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The company: A private bank in Germany
IT Organization (300 people) split into:
• Development and
• Operations
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• Defined processes
• Still some 

inconsistencies in 
delivery

• Some first ML 3 
patterns emerge

• Work pushed
• Political leverage
• Overload
• Local optima

As of today

Where they 
came from



Let‘s rewind to the start!
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2016: Start of „Innovation Program“

• Goal: Innovative capability, flexibility, increase performance and management abilities in 
the IT organization

• Company‘s strategic direction given by partners

• How: Make the whole IT “agile”

• First Step: Development Group. Cross-functional change team formed

• Created Vision: „We will revolutionize the finance world“

• Scaled Agile Framework (SAFe) was selected as agile framework
• Perceived as simple answer to how to scale and align an organization

• A set of processes, roles, artefacts from the SAFe framework to be implemented.

• In 2016, successful implementation of SAFe in the Development group (mostly Scrum on 
team level)



IT Operations 
in a private bank

Need for fast  response,
Potentia l ly high costs,
High share of irrefutable,  
unplanned demand.



IT Operations – the Challenges

• Grown development department a more demanding customer
• Increasing pressure to keep up
• Announcement: „Operations becomes agile“
• Start of the transition at the end of 2016, modeled after the SAFe

implementation in the development department
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„The coaches‘ mission from Feb 17

Shift Operations 
Teams to Kanban
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Start in 2 programs (Infrastructure 
Frontend and Client Services) with 6 
teams in total

The assignment:
Introduce Kanban in these 6 teams



The Plan at the beginning of 2017

• Work based on newly established SAFe organizational structure

• Make teams „agile“ by doing Kanban

• Done!

...and SAFe consultants gone ;)





Half-day Workshops „Understanding Kanban“
(End of February)



STATIK
Systems Thinking Approach to Introducing Kanban



STATIK
Systems Thinking Approach to Introducing Kanban

Per Service:
1. Sources of dissatisfaction
2. Demand vs.
3. Capabilities
4. Workflow
5. Classes of Service
6. Kanban System Design



Team
roles!

Agile Master
Product Owner
Solution Architect





My expectation

You are here



The Actual Situation

You are here

Goal:
„We are agile“.

Change
introduced

Resistance

Chaos

Idea is being
transformed

Integration

Status Quo

Quelle:
Virginia Satir Veränderungkurve



Our Pathway

Feb
2017

Dec
2017



Coaches‘ Response

• Reduced speed
• System design workshops split up in smaller parts
• Involvement with top management to manage expectations and 

communications
• Taking a step back: What is „Agility“, and what does it mean for the 

teams and IT Operations:
• Self Organization, teams taking over more responsibility
• Innovative capabilities

• Team workshops to understand and fill the roles



Immersion Workshops





Boards,
Boards

As a coach, 
don‘t build the 
board yourself,  
and don‘t make 

it too shiny! 



One Size does NOT fit all



Job
done?

✓ Kanban-Systems for Teams

Roles filled✓







Regulatory
stuff

Network 
improveme

nts

Office 
Upgrade

New Workplace

Improve processes

Business 
Continuity

Po r t fo l i o  M a n a g e m e n t



T h e  S t a r t



S t e p 2 :  7 7  l i n e s E xc e l



SAFe-Hierarchie

Flow

Preparation
June 27



Board Iteration #1

July 10



July 10



Color coding for
programmes

Features get
started

July 25



Aug 1



Sep 6



Postponed
Projects



Board filled.

Weekly Kanban Meeting 
established.

Oct 16



System alive and kickin‘

Work moving slowly.

Nov 1



It‘s all about communication

Created visibility and alignment 
between programs

Joint selection / priority decisions



Job
done?

✓ Kanban-Systems for Teams

Portfolio Board implemented✓
Roles filled✓



Status at the End of 2017

• Healthy mix of Pull systems and Proto-Kanban systems in the teams
• Kanban systems largely self-sustaining (1/2 Coach for all teams)
• Proto-Kanban-ish Portfolio Board (more than a status board but no 

Pull yet)
• Stronger Service-Orientation (eg cross-team boards)



Observed Effects

• Transparency, transparency, transparency
• More empathy across teams and between teams and management
• Trust is (being) rebuilt
• A richer language to express frustrations and issues
• Insights about actual capabilities of the organization



Allocation of Capacities

Day-to-day business
(Service „IT Support“)

General requests, support
for initiatives / features
(from Portfolio Board)

Innovation

25% 

75% 

Backend

?? % 

Day-to-day business
(Service „IT Support“)

Initiatives / Features

Innovation

80% 

20% 

Frontend

?? % 

Handled 
in Jira

Paper

Paper



….and Towels on Deckchairs!

• Observed effect of never-ending 
epics
• Once they had “their” lane, they 

grew more and more features!
• Insight: Board design not tuned to 

manage bottleneck (delivery 
capacity in the teams) -> no Pull 
from teams



Lanes per 
Team

No more deck chairs!
Epic level gone

Features get
duplicated if
impacting
several teams

Easier to
see
workload of
teamsDez ‘17



Further Learnings in the Organization

• Initial Systems were based 1:1 on team structure
• Teams with technological focus, but Services often spanning multiple 

teams.
• This complicates Service Delivery through dependencies that need to 

be managed
• Informs ideas for evolving organization
• „Laggard“ Program adjusted approach: Initial design based on 

services delivered, having people self-organize around it



„Evaluation at the end of 2017

We know our journey has just 
begun.



Implement 
more 

feedback loops

Use
metrics

Get to Pull
on Portfolio level



Reflections



„
This is my personal view on SAFe and
Kanban.
Please don‘t sue me.



SAFe and Kanban

SYMBIOSIS?



Kanban scales.
Without SAFe.



Kanban helps to implement the
different SAFe hierarchies.



Peaceful coexistence



Approach
to Change

Start 
where you

are! 
+

Evolution

KanbanSAFe

Change
towards
defined
configu-
ration



Reflections as a Coach



B e  l i ke  
w a t e rNew team structures 

and leads

Enforced new 
roles in teams

“Kanban 
is not 

for us”

SAFe
hierarchy  

overinflated



Learnt

• Ask (even) more questions!

• Mapping Kanban Systems 1:1 to team level will cement team 

structure

• If you can, start thinking and visualizing on a Services level early on!

• Evolution in the middle of a revolution is a noble but exhausting 

mission.

• Building up solid Kanban knowledge in the organization early helps 

getting self-sustaining systems quickly.



Evolutionary change takes time

...but not necessarily more coaching



The Journey

Feb
2017

Dec
2017





Let‘s rewind to the start once more!
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Alternative Beginning

• It is the end of 2016 again!
• Instead of copying the SAFe blueprint from Development to Operations: 

„Let‘s kanbanize our IT Operations Services“!
• Do it team by team, starting with the ones showing the most interest and/ 

or dissatisfaction with the Status Quo
• Gradually adjust team structures and roles, based on the actual needs and 

insights gained
• Let service delivery improve and service orientation grow



„
And they'd happily pursue 
evolutionary change ever 
after J
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