Addendum to Kanban the Flow Strategy™
- implementation options & details
September 2019
Developed and sustained by:
● John Coleman on behalf of Orderly Disruption Limited
● Daniel Vacanti on behalf of Daniel S. Vacanti, Inc.
© 2019 Orderly Disruption Limited, Daniel S. Vacanti, Inc.

Offered for license under the Attribution ShareAlike license of Creative Commons, accessible at
http://creativecommons.org/licenses/by-sa/4.0/legalcode and also described in summary form at
http://creativecommons.org/licenses/by-sa/4.0/, By using this Addendum to Kanban the Flow Strategy™ - implementation
options & details, you acknowledge that you have read and agree to be bound by the terms of the Attribution ShareAlike
license of Creative Commons.

© 2019 Orderly Disruption Limited, Daniel S. Vacanti, Inc. Offered for license under the Attribution ShareAlike license of
Creative Commons, accessible at http://creativecommons.org/licenses/by-sa/4.0/legalcode and also described in
summary form at http://creativecommons.org/licenses/by-sa/4.0/, By using this Addendum to Kanban the Flow Strategy™
- implementation options & details, you acknowledge that you have read and agree to be bound by the terms of the
Attribution ShareAlike license of Creative Commons.
Addendum to Guide for Kanban - The Flow Strategy™- implementation options & details | Page 2

An Example of Value

4

Optional and not required

5

Values, principles, roles, starting with what one does now

5

Specific names for cycle times

5

Full-Kitting

6

Drum Buffer Rope replenishment from Tameflow

6

Definitions

9

Funnel

9

Work Item Type

9

Backlog visualization options and whether it’s part of the Workflow

9

Dependency Board

11

Scrum

11

Sprints or other Rhythmic Cycles

11

Use of mini-Kanban-Board for each Work item

12

Kanban - the Flow Strategy™ actively supports the following:

12

Recommended but not required

12

Work Item properties

12

Implementation

13

Mike Burrows’ Definition of Done

13

Potential Workflow Policies given the absence of roles

13

Potential Workflow Policies to optimize Flow

15

Supplementary measures of flow for Kanban - the Flow Strategy™

17

Disincentive to collaborate

17

To have a blocked column or not?

17

For software contexts

18

Common Myths, half-truths, and utter nonsense

18

Does flow trump value?

19

Why doesn't an estimated effort match actual effort?

19

License

19

References

20

© 2019 Orderly Disruption Limited, Daniel S. Vacanti, Inc. Offered for license under the Attribution ShareAlike license of
Creative Commons, accessible at http://creativecommons.org/licenses/by-sa/4.0/legalcode and also described in
summary form at http://creativecommons.org/licenses/by-sa/4.0/, By using this Addendum to Kanban the Flow Strategy™
- implementation options & details, you acknowledge that you have read and agree to be bound by the terms of the
Attribution ShareAlike license of Creative Commons.
Addendum to Guide for Kanban - The Flow Strategy™- implementation options & details | Page 3

