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Introduction






I want to thank you for choosing this book, ‘Lean Startup’



The lean startup method is a tool that transforms a startup into a structured organization. The lean startup gives an entrepreneur a scientific approach to help him or her create and manage a startup to develop a product that the customer wants faster.



This method teaches every aspiring entrepreneur how he or she can begin a startup, what drives the startup, how to steer, how and when to turn when it is necessary to persevere and what must be done to accelerate the business. This method provides a set of principles that help the startup grow into a sustainable company.



There are many startups that start with the idea of developing a product that they believe their customers want. They spend days, weeks, months and years to perfect the product they have in mind without showing the product to the customer.



Since they do not show the product to their customers, there is a higher probability of failure than success. Besides
 starting a business may seem a little intimidating but it depends on the way you go about it.



There are a few aspects you need to consider if you want to build a lean startup. This book contains all the information you would need to begin a lean startup. Over the course of the book, you will learn what the principles of a lean startup are and how those principles help a startup become a sustainable organization.



The steps charted out in the book are based on the well-known Lean Startup method that was explained by Eric Ries. This book acts as a guide and takes you through the journey of a lean startup in a simple and easy manner.








 
 
Chapter One: The Lean Startup Methodology






Eric Ries said that startups could be a success if they follow a certain process. This means that the process can always be learned and those who have experience can also teach them. Every entrepreneur will always wonder whether a startup will fail.



If you wish to begin a lean startup, you must identify a small gap in the market using time and money effectively.



You will need to use different techniques to ensure that your product or service reaches the market in a faster way while also avoiding the production or manufacture of products that no consumer will want.



Most amateur entrepreneurs feel that they are taking a shot in the dark when they are identifying a product or service they can offer to their potential consumers.



But, it does not always have to be a trial and error proposition. If you adapt lean thinking, you will be able to develop ideas and refine them to meet market standards.



Let me show you some principles that will give a start-up a greater chance of making a profit and becoming a success within a limited budget.







 
 
Principles of Lean Start-Up





 
 
 
Controlled Use and Deployment of Resources




One of the most important principles of a lean startup is that the startup must use every one of its resources effectively and efficiently. Since most startups do not have enough investment they use the lean business model to encourage the effective deployment and continuous development of the resources that the company does have.



A lean startup must continuously evaluate how the initial investment can be used to meet their targets and their customer requirements. The startup must also ensure that it does not spend more than what is necessary to test, evaluate and refine its products.



If the costs are kept at a minimum, the startup can maximize its profits whenever there is a sale.



Every lean startup is dependent on organic growth since it does not have huge capital investment. When the profits made at the early stages are reinvested in the company, the startup can scale its operations up in a controlled manner without sacrificing quality. This is commonly called innovation accounting. This is covered in detail in the following chapter.




 
 
 
Entrepreneurs are everywhere




Eric Ries believes that every individual in the world is an entrepreneur. There are some successful entrepreneurs who have built their organization in their garage. You can find entrepreneurs in Hollywood, in the IRS and even in well-established organizations. These people are always looking for a way to develop products that increase value to the customer.




 
 
 
Entrepreneurship is management




It is important to remember that every startup is not defined by its products but is an institution. Therefore, there must be a management team in place to understand and develop the startup. This is covered in further detail in the later chapters of the book.




 
 
 
Validated Learning




A startup does not exist only to build products for the customers or to make money. It exists only when the management learns how to build a sustainable business. The learning can be validated through statistic measures by running experiments that test the startups' vision. This concept is covered in further detail in the next chapter.




 
 
 
Innovation Accounting




A startup must focus on the following to improve outcomes and also hold every entrepreneur accountable:



•
 
 How can progress be measured



•
 
 How can milestones be set



•
 
 How can work be prioritized



This requires a new type of accounting for startups, which is covered in the next chapter.




 
 
 
Build-Measure-Learn




Every startup looks for ways to convert its ideas into a product or service and measure how its customers receive that product or service. When they understand the response, they will understand whether they need to pivot or persevere. This process is covered in further detail in the next chapter.








 
 
Chapter Two: Lean Startup Models






The lean startup model was introduced in the year 2011, and its impact on the economy has been enormous. The book written by Eric Ries gained immense publicity, and many companies use the information in the book to develop their startups.



However, the ideas in the book are not new; these ideas have been forgotten by most entrepreneurs since success is always measured in numbers in the business world. The methods and ideas in the book are valuable to startups as well as well-established organizations.



In his book, Eric Ries has defined a startup as a human institution whose goal is to create a new service or product under uncertain conditions. This chapter covers some of the common methods used by lean startups to design products and services of great value for the customer.







 
 
Build-Measure-Learn




The way different companies pursue innovation in today’s market has been affected by the idea of using certain scientific or statistical methods to handle or calculate uncertainty.



This means that the company must define a hypothesis, build a product or service to test that hypothesis, use that product or service and learn what happens and finally adjust the attributes of the product or service to increase the value for customers.



The Build-Measure-Learn methodology can be applied to almost anything. You do not have to use this methodology to test new products alone. You can also test a management review process, customer service idea, new features to existing products or website offers and tests. You have to carry out a test and validate the initial hypothesis to ensure that you have enough data to assess the value of the product to the customer.



The aim of every company should be to move through this methodology quickly. You have to identify if the product or service developed is worth going through another cycle or if you should come up with a new idea. This means that you must define a specific idea that you want to test with minimum criteria that can be used for measurement.



When it comes to products, you have to test whether your customers want to purchase your product or if they need it. You have to learn what your customers want and not trust what they think or say they want.
 First of all you should need to ask yourself certain questions before trying an idea to see if it works.



What problems does your target market have? Once you can pinpoint the problem, then you can look for solutions. Most likely, you will not find any market without faults. There are plenty of problems that need to be resolved. Even the competition cannot resolve every issue out there.



You have to have a passion about it for one thing, and you want to give them something that will resolve an issue they may have. This issue can be from something they bought somewhere else, or it can be an issue they have had for a period of time and need a solution for it. There may not even be a problem, so it may just come down to differentiating your product from the rest.







 
 
Minimal Viable Product (MVP)




A traditional company will first have to define the specifications of every product it wants to produce or manufacture and then assess the significant cost and time that will be invested to produce that product. The lean startup methodology encourages every startup to build the required amount of product through one loop of the Build-Measure-Learn Loop.



If the company can identify such a product, it becomes the minimal viable product. This product is manufactured or developed using minimal effort and less development time.



Every startup does not necessarily have to write a code to automate processes to create an MVP. An MVP could be as simple as a slide deck or design mockups. You have to ensure that you run these products by your customers to get enough validation to pass this product through the next cycle.







 
 
Validated Learning




Every startup must test or validate a hypothesis with the right idea in mind – learn from what is observed. There are times when startups have focused on vanity metrics that made them believe that they were indeed making progress. This is not the right approach since you must always look at metrics that will give you some insight on the product and how it can be changed to increase its value to the customers.



For example, the number of accounts opened on Instagram is a vanity metric for that platform. The actual metric would be the number of hours spent scrolling through Instagram by each account holder. This will give the developers the true value of the product.



In the book Lean Startup, Eric Ries has provided an example of his own. A company called IMVU always showed a chart that painted a good picture to its management and investors. Many registrations were being made every single day.



However, this graph did not show if the customers or users value the service. The graph did not show the costs that went into marketing to acquire new users. This chart only looked at vanity metrics and was not designed to test a hypothesis.







 
 
Innovation Accounting




Through innovation accounting, a startup can prove that it is learning to grow and sustain as a business. A company can do this in the following ways.




 
 
 
Establish a baseline




The startup can run an MVP test and collect data that will enable it to set some benchmark points. You can use a smoke test where you can market the product or service you want to offer and assess your customers’ interests.



This includes a sign-up form to understand if the customers want to purchase the product or service. Using that information, you can set the baseline for the first iteration of the Build-Measure-Learn Cycle. It is alright to make mistakes or have low numbers since that will help you improve.




 
 
 
Tuning the Product




Once the baseline has been established, you should identify one change that must be made to the product and test that improvement. Do not make all the changes at once, as it can lead to chaos.



You can try to see how a change in the design of the form attracts more customers when compared to the earlier design. This step must be carried out slowly to ensure that every hypothesis is tested out carefully.




 
 
 
Persevere or Pivot




When you have made several iterations through the cycle, you have to move up from the initial baseline towards the goal that was set out in the business plan. If you are unable to reach that goal, you must learn why using the data collected at every step.



 
 
Pivot




A successful entrepreneur is one who has the foresight, the tools and the ability to identify which parts of the business plan are indeed working for the company. They also learn to adapt to changes in the market and their strategies according to the data collected during the iterations.



One of the hardest aspects of the lean startup method is to make the decision to pivot since every entrepreneur and founder is emotionally attached to the product they have created. They spend a lot of money and energy to get to where they are. If a team uses vanity metrics to test its products and hypothesis, it can go down the wrong path.



If the hypothesis selected is not defined clearly, then it is possible that the company may fail since the management does not know that the endeavor is not working. If you, as the management, decide to launch the product fully in the market and then assess the outcome, you will see what happens, and there is a higher probability that you may fail.



If you choose to pivot, it does not mean that you have failed. It means that you will change the hypothesis that you started out with. The following variations are often used when a startup chooses to pivot.



●
 
 Zoom-in Pivot: A single feature in the product that sets it apart from other products becomes the actual product.



●
 
 Zoom-out pivot: This is the opposite of the above definition where an entire product is used as a new feature in a larger product.



●
 
 Customer segment pivot: The product designed was correct. However, the customers that were selected were wrong for the product. The startup can change the customer segment and sell the same product.



●
 
 Customer need pivot: When the startup follows the principles of validated learning, it will identify the problem that needs to be solved for the customer who was initially selected.



●
 
 Platform pivot: most platforms start off as applications. When the platform becomes a success, it transforms into a platform ecosystem.



●
 
 Business Architecture Pivot: Based on Geoffrey Moore’s idea, the startup can choose to switch to low margin and high-volume products from high margin and low-value products.



●
 
 Value Capture Pivot: When you decide to measure the value differently, you will be able to change everything about the business right from the cost structure to the final product.



●
 
 The engine of Growth Pivot: According to Ries, most startups follow a paid, viral or sticky growth model. It would be more prudent for the company to switch from one model to the other to grow faster.



●
 
 Channel Pivot: In today’s world, advertising channels and complex sales have reduced since the Internet provides a huge platform for a company to advertise its products.



●
 
 Technology Pivot: Technological advancements are being made every day, and any new technology can help to reduce the cost and increase performance and efficiency.









 
Small Batches




There is a story where a father had asked his daughters to help him stuff newsletters into a document. The children suggested that they fold every newsletter, put a stamp on the envelope and write the address on the envelope. They wanted to do every task one step at a time.



The father wanted to do it differently – he suggested that they finish every envelope fully before they moved on to the next envelope. The father and daughters competed with each other to see which the better method was.



The father’s method won since he used an approach called “single-piece flow” which is common in lean manufacturing. It is better to repeat a task over and over again to ensure that you master that task. You will also learn to do the task faster and better.



You have to remember that an individual’s performance is not as important as the performance of the system. You lose time when you should go back to the first task and restack the envelopes. If you consider the process as a unit, you will be able to improve your efficiency.



Another benefit of using small batches is that you will be able to spot the error immediately. If you fold all the newsletters and then find out that that newsletter does not fit into the envelope, you will need to fold all the newsletters again. This approach will help you identify the error at the beginning and improve your process.



The advantage of working with small batches is that you will be able to identify the problems soon.









 
Andon Cord




The Andon Cord is a method that was used by Taiichi Ohno in Toyota, which allowed an employee to stop the process if he or she identified a defect in the process. If the defect continues longer in the process, it is harder to remove that defect, and there is a higher cost involved.



It is highly efficient to spot the defect at an early stage even if it means that the process will need to stop to address the defect. This method has helped Toyota maintain high quality.



Eric Ries mentioned in his book that the company IMVU used a set of checks that ran every day to check if the site worked accurately. This meant that they were able to identify and address any production error quickly and automatically.



There were no changes made to the production until the defect was addressed. This was an automated Andon Cord.



 
 
Continuous Deployment




Continuous deployment is a scenario that is unimaginable and scary for most startups. The idea of this method is that the startup must update the production systems regularly.



IMVU was regularly updating its production system by running close to fifty updates. This was made possible since they made an investment in test scripts.



Over 14000 test scripts would run at least 60 times a day and simulate everything from a click on the browser to running the code in the database.



Eric Ries also talks about Wealthfront, which is a company that operates in an environment regulated by the SEC. However, this company practices continuous deployment and has more than ten production releases a day.









 
Kanban




Kanban is a technique that was borrowed from the world of lean manufacturing. It was developed by Taiichi Ohno in the late 1980s to improve the manufacturing unit of Toyota automobiles. Eric Ries mentions the company Grockit, which is an online tool that helps one build skills for standardized tests.



This tool creates a story in the development process, which is then used to develop a feature. They also mention to the user what the outcome or benefit of the tool is. These stories are validated to see how they work for different users. A test is conducted to see how this tool benefits the customer. There are four states:



•
 
 Backlog: The tasks that can be worked on but have not yet been started



•
 
 In Progress: The tasks that are currently being developed



•
 
 Built: The tasks that have been completed and are ready for the customer



•
 
 Validated: Products that have been released and have been validated by the customers.







If the story fails the validation test, then it will be removed from the product and produced again. A good practice would be to ensure that none of the buckets mentioned above have more than two projects at a given time. If there is a project or task that is in the built bucket, it cannot move to the validated stage until there is enough room for it. The same goes for the processes that are in the backlog bucket. These tasks cannot move to the “In Progress” bucket until it is free.



A valuable outcome of this method is that the team can start measuring its productivity based on the validated learning and feedback from the customer. The team will then stop measuring its productivity based on the number of new features developed.









 
The Five Whys




Every technical defect or issue has a human cause at its root. The five whys technique will allow the startup to get closer to the root cause. This is a deceptively simple technique but is powerful. Eric Ries has mentioned in his book that most problems or issues that are identified in a process are caused due to lack of training. These problems may look like an individual’s mistake or a technical issue. Ries uses IMVU as an example to explain this technique.



•
 
 A new product feature or release was disabled for customers. Why? The feature tanked because of a failed server.



•
 
 Why did this server fail? There was a subsystem that was used incorrectly.



•
 
 Why was that server used incorrectly? The engineer using the server was not trained to use it properly.



•
 
 Why did he not know how to use the server? He was never trained.



•
 
 Why was he not trained? His manager did not believe that new engineers needed to be trained since he believed that he and his team were too busy.







This technique is extremely useful for startups since it helps them make improvements within a short period. A huge amount can be invested in training, but this may not be the optimal thing to do when the startup is still at its development stage.



If the startup takes a look at the root cause of every problem, it can identify the core areas that need to be worked on and not focus only on the issues at the surface.



Most people tend to overreact to issues that happen at the moment, and the Five Whys help them understand what they need to look at to understand what is happening.



There is a possibility that the Five Whys can be used as a way to blame people in the team to see whose fault it was. The goal of this method is to identify problems that are caused not by bad people but by bad processes. It is essential that every member of the team be in the same room when this analysis is made.



When blame needs to be taken, it is important that the management should take the hit for not having a solution at system-level. Good practices to follow to get started with this methodology are:



•
 
 Mutual empowerment and trust. If a mistake is made for the first time, you should be tolerant of them. Ensure that you do not make the same mistake twice.



•
 
 Maintain focus on the system since most mistakes happen due to a flaw in the system and ensure that people always solve problems at the system level.



•
 
 The company should always face some unpleasant truths. This method will bring out some unpleasant truths to the surface, and the management should ensure that these issues are taken care of at the initial stage. If this method is not conducted in the right manner, it will change into the Five Blames.



•
 
 Always start small and be specific. You have to look at the process in detail and always start with small issues. When you understand the issues, you must identify the solutions. Always run the process regularly and involve as many people from the team as you can.



•
 
 Appoint someone who is a master at Five Whys. This person must be the primary change agent and should have a good degree of authority to ensure that things get done. This person will be accountable for judging whether the costs were made to prevent or work on those problems are paying off or not.



The Five Whys methodology is used to transform the startup into a more organized and adaptive organization, which can be hard.








 
 
Chapter Three: How to Envision the Startup






When you build a startup, you have to know where to start which means that you will need to create a team that oversees the management of the startup.



You will also need to learn to define your product and startup to help customers understand why your product is different from the other products in the market.



Ensure that your learning is incorporated into the product and experiment with different ideas before you launch your product in the market.









 
Start – Entrepreneurship is management




When you build a startup, you build an institution, which needs to be managed.



This may come as a surprise to some entrepreneurs since they believe that there is no correlation between management and startup. It is good that most entrepreneurs are wary of setting up a traditional management system since it can stifle creativity and invite bureaucracy.



Entrepreneurs in different industries have been trying to look for solutions to their problems in traditional management for quite some time which leads to the “just do it” attitude. These entrepreneurs avoid all forms of discipline, management and process.



What they forget is that this attitude leads to failure more often than it does success. It must be remembered that the principles of general management are not well suited to handle failure or chaos that every startup must face.



Every startup must have some level of managerial discipline to ensure that the company can harness all the opportunities it has been given. There are many entrepreneurs today when compared to any other time in history, which has been made possible due to globalization.



For example, most news channels and radio stations have commented about how people are losing jobs in the manufacturing industry. However, the manufacturing output of every company has increased over the last decade, which means that modern technology and management have helped to improve productivity.



If you wish to build a lean startup, you should consider entrepreneurial management since it encourages employees to expand their horizons and knowledge. Consider the following situation – there is an established company with a team that has not made any sales in over a year. This department has not roped in new customers either.



However, the employees in that department have identified a new industry or line of business the company can diversify its assets into. In an established organization, the department would be dissolved since the company is always looking for ways to make a profit.



However, in entrepreneurial management, these employees are considered entrepreneurs since they are looking for ways to improve the business.



 
 
Define




If you ever go for an entrepreneur meet, you will notice that many people have no idea what is expected of them. You will find a group of traditional entrepreneurs and managers from well-established companies who are expected to create product innovations or ventures.



These managers are good at organizational politics and know how the company can be divided into groups and how the profit and loss for each department can be separated.



The surprising thing is that these individuals are visionaries since they can see the future of their company and are prepared to take risks to find innovative and new solutions to any problem the company faces.



Entrepreneurs who work in an organization are called intrapreneurs since they work on products or build a startup within the organization. Intrapreneurs have a lot in common with entrepreneurs.



The lean startup method is a set of principles and practices that every entrepreneur can use to build a successful startup.



It was mentioned earlier that Eric Ries defined a startup as a human institution that is designed to develop a new product or service under uncertain conditions. This definition omits the industry, sector of the economy and the size of the business.



Most people lose sight of the fact that a startup is a brilliant idea, product or a breakthrough apart from being a human institution. Additionally, it is a product or service defined as an innovation.



It is important that the word innovation is understood in a broad sense. Every startup uses a different kind of innovation to increase value to its customer.



It is also important for the startup to understand the conditions under which innovation happens. Startups enter an industry where there is an established organization that already sells the same product.



They must find a new attribute to the product that has not been sold to the customers before developing it. The development stage is uncertain since the product could either be accepted or rejected by the customer.









 
Learn




Every entrepreneur must make an effort to learn and understand whether the company was indeed making progress. Many entrepreneurs develop a product using their creativity, and they launch that product in the market. If the product fails at the market, they believe they have learned why and they go ahead and develop a better product. Unfortunately, this is the oldest excuse for failure.



These entrepreneurs become wildly creative about what they have learned from their failure. However, this is not comforting for employees or investors since the former are giving the startup their time while the latter have allotted their money to the startup.



An entrepreneur cannot go to a bank and tell them that he or she has learned what needs to be done to sell the product in the market. It is no wonder the word learning has a bad name in the market.



It is important that every startup learns how a product can be improved and also understands what needs to be done better to succeed. The previous chapter lists a few methods that can be used to help an entrepreneur learn.









 
Experiment




When an entrepreneur has an idea in mind, he or she will want to find a way to execute that idea. Every startup is built in the hopes that the entrepreneur has identified a product or service that does not exist in the market and will increase value to its customers.



A mistake that most entrepreneurs make is that they launch the product on the market before they test it. There is a high probability that this product or service may not appeal to the customers.



Therefore, it becomes important that the startup launches the product to a smaller audience and gathers feedback before launching the product in the market. This gives the entrepreneur the chance to tweak the product to increase value to the customer.








 
 
Chapter Four: How to Steer






When you have identified your product and developed it, you will launch it in the market and ask your customers to use it. You must remember that there is a possibility of a failure. But, do not worry too much since you can learn from that failure and develop a better product.









 
Leap




Every entrepreneur must have the ability to take a leap of faith and make a risky decision about his or her idea. There are two types of assumptions that can be made – Value Hypothesis and Growth Hypothesis.




 
 
 
Value Hypothesis




How can you as an entrepreneur validate every assumption you have made about your product’s value? It depends on how quickly you can develop a prototype and give your customers the chance to use that prototype and give you feedback. You do not necessarily have to give the main product to the customers.



You can do what Zomato did. Deepinder Goyal saw that people had trouble waiting in a queue for food. Instead, they launched a website that had scanned copies of menus which enabled people to decide their order before they stepped into the line.



When this became a success, they developed Zomato and roped in more restaurants and cafes.




 
 
 
Growth Hypothesis




You must focus on the growth of your company only when you have an established product. You have to ask yourself how customers will use your product constantly.



The best way to do this would be to ask the customers for feedback. Facebook and WhatsApp are great examples.









 
Test




When you use the minimum viable product (MVP) approach, you will learn more about how the product can be improved. An MVP is not a small product, and it is simply a faster way to complete one iteration of the build-measure-learn cycle.



This has been mentioned in the previous chapter. You have to remember that your first product does not have to be perfect. It should be a rough idea of what you had in mind and then test that idea with your customers and gather feedback. You must ensure that through this test, you can validate your initial hypothesis.



There are different tests that can be conducted to understand how the customers received the product.




 
 
 
Quantitative versus qualitative




There is a constant debate to understand which is superior. It is a good approach to first use qualitative research and assesses the feedback before validating a hypothesis using the quantitative approach.




 
 
 
Generative versus Evaluative




The former can be used to test the product if there is no hypothesis in place. The latter is where a hypothesis is tested to understand whether or not the product is a success or failure. If you do not have a clear hypothesis, you should use the generative approach to either obtain new ideas or to develop a particular hypothesis.




 
 
 
Market versus Product




There are some situations where the market will give you an idea of what the customers want. All you need to do is listen to the customers and understand what problems they face. There are other situations where a product or service must be developed to solve a problem.









 
Measure




Every startup is a more than just a piece of paper. The initial business plan will list out the number of customers the company expects to have, the cost it will incur and the revenue or profit it will make.



This plan is usually far from where the startup is in the early days. Therefore, it is important that a startup works on the following:



•
 
 It must identify where the startup is right now by accepting the truth that is revealed through constant assessment.



•
 
 Devise new experiments to understand how the startup can move towards the numbers mentioned in the business plan.







Most products, including the ones that fail, have some growth, positive results and customers. As an entrepreneur, you will be optimistic and will trust the ideas that you have. This does not mean that you can bumble around and be happy with the little traction that you have. You should ensure that you do not persevere when things do not go your way.









 
Persevere or Pivot




The second chapter of the book talks about how an entrepreneur can pivot. When one says pivot, it does not mean that they should give up on their ideas.



There are different ways that an entrepreneur can still make his or her product work. Try the methods mentioned above to help you when you reach the pivot stage.



If every test and experiment conducted gives you the best results, you should develop the product fully and launch it in the market. Ensure that you do not trick yourself by using vanity measures to test your hypothesis.



Always use criteria that will affect your company to assess the products that you are developing. You must also ensure that you listen to your customers and understand their wants and needs better.



You have to remember that a startup’s productivity is not measured by adding more features to a product.



It is about how the startup aligns its efforts with a product or business to drive growth and create value. If you learn how to pivot successfully, you can reach the path of sustainable business growth.








 
 
Chapter Five: How to Accelerate






Most decisions that need to be made by a startup are not clear or straightforward. They have to constantly question their product and assess when it can be launched in the market. They have to also look at how the product should be released and the cost that they will incur.









 
Batch




There is a small example in the second chapter about how a father and his two daughters competed with each other to stuff newsletters into envelopes. The issues mentioned in that example are found in every process in an organization, and they are of greater consequence in the work of small or large companies.



Some companies use a large-batch approach where they develop and deliver all the products at the end of the process and at once. Other companies use a small-batch approach where it produces and delivers a finished product every few minutes.



A big advantage of working in small batches is that problems in the product can be identified faster. Lean manufacturing discovered small-batch processing a few decades ago when Taiichi Ohno and Shigeo Shingo worked to enhance the productivity of Toyota Automobiles.



They started to manufacture products one at a time and stopped any activity if there was a defect in the process. Once the defect was removed, the product was manufactured in small batches. This gave Toyota the ability to produce diverse products.



They gathered that every product can be different and does not have to be produced in bulk. This allowed them to serve smaller customer segments and give the customers products that they needed.









 
Grow




There are times when a startup can have customers at early stages and good revenue at that stage. However, the company may stop growing in the sense that it continues to make the same revenue and has the same number of customers now that it had at its start. So, where does growth stem from? A company can only grow if new customers are brought into it, which can only be done by the action of all its past customers. There are four ways to obtain new customers:



•
 
 A startup can use the Internet to advertise its products and services. Most businesses do this to encourage new customers to buy their products. If you want this to be a successful venture, you should pay for advertising through your revenue and not out of the initial capital.



•
 
 New customers can be brought through the use of products. For example, if a customer sees someone wearing new clothes, he or she may want to purchase similar clothing. The same can be said about cars and bikes. This is also true for products like PayPal and Instagram.



•
 
 If a customer is satisfied with the product or service provided by the company, he or she will spread the word and encourage more people to purchase that product.



•
 
 There are some products that need to be repeatedly purchased. If you develop such a product, you can create a subscription plan that ensures that customers keep coming back to you.









 
Adapt




It is important for a startup to adapt for change. Every employee in the startup should constantly be trained. Some people working in traditional organizations may tell you that you should not spend too much money on training when you are a startup.



This is bad advice since it is important to train every employee in the organization to help them develop new ideas. It has become evident that technology is going to take over many jobs in the near future. This does not mean that someone should sit tight and continue with their work and not develop their skills.



It is important that they learn new skills or programming languages that will give them an edge. New jobs can be created to cater to these new skills. The same can be said for a startup. It must constantly evolve its products and develop new products or services that will appeal to the customers.



As an entrepreneur, you should be strong and deal with negative comments or feedback. You must learn from that feedback and develop products that will add value to the customers.



Use the Five Whys technique to help you understand what your customers want and why the initial prototype of your product failed in the market. You also have to learn to start small. Do not begin with four or five hypotheses. Start off with one hypothesis and test that with the data collected from the customers.



You must ensure that you do not blame an individual or a team for failure since that brings the morale of the employees down. Accept that mistakes do happen and learn from them.









 
Innovate




Innovation is the key to a bright future for any company. It is believed that when companies become large, they lose the ability to innovate. However, this is a myth that has been bringing many companies and employees down.



When a startup is growing, it will test its products in the market and find ways to make the product better to appeal to its customers. It will also need to find new attributes to add to the existing product to generate new customers. This is innovation since the company is looking for ways to enhance the existing product.



If a well-established organization is willing to change its management, it can also start innovating. Innovation teams must be built to ensure that a company succeeds. This is what keeps Apple apart from all other companies.



Apple is one company that has always developed new versions of its devices to meet customer demands. The developers include new features into the code every few months to generate a new product. Apple has also ensured that its products are user-friendly and can sustain bad handling.



Most customers have confirmed that an Apple laptop has a firewall that makes it difficult for any virus to penetrate. This is the kind of product that you should develop. Ensure that you constantly innovate and make your products better to meet your customers' demands.



Remember to listen to the customers and make informed decisions about what the customers need. Customers are not sure of what they want or need on most occasions.



They believe that they know what they want, but in reality, they use the products that have great reviews. It is important that you pay attention to what your customers want before you develop a product or make changes to an existing product.








 
 
Conclusion






Thank you for purchasing the book.



Eric Ries defined the lean startup methodology in his book “The Lean Startup.” Most startups fail in the initial stages since they cannot grasp hard truths. There are many startups that have succeeded, Facebook being a prime example.



They succeeded because they constantly kept in touch with the customers and assessed what the customers wanted or needed by the company. The lean startup method follows the same principles.



Over the course of this book, you will gather information on what the lean startup methodology is and how this method should be applied by entrepreneurs to ensure that the startup becomes a sustainable organization.



The principles outlined in the book will help you understand how a startup must be built to meet a customer’s needs and demands. This book acts as a guide for those who want to build a lean startup and have a good product in mind.



If you follow the steps mentioned in the book word for word, you will succeed in your venture.
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Introduction




Make the most of your production process, your tools, and workforce. Bring more cohesiveness to your relationship with success through the use of Lean Analytics. In this book, “Lean Analytics,” you learn one of the foremost technologies used in the workplace. The focus is on aligning new directions in the thought process to improve work output.



Most management processes need constant supervision and overhauling. The Lean Analytic method handles the corrections on its own. Make short-term and long-term plans for business growth with the knowledge of the cost reductions and enhancement in the workplace productivity made possible by Lean Analytics.



Like, Business Intelligence tools use intelligent entities to integrate the work and management seamlessly reduces the stress on the workforce. And, machines that work without any sleep or wake notification to help watch critical systems and provide continuous feedback to improve the work output in a tremendous way.



Increased productivity in most cases implies a need for increased surveillance and governance. But, since you integrate the work process with the dynamic parameters of Lean, the Office Management becomes a snip. Analysis, Improvement, and Control naturally follow the Defining and Measurement of the parameters of production.



Through Lean, you keep the heartbeat of the process (
 Takt
 ) in synchrony with the flow of the work. You can manage transition periods and waste generated without affecting the workflow. You need to become familiar with the Lean Manufacturing Tools and intertwine improvements through Lean practices.



Thereby, you reduce the time and increase the margin and profits to the organization. Reduced effort translates to reduced cost. Lean helps improve the customer satisfaction by always keeping the end in sight in its operations.



Consistent quality with improved control is the basis of the operating system. By improving the responsiveness of the business and getting rid of internal processes without any value, you achieve your aim of customer satisfaction and retention. Improving delivery parameters is integral in Lean.









 
 
Chapter 1: Introduction to Lean Analytics








Lean is a creation by Toyota Business section of the Toyota Motor Company. It is aimed at improving the efficiency in the manufacturing process. All those who involved with the manufacturing process will have knowledge of the “lean” principles though this is not a needed condition.



Lean is a way of thinking applicable to the entire organization and not only the production process. And, Lean is not a cost-reduction process or a program that dictates a shortcut. The thought process defines what is lean in an organization and in the supply chain (
 Lean Thinking
 , By Womack and Dan Jones).



 
 
Founders of Lean




Jim Womack and Dan Jones are the founders of Lean Enterprise Academy. They also founded the Lean Enterprise Institute and the research team under their leadership coined the term “lean.” But, many of the companies, such as the Toyota Production System chose not to use the term lean. They used their own definition for the term. But, in essence, the principles used remained the same.



From the time when Henry Ford lined up the steps in a production process in the 1900s, to the present day, the revolutionary assembly line caters to the demands of an ever-growing fabrication and processing industry. While Ford’s processing lines lacked the variety but had the finesse to provide a wide-ranging inventory, the more modern Toyota Production System shows how simple innovations to the original flow process can produce more continuity in the process flow.



 
 
Change Significant to Lean




So the focus shifted from the responsibility of the engineer committed to his machine, to the broad perspective of the movement of the product in relation to the entire process. They incorporated simple things like the use of the correct machine size for the volume of production needed and adding changes to the working of the machine to handle the small changes needed in the part number to maintain the output volume.



By sifting through these principles further, Womack and Jones reduced the number of principles to five. This is the 5S of Lean Analytics.



●
 
 Make a specific definition of the
 value
 needed by the customer.



●
 
 Give a shape for the
 value stream
 by understanding the value that would go into each product and get rid of all wasted steps.



●
 
 Align more steps with value to the existing ones so that the product has an enhanced
 flow value
 .



●
 
 If two steps remain separated, provide
 pull
 between them so that the flow value gets enhanced.







The accent is on reducing the time needed, the knowledge you will use, and the amount of effort you use (read number of steps) to achieve
 perfection
 in the service of the customer.



	
Value. Only the customer’s need gives us value. You get value according to the timeline for production and delivery. The price point defines another sign of value. Did you meet any quality specifications? These define the value in the product and service we provide. You have the most demand in the market when you are the only manufacturer that can provide the value the customer seeks.


	
Value stream. After we have defined the value in full, we sum it up to get the value stream. This accounts for the entire raw material we take and the entirety of the products we make and relates it to the processes. The processes included will have administration, procurement, design, HR, production, customer service, and delivery. Right from the physical activity involved in the production and management of services, to solving problems, and managing information needed for the implementation of the workforce, Lean Analytics help categorize waste so you may cut them out. Here the underlying steps involve three kinds of steps – value-adding steps, value-enabling (does not add value but the process needs them), and non-value processes.


	
Flow. When we bring the processes to one page, we can find and get rid of those that do not add value to the product. This number crunching becomes possible due to the bird’s eye view we have on the processes, material, products, and services. Identify the interruptions, delays, and bottlenecks – anything that proves detrimental to the value of the product and remove them. Here we enhance the flow by tightening the circle of steps that links the value and have value. You stop thinking in a vertical way and extend techniques and possibilities across all departments. This type of cross-functional working method helps ease the strain and improve cohesiveness in the approach to delivering key customer values. This approach helps improve productivity and efficiency by 40-45% in specific areas. The continuum in productivity, information, and services helps do away with upstream buildup until the downstream demand comes through.


	
Pull. In any normal ERP type of production, one makes the products as per the forecast of the demand and the need of the schedule. In the Pull system, there is no production until the customer orders the product. To achieve this productivity rate, you need very small productivity cycles including those of the design and the delivery of the product. It has an inbuilt information cycle that keeps the downstream informed of its activities on that day.


	
Perfection. To achieve product perfection, total quality management undergoes continuous and systematic overhauling. This key attitude symbolizes the unyielding pursuit of perfection through the removal of unneeded process and methods.





Today, we have many hundreds of books written on the subject due to the continued success of Lean. This remains reflected by the rising market shares and sales in those enterprises using Lean technology.



We use it in almost all spheres of life including healthcare services, logistics, and routine maintenance. You can find it in government institutions, construction activities, and retail industry.



Perfection is the aim and we create this when we get a perfect value without any waste. Spreading the infectious attitude of Lean to the customers and other firms in the supply and distribution chain remains a wonderful by-product of Lean.



By optimizing the technologies used, and realigning the focus of the management, each product and service reaches or passes through its perfect value in the demand curve. And remember one of the golden rules of Lean, “Slow Processes are Expensive.”









 
 
Chapter 2: Lean Analytics to Succeed




 
 
Set the Flow Path




Implementing the Lean Analytics envisages the use of change in the thinking at the workplace. The first step to achieve this is to make a pivotal point in the hierarchy. When we use this, the clarity in the workplace remains enhanced. In most normal cases, this occurs by implementing the agent for change. This person remains responsible for all changes brought into force through Lean.



By choosing one leader, it becomes possible to revert any changes that do not work. This happens by streamlining the work through this central point. Also, we make the responsible person take action for all the work-related activity. So, if there is no action from the responsible person, the downstream activity ceases. Only when the leader agrees and approves of the changes, the rest of the work undergoes implementation.



The work then proceeds forward and the same condition gets applied to further activity. The change remains regulated by streamlining it through the central point of activity. And when any change gets detected that is not normal or expected, all the further downstream activity ceases. Once this flow path has come into force, it is easy to govern the natural evolutionary process for downstream activity.



 
 
Use the Services of a Lean Consultant




Learning the Lean Path is essential. It is easy to govern the workers once the process has begun. But, only the people who are conversant with the method of Lean will know when to make the needed changes. The knowledge is needed for the parallel working types in Lean that control each other. All the decisions and management principles remain data-driven and systemized through actual use.



For instance, you have two or three HR situations, which do not yield, direct answers in a normal analysis. One is the case where the turnover is low and the number of employees leaving the firm is rising. Next, the budget for training is big, but there is no clear-cut region where employee deployment will be profitable. And third, the hiring expense rises all the time due to attrition among the employees at the workplace.



To arrive at the solution, get a snapshot of the metrics. This will give a view of the nature of the problem. Check the metrics in related areas and see if there is any correlation. Use of KPI gives you the answers needed to make the changes. You can make use of pre-designed KPI software to do the analysis. It helps you to centralize the data related to the business and simplify real-time reporting. Actionable work gets broken into smaller pieces and removed until only those relevant to the work remain.



 
 
Use a Lever to Begin the Transformation




Most of the hardships one faces are situations begging for alternatives. And, every business undergoes these situations often. Rather than wait for a crisis to begin to make the change, begin the movement towards Lean by initiating the change yourself.



When you face a troublesome situation, one must change. The Lean philosophy anticipates changes and makes provisions for each. By preparing for the change, it is possible to overcome the negativity and create the positivity that will take the business to a profitable end. This situation applies to the client, the business owner, and the suppliers involved in transacting business.



The other alternative is to change the focus so that the problem does not seem as large. The Lean expert waits until the crisis has passed before he seeks the solution. In doing so, he gets a solution with ease.



 
 
Do Not Aim for Grand Solutions




The idea is avoidance of the key issues that precipitate the issue and look for solutions away from the hotspot. Many business problems solve themselves if you give it enough time. With this in mind, the Lean expert tries to figure out how to keep the mechanism of the business moving without overlapping in the key problem areas.



The first thing to do is to stop thinking of grand solutions. You will not get anything that will heal the situation instantly. And if you continue to think along those lines, you will only become disillusioned. It is better to think of small actionable solutions that have a better chance of working.



If you consider applying growth metrics in the workplace, you need to apply the Lean Analytics related to this metric. This includes the acquisition to growth employee life cycle and the lifecycle during retention. You must then consider the cycle after attrition to reacquisition.



One may improve the bottom line impact in the HR department by using better resource application. Also, use cross-training across all departments. Using Lean, you can improve the sensitivity of the training program by a huge amount.



 
 
Make a Map with the Implementation Timetable




The scientific approach to the problem of making the map involves the use of the positivist perspective on one hand. And, you use the hermeneutic perspective on the other. In the first, the user remains distanced from the aim and the research problem.



The problem gets divided into smaller pieces so that there is the possibility of refining the process and cutting out the waste. In the second method, the researcher remains central to the problem. All the flow processes get importance relative to him and those processes that lose their importance get eliminated.



The creation of the timetable helps to improve the flow value and the perspective. Each work function becomes more important or less important because they have to meet the time check. When the tasks fail to meet the time check, we check for alternative solutions that have a better possibility of meeting the timetable.



 
 
Take the First Step Immediately




It is important for progress in any business to begin activity immediately. This means that one uses any one of the scientific approaches existing between theory and reality to come through with an action plan. In the most normal case, one uses the induction-deduction method. These are opposing methods of analysis and find applicability to any kind of work situation.



If you have the reality worked out, then there is no need for any deep analysis. One may put into action the plan in a step by step approach. Inductive reasoning finds a use for most of the cases where there are no real results and the opinion remains needed to take the next step.



In the deductive or scientific method, there is an existing theory. This means that the reality is apparent. So, you can use it to proceed to the next step. The main focus is to show visible activity. This will set off the process and the chain reaction will continue until there is no more productivity. To see the result, one must begin the first step immediately.



