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Digital Workbook User Guide
Frequently Asked Questions

Q: How can | take notes in my digital workbook?

A: After each lesson, there is a notes page that allows you to type notes directly into
the workbook. At the end of the workbook, there is an action plan which also has
fields that allow you to type notes. Remember to save your workbook to your
personal computer to save any content you may have added.

If you open the digital workbook with a product like Adobe Acrobat, there are
functions that allow you to add your own text boxes, add bookmarks, highlight text,
and add comments. Remember to save your workbook to your personal computer to
save any content you may have added.

Q: What other features are included in the digital workbook?

A: Action plan slides are clickable and will take you to the action plan at the end of
the workbook. All videos have a hyperlink directly below the slide that will take you to
the correct URL. If you click on assets in the front matter, you will be taken to
ScaledAgileFramework.com resources like the Implementation Roadmap and
course certification pages.

Q: How do Ifill out the action plan in my digital workbook?

A: To add text to a blue text field, click within the blue box and type. Remember to
save your workbook to your personal computer to save any content you may have
added.

Q: Is my digital workbook saved on the community platform?

A: The original digital workbook file will always be available to you in your Learning
Plan on the SAFe Community Platform. However, any text or content added to your
digital workbook must be saved on your personal computer. Remember to save your
workbook to your personal computer to save any content you may have added.

Q: Can I share my digital workbook with my coworkers?

A: No. You cannot share your digital workbook. It is for personal use only, so you
may not reproduce or distribute it.

Q: Can I print the digital workbook?

A: Yes. You may print the digital workbook for your personal use. The file is in full
color, so if you'd prefer to print the workbook in black and white only, make sure to
adjust your printing preferences.

2 | © Scaled Agile, Inc.



Logistics

» Course meeting times
» Breaks

Facilities

v

v

Technology requirements

v

Working agreements

SCALED AGILE * = scaled agie.inc.

Notes:

Duration
Discussion: Introductions &

» Step 1: Introduce yourself to
someone and share something
you know about SAFe and the
role of the SAFe Program
Consultant (SPC)

» Step 2: Be prepared to share
with the class:

— What is your current role?

— What are your expectations for
this class?

SCALED AGILE * = scaled agie.inc.

Notes:
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Course goals

At the end of this course you should be able to:

» Lead an En_terprise Lean-Agile » Coordinate multiple Agile Release
transformation Trains with a Solution Train
» Implement the Scaled Agile » Use the seven core competencies

Framework (SAFe) to achieve Business Agility

» Implement Lean Portfolio ; 5 :
» Train managers and executives in

el Ll Leading SAFe
» Perform Value Stream
identification » Continue your learning journey and
become enabled to train other
» Launch and coach Agile Release SAFe roles in the Enterprise
Trains

SCALED AGILE ~ = scaied agie.inc.

Notes:

X
xX 0 soag .
- Activity: Course goals overview

» Step 1: Review the outlined course goals posted on flip chart
sheets around the room.

» Step 2: You have three votes total. Place a dot on the goals that are
most relevant to you.

SCALED AGILE "~ = scaed agie.inc.

Notes:
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Activity: Where are we?

» Step 1: Place a sticky note on the following three posters to identify
where you are in terms of:

—Existing certification
—Agility experience matrix

—~Place in the SAFe Implementation Roadmap

SCALED AGILE ~ = scaied agie.inc.

Notes:

Implementing SAFe is a two-part course

Part 1: Leading SAFe Part 2: Implementation

Implementing
SAFe”

Leading
SAFe®

SPCs teach leaders and other stakeholders In Part 2, you will learn

this two-day course. In Part 1, you will take the strategies and practices for
course and also be given tips and strategies for implementing SAFe.
teaching it.

SCALED AGILE * = scaicd agie.inc. ¢

Notes:
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Course map

Leading SAFe

» Lesson 1: Thriving in the Digital Age with
Business Agility

» Lesson 2: Becoming a Lean-Agile Leader

» Lesson 3: Establishing Team and Technical
Agility

» Lesson 4: Building Solutions with Agile
Product Delivery

» Lesson 5: Exploring Lean Portfolio
Management

» Lesson 6: Leading the Change

» Lesson 7: Becoming a SAFe Agilist

SCALED AGILE * = scaled agie.inc.

Implementing SAFe

» Lesson 8: Reaching the SAFe Tipping Point
» Lesson 9: Designing the Implementation

» Lesson 10: Launching an Agile Release Train
» Lesson 11: Coaching ART Execution

» Lesson 12: Extending to the Portfolio

» Lesson 13: Accelerating Business Agility

» Lesson 14: Becominga SAFe Program
Consultant

» Open Space

Notes:

Introducing the Action Plan

the Action Plan

» Throughout the course, you
will have an opportunity to
add ideas, insights, and
action items as a takeaway

SCALED AGILE * = sealed agie.inc.

» In your workbook you will find

Action plan

Notes:
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Lesson 1
Thriving in the Digital Age with
Business Agility

Learning Objectives:

1.1 Thrive in the Digital Age
1.2 Describe SAFe as an operating system for Business Agility

1.3 Explain the Seven Core Competencies of Business Agility

SAFe Course Attending this course gives students access to the
SAFe Program Consultant exam and related preparation materials.

7 | © Scaled Agile, Inc.



1.1 Thrive in the Digital Age

1.1 Thrive in the digital age

SCALED AGILE *

Notes:

Those who master large-scale software
delivery will define the economic

landscape of the 215t century.

—Mik Kersten

Notes:
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1.1 Thrive in the Digital Age

Five technological revolutions

Installation Period Turning Point  Deployment Period
v v v

177 1793-1801

Industrlal Canal Mania (UK) Great British Leap
Revolution
1829 1848-1850
Age of Steam
5 !
& Railways Railway Mania (UK) The Victoria Boom
1878
Age of Steel & London funded global market Belle Epoque (Europe)
Heavy Engineering infrastructure build-up Progressive Era (USA)
1208
Age of Oil &

The Roaring Twenties Post-War Golden Age

Mass Production

1971

Age of Software Dotcom and internet mania;
EXL NPT Global finance and housing bubbles

Adapled from Technological Revolutions and the Age of Software, Carlota Perez

SCALED AGILE "~ = scaied agie.inc. 1

Notes:

Production capital follows financial capital

» Installation Period — New technology and financial capital combine to create a “Cambrian
explosion” of new entrants, disrupting the entire industries from the previous age

» Turning Point — Existing business either master the new technology or decline and become
relics of the last age

» DeploymentPeriod — Production capital of the new technological giants starts to take over

Installation Period Turning Point  Deployment Period
v v v

1971 2000-?

Age of Software Dotcom and Internet mania;
t AT IEIM  Global finance and housing bubbles

SCALED AGILE = scaied agie.inc. 12

Notes:
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1.1 Thrive in the Digital Age

What stage are we in?

» "BMW Group’s CEO expects that in their
future more than half of its R&D staff will
be software developers." (Mik Kersten,

Project to Product) INOLOGY NEWS
B NEWTECH REVIEWS SCIENCE CULTURE GAMING  CAREERS BLOGS VIDEOS EVENTS
» "Amazon and Whole Foods Merger to \ ol Y -
Introduce Cross-Platform Selling and = ‘\ \i/wr,i
Lower Prices" (Forbes, August2017) mé / ) |

cap, $21B revenue) now exceeds the
market cap of Ford ($36.2B market cap,
$160B revenue) 8:1 value ratio
(September 2019)

X I st i
» The market cap of Tesla ($43B market \g ¥ i ﬁfﬁ
» D = T g Time:

» Apple is now the biggest watchmaker in
the world (Investopedia 2019)

SCALED AGILE * = scaled agie.inc.

Notes:

Competing in the Age of Software

The problem is not with our organizations realizing that

they need to transform; the problem is that organizations

are using managerial frameworks and infrastructure

models from past revolutions to manage their

businesses in this one.
—Mik Kersten

Notes:
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1.1 Thrive in the Digital Age

Rethinking the organization

The world is now changing at a rate at which the
basic systems, structures, and cultures built over
the past century cannot keep up with the
demands being placed on them.

—John P. Kotter

Notes:

We started with a network

'/ ) \‘\ Customer
\ / Centricity

/,
\ =
\

Notes:
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1.1 Thrive in the Digital Age

We add hierarchy for stability and execution

Speed of Innovation

Customer
Centricity

SCALED AGILE "~ = scaied agie.inc.

Notes:

Guess what happens?

Notes:
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1.1 Thrive in the Digital Age

The solution is not to trash what we know and
start over but instead to reintroduce a second
system—one which would be familiar to most
successful entrepreneurs.

You need a dual operating system.

—John P. Kotter

Notes:

We need a dual operating system for Business Agility

@ '\ Customer
“ Centricity

Notes:
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1.1 Thrive in the Digital Age

And we have just such an operating system at our fingertips

Value Stream Functional
Network hierarchy

SCALED AGILE * = scaled agie.inc.

Notes:
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1.2 Describe SAFe as an operating system for Business Agility

1.2 Describe SAFe as an operating system for
Business Agility

SCALED AGILE *

Notes:

Every business is a soffware business now.
Achieving a state of business agility means
that the entire organization—not just

development—is engaged in continually and

proactively delivering innovative business

solutions faster than the competition.

— Dean Leffingwell
Creator of SAFe

Notes:
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1.2 Describe SAFe as an operating system for Business Agility

Business Agility requires
technical agility and
a business-level commitment to

SOFTWARE

product and Value Stream | appucations |8

thinking.

And it requires that everyone
involved in delivering
business Solutions use Lean

and Agile practices.
ENTERPRISE

Notes:

SAFe® for Lean Enterprises is a
knowledge base of proven,
integrated principles, practices,

e ok fle | fs i3]

and competencies for achieving

Business Agility by implementing

Lean, Agile, and DevOps at scale.

Notes:
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1.2 Describe SAFe as an operating system for Business Agility

Why SAFe?

SAFe business benefits are derived directly from case studies written by SAFe customers

30%

0,
Happier, 50 %
more motivated Faster
employees Time-to-Market —|

BUSINESS
RESULTS

35% 50°
Increase in Defect

: ‘ Productivity

Reduction [\1@‘
<Q

Source: Typical results from scaledagile.com/case-studies

SCALED AGILE * = scaled agie.inc.

Notes:

SAFe configurations

Four configurations provide the right solution for each Enterprise.

SCALED AGILE * = scated agie.inc.

Notes:
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1.2 Describe SAFe as an operating system for Business Agility

SAFe: Roots, past, present and future

Field experience at enterprise scale

Agile Development | Lean Product Development | Systems Thinking

SCALED AGILE * = scaled agie.inc.

Notes:

The Seven Core Competencies of Business Agility
Enterprise Solution Lean Portfolio
Delivery Management

Agile Product 7o) Organizational
)
g Delivery '\g) Agility

Customer

Contricit)/

L
Team And Lean-Agile Continuous @
Technical Agility Leadership Learning Culture

SCALED AGILE * = scaled agie.inc.

Notes:
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1.3 Explain the Seven Core Competencies of Business Agility

1.3 Explain the Seven Core Competencies of Business
Agility

SCALED AGILE *

Notes:

Why Team and
Technical Agility?

Agile Teams and teams of Agile
Teams create and support the
business Solutions that deliver
value to the Enterprise’s
customers. Consequently, an
organization’s ability to thrive in
the digital age is entirely
dependent on the ability of its
teams to deliver Solutions that
reliably meet a customer's needs.

Notes:
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1.3 Explain the Seven Core Competencies of Business Agility

Team and Technical Agility

The Team and Agile Teams Built-In Quality
Technical Agility % a Q
competency . ‘omner

descnbes the Cntlcal s(lrlull“ f_ﬂgsh Pairi?jatnd &:::Zo"‘sit“’le Aul'monat;on Def?ition
SkI”S and Lean'Aglle Master Flow Peer Raview andS:andar%s of Done

principles and

practices that high- !
performing Ag”e Business PoductMgmt Hadwore  Software  Qually  Tesing  Compllance Operations  Security
Teams and teams of :
Agile Teams use to =
create high-quality : 5

Teams of Agile Teams

. . A e ® m P4
solutions for their pod % g%ee i ,:- o .
customers. Lo T weee :

SCALED AGILE * = scaiea agie.inc.

Notes:
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1.3 Explain the Seven Core Competencies of Business Agility

Agile Teams Built-In Quality
u
600
ol Product
o~ Owner
Scrum Establish  Pairingand  Collective  automation  Definition
Master Flow Peer Review  Ownership of Done
and Standards

Teams of Agile Teams

Business Product Mgmt. Hardware  Software Quality Testing  Compliance Operations  Security
AGILE RELEASE TRAIN o

A L
' § -2 .
: [?‘ .20 JI?II - e :
: il ﬂ-ﬁ" 6.0 ;

Ll
: Mg .

L

Why Agile
Product Delivery?

In order to achieve Business
Agility, Enterprises must rapidly
increase their ability to deliver
innovative products and

services. To be sure that the
Enterprise is creating the right
Solutions for the right
customers at the right time,
they must balance their
execution focus with a
customer focus.

Notes:
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1.3 Explain the Seven Core Competencies of Business Agility

Agile Product
Delivery is a
customer-centric
approach to
defining, building,
and releasing a
continuous flow of
valuable products
and services to
customers and
users.

SCALED AGILE * = scaiea agie.inc.

Agile Product Delivery

Customer Develop on Cadence, Release on Demand
Centrici
N Release on Demand
m 99— > 0
¥ —_——— Cust
LR 9>  Gmk
Develuamem
Design Centric
Thinking Develop on Cadence

DevOps and the Continuous Delivery Pipeline

- 9
Release
on Demand

' e\
o o AGILE RELEASE TRAIN
00 '
B Continuous Continuous  Continuous
DevOps Exploraton  Integration Deployment

Notes:

Customer
Centricity

&)
00

Design
Thinking

Develop on Cadence, Release on Demand

Release on Demand
—e—o—9o—9—>
— s ———>

o v—

Develop on Cadence

Customer
Centric

Development
Centric

DevOps and the Continuous Delivery Pipeline

2N
¥ 9
0-0

DevOps

AGILE RELEASE TRAIN

.
Continuous Continuous Continuous
Exploraton Integration Deployment

> ¥
Release
on Demand
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1.3 Explain the Seven Core Competencies of Business Agility

Why Enterprise
Solution Delivery?

Humanity has always dreamed big;
and scientists, engineers, and
software developers then turn those
big dreams into reality. That requires
innovation, experimentation, and
knowledge from diverse disciplines.
Engineers and developers bring
these innovations to life by defining
and coordinating all the activities to
successfully specify, design, test,
deploy, operate, evolve, and
decommission large, complex
solutions.

Notes:

Enterprise Solution Delivery

The Enterprise Solution Lean System and Solution Coordinating Trains
Delivery competency Engineering and Suppliers
describes how to apply

Lean-Agile principles : ? . LEAN _—p— N
and practices to o /_v\/‘: QS E—— /

specification,
development,
deployment, operation,

S Continually Evolve Live Systems
and evolution of the

&
) &

world’s largest and ;

most sophisticated T Ta—— Tm®

software applications, 3 :

networks, and Cyber- Continuous Delivery Pipeline

physical systems. Evolve Deployed Systems

SCALED AGILE * = scaied agie.inc.

Notes:
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1.3 Explain the Seven Core Competencies of Business Agility

Lean System and Solution Coordinating Trains
Engineering and Suppliers

Z . . LEAN Solution Train . \

Continually Evolve Live Systems

&
— T T S = BB ‘E‘ﬁ‘
' 2

Continuous Delivery Pipeline

Evolve Deployed Systems

Why Lean Portfolio
Management?
Traditional approaches to

portfolio management were not
designed for a global economy

or the impact of digital
disruption. These factors put
pressure on enterprises to work
under a higher degree of
uncertainty, and yet deliver

innovative solutions much faster.

Notes:
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1.3 Explain the Seven Core Competencies of Business Agility

Lean Portfolio Management

The Lean Portfolio
Management
competency aligns
strategy and
execution by applying
Lean- and systems-
thinking approaches
to strategy and
investment funding
Agile portfolio
operations, and
governance.

SCALED AGILE * = scaled agie.inc.

Strategy
& Investment
Funding

Enterprise
Executivos

230
Rhwta

Business s o i Enterprise
Ownars Architect

Lean
Governance

Enterprise " *  Business
Architoct B8 e

Agile
Portfolio
Operations

i RTE and
APMOAACE dislh &8 Sy cop

© Sealedt Agie bow

Notes:
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1.3 Explain the Seven Core Competencies of Business Agility

Strategy
& Investment
Funding

Enterprise
Executives

240
(VI-1V

Business @& @ o Enterprise
Owners MM M Achitect

A A

Agile

Lean Portfolio

Governance Operations

APMO
2600
: v N 2
Business RTE and
E;::fr:{igif M s Owners APMO/LACE st &l sp Cop

NS N

® Scaled Agile, Inc.
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Why
Organizational
Agility?

Without Organizational Agility,
Enterprises simply cannot
respond sufficiently to the
challenges and opportunities
that today's rapidly changing
markets present. Without it,
employees and the Enterprises
associate an individual's value
with their functional skills,
rather than business
outcomes.

Notes:

1.3 Explain the Seven Core Competencies of Business Agility

Organizational Agility

The Organizational
Agility competency
describes how Lean-
thinking people and
Agile Teams optimize
their business
process, evolve
strategy with clear
and decisive new
commitments, and
quickly adapt the
organization as
needed to capitalize
on new opportunities.

SCALED AGILE * = scaled agie.inc.

Lean-Thinking People and Agile Teams

o0
'.‘ OICKO ‘.

House of Lean  SAFe Principles Agile Manifesto

Lean Business Operations

-5 .

Process Time Delay Time Process Time

4

Strategy Agility

Notes:
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1.3 Explain the Seven Core Competencies of Business Agility

Lean-Thinking People and Agile Teams Strategy Agility

o0
gos 0% 44

House of Lean ~ SAFe Principles Agile Manifesto -
Lean Business Operations . '

5 .

Process Time Delay Time Process Time

Why Continuous
Learning Culture?

In order to thrive in the current
climate, organizations must
evolve into adaptive engines of
change, powered by a culture
of fast and effective learning at
all levels. Learning
organizations leverage the
collective knowledge,
experience, and creativity of
their workforce, customers,
supply chain, and the broader
ecosystem.

Notes:
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1.3 Explain the Seven Core Competencies of Business Agility

Continuous Learning Culture

The Continuous

Enterprise as a
whole, to continually
increase knowledge,

competence,
performance, and innovative
innovation et

SCALED AGILE * = scaled agie.inc.

Learning Organization

Relentless Improvement

Learning Culture o

t Shared CUstams © Constant Sense of Danger
Comp.e kY & Vision 9 Iginking © Optimize the Whole
describes a set of Pﬁ?s?:fy' 888 yonl © Problem Salving Cullure ‘m
values and practices il Models © Reflect at Key Milestones @

O Fact

that encourage ‘—\ /_‘ Fact-Based Improvement
individuals, and the g 2

Innovation Culture

0588

Time & Space GoSee  Experimentation Pivot Without Innovation

&Feedback  Mercy or Guilt Riptides

Notes:

Learning Organization

00 -

Shared Systems
£  Vision o Thinking
P I
hﬁ;ssctzgray % Mental
Team  Models
Learning

Relentless Improvement

© Constant Sense of Danger
© Optimize the Whole

© Problem Solving Culture
© Reflect at Key Milestones

© Fact-Based Improvement

Innovation Culture

Innovative
People

Time & Space Go See

Vo g g f 4

Experimentation Pivot Without
& Feedback

Innovation
Mercy or Guilt Riptides
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1.3 Explain the Seven Core Competencies of Business Agility

Why Lean-Agile

Leadership?

An organization’s managers,
executives, and other leaders
are responsible for the
adoption, success, and
ongoing improvement of Lean-
Agile development and the
competencies that lead to
Business Agility. Only they
have the authority to change

and continuously improve the
systems that govern how work
is performed.

