





MOTIVADORES

" Produtizacao da organizacao

= Como operacionalizar a estratégia da
organizacao

= Gestao de dependéncias entre times e
Servicos

= Modelo de visualizacao que auxilie a
organizacao a entender onde esta a
melhor oportunidade e o que deve ser
feito para atingir os resultados
desejados




Estratégia

Estratégia |

SISTEMAS
COMPLmOS Produto Prod.

Produto 1 Produto 3

.............................................................................................................................................................................................................................................................................................................................

......................................................................................................................................................................................................................................................................................................................

sera que as mudancas foram
no melhor ponto para gerar
as mudancas no todo




Donella Meadows

Menor impacto PONTOS DE ALAVANCAGEM

INFRAESTRUTURA

ORGANIZACAO E
GESTAO DO SISTEMA

EDUCACAO

— 12. Constantes, pard@metros e numeros

— 11. Protec¢do e estabilizagdo de estoque e fluxo

- 10. Estrutura de material de estoque e fluxo

- 09. Atrasos em relagdo a taxa de alteragdes do sistema
- 08. Realimentag¢do de feedbacks negativos

- 07. Realimentagdo de feedbacks positivos

- 06. Estrutura do fluxo de informag¢do

- 05. Regras do sistema (tal como, incentivos, punigcoes e
restricoes)

- 04. Poder para adicionar, mudar, envolver ou realizar a
auto-organizagdo da estrutura do sistema

- 03. Objetivos do sistema

- 02. Mentalidade ou paradigma a partir do qual o sistema
surge (objetivos, estrutura, atrasos, pardmetros)

- 01. Paradigmas do sistema

Maior impacto

2015 - ~215 dias
2019 - ~ 36 dias

5X mais
frequente

https://teses.usp.br/teses/disponiveis/18/18144/tde-23022016-143827/publico/Anexo A Teoria dos Pontos de Alavancagem.pdf



https://teses.usp.br/teses/disponiveis/18/18144/tde-23022016-143827/publico/Anexo_A_Teoria_dos_Pontos_de_Alavancagem.pdf
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MATURIDADLE

= KMM

* Respeito as pessoas
e Resultado financeiro
 Satisfacao do cliente
* Exposicao ao risco

* Alinhamento

= David J Anderson:

* The Kanban Maturity Model exists to drive appropriate application of Kanban
practices in organizations seeking to become fitter for their purpose.

https://pt.slideshare.net/rodrigoy/como-o-kmm-pode-ajudar-o-agile-coach?qid=5acb1b96-f881-4889-8724-
65030c4a835f&v=&b=&from search=1



https://pt.slideshare.net/rodrigoy/como-o-kmm-pode-ajudar-o-agile-coach%3Fqid=5acb1b96-f881-4889-8724-65030c4a835f&v=&b=&from_search=1

P RACTICES C ULTURE OUTCOMES

Kanban MethOd Observable Behaviour Actions Scope Organizational Values Focus Trust Leadership

Maturity
' > Limitations & Rewards
. (@) Achievement e
General Practices g N Who gl
> 1. Visualize (with kanban board) I © o Oblivious lam g
2. Limit work-in-progress (with kanban) (:5 > = = . Entirely Unpredictable
3. Manage flow o | o z
4. Make policies explicit i g | -
S. Implement feedback loops < =
6. Improve collaboratively, evolve experimentally Q g ° Collaboration
using models & the scientific method IL—) [ g T Individual Heroics
m-
=) I Fea Emergent Process
N . L F W < = ocused Inconsistent Outcomes
Service Delivery Principles Customer Awareness % w Q Happier Workers
« Basic understanding of workflow =
> Your organization is a network of interdependent « Improved ww:gm ‘ 3 I
services with policies that determine its behavior. . Greater empathy s
Therefore: « Improved quality of work 3 Customer- Managerial Heroics
1. Understand and focus on the customer's needs - Basic understanding E Driven Consistent Process
and expectations of demand and capability § e Inconsistent Outcomes
2. Manage the work; let workers self-organize « Managerial coordination &
around it
3. Regularly review the network and its polices to
improve outcomes. Risk Exposed
c“;:""" :‘:’d"i' Consistent Process
» Shorter Lead time - Fit-for- Consistent Outcomes
Change Management Principles » Pradictabiity T Y Happier Customers
« MeetSLAs Z Purpose
» 1. Start with what you do now « Actionable metrics O <
- Understanding current processes, as actually practiced ': zZ
+ Respecting existing roles, responsibilities & job titles é G
2. Gain agreement to pursue improvement Risk Management w é
through evolutionary change . Risk Hedging o Risk Happier Shareholders
3. Encourage acts of leadership at all levels « Quantitative analysis O Wi Hedaed Quantitatively
+ Dynamic scheduling 9 hsda:;gledblil'rt:;::tss
ustainable Outcomes

Economically Robust

ANTICIPATORY
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Organizational Agility E ) gptimlzed Processes
« Re-configurable shared services O i £ Market uperior Outcomes
- Workforce flexibility (u:.)l ) “é Leader Market Leading Economics
» Perfectionism = | @
&2 5
Z 3
Culture of Challenging (ITD 8
. geplacmg ngrllJO|s& or:value < 6 Built for Lor';g-terrn Security
* Reinventing what & how a Survival Robust to Disruption
« Redefining why & who Continued Relevance




