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Form discussion groups of 5-6 people

Discuss for five minutes your experiences at the beginning of aaile
projects exploring the initial requirements/scope i
—Who did you work with?
—What types of models/artifacts did you create, if any?
—What level of detail did you go to?
—How long did it take?
—How did you go about doing it?
—Identify the advantages and disadvantages of each approach
—Describe actual experiences from an agile project, or projects that
you've been involved with

Be prepared to share your results with the rest of the class
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The Disciplined Agile Delivery (DAD) process framework is a hybrid agile
approach to IT solution delivery that is:

—People-first

—Goal-driven

—Risk and value driven

—Enterprise aware

—Learning-oriented

—Scalable
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From this definition, you can see that the DAD process framework has several
important characteristics. These characteristics are:

*People first

eLearning oriented
*Agile

*Hybrid

*IT solution focused
*Goal-driven

*Delivery focused
*Risk and value driven
*Enterprise aware



Primary roles:

—Stakeholder k k

_Team Lead ]F:ea[: Product

—Product Owner o Saner k
—Agile Team Member k k

1 Stakeholder
—Architecture Owner
Team Architecture ,’
\ Member Owner 7

. -
~~_ TeamRoles _-

-
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Primary Roles

Secondary/optional roles:
—Domain Expert
—Technical Expert
—Independent Tester
—Integrator
—Specialist

Specialist Independent  Domain Technical Integrator
Tester Expert Expert

Secondary Roles
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1. Stakeholder. The people who affect the success of your system and are affected by it.

2. Team Lead. Responsible for the success of the project and for employing the process to build a
system or product

3. Product Owner. Defines and promotes the vision, goals, and capabilities of the product so team can
make decisions. Owns the Product Backlog/Work Item List and defines acceptance criteria for work
items; Determines the scope/content of the release (release planning); Defines acceptance criteria for
the release and determines when the system is ready for release

4. Agile Team Member. This is everyone else on the team

Architecture Owner. Responsible for the architecture of the system or subsystems that the team is
working on. Mentors and guides the developers in architectural issues, and leads them through
technical issues. Understands the architectural direction and standards of their organization and
helps to ensure that the team adheres to them appropriately

Domain Expert. Has detailed knowledge about one or more aspects of the problem domain.

Technical Expert. Has detailed technical knowledge needed

Independent Tester. Focuses on complex testing efforts, working parallel but independent of the team.
Integrator. Responsible for building the entire system from its various subsystems.

10 Specialist. Sometimes component subteams require people focused on narrow specialties.

o
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The secondary roles often occur only at scale.

Agile roles are different than traditional roles, even though they may sound similar to what you are used
to.

Many organizations struggle to adopt agile effectively because they're not willing to make the changes
necessary to support these new roles. This is an example of the “Organizational Complexity” scaling
factor.

Agile principle # 5: Build projects around motivated individuals. Give them the environment and support
they need, and trust them to get the job done.

Note that the Architecture Owner role isn’t likely needed on smaller teams (say 10 or less).
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DAD addresses the project lifecycle from the point of initiating the project
through construction to the point of releasing the solution into production. We
explicitly observe that each iteration is NOT the same. Projects do evolve and
the work emphasis changes as we move through the lifecycle. To make this
clear, we carve the project into phases with light-weight milestones to ensure
that we are focused on the right things at the right time. Such areas of focus
include initial visioning, architectural modeling, risk management and
deployment planning. This differs from mainstream agile methods, which
typically focus on the construction aspects of the lifecycle. Details about how
to perform initiation and release activities, or even how they fit into the overall
lifecycle, are typically vague and left up to you.

There are of course many ways which these goals can be addressed, so
simply indicating the goals is of little value. This goals driven, suggestive
approach provides just enough guidance for solution delivery teams while
being sufficiently flexible so that teams can tailor the process to address the
context of the situation that they find themselves in.

Furthermore, there are several personal goals of individuals, such as specific
learning goals, the desire for interesting work, for compensation, and for public
recognition of their work. There are also specific stakeholder goals which will
be unique to your project.



Unified Process

(UP)
.

