
Constraint 
Theory: Finding 
New Weak Links 
in Your Business

In the wake of Covid-19, Constraint 
Management could become a 
decisive competitive advantage.



WHAT WE WILL 
COVER

What is Longevity Planning and who is the Blue Sea Advisors Network? 

Key Theory of Constraint principles

How do we figure out “What to Change” in the middle of a crisis?

How should we manage our priorities and our teams?

What are the critical performance metrics we should focus on?

Canaries in the coal mine: Supply Chain disruptions in food supply, 
losses in automotive and energy sector, unemployment, safety first

Case Studies of Improvement Projects that moved the needle.



About Me
Business & Estate Planning attorney for 8.5 years in a middle market-oriented law 
firm, with a concentration of clients in the transportation industry. 

Started at age 34 as General Counsel/VP of Finance in my dad’s window company  for 
4 years. Secured expanded line of credit by securing accounts receivable, improving 
order entry process, contracts, field service, and inventory control.

Became CEO of company at age 38, growing it into a $26M+ vertically integrated 
insulated glass manufacturing, millwork, and window manufacturing and  entry door 
distribution company, using a combination of Lean, TOC, Value Stream Mapping, and 
Fast Trak project management tools. 
Currently licensed real estate/business broker, life/health Insurance broker, and 
property & casualty counselor. Experience in angel investing, business development, 
technical trading and portfolio construction in a family office. 

YPO/WPO member for 22 years; Current participant in the Exit Planning Exchange, 
Business Enterprise Institute, SBAM, and the Theory of Constraints International 
Certification Organization, and became a Jonah in the early 90s.



About Us
• The Blue Sea Advisors Network specializes in Longevity Planning for 

middle market businesses and their owners.
• Longevity Planning is a structured process for maximizing the value 

of your business, mitigating unnecessary risks, and preparing your 
team and family for lifecycle transitions.

• The Network is a collaborative consortium of professional advisors 
and fractional share C-Suite executives focused on improving the 
strength and longevity of middle market businesses.

• 65+ members, affiliate networks, and advisory firms with niche 
expertise

• We bring Fortune 500 level professional and business advisory 
expertise to the lower middle market at affordable prices, with pre-
quoted project fees, and high ROIs. 

• Learn more about what we do and who is a part of our Network at 
www.BlueSea.LLC

http://www.bluesea.llc/


The Theory of Constraints Distilled:
A powerful set of improvement tools
Started with “The Goal” by Eli Goldratt, an Israeli physicist—a unique 
business novel in the mid-1980s describing a new approach to managing 
system constraints.

Over 7 million copies have been sold in 30 languages.

Used by Jeff Bezos of Amazon to build their Supply Chain and redefine the 
company’s goal. Used since late 2015 by Microsoft in their Supply Chain IT 
business unit. 

TOC has developed over the last 35 years to include managerial performance 
metrics, the logic tree thinking process, and critical chain project 
management, strategy and tactics, and supply chain management.

Both TOC and LEAN are focused on increasing flow through an organization; 
Both founders of these methodologies challenged the distortions and invalid 
assumptions behind traditional product cost accounting.

TOC and LEAN  methods are responsible for major improvements in 
productivity, quality, cost reduction, and speed to market in companies 
around the world. 

This Photo by Unknown Author is licensed under CC BY-SA

https://en.wikipedia.org/wiki/The_Goal_(novel)
https://creativecommons.org/licenses/by-sa/3.0/


At the Core of 
The Theory of 

Constraints

• An organization is like a chain of variable 
dependencies, with one weakest link.

• It is not possible to distribute work evenly 
throughout a system. 

• There will always be a mismatch between demand 
and capacity. In reality,  any system must have at 
least one constraint that blocks it from achieving 
higher performance vs. its goal.

• Any system has very few constraints, and normally 
possesses significant excess capacity in several other 
areas. 

• There is always at least one weakest link in each 
upstream supplier and each downstream customer.

This Photo by Unknown Author is licensed under CC BY

http://leadershipfreak.wordpress.com/2010/11/06/how-not-to-drive-others-nuts/
https://creativecommons.org/licenses/by/3.0/


WHAT TO 
CHANGE? 
TOC’s 
traditional       
5- step 
improvement 
process

Go back If in the Previous Steps a Constraint has been Broken, go 
back to Step 1.

Elevate Elevate the System’s Constraints.

Subordinate Subordinate Everything Else to the Above Decision.

Decide Decide How to Exploit the System’s Constraints.

Identify Identify the System’s Constraint.