An Example of Value
Let’s imagine we are a milk bottling company. Our customer is a food retail chain as they pay us
for our product. Our end-user is a paying customer for our bottle of milk at the food retail chain
and is not a customer of ours. We’re getting bad press about the volume of plastic in our milk
bottle production, we need to cut costs, and we feel guilty about our impact on the planet.
We don’t want to go back to the bad old days of breakages. We might need to run an
experiment to investigate the viability of toughened low-cost recyclable glass bottles with no
foreseen public health side effects. We might have an idea to test based on new glass
production technology. But we don’t want to go too far down the road with a solution without
proving the concept, potentially wasting lots of money and time. So we try to prove the
production technology concept and see what customers and end-users think about it. We think it
is better to find out sooner if we need to persevere, pivot, or stop.
If the proof of concept does not work, the learning is knowledge value. If the proof of concept
does work, the learning is knowledge value. We might need to run more experiments, eventually
experimenting with our potential new glass milk bottle product with the certifying authorities with
larger batches, and so on. After proving concepts, the team can turn its focus on sorting out the
problem with the implementation of that solution.
If it makes the desired impact on the customer’s desire to improve its environmental record, that
would be customer value. If there is the desired impact for milk bottle purchasers, that would be
end-user value. The customer value would entail patent application, approval by certifying
authorities for public safety and the environment, plus sustainable costs without unintended
consequences. If the environment also improved as a result of a trend towards these new glass
bottles, that would also deliver societal value. If these new bottles really catch on and we have
patent protection then we might pivot to glass bottle production, which would generate huge
customer value from customers we don’t know about yet, and it would generate huge societal
value as a consequence.
Sometimes, we have lots of ideas, and we need to experiment with some of them in parallel to
let the data do the talking. Whatever the outcome as long as we release to learn, there is
knowledge value from running experiments.
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Optional and not required
Values, principles, roles, starting with what one does now
In Kanban - the Flow Strategy™, a minimal framework, the following are optional and not
required:
●

values

●

principles

●

roles within teams

●

starting with what one does now

With regard to starting with what one does now, often incremental change is not enough.
Sometimes a big change is needed from the outset like for example limiting collective
WIP.

Specific names for cycle times
Tameflow probably has the most precise visualization of the various types of Cycle Time.
Kanban - the Flow Strategy™ just calls these Cycle Times .

(Tendon and Müller, 2014), with credits also to Chris Achouiantz and Andy Carmichael
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In addition, Tameflow has a precise visualization for Flow Efficiency:

(Tendon and Doiron, 2017)

Full-Kitting
Tameflow’s approach to avoiding work that is blocked to start is “Full-kitting”. It’s about
“making sure that all the ducks are lined up” before starting a Work Item.

Drum Buffer Rope replenishment from Tameflow
Kanban Tokens - (direct quotation with permission from Tendon and Doiron, 2019)

Upstream of the Constraint their purpose is to keep the system busy. These are attached
to an item together with a Replenishment Token (see below). Downstream of the
Constraint their purpose is still to keep the system busy, but without the Replenishment
Token which has been returned to the front of the board to signal that the Constraint is
hungry for work. Once an item is done and out of the system, the Kanban token is
detached from the item and returned to the entry pool, and associated with a
Replenishment Token again.
Replenishment Tokens - (direct quotation with permission from Tendon and Doiron, 2019)

Upstream of the Constraint, their purpose is to keep the Constraint busy. They provide
the drum beat to signal pull/selection of work: a new item may be released into the
Workflow only if there is a free Kanban Token and a free Replenishment Token that can
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be attached to it. Note well: a Replenishment Token alone is not sufficient to allow for a
new Work Item to be released into the system. Once consumed by the Constraint, the
Replenishment Token returns to their entry pool on the Throughput Management board,
waiting for Kanban Tokens to come back to and be associated with them.
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Definitions
Funnel
A container for potential Work Items that have not yet been added to the Backlog. One
might use terms like “Hopper”. A Funnel can be useful when the team has to prioritize
operational work from a number of sources with due dates falling in the next 3+months,
some of which have dependencies with 9 month cycle times for example. The main
benefit is to prevent cognitive overload by providing a parking lot for potential Work Items
in the Backlog. The preference is to just have a Backlog and a single Backlog at that.

Work Item Type
A categorization for a Work Item, often but not necessarily signaled via color, symbol,
avatar or swimlane. Examples include feature, bug, project work, operational work. Work
Item Type is not to be confused with type of work such as tree planting or glass making.
Work Item Type is not to be confused with class of service such as standard, (real) fixed
date, expedite or intangible.

