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Introduction

神の⼀⼿—Kami no Itte—Japanese, roughly meaning
“move of God” or “godly move”—describes an entirely
new insight concerning a move during the game called
“Go.” Such a move is a goal taught to students to be more
attentive toward less obvious maneuvers, leading the stu-
dents to focus on alternatives. Likewise in management,
first put aside the conspicuous answers (like adding more
people to an already late project) tomakeway for an objec-
tive mind and attention to alternatives. In management,
the challenge is to discover the potential of the team and
your organization and to build upon that.

This book shows some of the 神の⼀⼿—Kami no
Itte—of management, focused on the Kanban methodol-
ogy and the computer game StarCraft. Kanban Remas-
tered provides ideas for a Kanban coach to teach a team
about Agile principles by building upon the team mem-
bers’ knowledge of games like StarCraft.
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Publisher’s Note





xi

Thank you for keeping up the tradition of reading books. You and
your fellow readers have created a market for this book. I hope that
I can meet your expectations and I am looking forward to feedback
from your side, no matter whether it is positive or negative. To send
general feedback, mention the book title in the subject of your mes-
sage and simply send it to feedback@lode.de. You can also contact
us at https://www.lode.de/contact if you are having a problem with
any aspect of the book, and we will do our best to address it. Also,
we cordially invite you to join our network at https://www.lode.de.

Although I have taken every care to ensure the accuracy of the con-
tent, mistakes do happen. If you find an error in one of my books,
I would be grateful if you would report this to me. By doing so,
you can help me to improve subsequent versions of this book and
maybe save future readers from frustration. If you find any errata,
please report them by visiting https://www.lode.de/errata, selecting
the book title, and entering the details. Once verified, the errata will
be uploaded to our website. You will, of course, be credited if you
wish.

Best regards,

Clemens Lode
CEO, Lode Publishing
Düsseldorf, Germany, July 1st, 2019
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xv

It has been 20 years since the release of StarCraft, with a “remas-
tered” version coming out this summer (2017). Having been an avid
player, I only now realize that a surprising amount of what we know
as “Agile project management” is actually implicitly part of a regular
game of StarCraft.

Being an Agile coach, I realized that especially in industries with
teamswith a gaming background, coaching lessonsmight benefit if I
could show the relationship between games and Agile methodology.
I was able to explain management methodology in a language that
the tech-savvy audience understands.

StarCraft, the most popular real-time strategy game of all time, is all
about producing and deploying as many game units as possible at
just the right time. This book is about the relationship between Star-
Craft and Kanban. When your team knows StarCraft but not Kan-
ban, this book will provide you with a series of analogies to allow
a better and easier understanding of Agile principles. It is written
in a light-hearted tone, similar to how you might chat with a fellow
coach about your Agile experiences implementing Kanban, taking
for granted that you have experience with StarCraft.

Despite the subject of my previous book, Scrum Your Jira! and de-
spite Scrum being the most popular Agile methodology (at least on
paper), I decided to compare StarCraft with Kanban instead. The
reason is that StarCraft knows no separate roles, planning phases,
or sprints and is all about managing your limited time to give com-
mands on the battlefield.

Currently, Kanban is one of the most popular Agile management
techniques besides Scrum and has also found its way away from
pure logistics to software development. It can be used in other in-
dustries or work fields, but most of the examples I will bring up will
be about software.

xv



xvi Preface

Ultimately, though, my personal stake in this subject is my interest
in how the world works. Twenty years ago, I had a dream: to learn
from nature. Reading about evolutionary algorithms that solved
complex problems, step by step, fascinated me. It was the reason
why I got into computers, and it was the reason I later embraced
Agile development principles. During my computer science studies,
I combined this interest with my hobby of playing StarCraft, which
is why I chose StarCraft as an example to draw parallels between
games and management. The result of this mixture was Evolution
Forge, which I will discuss in the last chapter of this book.

Clemens Lode
Author, Kanban Remastered
Düsseldorf, Germany, July 4th, 2017
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StarCraft
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There is a saying that if you want a successful software developer
team, hire StarCraft players. Why? StarCraft not only trains you
to react quickly, but it also teaches you valuable knowledge about
management. For the players, this is not necessarily obvious, and
management will often be viewed as something abstract and not
related to their work. For an Agile coach, having a team with such
background knowledge can help to speed up the learning process,
and most importantly, increase the chances that the process will be
accepted, becoming part of the team’s culture.

