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About the Organization

E Together, Interac Association and Acxsys Corporation operate an economical,
world-class debit system that serves Canadians well.

* Among the highest debit users in the world

* We securely connect Canadians to their money at the ABM, at retailers
across Canada and the US, and online through web based services for
online purchases and P2P payments.
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The Situation - Challenges

The payments landscape is
evolving at a fast pace as Canadian
consumers increasingly adopt
newer mechanisms to pay for

Needs to deliver on it's enterprise

/ strategy of diversifying into new,

emerging markets

products and services Pace of
Change in Product
Landscap& jlersification
/ s S Need to improve
speed-to-market for new
increased competitive products / services and
pressure on Interac’s core / deliver successfully to build
products as global card \ Increas Need for an credibility
schemes Competite§e Integrated Interac |Speed-to-
Pressur Delivery Model market
\
\
\
N /
Volume of — . — ’f’roject_
Strategic Complexity
Projects Need to integrate with external

partner increasing project
Need to deliver on a large volume complexity
of strategic initiatives to drive —

competitive advantage
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The Situation - Background

E Interac/Acxsys employs three lifecycle models in various
elements of business and operations:

» Product Development Life Cycle (PDLC), Project
Management Life Cycle (PMLC), and System Development
Life Cycle (SDLC)

PDLC PMLC SDLC

Strengths and Challenges
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What is Lean and Agile?

Lean

*  “Lean is doing more with less. Use the least amount of effort, energy, equipment, time, facility
space, materials, and capital — while giving customers exactly what they want. .” (Womack and

Jones 2008)
* “Leanis an approach that “identifies the value inherent in specific products, identifies the value

stream for each product, supports the flow of value, lets the customer pull value from the
producer, and pursues perfection

* “Agility is the ability to both create and respond to change in order to profit in a turbulent

business environment.” (Highsmith 2002)
» “Agility is the ability to balance flexibility and stability.” (Highsmith 2002)

Source: Remko I. van Hoek, (2000) "The thesis of leagility revisited", International Journal of Agile Management Systems, Vol. 2 Iss: 3, pp.196 - 201
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Lean Focus — Why?

B Lean thinking focuses on primarily
on customer satisfaction through

guality and speed. Secondly on Delight Improve
improving processes through Customers Processes
minimizing defects. < g

E Lean focuses on value stream 2 7 = %_ 0
mapping through VOC (voice of the o ?3 o g: ¢
customer)and process flow. = 2 | ream- gr S %1
work ® s

Data and Facts

Source: February 3, 2011, “Transforming Application Delivery” Forrester report

ROLAND GAREIS CONSULTING



il

O
[

Agile Focus — Why?

Continuous Innovation

Product Adaptability

(I
—XC

Improved Time To Market

People and Process Adaptability

Reliable Results

Source: Software Project Manager’s Bridge To Agility (Sliger& Broderick)
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Benefits of adopting Lean / Agile for technology
product delivery

39% Accelerate Time to Market

Manage Changing Priorities
Increase Productivity

Better Align IT / Business
Enhance Software Quality
Project Visibility

Reduce Risk

Simplified Process

Reduced Cost

VersionOne: State of Agile Survey (2011, n=6000+), percentages show option respondents marked as ‘Highest Important’ -
http://www.versionone.com/pdf/2011 State of Agile Development Survey Results.pdf
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Today, Organizations across industries have
adapted Lean approaches

® Building people then building products — Toyota Production System (TPS)

® A bad process beats a good person every time — System of Profound
Knowledge

Minimize waste and remove variability — Lean Six Sigma
Focusing on the bottleneck — Theory of Constraints
Focus on queues and flow - Lean Product Development

Agile software development — Agile Manifesto
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PMO - The Champion

®E PMO was more advanced with their processes and structure

® Neutrality. Owners of process and there was no ownership of product or
technology

E Knowledge of PMO head with Lean and Agile approaches

B Ability to establish executive steering committee and governance to help
support the organization objective

® Flexibility and adaptability to change direction and approach

ROLAND GAREIS CONSULTING



The Implementation Approach
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The approach — The structure

Building people then building products

Building process tailored to the organization that encompass all cycles from
product ideation to operationalization monitored through gates

Start small and pilot before going big
Build visualization tools (Kanban boards)
Build frequent retrospectives

Build competency model to measure
Manage change

Reward and celebrate
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The approach — Building People

® Building people then building products

» Formal C-Level on value of Lean and agile and the benefit for their
organization

* Formal middle management on new ways of managing in Lean and Agile

* Educate all cross-functional teams on Lean and Agile, new collab
techniques through visualization and self managed teams

* Provide time to attend Lean and Agile tours and conferences
» JIT Training at all levels.
* Learning thru fun games - Get Kanban !!
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The approach — Building Processes

lllustrative Delivery model Value Stream Map for Three Project Types

Initiate and Plan Elaborate m Release and ongoing
~
Ideation idea = ' ¥ Ongoin
< Validation G G going

Initiate and Plan Release
G
Initiate and Plan i Launch and Ongoing

@ Toll-Gate Review

@ Iterative Cycle

Enhancement

Delivery

Maintenance

Technology
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The approach — Building Tools

Kanban is about introducing a set of small J-Curve effects to a less disruptive path to agility

New Performance

Kanban approach to
change

“Change
Implemented”

Old Performance

“Today”

Traditional “Big Bang”
Change

Kanban allows teams to apply “Lean” thinking to everyday work and acts as an incremental change agent
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The approach — Building Tools cont.