 
 
Check for the Results Immediately




It is important to check the results fast and see the amount of progress one has made. Changes to the amount of working capital show in a clear way to all. But, the deeper metrics such as the Return on Equity and Vendor Expenses may not come to light as fast. Yet, these will impact the business in a big way.



If you know what you owe your vendors now and what you have owed them in the past, it will help you to optimize the expenses and streamline production. You need to set the benchmarks and targets for the vendors in the first place. By checking the results immediately, you will know if you made the right decision and if so, how much profit is accruing from this.



You make use of Lean thinking and methods to improve profitability through timely action. You also cut the redundant processes. By concentrating on the processes that have more value, you improve the efficiency and lower the labor overheads.



 
 
Use Progressive Results into Value Stream Building




One side of the Lean method is where one cuts the unneeded processes. The other side is where one builds the processes that show positive results. When implementing qualitative processes, there is a lesser amount of control. You can improve the formalization and grade of control by the use of quantitative structures.



Use of real-time targets will cut the amount of uncertainty and bring more cohesiveness into play. For the practical values, one must use tests and questions. Then, one must study documents and information registers before using the suggested values. But, once you do this, you have a viable working system that you can depend on.









 
 
Chapter 3: The Metrics That Matters For Your Business








Learning to use Lean resources and principles is half the battle. Also, you will come across questions such as, “Is Lean better than Six Sigma?” Or, “Is it better to use the Theory of Constraints?” When you use more than one method, you will get lost. One may get over the arguments over philosophical or even technical differences with ease. You only have to stick to the basic Lean principle of
 avoiding excess and getting rid of waste
 .



 
 
Overview of Over-Production




The production cycle has in-built questions to start the next cycle. The first one is to please only the customer and stop when you reach the target. Have I achieved today’s quota? If the answer is yes, then stop production. Until the customer places a new order, do not make anything.



This principle applies to all departments in the organization. The idea is to achieve the perfect value stream. Other than this, there is nothing you need to worry about. In Lean, we reduce the steps we use to help cut waste, while the Six Sigma principle checks for variation. The more variations there are in the process, the more chances there are for waste to accumulate. You need to follow only Lean principles of keeping the number of steps down.



 
 
Use of Lean Principle at Work




To separate technicality from the working, it is important the workers understand and use Lean principles. Often, there are problems that seem technical in nature but involve real people. You begin to use Lean principle at the core, the place where the problem arises with only one man. Then, expand the core team to as many as you need, until the problem gets resolved.



It takes some time for the principles to go into operation because there is a learning curve involved. If you do not have the Lean thinking, then there will not be much progress. Also, the team must know if the circumstances are right. If they are not, they must identify the cause and size of the problem. It may be due to one or more of the following:



	
Lack of commitment: The worker does not feel there is a need for Lean methods. He uses traditional principles but gets foxed when others seem to feel something is extraneous. Shift the focus and reexamine the problem.


	
Performance not aligned with commitment: This is more serious because work is ongoing and the value is not reaching the expected level. We need a change in the attitude because the worker wants to get measured according to the performance parameter. He is not worried about the process parameter.


	
Lack of training: The workers get deployed before they have got trained. So, they keep looking at the others when the work proceeds. Change the worker to another place and keep the work going. Wait until the person addresses the problem by confronting it.





We see that the Lean working method is not a toolbox we can pick from to achieve our ends. It is a total perspective that involves the entirety of the work process. When you see a segmentation of the workforce, say the people on the shop floor working at a different pace from the rest of the workers, you face a problem. Here the plant manager has to hit the stop button. Slow down the process, check where overproduction occurs.



He has a target to meet and must keep the workforce occupied. But, he can do other work and still meet the target. This is the Lean principle. Any extraneous work gets eliminated first. By moving the focus of the work to a new place, any kind of waste, in material or labor, is got rid of. The people need to have a Lean eye to develop the perspective they can depend on. This helps them understand how the factory works with each component getting linked to the next. They learn to recognize the elements that are important and work with these first.



 
 
Choose to Operate the Pull




You have many aspects affecting how to operate the Pull. The Pull is important because there will be instances where the workflow gets interrupted. One of the ways to use it is to address the question or problem from two or more perspectives. Pull exists at the nodes or joints of the structure in the organization.



The workflow question is, “Have you finished this work?” The problem question is, “Where is the box of material I am supposed to deliver?” And the Pull question becomes, “Who is the driver delivering the box to the work spot?” You can change the Pull in many ways until you have got rid of the externality existing in the structure.



So, you see the work proceeding, but there is a lag due to the lack of the box. The Lean principle tells you to cut the waste. Here you are wasting time. To cut this, you must address the issue by finding out who is bringing the box. The truck needed to deliver the box must undergo preparation. And then the box must get loaded onto the truck. But, since there is a problem, you shift the focus of the problem by diverting the loaders to a new place to do new work.



The problem is now resolved at two or three levels. One is the basic worker level where you give new work to the worker. The second is at the management level where you identify what caused the lack of the box. The third is at the deployment level where you keep alternatives ready to prevent any further occurrence of this event. Lean, thus, operates at many levels.







Make Comparison of the Steps



As the value stream progresses, the number of options keep on adding up. Many businesses keep these options open in the hope that some good will come of it. But, it ends up as a waste of space and effort. So, it is wise to get rid of all but one working option. When you have more than one option, it will end up in confusion.



If you have to make a choice, list out the options. Then, compare the merits and demerits of each one. Try reducing the steps in each and see, which one gets done first. This will prove to be the best choice.









 
 
Chapter 4: Key Metrics and Your Own Targets








Have the best working stream by working upward from the fundamentals. This involves the integration of the organizational structure and deployment of the tools needed to work. The value stream management focuses on improving shared vision and helping workers achieve their goal.



 
 
Lean Thinking helps Business Systems to Grow




Systems and processes remain based on principles. Here we use the 5S principles of Lean thinking to build our business model. The idea behind developing the business system is to plan and create a strategy. We also use it for development and implementation of the business process. You meet customer expectation and add value to the brand.



For this, you have to measure, compare, and analyze the customer based parameters. The Lean thinking points out the areas to develop and those you can eradicate. When you create more space, you see the demand grow among the customers.



They seek newer things and want them faster. The business system helps you meet this demand and by using Lean, you can get the best value for the customer.



You have good employee engagement and due to the business system, you have consistent results. It helps you make a profit by reducing the labor needed and improving the time factor.



 
 
Use policy deployment




The purpose of initiating a working policy or strategy is to expose the customer to the goals of the origination. It translates the vision and strategy into Key Performance Indicators by setting targets.



You can also deploy change projects at various levels in the organization. Strategy deployment plays a crucial role in determining the alignment of the working method. This helps the management in four crucial ways.



	
It improves the delivery factor by prioritizing where to deploy targets.


	
There is a clear link established between the Lean approach and the business outcome.


	
The senior management team gets clarity of purpose.


	
You see the engagement of the employees according to the priorities.





 
 
Make an Accounting System Based on Lean




Compared to traditional business methods the Lean Accounting System remains based on financial performances. It also considers non-financial attributes such as timeliness, efficiency, quality, and so on. The traditional systems placed their focus on overhead absorption and labor efficiency.



Continuous improvement remains the main target of the Lean accounting system with Value Stream Process being central to everything. The effort is to increase the flow through suitable Lean strategies. Employees get motivated and empowered to use the Lean thinking so there is the change present throughout the organization.



Due to the improved flow, we find increased accountability and quicker turnaround. This comes under the control of the Value Stream Team Management that takes into account the entire value streams and not any individual ones.



Calculation of costs encompasses three broad groups. One is the raw materials and input costs. The next includes the conversion and processing costs. And the last one covers the facility cost.



 
 
Change the Pay to Reflect the Lean Thinking




The first thing to do is to improve the focus on things that add value. The process comes to nothing if it makes something that the customer does not want. But, there will always be some element of the process that does not add value to the system. Identify the people who add value and reward them.



This will encourage them to work better. The process will become more efficient and the customer will have more satisfaction.



Another way to do this is to make bonus payments on occasions or if we have increased productivity. This is the way the management gives thanks to the employees for their dedication to the work. In the same way, remove any work that does not add value to the customer. You will cut loss through this Lean method.



When you invest in the Lean Analytics, you get profit whenever there is a redundancy in the process. You also get profit due to the increased efficiency of the people in the organization. To keep the output high, you must pay the people having higher efficiency.



 
 
Define Performance Measurement Well




To improve participation and for better deployment of tools related to Lean, the team must make sure that everyone understands what the performance-defining parameters are. For instance, if you want better employee attendance, tell the workers how they will get the bonus points if they are present ahead of time. When the employee knows what is going to reward him, he will keep looking for that. This is the basis of Lean thinking.



By choosing the suitable indicators, you can increase or decrease the rate of production, improve the quality of the output, and inspire better performances from the workforce. Once the employees begin to appreciate the Lean thinking, they will adopt it and you will have less loss due to inefficiency at work.



Studying the metrics of what you do is a very important part of having a successful business. Without looking at the numbers you really cannot know exactly why you experienced either success or failure. You can make assumptions, but when you don’t have to do that it is better to use facts to ensure that your efforts are not a waste.



Indeed analytics can tell you what happened, why it happened, what will happen and how you can make it happen.



If you want to grow your business and plan exactly where it is going, use analytics to discover insights into your business that will help you accomplish that goal.



 
 
More Training for All Employees




One way to increase employee participation is to keep changing the way you instruct them. They have a method of understanding things and once you hit the right method of speaking or instructing them, they will understand and work faster and better. The other way is to give training to all employees so they are able to work well.



This can be in the form of workshops or even on-the-job training by employing a few supervisors who go around showing how to do things. This is the best way to remove disinterest and low work productivity.



 
 
Make Use of Proper Tools for the Job




Use of wrong tools or tools of the wrong size will decrease productivity. Make checks to ensure that at all places in the workflow the tools are of the needed size. You can improve work performance through the use of automated tools. This will reduce worker fatigue and also the time taken to do the work.













 
 
Chapter 5: Data-Driven Approaches








To understand the bottlenecks in a workflow environment, we gather all the data affecting the flow. We feed this into the computer and use advanced Lean Analytics to understand the nature of the problem and get the possible solutions. Use of data helps to uncover hidden facts that a manual inspection might overlook. This is the primary motivation behind using the data-driven analytics.



The second thing is the change and the amount of change that the system will take for best functioning. Changing the value of the parameter one way might improve the profitability of the business. But, it might prove detrimental to the other aspects affecting the flow. We use data analytics to understand the impact of the changes and how we can govern the individual aspects to suit the working of the business.



Improvement in the work must arise from the betterment of the individual. This is the basis of the Lean approach. It transforms the thinking to such an extent that the thoughts of money and gain will vanish before that of adherence to quality and addition of values. So, where does one draw the line? This is the vital question that the lean expert faces when he tries to use the data-driven approach at the workplace.



 
 
Building the Framework for the Lean Transformation




You have many readymade models to use to build your framework. These evolved over the years through continuous use and change and so they have a good degree of consistency and dependability built into them. You can build your own framework by addressing the issues that you want to solve through the framework.



	
Which is the issue that affects us in a big way?


	
What is the basic structure of the culture at present? Do we drive it or change it?


	
What is the type of change we bring to the actual work?


	
Does the new way of working need any changes in the management systems? Do we need changes in the behavior of the leadership?


	
What method do we use to improve capability?





These questions apply to the framework at the micro and macro levels. The individual responsibility changes at each level depending on the framework size. The system must address all related questions including ones that deal with interrelationships among the issues. If it does not, the transformation may lose its momentum.



Addressing the issues



First, address the issue that you face. This might be getting established in the local market, finding a good place for the business, or choosing a good name. Create hypothetical solutions and apply Lean methods to drop the inefficient ones. Often, this is the starting point of the business and so you will need to address this and solve it completely.



If you are not satisfied with your present place or you do not have a place to operate from, then you must check the locality for another place. You can rent out an existing place or share space with an existing business. If you want suggestions for the name, you can check the internet. There are many sites that give you suggestions for names.



Structure of the existing culture



This remains based on the place where you are. If you are a local person, then you will not have any problems fitting in. The method of movement and distribution of goods depends on the practices of the place. If you are not familiar with these, then you will not find many customers here.



The process of the implementation is simple. The user gathers the metrics to use with the site. Usually, the pattern of usage will change for each different user. You can add features to the website to improve usability or conversion. So, a framework gets made. User testing feedback will give an idea of how well the site works and what improvements you need.



We analyze the work detail information for one kind of user. Lean programming helps us choose the right parameters for the use of the system. The performance gets tested and if this has a positive response, the number of users gets increased. When the performance is satisfactory, the other users get included in the testing. The testing carries on until there is a uniformly positive response from the user.









 
 
Chapter 6: Your Secret Weapon: KPI and Team Meetings








Growth comes from personal interaction with your team members at work. It does not matter whether you are the boss or the employee, if you are not communicating with your colleagues at the workplace, the office becomes a quagmire of confusion. You will not relish going there. So, you will not get much work done either.



Integrating KPIs into the work stream helps you keep up with the changes and make progress along with them. The KPI is a Key Performance Indicator. It is a measurable aspect of the work that tells you whether you remain headed in the right direction or you need to change. Choosing the right KPI is essential for correct performance estimation. These KPIs help to establish the operational and strategic goals of the company.



 
 
Organize the Value Stream according to the Product Groups




In the first part, you segregate the KPIs to improve the value flow. When you align the value stream, you set the protocol and ground rules along with it. Here you make a list of the attainable and relevant goals and set a time limit for it. The products remain arranged according to the usage at various points of the workflow.



You must find the KPI for each of the product groups and estimate the best way to enhance the value. The advantage of using the KPI is that you can automate processes that previously needed the use of spreadsheets.



You can optimize productivity and decrease the decision-making time needed by the use of KPI for that product in the value stream. Most of these indicators are standards specific to the industry where they find a use. The KPI helps you measure goals you make to reach your business aim. Here are some KPIs for different sectors.



	
Marketing – Site traffic, time of visitor on site, newsletter subscribers, and so on.


	
Sales – Margin, sales through existing customers, annual sales, and so on.


	
Banking – Customer retention, asset quality, customer base, and so on.





Trace the path of each product and service from start to finish in the production cycle. As given above, check the KPI and find the ones that matter. It will help you to group the KPIs according to their nature.



	
Qualitative


	
Quantitative


	
Directional


	
Practical


	
Actionable









Qualitative KPI reflects the level of attainment of the business aim. A positive value shows that you are achieving success. If you do not get this, you must work to develop the KPI toward the positive value. The Quantitative KPI remains represented as numbers. This gives a more accurate source of information.



Directional KPI will show which way you and your business go at present. This is mostly used in the initial stages where you set up the business and do not have any other clear indicators of the growth. Practical KPI is the one that shows your real-time position. This does not involve any calculations or predictions. And, the last is the actionable KPI that helps you make the changes you need for the business development.



 
 
Importance of Team Meetings




When you have the meetings, you have the team. The team that takes part in meetings knows what each of the others in the team does. They realize their responsibility and will chip in when it matters.



Make sure you have regular team meetings. The meetings must occur at least once a week and preferably once daily. The more interaction you have with the team, the stronger is the bond you develop and so you will contribute more value to the product. The team meetings help the team members ask others about strategy and clarify doubts. This helps build camaraderie and trust.



Use the team meetings as the fulcrum for your business activities. It may involve interaction with the supply or distribution chain members. Or, it may have the board members meeting to discuss the strategy of the day. Whatever it is, you are sure of one thing. It helps you know how the company stands and what your position is in the whole shebang. This system helps you establish the rhythm needed to promote your business well.



 
 
Setting up a Lean Promotion




The Lean technology uses the 5Ps to make the ideal Lean model. It deals with using focused energy to improve profit and efficiency. The first is the Purpose. The aim for which they make the project is the Purpose. This may not always be money but could be one of the motives for the formation of the company. It may also have a philanthropic motivation.



The second P is the process that goes into the manufacture of the product or service. It details the internal working and the interface of interaction with its clients or customers. The way they operate determines its success and its profile on the market.



One of the most important P’s is the People. It refers to the people who link with the product, the company, and the usage of its services. It shows the spectrum of people affected by the services or product.



The next P is the Platform. This is where they carry the product. It refers to the collection of tools and technologies that the company uses for its product. The platform may also mean the software or computer networks that the company uses to support its product. The last P refers to the Performance. It shows how the company fulfills its obligation to its customer.



 
 
Manage the Personnel and Growth in the Company




If you use Lean standards, you will know that when you recruit people, you must watch against over-staffing. This does not mean that you recruit a lesser number of people than needed. You do not recruit people until there is a need for it. Instead of hiring and firing people, use the right number of people from the start.



Use the proper metrics for monitoring and promoting growth in the company on a short and long-term basis. It means that you align the resources, working process, and policy in a way that shows the increase in the performance and profits of the company. It is the outlook you maintain for the future to help use plans that help improve the position of the company in the market. Lean helps you by optimizing the steps you use for this purpose.







 
 
Chapter 7: Automatize the Company Thanks to the Analytics








Lean Analytics help you track the metrics vital to the growth and profitability of your business. The first step involves identifying those that are good. So, what is a good metric? A good metric is one that satisfies the following criteria:



●
 
 You can understand a good metric



This is important because unless people understand the metric and discuss it, they will not try to get involved. Only when people are involved in the change, the metric has a real impact on the growth of the company.



●
 
 It is comparable



The users and people in your company can relate to the change of the metric over time. They remember the time when the metric was not growing so fast or when the growth slowed almost to a standstill. They discuss this aspect with the metric of a different company or competitor. It makes them involved in the growth process.



●
 
 Ratios and rates are good metrics



The nature of ratios and rates make them good metrics. This is because they already relate to something and so you get the growth aspect straight by reading the number given. If you have this kind of metrics, use them as they will help you develop the true picture of the company and its growth.



●
 
 Metrics are adaptable



The changes you have in the business remain reflected by the metric. First, you must be able to read the metric. Then, you must be able to use the metric. An adaptable metric is more useful than one that is not.



 
 
Find the stage your business is in




You know what business you deal with and so you can arrive at the metrics involved in the process. To find the stage you are at, check the gating metrics.



●
 
 Empathy



●
 
 Stickiness



●
 
 Virality



●
 
 Revenue



●
 
 Scale



Starting from the lowest one, you can pass onto the next gate by checking your present position. For instance, if you have found a need in the market that did not have enough suppliers, then you pass through the Empathy Gate.



At the second stage, you find the MVP (Minimum Viable Product) that satisfies the customers in the market now. The MVP has only the bare minimum features but takes care of the need of the customers. This is the Stickiness stage and the early users will find your solution easy to use.



The third analytic stage is Virality. It means that you have the product with all the features that the customer looks for and they like it. You need to make your product more cost efficient and attainable. Once you do this, you can pass on to the next stage. This stage is the Revenue stage where you get involved in the economics of the product.



Find means to optimize the revenue. The calculation involves determining how much of money you expect from the customer and how much money you spend to get the customer. If the first amount is at least three times the second, you have good margins. This brings you to your last stage. This we call Scale.



The Scale is the stage where you grow your business. You can make plans to allow the business to grow. More than getting the metrics and working with it, you should make the wise choice of metrics at all times.



This means that you should work with one metric that matters to you most. This may be Churn. If the Churn is less than 3%, it means your business is stable and growing. But, if the Churn is more than 3%, then it means that your business is in trouble and that you have to take action.



 
 
Use Metrics for Your Automation




Automation means letting the machines, here computers, do the work. This will involve three big steps other than the calculation and the setting up of metrics. They are as described below:



Put a Global Strategy based on Lean into Place



To be a global player, the businessman must have the access to the foreign markets. It is easy to build the market through the supply chain network or the sub-network if you invest enough money. This step is crucial and once this is in place, you have the means to merge your gains through Lean.



Every market has its risks and international exposure brings its own share with it. Use Lean methods of testing and placing new footholds in the market. Eliminating wasteful methods and time-consuming processes will be the starting point in the process.



Many companies used low-risk and low-cost strategies for making the market entry. One example of this is export. This proved fruitful for those companies that did not face much competition. Using the Lean strategy of labor reduction and cost optimization proved beneficial to the businessmen.



●
 
 Use of mobile app monetization



●
 
 Applicability of media sites



●
 
 Balance the inventory



●
 
 Create website content



You can hire the local delivery services to take care of making deliveries in foreign lands. This is the first basis for expansion. The second is to establish an online presence that helps you become a household name. You need to use mobile-friendly content and ads. This will get you to most of the people in the world because they all use mobile phones.



Completing the Transformation



Create an SEO friendly website that has links to heritage sites. Only this helps you establish your product on the internet. Facebook, Twitter, Tumblr, Instagram, WhatsApp, and the others provide more exposure for your product. Provide the links for all these on your website. Conduct contests that give rewards to the users that link your website to the most number of sites. The publicity is cheap but effective.



Get your customers and suppliers into the Lean chain



Integrating the supply chain and the delivery network through the market and finding the best point of entry and delivery for your product is the first step. Value stream management has lots of interest among Lean users because of the way it gives the best solution. To maintain market viability, you need to have a good delivery system.



The supply chain will succeed if your end users remain satisfied. Value-adding activities for your product will depend on the choice and deployment of the decoupling points. While agile systems are best applied to the downstream side of the decoupling point, the Lean system gets applied to the upstream side.



Use good bookkeeping software to keep track of the inventory and bill management. Also, add good content to your website to attract more visitors. Use well-written content by a professional to add real value to the website.









 
 
Conclusion








In this book, “Lean Analytics,” you learned how to use Lean technology. The success of Lean technology remains epitomized by the Toyota Motor Company that is on its way to becoming the largest automaker in the world.



Application of Lean Analytics helps you explore possibilities in every sphere and at all levels within an organization. You can use Lean in your workplace and if you have difficulty, use the services of a Lean expert.



Lean improves workplace efficiency by changing our approach to problems and in the way we figure out the solution. It is growing due to its continued success and will remain one of the dominant technologies of the future.
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Introduction










I want to thank you for choosing this book, ‘Lean Business’



American cartoonist and author Allen Saunders once said: “
 Life is what happens to you while you are busy making other plans
 .” Some people will have you believe that John Lennon said it, but that is not true. Regardless of who made this statement, it highlights an enigma that can be applied to businesses too. A business must be able to adapt to change since things rarely go according to what was planned. The same can be said for teams too.



In the era of technology, most businesses are shifting towards automation and artificial intelligence. The machine can do many processes. However, there are only a few businesses that are willing to accept that change.



For instance, if you own a company that sells floppy disks, you know you will never be able to make sales because the world has moved on from floppy disks. The same can be said about processes that are worked on in organizations.



Many processes in an organization or a team become redundant over a period after which they must be removed. This is when a company becomes a lean business. Over the course of the book, you will learn about lean businesses and their principles.



You will also gather information on how lean businesses foster innovations and how those innovations are used to improve the business culture.



Every employee in an organization is asked to learn the process he or she is working on and understand why that process is being worked on. However, the material provided for learning is often considered waste since there are multiple changes made to the processes.



A lean business ensures that its employees undergo a great learning and development program, which will help them hone their skills and capabilities. This book covers some tips that can be used to make learning lean in your organization.








 
 
Chapter One: What is Lean?










The core principle of lean is to minimize waste and maximize customer value. In other words, lean is to provide customers with products and services of greater value while using fewer resources.



Every lean business understands what the customers want and focuses on improving fundamental processes to meet those demands. The goal is to provide the customer with products and services of exceptional value through a process that has minimal or zero waste.



Lean thinking will change the areas that are focused on by management to accomplish this. Instead of focusing on separate technology, vertical departments and assets, the management will focus on how the flow of products and services can be optimized horizontally across assets, technology and departments to its customers.



The management will also need to look at how waste processes can be eliminated along the value stream. It will need to look at how processes can be optimized to reduce human time, human effort, space and capital, which help to reduce the cost incurred to finish the product or service.



Such companies can respond to the changing needs of their customers with high quality, high variety, speed and low cost. Information management will also become more accurate and more straightforward.







 
 
Lean Management for Production and Services




Most people believe that lean management works best in manufacturing. This is not true. Lean management can be applied to different businesses and processes and is not a cost reduction program or a tactic. It is a way of acting and thinking for the whole organization.



Businesses in all sectors and industries, including government and healthcare have started to use the lean principle to change the way they work and think. Many organizations choose not to call this type of management lean, but state that it is their system.



You may wonder why organizations do this. It is done to drive home the fact that lean management is not a short or long-term cost reduction program but is the way the company operates.



The term lean transformation is used to define a company that is moving away from old thinking towards a new way or lean way of thinking. This means that the company has started to change the way business is conducted which takes perseverance.



The term lean was coined in the late 1980s by a James Womack, Ph.D., who was leading a research team at an International Motor Vehicle Program at MIT, to describe Toyota’s business.







 
 
Lean Business Principles




Lean business principles entered the American business market in the early 1990s through the book “Lean Thinking.” Lean thinking originated in the manufacturing models in Toyota automotive in the late 1980s after the introduction of Kanban.



Lean models are now used in different industries to reduce time spent on delivering high-quality products and reducing the number of resources used to achieve that goal. Let us take a look at some lean model principles.




 
 
 
Value Identification




It is important to remember that value to a company begins and ends only with the stakeholders or customers. If a customer requires a specific product or service from your company, you must use all the resources you need to deliver the product within the stipulated time. It is essential for every business to identify the products or services that will add value to its customers.




 
 
 
Value Stream Mapping




When a business identifies the products and services that provide value to its customers, it should map every process and procedure that the company must follow to manufacture or produce that product or service. It is during the mapping process that the business can identify the steps that contribute to waste or add no value to the goal. For instance, if the business discovers the process to place orders by employees is complicated, it must either eliminate that process since it is a waste contributor.




 
 
 
Flow




When the business creates the process map, it will identify the steps that are unnecessary or waste contributors. The business must then remove those processes or steps to create a flow. This flow will ensure that there are no obstacles that will hinder the delivery of products or services to customers. For instance, if a gardening service must visit an off-site location to stock up on supplies, it will take a longer time to deliver its services. The business must look at whether it can increase on-site storage space to enhance the flow of the process.




 
 
 
Pull




Lean processes always produce based on the demand from customers, which makes the processes “pull processes.” Pull processes are those that call for the production of products and services on an as-wanted or as-needed basis. In service businesses, the delivery is always dependent on the workforce. For example, a pizza delivery service can choose to hire delivery executives based on the demand for pizza. If it is football season, there are bound to be more orders from customers. It is prudent for the business to hire more delivery executives during that period.




 
 
 
Perfection




It is important for a business to continually refine the first four principles to ensure that processes have minimal or no waste in them. The idea behind this principle is that any waste that goes unnoticed in the first four stages is always exposed over time.



It is important to eliminate that waste to help a business adapt to the changing needs of its customers.



Peter Hines has argued that the five principles of lean thinking may be insufficient for some or most contemporary business situations. He stated that businesses need to apply lean thinking only to some processes like order fulfillment without giving any regard to communication, leadership or quality management.



Therefore, it is essential to understand how lean thinking can be applied to help a business develop a holistic approach to the delivery of products and services.








 
 
Chapter Two: Lean Concepts and Tools










Lean companies employ the support of many concepts and tools that support the principles and also help to eliminate waste from the processes. This chapter covers some of the most critical tools that every business must be aware of.



 
 
Takt Time




A lean business must always look at ways to optimize processes to ensure that its customers and stakeholders are happy with the rate at which they have received their products. Takt time is the average rate at which any business must produce or execute products or transactions respectively based on the customer’s requirements and in the stipulated time.



Takt = (Time available to produce a product or service) / (Demands made by the customer)







 
 
Cellular Manufacturing




Cellular marketing aims to reduce the time taken to meet the customer or market’s demand and also to bring processes that produce similar products together. Workstations and equipment are arranged to bring different teams to manufacture similar products.







 
 
Continuous Flow




This tool ensures that the batch size is reduced to eliminate some constraints in the system. The business must identify a method by which it produces products or information that moves at a consistent pace from one step that adds value to the next with zero delays or waste in between.







 
 
Standardized Work




The business must create a document that lists out the processes or methods being used to produce goods and services to meet the calculated takt time. This helps to standardize tasks and enhance the full value stream.







 
 
Kanban and Pull Systems




Kanban is a tool used to schedule tasks and also instruct different departments with the tasks that it must complete to produce or manufacture different products and services. This tool was developed by Taiichi Ohno to improve the manufacturing process of Toyota automotive in the late 1980s. Every business must include a customer process that signals the manufacture or supply process to deliver the final product.







 
 
The Whys




A business must always ask the question “why” to get to the root of any problem that may arise during the process cycle. For example, if there is a delay to receive the raw material from the supplier, the business can ask the following questions:



•
 
 Why are we sticking to this supplier only?



•
 
 Why is there no backup supplier?









 
Level the Workload




Customer patterns are often variable, and the processes in every business are consistent in the sense that every process must be built to manage a defined quantity of work. This strategy can be adopted by many businesses to plan different types and volumes of work.







 
 
Problem Solving




Most companies implementing lean thinking in their business adopt the PDCA cycle, which is a logical and graphical representation of how most individuals in the company have solved problems. This allows the company to think that every process, regardless of the department, is a part of the process.



Plan
 : Establish the plan to achieve the final goal



Do
 : Implement the plan



Check
 : Collect, collate and analyze the results



Act
 : Implement reforms only if the business is unable to obtain the desired results



The business can create a system that can identify and solve problems by understanding the cause and implementing countermeasures to eliminate the problem.








 
 
Chapter Three: How to use Validated Ideas to Improve Working of Large Programs through Lean










If you asked people for the definition of lean management, you will often get different answers. Experts have stated that organizations with lean management have better experience, systems and higher profitability.



It is true that customer satisfaction is the primary focus in lean thinking and the idea is to remove any activities that a customer is not willing to pay for.



If people looked beyond these goals, they will observe that lean is quite complex and comprises of multiple elements. The following notions of lean have been identified:



•
 
 Lean management as a fixed goal or state which can loosely be translated into being lean



•
 
 Lean management as a defined set of working methods



•
 
 Lean management as a process of continuous improvement



•
 
 Lean management as an application philosophy







The key for any business willing to apply lean thinking is to identify a plan and start. It is not an easy task to transform a business into a lean business overnight and the process to become lean does not end.



Most businesses make the mistake of trying to become perfect as soon as they can. They forget that they must first improve their processes and become better before they can achieve perfection.



This chapter covers some ideas to help you implement lean management in the organization.







 
 
Work in Process related teams




Instead of working in financial roles or teams, process operators must work with teams that are process oriented. In most businesses and processes, the management is notified of any problem that may have arisen in the process and the management identifies a person who can solve that problem.



However, it is better to have teams that are self-directed, in the sense that there are people to address problems and solve them. A business can start with the necessary tools, but it should also understand that both thought and management must be changed for the organization to become a lean business. Often businesses do not transform into lean businesses not because of the failure to understand how lean tools and techniques need to be used, but the failure to change the management.







 
 
Correctly coach staff




If a business selects a few people to coach on how lean thinking can be implemented to improve processes, it will create a management group that can work with different teams and facilitate change and removes waste from the process.



The staff must first do and then be trained. It is unfortunate that staff cannot be trained to think or learn lean through PowerPoint. The principle of lean or the Toyota way is always to learn by doing. There are different approaches to applying lean thinking in business.



The Oliver Wight Approach runs an event that is action based which educates the team and also helps the team understand how lean thinking can be embedded into their process.



The team must create a process map and also identify steps that may be waste contributors. Additionally, they are also asked to create a plan and a budget using lean thinking. Another common approach is the Toyota approach where some members of a team are put into difficult situations that they must overcome. They are expected to identify a solution to the problem.







 
 
Start with Value Stream Models




As mentioned earlier, value stream mapping is a key principle of lean thinking. If this tool is used correctly, then the business can create a map of the process that is of value to the business and those that are waste contributors.



The value stream map is then used to understand why certain processes are considered waste and how they can be removed. Value stream mapping is a tool that should only be applied to product families that can be transformed immediately.







 
 
Implement Kaizen




The trainer or facilitator must be well versed with lean philosophy and tools. He or she should ensure that the training is focused on one problem since that helps to keep the training relevant to the business and also ensures that there are tangible outcomes from the training. Through Kaizen, some business processes can be completed in smaller time periods.







 
 
Organize around the value stream




In many businesses, management is organized by function or process. Managers own only some steps in the process, but there is nobody who is responsible for the complete value stream. It is recommended that every organization create a matrix where there are heads of departments, but there are managers who are associated with enhancing the value stream.



A person who has excellent leadership skills and is aware of the product and the processes followed should take care of the value stream and be accountable to stakeholders and customers.







 
 
Develop Feedback and Communication Channels




Through communication channels, people at different levels and in different teams can share their ideas and build synergy, which will help the business move towards a profitable future. Feedback channels allow customers to share their views about products and services, which enables the business to improve.







 
 
Use Value Stream Metrics




You must eliminate non-lean metrics that wreak havoc within teams and use those metrics that adhere to the value stream. This change will ensure that every employee in the organization works to the best of his or her abilities and delivers products and services of high quality.







 
 
Create a Positive Atmosphere




Most businesses will make mistakes when they switch to lean thinking and management. It is crucial to accept those mistakes and learn from them. The managers and staff in the business must be patient with the progress being made.



This helps to create an environment that is blame-free and supportive. A business should take risks at some stages to push their resources to achieve their goals.







 
 
Collect and collate data




Every business is driven by the analyses conducted on different types of data that are collected by various departments in the business. The business must use this data to change processes. This helps to remove the bias, both professional and emotional, out of decision-making and ensures that every employee in the business accepts the changes made.



It is also good to track the performance of every team and store that data for future reference. It is crucial to remember that lean management is not a project but is a way of business. You must track every process and review the flow regularly to remove any waste contributors.







 
 
Set a benchmark




It is always good to learn from businesses that have implemented lean thinking to understand and gain an idea of how it can be implemented in your business. Most companies are willing to present their change from being a non-lean company to a lean company. Every member in the management should network with the management from other businesses to understand how lean thinking and management can be implemented in their organization.







 
 
Never Give Up




It is difficult to change from a non-lean business to a lean business since most staff members are unable to accept change. Over time, they realize that lean thinking improves the processes that are performed in their business. They learn that they can optimize processes and remove useless or redundant processes from the flow that most customers are unwilling to pay for.



As a business, you must strive to transform both your management and your processes. Remember never to give up since the aim is to build a business that constantly improves to enhance profitability.









 
 
Chapter Four: How to Harness Lean to Foster Innovation and Develop New Ideas








There is a lot of talk about innovation and how companies have started to innovate their processes to work efficiently. But, what is the impact of using lean to foster innovation in business? The potential is huge, and it is essential that every business harness that potential if some criteria are met.



The word innovation can either excite or terrify us. Many people are skeptical about the innovation of processes in their company. But, there are others who are embracing this innovation with open arms.



The former group is stuck in their old ways while the latter are willing to unlock their creative potential to improve the business. However, there is one thing that is certain – the leaner a business, the easier it is to innovate the business.



The debate on how lean thinking can foster innovation is one that has gained popularity. But, what is innovation? Innovation can be defined as the process of changing or transforming a process or an idea into something new, which will make the lives of the employees in the business more accessible.



Regardless of what process the business is transforming – manufacturing technology, products, services, software and business models – any innovation should always lead to the maximization and creation of value for the stakeholder or customer. This means that the business should meet not only the needs and demands of the customer but also anticipate them. Apple is one company that has understood its customer group very well.



I am sure you know where this is leading. Lean is one process that is customer-driven, and every principle and tool is based on the idea of freeing up the business’s resources by removing waste and also maximizing the customers’ value.



This helps to include newer projects and also allocate some resources to those processes. Many people believe that a lean business can innovate processes since it encourages the employees to identify innovative ways to improve its processes.



The business community has realized that lean thinking is one model that should be used to foster innovation in business. Many organizations have used lean thinking as a foundation to innovate their ideas and processes.



Take Pixar, for instance, which is a company that has implemented feedback loops and team-based collaboration. This has helped employees overcome their creative block thereby triggering innovation.



It is also important to remember that it is not only businesses that can benefit from lean thinking. Social, economic and environmental problems have become driving forces behind innovation. People and businesses should be respectful and mindful of the resources of our planet before they begin to innovate.



This innovation should contribute to solving the challenges of our time. Toyota Automotive has taught the world that lean thinking improves the society. This is further proof that lean thinking and innovation are a perfect match.



It has been proved that lean thinking is more superior to traditional manufacturing. But, one has to remember that lean thinking is more about improving the management system and leadership behavior. Lean drives innovation and is an approach that is based on learning. However, certain conditions have to be in place for lean management to succeed.







 
 
Organizational Structure for Lean Innovation




An organization must have the right structure to foster innovation through lean thinking. Companies must always be inclusive in the sense that every stakeholder must participate in the decisions that the company makes.



For example, employees, engineers, suppliers, scientists and customers must agree upon every decision that is made by the company to maximize value for the customers. Every function that takes place in a business must be included in innovation, and this is what lean thinking teaches us.



The phenomenon of “open innovation” arises when every team in an organization is included in the process of innovation. This concept suggests that every innovative idea must be welcome even if it is coming from outside the organization. Businesses can take ideas that were coined by college students, scientists, young entrepreneurs and sometimes amateurs as well.



A striking example of this phenomenon is Wikipedia. Any person who has additional information about a particular concept can make changes to pages in Wikipedia. Some traditional organizations are catching up and accepting products that were invented outside the organization.



A company that is open to innovation must have a flat organizational structure since vertical structures have been known to fail. Business leaders must always identify the processes or layers in the structure that add value to their customers. There are a few strategies that a business can use to foster innovation through lean thinking in their organization.







 
 
How to Start the Process of Innovation and Experimentation





 
 
 
Understand why




Most businesses have started to innovate their processes. As mentioned earlier, the ideas can be taken from outside the business. This does not mean that a business should always choose ideas from outside the organization. If the business is unable to sketch or draft an idea that can maximize value for the customers, it does not understand the process fully. Additionally, it cannot implement new ideas successfully if it does not understand how those ideas benefit the company and the customer.




 
 
 
Business Factors




The management must always look at the business factors in their business and their competitors’ businesses. If the factors used to conduct processes are the same, no innovation has been made to the process. This reduces the competitive advantage that the business may have over its competitors.




 
 
 
Business Model Diagram




If there are any competitive barriers, they must be removed to start improving and innovating processes. The management must outline the key activities, partners, cost structure, revenue stream and value propositions and observe them keenly to understand if any changes can be made.




 
 
 
Value Matrix




If there are any products or services that the customers do not appreciate or want, these can be removed from the value stream to enhance the process. This allows businesses to invest in fewer resources and add more value to the products and services. Businesses will have the ability to elevate the elements of the business that are bringing in more value and also create different purchases that are in line with the demands of the customers.




 
 
 
Strategy Profile




Businesses must revisit their business strategies and their competitors to identify areas where they can innovate and newer areas of business that can be tapped into. This will help the business identify new areas of work and also develop products and services within that area of work.




 
 
 
Business Model Diagram




Businesses must always identify ways to solve problems and also identify new ways to develop and enhance customer relationships. There was one landscaping company that passed the following message to different households by flinging Frisbees into their yards – “We work on your neighbor’s lawn. Let us work on yours too!”



If the customer had never thought of hiring a landscaping company before, they might think about it twice since it will make their life easier.




 
 
 
Experimentation




Every business is allowed to fail. If there is a new concept that has been developed, the business should put it into action to see how the customers view it. There is a possibility that the idea may fail, but it is all right to fail. This helps the business identify what can be done better the next time an idea is implemented.




 
 
 
Renewal




Ideas that have been implemented should never be ignored. The business must revisit the ideas and see what can be improved to enhance customer experience. Always make upgrades to existing ideas since innovation is an ongoing process.