Notes:

Lean-Agile Leadership

The Lean'Ag“e Mindset & Principles
Leadership
competency
describes how Lean-
Agile Leaders drive
and sustain
organizational change
and operational
excellence by

1 % Authenticity
empowerin 2
P g & Decentralized Decision-Making I M

—

& SAFe Principles

Leading by Example Leading Change

Change Vision

Change Lesdership

individuals and teams .. ?' & Emotional Intelligence — —R
to reach their highest ¢ ® o Lielong leaning S
potential. ' ' @ Growing Otfrers | —— )
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Notes:
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1.3 Explain the Seven Core Competencies of Business Agility

Mindset & Principles

Fixed
Mindset

-

Growth
Mindset
I:I Core Values g:n Lean-Agile Mindset %SAFE Principles
Leading by Example Leading Change
Change Vision
& Authenticity Change Leadership
€ Decentralized Decision-Making 1 TN TN S—
& Emotional Intelligence ;
.I.I. - . Psychological Safety
¢ Lifelong Learning Training
' @ Growing Others I B B )
The management challenge

It is not enough that management commit

themselves to quality and productivity, they
must know what it is they must do

Such a responsibility cannot be delegated.

—W. Edwards Deming
and if you can’t come, send no one
SCALED AGILE Scaled Agie. Ine.

Notes:

—Vignette from “Out of the Crisis,”,

W. Edwards Deming
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1.3 Explain the Seven Core Competencies of Business Agility

Measure and Grow

Measure and Grow is the way

portfolios evaluate their progress

in Business Agilityand ... :
determine their next s % = Sl
improvement steps. ), e

| AYD: Dy and Cartusus Dedtary
4 Ppaira

Business Agility Self-Assessment

~ €50 Sautien and Syssems Crgnaning

£50: Coontina e Tribns and Suppiars

< BRI Contmanimyy Esive Live S psters.
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Notes:

Business Agility Self-Assessment

TTA: Agile Teams

CLC: Innovation Culture TTA: Builtin Quality

CLC: Learning Organization TTA: Team of Agile Teams

APD: Customer Centricity and Design
Thinking

APD: Develop and Cad Rel on
Demand

Teams

APD: DevOps and Continuous Delivery

OA: Lean Business Operations Pipeline

OA: Strategy Agility ESD: Solution and Systems Engineering

LAL: Leading by Example ESD: Coordinating Trains and Suppliers

LAL: Mindset and Principles ESD: Continuously Evolve Live Systems

LAL: Mindset and Principles LPM: Strategy and Investment Funding
LPM: Lean Governance LPM: Agile Portfolio Operations

© Scaled Agile, Inc.

32 | © Scaled Agile, Inc.



1.3 Explain the Seven Core Competencies of Business Agility

Lesson review

In this lesson you:

» Discussed what is neccessary to be able to thrive in the digital age
» Described SAFe as your operating system for Business Agility

» Explained the Seven Core Competencies of Business Agility

SCALED AGILE * = scaiea agie.inc.

Notes:

» Scaled Agile Framework recommended reading for this lesson:
- SAFe for Lean Enterprises
- Business Agility
- Measure and Grow
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Lesson 1 notes

Click below to type your thoughts.

W




Lesson 2
Becoming a Lean-Agile Leader

Learning Objectives:

2.1 Embrace the Lean-Agile Mindset
2.2 Apply Lean and Agile at scale with the SAFe Principles

SAFe Course Attending this course gives students access to the
SAFe Program Consultant exam and related preparation materials.
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2.1 Embrace the Lean-Agile Mindset

2.1 Embrace the Lean-Agile Mindset

o seuled Al Inc

Exemplifying SAFe core values

-

v w v w

-

-

Alignment

Provide the relevant briefings and participate

in Program Increment (PI) Planning

Help with backlog visibility, review, and preparation
Help with Value Stream organization and coordination
Constantly check for understanding

Communicate the mission, visions and strategy at
every opportunity

Built-in Quality
Demonstrate quality by refusing to accept or ship
low-quality work
Support investments in capacity planning for
maintenance and reduction of technical debt

Ensure UX, architecture, operations, security,
compliance, and others, are part of the flow of work

SCALED AGILE " = scated agieinc.

Transparency
» Visualize all relevant work

» Take ownership and responsibility for errors and
mistakes

» Admit your own mistakes

» Support others who acknowledge and leam from
their mistakes—never punish the messenger

Program Execution
» Participate as an active business owner in Pl
execution

» Celebrate high quality and predictably delivered
Program Increments

» Aggressively remove impediments and demotivators

49

Notes:
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2.1 Embrace the Lean-Agile Mindset

= Taking Action: Exemplifying SAFe’s core o
—s4 values

» Step 1: Individually choose one
of SAFe’s four core values:
Alignment, Transparency, Built-In
Quality, and Program Execution

» Step 2: At your table, discuss
how can you exemplify that core
value in your organization

» Step 3: Write down one example Action plan
in the Action Plan in your
workbook

SCALED AGILE * = scalea agie.inc.

Notes:

SAFe House of Lean

£

e "E
23 s | g
— —

3] 3 ® =
Qc 5 3 €2
o T [} 929
Q9 = gsa
e SN e

LEADERSHIP
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Notes:
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2.1 Embrace the Lean-Agile Mindset

Value

Achieve the shortest sustainable
lead time with:

» The best quality and value to
people and society

Innovation
Relentless
improvement

» High morale, safety, and

Customer delight
LEADERSHIP

There is only one boss. The customer.
And he can fire everybody in the company.
—Sam Walton

Respect for
people and culture
Flow

SCALED AGILE * = scaled agie.inc.

Notes:

Respect for people and culture

» Generative culture

» People do all the work

» Your Customer is whoever
consumes your work

Flow
Innovation
Relentless

improvement

» Build long-term partnerships
based on trust

LEADERSHIP

» To change the culture, you
have to change the Culture eats strategy for breakfast.

izati —Peter Druck
organization eler Lrucker

SCALED AGILE * = scated agie.inc.

Notes:
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2.1 Embrace the Lean-Agile Mindset

Flow

» Optimize sustainable value
delivery

» Build-in quality

» Understand, exploit, and
manage variability

Respect for
people and culture
Innovation
Relentless
improvement

» Move from projects to LEADERSHIP

products
Operating a product development process

near full utilization is an economic disaster.
—Don Reinerisen

SCALED AGILE * = scaled agie.inc.

Notes:

Innovation

» Innovative people

» Provide time and space for o
innovation 5 % 25
S| 2 L5
Qe o c >
» Go see @o || = <8
0 o s
4 g b

» Experimentation and
feedback

LEADERSHIP

» Innovation riptides
Innovation comes from the producer.

» Pivot without mercy or guilt
yorg —W. Edwards Deming

SCALED AGILE * = scated agie.inc.

Notes:
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2.1 Embrace the Lean-Agile Mindset

Relentless Improvement

» A constant sense of danger

v

Optimize the whole

» Problem-solving culture

» Base improvements on facts

Respect for
people and culture
Flow
Innovation

v

Reflect at key Milestones

LEADERSHIP

Those who adapt the fastest win.

SCALED AGILE "~ = scaied agie.inc. =

Notes:

Leadership

» Lead by example

» Adopt a growth mindset

» Exemplify the values and
principles of Lean-Agile and
SAFe

Respect for
people and culture
Flow
Innovation
Relentless
improvement

» Develop people

» Lead the change

People are already doing their best;

. the problems are with the system.

» Foster psychological safety Only management can change the system.
—W. Edwards Deming

SCALED AGILE * = scated agie.inc.

Notes:
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2.1 Embrace the Lean-Agile Mindset

Activity: Assessing a Lean mindset

» Step 1: Assess where your
team stands in embracing a

Lean mindset. : ‘ ‘
v sy O O O O 0
» Step 2: Discuss the results of et s ccn O O O 0 0
ros O O 0 o 0
the self-assessment. Do you wossion ) O 0 0 0
have similar low or high s O O O O O
Leadership O G O C O

scores?

SCALED AGILE * = scaled agie.inc.

Notes:

(|o1w) , , ) (high)
Value delivery O O O O O
penplezﬁzpc?uﬁ::(:; O O O O O
Fow O O O O O

Innovation C O O O O

Relentless improvement O O C O O
Leadership C O O O o
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2.1 Embrace the Lean-Agile Mindset

Taking Action: Improving the Lean-Agile
mindset

» Step 1: Select one of the lowest scores
in the assessment.

» Step 2: Brainstorm one to three actions
you could take to improve this area.

» Step 3: Share your ideas at your table.
Give and receive constructive
suggestions on how the ideas offered
can improve the mindset scores.

» Step 4: Write down one idea in your
Action Plan and be prepared to share.

Action plan

SCALED AGILE * = scaled agie.inc.

Notes:

The Agile Manifesto
We are uncovering better ways of developing software by doing it and
helping others do it.

Through this work we have come to value:

Individuals and interactions over processes and tools
Working software over comprehensive documentation
Customer collaboration over contract negotiation

Responding to change over following a plan

That is, while there is value in the items on the right, we value the items on the left more.

@ agilemanifesto.org
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2.1 Embrace the Lean-Agile Mindset

The Agile Manifesto Principles

1. Our highest priority is to satisfy the customer through early and continuous delivery of
valuable software.

2. Welcome changing requirements, even late in development. Agile processes harness
change for the customer's competitive advantage.

3. Deliver working software frequently, from a couple of weeks to a couple of months,
with a preference for the shorter timescale.

4. Business people and developers must work together daily throughout the project.

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

6. The most efficient and effective method of conveying information to and within a
development team is face-to-face conversation.

SCALED AGILE * = scaiea agie.inc.

Notes:

The Agile Manifesto Principles

7. Working software is the primary measure of progress.

8. Agile processes promote sustainable development. The sponsors, developers,
and users should be able to maintain a constant pace indefinitely.

9. Continuous attention to technical excellence and good design enhances
agility.

10. Simplicity—the art of maximizing the amount of work not done—is essential.

11. The best architectures, requirements, and designs emerge from self-
organizing teams.

12. At regular intervals, the team reflects on how to become more effective, then
tunes and adjusts its behavior accordingly.

SCALED AGILE * = scaled agie.inc.

Notes:
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2.1 Embrace the Lean-Agile Mindset

X
xX (o] . . . . .
(’ Activity: Agile principles at scale

» Step 1: Review the principles behind the Agile Manifesto
» Step 2: Select one principle at each table

» Step 3: Categorize as:

— Works as is
— Not applicable

— Requires rethinking for scale

» Step 4: Share your findings with the class

SCALED AGILE * = scaled agie.inc.

Notes:
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2.1 Embrace the Lean-Agile Mindset

10.
.
12.

Agile Manifesto Principles

Our highest priority is to satisfy the customer through early and continuous delivery of
valuable software.

Welcome changing requirements, even late in development. Agile processes harness
change for the customer's competitive advantage.

Deliver working software frequently, from a couple of weeks to a couple of months, with
a preference for the shorter timescale.

Business people and developers must work together daily throughout the project.

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

The most efficient and effective method of conveying information to and within a
development team is face-to-face conversation.

Working software is the primary measure of progress.

Agile processes promote sustainable development. The sponsors, developers, and users
should be able to maintain a constant pace indefinitely.

Continuous attention to technical excellence and good design enhances agility.
Simplicity—the art of maximizing the amount of work not done—is essential.
The best architectures, requirements, and designs emerge from self-organizing teams.

At regular intervals, the team reflects on how to become more effective, then tunes and
adjusts its behavior accordingly.
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2.2 Apply Lean and Agile at scale with the SAFe Principles

2.2 Apply Lean and Agile at scale with the SAFe
Principles

s S Senled Alile, Inc

Notes:

SAFe Lean-Agile Principles

#1 Take an economic view

#2 Apply systems thinking
#3 Assume variability; preserve options

#4 Build incrementally with fast, integrated learning cycles

#5 Base milestones on objective evaluation of working systems

#6 Visualize and limit WIP, reduce batch sizes, and manage queue lengths

#7 Apply cadence, synchronize with cross-domain planning

#8 Unlock the intrinsic motivation of knowledge workers

#9 Decentralize decision-making

#10 Organize around value

© Scaled Agile, Inc.
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Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

>

>

Why focus on the principles?

A common disease that afflicts management the world overis
the impression that “Our problems are different.” They are
different to be sure, but the principles that will help to improve
the quality of products and services are universal in nature.
—W. Edwards Deming

A Lean-Agile transformation will deliver substantial benefits

However, it is a significant change, and every
implementation is different

Leaders should understand why the practices work; it's part
of '’knowing what it is they mustdo’

If a practice needs to change, understanding the principles
will assure the change moves the Enterprise in the right
direction

SCALED AGILE * = scatea agre.inc.

100 books

¥

Principles
over
Practices

100 implementations

shshih

Notes:

#1 Take an economic view
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2.2 Apply Lean and Agile at scale with the SAFe Principles

Agile economics: Deliver early and often

Requirements

Implementation

Waterfall

Verification
»
Documents Documents Unverified System System

SN (0) ) i) I ) () B ()
s v 9o P99 WY
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S
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=
2
5]
=

Notes:

Deliver value incrementally

4 \

Value delivery

Time

SCALED AGILE * = scaled agie.inc.

Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

Early delivery has higher value

Agile cumulative
Market value of a gross margins
feature over time

VALUE

Waterfall
cumulative gross
margins begins

TIME
@ Scaled Aglie, Inc.
SCALED AGILE * = scaled agie.inc. 70
Notes:
Prepare Share
Activity: Accelerating value delivery ‘) (©:
» Step 1: Consider that your backlog ! s i0 1 — Serial deli
has three Features. Each will take . ce?am_.’,, e”a, e,.ﬁely
the entire team one month and | | Fes : :
delivers one unit of value. Time
r—
» Step 2: Plot the value delivery of Scenario 2 —
serial and simultaneous/parallel Parallel delivery

implementation scenarios for
delivering the Features.

Value

— NOTE: Assume 20% task switching
overhead for each team memberin
Scenario 2

— HINT: Plot the serial case first

SCALED AGILE * = scated agie.inc.

Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

VALUE

Plot Serial Delivery

Plot Parallel Delivery

VALUE

1 l 1 I
TIME

NOTE: Assume 20% task switching overhead

|

Solution economic trade-offs

Understanding tradeoff parameters:

Sequence jobs for maximum
benefit

Do not consider money already
spent

Make economic choices
continuously

Empower local decision making

If you only quantify one thing,
quantify the cost of delay

SCALED AGILE * = scaled agie.inc.

Lead Time Product Cost

Development

Value Expense

© Soalod Agila

Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

#2 Apply systems thinking

SCALED AGILE *

Notes:

Systems thinking

A system must be managed. It will not manage itself.

Left to themselves, components become selfish,
independent profit centers and thus destroy the system...

The secret is cooperation between components toward
the aim of the organization.

—W. Edwards Deming

SCALED AGILE * = scaied agie.inc.

Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

Attributes of systems thinking

The Solution and the Enterprise are ( ol
both affected by the following: TheisS gl:;:tr;;self
» Optimizing a component does not I
optimize the system " w
LI
» For the system to behave well as a ‘%/ e
system, a higher-level \
understanding of behavior and s g
architecture is required The Enterprise building the

system is a system too
» The value of a system passes ¥ Y

through its interconnections
» A system can evolve no faster than ﬁ

its slowest integration point

SCALED AGILE * = scaiea agie.inc.

Notes:

Optimize the full Value Stream

All we are doing is looking at the timeline, from when the customergives us an order fo when we collect the
cash. And we are reducing the timeline by reducing the non-value added wastes. —Taiichi Ohno

» Most problems with your process will surface as delays
» Most of the time spent getting to market is a result of these delays

» Reducing delays is the fastest way to reduce time-to-market

Focus on the delays!

Technical Ass Code & : T
" Email ssign T °
Request Iy Approve RN, .cossment r g Test LA Verify Depioy

Value: 1 hour 1 hour 1 hour 1 hour 1 hour 1 hour ...6 hours
Wait: 1 week 2 weeks 2 weeks 1 week 1 week ...T weeks

SCALED AGILE * = sesicd agic.inc. =

Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

Discussion: Identifying delays

» Step 1: Identify three delays from your context and write them
down.

» Step 2: Write down what you think might be some potential causes
for the delays.

» Step 3: Consider how systems thinking relates to finding possible
solutions for the delays. Who is ultimately responsible for the
optimization of the full Value Stream?

» Step 4: Share your insights with the class.

SCALED AGILE * = scaled agie. inc.
Notes:

Delay #1: @}}
&

Potential cause:

Delay #2: @

Potential cause:

Delay #3: Y
&

Potential cause:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

#3 Assume variability; preserve options

Development occurs in an uncertain world
Aggressively evaluate alternatives. Converge specifications and solution set. —Allen Ward

» You cannot possibly know
everything at the start

» Requirements must be flexible to
make economic design choices

. ) Flexible [
. Des]gns must be ﬂeXIble to specifications
support changing requirements Eoomonic I\

Trade-offs Cone of Uncertainty —
» Preservation of options improves
. Design sets
economic results 4
SCALED AGILE * = =caied agie.inc. 79

Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

Apply a set-based approach

e

M
Multiple e
design @—

options

|

Set-based

—> > b
l >

Learning points

Time
i Adjusted
» y M _’
8 Single & > & 3 >
" option Too much
= to adjust
o
SCALED AGILE ' = scatca agic.tnc. &

Notes:

#4 Build incrementally with fast, integrated learning
cycles
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2.2 Apply Lean and Agile at scale with the SAFe Principles

Apply fast learning cycles

» Improves learning efficiency by
decreasing the time between
action and effect

» Reduces the cost of risk-taking by
fruncating unsuccessful paths
quickly

» |s facilitated by small batch sizes

» Requires increased investment in
development environment

The shorter the cycles, the faster the
learning

SCALED AGILE * = scaled agie.inc.

The iterative learning cycle

Notes:

» Integration points accelerate
learning

» Development can proceed no
faster than the slowest
learning loop

» Improvement comes through
synchronization of design
loops and faster learning
cycles

SCALED AGILE * = scaled agie.inc.

Integration points control product development

pP*™

- t 1

‘P Dl A~C
AwC

Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

Integration points reduce risk
Deadline
Waterfall :
! 1
' 1
— : '
R
o i 1
| 1
N
\ 1
& {{3 1
; :
! 1
M 1 a
SCALED AGILE = scaied agie.inc. B4

Notes:

#5 Base milestones on objective evaluation of working
systems

AGIL B Seuled Al Inc
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2.2 Apply Lean and Agile at scale with the SAFe Principles

The problem of phase-gate milestones

There was in fact no correlation between exiting phase gates on time and project success...the data
suggested the inverse might be true. —Lean Machine

» They force design decisions too early; this encourages false-positive feasibility.
» They assume a ‘point’ Solution exists and can be built correctly the first time.

» They create huge batches and long queues, and they centralize requirements
and design in program management.

ReKquirefnems y DGSi.g“ Deployment Wishful
J J l thinking...
' ' period of false positive feasibility
2 ® @
Kaboom!

SCALED AGILE * = scaiea agie.inc. 5

Notes:

The problem of phase-gate milestones

Phase gates fix requirements and designs too early, making
adjustments too late and costly as new facts emerge.

Requirements Design Planned
complete complete deployment
L 4 L 2 2
Point @=p> @9 @
solution N
>

Baic— 1
Not enough &,

time to adjust™=™ " A ctual solution

/ Tracking progress via traditional milestones delays
critical learning points until it's too late.

SCALED AGILE * = scaled agie.inc.

Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

Apply objective Milestones

Program Increment (P1) System Demos are orchestrated to deliver
objective progress, product, and process Metrics.

Progress Product Process
B || & =
. v <
&
O Q senoeme O
i sy
-5 < g

SCALED AGILE * = scaiea agie.inc.

Notes:

Iterate to the optimum solution

Objective Milestones facilitate learning and allow for continuous,
cost-effective adjustments towards an optimum Solution.