Taking inspiration from modern agile thinking, the following properties were derived to
leverage Kanban in software development

System of
Theory of Systems Lean y
. - . Profound
constraints thinking Manufacturing
Knowledge

Kanban Core Properties

* Visualize Work
* Limit Work in Progress
* Measure and Manage Flow
* Make Process Policies Explicit

* Enable Continuous Improvement
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The approach — Building Measures
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Managing Change

 Train and educate
e Build allies and champions
e Start small but think big

Delivery Model Process Adoption

Cultural and Leadership
Behavioral Alignment and Pilots

Change Communication HTEEER <apEEldligy (Lean / Agile /
Enablement Development .
Kanban Adoption)
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Managing Change

Back our assumptions with testable hypothese
Visior Define covering value as performance improv Pmpnta an
. growth as adgption speed Validate our hypothesis fast!
Use Minimum Viable Change
(MVC) approach

Define an overall
vision that will

detormine e -
course of the ;
transformation ’ Measurement Framework

Transformin smallest

Validate
-- increment possible, testing
hypotheses

Measure using the

Explicitly state the
underlying assumptions

used to define the ==~ Pivot : r;ﬂeae.uremkent
ramework
transformation strategy Fundamental shift in S
froser ' strategy, change along
' one specific dimension Continue aslong
Create a measurement as MVC support
framework to (Remee e the vision ,
systematically test all : " .
growth and value Review metrics to Pursue
hypothesis determine validity of

assumptions
Once we know our strategies
are working acceleratel Scale
out the delivery of change

ROLAND GAREIS CONSULTING



Pilot and Rollout

Pick projects that were volunteered by their project sponsors to run thru the
new model

Select 3-4 pilots of projects with various stages

Ensure that projects can run at least a gate review

Perform frequent retrospectives

Have daily Kanban standup

Assign Kanban champions

Assign process coaches and facilitators to the pilot projects
Adjust and make changes to the process framework s
Educate teams to be transparent
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Start Small — Approach on Pilot Projects

Initiate and Plan Validate through Pilots (test Scale Delivery
and learn) Model

—~————

Target Coverage for Pilot*

Delivery Model Pilot

Projects
g v
e W v
v g v v
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Project Kanban System for Delivery Model

Idea Ideation Idea Validation @ Elaboration Iteration Iteration Backlog Delivery @ Ready for
Backlog e o Planning . GReIease
IP Done I IFuture Iterations Next Iteration Current lteratior R b B ' S
I B I I I —I1—I |
N S <15 | F10 F8 F7 ?' Bl |lr| A |
CIIE R B EHEHE] BE 6
/). I F11 | F9 | F6 || F4 | |
‘ ‘ MMF3
[ |
Assumptions F12 I I I I I
Backlog IP Learn I I I I I
I A3 I Pursue I I I I I
™ b Ty 1 L1
I : | | 1 1 1
I Pursue but I I I I I
Modify
l —
(] | | 1 1 1
I :_ l l 1 1 1
I Pivot I I I I I
I 4 | | \ |
Increased diligence on Product | Evolutionary approach towards Emphasis on accepting work in Focus on improving work flow by
Ideation on the through early product delivery by focusing on small batches but delivering removing bottlenecks and
stage validation and learning breaking down work and reducing more frequently reducing wait times
variability

< >
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Retrospective Type: 4 Ls

The Retrospective is a chance for the team to act like a team, hearing every voice,

integrating their perspective and reaching consensus on how to move forward,
better.

“Closure: it’s difficult to start something new when something else remains
mentally or emotionally unclosed”

B List What We :
» Liked
* Learned
* Lacked
* Longed for
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Sample Retrospective

« Kanban & other Tools - Defaulting to old structure

« Better Communication & Collaboration - Feedback on how Agile we have become
+ Alignment with team Values

+ Integration of analytical front end with IT/non IT

Sample

Change is hard and new behavior takes practice « Measure of tools Quantitative /Qualitative
Executive Sponsorship + Prioritization that sticks

Change management

Internal Expertise Leveraged Willingness
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Competency Overview

* Qualitative mechanism to validate the success of Delivery Model change components
* Key behaviors and techniques assessed against a maturity scale

*  Competency chart completed with the teams on a frequent basis

KKKKK

Maturity Scale

Non-Existent Applied with Applied Measurable &

Knowledgeable (2)

(1) Support (3) Independently (4) Optimized (5)
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Transparency provides
the underpinning for a
high trust culture...
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The Learning

E Inshort a Lean organization tries to...
» Reserve enough slack to deliver fast, instead of maximizing utilization
* Treat unfinished work as a liability, rather than an asset

* Move forward with imperfect information instead of waiting for the
perfect plan

» Foster a high trust culture through transparency, reducing the need to rely
on bureaucracy to make decisions
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Summary

E Inshort as a take away...
* Why use Lean and Agile
* How to go about approaching and structuring Lean and Agile
* How to measure its success and sustain the Cl journey
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Questions
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Waffa Karkukly, Ph.D, PMP
karkuklyw@yahoo.com

Happy Projects!
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