For those unfamiliar with the game, let us first look atwhat StarCraft
is. Then, in the following chapters, we will compare StarCraft with
Kanban.

The computer game StarCraft puts you, the player, into a manage-
ment position. Your task, in the beginning, is to manage three re-
sources: minerals, Vespene gas, and supplies. The goal is to provide
the “general” (also played by you) with military and support units.
The specific management goal depends on the military scenario, but
it usually revolves around defeating an enemy general.

Combat is based on a sophisticated version of a “rock, paper, and
scissors” model (air, close-combat, and ranged units), so it is impor-
tant to gather intelligence about what type of units the enemy pro-
duces. There are only a few effective ways of gathering intelligence,
mainly moving a unit into the enemy’s territory. The general de-
cides on the strategy and provides the manager with the priorities
based on the “market,” the plan of your enemies: which units are
most needed. The manager implements these priorities by using a
specific build order, assigning worker units to produce factories, and
factories to provide the military units or more worker units (“SCVs”)
in the “Command Center.”
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4 Chapter 1 An Introduction…to StarCraft

SCV · In StarCraft, the SCV is the all-purpose worker unit who
gathers resources and constructs buildings. While it can defend
itself, it is the weakest unit in the game. While it seems wise
to produce new workers non-stop, you might want to temporar-
ily sacrifice long-term growth with short-term gains: finding the
right window of opportunity to build specific units, instead of
investing into economic growth, might lead to you winning the
game or at least getting ahead. Both in the game as in business,
it does not matter how good your army or your product is, but
how it is relative to your competition. Do not try to build a per-
fect army or perfect product. Check the market, check what con-
sumers want: they want a better product than what the competi-
tors are offering.

Command Center · In StarCraft, the Command Center is the
first building you own. It can produce additional workers to mine
resources. Building a second Command Center might speed up
your worker production and resource gathering speed, but it is
also costly. In a company, it could be compared with the basic
structure of hiring new people, training, peoplemanagement, etc.
Both in StarCraft and in business, you are faced with the ques-
tion of how many people you will hire for a project. Will you
employ just a few and save money, or do you stop any other cur-
rent investments and hire more people now to have them finish
the project more quickly?

As in business, you will not win the game if you take forever to pro-
duce your “perfect product”—an army, in this case. Units produced
as early as possible (or just at the right moment) can give you the
upper hand in the game.

Beyond combat units, you also have carriers (“Dropships”) and build-
ings. The former can be seen as a means of “deploying” units by
transporting them to the battlefield. The latter can be used to block
enemy units, or—wrongly-placed—to prevent your ownmovements,
making deployment more difficult.

4
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Dropship · In StarCraft, the Dropship is basically a spaceship
that can transport your units from one place to another. They can
be seen as ameans of “deploying” units. This element of the game
is similar to what you have to do in a business. It is not enough
to produce items, you also need to bring them to a place where
your customers can see and buy them, be it a physical location
or software on a web server. If appropriately coordinated, Drop-
ships can be used for surprise attacks. Again, a concept you find
in the business world: you need to plan your release of the prod-
uct according to the external market forces, be it special dates
(like Christmas) or competitor products. If you catch your com-
petitor unprepared, the competitor might need time to adapt to
your new product.

Resource management involves sending worker units to mineral
fields and Vespene geysers in order to mine minerals and Vespene
gas, which is used for production. These fields are depleted after
a while, so you need to look out for and secure new locations that
have resources. Also, you need to build supply depots to support
your standing army. If you do not have enough supplies, your pro-
duction stops, and you can no longer produce new units, so you have
to plan for that in advance.

Besides minerals, gas, and supplies, time is another resource, as com-
bat usually requires you to spend time micromanaging your units
to move army groups and attack specific targets. As StarCraft is a
real-time strategy game, any time used tending to combat cannot be
used for managing to your production and resources. While you can
queue movement commands at no cost, queuing production com-
mands in your factories binds in advance resources that might be
better used elsewhere (but allows for production without any inter-
ruption).

