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DevOps, AI, and People - the missing element
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Session Objectives

1. The importance of the people element and why it is is often missed

2. The risk of not addressing people as an essential component of an 
AI-enabled DevOps strategy

3. What you can do to ensure people are fully engaged and own 
outcomes
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Mike Orzen

• 30+ years of IT:

Director, Project Manager, Systems Analyst, Developer

• Passion:

   Process Improvement, Lean & Lean IT

   Transformation

• Lean IT Coach, Consultant, Adjunct Professor, Author

§ Lean Enterprise Institute, The Shingo Institute, DevOps The Ohio State University,

Oregon State University, DASA, DevOps Institute, LITA

Shingo Prize 2011
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My Experience

• Multiple “new” technology deployments over 30+ years

• MRP – material resource planning
• MES – manufacturing execution system
• ERP – enterprise resource planning
• WMS – warehouse management system
• SCM – supply chain management
• CRM – customer relationship management
• PLM - product lifecycle management
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My Experience

• Multiple “new” methodology deployments over 30+ years

• World-class Manufacturing
• Six Sigma
• Toyota Production System
• Lean
• Agile
• Lean IT
• DevOps
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Lean IT 

Service
Mgt

Agile

DevOps

Lean

Best Practices Framework 
– Strategy, Design, 
Transition, Operations, CSI

Value
Value Streams
Flow & Pull
CPI

System Flow
Amplify Feedback Loops
Experimentation & 
Mastery

Iterative Dev.
Tight Teams
Bus. ownership
PM execution
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Lean, Lean IT, Agile, and DevOps are all about…

Understanding your customers’ needs 

Creating and flowing value

Optimizing value streams

Delivering superior customer value

While respecting people, society, and the planet
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Premise - I

While GenAI will accelerate the speed at which 
we will be able to apply DevOps practices and 

continuous improvement…

culture and the degree of people’s acceptance of 
AI as an enabling resource will determine your 

ultimate success.
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Premise - II

At the heart of culture and people’s 
acceptance is active engagement in…

continuous improvement
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GenAI, DevOps and Continuous Improvement

GenAI will be enable and accelerate DevOps and continuous improvement 
processes

Go & See

Plan

Do

Check

Adj.

Six Sigma Lean
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GenAI and Continuous Improvement

Define

- use the digital records of the materiel, information, and financial 
flows (e.g., in ERP systems) to define existing value streams

- use process mining technology to harvest digital data in 
systems and applications to reveal how processes are working
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GenAI and Continuous Improvement

Measure
- internet-of-things (IoT) devices, barcodes, RFID devices, and 
cameras to capture real-time status of work in process, and their 
quality in comparison to set standards

- deep-learning-based AI systems trained to classify a wide range of 
defects hard to identify by humans

- visual AI systems can provide 100% inspection

- process mining software will measure actual process execution
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GenAI and Continuous Improvement

Analyze

- compute large amounts of data to extract patterns much more 
efficiently than humans can

- limit the number of false positives and thus reduce the time 
spent investigating events wrongly identified as problems

- no sampling computation limits, AI’s neural networks will 
consider entire populations of  data and track patterns
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GenAI and Continuous Improvement

Improve

- better and faster at identifying “best performance” configurations in 
the performance data

- possible to customize the configuration of a process so it best suits 
each product and context

- major departure from standardization approach of Lean & Six 
Sigma
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GenAI and Continuous Improvement

Control

- excel in performing the monitoring tasks – faster, more accurate

- pattern identification will identify issues and opportunities earlier in 
the lifecycle

- deep neural networks that can identify “outliers” in real-time
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The cultural imperative of technology adoption

• AI will revolutionize process improvement and dramatically 
reduce labor-intensive tasks employed in traditional methods

• to realize the technology’s potential, leaders will need to 
reorient front line workers to these new tools

• need to create trust among process owners and stakeholders 
that AI is more effective than the human process engineers 
alone

27 June  2024

20

© Copyright 2024 Mike Orzen & Associates, Inc.  www.mikeorzen.com

Purpose

People

Process

Technology

Purpose, People, Process, Technology

Why are we here?
Why does it matter?
My work has meaning!

