
The Skill of Using a 
Kanban
CONTROLLING WORK IN PROGRESS TO 
GET MORE DONE



Kanban Example
I created my first Kanban in 2012 after reading a 
book called “The Factory of One” by Daniel 
Markovitz. I took the principles from this book and 
applied them to my Real Estate business. The first 
month I used it, I got 10 listings.



The Kanban

If you would like a visual, hands on way to observe 
your work flow, the Kanban is a powerful tool. Let's 
start with the concept and look at what it can do 
for your business and life.

The concept of the Kanban is usually related to 
manufacturing and is what is called a lean system. 
Think of your business as a production process, 
similar to a factory. The Kanban comes from the 
Toyota business model of “Work In Time”. Think of 
the Kanban board as a visual pipeline for your 
business. The effect of having too much in your 
pipeline at once is lead times go up, quality goes 
down, leads get lost.

It eliminates bottlenecks in your workflow. Instead 
of trying to work on 20 clients at a time ( which 
dilutes your effectiveness) the Kanban causes you 
to really FOCUS on 3-5 high value clients at a time 
and move them through the pipeline faster.



How To Make A Kanban

• Get a piece of poster board or paper and make three 
columns. BACKLOG,DOING,DONE. I keep a Kanban for listing leads and a personal 
one for projects at home.

• Step 1. List all projects or tasks on separate post it notes. I use this for listing flow so 
each potential listing "project" is one one sticky. Put them all in the on the backlog 
column.

• Step 2: Pick the HOT SPOTS. Hot spots are the key areas that DESERVE your 
attention. They could be areas of opportunity or pain points...for instance I had on 
my board at home a sticky note in my doing column to work on taxes for 30 
minutes.. Important: Move 3-5 HOT SPOTS into your doing column.

• Step 2: These would be your hottest leads, your “have to” get done items.
• Step 3: Success! You complete something out of your doing column and put it in 

your done column.



Limit Work in Process (W.I.P)

Limit Work in Process (WIP) - Get more done by doing less. It 
may seem counterintuitive, but it is a powerful idea that has 
been proven time and time again to be true. There is a limit 
to the number of thing you can be working on and still do 
them well. That limit is lower than you think! It’s not 
uncommon for a Real Estate agent to lose track of their 
work-flow and sacrifice leads, transaction details, follow up, 
meals and sleep because they are trying to do ten things at 
once! 



Types of Kanban

There are basic rules to a Kanban, but YOU decide the type 
of Kanban that you want to structure. A Kanban can be 
business, personal, or both combined. 
A Kanban can be:
• Time Driven- Set up with due dates.

• Event Driven- For instance, think of a settlement flow.

• Team Driven-Team tasks become clear. 

• Sales Pipeline Driven. Use a Kanban as a lead funnel tool. 









Backlog

Brain Dump everything you can think of that needs to get 
done. There is no need to evaluate whether it is priority right 
now, just dump!
This column should be full, with lots of sticky notes. 
The notes you put in this column should be authentic 
actions bringing you closer to a goal, or providing you relief 
that they are completed. 



Doing

• We want the DOING column to exert pressure on us. Our 
goal with Personal Kanban is to have a realistic WIP limit 
that is honestly displayed so that we can understand our 
options, better manage our work, and finish what we 
begin.
• No backlog work moves into the doing column until 

something from the doing column goes to the done 
column.



Done

There is something so satisfying about moving a note into 
this column. Perhaps it was a CMA that you completed…or 
a property that was under negotiation and closed. 
My rule is that I clean off the “done” column 1x at the end 
of each month.



A Kanban is useful for you if…

1. If you lose important leads
2. If you want to focus on critical, value added work.
3. Because you want to take fewer steps with less waste. 
4. If you like having your work very visible and in front of you.
5. If you juggle too many non- value activities at once.

The more steps a system has, the more wasted time and energy.


