Lessons Learned

from Coaching 50+ Kanban Teams
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Lessons Learned

Why Kanban?
The Kanban Method

Introducing and supporting Kanban
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THE KANBAN METHOD
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Context is Everything

Some visual policies
(ticket design, colours, etc.)

% of Policies reusable
between Kanban Systems
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2 Qualities that Matter in the Long Run

)

Resilient
I
. ' T , (ompensate lack of
Sustainable f”. =~ 5 Leadership
" Stickinels
— Clarity
Aligned with Purpose k ;-" [

Fact-based management

Improvement Opportunities
(Smart Moves)

http://leanagi eDroiects.b\_ogSDot se


http://leanagileprojects.blogspot.se/
http://leanagileprojects.blogspot.se/

THE CONTEXT
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Sandvik

http://leanagileproiects.blogspot.se
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The Context

Johan Nordin
Support Manager at Sandvik IT

http://| IeanagiIeoroiects.bl_ogspot.se
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The Key to Minimizing most of our Problems
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is Flow Control
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INTRODUCING THE KANBAN METHOD
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Packaging Kanban

Time needed to establish a
Kanban System

Sustainable Level 1— _— ——_—— —
"Sticky!”

fheeded to reach sustainability
Boosts!

Time a manager is willing to le
go for starting with Kanban

7

Probability

Time | day
The Kick-start Workshop
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Boosts
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Now we work
SMART!
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Now | understand
why | feel stressed!
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The Kick-Start Workshop (1 day)
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The Kick-start & Boosts
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Why have we never
discussed that before?
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//\/ho cares?

Understand
the Team

Energy Level

http://leanagileproiects.blogspot.se

Time
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Keys to Maximizing Stickiness & Clarity
of Kick-starts

Team Focused and Low on Theory,
Team Driven High on Practice in Context  Clarity of Purpose
Shared common view
wn of Team’s purpose
7] >
g A + 7\ Emotional- g A and context.
= The team is in charge e Engaged to see MY q_) Service Oriented
=< ) stuff on the board 'S)
e
) —_ hT
100000
0000
Do this a.s.a.p. Do this a.s.a.p.
1000 . ;
- during the kick-start! - during the kick-start!
|00
10
| Some Expert creates Theory ZZzzz
the Kanban System
~ ~ ~
7 r 7
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The Kanban
Kick-start
Field Guide

Get it at:
http://leanagileprojects.blogspot.se

The Kanban Kick-start
Field Guide

Create the Capability to Evolve

Sandvik IT

Verson 18 (201 30404)

Christophe AChOUIANEZ - LeanAgie Cosch - Soget (0 sAn)
Johan Nordin - Develogerast Sugpon Marager - Saonavk |1 (Glctactione)
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ASSESSING KANBAN
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The 5 Dimensions

Feedback Limit
Loops

Explicit
Policies

httD://IeanagiIeDroiects.b\_ogsDotse
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Depth of Kanban to Evolve Smart

* Improve continuouslyina Effects (12) * See & Understand
sustainable way (WIP, Blocks, Queues)

Improve (10) Visualize (13)

* Improve Predictability
* Reduced Task Switching
Neces§ary f * Reduced Lead times
) sustainabl * Reduced Overburding
_I_'mp"ovem (quality, sustainability)

Limit WIP (4)

* Generate actionable
feedback (information)
from stakeholders to
improve

Feedback
Loops

(7)

IMPTOVINESUSIAInan];

* Increase Liquidity

* Measure Flow / capability
(WIP, throughput, Queues,
lead time)

* Defer Commitment

Explicit Policies (12) Manage Flow (11)

Excellence’

* Set Standards to improve upon

http://leanagileproiects.blogspot.se
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Depth of Kanban to Evolve Smart

Effects (12)

Improve (10) R Visualize(13)

Current
"Score”
2012-10-11 : .
n N T r L. : 2012-08-20
Trend o . N grarts
O ————+— Limit WIP
Loops

Next Target Condition

(7)

.

—-——————‘-

v -

Explicit Policies (12) Manage Flow (11)
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CONTINUOUS IMPROVEMENTS
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Vision )

You have Focus

Improve

The Kanban Method

Kanban and Continuous Improvements

Kanban comes with an Implicit Vision

Low WIP
Liquid Flow
| 00% Value

Kanban help you identify improvement opportunities
* Trailing (lead-times) and Leading (board) indicators

¢ Controlled WIP (less task-switching)
e Clarity of Purpose (Service Oriented)

Kanban helps create the ”"Baseline”

*  Current Condition is known
* Leading & trailing Indicators (Facts)
*  Common Standard (Policies)
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Patterns of Continuous Improvements
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A Dis-Continuous
*é Improvement?
£
ks % =i Ceiling
% E— There is always a Ceiling!
—1 =
Move the ceiling:
* Strech your value streams!
Manager un-engaged Get in control of upstream & downsteam
* Get a sponsor higher up in the org!
i To compensate the lack of political influence of the
& E managers beyond a certain point
1
1 .
! Manager not present * Peer-to-peer coaching!
. To increase commitment and curiosity from
1
_ ! e - manager
"Obvious | Real Time g
improvements ! improvements
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Creating Curiosity with Peer-to-Peer Coaching

