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Purpose of this Class

= Take a pro-active, rational and well-
communicated approach to
continuous improvement.

= Achieve higher levels of both internal
and external customer satisfaction,
sustainably.

= Qutline a path to increase
organizational maturity, including how
to overcome resistanceto change.

* Implement simple and effective cross-
boundary coordination.

= Use proven tools and methods to
increase capability, remove delays,
reduce variability and manage
bottlenecks.

» Develop an understanding of
evolutionary change and avoid the
tendency for pushing disruptive,
presumptive solutions.

= Effectively scale workflow agility
without changing job titles,
orﬁanization structures, or causing
other disruptions.

* Increase skills and implementation of
the 6 general practices of Kanban.



Schedule Overview




Motiation for the Kanban Method

[{ e

traditional change
methods?

\ow Humans process Information

ll How is the Kanban Method

a different type
of change management?

tional Changeis an Ao 8 Process

The Kanban Method

gl

ocess Change

The Kanban Methad
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Motivation for the Kanban Method

{4

Why Kanban instead of
traditional change
methods?




Traditional Changeis an A to B Process
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How Humans process Information

Learning by theory

Learning by experience

System 2
Logical Inference
Engine

System 1
Sensory Perception
Pattern Matching

Daniel Kahneman



Coming
Responding downstairs in
the morning
toa large means feeding
sound the dog
Walk'”g Making KD dinner

Making
coffee

Trying to catch
a falling object

(e.g. glass,
plate, etc)
Trying to
catch a
falling

object

Learning

to cook a
new recipe
Not barking
when

someone is at

the door Driving
means a treat

for the

first time

Riding Learning
. to Run
a bike

Making fancy
dinner - new
recipe



How we Process Change

| feel change

emptionally
using System 1.
l-adapt slowly.

| logically
evaluate change
using System 2.
1 adapt quickly.

Silicon-based life form




Adopting new processes challenges people
psychologically & sociologically

- = SR

* Most people resist change because individually they have more to lose
than gain ...
* New roles attack identity
* New responsibilities threaten self-esteem & social status

= Keeping current practices is more conservative, but avoids shaking up the
current social hierarchy.



How is the Kanban Method
a different type
of change management?



The Kanban Method ...

= Rejects the traditional approach
to change

= Believes it is better to avoid
resistance than to push harder
against it
= Don’t install new processes
* Don’t reorganize

= |s designed for carbon-based life
forms

= Evolutionary change that is
humane




1e Kanban Method

= Catalyzes improvement through use of Kanban systems and visual
boards

= Takes its name from the use of kanban signals but it is just a name

= Anyone who thinks Kanban is just about Kanban (boards & systems) is
truly mistaken



Water flows around the rock

"be like water”

?

The rock represents resistance




Exercise

e
-
-

Resistance

They don't
know how
to set them

translate that
into days
and/or hours

afraid of
running out
of work

‘worry about
the

dependancies
outside of the
team

Logical

too much
work for
the value

Emotional

people like to

may needto
workin another
discpline when

wipis reached
(i testus dev)




Exercise
e

.
-

Resistance

Logical

Don't know can't see
how to set the value

them early in the
journey

WIP too Emotional

high - too

much work pesElawEns

to work on
multiple

things
WIP too

Low - not
enough
work
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There are different types
of Kanban!



Personal Kanban

Backlog Next In-progress Done
© ) & ©
Customer?
D Service
C A Workflow?
Locally H
focused l E
Y
q e
Visualize
Individuals
Work




Aggregated Personal Kanban

< &
- per person per person
eam
Mewibir Backlog Next In-progress Done
D
Joe
4 A
Multiple =
Individuals Peter E
1 More focus
G - on managing
people than
Steven H work &flow
—_— / - -
Joann




Team Kanban

Backlog Next In-progress Done
) S S &
: D
Single A
team H
focus l

Avatars for
each team
member




Team Kanban with Per Person WIP Limit

Signs of
Service
Delivery
workflow
Not just
a single
team
Is Service
Delivery
predictable
now?
System is still
overburdened
What would
wIP customer

PBFN{P W/ QU«J&“ /wk'\o be like?



Where is
my
workflow?

Distinct
Replenishment
cadence

Often
observed
with Scrum
teams

Decoupled Cadences & Combined WIP

&)
b4 Ready
£ o For
Backlog | Committed In-progress Delivery | Delivered
Do your
customers
C; D A care about
H s i your timebox?
/ Delivery
7]
s sl Distinct
Delivery
Cadence




Aggregated Team Kanban

. Pool Iﬁmj \o -l— A m Zpei”"g_
z Tl Pl |

‘ Ongoing e Ongoing Done O

elo|lelle o R
™




Characteristics of these patterns $ ®

= Pre-cursors to full Kanban systems.
* Not service oriented Kanban systems.

= Typically these patterns address the initial concerns of “sustainability”
= The visibility of the work and process

= Controlling work in progress at the individual worker level, to reduce multi-
tasking and over-burdening

= Making the policies explicit in the current system

* We have covered 5 typical patterns

You're What are you

leaving on
not the table?

done! Stay tuned...




Personal Kanban

Next
[©] S €

Aggregated Personal Kanban

[S) [©]
per person per person
Backlog Next In-progress

=

D
@

Team Kanban with Per Person WIP Limit

>

B ®»

@

Done
Team
[©) Member
a0 s
Peter
Steven
Joann

Decoupled Cadences & Combined WIP

PG

Replenishment

‘.\_

Delivery

\

Backlog

Team Kanban

In-progress

)

Done

®

F @ et

Ei

Aggregated Team Kanban




Posit Science was started by one of the world’s most
pre-eminent neuroscientists to apply new

discoveries in brain plasticity
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PositScience*
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Posit Science was started by one of the world’s most
pre-eminent neuroscientists to apply new
discoveries in brain plasticity

\./
PositScience®

Dr. Michael Merzenich
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Commitment is deferred

Tusting  UAT
@ | @

In your
Service /
Organization

1t can be A

Asynchronous




booKihg a hotgy

marriage

In your
Service /
Organization




c < Commitment is deferred

Testing  UAT

@ | @ O

Commitment can be Asymmetrical

Design/ ne 5

Speci n Progress ccept
Top 10 (fagﬁlre? into (storiesand  Test (stories & Done
(features)  gories) features) (stories) Deploy features) (stories &

Limit 10 Limit 3 features Limit 3 features  Limit 3 Limit2 ~ Limit5 features)

Asynchronous
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See work as flow (from customer.

need to needs met) Customer
See workflow as a series of actions @
applied to the work (@)
See knowledge work as a service .. ﬂ%
See your organization as a network of
services Has need
Requests a Service Delivery -]
product or service Respond o the ot
it Need fulfilled

Requestor accepts or
acknowledges delivery

e eFor cach e s e senenans

v
STATIK
(¢ Thinking to ing Kanban)

Identify Services. For each service... Scope of KMP [ —

1. Understand what makes the service “fit for purpose” JRaEa el

Design class

2. L sources of di
current delivery

Analyze sources of and nature of demand
Analyze current delivery capability

Model the service delivery workflow
Identify & define classes of service

Design the Kanban system ‘This process tends
to be iterativ
Socialize design & negotiate implementation o e lteratie

e f R T

Shared Services v
“Cross functional® o

st th services your customers or
other stakeolders perc
you provide o them

Does the customer hove o corstrt.
ntroce o the?

st existingshared serices i your

e thy sharea: carcespecilst




Your rgaizatonis  etwork o rdependent sevces wth polcis tat

detaming s ehavir.
elore

1 Understand snd focusanthe
costomer ecds nd

pectations.