Extreme
Programming (XP

Disciplined Agile

Delivery (DAD) Agile
Modeling

DAD is a hybrid process framework adopt best practices and
philosophies from several methodologies
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DAD is a process framework which you can tailor to meet the needs of the situation which your team finds
itself in. Agile methods such as Scrum, XP, and AM include concepts popularized by UP in the 1980s
and 1990s, and UP has evolved to address many of the “new” concepts popularized in agile methods.

The DAD process framework adopts strategies from the following methods:

1. Scrum. The focus of Scrum is on project leadership and some aspects of requirements management.
DAD adopts and tailors many ideas from Scrum, such as working from a stack of work items in priority
order, having a Product Owner responsible for representing stakeholders, and producing a potentially
consumable solution every iteration. However, DAD abandoned most of Scrum’s terminology — nobody
sprints through a race, people get hurt in rugby scrums, and don't get us going on the term “master” —
with the exception of the term Product Owner.

2. Extreme Programming (XP) . XP is an important source of development practices for DAD, including
but not limited to continuous integration (Cl), refactoring, test-driven development (TDD), collective
ownership, and many more.

3. Agile Modeling (AM). As the name implies, AM is the source for DAD’s modeling and documentation
practices. This includes requirements envisioning, architecture envisioning, iteration modeling,
continuous documentation, and just-in-time (JIT) model storming.

4. Unified Process (UP). DAD adopts many of its governance strategies from agile instantiations of the
UP, including OpenUP and Agile Unified Process (AUP). In particular this includes strategies such as
having light-weight milestones and explicit phases. We also draw from the Unified Process’ focus on the
importance of proving out the architecture in the early iterations and reducing all types of risk early in the
lifecycle.

5. Agile Data (AD). As the name implies AD is a source of agile database practices, such as database
refactoring, database testing, and agile data modeling. It is also an important source of agile enterprise
strategies, such as how agile teams can work effectively with enterprise architects and enterprise data
administrators.

6. Kanban. DAD adopts two critical concepts — limiting work in progress and visualizing work — from
Kanban, which is a lean framework. These concepts are in addition to the seven principles of lean
software development.



The Disciplined Agile Delivery (DAD) process framework is a
people-first, learning-oriented hybrid agile approach to IT
solution delivery. It has a risk-value lifecycle, is goal-driven,
scalable, and is enterprise aware.
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Disciplined agile delivery is an evolutionary (iterative and incremental) approach that
regularly produces high quality solutions in a cost-effective and timely manner via a risk and
value driven lifecycle. It is performed in a highly collaborative, disciplined, and self-
organizing manner within an appropriate governance framework, with active stakeholder
participation to ensure that the team understands and addresses the changing needs of its
stakeholders. Disciplined agile delivery teams provide repeatable results by adopting just the
right amount of ceremony for the situation which they face.

The disciplined agile delivery lifecycle expands upon the Scrum construction lifecycle in three
important ways:

It has explicit project phases, recognizing that agile delivery is really iterative in the
small and serial in the large.

It includes a full range of practices. This includes initial requirements and architecture
envisioning at the beginning of the project to increase the chance of building the right
product in the right manner, as well as system release practices.

It includes more robust practices. The lifecycle of this figure explicitly reworks the
product backlog in the previous slide into the more accurate concept of a ranked work
item list. Not only do agile delivery teams implement functional requirements, they
must also fix defects (found through independent testing or by users of existing
versions in production), provide feedback on work from other teams, take training
courses, and so on.



Domain learning
—Initial requirements envisioning
—Incremental delivery of a potentially consumable solution
—Active stakeholder participation throughout lifecycle
—Minimal releases
— Split features

Process improvement
—Retrospectives at the end of an iteration
—Tracking of improvements
—Sharing of skills through non-solo development

Technical learning
—Architecture spikes
—Proving the architecture with working code

General strategies
—Training
—Education
—Mentoring/coaching
—Individuals are generalizing specialists, not just specialists
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In the years since the Agile Manifesto was written we've discovered that the most effective
organizations are the ones that promote a learning environment for their staff. There are three
key aspects which a learning environment must address. The first aspect is domain learning —
how are you exploring and identifying what your stakeholders need, and perhaps more
importantly how are you helping them to do so? The second aspect focuses on learning to
improve your process at the individual, team, and enterprise levels. The third aspect is
technical learning which focuses on understanding how to effectively work with the tools and
technologies being used to craft the solution for your stakeholders.

