Manage Flow at Maturity Level 2 Managing Flow
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Workflow, Work Item, Work Item Type .
Examples of work item types

ll Workflow steps do not

necessarily have handoffs

Handoffs almost always
result in workflow steps.

service. that results in g POl the

In Kanban we model workflows

Il We can manage different

types of work or requests
on one Kanban board.
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Workflow, work item type and work item ©

Coffee shop work item types
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Workflow, Work Item (Types)

Customer Requests at Maturity Level 2

= At bAaturity Level Twa, the work
item types should reflect
CUSIOIMET requasts. At this kvl
arpne in the woekfiow should
b bl 1o describe the
Customer-walued work items.
Thiss information shoulkd be
designed into Kanben bosnds o
the tickets on the board
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What Service Do You Provide?

Service Delivery workflows span multiple teams

..to a workflow delivery board at ML2

Lead Time

Agree on:
& Whesn 'bo sEart medduring
= Whasn to sEop maaguring

IFrstrurmsent your system (o record [he start
A ard the end date on eadh ke

What to measure?

Either measurement is valuable information to address delays in the workflow. Be consistent.
Start when pulled into the backlog Start once work is started

More common with systems internal to the Mare common with Customer-facing systems
enterprise where the work request is olready part ~ where the request remains optional until an
aof o bigger commitment. agreement is reached, and delivery commitment is
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"] Lead time = Finish date - Start date |

Metrics
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The Simplicity of Kanban Metrics

Record dates on the tickets

‘We only need to d 2 data points:

Start: = | Start date

= 'When a request ertered our sysbem, or when
v started 1o work on it

Mlgorithm F
End: 8

End date

*Whe & requést exted our System, of when it
was ready for delivery to the Customer

Official Licensed Material, Copyright © 2025 Kanban University

Introduction: Lead Time

An inconvenient truth:

Lead Time'"! is not a single number.
It is a probability distribution.

And here’s the good news:

Different distributions can tell us what type of work is
being completed and help us make risk management or
planning decisions.

"l Customer lead time, time-to-market, time-in-process, etc.
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Example: Lead Time histogram

Four completed work

items

One completed work
I I Fal| item
01 2

3 4 5 6 7 8 9 10 11 12 13 14 15 16 17
Lead Time in days
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Number of completed items

trim the tail
to improve predictability.

wom

Lead Time in days
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Example of Multimodal Data — Epic Lead Time
Distribution

Epics Lead Time Distribution
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Lead Time Histogram
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How often? (count)

tailed distribution, you must

Lead Time Histogram

WiP-Limits

Kanban Key Metric: Lead Time

? When did we start it? ? When did we finish it?
ini Revigw Training | Pul ining L

Requests
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O
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Build a histogram from the harvested tickets

®
Lead Time Distribution
[

Your Customer calls and asks
how leng the next request
will take, What do you tell

them?

3 4 5
How long? [Duration in days)
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Lead Time distribution percentiles

10th percentile 90th percentile

5
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8 9 10 11 12 13 14 15 16 17 18
Lead Time in days

13

Splitting Lead Time Data

* Real-world lead time data often mix different types of deliverables:
1) Identify your types and risk categories.
2) Separate the data points belonging to different types or categories.
3) Observe average lead time and pattern of variation for each category.

* High-quality data and effective categorization lead to clear, explainable
distribution shapes.

* Please note that averages are not enough to communicate the delivery
capability! Use at least two data points: The average and a high percentile
(e.g., 85%).
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How and where can WIP be limited?

Visualizing WIP-limits
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WP limits can be determined

done

= iy e type of work
* By the group of person making The reguest
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Limiting WIP at Maturity Level 2

= The imbent of miting WIP 52 ML2

[constant wark-in-progress for the entine workficw)

ML 2 ConWIP

it to reduce overburdening in
the entire system that delivers a

SETVICE.

= Limiting WP in the end-1o-end
Service workiow crestes &
smioather fow and improves
predictabality, sRRowgh
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workload might oocur.
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At ML3, Kanban systems are pull systems
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Good Metrics

Don Reinertsen defined 4 criteria for good useful metrics*

* Simple - You can easily understand it.

* Self-generating - An example would be start and end date.

* Relevant - Is it helping you get your job done?

* Leading Indicator - Is it helping you manage on a day-to-day basis?

Consider how each metric in the following slides meets these criteria.