2. Mange thework et worars
sltarganie aroud .
Regulr review the network

and s poces o improve

1) Start with what you o now
s

Kanban Method: General Practices

Implementing Kanban for Service Delivery.
Speciic ractces

Do you view your organization as
anetwork of services and seek
to improve the balance of
capability against demand &
customer expectations?

Do you intend to use
visualization & Kanban
systems to drive a focus on
sustained fitness for
purpose?




Kanban Method: Service Delivery Principles

Kanban Method: Change Management Principles

Your organization is a network of interdependent services with policies that

determine its behavior.
Therefore:

1. Understand and focus on the
customer's needs and
expectations.

2. Manage the work; let workers
self-organize around it.

3. Regularly review the network
and its policies to improve
outcomes.

Kanban General Practices

Visualize

Show work and ifs flow.
Visualize risks.
Build a visual model that reflects
how you actually work.

o sinny misrors!

Make policies explicit

Have agreed policies,
visible fo everyone involved.

- Pull Criteria

- WIP Limits

- Classes of Service
- Dependencies and | .,
blocker handling

Limit Work in Progress

Stop starting, start finishing!
Left yields fo right.
Limit work in
the system to available capacify.

Establish Feedback loops

=) = W5

==

Establish feedback loops af
an appropriate cadence.
Foster collaboration,
learning, and improvements.
Data-driven.

1) Start with what you do now

® Understanding current processes,
as actually practiced

® Respecting existing roles,
responsibilities &
job titles

2) Gain agreement to pursue

improvement through
evolutionary change

3) Encourage acts of leadership
at all levels

Manage Flow

Flow is the movement of work.
Manage flow to be smooth
and predictable.

Use data.

N Y

Improve collaboratively,
evolve experimentally
Using the scientific method.
Hypothesis-driven change.
Run safe-to-fail experiments.
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Kanban Method: General Practices Implementing Kanban for Service Delivery

Specific Practices

Visualize 1) Visualize service delivery workflows

2) Implement pull systems with WIP limits

3) Manage flow within & across workflows

4) Make your decision framework, risk management
policies & boundaries of empowerment explicit

5) Implement the Kanban Cadences

6) Improve collaboratively, evolve experimentally (using
fitness criteria metrics, and model-driven impt based upon an ing of
risks, variability, constraints, sources of delay, queuing theory, real option theory, transaction
& coordination costs)

Limit work-in-progress

Manage flow
CONTEXTUALIZATION

Make policies explicit
Implement feedback loops

Improve collaboratively, evolve experimentally
(using models & the scientific method)

Kanban Cadences
Strategy Operations
Review Review

Service Delivery
Review

Risk

Review(s)

-1




Do you view your organization as
a network of services and seek
to improve the balance of
capability against demand &
customer expectations?

Yes
How the work
comes in.
Some things have to
getdone e.g. Tax
Less Dates

Do you intend to use
visualization & Kanban
systems to drive a focus on
sustained fitness for
purpose?




Kanban Scaling Principles

SCALING KANBAN

Scaling Dimensions

Tis Team's Board

EXPanGed 0 the g,




Upstream acquires optons
Dounstream (delvery)
convert optons.




Kanban Balances Demand and Capabilty

Upstream acquires options.
Downstream (delivery)
converts options. e

B sp Rrrgl

AL




Upstream acquires options.

Downstream (delivery)
converts options.



Kanban Balances Demand and Capability

Kanban System
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Delivery. WIP Limited.

(Vague) Ideas




VAGUE IDEAS
& REQUESTS

DELIVERY BOTTLENECK




aemand or opportunit‘

The Upstream Challenge

= Unclear demand or opportunity
that does not present itself in a
regular flow

= Demand comes in various

( Selection

shapes, sizes, forms Selection
= Decision making in each of the -
selection stages causes delay b m——

* Friction with the delivery
process of committed work that
is best organized around an even
and predictable flow

UPSTREAM OPTIONS
A

Source: Upstream Kanban Condensed, Patrick Steyaert



Upstream vs. Delivery Kanban

= Upstream
Min & Max limits to * Money Spent

ensure sufficient ons
W options are always * High discard rates

available = Non-linear process

v
= Delivery

Max. WIP limits to s mggsg?:gin;tions
manage flow for fast generating customer

and predictable value

delivery ¢ Tittle to no discarding )
® Linear flow o

=
2
Z
E
£
°
(5]




Exercise

S
R e

Unclear

RISk Capacity
Constrained

“Upstream" Kanban “Downstream” Kanban
ik st trem b these e Delivery of committed work

A process §



F =Funnel
Upstream Kanban Prepares Options P =riee
Pool of Options Risk Analysis Req. Analysis Ready for Dev. Selected Development Testing
(24 —48) {12—24) (4—13) 3) 18)
Varket Rick: - Ongoing Done Ongoing Done
Is this the ’ What are the
right thing for implicatipns of
; attempting to
our market? deliver this?

F

N

F

N

Discarded q,

¥

N2

F
N\
¥

Commitment Point




Exercise

—cc
»m—)

<Name> <Name> <Name> <Name> <Name>

FFFFPPPP
FFFFPPPP

Commitment
Point

<Name>

<Name> <Name>

Example:

FFFFPPPP

<Name>




Exercise

Room
1

<Up

<
<Intake> <Refinement> <Backiog> <Analysis> <Build> Ready

totest> | oUnE

Commitment
Point




Exercise

—cc
»m—)

Room

Va gue market cost establish engage priority
T research/ estimate benefit funding T &
amelbiies analysis Delivery resource

Commitment
Point




Exercise

BackL. Ready
ackLo
(Todo)g Analysis {fer

Design/
Develop

Review
evie ment

P

Commitment
Point

Ready
for Test

Testing

Ready to
Deploy

Deploy

Room
3




Problem Insights

Area &
PROBLEM
Ideas UNDERSTANDING B e Solutions
Solve Shipped to
Customers
More Data Finished
Needed Solution
Ready to
Build
DISCOVERY DELIVERY

Optimizely’s End-to-End Board

Solutions (Design
& Technical In Development
Feasibility)

! A

Problems Ready to be built iz

Beta Stages

==
(Research) { ‘ / On Deck
48
4 [ 2 ' -
a J




VAGUE IDEAS
& REQUESTS

DELIVERY BOTTLENECK

DOWNSTREAM

Focuses on this risk:
Delays to delivery

™), Service Request Manager (SRM) ﬁ Service Delivery Manager (SDM)
= « Manages flow of options « Manage flow of committed work






Number of
Occurrence

WIP

(# of items)

Lead Time
or Throughput

h

Classes of Lead Time

e.g. 1-3 days

Time

WAV

Order or Time

|||||||||||||||i||||

Strategy
Review <

At

Operations

Review

e

Replenishment
Meeting

> <
\
\

Sel

Risk
Review(s)
|

rvice Delivery )

Review

Kanban
Meeting

-

oS

Delivery Planning
Meeting

\

Cadences




Replenishment
Meeting

Improvement
Set

v
Degvtery
e Operations
/ Review

Service Delivery 9
Review
| Service Delivery
‘ = " v Review

|
Service ’ FivireD
Delivery Review 5

How to best use
our existing
capabilities?

