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INITIAL SITUATION

*CompPany wants§ to Improve time to market of projects

- be proactive on the market and not reactive
- exploit opportunities In the market
- be prepared for continvous change
rloT, digitization, new business models, blockchain...

o solution: GO AGILE
- AGILE transition with ~600 PQOPLQ Involved
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OVERVIEW OF THE AGILE TRANSITION

+ all development teams have to be cross Functional

o teams have to be organized by product
+ teams can choose their Favorite agile method

* MinlMum VQ%U)VQMQV\"" Cor ag)te Teams o=
-V)fu'AUZ'AﬁOh of work (board) Y
~daily stand-vp meetinys | AWUOME!! /
-retrospectives S
-measvrements: Lead ﬁme, '”“VOucjl"Pu'f
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How WAS THE TRANSFORMATION DONE?

1.5 year transformation project was set vp

eall 600 employees received basic AGILE traiming
e reorqanization was carvied ovt (x-Functional prodvct teams)

o AGILE was implemented team by team
- §crum Master training and Product Dwner training
- Kanban system design workshops

e Initial phase: supported by 16 external coaches
- training and Facilitation

11 internal Agile coaches were established
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SITUATION AFTER ~17 MONTH

~80% teams are “fully transformed’ - meet re%u}remenff

e teams are working with boards

e feams are dolng Stand-ups and retrospectives

e teams are capturing metrics

e Communication and Collaboration within teams improved

Lirst concluSion: Transformation IS on track

what about quantifiable improvements?
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velocity

§crum Sprint Velocity

trend, team level

expected

time
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lead time

Kanban Lead T)MQ

trend, team level

_actval

* e expected

work Items
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a typical (simplified) team board

DEVELOP | DONE

BACKLOG NEXT
= = =l =
= =
EXTERNAL
WAITING
=
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team \

team 1

| BACKLOG

DEVELOP

EXTERNAL
WAITING

DEVELOP

TRTERNAL
WAITING

=
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EXTERNAL
WAITING

why are there still fo many dependencies? | e

\ BACKLOG | nExt | oFuLop | oonE ¥ / \ \\ BAcKL06| NEXT | DEVELOP | DONE
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‘ WAITING

—?> pProducts are not completely independent | =
—> we are talking about 60O people
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customer wish: write a love letter
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customer wish: write a love letter
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The performance of 2 ¢ystem 15 wof

the Sum of its parts.
F'S the product of its imteractions.

— Russell Ackoff
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Agility of an or9anization if not

lnaving MAny 33)[9 Teamy.

Organizational a9ility is about having

agile interactions between tegmy.
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o Managemenf of

interactions between teams

] www.LEANSHUT\/.COM || .
e @klavsleopold



another typical team board

DEVELOP | DONE

BACKLDG NEXT
= =
EXTERNAL
WAITING
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BACKLOG

DEVELOP

WAITING 4

INTEGRATION

DONE

EXTERNAL
WAITING

=

that wasn't modeled on the team board
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WAITING 4 | WAITING 4 DONE

BACKLDG NEXT DEVELOP [ INTEGRATION| ACCEPTANCE
EXTERNAL
WAITING

that wasn't modeled on

the team board
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WAITING 4 | WAITING 4 |WAITING 4 DONE
BACKLDG NEXT DEVELOP |INTEGRATION| ACCEPTANCE| RELEASE
— = %‘:— = l:_: =
= =
EXTERNAL
WAITING
E

| that wasn T modeled on the team board
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BACKLOG NEXT

DEVELOP

MOhﬂ'\[.\/

\

WAITING 4
INTEGRATION

WAITING 4
ACCEPTANCE

Yarter(y

/N

RELEASE

WAITING 4

DONE

e @klavsleopold

EXTERNAL

WAITING

=

that wasnlt rmodeled 0h. the team Qoarol
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PRODUCT

