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Kanban 



Why Kanban? 

• Jim: “Now we’ve finally gone all-out Scrum!” 

• Fred: “So how’s it going?” 

• Jim: “Well, it’s a lot better than what we had before...” 

• Fred: “...but?” 

• Jim: “... but you see we are a support & maintenance team.” 

• Fred: “yes, and?” 

• Jim: “Well, we love the whole thing about sorting priorities in a product backlog, self-organizing teams, daily 

scrums, retrospectives, etc....” 

• Fred: “So what’s the problem?” 

• Jim: “We keep failing our sprints” 

• Fred: “Why?” 

• Jim: “Because we find it hard to commit to a 2 week plan. Iterations don’t make to much sense to us, we 

just work on whatever is most urgent for today. Should we do 1 week iterations perhaps?” 
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Source: http://blog.crisp.se/henrikkniberg/ 



• Fred: “Could you commit to 1 week of work? Will you be allowed to focus and work in peace for 1 week?” 

• Jim: “Not really, we get issues popping up on a daily basis. Maybe if we did 1 day sprints...” 

• Fred: “Do your issues take less than a day to fix?” 

• Jim: “No, they sometimes take several days” 

• Fred: “So 1-day sprints wouldn’t work either. Have you considered ditching sprints entirely?” 

• Jim: “Well, frankly, we would like that. But isn’t that against Scrum?” 

• Fred: “Scrum is just a tool. You choose when and how to use it. Don’t be a slave to it!” 

• Jim: “So what should we do then?” 

• Fred: “Have you heard of Kanban?” 

• Jim: “What’s that? What’s the difference between that and Scrum?” 

• Fred: “Here, read about Kanban” 

• Jim: “But I really like the rest of Scrum though, do I have to switch now?” 

• Fred: “No, you can combine the techniques!” 
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Kanban has 3 main rules 

 

2. Limit the things you work on (WIP – work in progress) 

 This is to make sure you focus on a few things at a time. The rule of thumb is to focus on 

finishing things instead of starting. It also helps you stop queues from forming within your 

system. 

 

 

3. Optimize on cycle time,  

 that is the time it takes from when you start working on something until it’s done, released 

and you start earning money from it. 
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1. Visualize your workflow.  
 

 When you visualize, it’s easier to see your 
bottlenecks and what you see is what you can fix. 

Source: http://www.crisp.se/articles/kanban-kick-start.pdf 



WIP – Work in progress 
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DON‘T FORGET: Less is more 

Ongoing column has to be limited. 

In Kanban WIP is limited per workflow state. 

In Scrum WIP is limited per unit of time. 
Source: http://blog.crisp.se/henrikkniberg/ 



Why introduce WIP limit? 

 

Once we have WIP limits in place we can start measuring and predicting 

lead time, i.e. the average time for an item to move all the way across the 

board.  

 

Having predictable lead times allows us to commit to SLAs (service-level 

agreements) and make realistic release plans. 
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Kanban as an empirical process 
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Kanban is empirical in the sense 
that you are expected to experiment 
with the process and customize it to 
your environment.  
In fact, you have to experiment. 

Kanban says you should limit WIP. So what should the 
limit be? 
Don’t know, experiment! 

Source: http://blog.crisp.se/henrikkniberg/ 



Kanaban metrics 

 

Kanban gives you is a few very useful real-time metrics: 

 

• Average lead time.  

Updated every time an item reaches “Done” (or whatever you call your right-

most column). 

 

 

• Bottlenecks.  

Typical symptom is that Column X is crammed with items while column X+1 is 

empty. Look for “air bubbles” on 

your board. 
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2009-08-29 

orem ipsum dolor sit 
amet, nse ctetur adi 
pis cing elit nisl 

2009-09-01 

orem ipsum dolor sit 
amet, co nse ctetur 
adi pis cing elit nisl 

Analysis Development Acceptance Prod Next 

Definition of Done: 
•Customer accepted 
•Ready for production 

Ongoing Done 

Definition of Done: 
•Code clean & checked in on trunk 
• Integrated & regression tested 
•Running on UAT environment 

Ongoing Done Ongoing Done 

Definition of Done: 
•Goal is clear 
•First tasks defined 
•Story split (if necessary) 

2 3 3 2 

2009-09-02 

orem ipsum dolor 
sit amet, co nse 

2009-08-27 

orem ipsum dolor sit 
amet, adi pis cing 
elit nisl 

2009-08-20 

orem olor sit amet, 
co nse ctetur adi pis 
cing elit nisl 

2009-08-30 

orem ipsum dolor sit 
amet, co adi pis cing 
elit nisl 

2009-09-08 

2009-08-25 

orem ipsum dolor sit 
ctetur adi pis cing 
elit nisl 

orem ipsum dolor 
sit amet, co nse 
ctetur 

orem ipsum dolor 
sit amet, co nse 
ctetur 

orem ipsum dolor 
sit amet, co nse 
ctetur 

orem ipsum dolor 
sit amet, co nse 
ctetur 

orem ipsum dolor 
sit amet, co nse 
ctetur 

orem ipsum dolor 
sit amet, co nse 
ctetur 

orem ipsum dolor 
sit amet, co nse 
ctetur 

orem ipsum dolor 
sit amet, co nse 
ctetur 

xxxx 
kjd dj d 
xxx 

Kanban kick-start example 
Henrik Kniberg www.crisp.se/kanban/example 

version 1.2 
2009-11-16 

orem ipsum dolor 
sit amet, co nse 
ctetur 

Source: http://blog.crisp.se/henrikkniberg/ 



Scrum vs Kanban 
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More prescriptive More adaptive 

