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Using Agile and Lean to Lead Business
Transformation

A Case Study
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Dennis Stevens
Synaptus

dennis.stevens@synaptus.com
770.851.8025

web: www.synaptus.com
blog: www.dennisstevens.com
twitter.com/dennisstevens

Agile Project Management
Agile Project Recovery
Kanban

Lean D Agile Transformation
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Q
Agenda $ synaptus

¥ Obstacles to Business Transformation
¥ Overcoming Obstacles to Business Transformation

¥ Case Study
Pl Situation
Bl Initial Assessment
Bl Introducing Kanban to the development organization
Bl Approach to Achieving the Business Objective
Bl Introducing Kanban at the strategy execution level
Pl Ceremonies for the Strategy Execution Kanban
Bl Results of our effort

¥ Continuous Transformation - BoydOs O-O-D-A
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: Q
What makes transformation hard? $ synaptus

#1 Difficulty translating transformation goals into specific
action

#2 Methods of problem solving that arenOt sufficiently
collaborative to address different perspectives and
competing concerns

#3 Challenges coordinating across teams resulting a
lack of focus and abandoned efforts
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By the way $ synaptus

Culture, culture, culture

¥ The obstacles to successful software development are
often not in the software development organization

¥ We have to change the habits and conversations in the
organization to make lasting change

¥ Lean and Agile provide us tools to overcome the obstacles
to transformation  while creating the potential for
changing the culture
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Overcoming transformation challenges

#1 Difficulty translating transformation goals into specific action
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Business Value-Performance Heat Map
(Story mapping, Business Value, Performance)

Explicitly connect the transformation effort to business capabilities
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. _ o
Overcoming transformation challenges awp Synaptus

v

#2 Methods of problem solving that arenOt sufficiently collaborative to
address different perspectives and competing concerns

BEAM TEAM PROBLEM SOLVING REPORT

Data Collection Mle26 ETime Reconcile
Title: Plan 02-01 Improve Job Cost Tracking Employss, Job, Store TPreloaded Ability to select | wa Wa
fromlist
Breparedby:DenisStevers s s alay Hos TeamLaad W “ufomats
Prepared for. Vishal Shivdasani 33 .
Dt 12192008 Record Actual Produce Houly Hows Teamlead 13 “Eutomate Exception Lot
Job Costs. Management Corporate Analyst
Reports FHouly Travel TeamL Fep
payfortravel) Corporate Analyst
Current Situation, Problem Statement TempalIC TeamLead “Temp.Or Timashest “utomats Exception Lt/
Corporate Aralyst. Or
The ' e dat temp vendox reconciles
+
i Cunent State

Plan (steps for selected solutions)

. » Siep Deliversble Responsible | Due | Reviewer
Goals/Targets (H °"’»“"‘" wemeasure success?) T. | Develop propramn MHilaZ6 to capture lhor howss Estblohwser | Symapts
“Rcourate and Timaly Operational Data availible to field managemment team to support development.
Dataavailable to suppont Field ncentive Program 7 SEpHEy E-Tiwe Use (no Job cort eo)
Effort to deliverIC & Howly Time Reporting Develop prograsm o import E- i daily into Mils25
Significant lprovement in Labor Cost portion of COGS 3 Create sl reconeil reparts
ly g that i upp:

36 Hes Poid o B reporteddailyfox CEL. | P e M

o 3
Analysis (List Root Cause of Problem-5 Why} andweekly to Ficld Mgt (RM, PM, TL)
o souce of the tath”on Job Cost Information & [ Snpty payeol and Fnvoice handling n Mas200 06 Corl).