23.4%
11.9%

28.4% 22.9%
36.0%

44.6%

26.9% 27.7%

0.0%
10.0%
20.0%
30.0%
40.0%
50.0%
60.0%
70.0%
80.0%
90.0%

100.0%

SE
CTIO

N 1: L
onge

vit
y Stre

ngth

SE
CTIO

N 2: C
onstr

ain
t M

anage
ment

SE
CTIO

N 3: T
eam

work

SE
CTIO

N 4: In
novati

on

SE
CTIO

N 5: N
etw

ork

SE
CTIO

N 6: L
ead

ersh
ip

SE
CTIO

N 7: A
ttr

act
ive

ness
Total

s:

Ove
rall B

usin
ess 

Lo
ngevit

y S
co

re:

BUSINESS LONGEVITY CHECK-UP RESULTS



A Longevity-
Based TOC 
Business 
Improvement 
Process 

FOCUS
Find the core  dilemma  underlying  persistent symptomatic 
problems, and focus on resolving the inherent contradictions and 
false assumptions within core dilemmas that usually underpin 
devastating Policy Constraints.

EXPLOIT Decide how to EXPLOIT the system’s current internal Capacity 
Constraint, using existing internal resources or external fractional 
share expert resources.

SELECT
Select the right set of internal and external resources to help the 
Company’s ownership achieve their ultimate goals and objectives 
within their desired time frames.

IDENTIFY Identify the system’s current Constraint that blocks the 
attainment of the Company owner’s goals and objectives.

ALIGN 
Crystalize a clear vision, mission, and set of guiding principles for 
the organization based on the ultimate goals and objectives of 
company ownership within specified time frames.



A Longevity-
Based TOC 
Business 
Improvement 
Process

INNOVATE
Install a STRUCTURED INNOVATION PROCESS to maximize the 
system’s future throughput opportunities and address the 
system’s resiliency to disruption.

DISCOVER 
DISCOVER ways to utilize new technologies that address 
common constraints within your industry, keeping market 
demand and projected throughput increases as your main 
decisional criteria.

GROW
INCREASE your marketing and sales ability to fill up the capacity 
of your chosen Constraint. Maintain enough excess capacity in 
near constraints to handle mix changes and bottlenecks.

CHOOSE
CHOOSE  which process should ultimately become your internal 
CCR, which will determine your capacity to generate your 
desired level of Throughput.

PROTECT Protect the value you have already built, utilizing both internal 
and external risk management resources.



Strong silos or an integrated team?
Leadership

• Vision
• The WHY
• Strategy
• Mission
• Principles
• Culture
• Work ON the 

business

Sales
• Process
• CRM
• Compensation
• Rewards
• Solution Selling
• Training
• Feedback

Supply Chain

• Visibility
• Resiliency
• 3D 

Printing/Additive 
Manufacturing

• Blockchain

Risk Management

• Buy Sell
• Key Employee
• Team Retention
• Biz Interruption
• Cyber Crime
• CGL Gaps
• Umbrellas

Marketing

• Go to Market 
Strategy

• New Product 
Launch Strategy

• Channel Mgmt.

Operations

• Scheduling 
• Build the Product
• Deliver the Service
• TOC/Lean/TQM
• Industry 4.0
• CCPM

Finance

• Cash 
Constraint 
Avoidance

• Alternative 
Sources or 
Capital

• Junior P/E

Tax & 
Expenses

• PPP/EIDL
• R&D Tax Credits
• Cost Segregation
• Property Tax
• WOTC
• Energy Incentives
• Cost Recovery Audits

Leadership Sales

Marketing Operations

Supply Chain

Tax & Expenses 

Risk 

Finance



A TOC Business Model
Leadership

• Vision
• The WHY
• Strategy
• Mission
• Principles
• Culture
• Work ON the 

business

Sales
• Process
• CRM
• Compensation
• Rewards
• Solution Selling
• Training
• Feedback

Supply Chain

• Visibility
• Resiliency
• 3D 

Printing/Additive 
Manufacturing

• Blockchain

Risk Management

• Buy Sell
• Key Employee
• Team Retention
• Biz Interruption
• Cyber Crime
• CGL Gaps
• Umbrellas

Marketing

• Go to Market 
Strategy

• New Product 
Launch Strategy

• Channel Mgmt.