 
 
Chapter Five: How to Foster Learning and Experimentation through Lean










A learning organization is not different from lean management. Learning is a process that is embedded in lean management. An organization where teams learn from everyday processes and also experiment with innovations and changes made to a process is called a lean and learning organization.



Every employee in an organization must learn every day about the processes and enhance their knowledge of the processes. This will enable the employees to cater to any problems that may occur during the process. Every employee must focus on the following questions:



•
 
 What have I learned today?



•
 
 Have I implemented any new changes to an existing process?



•
 
 Have I experimented with new processes?



•
 
 What is the data trying to tell me today?







Learning organizations are not the current trend, and there are very few businesses that have begun to learn about the processes and have tried to innovate those processes. What every business must remember is that learning provides the business with an environment where employees are given the freedom to think and also embrace the idea that solutions to work-related problems are found in their mind.



The employee must always tap into his or her knowledge base and use that knowledge to develop concepts and ideas that will improve the process.



In a lean business, learning is not restricted to training only. Training does help the employees develop some skills and also grasp and understanding of how the company functions. But, through learning, the employees will develop better skills and more knowledge that can enhance the profitability of the company.







 
 
Learning Model




The following learning model can be implemented in businesses to enhance learning.




 
 
 
Level 1




Every employee must learn the process, procedures, understand why a process is being done the way it is and also some essential facts about the process. This is a level of learning that applies to processes where only minor changes can be made.




 
 
 
Level 2




Learn new skills that can be transferred to situations at work. If the employee is in a new situation or has been shifted to a new process, he or she must have the ability to respond to changes in the process. The business can also choose to bring in outside expertise for this level of learning. There can be training that will help employees enhance their skills.




 
 
 
Level 3




Employees must always learn to adapt. This is a level of learning that applies to situations that are dynamic and where every solution must be developed. Experimentation and learning from failure are two ways of learning in this level.




 
 
 
Level 4




This is where an employee learns to learn. This is about how an employee can be creative and innovate processes. He or she can learn to design processes for the future. Knowledge is reframed at this level, and every assumption made by an employee is challenged.



Learning organizations set employees free. They are not required to be passive players in the business but can learn to express their views and ideas and also challenge those ideas and their skills to improve the work environment. Employees can create an environment where they can create and achieve the results that they truly desire.







 
 
Learning Culture




It is difficult to establish a learning culture in organizations that are not lean since they are comfortable in old practices and rarely find the necessity to change their processes. That being said, it is hard to establish a learning culture in any business. This section provides some aspects that a business should consider when it is keen on developing a learning culture.




 
 
 
External or Future Orientation




Organizations that have external or future orientation can understand their environment. Some teams comprise of senior members of the organization who take some time out of their busy day to develop a plan for the future. Additionally, the business can also choose to employ advisors who can help them plan their business.




 
 
 
Free Flow and Exchange of Information




There should be some systems in place that ensure that there are experts available whenever needed. Employees must have the chance to expand their horizons and also network with employees or professionals from other companies. This will give them an opportunity to enhance their knowledge of different processes, which will help them become experts in the process.




 
 
 
Commitment to Personal Development and Learning




With the support from the top management, employees must have the chance to learn. Employees who make an effort to learn regularly must be rewarded. This act will ensure that other employees also step forward and learn more. The employees must also be given the time to learn and also be encouraged to think lean which will help to remove waste from processes.




 
 
 
Trust and Openness




Every individual must be encouraged to develop or create ideas that will improve processes. They must also be allowed to voice their opinion, even if it is different from what other employees think since that gives rise to diversity. Views should be challenged.




 
 
 
Valuing Employees




Any idea that is developed by an employee should be tried and tested. An employee must be valued, and his or her thought process must be stimulated. If the idea is experimented and fails, the employee must learn from that failure and develop an idea that overcomes any errors.



In simpler words, a learning organization does not only implement ideas developed by senior management. It also allows employees to express their views.



 
 
Lean thinking is about creating a learning organization




It is important to remember that lean businesses are not only about the processes, it is also about learning. Every process is a great tool to transform an organization into a learning organization. This should be the goal that every organization must achieve in the current market and economy.



The disruption, complexity and change are going to continue, and the rate at which these phenomena are occurring will only increase with time. The only competitive advantage that any business has in this economy is the ability to adapt, and the only way a business can adapt is by learning continually.



If a business wants to compete in the information-saturated economy, it is necessary for it to remain competitive, dynamic and to look for ways to improve its processes. It is essential to remember that change is the only constant in every organization and every business must rid itself of the traditional hierarchy that often averse to change.



A learning organization embraces change and creates reference points that help to rebuild the structure. Learning organizations are healthier since they:



•
 
 Increase the ability to accept and manage change



•
 
 Garner and encourage independent thought



•
 
 Improve quality



•
 
 Give employees hope that things can always get better



•
 
 Develop a committed organization and workforce



•
 
 Stretch and expand perceived limits







To create a learning organization the management or leadership must be effective. This means that leadership cannot follow the traditional hierarchy but must consist of a mixed group of people from different levels in the system.



The business must also accept that every employee can solve some problems that may occur in the organization. The business must give employees the benefit of doubt and encourage them to voice their opinion, which will help the business forge ahead and create a bright future.



An organization must never consider itself separate from the world. It is only when it connects to the world that it can build a learning culture and environment.



One of the biggest challenges that every business must overcome is the way it identifies people within the organization. Only when every employee is considered equal is there a possibility to develop a learning organization.








 
 
Chapter Six: How can a Business Identify Value with Lean










Lean businesses always identify ways to maximize the value for their customers, which is the core objective of lean thinking. Most people are under the notion that lean thinking can only be implemented in sales and marketing departments since those departments work directly with customers.



This is not true since lean thinking is now being used to deliver value products to stakeholders of all departments.



Most people view lean as a tool that can be used to eliminate waste from processes and internal mechanisms thereby maximizing the value for the customer. But lean is a business process and kaizen is its cultural center. This is an important aspect to consider when a business wants to identify the value of long-term processes.



Most businesses still believe that lean thinking is a way for the demand side since they are not looking at the value stream. These businesses can make better profits since the demand for their products exceeds their supply.



However, most businesses are in a market where supply exceeds demand. Take mobile phones for instance. Numerous companies have been set up in different parts of the world that develop new phone models every day.



However, most people choose to purchase Apple products, because the business has catered to the demands of the product and has always tried to identify ways to maximize the value of the customer. Therefore, businesses must remember that lean is not only about removing waste from the process, but also about identifying ways to enhance the value stream to maximize the value of the product.



There is no company in today’s economy that rejects more prospects or refuses orders. The business must always look for ways to drive revenue. Therefore, a business must improve continually to enhance and improve the processes in the value stream. So, how does a business use lean thinking to identify value?



•
 
 Understand the demands of stakeholders and customers



•
 
 Identify elements in the process that are waste contributors and those that affect the quality of the product







If a business is implementing lean thinking, it must eliminate processes that contribute to waste and those that do not add any value to the product or service. A business will view every activity that it performs and views the steps to see if each of them adds value to the final product or service.



An activity is defined as a waste contributor if it adds cost and takes time to complete but does not improve the final product that is delivered to the stakeholder or customer. Every business focuses on how to shorten the timeline and how the value flow between the business and customer can be improved.



The value is identified by becoming a faster, cheaper and better business. In simpler words, a business must always change its processes to produce goods and services that a customer is willing to pay for.



Another way to identify value is by defining the internal customers or stakeholders. These internal stakeholders are members of each department that use outputs of one department as input to achieve their business goals and objectives. Regardless of whether a business is working with internal or external customers, it must focus on how the customers are satisfied rather how well they are satisfied. The fundamental of lean thinking then changes to the following – “if a process is improved, the value of the process is also improved.”



Most businesses are product-focused. These businesses cannot view the market or access the market to become the best. They also make the mistake of looking at the value of the product or service and how it will help the customer. Businesses must remember that the idea of value is abstract and there is no real definition. The business must always identify ways to create, identify and deliver value to its customers.









 
Ways to Add Value





 
 
 
Faster and Better




The business must identify ways to deliver products of high quality to customers either before the promised time or on time. Every individual is impatient and a person who has finally taken a look at a product will want it yesterday. If the business can deliver faster, more customers will flock towards the business since there is a direct perceived correlation between the value of offering and the speed at which it is offered.




 
 
 
Better Quality




The key is to remember that every customer wants products that are of better quality. Therefore, every business must develop products that are of greater quality when compared to the products of its competitors. A business must remember that the customer defines quality. A business must always find out what its customers want and develop products with high quality for them.




 
 
 
Always Add More Value




Always add value to the product. Most businesses in an industry deliver the same or similar products. For any business to stand out, it must offer something that other businesses do not offer. Apple is an excellent example of this point.




 
 
 
Increase convenience




You have to identify ways to eliminate processes that make it difficult for customers to place their orders with ease. There are issues when the customer needs to go through elaborate processes to place an order. If that is the case, customers will choose businesses where it is easy for them to place their orders. Lean thinking plays a key role here since the business will need to identify waste contributors and remove them thereby adding value to the process.




 
 
 
Improve Customer Service




It is important to remember that human beings are emotional and this is a factor that every business must include in its customer service. The business must identify a way to tap into the emotions of its customers by being warm, friendly, cheerful and helpful. A business must ensure that it always helps its customers regardless of how big or small the request is.




 
 
 
Changing Lifestyle




Businesses must identify how lifestyles are changing and how these changes impact customers. They must collect data and make sound decisions to improve the value of their products and services. It is important to understand that every customer has a different taste and a business must find a way to tap into those tastes and deliver products of excellent quality.



A business can also have the ability to move into new markets and provide customers with better products and services.




 
 
 
Offer Discounts




Planned discounting will add value and wealth to a business. If a business has a surplus of products, it must identify ways to sell those products in higher volumes. Most supermarkets, like Costco, give customers the chance to buy large volumes of a product at a lower rate. The business can also pass on the savings to the customer and also make profits by selling more significant volumes of some products.



When a business wants to identify ways to enhance the value of its products and services, it will look at ways to increase the speed at which it delivers products and also find ways to improve the quality of the products.



This is when they begin to innovate and identify new processes that can maximize the value of a product for the customer. Businesses must always function with the customers in their minds since they define the business.



If a customer believes that a business is honest and the products delivered are of great quality, word will spread across the market and more customers will switch to that business. Therefore, a business must always identify ways to enhance value for its customers.








 
 
Conclusion










Lean thinking is a way of business and not just a business project. There are only some businesses that have begun to use lean thinking to enhance and improve processes and also maximize customer value. The group of businesses that do not implement lean thinking is afraid of change. However, change is the only constant in the market and life.



Lean thinking requires a change not only in the processes but also in the management and leadership since the business has to be open to new thoughts and ideas.



Through lean management and thinking, a business can encourage its employees to identify ways to improve processes and also innovate or develop new processes that maximize value. This creates a sense of equality in the organization since every employee has the right to voice his or her opinion.



Over the course of the book, you will learn about lean thinking and the different principles and tools of lean thinking.



The book will also help you understand how an environment for innovation and learning can be built in the business.



A business must always work towards maximizing value. This book covers some points that a business must consider to do the same.
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Introduction








Over so many decades, the Japanese people have come to be associated with excellence, innovation, efficiency (c'mon, aren't the most fuel-efficient cars in the world Japanese?), resiliency and economic success. And why not? From the ashes of defeat after World War 2 and with very little by way of natural resources, they were able to rise to become the world's second biggest economy next only to the juggernaut that's the United States - at least before the sleeping economic giant that is China woke up.







Today, Japan is still one of the top 3 to 5 economic powerhouses in the world. And that's a testament to the Japanese way of doing things.







All of us can learn how to succeed in life through Japan's philosophies and culture. They've walked the talk and now, their walk is doing the talking. And if there's one Japanese philosophy that we all would benefit much from learning, it's the Kaizen philosophy of continuous improvement.







And in this book, we'll take a look into this amazing Japanese philosophy and how we can apply it to our personal and professional lives to be more successful. In particular, we'll be looking at the key principles of this amazing philosophy so the philosophy can come alive in practical ways, which can make it easier for us to apply in daily life.







If you're ready, turn the page so we can begin!









 
Chapter 1 - Why Continuous Improvement?








"Rome wasn't built in a day, but they were busy laying bricks by the hour." - John Heywood, English playwright







I want you to imagine one of the 7-wonders of the world, the Egyptian pyramids. I haven't been there personally, but the people I knew who have would tell me pictures don't do justice to the pyramids' grandeur. The size, the symmetry - you just knew that these grand creations (man-made or otherwise) weren't put up as fast as you can cook food in a microwave oven.







It doesn't take a genius to figure out that to be able to build something as massive and as enduring as the Egyptian pyramids, lots of work and time were needed.







It's the same with personal and professional accomplishments, i.e., we can't just experience them with one, two, or three drops of hard and smart work. No - it takes an accumulation of productive actions over time to achieve meaningful successes in any areas of our lives. And often times, even our previous successes don't mean much after a year or two unless we continue to build on them.







This is because not only do we live in a world where change is the only permanent thing but the world we live in now has never been as dynamic or fast-changing as it is today. In other words, we need to be able to adapt to our world's ever-changing requirements if we want to experience consistent and massive successes in the most important areas of our lives.







And the only way to adapt to a world whose benchmarks or standards for success continue to change is to continuously improve. There's just no other way. Allow me to give a practical example of this truth.







Aunt Ning







My Aunt Ning is old now and as such, she's pretty much set in her ways and personal changes, if any, are practically "taboo" to her. And that's understandable because at her age and condition, adapting to today's modern world - especially if there's no need for it - can be as difficult for her as it is to bench-press 300 pounds with a body weight of only 100 pounds.







But life can have a way of "forcing" people to improve even if they don't want to. Aunt Ning was ok with using an old-school brick phone, also called a candy bar phone. You know, those phones that still use actual keypads instead of a touchscreen. She was also never into the Internet, including emails and the like. If it were up to her, she'd be happy just using a brick phone and being offline.







Then phone manufacturers started phasing out brick phones and focused entirely on touchscreen phones. Because she could no longer get a new brick phone after her last one died, she had no choice but to learn how to use a smart phone.







And in the process of upping up her "game," she also learned how to use - and love - the Internet, especially Facebook and YouTube! These improvements in her life enabled her to enjoy life even more by now being able to connect with friends and relatives from faraway places on an almost daily basis, which she couldn't do with the off-line phones of the past.







And more than just being able to connect with more and more of her friends and relatives, she was also able to learn much more things such as recipes and homemade cures for common ailments, which she was able to share with her own family.







A small change in her life, which was learning how to use a smartphone, opened up so many other small changes that added up to make her life a much joyful and fulfilling one today. Had she decided to defy change and refused to improve herself by learning how to use a smartphone, she wouldn't have been able to enjoy the beautiful successes in her life personal life that were only possible through learning to use a smartphone and consequently, the Internet.







Lasting Success







There's a reason why rock bands like Metallica continue to fill up stadiums today decades after their mainstream-busting album Black came out in the 1990s and rock bands like Dokken are no longer around.







That reason is continuous improvement. Metallica paid close attention to the changes that were happening not just in the music industry but with technology as well. They leveraged on it by learning how to "improve" the songs and albums they were coming out with in accordance with what their fans and the general rock-music audiences wanted.







They also learned how this thing called "multi-media" works, embraced it, and exploited it to their advantage. How many bands - or even solo artists - do you know whose concert attendees include 40-plus year-old fathers and their teenaged sons?







Because Metallica didn't rest on their laurels and continued to improve their music and multimedia presence, they continue to rock out to sold-out stadiums after more than 37 years in the business!







There's nothing much to say about Dokken, really. The fact that you don't even know of them speaks of how much premium they placed on continuous improvement.







And if you and I want to be more like Metallica in terms of massive and lasting personal and professional success, we need to embrace continuous improvement with open arms - and keep it there!



Chapter 2 - The Kaizen Way







The Japanese - God bless their great nation - have a unique philosophy on continuous improvement, which is called Kaizen. The word is a combination of two Japanese words: "kai," which means change, and "Zen" meaning good. In simple terms, kaizen means, "changing for the better."







In the business world, Kaizen is a way by which an organization's activities are grouped together using the principles of economy, order, discipline, and common sense. In many businesses that have lean production or manufacturing processes, Kaizen is an indispensable part and substantial contributor.







Kaizen pertains to undertakings that seek to improve business processes or functions on a continuing basis and involves everyone in an organization from the chief executive officer all the way down to the lowest ranking employee or volunteer. In Japan, it's normal to call any technique that improves the way businesses are run as "Kaizen."







Kaizen and Your Personal and Professional Success







Success is all about being able to accomplish goals both big and small. However, some goals are just too big to go at one swing, which can be quite overwhelming. They can be so daunting that merely taking the first step towards accomplishing them can be so intimidating that the temptation to procrastinate or completely ditch such a goal can become so strong.







Very big goals, which include very rapid and radical personal and professional changes, may initially sound good but when you really think about it, can, make people even more resistant to necessary changes.







If you insist on having very big and lofty goals, your chances of experiencing successful and continuous self-improvement are much lower and become discouraged from continuing.







Also, you'll need significantly more resources to succeed with very large goals. And finally, life can throw so many curveballs that can make it harder and harder to successfully accomplish very large goals, let alone accomplish several on a continuing basis.







It's for these reasons why Kaizen involves making small and continuous improvements to your life's most important areas, from personal to professional. With smaller but continuous improvement goals, your chances of success are much, much higher.







Even better, such small changes accumulate and compound over time resulting in more meaningful improvements, much like how compounding interest works.







We'll talk about the power of incremental changes in more detail in Chapter 3.







The History of Kaizen







The story that is Kaizen began when Toyota Motors in Japan started to apply the concept of "quality circles" in its car-production processes, which as partly influenced by teachings of management gurus who have visited Japan after the Second World War.







A quality circle refers to a group of employees or workers with similar or identical duties and responsibilities that regularly convene to identify, evaluate, and address work-related challenges.







This concept garnered a lot of buzz in the Japanese business sector during the 1950s and to this day, the concept of the quality circles or Kaizen groups continues to be practiced in Japan.







The Kaizen business philosophy and practice was popularized the world over thanks largely to Masaaki Imai's works. He was a prominent management consultant and organizational theorist in Japan and was popularly known by his works on quality management, which prominently included the Kaizen practice.







He started to introduce the Kaizen way of business productivity to companies in the west by putting up the Kaizen Institute Consulting Group or KICG. Today, KICG's teams have conducted Kaizen courses and implemented Kaizen methodologies to practically all types of businesses the world over.







And because the Kaizen philosophy's been successfully applied to all kinds of businesses, there's no doubt that we can apply it to our own personal and professional lives as well.







Kaizen Blitz or Event







Kaizen blitzes or events refer to the activities that aim to solve or address specific productivity problems or challenges by employing the Kaizen philosophy. Kaizen events are development projects that are so focused that they can come up with breakthrough improvements within a very brief period of time. And by "brief" I mean an average of two to ten days.







For Kaizen events to be able to accomplish such meaningful results in short periods of time, they need three things: a very clear and concise goal, readily available resources, and fast results. When these three things are present, Kaizen events can produce meaningful, clear, motivating, and satisfying results.







On a personal note, Kaizen events will refer to our personal endeavors or activities that have very clear goals, which are supported with the necessary tools and resources and can provide meaningful results that will allow us to accumulate many smaller improvements or "victories" en route to bigger personal successes.







Key Kaizen Principles







To effectively implement Kaizen in our lives, we'll need to learn its foundational principles, which will guide us when we embark on continuous improvement endeavors. These principles are:



−
 
 Continuous Improvement
 : Companies that implement Kaizen in their business communicate to the world that as an organization, they don't rest on their laurels, i.e., they will not succumb to the temptation of believing that they've already a "good enough" level of service or product and in the process, become complacent. Kaizen-adopting companies are always looking for ways to improve - even in the smallest ways.



On a personal level, be it with our relationships, personal growth, or professional endeavors, we can apply the same principle to experience massive success in life. If we'll be honest with ourselves, we know that all of us aren't perfect and as such, there'll always room for improvement, however, small such improvements may be. Heck, even people like Bill Gates, Elon Musk, and Oprah Winfrey continue to work on themselves despite their already very lofty statuses in life because they know deep within that they can't rest on their laurels if they want to continue being very successful in what they believe they're called to do in life.







−
 
 Getting Rid Of Antiquated Practices:
  One of the biggest reasons why many people and organizations become complacent and aren't able to continue improving is because they hold on to practices and traditions that are antiquated, i.e., outdated and are no longer relevant or working as effectively as expected.



One such company was Netscape. If you're not familiar with Netscape, it's because it's already dead! And why did it die a rather quick death after achieving the pinnacle of success as the world's primary web browser development company? It became complacent and hung on to antiquated practices that no longer served their markets as efficiently as its primary competitor back then, which was Microsoft. And guess who's still around the block and still making hay because the sun continues to shine on them?



That's right - Microsoft! And the reason why they're still very much alive and kicking is because they continue to seek ways to improve and in the process, continue to stay very relevant to their customers.



On a personal level, we also need to get rid of antiquated practices or beliefs, the latter is what leading self-help guru Vishien Lakhiani of Mindvalley calls "brules" or b$llsh!% rules. These practices or beliefs, while they may have served us very well in the past, are no longer applicable or relevant today to the point that they aren't just not serving their purpose but they're hindering us from fulfilling ours. One brule or antiquated practice is using a pager.



What's the point of using it when the technology supporting it no longer exists? Many people stopped using it simply because the death of its supporting technology forced them to stop but if such technology was still alive, chances are that some people would continue using it despite the availability of more efficient devices.







−
 
 Proactivity
 : The term "proactive" was popularized by the late, great self-help guru Stephen Covey in his groundbreaking bestselling self-help book "The 7 Habits of Highly Effective People." In it, he defined the word proactive as having the initiative to do things without being told or being compelled to by exigencies. He also defined the word as having the attitude of accountability, i.e., taking responsibility for one's actions, the results of such actions, and his or her situation. Instead of saying "It's not my fault that I'm poor - I was born into a very poor family!" we can say, "I may have been poor, but if I die poor, it's on me."



Why is being proactive a crucial principle in the Kaizen philosophy? It's because if every person in an organization deflects his or her responsibilities at work, how will the organization move and get things done? If people need to always make excuses for procrastinating or failing to fulfill their responsibilities, organizations will just be throwing precious resources away and end up not being able to accomplish the things they need to.



And because continuous improvements often involve things that are not yet urgent or don't appear to be important as of that moment, it takes proactivity to consistently go after them. And if people don't take responsibility for them in the organization, no one will do their part.



For the same reasons, we need to develop a proactive attitude if we're to successfully and consistently apply the philosophy of Kaizen in our lives and eventually, experience massive success in both our personal and professional lives. We can't afford to wait for some exigency to compel us to "level up" because by then, incremental changes may no longer suffice and only radical, one-time-big-time changes may work, which are much harder to accomplish.







−
 
 Never Take New Methods For Granted
 : If one of the principles of Kaizen is ditching antiquated practices and beliefs, it doesn't imply that the latest ones will automatically work or be much better than the old ones. Remember, antiquated doesn't necessarily mean "old" - it implies something's no longer relevant, applicable, or effective based on current circumstances. But old practices and beliefs can continue to be relevant and effective, such as the age-old practice of honoring our parents or not stealing. Even if more and more people are treating their parents like crap, it doesn't mean we should readily adapt such a new and "modern" belief and practice it because simply put, it's just not relevant, effective or right.



A very practical example of this principle was my recent purchase of an app called Recastly. It was an app that was promoted as a revolutionary new way of creating marketing videos that can really help draw in more leads for your online marketing efforts. It was an app that automatically generates sub-titles for your videos, which is a very helpful feature when it comes to online marketing videos.



But while it was new and revolutionary, I found it to be a waste of both my time and money because it hardly ever worked for the 4 months that I used it and worse, customer support replies after an average of about 3 weeks per message.



At the end of the day, I compelled them to refund me and I had to go back to old school style of generating subtitles for marketing videos. The new failed to trump the old and the old still crushes the new, in that instance.







−
 
 Correct The Wrongs
 : Continuous improvements will involve errors along the way. In fact, it's often through errors that we'll know what things we'll need to improve on. That's why Kaizen-companies take process or transactional errors or glitches seriously - they provide insights for further improvements.



It's no different with our personal and professional lives. Things can - and will - go wrong along the way. The key to handling them well is perspective: will we look at errors, mistakes and failures as such or as opportunities for continuous improvement? Our perspective can make a huge difference. If we look at "wrongs" as failures, chances are we may become more discouraged than encouraged and when that happens, we may not take any action to correct them as soon as possible.



But if we look at them in the same way we do free lunches, i.e., opportunities to seize, then we will be encouraged and be stoked to work on them as soon as we can so we can continue making improvements that will further build up on our personal and professional successes.







−
 
 Empower Others To Speak
 : Kaizen-practicing companies are able to successfully improve their business processes and bottom lines consistently because they have access to goldmines of ideas for continuous improvement. And how are they able to access such goldmines? By empowering everybody in their organization to speak up and provide potentially important information that can help the organization continue making improvements to their processes or fix long-standing challenges.







It doesn't mean everybody's opinions will be acted upon. It just means these organizations acknowledge everybody's potential to provide information or suggestions that can enable the organization to solve existing challenges or continue to make improvements.







We can do the same in our personal lives even if we don't have a company or employees under us. We can empower the people closest to us to speak up when needed so we can continue making incremental changes or improvements in various areas of our lives that can add up to our personal and professional successes.



They can include our parents, our siblings, our closest friends, our work colleagues - especially those we think are always trying to get on our nerves. While it can be quite irritating to hear from such work colleagues or from people who seem to be very critical to us, they can be goldmines for self-improvement information because they don't have any desire to kiss our butts and get into our good graces. As such, we can be assured that at the very least, they're not pulling any punches that can help us become much better people.



More than just being goldmines for information on the things where we can make improvements, we can also empower others to speak up in terms of ideas on how to implement improvements or changes that we've already identified as important. We can think of this as crowdsourcing of implementation ideas. People who aren't directly involved have a higher chance of providing objective ideas and perspectives on how to best implement important changes or improvements in our lives.



−
 
 Ask Why Five Times
 : Prior to finalizing any important decisions, we must ensure that such decisions can really address the root issue or challenge we're facing that needs to be addressed through improvements. Often times, we don't get to the root causes because we stop asking prematurely. To ensure a very high degree of success in terms of fleshing out root issues or challenges, asking "why" (five times) can become a very good way to learn. Often times, the real root causes of issues and challenges are uncovered after asking "why?" at least three to five times. And nothing else can optimize our chances of making meaningful incremental changes than knowing the areas of our lives that really need to be addressed and nothing else can derail our self-improvement efforts by barking at the wrong tree due to inability to address the root causes of issues and problems.







−
 
 Economy
 : Being able to consistently make incremental changes or improvements in our lives require that we have enough resources for them. That's why it's important that the incremental improvements we make in our lives are economical, i.e., cost-efficient. What good will it do if our personal finances suffer in the name of self-improvement? And when you look at how Kaizen's applied by businesses, cost-cutting or saving more money is often at the heart of such improvements.



Cutting down on unnecessary expenses is almost always a continuing self-improvement effort because many of the things we need to do in life require having enough funds. Whether it's to get into excellent health and fitness or being able to leave our children a good inheritance, money's needed. And the more money we're able to save, the more resources we can have for continuing self-improvement whether it's in our personal lives (relationships, personal growth, etc.) or our professional lives (business, work, investments, etc.).







−
 
 Never Stop
 : As I write this, a thought just popped into my head: the theme song of any Kaizen practitioner, whether an individual or a company, should be Bon Jovi's hit song Sleep When I'm Dead. This is because that's what Kaizen's all about - continuous improvements, however small, for as long as we're alive. Nobody's perfect and as such, there'll always be room for improvement. And if we never stop improving, opportunities for greater personal and professional success won't be far behind.







Of Wastes







The Kaizen philosophy attempts to achieve perfection - the key word being "attempt" - by getting rid of waste in one's workplaces. This means that the ultimate goal of Kaizen is to optimize productivity with little to no wastages by standardizing processes and activities and more importantly, always continuing to improve them.







And speaking of workplace wastes or gemba muda, some of them include:



−
 
 Delays;



−
 
 Excess inventory;



−
 
 Over-processing, or spending more time than necessary on an activity or process;



−
 
 Activities that aren't only unnecessary but are also damaging or detrimental to the producer or the process; and



−
 
 Defects.







While these "wastes" are in the context of manufacturing or business settings, these can also be placed within the context of our personal and professional situations. Here's how we can do that:



−
 
 Delays: These can refer to things that keep us from being able to accomplish things on time such as the habit of procrastination and not giving ourselves extra commuting time to work or other appointments that can cause us to get there late.







−
 
 Excess Inventory: This can refer to things like our body weight, which can make us feel lethargic or heavy enough to be significantly less productive and even sick, and having too many commitments that spread us too thin.











−
 
 Over-Processing Or Spending More Time Than Necessary On An Activity Or Process: This can refer to situations that are taking more time than what we budgeted for such as when we submit a very hastily and poorly written report to our boss and he requires us to rewrite the whole thing because it's so poorly written to the point it's hard to make sense of it. This means we can end up spending twice the amount of time working on it compared to taking the time to self-edit the thing before submitting it.







−
 
 Detrimental Activities: These refer to those that can result in economic, emotional, or personal wastage or loss such as going to the club on weeknights when there's work the next morning, or when we choose to keep our Facebook or YouTube apps on while working on an urgent and very important report that needs to be submitted in a couple of hours.







−
 
 Defects: These can refer to sloppy or poorly done work that requires much remedial action that can set us back significantly in terms of turn-around time or money.







When done properly and consistently, Kaizen can - through different self-improvement endeavors - can help us minimize such wastes in our personal and professional activities.







Success - whether in our personal or professional lives - require a great deal of productivity, which is the ability to get more things done for less because all of us have the same amount of time every day. The key to both successes is to accomplish more within the same 24 hours than most other people and we can only do that when we reduce wastages in our lives to the least possible level.













 
Chapter 3 - Incremental Change and Innovation








The Kaizen philosophy of continuous change is hinged upon the concept of making incremental change and innovation on a continual basis, which is the opposite of what other "experts" vouch for, which is radical innovation or improvements. So why does Kaizen promote incremental change?







Rome Wasn't Built In A Day...







"...but they were busy laying bricks by the hour." is how the complete saying goes. Something as grand as Rome or the Egyptian pyramids took so many years to complete. For a modern example, take a look at the Burj Khalifa, which is the world's tallest building today. Or take a look at any building in the central business district. They weren't assembled together in one fell swoop.







They were put up in increments, i.e., one section at a time. Obviously, the glass panels and the expensive lavatories couldn't have been installed until the basic frameworks were constructed, which couldn't have been done had the foundations weren't established yet.







If we're to compare our personal and professional successes to buildings and pyramids and civilizations, it's clear that the best way to experience meaningful and enduring successes is by one change or innovation at a time. We first lay strong foundational improvements or changes, upon which other incremental changes can be built upon.







For example, it would be very hard - and unsustainable to lose 50 pounds of body fat in 2 months. Not only would that be very hard, but it could also affect the way we take care of other areas of our lives given the extreme caloric restrictions needed to lose as much as 50 pounds in 2 months. That's an example of a radical improvement or change.







Incremental change or improvements would mean breaking down our 50-pound target weight loss into 5 or 10 "goal chunks" of 10 or 5 pounds each, respectively, where we can aim to maximize our fat loss at 2 pounds per week only, which is the established healthy rate of fat loss.







After we achieve our first 5 to 10 pounds, we can call it a victory, take a short but healthy break and then go after the second 5 to 10-pound weight loss goal chunk. Doing it this way has 2 important benefits in terms of weight loss.







First, breaking our 50-pound weight loss goal into 5 to 10 smaller goal chunks makes the goal much more achievable and less intimidating. When our goals are like that, we can be highly encouraged to work on achieving them and feel confident about our ability to do so. And the more we feel like that, the higher our chances of successfully accomplishing our goals.







It's like choosing between having to put a 500-pound rock on top of the table in one try or breaking down that rock into 25 pieces weighing only 20 pounds each and placing those pieces 1 or 2 at a time on the table until we've successfully hauled all 500 pounds of that rock on top of the table. Now, isn't that easier and more realistic?







The second benefit of gunning for incremental improvements is motivation. By experiencing smaller but significantly more victories, we'll be able to build our confidence and motivation up with each incremental improvement to ourselves. But more importantly, failing at something "small" doesn't have the same discouraging impact than failing at a big or grandiose goal.







Compared to failing at making a very huge change in our life, failed attempts at much smaller changes or improvements won't depress us enough to keep us from trying again. And occasional failures are a part of life, which makes them unavoidable. The only thing left for discussion is the impact such failures may have on us.







A very good example of this the benefits of gunning for incremental benefits as much as possible is when learning to speak a new language. According to www.fluentu.com, one of the keys to learning a new language as fast as possible is to focus on learning the "right" words for that language first instead of trying to learn as many words of a new language fast. "Right" words refer to the words that comprise most of the sentences spoken during conversations of a specific language.







For example, did you know that while the English language has anywhere from half a million to a million words in its vocabulary, the top 50% of texts in the English language are comprised of only the top 100 words, and 90% of English texts are comprised of just the top 1,000 words?







That means if you're not an English-speaking person and you learn just 10 of the top 100 words of the English language every day, then you can learn to read and understand up to 50% of English language texts in just 10 days! And because you're only learning 10 new words daily, your chances of retaining them in your memory over the long term are much higher compared to if you went for 100 new words in a day.







Sustainability







Our chances of successfully making continuous personal improvements or changes over the long term - and achieving substantial successes in life - are much higher if we focus on consistently gunning for incremental self-improvements instead of occasional but radical changes.







A practical example of the sustainability of incremental self-improvements versus occasional radical ones is the Pomodoro technique, which I use to optimize my work productivity.







The Pomodoro technique involves working in 30-minute work cycles where I work for 25 straight minutes then take a mandatory 5-minute break at the end of the cycle, regardless of how energetic or tired I feel and during every 4th cycle, I extend the break to 10 minutes.







When taking a break, I can do anything I want except for that which I'm working on. I'll check out my social media accounts, take a walk or work on something else - anything but what I'm working on at that moment.







The primary mechanism by which the Pomodoro technique works is breaking down a task into smaller chunks of 25-minute work times. The reason for the mandatory breaks is to prevent the mind from getting exhausted prematurely and in the process, extend productivity time.







Before I learned this technique, I could only work for up to 5 hours daily. And by the end of the 5th hour, I'm too mentally exhausted to get anything else done. But after using the Pomodoro technique, I was able to extend my productivity time to 7 hours max and got more work done. By working on a task in smaller increments, I was able to sustain such work for a much longer period of time.







In a sense, we can view the principle of incremental improvements or changes as similar to the Pomodoro technique in that it breaks down major changes or improvements in our lives into smaller and easier to accomplish chunks that don't overwhelm us mentally, which can allow us to sustain it over the long term.









 
Chapter 4 - S.M.A.R.T. Goal Setting








Now that we know why we should go for incremental improvements in key areas of our personal and professional lives, it's time to set goals for achieving those incremental improvements. It's tempting to think that goal setting is as simple as, well, setting goals. But the truth is, it's not as simple as merely thinking of goals.







It involves much more than that. For us to be able to consistently achieve incremental self-improvements that will eventually add up to significant changes and successes in both our personal and professional lives, we'll need to set the right goals. We'll need to set SMART goals.







S.M.A.R.T.







The acronyms stand for specific, measurable, attainable, relevant, and timely - all of which are important characteristics of meaningful goals. Goals that are SMART have a much higher chance of being accomplished compared to dumb, I mean goals that aren't SMART. As such, setting SMART goals are an important part of the Kaizen philosophy of continuous improvement.







Often times, SMART goal setting activities are done in the corporate or business world. But many people fail to apply SMART in their own lives and end up settling for lives that are hardly successful in both the personal and professional fronts. No doubt about it, we can use the same SMART goal setting strategy as we live a Kaizen-based life, which is a life of continuous improvements.







Specific







A goal has to be clear and not ambiguous. Just as it's impossible to hit an unknown target (even if you already hit it, you won't know you did because you don't know it's a target), we can't hit or achieve goals that aren't clear or known to us. An example of an unclear or vague goal is "I want to be happy!" for a couple of reasons.







First, happy is relative. If you ask a beggar in the street, having 3 full meals a day and a one-bedroom flat is happiness! But if you ask an NBA player, being happy probably means having at least a $5 million annual paycheck playing for the Golden State Warriors.







Second, being happy is too general and can become a moving target because of random events. That's why it's important to be specific about what it means to be happy. Is it getting married to your long-time love? Is it having a child? Or is it being promoted to the general manager position in your company?







Measurable







By measurable, it means a goal can be expressed in numbers so it becomes objective. In the examples above, how many children do you want to have? How many steps do you want to be promoted so you can become a general manager? To the extent that you can measure goals is the extent you can objectively determine whether or not you've succeeded - or failed - to achieve them. And it can give you a much clearer picture as to how far you are from achieving your goals.







Attainable







This is possibly the most important characteristic of any goal you'll set and this is also probably the most debatable characteristic too. The reason why this may be the most important is because no matter how specific, measurable, relevant and time-bound your goals are, they all don't mean squat if they're impossible to attain. For example, a goal of being able to play for the Golden State Warriors (specific) for at least 2 years (measurable) within the next 5 years (time-bound) because you're the star varsity basketball player of your university (relevant) but standing only 5 feet flat is an unrealistic or unattainable goal because of height or the lack of it.







If we constantly set unattainable goals for ourselves, we'll eventually get tired and discouraged from consistent failures to the point where we may think to ourselves "What's the point?" And when that happens, intentional self-improvement would become nothing but a memory. Therefore, it's important that we set attainable or realistic goals for ourselves.







One of the best ways I know to set attainable goals is to ask ourselves: Are the results of these goals dependent on me or on other people or circumstances? If they're dependent on you, then the chances of achieving those goals are high because they're largely within your control. If they're dependent on others or circumstances, chances are high that they're not attainable because it's dependent on other people or circumstances.







So instead of setting a goal such as to get promoted to general manager in the next 5 years, which is dependent on how your bosses will evaluate your performance, make it a goal to be able to exceed the targets set for you by your bosses by at least 20%. Doing so will make your goals within your control and it will help raise your chances of being able to convince your bosses that you are worthy of being promoted to general manager.







Relevant







Related to being attainable, relevant goals are those that are lined up with your strengths or skills, which make them a much higher probability of being achieved, especially if they're within your control. A goal of being able to conduct 1 paid personal finance talk for an audience of at least 20 people is relevant if you have a strong background in finance, but if you're a veterinarian by training, it's not a relevant goal. However, you can attend seminars, classes or training sessions on personal finances so eventually, you'll be qualified to conduct such seminars. You can make attending such classes or seminars your first goal, which is relevant to your background as a veterinarian in this example.







And this is why incremental self-improvement is crucial. By building upon previous improvements you've already made, goals can be more relevant and thus, enjoy a higher probability of being accomplished.







Timely







The final component of meaningful or SMART goals is timeliness, i.e., being time-bound. Without setting a time-frame, it can be very easy to succumb to the temptation of procrastination because open-ended goals aren't urgent goals, which can be very tempting to put off for as long as possible. And to set optimal timelines for goals, I highly recommend using Parkinson's Law, which I first learned of through Tim Ferris' bestselling book “The 4-Hour Workweek.”







Parkinson's Law suggests that a task's or goal's perceived importance increases with shorter deadlines. In other words, giving your goals a relatively shorter deadline than expected or required can make you have a sense of urgency and focus that's needed not only to achieve your goals but also accomplishing them well because of the relatively increased focus.