MAS 200is not tial i
Thaze s 1o andit capability of IC hows, Houly ks, and Travel expenses 7 T
Datavwarehonse information s notusefol
Expected Hours/Cost data s not matchedup with Actual —can’tbe wsed to drive incentives 3
i B and
Ganaral Fisld Managers are t0o busy to auditlbor and travel costs and are in not ina positionto doso 5
Cost Codss but the Job Cost data is not partinulasly usefl e processes
norvidely utilized. Mamal suditing ineffestive. 10
PropasedSalutions (consider more than one) Follow Up (management chedklist, scorecard, project board}
Py — ST Felbls Job Labor Hows Reported
Colct Tbor &ata dally Trom the Tl in M6 Supports Field Incentive Program
 Time andis . " i

Beefits: Obtainel TeamL Reduce

g spike
Updated: 4121110

A3 Problem Solving
(Lean)

Leverage a proven collaborative problem solving and planning tool
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What makes transformation hard? $ synaptus

#3 Challenges coordinating across teams resulting a lack of focus
and abandoned efforts

Expand / collapse tasks from the plan in each column

Next Analyze Prepare Execute Measure

e
- Acceptance Acceptance Acceptance | Acceptance
i Criteria Criteria Criteria Criteria

Transformation Execution Kanban
(Lean -Agile)

Use visible tools for tracking and coordinating the status of transformation
activities
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Case Study: Situation $ synaptus

Bl $100 million retail service provider
¥ Merchandising
¥ Remodeling
¥ Construction
¥ Resets

Pl The economy has drastically reduced remodeling and construction

Pl Significant shift in the market eliminates merchandising

Pl The entire business focus is now resets

¥ Not traditionally profitable © and the business processes and
technology were not optimized to perform resets

I"HS%& )"+ ,-.)/0-%"



4
Initial Findings: Technology $ synaptus

¥

Software development was technically competent but not very
mature and in churn

The system had been designed in information silos

Spreadsheets and personal recall were used to run the
business - the spreadsheets were the glue between the
information silos

There was a lack of access to any management information in
the system b there was no useful reporting ® management
couldnOt get out what they needed

Over 40% of technology developed over four years had not
been deployed in the business
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Approach: Technology $ synaptus

¥ Performed information flow analysis against current systems and
processes to address the new needs

¥ Six systems and over a dozen spreadsheets
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Approach: Technology $ synaptus

¥ Established Kanban board for development - visualized their process and all

the existing work
¥ Established three classes of service based on source of funding
¥ Still have not explicitly limited WIP on the development board

¥ Major bottleneck was in customer acceptance
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- _____________________________________________________________________________4
ldentifying the Constraint $ synaptus
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Addressing the Constraint $ synaptus

¥ We had development under control b but we had to get
rapidly get business results

¥ We needed to help the business articulate the most
Important requirements to technology

¥ We needed to understand the conflicting concerns in the
business that resulted in the low adoption rate

¥ We needed to create focus on implementing change in a
time of rapid shift, turmoil, and duress
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————————————————————
. . . . Q
Initial Findings: Business $synaptus

¥ Owners: Very successful entrepreneurs with deep
understanding of the industry B innovative and strategic
thinkers

¥ Management:
Pl Tactically focused, in transition, stretched very thin

Pl Lack clear line of site to their costs or economic drivers in this new
business model

Bl Out of necessity run the business on intuition and response to
Crisis

¥ Back office: Very hard working knowledgeable people

¥ Overall: Not a demonstrated history of getting ideas from
concept to implementation
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I Q
Approach: Business $ synaptus

¥ Facilitated Strategy Articulation
Bl based on Strategic Goals, COGS model and SWOT analysis

MEET THE CHALLENGE

Thematic Goal

Improve & . Capfu_Jre & PrepareTeam
Scale & Stablize Key Align Utilize Leads for
Manage Labor DrOCESSEs Incentives Valuable ST
Information
Focusing Objectives
G a Strategic Profitabili Market Sh Employee
row Relationship rofitability arket Share Engagement
S~ -

—
Standard Operating Objectives

We changed the senior leadership conversation from
OtechnologyO to Obusiness outcomesO
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I Q
Approach: Business $ synaptus

¥ Analyze business model to identify capabilities

This changed the line manager conversation from local
Improvement to system improvement
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I Q
Approach: Business Q synaptus

v
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w strongly does this affect focusing

objectives?
2.!  How strongly does this affect standard
‘ operating objectives?
3. Is this value-added? Supporting?
Controlling?