How can we ensure
delivery according
to the plan or SLA?

What to
start next?

Delivery Planning
Meeting

Replenishment !(
Meeting

- ﬁ-.i,
50%

Service Set ,8° /N

N Service Set
<———

Service Delivery Set

Service Set ,A”



“System of Systems” level review. Disciplined review of demand and = - = Look at problems that put the delivery capability of 1 or more
capability for each Kanbs with a particular focus on ( soupir  Kanban systems at risk
and dependent effects. oo nisystermsatixl
- Summary findings from all SDRs | = et R L issues rom Ops Review and Sevie [+ nform De\wery wanmng
" orrequired changes tostrategy . Delivery Reviews T SO
& A ry an
e e R O pechon sl fiskfora, = Decisions from Delivery Planning ~ Kanban e Eer (flowio Sepvice. <
lead ti ion to inform Risk 7 Meeting Delivery Review(s) and Operations -
Review Review)
¢ O =
—® -85 , —©
* SDM & SAM per system, | = Scope: a product or business unit Monthly 2 hours SDM(s), anyone with = Review classes of service and blockers | Monthly 12 hours
managers,individusl | » Dependencies understood, Information of recent | « Review demand shaping policies
contributors, customer | interdependent effects exposed blockers, managers also | x pecide actions for risk reduction,
e e e = Kaizen events suggested, improvement from dependent services, | - mitigation or contingency plans
Hiokan avbtem assigned customers.
LY=o SwEE

Service Delivery Review

e Look at whether we are deliver cording to customer
sey  expectations. Looks at a single Kanban svstem

! = Progress and data from Kanban | = Findings will be reported at the

\

M Meeting Operations Review.

1= Decisions from Operations Review.
= Actions from Risk Review

= SRM, (partsof the) | = Compare current capabilities against Twicea 30 mins
delivery team, team Skttt el deand 12 month
leads, optionally capabiliy, hedging ris|
customers & other = Discuss options for Hsk mitigation &
system changes,
e e y- Yo

Replenishment Meeting Kanban Meeting Delivery Planning Meeting

;w»:;m Decide what options to start next s To Observe and track the status and flow of the work (not the = = T B e SUTRSE AN | very and forma delivery/manifest
- = S workers) el
! = Observati ing i * Deci ing what to pull o = o
R\ tobehavioror polices at NSt chanes (o Kiban ’;emg, > S = Z"B’E" jelestanding of how; . ‘\ = Information on which items are | = Delivery commitment and manifest
> Replenishment Meetings = ,*Decisinsabolit and | bestto A potentiallyavailable to deliver  « pecisions on which items to deliver
="« policy changes / portfollo changes |7 il i SRR LY 71" Risk considerations which might |« Changes in Class of Service of items
! p * Policy changes affect delivery decisions = Information on issues with delivery
T —(V— L1 i A voL) =0 A
ke of Ky, 2030 = v T =
= Decision makers = It’s an act of commitment. Weekly, - B v o || "
- i o e o very” ks ar;val . The immediate service Manage the work, not the workers! Daily 1020 = Anyone interested o Itemswill be ohtiie fo the. Asper 1.2 hours
Businessstaleholders. || =CheckagalnstReady forDefivery’ e group orteam doing |+ Focus on aging work items, SLA risks, or mins involved in the logistics | next scheduled delivery? delivery
* Service delivery staff = the work (4-50 people) | blockage, and improvement weekly ofmakingadelivery, | « what isreuired to sctially dellver cadence
AL S LRt and decision makers each item? Risks & mitigations?

oy




: Operations Review

e “System of Systems” level review. Disciplined review of demand and

7 capability for each Kanban system with a particular focus on dependencies
pending on
context and dependent effects.

Facilitator

& = Summary findings from all SDRs * Improvement suggestions/decisions S
~\ ; : : or required changes to strate 0>
~==I~_ = Business performance information d : € o &y N
T o o " Dependent impact on tail risk fora =~ <5~
24 * Ongoing improvement initiatives lead time distribution to inform Risk =~~~
____about system-wide changes Review
ll "x‘l' /‘J j,”“ :,\ =
R ] @
* SDM & SRM per system, | = Scope: a product or business unit Monthly 2 hours
managers, individual = Dependencies understood,
contributors; customer interdependent effects exposed
repr:sentatlves Rer = Kaizen events suggested, improvement
Kanuan system opportunities assigned

info@squirreinorth.com Twitter: @Squirrel_North Dtficial Licensed Mitesial Capyright Lesn Kanbian inc. a l_eanT(anImn



l sOM

Coach

Facilitator Look at problems that put the delivery capability of 1 or more
sov/kanban  Kanbhan systems at risk

/S Meeting

£ AN
I o AR

* |ssues from Ops Review and Service
-__,  Delivery Reviews

\\ . . . .
-~ = Decisions from Delivery Planning

Review)

U

g

(TVT]
SDM(s), anyone with

information of recent
blockers, managers also

customers.

from dependent services,

* Inform Delivery Planning

= Enable changes in service delivery and —u,;
Kanban system design (flow to Service
Delivery Review(s) and Operations

A
3

= Review classes of service and blockers

= Review demand shaping policies

= Decide actions for risk reduction,
mitigation or contingency plans

Monthly

e

-

~

>
Ty

P
—

1-2 hours

info@squirreinorth.com Twitter: @Squirrel_North

Official Ucensed Mutenal Copyright Lean Kanban Inc.

mmkanban
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Service Delivery Review

SDM

Manager

Facilitator Look at whether we are delivering according to customer
senviceDelivery — axpeactations. Looks at a single Kanban system.

—

_‘\‘L\- e IR Meeting

= Progress and data from Kanban

/—/ .~ = Decisions from Operations Review

——

= Actions from Risk Review

S ¢ A
L~
= SRM, (parts of the)
delivery team, team
leads, optionally
customers & other
external stakeholders

* Findings will be reported at the
Operations Review.

= Compare current capabilities against
expectations, balance demand vs.
capability, hedging risk.

= Discuss options for risk mitigation &
system changes.

Twice a
month

: | .