Operations

• Scheduling 
• Build the Product
• Deliver the Service
• TOC/Lean/TQM
• Industry 4.0
• CCPM

Finance

• Cash 
Constraint 
Avoidance

• Alternative 
Sources or 
Capital

• Junior P/E

Tax & 
Expenses

• PPP/EIDL
• R&D Tax Credits
• Cost Segregation
• Property Tax
• WOTC
• Energy Incentives
• Cost Recovery Audits

Leadership Sales

Marketing Operations

Supply Chain

Tax & Expenses 

Risk 

Finance



Case Studies of EOSTM

• When the constraint in your organization is a lack of 
engagement, or mis-alignment of priorities, or constant 
conflicting signals among upper management, and finger-
pointing among the departments, it may well be time for a 
great EOS Implementer.  We have a terrific EOS ImplementerTM

and former business owner as a Member. 
• Here are links to some case studies where EOS fortified the 

organizations that adopted its management and accountability 
methods:

• Sachse Construction
• Zoup!
• Detroit Radiator
• ASI Asphalt

This Photo by Unknown Author is licensed under CC BY-SA

https://www.youtube.com/watch%3Ftime_continue=1&v=wkqu2jjaUWk&feature=emb_logo
https://www.youtube.com/watch%3Fv=grTIw_Ze7X8
https://www.youtube.com/watch%3Fv=x5hsXJ4U6v0&feature=emb_logo
https://www.youtube.com/watch%3Ftime_continue=6&v=NkZ1Ut2piWQ&feature=emb_logo
http://www.out-smarts.com/blog/
https://creativecommons.org/licenses/by-sa/3.0/


A Post-Covid-19 Business Model
Leadership

• Vision
• The WHY
• Strategy
• Mission
• Principles
• Culture
• Work ON the 

business

Sales
• Process
• CRM
• Compensation
• Rewards
• Solution Selling
• Training
• Feedback

Supply Chain

• Visibility
• Resiliency
• 3D 

Printing/Additive 
Manufacturing

• Blockchain

Risk Management

• Buy Sell
• Key Employee
• Team Retention
• Biz Interruption
• Cyber Crime
• CGL Gaps
• Umbrellas

Marketing

• Go to Market 
Strategy

• New Product 
Launch Strategy

• Channel Mgmt.

Operations

• Scheduling 
• Build the Product
• Deliver the Service
• TOC/Lean/TQM
• Industry 4.0
• CCPM

Finance

• Cash 
Constraint 
Avoidance

• Alternative 
Sources or 
Capital

• Junior P/E

Tax & 
Expenses

• PPP/EIDL
• R&D Tax Credits
• Cost Segregation
• Property Tax
• WOTC
• Energy Incentives
• Cost Recovery Audits

Leadership Sales

Marketing Operations

Supply Chain

Tax & Expenses 

Risk 

Finance



Using LinkedIn as a powerful new Marketing Tool in the New Economy



Sales QB Case Studies

• PROBLEM #1: GIS Software Developer
• Only one of nine salespeople was producing effectively
• Legacy sales method losing effectiveness
• Afraid to lose sales staff, leads, and lost relationships

• OUTCOME
• Lead generation doubled
• Cost of sales went down 31%
• Revenue increased 24%

• PROBLEM #2: Ad Specialty Distributor
• Majority of sales staff were taking orders and servicing existing customers, but not prospecting
• Compensation structure rewarded wrong behaviors
• Margins eroded from disconnection with operations

• OUTCOME
• Met lead generation expectations first time in 5 years
• Sales increased 17% while sales commissions remained level
• Business model innovation shifted sales from low to high margin business

This Photo by Unknown Author is licensed 
under CC BY

This Photo by Unknown Author is licensed under CC BY-SA

https://www.flickr.com/photos/toddle_email_newsletters/35498601431
https://creativecommons.org/licenses/by/3.0/
http://picserver.org/g
https://creativecommons.org/licenses/by-sa/3.0/


Our Fractional CMO Alliance helped a 45-year-old 
manufacturer achieve 100% YoY growth

Situation: A SWOT analysis showed that Hanson provided unique benefits to customers but suffered low brand identity and needed to 
change the market perception to match their service and product offerings. Our Fractional Share CMO identified these additional 
challenges:

• Increasing, aggressive competition
• Heavy reliance on the sales guys for leads
• Lack of sales and marketing integration

• The Fractional CMO and the leadership team renamed the company to Hanson Lab Solutions, formalized their new image., and led 
the project, including:
• Website revamp
• Development of key sales materials
• Lead generation system implementation
• Content plan development
• Defining and hiring on-going resources, including a permanent marketing manager
• Adding e-commerce, with shipping calculations and logistics support, to the quick ship business



Sample Engineered Cost Segregation Case Studies

• On average, a CORE Cost Segregation Study offers approx. $150,000 in 
additional depreciation per $1 million dollars in purchase or construction 
cost over the normal 39-year straight-line method.

