Pulling the flow In an IT environment.

What to expect ?

BNP PARIBAS | Labanque d’'un monde qui change .




Where do we start from ?

We are delivering programs that enable servers to
exchange files automatically
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Our clients are unhappy
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The Quality is not satisfying
the Lead Time is unbearably long

23 days

10

» 5,1

Lead time to execution Customer satisfaction
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OK, we have to see this

—ﬂ BNP PARIBAS | Labanque d’'un monde qui change




Request

Wait

TT = Touch Time
LT = Lead Time

e

oo |
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Efficiency= 30"/ 23d = 0.2%

> Assignment Qualification Assignment > Coding
[ [] [ [ ]
TT=1 TT=¢8 TT=2 TT=20
LT = 23 Days




What do we want to do about it
?
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We want to restore customer satisfaction
by delivering within 1 day a fully functional program

23 days
10
8
» 5,1
1 day
Lead time to execution Customer satisfaction
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Performance achieved
within 2 months
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The quality is measured

100% RFT

95%

19 coding errors
out of 384 requests coded

Fine, but is that an improvement ? We humbly don’t know
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The Lead Time is divided by 20

23 days
71%
29%
1 to 2 days
s I
At project after 1 day 2 days

start 2 months
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The Stock of requests is eliminated

229

180

0

Start 1 month 2 months
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And Customer Satisfaction climbs

above our target
10

8 8,4

5,1

Customer satisfaction
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How do we go about it ?
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Roadmap

Cell

LD Pull flow
L> Andon
L> Red bins
L
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Problem
solving
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First we have to build the cell
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Roadmap

Cell 4=
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We decide to move from this ...

i
Customerpd Distant@o@Avorkersk

Requestl Qualification Assignmentl Codingh
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... to this |

ColocatedXoMworkers?
Customer?f
o I o ..I -..- -'_ a !!“ é
Creations QualificationZ[
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Codingll

1 Team Leader
1 qualifier
2 coders
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Sounds easy, right ? Well ...

Co workers No network Accident

s ANV
.

switched

No Desk st \Norkflow
not installed

Vacation

No laptop Borrowed

laptop does
not function

—

Process
changed

-

First Month
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And meanwhile, obviously ...

229

180

At project Half through
start the project

Workshop
First Month
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But finally... We are getting there |
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And it immediately pays off ...

23 days

-11 days

At project Set up
start production cell
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... by simply removing the wait

due to the disconnection of the qualification and coding processes

Clients Wait Wait Wait Wait

Request Assignment Qualification Assignment Coding
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But ultimately,
is everything ok ?
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The situation is still very confusing

We still have no clue of today’s requests, the work in progress,
stock, lead time, quality of coding and productivity.

So first of all, we need to :
1 — make the activities visible
2 — drive the activities
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1 — Make the team activities visible




Benefits

We immediately know what is going on
— Today’s workload
— Coming days workload as long as there is stock to deal with
— Client incomplete requests awaiting further information

We can make informed decisions
— Not much to do today, | can take requests out of the stock
— Too much to do today, | know | have to ask for help
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2 — Drive the team activities

Customer satisfaction

*

Indicators are
updated every
day at 5pm

' ‘ 0 Hj :'

Problem solving
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Benefits

We have an impact on Lead Time

— show in real time if the team succeeds in fulfilling
today’s requests

— quickly identify why and what problems to solve

We have an impact on Quality
— identify the causes of bad quality
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Now our activities
are manageable,
let’s activate the cell
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Roadmap

Cell
LD Pull flow <

31
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Previously, we had a pushed flow ...

