Lean Software Development

Workshop




1. Eliminate Waste










If It’s Not Value, It’s Waste

Put on Customer Glasses

Extra Features

Cost

Minimum Necessary

Time




Features and Functions Used in a Typical System

e

Rarely or Never
Used: 64%
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If It’s Not Value, It’s Waste

Put on Customer Glasses Partially Done Work
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Set-up Time

Manufacturing
Common Knowledge:
v" Die changed have a huge overhead
v Don’t change dies very often

Taiichi Ohno:

v" Economics requires frequent die change
v" One Digit Exchange of Die
Software Development

Common Knowledge:

v" Releases have a huge overhead

v Don’t release very often
Lean:

v Economics requires many frequent releases

V" One Digit Releases







If It’s Not Value, It’s Waste

Put on Customer Glasses Handoffts

A hand-off occurs whenever we separate: ™

*Allen Ward “Lean

v R@SpOIlSibﬂity — What to do Product and Process
v" Knowledge @ - How to do it
v" Action — Actually doing it

v" Feedback — Learning from results







If It’s Not Value, It’s Waste

Put on Customer Glasses
@ /
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< Task Switching

Y

Task A
Task B

Task C
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Month 1 Month 2 Month 3 Month 4




If It’s Not Value, It’s Waste

Put on Customer Glasses Delays
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Steel
Schedule

We thought of the work as 1if 1t

¥

From: "Building the Empire State"

e
Builders Notebook: Edited by Carol Willis

¥

/

l

¥

were a band marching through
N

the building and out the top.
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If It’s Not Value, It’s Waste

Put on Customer Glasses Defects

Y

N /)




Don’t Tolerate Defects

There are Two Kinds of Inspection S
1. Inspection to Find Defects — WASTE
2. Inspection to Prevent Defects — Essential

Change The System
‘- Mistake-Proof Every Step

v Detect defects the moment they occur

Don’t track defects on a list
v" Find them and fix them

Test FIRST




Manual:
As Early as
Practical

Automated:
Every Day

Tool-Based:
As Early as
Possible

Automated:
Every Build







Seeing Waste

Value Stream Map
A diagnostic tool to find the biggest
waste (opportunity for improvement)

in a development process. Problem Soluflon

Development Process Capability: |< Cycle Time

v"The reliable, repeatable cycle time from
customer need until that need 1s satisfied.

Begins and ends with the customer
% Product Concept < Cycle Time > Product Starts Delivering Value

» Feature Request Feature in Production

» Urgent Need R Maintenance Patch Deployed




Example 1 Of course there is a

developer available.

E-mail to Tech nical To & hour cycele time
ReQUESt | nonicor | APPrOVE Acceccment Opertions 33% Efficiency

valwe _Swbn 0 o___ o 2wmin A5 win 2 min 2 hours 40 min

waste 2 hours 2 hours 1 hour 15 wmin 10 min 5 hours 20 min

Example 2

weekly review of requests means wait an average of 2 wait an average of 2 | | Bi-weekly releases means a wait of
an average watt of +/= week weeks for an architect | | weeks for developers an average of 1 week for verification

\

Reauest | T sent Approve § | Technical
1 Toauewe | Pripritize Assessment 1% Efflelency
20 win total 4 howrs total
value 5yl 2 win 15 i 2 howrs 15 min 2 in  _2hours 40 min
waste 15 min 1/ week 2 weeks 2 weeks 1week  Bhr45min 1o week & weeRs + 4 hrs
Extra 15 minutes to only 15 wminutes of 4 hours
fill out request form should be needed to verify
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Require-
Example 3 ments Develop Test

23 - 33%
+ Efficiency
123 hours Value

500-660 Hours
Test Total Cycle Time

Require
-ments

Require-
Approval ments Develop Test QA Deploy

R Develop II Test

Develop

Marketing
requests New
Feature

ments

REGITE Develop Test
ments
How much is
value 1 hour 1 hour 2 weeks working together Value? 1 hour
waste 1 week 1 day 1 week 2-3monthsto %

merge week
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Example 4

2 X

25% of these requirements are dropped during analysis 50% of these requirements eventually change

e AN
Eerture reauire S Detailed Department
Ut utre- , ,
1 Costing pact Require- Review §
Request ments Ana Lgsbs
ments Approval
Value 1 week work 1 day work 1 hour work 3X (5 min work) 8 weeks work 5 min work
Total Time 1 month total 1 week total 1 week total 2 %> months total 16 weeks total 2 weeks wait
Cumulative Time 1 month 1.25 months 1.5 months 4 months 6 months 6.5 months
, watt for
ASsLgn f ntegrate Change to
Release Show to
Development Re-Test what they Deploy
(e\/erg ) , Users
Team and Fix really want
months)
5 min work 2 months + 3X (1 week) 1 week 1 day 2 weeks work 1 hour work
Takes 2 months 6 months total Average 3 months 8 weeks total 2 weeks wait 2 weeks wait
8.5 months 14.5 months 17.5 months 19.5 months 20 months 20.5 months 21 months

Question: What is really value added? What is the % efficiency?
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Exercise: Current Value

Stream Map

&h

Select a process for creating a
Value Stream Map. Decide
when the clock starts (eg.
customer has a need) and

Add up time of each step plus time
between steps = Total Cycle Time

Add up Value Added Time in each step

Calculate Process Cycle Efficiency™
Value Added Time

Total Cycle Time

when it stops (need is filled).

* George & Wilson, Conquering Complexity in Your Business

Current Value Stream Map
List / diagram the key steps

List the average time of each step
Does the step add value full time?
Is the step ever repeated?

List the average time between steps

Report Back.
3

iy f




4. Deliver Fast




Little’s Law

Time Through the System =

I ... ;Lb\: !ﬂh h_; ‘ml 1 e a
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Iteration Iteration
Planning ' Execution
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Ievel the Workload

v Even out the Arrival of Work
v' Establish a Regular Cadence

Limit Work To Capacity
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5. Improve Forever




Taiichi Ohno
Standard Work

When creating Standard Work, 1t will be difficult to establish
a standard if you are trying to achieve ‘the best way.” This 1s a big
mistake. Document exactly what you are doing now. If you make it
better than it is now, it 1s kaizen. If not, and you establish the best
possible way, the motivation for kaizen will be gone.

That 1s why one way of motivating people to do kaizen is to
create a poor standard. But don’t make it too bad. Without some
standard, you can’t say ‘“We made it better’ because there 1s nothing
to compare it to, so you must create a standard for comparison. Take
that standard, and if the work 1s not easy to perform, give many
suggestions and do kaizen.

From Workplace Management, by Taiichi Ohno, originally published in 1982,
from translation by Jon Miller, Gemba Press, 2007.




Request Age

O Minor
Request Arrival By Priority o Normal

100%
@ Important :

- o
@ Urgent 90%
. . 80%

70%
60%
50%
40%
30%
20%
10%
0%
>16 weeks 8-16 weeks 6-8weeks 4-6weeks 2-4weeks <2weeks

Number of Requests
Cumulative




Thank You!

More Information: www.poppendieck.com




