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Objective for the Session

• Introduce you to Lean Program Management principles, 
practices and tools

• Lean Program Management is a system for 
continuously accelerating the delivery of customer 
value at the project, process and portfolio levels in 
project-based organizations.

• Author: Jerry Julian

• Publisher: American 
Management Association 
(Amacom)

• Date: February, 2010

• ISBN: 0814415326 

• Available at: Amazon, Barnes 
& Noble, Borders, McGraw-
Hill, Startup-Books.com
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What We’re Going to Talk About Today

1. Why do we need to improve project performance?

2. What principles, practices and tools can we apply?

3. How can you put Lean Program Management to work in your team, 
group or organization?
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Some Enduring Business Realities…

• Big industry changes eventually shake out those who can’t adapt and 
transform

• We must take action or face gradual erosion or sudden destruction

• Focus must be on adapting by eliminating waste and providing higher 
levels of value quickly

• Ultimately, its up to us to make a choice:

– Are we going to play a leadership role in helping our team or group 
face these challenges?
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Software Development Projects Continue to Fail at 
an Unacceptable Rate

The Standish Group has studied over 40,000 projects in the last 20 years

IT project success rates:

1994: 15%

2004: 34% Avg. Cost overrun~70%

2009: 32%
Why the improvement?

• Customer / User Involvement

• Smaller Projects

• Agile / Lean Processes

Source:
The Standish Group 2009 Chaos Report
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The “Red Light Learning” Cycle

Source: Jerry Julian, published in the 
Project Management Journal 
September 2008

Avoidance

• “No Time” to reflect or 
improve

• Over-reliance on top-
down project reviews

Risk

•Buried Problems

•Unresolved Conflict

•Recurring Problems

“Blowups”

•Surprises

•Failures

•Runaway Projects

•Wasted Investment

•Rework
“Red Light 
Learning”

•What went wrong and 
Who’s to blame

•Mistrust and career 
threats

•Defensive routines and 
“face-saving”
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Buried Problems Create Waste

non value-added 
work in product 
and software 
development

wasted 
annually on 

failed software 
development 

projects

Over 
90%

$50-80
Billion
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Agile with Scrum Provides A Platform for Learning & Continuous 
Improvement

• Retrospectives held at end of each sprint enable direct application of 
learning in the next iteration

• Short timeframes enable teams to readily remember project events when 
reflecting on the last iteration

• Emphasis is placed on trusting motivated individuals to get the job done 
in the way they think works best

• Value placed on self-organizing teams as the vehicle for continuous 
innovation
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Taking Your Agile Organization from Good to Great

1. Establish compelling goals that provide focus for continuous improvement

2. Conduct retrospectives at multiple levels (not just the project level):

• Project: Increase Team Velocity

• Process: Accelerate Time to Market

• Portfolio: Increase Customer Value

3. Focus on one problem area in each retrospective and vary the approach to 
keep it interesting

4. Use Lean Principles and Tools to systematically remove impediments, 
accelerate delivery and eliminate waste

5. Use a skilled, objective facilitator to push the envelope and challenge teams 
to continuously improve
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BHAG for Application Development: One-One Delivery

• The “One-One Challenge”

• Create stimulus for moving beyond the agile status quo

• Business gets highest value items delivered faster (just-in time delivery)

• Intact teams expand skills in ways that lead to faster response time to a 
broader set of demands (increased agility)

• Eliminate waste associated with managing product backlogs that obsolesce or 
have less value relative to newer requests (reduction of work in progress)

• Create reliable and dependable rhythm across the development work in 
progress (continuous flow)
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Lean Continuous Improvement for Project Organizations

Portfolio:
Value 
Optimization

Process:
Value 
Acceleration

Project:
Value 
Delivery

1. Intended Outcomes

2. Roles & 
Responsibilities

3. Action Plan

1. Actual vs Intended 
Outcomes

2. Problem-Solving

3. Action Items

Execute
Prospective Retrospective

Lean Principles and Tools
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Lean Principles

1. Specify value from the standpoint of the end customer

2. Identify steps in the value stream and strive to eliminate those that 
do not create value (waste)

3. Make the value-creating steps occur in tight sequence to achieve 
flow

4. Let customers pull value “just in time”

5. Continuously remove waste to accelerate value delivery
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Scrum and Kanban Provide A Platform for Lean Continuous 
Improvement

• Deep dive on requirements on a just-in-time basis

• Features developed in small batches

• Bugs fixed right away before moving on

• Frequent team retrospectives to identify and apply improvements

• Work in Process is limited to the actual capacity of the team or group

• Emphasis is placed on a respect for software craftsmanship
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Lean Continuous Improvement Tools

• The Seven Wastes

• A3 Problem Solving

• Value Stream Mapping

• Root cause analysis: “Five Whys”
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Lean Thinking: The Seven Wastes

Production 
Economy

Knowledge 
Economy

• Over-Production

• Work in Process

• Rework

• Transportation

• Motion

• Waiting

• Defects

• Extra Features
• Work in Process
• Rework
• Handoffs
• Task Switching
• Delays
• Defects

Source: Adapted from the work of Tom Poppendieck
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Small-Group Discussion: 5 minutes

1. Which one of the seven wastes creates the 
most problems in your organization?
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Lean Continuous Improvement Tools

• The Seven Wastes

• Value Stream Mapping

• Root cause analysis: “Five Whys”

• A3 Problem Solving
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Value Stream Mapping

• Purpose: Identify opportunities for reducing cycle time by identifying non 
value-added activities

• The Value Stream is the series of work steps performed to deliver 
the end product from concept to deployment