~— Optimum
©) o © Q solution
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Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

#6 Visualize and limit WIP, reduce batch sizes, and
manage queue lengths

An example from the field

How is this team doing? How do you know that?

Not Started Development

o e s v ———— v ————————
o o o —————————————_———— -
o v ——— ————————————
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2.2 Apply Lean and Agile at scale with the SAFe Principles

Visualize to increase understanding

Now how do you think they are doing?

& Today

Story
10
Story
11

Story

)

Story ‘ y

2
2
o
g
@
N o
<

P —

> »
\—l oo%’ w.g
o

SCALED AGILE * =sesisa agic e %

Notes:

» Step 1: Look at the BVIR graphic in
your workbook.

» Step 2: At your table, discuss what the
effect would be of a three-story WIP
constraint on Development and Test.

» Step 3: Consider this scenario: You're a
developer. You just finished story 6.
What would you do if:

— There is no WIP constraint

— The three-story WIP constraint is in place

» Step 4: Which scenario has the highest
throughput?

SCALED AGILE * = scated agie.inc. o3

Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

s )
[ [ [
I I | |
I Sto I I
Story gry : St;ry
10 Story i '
[ T i I
: —F | : oy
[ Story [ Story 1
Story 8 | 2 Ji
11 : Story - -
. Story L 5V | |story '
: 6 '] 4 :
i | [
What is the throughput if there is no WIP constraints? éj
low | high
.What is the throughput if there is a three-story WIP constraint? ﬁ]
low | high
Reduce batch size for higher predictability
A
High
variation
g
‘*; === Large batches
&| == Medium batches
= Small batches
Low
_/ variation
e ——— -
20% 40% 60% 80% 100%
Utilization

Source: Implementing Lean Software Development, Poppendieck, Mary.

SCALED AGILE "

= Scaled Agie. inc.

Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

X
xX o soeg . 3
(: Activity: Experience a large batch size

» Step 1: Create groups of five people with 10
coins per group. Designate one person as the
timekeeper. The remaining four people will be
processing the coins.

» Step 2: Person by person, flip each coin one at a
time, recording your own results (heads or tails).

» Step 3: Pass all coins at the same time to the
next person, who repeats step two, until all four
people are done

» Step 4: The timekeeper stops the timer and
records the total time

SCALED AGILE * = scaled agie.inc.

Notes:

xX o soeg . .
(: Activity: Experience a small batch size

» Step 1: Ensure that the timekeeper is ready
to start the timer

» Step 2: This time, each person flips one coin
at a time, records the result (heads or tails),
and immediately passes each coin to the next
person

» Step 3: The timekeeper will stop the timer
when the last person flips the last coin and
records the result
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Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

The importance of small batches

» Large batch sizes increase
variability

» High utilization increases
variability

» Severe project slippage is the
most likely result

SCALED AGILE * = scaiea agie.inc.

» Small batches go through the
system faster with lower
variability

» The most important batch is
the handoff batch

Notes:

Finding optimal batch size

Optimal batch size is an example
of a U-curve optimization.

» Total costs are the sum of
holding costs and transaction
costs

» Higher transaction costs make
optimal batch size bigger

» Higher holding costs make
batch size smaller

SCALED AGILE * = scaled agie.inc.

Optimal
batch size
(lowest total cost)

Y

Total cost

Cost

Transaction

And
vo! cost

Items per batch
Principles of Product Development Flow, Don Reinertsen

Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

Reducing optimal batch size

Reducing transaction costs
reduces total costs and lowers
optimum batch size.

» Reducing batch size:
— Increases predictability
— Accelerates feedback
— Reduces rework

— Lowers cost

» Batch size reduction probably
saves twice what you think

SCALED AGILE * = scaiea agie.inc.

Cost

Optimum

batch size

(lowest total
cost) Total cost

Transaction
cost

Items per batch

iples of Product D Ju Flow, Don Reinertsen

Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

hitps://voutu.be/RRy 73ivems
SCALED AGILE * = scaled agie.inc. e

Notes:

D Video link: https://youtu.be/RRy 73ivcms
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2.2 Apply Lean and Agile at scale with the SAFe Principles

Manage queue lengths

Email from a client Long queues: All bad

service organization:
Longer lead times

Thank you for @

We are experiencing Long

increased volumes and queues More variability
apologize in advance for create

the delay.

Lower quality

Our goal is to contact

you within . . .
Less motivation

Principles of Product Development Flow, Don Reinertsen

SCALED AGILE * = scaled agie.inc.

Notes:

Reduce queue lengths

» Understand Little’s Law
- Faster processing time decreases wait |_ q

- Shorter queue lengths decrease wait Wq — —

» Control wait times by controlling queue lengths: Average walt time = average quaue length

divided by average processing rate

- WIP limits, small batches, defer commitments

Example - Given average processing speed of 10 30items
Features per quarter and a committed set of 30 Features, —_— = 3Q
a new Feature will experience approximate wait time of: 10items/Q

SCALED AGILE * = scaled agie.inc.

Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

#7 Apply cadence, synchronize with cross-domain
planning

Cadence and synchronization

» Converts unpredictable events into » Causes multiple events to happen
predictable occurrences and lowers cost simultaneously

» Makes waiting times for new work predictable » Facilitates cross-functional tradeoffs

» Supports regular planning and cross- » Provides routine dependency management
functional coordination » Supports full system and integration and

» Limits batch sizes to a single interval assessment

» Controls injection of new work » Provides multiple feedback perspectives

» Provides scheduled integration points

Note: Delivering on cadence requires Note: To work effectively, design
scope or capacity margin cycles must be synchronized
SCALED AGILE ' = scatca agie.tnc. 104

Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

Cadence without synchronization is not enough

SRS ime spent thinking you are on track
iterating When you discover you are not 2

System
%o M2 Integrate
o Iterate  lterate  lterate  lerate Iterate  Iterate  Merate  lterale ands"p!
]
o, M
Y Merate  lterate  Herate MHerste lerale  Mersle  lterate  llerale
[ [}

il
The slowest component drags the train - still late discovery!

SCALED AGILE * = scaiea agie.inc.

Notes:

Synchronize to assure delivery

Program Program
This system i¢ System Demos lncr;nent System Demos  Increment
. s Probably need help 3
iterating from a system team 1

[ X
Sys1 Sys2 Sys3 Sys4 Sys5 Sys6 Sys7 Sys8

lterate  Iterate  Ilterate lterate Iterate lterate lterate lIterate

< Continuous Integration

lterate Iterate Iterate Iterate |Iterate Iterate Iterate Iterate

< Continuous Integration >

lterate  Iterate  Iterate Itemlellterate Iterate  Iterate = Iterate

¥
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2.2 Apply Lean and Agile at scale with the SAFe Principles

Control variability with planning cadence

Cadence-based planning limits variability to a single interval.

// Accumulated
deviation from
{ plan
Infrequent or
one-time
planning
Maximum deviation }
from plan
Cadence-
based
planning
0 Sealed Age. Inc.
SCALED AGILE * = seatea agie.inc. =

Notes:

Synchronize with cross-domain planning

Future product development tasks can't be pre-determined. Distribute planning and control to
those who can understand and react to the end results
—Michael Kennedy, Product Development for the Lean Enterprise

» All stakeholders meet face-to-face » Requirements and design happen

(but typically in multiple locations) » Important stakeholder decisions are

» Management sets the mission accelerated

with minimum possible constraints » Teams create and take responsibility
for plans

SCALED AGILE * = scaied agie.inc.

Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

#8 Unlock the intrinsic motivation of knowledge
workers

On managing knowledge workers

» Workers themselves are most
qualified to make decisions about
how to perform their work

Workers are knowledge
» Workers must be heard and workers if they know more
respected for management to lead
effectively about the work they perform

» Knowledge workers have to than their bosses.

manage themselves: they need
autonomy

» Continuing innovation has to be — Peter Drucker
part of the work and the
responsibility of knowledge
workers

SCALED AGILE * = scatea agie.inc.

10

Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

Unlocking intrinsic motivation with autonomy, mastery, and purpose

» Autonomy is the desire to be self-directing
and have control over what we work on, N
how we do our work, and who we work . [
ith Daniel H. Pink
wi o i

A Whole New Mind

» Mastery is the urge to get better at what
we do and improve our personal and team
skills

» Purpose is the desire to do something that
matters and has meaning

SCALED AGILE * = scatea agre.inc. m

Notes:

#9 Decentralize decision-making

1 D AGIEE Sy VT
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2.2 Apply Lean and Agile at scale with the SAFe Principles

Video: Greatness by David Marquet

f{? My MORAL & ETHICAL
w RESPONSIBILITY
By STAIN™

https://yvoutu.be/OgmdLcyES Q

SCALED AGILE * = scalea agie.inc.

Duration
v

Notes:

D Video link: https://youtu.be/OgmdLcyES Q
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2.2 Apply Lean and Agile at scale with the SAFe Principles

Decentralize decision-making

Define the economic logic behind a decision; empower others to make the changes.

Centralize De-centralize everything else

» Infrequent - Not made very often and » Frequent - Routine, everyday decisions

usually not urgent (example: Team and Program Backlog)

le: internationalization strat
fixample: ihiematoneizaton stiategy) » Time critical - High cost of delay

» Long-lasting - Once made, highly unlikely (example: point release to customer)
to change

(example: common technology platform) » Require local information - Specific and local

technology or customer context is required
» Significant economies of scale - Provide (example: Feature criteria)
large and broad economic benefit
(example: compensation strategy)

SCALED AGILE * = scaled agie. inc. 14

Notes:

Activity: Decentralize decision-making -©:

» Step 1: Consider three significant decisions you are currently facing.
Write them down in the table provided in your workbook.

» Step 2: Rate each decision based on the frequency, time criticality, and
economies of scale, assigning the value of 2 or 0.

» Step 3: Add the total values: 0 — 3 centralize and 4 — 6 decentralize

- i Economies of
>
Declaion Frequent? Time-critical? il Total
Y=2 N=0 Y=2 N=0 Y=0 N=2

SCALED AGILE * = scalea agie.inc. 1s

Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

: e Economies
?
Decision Frequent? | Time Critical of scale? Total
Y=2 N=0 [ Y=2 N=0 Y=0 N=2

Keys to practicing decentralized decision making

» Openly discuss how decisions are made and explore opportunities to
move authority for those decisions closer to where the work is
performed.

» Establish a decision-making framework that equips knowledge workers
with the information to make good decisions.

» Provide clarity on organizational objectives, coach effective problem-
solving, and provide opportunities to exercise and cultivate decision-
making abilities.

» Take responsibility for making and communicating strategic decisions—
those that are infrequent, long lasting, and have significant economies
of scale. Decentralize all others.

SCALED AGILE * = scaled agie. tnc.
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2.2 Apply Lean and Agile at scale with the SAFe Principles

#10 Organize around value

2 e st e s

Value doesn't follow silos

« Value delivery is inhibited
by hand-offs and delays

* Political boundaries can
prevent cooperation

* Silos encourage geographic
distribution of functions

+ Communication across silos

Busi i Hared e

Testand QA  Operations is difficult

Eng'inooring

Management challenge:
connect the silos ® Soaled Agile, Inc.
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2.2 Apply Lean and Agile at scale with the SAFe Principles

Instead, organize around the flow of value

» A Value Stream is the sequence of steps used to deliver value to the Customer

» It includes the whole sequence—concept or customer order—to delivery of
value and/or receipt of cash

» It contains the people who do the work, the systems, and the flow of
information and materials

Trigger

SCALED AGILE * = scaled agie.inc.

Notes:

Value at scale is distributed

Value often flows across organizational boundaries.

SCALED AGILE * = scated agie.inc.

Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

Find the ‘kidney’

Use this thinking tool to identify the Value Stream within which to build one or more Agile Release Trains

SCALED AGILE * = scaiea agie.inc. 124

Notes:

Principles are great, but ...

Clarity on how to think, without clarity on

how to act, leaves people unmoved.
—Daniel Pink

... it’s time to put this thinking to work.
Let’s start doing.

Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

v
é Taking Action: Advocating SAFe Principles

» Step 1: Individually identify
three actions you can take to
model and advocate SAFe
Principles in your Enterprise.

» Step 2: Write them down in
your Action Plan.

» Step 3: At your table, share
some of the insights you Action plan
gained from SAFe Principles.

SCALED AGILE * = scaled agie.inc.

Notes:

Lesson review

In this lesson you:

» 2.1 Embraced the Lean-Agile Mindset

» 2.2 Applied Lean and Agile at scale with the SAFe Principles

SCALED AGILE * = scaied agie.inc.

Notes:
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2.2 Apply Lean and Agile at scale with the SAFe Principles

» Scaled Agile Framework recommended reading for this lesson:

- Core Values

- Lean-Agile Mindset

- SAFe Principles

- Lean-Agile Leadership
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Lesson 2 notes

Click below to type your thoughts.

W




2.2 Apply Lean and Agile at scale with the SAFe Principles
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Lesson 3

Establishing Team and Technical
Agility

Learning Objectives:

3.1 Form cross-functional Agile Teams
3.2 Build quality in
3.3 Organize Agile Release Trains around the flow of value

SAFe Course Attending this course gives students access to the
SAFe Program Consultant exam and related preparation materials.

83 | © Scaled Agile, Inc.



3.1 Form cross-functional Agile Teams

Team and Technical Agility

Agile Teams

|.| o

|

Scrur

Mastor Siehind
o

Built-In Quality

G

0000
Rilequsd  Caleahe  Awmesos  Delmiion

PreiRevien  Ownantip Dane
néSundath

Teams of Agile Teams

Busness MradotMpu dardwse  Sotware Gty

Tesioy  Compllamer Opérstons  Securty
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Notes:
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3.1 Form cross-functional Agile Teams

Agile Teams Built-In Quality
]

o [ V]
m_ Product
Owner

" o o o o o

Scrum Establish  Pairingand ~ Collective  aytomation  Definition
Master Flow Peer Review  Ownership of Done
and Standards

Teams of Agile Teams

\ %)

1=

i

Bus'i;ess Produ&?Mgmt. Hara{&are Sof.t;A;are Ql;aiity Iest-l‘ng ComélTiance Oper;tions Seéu}ity

-
: @ = :
! 2 :
L o 0¢ (i ™, s
: 1[1] ™Y ‘&a. '
: e :
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3.1 Form cross-functional Agile Teams

3.1 Form cross-functional Agile Teams

Build cross-functional Agile Teams

Agile Teams are cross-functional,
self-organizing entities that can
define, build and test, and where
applicable, deploy increments of
value

» Optimized for communication
and delivery of value

» Deliver value every two weeks

» Two specialty roles:

— Scrum Master
— Product Owner

SCALED AGILE = = scaied agie.inc. 127

Notes:
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3.1 Form cross-functional Agile Teams

Teams execute lterations with Scrum and Kanban

Scrum is built on transparency, inspection,

Kanban visualizes and optimizes the flow of work
adaptation, and short learning cycles through the system
Dsily. Stanch-tp £l . R .
Rore | Ae | Redew | mid | el | Acceped
Bale" (P |BaPe
Iteration [lJL( ) [7 —'[ | ‘ J [_, Ly
Planning \ J L, - Y Itl [,J
g 1 — :
= P®B F =
=
=

Aage WP g vt s nasevnd v Vo ot
e S Yo Baching 4 0 pecmpted.
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Notes:

Agile business teams foster true Business Agility

@

©
Be Agile

Specialize the
Principles & practices

Join the Value Stream

SCALED AGILE * = scaled agie.inc.

Notes:
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3.1 Form cross-functional Agile Teams

Roles and responsibilities on the Agile Team

o) b

Agile Team __J| _Scrum Master | Product Owner

« Create and refine User « Coaches the Agile Team « Defines and accepts
Stories and acceptance and facilitates team Stories
criteria meetings « Acts as the Customer

« Define, build, test, and * Removes impediments for developer questions
deliver Stories and protects the team « Works with Product

« Develop and commit to from outside influence Management to plan
team PI Objectives and « Attends scrum of scrum Program Increments
Iteration plans meetings (P1)

« Five to eleven members

SCALED AGILE * = scaled agie.inc. s

Notes:

Duration

Activity: Identify team names and roles @

» Step 1: Your team is your table. Create a team
name.

» Step 2: Select a Scrum Master for your team.

» Step 3: Select a Product Owner for your team. l“' Product
- Owner
» Step 4: Make sure the team name and the I|I|
names of the people selected are visible to all Scrum

other teams Master

— Note: In the next lesson, your team will experience Pl
Planning

SCALED AGILE * = scated agie.inc. 131

Notes:
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3.2 Build quality in

3.2 Build quality in

s S Senled Alile, Inc

Notes:

Build quality in
You can'’t scale crappy code (or hardware, or anything else).
» Ensures that every increment of the Solution reflects quality standards

» Is required for high, sustainable development velocity

» Many practices apply to every team, whether business or technology:
— Establish flow
— Peer review and pairing
— Collective ownership and standards
— Automation

— Deéfinition of done

SCALED AGILE "~ = scaed agie.inc.

133

Notes:
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3.2 Build quality in

Built-in Quality practices for technology-focused teams

» Include software quality practices (most
inspired by XP) like, Agile testing,

. : : 5]
i s D o w
behavior-driven development, test-driven 0 s ‘0‘
development, refactoring, and code quality, —_ @™ —

Agile architecture

» Support hardware quality with exploratory,

early iterations, frequent system-level Ba=id i
integration, design verification, Model- i o
Based Systems Engineering (MBSE), and RN

Set-Based Design

SCALED AGILE * = scaiea agie.inc. 134

Notes:
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3.3 Organize Agile Release Trains around the flow of value

3.3 Organize Agile Release Trains (ARTs) around the
flow of value

Notes:

Agile Release Trains (ARTs) continuously deliver value

» Avirtual organization of 5 — 12 teams (50 — 125+ individuals)
» Synchronized on a common cadence, a Program Increment (PI)

» Aligned to a common mission via a single Program Backlog

Continuous Delivery Plpelme

|
—
=1
|
Continuous Continuous Contmuous Release
Exploration Integration Deployment on Demand
SCALED AGILE * = scaicd agie.inc. 136
Notes:
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3.3 Organize Agile Release Trains around the flow of value

Create cross-functional Agile Release Trains

Quality Testing Compliance Operations Security

AY
\  Cross-functional m ’
\ Agile Teams / © Scaled Agils, Inc.

SCALED AGILE * = scaled agie.inc.

Notes:

Roles on the Agile Release Train

Release Train Engineer acts as the Product Management owns, defines,
chief Scrum Master for the train, and prioritizes the Program Backlog.

and tools to integrate and evaluate

System Architect/Engineering provides @ System Team provides processes
assets early and often

architectural guidance and technical
enablement to the teams on the train

Business Owners are key stakeholders
on the Agile Release Train

SCALED AGILE * = scaled agie.inc.

Notes:
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3.3 Organize Agile Release Trains around the flow of value

Lesson review

In this lesson, you:

» Discussed how to form cross-functional Agile Teams
» Explored how to build quality in

» Discussed how to organize Agile Release Trains (ARTs) around
the flow of value

SCALED AGILE * = scaiea agie.inc.

Notes:

» Scaled Agile Framework recommended reading for this lesson:

- Team and Technical Agility
- Built-in Quality

- Agile Teams

- Agile Release Train
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Lesson 3 notes

Click below to type your thoughts.

