionize the manufacturing of carbon aircraft engine blades

ÁThe intensepressureto meetdeadlineson a high-stakesproject that startedlate,

particularlydueto changesin specifications,promptedtheteamsto try a different

approach.

ÁThe project scopeincludes severalcomponents,including a new design,new

manufacturingprocesses,andtheinstallationof anew3D carbonfiber loom.

ÁTheobjectiveswere:

Åto reduceproductioncostsby decreasingraw materialconsumption,

Åandreducecycletimes.

ÁTheresultsof implementingCCPM(Critical ChainProjectManagement)were:

ÅDespiteunforeseeneventsandadditionalactivities,projectdeadlinesweremet;

ÅImprovedprojectvisibility andexecution,with lessdaily stress;

ÅSimplified taskprioritization,easierdecision-making,andresourceallocation;

ÅTransparencyinternallyandwith theclient regardingprojectprogress;

ÅProduction started on time to complete the project within the allotted

timeframe.

Ramp-up case studies
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A portfolio of projects for an aircraft seat manufacturer. 

Accelerated development of new products (and later a new factory).

ÁMany projects are stalled in the EngineeringDepartment. It is the

capacityconstraintat thetime of theCritical Chainimplementation.

ÁSolutions:

ÅCleartaskprioritization: "Focus& Finish"oncritical tasks,

ÅImplementationof aKanbanBoardto visualizethework,

ÅFocusedmanagerialattention: more frequentfollow-up meetingsto

identify bottlenecksmorequickly, fasterdecision-making.

ÁIn parallel, implementationof Critical Chain on strategicand priority

projects,then deploymentto all projectsin the portfolio (and later the

construction& certificationof a factory).

ÅPlanningandoptimizationof projectschedules,

ÅWorkload/capacityanalysisacrosstheportfolio,

ÅImplementationof monitoringanddecision-makingroutines.

ÁThesebottleneckreductionactionshaveacceleratedongoing projects,

andprojectdeadlineshavebegunto bemet.

Ramp-up case studies
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A 30% increase in production rate 

at an aircraft landing gear maintenance (MRO) workshop

ÁImplementation of the TOC and Critical Chain in production:

ÅIdentification of the first bottleneck: surface treatment tanks.

ÅManagement focused on the bottleneck.

ÅLaunch of short-term debottlenecking actions and implementation of 

a 24/7 organization dedicated to the bottleneck.

ÅVisual management of train flows in the workshops.

ÁDrum-Buffer-Rope (TOC flow management in production):

ÅBottleneck identification: New structural bottleneck in inspection.

ÅImprovement: Debottlenecking actions (HR, work management, 

reinforcements, training).

ÅSubordination: Protection of the bottleneck by implementing excess 

capacity in dismantling.

ÅIncrease: Recruitment of new inspectors.

ÅEtc.

ÁIncrease in output volumes by more than 30% initially.

Ramp-up case studies
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Fan blades production volumes increased by +55%, 

from 40 pieces per day to 62 pieces per day produced.

ÁWith the increasingproductionratesof aircraft engines,productivity had to be quickly

improvedin theFanBladeproductionline in aplantin France.

ÁThis ramp-up was necessaryto meet growing and demandingmarket requirements.

Optimization strategiesbased on the Theory of Constraintswere implemented to

maximizeproductionflow.

ÁThemainareasof focuswere:

ÅIncreasingthe bottleneckproductionrate (Tomography)by more than 50% through

capacity increasesand workload reductionsby eliminating some non-value-added

activities.

ÅImplementingDrumBuffer Rope(DBR) to synchronizeproductionwith thebottleneck

rateandthuscontrolthework-in-progresson theline. Learningto stopworking!

ÅReorganizationandsimplificationof thenon-conformitymanagementprocess.

ÁProductionvolumesincreasedfrom 40 partsperdayto 62 partsperdayin 3 months.

"We arefinally achievingour objectivesreliably andsmoothly. Theteamôsmotivationhas

beenboosted.ò

Ramp-up case studies
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Safran's Flight Control Systems production saw 

a 30% increase in throughput and productivity in just 2 weeks!

ÁA significant increase in production was requested from this aeronautical 

actuator manufacturer to facilitate the transfer of a production line.

ÁThis increase plunged the site into a chaotic situation, generating intense 

pressure and daily stress for the teams.

ÁOn-time delivery rates were chronically below 50%, and the delays were 

increasing month by month. The backlog of machined parts for assembly 

exceeded 450 parts, and the lead time was about 9 months.

ÁTwo main actions were implemented:

1. Increasing the bottleneck throughput.

2. Reducing the number of work orders in the workshop using the "2 for 1" rule.

ÁResults: 

ÁAn increase of over 30% in throughput and productivity within 2 weeks!

ÁA reduction in manufacturing lead time from 9 to 3 months.

ÁA reduction in work-in-process inventory of over 70%.

Ramp-up case studies

Client testimonials
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We very often use the ñ2 for 1 ruleò 

to quickly reduce Work In Progress in a factory

ÁYou are only allowed to launch one new Work Order into the system when you have finished 2 Work Order.

ÁSee the video that explains this trick.

Ramp-up case studies
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Nothing is more convincing than the voice of our customers

Ramp-up case studies
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Our training sessions are available in-person or on-line

ÁAttend one of our in-person training 

sessions (in French):

ÅCritical Chain Project Management. Next session 

in October 2026, in Lyon.

ÅThe Theory of Constraints in Production Next 

session in October 2026, in Lyon.

ÅGood Lean versus Bad Lean on 21st of May 2026, 

in Paris.

ÁRegister for one of our online training 

courses (in English)
We offer all our training courses in-house, 

in-person worldwide, or online.

We do about 30 in-house sessions per year

Conclusion
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ÁWe conduct rapid 2-day diagnostics 

(for factories with fewer than 500 employees).

ÁDeliverables:

ÅStrengths and Weaknesses Assessment 

ÅImprovement Action Plan

ÁSee our many testimonials on our YouTube channel.

Conclusion

We conduct rapid, two-day factory diagnostics 

which are highly valued.
Contact us to find out more

ñI am amazed at what the Marris Consulting team was able to understand about our environment and identify areas for 

improvement in such a short time.ò- Program Manager, Aeronautical Maintenance. 

"An effective diagnosis in a short time, an objective assessment... a true evaluation.ñ

CEO, Precision machining and assembly. 

ñThe diagnosis was carried out with great professionalism and empathy. [é] 

I think thatôs why it was so well received by the teams.ò

Engineering Director, Aeronautical Equipment Manufacturer.
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Thank you

Conclusion

Do you have 

any questions?

Feel free to send me a connection request on LinkedIn.

linkedin.com/in/philipmarris

https://www.linkedin.com/in/philipmarris
https://www.linkedin.com/in/philipmarris
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To learn more: 

our website marris-consulting.com

Appendices
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To learn more:

our website critical-chain-projects.com

Appendices
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More than 600 videos on Marris Consultingôs YouTube channel

https://www.youtube.com/marrisconsulting/videos

Appendices

https://www.youtube.com/marrisconsulting/videos
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Marris Consulting organizes around thirty inter and intra-company 

training sessions each year

Appendices

Theory Of 

Constraints

Logical Thinking Process

Critical Chain 

Project Management

Good Lean

Bad Lean

Lean 

Engineering