• Value-Added Work
– The discovery, creation and transformation of knowledge into working 

code, features and systems that customers use to achieve their goals

• Non Value-Added Work (waste)
– Bottlenecks that create delays or add to calendar time

– Activities that consume resources yet don’t add value to the customer
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Mapping the Value Stream at the Project Level

Dec 07 Mar 08 Apr 08 Aug 08 

Project Approval
Lack of clarity 

on project 
ownership

Sr. Mgt:
Revise Scope

Revised Scope Requirements 
Gathering

“Waterfall” 
approach 
initially

IT Mgt: Going 
too slowly, use 
legacy system 

for biz rqts

Oct 08Sept 08 Nov 08 Dec 08

First timeline 
released

Update to Mgt: 
Development not 
going well; staff 

change req’d

New people on 
board

New project 
process 

established; 
firmer agendas, 
meeting space

Revisit 
scope/approach 

based on 
different 

requirements

Design shift 
from previous 
team: scope 

defined

New Team 
member from 
data quality

Usability testing
First customer 
review: have to 

reduce 
scope/functionality

Scope revision: 
Placed more 

functionality into 
output

Jan 09 Feb 09 March 09

Tester feedback 
received:

Adjustments to 
be made

Development

April 09

Output review 
gave users 
confidence

June 09 ++

Sales season – biz users 
have limited availability

May 09

Try agile

Development in 
progress

Bug fixes Development

Value-Added 
Step

Key:
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Mapping the Value Stream at the Process Level

Concept

Deployment

Business need 
identified

Portfolio team -
Meet with the 
business to  

define  needs

Meet with AD to 
initiate project

Staff project with 
product owner 

and define team 
size, and 
duration

PO Determines 
goals, vision and 

backlog

Portfolio team 
prioritizes 
multiple 

customer needs

Sprint n 
planning: task 

breakdowns etc.

Initial scope 
identified for the 

release

Identify story 
points required 

in all the backlog

Start working on 
next sprint’s 
stories (1-2 

sprints ahead)

Scope for sprint 
n defined

Development & 
Testing

Release Planning Sprinting

Plan for 
production 

release

Release to 
Production

Total Time:  140 Days
Value-Added Time: 20 Days
% Value-Added: 15%
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Small-Group Discussion: 10 minutes

1. Pick a volunteer who identified one of the 
seven wastes in their organization

2. Discuss the high-level steps in the value 
stream from concept to deployment

3. Ballpark the percent of value-added time in 
the process 
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Lean Continuous Improvement Tools

• The Seven Wastes

• Value Stream Mapping

• A3 Problem Solving

• Root cause analysis: “Five Whys”
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A3 Problem Solving

• Purpose: Solve a complex problem in the organization that, when 
resolved, will improve flow, quality and overall performance

• A3 Problem Solving is a one-page overview of the problem-
solving steps performed by a team to achieve a specific 
improvement goal

Define Problem

Identify Root Causes

Brainstorm 
Solutions

Select Best 
Solution

Implement 
Solution

Monitor 
Solution
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Lean Problem-Solving: The A3 Analysis Tool

Source:
Tom Poppendieck and Henrik Kniberg
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A3 Analysis: Typical Sections

1. Background Why does this matter?

2. Current Condition What is the problem? Visible symptoms?

3. Goal What would improvement look like?

4. Root Cause(s) What are the underlying drivers of the problem?

5. Counter-Measures What are solutions to address the root causes?

6. Confirmation What results should we expect from the solution?

7. Action Plan Who, What, and When
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Lean Continuous Improvement Tools

• The Seven Wastes

• Value Stream Mapping

• A3 Problem Solving

• Root cause analysis: “Five Whys”
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Five Whys

• Purpose: Use with a team to identify the root causes of a 
problem

• Continue to ask “why?” until you’ve identified the cause that, 
if eliminated, would make the problem go away

• Try to focus on things that are within the group’s control

• Where something is outside of the group’s control, use the 
A3 tool to “frame out” the problem in a way that can lead to 
constructive action
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The Five Whys

• Goal: Increase the percent of automated test coverage
• Problem: Coverage for automated testing of application only around 5%

It is difficult to mock the required code for automated testing.

Handing transactions requires an externally hosted server. 

External server performs authentication.

Mocking would take a lot of time because of the many different types 
of requests.

Logic in the filters is complex and requires mocking for both the 
incoming object as well as object in the filter. 

Creation of automation tests does not directly impact goals of 
this release

Why?

Why?

Why?

Why?

Why?
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Lean Continuous Improvement for Project Organizations

Portfolio:
Value 
Optimization

Process:
Value 
Acceleration

Project:
Value 
Delivery

1. Intended Outcomes

2. Roles & 
Responsibilities

3. Action Plan

1. Actual vs Intended 
Outcomes

2. Problem-Solving

3. Action Items

Execute
Prospective Retrospective

Lean Principles and Tools
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BankData, Inc: Value Acceleration

New Issues Less Resolved Issues by Month
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•Implement Lean-Kanban Board •Daily 15 min “Board” Meetings

•Visible, Transparent Workflow •Attack Bottlenecks in the Process

•Output Velocity Measurement •Work on Highest Priorities First

Tactics
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Lean Program Management 

• Seven Wastes

• Value Stream Mapping

• A3 Problem Solving

• Root cause analysis: “Five 
Whys”

• Velocity and Burndown 
Charts

• Multi-Level Retrospectives

– Project

– Process

– Strategy

Tools Practices

Principles
Lean Thinking Organizational Learning
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More Information

Additional Resources and Tools: www.JulianAdvisory.com

Contact:

Dr. Jerry Julian
Jerry@JulianAdvisory.com
(212)842-2720

Amazon

Barnes&Noble