Evenmore complexity is added by the fact that there are three differ-
ent factions, the option to research better weapons and armor, and

5



6 Chapter 1 An Introduction…to StarCraft

tech-trees that are unlocked when constructing certain buildings.
Last but not least, there are islands, cliffs, ramps, narrow pathways,
and hills that add additional strategical and tactical challenges.

Now, this is all interesting in theory. But what does it look like?
I recommend watching a few StarCraft games together (team build-
ing!) and discussing how elements of the game apply to the situation
in your company. It is an excellent way of opening people up. By
seeing it “in action,” your team can more easily understand the man-
agement terms and concepts in Kanban. In fact, I encourage you
to watch a few minutes of StarCraft replays right now or download
the game (it’s free) and play. If your manager asks, say that it is for
research.

Done? Now on to the next chapter, comparing StarCraft to Kanban.
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Chapter 2

Kanban and
StarCraft

“ When you choose to use Kanban as a method to
drive change in your organization, you are sub-
scribing to the view that it is better to optimize
what already exists, because that is easier and
faster and will meet with less resistance than run-
ning a managed, engineered, named-change initia-
tive. Introducing a radical change is more com-
plicated than incrementally improving an existing
one.

—David J. Anderson, Kanban: Successful Evolutionary
Change for Your Technology Business
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In an organization, work can be distributed by two different ap-
proaches: “push” or “pull.” You either get new work put on your
desk and have to manage what to prioritize, or you ask for new
tasks once you are finished with your old ones.

For example, “Gosplan,” the agency responsible for central economic
planning in the Soviet Union, used a push-based logistical system.
At Gosplan, mathematical models predicted consumer behavior.
Based on these models, the government created plans for the entire
supply chain from the factory to the shops—with catastrophically
bad results. For certain goods, there was always either too much or
too little available. By contrast, “Kanban” is different:

Kanban · Kanban is Japanese and literally means “signboard.”
In the context of project management, the term is interpreted as
“queue limitation.” Kanban is a method designed to reduce unfin-
ished work and wasteful inventory levels; it was originally devel-
oped at Toyota in the late 1940s. Back then, marketers at Toyota
studied consumer behavior and supermarket stocking strategies
and applied the ideas to logistics in industrial production. At Toy-
ota, they had previously produced as much as possible, regardless
of the demand from themarket. In contrast, in supermarkets, cus-
tomers take only what they need, expecting that the supermarket
will be stocked up the next time they visit. The customer “pulls”
an item from the shelves, and the supermarket makes sure to re-
fill the shelves. This new Kanban method applied to production
provided just as much as what was needed, just in time.

In addition to improving the production flow within a company, the
significant advantage of Kanban is that it can be applied to the pro-
duction phases of any existing organizational structure without hav-
ing to change business processes. With the production flow being
made transparent, you can detect where work piles up at one place
and then introduce a limit of the amount of work that is in progress.
As opposed to a “relay race” model where work is pushed to the
next department and not followed through, in Kanban, work items

9



10 Chapter 2 Kanban and StarCraft

are pulled, and work is stopped when the work limit of the following
department hits its limit. This ensures that no work piles up or gets
lost.

For example, cars need tires, a chassis, and a motor. Without a Kan-
ban system, the three departments responsible for these parts will
produce as much as possible: the company will always end up hav-
ing either too many chassis, motors, or tires. If you instead have the
departments check how many items are already in stock and stop
producing when the stock is full, you save a lot of money. Sure, you
might need these items later, but keeping a large inventory costs
money that you could have invested elsewhere.

When presenting the situation in a business this way, it opens an
objective discussion at the management level, ideally followed by
incremental, evolutionary improvements. As opposed to Scrum
which can be executed within a company “by name only,” i.e., by
following the ceremonies but never addressing core issues like mul-
tidisciplinary teams (see my book Scrum Your Jira!), Kanban is an
organization-wide change management approach. Sure, Scrum in-
volves creating lists of impediments, but it leaves it up to you how
to deal with them.