@8 y 5" H ')%" Performance (fill)
| |/O %"J" F%O($K 1. ;%v;/ ig this capability performing
n = y

2.!  Would a small improvement here
improve BT bottom line performance?

3. Do we understand how to improve

performance?
Risk (dot)
4 EFG" ) 1.! How difficult is this capability to scale
) waar . EERc- o (for CR1)?

O S A 2.1 Is this constrained by Customer (HD)

A8.3)B"@&6)8" A8.3)B"+8,9-,83%4() A-.8,&(8"D3*>" policy? _

" ' . 3. Is the process complex? Highly
\8 C-"@&6)8" B 1347"+8,9-,B3%4" @ c-"D3*>" ) dependent on other capabilities?

Subject to compliance issues?
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Capability Value Performance Map
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Assess the model
2.1.3: [ 4.1.6: J
Perform Test Review Install
Sets Performance

2.1.6:
Negotiate with
Customer

3.2.6: 4.2.1:
Plan & Prepare Plan Nightly
Work

Training

4.3.3:
Record Actual
Job Costs

4.3.7:
Produce
Management
Reports

ﬁ synaptus

|

Capability Map gave us
clarity on what the
business did and what we
had to change to deliver
value.

Assessing the model
determined what was most
important to the business.

The business was aligned
with the outcome because
they developed it.
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I Q
Approach: Business $ synaptus

The most important areas to focus on became clear D to
technology, to management, and across the business.

SetupJob CostCade
{Acct) —_—

We arenOt trying please every individual D the conversations
are about the bigger business outcomes.
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. . Q
Overcoming Obstacles to Transformation $ Synaptus

#1 Difficulty translating transformation goals into
specific action

¥ Strategy Is clear and there is a shared context within the
business

¥ Clearly understand what capabilities need to change and
the impacted processes and technology

¥ Different perspectives and competing concerns have been
addressed
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A3 Problem Solving: Overview

BEAM TEAM PROBLEM SOLVING REPORT

Data Collection Mile26 E-Time Reconcile
Title: Plan 02-01 Improve Job Cost Tracking Employee, Job, Store Preloaded Ability to select | nfa na
from list
Preparedby: Dennis Stevens Salary Hours TeamLead nfa Automate
Prepared for: Vishal Shivdasani 43.3: 43.7:
Date: 12/9/2009 Record Actual Produce Howrly Hours TeamLead Rep Automate Exception List!
Job Costs Management Corporate Analyst
Reports Hourly Travel Team Lead (may eliminate | Rep Automate Exception List!
pay for travel) Corporate Analyst
Cwrrent S:'tuau'on/ Problem Statement Temps/IC TeamLead Temp. Or Timesheet Automate Exception List/
The processesbeingused to manage labor costs are ineffective andwill not scale. Accurate data and timely reporting iﬁfmﬁfiﬁ;’s.

of project lahor informationis exitical to achieving the operational excellence required to achieve profitability and
sustainable growth. Reference Beam Team Information Flow — Carrent State

Implementation Plan {steps for selected solutions}

o 2 Step Deliverahle Responsible | Due | Ri
GOGIS/T g els {"OW will we measure success.) 1. Develop programin Mile26 to capture labor hours. Establishuser Symaptus
Accurate and Timely Op 1 Data available to field it team to support development.
Data available to support Field Incentive Program 2. Simplify E-Time Use (no job cost code)
Effort to deliver IC & Hourly Time Reporting Develop program to import E-Time daily into Mile26.
Significant Improvement in Labor Cost portion of COGS 3. Create audit/ reconcile reports
Only performwork in Labor and Expense handling that is necessary to support the business needs.
. . 4. Procedure to in required data inchidi hedul
% Hrs Paid/ Hrs B ted rted daily for CR1.
udgeted is repo x information, Project Budget hours, employee list, into Mile 26
. . 5. M. t report t icate labor cost p daly
Anadlysis {List Root Cause of Problem-5 Why} andweskly o Field Mgt (RM, PM, TL)
HNo “source of the trath” on Job Cost Information 8. Simplify payroll and Invoice handling in Mas200 (Job Cost).
Job cost datain MAS 200 is not timely —nor appropriately grarmlar
There is no andit capability of IC hours, Howly hours, and Travel expenses 7. Process to produce data to Pay IC's from Howrs Entered
Datawarehouse information is not useful
Expected HowrsiCost data is not matchedup with Actual —can’tbe used to drive incentives 3. Provide accurate data to support incentive program
Reconciliation is difficult for IC hours and other direct costs
General Field Managers are toobusy to audit labor and travel costs and are in not ina positionto do so 3. Training Plan to assign accountability and Train everyone onthe
Significant effort is spent coding labor and expenses to Job Cost Codes but the Job Cost data is not particularlyuseful new processes
norwidely utilized. Marmal suditing ineffactive, 10. | Produce exceptionreports for senior leadership and the controller

