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1) BACKGROUND  

 For years, the configuration and deployment of web security has been an opaque process that takes days 

and even weeks to complete for customers. 

 The organization frequently avoided dealing with the complexity of this part of an infrastructure build and 

did not address it thoroughly in its original major improvement initiative.  

 

 

4) PROPOSAL  

 Create a Tiger Team to run the Get Well Plan.  

 Run daily stand-up meetings with all relevant engineers and Leads to resolve the work requests. 

 Build common understanding of how to document and do the work and cross-train everyone. 

 Drain the backlog as quickly as possible. 

 

Justification: 

The organization has struggled for years to deliver web security solutions reliably. Despite this, consequences 

still remained small and the situation rarely drew any management attention.  Once the major initiative to 

improve infrastructure delivery took steam, it was impossible to miss the glaring performance gap in this 

area.  As it involved many different people and inputs and outputs, it was imperative that the key players had 

to talk to each other in real time.  The backlog became a severe problem for the reputation of IT and there 

was no alternative but to resolve the problems once and for all. 

  

2) CURRENT CONDITIONS  

 A large backlog of IT infrastructure projects has accumulated in the web security space.  

o Top 14 projects opened for an average of 68 days. 168 days was the max! 

o The effected team had 178 service requests in their queue at the same time 

o A major incident pulled one primary engineer away from daily request work for several weeks 

o According to feedback, teamwork and management attention were greatly needed 

 Few projects in this phase have been able to get fully completed because of excessive workload, resource 

constraints, immature worfklow processes, or unclear technical requirements.   

 Project deadlines have been missed and customer satisfaction is low.   

 The situation has exposed numerous problems with how a solution gets designed, prioritized, resourced, 

and deployed. 

 There is a newfound scrutiny on IT’s ability to execute and serve the customer.  

 

 

 
 

5) PLAN  

 

What: Who: 

Set up and facilitate daily standup meetings from 8:30 to 8:45 Process Lead 

Agree on project backlog to target Process Lead 

Appoint all personnel who need to attend in person each day Dept Managers, Process Lead 

Document exact configuration for each technology involved Solutions Architect 

Work out steps for each project and develop checklist and work instructions 

for future standard operating procedures 

All 

Eliminate backlog quickly, completely, and aggressively All 

 

6) FOLLOW UP 

 Report on progress and projects completed weekly to management  

 Identify obstacles that interfere with work deliverables.  Escalate any impasse to management. 

 Collect all process knowledge in order to create long-term deployment system 

 Create templates to capture correct configuration information 

 Cross-train different departments to create enough bandwidth and knowledge to sustain efforts 

  

3) ANALYSIS – BACKLOG 

 

 

 