Scrum · Scrum is a set of management tools that focuses a project
back on the team level and uncovers internal and external imped-
iments of the production process. By reducing communication
paths through small, multidisciplinary teams, as well as frequent
releases to the customer for review, the probability for project
success can be improved even if the scope is not clear from the
start. Also, work is divided into units of fixed lengths (sprints),
which helps to plan future sprints with your team working at a
sustainable speed.

Once Kanban is in place, the goal is to focus on the bottlenecks, and
manage the flow. Discussions with management can best be lead
by making things explicit. Identifying the bottlenecks themselves
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is just the start of your work. The real game-changer is to make
explicit the current collaboration policies. Thismoves the discussion
towards objectivity away from the abstract and maybe emotional or
anecdotal arguments.

Usually, after an organization-wide introduction of Kanban, the first
bottleneck is found at the top. If the organization is strongly hierar-
chical, work (decisions!) piles up at the desk of the organization’s
leader. In StarCraft, this is not much of a problem as playing in a
team inherently includes decentralized control, but it helps to imag-
ine how cumbersome a game would be if all decisions had to go over
a third party’s desk.

Even with a decentralized organization, a common argument
against Kanban is that there will be idle time because one part of
the organization might not be able to keep up with the rest. As a re-
sult, work piles up until it hits the limit. This is true, but the idea that
you are doing a good job when everyone is working at 100 percent
is not always accurate. This is comparable to, in StarCraft, trying to
keep all building facilities active, whether you need the units at the
moment or not—or maybe even refraining from building additional
facilities fearing they would not be used all the time.

Ultimately, Kanban is about trying to improve the flow through an
organization. It does not matter how many items you produce if
your sales department cannot bring them to the customer. Likewise,
in StarCraft, you must think about how you will use the units you
produce, meaning how youwill deploy them on the battlefield. Sure,
creating as many units as possible is a viable strategy, just like you
could throw your unsold products on the market at a lower price or
keep them in storage “just in case” there is a sudden demand. But it is
an inefficient strategy. We can do better than mere local optimization.

11



12 Chapter 2 Kanban and StarCraft

This rings especially true when looking at the market. While a com-
pany does not literally fight an enemy like you do in StarCraft, your
competitors try to get your market share. Scouting your enemy and
adjusting your strategy are central components in StarCraft, just as
they are on the market. You need to have foresight and gain intelli-
gence about them and maybe even think about making some risky
investments before you are absolutely sure what others are doing.
Why? Because waiting itself is a risk and you might miss the win-
dow of opportunity to be the first on the market with your product.

When all is in place, you can focus on communication. Using Kan-
ban automatically leads to situations where a team is stuck inso-
far as it cannot pull new items to work on because the subsequent
phases or departments have hit their work in progress limit. This en-
courages collaboration, where one team can help out the next and
where teams sit together and think about how to prevent future bot-
tlenecks. This element can be found in StarCraft, too, with very
close team communication over audio during the game, as well as
a review of the game and discussions about how to optimize team
play afterward.

No matter the size or structure of your organization, take small
steps. Kanban promotes this approach by starting with what you
have in place and pointing out the bottlenecks. Where StarCraft
falls short, by comparison, is the visualization of the “workflow.”
While tools eventually emerged that visualized some aspects of the
replays, like your “actions per minute” symbolizing your workload,
I know of no tool that does it the Kanban way and actually analyzes
how much time you spend on each team or location and thus points
out possible paths for optimization.

The closest software that does a similar job is Evolution Forge, which
I will discuss in the last chapter of this book. It helps you to opti-
mize your basic build order in small steps. Behind both approaches
(Kanban and Evolution Forge) is the grand idea inherent in nature
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to leave things as they are and move forward without ever taking
a step backward. Every change you make should improve the sit-
uation, and more substantial changes come into place as the sum
of a whole number of smaller ones. In that regard, if you want to
improve your StarCraft play the Kanban way, manual observation,
maybe together with a critical friend, might be the best choice. On
the other hand, if you want to learn the idea of Kanban with Star-
Craft as an easy-to-understand reference, you have come to the right
place!

13





Chapter 3

The General

“ It is the sovereign’s function to give broad instruc-
tions, but to decide on battle it is the function of
the general.