Proposed Solutions {consider more than one}

Follow Up {management chedidist, scorecard, project board}

Proposed Solution (Name — Description)

Collect labor data daily from the field in Mile26.

Hourly labor posts time in E-Time and is reconciled daily at corporate. Field managers address exceptions only.
Benefits: Obtain reliable data. Team Leads focus briefly and daily onlabor hours. Reduce Field management focuses
onmanaging instead of payroll adrin. Redeploy resources to support CR1 spike.

Reliable Job Labor Hours Reported

Supports Field Incentive Program

Updated: 4/21/10
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A3 Problem Solving: Outcome 2w synaptus

BEANNEAM PROBLEM SOLVING REPORT

Data Collection Mile26 E-Time Reconcile
Title: Plan 02-01 Improve Job Cost Tracking Employee, Job, Store Preloaded Ability to select | nfa na
from list
Preparedby: Dennis Stevens Salary Hours TeamLead nfa Automate
Prepared for: Vishal Shivdasani 43.3: 43.7:
Date: 12/9/2009 Record Actual Produce Howrly Hours TeamLead Rep Automate Exception List!
Job Costs Management Corporate Analyst
Reports Hourly Travel Team Lead (may eliminate | Rep Automate Exception List!
pay for travel) Corporate Analyst
Cwrrent S:'tuau'on/ Problem Statement Temps/IC TeamLead Temp. Or Timesheet Automate Exception List/
The processesbeingused to manage labor costs are ineffective andwill not scale. Accurate data and timely reporting iﬁfmﬁfiﬁ;’s.

of project lahor informationis exitical to achieving the operational excellence required to achieve profitability and

sustainable growth. Reference Beam Team Information Flow — Carrent State !mp!ementaﬁon Plan (stepsfor selected soluﬁons)

Goals/Targets (How will we measure success?, Step Deliverable Responshle | Due | R
/T g { ) 1. Develop programin Mile26 to capture labor hours. Establishuser Symaptus

Accurate and Timely Op ional Data available to field it team to support development.

Data available to support Field Incentive Program 2. Simplify E-Time Use (no job cost code)

Effort to deliver IC & Hourly Time Reporting Develop program to import E-Time daily into Mile26.

Significant Improvement in Labor Cost portion of COGS 3. Create audit/ reconcile reports

Only performwork in Labor and Expense handling that is necessary to support the business needs.

. . 4. Procedure to maintain required data inchady hedul
% Hrs Paid/ Hrs Budgeted ried daily for CR1.
Isrepo l information, Project Budget hours, employee list, into Mile 26
p . . 5. M. t report t icate labor cost perfe daly
alysis (List Root Cause of Problem-5 Why} / andweekly to Field Mzt (RM, PM, TL)
M§source of the trath” on Job Cost Information 8. Simplifyy payroll and Invoice handling in Mas200 (Job Cost).