Backlog visualization options and whether it’s part of the Workflow
By visualizing work with a Kanban Board, a team (regardless of organizational level) can
apply the set of practices laid out in the Kanban - the Flow Strategy™ guide to more
effectively optimize (customer and/or end-user and/or knowledge and/or societal) value
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delivery. The practices borrow from and build upon avoidance of local optimization, lean
thinking, product development flow, and queuing theory.
A beneficial side effect of optimizing value (discovery and/or delivery) is that it provides
many more opportunities to analyze, sense, respond or probe, sense, and respond,
whether that is research work, a product, a process, a service, or a Job to Be Done.
The Backlog must exist but it is not necessary for it to be part of the Workflow. The
Backlog could either be displayed in one dimension like a prioritized list, or it could be
displayed in a multi-dimensional manner to improve sense-making, e.g.,
story-map/impact-map. 12 Steps to Flow: The New Framework for Business Agility

(Shaughnessy and Goulding, 2018) and Flow Academy ( Shaughnessy and Goulding, 2019, 1)

can help with pruning the Backlog through its 21st-century customer segmentation
approach; that approach reduces time wasted on work of low value and helps with
disruptive innovation.

Multi-dimensional Backlog in Story Map format - Story Map (StoriesOnBoard, 2019) would then feed a Kanban board.
Please also check out Impact Mapping

Kanban board including 1-dimensional Input Queue without story map (Kanbanize, 2019)
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A portfolio Kanban Board (Kanbanize, 2019)

Dependency Board
When multiple teams collaborate, one either attempts to minimize dependencies and/or
restructure to eliminate them. When dependencies still exist, a dependency board can
be used.

Scrum
Kanban the Flow Strategy™ is based on the Kanban Guide for Scrum teams by Daniel
Vacanti and Scrum.org. Professional Scrum with Kanban still requires Scrum as rule 0.
The Professional Scrum with Kanban (PSK) class is stewarded by Steve Porter, Daniel
Vacanti, and Yuval Yeret. PSK does allow for Kanban upstream and “dare we say it”,
downstream. This Guide for Kanban - the Flow Strategy™ has many differences to the
Kanban Guide for Scrum teams; for a start, Scrum is optional and not required. Indeed
other complementary practices to Scrum such as Lean UX are also optional and not
required for Kanban.

Sprints or other Rhythmic Cycles
Kanban - the Flow Strategy™ does not have sprints - that is true. Kanban - the Flow
Strategy™ can have the equivalent of sprints; they are optional and not required.
Kanban for Complexity for Teams and Servants™( Coleman, 2019) requires the equivalent
of sprints.
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Use of mini-Kanban-Board for each Work item
Try “Kanban Board on a Kanban Board” design to keep the focus on value delivery when
sub-items get delivered., each Work Item in itself being represented a
mini-Kanban-Board on a Kanban Board so there might be greater focus on Work Item
completion over completion of activities (credit to Craig Larman for passing on that idea).

Kanban - the Flow Strategy™ actively supports the following:
●
●
●
●

Kanban Guide for Scrum Teams - ( S
 crum.org, Vacanti, D. , 2018)
Tame Your Work Flow - (Tendon and Doiron, 2019).

Scrum.org’s Evidence Based Management - (Scrum.org, 2019, 1)
Flow: A Handbook for Change-Makers, Mavericks, Innovation Activists and
Leaders: Digital Transformation Simplified. 1st ed.(Shaughnessy and Goulding,
2019, 2)

●

●

De-scaling patterns such as Scrum.org’s Nexus (Scrum.org, 2019, 2), and Large
Scale Scrum (LeSS) (Less.works, 2019), albeit using Kanban - the Flow Strategy™
Patterns that optimize the flow of value the Kanban - the Flow Strategy™ way.

Recommended but not required
Work Item properties
It is recommended and not required that each Work Item has the following properties:
●
●

Name/description accountable owner (as if many are responsible, it’s useful to
have someone “on point” to talk about the Work Item)

customer started/selected/committed date (there could be multiple commitment
points)

●

multiple “started” dates (there could be multiple of start dates for multiple
definitions of WIP in the Workflow) - note that one start date is mandatory in the
main guide.