—Sun Tsu, The Art of War
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When implementing Agile methodology, some things are often over-
looked: the organizational structure, the culture of the organization,
and the people involved. Management looks at the market, hears
“Agile” as the new buzzword, and thinks that this is the solution
to the problems they (management) figure exist within the develop-
ment department.

Introducing Agile is a change process, and change is hard. Why is
it hard? Because over time, no matter how effectively an organi-
zation is structured, people fine-tune themselves to their organiza-
tional environment to at least have locally optimal work conditions.
Changing any aspect of the organization then leads to those local op-
timizations becoming worthless, which leads to lower productivity
and stronger resistance to change.

Because of this, when adopting Agile methods, an organization
leader needs to take extra care to not only change one part, but
also to change the whole organization (over time). Every part of
the organization is involved because the idea of Agile is to combine
different phases into one.

Agile ·Agile, in the context of project management, is a method
to reduce waste and delays by anticipating that plans will change.
It is a set of methods which are most effective when applied to
projects that are complex and chaotic, especially in product devel-
opment. It also has its place in production, given that customer
demand as well as productivity fluctuate.

17



18 Chapter 3 The General

“ If words of command are not clear and distinct, if orders
are not thoroughly understood, then the general is to blame.
But, if orders are clear and the soldiers nevertheless disobey,
then it is the fault of their officers.

—Sun Tsu, The Art of War

Kanban itself does not require specific roles within the team. What it
does, though, is uncover problems in the organization that could be
solved by assigning a single “product owner” to the team in order to
give the team a vision and help with prioritizing tasks. Most often,
the opposite is actually true; namely that you have toomany product
owners and overlapping responsibilities.

Imagine you have a software team and an architecture team, each
with a separate supervising product owner. The software team
needs machines for production deployment, but the product owner
of the architecture team prioritized another project. In theory, in
true Kanban fashion, the software team couldmove in to help out the
architecture team and speed things up. In reality, this could fail for
many reasons, such as lack of knowledge, access rights, or merely a
difference of opinion about how the IT infrastructure should look.
Also, the software team may get conflicting messages from both
product owners about how to proceed. Focusing both development
and IT architecture by putting them under the command of a single
product owner can prevent these problems, and deployment could
be streamlined.

Looking at StarCraft, you will encounter both scenarios in multi-
player mode. There is no separate “general” role that oversees how a
team should concentrate its forces. Instead, players individually de-
cide where and how to attack. They are very opportunistic, quickly
joining an attack by other members of the team with their available
forces, and with little to no need for a manager at the top. Also,
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the most suitable (in terms of experience, size of force, proximity to
the base, etc.) player automatically becomes a temporary leader in
a specific situation.

In games like StarCraft, the general is in full control of land and air
forces, from production to deployment. However, looking at mili-
tary history, we see a totally different approach by some leaders.
Sun Tsu, a Chinese general and military strategist in the “Spring
and Autumn” period of Chinese history (722 BC to 470 BC), most
famous for his work The Art of War , pointed out that it is essential
for victory that generals are unconstrained by their superiors. A
general must be free to wage war without interference. In World
War II, the Allied command structure gave total authority to Gen-
eral Eisenhower, with four commanders representing the US Navy
Group, United States Army Air Forces, US Army Group, and British
Army Group. Each commander had clear responsibilities and was
able to plan and execute operations independent of the other com-
manders. Land, air, and sea operations could be prepared by the
individual commanders, and only joint operations that required a
combination of groups had to involve Eisenhower directly.

One would expect an even better-organized hierarchy on the Ger-
man side. However, there, you had a whole array of overlapping au-
thorities with, for example, tank divisions being distributed among
different army groups. The idea behind Hitler’s organizational setup
was primarily not about efficiency on the battlefield, but to retain
control over the various factions within the German army and to
have the final word on all decisions (i.e., to be the dictator). Before
any of his commanders could execute an operation, it had to go over
Hitler’s desk because only he had all the necessary information re-
quired to make a strategic decision.

Imagine playing a game like StarCraft if team players had to share
half their units with another player from the team—with the only
possibility of talking to that player being via a third person who
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20 Chapter 3 The General

kept (informational) control this way. This allows the project to be
micromanaged and controlled by a third person (basically a “dicta-
tor”); but you will lose the creativity and flexibility emerging from
decentralized management.