DEVELOPMENT WAITING 4 | WAITING 4 |WAITING 4
BACKLOG| ANALYZE | BACKLDG NEXT | DEVELOP |INTEGRATION | ACCEPTANCE| RELEASE DO/
WAITING WAITING
E" =

e @klavsleopold
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WAITING 4

POOL OF | IDEA | ROUGH | STEERING | DETAIL [WAITING 4| PRODUCT DEVELOPMENT
NEw [DEAS | TRIAGE | CONCEPT | cOMMITTEE | CONCEPT| APPROVAL | BACKLOG| ANALYZE | BACKLDG NEX]
= ;
WAITING WAITING WAITING
= = E
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we are fo fucking AGILE, vay!!

varterly : ,
Movx‘ﬂ"‘-\/ v fwice a vear MOV\T"\L\/ 1 angyly
| | WAITING 4 1 ‘ \ ‘ ‘ l ‘ ‘
PooOL OF IDEA ROUGH | STEERING | DETAIL | WAITING 4 | PRODUCT DEVELOPMENT WAITING 4 WAITING 4 |WAITING 4

7NEw IDEAS | TRIAGE | CONCEPT | COMMITTEE | CONCEPT| APPROVAL | BACKLOG | ANALYZE | BACKLDG NEXT INTEGRATION [ACCEPTANCE RELEASEV DONE

DEVELOP

WAITING WAITING WAITING WAITING

maybe not the best end-to-end performance?.
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we are fo Fucking AGILE, vayl!

maybe this is Agile soffware development
but this l’:"“ NOTHW‘G ‘TO d‘o‘ wit this company is as lame
business acj'l'”'\/” on the market as before.

WAITING 4
NEX; DEVELOP EGRATION |

WAITING

22|
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no th“l“ehd MQHB‘jQMQh’f OF

the valve creation chain
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Work | PVoijeff Limits - AWESOME!

and another typical team board ‘
A//‘///v/

(§) (4)

(1)
BACKLOG | NEXT | REALIZE | REviEw | bONE
= = | XTERNAL WAITING
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Little's Law

@ cycle time =

® throughput

WIP Limit =1

Work ln Progress Limits are AWESOME!

= reduce switching overhead T reduce delivery ik
= reduce cycle time & time to market = InCrease Predictability
~ reduce coft of delay ~ InCrease syitom Stability
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60 Y .
50 o
° °
40 ‘. ‘
e o o T
° o -.
U e e %% e g6
A A BT S o3 ';. ~~~~~~~~
1g § 705,

07/01/2014 10/01/2014 01/01/2015 04/01/2015

e @klavsleopold

www.LEANQHUT\/.COM . .



Youv need to Limit
work ;TQMf where

vov want To achleve
the thQQTf‘.
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Sometimes stories

were limited

CAOV\’T be quPV‘Ifed when you
don'T See any ImMprovement
m TTM I( Y ov CAOn"f LIMIT
TTM elements
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tasks weve belng

Limited on The board
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o agile strateqic

portfolio management ¢
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THE ROAD TO NOWHERE

* Company wants to Improve time to market of projects
- proactive, exploit opportunities, be aware, etc.

¢ Solution: GO AGILE!
- agile transition with ~600 pecple involved

e agqile teams vSing agile methods
- Scrum Master, Kanban systems, etc.

d)fCuff}Ohf about...
o roles, standup meetings, retrospectives, sprints, etc.
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current State

be the change that
vou wish to See

Gandhi [

E @k[auﬂ.eof’o[d

desired state
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idealorder valve

N . e

N, ’ Ve

how do Y ov

make monevy?

operational structure
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waterfall-like change process