Job coMgdatain MAS 200 is not timely —nor appropriately grarmlar
There is nOgit capability of IC howrs, Howly hours, and Travel expenses 7. Process to produce data to Pay IC s from Howrs Entered
Datawarehouse Mgamation is not useful

Expected HowrsiCost d¥miggot matchedup with Actual —can’tbe used to E centives 8. Provide accurate data to support mcentive program
Reconciliation is difficult for ICTEW duather divect oo
General Field Managers are too busy to audit labor and travel costs and are in not in a position to do so 9. Trairing Plan to assign accountability and T rain everyone onthe
Significant effort is spent coding labor and expenses to Job Cost Codes but the Job Cost data is not particularlyuseful newr processes

norwidely utilized. Marmal suditing ineffactive, 10. | Produce exceptionreports for senior leadership and the controller

Follow Up {management chedidist, scorecard, project board}
Reliable Job Labor Hours Reported

Proposed Solutions {consider more than one}

Proposed Solution (Name — Description)
Collect labor data daily from the field in Mile26.
Hourly labor posts time in E-Time and is reconciled daily at corporate. Field managers address exceptions only.
Benefits: Obtain reliable data. Team Leads focus briefly and daily onlabor hours. Reduce Field management focuses
onmanaging instead of payroll adrin. Redeploy resources to support CR1 spike.

Supports Field Incentive Program

Updated: 4/21/10
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A3 Problem Solving: Outcome $SV“""°"“S

BEAM TEAM PROBLEM

Title: Plan 02-01 Improve Job Cost Tracking

Preparedby: Dennis Stevens

1 1 1 "3'3: 4.3-7:
Prepared for: Vishal Shivdasani i
Date: 12/9/2009 Record Actual Produce
Job Costs Management
Reports "

Cuwrrent Situation/ Problem Statement

The processesbeingused to manage labor costs are ineffective andwall not scale. Accurate data and timely reporting
of project labor informationis enitical to achieving the operational excellence required to achieve profitabilityand -
sustainable growth. Reference Beam Team Information Flow — Current State

Goals/Targels {How will we measure success?} !

Accurate and Timely Operational Data available to field management
Data available to support Field Incentive Program

Effort to deliver IC & Howrly Time Reporting

Signaficant Improvement in Labor Cost portion of COGS B
Only performwork in Labor and Expense handling that is necessary to support the business needs.

% Hirs Paid/ Hrs Budgeted is reported daily for CR1.
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Ser Synaptus
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A3 Problem Solving: Analysis

BEAM TEAM PROBLEM SOLVING 1

ollection Mile26 E-Time Reconcile
Title: Plan 02-01 Improve Job Cost Tracking iployee, Job, Store Preloaded Ability to select | nfa na N
from list
Preparedby: Dennis Stevens Salary Hours TeamLead nfa Automate
Prepared for: Vishal Shivdasani 43.3: 43.7:
Date: 12/9/2009 Record Actual Produce Howrly Hours TeamLead Rep Automate Exception List!
Job Costs Management Corporate Analyst
Reports Hourly Travel Team Lead (may eliminate | Rep Automate Exception List!
pay for travel) Corporate Analyst
Cwrrent S:'tuau'on/ Problem Statement Temps/IC TeamLead Temp. Or Timesheet Automate Exception List/
The processes beingused to manage labor costs are ineffective andwill not scale. Accurate data and timely reporting iﬁfﬁiﬁf" Qr

of project lahor informationis exitical to achieving the operational excellence required to achieve profitability and
sustainable growth. Reference Beam Team Information Flow — Carrent State

Goals/Targets (How easure success?) Step Delive Responsible
/T g { 1. Develop programin Mile26 to capture labor hours. Establishuser Symaptus
Accuxate‘and Timel; éﬁonal Dat‘a available to field management team to support developrent.

Data available port Field Incentive Program 3 Stmplify E-Time Use (nio job cost cods)

Effort to rIC & Hourly Time Reporting

Signifi Improvement in Labor Cost portion of COGS
O erformwork in Labor and Expense handling that is necessary to support the business needs.

Hrs Paid/ Hrs Budgeted is reported daily for CR1.

