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Best Practices for 

Applying Lean in IT

Felix Enescu



Lean has a proven track record 

of simultaneously improving 

cost, quality, speed and agility



Lean Is a Robust Management Discipline 

Road-Tested in Manufacturing

Lean: a systematic enterprisewide 

approach to eliminating waste and 

adding value for the customer

Lean Principles

üUnderstand how value is perceived 

by the customer

üRemove "waste" from 

end-to-end value streams

üFlow cleanly from start to finish

üMake what is pulled by customers, 

don't build for stock

üSeek perfection through continual 

improvement

1850

1900

1950

2000

1800 Interchangeable parts (1798)

Eli Whitney

Blueprints (1842) 

Sir John Herschel

Standardized work (1903) 

Fredrick Taylor

Production line (1908) 

Henry Ford

TQM, SPC (1951) 

Edward Deming

Joseph Juran

Kaoru Ishikawa

Lean Manufacturing (1995) 

Toyota Production 

System (1950 - present)

Eiji Toyoda, Taichi Ohno

Source: Cunningham, J., and Jones, D., ñEasier, Simpler, Fasterò 

Productivity Press, New York, 2007. James P. Womack, Daniel T. 

Jones, "Lean Thinking," Free Press 1996, 2003.

http://images.google.com.au/imgres?imgurl=http://www.dkimages.com/discover/previews/942/25019575.JPG&imgrefurl=http://www.dkimages.com/discover/Home/Science/Scientists/Scientists-01.html&h=768&w=614&sz=121&hl=en&start=4&tbnid=UB3SehGUNW6njM:&tbnh=142&tbnw=114&prev=/images%3Fq%3DSir%2BJohn%2BHerschel%26gbv%3D2%26hl%3Den%26safe%3Doff%26sa%3DG
http://images.google.com.au/imgres?imgurl=http://cache.viewimages.com/xc/3072464.jpg%3Fv%3D1%26c%3DViewImages%26k%3D2%26d%3D396B455078B246ECFFD99E339181B03AA55A1E4F32AD3138&imgrefurl=http://www.jamd.com/image/g/3072464&h=560&w=460&sz=127&hl=en&start=9&tbnid=PhMwtHItaNYVTM:&tbnh=133&tbnw=109&prev=/images%3Fq%3DEli%2BWhitney%26gbv%3D2%26hl%3Den%26safe%3Doff%26sa%3DG
http://images.google.com.au/imgres?imgurl=http://home.att.net/~nickols/FWTaylor.jpg&imgrefurl=http://home.att.net/~nickols/FWTaylor_portrait.htm&h=853&w=559&sz=23&hl=en&start=1&tbnid=shYfNmslcIK3hM:&tbnh=145&tbnw=95&prev=/images%3Fq%3DFrederick%2BWinslow%2BTaylor%26gbv%3D2%26hl%3Den%26safe%3Doff%26sa%3DG
http://images.google.com.au/imgres?imgurl=http://morningnoonandnight.files.wordpress.com/2007/08/ford_model_t_henry.jpg&imgrefurl=http://morningnoonandnight.wordpress.com/2007/08/&h=528&w=564&sz=20&hl=en&start=2&tbnid=GH_opQiHaCeReM:&tbnh=125&tbnw=134&prev=/images%3Fq%3Dmodel%2Bt%2Bford%26gbv%3D2%26hl%3Den%26safe%3Doff
http://images.google.com.au/imgres?imgurl=http://www.monografias.com/trabajos11/primdep/Image1502.gif&imgrefurl=http://www.monografias.com/trabajos11/primdep/primdep.shtml&h=171&w=120&sz=19&hl=en&start=6&tbnid=WyqwOjLtT7KXTM:&tbnh=100&tbnw=70&prev=/images%3Fq%3DKaoru%2BIshikawa%26gbv%3D2%26hl%3Den%26safe%3Doff%26sa%3DG
http://images.google.com.au/imgres?imgurl=http://images.amazon.com/images/P/0892563508.01.LZZZZZZZ.jpg&imgrefurl=http://www.carbodydesign.com/books-production.html&h=475&w=317&sz=168&hl=en&start=3&tbnid=2eLZU9Vb1cYBLM:&tbnh=129&tbnw=86&prev=/images%3Fq%3Dthe%2Bmachine%2Bthat%2Bchanged%2Bthe%2Bworld%26gbv%3D2%26hl%3Den%26safe%3Doff%26sa%3DG