Lean Operational Report

To understand: How is a function performing

Function: Responsible: Dats: 2(013-05-22
Manager/Coach:  Christophe Dats last report:
Visual | Status |Biggestroadblock / Challenge Trend |Current performance:
What do | need to know N/ | YN (Above, On,Under)
: ) Unsure aboutwhat we promise.
Do we deliver to promise® N [ ? | (tesm?Manogement) ?
= = = 1) Failure Demand?
Do we deliver the I'Ight thlng? N 2 2) %workin line with purpose of team? ?
i ) ) Customer: need fasterdelivery! )
Are our key stakeholderssatisfied* ' 0 T o e ?
Is there a smooth and efficient 1) Blocks due to customers do not have time Gndr
1 5 Y N 2) Otheractivities that are not core
value flow from request to delivery: 3) Big activities
. ] 1) Notime forimprovements due to non-core activities
Do people feel motivated: NN 15 e | Under
Noteworthyinformation ' Request for support / Escalations
i What When

CurrentTeam Feeling:
Feels thatthe team is stuckin a ravine, while stone blocks are
being cast from above by differentuncoordinated initiatives
(strategy, BI, etc.) ‘
Golden stars! i What is the current focus

Flow: Blocks!

Current Condition (temporary KP1): # blocked items / day

Why blocks?

‘ Assumption: Managers that order do not have time to answer questions
Experiment: Request thatanother person than the Manageris the contact person

Version: PAd
Stenus A8

httD://IeanagiIeDroiects.bE)gspot.se
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Coached 60+ Teams

"Suppliers Teams”
Development Teams working with
AM & Projects

0000000000 0
0000000 %00 g

httD://IeanagiIeDroiects.bE)gspotse


http://leanagileprojects.blogspot.se/
http://leanagileprojects.blogspot.se/

A Strategy to Trigger a Culture Change

% of Culture /
Change 100

100 >

% of "Kanbanized” Teams
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Scaling Coaching

/ / coaches
coaches coaches

>»
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B Lean Coach FIow
Master Coach
Manager

http://leanagileproiects.blogspot.se
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The Goal: Get Rid of the Coaches!

Managers %

i~
\

A Scafolding to be removed when
Managers have become coaches
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What’s Next?

~ocus over End-2-End flows

Peer-2-peer coaching: enabling curiosity

Dis-continuous improvements: How!?
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SUMMARY
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2 Qualities that Matter in the Long Run

)

Resilient
I
. ' T , (ompensate lack of
Sustainable f”. =~ 5 Leadership
" Stickinels
— Clarity
Aligned with Purpose k ;-" [

Fact-based management

Improvement Opportunities
(Smart Moves)
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Kanban is the Fastest (highest Rol) way
to increase your team’s Capability
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Easy to “Sell” Kanban using
1 day Workshop and Boosts

Boosts
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The Kick-Start Workshop (1 day)
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Understand
the Team

http://leanagileproiects.blogspot.se
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Depth of Kanban to Identify the most
meaningfull (highest Rol) next improvement

* Improve continuouslyina Effects (12) * See & Understand
sustainable way (WIP, Blocks, Queues)

Improve (10) Visualize (13)

* Improve Predictability
* Reduced Task Switching
* Reduced Lead times

* Reduced Overburding
(quality, sustainability)

Limit WIP (4)

* Generate actionable
feedback (information)
from stakeholders to
improve

Feedback
Loops

(7)

Necessary f
sustainab
improvem

IMPIOVINESUStanan!y;

* Increase Liquidity

* Measure Flow / capability
(WIP, throughput, Queues,
lead time)

* Defer Commitment

Explicit Policies (12) Manage Flow (11)

Excellence:

* Set Standards to improve upon

http://leanagileproiects.blogspot.se
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The Deeper you Go with Kanban, the more it
forces you to improve continuously

Vision

The Kanban Method
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You Need Curious Managers for “Real”
Improvements

A Dis-Continuous
% Improvement?
o -
S % M= Ceiling
¢ 5
4 £
Manager un-engaged
:
N I
|
|
| Manager not present
I
|
1’ o 2] : " 1’ T|me
Obvious : Real
improvements ! improvements
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We Scale with a Temporary Coach Chain
until the Managers take over

Managers %

//'\f""“ R A

o o /j_ - - %

7@ X —/F\"\/),m’"“\_ Lo
//\ /\ '\"“\ e

o
LY

A Scafolding to be removed when
Managers have become coaches
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Thanks for your Time!

Christophe Achouiantz
@ChrisAch
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Get the slides here:
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