W




3.3 Organize Agile Release Trains around the flow of value
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Lesson 4

Building Solutions with Agile
Product Delivery

Learning Objectives:

4.1 Apply Customer Centricity with Design Thinking
4.2 Prioritize the Program Backlog

4.3 Participate in Pl Planning

4.4 Develop on Cadence; Release on Demand

4.5 Build a Continuous Delivery Pipeline with DevOps

SAFe Course Attending this course gives students access to the
SAFe Program Consultant exam and related preparation materials.
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4.1 Apply Customer Centricity with Design Thinking

Agile Product Delivery

Develop on Cad: Rel on D d
Customer Centricity
— Release on Demand
\({.\\l — — - ——> G
\\!‘/ —_— - — g — > .
" wustomer
OO o —e—
Design Thinking B

Cenmic
Develop on Cadence

DevOps and the Continuous Delivery Pipeline

O :
o o AGILE RELEASE TRAIN e e
=== L LEmss LT =g

¥

0.0 ot

Continuous  Continuous Cantinuous on Demand
DevOps ) 5
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Notes:
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4.1 Apply Customer Centricity with Design Thinking

Develop on Cadence, Release on Demand
Customer Centricity

Release on Demand

———9—9—>
———o——>
» Customer
QO g R Centric

@

Development
Centric

Design Thinking

Develop on Cadence

DevOps and the Continuous Delivery Pipeline

O

Q o AGILE RELEASE TRAIN N
@ o Release
Continuous  Continuous Continuous anlemene
DevOps Exploraton  Integration  Deployment
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4.1 Apply Customer Centricity with Design Thinking

4.1 Apply Customer Centricity with Design Thinking

Discussion: Customer Centricity

» Step 1: Discuss as a team:

— Why is it important to maintain focus on the
Customer?

— What are some of the characteristics of a
customer-centric Enterprise?

» Step 2: Be prepared to share with the class.

SCALED AGILE = = scaied agie.inc. 142

Notes:
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4.1 Apply Customer Centricity with Design Thinking

Why Customer Centricity?

Customer-centric Enterprises deliver whole-product Solutions that are
designed with a deep understanding of Customer needs.

Customer-centric 4 & Customer-centric

businesses j_l_[ m governments and

generate: Enterpri Government nonprofits create:
greater profits « the resiliency,
increased ¢ > sustainability,
employee { V) \ and alignment
engagement Zcrmmel needed to fulfill
more satisfied \ / their mission.
customers.

SCALED AGILE " = scatea agie ine.
Notes:

Customer Centricity is a mindset

Whenever a customer-centric Enterprise makes a decision, it fully
considers the effect it will have on its end users.

Understand the .
customer's needs EVERYTHING IS
about the customer
Foctus on the [ ". ) Think like the
customer St customer

Build whole
product customer
solutions lifetime value
SCALED AGILE * = seatea agie.inc.
Notes:
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4.1 Apply Customer Centricity with Design Thinking

What is Design Thinking?

Design Thinking is an iterative Solution development process that
promotes a holistic approach to delighting stakeholders.

/" Understand /" Design the
the problem

P

!

SUSTAINABVE

SCALED AGILE * = scaiea agie.inc. 145

Notes:

Use personas to understand Customers

Personas are fictional characters
based upon your research. They
represent the different people who
might use your product or Solution in
a similar way.

Cary the Consumer

Age: 36
Location: Reno, Nevada, USA
% Time in App: 10 minutes

» Convey the problems they're
facing in context (i.e., their work
environment) and key triggers for de 7 time so tf
using the product 1k tochnioay! 1 have an

pr:m. iwé-‘:gne (h not home on some |::|' ;":%mﬁ‘:'

» Capture rich, concise information e i S
& . . during the week, so she 4 own a computer,
(photographs, family stories, jobs, "?..g.f".“..”:.'fk":? fom ol conmuricaion g1t prones

etc.) that inspire great products
without unnecessary details

SCALED AGILE = scaled agiie.inc. 146

Notes:
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4.1 Apply Customer Centricity with Design Thinking

Cary the Consumer

Age: 36
Location: Reno, Nevada, USA
% Time in App: 10 minutes

| like technology! | have an : I'd rather order online than
iPhone, iPad, and nice 'm not home on some dial the phone and talk to

home Wi-Fi setup weekends

My wife also works
during the week, so she
doesn't have much
spare time to help

Text is my favorite
form of communication
with suppliers

somebody

| don’t own a computer,
only tablets and phones

Use empathy maps to identify with Customers

» The empathy map
is a tool that helps Who are we
teams develop empathizing with?
deep, shared
understanding and
empathy for the
Customer

» Use it to design

better user
) d What do What do they tl
expenences an they do? and feel?

Value Streams

SCALED AGILE ~ = scaied agie.inc.

What do they
need to do?

What do
they say?

Notes:
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4.1 Apply Customer Centricity with Design Thinking

» Step 1: On aflip chart, as a team,
create an empathy map using the

example in your workbook. Empathy Map Canvas e = =
» Step 2: Select a user or customer of a s e
product or service from one of the A,

companies at your table.

» Step 3: Following the sequence of EETEL
numbers, fill in each section of the
empathy map. o

» Step 4: Discuss at your table how the o HEiEa Y
empathy map can inform Solution :
development. Be prepared to share
your insights with the class.

SCALED AGILE * = scated agie. inc. 148

Notes:
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4.1 Apply Customer Centricity with Design Thinking

Use journey maps to design the end-to-end Customer experience

—~~
G Guick Complets ity Extend Setup Close

(\j ')m “" , "‘ =P 8
= Ropayment

Loan Need plus Intarest

Customer Journey Mapping (Mortgage Loan)

Technotogy
Oppoetunites
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Notes:
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4.1 Apply Customer Centricity with Design Thinking

Use story maps to capture workflows

Starting Ending
conditions conditions
How do we know the

What are the starting T
conditions or triggers? Activity or task Activity or task } Activity or task H Activity or task ‘

. user was successful?

oo T
El KD =n

Stories within an activity are typically prioritized from “Stories
essential to complete the activity" to "Stories that delight the user.”

SCALED AGILE * = scaiea agie.inc.

Notes:
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4.2 Prioritize the Program Backlog

4.2 Prioritize the Program Backlog

Features are managed through the Program Backlog

The Program Backlog is the
holding area for upcoming
Features, that will address user
needs and deliver business ":’9 Feature
benefits for a single Agile — Feature
=

R - “
Program P eature

100
Enabler

Release Train (ART).

- a
Feature

P
~ Feature

- )
>
"~ Feature

i
$
7

SCALEDAGILE * = sesca sgic.ioc 152

Notes:
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4.2 Prioritize the Program Backlog

Vision aligns everyone on the product’s direction

The Vision is a description of the future state
of the product

» How will our product solve our customer's
problems?

» What Features does it have?
» How will it differentiate us?

» What Nonfunctional Requirements does it
deliver?

SCALED AGILE * = scaiea agie.inc. 153

Notes:

Features represent the work for the Agile Release Train

» Feature is an industry-standard term ( Example: i

familiar to marketing and Product
Management

authentication

Multi-factor J

» Abenefit hypothesis justifies Feature
implementation cost and provides ) )
business perspective when making Benefit hypothesis
scope decisions Enhance user security via both

password and a device.

» Acceptance criteria are typically

defined during Program Backlog Acceptance criteria

refinement 1. USB tokens as a first layer
2. Password authentication second layer
> Reﬂgct functional and nonfunctional 4 Wiilliie fokens on 2 single device
requirements 4. User activity log reflecting both

authentication factors

» Fitsinone PI

SCALED AGILE * = scated agie.inc. s

Notes:
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4.2 Prioritize the Program Backlog

X
x (e} Al el -
(’ Activity: Describe three Features

» Step 1: Individually identify Example:
three Features from your
context

» Step 2: In your workbook, write

down the Features and the Bensfit .
; ; is:
benefit hypothesis for these ;,’h':?:: it —r
Features security via
both passvyord
» Step 3: Choose one of the | 2daneuce gy

Features and write down some
acceptance criteria for it

SCALED AGILE * = scaled agie.inc. i

Notes:
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4.2 Prioritize the Program Backlog

Feature 1:

Benefit hypothesis:

Acceptance Criteria:

Feature 2:

Benefit hypothesis:

Acceptance Criteria:

Feature 3:

Benefit hypothesis:

Acceptance Criteria:
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4.2 Prioritize the Program Backlog

Features are implemented by Stories

» Stories are small increments of value that can Business Feature
be developed in days and are relatively easy
to estimate

» Story user-voice form captures role, activity,
and goal

» Features fit in one Pl for one ART; Stories fit in
one lteration for one Team

User Story
Enabler Story SaiEaek  chon sharsch
that continually changes speed
g:;?::.‘:&g f.ﬁ’ Enabler Stories represent different a"g "‘m“”"";‘ﬂ:‘l‘tg’s"a"s-
the top bracket so types of work, such as: Exploration, g:;f..:::'ue mm'";t i‘an
:::::dh:hs: full Architecture, Infrastructure, Compliance respond to the obstacle’s
vehicle dynamic behavior
B
SCALED AGILE * = =eniea sgie inc. izt
Notes:
Estimate Stories with relative Story points
» A Story pointis a singular
number that represents: How big is it?

— Volume: How much is there?
— Complexity: How hard is it?

— Knowledge: What do we know?

— Uncertainty: What's not known?

» Story points are relative. They
are not connected to any Guidance: Compared with other Stories, an 8-point Story
g v should take relatively four times longer than a 2-point Story.
specific unit of measure.

SCALED AGILE * = scated agie. inc. 157

Notes:
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4.2 Prioritize the Program Backlog

Apply estimating poker for fast, relative estimating

» Estimating poker combines expert Steps

opinion, analogy, and disaggregation G
Each estimat ts a deck of card
for quick but reliable estimates ecthisieciid et i )

» All team members participate e Reads a job )

KA
{ ’;s.}.) Estimators privately select cards

&
CQ'"‘“ = ;9 3 a Cards are turned over )
&6 a e Discuss differences )
= | )

¢ | P
f,,.»/ 2|[1][2][ 3]s (&[]0 a0 [1o[~| ) Re-estimate

Source: Mike Cohn, Agile Estimating and Planning

SCALED AGILE * = scaled agie.inc. e

Notes:

Estimation is a whole-team exercise

» Increases accuracy by including all perspectives
» Builds understanding

» Creates shared commitment

The whole team estimates
Stories

Warning: Estimation performed by a Manager,
Architect, or select group negates these benefits.

SCALED AGILE * = scaled agie.inc. 5

Notes:
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4.2 Prioritize the Program Backlog

X
xX (o] soeg . . . .
(’ Activity: Relative size estimating

Use estimating poker to relatively
estimate the mass of a set of
animals.

» Step 1: As ateam at your ‘ ’H ’1

table’ Identlfy the smallest Chicken Horse Crocodile Giraffe

animal and mark it as 1

» Step 2: Estimate the remaining ‘ m
animals using values 1, 2, 3, 5, Gorilla Hyena Elephant
8, 13, 20, 40, 100

SCALED AGILE * = scaied agie.inc. 160

Notes:
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4.2 Prioritize the Program Backlog

Relative Size Estimating
Think in relative sizing of these animals. Which one would be smallest? Mark it as 1.

At your table, you will find a2 deck of Estimating Poker cards. As a team, use the cards to estimate the
remaining of the animals.

If you identify the Hyena as 1. How would you relatively estimate the horse for example?

116 | © Scaled Agile, Inc.



4.2 Prioritize the Program Backlog

Prioritize Features for optimal ROI

In a flow system, job sequencing is the key to

improving economic outcomes. Program

Backlog

Fealure
[ Enabler
=i e

To prioritize based on Lean economics, we —
need to know two things: NFRs

» The cost of delay (CoD) in delivering value [ wsJF bone Right with
Dean Leffingwell

» What is the cost to implementthe valuable
thing?

If you only quantify one thing, quantify the | syt comipmk
Cost of Delay. - Donald G. Reinertsen '

SCALED AGILE * = scaled agie.inc. i

Notes:

D Video Link: https://tinyurl.com/kpmjnuk
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https://tinyurl.com/kpmjnuk

4.2 Prioritize the Program Backlog

Example with equal CoD: Which job first?

A" 3 D L m
;&“‘i-'rrn'»u——wu.va;{y@
22
SCALED AGILE * = scaiea agie.inc. 182
Notes:

Example with equal duration: Which job first?

B $8, 3days
—

: ;t;‘%g C 8 3days

—eo~ TR

SCALED AGILE * = scaled agie.inc. 5

Notes:
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4.2 Prioritize the Program Backlog

General case: Any Cost of delay (CoD) and duration
In the general case, give preference to jobs with shorter duration and higher CoD, using Weighted Shortest
Job First (WSJF):
i =B Prioritized using WSJF
Cost of Delay
WSJF = ———
Job Duration
B % . (Job size)
Time
CoD <
(L& ] :
Feature Duration
I A 1 10 10
B 3 3 1
Time
c 10 1 0.1
\ - Dark Area: Total Cost of Delay )
N ./ Adaplod from The Principles of Product Dovelopmuont Flow, Donald G, Reinerisen
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Notes:
Components of cost of delay
- ~
User-Business Time Risk Reduction & Opportunity
Value Criticality Enablement (RR & OE)

fai | 28 | >
NS

e e Ny

N

Relative value to the ' How user/business value (What else does this do for our\

customer or business decays over time business

« They prefer this over * |sthere a fixed deadline? * Reduce the risk of this or
that « Wil they wait for us or future delivery?

* Revenue impact? move to another + Isthere value in the

- Potential penalty or solution? information we will receive?
other negative «  What is the current effect * Enable new business

\_ impact? ) \_ on customer satisfaction? \_ opportunities? Y,

SCALED AGILE * = scaled agie.inc. s

Notes:
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4.2 Prioritize the Program Backlog

Calculate WSJF with relative estimating

In order to calculate WSJF, teams need to estimate cost of delay and duration
» For duration, use job size as a quick proxy for duration
» Relative estimating is a quick technique to estimate job size and relative value

» WSJF stakeholders: Business Owners, Product Managers, Product Owners, and
System Architects

User -Business Time & Risk Reduction and/or
Value Criticality Opportunity Enablement

WSJF =
Job Size

© Scaled Agile, Inc.
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Notes:

Activity: Weighted Shortest Job First (WSJF)
prioritization

» Step 1: Prioritize three of the Features you identified earlier using
WSJF

» Step 2: Share some insights from this activity with the class

| User- business Time RR | OE Job

Feature CaD

value criticality value size

Scale for each parameter: 1, 2,3, 5, 8, 12,20
Note: Do one column at a time, start by picking the smallest item and giving it a "1
There musi be at least one 1" in sach calunn!
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Notes:
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4.2 Prioritize the Program Backlog

User- .
Feature business Tlme RR1OE CoD JPb WSJF
value criticality [ value size

® ® 6 ® 6
® ® & ® 6

® ® ®@ ® 6

Scale for each parameter: 1,2, 3,5, 8, 13, 20
Note: Do one column at a time, start by picking the smallest item and giving it a “1.”
There must be at least one “1” in each column!
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4.3 Participate in Pl Planning

4.3 Participate in Pl Planning

Program Increment Planning

Program Increment (PI1) Planning is a cadence-based,
face-to-face event that serves as the heartbeat of the Agile
Release Train (ART), aligning all the teams on the ART to
a shared mission and Vision.

» Two days every 8 — 12 weeks (10 weeks is typical)
» Everyone attends, in person if at all possible
» Product Management owns Feature priorities

» Agile Teams own Story planning and high-level
estimates

» Architect/Engineering and UX work as intermediaries
for governance, interfaces, and dependencies
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Notes:
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4.3 Participate in PI Planning

SCALED AGILE?

SCALED AGILE * = scaled agie.inc.

Duration
1

Notes:

D Video link: https://youtu.be/EFOYyGg9XCrA
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https://youtu.be/EF0yGq9XCrA

4.3 Participate in PI Planning

The benefits of Pl Planning

» Establishing face-to-face communication across all team members and
stakeholders

» Aligning development to business goals with the business context, Vision, and
Team/Program P| Objectives

» |dentifying dependencies and fostering cross-team and cross-ART
collaboration

» Providing the opportunity for ‘just the right amount’ of architecture and Lean
User Experience (UX) guidance

» Matching demand to capacity, eliminating excess work in process (WIP)

» Fast decision making

SCALED AGILE * = scaiea agie.inc. 171

Notes:

The Pl Planning process

loput Output
r i ( : )
Program
. y Pl Objectives
Pl Planning ;
Features = X
Program E- s }
Backlog ' =ers = | |
Vision and top 10 Features Team il Prograni PTOBjectves

and Program Board
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4.3 Participate in Pl Planning

Align to a mission with Pl Objectives

» Objectives are business
summaries of what each team
intends to deliver in the upcoming
PI.

» They often map directly to the
Features in the backlog.

» Other examples:
— Aggregation of a set of Features
— A Milestone like a trade show

— An Enabler Feature supporting the
implementation

— A major refactoring

SCALED AGILE * = scaled agie.inc.

Objectives for Pl 1

Business
Value

Actual
Value

Structured location and validation
of locations

e Navigate autonomously from
distribution center to top 5 most
frequent destinations

® Park at 1 building that requires
parallel parking

o Reduce GPS signal loss by 25%

® Build and demonstrate proof of
concept for next generation vehicle
navigation systems

Uncommitted Objectives

¢ Spike: conduct hijack testing of the
vehicle sensors

Notes:

‘just in case you have time’

making the commitment more reliable

uncommitted and put in early spikes

SCALED AGILE * = scated agie.inc.

» They are not included in the commitment, thereby
» If ateam has low confidence in meeting a Pl
Objective, encourage them to move it to uncommitted

» If an item has many unknowns, consider moving it to

» Uncommitted objectives do count in velocity/capacity.

Maintain predictability with uncommitted objectives

» They are planned and aren’t extra things teams do

Uncommitted objectives help improve the predictability of delivering business value.

Objectives for P11

Uncommitted Objectives
Spike: Conduct hijack testing |
of the vehicle sensors

Enabler: Improve LMS
integration with Salesforce

| 4

Notes:

125 | © Scaled Agile, Inc.




4.3 Participate in PI Planning

Prepare to experience a simulated Pl Planning event

The flow of the simulation

You will be presented You will be involved in You will be drafting PI You will be

with the program planning two Objectives based on collaborating with the

Vision Iterations considering the program Vision Business Owners to
Stories and Features and Features assign business value

to the Pl Objectives

SCALED AGILE * = scaiea agie.inc. 176

Notes:

Outcomes of the Pl Planning simulation

Actively participating in a simulated Pl Planning event will enable you to:

".".,:\ /{/‘
Experience the Experience Experience drafting Experience
business benefits estimating Pl Objectives for managing program
of establishing capacity for the achieving the risks
communication lteration Program Increment
across all team and committing to
members and the plan
stakeholders
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Notes:
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4.3 Participate in PI Planning

» Step 1: Identify program roles
for the simulation

» Step 2: Ensure that you have
all key roles required for the PI
Planning simulation

SCALED AGILE * = scaled agie.inc.

Activity: Identify program roles

Duration
T

Simulation role Assigned to

Executive Volunteer

Product Manager Volunteer

System Architect, UX and | Volunteer
L Development Manager

Example: Your Instructor will be
the RTE. A volunteer will be the
Product Manager, etc.

Notes:

@ Simulation: Why are we here?

Alignment to a common mission

&  We are here to gain alignment and
commitment around a clear set of
prioritized objectives. | will now
review the agenda for the next two
n days of the PI Planning Event.

Pl Planning
Agenda

SCALED AGILE * = scaled agie.inc.

Notes:

127 | © Scaled Agile, Inc.




.3 Participate in Pl Planni

Simulation: Day 1 agenda

8:00 - 9:00 ) State of the business and upcoming objeciives

Pl Planning 9:00 10:30 Product/Solution
Agenda

DAY 1 10:30 + 11:30 Architecture Vision land
development practices
” x Planning context

1:00 - 4:00 Team breakouts

Erpus e

5:00" 6:00 Management review ’ Adju‘slmems made based on challenges, risks,
and problem solving and impediments

Vision and prioritized Fealures

Vision

Architecture, common frameworks, etc.
Agile tooling, engineering practices, etc.