Eor an chll.e transition
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no managemenf 0{

no end-1-end Management of
interactions between teams

the valve creation chain

"o ”Vafecjic wa’revfau%ikg d«ange‘ Rrocegg
POV'fl[OUo Mahacjemg“f' for an AfleQ transiTion
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no managemenf OF y
interactions between teams

no end-1-end management of
the valve creation chain

no Strateqic waterfall-like change process ¢\
POVT‘[OUO foV an A‘jILQ 'fV'anflTIOn
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BACKLOG ] NEXT | DEVELOP | DONE BACKLOG | NEXT | DEVELOP | DONE
4 =] =] = = = =] = =]
El = T = =
= EXTERNAL ” = EXTERNAL
WAITING WAITING
E T =
BACKLOG | NEXT | DEVELOP | DONE BACKLOG | NEXT | DEVELOP | DONE
= = = = ‘ =] = = E
= = = I = Ej
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WAITING k«. WAITING
= ‘ =
BACKLOG | NEXT | DEVELOP | DONE L BACKLOG | NEXT | DEVELOP | bONE
g3 |a |2 |, S E 8 8] g
';‘ EXTERNAL ‘ - EXTERNAL
- WAITING WAITING
= | =
BACKLOG | NEXT | DEVELOP | DONE BACKLOG | NEXT | DEVELOP | DONE A
= = = = = = = =
= = = =
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PVOJUCT 1

BACKLDG] NEXT | DEVELOP | DONE
S = =
= =

= EXTERNAL
wAITING
=

SACKLOG| NEXT DEVELOP | DONE
5|5 |8 |2
=l E

=l EXTERNAL
WAITING
=

BACKLOG] NEXT DEVELOP | DONE
= = =) =
= S|

EXTERNAL
WAITING
=
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we built Product boards to

PVOdqu 1

“ BACKLOG | NEXT | DEVELOP | DONE
rManage lhTVa-PVooluc-,- wi 5 g@ =2 |3
d . ‘ ‘ = [exrernAL <
ePe“dQHClef wAgNe
\ N
BACKLOG NEXT DEVELOP | DONE
L—S_’ ‘i’ ‘gj EJ
= =] <\
EXTERNAL
ITING ‘

optimize valve delivery (=products)!

do not optimize organizational structures (=teams)!

BACKLOG | NEXT | DEVELOP | DONE BACKLOG | NEXT | DEVELOP | DONE
5|85 |8 |2 2|8 |8 |&
‘;_\ = EJ \g

= EXTERNAL = EXTERNAL
WAITING wAITING
= =

WAITING

|

E !

\/ PVoduCT 3
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an exemplary product board

ST = BACKLOG | NEXT | wORK TEAM A | wORK TEAM C |DONE
| C | S ; | | “
El = | = . =

| B a =
BACKLOG | NEXT | DEVELOP | DONE o — \g E
= | = =l H
= = EXTERNAL (% \':_ WORK TEAM B
wAgne _& —
BACKLOG | NEXT | DEVELOP | DONE 7 =
=] = =l = O
ol Il | EXTERNAL WAITING
WA\gNG g E
Teams organized their work together fome teams even Stopped
In Front of Product boards vSing Their team boards
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Feedback Loops

product §tandup

Product replenishment

| @klaus leopold

Product retrospectives

rmeasvrements
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PVOduCT 1 PVOduC'f 1

|| BACKLOG | NEXT | DEVELOP | 0ONE Ohb/}hTeV'PVoduCT “BMMG|NW DEVELOP | DONE
| =2 | = = 2 . ; I =2 | = = 2
= = dependencies remain | - L
- = |exreRnAL | EXTERNAL
WAITING —- WAITING
= | =
BACKLOG | NEXT | DEVELOP | DONE BACKLOG | NEXT | DEVELOP | DONE
= = =l =l o = = =l =
= =l EXTERNAL / = =l EXTERNAL
wAgNG L how To Mahac_‘je WA%NG
Inter-product dependencies?
BACKLOG | NEXT | DEVELOP | DONE BACKLOG | NEXT | DEVELOP | bONE
=] = = = = H = =
@ @ . * EJ EJ
EXTERNAL . EXTERNAL
el we established operative portfolio e

management To manage‘)n‘rev-
product dependencies

e " 9
= = = = i
‘ = EXTERNAL = EXTERNAL| ¥
WAITING WAITING
= =

PVOdqu 3
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NEXT

ANALYZE

DEVELOP

| DONE

we eftablished operative
Portfolio management to Manage

il

(1) (2)

i ;hTQV“PVoduCT dependenc?e;