●

Multiple “delivered”/”done” dates (there could be multiple delivery points) - note
that one finish date is mandatory in the main guide.
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Implementation
●

●

●
●
●

Regardless of whether Kanban - the Flow Strategy™ seems like the right fit in
theory for a context, Kanban - the Flow Strategy™ should only be used by people
who fully embrace Kanban - the Flow Strategy™.

Respect “No”, even if we desperately depend upon people who don’t embrace
Kanban - the Flow Strategy™, the suggestion is to use dependency management
rather than bring people who say “No No” into the tent ( Kotter, 2019).
Compatible online learning is available on HUGE.IO for Kanban (Wovchko, 2019).
Consider the use of AskKanban (Wovchko, 2019).

ActionableAgile provides great Kanban analytic tools (Vacanti, 2019). Troy
Magennis’s Throughput Forecaster includes risk in its forecasts (Magennis, 2019).
These tools worked well for the authors. With all tools, the quality of the forecast
is dependent on the quality of the inputs.

Mike Burrows’ Definition of Done
Done (adj) /dʌn/
Someone’s need was met. (Burrows, 2019)
This begs the question “H
 ow (if at all) does your process confirm to you that someone’s

need was indeed met?” (Burrows, 2019)
For this definition, consider also whether we learned something through stakeholder feedback.

Potential Workflow Policies given the absence of roles
Our sense is that If everyone is responsible, no one is responsible. Therefore, some
Workflow Policies should clarify about who (usually more than one person) owns each of
the following, in consultation with all other team members:
●
●
●
●
●

Owning the shared-purpose creation, re-alignment, and evolution
Stakeholder management
Pruning the Backlog continually
Redesign of Kanban Board to optimize for flow and to improve signaling, without
tinkering
Review of Kanban - the Flow Strategy™ measures, charts with a view to
optimizing the flow
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●

Right-sizing of work to match the Service Level Expectation (SLE).

image courtesy of Daniel Doiron, © Daniel Doiron 2019

Kanbanize (2019) - a potential flaw in this Kanban board design is that waiting & working should be parallel so cards move
left to right even if there are multiple waits. But even the best Kanban Board design is useless without some Workflow
Policies around the board
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Health Warning - horizontal Active and Inactive lanes might be more useful than vertical Queue/Waiting-for and In
Progress columns, because In Progress often isn't really active:(, and may also involve some waiting time. The downside
of Active and Inactive for knowledge work is team members can lack transparency about what’s started but not really
moving

Potential Workflow Policies to optimize Flow
●

●
●
●
●
●
●
●
●
●
●
●
●

whether to have a team board - when intra-team collaboration energy is low,
inter-team Kanban Boards can make more sense, i.e., inter-team is the team
from a Kanban perspective
how to read the Kanban Board (for example, right to left, top to bottom, etc.),
possible card moves,
which commitment point(s), delivery point(s), cycle time(s) & throughput(s) are
measured
level of transparency of “other work”,
use of colors, use of tokens/legends/symbols/avatars/magnets,
use of dots or start dates & end dates,
behavior when finished with a Work Item,
advocacy/ownership of cards,
moving cards on another’s behalf (or preferably not), assignment of work,
attitude to perfectionism,
use of active/underway or inactive/blocked, use of queue and in-progress or
in-progress and complete/done,
handling of WIP limits & replenishment for emergencies,
whether to use WIP-limits / CONWIP ( Ieeexplore.ieee.org, 2019) /
Drum-Buffer-Rope / frugal-replenishment. Imagine a water pipe with a valve
controlled by a tap and the tap is almost closed, restricting inflow.
Frugal-replenishment is the metaphorical equivalent of almost closing the tap
between the Backlog and “selected” Work Items, effectively matching arrival rate
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●
●
●
●
●
●
●
●
●
●
●
●