Scope

Deliverable

Organizational
Maturity

Oblivious

Team-
Focused




P RACTI CE S C ULTWURE OUTCOMES
Organizational
Observable Behaviour Actions Scope Maturity Values Focus Trust Leadership
' = Limitations & Rewards
@) Achievement A @
= = 0 <
9( £ o Oblivious lam a
I > = =
O g = % « Entirely Unpredictable
| r
2 =z | g
o o Collaborati
a— - o ion
= - = « Individual Heroics
2 T g Team- - Emergent Process
= < 3 Focused « Inconsistent Outcomes
Customer Awareness w =) « Happier Workers
« Basic understanding of workflow o
« Improved collaboration N 2
« Greater empathy e
« Improved quality of work ] « Managerial Heroics
« Basic understanding 5 - Consistent Process
of demand and capability § « Inconsistent Outcomes
« Managerial coordination &

Customer Service

« Shorter Lead time
« Predictability

+ MeetSLAs

« Actionable metrics

ML3: Fit-for-Purpose

“Always happy
customers”

no heroes needed anymore
processes under control

- Risk Exposed

- Consistent Process

« Consistent Outcomes
- Happier Customers
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PRODUCT THINKING

USER FIRST

PROBLEMS

What problem do we solve?

TARGET AUDIENCE
For whom are we doing this?
Y 4
ESTRATEGIA = WISHLIST
Solution-Fit

JOB-TO-BE-DONE

VISION
Why are we doing this?

STRATEGY

TOMAR UMA DECISAO ESTRATEGIA
TAMBEM ENVOLVE ESTAR
CONFORTAVEL COM AS [N §177.5

OUTPUT

GOALS
What do we want to achieve? ‘ 1

Measure

Success
FEATURES ‘ ,
What are we doing?
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Tecnologia
disponivel

Problemas e
necessidades
dos usuarios

Objetivos
estratégicos
da empresa

| DISCOVERY




CICLO VIRTUOSO COM O FOCO
EM DESCOBRIR E ENTREGAR
CONTINUAMENTE O
PRODUTO CERTO



OPPORTUNITY MODEL

Demandas Y @ &

CONTEXTO DO

USUARIO HIPOTESES e EE—— EXPERIMENTOS

Conhecendo
a jornada do .
Pesquisa

ot y usuario
Organizagio PRODUTO Backlog prod Meétricas de produto |
e comportamento Definir

Online/offline

Escolher o grupo

& framework
LR
& ‘\\ . ?&T . Criar/Desenv
ﬁ S ) ; Risco operacional/Jur. !
esquisas I o i !
Ir a campo i q § : Negdcio/Cooperativas :
nternas Ei Seguranga/Arg./Infra i Mensurar
i} m’ . (NPS, saintes) 21 Fluxo inovar juntos :
usuario . st Controle de produtos i o Analisar
X o N
N
Discovery Canais com associado Check list = c resultados
(0800, loja, ouvidoria, 5 componentes

reclame aqui...)

Backlog produto
+ A . Hipétese valida




0PPOHTUNITIES

SELECTION AMONG MANY OPTIONS

SYNTHESIS-

SELECTION AMONG FEW OPTIONS

ANALYSIS -

COMMITMENT POINT ——> SELECTION OF EMBEDDED OPTIONS

oW ¥ S

UPSTREAM
OPTIONS

DOWNSTREAM
COMMITMENTS

TEAM KANBAN

CUSTOMER /
PORTFOLIO KANBAN

15






area of Influence at team Level

iniﬁ'&ﬁ\le
(project)

dovn"f be quPV‘Ifed when \/0:1
dovx"f fee any iMPVoVQMQn'f In
TTM if you dont manage TTM
elements

{”) @klausleopold www.LEANability.com



ESTRATEGIA

ORGANIZACIONAL

Y”) @klausleopold

OPORTUNIDADE

INICIATIVA

INICIATIVA

ENTREGA

Strategic

WHY?

are we going
this way?

Coordenation

WHQO?

ENTREGA did we invite
and find the

right people?

Teams

WHAT&HOW?

) are we doing
ESTORIA the right things
in the right way?

www.LEANabiIity,com



INFORMAGAO & ORIENTACAO PRIORIZACAO & ALINHAMENTO ENTREGA & MEDIGCAO

TEMA ESTRATEGIA DE EM COLETA & RESULTADOS &
. OBIJETIVO INICIATIVAS - -
ESTRATEGICO l ’ PRODUTO CONSTRUCAO MEDICAO APRENDIZADOS

UPSTREAM DOWNSTREAM

OPORTUNIDADE VALIDAGAO RESTRICOES ] [NAOINICIADO] E M ﬂ 100% [ PILOTO ENTREGUE

- - ‘/. interdependéncia
Na entre times
®
PIPELINE DE DESENVOLVIMENTO

EM AGUARDANDO EM TESTE AGUARDANDO EM AGUARDANDO
DESENVOLV. TESTE HOMOLOGACAO | | HOMOLOGAGAO PRODUCAO

BACKLOG

PRODUGAO




CADENCIAS
ADAPTADAS

Essential Kanban Condensed, p. 24

Review
Planning
W\ce-Hw@

S+r‘a+cay

QUARTERLY

JONYHD

Replenishment Kanban Deliver
Meetin Meetin Plannin

WEEKLY

DAILY RY CADENCE

WMONTHLY
Figure 10 A set of cadences showing feedback loops