In business, it is relatively easy to recognize the type of organization
in which you are working. How are budgets allocated? Can individ-
ual departments work closely with other departments without the
involvement of the CEO? Do the departments have the authority or
can decisions be enforced only by mentioning the CEO (or adding
him or her to the CC line in email messages)?

Sure, organizations ultimately have to remain unified. A CEO can-
not have one department running wild. And there is usually a rea-
son that an organization is the way it is, somerely changing the lead-
ership style might actually result in even more chaos. Ultimately, it
depends on the people involved. What type of people are they? Do
they prefer a clean organizational chart with clear responsibilities,
or can they operate only based on personal bonds and informational
control? Do they share and work toward a shared vision, or do they
prefer having a strong leader directing the way from case to case?

While every organization is different, you will find the latter type
of organization more often in the field of sales-focused industries,
while the former is usually to be found in production-focused in-
dustries. I think that both kinds of organizations have their place,
but when you want to produce and run projects, you might want to
think twice about wanting your organization to be controlled from
the top.

What type of structure do you have in the organization where you
work? Is it led by someone who is focused on production or on
sales? How does that affect your experience with change in the or-
ganization?
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Glossary

A

Agile • Agile, in the context of project
management, is a method to reduce waste
and delays by anticipating that plans will
change. It is a set of methods which are most
effective when applied to projects that are

complex and chaotic, especially in product
development. It also has its place in produc-
tion, given that customer demand as well as
productivity fluctuate.

B

Barracks • In StarCraft, the Barracks
are the first production facility to produce
combat units (the Space Marines). Building
the Barracks also allows building other, more
technologically advanced, production and re-
search facilities, making the Barracks a cor-

nerstone of any build order. The Barracks
can be compared with the very basic struc-
ture of an enterprise with sales and market-
ing: No matter how good your product is,
you still need to market and sell it!

C

CommandCenter • In StarCraft, the
Command Center is the first building you
own. It can produce additional workers to
mine resources. Building a second Command
Center might speed up your worker produc-
tion and resource gathering speed, but it is
also costly. In a company, it could be com-
pared with the basic structure of hiring new

people, training, people management, etc.
Both in StarCraft and in business, you are
faced with the question of how many people
you will hire for a project. Will you employ
just a few and save money, or do you stop
any other current investments and hire more
people now to have them finish the project
more quickly?

D

Dropship • In StarCraft, the Drop-
ship is basically a spaceship that can trans-
port your units from one place to another.
They can be seen as a means of “deploying”
units. This element of the game is similar to
what you have to do in a business. It is not
enough to produce items, you also need to
bring them to a place where your customers
can see and buy them, be it a physical loca-
tion or software on a web server. If appropri-

ately coordinated, Dropships can be used for
surprise attacks. Again, a concept you find in
the business world: you need to plan your re-
lease of the product according to the external
market forces, be it special dates (like Christ-
mas) or competitor products. If you catch
your competitor unprepared, the competitor
might need time to adapt to your new prod-
uct.
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K

Kanban • Kanban is Japanese and lit-
erally means “signboard.” In the context of
project management, the term is interpreted
as “queue limitation.” Kanban is a method de-
signed to reduce unfinished work and waste-
ful inventory levels; it was originally devel-
oped at Toyota in the late 1940s. Back then,
marketers at Toyota studied consumer be-
havior and supermarket stocking strategies
and applied the ideas to logistics in indus-
trial production. At Toyota, they had previ-

ously produced as much as possible, regard-
less of the demand from the market. In con-
trast, in supermarkets, customers take only
what they need, expecting that the supermar-
ket will be stocked up the next time they
visit. The customer “pulls” an item from the
shelves, and the supermarket makes sure to
refill the shelves. This new Kanban method
applied to production provided just as much
as what was needed, just in time.

P

Pomodoro Technique • The Po-
modoro Technique is a simple time manage-
ment technique that allows focusing on one
task, followed by a break, then moving on

to the next task (Cirillo, The Pomodoro Tech-
nique: The Acclaimed Time Management Sys-
tem That Has Transformed How We Work).