• Recouping from 25% – 40% of the building cost over the first 5 years as 
opposed to depreciating it over 39 years, translates into significant tax 
savings and takes advantage of the “time value of money”.

• WHO / WHAT QUALIFIES?

• Any commercial building type qualifies

• Building Cost (Land Excluded) of $650,000 and above

• Plan on holding the building for a minimum of 3 years

• Plan on doing a major demolition or renovation

• Plan on making energy or building upgrades

• Note: The IRS permits a look-back study without amending returns to 
capture missed depreciation.



Specialty Tax & Engineering Affiliate Results

• Hotel Office Building

• Total Tax Savings: $1,567,989 Total Tax Savings: $628,938

Why let tax savings opportunities like these go unattended? In a Post-Covid-19 world, re-thinking 
spaces like these may turn into projects requiring additional capital investment.



R&D Tax Credit Case Studies 
from one of our niche tax specialist members The Research and 

Development (R&D) Tax 
Credit remains one of the 
best opportunities for 
businesses to substantially 
reduce their tax liability. For 
what amounts to their daily 
activities, companies from a 
wide-range of industries can 
qualify for federal and state 
tax savings high to enough to 
allow companies to hire new 
employees, invest in new 
products and service lines, 
and grow their operations.



An Innovation by one of our Members 
that changed an entire industry

• AVIATION INDUSTRY
• Scenario: How do you get more thrust from a jet 

engine with less noise? It was a 50-year unresolved 
problem. If a resolution could be found, it could 
result in $1 Billion+ in new sales plus $10s of Billions 
in value to the industry. Our Member’s Structured 
Innovation facilitator was brought in to focus the 
two-person subject matter expert team.
• Time frame: 20 hours to solution.
• Results: The solution was identified, strengthened 

and implemented. After 50 years, the problem was 
solved in 20 hours and changed the industry’s 
future. 

This Photo by Unknown Author is licensed under CC BY-SA

https://en.wikipedia.org/wiki/General_Electric_J79
https://creativecommons.org/licenses/by-sa/3.0/


Bottleneck Quality and Throughput Solutions

• Augmented Reality as the new, real-time way to manage your internal 
Constraint or Bottleneck Resources.
• Light Guide Systems and Light Guide Medical: A World Leader in 

productivity and quality enhancing workstations.
• Over 700 installations globally by some of the top manufacturers in the 

world. Visit www.lightguidesys.com for eye-opening video demonstrations.

http://www.lightguidesys.com/


Expense Management Strategies when Cash is King

Our Expense Management Specialist can work with any industry, big or small.
If you were being overcharged for ANY of the following would you want to know?
• Areas of Expertise Include:

• Utilities – Utility Negotiation & Peak Performance Plans
• Insurance – Insurance Premium Negotiation 
• Shipping – Shipping Negotiation & Auditing
• Merchant Services – Merchant Fee Negotiation & Auditing

• Benefits provided:
• Reduce annual utility, insurance, shipping and merchant service fee costs by 10-30% 
• Minimal time required
• NO UPFRONT COSTS
• PERFORMANCE GUARANTEED CONTRACTS
• NO RISK
• Opportunity to convert cost savings into projects that strengthen your Constraint



Some of our recent Expense Management success stories:

• 15 employee manufacturer 
ü$3,800+ reduction in utility costs with less than 1 hour of their 

time. (Where else are your earning $3,800 per hour?)
• 225+ employee non-profit organization

ü$29,000+ reduction in utility costs with less than 2 hours of 
their time. (Where else are you earning $14,500/hour)?

• 10,000+ employee manufacturer 
ü$180,000+ reduction in expenses with less than 5 hours of 

their time. (Where else are you earning $36,000 per hour?)



What are the critical performance metrics Companies
should focus on?

The only 3 metrics you need to make good managerial decisions are T, I, and OE, and the relative changes to 

these stemming from any managerial policy decision.



Definitions of Throughput-Based 
Managerial Metrics

• Sales (S) = The rate of Invoiced Sales within a defined period.

• Truly Variable Costs (TVC) = The cost of raw materials, sales commissions, and 
any other expenses that vary directly with the sale of an order.