+ Facilitator explains planning process

Teams develop draft plans and identify risks and
Iimpediments
Architects and Product Managers circulate

Teams present draft plans, risks, and impediments

NMgg"‘ons L

SCALED AGILE * = scaled agie.inc. 179

Notes:

Simulation: Day 2 agenda

Planning adjustments made based on previous

8:00 + 9:00 Planning adjustments day's management meeting

W

Teams develop final plans and refine nsks and

Pl Planning impediments
2 K T ki
Agenda OG0 LRSS + Business Owners circulate and assign business
DAY 2 value to team objectives
1100 - 1:00 Final plan review % + Teams present final plans, risks, and impediments
and lunch
vk A e
2:00 2:15 "g ‘ + Team and program confidence vote
Pl work + If necessary, planning continues until commitment
# Presented 2151222 St g g is achieved
B4 byRTE
After Planning retrospective ' ¥ iAsigepactiva
commitment and moving forward Y Moving forward

+  Final instructions

SCALED AGILE * = =csica sgic.inc i

Notes:
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4.3 Participate in PI Planning

®

SCALED AGILE "

Simulation: Briefings

Executive

= Scaled Agile. inc.

Product System
Manager Architect

) o

—

‘U

Notes:

®

1

SCALED AGILE "

= Scaled Agie. inc.

Simulation: Planning guidance

Expect this first Pl Planning to feel a bit chaotic. Future PI PlanrQ
meetings will become more routine.

: Product Owners: You have the content authority to make
"‘ decisions at the user Story level

Scrum Masters: Your responsibility is to manage the
\hl\ timebox, the dependencies, and the ambiguities

. Agile Team: Your responsibility is to define users Stories,
-u'plan them into the Iteration, and work out interdependencies

\ with other teams /

Notes:
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4.3 Participate in PI Planning

®

i
DL

Simulation: Planning requirements

: | DEENCENT @ Presented
Heration 1.3 *%1°7 Heration 1.4 “#7 Heration 1.5 %% by RTE
- [J [ ! ] IP Iteration '
oD DOD X
|| BB DBl || ‘
P
« Focus on the highlighted
area for this simulation.

Y'J hber enablors . ?:pk:ﬂ’ggldu

SCALED AGILE "

= Scaled Agie. inc.

Notes:

®

240
miles

180 Story
points

SCALED AGILE "

= Scaled Agie. inc.

Simulation: Using historical data to calculate velocity

L 60 4
miles/hour hours

30 6
Iterations

SP/lteration

Establish velocity by looking at the average output of the last Iterations.

Notes:
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4.3 Participate in Pl Planning

@ Simulation: Calculate your capacity
Calculating Iteration capacity m
» For every full-time Agile Team member A 7-person team composed
contributing to Solution development, of 3 developers, 2 testers,
give the team 8 points (adjust for part- 1 Product Owner, and
timers). 1 Scrum Master
» Subtract 1 point for every team member
vacation day and holiday. Exclude The Scrum Master,
Product Owner, and vacation
» Find a small Story that would take about time from the calculation

a half day to develop and a half day to
test and validate. Callita 1.
Calculated capacity:
» Estimate every other Story relative to 5 x 8 points = 40 points per
that one. Iteration

SCALED AGILE * = scaied agie.inc. 186

Notes:

Activity: Calculate your capacity

» Step 1: Review the example on the previous slide

» Step 2: Calculate your own capacity for the next two, 2-week
Iterations

— The first Iteration starts Monday

— Use your real availability

» Step 3: Make sure you have your team'’s capacity calculated

SCALED AGILE = scaled agiie.inc. 186

Notes:
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4.3 Participate in Pl Planning

Activity: Team breakout #1 0

You will be planning a short Program Increment with two Iterations.

» Step 1: Setup the team area. Enter the capacity for each
Iteration.

» Step 2: Pick up a Feature from the Product Manager.

» Step 3: Estimate the Stories using Story Points.

» Step 4: Load the Stories into the Iterations.

» Step 5: Write the Pl Objectives using clear statements.

» Step 6: Identify the uncommitted objectives.

» Step 7: |dentify any program risks and dependencies.

SCALED AGILE * =sesisa agic e it

Notes:

Activity: Scrum of scrums (SoS) sync -©:

» Step 1: Observe the SoS sync, conducted by the RTE

» Step 2: Each team’s Scrum Master provides the team’s current status
and addresses the questions from the RTE

» Step 3: The RTE holds a meet-after after the sync (limited to 1 — 2
topics for the simulation)

— ron e

Have you Identified the capacity for each Iteration in the PI?

Have you identified most of the Stories for the first two lterations and begun estimating?
Have you begun resolving dependencies with other teams?

Are you discussing trade-offs and conflicting priorities with your Business Owners?

Have you identified any program risks?

Will you be ready to start writing Pl Objectives in the next 15 minutes?

Is there anything you need to discuss with other Scrum Mastars? If so, stay for the meet-after

SCALED AGILE * = scaiea agic.inc {68

Notes:
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4.3 Participate in Pl Planning

e p——

Have you identified the capacity for each lteration in the PI?

Have you identified most of the Stories for the first two Iterations and begun estimating?
Have you begun resolving dependencies with other teams?

Are you discussing trade-offs and conflicting priorities with your Business Owners?

Have you identified any program risks?

Will you be ready to start writing Pl Objectives in the next 15 minutes?

Is there anything you need to discuss with other Scrum Masters? If so, stay for the meet-after

Activity: Draft plan review

» Step 1: Present the summary of your team'’s first two Iterations and
one or more draft Pl Objectives

» Step 2: Make sure that you have included the following:

— Capacity and load for each Iteration
— Draft Pl Objectives

— Program risks and impediments

SCALED AGILE * = scated agie. inc. 189

Notes:
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4.3 Participate in PI Planning

Management review and problem-solving

At the end of day 1, management meets to make adjustments to
scope and objectives based on the day’s planning.

Common questions during the managers’ review:
» What did we just learn?

» Where do we need to adjust? Vision? Scope?
Team assignments?

» Where are the bottlenecks?
» What features must be de-scoped?

» What decisions must we make between now and
tomorrow to address these issues?

SCALEDAGILE * = scatea gie.inc s
Notes:
Activities during day 2
Day 1 Day 2
2.00 9:0 8:00 9.00 Planning adjustments <
9 )
9:00 + 11: Team breakouts % g
10:3
11:00 + 1:00 Final plan review é
30 100 and lunch
00
L
00 500 245 297 l?lan rework ﬂ E
if necessary BED
5:00 600 Management review 'S Aft.er Planning r.etrospective <
and problem solving commitment and moving forward
Notes:
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4.3 Participate in PI Planning

Make planning adjustments

» Based on the previous day’s management
review and problem-solving meeting,
adjustments are discussed.

» Possible changes:
— Business priorities
— Adjustment to Vision
— Changes to scope

— Realignment of work and teams

SCALED AGILE * = scalea agie.inc.

Notes:

Team breakout #2

Based on new knowledge and a good night's
sleep, teams work to create their final plans.

» In the second team breakout, Business Team A
Owners circulate and assign business value Pl Objectives BV
to Pl Objectives from low (1) to high (10)
Proof of concept with 10
. mock sounds
» Teams finalize the Program Increment plan i poc a
' . i 3
» Teams also consolidate program risks, Pl ol
impediments, and dependencies Uncommitted
' . . . . Proof of ith
» Uncommitted objectives provide the capacity s
and guard band needed to increase the y

reliability of cadence-based delivery

SCALED AGILE * = scaied agie.inc.

Notes:
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4.3 Participate in PI Planning

Activity: Setting business value

The instructor will demonstrate assigning business
value for one team'’s objectives. e
« R . ; Team A
» Step 1: Bring the Business Owners to one team’s Pl Objectives BV
draft plans i
Proof of concept with 10
mock sounds
» Step 2: The Business Owners will set value on a © HelpwithradarPOC 4
. oo . . i 3
scale of 1 — 10 for each identified objective i ol
) ) - Uncommitted
» Step 3: Observe the discussion that would take Proof of conceptwith 5
. . real sounds
place, illustrating the larger purposes and thought %
processes around assigning business value
SCALED AGILE * = scaled agie.inc. 1o
Notes:
Program Board - Feature delivery, dependencies, and Milestones
11 1.2 1.3 14 1.5 (IP) Pl2>>>
Milestones/
Events £ o~ (A program Milestone or event is happening )
Unicorns v ; o in Iteration 1.3 (e.g., a trade show, market
Dolphins - T : ﬁ,-\ \Z — release, etc.).
e --_’j/[ [ o W \4\‘ This Feat t be delivered until
RS is Feature cannof elivered u
Al A / 1( W l / multiple teams complete their
lguanas gy — i // / \L / " dependencies.
wiksne | | ] =N J
Jomie . / / [ / / 7\ rA Feature placed in a team’s swim lane i
Needs UXHelp | W / == / - / N with no strings means that it can be
Neods Sys — - - completed independent of other teams.
Arch Help ~
BUET = Foatures it I Ty R et e e b
the Feature can be completed
SCALED AGILE * = scaled agie.inc. i

Notes:
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4.3 Participate in PI Planning

Final plan review

Teams and Business Owners peer-review all final plans.

Final plan

review agenda: ‘

1.Changes to capacity
and load

2.Final Pl Objectives
with business value

3.Program risks and
impediments

4.Q&A session

. Final plan review

Used with permission of SEI Global Wealth Services

SCALED AGILE * = scaled agie.inc. o

Notes:

Building the final plan

» Final plans are collected at the
front of the room

» Final plans are reviewed by all
teams

» Business Owners are asked
whether they accept the plan

» If so, the team’s plan and program
risk sheet are brought to the front
of the room

» If not, the plans stay in place, and
the team continues planning after
the review Used with permission of D Tire O

A team’s final plan

SCALED AGILE * = scated agie. inc. 1a7

Notes:
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4.3 Participate in PI Planning

Addressing program risks

After all plans have been presented, remaining
program risks and impediments are discussed and
categorized.

ROAMIng risks:

Resolved - Has been addressed. No longer a
concern.

Owned - Someone has taken responsibility.

Accepted - Nothing more can be done. If risk occurs,
release may be compromised.

Mitigated - Team has plan to adjust as necessary.

SCALED AGILE "

= Scaled Agile. inc.

(.

re esolved @ wned i
Qccepted @itigated

Notes:

X
Activity: Manage program risks

i?:o

The instructor will demonstrate ROAMing one to two
risks for one team.

» Step 1: Pick one to two risk examples.

» Step 2: Read them in front of all teams and
stakeholders.

» Step 3: Ask if anyone can own, help mitigate, or
resolve the risks. Otherwise, accept as is.

» Step 4: Put each risk into a corresponding
quadrant of the ROAM sheet for the program.

SCALED AGILE "

= Scaled Agile. inc.

\

(Qesolved o wned
Qccepted @ itigated

Notes:
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4.3 Participate in Pl Planning

Confidence vote: Team and program

After dependencies are resolved and risks are addressed, a
confidence vote is taken by the team and program.

A commitment with two parts:

1. Teams agree to do everything in their power to meet the agreed-to
objectives

2. Inthe event that fact patterns dictate that it is simply not achievable, teams
agree to escalate immediately so that corrective action can be taken

| ] W @

No Little Good

Very high confidence

SCALED AGILE * = scaled agie.inc.

Notes:

Run a planning meeting retrospective

The PI planning event will evolve over time. Ending with a
retrospective will help continuously improve it.

ki = -
- - P

The Planning Meeting
retrospective

1.What went well
2.What didn’t

3.What we can do
better next time

G

\ Y 4 [ A Team’s Retrospective

SCALED AGILE * = scated agie.inc.

Notes:
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4.4 Develop on Cadence; Release on Demand

4.4 Develop on Cadence; Release on Demand

AGIL o seuled Al Inc

Notes:

Manage the flow of work with the Program Kanban

3 6 ) 5 6 4 3 5
Funnel Analyzing Backlog Implementing X:";“::,:g wo;:,:’m Releasing Done

' . H ! .
1 )
| ]
)
|
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Notes:
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4.4 Develop on Cadence; Release on Demand

An example of a Program Kanban

SCALED AGILE * = scaled agie. inc. 204

Notes:

Program events drive the train

Program events create a closed-loop system to keep the train on the tracks.

ART Sync ~® Program events

_ Team events

Scrum of Scrums ® PO Sync
LAV
|I|II 20 Al g Mo
|I|I| O II|I| aa AA
Daily
g: lteration Stand-up
anmng Planning lteration
It Review Demo e @
eration BZlek)g
oy Refinement
@ |nspect &Adapl sEEE

Prepare for PI Planning
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Notes:
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4.4 Develop on Cadence; Release on Demand

ART sync is used to coordinate progress

Programs coordinate dependencies through sync meetings.

: .
ync
o, : M

I @ ' A GA
el il [ V]V]
Scrum of scrums PO Sync
» Visibility into progress and impediments » Visibility into progress, scope, and priority
adjustments

» Facilitated by RTE

» Participants: Scrum Masters, other select b Faciilaied by BTEorFM

team members, SMEs if necessary » Participants: PMs, POs, other stakeholders,
» Weekly or more frequently, 30-60 minutes and SMEs as necessary
» Timeboxed and followed by a ‘Meet After' > Weekly or more frequently, 30-60 minutes

» Timeboxed and followed by a ‘Meet After’
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Notes:

Demo the full system increment every two weeks

» Features are functionally
complete or ‘toggled’ so as not
to disrupt demonstrable
functionality

» New Features work together
and with existing functionality

» Happens after the Iteration
review (may lag by as much as
one lteration, maximum)

» Demo from a staging
environment which resembles
production as much as possible
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Notes:
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4.4 Develop on Cadence; Release on Demand

Innovation and Planning (IP) Iteration
Provide sufficient capacity margin to enable cadence. —Donald G. Reinertsen

Facilitate reliability, Program Increment readiness, planning, and
innovation

» Innovation: Opportunity for innovation,
hackathons, and infrastructure improvements

» Planning: Provides for cadence-based planning

» Estimating guard band for cadence-based delivery

SCALED AGILE * = scaied agie.inc. 208

Notes:

Example IP Iteration calendar

Wednesday

Butfor for leftover worlk
e

Innovation
e e

Pl planning readiness
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Notes:
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4.4 Develop on Cadence; Release on Demand

Tuesday Wednesday Thursday

Innovation
1 ___________________[| ]

Pl planning readiness

8 9 10 1

Pl planning

. Optional time
Continuing Business context Planning

education adjustments

Product / solution
vision

for distributed
planning

Team breakouts

Architecture vision
and development Final plan review
practices and lunch

Innovation Planning
continues requirements

and lunch

Program risks

Pl confidence vote
Team breakouts

Plan rework if

Pl planning Draft plan review i

readiness Management Planning

review and retrospective and
problem-solving moving forward
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4.4 Develop on Cadence; Release on Demand

Without the IP Iteration...
» Lack of delivery capacity
buffer impacts predictability

» Little innovation; tyranny of
the urgent

» Technical debt grows
uncontrollably

» People burn out

» No time for teams to plan,
demo, or improve together

SCALED AGILE * = scaled agie.inc. 06

Notes:

Improving results with the Inspect and Adapt event

Three parts of Inspect and Adapt:

— L2 ~ Sl
1.‘ The Pl System Demo m.._é- i za X - ___'F 'T' ’ jz'
e s i g !‘!'.
o Quantitative and Qualitative =Q Ty BT -2 U
___/ Measurement 5 é — T e

3. ) Problem-Solving Workshop

i
ih
)
B
et
- ué,g

i
®
!

i i
1§

Timebox: 3 —4 hours per Pl BT R R, g

Attendees: Teams and stakeholders
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Notes:
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4.4 Develop on Cadence; Release on Demand

Pl System Demo

At the end of the PI, teams demonstrate the
current state of the Solution to the appropriate
stakeholders.

» Often led by Product Management, POs,
and the System Team

» Attended by Business Owners, program
stakeholders, Product Management, RTE,
Scrum Masters, and teams

SCALED AGILE * = scaled agie.inc.

Notes:

Program performance reporting

As part of the Pl System Demo, teams compare planned vs actual Pl Objectives.

/- ~

a H Business Value
» Teams meet with their  Objectives for P13 (N (G
Business Owners to self- - Sucured locaton nd 7
assess the business value =8t nd cmensr s ol s
they achieved for each < etk e Harauiaion s
X i by: tags, companies and people
objective - Spesd up dexing by 50% s
= Index 1.2 billion more web pages 8
> Each team’s planned VS -Extranandb.uildURLatistrac.ts o 7
. . Uncommitted Objectives
actual business value is then = Fuzzy search by full name 7 0
= Improve tag quality to 80% 4 4
rolled up to the program s - Y
- g Totals 50 45
predictability measure. % Achiovement: 90%
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4.4 Develop on Cadence; Release on Demand

Quantitative and qualitative measurement

The report compares actual business value achieved to planned business value.

Program Predictability Measure

120 P o
- Target: Effective process
100 s control range
o L 7 ~ N e .
g 2T ’ =S - Predictability sufficient
2 id N2 . l, b to run the business
5 @ Rk L SN =1
< ’ FOL S s Hand
P , b 4 ~ » = Handles common
> - 4 ” b g variations
g e ’
:%' \\ II = Special causes may still
o 3 ’ cause excess variation
40 ~ v
§ <Y
g o) I | ) S Team A: Out-of-cantrol development
----- Team B: Controlled development
« Program (ART)
0. J
PI1 P12 PI3 Pl 4 PIS
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Notes:

The problem-solving workshop

Teams conduct a short retrospective to systematically address the
larger impediments that are limiting velocity.

Agree on the Apply root-cause analysis Identify the biggest root-cause

problem to solve (and 5 Whys) using Pareto analysis

X Insufficiontly
reliable release
commitments

7/ 5 ’ 1
() S g N N w e
L ) L " 7 v o 0 .
Restate the new problem for . : Identify improvement
Brainstorm solutions
the biggest root-cause backiog items

=
X Insufficiont -— =
architectural =3
runway =

\ . 2 X J
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4.5 Build a Continuous Delivery Pipeline with DevOps

4.5 Build a Continuous Delivery Pipeline with DevOps

AGIL o seuled Al Inc

Notes:

b4

X i - | -
{y° Activity: DevOps myth or fact

» Step 1: Take the myth or fact quiz in your
workbook

» Step 2: Check your results with the answer v
key at the bottom of page that follows the quiz
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Notes:
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4.5 Build a Continuous Delivery Pipeline with DevOps

MYTH FACT

L1 O

N s A A I e N A O
N e I A 0 I R I A O

Myth or Fact Quiz

1. DevOps is just about automation

2. DevOps is a cultural change

3.You don't need Lean-Agile to have a successful DevOps
implementation

4. Agile is for development not operations

5.The deployment pipeline is used to deploy
environments as well as solutions

6. DevOps tries to bridge the gap between new
Features and stable solutions

7. Measurements are an important part of DevOps

8. Automation of testing reduces the holding cost
9. DevOps is only for small software companies

10. Chaos monkey was developed by Netflix
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4.5 Build a Continuous Delivery Pipeline with DevOps

Video: What is DevOps?

A ‘Whatis
DevOps?

with Morgan
Campbell

SCALED AGILEZ

Proviclerof SAFe
0

htips://vimeo.com/342037390/3a25026214

SCALED AGILE * = scaled agie.inc.

Notes:

D Video link: https://vimeo.com/342037390/3a25026214

Quiz Answers: 1-MYTH | 2-FACT | 3-MYTH | 4-MYTH | 5-FACT | 6-FACT | 7-
. FACT | 8-MYTH | 9-MYTH | 10-FACT

151 | © Scaled Agile, Inc.



https://vimeo.com/342037390/3a25026214

4.5 Build a Continuous Delivery Pipeline with DevOps

Who is DevOps?

Operations

PN

P

Development
S
%)

Architecture k';. > 4 Security

Business
Maximum Maximum Working together for
Speed Stability speed and stability
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Notes:

Achieve higher performance with DevOps

™

Lower Change
Fail Rate

T W

208x 106x  2604x \

More Frequent Faster Faster Time to
Deploy Frequency  Lead Time Restore Service

Accelerate: State of DevOps 2019 Report
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4.5 Build a Continuous Delivery Pipeline with DevOps

A CALMR approach to DevOps

» Culture - Establish a culture of shared

responsibility for development, Culture
I f shared
deployment, and operations. el
» Automation - Automate the Continuous ﬁ'
Delivery Pipeline.
Recovery Automation
» Lean flow - Keep batch sizes small, limit bl Dot Pl

WIP, and provide extreme visibility. ) ;}Q

» Measurement - Measure the flow through
the pipeline. Implement full-stack

telemetry.