SN
— >

VN
S

30 mins

info@squirreinorth.com Twitter: @Squirrel_North

Official Ucensed Mutenal Copyright Lean Kanban Inc.

mmkanban
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" Replenishment Meeting

ISRM

Facilitator Decide what options to start next =
SRM or Product / \\"-, )
Project Manager

* Observations resulting in changes = Decisions regarding what to pull

~\__ . tobehavior or policies at = System changes (to Kanban Meeting) ;\{\
~——~ Replenishment Meetings =
= = Policy changes / portfolio changes o
| A0 T = )|
L] o=

= Decision makers * |t’s an act of commitment. Weekly, 20-30

= Business stakeholders | = Check against “Ready for Delivery” see arrival mins

» Service delivery staff rate of

info

info@squirreinorth.com Twitter: @Squirrel_North Dfficial Lcsnsed Mutesal Conyright Lean Kanban ine. a LeanKanban



: Kanban Meeting

rarsor  TO Observe and track the status and flow of the work (not the A=
workers) =
* Commitments ‘= Shared understanding of how A
—\\ i =0 N
.= Decisions about new initiatives and | best to flow current work ==
:;;1// capacity allocation * Improvement suggestions e d
o T
* Policy changes
| 98 =0 S m
) lz=_J ‘

* The immediate service | * Manage the work, not the workers! Daily 10-20
group or team doing = Focus on aging work items, SLA risks, or mins
the work (4-50 people) blockage, and improvement weekly
inVOIVing the SDM SuggestionS.

info@squirreinorth.com Twitter: @Squirrel_North Dfficial Lcensed Mutesal Conyright Lesn Kanben ine. a LeanKanban



SDM

: Delivery Planning Meeting
|

Facilitator To plan downstream delivery and form a delivery manifest

Service Delivery
Manager
* Information on which items are * Delivery commitment and manifest N
LN : . - N
e N potentially available to deliver = Decisions on which items to deliver ~— ——#_
-1~ = Risk considerations which might « Changes in Class of Service of items  — 5
- 'gffect delivery decusnoni * Information on issues with delivery
Yigle. @] el ()|
g lz=—_J
= Anyone interested or = Which items will be on time for the As per 1-2 hours
involved in the logistics next scheduled delivery? delivery
of making a delivery, = What is required to actually deliver cadence
and decision makers each item? Risks & mitigations?

info@squirreinorth.com Twitter: @Squirrel_North Dfficial Lcsnsed Mutesal Conyright Lean Kanban ine. mmkanban



Pool
of . ment

ideas Next Development Testing Ready  Done

5 Ongoing Done Ongoing Done o)

T/ . - _ | N —/

&) ™) (&) @)
Can we pull? who's
2 going to?
F
H G Still blocked?

|

""" "Any additional
‘ info?"

DMMgWDM
-- 0 nekens “ Age™
THREMoLD on Sa

un 0 aus & Al ouce Mgty

o=

d

wasen S
T Nveer

"Walking the board" left to right

Facilitator



Exercise

Replenishment

Who
facilitated?

Timing

Which
day?
Time?

When was
the last
one?
(frequency)

Change

What's different
since the last
‘meeting?
(people, content,
options, process,

ete)

Participation

Who
attended?

What
roles did
they play?

Information

What
info was
brought?

Decisions

What

Options

What
options
were
considered?

decisions
were
made?

Procedure

How were
decisions
made?

Duration
How
long did
it take?




Exercise

Replenishment

Who
facilitated?

Timing

Which
day?
Time?

When was
the last
one?
(frequency)

Participation

Who
attended?

What
roles did
they play?

Information

What
info was
brought?

Change

What's different
since the last
meeting?
(people, content,
options, process,
etc)

Options

What
options
were
considered?

Decisions

What
decisions
were

made?

Procedure

How were
decisions
made?

Duration
How
long did
it take?




Exercise

Replenishment

SRM

Timing

weekly

last
week

Participation
full
team

Team may
identify
more detail

of the need.

Information

no new
work.

Review
initial user
story based
on intake

questions
from PO
discussed

Change

What's different
since the last

(people, content,
optins, process,

Options

next
priority
column

backlog if
nothing
prioritized

Decisions

What
decisions
were
made?

Procedure

dependencies
considered

SRM decides team

based on .
priorities,  advises

due dates

Duration
30 min,
usually

less
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Review: Cadences Set

Risk
Review(s)

QOperations
Review

Improvement Set
(our focus today)

Service Delivery

E Review

I <

-
Kanban ,
Meeting

% Z]

mafngUIrre Gt co - Twestter: BEQuirred Naeen Oftcal Goonad Maris Copyrght L2 Xanhan nc

Replenishment Delivery Pianning

Meetng Meaeting

o LeanKanban



Example 1: Cadence of Meetings and Reviews

Quarterly Monthly Monthly
Strategy QOperations Risk
Review : Review Review(s)
| |
i r—ﬁ Once évery B
Service Delivery | 2 weeks
e Review =——
v Weekly [ Dailu Monthly
Replenishment j' Kanban Delivery Planning
Meeting Meeating Meaeting
\! b,

MAASRIUITSAMGITA S | Twsttar: SEqUITe! NaTh

Oftcal Goemad Mazartas Copyraght L2an Xanban inc

This diagram
shows a typical
cadence for a
medium-sized
Service Delivery
organization
with multiple
services in place.

You will need to
adjust the
frequenciesto
your needs!

° LeanKanban



Sneak Preview: Strategy Review

Purpose: To review and assess current markets,
strategic position, KPls, strategy, and capabilities

Key to aligning strategy and capabilities

Attended by senior executives and
representatives from strategic planning, sales,
marketing, portfolio management, risk
management, service delivery, and customer care Nl |

Key touchpoints with Cadences: Affects L

replenishment decisions and policies and
consumes data from Operations Review.



Overview of Improvement Set

Operations

Risk

Review(s)

Review
I K

Service
— | Delivery Review
‘ Service Defivery Set '

Service Sets




Introduction: Lead Time
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Lead Time Distributions

Anincomvenient ruth:
itmelsnotasgenumbes.
s rovabisy o

And hare's the good news:
O dosrivatorscontellswhatt el ks being compleed
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Introduction: Lead Time

An inconvenient truth: i @E @

Lead time(*)is not a single number. Customer Lead Time
Itis a probability distribution.

—

/\

And here’s the good news:

Different distributions can tell us what type of workis being completed
and help us make risk management or planning decisions.

(*) customer lead time, time-to-market, time-in-process, etc.

—



Lead Time Distributions

An IT operationsservice in Germany

“ U 1l| n lin aalil. fhas

nll

A major network hardware companyin

China

Weibull, k=1.4




mode: most likely to occur or be remembered
median (50/50): use to establish short feedback loops
average: forecasting, Little's Law

percentiles from 80 to 99
communicate schedule risk

statistical
. process control




Your very first lead time chart may not look nice Binning makes histograms more readable

Time IriProcess{days)




What can we know about this service from these few (29) observations?

Optimistic case: 1-4days

Work items: 29
Min = 1 day
Mode = 4 days
Median =11 days

Average = 19 days
90th Percentile = 64 days
Max =95 days

¢

Typical case: 7-17 days Pessimistic case: 23-95days



Service Delivery Review

e sl scondng o cioner
it wmnﬁm Looks at a single Kanban

€

[

\ Deciions rom Opersions vy
e et
7

iy =

i et ety

Serice-whatsnice ar you reiening? (o s v o

oy ron o he som pocuce? o

FSerice - what s s you retoing? oo s v ot

s e e o pacice? e

R gt et
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& Paridpantsncludessenice Request Mansgrogeter wih eprsentatvesol
Gyt nchingteam uds o hch Syt ncoor 3t
o Cuomen s thr ket atanciders e optons

& Outputs: s epored s peratins eiow.

