objective

Play & Evolve -

How to use Unified Flow to
reach higher KMM Levels

Marcelo Walter and
Pedro Cruz




Outline

01

Overview

02

Maturity Card Game

03

Unified Flow

04

Show me the numbers!

obj
-



objective
PLAY

obj
|




Maturity Card Game

Adaptable to any context No more than your context
The game is adaptable to During the game list different
different contexts and it is scenarios and find the problems

simplified for everyday problems. in them

Play and learn Created based on

You will get points, but the
most important thing is
learning how to solve
organizational problems.

Cornucopia and Dixit games
using Kanban Maturity Model
(KMM).
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https://kmm.plus/
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https://kmm.plus/
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Kanban Maturity Model 8
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The cards

CARD

BY OBJECTIVE

Points Dimensions

©

Evandro, a team member,
doesn't know the exactly
criterias to move a task from

a step to the next. Scenario




Choose: 4 to 8 players or pairs

Suggested timebox 1h30 to 2h (TODAY: 45min)

Evaluate the maturity from the group point of view
(TODAY: table players average)

Sort out one card and answer: “Does this scenario happen in my job
environment?”

If 50% of the group members disagree discard the card
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Groups of 5 players

Deal 7 cards to each player

Each player can read their cards, but keep them secret

Someone will score the points (in the computer)
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Register and Score

A A B | (& | D | E | F H | | I K| L M | N | (6} P
ik ** FILL OUT THE VOTES AND WHO COLUMNS (COLUMNS E and F) ** ** PLAYERS ** ** CONFIG **
U

2 | id Card Dimension Value |Votes Who? Name Email Points Unanimity Card 3::::
3: 1 Pedro pedro.martins@obijective.com.br 22 3 2 2
4|2 3 Marcelo Marcelo mlwater@gmail.com 35 3 3
5* 3 Ramon ramon@objectivegroup.com 26 4 4
6 | 4 5 Marcelo Juliano contato@julianoribeiro.com 15 5 5
7|5 2 Pedro Rodrigo rodrigo@aspercom.com 14 6 6
8 6 0 7 7
gy 7 1 Ramon 0 8 8
10| 8 3 Juliano 0 9 9
lL 9 10 10
12| J 12
13 | Q 14
14 K 17
15 A 20
16|14 2|Limit Wip Report

17 |15 3 |Limit Wip

18 |16 4|Limit Wip 8 2 Marcelo

19 |17 5|Limit Wip

20 |18 6|Limit Wip 12 3 Pedro Reset

21 |19 7| Limit Wip

22 |20 8|Limit Wip 16 4 Ramon
gl 21 9|Limit Wip

24 122 10| Limit Wip 14 2 Rodrigo

25|23 J|Limit Wip 16

26 |24 Q| Limit Wip

27 |25 K|Limit Wip
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Our KMM level as assessed by the Maturity Card Game is:

1 Team-Focused

0->1

trasition from
Oblivious to Team
focused

Eduardo, a team leader, wants to

know what s blocked and what (2.3 Visualize blocked |
are the dependencies between  |work items, defects t!ps:I/kmm,:!ouzs/;/m /
the tasks, but these are not and rework PraCticR/VZ%202;

visible.

An agile coach is trying to analyze|

work ",ﬁ“""f"':.“',‘_d‘"‘/ she 2.7 Visualize basic | https://kmm.plus/en/book/
cannot dentily tasksare. | orvice policies practice/V2%202.7/

d/waiting, nor who is on
which task.

Roberto, a Product Manager, has
2 huge backlog of improvements (3.3 Measure and
e s : hteps://kmm.plus/en/book/|
in the app but rarely knows what [analyze service ce/MF%203.3/
the next item has to be fitness-for-purpose [P 3
delivered.
José, a Functional Manager, “
3.2 Identi
doesn't know in detail how much ,"v 2 https://kmm.plus/en/book/
his. arfa -s_ spending in R practice/IE%203.2/
costs
Felipe, a QA, wants to block an Sy
issue, but he doesn't know how B Def_'me:;l::_s fox https://kmm.plus/en/book/
to set the impediment and what |28 DOKINE | ctice/XP%203.0/
i issues

that means in the flow.
Gabriela, 3 developer, knows 33::;'! o "
that some opened tasks could be = https://kmm.plus/en/book/

, but shy 't know S practice/XP%203.3/

policies

how to cancel them.




Choose 1 card dimension

Each player pick a card from this
dimension and place it face down

If you don’t have the dimension, return
any card to the deck (and shuffie)

Turn all selected cards up and read
each of them

“Does this scenario happen in my job
environment?”