• Throughput (T) = The rate of new capital creation by the Company, expressed 
as Invoiced Sales (S) minus Truly Variable Costs. (i.e. The rate of new money 
captured by the company through invoiced sales, less the truly variable costs 
associated with those sales.) S-TVC = T

• Operating Expenses (OE) = All the money spent by the organization to turn 
investments (like inventory) into Throughput. (OE = The money outflow that 
has no residual saleable value.) It includes all the expenses of the company 
that are not truly variable with each sale.

• Investment (I) = The Company’s investment in inventory, systems, and fixed 
assets needed to perform its operations. (i.e. Money spent on things that do 
have some residual saleable value in the marketplace).

• Net Profit (NP) = Throughput minus Operating Expenses. (T-OE).

• Return on Investment (ROI) = (T – OE) / I, or simply, NP/I.

This Photo by Unknown Author is licensed under CC BY

https://peerj.com/articles/cs-185/
https://creativecommons.org/licenses/by/3.0/


What are the critical performance metrics we should focus on?
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SUMMARY: What to Change?

Diagnostic Check-up Section Targeted: Constraint Management  Teamwork Innovation Longevity Overall Longevity Score

Diagnostic Check-Up Scores: 27.6% 28.4% 22.9% 23.4% 30%

PROJECT 1 PROJECT 2 PROJECT 3 PROJECT 4 TOTAL of ALL PROJECTS

Comparison of Impacts on NP and ROI from Projects % Projected Change % Projected Change % Projected Change % Projected Change % Projected Change

Change in Sales (S): Δ S 5.00% 5.00% 6.00% 0.00% 16.00%

Change in Truly Variable Costs (Materials, 
Sales Commissions, Freight In) (TVC): Δ TVC 4.00% 5.00% 5.00% 0.00% 14.00%

Resultant Change in Throughput (T): Δ T 7.18% 5.00% 8.18% 0.00% 20.36%

Change in Operating Expenses including 
Professional Retainers (OE+P): Δ OEP 1.00% 3.36% 0.60% -1.00% 3.96%

Change in Inventories and Fixed Assets (I): Δ I -3.17% 0.00% 7.93% 0.00% 4.76%

Change in Operating Expenses from 
Professional Retainers: (P): Δ P 1.00% 0.36% 2.10% 0.25% 3.71%

Change in New Capital Generated by 
Operations (NP): Δ NP 69.00% 21.40% 84.00% 10.00% 184.40%

Projected Co. ROIs including BSAN Retainers 
and New Investments Recommended: Δ ROI 46.11% 32.07% 45.04% 29.06% 71.73%



Canaries in the Coalmine: What 
happens when the Constraint 
moves into your Supply Chain?

Loss of control; unpredictability; high chance of financial missteps.

Supply constraints hurt your due date performance or even your ability to 
complete released orders. Bottlenecks in the supply chain can lay waste to 
upstream suppliers and create shortages due to customer hoarding.

Demand constraints could starve your operations from producing sufficient 
profits. 

Covid-19 accelerated us into the future almost overnight, requiring us to start 
at Step 9 of the new TOC process:

This Photo by Unknown Author is licensed under CC BY

This Photo by Unknown 
Author is licensed under CC 
BY

http://fermentationwineblog.com/2012/04/losing-control-of-wine-spiritsits-scary/
https://creativecommons.org/licenses/by/3.0/
https://flickr.com/photos/donkeyhotey/13624303423
https://creativecommons.org/licenses/by/3.0/


The current crisis is worse 
than many expected

• The U.S. economy lost more than 20 
million jobs in April, in what certainly 
marks the worst month for the U.S. labor 
market since the Great Depression. 

• The unemployment rate is a staggering 
14.7 %, by far the highest unemployment 
rate recorded in the U.S. post-war era.

• These numbers imply that a lowering in 
overall demand or capacity to purchase 
with cash or credit is a risk.



The Manufacturing Outlook

• The manufacturing sector employs some 13 million workers. 
About 80% of manufacturers expect the pandemic to have a 
negative financial impact on their business according to NAM, 
including current results of operations, future period impacts, 
liquidity, and capital resources.

• 64% see the potential for a global recession. Slowing 
economic activity has reduced demand for industrial products 
around the globe.

• Safeguarding consumer and workforce health is priority #1.

• Despite these challenges, the use of collaborative robots, 
autonomous materials movement,  Industrial IoT, additive  
manufacturing  (3D printing) is growing right now, and 
expected to accelerate.