When I used to write reports in the office, I made it a habit to set personal deadlines for finishing them that's at least 1 day earlier than the ones my bosses gave me. It gave me a much greater sense of urgency and focus, which allowed me to significantly improve the quality of the reports I wrote, both in terms of minimized revisions and turnaround times.









 
Chapter 5 - Single Vs. Multi-Tasking








Have you ever had the impression that people who multi-task are much more productive compared to others who don't? After all, multitasking is akin to hitting multiple birds with just one time-stone, right? Wrong!







Multi-tasking is detrimental to productivity because it increases risks for mistakes and can suppress creative flow. Why is that so? The first reason is that multi-tasking isn't real - it's just an illusion. Consider the basis for the belief in multi-tasking: the mighty computer processor. We all think because our computers and laptops are able to perform several tasks at a time - from loading a webpage to playing a video using another program - which it really is multi-tasking.







But the truth is that computers don't perform tasks simultaneously. Computers perform only one task at a time. The only reason why they appear to be capable of multi-tasking as we know it is because they're able to perform tasks at a very rapid pace and switch back and forth between tasks at very blinding speeds that the naked eye can't perceive. They switch from one task to another so fast - think The Flash fast - that they appear to be doing several things at a time.







If computers aren't capable of multi-tasking – in line with what we think about multi-tasking - how can we puny humans be capable of it? Now you may make the case for multi-tasking by citing a circus juggler who's able to juggle multiple balls or bottles at a time.







That too is an illusion because jugglers function pretty much like computer processors in that they shift their focus or attention from once ball or bottle to another at a very rapid pace to the point that they appear to be multi-tasking! Jugglers rapidly shift their focus or attention from balls that they are about to throw in the air to balls that are already falling.







Ok, given that multi-tasking, at least in the computer and juggler contexts, is all about rapidly shifting from task to another, it appears that multi-tasking in such contexts appears to be something that's doable. Yes, it can be done. But the issue isn't whether or not it can be done. The question now - viewing multi-tasking from a new, focus-transitioning perspective - is whether or not it's a wise or productive practice. Why?







It's because we're not computers in the sense that we can easily switch our focus back and forth across mentally intensive tasks with skipping a beat. Especially if we're juggling between two tasks that require a significant amount of focus such as writing a report and taking notes in class, shifting from one mentally-demanding task to another will require a mental adjustment period to get into the flow of the task to which we'll shift back to. And this can result in 2 things.







First, it will take us longer to finish a task. If we just focus on one task and finish it before moving on to the next mentally demanding one, we only need to "warm up" or get into "the flow" just once, which is at the beginning. Let's say for a particular task, it can take us up to 3 minutes to get into a good state of mental flow.







If we switch from and to such a task because of multi-tasking at least 5 times as we work to complete it, then we'll be adding at least 15 minutes to the work process, i.e., 3 minutes to get back into the flow for each of the 5 shifts. And apart from the 3-minute period for getting back in the flow, switching from one task to another can add more time to the process because we'll have to re-connect what we need to do with what we already finished prior to the shifting.







That's why it's not unusual for turnaround times to effectively double when multitasking, especially if the tasks involved require a lot of mental effort.







The second highly possible and unfavorable result of multitasking is a serious error. How many times have you come across drivers who get into fatal accidents because they we're trying to perform 2 mentally demanding tasks at a time, which are driving and texting. Driving is a task that requires complete and undivided attention at all times.







There's a very serious chance that within the 1 or 2 seconds that we shift our attention from the road in front of us to typing the right characters on our phones while composing a text message, another vehicle or worse, a person would cross in front the vehicle we're driving. And with vehicular accidents, 1 to 2 seconds may be considered an eternity of time in which to happen.







Single-Tasking







This is one incremental self-improvement that can pay huge dividends down the road, one, which can open up many other doors for other incremental or continuous improvements both in our personal and professional lives.







This is because all incremental changes or improvements require serious focus to implement and sustain and single tasking - as compared to multi-tasking - is all about being in the moment and focusing on the task at hand.







There are several ways by which we can focus enough on one task at a time and accomplish them with flying colors as a result. The very first thing we'll need to do is block out a specific amount of time for a task and that task alone.







When we already know how much time we have, we can have a sense of urgency about it (remember Parkinson's Law?) and as a result, work with greater focus. And by blocking out time periods for each task, we can organize our work schedules better and minimize the risks of forgetting to work on them.







The second way we can focus on one task at a time - and accomplish them well - is by going off the grid. What I mean by this is going offline and putting our phones on silent or airplane mode.







This is to eliminate all possible distractions in order to preserve precious mental energy. You see, we draw from our mental energy reserves every time we have to use our willpower to ignore distractions or resist the temptation to pay attention to them.







If we're online and are readily accessible while working on a task, the chances of either getting distracted - and effectively reverting to multi-tasking - or depleting our willpower or mental reserves rapidly will be very high. And when our mental reserves are quickly drained, we won't have enough mental power to continue focusing and finishing a task.







But when we go offline and either put our phones on silent or airplane mode, we won't have to use up our mental or willpower reserves because there won't be any temptations to resist.







Another thing that can help us improve our ability to focus on tasks or improvements that we're working on is regular meditation. Meditation is what running or lifting weights in the gym is to the body and physical muscles. The mind can be considered as our mental muscle and meditation is an excellent way to work it out and make it stronger and more agile.







It takes a lot of mind power to be able to sit still and quiet the mind during meditation. If you don't believe me, try sitting still and think of nothing for just 2 minutes. You'll get my drift. That's why regular meditation helps make our minds much stronger and agile.







There are many ways to meditate from the extremely weird to the very practical and for purposes of developing a focus for successfully practicing the philosophy of Kaizen in our lives for personal and professional success, I'll share with you a very simple breathing-meditation technique that I learned from bestselling author and ex-Navy SEAL, Mark Divine. It's called the box-breathing technique.







To perform the box-breathing technique, sit in a comfortable and upright position with both hands on your lap. With your entire body relaxed, breathe deeply through the nose and with your belly (not your chest) for 5 seconds. Hold your breath for 5 seconds before exhaling through the nose for another 5 seconds.







Finally, hold the exhaled position for 5 seconds before repeating the whole box-breathing cycle again for a minimum of 10 minutes per session. Meditation can be done anytime of the day, but for best results, I highly recommend that you do it first thing in the morning - or at least within the first 90 minutes of your day - and to the extent possible, do it at the same time every day.







Box breathing works two ways: mentally and physiologically. Mentally, it trains your mind to pay attention to and focus on your breathing, which over time will make you focus on anything much better.







Physiologically, meditation techniques like this that involve slow and deep breathing help calm your nervous system and slow down your heart rate, which can help you focus and calm your mind better.









 
Chapter 6 - Organizational Kaizen








In this book, we're looking at how to practice the Kaizen philosophy for our personal gain, i.e., for personal and professional success. And to some extent, you will need the help of others - a team of people so to speak - to help you carry out important incremental and continuous improvements in order to succeed on both fronts.







In this chapter, we'll be talking about applying Kaizen within the context of an organizational structure, i.e., a company or a working unit, which is very important for professional success in more ways than one. To be more specific, we'll talk about key principles we can use to lead teams of people in living the Kaizen philosophy at work so that our teams can successfully accomplish their goals through continuous improvements.







Leadership by Example







The best way to get people to follow and obey us is by leading through example. If we want your team members to take the Kaizen philosophy seriously within the team, we need to show them that we ourselves take it seriously. In other words, we'll need to walk the talk and practice what we preach.







This is because more is caught than taught. What this means is our actions do speak louder than words. As the Bible says in James 2:18, "
 Show me your faith without deeds, and I will show you my faith by my deeds.
 " People will believe us more and will want to follow us more if our words and our actions line up.







But if our words and actions go on separate ways, people will follow our actions more than our words. Remember, that words are nothing without action and if our actions consistently contradict what we tell our team members, our integrity will erode over time to the point where they may no longer follow what we ask them to do. And when that happens, we can kiss Kaizen in our organization goodbye.







The Golden Rule







In case you forgot, the golden rule is "Do unto others what you want others to do unto you." The other side of the golden rule is "Don't do to others what you don't want them to do unto you." In other words, we can't expect others to relate to us - as a boss or team leader - with respect if we constantly talk down on them with little or no respect.







We can't expect our subordinates to follow our orders if we rebel against our respective bosses too. Respect begets respect and obedience begets the same.







Another thing worth doing to others that we also want to be done to us is being patient with shortcomings, especially if our subordinates acknowledge them and vow to do better. It's easy to lose patience with our subordinates when their shortcomings will backfire on us but if we consider how it feels when we're the ones who have shortchanged our respective superiors, it can become easier to be patient.







The more we treat our people the way we want to be treated, the more they'll support our efforts at implementing Kaizen in the organization, which means our chances of successfully leading our teams to making constant improvements that'll benefit the organization as a whole become higher as well. And when that happens, we can be appreciated even more by our superiors and the chances of us getting promoted can be much higher.







Foster Tolerance







Striving for constant improvement isn't an easy endeavor to sustain. As such, we'll need to encourage and empower our team members to be proactive and place the same value as we have on constantly improving the way we do things in our teams or in our organizations. For this, it's crucial that we're able to foster a sense of emotional security among our team members. It's only when members of our team feel emotionally secure can they feel comfortable speaking out and giving their opinions on how things are done in the team, which may give us valuable information for constantly improving the way our teams operate.







One of the most important characteristics of teams with relatively secure members is an atmosphere of tolerance. By tolerance, I mean being open to new ideas, especially divergent or seemingly critical ones, on how things can be improved within our teams and ultimately, our organizations as a whole.







Creativity and innovation thrive best within an environment of tolerance, i.e., open-mindedness, and are necessary for successfully implementing the Kaizen philosophy in our work teams.







One thing I have to clarify about regarding the cultivation of a tolerant work environment is that it doesn't mean we won't correct mistakes or call the attention of team members who aren't acting in line with the team or company’s policies and guidelines. Continuous improvements require continuous corrections of erroneous or unproductive practices and attitudes.







The key to successfully correcting our people and ensure continuous improvements is respectfully calling their attention and giving them the chance to explain themselves. By doing so, we can make them feel that they are being heard and that they're not judged quickly. This can help foster emotional security among our team members, which is crucial for consistently being able to improve things in our organizations and our teams.







Focus On What Can Be Done







While constant improvement requires consistently identifying "wrong" or "inefficient" practices or processes in the work place, the main goal is to find ways to address, minimize, or eliminate them on an incremental basis.







And this means we must focus on finding solutions that can effectively address the challenges or situations that our teams and organizations face instead of focusing on determining who's at fault. I'm not saying that finding out who's ultimately responsible isn't important because it is. Otherwise, how will we know who to correct or encourage in order to minimize or eliminate the re-occurrence of unproductive or negative situations and challenges?







Focus Mostly On Changing Processes Instead Of People







One of the things that can help us a lot in terms of minimizing our tendency to blame our team members is focusing on what's wrong with our team's processes, i.e., how our teams do things. We should take great effort in exposing "loopholes" or gaps in our team's processes and practices instead of looking for people to blame and correcting them. Why? It's because if we have very good systems in place, there will very little room for human or judgment errors or willful violations of team or organizational policies and rules.







In contrast, if we focus on correcting the people at fault, we may continue to leave gaps or loopholes in our team or organization's processes and make it highly likely for certain violations or problems to manifest again even after correcting or replacing the people responsible.







For this, it'd be good to ask "Why?" at least 3 to 5 times in order to get to the root of the problem - to discover the real loopholes or gaps in the way our teams operate so we can plug the right holes and prevent such holes from manifesting again. Now, isn't that what Kaizen or constant improvements are all about?







Publicize Exceptional Performance







One of the best leadership practices that can help foster a strong sense of loyalty and dedication among our team members is to exalt them in public and rebuke them in private. It's basic human nature to desire being valued and commended in front of other people and being corrected or rebuked without anybody else around.







So if our team members were able to achieve something praiseworthy, it would be great to announce it to the rest of the team and if by their teamwork the team was able to successfully help the team improve an area of its operations, we should announce it to the whole team as well.







Doing so will help foster a deep sense of loyalty, satisfaction, and pride in being part of our team and a well-motivated team is a very valuable asset when it comes to successfully living out the Kaizen philosophy in any organization.









 
Chapter 7 - Maximizing Your Kaizen Results








As we end, allow me to share with you several important principles for making the most out of our Kaizen efforts. By keeping these key principles of continuous improvement in mind, we can greatly increase our chances of being able to experience massive successes in our personal and professional lives.







Identify







Continuous professional and personal improvements won't be possible if we don't have an idea of what we need to improve on! And truth is, it's hard to be able to objectively identify the things we need to improve on in our lives because of two things: bias and lack of awareness. And here's where empowering others, which we discussed in Chapter 2 can be very helpful.







People who know us so well and who we trust greatly are in very good positions to see the things that we need to improve on - things that may be holding us back from taking off and experiencing great success in our lives. They have the benefit of objectivity and perspective, which are both lacking in us when it comes to properly identifying our areas for improvement.







We should take the time to reflect on our perceived areas for improvement and ask for other people's feedback on the same.







Then, we should carefully study our perceived areas for improvement and those that others give us, so we can have a much clearer picture of the areas of our lives that need to be improved.







Plan







It's been said that failing to plan is planning to fail. Identifying our weak spots don't mean much if we don't have a strategy to deal with them. For effective planning, I highly recommend setting SMART goals that will directly address the areas we identified - together with other people - for improvement.







And we should always keep in mind that such goals must be those that are largely if not completely within our control to accomplish. The accomplishment of such goals shouldn't be dependent on other people or circumstances.







Implement







Plans, like identified areas for improvement, are practically worthless without effective implementation. And for this, we may need to seek the help of people we trust. It's because there will be times when we don't have the resources, expertise, experience, or willpower to do the things necessary for continuous improvement but other people have them. There's no shame in asking for help.







And even if we feel that we're perfectly capable of doing the necessary things for constant improvement, we can still benefit by asking key people to be our accountability partners, i.e., people who'll hold us responsible or accountable for not being able to accomplish what needs to be accomplished.







The pressure from knowing that we have authorized other people to hold us responsible for our continuous improvement efforts can be a strong motivation for giving it our best and avoid procrastination.







Evaluate







After implementing our continuous improvement efforts for a period of time, we'll need to step back and evaluate our progress in those areas of our personal and professional lives that we are working to improve on. And for this, it's important that we document the results of our efforts, whether in qualitative or quantitative form. The advantage of being able to measure or document our progress in quantitative form, i.e., using numbers, is that numbers don't lie and are objective.







If we're working to improve our physical stamina through running, we can use running apps like RunKeeper or Strava to document or record our running performances, i.e., speed, distance, and duration, among others.







By comparing our running sessions' data on duration, distance, and speed, we can objectively determine whether or not we're progressing or digressing.







But of course, not all progress can be quantified. That's where journaling can also come in handy. For example, if we're working on improving the quality of our sleep, the primary benchmark for evaluating whether or not we're progressing is how we feel the following day.







And we can compare how we feel over the next few days after implementing new sleep quality improvement strategies by writing down our sleeping times and how we felt the days after.







It would also help a lot to have other people - our accountability partners - help us in evaluating our progress. As mentioned earlier, they can provide us with the benefit of being more objective and less biased.







We may evaluate our progress more highly than we ought to or we can be so hard on ourselves and grossly underestimate the progress we've already made. Having a fresh pair of eyes to help us with our evaluation can help minimize the risks for either error.







Adjust Accordingly







Finally, we'll need to act in accordance with our progress or digress evaluation. Much like the necessity of having to stop over once in a while when driving from one end of the United States to the other along the Interstate to check if we're still on the right path or if we've veered off, we'll also need to do the same when it comes to our constant self-improvement endeavors.







Otherwise, we run the risk of not being able to successfully implement the incremental changes or improvements needed for a successful personal and professional life.









 
Conclusion








Thank you for buying this book. I hope that through this, you've learned a lot about how the Kaizen philosophy of continuous improvement can help you experience great successes in both your personal and professional life. But knowing is only half the battle for personal and professional success, my friend.







The other half is action or application of knowledge. That's why I highly encourage you to apply in your own life what you learned in this book. And the best way to do it, consistent with the incremental change principle of Kaizen, is to apply one or two learnings at a time.







Small changes for big and lasting success will always trump radical changes that are highly unrealistic and unsustainable.







Again, remember that Rome wasn't built in a day but the Romans were busy laying bricks every hour. That's the essence of continuous or incremental improvements. That's the essence of Kaizen.







Here's to your many incremental successful life improvements my friend! Cheers!
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Introduction










As a business concept, Six Sigma has been around for decades. However, for most of that time, many organizations viewed Six Sigma with a bit of suspicion. There was this myth that Six Sigma was simply a methodology that slowed down a business process and didn’t really produce much fruit. Thankfully, things have changed. Today, Six Sigma has been embraced and appreciated for its numerous benefits and as a way of helping organizations achieve their strategic goals.



On the other hand, there is still a lot that most people don’t understand about Six Sigma. There may be a lot of books and articles out there about this topic, but most of these resources can be quite complicated and difficult to read. They don’t present Six Sigma in a way that is simple and easy enough to understand for most interested readers.



However, this book is different. In this book,
 Six Sigma
 , I will introduce you to Six Sigma and the philosophy and principles that form its foundation. You will also learn some of the main tools and processes that are used in a Six Sigma framework, namely DMAIC and Value Stream Mapping. I also break down the key steps that you need to follow to identify and implement a Six Sigma project. Some of the mistakes that you need to avoid during Six Sigma implementation are also highlighted in this book.



The goal of this book is to help you understand the main principles and steps of setting up a Six Sigma project. Once you have gained this kind of knowledge, you will be able to confidently move forward to integrate Six Sigma into your organizational culture. You will be able to improve your business processes and cut down on any delays and wastage that may exist in your business.



So, are you ready to begin?



Happy reading!








 
 
Chapter One: Understanding Six Sigma










Most people believe that a company exists only to create profit. However, this is not exactly true. If you were to ask any CEO of a successful corporation why their organization exists, they would tell you that their main purpose is to create value for their constituents. In other words, a business exists to serve the owners, shareholders, and customers.



This value is created by utilizing the available resources and generating outputs that are greater in value than the inputs. This entire process chain cannot be profitable unless the business processes are effective and efficient.



So what does all this have to do with Six Sigma?



In this chapter, you are going to learn how Six Sigma can be used to ensure that the business process generates maximum value at a minimum cost. You will discover the philosophy and principles behind this methodology and some of the benefits incurred when Six Sigma is adopted in an organization.







 
 
Defining Six Sigma




Six Sigma can be defined as a system of statistical-based tools, techniques, and methodologies that are designed to eliminate defects and errors in products and services while minimizing process variability. A defect is anything that does not meet the customer’s expectations. In simple terms, Six Sigma is a system that ensures that your business produces products and services are of a
 consistently
 high quality.



If you take a good look at the business world today, you will realize that every organization worth its salt maintains an online presence. Since we live in the information age, news tends to spread like wildfire.



Therefore, companies have been forced to raise the quality of their goods and services, lest a disgruntled customer grabs their phone and tweets or posts a comment about bad service. Businesses must now guard their reputations and brands by making sure that they consistently provide products and services that meet the customer’s needs.



Of all the possible quality systems available, it is Six Sigma that has been accepted as the standard.



But how does this relate to performance?



Sigma is usually represented by the Greek letter, σ, and refers to a measure of variability. If you want to determine the performance of a business, all you have to do is measure the sigma level of the processes it uses. It is important to understand that every process has an average or mean value.



Any deviation from the mean is considered undesirable, but since no product or service is perfect, some allowance needs to be made. This is why the Six Sigma process is divided into six standard deviations from the process average.



We have 1 σ, 2 σ, 3 σ, and so on until the maximum of 6 σ. Most companies usually have processes that perform at 3 or 4 σ, but the goal of every company is to attain a level of 6 σ, which is based on defects per million opportunities. The standard for Six Sigma is 3.4 defects per million opportunities. However, the good news is that even if you do not attain the 6 σ level, any improvements you make between 3 σ to 5 σ will lead to a substantial decrease in costs and an increase in customer satisfaction.







 
 
The Philosophy Behind Six Sigma




Six Sigma is a scientific methodology, and as such, you must use scientific techniques when developing your business processes and systems. It is these scientific techniques that the employees will use to improve the value of the products and services. This will ultimately benefit both the customers as well as the shareholders.



As a philosophy, Six Sigma embraces the idea that every individual business process can be measured and then improved. Here is a simplified way of looking at how the Six Sigma philosophy is used in a business:



	
The company identifies one key aspect of its business, maybe a process that is considered to be underperforming.


	
A hypothesis is developed. This hypothesis must be consistent with what is being observed.


	
The company runs some experiments to confirm their observations about the process. As more observations come to light and fresh data is recorded, the hypothesis is adjusted.


	
Statistical methods are used to separate real data from noise.


	
Steps 2, 3, and 4 are repeated until the hypothesis matches the actual results.





If the company continues to follow this system over an extended period of time, it will be able to come up with a theory or model that enables it to easily understand every internal business process as well as its customers. The end result is that instead of making decisions based on hypotheses or guesswork, management will begin to rely on hard data.



Though most organizations think that they operate on real data, the truth is that they do not. Some are simply being run based on traditions. This is why you will hear a manager say, “That’s how we have always done things around here, and it works.”



Yet the reality is that a company that focuses on using the Six Sigma approach systematically and consistently will improve its performance over time and leave the rest drowning in its wake.







 
 
Principles of Six Sigma




To guarantee success when using Six Sigma, you have to learn these five key principles:







	
Customer focus





Before you improve the quality of a product or service, you must first define the word “quality.” The best person to define what quality means is not you but your customer. Therefore, focus on the feedback from your customers and adjust your processes accordingly.







	
Identification of causes of variations





When you are dealing with a business process, you need to understand that variation is your enemy. Your products must be consistent in terms of quality. If customers cannot trust that what they buy today will be of the same quality tomorrow, they will flee to your business rivals.



The first step in identifying the root cause of a problem is to understand how the process works. Not how it is expected to work but how it actually works. To achieve this, you need to:



●
 
 Identify the kind of data you need to collect



●
 
 Clearly define why that data must be collected



●
 
 Clarify the information that the data will reveal



●
 
 Communicate the terms clearly



●
 
 Make sure that the measurements taken are precise and repeatable



●
 
 Develop a standardized system of data collection



Data collection is generally done by interviewing various stakeholders, observing the process, and asking the right questions. Examples of questions that you should ask include:



●
 
 What can we do to make your job easier?



●
 
 Why is this process done this way?



●
 
 Are there any tasks that you perform that seem unnecessary?



Once you have collected the data, use the information to find the underlying cause of variation.







	
Elimination of variation





The next step after identifying the root cause of variation is to eliminate the variation. To achieve this, you have to make adjustments to your business process. These adjustments include eliminating any steps that don’t add value to your customer. The end result will be the elimination of defects and minimization of wastage.







	
Teamwork





To ensure that Six Sigma is implemented properly, you need to have a diverse team that is committed to incorporating the Six Sigma methodologies. When a team has members with diverse skills, they will be able to detect variations in the different areas of the business process.



The team must be highly skilled and trained in the use of Six Sigma tools and techniques. There are five levels of Six Sigma certification. These are Master Black Belt, Black Belt, Green Belt, Yellow Belt, and White Belt. The highest certification is the master black belt.







	
Flexibility and thoroughness





To successfully implement Six Sigma in an organization, the system must be willing to accept change. Management and employees must be flexible in their thinking so that they see the benefits of the changes being implemented. This means that the employees must be clearly informed about how the changes will affect their work.



If they are consulted early, Six Sigma will be readily accepted. The implementation itself must not be so complicated that people would rather stick working with a flawed process than move to the new one. You also need to make sure that you thoroughly understand every area of the process.







 
 
Benefits of Six Sigma




There are some companies that assume that they do not need Six Sigma because their business is doing well. However, they fail to realize the immense potential of the Six Sigma approach.



Those companies that have applied these methodologies and techniques have experienced substantial positive changes and immense benefits.



Here are some of the major benefits of Six Sigma:



	
Improvement in quality – Earlier in this chapter, we defined a defect as anything that fails to meet the expectations of a customer. Though these expectations vary from one product/service to the next, it isn’t that difficult for a company to know when one of its products or services has a defect. Six Sigma enables companies to reduce these defects as much as possible so that overall quality is improved. When this happens, more customers will enjoy the product or service.


	
Expanded innovation – If an organization wants to grow steadily and avoid stagnation, it must innovate. When Six Sigma came onto the scene, most companies believed that it would stifle innovation. However, the reverse has proven to be the case. Studies show that Six Sigma has promoted collaboration and new ideas in the companies that have embraced this methodology. Research shows that 46% of companies that implement Six Sigma see an improvement in innovation. One reason behind this is that the employees began focusing more on solutions instead of limitations.


	
Cost reduction – Six Sigma can save a company a lot of money by minimizing wastage and defects. The money saved can then be channeled elsewhere. For example, the US Army used the methodology in 2007 and managed to save a whopping $2 billion in that year alone. The army used Six Sigma to streamline some of its internal processes such as task management, fuel recycling, and dining hall scheduling.


	
Focus on a common goal – In most organizations, getting every member of staff to focus on the same goal can be a tall order. The different departments tend to have their own individual objectives, and the only thing they share is the need to deliver products, services, or information to the customers. Six Sigma, however, brings the entire organization together to focus on the single goal of achieving a near-perfect performance level. The performance standard set by Six Sigma is 99.9997 percent. This is extremely high, especially if you compare it with the 99 percent performance standard that many organizations normally aim for. For example, if a company manufactures 1000 trucks, a 99 percent performance standard would mean that 10 trucks would be defective. However, using the Six Sigma performance standard of 99.9997 percent, only 1 truck would have a defect!


	
Continuous learning – An organization that implements Six Sigma methodologies will be in a state of continuous learning. The employees will have access to the tools necessary for generating fresh ideas that turbocharge development and innovation. When employees are relocated from one sector of the organization to another, they bring with them a fresh perspective that will ultimately have a positive impact.


	
A boost in long-term revenue – When a company improves the quality of its products and services, it will experience an increase in its long-term revenue.


	
Enhances employee safety –Six Sigma always leads to a significant improvement in consistency and protocol within an organization. This is good for employee safety because employee working conditions get better. In fact, studies show that 56 percent of organizations that implement Six Sigma report an increase in employee safety. For example, a hospital that adopts the Six Sigma approach will be able to streamline laboratory processes. This will reduce the amount of lab staff overtime, thus saving the hospital a lot of money while also allowing staff to go home on time and rest. Employees who are well rested are less likely to make mistakes on the job.





As you have learned, Six Sigma is an effective and efficient approach that focuses on improving quality, reducing costs, and increasing revenues. In the next chapter, you will learn the main tools and processes used in Six Sigma.









 
 
Chapter Two: Six Sigma Tools and Processes








There are quite a number of tools and processes that are used within the Six Sigma methodology. In this chapter, you will learn what these tools are and how they work. You will also learn about some of the main frameworks that define Six Sigma.







 
 
DMAIC Tools




DMAIC is the main framework that Six Sigma relies upon during implementation. DMAIC is a performance improvement model that consists of five main phases. These are:



●
 
 Define phase – Defining the project



●
 
 Measure phase – Measuring the current performance/output of the project



●
 
 Analyze phase – Finding the causes of defects



●
 
 Improve phase - Creating solutions to minimize the number of defects



●
 
 Control phase – Monitoring performance and the new improvements



Each of the above phases incorporates specific tools and processes. These tools are very useful when identifying, analyzing, and improving problems. It is important to understand that DMAIC tools should not be used haphazardly. You must know which tools to apply during the specific phases of the process.



We will go into greater detail about the DMAIC model and the steps involved in chapter 4. For now, let’s focus on its tools and processes.







Tools for the Define phase



	
Project charter





A project charter is a document that is used to describe an entire project. It defines the objectives of the project, the management structure to be used, the main stakeholders, and their roles and responsibilities. Keep in mind that when we talk about a project in Six Sigma, we are referring to the project that will improve the business process and eliminate defects.



There are several elements in a project charter. These include:



●
 
 Business case – This is the link between the project and the goals of the organization. The project must always fall in line with the organization’s long-term goals.



●
 
 Problem statement – What is wrong with the current process? What will happen if the problem is not fixed? At this point, you do not need to provide a solution or apportion blame to particular parties.



●
 
 Goal statement – This is a statement that describes the goal of the project.



●
 
 Project scope – This is a description of the extent (length and breadth) of the project.



●
 
 Project milestones – These are the timelines for completing the various stages of the project.







	
SIPOC diagram – This is an illustration of the various activities that will be part of the improvement process. SIPOC stands for Supplier, Input, Process, Output, and Customer.









	
Process maps





This is a tool that visually illustrates how the various steps of the process are linked to each other. It generally includes:



●
 
 Deployment flowchart – This is a description of the roles and responsibilities of every stakeholder involved in the project.



●
 
 Process flowchart – This is a logical arrangement of project activities.







	
Critical-to-quality drill down tree – This tool is used to convert customer requirements into quantifiable characteristics.









	
Voice of the customer – This involves gathering feedback from customers regarding a particular product or service.









Tools for the Measure phase



	
Sampling – This is where you collect data by selecting a small number of elements from a bigger target group. There are different forms of sampling, such as cluster sampling, snowball sampling, simple random sampling, stratified random sampling, etc.









	
Process sigma calculation – This is a tool that is used when comparing the output of a process to a particular performance standard. A process that has a higher process sigma is considered to be more capable than one with a lower process sigma.









Tools for the Analysis phase



	
Why analysis – This tool consists of a series of “Why” questions that are asked to find out the reasons for defects and bottlenecks in a process.









	
Hypothesis testing – This tool is used for identifying the presence of statistical variations between two sets of data. You establish a null and alternate hypothesis, calculate the test statistics, and then interpret the results.









Tools for the Improve phase



	
Pilot solution implementation – As the name suggests, this is a tool that comes in handy when you need to test how effective a solution is before implementing it. It is especially useful when you are dealing with a project with a large scope of variability.









	
Failure mode effect analysis – As an analysis tool, FMEA is used whenever you need to find any potential points of failure within a process. If a failure mode is discovered, it is assigned a risk priority number, with 10 being the highest and 1 being the lowest risk. This risk priority number is then used to develop the appropriate contingency plans.









	
Brainstorming – Though it may sound a bit simplistic, brainstorming is actually a pretty effective tool when trying to improve a process. You can gather a bunch of specialists from different areas within an organization and brainstorm a list of reasons why a particular problem exists. These root causes are then ranked and selected according to their order of importance.









Tools for the Control phase



	
Control charts – This tool can be used to analyze or control a particular process. A control chart helps you identify any variations that may arise within a process. We all know that every process has some level of instability within it. This variation usually follows a predictable pattern. However, there are times when the variation becomes excessive, and therefore, a control chart is necessary to spot such occurrences. The organization can then take remedial action to prevent the process from becoming more chaotic.









 
 
Value Stream Mapping




Apart from the DMAIC tools discussed above, there are other alternatives that can be used during Six Sigma implementation. One of these is Value Stream Mapping. This is a graphical tool that shows how materials and information are flowing through an organization.



A value stream map shows the current state of the value stream and how it would look like after the defects have been eliminated. It is quite useful when identifying and reducing waste in a process in order to achieve a smooth and effective flow.



For example, in a manufacturing company, a value stream map would be used to show all the value added to a product, from the raw materials all the way to the finished product that is eventually bought by a consumer.







 
 
Uses of a Value Stream Map




Value stream mapping serves the following functions:



●
 
 It illustrates how different organizational functions interact and how resources flow.



●
 
 It graphically depicts the defects, inefficiencies, bottlenecks, and problem areas in a process flow.



●
 
 It reveals the lag times and cycle times that occur between various tasks.



●
 
 It makes it easier to create and implement solutions that bring about a shift in organizational culture. For example, a value stream map will highlight all the stakeholders responsible for every stage of a business process and how change can be implemented.



●
 
 It facilitates continuous improvement by focusing on efficient transformational teams.







 
 
Creating a Value Stream Map




There are four key steps in making a value stream map:



	
Determining the current state of the process


	
Analyzing and reflecting on the current value stream map


	
Improving the process


	
Sustaining the improvements









Step one: Determine the current state



The first thing to do is to decide which product or process needs improvement. Once you have done this, you need to choose a cross-functional team to map how the process flows from start to finish. Every primary and secondary flow should be considered as well as any communication points.



In most cases, the project sponsor is the one who decides when a process starts and ends. However, during value stream analysis, the process is usually mapped from the moment a customer makes an order to the time they receive their order.



Then the entire process, including sub-steps, is mapped, and you end up with a process flow diagram. It is important to note the areas that involve inputs and outputs.



Once all the steps have been visually represented, you then determine which metrics will be measured for each step of the process. This is important because there are cases where some steps are too complex or costly to measure than others. Some of the metrics that you can use include:



●
 
 Average time



●
 
 Median time



●
 
 Changeover time



●
 
 Amount of resources



●
 
 Number of staff/manpower



●
 
 Capabilities of machinery



●
 
 Throughput



Collecting and measuring this kind of data will be time-consuming, so make sure you are precise the first time around. It would also be a good idea to test your preferred measuring tools before you begin.







Step two: Analyze and reflect



The second step is to sit down with all the stakeholders and examine the current state of the value stream map. The aim here is to get everyone to agree on the prevailing performance of the process.



Once there is a consensus that the process must be improved, the defects and deficiencies need to be identified and their costs quantified.



The root causes of each defect must also be identified so that cost-effective solutions can be formed. Keep in mind that root causes are very different from mere symptoms, so avoid focusing on the symptoms of the defects.



Once the appropriate solutions have been identified, the current value stream map is amended to include the proposed changes. This new value stream map is referred to as the “future state value stream map.”







Step three: Improve the process



Now that you have created a future state value stream map, you have to expose it to all the stakeholders and gain consensus on the proposed changes to the process. Once everyone is in agreement, the changes are implemented in order of priority. The employees must also be trained on how to handle the new process.







Step four: Sustain the changes



The final step is to make sure that the implemented changes are constantly monitored and verified. The appropriate key performance indicators should be used to establish and measure cost and performance-related parameters.



As you can see, there are many tools that are used when planning and implementing Six Sigma.



If you are using these tools for the DMAIC framework, make sure that you select the appropriate one. This will guarantee you credible results.



In the next chapter, you will learn how to implement Six Sigma in an organization.








 
 
Chapter Three: Implementing Six Sigma










No two organizations are exactly alike. They may exist within the same market or industry, but they face different sets of challenges. Therefore, the strategies that they use when implementing Six Sigma will vary significantly, especially if you consider their organizational culture and strategic goals.



In this chapter, you will learn how Six Sigma can be implemented within an organization and how to get top management to commit and support it. You will also learn how to reduce lead time to improve customer satisfaction and ensure business success.



There are generally two approaches that an organization can use when implementing Six Sigma:



●
 
 Execute a Six Sigma initiative or program



●
 
 Establish a Six Sigma infrastructure







 
 
Executing a Six Sigma Initiative or Program




This option involves training specific employees on how to apply Six Sigma tools in the workplace. It is an unstructured way of implementing Six Sigma in an organization. A few practitioners are chosen and trained on how to use statistical tools whenever they feel that it is necessary to apply the tool. If the Six Sigma practitioners get stuck, they can ask a statistician for help.



Though this approach may yield some successes within the company, these are few and far between.



The simple reason is that there is not enough consistency, and therefore, each success fails to provide the support for the next one. It is as if there is a lack of total commitment to fully implement the Six Sigma methodology throughout the organization.



An organization that focuses on implementing Six Sigma as a mere program will only change a few of their tools and introduce a couple of training classes for the affected employees. If it were to go further, it might apply these tools to a number of special projects.



However, these projects are rarely a core part of the organization. These projects tend to be low-level initiatives that have not even been endorsed by top management. If the solution that the project is meant to provide directly affects upper management, then it is possible that the project will experience a lot of internal resistance.



It is clear to see that implementing Six Sigma through tools alone is not likely to boost the bottom line or add value to the long-term, strategic goals of the organization. This approach usually leads to Six Sigma being viewed as a fashionable methodology that is only useful during certain seasons. There will be a minimal return on the investment made to train employees.



No matter what kind of extraordinary achievements are made through the use of Six Sigma tools, the benefits will not be visible to top management.



Their resistance to Six Sigma ultimately kills any attempts to bring change, and with no assigned change champion, even getting funds to finance the initiative becomes tough. Ultimately, success can only be achieved by convincing upper management to support Six Sigma implementation throughout the organization.







 
 
Establishing a Six Sigma Infrastructure




The best way to implement Six Sigma in an organization is to focus on establishing a solid infrastructure that will guide all Six Sigma projects. This goes way beyond just introducing a couple of statistical tools that are used haphazardly.



This particular option focuses on gaining top management buy-in before any investment in Six Sigma is made.



Employees are trained to use the right tools at the right time when working on a predefined project.



Six Sigma practitioners are selected and trained for a period of four months, and in between training sessions, they are given projects to help them apply what they have learned.



An organization that invests time and money to deploy Six Sigma as part of its broader business strategy will benefit more than the one that simply deploys Six Sigma tools. Here are some of the benefits of deploying Six Sigma infrastructure with the support of upper management:



●
 
 The projects deployed directly affect the bottom line, thus achieving a bigger impact



●
 
 Six Sigma tools are used more effectively, efficiently, and productively



●
 
 It provides a project management strategy that practitioners can study and improve upon



●
 
 It makes it easier for the practitioners and upper management to communicate



●
 
 Critical business processes can be understood in detail



●
 
 It helps managers and employees understand the real value of statistical tools to the organization



One of the key steps in deploying a Six Sigma project is the project selection process. It is important to select projects that will help the organization meet its strategic business goals. Six Sigma can be a useful and effective roadmap for achieving these goals.



Regardless of how an organization chooses to implement Six Sigma, the important thing to note is that Six Sigma should be a long-term commitment. This will ensure that there is an objective analysis of every element in the business process.



It will be easier to learn from past mistakes and improve on subsequent implementation plans. This will create a closed feedback loop that ultimately reaps dividends for the organization.







 
 
Overcoming Upper Management Reluctance




There are certain measures that you can take to overcome top management resistance to Six Sigma. Here are five steps to take to gain management support:



	
Choose your projects wisely – If you develop the right project selection criteria, you stand a better chance of picking projects that will have the greatest impact on the company’s bottom line. This will prove to top management that Six Sigma is of value.


	
Get quick results – Make sure that the project bears fast results and generates significant returns. You will have about five weeks to show management that you can reduce costs and improve productivity by at least 30 percent.


	
Track your interim progress – Develop a work plan that specifies key milestones, responsibilities, and deliverables.


	
Gather an expert team – You may have to seek Six Sigma experts from within or outside the organization as part of your deployment team. Having qualified professionals increases the chances of project success. This will convince top management to consider implementing Six Sigma throughout the entire organization.


	
Maintain a clearly defined project scope – Make sure that the project scope is wide enough to generate significant returns but also narrow enough to enable quick completion.





Once top management sees the practical benefits of Six Sigma, they may consider a limited initial commitment or a broad-based rollout of Six Sigma throughout the organization.







 
 
Lead Time




Lead time is defined as the time from which the customer places an order to the moment the product or service is delivered. Every type of business has some form of lead time, whether it is in manufacturing, project management, software development, supply chain management, etc. The only difference is how lead time is interpreted in that particular industry.



But why is lead time so important in business?



Because time is money!



Let’s say that a manufacturer usually buys steel from a supplier. Imagine a situation where the supplier has a lead time of one month. This means that the supplier takes one month to deliver an order for steel to the manufacturer. Therefore, the manufacturer needs to maintain an inventory of one month’s worth of steel to keep producing products for their customers.