Anadlysis {List Root Cause of Problem-5 Why}

Ho “source of the truth™ on Job Cost Information

Job cost datain MAS 200 is not timely —nor appropriately grarmlar

There is no andit capability of IC howrs, Hourly howrs, and Travel expenses

Datawarehouse information is not useful

Expected HowrsiCost data is not matchedup with Actual —can’tbe used to drive incentives

Reconciliation is difficult for IC hours and other direct costs

General Field Managers are toobusy to audit labor and travel costs and are in not ina positionto do so

Significant effort is spent coding labor and expenses to Job Cost Codes but the Job Cost data is not particularlyuseful
norvidsly utilized. Mamal suliting ineffective,

Proposed Solutions {consider more than one}

Proposed Solution (Name — Description)

Collect labor data daily from the field in Mile26.

Hourly labor posts time in E-Time and is reconciled daily at corporate. Field managers address exceptions only.
Benefits: Obtain reliable data. Team Leads focus briefly and daily onlabor hours. Reduce Field management focuse;
onmanaging instead of payroll adrun. Redeploy resources to support CR1 spike.

UpRged: 4/21/10

teps for selected solutions}

Develop program to import E-Time daily into Mile26.

3. Create audit/ reconcile reports

in required data mmchady hedul

4. Procedure to
information, Project Budget hours, employee list, into Mile 26

5. M. t report t labor cost p daly
andweekly to Field Mgt (RM, PM, TL)

[ Simphfy payroll and Invoice handling in Mas200 (Job Cost).

7. Process to produce data to Pay IC’s from Howrs Entered

8. Provide accurate data to support incentive program

9. Training Plan to assign accountability and Tran everyone onthe
new processes

Produce exception reports for senior leadership and the controller

Follow Up {management chedidist, scorecard, project board}

Reliable Job Labor Hours Reported

Supports Field Incentive Program




A3 Problem Solving: Analysis $S¥naptus

Data Collection Mile26 E-Time Reconcile
Employee, Job, Store Preloaded/ Ability to select | nfa na
from list
Salary Hours TeamLead nfa Automate
Hourly Hours TeamLead Rep Automate Exception Lists
Corporate Analyst
Hourly Travel Team Lead (may elinunate | Rep Automate Exception Lists
pay for travel) Corporate Analyst
Temps/IC TeamLead Temp. Or Timesheet Automate Exception Lists
Corporate Analyst. Or
temp vendor reconciles.

Analysis {List Root Cause of Problem-5 Why)

No “source of the truth” on Job Cost Information

Job cost datain MAS 200 is not timely —nor appropriately grarmlar

There 1s no andit capability of IC hours, Hourly hours, and Travel expenses

Datawarehouse information is not useful

Expected Hours/Cost datais not matchedupwath Actual —can’tbe used to drive incentives

Reconciliation is difficult for IC hours and other direct costs

General Field Managers are too busy to andit labor and travel costs and are in not in a position to do so

Significant effort is spent coding labor and expenses to Job Cost Codes but the Job Cost data is not particularlyuseful

norwidely utilized. Mamal snditing meffective,

Proposed Solutions {consider more than one}

Proposed Solution {(Name — Description)
Collect labor data daily from the field in Mile26.
Howrly labor posts time in E-Time and is reconciled daily at corporate. Field managers address exceptions only.
Benefits: Obtain reliable data. Team Leads focus briefly and daily onlabor hours. Reduce Field management focuses
onmanaging instead of payroll admin. Redeploy resources to support CR1 spike.
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A3 Problem Solving: Plan 295 synaptus