» Recovery - Architect and enable low-risk Lean Flow
releases. Establish fast recovery, fast M;ifg[ﬁ;’(‘fq”' accelerales
reversion, and fast fix-forward. m :’

d 1
-~
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Notes:

DevOps is in the Value Stream

Value occurs only when the end users are operating the Solution.

mmm———————— | 030 TIME == === o e =

Trigger !
Understand Bunld
& = -

REPEAT
DevOps isn’t optional. The only question is how efficient it is.
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Notes:
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4.5 Build a Continuous Delivery Pipeline with DevOps

The Continuous Delivery Pipeline enables the flow of value

Continuous Delivery Pipeline
..... ) R Jeeesese, cesPresa,,
O g i e AL > :':"-< .........
Continuous Continuous Continuous Release
Exploration Integration Deployment on Demand

SCALED AGILE * = scaiea agie.inc.

Notes:

Continuous Exploration — Understand Customer needs

...............
.
)

H L
- = -‘ %
.’ Collaborate & ..
ypothesize fesassind Architect Synthesize S
j a 8 oo %
: . n - WSJF ."‘A '''' (."“’"-,
" | = | BRI
: AN e =gl
% « Customer visits testability and .
‘e « Gemba walks operations _+" Cont P o
‘. «Marketresearch  * Separate deploy L n Dogloyment. 96D -
“e, « Trade studies from release > R
g * Threat modeling e S
= .( ------------------
© Scaled Agile, Inc.
Continuous Exploration caled Agile, Inc
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4.5 Build a Continuous Delivery Pipeline with DevOps

Continuous Integration — A critical technical practice of the ART
Leeereat et e, s
= Test o
+"  Develop Build End-to-End Stage "
Continuous -, m@ K
Exploration 3 SR e Continuous Release
teg [ \ oe®® Deployment  on Demand
...... = -:-....,...-~')'
Continuous
Integration © Scated Aghe, Inc
SCALED AGILE * = scaled agie.inc.
Notes:
Continuous Deployment — Getting to production early
L
2 .). »
= Deploy Verify Monitor Respond s
UL R PERAE <. & — E= N .
T ] OETT = = ¢
%9060 4 FSee Pt s - ? / .
Conti Conti v, -
S Qomews . L maease
""" Wenn csisappasmn et e
Continuous
Deployment © Scaled Agie, Inc
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Notes:
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4.5 Build a Continuous Delivery Pipeline with DevOps

Separate deploy from release

» Separate deploy to
production from release

» Hide all new functionality , x b
under feature toggles

Deploy

» Enables testing background Release

and foreground processes in

the actual production
environment before exposing
new functionality to users =5

SCALED AGILE * = scaiea agie.inc.

Notes:

Release on Demand — Making value available when it's needed

Stabilize
Release and Operate Measure Learn

Exploration Integration Deployment

‘ Release
on Demand © Scama Agte ¢
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4.5 Build a Continuous Delivery Pipeline with DevOps

Architect for releasability

Architectural Runway is existing code,
hardware components, marketing
branding guidelines, etc., that enable
near-term business Features.

» Enablers build up the runway

» Features consume it
» Architectural Runway must be _

- . - I
continuously maintained mplemented

... to support
future Features

» Use capacity allocation (a
percentage of train's overall
capacity in a Pl) for Enablers that e
extend the runway Architectural Runway

.
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Notes:
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4.5 Build a Continuous Delivery Pipeline with DevOps

:g Taking Action: Improving Agile Product
— Delivery

» Step 1: Consider the practices
and the events that support Agile
Product Delivery, as discussed
earlier

» Step 2: |dentify three minimum
viable improvements you could
execute to improve Agile Product
Delivery. Write them down in your
Action Plan

» Step 3: Share your insights with
the class

Action plan

SCALED AGILE * = scaled agie.inc

Notes:

Lesson review

In this lesson you:

» Applied Customer Centricity with Design Thinking

» Prioritized the Program Backlog

» Participated in Pl Planning

» Explored how to develop on cadence and release on demand

» Discussed how to build a Continuous Delivery Pipeline with
DevOps
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Notes:
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4.5 Build a Continuous Delivery Pipeline with DevOps

» Scaled Agile Framework recommended reading for this lesson:

- Agile Product Delivery

- Customer Centricity

- Design Thinking

- WSJF

- Pl Planning

- DevOps

- Continuous Delivery Pipeline
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Lesson 4 notes

Click below to type your thoughts.
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Lesson 5

Exploring Lean Portfolio
Management

Learning Objectives:

5.1
5.2
5.3
5.4
5.5

Define a SAFe portfolio

Connect the portfolio to Enterprise strategy
Maintain the Portfolio Vision

Establish portfolio flow

Fund Value Streams

SAFe Course Attending this course gives students access to the
SAFe Program Consultant exam and related preparation materials.

161 | © Scaled Agile, Inc.



5.1 Define a SAFe portfolio

5.1 Define a SAFe portfolio

SCALED AGILE *

Notes:

The role of Lean Portfolio Management (LPM)

Most strategy dialogues end up with executives talking at
cross-purposes because ... nobody knows exactly what is
meant by vision and strategy, and no two people ever quite
agree on which topics belong where.

That is why, when you ask members of an executive team to
describe and explain the corporate strategy, you frequently get
wildly different answers. We just don’t have a good business
discipline for converging on issues this abstract.

—Geoffrey Moore, Escape Velocity
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Notes:
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5.1 Define a SAFe portfolio

Lean Portfolio Management empowers the portfolio

The LPM function governs a
SAFe portfolio, providing three
essential collaborations to
realize its responsibilities:

» Strategy and investment
funding

» Agile portfolio operations

Enterprise Busiress RTE and
e el SR Voot APMONACE s &% gcon

» Lean governance

SCALED AGILE * = scaled agie.inc.

Notes:
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5.1 Define a SAFe portfolio

Strategy
& Investment
Funding

Enterprise
Executives
YT
N\
Business s @ a Enterprise
Owners il M Acchitect

Agile
Portfolio
Operations

Lean
Governance

APMO
s .
Enterprise "~ Business RTE and
Architect i s Owners APMO/LACE thiast & SM CoP
, \\ _z'l

0 Scaled Agils, Inc
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5.1 Define a SAFe portfolio

Strategy and investment funding is a collaboration

» Key stakeholders collaborate to develop and communicate the portfolio
strategy

» They provide Lean Budgeting and funding to the Value Streams that
develop and maintain the portfolio products and services

» They build a Portfolio Kanban system to establish flow

l‘ll.ﬁ.l ﬁ @ Connect the portfolio to Enterprise strategy
Enterprise
Exscutives @ Maintain Portfolio Vision
80 8
Ll = @ Fund Value Streams
Business Enterprise
P Architect ® Establish portfolio flow

SCALED AGILE * = scaled agie.inc.

Notes:

Large Enterprises will have multiple portfolios

In larger Enterprises, there can be multiple SAFe portfolios, typically
one for each line of business, business unit, or division.

SAFe Portfolio

Strategic
Themes

Large Enterprise Multiple portfolios

SCALED AGILE * = scaiea agic.inc o

Notes:
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5.1 Define a SAFe portfolio

Define the portfolio with the Portfolio Canvas

» The Portfolio

. Portfolio Canvas  roriess xome: e erir:
Canvas is a e
template for i Bt et [t =X T
identifying a
specificSAFe | 1 T
portfolio p— | P Y = =

» It defines the
domain of the pE— Pp=r— )
portfolio and
other key
elements
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5.1 Define a SAFe portfolio

OEmsA

NRAI- AN TS A DSUS S0 AdoD B Math 0]

.wﬂ..mn-..__um_-a.__.-_u.mmﬂ_ﬂnhﬂ._.w RN 3 DAEQLT) D) TOPUEN POSUGN] SEOP0M SIY |
(100 L0Y J Ay} SeAED IBPON SSOUIST] 8L | WoJ) pajiepe S SeAUeD) 0RIOod oy |

@ Sleans snuanay ‘ amonns 1so)
= seanosey Sy | @ sommnoy oy | & sieureg Aoy
® i R ’m.“ﬂ_qnuﬂv_ | 4] & [ suouros = sumong onpA

B8 suomsodoid anjea

‘eweN oljojuod SeAUe) oljojiod
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5.1 Define a SAFe portfolio

Categorize investments by horizon (maturity stage)

Horizon 3

Horizon three contains ideas for profitable growth
down the road-for instance, small ventures such
as research projects, pilot programs, or minority
stakes in new businesses.

Horizon 2
Horizon two encompasses emerging opportunities,

including rising entrepreneurial ventures, which are
likely to generate substantial profits in the future but
could require considerable investment.

Value

Horizon 1
Horizon one represents those core businesses most
readily identified with the company name and

provide the greatest profits and cash flow.

Time
SCALED AGILE * = scaied agie.inc.
Notes:
Map Solutions by horizon
Horizon 3 Horizon 2 Horizon 1 ' Horizon 0

Emerging Investing

Extracting E Retiring

) Value Stream Solution 239

Notes:
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5.2 Connect the portfolio to Enterprise strategy

5.2 Connect the portfolio to Enterprise strategy

AGIL o seuled Al Inc

2T .l_
£ ===

KPis Portiolio

+ Vision Portfolio context
+ Mission
Core values
4. Portfolio
@ bioes
Enterprise
Strategy
Formulation i== Strategic
== themes
Flnanclal/ 1
@ goals Competitive
environment

Adapted from Jim Collins, Beyond Entrepreneurship

241

Notes:
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5.2 Connect the portfolio to Enterprise strategy

Establish Strategic Themes

» Differentiation from the current state to the desired future state
» A collaboration between LPM and the larger Enterprise
» Enterprise business drivers drive Strategic Themes

» Portfolio context influences Strategic Themes

A

i &

Enterprise Government s EH:E
£ —
£

r;: Portfolio Backlog
JmE=an
=

a2
a
e

Portfolio '- Lean Budgets
Vision

;0’

Guardralls
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5.2 Connect the portfolio to Enterprise strategy

Strategic Themes influence what gets built

» Strategic Themes are
differentiating, specific, and
itemized business objectives that
connect a portfolio to the strategy

of the Enterprise. o
Pentfolio Vision
—Provide context for decision-making, C 3 ~ sEnne®
inputs to the Vision, budget, and ok Stam et s Gl
backlogs : -
| | =g
—AdjustART and Value Stream funding L Portolio Kanben and Pl Backiog
to track changing strategic priorities <o E
—~Assist with Epic evaluation and Vision and Solution. Program, and Team backiogs

decision-making

—Influence each Program Vision and
Roadmap
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Notes:
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5.2 Connect the portfolio to Enterprise strategy
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5.2 Connect the portfolio to Enterprise strategy

X
xX (o] soeg . .
(’ Activity: ldentify Strategic Themes

» Step 1: Identify three Strategic
Themes that help define the
strategy of your portfolio in the
upcoming year

Increasing market

» Step 2: Discuss:

. shares ...
— Are these differentiators for your !/ - 2
business, as opposed to implemestting.
‘business-as-usual’ items? e \
» Step 3: Be prepared to share

with the class
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Notes:
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5.2 Connect the portfolio to Enterprise strategy

Strategic Theme #1

Strategic Theme #2

Strategic Theme #3
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5.3 Maintain the Portfolio Vision

5.3 Maintain the Portfolio Vision

Notes:

Identify opportunities for the portfolio’s future state with SWOT

» Establishes an

SWOT Analysi
understanding of .
your B B gD
organization’s strengths || Wesknesses 1D

strengths and
weaknesses

5 O B By
Op ©

Opportunities D Threats

o Bg | @H B

» Identifies the
most significant
opportunities and
potential threats

A
o))
=
O
©
=
)
-
=
9.~
(o)}
=
©)
©
c
-
@
-
x
w
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Notes:

176 | © Scaled Agile, Inc.



5.3 Maintain the Portfolio Vision

Identify options with TOWS'

» SWOT and TOWS are both
concerned with strengths,
weaknesses, opportunities,
and threats— the key
difference is that TOWS
focuses on action

» TOWS is used to identifying
strategic options, Epics and
other to create a better future
state

SCALED AGILE * = scaled agie.inc.

TOWS Strategic Options Matrix

External Opportunities (0)
1

2
3.
4,

External Threats (T)

S

Internal Strength (S) ) ST
1. How can your How can you apply
2 strengths be used your strengths to
to exploit and overcome present
3 maximize and potential
a opportunities? threats?
Internal Weaknesses (W) wo wr
L How can your How can you
¥ opportunities be minimize
4 leveraged to weaknesses and
1, overcome avoid threats?
i weaknesses?

Notes:
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5.3 Maintain the Portfolio Vision

TOWS Strategic Options Matrix

External Opportunities (O)
1.

2.

3.

External Threats (T)

Internal Strength (S)

2%

SO

How can your
strengths be used
to exploit and

ST

How can you apply
your strengths to
overcome present

3. maximize and potential
A opportunities? threats?
Internal Weaknesses (W) WO WT
1. How can your How can you
opportunities be minimize

2.
3.

leveraged to
overcome
weaknesses?

weaknesses and
avoid threats?
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5.3 Maintain the Portfolio Vision

Envision the future state

» The portfolio canvas captured current state
» Use SWOT and TOWS to brainstorm potential future states
» Evaluate your options, and pick a future state

» Identify the Epics that will get you there

° Explore possibilities O Make decisions e Identify Epics

Future State

\'Ponfolio(:arwas m m
= —
i —

| v | —
Divergent Convergent
thinking thinking

SCALED AGILE * = scaiea agie.inc.

Notes:

Express the future state as a Vision

A long view: . Vision: A postcard from the future
) ) . P e . e e 9
» How will our portfolio of future solutions
solve the larger customer problems? ' | % 1
ke 9“:;;0#---
5 j o 0o
* How will these solutions differentiate us? f Pl I
. Y, wt 1
» What is the future context within which : f W"S:‘hac\. '
our solutions will operate? _ ' owe I

b —— - —— —— — -

» What is our current business context,
and how must we evolve to meet this

. oS » Aspirational, yet realistic and achievable
uture state?

* Motivational enough to engage others on
the journey

Result: Everyone starts thinking about how to
apply their strengths in order to get there.

Switch: How to Change Things Whena Change is Hard, Heath and Heath,
Brosdway Books, 2010
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5.4 Establish portfolio flow

5.4 Establish portfolio flow

AGIL o seuled Al Inc

Notes:

Govern Epic flow with the Portfolio Kanban

» Makes largest business initiatives visible
» Brings structure to analysis and decision-making

» Provides WIP limits to ensure the teams analyze

responsibly |
-, . 5 |-
» Helps prevent unrealistic expectations 5 = |l
» Helps drive collaboration amongst the key !
stakeholders

» Provides a transparent and quantitative basis for
economic decision-making
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Notes:
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.4 Establish portfolio flow

Portfolio Kanban

Y

> |§ s ©

Funnel Reviewin Analyzin Portfolio Backlo Implementin Done
g yzing 9 P g
N\ £ Y a N 7 ™\ X ' & ™
All big ideas are « Refine « Salution « Epics K mve : Persevere \ « Dane when
caplured, such as: understanding of allernatives approved b - | LPM
& . the epic . LpPid d * Build and 1+ Affected ARTs governance is
+ New business g « Refine WSJF evaluate MVP | ar Solution no longer 3
opportunities = Create lhf_e Epic .. Coatestirmates . Pe_nq‘:hcally re- « Pivotor H Tmms. reserve requirsd
s Costsavings Hypothesis prioritized using 1 capacity for the
- Statement * Define MVP WSJF Paroxan ! epic
+ Marketplace decision made 1
changes « Calculate WSJF + Create Lean - Pulled by : Caontiiiia
. « WIP limited Business teams when | fealure
. Merg‘en_'sf and Case available ART I implemantation
acquisitions - Golno-go capacily exists : until WSJF
« Problems with decision ! d:::rm_mes
isti : otherwise
existing solutions - WIP limitad :
1
1
!
| — A VAN > AN PN \ J\ J
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Notes:

Feeding the portfolio funnel

o w 1 T

Portfalio Vision Portfolio Roadmap

. ‘c
“ . A -
- eesesseedeeemerD
é P . = Funnel
SR LS §
Solution Vision - < sz o Portfolio Kanban

2y ee S PV, .
,“"1-...-"‘-
. ART 1 ~
Solution Roadmap -

*tq€ecenn"

Continuous Exploration
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5.4 Establish portfolio flow

MVPs foster innovation and control scope

SAFe Lean Startup Cycle

i "
-— - Build and Hypothesis Vo,

= evakato MVP proven? - Pivot?

= Epic state: MVP

Fordolo Manban  Appy 43 Case
. ¥ ond No
tu Doien ves

continues °

Epic state; Persavene ek

© Scaled Agla. Inc
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5.4 Establish portfolio flow
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5.4 Establish portfolio flow

Epic hypothesis statement template

Epic Hypothesis Statement

Funnel Entry Date: | <The dato that the epic enterad the funnel.>

_Epic Name: <A shot name for the opie>
Epic Owmer: <The name of the epic owner>
Epic An el itch fval describes the opicina

diearand concise way.>

For <cusicenars>

who <do someth ng>

the <solution>

e 8 <something - the ow'>
that <provides this value>

anlike

our solution <docs something botter - tho ‘why' >

Business Outcomes: | <The measurable benefits that the busiress can articipate | the
epic hypathows 13 proven 1o be comeet.>

Leading <The early measures that will help pradict the busness autcome:
i : Fypothesis. For more on this 1opic, see the Innovation Accounting
advanced topic eride.>

with tha epic >

€ Scakd Aglle, Inc,

SCALED AGILE * = scaled agie.inc.

Notes:

Activity: Epic writing

» Step 1: At your table, identify M i s obia et
an Epic from one of your e e
contexts * e e

» Step 2: Write the Epic e i

Isn <omathing - the how'>

that <providns this vabue>

hypothesis statement R g S N AN

our solution <does scmeth ng better — the ‘why'>

: e —————)
| 2 Step 3: DlSCUSS, Businass Outcomes: | <Tha maasurablo banafs that the busineas can antcipato (fthe

wpic bypothess i Grovar 16 be corwet >

Lesding <The early muasures that will help predict the busiress outcome

— What could be an MVP to validate e B e thesl i Moo ity

advanced 1opic aricie >

this Epic? , >

©epic

@ Scalad Agia. Inc.
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5.4 Establish portfolio flow
Epic Hypothesis Statement

Funnel Entry Date: | <The date that the epic entered the funnel.>

Epic Name: <A short name for the epic.>
Epic Owner: <The name of the epic owner.>
Epic Description: <An elevator pitch (value statement) that describes the epicin a

clear and concise way.>

For <customers>

who <do something>

the <solution>

is a <something - the ‘how'>

that <provides this value>

unlike <competitor, current solution or non-existing solution>

our solution <does something better — the ‘why'>

Business Outcomes: | <The measurable benefits that the business can anticipate if the
epic hypothesis is proven to be correct.>

Leading <The early measures that will help predict the business outcome
Kdlcson: hypothesis. Fc.>r more on this topic, see the Innovation Accounting
advanced topic article.>

Nonfunctional <Nonfunctional requirements (NFRs) associated with the epic.>
Requirements
(NFRs):
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5.4 Establish portfolio flow
Epic Hypothesis Statement

Funnel Entry Date:

Epic Name:
Epic Owner:

Epic Description:

Business Outcomes:

Leading

Indicators:

Nonfunctional
Requirements
(NFRs):
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5.5 Fund Value Streams

5.5 Fund Value Streams

Problem: Cost-center budgeting

Traditional project-based, cost-center budgeting creates overhead and friction, lowers velocity.

