
PÚBLICO

Kanban
Empowered
Brazilian
Digital 
Transformation

Luan Oliveira
Kanbanize Brazil Managing Director



2009 2018 2022

2013 20192003

LUAN OLIVEIRA



• Finance industry - credit bureau company;

• Flip the alpha in late 2019: new CTO and technology 
leadership team;

• Bureaucratic, siloed departments, long queues and 
delivery cycles;

• Looking for evolutionary improvement, lean processes, 
and a fit-for-purpose organizational structure.

+



Prepare for a 
coffee journey



Pilot with
5 teams

In 2 months, 
delivery was

10x faster

“We were looking for leaner, 
evolutionary and adaptive 
processes. That is why we chose 
Kanban over any other method” 
Luan Oliveira – Head of Software Development

Where we started?

Late 2019



Make policies explicit Visualize

Limit Work-In-Progress

Manage the flow

Implement feedback 
loops

Improve collaboratively, 
evolve experimentally

Drink lots of coffee



Pilot teams in 2019



Pilot with
5 teams

In 2 months, 
delivery was

10x faster

Late 2019

12 teams active

+ 100 people. 
MVPs, tests with

customers, 
experiments

Early 2020



Value stream aligned teams

TECHNOLOGY ENABLERS 

PRODUCTS

BUSINESS ENABLERS

teams

teams
PRODUCTS ENABLERS

teams

teams

SALES CHANNELS 

teams





Strategy

Coordination

Operation

Doing the right things Doing things right

OUTCOMES 
FOLLOW-UP

REPLENISHMENT STAND-UP MEETING DELIVERY PLANNING

SERVICE DELIVERY 
REVIEWGEMBA WALK

STRATEGY 
REVIEW

RISK & OPERATIONS 
REVIEW



Pilot with
5 teams

In 2 months, 
delivery was

10x faster

Late 2019

12 teams active

+ 100 people. 
MVPs, tests with

customers, 
experiments

Early 2020 March 2020 Mid 2020

Adaptability, 
transparency, 

visibility, metrics
automation

25 teams, 
250 people, 

new products; new 
cloud naIve

plaJorms



October 2020



October 2020



IPO,
Kanban trainings 

across the
company, +3200 

training hours

Maturity
decreases; 
Turnover; 

Dependencies;
But also good

examples on legal 
and operations

teams

Late 2020 Early 2021

Pilot with
5 teams

In 2 months, 
delivery was

10x faster

Late 2019

12 teams active

+ 100 people. 
MVPs, tests with

customers, 
experiments

25 teams, 
250 people, 

new products; new 
cloud native

platforms

Early 2020 March 2020 Mid 2020

Adaptability, 
transparency, 

visibility, metrics
automation



WHY I AM TALKING ABOUT COFFEE? 
GONÇALVES/MG - Brasil



Opera&onal
Backbone

• Reliability
• Stability
• Resilience
• Transparency



Digital Platform

• Velocity
• Predictability
• Product, Platform 

and Data teams



Customer Focus

• Curiosity
• Hypothesis
• Insights
• Discovery



Empowerment and
Responsibility

• Dedicated Teams
• Mission oriented
• Colaboration
• Trust



Ī ẻờóćéóờóțź
Ĵțćéóờóțź
Ī ẻŝóờóẻṑĕẻ
Ļṥćṑŝṟ ćṥẻṑĕź

Operational
Backbone

Velocity
Predictability
Product, Platform and
Data teams

Digital Platform

Curiosity
Hypothesis
Insights
Discovery

Customer Focus

Empowerment and
Responsibility

Dedicated Teams
Mission oriented
Colaboration
Trust



Customer Care
Monitoring different types of work

Operational
Backbone



How to deliver customer requests and
keep the kitchen clean at the same

time?



CUSTOMER CARE  |  TYPE OF WORK

How to handle maintenance issues?

How to say no to the
customer?

How to explain to business that we
need to invest in infrastructure?

How long will we wait to pay
our tech debt?



Atendimento

Card Types in Kanbanize

Applied globally, to all
teams

Type Cards Management



Dashboard

PowerBI
Integration



CUSTOMER CARE

Understand

Improve

Measure

Sources of dissatisfactions on
Customer Care
IT Operations
Product

Definition of explicit policies 
across teams

+ 12% SLA on-time
(from 85% to 97%)
- 56% tickets reopened



Help Chain
Executive Blocker clustering

Digital Platform



Scope of Analysis

11784 8,7 29

1346 19

Days accumulated of
blockers Average block time (in days) Boards analyzed

Blockers Blocker Clusters



DAYS OF BLOCKERS ACCUMULATED PER QUARTER

4956
4071

3388

Q1 Q2 Q3

32%
decrease



DAYS OF BLOCKERS ACCUMULATED PER CATEGORY PER QUARTER

748

331

591

139
222

855 896

328

846869

407

47

215

634 633

884

178 205

992

134 112

528 494

745

268

67 49

Internal
prioritization

External
prioritization

Customer Bug Dependency of
another team

Infrastructure Security Architecture Other

Q1 Q2 Q3

Decrease of top-down requests
and customer blockers

through definition of explicit
policies

Teams with lower level of
maturity continue to have

internal organization issue in 
their workflows

Increase of team capacity
and implementation of
Kanban method in the

security team

Discipline to categorize 
blockers



Design
Boards sincronization

Customer Focus



Example of initatives upstream
workflow aligned of a mission-

aligned team



Design chapter board 
syncronized with all

product teams



+300 boards 
communicating to each other

by cards replica synchronization
(business rules)



IPO,
Kanban trainings 

across the
company, +3200 

training hours

Maturity
decreases; 
Turnover; 

Dependencies;
But also good

examples on legal 
and operations

teams

Late 2020 Early 2021

Pilot with
5 teams

In 2 months, 
delivery was

10x faster

Late 2019

12 teams active

+ 100 people. 
MVPs, tests with

customers, 
experiments

25 teams, 
250 people, 

new products; 
new platforms

cloud native

Early 2020 March 2020 Mid 2020

Adaptability, 
transparency, 

visibility, metrics
automation

Transformation
Office at HR;

Metrics
automation 2.0; 
Expansion to the
whole company
(1300 people);

Transformation 
Office

Late 2021



So what?



Net Revenue

+19,2%
Vs. 2020

Analytics
Solutions

+25,2%

Vs. 2020

Ebitda - Capex

+38,2%
Vs. 2020

Net Profit 
Adjusted

+158%

Vs. 2020



Turnover
(internal dependencies)

Bloqueios 
(external dependencies)
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