Applying Lean Principles: Understand 

How Value Is Perceived by the Customer

× Product development
ð e.g., from design to 
product launch 

× Information management
ð e.g., order-to-cash 

× Physical transformation
(or service delivery) 
ð e.g., production process

Source: James P. Womack, Daniel T. Jones, "Lean Thinking," Free Press, 1996, 2003 

Source: Cunningham J., Jones, D., "Easier, Simpler, Faster," Productivity Press, New York, 2007

IT has a role in 
supporting each 
business value 
stream, 

and each type 
of value stream 
exists in IT

Customers perceive value as a product or service 

that meets their needs at a specific price and time

Value is created via three main value streams:



Applying Lean Principles: Remove 

"Waste" From End-to-End Value Streams

Principle

ÅContinually improve 

end-to-end value streams 

(to create more value)

Process

ÅContinual improvement applied to 

value streams 

Å Identify waste ð anything that 

does not contribute to value

ÅEmploy end-to-end metrics to 

gauge success

Outcome

ÅLess waste, more value

Value stream 
view

Process view

Considers end-to-
end view of value 
stream

Considers single 
process or silo

Identifies 
non-value-adding 
steps

Identifies non-
value-added 
within a process

Improvements 
significant but 
hard to achieve

Improvements 
incremental but 
easier

Long-term 
strategic focus

Short-term, 
tactical focus



Applying Lean Principles: 

Flow Cleanly From Start to Finish
Principle

Å Structure value streams so they flow 
smoothly without delays, interruptions, 
or wasted effort.

Process

Å Smooth and speed up the 

flow of value

- For example: structure software 
development around delivering 
small increments of business 
value, with all necessary skills on 
same team (customer 
understanding; domain 
knowledge; architecture; design; 
and so on)

Å Invest in automated testing

Outcome

Å Fewer hand offs reduces errors and 
rework, enhancing efficiency and 
customer satisfaction

For example: invest in 

automated testing

Source: Adapted from Poppendieck, M., "Implementing Lean Software Development," Pearson Education, 2007



Applying Lean Principles: Make What Is 

Pulled by Customers, Don't Build for Stock

Principle

Å Shrink inventory (work in queue)

Å Deliver fast (in small batches)

Å Defer commitment as late as possible

Process

Å Break larger projects into multiple 

projects of smaller size

Å Adopt continuous testing, continuous 

integration, continuous release

Outcome

Å Quicker delivery, reduced schedule 

variance, customer satisfaction

For example: provisioning PCs



Applying Lean Principles: Seek Perfection 

Through Continual Improvement

Principle

Å Apply continual improvement to 

standardized work processes

Process

Å Train and empower frontline 

people to continually improve 

processes

Å Where sensible, production is 

stopped when a staffer spots a 

quality problem

Å Apply root cause analysis (similar 

to ITIL's problem management)

Outcome

Å Fewer failures, higher quality

Toyota's Andon empowers 

frontline staff



Use a "Lead Engineer" To Embed Lean

Principle:

Å Deep and wide leaders 
deliver better value

Process:

Å Formalize role of expert responsible 
for horizontal and vertical integration

Å Highly credible individual with a long-
term commitment to outcomes

Å Provides guidance, education and 
support to multidisciplinary teams

Å Use 'big room' environment to 
maximize communication 

Outcome:

Å Faster cycle time, fewer defects, 
delivers better value, deliverables 
designed for maintainability

Linus Torvalds



The Traditional Journey to Lean 

Can Take 10 Years ... or More

Quality Mgmt. System 

ISO 9001

CMM(I)