This Photo by Unknown Author is licensed under CC BY

http://www.elevateiowa.com/iowa-manufacturing/made-in-iowa/midwest-metal-products
https://creativecommons.org/licenses/by/3.0/


Off the charts
• Government policy measures 

to contain the virus has led to 
widespread closures of bars, 
restaurants, movie theaters, 
and travel/hospitality industry 
destinations
• The total claims for 

unemployment over the last 7 
weeks totaled 33,483,000.
• End demand could thus decline 

with ramifications throughout 
the entire supply chain.



Auto Industry March madness
to April Showers

• What started as a supply chain disruption 
involving parts and raw materials from China 
turned into an auto demand shock from 
global lockdowns and financial uncertainty.

• April is the first full month of lockdowns in 
most countries. Millions have lost their jobs 
due to the closures. April car sales expected 
to be worse than March both in Europe and 
the U.S.

• Italy suffered the worst with car sales down 
85%, while Spain (-69%) and France (-72%) 
were also heavily hit. 



Risks and Bottlenecks in the Supply Chain

• Corporate debt levels were already high going into the 
shutdown. 

• Many manufacturers report facing cash-flow liquidity 
challenges. PPP and EIDLs will help—but may not replace 
lost profits needed to fund debt. Will bankruptcies start to 
hit after the bank loan extensions start running out ( in 
about 180 days) and disrupt your supply chain?  

• Typical continuity plans are funded with life insurance to 
cover the loss of key team members, and P&C insurance to 
cover natural disasters, cyber-attacks, and D&O liability. But 
many CGL policies may not have provided coverage for lost 
profits due to business interruptions during a pandemic. It 
would be a good time to have your P&C agent carefully 
review the language and submit a claim if the language is 
unclear.

This Photo by Unknown Author is licensed under CC BY-SA-NC

https://technofaq.org/posts/2017/08/gain-profits-and-increase-sales-by-monitoring-your-company-risks/
https://creativecommons.org/licenses/by-nc-sa/3.0/


Lesson Learned: Supply Chain Fragility in the wake 
of Pandemic-induced shutdowns

• The pandemic has highlighted the vulnerability of our global supply chains. 
We are currently living off the excess supplies captured within them. Those 
chains are at risk of breaking in a few short months.

• Post Covid-19, companies should think in terms of preserving 
THROUGHPUT by securing shorter supply chain options with more rapid 
deliveries in smaller batches, instead of trying to get lower prices for large 
batches of inventories with long delivery times from distant jurisdictions.

• Strategic raw inventory buffer stock will become critical in keeping your 
throughput flowing through periodic supply disruptions, with potentially 
new waves of infection that could cause unpredictable shut-downs.

• Cash is the constraint for most businesses that were shut down. So 
anything that SAVES CASH that can be re-deployed to protect future 
Throughput is a priority right now.

• Do not try to maximize local efficiencies within your plant by running 
everything at full capacity to build up unsold inventories. That will 
bankrupt you. Think in terms of how to promptly fill firm orders with all 
the needed components on hand.

• Minimize WIP by allowing only 2 internal time-based buffers, using TOC’s 
Drum Buffer Rope concept. This technique will also conserve cash while 
providing on-time delivery of orders and improved lead times.

This Photo by Unknown Author is licensed under CC BY-SA

https://commons.wikimedia.org/wiki/File:Pandemic_board_game.jpg
https://creativecommons.org/licenses/by-sa/3.0/


“Until the last company in the supply 
chain has sold something to a 
customer, nobody in the supply chain 
has really sold anything.” Dr. Eli Goldratt
• Keep your eye on end consumer demand.
• Rethink and orient your business to supply what the 

end consumers NEED, and then what they WANT.
• Consider your entire supply chain “in-house”. That’s 

what you now must manage. 
• Focus on identifying the CONSTRAINT within your 

entire supply chain and SUBORDINATE your activities 
to that rate of flow.

• Determine if your Company can develop a solution 
to EXPLOIT the Constraint or, better yet, ELEVATE the 
flow through it or around it.



Is this the state of your Supply Chain Management?

This Photo by Unknown Author is licensed under CC BY-NC-ND

http://peekabooparenting.com/tag/children
https://creativecommons.org/licenses/by-nc-nd/3.0/


End-to End Supply Chain Visibility 
Solution Requirements

1. Real Time

2. Saves time and money

3. Provides one unified platform for all shipments
4. Inter-continental visibility

5. Hardware agnostic
6. Protects against theft

7. Includes route, weather, traffic, cargo temperature, ETA

8. Utilizes global IoT data collection



Don’t PREDICT. 
PREPARE for 
various 
scenarios.