1)

1) (1)

Improvements

coMmmMon V;Qw on all PVoduCTf

* dependencies between

il

m

il
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PRODUCT 3| PRODUCT 2| PRODUCT 1

1)

=

(1)

=
=

" EIXTERNAL WAITING

E" Q=

Products are handled as
INTERNAL dependencies

X external dependencies are

only OUTSIDE of Product
development

X WIP Limits on epics
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Feedback Loops

PoV‘f(oUo Standup

PoVTFoUo Vefrofpecﬁvef

portfolio replenishment

measvrements



no managemenf OF y
interactions between teams

no end-1-end management of
the valve creation chain

no Strateqic waterfall-like change process ¢\
POVT‘[OUO foV an A‘jILQ 'fV'anflTIOn
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no managemenf OF {
interactions between teams

no end-1-end management of
the valve creation chain

no Strateqic waterfall-like change process ¢\
Portfolio management ) ¢ for an Agile transition
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we scaled the operative product
biweekly Portfolio to the vpstream ¢

4

ROUGH WAITING 4 DEV
BACKLOG | CONCEPT | APPROVAL| REMoY | ANALYZE | DEVELOP| UA | SHIP | DONE

we simplified the vpstrearg’

—

—
~— — S—
—

= l«-:-‘ \=

I

i1

gl
il
s

i
Il
‘
I
\

T
2 | PRODUCT 2 { PRODUCT 1

il
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Feedback loops

ffandup + buSiness rmeafvrements + bufiness

retrospectives + business
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no managemenf OF {
interactions between teams

no end-1-end management of
the valve creation chain

no Strateqic waterfall-like change process ¢\
Portfolio management ) ¢ for an Agile transition
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no manacjemenf Ol[ 1
interactions between teams

no end-1-end management of
the valve creation chain

no Strateqic waTeVFaLL—ng change process U\
FOVTFOUQ for an A"jll.Q transiTion
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The Strateqic Portfolio

T

information radiator ideation & prioritization development & measurement

T R——

MEASURE ADAPT | IMPACT

POOL OF NEXT TOP §
COMPANY BIZ IN

EVALUATED EVALUATED SUCCESS & & (NOT)
STRATEGY | METRICS | eag DEAS PEVELOPMENT | ““rieak | TWEAK | AcHIEVED

= NE= = — -

g = s = =

= B _ = = =

> = =

o~ IDEAS Ilg REALIZATION REVIEW |  DONE

= .

= [ — = =

= BlE =

=
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Feedback Loops

Standup retrospective

ftrateqy review Mmeafvirements



no manacjemenf Ol[ 1
interactions between teams

no end-1-end management of
the valve creation chain

no Strateqic waTeVFaLL—ng change process U\
FOVTFOUQ for an A"jll.Q transiTion
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no managemenf OF {
interactions between teams

no end-1-end Management of
the valve creation chain

no Strategic waTeVFaLbng change process
Portfolio Management 3 for an Agile transition
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be the change that
Y ov wisth to see

Gandh)
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no managemenf 0{

no end-1-end Management of
interactions between teams

the valve creation chain

"o ”Vafecjic wa’revfau%ikg d«ange‘ Rrocegg
POV'fl[OUo Mahacjemg“f' for an AfleQ transiTion
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business aqility is
no Team fPOV'f‘.
it's corporate
Sport!!
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FLIGHT LEVE‘;S' Level 1: operational

team 1
analyze | develop | test | DONE
5 | = .
= = = =
team 1 7 team N |
prepare | develop | review ‘ DONE sprint bL| realize | review | DONE
S - S
< =l =] = 5| & =) 2
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FLIGHT LEVELS