Maintaining inventory means paying storage costs for the steel, so the longer the supplier’s lead time, the greater the storage charges. It would be in the manufacturer’s best interest to find a supplier who can supply the steel within a shorter period of time.



A longer lead time is also disadvantageous because it forces the manufacturer to be more precise with their demand forecast. If customer demand exceeds the forecast, delivery of products to the customers will be delayed. This will cause customer dissatisfaction. This is why reducing lead time is very important in business.







Components of lead time



Lead time consists of several different elements that originate from the various departments within an organization. These include:



●
 
 Preprocessing time – This is the time it takes to receive an order from the customer, understand the order, and then create a purchase order.



●
 
 Waiting time – The time an item has to spend awaiting production



●
 
 Processing time – The time it takes to produce an item



●
 
 Inspection time – The time it takes to check a product for conformity to standards



●
 
 Storage time – The amount of time an item stays in the factory or warehouse



●
 
 Transportation time – The amount of time the product is in transit from the factory to the customer



When you add up all these elements, you end up with the total lead time. One assumption that is made is that there is no inventory in storage. In other words, we assume that the product must be made from scratch.



So the challenge you have is to find a way to reduce the lead time.







How to reduce lead time



	
Eliminate non-value activities – Use value stream mapping to find those activities that do not add value to the process and eliminate them.


	
Simplify the production process – When you make the process less complex, production flows faster.


	
Improve layout – Arrange the machinery and work process such that raw materials and finished goods do not have to move long distances.


	
Document your operating procedure – Create a document for standard operating procedures so that every employee is familiar with what is required. This will enable quick learning, less confusion, and enhanced consistency.


	
Planned machinery maintenance – It is better to schedule the regular maintenance of machinery than to wait for a total shutdown that will cripple production.


	
Find backup suppliers – Create an arrangement with a group of suppliers so that in case one supplier lets you down, you can rely on another. Take time to educate your suppliers on how your operations are run so that they understand how important they are in your business process.





The truth is that customers will always gravitate toward companies that have shorter lead times. Any organization that works to reduce its lead time will ultimately improve its chances of success.



In the next chapter, you will learn the steps necessary to apply the DMAIC framework.








 
 
Chapter Four: The DMAIC Process










By now it should be clear that a Six Sigma project is designed to measure and improve the current performance level of a business process by using statistical tools. As we mentioned earlier in chapter 2, DMAIC is the framework that is often used when implementing Six Sigma in an organization. In this chapter, you are going to learn more about the phases of DMAIC and the steps that are involved in each phase of the process.



DMAIC is an acronym that stands for Define, Measure, Analyze, improve, and Control. It is simply a management system that allows an organization to generate a continuous flow of improvements to projects. DMAIC helps to determine which projects should be implemented as solutions to eliminate defects and produce sustainable results.



Prior to deploying any Six Sigma project, every business process must be assessed to determine which one will have the greatest impact on costs, quality, and efficiency. DMAIC is then used to identify a project that will reduce costs while improving efficiency and quality.







 
 
Phases of DMAIC








 
 
Define




This is the first phase of the DMAIC approach. In the Define phase, the goal is to clarify every single element that will be involved in the project. Here are the steps involved in the Define phase:



	
Creating a project charter and scope – This is a document that establishes the boundaries of the project. Since you cannot solve all the problems in a business process, you must define the limits of the project activities before moving forward.


	
Developing a high-level process map – This map is usually created using the SIPOC (Suppliers, Inputs, Process, Outputs, Customers) format. Once the map is complete, the project team can choose one specific area and create a more detailed plan.


	
Defining the customers, their requirements, and their expectations (CTQs) – It is important to understand who your customer is and the needs that they have. You have to reach out to your customers and get relevant feedback on how to best solve the problem.


	
Developing the problem statement and goals – A problem statement is a clear description of the challenges that the project seeks to address. You need to collect data that proves the existence of a problem and whether it is of a high or low priority. The problem statement should also include customer requirements, goals, and benefits that will accrue at the end of the project.


	
Defining the resources to be used – Project resources that need to be identified include the project sponsor, change champion, the process team, and any other material/financial resources that will be required.


	
Developing the project plan and its milestones – This should include a short statement of how the project activities will be completed, by whom, and the relevant timelines. You also need to specify the communication channels to be used.









 
 
Measure




In the Measure phase, the project team reviews and measures the state of the existing process. They create a baseline that will be used to determine the level of improvement after the project. Here are the steps involved in the Measure phase:



	
Create a detailed process map – A process map that is detailed will help the project team easily identify the areas in the process that have bottlenecks, defects, or useless steps.


	
Creating a data collection plan – Before you start collecting data, you first need to define the methods you will use and the objectives of the process. What metrics will be measured? What are the measuring tools that will be used? How often will measurements be taken? How will the data be recorded?


	
Gathering data – The data to be collected must be useful in defining the problem. It must also help in identifying the root causes and location of the problem.


	
Verifying the measurement system – The system you will use to measure the current state of the process needs to be reliable. It, therefore, must be analyzed. If you fail to validate your measuring system, you will end up collecting misleading information.









 
 
Analyze




The goal of this phase is to spot all the factors that may be responsible for the defects, waste, and bottlenecks. This will help you identify the root cause of the problem. This can be accomplished by analyzing the data collected during the previous phase or reviewing additional information. Here are the steps involved in the Analyze phase:



	
Identifying value-added and non-value added process steps – The project team has to look closely at every step in the business process. The goal here is to identify which steps add value and which ones do not. Non-value added steps must then be targeted for elimination.


	
Identifying sources of variation – Sources of variation are simply the causal factors that may be responsible for a defect, bottleneck, or waste. This can be achieved through brainstorming and other tools. Once you have compiled a list of causal factors, you should rank them and then investigate the major ones.


	
Determining the root cause – One of the challenges of problem-solving is that there are times when the perceived problem keeps recurring. If this happens in Six Sigma, it is because the project team solved a symptom and not the root cause of the problem. You have to identify the root cause out of all the potential causal factors. Then you have to develop effective countermeasures using the tools available.





At the end of the Analyze phase, any new information found should be used to update the project charter.







 
 
Improve




This is the phase in which a solution is identified and developed. This is only possible after all the relevant data has been collected and analyzed. The goal is to come up with a list of possible ideas and then select the most suitable one. Here are the steps involved in this phase:



	
Performing experiments - The project team investigates how the possible root causes can be resolved to improve the process.


	
Creating innovative solutions – The project team identifies potential solutions that will improve quality, boost safety, lower costs, and enhance efficiency. Of course, the best solutions should be able to achieve all this without consuming too many resources.


	
Assessing failure modes of potential solutions – Each potential solution should be reviewed in terms of risk and possible impact. This will help the team to identify any problems that may occur when a solution is implemented. The best solution should be low-risk and have no negative impact on the process.


	
Selecting the preferred solution – The best solution is picked and then implemented.


	
Re-evaluating potential solution – The solution that has been selected is validated to confirm whether it has improved the process and resolved all issues. This is done using statistical methods, data collection, or pilot builds.









 
 
Control




The Control phase is all about maintaining the solution. The strategy is to constantly monitor the performance of the new process and how employees are responding to it.



This should never be a one-off event. All the data collected by the process management team should be compiled and used to create a manual that will be used to improve subsequent projects and teach new staff members.



Here are the steps involved in this phase:



	
Updating the process standards – Once improvements have been made to the process, it is important to document all the changes and create new standards. These updates can be in the form of control plans, work instructions, etc.


	
Implementing statistical process control – This is a way to track how the primary steps in the process are performing. The process owner or associates should be able to note any shifts in the process.


	
Verifying benefits, cost savings, and growth of profits – A process monitoring plan should be created to track and record the
 long-term
 performance of the new process. This plan must clarify how the new process will be measured, the frequency of measurement, the person responsible for fixing any issues, a method of documentation, etc.


	
Celebrating – Once the project is over, it is important that the whole team comes together to celebrate. Upper management should also recognize the efforts made and benefits realized.





At the end of the Control phase, the new process should be handed over to the process owner. If there are any opportunities to improve other processes, this would be a good time to discuss such issues.



The DMAIC framework is an effective way to implement Six Sigma. The important thing to remember is not to try to resolve every problem at once. Stick to the project scope and follow the right steps carefully.



In the next chapter, you will learn how to identify and launch a project.








 
 
Chapter Five: Identifying and Launching a Project










In this chapter, you will learn how to identify and select a project that will successfully improve a process. You will also learn some of the factors that need to be considered before launching a project. While many organizations understand how to choose process improvement projects, they fail to utilize the right methods when identifying projects.







 
 
Preconditions for Identifying a Project




Before they identify a project, the project team has to evaluate the ideas available. There are four key steps that must be followed before identifying a project:



	
Acknowledge the strategic plan of the organization – The project team must understand the long-term strategic interests of the organization so that they identify a project that matches those same goals. This is an intensive process that includes assessing the interests of stakeholders, gauging the organization’s financial capacity, developing contingency plans in case of market fluctuations, and drafting an action plan.


	
Align the project goals with the strategic plan of the business – The project itself will have specific tasks and activities, which must align with the specific action plans of the organization.


	
Integrate the organization’s strategic plan into the deployment system – When a Six Sigma project is being deployed, the high-level goals must be broken down to create functional goals. These functional goals are then deployed to individual departments throughout the organization.


	
Identify the core processes of the business - Every business has core processes that involve converting an input into an output that customers are willing to pay for. The project team must recognize these core processes and break them down until the actual work steps can be seen. It is these lower-level work steps that are then targeted for improvement. The improvement project must be able to boost the performance of the work steps.









 
 
How to Identify a Project




The process of identifying and selecting a Six Sigma project should be a collaborative effort between the Project Champion and the Master Black Belt.



In the previous section, we talked about the preconditions that must be satisfied before project identification. Once the core processes and work steps have been understood, the next steps should be:



	
The Champion and Master Black Belt sit down and brainstorm to come up with ideas. At this stage, every potential improvement opportunity should be put on the table.


	
Once a list of improvement ideas has been generated, they should be ranked and prioritized according to their alignment with strategic goals, their risk, and their potential returns.


	
The list of ideas with their rankings is presented to the project team. This is done to build consensus.


	
The best project idea is selected and the team prepares itself for project launch.









 
 
Launching a Six Sigma Project




When a Six Sigma project is being launched, the main objective is to ensure that there will be tangible results according to the implementation schedule and available resources.



In the early stages of launch, the project sponsor plays a major role because they tend to be involved in the majority of the decisions made.



The project Champion is also actively engaged with the deployment leader and project team. The relevant people have to work hard to make sure that adequate resources are made available.



With that said, there are three major factors that impact the launch of every project. These are:



●
 
 How well defined the project is – It is important to define exactly what the project is supposed to address. It is also necessary to specify the sector or function of the organization that the project directly affects.



●
 
 The clarity of the project’s scope – It is important to be clear on the limits of the project because this will impact the project schedule. If a project has a well-defined scope, it is usually completed on time. Therefore, make sure that the scope is limited to problems that are related to a particular process.



●
 
 The resources available to the project – Resources can be manpower, money, equipment, and the like. For example, when talking about manpower, there has to be a distinction between the core team and the support staff. The core team should consist of 4 to 7 individuals who directly influence or are impacted by the process. This can even include a supplier who supplies raw materials for the process being improved. However, the support staff can include about 10 to 20 other individuals who assist the core team.



Identifying and launching a Six Sigma project needs to be done in an orderly manner to ensure project success. The right ideas must be developed, the right projects selected, and the right individuals involved.



Project definition, scope, and resources must also be considered during launch. Any organization that considers these factors should be able to implement an improvement project successfully.



In the next chapter, you will learn how to understand the customer.








 
 
Chapter Six: Understanding Your Customer










One of the fundamental tenets of business is that you must always satisfy the needs of the customer. The top management of an organization will tell you that they are already doing this.



But how true is this statement? For you to meet the needs of your customer, you must first know who they are, and the truth is that there are some organizations that don’t even recognize who their customers are.



Many opponents of Six Sigma talk about how it slows down the organization’s ability to meet customer needs.



But in this chapter, you will learn how Six Sigma plays a significant role in identifying customers and their needs. Six Sigma can actually help you hear and understand the voice of your customer.







 
 
The Real Customers




If you want to know who your real customers are, you have to consider three questions:



●
 
 Who is the primary customer? – This one should be simple enough to answer correctly, but sadly, many companies get it wrong. They think that just because they are selling their products or services to a distributor, then the distributor is their primary customer. The truth is that the end-user is their primary customer. If the end-user feels that a product is not able to satisfy their needs, they will shift allegiance to a different brand. In this case, both the distributor and the company will suffer.



●
 
 Do different customers have similar pain points? - There are some customers that will have similar needs, and others may have different pain points. An organization must discern which needs are similar and which ones are different. The next step after this should be to determine how each of these needs affect profits and re-prioritize accordingly.



●
 
 Which customers are worth more? – There are times when a company must measure the value of each of their customers. This will help in determining which customer needs to cater for first and which ones to push to the back burner for a while. It is always a good idea to take a long-term perspective when deciding which needs come first. Therefore, the customers that will bring in greater revenue in the long-term are worth more.



Once you know which factors to consider, you can then group your customers: There are two broad categories of customers:



	
Internal customers – Internal customers can be found within the organization, for example, employees, management, or even entire departments.


	
External customers – External customers include the end-consumers of a product or service, the shareholders, and other clients. These are people who either use the products or services directly or have a vested interest in the activities of the organization. They are usually found outside the organization.









 
 
Voice of the Customer




This is simply a reference to the comments, preferences, and expectations of your customers. Voice of the customer, or VOC, is actually a process that an organization uses to collect information from customers. The goal is to understand what customers think about a product or service and then make the necessary improvements in quality.



VOC comes in two forms – spoken and unspoken. Customers can express their preferences verbally but sometimes, they can express their comments through body language and behavior. This means that the methods used to collect feedback from customers must be capable of capturing both forms of VOC.



When the VOC is captured, the information must then be converted into customer needs and customer requirements. Needs and requirements are not the same. A customer’s needs are their desires about a particular product or service. A requirement refers to the attribute of a product or service that satisfies a need.



For example, a customer may require an air conditioner to keep their room cool during hot weather. In this case, their need is cool temperature inside the room.



At the same time, the customer may want the air conditioner to be affordable and easy to maintain. It is important for the project team to focus on the need and consider the wants to be non-essential.



The reason for this is simple. If the project team provides a product or service that meets the customer’s needs but doesn’t satisfy their wants, the customer may be unhappy, but they will still buy the product or service.



However, if their wants are met but their need is not fulfilled, the customer will choose to go to a rival company to get their needs met.



On the other hand, a requirement is a “must have” feature of a product or service. The air conditioner must have features that enable it to keep a room cool. Therefore, the customer needs are used to create products or services that satisfy specific requirements.







 
 
Classes of VOC




There are four distinct classes of VOC. These are:



●
 
 Voice of Associate – This is the feedback obtained from employees within the organization



●
 
 Voice of Investor – The project team can also receive feedback from shareholders and management of an organization



●
 
 Voice of Customer – This is the feedback that the project team receives from clients and end-users



●
 
 Voice of Process – This kind of feedback comes from the process that needs to be improved



The four categories above are usually referred to by the acronym AICP (Associate, Investor, Customer, and Process). In order to collect the voices of AICP, the project team will have to rely on certain methods of gathering data.







 
 
Methods of Collecting VOC




	
Surveys – These are questionnaires that the project team will send out to existing and potential customers. Surveys tend to be cheap, but the problem is that they have a low response rate. Most respondents rarely return the questionnaires back to the team.


	
Interviews – These are face-to-face meetings with existing and potential customers. The customers are asked a series of questions and feedback is gathered. Interviews are useful for tackling complex issues. However, the interviewer must be well trained.


	
Focus groups – A focus group is a group of people who are gathered in one room and a specific topic is discussed. Everyone contributes their opinion about a product or service. Focus groups are great for identifying the requirements that are critical to the quality of a product/service. However, it is difficult to generalize the feedback received.


	
Suggestions – The customers can be questioned and asked to provide their suggestions about a product or service. The project team evaluates the suggestions but is not required to consider them when selecting a solution. The suggestions are simply viewed as improvement opportunities.


	
Observations – Instead of the project team asking customers questions to gain feedback, they simply watch how employees and clients interact with a process or product. The observed information is then used as a VOC.





The main goal of Voice of the Customer is to obtain the needs of all the customers. But first, you have to know who your customers are before you start analyzing their needs. Do not assume that you can rely on past history or experience.



The way organizations interact with customers has changed. A long time ago, everything was about the organization and customer needs came last.



Today, the customer is king and most business relations are customer-centric. In the future, the customer and the organization will be enjoined. Organizational and customer needs will be merged into one.



In the next chapter, you will learn about the do’s and don’ts of Six Sigma.








 
 
Chapter Seven: 10 Six Sigma Do’s and Don’ts










Any organization that wants to implement Six Sigma must be willing to follow a systematic approach. There are many organizations that merely use Six Sigma as a way to market and promote their products but are not really interested in applying it as a long-term business initiative. Such organizations have failed to realize the value and benefits of Six Sigma.



In this chapter, you will learn about some of the things that an organization should do and some of the mistakes that must be avoided. All throughout this book, you have slowly learned what to do and how to adopt a Six Sigma approach.



But you also need to keep an eye on the assumptions and useless approaches that some organizations make. These pitfalls tend to be disastrous for the organization, and a failed Six Sigma initiative can have terrible financial repercussions.



With that said, let’s look at 10 do’s and don’ts when deploying Six Sigma.







 
 
The 10 Do’s of Six Sigma








	
Do explain why you need to adopt a Six Sigma approach – The first thing you must do is establish a clear reason why Six Sigma is needed and how it will benefit the entire organization. This will help you convince not just the upper management but the lower level employees as well.


	
Do get the support and engagement of upper management – Make sure that top management is sold on the idea of improving the current processes. Once the organization’s executive team understands the potential of Six Sigma, they will provide the impetus needed to make it a success.


	
Do ensure proper project planning – You have to think things through before taking any action. This is one of the benefits of using the DMAIC framework. It forces you to define, measure, and analyze the problem and come up with the best solution possible.


	
Do create a robust project selection system – The project team must start things off on the right foot. This means they have to ensure that the right project is selected based on reliable data and strategic business goals.


	
Do choose the best candidates for Six Sigma training – You cannot train the whole organization when deploying Six Sigma. Therefore, pick employees who have a keen interest in Six Sigma and train them so that they can transfer that knowledge to other employees. With time, the majority of employees will have gained practical knowledge of the Six Sigma methodology.


	
Do select a capable Champion – Every Six Sigma initiative must be led by a Six Sigma Champion. This should be someone who is trained in Six Sigma and is passionate about its implementation within the organization. It will be the Champion’s responsibility to get everyone else excited about the changes and benefits that Six Sigma will bring.


	
Do involve all relevant stakeholders – Implementing Six Sigma needs to be a collaborative effort if it is to succeed. Everyone, including the lowest level employees, customers, and suppliers should be involved in the implementation process. The process owner or sponsor should also be consulted in every phase of DMAIC.


	
Do ensure maximum communication – There must be effective communication at all levels of the organization. This will ensure that everyone stays in the loop and no department feels isolated or left out during implementation.


	
Do review the deployment regularly – Once the improvement project has been implemented, it must be monitored regularly to ensure that everything stays on track. This will enable any deviations to be identified early and corrected.


	

 Do celebrate your success – After you successfully implement that first Six Sigma project, make sure that you celebrate the victory. Success tends to be contagious, so when people recognize and praise the victory, greater interest in the Six Sigma approach will be developed.









 
 
The 10 Don’ts of Six Sigma








	
Don’t let Six Sigma be a fad – Some organizations view Six Sigma as a way to appear in tune with current best practices, so they use a few tools for a while but don’t fully adopt the methodology. Any organization that does this will never realize the full potential of Six Sigma.


	
Don’t assume that you are different – Many organizations refuse to adopt Six Sigma because they believe that they won’t get the same results as other organizations. While it is true that every organization is unique, Six Sigma can still work and benefit any business.


	
Don’t hire part-time Black Belts – One common assumption is that Six Sigma Black Belts can work as part-timers and the project will still proceed at a good pace. This is a mistake because, without a full-time Black Belt, the project will not generate the momentum required to bring change to the organization.


	
Don’t implement without a deployment leader – The role of the deployment leader is to train the project team, assign tasks, and choose the Six Sigma tools. If there is no deployment leader, there will be confusion and conflict that will ultimately result in failure. The team members will begin to focus on their own areas and there will be a lack of genuine synergy.


	
Don’t get greedy – One of the main reasons why a Six Sigma project ends in failure is scope creep. If you get greedy and try to fix every problem in the organization, you will fail. Avoid making the project scope too broad. Otherwise, the project team will easily be overwhelmed.


	
Don’t focus on isolated implementation – Six Sigma is best used as a tool for improving an entire process rather than just a single product or service. Isolated implementation may be a worthwhile idea if an organization lacks adequate resources, but it is not a smart strategy in the long run. You cannot actualize the full benefits of Six Sigma through small and disconnected improvement projects.


	
Don’t obsess over Six Sigma training – The common assumption is that everyone involved in executing a project must be trained and certified in every tool and technique. This is not true. There are a lot of Six Sigma courses and complex tools that are being taught, but you don’t need all of them to make your project a success. It is better to focus on learning and applying what is relevant to your project. There shouldn’t be an obsession with the number of Belts in the project team.


	
Don’t ignore technology – Technology plays a critical role in implementing a Six Sigma project. Technology makes it easier to measure, analyze and control systems and processes that need to be or have already been improved. It would be unwise to try to separate the two.


	
Don’t forget to validate the measurement systems – Six Sigma is built on the foundation of hard data and precise measurements. However, don’t fall into the trap of blindly following a measurement system without verifying it.


	

 Exaggerating the opportunity counts – Sometimes Six Sigma practitioners try to exaggerate the number of opportunities there are in a process. This is usually an attempt to fabricate their performance so that stakeholders will believe that the process has improved significantly. This kind of deception is wrong.










 
 
Conclusion










Now that you have come to the end of the book, I hope that you appreciate everything that Six Sigma stands for. Over the years, there have been a lot of myths and confusion regarding this particular methodology. However, one thing should be clear by now.



Six Sigma is extremely useful for any organization that wants to improve quality, reduce costs, and enhance the speed of delivery of goods and services.



You have learned the most important tools and processes that are used in Six Sigma implementation. Keep them in mind as you move on to the next phase of the journey – which should be implementing and deploying a Six Sigma project.



Remember to follow the right procedure when trying to identify a solution to defects in your business process. Use the DMAIC stages to guide you every step of the way.



If there is any information that is not clear, feel free to go through the chapter again. Make sure you understand what needs to be done before you start any Six Sigma initiative.



I hope that you will take action to use Six Sigma to achieve the strategic goals of your organization.
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Introduction








While the concept of using incremental improvements in developing software have been around as early as the late 1950s, the Agile PMS was initially deliberated in great detail during the 1970s in a paper published by William Royce, which discussed developing large software systems. Fast forward to the year 2001, the 17 pioneers of the Agile PMS came up with what's now known as the Agile Manifesto that formally declared Agile's key values and principles help guide software developers use a people-centered and iterative approach to doing their jobs. Agile refers to a method of managing projects, which features the use of brief development cycles or "sprints" in order to center on continuous improvement when developing services or products.







The Agile project management system or Agile PMS was borne out of frequent cancellations of many projects resulting from the enormous delays in providing technology or software solutions for the needs or preferences of customers that were suffered by many businesses in the past. To be more specific, the rapid pace at which customers' needs were changing and the slow development and delivery of software solutions to such needs, which were mostly based on the Waterfall model, made the eventual delivery of solutions obsolete.







This was because during the very slow development times, the needs and preferences of customers changed so much that by the time the solutions were finally developed and delivered, they were no longer relevant to the customers' new needs and preferences. Another aggravating factor was the fact that software development back in the day wasn't as flexible or agile when it comes to meeting customers' changing needs as they are now.







This was the case until the year 2000 when 17 of the most prominent personalities in the software development industry, which included among others Alistair Cockburn, Arie van Bennekum, Ward Cunningham, Kent Beck, and Jon Kern, got together and joined forces in Oregon. The meeting would then be repeated in 2001, this time in Utah at the Snowbird ski resort. On that 2nd meeting, the Agile Manifesto was born, together with its twin sibling, the 12 Agile Principles. The Manifesto enumerates the 4 main values of Agile. This is the Agile Manifesto:







We are uncovering better ways of developing software by doing it and helping others do it. Through this work we have come to value:







−
 
 Individuals and interactions over processes and tools;



−
 
 Working software over comprehensive documentation;



−
 
 Customer collaboration over contract negotiation; and



−
 
 Responding to change over following a plan.







That is, while there is value in the items on the right, we value the items on the left more.










 
 
Chapter 1 - Agile Values And Principles












Systems can only be consistently effective if they have a solid set of values and principles underlying them. And more importantly, such values and principles need to be practiced during implementation. The following are the key values and principles underlying the Agile project management system.







Agile Values







Individuals And Interactions Over Processes And Tools







The Agile project management system puts a premium on people over everything else. Why? It's because business needs don't respond to people but people respond to business needs, as well as drive the process of development. The 17 Agile pioneers recognized that the likelihood of meeting customers' needs is very low if the development is driven primarily by tools or processes because in such cases, project management teams aren't able to respond very well to changes.







One area where project management teams driven mostly by processes and tools are inferior to people driven teams is communications. In teams that are driven by processes and tools, communications need to have specific types of content and are scheduled. But in people-driven teams, communications can be fluid and can be done whenever concerns arise - and this allows teams to respond faster to changing clients' needs.







Working Software Over Comprehensive Documentation







In the past, documentation of product development and delivery took a lot of time - time that could've been spent on more important matters. This was because of the bureaucracy involved in documentation, which required approval for each important aspect such as technical specs, requirements, and prospectus, as well as documents related to interface design, plans for software testing, and even plans for documenting the plans!







As you can see, the amounts of documentation required for software development back in the day can be so insane and anal that with the documentation processes alone, software development can take on a turtle's pace and were often the reason for many delays.







While the Agile PMS is not about eliminating documentation, it dramatically reduces, the amount of documentation needed, particularly the amount of time it takes from the whole development time. Agile streamlines the documentation process in such a way that it provides just the right amount of documentation software developers need to finish what they need to do without having to get so caught up in unproductive minutiae.







Documents prepared using the Agile PMS are prepared as user "stories," which is enough for any software developer to start creating new functions on old ones. Make no mistake about it, Agile PMS views documentation as very important but not at the expense of being able to develop software and deliver them on time.







Customer Collaboration Over Contract Negotiation







Negotiations refer to when customers and product managers thrash out details of software delivery. It also includes changing existing details where necessary. Using primarily a Waterfall-based methodology, customers give developers their requirements in such great detail just before the software development process commences. When the process is completed, clients also participate in the post development process. But the problem is this: clients are left out of the middle process, which is the actual software development process.







Not so with an Agile PMS. The manifesto portrays a client who's not detached from the development process but is engaged, i.e., collaborates with developers all throughout the process of developing software, including the middle part or the actual development process itself. By being involved during the software development process itself, clients help make it easier for developers to meet their needs.







With an Agile-based project management system, end-users can collaborate at periodic times during the development of software only or be part of the whole process from start to finish and attend each and every team meeting to make sure that all of their needs are met by the finished product.







Responding To Changes Over Following Plans







Changes were considered as nothing more than unnecessary expenses under software development methods prior to Agile and hence, should be avoided as much as possible. This was because of the belief that software development plans should be very elaborate and detailed, having a highly identified set of characteristics, where practically everything is considered as "top priority."







But not so with the Agile PMS, which allows for shifting from iteration of software to another, where new features can be included in the succeeding iterations. Agile PMS proponents believe that changes aren't unnecessary expenses, but opportunities to make projects much better because changes don't reduce value, i.e., expenses, but instead add to it.







A concept called Method Tailoring best illustrates Agile's favorable treatment of change. Based on An Agile Information Systems Development Method, Method Tailoring can be thought of as:







A process or capability in which human agents determine a system development approach for a specific project situation through responsive changes in, and dynamic interplays between, contexts, intentions, and method fragments.







In essence, Agile-based software development methods allow software development teams to change the development process to make it fit them instead of them having to fit themselves to the process.







The 12 Principles Of Agile



	
The highest priority should always be customer satisfaction, which can be accomplished by fast and continuous delivery;


	
Developers must welcome changing environments regardless of the software development process stage in order to give clients an advantage over their competitors;


	
Services or products must be delivered more frequently;


	
Developers must closely collaborate with project stakeholders every day;


	
All team members and stakeholders must always be motivated in order to get the most outcomes from projects, with software development teams being provided everything needed for successful completion of projects, including high levels of trust, so that they may be able to accomplish all goals;


	
As much as possible, meetings must be done face-to-face because meeting this way is the most efficient and effective way to successfully complete projects;


	
The best way to measure a project's success is the final working product;


	
Agile processes, i.e., ones where stakeholders and software development teams can keep a continuous and constant pace should be used to accomplish sustainable developments;


	
Continuous focus on proper design and technical excellence enhances agility;


	

 One of the most important elements for success is simplicity;


	

 For developing the best project designs and architectures and to meet clients' requirements, self-organizing teams are best suited; and


	

 Teams should use regularly timed fine-tuning behaviors or activities to continue improving efficiency.









Adopting An Agile Project Management Methodology







While Agile was initially created for software development projects, it can be used - and indeed, it's now being used - in many different types of projects that aren't software in nature. This is because of the methodology's high efficiency and premium on collaboration between clients and businesses. According to a survey conducted by Version One, the Agile project management system's adoption rates across different industries are as follows:



−
 
 Software: 23%



−
 
 Financial Services: 14%



−
 
 Professional Services: 12%



−
 
 Insurance: 6%



−
 
 Healthcare: 6%



−
 
 Government: 5%



−
 
 Telecommunications: 4%



−
 
 Transportation: 4%



−
 
 Manufacturing: 4%







The Agile Delivery Framework: 5 Phases







The Agile PMS uses a 5-phase framework for delivering projects to clients, which aside from being very specific is also iterative and flexible. These phases include Envisioning, Speculating, Exploring, Adapting, and Closing. Using the Agile PMS, projects iterate through the Speculation, Exploration, and Adaptation phases when a project or software’s features are being finalized or when a specific timeline or criteria has been met.







The first phase of the Agile project delivery framework is Envisioning, which is the phase when initial planning for projects are completed, i.e., when the project's scope and vision are determined, and when a project charter is created. In this phase, the identities and roles of stakeholders are clarified and the development team's norms are established.







The second phase is the speculation phase, which is when decisions regarding what software features will be undertaken in an iteration are made. In a sense, this may be considered as an "incomplete" planning session, where it usually resembles educated guessing on the part of project teams because at this point, the necessary information for working on a project remains to be completed.







During this phase, project teams try to get a reasonable "guesstimate" as to how long each feature can be finished the following iteration and the time needed to achieve other pending milestones.







The third phase is exploration, which is the time when project teams work on finishing all agreed upon features for a specific iteration. The reasons why this phase is called "explore" or "exploration" is because Agile project teams literally explore ways on how to effectively implement a specific feature, i.e., make it work. During this phase, quality testing and stakeholder management is also performed.







The fourth phase is the adaptation or "adapt" phase, which is scheduled to proceed at a predetermined time. The reason for proceeding with this phase only after a specific time has lapsed is to give enough time for stakeholders and development teams to exchange crucial information or feedback that can help make the project successful.







Under this phase, results of the exploration phase are compared to the feature completion plans made in the speculation phase. The adaptation or adapt phase provides very good opportunities for development teams to make the necessary changes or adjustments prior to re-iterating to the speculation phase.







The last phase in the Agile PMS delivery framework is the closing or the close phase. This phase, which is only done once, can only proceed after the final pending iteration of a project has been successfully concluded. In this phase, development teams process any learnings from the just concluded project prior to being cleared to proceed with a new one.











Agile Performance Measurement







Any endeavor, including managing projects, need certain parameters by which to evaluate. And such parameters need to be objectively quantifiable because in the absence of such, it can be very challenging to effectively assess whether or not a project management system such as Agile is effective or not. The following are measurements or parameters that can be used to evaluate how an Agile project was carried out:



	
Lead Time: Refers to the amount of time elapsed from the time the project started (coding) to the time it was produced (production);


	
Frequency of Deployment: Refers to the number of times a particular code was deployed;


	
Failed Deployment Percentage: The ratio of actual number of failed deployments or negative impacts to the total number of deployments for a specific code;


	
Mean Recovery Time: The average speed at which code deployment failures are remedied or fixed;


	
Customer Satisfaction: The percentage of issued tickets concerning issues or negative customer experiences with a specific code;


	
New User Volume Percentage: Increase in new user participation, in percentage form;


	
Bug Defects: Refers to the actual frequency of defects for every code deployment;


	
Availability: How much time the system was up without problems compared to total time; and


	
Project Completion Rate: The number of completed projects during a specific investment time period, e.g., per quarter.









Why Agile Works Better







In the beginning, Agile was created primarily for software developers and their clients, the primary goal for which was to improve and streamline the software development process to enable the swift identification of and adjustment for defects and issues. The Agile PMS gives software developers and teams a means by which to give their customers a much better product and in a timelier manner by using brief, iterative, and interactive sprints or sessions.







In today's highly digitized age, more and more businesses - both big and small - are shifting to a mostly digital work environment, for which the Agile project management system is a great fit. The Agile PMS can help businesses who are shifting more and more to a digital working environment better manage individual projects as well as their organizations as a whole much, much better. It can help them make sure that processes and method alignments are implemented across the whole organization.







To be more specific, the Agile project management system can help make businesses even more flexible, productive, transparent, capable of higher quality products and services, capable of timely and consistent delivery of products and services, and capable of providing optimal satisfaction and engagement to all concerned stakeholders. This means developers, teams, team leaders, and even customers can enjoy:



−
 
 Better and faster identification of defects and issues;



−
 
 Better capacity for adapting to and making the most out of changes;



−
 
 Better focus on customer's specific needs;



−
 
 Faster delivery and implementation of solutions;



−
 
 Maximized development activities;



−
 
 Maximum control over projects;



−
 
 More focused efforts leading to more successes;



−
 
 More frequent collaboration with and feedback from stakeholders;



−
 
 Simpler framework;



−
 
 Speedier project turnaround times; and



−
 
 Substantially reduced wastage of resources through increased efficiency.







Potential Issues With Agile







While the Agile project management system is a very efficient and effective way for businesses to deliver their products and services to their customers, both internal and external, it's not perfect. No system is. For one, Agile doesn't sit well with some types of projects, which necessitates due diligence before implementation or even consideration. In particular, the Agile PMS will not work well with projects where the clients' goals are ambiguous, the project team's leader or members aren't capable of implementing the Agile PMS, or if the development team's members easily buckle under pressure.







Also, the Agile PMS tends to favor goals set by the software developers, the development teams, and the customers. However, it doesn't follow that it automatically puts a premium on the experience of end users.







What this means is that the Agile PMS may not work well with large and highly traditional businesses or organizations whose people, structure, and management are still highly rigid because the Agile system is one that's highly flexible and isn't as formal or rigid. It may prove to be unproductive when dealing with customers who are too traditional and rigid in their ways.










 
 
Chapter 2 - Who Can Use Agile?








Agile is a highly specialized methodology to managing projects and as such, can't just be used or implemented by any person. A person who would want to use or implement Agile in his or her workplace needs 2 important things: key skills and certifications.







Key Skills







If you want to implement Agile well in your organization as a project manager, you'll need to possess these 6 crucial Agile-related skills:



	
A great amount of flexibility to be able to accept and deal with project changes as they happen so that risk and confusion brought about by such can be minimized;


	
Above-average organizational skills so you can prioritize the right things and keep things orderly;


	
Fast thinking and decision-making skills, especially when the circumstances surrounding projects change quickly;


	
Teaching and motivation skills for supporting and guiding project teams as they work on completing their projects successfully;


	
The ability to make sound judgments while under tremendous pressure, as well as the capacity to stay composed and calm in the midst of tremendous stress; and


	
The capability to focus only on work that's important and essential and nothing more.









These 6 skills aren't the only ones you'll need to be able to successfully implement Agile in managing your organization's projects but having them will significantly boost your chances of being able to do so.







Agile Certifications







The massive success of the Agile PMS has practically revolutionized software development and the way managers manage projects. This has resulted in a massive increase in demand for information technology or I.T. professionals who have sufficient knowledge and experience with Agile and its many derivatives, which include Scaled Agile, Kanban, Scrum, and Lean.







Agile emphasizes iterative and incremental collaborations on projects between cross-functional teams, which is now done in many different types of organizations. This means one can't just be an average software developer or project manager in order to successfully implement it.







How can organizations looking for Agile managers to run their projects know whether or not the person they're considering hiring can do the job well? And I think the better question to ask may be: How can you significantly increase your chances of being able to convince prospective employers to hire you as an Agile project manager? This is where Agile certifications come into play.







While the following Agile certifications aren't an ironclad evidence of ability and skill, they can provide organizations with more than enough information about your Agile-related capabilities and risks. So if you're really serious about making a career out of the Agile project management system, I highly recommend giving any of these certifications a shot.







PMI-ACP







The Project Management Institute's (PMI) Agile Certified Practitioner (ACP) certification program is primarily for project managers in organizations who are either moving towards full adoption of Agile methodologies or are have already fully adapted it. This certification gives organizations to whom you'll be applying a high level of assurance that you have working experience in managing projects the Agile way and that you're acquainted with the various aspects of Agile methodologies such as Lean, Kanban, and Scrum, among others. If you're a PMI-ACP certified project manager, you'll need to earn 30 PDUs or professional development units every 3 years just for you to continue remaining certified.







You can take the PMI-ACP certification exam either in paper or computerized form, which can set you back anywhere from $385 (paper test) to $495 (computerized test) if you're not yet a PMI member.







APMG International







This is an international organization that accredits project managers globally with several Agile-related certification programs. The primary goal of APMG is to standardize project managers' abilities all over the world in terms of being able to implement the Agile methodologies for managing projects in organizations that need visibility, rigor, and standards within the framework of Agile.



APMG offers 3 certification programs: Agile Program Management, Agile Project Management, and Dynamic Systems Development Method (DSDM), which is a vendor-neutral project delivery and management structure.







Depending on which certification program and exam you'll be taking, you can expect to invest between 218 ($293) to 330 ($443) to get certified.







Strategyex Certificate In Agile







This Agile certification comes in 2 variants: an Associate and a Master's Certificate in Agile practices. The Associate version will require you to finish 3 courses in a span of 2 years, with emphasis on your Agile-related skills and knowledge.







The Master's version will require you to finish 7 courses within a span of 4 years in order to show your level of Agile expertise. Only the Master's level certification will let you add the certification credential after your name. This certification program is conducted by an online learning group called TwentyEighty Strategy Execution (Strategyex) together with George Washington University.







Taking the Strategyex Certificate in Agile Certification can cost you around $1,645.







International Consortium For Agile - ICAgile







This comprehensive certification program provides expert training for all Agile methodologies, which include Kanban, eXtreme Programming (XP), and Scrum, among others. The ICAgile certification has 3 levels, which are Professional, Expert, and Master. This is to exhaustively assess a candidate's Agile-related working knowledge and skills. The certification costs $60 only.







Agile Certification Institute (ACI)







The ACI focuses on all areas of Agile project management across enterprises, which means it's not just limited to software development. The organization provides many Agile credentials and certifications, which cover among others Agile process improvement, Agile talent management and development, and Agile product and project management. And more than just Agile enterprise certifications, ACI also provides certification for Scrum, Kanban, and Lean for Associates, Practitioners, Masters, and Owners. ACI offers each Agile course for $99.