Agile 

ITIL 

CobiT

Six Sigma

Lean

Document what you 

do; do what you 

document

Copy/adapt best-

practice processes

Improve 

and 

innovate the 

process 

Focus on value,

cost, agility, speed, 

quality,

reduce waste

10 years

Top 

Down

Bottom 

Up



Shortening the Journey to Lean

1) Focus on Culture

Traditional Lean

Individual contributors Work as part of a team

Self-paced work Process-based work

Do whatever it takes to 

complete the task
Follow the defined process

Results are the focus
Focus on process to 

create consistent results

Reward heroes 
Reward teams for 

process improvement

Improvement led 

by "experts"

Improvement is 

everyone's job

Source: David Mann, "Creating A Lean Culture"



Shortening the Journey to Lean

2) Focus on Leadership

ÅLeaders "own" the cultural transformation

ÅBe guided by a mentor/guru

Å"Learning to see" ð via a "gemba walk"

(value stream, waste)

ÅExperiential learning is the most effective

Å"Standard work" (processes) 

for leaders and employees 

ÅWalk-the-LEAN-Talk

Source: David Mann, "Creating A Lean Culture"



BPOfirm: An Experienced CIO 

Leading a Lean Transformation
Driving Principles

Focus on Business value

Build integrity in

Internalization

Customer perspective

Automate

Precisely know how you're doing

Judgment first, process second

Actions

Â Used lean in applications development and as 

"business impairment" in service delivery

Â Testers, infrastructure, operations, applications 

development and support

Â Used consultants selectively, all efforts based on 

internal research

Â Used internal non-IT stakeholders to critique and 

identify improvement opportunities

Â Built on process standardization, then automation 

(e.g., scripted testing, release)

Â Balanced scorecard and supporting dashboards

Â Strong focus on developing people



Focus First on Value . . . 

ÅYou can't improve all processes 
or fix all problems

ÅIdentify what initial changes or improvements will 

deliver:
Áthe greatest VALUE

Áwhich are ACHIEVABLE

Ácan be delivered QUICKLY 

ÅWhat can you do that simultaneously improves 
cost, quality, speed and agility?

ÅOnly when you can "see" value are you able to 
tell what is waste ð and then start to get rid of it



To Create Greater Value Build 

Cross-Functional Process Capabilitiesé

ÅOptimize performance across the entire value 
stream, considering the entire product or 
service, not just a part of it.

ÅCreate metrics that reflect this 
end-to-end perspective

ÅFocus most attention on the interfaces
(functional and organizational boundaries)

ÅWhat can you do to simplify, speed things up or 
prevent problems at these interfaces?



é Then Focus on Waste

Deadly waste Business problem IT problem

Overproducing
Producing stuff before 
there's a valid order

Extra features

Too much waiting
Lengthened cycle time, 
reduces agility

Delays

Too much 
conveyance

Unnecessary 
transportation of material 
between sites

Hand offs

Overprocessing
Processes longer or more 
complex than necessary

Relearning, 
non-value-adding steps

In-Process 
inventory

Build up of 
work-in-process
or raw materials

Requirements, queues or 
partially done work

Unnecessary 
movement

Inefficient workplace; 
layout causing extra work

Task switching, 
finding information

Too many defects
Poor process quality, 
too much rework

Defects

Source: Adapted from Poppendieck, M., "Implementing Lean Software Development," Pearson Education, 2007



Toyota Used Cross-Functional 

"Waste Buster" Teams to Reduce Wastage

Business Partner       Solution Leader       Service Provider

W astebusters:
Understanding the value of IT spend

Future Value-Add

Current Value-
Add

Incidental

Waste

Current 
year �¶s 
opex

budget

Opex from 
new capex 
investment

Usage, CPI, 
contracted 
increases Wastebusters 

cost 
reduction

Next year �¶s 
opex

budget

$

W astebustersAûaim is to 
offset these cost-ups.

(1) Eliminatewaste

(2) Minimise
incidental costs

(3) Protect
current and 
future value-
add

W astebuster teams:

Telecommunications

Managed Services

Professional Services

Hardware & Repairs & 
Maintenance

Licensing

Other

W astebuster teams:

Telecommunications

Managed Services

Professional Services

Hardware & Repairs & 
Maintenance

Licensing

Other
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