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Lean Software Development?
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The foundational pillars of Lean ¢
debated by different authors,
however, most would agree on t
T2ttt 2gAy AX
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Pillars of Lean
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A Value 5 o
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A Value Stream 23
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A Flow =
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A Pull ©o

A Continuous Improvement
A Respect for People

A Holistic Procesapproach
(aka. System§hinking)




Western Lean Thinking has focused
waste elimination in comparison wit
WI LI ySasS ac¢cz2eée2i
broader definition ofmuda muri and
mura, and a cultural aspedttaizen
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Western Lean literature and consulti
tended to focus on waste eliminatio
This was both easy to do and usefu
manufacturing but has proven
problematic in knowledge work aree
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The concept ofLean Software
Developmenthas been

around since 1993

and yet by 2008 you didn't mee
anyone doing It
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Agile Management in 2003 =

DERSON
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Introduced some Lean
iIdeas including the
synthesis of Flow,
Visualization using
Cumulative Flow
Diagrams &
Bottleneck Management




L @den talking about
managing flovr 6 years,

but despite support for cumulative
flow diagrams in many Agile tools

(almost)[10 ONEwas doing it!
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| concluded that after 15+ years we
must assume thatsrowing Lean
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Adoption in the IT Industry 's
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Agile Methods are not creating Lea
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Extreme Programminig
evidently a venl_€almethod
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XP has verutﬂe waste




TPS divides waste Into 3 types

AMudac nonvalue added tasks
AMuri ¢ unevennessor variability)in flow
AMurac overburdening
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XPaVOidS\/Iurathrough use of
tests and tight definition of "Done”




xPpaVOoIldSvur

with skilled craftsmanship that can
"flow" a story without handoffs
and a strict WIP limit policy of
1 story per pair
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XP haslttle mudaas planning,

coordination and delivery are
lightwelight and partly automated




Some XP practitioners such as

Joshu&erievskyArlo
Belshee Jim shoreave sought

to reduce waste in XP with technigues such as

Naked Planning, Agi&orkcell

elimination of planning, estimation and tirdesoxed

iterations, andLIMited
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TheMoOtivationfor these

changes, that involved introductiongg

of "kanban" style techniques, was
(further)

elimination of waste
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However, Extreme Programming
hasn't been for everyone!




Somepeople & organizationkave

resisted

adoption of Agile methods!
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If not every organization iEeady
to adoptan Agile methodnow

can we encourage them to become

moreL€anN?
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So What iIs the Kanban Method?



Kanban is thenabler ofa Kaizen
Culture &emergence of dean
organization
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So how do we go about

Introducing Learmto

organizations that havkalledto

adopt an Agile method such as TC
or failed to truly achieve a
continuously improving culture?
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Thecounterintuitive answer
IStO use a

pull systennat limits

work-in-progress as a catalyst for
iIntroduction of other Lean concepts
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Kanban Systems pui

systems that limit workn-progress
and have been part of the Lean

toolkit for 50+ years
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My motivationfor adopting

kanban systems wdas
preventmura, controlmuri

and encouragan €Vvolutionary
approacho change
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In developing the

Kanban Metho change

management approacthat uses
kanban systems to provoke change
we areenabling the

emergencef Lean software

development in organizations
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How does the

Kanban Methoavork?




Kanban is based on@inciples

1. Start with what you do now

2. Agree to pursue incremental,
evolutionary change

3. Initially, respecturrent processes,
roles, responsibilities & job titles
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adopt theD COre practice

that are observed
to be present in successful
Kanban implementations




5 core practices for successful Kanljts
adoption

Shallow
Visualize Workflow

Limit Workin-Progress
Manage Flow
Make Process Policies Expli

Improve Collaboratively
(using models & scientific
method) Deep
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or deep!
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Shallow implementations
tend to produce fewer,

less dramatic results
Deep
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all 5 core practices are adopted the
form the seed conditiongor Kanban

as aCOmMplex adaptive
Syste [Tthat enablesa Leangr)

way of workingo emerge
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LET'S DO
SOMETHING
ABOUT IT/

I'M
IOLE.

I'M TOO

I'M
STUCK. I BLSY.
| [ANALYSIS




Visualize Workflow




Limit Work-in-Progress
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Observe Flow (empty test column)
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Observe Flow with a CFD
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Features

Time

B Inventory B Started O Designed O Coded B Complete
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Observe Flow with a lead time

control chart
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Observe Flow with a spectral analyé'

histogram of lead time

Lead Time Distribution

SLA obl days
with 98% onrtime
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Development is a Bottleneck

ANALYSIS
o=

: e ‘4 'd
i ol

__Thls IS ah example of using a
ymodel to identify an
~ |mprovement opportumty
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Analysis Is overloaded

=
=
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A AIJ ,
JAnalysis suffers from non-instant
jf' availability of subject matter

| experts [ business owners |
(7 s g &\
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Couple observation of non-
Instant availability of expertise
with visual & guantitative
evidence of muri In flow to
encourage better avallablllty
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srucz gusy. A IOLE. A SOMETHING:
ABOUT IT/
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Conversatlon & Lea ership