Scaled Agile Academy







When the Agile methodology starts to be implemented in much bigger organizations, Agile project managers who have a very good knowledge and skills about scaling the implementation to a bigger framework become even more valuable. Also known as SAFe, the Scaled Agile Framework's course provides the necessary foundation skills and knowledge to be able to successfully implement the Lean/Agile system in much bigger organizations. Scaled Agile Academy gives 5 types of certifications to help project managers show they're capable of implementing the Agile framework on a much bigger scale. These include The SAFe Program Consultant Trainer, The SAFe Program Consultant, The SAFe Agilist, The SAFe Practitioner, and The SAFe Product Manager/Product Owner certifications. Each course will set you back around $995, where your first exam is free. Once you get certified, you'll have to pay $100 every year to renew your membership/certification.







Scrum Alliance







The most popular Agile methodology framework is Scrum, particularly when it comes to software development projects. Scrum Alliance is a top membership-based group for Scrum professionals, the goal of which is to support Scrum's widespread adoption and successful practice.







It offers 6 certifications for software development and information technology professionals, which include Certified Scrum Master, Certified Scrum Product Owner, Certified Scrum Developer, Certified Scrum Trainer, Certified Scrum Coach, and Certified Scrum Professional. The program will set you back a considerable amount of money, $1,547 for each course, to be exact. And once you've been certified, there's an annual renewal fee of $250 you'll need to pay to stay certified.







Why Some Organizations Have Difficulty With Agile Adoption







As mentioned earlier, Agile isn't a one-size-fits-all-organizations project management system. Some organizations can find it very challenging to successfully adopt Agile for several reasons.







For one, an organization culture or structure may not be fit for adopting Agile. As mentioned earlier, Agile is built upon flexibility and the ability to welcome change with open arms. Organizations who have a culture of rigidity and a strong sense of loyalty to traditional ways of doing things aren't cut out for the Agile system. Having a couple of teams fit for Agile adoption won't cut it - it has to be the whole organization because at some point, non-Agile capable collaborators can be a stumbling block for those that are Agile-compliant. Everybody from the project teams to sponsors, executives, and leaders must be Agile-friendly.







Another reason why some organizations won't be able to successfully adopt Agile is a poor understanding of general business goals. Adopting Agile for managing projects just won't cut it if the overall goals of an organization aren't clear because even the most effective methods can't accomplish goals that aren't clear to begin with. It's like aiming at an unidentified target. Strategic arrangement is very important for Agile PMS to work.







Another reason why Agile may not work for an organization is rushing the sprints or testing cycles unnecessarily. When project management teams are more concerned with finishing on time or even earlier than schedule, the risks of overlooking important aspects of sprints or testing cycles are substantially higher, which can have huge negative impacts on projects and ultimately, the whole organization. By trying to rush projects, the risks for undetected deficiencies or errors are significantly raised.







The last reason why organizations aren't suited for implementing Agile, regardless of how useful it may be, is lack of Agile implementation skills. While the Agile project management system is one of the world's fastest growing systems, the number of professionals who are adept at it aren't growing at the same rate, making qualified and competent Agile practitioners very hard to find.







As such, many organizations simply don't have Agile-abled people to help adopt the system successfully.














 
 
Chapter 3 - Agile Software Development Techniques








There are several different ways to apply the Agile PMS to software development, each with its own nuances. We'll discuss them in this chapter.







Scrum Methodology







This refers to a light version of the Agile PMS, which has a wide range of applications for controlling and managing all types of incremental and iterative projects. Because of its simplicity, established effectiveness, and capability for embracing many engineering practices of other Agile methodologies, Scrum is immensely popular in the Agile world.







Under this methodology, the owner of the product or service being worked on closely collaborates with the software development team so that system functionalities can be identified and prioritized in the form of what's called "product backlogs."







The product backlogs consist of all things required for successful delivery of a working version of software, e.g., non-functional requirements, bug fixes, and product features, among others.







The product owner provides the cross-functional teams involved with the development of a particular software system with priorities that need to be pursued for the project. The cross functional teams, on the other hand, estimate and commit to give the owner potentially deliverable increments of the software in question during what's known as successive sprints or testing cycles, which normally last an average of 30 days.







After the teams commit a specific sprint's product backlogs, additional functionalities may no longer be added to the sprint except those made by the cross-functional teams concerned. And after the teams have delivered a sprint to the product owner, the product backlog is evaluated and re-prioritized - if needed - and the next batch of functionalities are then selected for inclusion in the succeeding sprints. This methodology has a proven track record of successful scaling across multiple teams within very big organizations of more than 800 people.







Lean Methodology







An iterative methodology based on the Agile system that was conceptualized by Tom and Mary Poppendieck, the Lean Software Development methodology is primarily grounded on the practices and principles of a movement that was practiced by top companies like Toyota, which is called the Lean Enterprise Movement.







This software development methodology specializes in giving value to customers by focusing on what's referred to as the "value stream," which is the means by which value is provided. Its key principles include:



−
 
 Building integrity;



−
 
 Delivering products and services at the earliest possible time;



−
 
 Emboldening project management teams;



−
 
 Learning amplification;



−
 
 Looking at the big picture;



−
 
 Making decisions at the latest possible time; and



−
 
 Waste elimination.







In order to get rid of as much waste as possible, the Lean methodology only chooses features that are really important for a system, gives priority to those chosen features and delivers them to customers in small increments or batches.







The Lean methodology puts a premium on a workflow development's speed and efficiency and depends on a fast and reliable flow of information between stakeholders/customers and software development teams. It also operates from the perspective that projects' products or services can be pulled upon request of customers.







Lean centers its attention on both the authority and capability for making decisions of small teams and individual members. This is because studies have shown this to be much more efficient and effective compared to traditional and hierarchical control structures.







This Agile methodology also focuses on how efficiently project teams can use resources and ensuring that all members of such teams are optimally productive. The Lean methodology sets its sights on concurrent jobs as well as on the least amount of potential dependencies among project teams. And finally, the Lean methodology highly suggests using written automated tests simultaneously with the writing of software code.







Kanban Methodology







This methodology is primarily used by organizations to manage product creation processes, emphasizing continuous delivery without imposing unbearable burdens on the cross-functional teams involved. Similar to the Scrum methodology, Kanban seeks to enable teams to collaborate much better.







There are 3 principles upon which the Kanban methodology is founded. These are:



	
Visualization of the workflow, i.e., seeing how all items of the project can provide important information within context of each other;


	
Limited volume of WIP or work-in-progress, which provides the necessary balance to a flows-based software development approach to minimize the chances of project teams starting and committing to too much work all at once; and


	
Enhanced workflow, where the next highest priority work item in the backlog gets worked on as soon as something has been successfully completed.









The Kanban Methodology works by encouraging non-stop collaboration as well as continuous and active learning and improvement by identifying the optimal workflow for teams.











Extreme Programming (XP) Methodology







XP has become one of the world's most popular - and controversial - Agile methodologies, which was originally founded on 4 simple values, which are simplicity, feedback, courage, and communications. It's also grounded on 12 important practices, which include:



−
 
 Collective ownership of codes;



−
 
 Development driven by multiple testings;



−
 
 Incremental releases;



−
 
 Metaphor;



−
 
 Non-stop integration;



−
 
 Planning game;



−
 
 Programming in pairs;



−
 
 Refactoring;



−
 
 Simplicity in design;



−
 
 Standards for coding;



−
 
 Sustainable work rate; and



−
 
 Testing for customer acceptance.







XP favors a high degree of involvement or collaboration from customers, fast feedback mechanisms, non-stop testing, non-stop planning, and closely-knit teams for giving customers working versions of software frequently within 1 to 3-week intervals. With XP, customers work tightly with project teams to identify and prioritize "user stories," i.e., very small units of a software's functionalities.







Under this collaboration, the software development teams assess, strategize and deliver the functionalities with the highest priorities in working and tested forms of software in incremental bits. For optimal productivity, a supportive and lightweight framework is needed to guide the software development teams and ultimately, ensure software of very high quality.







Crystal Methodology







This Agile methodology is a very adaptable and lightweight approach for developing software. The Crystal methodology is made up of a group of Agile methodologies like Crystal Clear, Crystal Orange, and Crystal Yellow, among many others.







These methodologies unique qualities are determined by many factors like a project's priorities, system criticality, and the size of the project team or teams. The Crystal family of methodology works on tailored sets of practices, policies, and processes for each project so that their unique characteristics can be met.







Some of Crystal's key tenets include simplicity, communication, and teamwork. It also includes frequent evaluation to enable teams to continuously adjust and improve processes. As with other Agile-based methodologies, timely and regular delivery of working versions of software, adaptability, high involvement of end users in the development process, and elimination of distractions or red tape that can bog down development processes are highlighted under the Crystal methodology.







Feature-Driven Development (FDD) Methodology







The earlier versions of this Agile methodology were borne out of collaboration between Peter Coad, who is an OOD authority, and Jeff De Luca. FDD is an iteration process that's short and mostly driven by models and starts with laying a project's general model shape as a foundation. It then proceeds through several 2-week series of feature and design-based iterations. Such features are incremental, i.e., small, results that are effective or useful from the perspective of clients. The FDD design process is mostly built around the goal of delivering useful features, which are accomplished through the following activities:



−
 
 Modeling of the domain object;



−
 
 Feature-based development;



−
 
 Ownership of Components or Classes;



−
 
 Establishment of feature teams;



−
 
 Conducting regular inspections;



−
 
 Managing configurations;



−
 
 Building regularly; and



−
 
 Making progresses and results visible.







Under the FDD methodology, specific practices like ownership of components and classes, and building regularly are highly recommended. The people behind FDD say that compared to other approaches or methodologies, it can scale more directly and as such, it's a better fit for teams with much bigger sizes.







And compared to other Agile methodologies, Feature-Driven Development depicts very brief and particular phases of work that will be completed separately according to features which include promote to build, code inspection, code, design inspection, design, and domain walkthrough.







Dynamic Systems Development Method (DSDM)







Finally, this methodology refers to an organized and commonsense driven process that prioritizes fast and efficient delivery of business solutions to clients. In many different ways, it is comparable to XP and Scrum, but its single best advantage over the two is it's the best methodology where timelines are fixed.







Instead of simply focusing on development teams' activities, DSDM makes the delivery of solutions to its client its primary focus. This methodology does what's necessary to make sure that every project's business sense and feasibility have been established prior to designing and implementing. Collaboration and cooperation among all stakeholders are emphasized under the Dynamic Systems Development Method, and to make sure all those who are concerned have a very clear idea of all the important aspects of a particular system, it conducts a lot of prototyping.







DSDM grew because of the need for a standardized framework for delivering projects for a popular project development methodology during the early 1990s, which was called Rapid Application Development or RAD. Despite RAD's massive popularity during those times, its software delivery methodologies were lacking in structure.







Because of a lack of such structure, The DSDM Consortium was born and assembled in 1994 for the purpose of coming up with and promoting a standardized or structured rapid software delivery system for the industry. And since then, DDM - as an Agile project management methodology - has morphed and grown into a comprehensive and iterative Agile project planning, management, execution, and scaling methodology for developing software.







This methodology is grounded on 9 important principles that are built around business needs: high user involvement; team empowerment; frequent delivery; assimilated testing; and collaborations with stakeholders. These 9 principles are:



	
Active involvement of end-users;


	
Empowered project teams;


	
Repeated releasing and updating of iterations;


	
Business needs-driven software development processes;


	
Incremental developments;


	
Acceptance of change;


	
High level of initial requirements;


	
Efficient integration of testing and development, with emphasis on creation of small teams with very good communications among teams and members of such teams; and


	
Putting great importance on cooperation and collaboration among stakeholders.









While the Dynamic Systems Development Method is one that is perfectly capable of being implemented by itself, it can also work well other Agile methods like eXtreme Programming (XP).







DSDM Benefits







Using DSDM as a primary Agile project management system can provide significant benefits to any organization. These include:



−
 
 Swiftly and directly visible development results;



−
 
 High end-user acceptance of developed systems because of their significant active participation in the development process, which gives them a sense of ownership over such systems;



−
 
 Swift delivery of basic features or functionalities, and regular delivery - at intervals - of additional ones;



−
 
 Minimal, if any, communications barrier between stakeholders because of minimal or no bureaucracy;



−
 
 Much higher chances of developing systems that meet clients' needs, or even exceed them, because of regular communications with end users and frequent receipt of feedback from the same;



−
 
 The ability to evaluate whether a project will be able to successfully meet or exceed clients' needs and expectations early in the development process instead of having to wait for having a significant portion of the development completed before being able to do so;



−
 
 Timely and cost-efficient delivery or systems and solutions; and



−
 
 End users have the opportunity to steer systems development in directions that are best aligned with their interests.



In the next chapter, we'll take a look at what's possibly the most popular version or variant of the DSDM - Atern.










 
 
Chapter 4 - DSDM Atern








The Dynamic Systems Development Method or DSDM is possibly the most senior Agile methodology around, being launched in 1995 and as such, is the only Agile methodology that concentrates on managing Agile projects.







Over the years, DSDM continued to evolve and the latest model or evolved version of this Agile methodology is Atern, which is an Agile project delivery framework that provides timely delivery of needed solutions to clients. Atern - as a project management methodology - is able to do this because Atern project teams operate under the guidance of 8 key principles, which are:



	
Concentration On Business Needs
 : Each decision made in every project must be done so with clear ideas of a particular project's main goal, i.e., what the client needs to have delivered, and when such needs need to be delivered. It's crucial to keep in mind that the project itself is not the be-all-and-end-all but simply a means to achieve a goal, which is meeting clients' needs.


	
Timely Delivery
 : Often, timely delivery of products is considered to be the most important factor when it comes to successful completion of projects because in many instances, late delivery can render the development of projects practically useless, most especially when strict legal deadlines and fleeting business opportunities are involved.


	
Collaboration
 : Teams whose members are highly committed and actively cooperate with each other will always trump a team of loosely connected members. With high levels of collaboration come better understanding, faster completion of tasks, and a strong sense of accountability and project ownership that can result in a high level of member synergy.


	
No Compromise On Quality
 : Under the Atern method, the expected quality level of systems for development and eventual delivery are established from the get go. With a clear expectation of quality for delivery, all efforts are geared towards achieving - or even exceeding - the expected quality level. In other words, solutions developed under the Atern methodology must be at least "good enough" based on clients' expressed needs and quality expectations.


	
Firm Foundations For Incremental Development
 : Atern is big on incremental delivery, i.e., delivery of solutions in smaller but more frequent iterations. The reason for this is simple: early delivery of real and practical business benefits. Incremental delivery makes stakeholders, especially the end-users, confident about the solutions being developed because of their regular feedback to developers, and leads to better succeeding iterations because of such feedback. With regular deployment of incremental builds, clients have the opportunity to much more quickly enjoy the benefits of solutions being developed instead of having to wait to receive the entire solution in one big, final version. And incremental delivery - with feedback from end-users for every increment - provides information that can help make succeeding iterations even better.


	
Iterations-Based Development Of Solutions
 : Using an iterative approach to developing business solutions allows Atern teams to provide solutions that are able to accurately meet end-user customers' needs. The concept of iteration is nestled throughout any Atern project's life cycle. It's unusual for systems or solutions to be perfectly built and get everything right just on the first try or delivery and practically all projects experience change in one way or another. In order to effectively ride the waves of change and to be able to come up with optimally effective solutions, the Atern methodology encourages an iteration-reliant and realistic approach to dealing with changes. Through this, the Atern methodology is able to ensure that solutions developed will be able to meet clients' needs.


	
Clear And Continuous Communications
 : In most cases, projects fail because of horrible communications between team members, teams, and stakeholders. Techniques used in the Atern methodology were particularly made with the intention of - among others - to make communications more free flowing, unimpeded, clear, and effective not just among teams but most especially among individuals. Through things like Stand-ups and Facilitated Workshops, user involvement in the development processes, and clearly defined roles, Atern emphasizes the importance of human interactions, which can often be much more effective at getting things done optimally compared to largely textual communications with very little or no human interactions.


	
Exercise Of Control
 : For any project to be successfully completed, team leaders must exercise a great degree of control. Within an Atern environment, teams have to be proactive instead of reactive when it comes to progress monitoring and control. Otherwise, things may not go as planned or worse, get out of hand.









Project Variables







Projects usually have four parameters within which they're managed: quality, features, cost, and time. It would be impractical or unrealistic to ensure all parameters are fixed from the get go. In fact, doing so is one of reasons why many projects encounter delays or worse, bog down and don't get completed.







For example, only the features of a solution are fixed when it comes to traditional or non-Agile project management systems, while cost and time are considered to be variable. Thus, additional resources or extensions to project delivery times are required when projects go off track.







But here's the thing: merely adding more resources to a project that's already late only makes it, well, later! From a business and credibility perspective, unmet project deadlines can be fatal. At this point, quality can also be affected, making it variable factor as well that's dependent on cost, delivery, and late delivery.







But such isn't the case when using an Atern project management methodology, which is able to address the quality, cost, and time issues during the Foundations Phase and the issue of contingency is managed well by tweaking a to-be-delivered solution feature.







And as is the case when contingency measures are needed, lower or low priority features may be removed or postponed upon the express agreement of everyone concerned in order to successfully and promptly deliver solutions. In the end, Atern projects will always be able to deliver working solutions.











Suitable Levels Of Formality







At the core, the Atern project management methodology needs to identify the appropriate levels of formality or rigor for every project because no two projects are the same. If there's so much rigor or formality, it's highly possible for projects to be slowed down unnecessarily or worse, get stuck.







Very little rigor or formality can result in a very loose or spontaneous approach to solutions development that foster a working environment of no urgency, which can lead to regular procrastinations and eventually, delays.







The key is to identify the suitable level of formality for every project, just enough to ensure projects won't get "out of governance" and foster progress, not hinder it.










 
 
Chapter 5 - Roles In DSDM Project Management








When it comes to applying a DSDM project management methodology, there are many different roles that need to be played and filled up by different but capable people. These roles can be grouped by interest and by actual responsibilities or function. The following are the various interest-based roles in DSDM:



−
 
 Business-oriented roles, i.e., business perspective or expertise;



−
 
 Technical or solution-oriented roles, i.e., technical perspective or expertise;



−
 
 Leadership or management-oriented roles, i.e., leadership and general management skills or perspective; and



−
 
 Process-oriented roles, i.e., process definition and monitoring perspective or expertise.







Next are the 13 specific roles played under a DSDM project management methodology. Keep in mind that DSDM's key principles are generally focused on communications and collaboration. An efficient working team of capable individuals are at the core of successful DSDM projects. Remember, the most effective solutions are borne of empowered and self-organizing teams.







And before going into each specific DSDM role, keep in mind 3 important factors that can substantially influence any such project's success rate, which are mutual respect among all team members, commitment and accountability for work responsibilities, and continuous improvements in the way team members work together. So without further ado, here are the 13 roles team members of a DSDM project need to fill:



	
Business Sponsor: At the project level, this is the highest role or position. Because of their business-focused interest, their commitment to any project, proposed solutions, and means by which to achieving them are unquestionable. They are accountable for both the project's budget and business case.


	
Business Visionary: As the name suggests, this role is responsible for giving the project its vision, identifying the project sponsor's needs, identifying the end-users of a solution being developed through the project, communicating such information to all team members, and giving the team instructions to follow for successfully completing a project. And to avoid role inconsistencies or duplications, it's best to assign this role to just one person.


	
Technical Coordinator: This role is primarily responsible for coming up with solutions that are congruent with the clients' needs, ensuring that people that fill up technical roles are adequately skilled, and making sure that the technical people are working properly. This is the technical equivalent of the previous role, the Business Visionary.


	
Project Manager: Aside from giving leadership to the DSDM project team in accordance with Agile PMS principles, people who fill up this role are primarily responsible for managing the solution development team's working environment. Being the coordinator and facilitator of a project, they are responsible for assigning the scale and details of problems that may potentially arise in their team, which may be beyond the decision-making authority of the team.


	
Business Analyst: People who fill up this role are the only ones with multiple interests, i.e., they have sufficient knowledge of both the business needs of the project and the technical solutions that can meet the end-users' functional and non-functional requirements. Typically, business analysts belong to a Solutions Development group and are deployed at the level of projects.


	
Team Leader: Those who occupy this role have the responsibility of making development teams optimally productive, functioning as the service leader. It's somewhat akin to a Scrum Master role, in that people occupying this role preferably should be selected by work colleagues within the respective Solutions Development Teams as well as be the team's meetings facilitators.


	
Business Ambassador: People who fill up this role act as the development teams' key business representatives, particularly in the areas of prioritization and creation of requirements during the foundations and feasibility stages. Business ambassadors are responsible for every detail and prioritization in the development process. The role of business ambassador is akin to a product owner's in that it requires making business decisions for development teams.


	
Solutions Developer: People occupying this role are competent and able to improve or expand solutions by identifying and converting requirements effectively in order to ensure that all of the client’s business and technical needs are met. Solutions developers function similarly to a Scrum team member, but they have skills that are more concentrated on solutions or software development.


	
Solutions Tester: Because the DSDM methodology highlights clear definition and assurance of a specific level of quality, people occupying this role are responsible not just for identifying but also for conducting tests in accordance with an agreed upon strategy. Like the solutions developer, the solutions tester role is akin to that of a Scrum team members except that this role requires skills that are more focused on solutions testing.


	

 Business Advisor: People who fill this role provide support to the team by way of business specific expertise and knowledge that other project or development team members do not possess. Business advisors are considered as subject matter experts on the business side of projects and may represent compliance or legal aspects that need to be taken into consideration, focus groups, or end-users.


	

 Technical Advisor: People filling up this role have responsibilities similar to those of business advisors except that such responsibilities are geared more towards the technical areas of solutions development. Examples of such responsibilities include having extensive know-how of the technology utilized in the project, providing technical support, and identification and meeting of production or development requirements, among others.


	

 Workshop Facilitator: DSDM recommends several key practices, which include workshops. People who fill the role of workshop facilitators need to be neutral, i.e., taking neither the side of end-users nor the development or project teams, and must have the ability to facilitate workshops among people of different backgrounds and attitudes very well.


	

 The Coach (DSDM Coach): Adopting specific processes and mindsets necessary for transitioning into an Agile framework can be very challenging, the latter being the most challenging. In general, people who fill up this role are responsible for helping project teams deal with these challenges in order to make the successful transition to an Agile framework. Basically, think of what NBA coaches Steve Kerr of Golden State Warrior dynasty and Brad Stevens of the young and overachieving Boston Celtics do, except think of it within an Agile PMS context.









Don't be surprised that despite the many roles that need to be filled in DSDM project management teams, some people may occupy multiple roles and assuming all the relevant responsibilities of those roles, especially in relatively small or young project teams.







Also, don't be surprised to find that some roles aren't around for the entire project's duration. Some supporting roles will only need to be activated as needs arise.














 
 
Chapter 6 - Managing Scope And Procurement With Agile








Any project management discussion wouldn't be complete without a discussion on project scope and procurement of supplies. Two of the things that make the Agile project management system very popular and effective are its approach to project scoping and procurement.







Agile Project Scoping







One way to see why agile project scoping is better than traditional ways of doing it is to talk about traditional project management. In the past, bulk of the work comprising project management is scope management. When talking about product or solution requirements and features, the discussion focuses on product scope, which is basically all work required to create a product or solution.







Dynamic or changing product requirements are perceived as "failures" in terms of planning per traditional project management. But as you may have remembered from our earlier discussions, Agile project management systems think of changes as means by which to come up with even better products or solutions because the Agile PMS employs variable scoping, unlike traditional project management systems that employ static scoping.







The great minds behind the Agile Manifesto saw that not only are changing scopes natural but that they're also beneficial. In short, an Agile project management methodology do not shun or vilify changes but rather embrace them as allies or BFFs (best friends forever) in the battle for quality and effective products and solutions.







If traditional project management views changing requirements during development as failures, an Agile project with no changes in requirements along the way that can lead to learning something useful about how to make products or solutions even better is considered a failed one. In fact, Agile projects are expected to have frequently changing backlogs as a result of free-flowing feedback between development teams and end-users because development teams don't know everything about projects in the beginning.







And the Agile project management systems - including its Manifesto and key operating principles - give teams an idea of how agile they really are. That's why the extent to which project approaches are in line with the Agile manifesto is the extent of an adopted project management methodology's "agility."







While Agile projects are still ongoing, new product requirements can be identified by just about any stakeholder, e.g., end-users, the product owner, the Scrum team, etc. In particular, the product owner identifies new requirements and assigns value and priority to them vis-a-vis existing ones in a product's backlog.







"Scope Creep" is a term that's very popular within traditional project management circles and is used to refer to requirements that undergo a change after the initial definition stage has already been concluded. Because traditional project management approaches like the Waterfall technique are highly rigid, they aren't able to positively deal with or include changing requirements once projects, which are already underway. As such, changes in requirement or scope often lead to schedule and budget problems in projects.







If you bring up "scope creep" in any conversations with a traditional or Waterfall-centered project manager, don't be surprised to see him or her cringe or shudder at the thought. But such isn't the case with Agile. Because of its - pardon the pun - agility, Agile teams can use initial or existing product backlogs to evaluate whether or not newly identified requirements are worthy enough to be included in succeeding sprints. And in situations where newly identified requirements are deemed worthy, existing but least-priority requirements may either remain in the backlog for future reconsideration or be completely removed from it.







When it comes to scope management, the following Agile principles are the most relevant:



−
 
 Principle #1: The highest priority is customer satisfaction via continuous and early delivery of important software;



−
 
 Principle #2: Changes in requirements are welcome, even in the latter stages of development because Agile processes can utilize such changes to give its customers distinct competitive advantages;



−
 
 Principle #3: Frequent delivery of working versions of important software, which can be anywhere from every few weeks to every few months, with a shorter timeframe being more preferred; and



−
 
 Principle #10: Simplicity is essential, i.e., the ability to optimize an amount of work that's not performed.







In summary, the following are the ways by which the Agile approach to project scoping is superior to the traditional approach to managing products:



	
Product owners identify top-priority requirements at the start of every project and breaks them down in greater detail to identify those that need to be implemented in the short-term. As project teams get to know their customers more and as their projects grow, they identify and refine project requirements throughout the entire project life span.


	
Organizations can look at changing requirements in a positive light, i.e., as means by which to make products even better during the project development stage. And often, it's the changes during the latter stages of a project that can provide the most value because of the accumulated knowledge about a product at such a point in a product's development stage.


	
Managing changing requirements is an intrinsic part of any Agile project management process, and it gives development teams the opportunities for continuous scope assessment and for incorporating newly identified requirements in every sprint. The value and rank of new requirements are determined by product owners, who also adds the new requirements to a product's backlog.


	
Because schedule and resources fixing is only done initially, additional and very important features won't necessarily ruin a project's schedule or budget in an Agile project. Important and newly-added features will only bump off or push the least-important priorities or features out of the way because an iterative approach to development - one that Agile projects have - gives leeway for making changes to a product's backlog with every sprint.


	
Particularly in Scrum teams, a project's scope is determined through consideration of features that have a direct contribution to the project's sprint goal, release goal, and vision. To guarantee that the highest-value features are included in the product and are delivered to clients as soon as possible, development teams focus on creating highest-value features first.









Agile Procurement







An Agile project management methodology approaches procurement differently from traditional project management. Procurement, as with scope, is considered to be a part of a project's investment side because it involves managing the purchase or procurement of necessary supplies or services for successfully accomplishing a project's scope.







Under the Agile Manifesto, collaboration with customers takes a higher priority over negotiation of contracts with them. And this provides a good context for developing good relationships with suppliers for Agile projects. But this doesn't mean Agile projects don't use contracts for the procurement process.







It can never be as negotiations and contracts are crucial aspects of any business relationship, regardless of how good or bad such relationships are. It's just that in Agile-managed projects, teams would rather develop very good working relationships with suppliers and customers instead of having to squabble over unimportant details and removing items in contracts that may not necessarily be important.







When it comes to the procurement process, all 12 principles of the Agile PMS are applicable. But, the following seem to be more relevant than the rest when it comes to this part of project management:



−
 
 Principle #2: Changes in requirements are welcome, even in the latter stages of development because Agile processes can utilize such changes to give its customers' distinct competitive advantages;



−
 
 Principle #3: Frequent delivery of working versions of important software, which can be anywhere from every few weeks to every few months, with a shorter timeframe being more preferred;



−
 
 Principle #4: All throughout the project, it's important for business people and the software developers to work closely together every day;



−
 
 Principle #5: Motivated members are crucial for building projects successfully, that's why it's important to provide project teams with a working environment, everything they may need to successfully build projects, and a high level of trust that they'll get things done;



−
 
 Principle #10: Simplicity is essential, i.e., the ability to optimize the amount of work that's not performed; and



−
 
 Principle #11: Self-organized teams can give the best project architectures, requirements, and designs.







To have a better idea of how an Agile PMS is superior to traditional project management systems when it comes to managing procurement, consider the following:



	
An Agile approach to procurement is one where self-managing or organizing development teams have a much bigger participation in identifying those that need to be procured for successfully building projects, where the Scrum master is responsible for the actual acquisition of items needed for the team;


	
Agile projects use contracts that aren't based on unchangeable documented deliverables that may not be helpful in terms of helping development teams create quality products but are based on working functionalities at the conclusion of every sprint.


	
Agile PMS teams concentrate on fostering and maintaining good working relationships between sellers and buyers at the inception of each procurement process; and


	
At the conclusion of each sprint, vendors deliver completely working functionalities and if there's a change in vendors midway through any project, new vendors would be able to quickly develop requirements for succeeding sprints without the need for costly and extended transitions.









While both Agile PMS and Waterfall-based development teams want their vendors to succeed, they deal with them differently.







Waterfall or traditional teams concentrate too much on compliance from and accountability of vendors, where vendors are judged by their ability to check off deliverables and documents from a list.







Agile teams on the other hand, are more focused on end results and base their successes on their ability to deliver working functionalities.














 
 
Conclusion








Thank you for buying this book. I hope that through this book, I wasn't just able to help you learn more about the Agile project management system but also to encourage you to take action on what you learned. After all, knowledge without application is merely trivia and the knowledge can only become "power" after application. Without it, knowledge is powerless and consequently, worthless.







So how can you act on what you learned here? Well, the best way is to read more advanced materials on Agile or attend classes or courses that can help you get certified as a professional Agile project management practitioner.







And more than just getting certified, such classes or courses like the ones I enumerated in Chapter 2 can provide you with very comprehensive training on the subject matter, both on a theoretical and a practical level.







So here's to your success as an Agile project management practitioner my friend! Cheers!
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Introduction






I want to thank you for choosing this book, ‘Kanban’



Kanban is a tool that is used by most organizations to visualize and limit work-in-progress or bottlenecks in any project in the organization. Kanban loosely translates to signal card or signboard in Japanese. This tool was developed in the early 1940s by Taiichi Ohno to improve the performance of Toyota.



Toyota sent a card to the supplier to let them know that they needed more quantities of a certain part and the same card was stuck to the part when it was sent to Toyota. When the parts were used, the same card was sent to the manufacturers and suppliers to let them know that the part was needed again. This helped the company assemble the products on time and send them to the customers.



The same process can be applied to different organizations in different industries.



Kanban boards and Kanban software allow a manager or an entire team understand how a task is progressing. Through these tools, they can understand impediments and identify ways to remove those impediments. Over the course of the book, you will gather information on what Kanban is and how it can be used to improve quality of work.



There are different principles and practices that any organization must adhere to when implementing Kanban systems. It is important that a team manager and members of the team understand these practices and function well. There are numerous benefits of using the Kanban tool at work since it increases productivity and improves quality.



This book will help you understand how Kanban systems can be used in different departments in the company and how the principles can be applied to different industries.



Kanban can also be used to predict the outcomes of certain processes using certain statistical tools like graphs and simulations. This aspect is touched upon in the last chapter of the book.



An advantage of Kanban is that it can be used to improve visibility in an organization since every process is viewed as an image and each task within that process is identified and completed.



Kanban can also be used to improve an individual’s work ethic.












 
 
 
Chapter One: An Introduction to Kanban






Kanban is a system that was developed to manage work while it is in process/progress. Through the boards available in the management system, one can visualize the process or the workflow and the actual work that is moving through the process. The goal of the system is to identify potential impediments or bottlenecks in the process and fix them to improve workflow.







 
 
 
A Brief History




Taiichi Ohno, the Japanese Industrial Businessman and Engineer for Toyota automotive developed Kanban in the early 1940s. The system was created to help different teams plan their work and address any issues that arose during the workflow. The software aimed to manage work at every stage of the process.



Kanban was developed since the Toyota business in Japan was not functioning as well when compared to the rivals in America. With the use of Kanban, Toyota achieved control systems that helped to increase their productivity. It also helped to reduce the wastage of any raw material that was used.



A Kanban system controls the value chain right from a supplier of raw material to the customer. This helps to avoid any disruption in supply and also reduces any surplus of goods at different stages of the process.



This software requires constant monitoring, and particular attention must be given to view potential bottlenecks and avoid them from the start to improve the process. Every company aims to achieve high output with low delivery times. Over the years, Kanban has been used in multiple systems to improve efficiency.







 
 
 
What is the Kanban Method?




The Kanban method was introduced in the manufacturing industry by Taiichi Ohno but was applied in the IT industry, knowledge work and software development in the year 2004 by David Anderson. David used the work by Eli Goldratt, Peter Drucker, Edward Demmings, Taiichi Ohno and others to define the method using concepts like queuing theory, pull systems and flow.







 
 
 
Kanban Change Management Principles




The Kanban method follows a list of practices and principles that help to improve and manage the workflow. The method is non-disruptive and evolutionary. It helps to improve the processes that are worked on in an organization.



Your organization will successfully be able to implement the principles and practices of Kanban to maximize the benefits of every business process by improving the workflow, reducing delivery time and increasing customer satisfaction.



The foundational principles and practices of the method have been listed below.







 
 
 
Foundational Principles





 
 
 
 
Always start with what you are doing now




The Kanban method does not require you to make any changes to your process right away. Instead, use the method on the current workflow and make changes to the flow when needed and over a period. You have to ensure that your team is on board with any changes you make to the process.




 
 
 
 
Pursue evolutionary and incremental change




The Kanban system encourages every team and its members to make small changes instead of making significant changes that can lead to resistance from the members of the team and the organization.




 
 
 
 
Respect Current Roles, Responsibilities and Designations




Unlike most methods, Kanban does not impose any changes to the structure of the organization. You do not have to make any changes to the existing functions and roles that may not be performing too well. Through Kanban, the team will identify the changes and implement them when needed. The first three principles help an organization overcome the fear of change.




 
 
 
 
Encourage Acts of Leadership




 Since the Kanban system encourages continuous improvement at every level of the organization, leadership acts do not have only to be performed by senior managers. People at every level are allowed to show leadership and identify ways to change the process. They are encouraged to identify ways to improve how products and services are delivered.







 
 
 
Core Practices





 
 
 
 
Visualize the workflow




When you adopt and use the Kanban method, you must visualize the workflow. You must visualize the steps either on a physical board or a Kanban board to identify the steps being taken to deliver work or any other service. A Kanban board can either be simple or complex depending on the different types of work items that teams will need to work on and deliver.



Once the processes have been visualized, you must visualize the current work that is being done by the team. This can be done using cards with different colors or notes to identify the different classes of work being performed by the team. You can include different columns and colors to define the processes and work that is being done by every member of the team and the team on the whole. These boards can always be redesigned to improve a process.




 
 
 
 
Limit or Reduce Work-in-Progress




It is important to limit work-in-progress to implement the Kanban system. This will encourage your team to complete work that is ongoing before taking up any new project. It means that the team can only take up a new process when work that is in progress is marked complete. This increases the team’s capacity to bring in more work.



It may not be easy to identify the limit of work-in-progress. You may begin with no WIP limits, and Don Reinertsen had suggested that a team should start with no WIP limits and then observe how the team performs when you begin to use Kanban. When you have sufficient data, you can define your WIP limits at every stage of the workflow. Most teams start with a WIP limit that is either 1 or 1.5 times the number of people in the team working on a specific task.



It is beneficial to the team to limit WIP and put WIP limits since the team members will finish their tasks before they move onto new tasks. This also communicates to the stakeholders and customers that there is a limited capacity of work that can be performed by the team. Therefore, careful planning must be involved when any new task or request is made to the team.




 
 
 
 
Manage Flow




It is essential to manage and improve workflow when you have implemented and mastered the first two activities. A Kanban system helps the team manage workflow by highlighting different stages of the workflow and the status of work that needs to be completed at each stage. The WIP limits are set depending on the how the workflow has been defined. Any team will notice that the work is being completed on time within the WIP limits or the work is being piled up since there is one task that is held up. This affects the speed at which the team can deliver work.



Kanban helps a team analyze the system and also make adjustments to the system to improve workflow. It also allows teams to understand how they can reduce the time taken to complete one task. It is essential to look at the intermediate wait stages to observe work, resolve and eliminate bottlenecks in the workflow.



A team should analyze how long they are in the intermediate wait stages and identify ways to reduce the time spent in those stages. This is a crucial step to consider when the team is looking to reduce the cycle time.



As workflow improves, a team’s delivery becomes predictable and smoother. When it becomes predictable, it becomes more comfortable for the team to realize the commitments made to the customers and complete the work within the time frame. It is essential for the team to identify a way to forecast completion times, as it helps to improve the team’s functionality.




 
 
 
 
Make Policies Explicit




As part of visualizing a process, it makes sense for a team to explicitly define and visualize policies that explain how the work provided is done. A team manager or project manager must create a policy that defines how work must be completed in the system. The policies can be prepared at a board level, for each column or at a swim lane level. These policies could include checklists that must be ticked off at every step of the process. These lists should be made for every task that is performed by the team to help team members manage the workflow. For example, the definition of when a task is deemed complete or the description of when tasks can be pulled or pushed must be included in the policies.




 
 
 
 
Feedback Loops




Feedback loops are an integral part of every sound system, and the Kanban method encourages every team to implement a variety of constructive feedback loops. Every team must look at different stages in the workflow on the Kanban board, reports and metrics that can be used to improve on any processes.



The mantra “Fail fast and fail often,” may not always work for different teams and is often not understood by most teams. However, if a team receives feedback at an early stage in the process, the team or project manager will be able to identify a way to deliver the work on time with fewer errors. A feedback loop is crucial to ensure that.




 
 
 
 
Improve and evolve collaboratively and experimentally




The Kanban method is an improvement process that allows teams to make small changes to the process before making huge improvements. This ensures that teams can handle the changes quickly. This system allows the use of statistical methods where the team builds a hypothesis and tests that hypothesis to understand the outcome.



The critical task for any team is to evaluate and improve a process whenever necessary constantly. The impact of the changes made can be measured and observed using different signals on the Kanban board. These signals help the team evaluate whether the change made to the process is indeed helping the process and can decide whether or not to keep it.



 A Kanban system helps the team collect important information about the performance of every member of the team and the team as a whole. This data will help the team generate metrics that can be used to evaluate the performance and tweak the system if needed.







 
 
 
Is Kanban dead?




There are many people who have not heard of Kanban and there are more people who will tell you that Kanban is now obsolete. However, that is far from the truth. Kanban is a pull system, which unlike push systems, is good. Kanban systems make it easy to track and control work done by different departments in an organization.



There are new methods being developed to make it easy for management to track the work that is being done by teams in an organization. It is true that companies, which are lean, are moving away from Kanban and using newer methods and technologies to maintain workflow. It is also true that most methods being developed use the principles and practices of Kanban.



 So, is Kanban dead? No, it is not. There are many changes taking place in the world of lean delivery that improve the productivity of an organization and Kanban is one tool that is changing the world of lean delivery.