●
●

●

●
●

and Throughput if appropriate; it’s useful for teams that lack the discipline for WiP
limits.
If we have a stable & ridiculously expensive constraint in the Workflow, use of a
buffer (or not) before the constraint,
what is acceptable and/or not acceptable to do in slack time,
when to swarm,
replenishment rules (frequency/on-demand, and how we decide the priority and
the sequence), when to replenish/start/commit and which item(s)
pull (in-progress card move) rules, when to pull and logic for deciding which
item(s)
definition of a stale/risky Work Item, and what to do if a Work Item is deemed to
be stale or risky,
classes of service, in particular, the use of intangible work for improving the
system and/or avoiding long term work eventually becoming an emergency
what to do with work that is not ready to pull,
approach to learning new skills,
approach to avoidance of failure demand (Seddon, 2019),
how far upstream and downstream the Kanban Board should go,
how to visualize successful/failed probes (or any other abandoned Work Items
without ruining our Kanban statistics & charts, generally better to move an item to
“done”, annotating it appropriately)
if we use electronic tooling, what are the shortcomings of our tools, and how do
we prevent them from making our Kanban implementation suck
review opportunities for black swan farming to “grow 100 flowers” (Kawasaki,
2019), also known as “taking a bite” ( Less.works, 2019). Refer to the Maersk Cargo
case study ( Arnold, Yüce, 2019). In that study, some Work Items were 100s or
1000s of times more valuable than others, and one would only discover the value
in retrospect after delivering them.
consider the de-emphasis of the Minimum Viable Product / Minimal
Outcome-Value Effort ( Tendon and Doiron, 2017) concept. In particular, MVP is a
good idea with a major downside. Why put all your money on a minimum effort to
get external feedback on and learn from a Minimum Viable Product. People tend
to struggle with what “minimum” means, and get tied up still with large Work
Items . “MVP” is metaphorically equivalent to laying money on 4 tables in a casino
when one can instead potentially lay smaller amounts of money on 10 tables,
potentially discovering that the 9th table in the sequence is where all the action
is. In addition, the concept MVP is rarely understood properly.
Approach to logging of wait time of say over one day - to log or not, how long
before you log the start of wait time
Approach to visualizing blocked Work Items

This is not a comprehensively exhaustive list.
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Supplementary measures of flow for Kanban - the Flow
Strategy™
●
●
●
●

When there is more than one active column - Relative Work Item Age: Work Item
Age relative to the in-progress state.
Flow Efficiency: The %non-waiting-time of cycle-time for Work Items that were
selected.
The number of learnings from experiments
Failure Demand, which is caused by a failure to do something or do something
right for the customer (Seddon, 2019)

This is not a comprehensively exhaustive list. We prefer you to look at Scrum.org’s
Evidence Based Management. Also, consider “what is the devil behind each measure”.
In other words, how could this measure be abused (as that’s what’s likely to happen).
For example, comparing teams or any other form of league table is the absolute worst
idea; it unleashes creativity and gaming. People figure out how to play the game. What’s
more important is whether each team or team of teams (or whatever) is getting better or
worse, and having sincere discussions and real action in the pursuit of continuous
improvement.

Disincentive to collaborate
If team members have a strong disincentive to collaborate, it often makes sense to
implement Kanban from a different lens / level, i.e., where there is collaborative energy,
e.g., serving product/service/project teams by collaborating with those teams rather than
lack of collaboration between team members in some “centers of excellence” or other
siloes. If the collaboration energy is between people on different teams rather than one’s
own team, one needs to carefully consider whether an inter-team (or another format that
harnesses existing collaborative energy wherever that is) Kanban Board updated by
those teams would be more useful. A group of people who care about each others’ work
(and when/whether it gets finished), is the basic atomic unit required for agility.