S

Scrum • Scrum is a set of manage-
ment tools that focuses a project back on the
team level and uncovers internal and exter-
nal impediments of the production process.
By reducing communication paths through
small, multidisciplinary teams, as well as fre-
quent releases to the customer for review,
the probability for project success can be im-
proved even if the scope is not clear from the
start. Also, work is divided into units of fixed
lengths (sprints), which helps to plan future
sprints with your team working at a sustain-
able speed.

SCV • In StarCraft, the SCV is the all-
purpose worker unit who gathers resources
and constructs buildings. While it can de-
fend itself, it is the weakest unit in the game.
While it seems wise to produce new work-
ers non-stop, you might want to temporarily
sacrifice long-term growth with short-term
gains: finding the right window of opportu-
nity to build specific units, instead of invest-

ing into economic growth, might lead to you
winning the game or at least getting ahead.
Both in the game as in business, it does not
matter how good your army or your product
is, but how it is relative to your competition.
Do not try to build a perfect army or per-
fect product. Check the market, check what
consumers want: they want a better product
than what the competitors are offering.

Service Level Agreement • Think-
ing about Kanban leads to thinking about
how different departments or teams work to-
gether. Written or not, there is always some
sort of contract between the parties involved.
A Service Level Agreement is such a contract
and usually denotes the time between the
initial request (e.g., for a software fix) un-
til the first response by the team. This con-
tract is established implicitly when people
meet the first time or have the first telephone
call. “Do you have a minute?” “Sure!” is a
commonplace contract which translates into
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“Drop everything you are doing right now
and focus on my problem.” For the person
requesting the service, this means that the
supporting person is available on very short
notice and ongoing work can be interrupted.
In Kanban, with time-boxing, the answer is
“Sure, but let me first finish what I am doing
right now, and check if there is other, even
more important work.” If the current tasks
are generally small, the request will still be
worked on within a short time, but any over-
head related to stopping and restarting ongo-
ing tasks is prevented.

Space Marine • The Space Marine is
the basic combat unit in StarCraft. It is the
dominant unit in the early part of the game,
the only protection between your own base
and the enemy. Space Marines are produced
in the Barracks and will be used as a basic
example, in this book, for build orders. Just
like a product needs several parts to be able
to make a single sale, a lone Space Marine
is the weakest unit of the game. Their real
power shows when they act in a group, with
other units supporting them.

S

Tech-Debt • In software terms, “tech
debt” usually refers to code that later needs to
be rewritten or systems that later have to be
scrapped and rebuilt and reconfigured. The
term can apply to anything that saves you
time now but has to be paid back later in the
form of additional work.

Time-boxing • Time-boxing means
to work on similar tasks during a specific
time period. For example, instead of answer-
ing emails throughout the day, reserve half
an hour each day to work through any unan-
swered emails. This eliminates the overhead
of having to refocus between different tasks.

W

Waterfall • Waterfall is a project
management method where a product moves
through a number of phases before a final
version is finished for release. Compared to
Agile, the problem with this method is that it
requires additional communication channels
between the individual phases and the time
until a team or company gets feedback from a
customer is generally much longer with Wa-
terfall than Agile.

Work In Progress • The general idea

in Agile project management is to limit the
number of things you work on at the same
time. In Scrum, you limit it by setting a
fixed time frame (sprint) for a work package.
In Kanban, you directly limit the number of
tasks or projects worked on. This reduces
overhead and automatically will lead to more
complete tasks. If you can focus on but a few
tasks and bring them to a finish, they are no
longer dragged along half-finished without
any value.
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An Important Final Note

Writers are not performance artists. While there are book signings
and public readings, most writers (and readers) follow their passion
alone in their writing spaces at home, in a café, in a library, at the
beach, or at a mountain retreat.

What applause is for the musician, reviews are for the writer.

Books create a community among readers; you can share your
thoughts among all those who will or have read this book.

Please leave a thoughtful, honest review and help me to cre-
ate such a community on the platform on which you have
acquired this book. What did you like, what can be improved? To
whom would you recommend it?

Thank you, also in the name of all the other readers who will be
better able to decide whether this book is right for them. A positive
review will increase the reach of the book; a negative review will
improve the quality of the next book. I welcome both!



“ Two things destroy businesses̶mediocrity and making it
about yourself.

—Halt and Catch Fire