 
 
 
Chapter Two: How does Kanban work






Kanban is a change management system that is both evolutionary and non-disruptive, which means that existing processes are improved by making small changes. The risk to the overall system is reduced when the team makes small changes instead of large ones. This approach leads to no or low resistance from the team, stakeholders and customers involved.



As mentioned earlier, the team must visualize the processes and the workflow. This can be done using the Kanban board that consists of a simple whiteboard and some sticky notes of different colors. Each note on the board is used to represent a different task.



Three columns are included in a classic Kanban board.



•
 
 “To Do”: The tasks that are not yet started and are possibly delayed



•
 
 “Doing”: The tasks that are being worked on by the team



•
 
 “Done”: The tasks that have been completed



 



This visualization leads to transparency since the distribution of work is known and the bottlenecks for any task are identified at the start. Kanban boards can show some elaborate workflows depending on how complex the workflow is and which parts of the workflow need to be visualized. This would help the team remove any bottlenecks in complex processes too.







 
 
 
Concept of Flow




The core of the Kanban system is the concept of flow, which means that the cards used to represent processes must flow through the workflow, as evenly and smoothly possible without any blocks or waiting times. Any risk that can hinder the flow of work should be examined critically, and the Kanban system has many techniques, models and metrics that can be used. This system helps a team achieve kaizen or a state of constant improvement.



 The concept of flow is critical to a process, and if a team views the flow and works on improving it, the speed of delivery can be improved rapidly. This process will also help the team reduce cycle time and improve quality of work by getting faster and more constructive feedback from stakeholders or customers.







 
 
 
Kanban WIP Limits




Most teams and members are prone to multi-task since they are encouraged to complete as many tasks as possible within a given timeframe. The Kanban system helps to reduce multi-tasking and focuses on the mantra “Stop starting and start finishing.”



 As mentioned earlier, the team must identify WIP limits at every stage on the Kanban board and encourage members of the team to finish their ongoing tasks before they move onto new tasks.








 
 
 
Chapter Three: Types of Kanban Systems






 Many organizations have started to use Kanban systems to improve their productivity. There are different types of cards that can be used in a Kanban system since Kanban; unlike 6-Sigma is not a fixed methodology. It is for this reason that it can be used for different purposes. The different types of Kanban systems are listed out in the chapter. This is not an exhaustive list of the Kanban system can mean different things to various organizations.







 
 
 
Production Kanban




 This system is made of an exhaustive list of tasks that must be completed to ensure that a product is delivered on time. This system brings in information on different material and parts that are required along with the information from Withdrawal systems. This system allows the team to start with the production of the product and also explain the services or products that must be produced.







 
 
 
Withdrawal Kanban




 This system is also known as a conveyance or move cards Kanban. If any component needs to be transferred from the production Kanban to another type, this system is used for signaling. The cards are connected to different tasks that must be taken to a workplace when they should be completed. Once the tasks are complete, the cards are returned.







 
 
 
Emergency Kanban




 This type of system is used to replace any defective parts or to signal to the entire team that the quantity of a product or service required to be manufactured has either increased or decreased in number. Organizations often use emergency Kanban systems when a particular part of a system has stopped functioning the way it is supposed to or when there are any changes made to the process.







 
 
 
Through Kanban




 Through Kanban systems comprise both production and withdrawal Kanban systems. These systems are used in situations where both the workstations associated with the two Kanban systems are adjacent to each other.



This system speeds the process of production. For example, if an organization has the area of production and area of storage next to each other, the system will pull parts from the two systems and operate on those parts across the production queue.







 
 
 
Express Kanban




 This system is one that comes into picture when there is a shortage of parts within the system. These systems send signals to the teams to increase the number of parts that are required to complete the process in hand. This system aims to ensure that the manufacturing process or production process is not slowed down. These systems are often called signal Kanban systems since they are used to trigger any shortage or purchase.







 
 
 
Supplier Kanban




A supplier is an organization or individual from whom another organization sources material to make its products. This system moves directly towards the supplier and is often entered as a representation of the manufacturer.



 Regardless of the type of Kanban system used, it is important to note that a Kanban system is a way to increase productivity and quality of the products and services provided by an organization.








 
 
 
Chapter Four: Benefits of Kanban






The concept of managing the development of a product is not one that is new. The core philosophy of Kanban has been known widely since its development in the early 1940s.



The principles of product development management and create knowledge work for both Taiichi Ohno’s Toyota Production System (TPS) and Lean Manufacturing originate from Kanban.



If a company chose to manage work instead of managing people, it helps to create a balanced, creative, humane and synergetic environment for individuals to unleash their ultimate potential. This strategy is a simple way to make a change in the organization. This strategy is non-intrusive and has been embraced by many new organizations because it starts with managing the work that is done within the organization.



 Let us take a look at how Kanban can help your organization.







 
 
 
Business Values come first




David Anderson who is considered one of the pioneers of the Kanban method has stated Kanban is not only a method or a system that helps to manage the flow of projects but also a decision management framework that is extremely powerful. This system has been designed in a way that allows an organization to make decisions that are specific to some economic goals.



Since organizations function in competitive environments, they must prioritize, implement and execute tasks as quickly as they can. They must also strive to submit work that is error-free to keep themselves one step ahead of any competitors.



 Don Reinertsen has said that a company should always quantify the cost of delaying a product. Alternatively, the organization could also try to assess what the cost of implementing one feature over the other could be since the feature being implemented could be the one that sets the organization apart from others in the same industry. The organization must also calculate the delay in using one feature over another.







 
 
 
Improves Visibility




 A lot of work that is done in an organization is often under the parapet, and it is essential to make that work visible to the leads of the organization and its customers. This is a core attribute of Kanban. Kanban boards can be used as radiators of information to view the progress of a process and any impediments or bottlenecks in the process at a glance.



This information is available not only to the members of the organization but also to any stakeholders, observers and customers. This helps to promote boundary-less information across the organization. The limits in the software help one understand the work that is being viewed and how it is being prioritized.







 
 
 
Reduces Context-Switching




 The number of work items that are being taken care of by employees is numbered in the Kanban system, which is reduced by WIP limits. This focused system helps the employees deliver work items that are both high-priority and high-value which increases the value of your business.



Kanban prevents teams from overburdening their members using personal WIP limits. Any member can only start another task when that member completes the task that they have committed to deliver. This list of Kanban works on the following principle – ‘Stop starting, start finishing.’ This system has helped many teams focus and successfully deliver downstream activities.







 
 
 
Improves Collaboration




 In most organizations, departments are isolated from one another. There are times when there are battles that exist between software delivery teams and product management. Through Kanban, the teams become integrated into the development value system.



Kanban is a pull-based system that encourages synergies and also breaks the walls down between different departments and specializations, which result in cross-departmental collaboration. The transition of work items on the Kanban boards offers teams the opportunity to share knowledge, collaborate and communicate with one another.







 
 
 
Reduces Wasteful Activities




Many project managers focus on timelines instead of process queues since the former is embedded deeply in their psyche. They use Gantt charts and other documents to help them assess the timelines for every member of the team. What most project managers fail to understand is that they must embrace uncertainty and not only granular planning. Most project managers make an effort to design activities that increase the timeline and project risk thereby increasing the process queues.



The Kanban board reinforces some WIP limits that make the system a pull-based system, which allows an organization or team to maintain a reliable number of high-quality ideas that can be delivered within the right timeline. This also helps to eliminate any work that is considered wasteful thereby reducing the number of queues needed to be developed.



 Some upstream activities like workshops, requirements gathering and business cases take place on demand and when they are needed. This means that the project manager will need to make timely decisions. Kanban allows the project manager to coordinate multiple activities relevant to validated and prioritized ideas across the board.



 
 
 
Introduces True Sustainability




 Kanban processes help multiple teams manage work at a humane, sustainable and smooth pace. This reduces stress, frustration and lack of commitment thereby increasing employee turnover. WIP limits help to control the pace of a process dynamically thereby fostering creativity.



The teams will never commit to a process initially and break that promise down the road. Teams will be allowed to address and innovate issues in different ways to create solutions that have fewer quality issues.







 
 
 
Improves Quality




 For most professionals, initial quality is an integral part of the successful delivery. Defects can always impact the team’s throughput and also help the team tackle any quality issues right from the start, which helps to boost productivity. There are many activities, like collaborative analysis and user documentation that contribute to high-quality software.



The policies in Kanban software strengthen professional standards that are agreed across different boards including project managers, software items, product managers, business stakeholders and customers. The software explicitly defines these policies at every stage of the process.







 
 
 
Improves Morale




 The Kanban software allows many traditional and agile teams to move from pressure and command and control strategies. Every member of the team must build their schedule around the workflow that is organized by the system and not by their managers. Every member of the team is required to deliver work at a rapid, sustainable and steady pace, which helps to create beneficial stress called eustress thereby allowing members to visualize the fruit of their labor. Since Kanban manages the work of every member of a team, the members are less likely to be stressed, and they always get on with their work and unfold their talents and creativity.







 
 
 
Instills Kaizen Culture




 The Kaizen board provides the managers and team members with queues that are controlled and require shorter buffers. A pull-based system helps to expose any bottlenecks, process inefficiencies, impediments, issues with delivery, miscommunication, agency issues, synergies and lack of clarity.



These queues draw attention to issues and help teams and members identify ways to resolve the issues before development stalls. Through these queues, Kanban introduces Kaizen, which is a concept where a team learns to continuously improve on how it deals with issues observed across the board.







 
 
 
Introduces Predictability




Kanban was thought to be an information radiator in the past. Through the queues and lists found on the board, Kanban helps a manager predict most issues based on actual or historical data. This reduces the risk of any guesstimate made by a project manager. When improvements are introduced based on actual data, the lead and delivery times improve over time.



There are many benefits to using a Kanban system. An organization will be able to save money and also increase efficiency through the Kanban system. However, there are a few things to keep in mind before setting up the system.



The team will need to monitor the amount of work and the different processes that must be completed to deliver on time. This is a process that takes time, and there is a possibility that the team may account for some processes that are not necessarily important. It is also essential to remember that there could be a delay in production when trying to understand how Kanban systems work.



 To ensure that the system works best for the team it is important to understand the strengths and weaknesses of every member in the team and also assess the time taken by each member to complete a specific task.



A manager must use that information to build a system and divide the processes between the members of the team.








 
 
 
Chapter Five: Project Management and Kanban






Project management is a concept that can be defined as running an enterprise or following a to-do list to the tee. The idea of project management remains the same regardless of the activities that it comprises. It is important to remember that project management is the only scale that changes within a company.



 Most organizations that have used Kanban as a tool for project management will associate project management with visual management.



Nobody in the organization, including the project manager, will have an idea of what is going on in a process if he or she does not have a visual representation of the process available. Therefore, project management is a way of organizing the steps that need to be fulfilled before the goal of the project is reached.







 
 
 
How does Kanban help




▪
 
 With Kanban, work can be assigned and shared between team members. Each of the members is expected to manage their workload based on their priorities and preferences.



▪
 
 Every member’s assignments can be looked at easily and a sketch can be made to understand the problems that the member may face while working on the process.



▪
 
 If there is a visual record of the processes, it becomes easier to understand if new employees are needed to share the workload. It also becomes easier to understand if a member needs to be guided.



▪
 
 Individual and team efficiencies can be identified and measured using the metrics on the Kanban board. It is best to use digital systems since they do the calculations for you reducing the amount of work that would need to be put in.



▪
 
 
 Every member of the team gains insights into what process the organization follows and also makes the role of every member easy to understand.



 
 
 
Common Mistakes made by Project Managers




Project managers often make the mistake of micro-managing people. They take the feeling of empowerment and control from their employees leading to a lack of responsibility. People may also feel that they are not required to work on the processes to achieve the final goal.



 Every team should ensure that it is self-organized. The members of the team should plan their work based on their final goal. They should not look at a step-by-step path. If a project manager micro-manages his team, he is wasting his time and his team’s time.







 
 
 
What do you gain by using online project management tools




 If a project manager uses online tools, he will be able to identify which member is busy or free and also assess the status of every process or task. These tools will save time since they provide the manager with an idea on how the work is shared, reviewed or commented.



It is best to use online tools like Kanban, since the manager will cut down on the time spent on meetings and communication. There are many companies who turn to online project management since they work in large teams that are distributed across different locations.







 
 
 
Why is Kanban so effective?




The simplicity of the tool is what makes it so effective. Teams and managers can list any tasks in the backlog on the to-do section of the board and choose tasks that need to be focused on right now. They will not have to worry about missing out on some tasks because of the workload.



 There is also a sense of satisfaction and achievement when a card is moved from the to-do list to the done list on the board. This is a simple way to visualize the tasks that are complete and the tasks that are still in progress.







 
 
 
What makes Kanban versatile




 Kanban tools can be used in multiple departments and in different ways since it is a simple tool. There are very few processes where Kanban won’t be applicable. Most organizations work with processes that can be envisioned, making a hectic day easier and seem more organized.



The manager and the members of the team can plan their work and also understand if everything is under control using the Kanban board. If the manager is stressed, all he or she needs to do is look at the board and calm down.







 
 
 
How does Visual Thinking help in planning?




 The phrase “A picture is worth a thousand words,” is why it is important to visualize the workflow. It is effective to see the tasks that are to be completed in a day listed out on the board than to think about the tasks that will need to be completed and forgetting most of them in the process.



It is believed that most people think visually even if they are not intending to. Visual thinking helps to bring order and to build a structure to constantly interrupted and disorganized thought processes.







 
 
 
Is there a move towards visual project management in general?




This is true since most businesses, regardless of the size, appreciate the value that visual management and planning bring to the organization. This is proven when one looks at smaller teams. When smaller teams within an organization begin to perform effectively, the organization will look for more teams to use visual project management. As the knowledge of Kanban spreads through the market, there are more people who wish to incorporate the tool in their business.



If any team is looking to increase productivity, take a look at the following points below:



▪
 
 Avoid multitasking since it is more of a hindrance. There are some occasions where you will need to multitask since it makes sense to do so.



▪
 
 Always take breaks since you will feel better and will be able to work more effectively.



▪
 
 Always finish the most difficult tasks first. It is best to have a day that gets easier by the hour.



▪
 
 Switch your phone off or switch it to silent when you are working.



▪
 
 Do not call for too many meetings.



▪
 
 
 Prioritize the tasks regularly and make the order of tasks match the needs of the business.








 
 
 
Chapter Six: Use of Kanban Systems






Kanban is a simple software, which is not just about working with a whiteboard and listing out the tasks for a team using different cards. The first two chapters should have helped you understand that Kanban systems are more than that. An organization will benefit from using Kanban systems if they adhere to the principles and practices of the system.



 The current trends show that Kanban is being used in different industries and areas and is gaining immense popularity. Small agencies, start-ups and even traditional organizations have begun to use Kanban systems.







 
 
 
Kanban in Software and IT




Kanban is not project management or software development tool, and this has been made evident right from the start. Kanban does not talk about how software must be built or provide a list of methods to use to manage a project. It does not talk about how a process should be planned or how software should be implemented.



Therefore, Kanban, unlike Scrum, is a system that helps an organization and teams within that organization improve their work. Microsoft used Kanban in 2004 for its software development operations, and since then it has been used in different software teams across the organization.



 The beauty of the system is that it can be applied to multiple methodologies and processes. If an organization is already using agile methods like XP, Scrum and others or traditional methods like iterative or waterfall, Kanban can be applied to those methods to improve processes, improve quality of work and reduce cycle time. This will help an organization continue to deliver products and services of excellent quality.







 
 
 
Kanban in Software or Product Development




Many tech product development and application software development teams have used Kanban to implement Agile and Lean principles. The Kanban method gives the teams a great set of practices and principles that will help them visualize their work and deliver products and services at high speed.



These teams will also be able to get constant feedback from customers to help them improve their processes. The teams are also able to market their products to their customers with greater speed.



The Kanban system has undergone an evolution over the last five years in many industries, especially the IT industry. Kanban is considered to be one of the best methods that can be used by teams to manage and improve the services in a gradual manner.



The Kanban method also provides teams with essential techniques and principles that improve Service Level Agreements (SLA), minimize the risk during the process, reduce the cost of delay and deliver products at the right time.



Kanban helps delivery teams and customers collaborate effectively using concepts like Class of Services, 2-phase commit and deferred commitment to ensure that the right processes are worked on at the right times.



 Businesses have begun to use Kanban after the advent of Portfolio Kanban. Enterprise Services Planning and Upstream Kanban are used to improve market performance and achieve great agility.







 
 
 
Kanban and Enterprise Agility




The Kanban method helps an organization improve the delivery of products and services gradually. This is done by removing any bottlenecks or impediments in the system thereby improving the workflow and reducing the time taken to complete a task. This system helps teams deliver continuously and obtain feedback from the customers within a short time span. This feedback allows the team to improve the product or service and helps the team become responsive.



The Kanban system enables the principles of any Agile Manifesto and helps teams deliver products and services that are needed by customers. The Kanban system works with agile methodologies and techniques to improve processes for better performance of the organization.



Kanban is a natural fit for most non-IT business processes since its roots lie in manufacturing. If an organization wants to become lean and agile and deliver products of high quality, it must make use of the Kanban system.



Large and medium organizations have been using 6-Sigma and Lean initiatives to improve their production workflow for several years. However, Kanban systems enable every business, regardless of size or type, to improve every business function like Marketing, HR, Procurement, Sales, etc.



 Kanban is being applied in multiple project management contexts including engineering and construction projects. Multiple organizations like recruitment organizations, staffing companies, insurance companies, advertising agencies and many other companies are using Kanban systems to eliminate waste and streamline their processes thereby improving quality and throughput.








 
 
 
Chapter Seven: How to use Kanban to improve the full value chain






 Kanban systems are perfect for organizations, teams and teams within teams since it is a collaborative method. It is for this reason that the boards can work for any department in business and the overall business.



Through Kanban, every department involved in the production of goods and services can identify ways to optimize the process. This chapter provides details on how every department in an organization can use Kanban to improve its working.







 
 
 
Human Resources and Onboarding




The internal processes, especially HR processes benefit from the use of Kanban boards since they can organize every task at hand. An example of such a process could be the hiring process. When a company advertises job openings, many things start to happen.



•
 
 There will be many applicants trying to get in touch with the HR department about the opening and the job description.



•
 
 The HR department must gather all the applications and resumes that are being sent to the office.



•
 
 If the applicant’s resume and application fit the necessary criteria, the HR will need to call the applicant and speak to the concerned people to schedule interviews and go through the different steps that come with any hiring process.







This can be overwhelming for the HR department since there are many people to keep track of and the HR department must know what stage each of the applicants is in. A Kanban board can help to streamline the process and ensure that the HR is aware of the position of every applicant in the process.



There are times when a single board cannot handle the number of applicants. In such instances, Kanban project management software can be used. The software will not only keep track of the board and the cards on the board, but it will also keep track of individual applicants.



 There are many internal processes that the HR must deal with, such as onboarding. Since these processes have workflows, they can be dealt with quickly using a Kanban board. For instance, a visual aid can be made to track any new acquisition and see if they have been trained. Kanban boards work well with the short-term projects that the HR and Learning and Development Teams must work on throughout the year.







 
 
 
Purchasing




Businesses that rely on incoming shipments can use Kanban cards and boards to keep track of the products that are coming and going out. They can also keep track of when the products are coming in. A Kanban board contains cards that allow every individual in the department to know the status of individual shipments.



 A Kanban board offers the department members a quick overview of what is happening with the shipment, which reduces the need to check the files every day to know the progress.



This increases productivity and also allows every individual in the team to know when they can expect the delivery of the product. For shipments that have already reached the premises, the board can identify where the products are being unloaded and how they are going to be distributed.







 
 
 
Development Department




 Any business with a product development department will benefit from the use of Kanban systems because of its collaborative nature. A Kanban system allows for a project to be completed quickly and efficiently. Regardless of whether it is a project, web development or software team, a Kanban board can help facilitate the processes since the team will be able to visualize how the process will progress right from the beginning to the end. The system can be used for multiple reasons, but at the heart of the Kanban system, it is a project management tool. It is essential to remember that Kanban was started in Toyota to facilitate the manufacturing process. The development, production, manufacturing, assembly and supply departments of the company used this system.







 
 
 
Sales




As a tracking and visualization tool, Kanban boards help the sales department keep track of the progress made. It is essential for the department to track every aspect of the sale, right from the lead to the end of the deal. Apart from this, the board can help the department keep track of any post-sale activity including feedback and issues.



Since all the information is available as an image, it becomes more comfortable for the department to improve the process for future sales. This will help businesses work on the sales methods and also help the team understand what works for their department and how they can capitalize on that.



The additional benefit of automation can be obtained by using the Kanban software. For instance, if the leads mentioned on the board never follow up with the department for more information, some triggers can be used to send emails to the leads to keep them involved with the process and move those leads to the next column.



 A Kanban board helps members on the sales team to identify the leads that have moved to the next stage of the process. These leads can be color-coded depending on their movement across the board. This gives the team more information about how leads can be converted into potential customers.







 
 
 
Marketing




A Kanban board can do a lot for a marketing department and for marketing in general. Every marketing strategy comprises many methods and it does get difficult to keep track of the different methods. There are different teams within the marketing department that often butt heads because they are not on the same page. For instance, the marketing department may need to juggle:



•
 
 SEO and content marketing



•
 
 Social media marketing



•
 
 Video Marketing



•
 
 Email Marketing



•
 
 Print Advertisements



•
 
 Connect with potential agencies



•
 
 Connect with media or channels







These are some important things that the marketing department must do and it is important that they work together. The Kanban board helps to organize the different efforts that the marketing team must make into a more cohesive list of tasks. This list helps the department stay on track. The department can use a simple board to show the following:



•
 
 What tasks are in the backlog or inventory list



•
 
 What tasks are running currently



•
 
 How soon can those tasks be completed?



•
 
 What are the next set of tasks







If the department wants to use a complex board and look at more metrics, it can add more columns to help the department understand the following:



•
 
 What is working for the department



•
 
 What is not working for the department



•
 
 What tasks are falling behind



•
 
 What aspects need to be tweaked



 The managers can identify the different areas where they would need to put in more focus if they are able to visualize the work that needs to be completed.







 
 
 
Customer Support




Kanban systems and boards can help the customer support team deal with customer queries or complaints quickly. The team must deal with customers and respond to them as quickly as they can and assist them. Customers may want to send in queries, feedback or complaints at any given time.



 If the department uses Kanban systems, any request via email or phone can be turned into a card and that card can be placed at the top of the board. When the team sees the card, the card must be moved to the next stage immediately.



This will ensure that things keep moving along and everybody in the team is aware of how a request from the customer is being handled.







 
 
 
Helpdesk and IT




 Support tickets often overwhelm and flood any help desk. A Kanban board can organize those tickets in order of priority and move them along the board. If a Kanban software is used, the tickets can be ordered based on the priority using color codes. Individuals in the team who are adept at handling such requests can pick the cards.



This process also allows the help desk to identify more significant issues and see what can be done to curb such issues. If there are many people with the same problem, the department can identify what can be done better to improve performance and reduce errors. The Kanban system can also be used to identify a problem.



 
 
 
Operations




Departments in business represent individual parts of the whole system that must work together to achieve a common goal. The operations team holds the different departments together and is accountable for the functioning of every department.



 Since Kanban boards allow every department to see how they are progressing with their work, it can also help them and operations ensure that they are on track with the remaining departments.



Kanban boards are a great way to connect the flow of information or work between different departments and can be used to identify how the work of one department affects another.








 
 
 
Chapter Eight: How can Kanban be used in back offices






It is important to remember that kaizen is not a tool for Kanban; it is, in fact, the other way around. Kanban is a system or device that can be used by individuals, teams and organizations to think more about their work and how they can work effectively to complete the tasks at hand. A Kanban system aims to reform a manager’s mind. So, how can Kanban be used in a back office?



Think of the first task that you are asked to do in every self-organization book. Every evening or night, sit down and list the tasks that you must finish the following day. When you reach your office, pull your list out and start with the first task.



Ensure that you do not jump to the second or third task without completing the first. Only move to the second task after you have completed your first task. Once your tasks are complete, go about the day as it comes.



This is a powerful tool since our minds are always cluttered with different tasks and all sorts of work that we must do. There are times that we forget to complete tasks that are extremely important because we have too much going on in our head. If we do not list down tasks based on priority, we will begin to procrastinate and will take on other tasks before the ones we need to compete now.



Often people start working on the first task they can think of when they have too much work to do. If they hit an obstacle, they let go of that task and move onto the next. The same process goes on until the person has started every task on his or her list but has not completed any of the tasks. He or she will come to realize that half the morning has gone by and not one task has been completed.



Let us take a look at the following example. Bob reached work at 9 AM and has been working on four tasks at the same time without completing any task. It is nearing 5 PM, and he wants to go home, but he has no work to show for the day. A new task has just come in, and he wants to take it up but has absolutely no time since he still has his four tasks left to complete.



He looks at Alice and asks her if she can complete that task within the stipulated time. This creates a backlog or an inventory of future work on Alice’s desk since she has her set of tasks to complete.



The Kanban system keeps all new tasks on a central board and only assigns it to a team member if the team has completed all tasks. This type of work has the following advantages:



•
 
 Every individual in a team takes on one task and completes it fully. If the tasks do not take up too much time, they can take up two or three tasks and complete them within the stipulated time. This way, they can focus on the tasks at hand. If the inventory or backlog list is smaller every individual will have fewer obstacles to deal with.



•
 
 When a team receives the next task, the members will need to think about the following



▪
 
 Is this task of high priority?



▪
 
 Why does this task need to be done?



▪
 
 What is the benefit of completing this task?



▪
 
 Whom does this task benefit?



•
 
 This will help the team reflect on whether or not the task matters and how and whom it affects. This will help the team learn to spend time on tasks that add value to the team.







The Kanban system helps every employee add value to his or her task. The goal of the system is that every person performs at least one task that adds to the value of the team. This is a high bar to set for every member of the team. In most companies, Kanban systems are used as agile systems. The teams put their workflow on a board and look at how different tasks will progress over the course of the day or week.



They also visualize certain obstacles and identify ways to overcome those obstacles. However, these systems do not clear the backlog or overload on any team member’s desk. It also does not look at how a particular task is adding value to the team.



Most managers prefer agile Kanban systems since they are able to control the process and also collaborate with some members of the team, but they miss the point of the Kanban system. They forget that



•
 
 Following the real demand of customers



•
 
 Lower any backlog on hand



•
 
 Accelerate production flow







Kanban systems cannot function without lean management. A team may be improving continuously over the years, however, if there are no tools available to assess the value added to the team, the improvements made cannot be lean. A Kanban system must assess how the value of a product has increased and how it has helped a team member effectively complete work with few backlogs.



 Most organizations have been applying lean tools for years without trying to understand the purpose of those tools. The current tendency is to play with the principles of the Kanban systems and learn the tools.



The latter is demanding since every team must have clarity on what they are trying to learn and also identify a way to apply what has been learned.








 
 
 
Chapter Nine: How can Kanban help in Forecasting






 It is surprising how organizations still apply practices of shamans and clairvoyants to predict the future. They believe that they use big data to understand the behavior of the customers and the market.



But, the truth is that the organizations trust their development teams to give them the right estimates. Instead of that, an organization can use Kanban boards to obtain estimates based on actual data and statistics.







 
 
 
Myth of Estimates




 It is important to remember that predictability does not increase when one makes a prediction. The capability of any system is not affected by an estimate made on how long it will take for a team to complete a task. It is important to remember that predictability is a property of the system. If an organization fails to realize that, it will never be able to predict the behavior of the system.







 
 
 
Science behind prediction




It is easy to estimate the time an individual may take to complete a task since there is some data to back the estimate. It is a very different thing to estimate the time it will take a system to move a task from the initial point to the delivery point.



If someone asks, “When do you think it will be done by?” they mean to ask you “When do you think the product will be in the production state?”



 No member in the organization has a clue and they often guess or lie about the time. There are instances when an organization has both lied and guessed. It is dangerous to make an estimate, and sometimes a waste of time since the estimate is being calculated using the wrong data. The organization must take time to investigate data before making a claim. However, they do not have the time or the resources to do so.




 
 
 
 
Information Theory




 When the organization makes an estimate, there is limited data available. It is best to make an estimate at a later stage when there is more data available as the project moves on. It is for this reason that it is recommended that a business use incremental and iterative development and funding.




 
 
 
 
Mathematics




 If two variables are linearly dependent on each other, any fluctuations that arise in other variables is dependent on the maximum deviation that is calculated by the preceding variables.




 
 
 
 
Queuing Theory




 The lead-time always increases when resources are highly utilized in systems with variation.




 
 
 
 
Lean




 Flow efficiency is typically low for most organizations, which means that the lead-time is often influenced by environmental factors. Therefore, lead-time is not sensitive to the complexity or size of a single feature in the project or specific to the people or their skillset.







 
 
 
Product Development Approaches





 
 
 
 
 
Traditional Project Management




Traditional project management uses the following constraints to make an estimate”:



•
 
 Schedule



•
 
 Scope



•
 
 Budget



 A budget is set aside and the schedule and scope are agreed upon once the organization has planned and obtained an estimate.




 
 
 
 
Agile




 Agile does not make the commitments made by traditional project management. There is a delivery date agreed upon by the organization, but the scope of the project is flexible. The scope can be defined in a broad sense, but the finer details evolve over time.




 
 
 
 
Kanban




 The Kanban software does not make a promise or commit to a delivery date based on uncertain factors. If Kanban systems are implemented, the organization will agree that there will be a regular delivery of high-quality products. Kanban offers a commitment to each class of service and gives the organization the opportunity to commit to regular delivery, transparency, continuous improvement of quality and lead-time.









 
 
How can this be done?





 
 
 
 
 
Develop your Kanban system




 The first step would be to design a proper and structured Kanban system. You must understand the demand, delivery, boundaries of the system, different categories of work, policies, classes of service and other attributes. If an organization wants to create a predictable system, it must identify the start and final point of a process. It is within these boundaries where you can make your estimates.




 
 
 
 
Adopt the principles and practices




 The organization must adopt the four principles and six practices of the Kanban tool. These allow the delivery systems to become predictable over time.




 
 
 
 
Understand Variability




Predictability can be improved using Kanban tools by reducing any variability within the system. Lead Time Histograms, Lead Time Scatterplots and Cumulative Flow Diagrams are the best way to understand how the system is performing and detect the areas that need to be improved.



Variability is considered to be a necessary evil and is required if an organization wishes to innovate processes but not to the point that the process is fully unpredictable.



It is important to allow for some level of variability in the initial stages of the process but not in the development stage of the process. An organization can never have frequent bugs in production, unreliable processes, too many dependencies with other teams and queues in every team to manage the processes and tasks being taken care of by members of the team.



Some sources of variability are:



•
 
 Internal:



▪
 
 Irregular Flow



▪
 
 Work Item Size



▪
 
 Class-of-Service Mix



▪
 
 Work Item Type Mix



▪
 
 Rework



•
 
 External:



▪
 
 Requirements Ambiguity



▪
 
 Irregular Flow



▪
 
 Batch Size



▪
 
 Environment Availability



▪
 
 Expedite Requests



▪
 
 Difficulty Scheduling Coordination Activities



▪
 
 Other Market Factors



▪
 
 Humans









 
 
Forecasting




 Depending on how an organization uses Kanban, it will be able to forecast some work items three to four weeks after implementing Kanban. If the implementation is effective, the organization can also forecast some full projects. Let us take a look at how this can be done.




 
 
 
 
Forecasting of Single Features




Most companies tend to push processes into development lines under the assumption that these processes will be done eventually. They do not understand the capability of the members in the development team. These companies forget that the system becomes slower when the pipeline is clogged with many development tasks leading to undue stress and many errors.



Unless some data is collected using a predictable system, the organization cannot end this vicious cycle. Customers and stakeholders will continue to ask for estimates when they realize that the organization has stopped delivering on time. Development teams will continue to lie and the tasks are pushed between departments in the hope that at least something will eventually get done. This creates a slower and unpredictable system which makes the business or operations team push more work into the pipeline.



When an organization uses Kanban for at least three weeks, it will have enough data to map to a lead-time histogram. This will help the organization provide an accurate prediction or forecast. The 85
 th
 percentile is often used to make a scheduling decision.



If the organization starts too early with forecasting, it will sacrifice the opportunity to do something better with the resources it has available. If it is done too late, there is a risk of incurring a cost of delay. As an organization, the following questions must be asked before beginning making predictions:



▪
 
 When can this task begin?



▪
 
 Should this task be put on hold so we can work on other tasks?



▪
 
 Has it become too late for us to start with this task?



▪
 
 What is the risk of delaying this task?



▪
 
 Should other options be sacrificed if the risk is too little?



▪
 
 If the risk is high, should other tasks be ignored?



▪
 
 How much will it cost the company if we delay the product?



▪
 
 
 How will the customers react?




 
 
 
 
Forecasting of Multiple Features




 Troy Magennis, in his website
 
www.focusedobjective.com

 , has developed many tools that will help an organization monitor and predict the development of software and other products. His website contains many resources that can be used for free. You can forecast multiple features using Monte Carlo Simulations and also calculate the probabilities associated with each forecast based on historical data.








 
 
 
Conclusion






The Kanban system was built by Taiichi Ohno for Toyota automotive in the early 1940s. The method was later defined and used by David Anderson in 2004 in an IT company after which many companies from different industries began to use the tool to improve their functions.



Through Kanban systems, an organization can identify the different processes that must be completed to achieve the final goal. The board lists out these processes and segregates them into the different stages they are in. This also allows the team or the members to identify potential bottlenecks and also find ways to resolve them.



Over the course of the book, you will gather information on how Kanban can be used by different departments to improve quality and also deliver products on time. Kanban systems can also be used to derive estimates for delivery of products through some statistical tools.



To conclude, the Kanban system is an effective tool, which helps to maintain transparency, thereby giving the organization an understanding of how work is progressing between different departments.



Thank you for purchasing the book. I hope you have gathered the information you were looking for.
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Introduction






 
 
 
Introducing Scrum




Scrum is a straightforward, easy-to-use collaborative framework in which teams work together to effectively, optimally and creatively deliver desired outcomes and products. Scrum is an amazing system that allows you to break down large and complex problems into small, achievable tasks, which can be delegated to individual team members.



As a beginner, you notice that experienced techies use the terms scrum and agile interchangeably. However, the two are different and understanding the difference is, perhaps, the best way to begin understanding scrum.



Agile is a collection of practices and methods set up in the Agile Manifesto that includes elements such as cross-functionality of teams, self-organization, collaboration and more. Scrum, on the other hand, is the actual framework that employed for the implementation of the Agile-based development.



Think of it as a diet and a recipe. Suppose you are following a vegetarian diet that has a set of principles and methods to follow to achieve a particular health-related goal. Now, the recipe of chickpea taco is a framework, which you use to implement the vegetarian diet. Agile is like the diet, and Scrum is like the recipe.



Agile was developed from various project management techniques used by Japanese organizations in the ‘70s and ‘80s. Jeff Sutherland together with Ken Schwaber created the Scrum framework based on Agile techniques to facilitate, initially, the timely and smooth delivery of software products and projects.







 
 
 
Benefits of Using Scrum




There are multiple benefits of using Scrum to implement Agile techniques in any project or product development. Here are some of those benefits:



Low time-to-market – Scrum facilitates the introduction of new features incrementally through Sprints. At the end of each sprint, a releasable product with the new increment is available.



Therefore, Scrum allows you to monitor, release and meet deadlines and other requirements at each stage of the project instead of having to wait for the release at the end of the entire project. Keeping track of each stage ensures the product releases earlier than scheduled.



Increased returns
 – As the product is released earlier than scheduled or on time, the returns on investment start coming in faster resulting in increased accumulation of revenue over time. Moreover, as problems and issues are tackled at each stage by all concerned stakeholders, the product is bound to be completed satisfactorily in all respects thereby increasing its marketability. Therefore, the product released with Scrum has a high potential for increased returns.



Quality and Transparency
 – Scrum-processed products undergo testing at each sprint allowing for early detection and solving of problems and issues. All stakeholders and product owners are involved in all stages of the development process, which makes the entire exercise very transparent. The incremental improvements and changes also give immense flexibility with lowered risk.







 
 
 
Scrum Glossary




Mastery of the glossary and other technical jargon of Scrum facilitate the understanding of this framework better. Some of the terms mentioned here are not necessarily Scrum glossary but are used commonly by users.



Burn-down chart
 – This chart reflects remaining efforts Vs. Time. Though not a compulsory requirement in all Scrum projects, the burn-down chart helps in improving transparency of progress.



Burn-up chart
 – This reflects the increased measure of the progress of work Vs. Time. Again, burn-up charts are an optional element. However, they facilitate increased transparency.



Daily Scrum
 – A daily timed event of 15 minutes or less, the daily Scrum allows the development team to plan the next day’s work during a sprint after discussing the current day's work.



Definition of done
 – is a list of expectations that the developed software must live up to before it can be released into production. This element is understood, defined, and managed by the entire Scrum Team.



Development team
 – is part of the Scrum team and is responsible for organizing, managing, and doing all the developmental works and activities to create an incremental releasable product.



Emergence
 – This term explains the unforeseen emergence of a new and unexpected fact or piece of knowledge.



Empiricism
 – It is a kind of process control in which only what has happened in the past is taken as correct and for sure. All decisions are based on experimentation, observation, and experience. The three irrefutable pillars of empiricism are adaptation, transparency and inspection.



Engineering standards
 – is a set of technology and development standards employed by the development team to create incremental releasable software.



Forecast
 – The selected items from the Product Backlog by the development team to include into a sprint is referred to as forecast (of functionality).



Increment
 – a small piece of working software that adds to the existing set of working increments and the sum of all the increments put together forms the product.



Product Backlog
 – Managed by the product owner(s), the product backlog is a list of the work that needs to be completed to create and maintain a product.



Product Backlog Refinement
 - It is an activity that forms part of any sprint. In this activity, the development team and the product owner add granularity and refine the product backlog.



Product Owner
 – This is that role in a Scrum team, which is responsible for optimizing the value of the product that is under development. The product owner’s role includes expressing and managing functional and business expectations for the product to the development team(s).



Ready
 – The development team and the product owner arrive at a shared understanding of the level of description of all the items in the product backlog. This understanding is referred to as ‘ready’ status and is introduced at the time of sprint planning.



Scrum Board
 – This is a physical board used by the Scrum team to make information visible to the entire Scrum Team. The information on the scrum board is used to manage the sprint backlog.



Scrum Master
 – This role is responsible for assisting, coaching, guiding, and teaching the Scrum team on the understanding and use of Scrum.



Scrum Team
 – consists of the scrum master, the development team, and the product owner.



Scrum Values
 – This is a set of principles and values that underpin the effective working of the Scrum framework. These values include focus, commitment, respect, openness, and courage.



Self-organization
 – This is a crucial management principle of the Scrum framework wherein teams organize and manage their work autonomously. Of course, it is important to remember that self-organization should happen with reference to given goals and within set boundaries.



Sprint
 – This is a timed event of not more than 30 days. The sprint acts as a container for all Scrum activities and events related to that timed event. Sprints take place consecutively with no intermediate gaps.



Sprint Backlog
 – is a detailed sketch of the development work needed to complete a Sprint and realize its goal. The sprint backlog is managed and maintained by the development team.



Sprint Goal
 – represents the purpose of the sprint briefly. Many times, the sprint goal is a business problem that needs a solution. Functionality could be adjusted during the sprint to achieve the sprint goal.



Sprint Planning
 – This is another timed event that should be completed in less than 8 hours. In this event, the scrum team inspects the product backlog and picks out the most valuable work to be included in the next sprint. Then, the scrum team designs the picked-up work into a sprint backlog.



Sprint Review
 – A timed event of four hours or less, the sprint review is done to conclude the work done during the sprint. The stakeholders and the Scrum Team inspect the increment resulting from the particular sprint, assess its impact on the progress of the overall product, and update the necessary details on the product backlog.