The DAD process framework suggests several strategies to support domain learning, including
initial requirements envisioning, incremental delivery of a potentially consumable solution, and
active stakeholder participation through the lifecycle. To support process-focused learning
DAD promotes the adoption of retrospectives where the team explicitly identifies potential
process improvements, a common agile strategy, as well as continued tracking of those
improvements. Within IBM software group we've found that agile teams which held
retrospectives improved their productivity more than teams which didn’t, and teams which
tracked their implementation of the identified improvement strategies were even more
successful. Technical learning often comes naturally to IT professionals, many of whom are
often eager to work with and explore new tools, techniques, and technologies. This can be a
double-edged sword — although they’re learning new technical concepts they may not invest
sufficient time to master a strategy before moving on to the next one, or may abandon a
perfectly fine technology simply because they want to do something new.

There are many general strategies to improve your learning capability. Improved collaboration
between people correspondingly increases the opportunities for people to learn from one
another. Luckily high collaboration is a hallmark of agility. Investing in training, coaching, and
mentoring are obvious learning strategies as well. What may not be so obvious is the move
away from promoting specialization amongst your staff and instead fostering a move toward
people with more robust skills, something called being a generalizing specialist. Progressive
organizations aggressively promote learning opportunities for their people outside their specific
areas of specialty as well as opportunities to actually apply these new skills.
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Follow corporate conventions:
—Standards and guidance for the architecture
—Coding standards
—Data guidelines
—User interface (Ul) guidelines
—And many more

Enhance the organizational ecosystem:
—Reusing and leveraging the existing infrastructure is great
—Enhancing and building out the infrastructure is better
—Work closely with the enterprise architecture (EA) team

Share learnings:
—Personal and team improvement is great
—Organization-level improvement is better
—Your agile center of competency should harvest and share improvements

Interact with other (potentially non-agile) teams:
— Enterprise architecture
—Data management
—Governance
—Quality assurance
—Project management office (PMO)
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DAD teams work within your organization’s enterprise ecosystem, as do other teams, and
explicitly try to take advantage of the opportunities presented to them — to coin an
environmental cliché “disciplined agilists act locally and think globally.” This includes working
closely with: enterprise technical architects and reuse engineers to leverage and enhance. the
existing and “to be” technical infrastructure; enterprise business architects and portfolio
managers to fit into the overall business ecosystem; senior managers who should be
governing the various teams appropriately; data administrators to access and improve existing
data sources; and IT development support people to understand and follow enterprise IT
guidance (such as coding, user interface, security, and data conventions to name a few). In
other words, DAD teams should adopt a “whole enterprise” mindset.

With the exception of start-up companies, agile delivery teams don’t work in a vacuum. There
are often existing systems currently in production, and minimally your solution shouldn’t impact
them although hopefully your solution will leverage existing functionality and data available in
production. There are often other teams working in parallel to your team, and you may wish to
take advantage of a portion of what they're doing and vice versa. There may be a common
vision which your organization is working towards, a vision which your team should contribute
to. There will be a governance strategy in place, although it may not be obvious to you, which
hopefully enhances what your team is doing.

Enterprise awareness is an important aspect of self discipline because as a professional you
should strive to do what'’s right for your organization and not just what's interesting for you.
Unfortunately this isn't always the case. Some IT “professionals” will choose to work with new
technologies, and even implement them in the solutions that they produce, not because those
technologies are what's most appropriate for the organization but instead they help to improve
the person’s resume. Or they'll choose to build something from scratch, or use new
development tools, or create new data sources, when perfectly good ones already exist within
the organization.
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Agile teams provide:
—Significantly greater visibility to stakeholders regarding their actual
status
—Many more opportunities for stakeholders to steer the project
—BUT... require stakeholders to be actively involved and accountable