Can o s e st soma e e
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<o = = CEET smone =
e
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Service Delivery Review

SOM
Facilitator Look at whether we are delivering according to customer (\~
sevieeden=y expectations. Looks at a single Kanban system. S
* Progress and data from Kanban Meeting = Findings will be reported at the Operations _
~\_ . = Decisionsfrom Operations Review Review. =,
%' Actions from Risk Review — 7
=ms e
—/l
ZAB [Frreer :.
SRM together with representatives | Compare current capabilities against fitnesscriteria | Twice a 30min
of the deliveryteamincluding metrics and seek to balance demand against month
team leads for each activity or capability and hedge risk appropriately.
functionin the workflow. Discuss options for risk mitigation and system
Customersand other external changes to improve observed capability against
stakeholders are optional. expectations.

MAASNIUITSMGTALCS | Twettor: BEqUITe! NATh Oftcal Goonad Mazaris Copyraghit L2a0 Lanban o a w



o B - Operatiors
Service Delivery Review Review

Strategy Review

Review
Service i ‘
D l - 4l N
R oy |

Quarterly Bi-Weeldy Morthly

> Db

Purpose: Look at whether we are deliveringaccording to customer expectations.
Looks at a single kanban board.

* Compare current capabilities against fitness criteria metrics and seek to balance demand
against capability and hedge risk appropriately.
* Alsoknown as, kanban system capability review

Cadence: Twice a month
Duration: 2 hour
Facilitator: Service Delivery Manager

Participants: includes Service Request Manager together with representatives of
the delivery team includingteam leads for each activity or function in the
workflow. Customers and other external stakeholders are optional

Inputs: Progress and data from Daily Kanban Meeting; Decisions from Operations
Review. Actions from Risk Review.

Outputs: Findings reported at Operations Review.



Exercise

=
=)

Service - what service are you reviewing?

<Service>

Who is the SDM?

<Service Delivery
Manager>

Who, besides the SDM, should attend? Should one of these people or the SDM run the meeting?

What information are different attendees expected to
bring to this meeting? What are the metrics and
fitness criteria?

Run Chart
Lead Time
Distribution(s)

What insights and actions might you expect as
an output from an SDR?

How much do you need for this meeting the first time?
Can you run it in less time after some practice?

How often should you run this meeting for your
service?




Exercise

=
=)

Service - what service are you reviewing?
Ingenium

<Service> System

Who is the SDM?

<Service Delivery
Manager>

Simone

Who, besides the SDM, should attend? Should one of these people or the SDM run the meeting?

Team
SDM runs
meeting

What information are different attendees expected to
bring to this meeting? What are the metrics and
fitness criteria?

Still early in
journey, ideas
for process
improvements

Eventually (retrospectives)

SDM brings
metrics

Lead Time

Run Chart Distribution(s)

What insights and actions might you expect as
an output from an SDR?

Process
improveme
nts/change

s

Deeper dive

into sources

of delays or
blockers

How much do you need for this meeting the first time?
Can you run it in less time after some practice?

should see some
efficiency once
process
improvement
conversations are
less urgent

How often should you run this mee*i~~ £~ vour
. Earlier i
service? ey mors
often. Later on
monthly should
be sufficient




Exercise

i
=)

Service - what service are you reviewing?

Service

Deliver :
A <Service>
feels more like
a retrospective

Who is the SDM?

<Service Delivery
Manager>

Who, besides the SDM, should attend? Should one of these people or the SDM run the meeting?

What information are different attendees expected to
bring to this meeting? What are the metrics and
fitness criteria?

Run Chart
Lead Time
Distribution(s)

What insights and actions might you expect as
an output from an SDR?

Where do
we discuss How do we
Capacity? determine
the working
time?

How much do you need for this meeting the first time?
Can you run it in less time after some prac'i

How often should you run this meeting for your

service? .




Drive Improvements in a System of Systems

Operations
Review
Service

Delivery Review

| Service Delivery Set |

Service Set ,A”




Drive Improvements in a System of Systems

: Operations :
/ Review Lﬁ

N

y liver .
i
T Seryive Delivery
rry Set J A Review
l Service O

Srvice Set 8" AN Service o M ‘
o St J
L Delivery Review i
3 A Service Set C*
> ‘ Service Delivery Set I (_—/

Service Set A"




Operations Review

SO
Facilitator

Depending on
e effects.

“System of Systems” level review. Disciplined review of demand and capability for A
each Kanban system with a particular focus on dependencies and dependent

SDM and SRM per system, senior
management, head of PMQO,
customer representatives,
downstream mid-level managers,
Functional managers and senior
individual contributors representing
each Kanban system, Product,
Portfolio, & Project Managers.

= Summary findings from all SDRs

= Business performance information from
Strategy Review such as financial reports,
customer satisfaction surveys

= Ongoing improvement initiatives from Risk
Review about system-wide changes

Only applies where more than 1 system exists.
= Scope: a product or business unit
Dependencies understood, interdependent effects

exposed

Kaizen events suggested by attendees
= Improvement opportunities assigned to managers
Strictly orchestrated meeting, timed agenda

= Improvement suggestions/decisions or required
changes to strategy with designated ownerssent =
to SDR and to Strategy Review e

= Dependent impact on tail risk for a lead time e
distribution, to Risk Review, to inform —
prioritizing risks for reduction mitigation or
contingency planning

Monthly 2 hours

MASERgUITSMGITALCSY | Tstter: BEqUirret NATh

Ofcal Goonad Maris Copyrght L2an Xanhan inc

n TeanKanban
ISR RSN



Operations Review

“System of Systems” level review. Disciplined review of
O/ demand and capability for each Kanban system with focus on
dependencies and dependent effects.

Systematicand data-driven review of how the system of system operates.

= Summary findings fromall SDRs * Improvement suggestions/decisions

* Business performance information or required Fhanges i s?ra.tegy )))
+ Ongoingimprovementinitiatives * Dependent impact on tail risk for a

about system-wide changes lead time distribution to inform Risk

Review
SDM &SRM per Scope: a product or businessunit a
SYSLEM, Managers, Dependencies understood,
® ‘ .cgﬂg‘a%uﬁgrs :: interdependent effects exposed
- customer Kaizenevents suggested, Monthiy 2-3.5 hours
represematives per improvement opportunities




Operations Review

L

>

i ‘,'\l O

Raviaw \
Rk
Stratedy Rewview
Review

Service
Review

Ouarteily ey by

Purpose: “Systems of Systems"” level review. Disciplined review of demand
and capability for each kanban system with a particular focuson
dependencies and dependent effects. Only applies where more than 1

system exists
Cadence: Monthly
Duration: 8-15 minutes per service, 2-2.5 hours total, 3.5 max
Facilitator: Service Delivery Director (or Vice President)
Scope: a product or business unit
= For smaller/medium sized businesses scope will be the entire business

Participants: Service Delivery Manager and Service Request Manager for
each kanban system. Senior management. Head of PMO. Senior business
owners or customer representatives. Downstream mid-level managers.
Functional managers and senior individual contributors representing each

kanban system. Product, Portfolio, & Project Managers. ° o
i Lizamsas Aiserid Copyngrt Las Koriae Ian noban



Operations Review

Rk
Stratedyy Review
Review
Service
Delivery JL
Review . T

uatrtly rrre— by
& Inputs: Summary findings from Service Delivery Reviews for
all kanban systems in the network. Business performance
information from Strategy Review such as financial reports,
customer satisfactionsurveys. Ongoing improvement
initiatives from Risk Review about system-wide changes.