* Reference: Managing the Design Factory 19597
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Uniwdrisly

Metrics for Managing Flow

Defect Rate (Quality) * Discard Rate (Before start)
WIP (work-in-progress) * Abort Rate (After s

Lead time * WIP Aging

Delivery Rate

- ; ///////// //////// o

_, GO0 in 2 Across those seven:

= Trend over time

m Variation over

time
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WIP Aging
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Uniweriny

Breakout 14 >m

Classify each of the
metrics... Simple?
Defect Rate
(Quality)

Wip
(work-in-progress)
Lead time
Delivery Rate
Discard Rate
(Before start)
Abort Rate

(After start)

WIP Aging

Relevant?

Self-generating?

Leading or lagging?
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Breakout 11

Using CFDs with
narrative

What is Lead Time?

Revisit your CFD from the simulation

Which approach makes more sense for your kanban
systern? When does the lead time clock start
ticking? And when will it stop?

Is it possible to link the narrative to the CFD?
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Discuss the events in the simulation and can you
correlate them to the picture?

Cumulative Flow Diagrams

Cumulative Flow Diagram (CFD)

Ways to visualize dependencies

* Change the design of the ticket

= Dexoratioe: Starfsticikerdot o sty robe
= Chisthbms Do edesals dependendies
& ottt ALADIELE CONMECTGN 1O dependen Defm

= Board Diesign / Work Bem Type Defirdtion
= Separabe pwim Lane for bepses of mork

shat shadvi Bave 3 eperdendy ————

= SEpartalE CHON on board

Optional multiple and unordered activities
performed by specialists' team

Managing Dependencies

——a |ead Time
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Starvation can
suggest that
an upstream

step may be a

bottleneck
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Or it might
suggest excess
capacity
downstream
requiring
rebalancing
B Different steps
will have their
OWn cycle timas
with an average

and spread of

Kanban

Unlwrasy

variation
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The cumulative flow diagram
is not enough on its own, you

need the narrative!

Difficial Licersed Material, Copyright © 2025 Kanban University

Breakout 10
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Flow - Donald Reinertsen
“Managing the Design Factory™ (1997)

il

& Propoded the concept of Maw A
fidw product development, &S

= Mg a seguence of "Information
discovery” activities tracked
wisualhy, with

= An area graph known as a
Ciimiilatiee Flow DHagram.

Move to the next activity at the point of diminishing
returns. Track information discovery on the CFD.
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Visualizing Dependencies on Tickets Visualizing Dependencies on Tickets
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Visualizing Dependencies at Posit Science

Dots depict dependencies

Reading reference: Posit Science case study

https:
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Split and Recombine Pattern

= On Kanban boards, items can be
split and recombined later in the
process

= Applied for:

* Items of different granularity, e.g.,
work packages split into tasks

= Concurrent activities by
specialist(s) (teams)
= Be careful setting WIP limits
(don’t mix apples and oranges)

£ Kanban O

Cumulative Flow Diagrams

We like Cumulative Flow Diagrams because they integrate a lot of useful
information into a single picture...

* Arrival rate

¢ Departure rate

« Approximate average lead time
* WIP

RURICE- T
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Cumulative Flow Diagram

Cumulative Flow Diagram {CFD)

Departure
Rate
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Growing Queue

Growing Gap to Designed Might suggest a bottleneck or

non-instant availability

problem in the following step

of the workflow

Or, it might suggest delays due

to rework because of poor

quality in the previous step of

0, x A ¥
cﬁ';& e r i the workflow

Or, blocking issues, dependencies or

non-instamt availability of needed shared

|-Imntary m Started gDesigned
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CFD with narrative showing impact of Kanban
System Design training

Depois do
KMP1
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NUMBER OF ISSUES

Mar 1 Mar 16

Courtesy of Accenture Brasil
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Switch activities at the point of diminishing returns
on information acquisition

+ W perform scthvithes to scquine
information or knowledge

& Af the poirt of aminshing refurng
Wit Switch 1o & new iy,

= Each pctivity forms o segueence that
can be visusliped on 3 board, belt
to-right, and modelied a3 a fiow

+ Thii st sl el IGouried ey
on lead trme, from the poink of
nrEenRmant 10 1R point of
delwery
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GENERAL DEPENDENCY
MANAGEMENT WITH KANBAN

There are mary specific practices in the Kanban Method that contribute to an
effective approach to dependency management. for example
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O RSB TIC!
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DECORATING TICKETS TO SHOW
PEER.T0-PEER DEFERDENEY
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CAPACITY ALLOCATION FOR
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