Practices:
—Active stakeholder participation
—Potentially consumable solutions every iteration
—Risk-value lifecycle
—Explicit, light-weight milestone reviews
—Daily coordination meetings
—lteration demos
—All-hands demos
—Follow enterprise development guidance
—Work closely with enterprise architects
—Automated metrics gathering
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Effective governance strategies should enhance that which is being governed.
An appropriate approach to governing agile delivery projects, and we suspect
other types of efforts, is based on motivating and then enabling people to do
what is right for your organization. What is right will of course vary, but this
typically includes motivating teams to take advantage of, and to evolve,
existing corporate assets; following common guidelines to increase
consistency, and working towards a shared vision for your organization.
Appropriate governance is based on trust and collaboration. Appropriate
governance strategies should enhance the ability of DAD teams to deliver
business value to their stakeholders in a cost effective and timely manner.

Unfortunately many existing IT governance strategies are based on a
command-and-control, bureaucratic approach which often proves ineffective in
practice. Chapter 9 explores appropriate governance, the impact of traditional
governance strategies, and how to adopt an appropriate governance strategy
in greater detail.
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Join the discussion today at

www.disciplinedagiledelivery.com

© 2011 IBM Corporation
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Disciplined Agile Delivery (DAD):
The Foundation for Agility@Scale
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In the early days, agile development was applied to projects that were small in scope and relatively straightforward.
Today, organizations want to apply agile development to a broader set of projects. Agile needs to adapt to increasing
complexity. Agility@Scale is about explicitly addressing the complexities that disciplined agile delivery teams face in the
real world. The agile scaling factors are:

Geographical distribution.  What happens when the team is distributed within a building or across continents?

Team size. Mainstream agile processes work well for small teams (10-15), but but what if the team is fifty people?
One hundred people? One thousand people?

Compliance requirement. What if regulatory issues — such as Sarbanes Oxley, ISO 9000, or FDA CFR 21 — are
applicable?

Domain complexity. What if the problem domain is intricate ( such as bio-chemical process monitoring or air traffic
control), or is changing quickly (such as financial derivatives trading or electronic security assurance). More
complex domains require greater exploration and experimentation, including but not limited to prototyping,
modeling, and simulation.

Organization distribution.  Sometimes a project team includes members from different divisions, different partner
companies, or from external services firms.

Technical complexity. Working with legacy systems, multiple platforms, or blending disparate technologies can add
layers of technical complexity to a solution. Sometimes the nature of the problem is very complex in its own right.

Organizational complexity. The existing organizational structure and culture may reflect traditional values,
increasing the complexity of adopting and scaling agile strategies. Different subgroups within the organization may
have different visions as to how they should work. Individually, the strategies can be quite effective, but as a whole
they simply don't work together effectively.

Enterprise discipline. Organizations want to leverage common infrastructure platforms to lower cost, reduce time to
market, and to improve consistency. They need effective enterprise architecture, enterprise business modeling,
strategic reuse, and portfolio management disciplines. These disciplines must work in concert with, and better yet
enhance, the disciplined agile delivery processes.

Each scaling factor has a range of complexities associated with it. Each team faces a different combination of factors,
and therefore needs a process, team structure, and tooling environment tailored to meet their unique situation.

15



Scaling:

—The majority of agile teams are geographically distributed in some
manner

—Organizations have reported successful agile programs of 500+ people

—One third of agile teams are in regulatory situations

—75% of organizations doing agile are doing so on medium complexity or
greater projects

—17% of organizations are successfully applying agile in outsourcing
situations

—78% percent of teams are working with legacy systems

—32% of organizations report successful interaction between enterprise
architects and agile teams

—11% of organizations report that their governance strategy works well
with agile teams (yikes)

Source: DDJ November 2009 State of the IT Union Survey,
www.ambysoft.com/surveys/

16 © 2011 IBM Corporation

There is a wealth of data at www.ambysoft.com/surveys/

Time to start focusing on reality, not rhetoric

16



Disciplined agile delivery
—Call them “coordination meetings”

Geographic distribution
—Meeting occurs over phone, video, electronically...
—Rational Team Concert (RTC) to share information
—Change meeting times to reflect team distribution — spread the pain