Sprint Retrospective
 – This is an event to inspect the previous sprint. It is a timed event of three hours or less. Any points for improvement noted during the inspection are added to the next sprint backlog.



Stakeholder
 – This person is outside of the Scrum Team but has a specific interest in or knowledge of the product that is required to complete the increment. The stakeholder is represented by the product owner and actively engages with the scrum team during the sprint review.



Velocity
 – This is an important element used to measure the development team’s rate and value of work. The velocity is an indication of the amount of incremental work completed from the Product Backlog.








 
 
 
Chapter One: Scrum Roles






The Scrum Team has the following Scrum Roles:



●
 
 The Product Owner



●
 
 The Development Team



●
 
 Scrum Master



Scrum teams are cross-functional and self-organizing. Self-organizing means that the team members are at liberty to choose how best to accomplish the given work. They are not directed by anyone outside of the team. Cross-functional means that the team members are sufficiently competent in all the required functions without having to depend on anyone outside the team to complete the work.



The model of scrum roles or a scrum team is designed to maximize productivity, creativity, and flexibility. Scrum teams designed like this have proven to be increasingly effective in accomplishing complex jobs. The Scrum teams deliver projects and products incrementally and iteratively resulting in maximizing feedback options. When Scrum Teams deliver incrementally ‘done’ products, it is ensured that at any given stage, a potentially usable version of the product is always available.









 
 
The Product Owner




The responsibility of the product owner is to maximize the value of a product that is being developed by the development team. The methodology of maximizing value varies across individuals, Scrum Teams and organizations. The Product Owner is solely responsible for Product Backlog management. Managing product backlog includes:



●
 
 Expressing items on the product backlog in a clear and concise manner



●
 
 Ensuring all the necessary items on the product backlog are ordered to achieve missions and goals optimally



●
 
 Optimizes the value of the work done by the development team



●
 
 Ensuring the product backlog is transparent and visible to one and all and also contains the next item that the Scrum Team will work on



●
 
 Ensuring that the development team understands the items in the product backlog to the required extent



While the actual work can be done either by the product owner or a delegated person from the development team, the important thing to note here is that the product owner is accountable for all the tasks mentioned above.



Moreover, the product owner is a single individual and not a group or committee. The requirements and desires of a group of stakeholders’ committee might be represented in the product backlog by the product owner.



However, any change in items or change in the prioritization of items in the product backlog has to be routed through and approved by the product owner.



The entire organization must respect the product owner’s decision for that role to be a success. The product owner’s decisions and the outcomes of these decisions are visible in the product backlog. The development team is bound by the requirements and conditions laid down in the product backlog that is maintained and managed by the product owner.







 
 
 
The Development Team




The development team comprises of a set of professionals who work together to deliver a releasable increment of the ‘done’ product at the end of every Sprint. The members of the development team are the ones responsible for creating the increment. A ‘done’ increment is a prerequisite at the Sprint Review.



Organizations powered by Scrum structure their development teams in such a way that are self-organizing which means to say that they organize and manage their work on their own.



This self-organizing structure synergizes the development team’s effectiveness and efficiency resulting in an optimized product.



The characteristics of a Scrum development team are:



●
 
 It is self-organizing to the point that even the Scrum Master cannot give it any mandate on how to work the items on the product backlog into potentially releasable done increments.



●
 
 It is cross-functional which means the team members are all skilled in the various functions in such a way that there is no need to look for people outside of the team to complete the assigned task or product increment



●
 
 There are no titles given to the members of the development team irrespective of the kind of work anyone does



●
 
 Additionally, there are no sub-teams defined in the Scrum development team irrespective of the domains such as architecture, testing, business analysis, business, etc. that are included in the product increment



●
 
 Individual team members of a Scrum development team could have specialized areas of focus and skills. However, the development team is wholly accountable for the product increment



The Size of a Development Team
 – The optimal size of a development team should be small enough for nimbleness and large enough to accomplish all the required tasks defined within a Sprint. A development team that has less than three members reduces the amount of interaction and also provides for decreased productivity. Very small development teams could face skill constraint challenges during the Sprint resulting in a less-than-optimized product increment or even in the failure to deliver the increment.



On the other hand, having a very large team could use up a lot of resources on management and coordination. Large teams run the risk of generating unnecessary complexities, which could come in the way of an efficient product increment delivery and defeat the purpose of an organized empirical process. Looking at this scenario, Scrum recommends a development team size ranging between 4 and 9 depending on the needs and requirements of the product increment.







 
 
 
The Scrum Master




The responsibility of the Scrum Master is to promote and support Scrum and Scrum users by teaching and coaching them on the Scrum theory, practices, tools, values, and rules and regulations. The Scrum Master serves as a servant-leader of the team.



He or she helps people who are outside the team to understand the importance or non-importance of their interactions with the Scrum team. The Scrum Master can alter these interactions in such a way that the value of work delivered by the Scrum Team is optimized.



The scrum master and the product owner – The Scrum Master offers a multitude of services to the product owner including:



●
 
 Making sure everyone on the Scrum Team understands the scope, goal, and the product domain as well as possible



●
 
 Finding new and innovative techniques to manage the product backlog effectively



●
 
 Coaching the Scrum Team on the importance of and how to update the product backlog with clear and concise items



●
 
 Making sure the Scrum Team understands empirical-based product planning



●
 
 Coaching and helping the product owner to arrange the product backlog items in a way to maximize value



●
 
 Ensuring Scrum events take place as and when needed or requested







The scrum master and the development team – The scrum master helps the development team in the following ways:



●
 
 Coaching the team in the ways of cross-functionality and self-organization



●
 
 Facilitating the production of high-value products and product increments



●
 
 Identifying and eliminating obstacles deterring the progress of work



●
 
 Facilitating scrum events



●
 
 Coaching the team members in areas wherein scrum implementation is partially adopted or not fully understood







The scrum master and the organization – The scrum master helps the entire organization in the following ways:



●
 
 Coaching and leading the organization through its scrum adoption process



●
 
 Helping the employees and other stakeholders to understand and implement the working of Scrum in an empirical environment



●
 
 Facilitating the improved productivity of the scrum team



●
 
 All the scrum masters work together to help in increased effectiveness of scrum implementation across the entire organization












 
 
 
Chapter Two: Scrum Artifacts, Tools, Concepts, and Practices






In the Introduction chapter, some of the scrum artifacts were discussed in brief. Let us understand them in a bit more detail now.



The discussions in this chapter include a few essential Scrum components that are representations of the value and work of the product development. Scrum artifacts are designed to provide transparency in the entire cycle.



They also provide opportunities to inspect progress and make necessary adaptations. Scrum artifacts maximize transparency by ensuring that everyone has the same understanding of all the information.







 
 
 
The Product Backlog




In simple words, the Product Backlog is the list of all the items and things that need to be done in the product. The items listed in the product backlog could be technical-centric or user-centric.



The product owner is accountable for maintaining this artifact. Other stakeholders including the Scrum Master, the Development Team(s), Scrum Team and others can contribute to the Product Backlog to get an extensive and complete artifact.



In addition to the Product Backlog, the Scrum Team is free to maintain other artifacts such as user role summary, descriptions of workflows, storyboards, and user interface guidelines.



However, these additional artifacts cannot replace the Product Backlog but can only be a complementary artifact to facilitate increased detailing of the various elements in the product.



The Product Backlog is used in all Sprint Planning Meetings to discuss the top relevant items mentioned there. The Scrum Team chooses which of the items go into the next Sprint.



The Product Backlog is more than a simple to-do list and here are some of the important discerning features:



Any entry made into the Product Backlog should necessarily add value to the client
 – Every item in the Product Backlog should add value to the client without which that any item is a waste.



The items that add value could be in descriptions of nonfunctional and functional customer requirements, the list of work that requires to be done to launch the product, taking remediating effects, etc



All entries are ordered and prioritized accordingly, and it is a living document
 – The ordering and prioritizing is a continuous process and changes are made as and when required.



Items are modified or deleted to be replaced with new and updated items. No requirement or item is a frozen state, and that is the reason the Product Backlog is referred to as a living document.







 
 
 
Sprint Backlog




The Sprint Backlog is a list of tasks and items that are identified by the Scrum Team to be completed in a sprint. The Scrum Team picks up the top and relevant items from the Product Backlog that is feasible to be completed in the next Sprint and these items go into the Sprint Backlog.



The Team selects the size and the items of a Sprint Backlog so that the members are committed to completing the picked-up tasks during the Sprint. In addition to the relevant items taken from the Product Backlog, the Sprint Backlog also contains a plan on how to deliver the product increment and realize the Sprint Goal.



The team members are expected to update the Sprint Backlog as and when new information is received and at least once each day. Most Scrum Teams update the Sprint Backlog during the Daily Scrum.



The Scrum Master in conjunction with the Scrum Team estimates the amount of remaining work and the next day’s work is allocated and updated in the Sprint Backlog.



The detailing in the Sprint Backlog should be sufficient for the members to clearly understand where they stand at the end of each day during the Daily Scrum. The Spring Backlog is also a living document and is modified and updated right through the duration of the Sprint.







 
 
 
Increment




The Increment at any stage of the product development is the sum of all the items and tasks on the Product Backlog that are completed. The increment is also the value of all the done increments from the previous Sprints. An increment should be in the ‘done’ status at the end of each sprint. The ‘done’ status means the incremental work completed should be usable and potentially releasable.



An increment represents a body of work that is ready for inspection. Incremental, inspected work supports the empirical concept of Scrum operations. An increment can also be seen as a step towards achieving the goal of the final product release.



An important element to define a done increment is that it should be usable irrespective of whether the product owner chooses to release the increment or not.







 
 
 
Burn Charts




There are two kinds of burn charts that are used in Scrum; Burn Down Charts and Burn-up Charts. The Scrum Burn Down chart represents a visual graphical measurement of the completed work at the end of the day as against the projected work.



This helps everyone in the Scrum Team understand whether the project is on track or not. The visual information from the burn down chart (the completed work line moves downward toward zero) helps the Scrum Team to make adjustments to meet expected deadlines.



The Scrum Burn-Up Chart also charts (in a graph form) the progress towards completion. The most basic form of Burn-up charts consists of two lines including the project scope line (or total work line) and the work completed line. When these two lines meet, the project is completed. A burn-up chart is useful in showing the concerned stakeholders how the project is moving and how any incremental demands or requirements can affect the deadline.







 
 
 
Task Board




The task board is simply a physical board that contains the user stories of the current Sprint along with the associated tasks and components. Typically, these things are displayed using post-it notes or index cards.



Ideally, the task board is divided into columns with descriptions such as stories, not started, in progress, and done going from right to left. As the progress of each story happens, the item is moved to the relevant column.



The task board is a great collaborative tool and can be very useful for product owners and scrum masters to track progress. Moreover, the task board enhances transparency as everyone can see how things are moving.







 
 
 
Definition of Done




The concept of ‘done’ in Scrum is a shared understanding of all stakeholders regarding the completion of the product or increment. Every member of the Scrum Team must have the same understanding of what constitutes a ‘done increment.’



This shared understanding of the ‘definition of done’ helps everyone assess the progress in the same way and ensures every member of the Scrum Team is aligned with the final goal of the product development.



This definition of done helps the Development Team pick up the most relevant items from the Product Backlog for the next Sprint. Every sprint delivers increments that are releasable and usable as per the same definition of done.



Each done increment is added to the previously done increments so that the entire thing works together and represents the definition of done up to that point in the product development.



As Scrum Teams become more knowledgeable and mature, the definition of done expands to include stringent criteria to achieve increasingly higher product quality.








 
 
 
Chapter Three: The Sprint Cycle






The heart of Scrum is the Sprint. It is a timed event of not more than one month. During the Sprint, a potentially releasable and usable product increment is created.



Ideally, the duration of each sprint of a product development remains more or less consistent. As soon as one sprint gets over, the next one starts immediately. A Spring Cycle has many components including:



●
 
 Sprint Planning Meeting



●
 
 Daily Scrum



●
 
 Story Time



●
 
 Sprint Review







The following points have to be borne in mind during each Sprint:



●
 
 No changes should be made that could negatively impact the Sprint Goal



●
 
 Goals concerning quality are not to be decreased



●
 
 The scope can be renegotiated and clarified between the development team and the product as more learning happens with the progress in the development work



Every Sprint must have a goal that is expected to be achieved along with a flexible plan and design that act as a guideline for the Scrum Team right through the Sprint. The Sprint Goal must include the details of the resultant product increment.



The duration of each Sprint should not be more than one month. If the time horizon is too far away, then the definition of ‘done’ could change giving rise to complexities and increased risk. One-month sprints allow for inspection of progress at least once a month, thereby limiting risks and ensuring that the development work is on the expected track.







 
 
 
Sprint Planning Meeting




The description of the work that needs to be accomplished during the Sprint is discussed during the Sprint Planning Meeting. The planning of each sprint is a collaborative effort of the entire Scrum Team.



For a one-month Sprint, the Sprint Planning Meeting should not exceed eight hours. The duration of the meeting can be accordingly reduced if the sprint is for less than one month.



It is the Scrum Master who ensures that the planning duration and the Sprint duration are kept within the time-box limits.



The outcome of the Sprint Planning Meeting should provide answers to the following two questions:



●
 
 What can be the incremental product delivery in this Sprint?



●
 
 What work needs to be done to accomplish the incremental product?



What can be the incremental product delivery in this Sprint?
 – The Development Team works on this aspect and picks up the relevant items from the Product Backlog to be included in this Sprint. The relevant items from the Product Backlog are picked up after the product owner discusses the Sprint Goal and what needs to be achieved at the end of this sprint.



It is a collaborative effort from the entire Scrum Team to clearly understand the value of the work and the definition of done in the Sprint.



The following inputs are needed to ensure a feasible plan is designed as an outcome of the Sprint Planning Meeting:



●
 
 The Product Backlog



●
 
 The latest product increment



●
 
 The projected capacity and the past performance of the development team



Only the Development Team gets the final say on what items can be picked up from the Product Backlog for the Sprint. This core principle of Scrum ensures that the development team remains committed to the Sprint Goal. The entire Scrum Team devises the Sprint Goal, and it serves as a guideline for the development team on why the increment is being built.



What work needs to be done to accomplish the incremental product?
 – Once the Sprint Goal has been decided and the items from the Product Backlog selected, the Development Team now decides on what needs to be done and how to work to achieve the Sprint Goal. The plan to achieve and the items selected for the Sprint go into the Sprint Backlog.



The Development Team begins by designing the work and the system that are needed to convert the Product Backlog items into a working increment. While work can vary in size and efforts, sufficient planning is done at the Sprint Planning Meeting to enable the Development Team to project what they can achieve during the Sprint.



By the end of the Sprint Planning Meeting, the development team would have been able to plan the initial days of the sprint into batches of one-day work. It is important to remember that the development team is self-organized and chooses how to approach the work autonomously. The product owner helps in trading-off items from the Product Backlog depending on whether the team has too little or too much to do during the Sprint.



At the end of the Sprint Planning Meeting, the development team should be in a position to let the Scrum Master and the Product Owner know how it plans to accomplish the Sprint Goal successfully.







 
 
 
Daily Scrum




This event is held every day during the Sprint and is only 15-minutes long. During the daily scrum, the development team inspects the work done since the previous day’s daily scrum and plans for the next day’s work.



The daily scrum optimizes the chances of meeting Sprint Goals as the development team meets every day to discuss and deliberate on how best to self-organize.



It is entirely up to the development team to run and manage the daily scrum. While some teams choose to answer preset questions, others choose the discussion format. No matter which format is used, the basic tenet of a daily scrum is to track progress towards the sprint goal. The daily scrum is a necessary tool to be followed.



However, after the daily scrum, the development team along with the other members of the Scrum Team could have detailed discussions based on the outcome of the daily scrum.



The daily scrum is the prerogative of the development team facilitated, if needed, by the Scrum Master. During the 15-minute daily scrum, of other members of the scrum team are present, then it is up to the Scrum Master to ensure that these members do not disrupt the meeting. Daily Scrums are very useful for:



●
 
 Improving communications



●
 
 Eliminating the need for other developing related meetings



●
 
 Identifying the obstacles on a daily basis thereby making it easier to find solutions immediately



●
 
 Highlighting and promoting quick decision-making



●
 
 Improving understanding of the work being done









 
 
Story Time




This is usually a weekly meeting scheduled at the same location and at the same time every week. The entire Scrum Team including the product owner and the Scrum Master is involved in Story Time, the sole purpose of which is to go through the backlogs to prepare for the future.



During story time, new stories and epics could be added; large stories could be split down into smaller sizes for better implementation, etc.







 
 
 
Sprint Review




The Sprint Review is conducted at the end of every Sprint. It facilitates inspection of the incremental work done during the Sprint and Product Backlog adaptation and updates based on which the next Sprint can be planned. The increment work done is presented to foster collaboration and elicit feedback.



Sprint Reviews are of 4-hour duration for one-month Sprints, and for shorter sprints, the sprint review duration is appropriately reduced. The Scrum Master facilitates the Sprint Review and ensures all the people attending it understand its true purport. Elements of a Sprint Review are:



●
 
 The Scrum Team and other key stakeholders (invited by the product owner attend it



●
 
 The product owner explains the ‘done’ items and the to-be-done items in the product backlog



●
 
 The development team discusses what worked well during the sprint and what didn’t work well and how they overcame the problems



●
 
 The development team demonstrates the 'done' incremental work, and it also answers questions about the work done



●
 
 All the attendees collaborate to work out the next level of strategy including reviewing timelines, discussing potential capabilities and the budget, and how the product might have changed after the increment of the previous Sprint has been added to it



The outcome of a Sprint Review includes a revised and updated product backlog, which clearly defines the items for the next Sprint.








 
 
 
Chapter Four: User Stories






In Scrum, development tasks are not merely technical-sounding to-do lists. User stories are employed to explain users’ system requirements, functional and non-functional end-uses, and other expectations from the product that is being developed.



Scrum gives a lot of importance to user stories primarily because through this process, the development team focuses on the user and his or her needs rather than treating the product development merely as a technical process.



User stories shift the focus of the technical development team from creating software codes mindlessly to solving customer problems with their technical skills.



User stories are accurate representations of user desires and needs. The success of any product development depends on the understanding of user needs by the team. User stories are a great way to achieve this precise and unambiguous understanding of user needs by the developers.



Typically in Scrum, the Product Backlog is a collection of all user stories. Of course, the product owner does not merely dump the user stories into the Product Backlog artifact but orders and prioritizes them to help the development team pick up the most important user stories to be included in the next Sprint.







 
 
 
How to Structure a User Story




User stories include a persona, the desire or need of this persona, and the benefits for the persona from the final product. A typical Scrum user story is structured as follows: As a (
 the user type
 ) I want (
 the user’s desires or needs
 ) so that (
 the benefits for the user from the product
 ).



Here is an illustrative example of a user story of a bank customer who wishes to use the ATM for cash withdrawal. As a
 bank customer
 , I want
 an ATM to withdraw cash
 so that
 I need not wait in long bank queues
 .



Such a structure helps in arriving at a clear and unambiguous definition of ‘done.’ The persona’s needs automatically become the definition of done in the Scrum project.







 
 
 
Acceptance Criteria for User Stories




Acceptance criteria defined for user stories help in the accurate and complete representation of the needs of the persona. These criteria ensure that the user story is complete and all requisite conditions for meeting user needs are taken into consideration.



Acceptance criteria specify the conditions under which the user story needs to be fulfilled which ensures that the development teams clearly understand user demands thereby preventing any miscommunication or misinterpretation of user stories. Acceptance Criteria are used:



To clearly define boundaries
 – Development teams define the boundaries or conditions under which a user story is expected to be completed



To achieve consensus with the client
 – Acceptance criteria help clients and the Scrum Team to achieve consensus on what is expected to be delivered from the project



For testing purposes
 – Acceptance criteria help in testing whether the product or product increment has achieved the intended end use or not. It helps in checking if the system is working as per the client requirements.



To estimate and plan accurately
 – Acceptance criteria help the Scrum team to plan accurately and divide the user story into smaller tasks (or Sprints) in an incremental way to achieve the final product with almost guaranteed success.







 
 
 
Epics and Themes




So, a user story is a user-centric description of what the user wants. An epic in a Scrum project is a large-sized user story. There are no standard sizes based on which a Scrum user story can be called an epic.



It is highly relative, and the Scrum Team can choose to call any story that they believe is big as an epic. Ideally, epics are broken down into small-sized user stories, a practical collection of which can fit into one Sprint.



A theme is nothing but a collection of user stories. All the user stories that talk about a particular topic (for example, monthly report printing) can be together collected into one theme. When teams can group many stories into one theme, it helps in managing user stories in a better way.







 
 
 
Benefits of User Stories




Many people who are new to Scrum might look at user stories as a wasted effort when any big project can just be converted into a to-do list and get to work. However, in Scrum, user stories give a vital user-context, and the associated tasks come with a sense of value that they bring to the entire project. Here are some key benefits of using user stories:



User stories maintain the focus of the Scrum Team on the user
 – A simple to-do list focuses on the task at hand whereas a collection of stories keeps the focus of the team on solving problems for the end user.



Stories promote collaboration
 – When the user’s end goal is clearly defined, then the team can collaborate and work together and find ways and means to achieve the defined user goals in the best possible way.



Stories promote creative thinking
 – Team members are encouraged to think critically and analytically to come out with solutions that help in achieving the desired end goal.



Stories drive momentum
 – As each story gets converted into tangible goals, the team members feel motivated and are driven to solve more challenging problems ensuring the final product is delivered smoothly and on time.



The acceptance criteria of user stories enhance clarity for the Scrum Team
 – As all user stories have to comply with the acceptance criteria, the Scrum Team is not left in any doubt about what the user wants from the product.







 
 
 
Writing User Stories




The following elements will have to be borne in mind while writing user stories:



Definition of done can be drawn out from the story
 - Only when the story’s outlined task is clear, can you draw out an unambiguous definition of done which helps the Scrum Team achieve the desired goal.



User Stories should include tasks and subtasks
 – All the steps needed to complete the user story have to be clearly outlined and responsibilities for timely and correct completion need to be allocated to team members.



User Stories must have personas
 – Personas represent the people or the end-users of the product. User stories must include these personas. If there are more than one kind of end-users, it might be prudent to have multiple user stories for the same product development work.



Ordered step
 – Every step in the larger process of the development work must have a corresponding user story.



Feedback from end-users
 – Instead of estimating the needs by yourself, it is a much better idea to speak to the end-users and take their feedback on what they want.



Be careful about time
 – Most Scrum Team forget to include this vital aspect of writing user stories. Stories have to fit into one sprint and therefore, long stories which could take months to complete must necessarily be broken down into multiple user stories which can be accommodated into sprints.



When the user stories are ready, then they need to be available for the entire Scrum Team and the other stakeholders to view.







 
 
 
Managing User Stories




A user story can be written by the user or the product owner and is submitted for review. Once the story is accepted, then it needs to be incorporated into the development workflow through the product backlog.



At sprint planning meetings, the Scrum team decides which stories are to be tackled in the upcoming sprint.



At this stage, the team discusses the functionality and technical requirement of each user story. All these requirements are input into the story.



Another important aspect of managing user stories is to score each story into different types based on complexities involved or the time taken to be completed.



Scrum Teams use different methods of scoring user stories including T-shirt sizes, poker series, the Fibonacci sequence, etc. to arrive at accurate estimations.








 
 
 
Chapter Five: Scrum Planning Principles (The Product Roadmap)






A common misconception among early Scrum learners is they believe that planning is not an essential aspect of Scrum development. This idea could come from one of the core principles of Scrum, which is based on the empirical methods of inspection and adaptation.



One of the basic tenets of Scrum is that it is not possible to get all the things right at the stage of planning itself. The team has to continuously inspect, make changes, and adapt to changing dynamics of any development program.



While the above statement is true, it is wrong to believe that there are no planning schedules in a Scrum project. There is some amount of upfront planning that happens and a healthy balance of upfront planning and tackling challenges as and when they encountered during the inspection process is an ideal roadmap to follow in Scrum development projects.



Here are some essential planning principles that help in creating a seamless product roadmap.







Helpful but Not Excessive Upfront Planning



Excessively detailed planning at the beginning of the Scrum project is not just a waste of time and effort but could end up seriously deterring the progress of the development work. However, leaving out upfront planning altogether results in negligence and is not right at all. Therefore, upfront planning involves taking steps to schedule elements of the work in a helpful but not excessive manner.







Planning Options Have To Remain Option Right Up To the Last Minute



Keeping planning options open until the last possible minute gives the team flexibility and power to make crucial changes. This means that elements that work best when planned at the last minute should not be planned upfront. Early planning based on inadequate and half-baked information is not a prudent Scrum planning principle.







Scrum Planning Focuses More on Replans and Adaptations Rather Than On Conforming To a Rigidly Fixed Plan



The Scrum approach to planning is to be flexible with the structure and shape of the plan to enable making adaptations instead of conforming to one single unchangeable plan. Conforming to a fixed plan prevents the team from adapting to changing dynamics that take place throughout the product development process, which is bound to result in a less-than-optimal outcome for the client. Adapting to changing needs is the way Scrum Teams plan.







Planning Inventory Has to be Managed Sensibly



Creating a large volume of invalidated and predictive planning inventory in the form of charts, graphs, and other Scrum artifacts can prove counterproductive in a Scrum product development. Critical and real information is learned as and when the development work progresses based on which plans can be updated for the next phase.



If the team gets straddled with large amounts of wasteful artifacts that are based on invalidated upfront planning, the members will be forced to rewind and rework the plans thereby increasing risks and delaying the entire project.



Excessive planning inventory based on invalidated data results in many wastages including:



	
Efforts that were used in the detailed upfront planning that are to be discarded now


	
Significant waste of time and effort in upgrading and updating the plan with new and relevant data


	
Wasted opportunities of having to use time and effort to do point no (2) instead of working on real-time developmental work which would have taken the team closer to the goal





Planning inventory has also got to be managed sensibly and dynamically based on real information instead of invalidated data.







Scrum Planning Is Always Based On Small and Frequent Incremental Releases



Scrum planning is based on small and frequent incremental releases versus a single, large release. Frequent, small releases offer faster feedback and facilitate increased return on investment.







Scrum Teams Plan on Learning Fast and Changing Directions As and When Needed



No amount of upfront planning and detailing can help overcome dynamic challenges that keep coming up during product development. It is important for Scrum Team members to include the following elements in their planning:



●
 
 Pick up learning fast



●
 
 Implement the learning quickly



●
 
 Make swift changes as and when needed



Scrum planning principles include the knowledge that the teams must be ready to identify and accept that the current plan is not working well and changes are needed to the planning process to move toward a viable product. Learning is a critical goal in any Scrum Planning processes.







Scrum Planning Works on Time-Boxing



Sprint, sprint planning meetings, and all other Scrum events are planned on a time-boxing basis. The concept of time-boxing is an excellent time management technique that facilitates work organization and scope management. The time-box drives team members to work at a reasonably sustained pace in order to accomplish the task taken up. There are multiple other benefits to the concept of time-boxing, and some of these benefits include:



Time-Box Sets Up a Work-In-Progress Limit
 – Work-in-progress or WIP is a planning inventory that reflects work having started but not finished. Time-boxing is a tool that helps in limiting WIP so that there is something tangible to show as completed. During the sprint planning meeting, the members take up only those tasks that they believe can be completed within the time-boxed sprint.



Time-box Forces Prioritization
 – It is obvious that not all elements of the development work have the same priority at any given point in time. A timed planning schedule will drive team members to take up those tasks that are an absolute priority at that stage. This prioritization helps in sharpening the focus of the team to ensure the best possible incremental release is created.



Time-box Planning Demonstrates Progress
 – When the team completes and validates work scheduled to be completed by a known and accepted date, then there is a demonstration of progress of work. This demonstrable value of work reduces organizational risk as it moves away from ambiguous forms of progress such as reporting conformity to plans, etc.



Time-box based planning also facilitates the demonstration of progress of large user stories, which might need more than one time-boxed sprint to complete. Completing a part of the large piece of work ensures the client understands that measurable and valuable work is getting done at every stage.



Time-box Planning Prevents Undue Waste of Resources to Achieve the Elusive Perfectionism
 – When work is given to be completed without a reasonable deadline in place, very often, the efforts to find perfectionism is wasted more than necessary, especially in situations where good enough works equally well. Time-boxing forces members to finish up the work reasonably well without wasting endless time and energy on striving for the elusive perfection.



Time-box Planning Drives Closure
 – When teams know that something has to be completed within a known date and time, they are driven to achieve closure in a dedicated way. A hard deadline compels team members to do their best to complete the work in the best possible way within the fixed deadline. The absence of time-box results in decreased urgency to complete set tasks by the members.



Time-box Planning Provides Improved Predictability
 – As Scrum events are planned in small, frequent batches, it is easy to deliver improved predictability in the short time horizon. This ability to predict the work that can be completed results in better management of the entire product development program.



In summary, Scrum Planning Principles are based on flexibility and adaptability rather than on conformity to a fixed plan that leaves no room for changes and improvements.








 
 
 
Chapter Six: Release Planning






The primary purpose of release planning is to define the contents of the potentially releasable incremental product. Release planning calls for high-level planning that could include elements of multiple Sprints.



Release planning serves as a guideline reflecting the expectations about the features and product increments that are going to be released. The core objectives of release planning include the following:



●
 
 To resolve discrepancies between the product roadmap and the team’s commitment to what they can deliver during the release



●
 
 To extend predictability and visibility of the product development work beyond the sprint based on which the concerned stakeholders can take important budgetary and other planning decisions



●
 
 To provide the Scrum teams an opportunity to understand the progress made toward product completion







Release Planning Process



The following steps help you understand how release planning is done:



●
 
 Take the entire product or project and break it down into major features



●
 
 Separate them into absolutely important features that have to be delivered (called primary features) and the additional features that would be a nice addition to the product (secondary features)



●
 
 Now, this feature mix (in the form of user stories) fill up the Product backlog



●
 
 Now, place these features against the time-boxed development events (sprints)



●
 
 Your draft release plan is ready.



Now, look at the releases and make sure sufficient resources are available to complete the work within the set dates. Check out what kinds of interdependencies exist and make changes accordingly to the release plan. The following elements are needed to create an effective release plan:



●
 
 An estimated and prioritized Product Backlog



●
 
 The estimated velocity of the Scrum Team – For an existing team, knowing its velocity will help you immensely in release planning. However, for new teams and for existing teams whose velocities are not readily available, it can be easily gauged by observing and tracking a couple of Sprints performed by the development team



●
 
 Scope of work, goal, and available resources



Release planning requires a systematic approach. First, create a draft release plan or a preliminary roadmap. Include dates and other important resources to the plan. Make sure the release plan is updated after every sprint.



Testers are an important set of people to include in the release planning schedule. They do the following activities:



●
 
 Decide which of the team members will perform the testing activities



●
 
 Write user stories along with acceptance criteria for use by the testers (if not already done)



●
 
 Create the correct testing environment



●
 
 Create the testing data that needs to be used by the testers for testing



●
 
 Specify the scope and goal of testing and what testing activities to be carried out



●
 
 Clarify doubts on those user stories where data is insufficient or unclear



●
 
 Determine the testing strategy for the entire release



●
 
 Identify and inform concerned stakeholders about testing risks that might be encountered



●
 
 Define the various test levels that will be performed during the testing process



It would be unwise to work on a release plan until the Scrum Team has a product backlog that is clearly ordered, estimated, and prioritized.







The Iron Triangle and Scrum



Release planning can be effective if you understand the concept of iron triangle and how Scrum projects can work with it. The term ‘iron triangle’ was first coined in 1969 and represents a waterfall method to product development. Any product development program can succeed when the three significant constraints including scope, time, and resources are successfully managed.



The iron triangle is so called because you cannot alter one constraint without affecting the others. Here are the three constraints in a bit of detail:



●
 
 Scope – is the work that needs to be done including functionalities and features that deliver a working and viable product



●
 
 Resources – include team members, budget, equipment, etc. needed to execute and deliver the product



●
 
 Time – is the deadline for product delivery



In the conventional iron triangle, the scope is fixed while time and resources are variable factors. For product development, this means that the team will have to collect and define product requirements or the list of work items needed to complete the project. The schedule and resources can be changed to fit the fixed scope.



The iron triangle gives the Scrum Team an idea of the various elements that can be traded off in such a way so as to facilitate early delivery, reduced risks, and improved return on investment. For example, suppose a Scrum team is halfway through a particular project, and they realize that it might not be possible to finish the development within the deadline.



Now, the only constraints they can work with are time (they can ask for an extension) and resources (they can get more people to work on the project) resulting in increased costs. This is the waterfall approach.



In Scrum-based software development projects, the fixed constraints are time and resources with variable scope. Teams are committed to fixed time schedules (such as sprints), and resources (in terms of development teams) are also more or less fixed.



By keeping these two elements fixed and consistent, teams are driven toward efficient and effective collaborative working developed through trust and continuity which, in turn, results in the release of a well-made product by a committed team.



It must be noted here that as projects get bigger and larger teams and longer duration Sprints come into play, keeping the scope varied with fixed time and date may not be viable.



Long-term and large Scrum projects require even more flexibility in the iron triangle approach.



The Scrum Team needs to work dynamically and arrive at the right iron triangle approach suitable for each stage or each product development work. There are no right and wrong approaches. The key element is to find the right iron triangle approach suitable for that particular release.








 
 
 
Chapter Seven: The Characteristics that Define an Outstanding Development Team






Any Scrum Team’s success is highly dependent on the quality of professionals who make up the Development Team. These professionals are assigned the task of delivering a potentially usable product or product increment at the end of each Sprint.



How does one describe an outstanding Development Team? The people are the ones who can take any team from an average to an outstanding level. Here are some features that will help you discern such amazing team members that can create a great development team:



Excellence Is Their Forte



People who follow excellence can take any development team from the ordinary to the extraordinary. A great Scrum development team invariably employs the methods of Extreme Programming (XP) to achieve excellence. XP is equipped with multiple tools that drive development team to design and build excellent products.



Spike Solutions and Team Swarming Are Commonly Practiced



Spike solutions are a great way to solve very challenging architectural and technical problems encountered during product development. Team Swarming is a method, which entails the entire team to focus all their combined energies and resources on only a couple of items at a time. In fact, if the concerned is a bit large, then the focus of the team is restricted to only that one item. The team swarming method helps in completing tasks quickly as all resources are channelized together instead of scattering energies is different directions.



Updating Product Backlogs is a Committed Effort



A committed development team does not need prodding to update the product backlog regularly for improved transparency for the entire Scrum Team. The team understands that a well-maintained product backlog is the backbone of a successful Scrum project. Moreover, a dedicated team will always ensure that any element it picks up to do will be left in a better condition than it was when it was picked up.



A Cohesive Development Team Shares its Learning and Experiences



Sharing experiences is one of the most effective ways of learning. A good development team knows and appreciates this, and they are always on the lookout for new learning and new experience either through various meetings within the organization or attending external seminars.



A Good Development Team Knows It Can Never Be Endlessly Productive and Needs Some Slack



No human being can work productively without some break. A good development team understands that breaks for relaxing are important to keep productivity and creativity at high levels. Moreover, emergencies that keep need to be handled without slackness are a recurring theme in product development. So, a bit of slack during an average day is important to counter the pressures of emergencies.



Development Teams Treat Daily Scrums as Conversations



The term ‘meeting’ renders a needless sense of formality to the Daily Scrum and takes away the interesting aspects of the exchange. A cohesive development team treats daily scrums as interesting conversations in which the day’s achievements, and challenges are discussed and preparations are made for the next day’s work.



They Totally Understand Customers’ Needs



A team that is in touch with its customers is a team that can understand their needs without any doubt. They truly know what the customer wants from the product development.



They Can Convert Technical Jargon to Business Value



A knowledgeable development team knows and appreciates the fact that technical jargon does not find favor with their customers and the non-technical members of the Scrum Team. Therefore, they can translate technical jargon into business value that can be understood by all stakeholders.



They Trust Each Other



It is impossible for any team to achieve success together if there is lack of trust. The members of an excellent development team trust each other implicitly knowing that the entire team is working toward the same goal.



They Deliver Features with Unerring Regularity



The members of a well-knit development team understand the value of resources that are being spent towards the development program. This knowledge drives them to work with determination so that new features are delivered at the end of each Sprint with unerring regularity.



A Good Development Team is Truly Cross-Functional



The skills of all the members of a great development team put together make the team self-sufficient in itself negating any need to look for outside help to accomplish the tasks. The members do not refer to themselves as playing any one particular role. Instead, they work cohesively to achieve the desired ‘done’ increment or product.



They Update the Scrum Board without Fail



A well-organized development team does not need to be told that the Scrum Board needs to be updated so that the Scrum Team knows where exactly the project is going. While a Scrum Master might facilitate the process, a good development team doesn’t need any prodding from the Scrum Master to do this beneficial task.



They Spend Time and Efforts on Innovation



A good technical team understands the importance of innovation to stay relevant and create products that meet and exceed customer expectations. The members of such a team do not hesitate to spend time and efforts to innovate in order to keep up with the highly dynamic technology industry. Innovation is a necessity in today’s competitive world, and a good development understands this very well.



They Don’t Really Need a Definition of ‘Done’



A great development team coupled with a deep understanding of their customer needs and their excellent technical skills really doesn’t need a definition of ‘done’ to know when they have achieved their customer’s desire. The reason for the definition of done is to keep the entire Scrum operation transparent.



They Know the Importance of Giving Objective Feedback to Each Other



A corollary to the ‘trust’ aspect of a good development team, this point is pertinent to ensure that all members respect each other. They learn the art of giving honest and upfront feedback and deeply appreciate the importance of ‘impact’ feedback, which is done immediately after the event. Feedback that is postponed for a later time could be ineffective and reactive. Hit the rod when the iron is hot but with respect and dignity.



A Champion Development Team Manages Its Team Composition Autonomously



Instead of waiting for help, a good development team manages to speak and collaborate with other teams to see if skilled people can be exchanged or moved depending on the needs of each team. They don’t wait for skills to get into their team. Instead, they reach out and pull in specifically skilled people as and when needed.



A Supreme Development Team Practices Collective Ownership



Understanding collective ownership of the entire product development is a crucial element for its success. Therefore, members are rotated across the various development teams so that skills are shared and learned by everyone in the team. This rotation activity also encourages collective ownership.



They Handle Interdependencies on Their Own



The members of an outstanding development team manage interdependencies with other teams on their own. This attitude ensures there are no bottlenecks and roadblocks created on the path to achieving the desired Sprint Goal.



So, you can see that any good development team needs to have trust and respect for its members and their skills. They need to self-organize without any outside interference for which collection ownership of the problem at hand is a key element. The entire team should work as a single unit instead of coming across as an entity with squabbling members.








 
 
 
Conclusion






Scrum was designed to help in facilitating the obstacle-ridden path of software development. Any system intends to make the process smoother and easier to understand than before. Every element of Scrum is designed to meet this purpose.



While initially Scrum was founded for software development work, today it is used in multiple scenarios including but not limited to:



●
 
 Find viable product capabilities, markets and technologies



●
 
 Development technologies and products



●
 
 Release products and product enhancements, sometimes as often as thrice a day



●
 
 Develop and sustain cloud and other operational environments



●
 
 Maintain old products and create renewal products



The Scrum events, roles, and rules and specifics combine so that the development work is bound by a single framework resulting in the cohesiveness of the process and, in turn, a fabulous product that meets every expectation of the client.



Finally, no matter how good a system is designed, the effectiveness of its operation is highly dependent on the people using it. Therefore, it is essential that you truly understand and appreciate the working of Scrum and then dive in to partake of its many benefits.
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