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A Lean Perspective...A Lean Perspective...
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7 Principles7 Principles
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77 Optimize the wholeOptimize the whole



13

1 Eliminate waste1 Eliminate waste

Strive to remove anything from your process Strive to remove anything from your process 
that does not add value to the customer that does not add value to the customer 
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Waste
Anything that does

not
add value to the customer

Anything that
delays

value to the customer



15

Seven WastesSeven Wastes
● DefectsDefects
● Extra featuresExtra features
● Handoffs – crossing organizational boundariesHandoffs – crossing organizational boundaries
● Waiting & delaysWaiting & delays
● Partially done work Partially done work 
● Task switchingTask switching
● Relearning – reinventing wheelsRelearning – reinventing wheels



  

VSM Bugs from test and the field
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2 Create knowledge2 Create knowledge

If learning is what If learning is what 

we do for a living we do for a living 

then amplify that then amplify that 

collaboration and invention = learningcollaboration and invention = learning
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Programming as Theory Building *)Programming as Theory Building *)

Customer(s)Customer(s)

DevelopersDevelopers

(Business)(Business)
AnalystsAnalysts

DesignersDesigners

TestersTesters
*) P. Naur – reprinted in Agile Software Development (Cockburn)

observe
hypothesize
experiment

compare
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Grow project methodologyGrow project methodology

A methodology is a base set of A methodology is a base set of 
conventions, supported by conventions, supported by 

everyoneeveryone
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3 Defer commitment3 Defer commitment

Make decisions as late as Make decisions as late as 
possible - right before the possible - right before the 
decision is made for youdecision is made for you
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Delay decisionsDelay decisions

● Decisions are less important than we believeDecisions are less important than we believe
● Tracer bulletsTracer bullets
● Example techniques:Example techniques:

– Simple design - Simple design - You Aren't Gonna Need ItYou Aren't Gonna Need It

– Short iterationsShort iterations

– Set based developmentSet based development

Until...Until...
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The Last Responsible The Last Responsible 
MomentMoment

The moment you have 'perfect knowledge'The moment you have 'perfect knowledge'
Right before options disappearRight before options disappear



23

Tool: Set based developmentTool: Set based development

● Ill defined problemsIll defined problems
● Decide slowly by consensus, implement rapidlyDecide slowly by consensus, implement rapidly
● Several solutions for the same problemSeveral solutions for the same problem

create three graphics designs
cross-platform development
spike solution
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Tool: Set based developmentTool: Set based development

● Ill defined problemsIll defined problems
● Decide slowly by consensus, implement rapidlyDecide slowly by consensus, implement rapidly
● Several solutions for the same problemSeveral solutions for the same problem

create three graphics designs
cross-platform development
spike solution

Expensive ?Expensive ?
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4 Deliver fast4 Deliver fast

Build a culture around delivering value Build a culture around delivering value 
to the customer to the customer 

as fast as possibleas fast as possible
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Concurrent developmentConcurrent development

Acceptance test and story simultaneously
UI design and implementation simultaneously
On site customer

Start with implementation and design Start with implementation and design 
simultaneouslysimultaneously
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Pull SystemsPull Systems

● KanbanKanban
● Supermarket as inspirationSupermarket as inspiration

pulls frompulls from pulls frompulls from

CustomerCustomer

pu
lls

 fr
om

pu
lls

 fr
om

SupermarketSupermarket
InventoryInventory

SupermarketSupermarket
ShelfShelf

ManufacturerManufacturer



28

Software Pull SampleSoftware Pull Sample
Todo  Developing Tested
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6 Build quality in6 Build quality in

Build an maintain internal and external Build an maintain internal and external 
integrity in the product you are buildingintegrity in the product you are building
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Tool: JidokaTool: Jidoka

Stop the production lineStop the production line
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Tool: JidokaTool: Jidoka

Fix problemsFix problems

Ask for helpAsk for help

Find root causesFind root causes

continuous integration
test driven development
spontaneous stand-up meetings



  

VSM Bugs from test and the field
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Tool: RefactoringTool: Refactoring

Evolve and maintain integrity in designEvolve and maintain integrity in design

Design quality inDesign quality in

Part of Test Driven Development PracticePart of Test Driven Development Practice
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7 Optimize the whole7 Optimize the whole

Let all stakeholders see the system as a wholeLet all stakeholders see the system as a whole

Prevent local optimizationPrevent local optimization



  

VSM Bugs From Field
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5 Respect people5 Respect people

Team decides on way of workingTeam decides on way of working

Developers sign up for tasksDevelopers sign up for tasks

Facilitating & coachingFacilitating & coaching
– Set the context for self organizationSet the context for self organization

– Simple, generative rulesSimple, generative rules

Respect your partnersRespect your partners
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Grow project methodologyGrow project methodology

A methodology is a base set of A methodology is a base set of 
conventions, supported by conventions, supported by 

everyoneeveryone
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Hansei - KaizenHansei - Kaizen

Relentless reflectionRelentless reflection

&&

Continuous improvementContinuous improvement

改
善 
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HistoryHistory

Toyoda Automatic Loom Works (late 1800)Toyoda Automatic Loom Works (late 1800)

Toyota Motor Corporation (1930)Toyota Motor Corporation (1930)

W. Edwards Deming teaches Japanese companies (1950-60)W. Edwards Deming teaches Japanese companies (1950-60)

Japanese cars are special (1980)Japanese cars are special (1980)

Toyota cars even more (1990)Toyota cars even more (1990)

The New New Product Development GameThe New New Product Development Game (1986) (1986)

inspiration for Scruminspiration for Scrum

Lean manufacturing (1990's)Lean manufacturing (1990's)

Lean software development (2003+)Lean software development (2003+)

Kanban approach (2007)Kanban approach (2007)
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Lean vs Scrum, XP, RUP, ...Lean vs Scrum, XP, RUP, ...

Defer commitmentDefer commitment
iterationsiterations

Deliver fastDeliver fast
incrementsincrements

PullPull
scrum boards, feature based deliveryscrum boards, feature based delivery

Create knowledgeCreate knowledge
retrospectives, iterations, quick experimentsretrospectives, iterations, quick experiments

Eliminate wasteEliminate waste  
simple designsimple design

Build quality inBuild quality in  
test driven development, refactoringtest driven development, refactoring
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Lean is differentLean is different

Principles vs practicesPrinciples vs practices

It is not a methodology,It is not a methodology,
it is a set of thinking toolsit is a set of thinking tools
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Limits and failure modesLimits and failure modes

Short sighted view on wasteShort sighted view on waste
– Refactoring is wasteRefactoring is waste

– Unit testing is wasteUnit testing is waste

Value fetishValue fetish
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