The lessons of the last few panel sessions are starting to 
converge here. 

Government loan and grant programs are complex and require good 
documentation. Make sure you’re working with a good CPA or law 
firm that can help you paper your files and be ready for an audit. 

Apply for all the money you qualify for, because cash will continue to 
be a major constraint, due to lost throughput, supply chain 
disruptions, and potential reduction in end demand.

Make sure your projects add to throughput and reduce operating 
expenses, preferably at the same time.

Remember: He who has the quickest and most reliable supply chain 
will win in the New Economy. Take heed from Amazon.



The Bottom Line
• Now, more than ever, Longevity Planning is essential for businesses and their 

owners. 
• Follow a proven process and the right performance metrics to strengthen your 

business performance.
• If you want out of the business within the next 3 years, start to prepare now for 

your ultimate transition, and evaluate the attractiveness of your business from 
the viewpoint of an outside investor.
• Supply chain visibility and resiliency will become a decisive competitive 

advantage in the wake of Covid-19. 
• When your company does not have the expertise to take advantage of all the 

expense and tax reduction opportunities available to you, it is best to call in the 
experts, so that cash never becomes your constraint.
• Make sure that whatever projects you undertake now or in the future, you 

analyze them through the lens of relative percentage changes in  T, I, and OE.



Where to Start? Find the Weakest Link(s) in your Business!

• Use the Business Longevity Diagnostic Check-Up at www.BlueSea.LLC.
• Adopt the right metrics to measure project improvements at your bottlenecks 

and constraint areas.
• Utilize the top resources available to your organization who can address your 

Constraint and  who are dedicated to serving your industry and size.
• Keep your Constraint internal. Bring it back inside with experts in marketing, 

sales, finance, risk management, and tax/cost reduction. Your ROI will improve.
• Supply chain fragility has become a major risk factor in many industries with 

global sources of supply. You can either manage it, or it will determine your fate.
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APPENDIX TO PRESENTATION: CASE STUDIES



Case Studies

• In this appendix, we feature some additional case studies from 
a few of our Network Members and Affiliates. 

• We make sure our clients get up-front quotations and an 
estimate of financial benefits from our network members 
before we endorse the project. 

• Each of our members have committed to our Key Guiding 
Principles, have achieved pre-eminence in their niche, commit 
to customer satisfaction, and provide far greater value than 
what they charge.

• See for yourself the results we’ve achieved for clients from the 
case studies that follow.

This Photo by Unknown Author is licensed under CC BY
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Case Studies of TOC + LEAN

• A large Custom Make-to-Order company with >300,000 
employees, making “bus-sized” gearboxes for the oil and gas 
industry.

• The bottleneck was in the Design Office, plagued by multi-tasking 
(switching activities over 50 times per day).

• Implemented one of TOC’s simple rules, cutting WIP in the Design 
Office by 50% in 4 months and by 75% in 8 months.

• Production WIP was cut in half.

• Reduced lead times from 50 weeks to 8 weeks

• Throughput tripled within 3 months.

• Then worked on supply chain constraints and sped those up.



Case Study: TOC’s 
Project 
Management 
Tool: Critical Chain

• Utilized by Embraer, a  world leader in private jets.
• Combined Critical Chain Project Management with improved 

sequencing of tasks, buffered critical inventories, reduced multi-tasking, 
and instituted new production release policy.

• After 9 weeks, maintenance downtime dropped from 10 weeks to 5 
weeks

• Experienced a 45% improvement in labor productivity of all the 
mechanics, which  was the constraint resource within the company.

This Photo by Unknown Author is licensed under CC BY-SA
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Case Studies of TOC + LEAN

SAFRAN GROUP, a 95000 
employee aeronautics 
component parts 
manufacturer of engines and 
flight control systems.
• 70% reduction in lead times 

from 9 months to 5 months.

• 1.2M Euro savings in WIP
• On Time Delivery from 50% 

to 85%
• All this in under 3 months



Some sample clients of our European TOC 
Consulting Firm Affiliate



Structured Innovation reaps $175M in 
savings 

• HEALTHCARE INDUSTRY
• Scenario: A CFO had tried to resolve a "day’s sales outstanding" (DSO) 

issue for two years, but it was a complex problem and it was getting 
worse. Two Innovation facilitators were brought in to focus the CFO 
and a 12-person team.