BEAM TEAM PROBLEM SOLVING REPORT

Data Collection Mile26 E-Time Reconcile
Title: Plan 02-01 Improve Job Cost Tracking Employee, Job, Store Preloaded Ability to select | nfa na
from list
Preparedby: Dennis Stevens Salary Hours TeamLead nfa Automate
Prepared for: Vishal Shivdasani 43.3: 43.7:
Date: 12/9/2009 Record Actual Produce Howrly Hours TeamLead Re Automate Exception List!
Job Costs Management Corporate Analyst
Reports Hourly Travel ead (may eliminate | Rep mate Exception List!
pay for travel)
Cunf'entS:'tuation/ Problem Statement Temps/IC TeamLead Temp. Or Timesheet 1om List/
The processesbeingused to manage labor costs are ineffective andwill not scale. Accurate data and timely reporting iﬁfmﬁfﬁﬂe

of project lahor informationis exitical to achieving the operational excellence required to achieve profitability and

sustainable growth. Reference Beam Team Information Flow — Carrent State mp!emenmﬁon Plan (stepsfor selected soluﬁons)

o 2 Step Deliverahle Responsible | Due | Ri
GOGIS/T g els {"OW will we measure success.) 1. Develop programin Mile26 to capture labor hours. Establishuser Symaptus
Accurate and Timely Op ional Data available to field it team to support development.

Data available to support Field Incentive Program 2. Simplify E-Time Use (no job cost code)
Effort to deliver IC & Hourly Time Reporting Develop program to import E-Time daily into Mile26.
Significant Improvement in Labor Cost portion of COGS 3. Create audit/ reconcile reports
Only performwork in Labor and Expense handling that is necessary to support the business needs.

. . 4. Procedure to maintain required data inchadi hedul
% Hrs Paid/ Hrs B ted rted daily for CR1.

udgeted is repo x information, Project Budget hours, employee list, into Mile 26

. . 5. M t report t icate labor cost perfc daily
Anadlysis {List Root Cause of Problem-5 Why} andweskly o Field Mgt (RM, PM, TL)
HNo “source of the trath” on Job Cost Information 8. Simplify payroll and Invoice handling in Mas200 (Job Cost).
Job cost datain MAS 200 is not timely —nor appropriately grarmlar
There is no andit capability of IC hours, Howly hours, and Travel expenses 7. Process to produce data to Pay IC's from Howrs Entered
Datawarehouse information is not useful
Expected HowrsiCost data is not matchedup with Actual —can’tbe used to drive incentives 3. Provide accurate data to support incentive program
Reconciliation is difficult for IC hours and other direct costs
General Field Managers are toobusy to audit labor and travel costs and are in not ina positionto do so 3. Training Plan to assign accountability and Train everyone onthe
Significant effort is spent coding labor and expenses to Job Cost Codes but the Job Cost data is not particularly@seful new processes
norwidely utilized. Marmal suditing ineffactive, 10. | Produce exceptionreports for senior leadership and the controller

Follow Up {management chedidist, scorecard, project board}
Reliable Job Labor Hours Reported

Proposed Solutions {consider more than one}

Proposed Solution (Name — Description)
Collect labor data daily from the field in Mile26.
Hourly labor posts time in E-Time and is reconciled daily at corporate. Field managers address exceptions only.
Benefits: Obtain reliable data. Team Leads focus briefly and daily onlabor hours. Reduce Field management focuses
onmanaging instead of payroll adrin. Redeploy resources to support CR1 spike.

orts Field Incentive Program

Updated: 4/21/10




A3 Problem Solving:

Sequence, Timing and Owner

ﬁ synaptus
v

Implementalion Plan {steps for selected solutions}

Step Deliverahle Responsible Reviewer
1. Develop program in Mile26 to capture labor hours. Establishuser Symaptus
team to support development.
2. Simplifyy E-Time Use (no job cost code)
Develop program to import E-Time daily into Mile26.
3. Create andit/ reconcile reports
4. Procedure to mammtain required data imchiding schedule
imformation, Project Budget hours, employee list, into Mile 26
5. Management report to comnmcate labor cost performance daily
andweekly to Field Mgt (RM, PM, TL)
6. Simphify payroll and Invoice handling in Mas200 (Job Cost).
7. Process to produce data to Pay IC’s from Hours Entered
8. Provide accurate data to support incentive program
9. Tranung Plan to assign accountability and Tram everyone onthe
new processes
10. | Produce exception reports for seruor leadership and the controller
Follow Up {management chedlist, scorecard, project hoard}
Reliable Job Labor Hours Reported
Supports Field Incentive Program
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Overcoming Obstacles to Transformation $ synaptus

#2 Methods of problem solving that arenOt sufficiently collaborative
to address different perspectives and competing concerns

¥ Management follows up (some actually do) with their line managers
from their A3s.