Team size
—Kanban strategy is to ask 1 question: What new issues do you foresee?
—Subteams need to coordinate via coordinators, perhaps in a “scrum of
scrums”

P ©
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Regulatory compliance
—Take meeting attendance and record action items (if any)

Organizational distribution
—Additional coordination between organizations may be required
—Project dashboard access for external organizations may be required
—Document decisions/action items pertaining to external organizations

Enterprise discipline
—Enterprise professionals should be invited to meetings, better yet the
teams

O® 0O

© 2011 IBM Corporation

*Domain complexity increases the need for regular coordination
*Technical complexity increases the need for regular coordination

*Organizational complexity MAY make it difficult for you to hold these meetings
(it may not be allowed)

*Enterprise architecture, business modelers, ... may decide to attend the
meetings

For more information about RTC, visit www.jazz.net

17



This practice scales TDD, and it is
an important aspect of delivering a
quality product.

See notes for more information.

Effective agile teams push
their working builds to an
independent test team on
a regular basis for

investigative testing

Defects must be prioritized Const. Const. || Transition
and put back on the | Iteration || Iteration |[Iteration(s)
team’s work stack

Defects == Requirements MENTAIAT NENTATAY

Scales TDD: TDD is a Independent Testing

form of confirmatory
testing. TDD is a great
start, but it's not the full
testing picture

Critical strategy for
addressing non-functional
requirements
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TDD isn'’t sufficient:

< TDD enables you to validate your system to your current understanding
of the intent of your stakeholders

« TDD is the equivalent of testing against the specification, replacing a lot
of the grunt work done on traditional teams by the testers

» TDD assumes that your stakeholders can communicate their
requirements and that developers can test

Agile teams address some of the communication risk by closely working with
stakeholders, developing working software on a regular basis, and iterating.

Agile teams address the skills risk through close collaboration and a cultural
value for quality.

BUT, stakeholders often miss requirements, particularly non-functional or
quality of service requirements, and they often don’t understand integration
issues, enterprise issues, and so forth.

These issues should be addressed by independent testing efforts.

The independent testers should try to break the system and report back
change stories (defects and enhancement requests) to the development
team.

The bulk of the testing effort is done by the development team, but the
complex testing is done by the testers.

Your testing tools can be used by independent testers to address issues not
easily addressed by OSS tools.

IBM® Rational® ClearQuest® and IBM® Rational® Team Concert can be used
to capture the change stories.

The change stories are prioritized and estimated by the development team,
and then treated like any other type of requirement.

Because the change story is a requirement, it can now be addressed via
TDD, and the tests around it included in the team’s regression test suite.

See www.ddj.com/dept/debug/196603549 for a detailed discussion of these
points.
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Do not organize the subteams around job
roles
— You may need an independent test team

Feature teams
— Team implements a minimal market
feature (MMF) at a time
— Requires sophisticated configuration
management

Component teams
— Team responsible for working on one or
more components
— Requires sophisticated change
management
— Architecture should be domain driven

Maximize the responsibilities of the
offshore team

Provide guidance on enterprise
infrastructure, development conventions

19 © 2011 IBM Corporation

Organize around the architecture
Most communication occurs between people working on subsystems
Organizing around job functions increases risk, cost, and time to value



Agenda

1 ) Messin’ with yer heads

2 ) Disciplined Agile Delivery: Intro

3 ) Scaling agile

4 ) Parting thoughts

%% IBM agility@scale™

20 © 2011 IBM Corporation

20



People
Principles/Philosophies
Practices/Patterns

Products

a ~ w0 DN PRE

Process
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To achieve systemic improvement within an IT organization, you need to address five
primary issues:

People. Solution delivery is a “team sport”, individuals and the way that they work
together are the primary determinants of success on most projects.

Principles. You need a consistent and coherent philosophical foundation which reflects
your values as an organization to guide your decisions.

Practices. Practices are contextual, describing how people work together to achieve a
goal.

Products. The tools and technologies which people use to perform their work.

Process. The “glue” which pulls everything together.