Project Project cost
effort « estimate ’S, -
estimate >

A project requires collaboration of cost centers,
assignment of people, budget, and schedule. It
takes multiple budgets to build a single project
budget.

Result:
» Slow, complex budgeting process
» Leads to utilization-based planning and execution
» Low program throughput
» Moves the people to the work

Organization

HE
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5.5 Fund Value Streams

Problem: Projects increase cost of delay

When overruns happen, project accounting and re-budgeting
increases cost of delay and impacts culture.

ject Esti
erol Mate What/who do we blame?

Planned: » Technology challenge?

» Change in scope?

/ » The team?
Actual: @ Does it matter?

Result:

» Wait for new budget approval; increase cost of delay (CoD)
» Costly variance analysis; blame game; threatens transparency
» Resource scramble and reassignments

SCALED AGILE * = scaiea agie.inc.

Notes:

Solution: Fund Value Streams not projects

Funding Value Streams provides for full control of spend, with:
» No costly and delay-inducing project cost variance analyses
» No resource reassignments

» No blame game for project overruns

; Lean Budgets

Guardrails Value Streams

SCALED AGILE * = =csica sgic.inc 2

Notes:
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5.5 Fund Value Streams

Control costs with increased flexibility

ART budgets and resources are unaffected by Feature cost overruns or changing priorities.

Keep people working on the right
Feature for the right reasons.

Delay this
‘ Feature as

necessary.

Fixed cost per Pl

Program Increment
Program Increment

N

v
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Notes:

Maintain the Guardrails

» Apply investment horizons

» Ultilize capacity allocation

» Approve Epic initiatives

» Continuous Business Owner

> . Lean Budgets
engagement ’
= ==
H

SCALED AGILE * = scaled agie.inc.

Notes:

189 | © Scaled Agile, Inc.



5.5 Fund Value Streams

Lesson review

In this lesson you:

» Defined a SAFe portfolio

» Connected the portfolio to Enterprise strategy

» Explored tools for maintaining the Portfolio Vision
» Discussed how to establish portfolio flow

Discussed how to fund Value Streams

v
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Notes:

» Scaled Agile Framework recommended reading for this lesson:

- Lean Portfolio Management
- Strategic Themes

- Portfolio Vision

- Lean Budgets

- Guardrails

- Portfolio Kanban

- Epics
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Lesson 5 notes

Click below to type your thoughts.
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5.5 Fund Value Streams
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Lesson 6

Leading the Change

Learning Objectives:

6.1 Lead by example
6.2 Lead the change

SAFe Course Attending this course gives students access to the
SAFe Program Consultant exam and related preparation materials.
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6.1 Lead by example

6.1 Lead by example

Leading by example
Setting an example is not the main means of influencing others, it is the only means. — Albert Einstein

» Authenticity requires leaders to mode| desired professional and
ethical behaviors.

» Emotional intelligence describes how leaders identify and
manage their emotions and those of others through self-
awareness, self-regulation, motivation, empathy, and social skills

Leading by Example

» Lifelong learning depicts how leaders engage in ongoing,
voluntary, and self-motivated pursuit of knowledge and growth, and
they encourage and support the same in others

@ Authenticity
' ‘ £Y Emotional Intelligence
O -
» Growing others encourages leaders to provide the personal, - | 550t
professional, and technical guidance and resources each ' % Decentraized Deision Making
employee needs to assume increasing levels of responsibility

» Decentralized decision-making moves the authority for decisions
to where the information is
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6.1 Lead by example

Leaders provide the organization with patterns of expected behaviors

Pathological Culture
Power-oriented

Low cooperation
Messengers blamed
Responsibilities shirked
Collaboration discouraged
Failure leads to scapegoating

Innovation crushed

SCALED AGILE "

= Scaled Agie. inc.

Rule-oriented

Modest cooperation
Messengers neglected
Narrow responsibilities
Collaboration tolerated

Failure leads to justice

Innovation leads to problems

Generative Culture
Performance-oriented

High cooperation
Messengers trained
Responsibilities shared
Collaboration encouraged
Failure leads to improvement

Innovation implemented

Notes:
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6.2 Lead the change

6.2 Lead the change

Notes:

Keys to leading successful change

» Establish a sense of urgency e
» Create a powerful guiding coalition .
» Develop the vision and strategy LEADING

CHANGE

» Communicate the vision

» Empower employees for broad-based action

» Generate short-term wins =
JOHN P.

» Consolidate gains and produce more wins K OTT E R

» Anchor new approaches in the culture
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6.2 Lead the change

SAFe® Implementation Roadmap

Business results

Lawding  SAFa’dor
SAFe" Govemment
oo Laga Loan Pontalc 30-75%
S .
.......... -
Waterfall/ Train Lean-Agile Train Executives, Identify Value
Ad hoc Agile Change Agents Managers, and Leaders Streams and ARTs Q"@
D> >  sha Lean-Agie Conter of Excellence >> ‘{
Agile Product SAre’ for BATe" for SAFe Scrum  BAFe" Product Ownedd  Lesding SAFe" 5—
Maragamert Tearm Architecss Master Product Manager (o AST sak e idos) B
£ (it Tasens 00 Prepare for ART Launch ot
' Launch ART BALS:
&
§
g s
|5 DevOpn
- Implemanting SAFe Lean Fersiolo SAFo" Aelonte SAFe" Advanced
‘2 Agile Sefmarm Yoo SC0 Management Trais Englnser Scram Master
5 @5 @ = ® &
Y
2 - Launch More ART: o Extend to the e,
¥ ore £
By iValoe Steams nba? Portfolio 4"} ety * ’
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6.2 Lead the change

= Action Plan: Leading the change

» Step 1: Identify three action
items you can do in the next
month to start leading the
SAFe transformation.

» Step 2: Find a partner and
share your ideas.

» Step 3: Discuss:

— What outcomes do you hope to
achieve with your Action Plan?

Action plan
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Notes:

Lesson review

In this lesson you:
» Explored how to lead by example

» ldentified actions to take for leading the change
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Notes:
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6.2 Lead the change

» Scaled Agile Framework recommended reading for this lesson:

- Lean-Agile Leadership
- Implementation Roadmap
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Lesson 7/

Becoming a Certified SAFe
Agilist

Learning Objectives:

7.1 Becoming a Certified SAFe Professional

SAFe Course Attending this course gives students access to the
SAFe Program Consultant exam and related preparation materials.
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7.1 Becoming a Certified SAFe Professional

Make the most of your learning

Access the SAFe Community Platform

© - Manage your member profile, continue your learning with toolkits and videos,

and access communities of practice and the member directory

. Prepare Yourself
. Extend your SAFe knowledge and prepare for certification with your learning

plan, course workbook, study materials, and practice test before your exam

- Become a Certified SAFe Professional

O

SCALED AGILE "

. Demonstrate your validated knowledge, skills, and mindset to participate in

SAFe methods

Showcase Your SAFe Credentials
Use your digital badge to view global insights, track market labor data, and
see where your skills are in demand

= Scaled Agile. inc.

Notes:
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7.1 Becoming a Certified SAFe Professional

Duration
1

Video: Become a Certified SAFe
Professional

Continue to build on the foundation
of SAFe learning you began in class
by studying and taking the
certification exam.

Earning this certification
demonstrates and establishes your
new knowledge.

Certification details at:
https://vimeo.com/307578726

https://www.scaledagile.com/certifica
tion/about-safe-certification/
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Notes:

D Video link: https://vimeo.com/307578726

About SAFe certification: https://www.scaledagile.com/certifications/about-safe-
certification/
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https://vimeo.com/307578726
https://www.scaledagile.com/certifications/about-safe-certification/
https://www.scaledagile.com/certifications/about-safe-certification/

7.1 Becoming a Certified SAFe Professional

Platform

use!

SCALED AGILE * = scaled agie.inc.

Video: Welcome to the SAFe Community

Duration
T

Want to learn more about the next
steps on your SAFe Journey?

Welcome to the

Access the SAFe Community : .
Platform and discover all the SAFe C"un'ty
SAFe resources available for your Platfor

SCALED AGILEd

https:/ivimeo.com/201877314

Notes:

D Video link: https://vimeo.com/201877314
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7.1 Becoming a Certified SAFe Professional

Certification Exam Sample Questions

These sample questions provide examples of the format and type of questions to
expect on the exam (these are not the actual exam questions). Performance on the
sample questions is NOT an indicator of the performance on the exam, and it should
NOT be considered an assessment tool. A web-enabled version of the sample
guestions are now available in a flashcard style format (internet required). Use the
link below to access the sample question bank and begin preparing for certification.

% Sample questions: http://bit.ly/3agpP40
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http://bit.ly/3aqpP4O

Lesson 7 notes

Click below to type your thoughts.
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Lesson 8

Reaching the SAFe Tipping Point

Learning Objectives:

8.1 Recognize the importance of establishing a vision for change

8.2 Explore how to build a powerful guiding coalition

SAFe Course Attending this course gives students access to the
SAFe Program Consultant exam and related preparation materials.
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8.1 Recognize the importance of establishing a vision for change

8.1 Recognize the importance of establishing a vision
for change

Waterfall and ad-hoc Agile are common starting points

» Traditional waterfall development has gotten
us to this point, but it is no longer up to the
challenge of the fast-changing market
dynamics and increasing user expectations.

» Ad-hoc Agile is an approach that has started
many teams on an Agile path, to a good effect.
However, a lack of common approach to team
Agility, different taxonomies, and a lack of
coordination between teams seriously limits
the potential benefits of Agile.

SCALED AGILE " = seaica agie.inc. 276

Notes:
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8.1 Recognize the importance of establishing a vision for change

Reaching the tipping point for Agile at scale

» To achieve effective change, every Enterprise
must reach its ‘tipping point’ — the point at which
the overriding momentum is to change, rather than Tipping
resist it. point

» Two primary reasons to change:

— A burning platform — The company is failing to compete,
and the existing way of working is inadequate to achieve
a new solution in time.

— Proactive leadership — In the absence of a burning
platform, leadership must create the sense of urgency to
proactively drive change by taking a stand for a better
future state.

SCALED AGILE * = scaled agie.inc.

Notes:

Establish the vision for the change

Without a good vision, a clever strategy or a logical plan can rarely
inspire the kind of action needed to produce major change
— John Kotter

» Clarify the purpose and direction for the change and set the
mission for all to follow

» Motivate people by giving them a compelling reason to make the
change

» Empower and align people to take the detailed actions necessary
to achieve the Vision, without the constant need for supervision
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Notes:
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8.1 Recognize the importance of establishing a vision for change

X
xX o soeg .
(’ Activity: Advocating the change

» Step 1: Develop an outline for advocating the
change. Consider highlighting the following:

— Your own current context
— Your target audience

— The actions you hope to inspire

» Step 2: On a flip chart, create a storyboard that
highlights how, in a 3-minute presentation, you
would pitch the need to adopt SAFe.

» Step 3: Be prepared to present your storyboard
to the class.

SCALED AGILE * = scatea 2y inc. 279

Notes:

210 | © Scaled Agile, Inc.



8.1 Recognize the importance of establishing a vision for change

SCALED AGILE "
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Duration
T

Notes:

Video link: https://vimeo.com/217908283/f7¢c3223285
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https://vimeo.com/217908283/f7c3223285

8.1 Recognize the importance of establishing a vision for change

Establishing a Vision for change: Useful resources

Introducing SAFe Toolkit SAFe Executive Workshop Toolkit
This toolkit provides the resources to Provides the resources an SPC needs to
conduct Introducing SAFe briefings with deliver a flexible, interactive three- to six-
stakeholders and others in your hour executive workshop to help Enterprise

community. It helps lay the groundwork for ~ leadership explore their current solution

a SAFe transformation and works to bring ~ development challenges, understand key
key Stakeholders to the tipping point. SAFe Concepts and beneﬁts, determine if

SAFe is the right choice for their
organization, and identify the next steps in
their SAFe implementation.
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8.2 Explore how to build a powerful guiding coalition

8.2 Explore how to build a powerful guiding coalition

The importance of a ‘sufficiently powerful guiding coalition’

» Transformations led by a sole leader or a low- = -
credibility committee rarely succeed e

. . v SPCs
» There is a need for an effective team that has:

v Trained Lean-Agile
— Enough powerful people to drive change and deter Leaders

blocks
v' Lean Agile Center

— The expertise to make informed and quick decisions of Excellence

— The credibility to be taken seriously

— Leaders who can set the Vision and leaders who
can implement
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8.2 Explore how to build a powerful guiding coalition

The role of Lean-Agile change agents

SPCs are knowledgeable change agents — many are typically required.

Implementing

SCALED AGILE * = scaled agie.inc.

Notes:

SPCs communicate the Vision and urgency

» Motivating change requires a sense of
urgency

» Leaders must communicate the challenges
the company faces

» Leaders must act in a way that shows the
challenges

» Too much ‘happy talk’ leads to complacency

» Foster trust so problems can safely rise from
teams to executives
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8.2 Explore how to build a powerful guiding coalition

Leading SAFe: Train executives, managers, and leaders

» Day 1 sets the context of SAFe by:

— Explaining the seven core competencies of Business Agility

— Describing the SAFe Core Values, Lean-Agile Mindset and the Leading
SAFe Lean-Agile Principles SAFe®

— Explaining SAFe’s customer-centric approach to defining,
building, and releasing a continuous flow of valuable products
and services

» Day 2 builds knowledge and skills on:

— How to build solutions with the Agile Product Delivery core
competency

With SAFe Agilist Certification
— How to explore Lean Portfolio Management

— How to lead the change with SAFe
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Notes:

Implementing Lean-Agile practices in a government context

» SAFe for Government is a two-day course that includes the
principles and practices in SAFe, as well as practical advice

f ion i :
or adoption in the government context SAFe® for

» Topics include: Government

— Building high-performing, multi-vendor and government Agile
Teams and programs

— Managing technology investments using the principles of Lean
flow

— Acquiring Solutions with Agile contracts

— Addressing governance and compliance challenges

— Insigh_ts into leadership behaviors that can drive successful With SAFe Government
organizational change Practitioner Certification

SCALED AGILE * = scaled agie.inc.

Notes:

215 | © Scaled Agile, Inc.



8.2 Explore how to build a powerful guiding coalition

Lean Portfolio Management establishes portfolio groundwork

» This course serves as a workshop to start, and set
the groundwork for, Lean Portfolio Management

: Lean Portfolio

» It offers the tools and techniques for: Manaos o

— Aligning strategy with execution
— Merging the insights of executives, Product Management,

Business Owners, and Agile Teams into a new, Lean-
Agile way of working

— Establishing Lean Budgets and adjusting the budgets
dynamically with participatory budgeting forums

— Guiding investments by horizon With SAFe Lean Portfolio

— Sequencing and forecasting portfolio initiatives Manager Certification

SCALED AGILE = scaied agie.inc. 288

Notes:

Create a Lean-Agile Center of Excellence (LACE)

A guiding coalition that operates as an effective
team can process more information, more quickly.
It can also speed the implementation of new

approaches because powerful people are truly
informed and committed to key decisions.

— John Kotter

289

Notes:
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8.2 Explore how to build a powerful guiding coalition

Organization and operation of the LACE

» Typically operates as an exemplary Agile Team of 4 to
6 individuals per business unit.

» A Scrum Master facilitates the process and helps
remove roadblocks.

» A Product Owner works with stakeholders to prioritize
the transformation backlog.

» The team is cross-functional. Credible people from
various functional organizations are integral members
of the team. They can address backlog items wherever
they arise, be they organizational, cultural, process, or
technology.

» Asenior C—level leader typically acts as the team’s
Product Manager.
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Notes:

LACE mission statement example

Lean-Agile Center of Excellence Mission Statement

For EMV Productions, inc.

who produces automated guided vehicles and amusement park rides

the EMV Lean-Agile Center of Excellence

isa full-time, cross-functional, Lean-Agile change management team

that is driving the transformation of our Enterprise to a Lean-Agile way of working using the Scaled Agile Framework
unlike our traditional ad-hoc transformation efforts

we Provide practitioners and the committed leadership to implement the training, process, technology, tooling, culture,

and governance changes needed to achieve the business benefits of a Lean-Agile way of working

Success Criteria

Communication Organization Adoption: % trained, # ARTs Launched

structure changes

Leadership and team training and coaching Assessment: Business Agility Assessments

ART launches and coaching g:’atfou“:;:gn e Outcome: % improvement in predictability, %
: : ey 9 decrease in time to market, % increase in
Agile tooling : F : :
customer satisfaction, % improvement in
Consultant/supplier coaching and training employee engagement
management 201
Notes:
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8.2 Explore how to build a powerful guiding coalition

Create a baseline with the Business Agility assessment

» Capture baseline Biskoses Aphiciina
Metrics to determine
how close your
organization is to '
achieving Business /

. : N

/ "\ APD: Customer Centricity and Design

/ \ Thinking
/ \ \\
/ '\, APD: Develop and Cadence; Relaase on
/ Demand
I “. \
/ K | APD: DevOps and Continucus Delivary
Pipaiine
7 S |
— \ [~
\ N\ /

TTA: Aglle Teams
CLC:Mnovation Cultars 51— TTA: Bulltdn Quaty

GLG: Leatring Orgarization — T TTA: Team of Agile Teams

Ag | I | ty OA:Lm-mlnm:o* and Agite “,/"

/
OA: Lean Business Operations -

» Follow the

recommendations ———— ) ot s St
and identify growth \
Opportur“t'es LAL: Leading by Exampie © ESD: Coordinating Trains and Suppliers
LAL: Mindset and Principles “ e =i - E8D: Continuously Evolve Live Syatema
> PriOl’itize and take LAL: Mindset and Princlples = L:H Strategy and ivestmont Funding
. LPM: Lean Govemance LHI.MII- Pertfolio Operations
action
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¢ Discussion: Identifying the LACE

» Step 1: At your table, discuss the following
questions:

— Do you have a Lean-Agile Center for Excellence now?
— If not, how would you go about creating one?

— If you have one, what 2 or 3 impediments are you
currently facing?

— Whoare 3 to 5 influential people who could also
become SPCs and help create a ‘sufficiently powerful
coalition?’

» Step 2: Share with the class.
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8.2 Explore how to build a powerful guiding coalition

Lesson review

In this lesson you:
» Recognized the importance of establishing the Vision for change

» Explored how to build a powerful guiding coalition
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Notes:
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Lesson 9
Designing the Implementation

Learning Objectives:

9.1 lIdentify Value Streams and Agile Release Trains

9.2 Explore how to create the implementation plan

SAFe Course Attending this course gives students access to the
SAFe Program Consultant exam and related preparation materials.
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9.1 Identify Value Streams and Agile Release Trains

9.1 Identify Value Streams and Agile Release Trains

Why organize around value?

Align the organization around projects and product lines. — Allen C. Ward
» Fewer handoffs, faster value delivery
» Easier to build in quality

» Built-in alignment between the business
and software development

» Optimizing the system as a whole

» Result: Faster delivery, higher quality,
higher customer satisfaction
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Notes:
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9.1 Identify Value Streams and Agile Release Trains

Value Streams show the sequence of work...

A Value Stream is the sequence of steps used to deliver value to the Customer.