Vote on the cards, reflecting: “most
benefit with less effort”

Score points: Card value + 2 per vote + 3
if unanimity

J=12 Q=14 K=17 A=20

Distribuite a new card to everyone, so
they have 7 cards again

New round
begins...
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http://www.youtube.com/watch?v=jzzhy09TMEA
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The cards

Level

Points

Solution

CARD

BY OBJECTIVE

©

Evandro, a team member,
doesn't know the exactly
criterias to move a task from
a step to the next.

Dimensions

Scenario




https://kmm.plus/en/book/practice[VZ%202.7/

Organizational
Maturity Level

Oblivious

- Ambivalent
- Personal Kanban

-1

1 ‘ Team focused

- Emergent process
- Inconsistent outcomes
- Team Kanban

1-2

2 Customer-Driven

- Consistent process

- Inconsistent outcomes
- “Routine”

- Delivery Kanban

- Discovery Kanban

- End-to-end flow

-

Cons.

Transition

" Consolidation

Transition

Consolidation

VISUALIZE

0.1 Visualize 3 person’s work by means of a Individual
kanban board

1.1 Visualize work for several individuals by means of an
aggregated Individual kanban board

1.4 Visualize the work carried out by a team by means of
ateam kanban board

2.1 Visualize progress usinga h P onan
emergent workflow kanban board

2.2 Visualize work types by means of card colors or
board rows

2.3 Visualize blocked work items, defects and rework
2.4 Visualize work Iitem aging

2.8 Visualize constant WIP (CONWIP) on an emergent
workflow delivery kanban board

2.9 Visualize unordered activities with checkboxes on

0.2 Visualize basic work item related information on a
ticket

1.2 Visualize discovered initial policies

1.3 Use avatars to visualize Individual’s workload

1.5 Visualize basic policies

2.5 Visualize dependencles on another service or system

2.8 Visualize dependencies on shared services using
avatars

2.7 Visualize basic service policles

2.11 Visualize op multiple t
activities performed by specialist teams using partial
rows within 3 column on the board

2.12 Visualize defined workflow using a kanban board

213 multiple services by means of aggregated

the ticket

2.10 Visualize op unordered, p y
activities using two columns of checkboxes on the
ticket

service delivery overview board

obj




Kanban Maturity Model
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Play online

OBLIVIOUS
EVERY CUSTOMER
HAS THER PET

Feedback Loops
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https://en.maturitycard.com/

More cards here




Some cases

O

MERCOSUL LINE

btqpactual

One team in an

Industrial sector

“Very cool dynamics! In a relaxed time, we
were able to comprehensively visualize how
the other departments are doing in terms of
agile management”
I
“It's an interesting game, the team plays and
wants to win while reflecting on problems
and challenges from the Kanban
perspective.” .
—'l.'—I:" . /

Point planed. Points delivered, Velocny y YW full Capacity por Sprint
@ Foint planed @ Points delivered # Vi y @YW actual Capac

Point planed e Points delivered




What's next

e APP redesign

e Other maturity versions (DevOps, UX,
Security, etc.)
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THE REALITY

TO SCALE







Backlog

CONSEQUENCE: BOTTLENECKS

Analysis Prioritized

X

Qspt

_jaaneg

-3(.

Build

2 |¥|Z

Test

-3(.

Approve

-3(.

z

Homologation

Deploy
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THE CAUSE: CONCENTRATED KNOWLEDGE




| CONSEQUENCE: SUPER-HEROES
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THE CAUSE: DEMANDS VERSUS CAPACITY




4 e

CONSEQUENCE: LACK OF ACCOUNTABILITY




UNIFIED FLOW
- SCALING THE MATURITY -




Unified Flow* - Definition

ADD ONE MONTH
FOR TRAINING, ONE
MONTH FOR THE EXTRA

BUT

AFTER
THEYLL BE
ALL OF  Ag UsSEFUL

HOW LONG WILL
YOUR PROJECT TAKE
IF I ADD TWO PEOPLE?

COMPLEXITY, AND ONE THAT. .
MONTH TO DEAL WITH AS THIS
j THEIR DRAMA. K MEETING.

»

[

Ve,

Dilbert.com DibertCartoonist@gmail com

Y3990 c2000 Scont Adams, Inc./Dist. by UFS, Inc.

g

I

)

“Multiple teams working on multiple projects (product demands) in a

shared flow, single backlog and preset workload (flow pressure)”

.m coined by Taller - http://taller.net.br based on the teachings from Don Reinertsen - ‘The Principles of Product Development Flow' — and practices observed at Objective



Systematic Knowledge Sharing

Shared Queues Workload Management

Strong WIP Limits Slack

Automation

Pull System

Unified Flow




UNIFIED FLOW
- HANDS-ON -




The Game - Task types

Art
O|P|QR(S|T
29
30
31
3

33
34
BSTTTTTT

Math

60+[35+(7x9+7):14] =

obj
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Roles

Manager

Leader

Team




The Game >24 attendees

e Organization with more points is the winner

e 3 tasktypes

o ART: 40 points if all tasks done
o LOGIC: 8 points each 3 tasks done

o MATH: 2 points each task done

e If a task has a bug, it returns to ‘To Do’