See
https://www.ibm.com/developerworks/mydeveloperworks/blogs/ambler/entry/5pofit?lan
g=en_us
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How Jazz fits into the pillars of software and systems delivery

Soilware and systems deliv:ery
22—\

—r

www.jazz.net
Free RTC download for teams up to 10
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Slide Source: Gary Cernosek
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The Disciplined Agile Delivery (DAD) process framework is a hybrid agile
approach to IT solution delivery that is:

—People-first

—Learning-oriented

—Risk and value driven

—Enterprise aware

—Goal-driven

—Scalable

There’s far more to scaling agile than dealing with large team sizes

© 2011 IBM Corporation
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Thank you!

scott_ambler [at] ca.ibm.com
twitter.com/scottwambler
www.ibm.com/developerworks/mydeveloperworks/blogs/ambler/
www.ibm.com/rational/agile/
www.jazz.net

www.disciplinedagiledelivery.com

© Copyright IBM Corporation 2011. All rights reserv  ed.

The information contained in these materials is provided for informational purposes only, and is provided AS IS without warranty of any kind, express or implied. 1BM shall not be responsible

for any damages arising out of the use of, or otherwise related to, these materials. Nothing contained in these materials is intended to, nor shall have the effect of, creating any warranties or
representations from IBM or its suppliers or licensors, or altering the terms and conditions of the applicable license agreement governing the use of BM software. References in these materials
t0'IBM products, programs, or services do not imply that they will be available in all countries in which IBM operates. Product release dates and/or capabiltties referenced in these materials may
change at any time at IBM's sole discretion based on market opportunities or other factors, and are not intended to be a commitment to future product or feature availability in any way.

IBM, the IBM logo, the on-demand business logo, Rational, the Rational logo, and other IBM products and services are trademarks of the International Business Machines Corporation,

in the United States, other countries or both. Other company, product, or service names may be trademarks or service marks of others.

24 © 2011 IBM Corporation

24



The Agile Scaling Model (ASM): Adapting Agile Methods for Complex Environments
— ftp://fitp.software.ibm.com/common/ssi/sa/wh/n/raw14204usen/RAW14204USEN.PDF

Scaling Agile: An Executive Guide
— ftp://public.dhe.ibm.com/common/ssi/sa/wh/n/raw14211usen/RAW14211USEN.PDF

Improving Software Economics: Top 10 Principles of Achieving Agility at Scale
— ftp://public.dhe.ibm.com/common/ssi/ecm/en/raw14148usen/RAW14148USEN.PDF

Enable the Agile Enterprise Through Incremental Adoption of Practices
— http://public.dhe.ibm.com/common/ssi/ecm/en/raw14077usen/RAW14077USEN.PDF

Disciplined Agile Delivery: An Introduction
— http://public.dhe.ibm.com/common/ssi/ecm/en/raw14261usen/RAW14261USEN.PDF

© 2011 IBM Corporation
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DAD training (PMI approved, registered under provid  er number 1107)
Introduction to disciplined agile delivery: Self-paced virtual class (16 PDUs)
Advanced disciplined agile delivery: 3 days (21 PDUs)

Related Training
Applying DAD with User Stories (RV037)

Applying DAD with Use Cases (RV036)

For more info, visit the Rational Agile Training Page at
www.ibm.com/jct03001c/services/learning/ites.wss/us/en?pageType=page&c=2340950B415
83X73

DAD Services
DAD with RTC quick start
IBM Rational Rapid Deployment for Agile Delivery
Collaborative Lifecycle Management (CLM) for IT
DAD Products
The DAD process template for Rational Team Concert (RTC)

26 © 2011 IBM Corporation
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Geographic distribution
—Plan needs to be captured electronically so that everyone has access

Team size
— Iteration lengths of the subteams should be a divisor of the larger team
—Subteams may need their own release plans
—Overall plan must reflect the plans of the subteams

Regulatory compliance
—The plan, and updates to it, may need to be documented

Organizational distribution
—Planning across multiple organizations will potentially take longer and
require greater detail

Technical complexity
—Dependencies on other teams need to be reflected in release plan,
particularly non-agile teams which have lower chances of on-time delivery

Organizational complexity
—Dependencies on non-agile teams may require changes in the strategies
of all teams involved