& Outputs: A list of improvement suggestions/actions/decisions
or required changes to strategy with designated owners sent
to Service Delivery Review and to Strategy Review.
Dependent impact on tail risk for a lead time distribution, to
Risk Review, to inform prioritizing risks for reduction
mitigation or contingency planning.



Operations Review

e atioe
Raviaew

Rk
Review

Strateyy
Review

Ouartrily e by

Format

a

Look at performance, capability, and dependencies between multiple
kanban systems

Dependencies understood. Interdependent effects exposed

Scribed — 1-2 scribes take note of improvement suggestions and action
items, circulate/publish them afterwards

Kaizen events suggested by attendees
Improvement opportunities assigned to managers as last agenda item

Orchestrated Production / Strictly timed agenda —facilitator should not be
among the presenters

May be observed by outside coaches or consultants—this helps refine the
format, make it more effective. Coaches should not scribe, facilitate or
present




Ops Review Pro Tips




Ops Review Pro Tips

Lead off with finances i;gf;;fgit?r:;gr:na First Ops Revi il
Cuarn irst-ever Ops Review: the
f:;;ziteag{)u?nuez (15 minutes max) S SDMS initiative group of 3-4 people
& works well through their olans it one month in

preparation advance (future facilitator,
1-2 SDMs, coach)

Master the
SDR skills first



Exercise

e
M)

What is the organizational scope (whole company, Who is the leader of this organizational unit?

business unit, etc.) for this Ops Review?
<Biz Unit> <Leader>

What services are being reviewed? Who are the SDMs of these services?

<Service Delivery

<Service 1>
Manager 1>

<Service Delivery

<Service 2>
Manager 2>

<Service 3> <Service Delivery
Manager 3>

Who will facilitate? Scribe? Be a guest speaker? Time check - how much time do you need?
Coach/observer? )
Opening; Each SDM has 82 Closing:

<Guest . 102122152 .
. 72?7 min TS 77?7 min
<Faciltator> Speaker>

Best room/facility in your | How many team How will you publish Custom name for Ops
company for this meeting? | members? How to select | insights/action items? Reviews in your org?
them?




Exercise

L
M)

What is the organizational scope (whole company, Who is the leader of this organizational unit?

business unit, etc.) for this Ops Review?
ISS David

What services are being reviewed? Who are the SDMs of these services?

D/C <Service Delivery Beth

— -

<Service Delivery
Manager 2>

<Service 1>

<Service 2> TRAD

<Service 3> SONIC <Service Delivery Joyce
BOOM Manager 3> Y

Who will facilitate? Scribe? Be a guest speaker? Time check - how much time do you need?

Coach/observer?
Opening: Seidh Sl iz Closing:

) 10 minut .
Janet or SDMs 5 min mindtes 5min
Steve
Total Time:

Best room/facility in your | How many team How will you publish Custom name for Ops
company for this meeting? | members? How to select | insights/action items? Reviews in your org?

200M them? ;e unless scribe to Journey
SME required handle review




Exercise

e
M)

What is the organizational scope (whole company,

business unit, etc.) for this Ops Review?
<E ISS t>

Who is the leader of this organizational unit?

<L Steve/Janet >

What services are being reviewed?

<Service 1> Trad

Ingenium

<Service 2>
Dist
CO m p Sonic/Atomic

Boom

<Service 3>

Who are the SDMs of these services?

<Service Delivery .
Manager 1> Simone Anthony

<Service Delivery

Manager 2> Beth Joyce

<Service Delivery

Manager 3> ??Trad

SDM

Who will facilitate? Scribe? Be a guest speaker?
Coach/observer?

) | Kevin
<Faciltator> St >

SDM recording

rotation
Sheena

Time check - how much time do you need?

Opening: Each SDM has 82 Closing:
. 10?7 12?7 15? Py g
72?7 min minutes 90min f2emin

15min 10min

2hours

Best room/facility in your | How many team
company for this meeting? | members? How to select
them?

remote minimum

How will you publish custom name for Ops
insights/action items? Reviews in your org?
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REFUSE THE WORK
REQUESTS?

Strategies for Improvement

HIRE MORE PEOPLE?

Vo Kanban System
A u,ﬁﬂ.,,a,,"‘, Officia? Lcensed Matenial, Copyright © 2020 Kanban Univessity



Ity

Strategies for Improving Capabi

* Measure Performance and Remove Delays
* |dentify queues and buffers and size appropriately
* Blocker Clustering—reduce or mitigate root causes

* Reduce Variability caused by disruptions and
dependencies

* Common cause —system design changes

* Special cause —risk management

* Manage Bottlenecks
* Improvefiow

* Deliver more value

* Address owhead\arg_idrf_fﬁgencies
* Reduce waste/overhe

* Enable smaller batches

A 53&??,2 Offc Lesrssd isters:, Copyrisht © 2020 xanea@npap System



Learning Outcomes: After Attending this Section

* | can identify dependencies across services.

* | can apply suitable metrics to identify delays caused by
dependencies.

= Given stable services, | can use Little's Law to find appropriate buffer
sizes.

A 5,32.?3,'3 Officia? Lcensed Matenial, Copyright © 2020 Kanban Univessity



Introduction: Lead Time

An inconvenient truth:

Lead time(*)is not a single number.
Itis a probability distribution.

And here’s the good news:

Different distributions can tell us what type of workis being completed
and help us make risk management or planning decisions.

(*) customer lead time, time-to-market, time-in-process, etc.



Lead Time Distributions

An IT operationsservice in Germany

A major network hardware companyin
China

|
|
n
|‘
“ |"||"lllll"lhl...lll. M s "
L 1 1) " s N w n

. “ » w . - x n




mode: most likely to occur or be remembered
median (50/50): use to establish short feedback loops
average: forecasting, Little's Law

percentiles from 80 to 99
communicate schedule risk

statistical
. process control




All work items (74):
Median: 6 days
Average: 6.1 days

90 percentile: 15 days
Max observed: 27 days

New feature dev (47 items):
Median: 6 days

Average: 6.8 days

90 percentile: 15 days
Max observed: 27 days

“lul" I
bl .

Optimistic scenario: 1-2 days
Typical performance: 4-7 days
Pessimistic scenario: 11-17 days

Defects/Support

Optimistic scenario: 1-2 days
Typical performance: 4-8 days
Pessimistic scenario: 11-18 days

Defects/Support(27 items):
Median: 4 days

Average: 4.9 days

90" percentile: 11 days
Max observed: 17 days

Optimistic scenario: 1 day
Typical performance: 2-6 days
Pessimistic scenario: 7-17 days




These lead timesare for one work item type.
Average: 12 days
90*" percentile: 21 days

? = n = 5 a = a

Level of database skills needed to
complete the new product feature:

Generalist (team member)

Expert (external)




Allocate Capacity to Types of Work

A = > =20
.

Consisent capacity aHocation _ Budd Releass

shauld bring scme consstency fecamproens Ready ot Ready -

to delwery rate ofwaork & 2ach |
typE.

