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Foreword


"Start with what you are doing" is the first basic principle of Kanban. I deliberately put this at the beginning of this book about Kanban.


There is a constantly growing number of Kanban books on the market. Some of them seem to be based more on academic discussion of the topic, others are impregnated with practical experience from many projects. Many of them are very extensive - often, for my taste too extensive and too complex.


With this book, I wanted to write a book that is not aimed at Kanban specialists, but supports people on their first steps with Kanban. In my experience, such topics and comments unsettle more than they support.


This book is intended to provide an introduction to this wonderful method, which goes back to the work of David Anderson. I wanted to make it comprehensible and as simple as possible. Based on this, the 2nd principle is then only possible: "Agree that evolutionary change is pursued".


This book is based on the content of the Kanban Professional I certification of ITEMO / ICO. The mentioned organizations were not involved in the development of this book. It is an independent contribution to the topic.


I wish you good first steps on your way into the fascinating world of Kanban


The author




Basics of Kanban


Kanban is a visual system for managing the work during a process. Kanban visualizes both the process (the workflow) and the actual work that goes through this process. The goal of Kanban is to identify and eliminate potential bottlenecks in your process so that the work can be done cost-effectively, at optimal speed or throughput.


Where does Kanban come from? - A short story about Kanban


The first kanban system was developed in the 1940s (after World War II) by Taiichi Ohno for Toyota Automotive in Japan. It was developed as a simple planning system whose goal was to optimally control and manage work and inventory in every phase of production.


The goal was to make optimal use of the very limited resources and means available after the war years and to increase productivity and efficiency of production to the level of international (especially American) competition.


With Kanban, Toyota achieved a flexible and efficient just-in-time production control system that increased productivity while reducing the cost-intensive inventory of raw materials, semi-finished and finished products.


Ideally, a Kanban system controls the entire value chain from the supplier to the end user. In this way, supply interruptions and overstocking of goods in different phases of the manufacturing process are avoided. Kanban requires continuous monitoring of the process. Particular attention is paid to bottlenecks that occur, which would slow down the entire process. The goal is to achieve higher throughput with shorter delivery times. Over time, Kanban has developed into an efficient way of working in a variety of production systems. Kanban was originally conceived as an optimization approach for manufacturing companies in the production of physical products.


From physical production to knowledge work


While Kanban was introduced to the manufacturing industry by Taiichi Ohno, it was David J. Anderson who first applied the concept to IT, software development and knowledge work in general in 2004. He built on the work of Taiichi Ohno. Eli Goldratt, Edward Demmings, Peter Drucker and others. In 2010 he published his first book on Kanban1 . Since then, various international authors have contributed to the topic, some of which have developed Andersons' work considerably2.


The Kanban method is a process to improve your processes step by step. In fact Kanban can be used in almost every context where controllable processes are used. This concerns IT (development, service management) as well as processes in the context of personnel management and procurement, marketing, sales, planning and many more. Based on Kanban, further approaches like "Personal Kanban" have been developed in the last years, which supports the self-organization of single persons3.


Kanban principles and practices


The Kanban approach comprises a set of principles and practices to control and improve the workflow. It is an evolutionary method that promotes step-by-step improvements in a company's processes and the assumption of responsibility for them by those involved in the process. Through the correct use of the principles and practices of Kanban, business processes are optimized by continuously improving the process flow and reducing the associated cycle times. The goal is always to increase the value for the customer and to achieve higher planning reliability.


Kanban is based on four basic principles and six core practices.


Basic principles




	
Start with what you are doing right now: Kanban places great emphasis on not making changes immediately. The process is visualized and implemented as it actually exists at the time of Kanban implementation. It is important that the actual lived process is visualized and not the possibly somewhere stored instruction how the process should actually be carried out. With Kanban we start from the current situation and will change it step by step in a process that is comprehensible for the participants and controlled by them.


	
Agree that evolutionary change will be pursued: Kanban assumes small, incremental changes. Only if changes take place to a degree that is supported and understood by all participants, the change will be positive and sustainable.


	
Initially respect existing processes / roles / responsibilities: Kanban has no specific roles, responsibilities or job titles4. An introduction of Kanban should be easy and without any hurdles. It is not necessary to make changes to your existing roles and functions that might perform well. The team will work together to identify and implement any necessary changes. The goal of this very low-threshold implementation is to reduce fears or apprehensions that are often associated with change and can lead to resistance. The participants experience that changes are based on their own insights and are triggered by themselves. This creates a basis for acceptance and identification. At a later point in time, the participants can implement changes in processes, roles and responsibilities, as far as they consider it appropriate.


	
Encourage to show leadership at every level of the organization: Kanban promotes continuous improvement at all levels of the organization and states that leadership should not be provided only by specific individuals or roles at a certain level of the hierarchy. People at all levels should engage with existing processes and demonstrate leadership to implement change and continuously improve the way they deliver their products and services.
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