Mutual respect and trust
I can grow as a person
My contribution matters
Psychological safety

Everything changes (and needs to!)
Work processes are constantly improved
Experiments and learning are the key
to success

AI is an enabler of my work
AI can be a competitive advantage
My role and contribution is clear
Learning is the key to my career
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PROCESS

PEOPLE

TECHNOLOGY

Frustration

Process and Technology 
without People

Alienation and turnover
Under-utlilized systems

People and Technology
without Process

Automated chaos and confusion
Poor customer service

People and Process
without Technology

Frustration and inefficiency
High cost of operation

Alienation

Automated
Chaos

SWEET
SPOT

People, Process, Technology
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Go and See for Yourself

Listen to 
Understand

Support 
Growth

Pursue Life-
long Learning

Create a 
Meaningful 
Challenge

Coach & Teach 
to Develop 

People

Cultivate 
Psych Safety & 

Teamwork Relationships
And

Results

Sustained 
Performance

Lead with Respect – The Model

Adapted from Michael Ballé 
(with permission)

Mutual Trust
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The Essential Ingredient

Trust is the glue of life. It’s the most essential 
ingredient in effective communication. It’s the 

foundational principle that holds all relationships.
          
        - Stephen R. Covey
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Tools ?

Two Pillars of Lean
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S o l u t i o n s  T h i n k i n g

Understand
current state 

through direct 
observation, data 

and facts

Deploy an 
implementation 

and sustainability 
plan

Perform root 
cause analysis

Carefully 
define the 
problem

Set a target state 
that is 

measurable and 
time-bound

Develop 
countermeasures 
and experiments

Problem S o l u t i o n

S t r u c t u r e d  P r o b l e m  S o l v i n g

Test, measure and 
validate results

to learn

I have an idea!

I see a 
problem/opportunity!

Source: Orzen/Verble

Our Default Thinking vs Lean Thinking
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Building a CI Culture
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Foundational Elements Source: Lean IT Field Guide
Orzen/Paider

“support your team
beyond their scope”

ü Systems view
ü Context
ü Strategic alignment
ü Access/Coordination
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Building a CI Culture
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Foundational Elements Source: Lean IT Field Guide
Orzen/Paider

GenAI
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Key Lesson Learned

• The degree of people engagement = the degree of adoption and 
deployment success

• Magic formula:

30% People + 40% Work Process + 30% Technology

> US$ 1 Billion per year on IT   >>>>
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Gleicher's Formula for Managing Change

D x V x F > R

D = Dissatisfaction with the current situation/Urgency to change
V = Vision of the desired future state - clarity
F = First steps toward the vision - clarity
R = Resistance to change

27 June  2024

31

© Copyright 2024 Mike Orzen & Associates, Inc.  www.mikeorzen.com

Purpose

People

Process

Technology

Purpose, People, Process, Technology

Why are we here?
Why does it matter?
My work has meaning!

Mutual respect and trust
I can grow as a person
My contribution matters
Psychological safety

Everything changes (and needs to!)
Work processes are constantly improved
Experiments and learning are the key
to success

AI is an enabler of my work
AI can be a competitive advantage
My role and contribution is clear
Learning is the key to my career
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Premise - I

While GenAI will accelerate the speed at which 
we will be able to apply DevOps practices and 

continuous improvement…

culture and the degree of people’s acceptance of 
AI as an enabling resource will determine your 

ultimate success.
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Premise - II

At the heart of culture and people’s 
acceptance is active engagement in…

continuous improvement
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Lessons Learned at the Monastery

• The nature of impermanence

• The nature of duḥkha – dissatisfaction

• The key is compassion and understanding
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Thank you!
DevOps, AI, and People - the missing element

Mike Orzen, CMA, CFPIM, PMP, LITP, PCC
mike@mikeorzen.com
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