QEEE® CEC

Enterprise discipline
—Release plan must reflect portfolio-level and product-level plans © 2011 1M Corporaton
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A “team of teams” will need:
« An overall release plan
* Release plans for each subteam (usually)
* An overall team rhythm (i.e. 6 weeks)
» Subteams rhythms are a divisor of the team rhythm (i.e. 1, 2, 3, or 6 weeks)

Initial requirements envisioning
(http://Iwww.agilemodeling.com/essays/initialRequirementsModeling.htm ) and
architecture envisioning
(http://Iwww.agilemodeling.com/essays/initialArchitectureModeling.htm) are crucial
parallel activities, the more complex the situation the more modeling that you'll need to
do (but that doesn’t imply detailed specifications up front)

Dependencies on external teams are critical, particularly non-agile teams which have
lower chances of on-time delivery

28



Scaling iteration planning

Geographic distribution
—Need to capture the plan electronically

Team size

—Each sub-team is responsible for its own iteration planning

—Team Leads need to be aware of major dependencies with other
subteams, particularly when the other subteams have different iteration
lengths/schedules

—Teams needs to be aware of dependencies between work items lists

—More likely the teams will need to meet prior to iteration planning to review
user stories, disaggregate, estimate discuss dependencies, duplications
across stories, ...

Regulatory compliance
—Iteration plans may need to be documented

Domain complexity

—Teams need to engage in look-ahead planning, not just plan for upcoming
iteration

Technical complexity
—Teams need to be aware of technical dependencies between subsystems
—Teams need to engage in look-ahead planning, not just plan for upcoming
29 Iteratlon © 2011 IBM Corporation
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Scaling product backlogs

Disciplined agile delivery Ba
— Defects treated like requirements and managed on backlog
— Non-functionality work items, such as training, reviews, can be managed on backlog %

Geographic distribution 11212

— Manage the backlog electronically
Team size @
— Subteams may have their own backlogs, but that makes rollups harder

— Burndowns of subteams need to be rolled up into overall team burndown

Regulatory compliance
— May need to manage backlog electronically

Domain complexity
— Business analysts look ahead on the product backlog

Organizational distribution
— A given organizational unit may only be allowed to see portions of the backlog

Technical complexity
— Team members look a bit ahead on stack to consider upcoming complexities

Organizational complexity
— Your team may need to conform to existing change management processes

Enterprise discipline
— Electronic backlog management enables automation of burndown charts and other .
metrics via project dashboard (e.g. in RTC), supporting improved governance ©**"®" “roeer

30

Large or distributed teams are organized into smaller subteams
Component subteams have their own work item list and product owner
There will be dependencies between work items which need to be coordinated

You want to ensure that the work is organized appropriately between subteams with minimal
redundancy

Burndowns of subteams need to be rolled-up into the overall project burndown
You need tooling support

If they have separate product backlogs, they don't have to have a common understanding of a
story point. Each teams breaks down, estimates work, determines velocity and selects from
backlog based on their own velocity. If they have a common backlog, they need to have a
normalized/baselined understanding of story points. If they have separate product backlogs
and use different meanings of story points, you end up not being able to "sum" the work
completed.
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Scaling Value Lifecycle to Risk-Value Lifecycle

Provides the extended team with explicit milestones centered on balancing @
risk mitigation and value creation

Observations:

—Key stakeholders frequently do not have time to carefully review and
discuss the results of every iteration

—Iteration demos are still a good idea for getting feedback, but not effective
for go/no-go decisions

© 2011 IBM Corporation
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Scaling iteration demos

Geographic distribution
—Demos occurs physically where possible, but transmitted electronically

—Change demo times to reflect team distribution — spread the pain %
—Greater need to schedule the demos ahead of time t1iid
Team size
—Prioritize which subteam(s) should demo to the entire team @
—Individual subteams should do their own demos to their smaller
community

Regulatory compliance

—Take meeting attendance and record action items (if any)
Domain complexity
—Invite a wider range of stakeholders required, not just insiders %

Organizational distribution
—Invite stakeholders from each organization unit

—Separate demos may be required by some organization units specific to
them

Technical complexity

—Some of the work may not be visible through user interface, so may
., heed to do a technical walkthrough instead

© 2011 IBM Corporation

Organizational complexity MAY make it difficult to hold regular demos

Enterprise discipline — You MAY choose to discuss how what you're demoing maps back to your
enterprise business model/vision

Stakeholders - don't forget groups other than insiders.

