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Visualization is all about feedback×



Visualization is all about feedback×

Image this 
with lag* 

*delayed feedback
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And about shared understanding
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Illustration: Jeff Patton and Luke Barrett's



And about shared understanding



Workflows



Jimmy Janlén, Crisp

What flows 
through the 
system?
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What flows 
through the 
system?



Lean in a nutshell

Lean º Focus on the flow,
not on how to keep people busy



How do you 
optimize flow here?
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Bottlenecks
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Bottlenecks

IãmURGENT! 
Let methrough!

Iãmstuck. Iãmgonna
start working on 

that thing instead×

Progress is red. Weneed
to moveourdeadline to 

turn it green.
I donãtSEE progress. 

I needmorestatus 
report meetings.

Screwthis. Iãm
bypassing

qualitychecks.

Damn this 
traffic! Well, 
whatever... 
As long as 
Iãm busy I 

deserve my 
paycheck.
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Bottlenecks What does Lean teaches us?
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Bottlenecks

Letãshelpthis
carthatãsstuck.

Letãsbroadenthe 
road here.

P

Reducethe pressureuntil
bottleneck is resolved.
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Maintain flow How can we maintain the flow?
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Maintain flow

Limit input to the 
roads capacity.

Max 10 cars
on the road

Have enoughslack to 
handleurgent work

and to do 
improvements.

Have enoughslack to 
handleurgent work

and to do 
improvements.

Iãmdone. Lets see
whats next.
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Kanban
1. Visualize the 

workflow. 
Both steps 
and work.

2. Limit WIP

3. Measure and 
optimize flow 
(lead time)
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Kanban

How?

WoW

WA

4. Explicit rules 
and policies

What should we do next?
Do we have a VIP queue? What is done? 

When itãs done?

What are the rules
of the game?
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Kanban 5. Improve as 
a team!



Step 1 ðVisualize the flow

and the work
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Flows
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Flows
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Flows
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Flows



Step 2 ðPark!

Relieve the pressure
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Parked

Parking Lot Parked by Person

P-Lot with states



Step 3 ðAgree upon rules

So you can discuss how to improve them
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Explicit Policies
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Legend

Legend



Step 3 ðPrevent overflow

Stop starting. Start finishing.
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Limit Work In Progress

WIP Limits
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Limit Work In Progress

Limit by Space
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Manage urgencies

Urgent lane

with Criteria
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Manage urgencies

Fire Helmets



Step 4 ðReveal bottlenecks

Where do thou hide waste?
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Test

Whatdoesit mean
whena Post-it is 
in the áTESTá 

column?
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Internal queues
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Internal queues

Internal queueInternal queue
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External interrupts

Interruption Buckets