02:00

2 Organizations |

1 Manager per organization
Set the workload

o Can see the backlog

o Move from ‘Backlog’ to ‘To Do’
o Support the teams

o

Leader - 1 per team (up to 4 teams)
o Review the tasks

o Deliver the tasks

o Support the teams

Team (Everyone else, +3 per team)
o Do the tasks
o Must respect:

m Workload

m Priority

m Limited WIP (slots)

obj
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http://www.youtube.com/watch?v=3iZg1xBW4tA

I
The Game <24 attendees
02:00

e 1 Manager

Set the workload _
o Can see the backlog

o Move from ‘Backlog’ to ‘To Do’

o Support the teams

o

e Winner: 70 points or more

e 3tasktypes

o ART: 40 points if all tasks done e Leader - 1 per team (up to 4 teams)
o Review the tasks
o LOGIC: 8 points each 3 tasks done o Deliver the tasks

o Support the teams
o MATH: 2 points each task done

e Team (Everyone else, +3 per team)
o Do the tasks
o Must respect:
m Workload
m Priority
m Limited WIP (slots)

e If atask has a bug, it returns to ‘To Do’

ob



http://www.youtube.com/watch?v=3iZg1xBW4tA

The Game - Playing

Steps

—
.

S T

Pull one task from ‘To Do’ (from top)

Show the task to P.O. and accept the job
Put the card on Doing

Execute the task

Move the card to ‘To Review’

Leader review the card (moving the card to
‘Reviewing’)

If ok, Leader deliver the solution to Client

a. If not, fix the problem

. If approved by Client., Leader move the card to

‘Done’
a. If not, open a new card in ‘To Do’

Return to the Ist step

Tips

e Manager can change the workload
definition everytime

e Manager and Leaders can help the
team as needed.

. 3
§9:2h: S
.%S & S:
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http://www.youtube.com/watch?v=UiS9LMziSt8

INSIGHTS




Debriefing

e What is the purpose of each player?

e What is the purpose of the manager and

leaders?

e \What we need to do to have the same

approach in our jobs?




A REAL CASE
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SHOW ME THE NUMBERS!




RESULTS

4500

Cumulative Flow Diagram
s ~4000
= Backlog mwDevelopment = Done
Unified Flow
3000 ~3000
Limited WIP
2500 - A

\
[ATRY

~2100

2000
1500

1000

500 -

o
Mar-2010  Jun-2010  Sep-2010 Dec-2010 Mar-2011  Jun-2011 | jep-2011 Dec-20{1 Mar-2012  Jun-2012 Sep-2012  Dec-2012

Time spent fixing buq 5

\/\/W\ .




objective  RESULTS A

(agile teams)

« productivity: +-6x « quality (bugs): from 40% to <10%

 predictability: >98% e turnover: <1% (over 5 years)




iicode’t RESULTS -

» productivity: +-11x  quality (bugs): from 60% to <10%
e predictability: >90% e overtime: from1000h to <50h




“The only company |
ever saw evolve
empirically to KMM
level 4!”

Rodrigo Yoshima | AKT - AKC
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More cases in other

Taller

Software House
30 members

+productivity
+quality
+focus
-waste

companies...

dafiti

Dafiti

Largest Fashion e-commerce
(Latam)
120 IT members

+productivity
+visibility
+data-driven
+time-to-market

N

natura

Natura

Biggest Care Cosmetic
(World)
450 Product members

+productivity
+visibility
-bottlenecks
+efficiency
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|



Takeaways

e Have fun while measuring your maturity
level;
Follow your evolution path;

e Use Dynamic Workloads to steer your
focus;

e Work with Unified Flow to leverage your
throughput and lead-time.




CALL TO ACTION

e Maturity Card Game

o Schedule a free match with one consultant!

e Unified Flow

o Get 50% off ina 2 days training!
(pay only U$ 600)
o Discount cupom: K6S22




Let’'s talk!

sbjective

www.objectivegroup.com

Marcelo Luis Walter
miwalter@objectivegroup.com
https://www.linkedin.com/in/mlwalter/

Rua Peixoto Gomide, 996 Av. Jodo Gualberto, 1740
6° andar | Cerqueira César 9° andar | Juvevé
CEP: 01409-000 CEP: 80030-001
+55 11 3176-8100 +55 41 3122-9100

Pedro Martins
pedro.martins@objectivegroup.com
https://www.linkedin.com/in/pedro-luiz-m-cruz/

Av. Hordcio Raccanelo Filho, 5355 222 Merchandise Mart Plaza Suite
Sala 1| zona 7 1225 | Chicago | lllinois
CEP: 87020-035 60654

+55 44 3032-9150 +1 312 885-7619