\ l concept realize deliver | DONE

- = = = = = =
i concept [ realize deliver DONE - = =l =! 7
oncort | redine Selver 1 ONE Level 1: end-1-end coordination
1 = = ‘ =5 = =|
M Lo v Level 1: operational
team 1 - team1l team N ‘
| analyze | develop | test | DONE | prepare | develop | review ‘ DONE sprint bL| realize | review | DONE
= _ =] _ S
=| = =l =l = _ | B =l =l Sl . =l = =l = =l
- = = =] - =| = = 5 = = =
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FLIGHT LEVELS

concept realize deliver | DONE”
Aow 1 | = = ) E = =
flow 1 | Z] =
Flow N | = =

team 1 team 1 A L
| analyze DONE B prepare | develop | review ' DONE
=] = _
=l = = = =l B =
= = — = =| =
=] =

Level 1: end-1-end coordination
(operative portfolic management)

Level 1: operational

V
team N ~l |
sprint bL| realize | review | DONE
_ | = = gz | =
=l - —
- = =| =
I’EJ

@klavsleopold
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Level 3: strateqic portfolio

FL!GHT LEV ELS experiment | consolidate l realize ’ Learn%
_| = = N =
concept realize deliver | Level 1: end-1-end COOVJQHQT}OH
= \ ( ] | )
Qo1 | = = 5 E 5 operative portfolio management
flow 1 | =] = 5| =l
Cw N | = = 1 g E
I toam 1 SR = | RV vel 1: operational
| analyze DONE prepare | develop | review ' DONE sprint bL| realize | review | DONE
= = ~ = —
- =l _ | B s | 28 | = e | B 5 | 2 | =
= SRS = = =2 B al s E
= = = = = = - = = =
E] = =]
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|

|

FL!GHT LEV ELS experiment | confolidate ! realize ’ learn
emml—— = — . = 7
mm— B = - =| =) = =l
= = 5| | =
concept realize deliver |
flow 1 = = =] = =
Aow 1 | = = = =
flow N | = =| ] 5 =
team 1 team 1 A L
| analyze | develop | test | DONE | prepare | realize | review ’ DONE
S s |
= =) = = = _ =l = = =
: = = = - = = =
=] =
@klavsleopold

Level 3: strateqic portfolio
PRIORITIZE

OV‘jah;ZQﬁOn N

oVCJanizaﬁon 1

Level 2: end-1-end coordination

(operative portfolic management)
COORDINATE

ARV

o Level 1: operational
= e \ DELIVER
sprint bL| realize | review | DONE
= ‘—_:—_\ = = =
= =l jj - %\J
= - -
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approach #1
? For Cohfvw;hfj Companief...
l"OW TO KT'AVT (VO/V‘ fCVﬁTCL‘ : = that want to maximize income

- that don't care about results
\_

—> train the entive onjan}zQT)On In agite methods

—2 §Tart on the team level and fub-optimize
—> keep the number of Initiatives/projects in your organization high
—> follow an agite rmethod by the book

X that's 2 SAfe way to burn loads of money and have Little result *

www.LEANQbiUT\/.CoM. |
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approach #1
how to start From scratch? |foreconorically rinded corpanies
ow

- that dovs"f want to waste Money

- that want to achieve business agility
T ——ee——]

}n 'H'\Q bQCj)hh"hcj Y ov Ohl.y hQQd one ag)te Team: TOP MANAGEMENT

—7 start with strateqic portfolio management

—7> align all work to the strateqy

kill (agile) methods~

—> Limit work In the entire organization
4. and frameworks

—> understand vour System and work vyour
way down the flight Levels
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be the best at %
Cjeﬁincj better
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PRACTICAL
KANBAN
From Team Focus
to Creating Value

www.practicalkanban.com

KANBAN

in der Praxis INDERIT

VOM TEAMFOKUS
ZUR WERTSCHOPFUNG

www.kanbaninderpraxis.com bit.ly/kanbaninit-v3

CHANGE
LEADERSHIP

WILLY.

P

bit.ly/kcl-wiley

L EANabilty

LEANability GmbH | Régergasse 36/16 | A-1090 Wien
office @LEANability.com | +43 676 330 4803
www.LEANability.com | facebook.LEANability.com
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