XP 
(13) 

Scrum 
(9) 

Kanban 
(3) 

Do Whatever 
(0) 

RUP 
(120+) 

• Architecture Reviewer 
• Business Designer 
• Business-Model Reviewer 
• Business-Process Analyst 
• Capsule Designer 
• Change Control Manager 
• Code Reviewer 
• Configuration Manager 
• Course Developer 
• Database Designer 
• Deployment Manager 
• Design Reviewer 
• Designer 
• Graphic Artist 
• Implementer 
• Integrator 
• Process Engineer 
• Project Manager 
• Project Reviewer 
• Requirements Reviewer 
• Requirements Specifier 
• Software Architect 
• Stakeholder 
• System Administrator 
• System Analyst 
• Technical Writer 
• Test Analyst 
• Test Designer 
• Test Manager 
• Tester 
• Tool Specialist 
• User-Interface Designer 
• Architectural analysis 
• Assess Viability of architectural 

proof-of-concept 
• Capsule design 
• Class design 
• Construct architectural proof-of-

concept 
• Database design 
• Describe distribution 
• Describe the run-time architecture 
• Design test packages and classes 
• Develop design guidelines 
• Develop programming guidelines 
• Identify design elements 
• Identify design mechanisms 
• Incorporate design elements 
• Prioritize use cases 
• Review the architecture 
• Review the design 
• Structure the implementation 

model 
• Subsystem design 
• Use-case analysis 
• Use-case design 
• Analysis model 
• Architectural proof-of-concept 
• Bill of materials 
• Business architecture document 
• Business case 
• Business glossary 
• Business modeling guidelines 
• Business object model 
• Business rules 
• Business use case 

 

• Whole team 
• Coding standard 
• TDD 
• Collective ownership 
• Customer tests 
• Pair programming 
• Refactoring 
• Planning game 
• Continuous integration 
• Simple design 
• Sustainable pace 
• Metaphor 
• Small releases 

• Scrum Master 
• Product Owner 
• Team 
• Sprint planning meeting 
• Daily Scrum 
• Sprint review 
• Product backlogt 
• Sprint backlog 
• BUrndown chart 

• Visualize the workflow 
• Limit WIP 
• Measure and optimize lead time 

• Business use case realization 
• Business use-case model 
• Business vision 
• Change request 
• Configuration audit findings 
• Configuration management plan 
• Data model 
• Deployment model 
• Deployment plan 
• Design guidelines 
• Design model 
• Development case 
• Development-organization 

assessment 
• End-user support mateirla 
• Glossary 
• Implementation model 
• Installation artifacts 
• Integration build plan 
• Issues list 
• Iteration assessment 
• Iteration plan 
• Manual styleguide 
• Programming guidelines 
• Quality assurance plan 
• Reference architecture 
• Release notes 
• Requirements attributes 
• Requirements 

management plan 
• Review record 
• Risk list 
• Risk management plan 
• Software architecture 

document 
• Software development 

plan 
• Software requirements 

specification 
• Stakeholder requests 
• Status assessment 
• Supplementary business 

specification 
• Supplementary specification 
• Target organization assessment 
• Test automation architecture 
• Test cases 
• Test environment configuration 
• Test evaluation summary 
• Test guidelines 
• Test ideas list 
• Test interface specification 
• Test plan 
• Test suite 
• Tool guidelines 
• Training materials 
• Use case model 
• Use case package 
• Use-case modeling guidelines 
• Use-case realization 
• Use-case storyboard 
• User-interface guidelines 
• User-interface prototype 
• Vision 
• Work order 
• Workload analysis model 
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Common misunderstandings about Kanban 
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Myth: With Kanban you don’t use iterations  

Fact: With Kanban iterations are optional. Do it only if you have a need for it in your context  

 Myth: With Kanban you don’t estimate 
 Fact: With Kanban estimation is optional. Do it only if you have a need for it in your context. 

Myth: Kanban is better than Scrum/XP/RUP/whatever 
Fact: Kanban is just a process tool, and there is no such thing as a universally good or bad 
tool. It all depends on your context.  
 
 
 
Myth: Kanban is a drop-in replacement to Scrum/XP/RUP/whatever 
Fact: Kanban is just about managing workflow. It hardly replaces anything. What it does do, 
however, is drive change. In Kanban you start with whatever process you have, visualize it, 
introduce WIP limits, and then evolve from there. 
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Never stop experimenting! 



Sources, references, further reading 

1. Henrik Kniberg, "Scrum and XP from the Trenches” 

2. Henrik Kniberg, „Kanban and Scrum. Making the most of both” 

3. Crisp blog, http://blog.crisp.se/ 

4. http://www.crisp.se/articles/kanban-kick-start.pdf 
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