• Time frame: 1 week to solution identification (with the facilitators) 
and 1 year to fully implement changes (by the 12-person team). The 
two Innovation facilitators engaged 12 women from a call center. 
Together they spent a week identifying 10 paths forward (from ideas 
to concepts to preparing a presentation to get management buy-in). 
The solutions were identified and strengthened.

• Results: The team owned the solutions and successfully implemented 
the plan over the following year without help. The CFO verified the 
value of the resolution at $175 Million one-time savings. Management 
accepted all concepts and implementation.  ROI started within 30 
days.

This Photo by Unknown Author is licensed under CC BY-NC-ND
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Our Industry 4.0 Robotics Solutions 
Provider saves $1.2M in 3 months
• A startup solar company was struggling with how to move their product 

from in-lab prototype level manufacturing to high-volume global 
manufacturing. 

• This task is remarkably difficult without a clear concept and a detailed 
understanding of what is required for the investment the company wanted 
to make. They discovered they would need a deep understanding of the 
high-volume process and would need a helping hand to do so.

• The client realized the requirement for effective systems and processes in 
place from start to finish, would require a team of consultants. Our 
member’s team of Advanced Engineers had the experience and knowledge 
to guide them through the planning phase. 

• The client attributes our Member’s help with saving $1.2M in the first 
three months of working together.



The Future Belongs to 
Collaborative Robotics

• Our Turnkey Systems 
Provider is a leader in the 
application of collaborative 
robotic technology. They 
know when to use a 
traditional robot with safety 
scanners or a collaborative 
robot that works side by side 
with humans, doing all the 
strenuous repetitive tasks.

• Here is a demonstration of 
some of their latest 
developments.

• When used at a bottleneck 
or Constraint, significant 
impacts on Throughput, 
Inventory savings, and 
operating expense 
reductions can be achieved.

https://www.youtube.com/watch%3Ftime_continue=128&v=S3UHkm-wHTo&feature=emb_logo


Our Manufacturing Automation Affiliate’s 
Throughput Analysis saves $350,000
• A dental appliance manufacturer needed more 

throughput in their plant and wanted to purchase 
an additional robotic trimming cell. They believed 
that this area would be the bottleneck to achieving 
the new required production volumes, and as a 
result, they contracted their system integrator to 
initiate the purchase.

• Our Manufacturing Automation Member was 
contracted to simulate the manufacturing process 
and make recommendations, using software 
simulation tools to model the manufacturing 
process that the dental appliance manufacturer 
was currently employing. The simulation revealed 
surprising results, saving the manufacturer 
approximately $350,000.



Specialty Tax & Engineering Affiliate Results

MANUFACTURING / PROTOYPE FIRM HIGH-END OFFICE BUILDING
Total Tax Savings: $450,356 Total Tax Savings: $518,900

Our Engineered Tax Reduction Affiliate can help convert unnecessary taxes into the savings that 
will improve your cash flow, and fund critical projects to increase your throughput or supply 
chain’s resiliency. Together, Blue Sea Advisors’ Longevity Process and our Affliate’s tax expertise 
can be a powerful combination that builds the transferable value of your business.



Specialty Tax & Engineering 
Affiliate Studies

Roof Product Manufacturer: 
Total Tax Savings: $350,000

Office Building:  
Total Tax Savings: $667,905

Congress has already decided that cost segregation, 
validated through engineered cost studies, is good for 
public policy by ensuring companies do not face 
critical cash shortages. Find out what your potential 
savings could be up front during our no-cost 
consultations.



R&D Tax Credit Case Studies from 
one of our niche tax specialist 
members If your company does any of 

the following, your business 
likely qualifies for the R&D 
Tax Credit:
• Develops or designs new 
products or processes
• Enhances existing products 
or processes
• Develops or improves 
upon existing prototypes and 
software



R&D Tax Credit Case Studies from 
one of our niche tax specialist 
members

• Replacing an obsolete part 
or product? 

• Considering process 
automation in the wake of 
Covid-19? 

• Designing new workflows 
and manufacturing 
processes? 

• Utilizing  machine learning 
and artificial intelligence 
to do something better, 
faster, or more efficiently? 

These activities may well 
qualify for the R&D Tax 
Credit.



Some of our Expense Management Member’s Clients 

TOP INDUSTRIES INCLUDE: Manufacturing, Cities, Schools, Hospitals, Commercial Buildings, 
Property Management, Assisted/Senior Livings, Agricultural, Casinos, Hotels, Restaurants, Retail, 
Non-Profits and much more!



NOTES ON PROFITABLE WAYS TO UTILIZE THE 
BLUE SEA ADVISORS NETWORK