Separste understanding of Lead
Time for eachtype of work N e

- . T

5,32_.??, ,'3, Official Licensed Materiad, Copyright © 2620 Kanban Univarsity



Use Lead Time Distribution
to Evaluate Service Delivery Effectiveness

Lead Time Distribution

60

What are
Improvement Gap customers'

&> expectations?

left-shifting the distribution

7 8 9 10 11 12 3 14 15 16 17 18 19 20

# of Features
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Exercise

Type of delay Identify Describe




i
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Exercise

Type of delay Identify Describe




Exercise

i
»—
—

Identify

Describe

Take Action

one sticky note
for each location

Dependencies




Exercise

=
»—

Type of
yp Identify Describe Take Action
delay

one sticky note
for each location

Dependencies

Enviromental Vendor
issues/outages
delays




Be aware of dependencies,

model them, isolate and
nodel |

measure them.




Demand

Customer
Facing Services

ependencies on others

|

}
Otsened
Capability

(internal) Shared
Services

Looking downstream, you want
the system to help youanticipate
and manage dependencies

|

4
Otsewed
Capability

Oteeved
capability




)
v

oot itl
(s

Y

Service Delivery

S
L
Respond to the need
with a series of
CUSTOMER setivhties CUSTOMER
Has need
Requests a
product or service

Need fulfilled
Requestor accepts or
acknowledges delivery

I need this!

Service Navigates the Org Chart




Some systems have dependencies on others

o) i - Z AP .
' A : le : o § =
- - . > —it) s =
g O’ ? - : ”,\ : E =4
od
e vwerind >
= -7
: —(y -
O g
Looking upstream, you want the
systemto help you anticipate and
manage demand ; b
T

Otse ved
Cambiliry



Summary: Manage Dependencies

The system should help you anticipate and manage ...

DEPENDENCIES

| B tream)

Combine the two, and across the organization you smooth flow end-to-
end and help keep demand in balance with overall system capability.



Sequentia
Dependencies

Parking Lot
for external Deps.

-

Feature
(parent)
Design/ N
Specil In Progress ccept
Top 10 (1::”:!,“ (storiesand  Test (stories & DONE
(features) - stories) features)  (stories) Deploy features) (stories &
Limi

110 Limit3 eatures i 3 features  Limii3 Uiz Lmts features)

Story
(Child)



Exercise

Identify

services you <Service 2> <Service 3>
depend on

Can one of them
be your
Customer?

Anticipate
dependencies
Which work items
will have
dependencies on
external services?
Is this need
predictable?

Anticipate
demand

What is the
dependent
service's
perspective? Do
they have multiple
customers and
offer classes of
service to you?

Find
improvement
How can the
interaction
between the 2
services improve?







ll Risk is an exception to what is

expected. We can have
deliberate strategies to mitigate
risk. Understanding types of risk
informs our actions.

Policies in your
Organization

Variation: “Lack of consistency or fixed pattern”

Common Cause (“Chance Cause”) Special Cause (‘Assignable Cause’)
* Unexpected and unpredictable

ot ot o
BRSO RN wn e Pl it e

2 xpectado smprisg

Variation: “Lack of consistency o fixed pattern’

Common Cause (“Chance Cause”) Special Cause (*Assignable Couse’)

« Expected or unsurprising * Unexpected and unpredictable

ESSSIPRID e Pt it
Comrol

LeftShit Lead Time Distrbution

RightShift Lead Time Distribution

Infrastrucaure
window

freeze
period

Risk Managemen

Identify risks, their likelihood & impact
(delay that extends lead time).
Eliminating risks or reducing their impact
trims the tail on the distribution.

Blocker Clustering
* Collect all blockers (descnvl;on :nﬂ ideally
locked time) over a period of

= Cluster them by source / cause ler the

« Then analyze:

* Reduction & Mitigation actons



Risk is an exception to what is
expected. We can have

deliberate strategies to mitigate
risk. Understanding types of risk
informs our actions.




Variation: “Lack of consistency or fixed pattern”

Common Cause (“Chance Cause”) Special Cause (“Assignable Cause”)

* Expected or unsurprising * Unexpected and unpredictable

* Inside of typical system , ; :
parameters. “The noise within the Possible but outside of system
system” control




il
Iy
o

Games last different lengths of time and weather
conditionscan stop play alltogether‘butthg Men’s
Final alwayshappenson the 2nd Sunday.

if only we could project manage like this!

= = r e

_ Except 2004 whenit | <. .
ained on Sunday T

Scheduling Wimbledon
isn’t an exact science!




Variation: “Lack of consistency or fixed pattern”

Common Cause (“Chance Cause”) Special Cause (“Assignable Cause”)

® Expected or unsurprising = Unexpected and unpredictable

* Inside of typical system 2 ; ;
parameters. “The noise within the Possible but outside of system
system” control

Take specific actions to
mitigate risk




Risk Management trims the tail

|dentify risks, their likelihood & impact
(delay that extends lead time).

Eliminating risks or reducing their impact
trims the tail on the distribution.

Lead Time Distribution

ailure demand such as quali

iy

e ncies

Xp

i ent cust S
I Il Trimming the tail moves
.--_ the mean to the left,
“ 15 16 17 18 19 20 increasing delivery rate!

SLAexpectat on of
8 days with 85% on-time

# of Features

Mean of 6 days



Blocker Clustering

= Collect all blockers (description and ideally
blocked time) over a period of time.

= Cluster them by source / cause for the
blockers.

= Then analyze:
* |dentify Risks
= |dentify Likelihood & Impact
= Root Cause Analysis
= Reduction & Mitigation actions




Exercise

Policies in your
Organization

Left Shift Lead Time Distribution

Right Shift Lead Time Distribution

—




Kanban can reveal bottlenecks.
Understanding the type and
location of bottlenecks informs
our actions.



3‘ - “‘. K ‘f{ '5-/ e —
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Bottlenecks are common in traffic
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Theory of Constraints

* Founded by Eliyahu M. Goldratt

= Based on the premise that a
system’s throughput is limited by
at least one constraint.

* The Five Focusing Steps:
= |dentify the system's constraint(s).

* Decide how to exploit the system's
constraint(s).

= Subordinate everything else to the
above decision(s).

* Elevate the system's constraint(s).
= Start all over!



Shared services are often bottlenecks

Product Owneris a Non-Instant
Availability

Allow work to stack up with a
higher WIP limit (but still
limited))

Testing and
Deployment: small staff =
Capacity Constrained Resource

Keep a small amount of work
flowing continuously



Bottleneck should always be downstream
of the commitment point

Everything upstream of the commitment point is optional and easily discarded!
Everything downstream of the commitment point is committed — not easily abandoned!

NEVER HERE! -:','-_'i,:‘ LENECK WORKERS HERE!
(Upstream) [Downstream)

Bottleneck workers should never be asked to work on something that is
optional and may be discarded. This includes any risk analysis (or
estimation) that may be required to assess viability of an option.
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In Knowledge Work:
Coordination Costs Grow Non-
linearly with Batch Size!

Large batch sizes are actually not
efficient but become completely
uneconomical in knowledge work.