Client @] ' 8 \

Qualification Assignment

| Stock Stock
Request Request

Stock
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... NOW we are setting up a pulled flow

Client Qualification Coding

Requests

Co localized cell

Rule #1 : address today the requests arrived yesterday
Rule #2 : do not qualify (and send to code) throughout the day, 10:30 am is the limit

Rule #3 : only code requests from the stock if today’s requests are fully addressed

i BNP PARIBAS | Labanque d’'un monde qui change 33




That’s how it materialized

Stock

x 10 / day

=l
Simple

Today'’s production

=

Complex
Today’s f
request

What must be produced
today (40 slots)

Creation board
Iy S ) S gy _—
% = (I Lo
. eam Leader
Client X 30/ day X 40 / day
Takt is 7 hours / 40
=10 mn
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Production
team Today'’s
production
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c Give me 40
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All we need to do now is to
allow the flow to, well ... flow
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Roadmap

Cell

LD Pull flow
L> Andon
L> Red bins
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Production is still difficult

Pulling the flow without any further action yields no result at all. Our
main concern is that the team complains about impossible goals and
get demotivated quickly.

We need to help the team produce :
1 — Andon : stop at first difficulty, and call for help
2 — Set up a Problem Solving Flow by using red bins
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1 — Andon, where did we use it ?

Stock
x12 / day

Production
team

Today’s production
Simples
10.00 12.00 15.00 17.00

What to produce today 1by1 ——

(40 slots) /
Complexes / |—|

.

I | | | | I | I S S C :
Red bins L1 Give me
Creation Today’s production 30 parctis
Requests board every days.
of the day Al 1P Y Y
3 @
d —_
x30/day  Team Leader
Customer x40/ day S Customer
Rhythm : 10 parts L=l I ) T | —
every 2 hours
IS | —

Red bins @
@ Daily meeting :
Today’s goal
What strategy to
achieve it ?

10.00 12.00 15.00 17.00

I don’t know how to do that
- Training at the workstation
- Standards

- Dojo for practicing

Red bins

| have a technical problem
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1 — Andon, what did we use it for ?

For different reasons, an operator may be unable to code requests.

“lcannotdoit”
Security device forbid access to the server
The requests asks for transfers circulating information to or from non secured environments
Server names are unknown or non existent, | need to find that information

“1don’t know how to do it ”
This particular transfer requires a specific configuration, which | am not familiar with
This is a mainframe environment, | have no training on it

“I don’t understand what is required ”
This request has too many inconsistencies, | cannot figure out what is required
This requests asks for the modification of a transfer that does not exist, what do | do ?
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1 — Andon, how did we use it ?

Andon — Asking the Team Leader for help

- Stop the production when something goes wrong

- Solve problems immediately

- Train at the workstation : the expert helps and shows

- Fill the red bins for up-to-the-root-cause problem solving
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Benefits

The team is being helped
— No one fights to resolve a problem on his own

Co workers gain competence
— They train at the workstation
— They write working standards
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Since we decided to solve problems
immediately, productivity increases

12

X3

At project At the
start end
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2 - Set up a Problems Solving Flow

Stock
x12 / day

Production

team Today’s production

10.00 12.00 15.00 17.00

What to produce today 1b €2
(40 slots) / .
c
Complexes EI . .
o Red bins Give me
Creation Today’s production L 30 par(!js
Requests board every days.
of the day @ {—
—_—
/d = T
x30/ day Team Leader
Customer x40 / day
Rhythm : 10 parts | Customer
every 2 hours Red e
=l -
Red bins @
1by1l

@ Daily meeting :

. \/ 10.00 12.00 15.00 17.00

Today's goal .
What strategy to

achieve it ? EI

Red bins
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Benefits

Red bins unveil problems where and when they arise
— This focuses the Team Leader’s energy on real problems
— Solving them makes production smoother

“Oobeya + Kaizen = Deep Thinkers ”

— Solving problems where they are in order to produce
builds up competence

(Within 2 months, our “rookie” was able to answer other experts’ questions about technical issues, and
judged the way we were using the file transfer technology within our IT)
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That provides us with generous
amounts of problems we can
solve
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Roadmap

Cell

LD Pull flow
L> Andon
L> Red bins

L’ Problem -

solving
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Example: protect the coding phase

Initial situation

* 60% of the incoming request forms are incomplete and require
correction and rework
- Forms are complicated and uneasy to fill in
- Customers don’t know how to go about it

* The cell has to stall the request, because they cannot understand it

Actions

* Write a working standard to help the requester to correctly
formulate his request