Need to have planned ahead of time to identify the which aspects external stakeholders are
interested in.

Relationships with stakeholders established during inception.

Unlikely a customer will be able to meet every two weeks. Don't forget business partners who can
help influence purchases later.

Need to arrange attendance ahead of time.
Make sure you have good representation across stakeholder types.
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Disciplined agile delivery
—Track your progress with IBM Rational SelfCheck

pe

Geographic distribution
—Hold retrospectives electronically to include everyone

[
>
b
'S
>

Team size
— Subteams should hold their own retrospectives
—Subteams should share ideas with each other

©

Regulatory compliance
—May need to record any changes to your process

Organizational distribution
—May not be allowed to share improvements between organizations

@

Organizational complexity
—Existing process improvement strategies may focus on reviews (post
mortems) at the end of the project
—Process improvement may be “owned” by a specific process group

Enterprise discipline
—Consider an agile center of competency (CoC) to share ideas

)
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Review the effectiveness of the development process and environment
Retrospectives: www.retrospectives.com
Ask
* What went well?
* What could be changed to deliver better results?
* What have we learned?
* What still puzzles us?
Capture lessons learned
» Target the top 3 issues; do not take on too much
Next iteration

» Take 1 — 2 concrete actions, for example: “We need to stop doing X", “We need to
get better at Y”

* Invest the appropriate amount of time versus value to be gained
Take retrospectives to the next level

» Consider tracking your results

 Consider using IBM® Rational® Self Check



Scaling product backlogs

Disciplined agile delivery Ba
— Defects treated like requirements and managed on backlog
— Non-functionality work items, such as training, reviews, can be managed on backlog %

Geographic distribution 11212

— Manage the backlog electronically
Team size @
— Subteams may have their own backlogs, but that makes rollups harder

— Burndowns of subteams need to be rolled up into overall team burndown

Regulatory compliance
— May need to manage backlog electronically

Domain complexity
— Business analysts look ahead on the product backlog

Organizational distribution
— A given organizational unit may only be allowed to see portions of the backlog

Technical complexity
— Team members look a bit ahead on stack to consider upcoming complexities

Organizational complexity
— Your team may need to conform to existing change management processes

Enterprise discipline
— Electronic backlog management enables automation of burndown charts and other .
metrics via project dashboard (e.g. in RTC), supporting improved governance ©**"®" “roeer
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Large or distributed teams are organized into smaller subteams
Component subteams have their own work item list and product owner
There will be dependencies between work items which need to be coordinated

You want to ensure that the work is organized appropriately between subteams with minimal
redundancy

Burndowns of subteams need to be rolled-up into the overall project burndown
You need tooling support

If they have separate product backlogs, they don't have to have a common understanding of a
story point. Each teams breaks down, estimates work, determines velocity and selects from
backlog based on their own velocity. If they have a common backlog, they need to have a
normalized/baselined understanding of story points. If they have separate product backlogs
and use different meanings of story points, you end up not being able to "sum" the work
completed.
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Disciplined agile delivery
—Disciplined agile developers are self organizing within an appropriate
governance framework

Regulatory compliance
—Plans, estimates, and so on may need to be recorded
Organizational complexity
—May need to educate management team on collaborative leadership and
facilitation

—May need to provide education to help others shift from command-control
to self-organizing

Enterprise discipline
—Application architecture decisions are constrained by enterprise
infrastructure and futures directions

—Application architecture enhanced by leveraging existing infrastructure @
and reusable assets :

—Release plan must reflect portfolio and project plans
—Agile teams should follow enterprise-level guidelines (e.g. coding
standards, data standards, Ul standards, ...)
—Adopt a Lean Development Governance strategy (see paper by Ambler
35 and Kro”) © 2011 IBM Corporation

Lean development governance whitepaper, and other governance writings,
available at http://www.ambysoft.com/onlineWritings.html#Governance
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