Coordination

Costs

A

o

Batch Size -

* In traditional physical industries, it is assumed that coordination overhead is either

fixed or rises linearly with batch size

* However, in intangible goods, knowledge work, and creative professional services,
coordination costs rise non-linearly with batch size due to increased risk and

uncertainty and accumulating failure demand



A Model for Value-add vs. Waste
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ll How is Kanban so effective

for successful change
initiatives?

How we wish change worked

There

Start with what you do now

= The Kanban Method evolved with the principle that it should “be like
water” - enable change while avoiding sources of resistance

* With Kanban you start with what you do now, and "kanbanize” t,
catalyzing the evolutionary process into action. Changes to processes
in use will oceur

* Evaluating whether a change is truly an improvement is done using
fitness criteria that evaluate an external outcome

The Kanban Method

“Successful g
evolutionary change - seaoee
foryour21tcentury - gy

business” i saee

Traditional Change is an A to B Process What Chiange Really Feels Like: The J Gurve

Current N Future
Process Process
.

Fitness Criteria

Evolutionary Change
Fitness criteria are metrics that measure
observable external outcomes

Things customers or other Metrics that qualitatively
Sgemal stakeholders assess actual outcomes

* Delivery time
* Quality O~ Customersatisfaction

* Predictability - * Employee satisfaction i \/
* Safety(conformance to
it



How is Kanban so effective
for successful change
initiatives?




The Kanban Method

In order to successfully

“Successful gt mae
evolutionary change  ° dqhense

C
an

: T f
foryour 215 century  ° psntisr
crisis puncYcuated by

- 14 : ‘
business ks



How we wish change worked



Traditional Changeis an A to B Process

\;‘QA\ B ruture

Current 9 G
o
Process / TRANSITION \ Process

defined / designed in advance




What Change Really Feels Like: The J Curve

A

Performance

| Safety
+—p

Patience

(executive tolerance)



Start with what you do now

* The Kanban Method evolved with the principle that it should “be like
water” - enable change while avoiding sources of resistance

= With Kanban you start with what you do now, and "kanbanize" i,
catalyzing the evolutionary process into action. Changes to processes
in use will occur

= Evaluating whether a change is truly an improvement is done using
fitness criteria that evaluate an external outcome



Fithess Criteria

Fitness criteria are metrics that measure
observable external outcomes

Things customers or other

Metrics that qualitativel
external stakeholders . y

assess actual outcomes

value: "
= Delivery time SHEH a2
= Quality = Customer satisfaction

" Predictability

» Safety (conformance to
regulatory

*  Employee satisfaction




Evolutionary Change

Future
process

i is emergent

Fitness

Evaluate
Fitness
Evaluate
Fitness
Evaluate Roll
Fitness forward
Evaluate
Fitness
Roll back .
y
i |
\
Initial . . ‘ \ J
Process \ | /
'?;\ N\ \ ) /
™~ . ._\: . / e

Evolving —
Process



Kudos & Testimonials.

Reflections

What il you do diferently n your
organization when you get back 1o your
offce next woek?

Thank you!

Help us impro
our raining.

o

KaP2 sunite ove 7

1

Welcome! . .}
Universt awiserionne
' Kanban Systems
Improvement (KSI)

inban

;A0@>N00+H48 -~

BROESECO0H



https://forms.gle/fNQwsvZxZpcf1q9Q8

Add your

Question/Discussion
topic in a Sticky here

How can the SDM
account for the fact
that the SRM is
constantly pulling
team members from
downstream to

DONE

| saw reference to
"working time" in
the lead distribution
segment. What is
this? How is it
calculated?

support upstream?
Place a dotin an
existing question if you
want to "vote" for it oy | 60 | b e
Skill eoo” O
T, ® o0
Liquidity? e @00 P ——
e 00 s
Does your Scrum Board
. . . Tell the Whole Story
. . . about your Agility?
S e eoe sy
y are the right skills ® ® ®

never available when

+
Rapid How to
Decision ?
Making? break dowr Wh €n:
work.

Kanban for Product Managers Webinar

o\

MmN

Maassen Matts Geary

COMMITMENT

Novel about
Managing Project Risk

Ry




Reflections B

“Improving Maturity":

What will you do differently in your iy || Sheveemee oo
organization when you get back to your
office next week? Foue Wil &

Able to apply the the KNIV
playbook to help evolve an
organization to a higher maturity.

Able to design Kanban systems up.
tolevel 3, and to continuously.
improve service delivery.

Able to explain Kanban basics
and motivations and apply.
Kanban practices in a team,

Feedback Surv

Help us improve suvey

our training.

o

P

Thank you!

squirrelnorth.com

¢80 e

INSULTING | TRAINING

ARTICLES

i 7


https://forms.gle/fNQwsvZxZpcf1q9Q8

Reflections

What will you do differently in your
organization when you get back to your
office next week?




Basic Learning Paths

Practitioner-levels classes: "Alternative Path“: "Improving Maturity“:
Enablingto apply selected Kanban Practices to implement ML 2-3 Driving improvement initiatives with
concepts. systems to improve service delivery the use of the KMM as a playbook.
Team Kanban 0?0 Kanban System Design + ?0 Kanban Maturity Model +
(‘ﬁ'—\ Practitioner (i:(r:0:n Kanban Systems Improvement ((:({:):0 Kanban CoachingPractices

KANBAN

KANBAN ~—~—~——~———=----- 4 MANAGEMENT
PRACTITIONER PROFESSIONAL

COACHING
PROFESSIONAL

Able to explain Kanban basics Able to design Kanban systems up Able to apply the the KMM
and motivations and apply to level 3, and to continuously playbook to help evolve an
Kanban practices in a team. improve service delivery. organization to a higher maturity.
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Exercise

Type of delay Identify Describe




Books

Kanban “Blue Book” Kanban from the Inside The Goal

KA“BRN

succe”*“‘
for Y

ary Change
y Business

echno \

Kanban Maturity Model Essential Kanban Guides The Bottleneck Rules
ESSENTIAL ‘ ESSENTIAL
UPSTREAM
i KANBAN
Maturity
-

PATRICK STEYAERT

DAVO J ANDERSON  ANDY CARMICHAEL.




Feedback Survey

Help us improve
our training.



https://forms.gle/fNQwsvZxZpcf1q9Q8

>

SQUIRRELNORTH

Thank you!

squirrelnorth.com

ARTICLES

\1: e
CONSULTlNG | TRAlNlNG | COACHING
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Case Studies

KANBAN
et Evatonry Chane
oo ekl B

DavId J Anderson

ESSENTIAL
UPSTREAM

Kanban Management Professional
KANBAN

Successful evolutionary change for your 21st
Century organization

Videos

Some of these videos are included here for "historical” reference. Guidance
might have evolved and been refined since they were recorded.

David ] Anderson LKSE14 Keynote - An Alternative Pat

LKES17: David Anderson - Introducing the Kanban David Anderson - Lean Risk Management: Optic
Ay Maturity ModeftBisening Keynote)

Liquidity & Hedging RféK'tfsing Kanban Systerr



https://resources.kanban.university/upstream/
https://drive.google.com/file/d/1854ITiQuHIofSQm59BGD5M8nH9hJ0YSm/view?usp=sharing