Leadership is the magic
iIngredient

sprinkle liberally over the 5 seed
properties




I'M TOO I'M LET'S 0O )

s-rucz gUSY. IOLE. somemme:
el
VAT (=
The WIP I|m|t provokes the

COHVGTS&HIOH




Without a WIP Iimit the Idle &
Stuck comments may never
emerge

b etgs




The team has a choice to break
the WIP limit and ignore the
Issues, or face up to the issues

and address them using the
models




The WIP limit simply provokes the
conversation

Leadership encourages discussion about
Improvement. Use of Models and other
evidence leads to an improvement
suggestion and implementation
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Kanban & Emergence



Emergent behaviog

seen In nature when systems adapt
unfolding events and changing
circumstances In their surrounding
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Often very complex behavior is derivel
out of system with simple rules. Wheng
these rules can change over time, the

systems are referred to £Om ple
Adaptive Systems
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Kanban has been observed to
stimulate

emergentbehaviorsn

many organizations
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TheSIMpIe ruleSf kanban

such as WIP limits, Cadence, Pu
Criteria & Classes of Servia| €

ad aptable)ver time. Hence,

Kanban creates a Complex Adapti
System within an organization
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This explains why Kanban provides

goodmMechanism for
dealing withCOmpleXityin

knowledge work processes
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There Is a growing list @mergent
behaviors observed In practice

1. Process uniquely tailored to each project/valu
stream

Decoupled Cadences (akarationless
Development)

Work Scheduled by (opportunity) Cost of Delg
Value Optimized with Classes of Service
Risk Managed With Capacity Allocation
Tolerance for Process Experimentation
Quantitative Management

Viral Spread (of Kanban)

Small teams merged for more liquid labor
pools

N
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Typically

No Enterprise Process Definition
b2 baAaKNAY]l 02 TFA
b2NJ Ada UKSNB bai
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The existing proce@VOlveSo)ver time and
emerges as a new leaner process, based on

Simple rulesind operational

performance




lterationlessFlow Is a

common motivationor

adopting the use of a kanban system
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However, it id10T COleto the Kanban
Method for change management

e.g. youcanadd a kanban system t&crumand
provoke evolutionary change without
abandoning Sprints




A WIP limit on the Input queue
focuses attentiorn what

to start next
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Provokes focus on value
(market payoff function, aka cost o
delay function)




Sketching anarket payoff functionto visualize
cost of delay is easier than asking for an

absolute value
A
: |
é Cost of Delay A
: \
@)
nd
] ] o
Jan \ Feb Mar Apr 'Ime

Desired Release Date

Costof delay for an online Easter holiday marketing
promotion for a hotel chainis visualized as the differencein
integral under two curves
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Example classes of service

E Xpe A te

) by, Budlel” A EXped ite

A Fixed Delivery Date

I Significantdelay incurred on or fro
a specific date in near future

A Standard Class

I (Near) linear cost of delay beginning
Immediately

A Intangible Class

I No tangible cost of delay within
reasonable lead time to delivery
window
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Allocate capacity across classes of service mapp
against customer demand

Input
Queue

| I |

Allocation

10 =50%

6 =30%

Analysis
In Prog Done
l
|
I
[

Dev
Ready

Development
InProg Done

2

Build
Ready

2= 20 total
|
Release | ...
Test | Ready

o
-
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QuantitativeManagement where m=
data is used to drive improvement &
- . h o

(change) decisions 2 5
Majority of CRs range 30 -> 55 § 5

Ignore outliers and makes
changes to shortefead times on
typical (common cause) work



Some early examplex viral spread

1. Corbis

Process team, Dictionary team, Bl team, upstrea
BAS

2. |IPC Media
5 teams

3. BBC

BBC Worldwide 1 to 7 teams, BBC PBS now at le
11 teams

4. Vanguard
Spread across 4000 person organization

5. ASR
From 1 team to 18 teams
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Merged teams sharmembersacross
swim lanes
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Conclusions
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Limiting workin-progress can

catalyzeéncremental change




The team musfeSpeCtthe WIP
limit and value the

conversations provokes

about problems
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Leadershi[& the secret sauce

Encourage it from any team membe
regardless of position, experience
authority
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Arm the team with transparency of

PIroCeSSvisualization of

workflow and explicitly stated
policies.) Use models for
understanding problems and

Improvementsil occur.
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These improvements will provide
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better economic and sociologice
outcomes



What emerges is an organizatio

that lIVESall the PIllArS o
Lean

uosispuy [ pireq ||| @

o
>
rn
V)
O
0,
Q)
ﬁ
)
n
=
N







kanbaninaction.com/
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http://www.channelkanban.com/
http://www.channelkanban.com/

Limited
) Lean-Kanban
i} WIP LIGI University
Society,

http://www.limitedwipsociety.org

http://leankanbanuniversity.com

LinkedIn Groups: Software Kanban
Yahoo! Groups: kanbandev
Yahoo! Groups: kanbanops