To have a blocked column or not?
Having a “Blocked” active / in-progress column is usually an anti-pattern. It is sometimes
good to see Work Items that are blocked from starting though, however one decides to
visualize them. One usually needs to see where in the workflow Work Items are blocked
and the expectation is that Work Items move up or down and/or left to right. Also, having
a “blocked” active/in-progress column indicates that blocked is normal.
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For software contexts
Avoid technical debt (Alliance, Letouzey and Whelan, 2019) / failure demand (Seddon,
2019) by:
1. Deploying the “boy scouts’ rule” (Medium, 2019)

2. Using Extreme Programming (Extremeprogramming.org, 2019)

and/or Software Craftsmanship (Manifesto.softwarecraftsmanship.org, 2019) and/or
Continuous Delivery (Humble and Farley, 2010) - it nothing else please consider
Test Driven Development

3. Consider threes instead of pairs (Tricotocon - Snowden, 2019)

4. Use Specification by Example (Adzic, 2012), with some nuances, also referred to
as Behaviour Driven Development or Acceptance Testing Driven Development
5. Referring to the DevOps handbook (Kim et al., 2016)
Using mob programming (Z., Baga and Lucian, 2019).

Common Myths, half-truths, and utter nonsense
●

Kanban can only be used for obvious or complicated work, and cannot be used
for complex work - a myth. Kanban for Complexity™ ( Coleman, 2019) supports
complexity.

●

Kanban cannot be used when there are stable & ridiculously expensive
constraints - a myth. 1). The Principles of Product Development Flow: Second
Generation Lean Product Development.  did allow for the eventuality of stable &
ridiculously expensive constraints, it just didn’t focus on that topic. 2).
Tameflow( Tendon and Doiron, 2019) is true to both the Theory of Constraints
(Goldratt, 1999) and Kanban - the Flow Strategy™.

●

Kanban - the Flow Strategy™ i s an evolutionary change method - a myth.
Kanban - the Flow Strategy™ is “what it says on the tin”, nothing more, nothing
less. Active management of WIP is quite a big step. Sometimes, kaizen is not the
only path, and exponential change is needed ( Buhler, 2019) even if kaizen is often
the more trodden path. A respected Kanban thought leader, Andy Carmichael,
once said something like “A dinosaur would not have survived a meteor hit and
Ice Age with a longer tail and sharper teeth”. Sometimes a significant change is
needed in order to survive, in order to sustain, in order to be resilient, in order to
be antifragile (Taleb, 2012).  T
 hat said, Kanban - the Flow Strategy™ does
support evolutionary change such as asking “what is the smallest thing we can
change” (Maurer and Hirschman, 2013).

© 2019 Orderly Disruption Limited, Daniel S. Vacanti, Inc. Offered for license under the Attribution ShareAlike license of
Creative Commons, accessible at http://creativecommons.org/licenses/by-sa/4.0/legalcode and also described in
summary form at http://creativecommons.org/licenses/by-sa/4.0/, By using this Addendum to Kanban the Flow Strategy™
- implementation options & details, you acknowledge that you have read and agree to be bound by the terms of the
Attribution ShareAlike license of Creative Commons.
Addendum to Guide for Kanban - The Flow Strategy™- implementation options & details | Page 18

Does flow trump value?
What is value if the external customer has not yet confirmed it, and /or what is value if
we don’t know yet who the customer is? Value is rarely certain, therefore flow usually
trumps value (in many contexts it’s close as in 51%:49%) as it’s usually better to find out
sooner if we’re on the right track. When value is certain, trade-offs might result, but one
should avoid trade-offs that might harm long term flow.

Why doesn't an estimated effort match actual effort?
There is a saying “even a broken clock is right twice a day”. These are some main
reasons why estimated effort can differ a lot from how long things actually take:
○
○
○
○
○

Unnecessary complication (Rainsberger, 2019)
Many (maybe most) people suck at estimation
Delivery risk transpiring as (blocking) issues
Wait time, cycle time tends to bear little resemblance to the estimated effort
Complexity (but this is not the biggest consideration in a push system. Wait time
tends to be the dominant factor in a push system).
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