* TWI training for 10 requesters at their workstation

Results

* The application of the standard increases the compliance of the
request forms
e g
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Eor— Toets chon — ot | Do | Secrt Artprme vues des posres <hon

87%

40%

Compliance of the request form

47




More examples

Probléme  oroitsd'accés pas opérationnelssurles | A c4ione
serveurs
L'équipe TDF a besoin de droits d'accés sur les serveurs pour coder les
flux. Ces accés ne sont pas ouverts, occasionnant un délai sur la 1| contacterleTide Rl 2005 | 3005 Mai emopé. e
demande du dlient. Vw-w;v:;;ﬁwn-m ool
Deiphes Nbe de machines. Delal L
842927 1 DO TEERL DUV DR 10 1 264) 2 Confirmar que srv ERL 3008 04.06 Confirmeé
842931 1 (RTINS -2 ) rattachable sur I3 base
@s080 2 1 )
a1 1 IR 00 000101 28
844301 1 LR TR TR T ) 3 STD sur comment ERY 04.06 04.06 KO, standard
saazse 1 R ) faire en casdo incorrect
*Impact client le délai est directement subi par le client.
*Impact entreprise L'équipe TDF doit demander elle-méme un accés.
quelle est censée avoir au départ il I eovidrmindr
g A swai ouir fes accés / que
L] gx TOFraps s ccds
. automatiquement
Hypothéses de causes Check
. Le serveur n'est pas raccordé 3 SAAM [nypsese vérisice] 1 E
© Leserveur nest pas déclaré CFT [mpavise viise] ooy
+ LaFISn'apas ét6 envoyée [ uysate vow vérsie]
+ CFTn'apas été spécifié dansa FIS [uypesise vérnte]
+  Tentative d'accés tle ASAAM [ 1
*  Leraccord n'a pas été demandé [Hysomese vivifiée]
+  LeBPM (client) n'est pas au courant qu'il faut
demander le raccord [xs sypeise vérsée]
+  LeBPM n'est pas au courantque le serveur doit
faire CFT [1ysomése nou vednse]
LE bloqué par i
avecun mot de passe erroné ? [ws] Act
+  Ledéploiement sous SAAM est en échec ? i

Probléme  Firewalls pasouverts pour CFT Actions

Le Flux CFT créé ne peut pas étre fivré au client car il n'ast pas

foncticnnel. Un Firewall empéche la communication entre Fémetteur 2| Fosrnir n Eace EN R
et le site de transit, ou entre ke site de transit et le récapteur. preremgh o chent

Le codage d'un flux CFT peut Btre réalisé sans que la prisence d'un

Firewall soit détectée. La présence d'un Firewall est détectée

seulement au moment de réaliser le test technigue du flux créé.
Flux

3| dowsraemon | w0 [ we | o
et s atsses 1P pour
"

IBSB098 : 3 flux, retard 6] dus su blocage FW
1853548 : 9 fiux, retard 8)
1790501 : 2 flux, retard de 55j

Sem.
:;'uiilgl,j i s &2
e e
hald

Ematbeur Sitas da transit trur
Hypothéses de causes Check
+ Ledemandeur ne sait pas qu'il peut y aveir un FW sur le chemin

[a81 ptppothise vessiée] 1. Encours
*  LUapplication est en DMZ, les Firewalls ne sont jamais ouverts par Flus

défaut

*  LaChef de Projetdemandeur n'apas de BPM
*  Leprocessus part du principe gue le client a un BPM
capable de détecter le besoind'ouvrir un Firewall
*  Vouverture du Fireweall n'a pas d1é demandée lors de Finstallation
du moniteur Date
+  IPSet BPY ne transmettent pas les adresses 1P au client
* BPIne connait pas finfrastructure
*  IPSne connait pas bes adresses IP & communiquer au client Act
L1 rrmanen vernee]
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In conclusion
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Pulling the flow in IT, what to expect ?

Your team will develop ground breaking performance
The system will fight back

People you involve will renew their interest in the lean journey
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Thank you for your attention

Any questions ?
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