¥  We have a clear understanding of what needs to happen to delivery
the solution B not just the technology

¥  We have explored unintended consequences and gained
acceptance of the solution from the impacted parts of the
organization

¥  We understand the relationship between the technology deliverables
and the other parts of the organization
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Now the big obstacle $synaptus

¥ Execution

Pl Technology is a small component of the solution - how
can we coordinate the necessary process and
organizational changes across HR, the field,
accounting, and operations?

Pl How can we get technology deployed so that the
business realizes the value?

PIHow can we get management to maintain focus?
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Strategy Execution Kanban Board

Expand / collapse tasks from the plan in each column

IlllB+%8*+% llllllllllll

|||||||| K%*6H+0/I)'

C38%L#.%'

4::%38.*-:%'
(+#.%+#*"

4::%38.*-:%'
(+#.%+#*"

4::%8.*-:%'
(+#.%+#*

4::%8.*-:%'
(+#.%+#

I"HS%& )"+ ,-.)/0-%"

$ synaptus



Strategy Execution Kanban Board

Expand / collapse tasks from the plan in each column

Analyze

Prepare

Execute

Measure

=

—_
T~
]

)
S
7

Acceptance
Criteria

Acceptance
Criteria

Acceptance
Criteria

Acceptance
Criteria
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Strategy Execution Kanban $ synaptus
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Strategy Execution Ceremonies $ synaptus

¥ Walk the board with management once a week.

¥ Blocked items are flagged with a red tab with a note of
who needs to unblock it.

¥ There is a lot of focus on getting stories on the technology
board through acceptance now.

¥ We have an expedite column on the management board.
We limit crisis to one at a time. Board ensures current
projects maintain (regain) focus.

I"HS%& )"+ ,-.)/0-%"



. . Q
Overcoming obstacles to transformation $ synaptus

#3 Challenges coordinating across teams resulting a lack of focus
and abandoned efforts

¥ Expand and collapse model makes coordination explicit
¥  We have structured conversations about how to get to ODoneO

¥ The business is motivated to pull work from acceptance in
development B we have elevated the constraint
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2ENIS $ synaptus

¥

¥

Achieved focus across the business
Reduction in the crisis management tendency

Technology deployed on time B continue to refine and deploy
enhancements in flight

Provide management with real time data to manage their resets
Business is delivering work profitably

Trust has been established between us (effectively the
technology group and PMO) and the business

Continuous transformation model in place in the business
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Success Attributed To $ synaptus

¥ Visual control of the Kanban board
Pl Focus
P Momentum

Pl Shared Alignment

¥ Visual nature of the strategy articulation

Pl Decisions by developers and management are made in a shared
strategic context

¥ Collaborative nature of the capability map, A3, and the Kanban
board
Pl Shared understanding
Pl Participative design
Bl Accountability

¥ Rapid maturing of the organization regarding strategy execution
¥ Courage and commitment of the Beam Team leadership
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Model of Continuous Transformation

BEAM TEAM PROBLEM SOLVING REPORT

Title: Plan 02:01 Improve Job Cost Tracking

5 [Fps gal Tve Gg a

[ —— T'%

FollowUp management cheddlist, scorecard, profoct board)

synaptus

Next Analyze Prepare Execute Measure

Expedite

. accep acceptance | Accep
Criteria Criteria Criteria Criteria




Time as a Strategic Differentiator $ synaptus

The new Bargain of Agility

The primary concept of the new Bargain of Agile is to expend mmBU
the least resource possible to exploit the next most valuable Y~
opportunity. O
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Dennis Stevens
Synaptus

dennis.stevens@synaptus.com
770.851.8025

web: www.synaptus.com
blog: www.dennisstevens.com
twitter.com/dennisstevens

Agile Project Management
Agile Project Recovery

Kanban
Lean D Agile Transformation
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