» It includes the whole sequence—concept or customer order—to
delivery of value and/or receipt of cash

» It contains the people who do the work, the systems, and the flow
of information and materials
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Notes:

..from trigger to value

» The flow of value is friggered by some important event, perhaps a Customer purchase, new Feature, or
Solution deployment
» It ends when some value has been delivered—a shipment, Customer purchase, or Solution deployment

» The steps in the middle are the activities the Enterprise uses to deliver the value

» The time from the trigger to the value delivery is the /ead time

i' ---------------- Load Time; e oo --—— 1
Trlgger
’ EBY 501 ) se02 ) s34 W
REPEAT 1
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9.1 Identify Value Streams and Agile Release Trains

Operational and development Value Streams

ftpritpiet A
M- i ’MH m W i!'i —_
&mmmmmmm 5 — Operational Value Streams
| system || system || system || system || system | Deliver end customer value

7

— Development Value Streams

Build the systems and business
solutions that enable operational
1 Value Streams

(D Our focus is the latter, but to understand the latter, you first have to understand the former.
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Examples of Operational Value Streams

Hospital patient services

[ J
e RN Exam & "
f+ XD XD TP, XL s

Arrival

Payment
Consumer bank loans
LU L UL a M
V] l 4 ./\. l
Qui:k Complste Eligibilit Extend Setup
At:rnct rate Iogn decl‘gion'a‘:'nd loan Alward payment Repay $
L b quote application underwriting terms o) terms mosoy
Loan Need Repayment
plus |nlavest
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9.1 Identify Value Streams and Agile Release Trains

Development Value Streams

» Includes activities from recognizing an opportunity through release and
validation

» Create two kinds of value:

— Profitable Operational Value Streams

— Continuous usable knowledge
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Notes:

Steps for identifying development Value Streams
1. ldentify an Operational Value Stream
BT
2. ldentify the systems which support the
. IR IR SIS
operational Value Stream s e
3. Identify the people who develop and 5‘5‘[:‘
operate the systems sl % B
. IO TR T TR
4. ldentify development Value Streams that '@ ]
build the solution ”;’,
5. Realize Value Streams into ARTs RS ————
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9.1 Identify Value Streams and Agile Release Trains

Questions for identifying Operational Value Streams

= What are the larger software, system, or solution-based objectives that differentiate the
business in the market?

General questions « How do external customers describe or perceive the flow of value they receive?
= What current initiatives have a significant number of developers and testers working
together now?

Questions for the
independent software = What products, systems, services, applications, or solutions does the enterprise sell?
vendor

Questions for builders « What products and systems does the enterprise sell? What are the larger subsystems or
of embedded and components? What key system operational capabilities are being enabled?

cyber-physical systems = What critical Nonfunctional Requirements (NFRs) are being implemented or enhanced?

* What key business processes are enabled?
« What internal departments are supported?

Questions for IT = What internal or external customers do those departments serve? How do those
departments describe the value they receive from IT?

= What key process, cost, KPI, or business improvement initiatives are targeted?
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Notes:

Example of Operational Value Stream identification

D e Provides customers with unsecured /
escription
secured loans
Customer(s) Existing retail customer
Triaaers The customer wants to borrow money and approaches
99 the bank through any of the existing channels
Value received

) Repayment plus interest
to enterprise

Value received
to customer

Loan
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9.1 Identify Value Streams and Agile Release Trains

Let's take a deeper look

Ciearing Heose

~
=)
Customer ~

LCEn!
Question used an
@ for this example: -

Tranzaction Pm:ess‘nu

How do external customers L./ / LekTEinNIN
describe or perceive the flow
of value they receive?

-

Coﬂel.m and Dufaults

SCALED AGILE * = scaled agie.inc.

Notes:

Loans: Operational Value Stream example

Consumer bank loans: Example

. M Nm & e m N

- /\.
chk Complete Eligibility Extend Setup
cs;:'::f"e’ rate loan decision and foan Al:'::‘d payment ::?:‘:y Ckl::‘o $
quote application underwriting terms terms y

Loan Need Repayment
plus interest
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9.1 Identify Value Streams and Agile Release Trains

Activity: Identify your operational Value
Stream

» Step 1: Form small teams and
choose a context Exa mpl e

Consumer Loans

» Step 2: Identify your operational
Value Stream, using the operational
Value Stream template in your
WorkbOOk as a guidance Customer(s) Existing retail customer

The customer wants to borrow money and approaches
the bank through any of the existing channels

Provides customers with unsecured /

Description Seirad et

Triggers

» Step 3: Write down the details of the

Value received

operational Value Stream, such as: toentorprise  [RASAilankintien
Name, Description, Customer(s), Value received [N

Triggers, Value received to 8 EEstomer

enterprise and Value received to

customer

SCALED AGILE ° = scalea agie. inc. a7

Example

Consumer Loans

Provides customers with unsecured /

Description
secured loans

Customer(s) Existing retail customer

The customer wants to borrow money and approaches

Triggers the bank through any of the existing channels

Notes:

Value received
to enterprise

Repayment plus interest

Value received

Loan
to customer
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9.1 Identify Value Streams and Agile Release Trains

s o Activity: lllustrate the operational Value
[: Streams
» NOTE: In the next series of —
activities you will be identifying " ALg‘li".s AL L
the operational and development | Trigger > \ ] ] 5 vale
Value Streams. /f\' =
/ N

» Step 1: Write the trigger and the

value \%7 /\/\ \/

» Step 2: Use GREEN sticky notes
to identify the sequence of steps L 7 L] > ‘

from Trigger to Value Received

» Step 3: |dentify the people who
are involved in each of the steps

SCALED AGILE * = scaied agie.inc. 08

Duration
1

Notes:

The systems we build support these operational Value Streams

: W S e
} i | |
chk Complete Eligiblity
c:st:omrﬁ;y rate loan decision and % $
quote application underwriting
Loan Need Repayment
plus interest
Channels
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9.1 Identify Value Streams and Agile Release Trains

Activity: ldentify systems and connections

» Step 1: Using the YELLOW
sticky notes, identify the E- UL
. h Trigger > - Value
system§ supporting the e T R
Operational Value Stream [4’ Spe mE B | T ’]s:;:;;r::g
» Step 2: Draw the connections \"/ IRVA \/
between the identified systems , o b :
and each of the steps of the L] A ol [ N
Operational Value Stream
these systems support
SCALED AGILE * = scaied agie.inc. 10
Notes:
People develop and operate the systems
. itk g v i " N’H‘
4 . 1
RTINS = 5
Loan Need \ / ] prfﬁg?ﬂf:&
Channels Oﬂ;’:l.nwon Scoring Banklng
System System

e Pl § 1o
ititiite i iitpbite
(CCL0N 0 I R [/ S

180 Bangalore and Delhi 12 Estonia
Development Operations
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9.1 Identify Value Streams and Agile Release Trains

,?,o Activity: Identify the people who build and
x

operate the systems

» Step 1: Using the BLUE sticky

Marketing, Loal Fry
caies agens. 11 41 41

Prepare
1

notes, identify the number of i J—
people Yvho bu.lld the systems % gl RS
and their location
Step 2: Draw th t 7 e i

» Step 2: Draw the connections Ijj -
to the systems (or products, l—J l/—JIZJ l7-J\ :

solutions, services) they
support

SCALED AGILE * = scaled agie.inc.

Notes:

Identifying the development Value Streams

m L L wm -'f m
/

‘\I/ ) 1 ;
PTSI oL L LN
7 Estania f'TfT"ﬂ Ti‘ 30 Estonia

Operations 80 Atianta and Redmond
180 Bangalore and Delhi
Development
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9.1 Identify Value Streams and Agile Release Trains

Add the people needed to build the full business solution

it w

10 Atlanta 5 Delhi
Marketing Suppo

3 Atlanta Support
Marketing

v g OO

Atlanta S rt
Legel Marketing o

SCALED AGILE * = scaled agie.inc.

Notes:

Activity: Identify the development Value
Streams

» Step 1: Considering what the

Markoting, Loan  gid i

iti

Stream(s) by drawing the a line
around the people and systems

\

?7\

» Step 2: Using the BLUE sticky

Trigger and the Value are, oy .
identify the Development Value / e alue
e \\] =

o

People
building
the
systems

N\
L

=

A\

notes, add the people needed
to build the business solution

SCALED AGILE * = scaled agie.inc.
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232 | © Scaled Agile, Inc.




9.1 Identify Value Streams and Agile Release Trains

ARTs cannot be too big
Effective Agile Release Trains are most efficient at about 50 — 125 people.

” Dunbar’s number: A Suggested COgnitive Dunbar's number:
imi . A f 100-125 peopl
limit to the number of people with whom ot ki

one can maintain stable social %‘
relationships.
» Empirical evidence: Beyond 125, logistics [% =
and inter-team dependencies are more CR ==
Q

difficult. Alignment and governance are

harder to achieve. a

Business Owners

SCALED AGILE * = scaled agie. inc. "E

Notes:

Realize Value Streams with Solution Trains and ARTs

Some Value Streams fit well within the limit, and can be realized by a single ART

—CILE RELEASE TRAIN . System

Larger Value Streams require multiple ARTs in a Solution Train

SOLUTION

TRAIN Large Solution

SCALED AGILE * = scaled agie.inc.

Notes:
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9.1 Identify Value Streams and Agile Release Trains

Splitting a large Value Stream

v

Focused on a holistic system, products, or set of services

\{

Long-lived, consistently delivers value over time; can release independently

v

Minimize dependencies with other ARTs

v

Can release value independently from other ARTs

SOLUTION
TRAIN

SCALED AGILE * = scaled agie.inc.

Notes:

ARTs can be organized around subsystems or Feature areas

Aim to form trains that can release value independently.

» Best: End-to-end value

/ /
— By product, Solution, or service
-~ N o™
— By Customer or market segment © © ©
(O] o [}
— By Solution feature areas ’<' 2 2
— By value streamlets E 2 2
= =] =
N = - -~
» Other: Constraints and other g g g
considerations (e w w
— By technology: subsystems/applications/
components/platform
— By source of funding [ PlatormART |
— By location/geography

SCALED AGILE * = scated agie.inc.
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9.1 Identify Value Streams and Agile Release Trains

What are you optimizing for?

Feature trains are optimized for speed.

Subsystem trains are optimized for architectural robustness.

» Trains organized around a Feature area can be fast, but they likely
require cross-train architectural governance

— Otherwise architecture may decay over time, and the train’s velocity
will start decreasing

» Trains organized around subsystems require content coordination

— Subsystems are robust, but there will be many dependencies and lots
of WIP for any new Feature

SCALED AGILE * = scaled agie.inc.

Notes:

Many Value Streams have both types

Value Stream Critical components or subsystems that
... by Feature Area are useq by multlple other ARTs may
. have trains organized around them.
w

... by Feature Area

P
%) Example:

Platform ART—organized
around a common platform or
framework used by the rest of

the ARTs in the Value Stream
. J
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9.1 Identify Value Streams and Agile Release Trains

SCALED AGILE "

= Scaled Agile. inc.

Realize Value Streams into ARTs

Core Bani
(100 Chicago, 10 Atlanta,
5 Delhi, 5 Estonia)

Channal support
(51 Asanta, 80 Bangalore, 2 Estonia)
—sumgwe

Loan origination
(22 Atianta, 100 Dehli, 3 Estonia)

Credit
(5 Atianta, 10 Richmond, ——sisissac
32 Estonia, 30 Bangalore)

it i I

Notes:

ARTs

SCALED AGILE "

» Step 1: Using the ORANGE
sticky notes identify the ARTs
(draw the ART) in each i,
Development Value Stream f{—‘

| 7\/
» Step 2: Draw the connections |ij [D
I

between the people and the E]/D [_!T L
1

Marketing, Loan

Tngger

Activity: Realize ARTs in the Development
Value Streams

Sales  Agents |14 e

Mi

Solution A

= Scaled Agile. inc.

Solution B

Solution C

Notes:
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9.2 Explore how to create the implementation plan

9.2 Explore how to create the implementation plan

Selecting your first ART

Opportunistic ARTs are found at the intersection of converging factors.

e“ge

Ny Y

S 7
S A %S
Ec 2
g2 A
S 2 =3
S o Q
<9 &
= % &

% o

&

%,
6}9 C}@er

Products of 5°

325
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9.2 Explore how to create the implementation plan

Create the implementation plan

» Vision without an action plan

leaves people unmotivated A three- Pl rolling roadmap
F Pl Plamning (6/23) N
» Atransformation roadmap - 24 i
defines how to: syl e
Vi SN o
— Incrementally implement the g | [ ity
transformation Rl
— Inspect and adapt for course TR
correction s
» The ART rolloutcan be done | ° I et '/

sequentially or in parallel

SCALED AGILE * = scaiea agie.inc.

Notes:

Apply the Value Stream and ART Identification Workshop

A one-day workshop which takes the
organization through:

» Examining the importance of Value
Streams for continuous flow SAFe* Value Stream and ART

Identification Workshop

» Identifying and validating Value Streams
and ARTs

SCALED AGILE

SCALED AGILE * = scaled agie.inc.

Notes:
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9.2 Explore how to create the implementation plan

Create the development value stream canvas

Development Value Stream Canvas: [value stream name]

Operational Value Stream supported

DD D I e e
T Pt

Systoms, peoducts, services Context in which the solution will | Estimated mumber of peaple, by
R developed operate for each customer [sogrash.inthe drvelopment
W |loegmene | |vakesveam
. e
AN segments served Paths used to reach each Type of relationship each

s o ‘customer segment CUSIOMES SERMEnt Expects the
TS | [ business vo establish and mainzain
L

edB pr—

Budget for paople and resources Key performance Indicators for Set of decision rules that align
Wlocated to The value stream, measuring value delvery everyone 1o the finsncial
Inchides OpEx and CapEx objectives of the solution
........................................ For Solution Trains

ARTs and Suppliers Value Stream Roles (for multi-ART value streams)

ARTs and Suppliers, incuding their respectve responsibiites Selution Tram Engineet

Selution Architoct/Engieer
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9.2 Explore how to create the implementation plan
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9.2 Explore how to create the implementation plan

Your ART organization may evolve over time

Rules of Thumb:

» Early compromises may be ~
made due to the impact of The answer may not be clear. Consider the trade-offs,
organizational change. launch your initial ART(s), and I&A. Understand your

pain points over time and how they may relate to your

» Target optimizations may
change over time.

ﬁﬁ?p Example:

You may initiate new Value
Streams and optimize for
architectural integrity and reuse

ART definitions.

ARTs are long-lived, but if alignment on a design
cannot be reached, pick one and test it for a few Pls.

2.8

subsystems, common libraries, Many enterprises re-evaluate their ART definitions
etc., then move to flow of value due to initial compromises, revised Portfolio
g;a)‘”'e Bras, fharket sagment, investments, or new target optimizations.

\Sriory P
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Notes:
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9.2 Explore how to create the implementation plan

Lesson review

In this lesson you:

» ldentified Value Streams and Agile Release Trains

» Explored how to create the implementation plan

SCALED AGILE * = scaled agie.inc.

Notes:

242 | © Scaled Agile, Inc.



Lesson 9 notes

Click below to type your thoughts.

W




9.2 Explore how to create the implementation plan
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Lesson 10
Launching an Agile Release Train

Learning Objectives:

10.1 Prepare the ART launch
10.2 Train teams and launch the ART

SAFe Course Attending this course gives students access to the
SAFe Program Consultant exam and related preparation materials.

245 | © Scaled Agile, Inc.



10.1 Prepare the ART launch

10.1 Prepare the ART launch

Set the launch date

A forcing function is a commitment that forces a sequence
of actions to happen. Use it to start your train.

» By scheduling the PI Planning event, you will create
the timebox in which the preparation must happen.

» This will minimize the expansion of work during
preparation. Not everything can (or needs to) be

perfect.
After Leadln.g SAFe training,
» Assure people that the Inspect and Adapt Workshop ‘:ﬁmﬁﬁlﬁﬁ:
creates a closed-loop system so that impediments can PRI
be made visible and addressed as soon as possible.
SCALED AGILE * = =caled agie.inc. 55

Notes:
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10.1 Prepare the ART launch

Train ART leaders

» Launching the first ART is crucial.
It builds a framework to allow
employees to apply the Vision to
meaningful change.

» Training the leaders helps them
create the mindset they need to
empower employees for further
action.

» Training gives stakeholders the
skills and motivation they need to
change the organization

» As ateam of teams the ART Train ART Leaders

removes silos that inhibit flow.

SCALED AGILE * = scaled agie.inc.

Notes:

@'} Discussion: Who should attend Leading
SAFe class?

» Step 1: Discuss who in your organization needs

to be at the ART-specific Leading SAFe training.
Leading

» Step 2: Consider the following questions: SAFE®

— Who needs to attend and why?

— Who are the key people who might hinder change if not
invited?

— How do you keep the training session a reasonable
size?

» Step 3: Be prepared to share with the class.

SCALED AGILE * = scaied agie.inc.

Notes:
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10.1 Prepare the ART launch

Define the Agile Release Train

Agile Release Train Canvas: [ART Name]

Vison styement Puople ane locations

véd Nurber of precido10rs ard geograchiz locations

WHO

”

BAN .. Prozuet Meaager

THAT RIE
Syston Acmoct

UNLIKE

QURSOLUTION . . Team cesign stroteyy
Ouling OTI83ME 3AC 2™ BEDONEDARES System Team
Featires componernts

Crher staka-olders

Sw.oms, putucls, tonioss Orvecp it Luls i
« wo-‘;sro: ard rsircalnaa by nAorment
e Al

Vite Sream. nokng wess

aslioroy’ Vaaase Shoosion syt

Opetslic
Vane Stream

Notes:

Use the SAFe PI Planning Toolkit

SAFe Pl Planning Toolkit

The SAFe Pl Planning Toolkit provides
the resources curated and distilled from
hundreds of real-world implementations.
It includes all the presentation slides,
workbooks, and templates needed to
guide an ART through these preparation
activities and facilitate a successful Pl
Planning event.

SCALED AGILE * = scaiea agic.inc =

Notes:

248 | © Scaled Agile, Inc.



10.1 Prepare the ART launch

Establish the Agile Teams

Agile Teams may already be formed, or you may influence team composition.

Capture teams, roles, and locations with the Team Roster (In Pl Toolkit)

CEE: Team name Role Team member name Geographic location
1 Team A Scrum Master | Last Name, First Name City, Country
2 Team A Product Owner | Last Name, First Name City, Country
3 Team A Developer
4 Team A Developer
5 Team A Developer '
6 Team A Tester lI Ill
7 Team A Tester o 4 -
8 Team A <role> f Shanghai
9 Team A <role> ] ‘ = ®= ®
New York [~

‘&. Melbourne
4 ll

Berlin

SCALED AGILE * = scaled agie.inc. 25

Notes:

Determine who will play the individual ART roles

Program Roster (In Pl Toolkit)

Role Team member name Geographic location
Release Train Engineer Last Name, First Name City, Country
Product Manager
Product Manager
Business Owner
Business Owner
System Team

System Team
System Team

Operations

Operations

Operations System [}
System AroERg . pmgct
Architect/Engineering B ;| mgmt
UX RTE |
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10.1 Prepare the ART launch

Train Product Owners and Product Managers

SAFe® Product
Owner/Product
Manager

With SAFe Product
Owner/Product Manager
Certification

SCALED AGILE * = scaled agie.inc.

| Product Owners, Product Managers, Product Line Managers,

Business Owners, and Business Analysts
Solution Managers, Portfolio Managers, Program Managers, and

members of the LACE, Enterprise, Solution, and System Architects

- Becoming a Product Owner/Product Manager in the SAFe Enterprise
- Preparing for P| Planning

- Leading Pl Planning

- Executing Iterations

- Executing the Pl

| - Becoming a Certified SAFe Product Owner/Product Manager J

Notes:

SAFe®
Scrum Master

With SAFe Scrum Master
Certification

SCALED AGILE * = scaied agie.inc.

Train Scrum Masters

ence:
New Scrum Masters who need to perform the role
Existing Scrum Masters who would like to understand their role in the

context of a SAFe Enterprise, Team Leads, SAFe Release Train
| Engineers who want to coach Scrum Masters on their role

‘anice
1OPICS.

- Introducing Scrum in SAFe
- Characterizing the role of the Scrum Master
- Experiencing Program Increment planning

- Facilitating Iteration execution

- Finishing the Program Increment

- Becoming a Certified SAFe Scrum Master

Notes:
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10.1 Prepare the ART launch

Train Architects

SAFe®
for Architects

System, Solution and Enterprise Architects, Software
Developers, Technical Managers, Product Leaders

S 2

- Exemplifying Lean-Agile architecture
- Architecting for DevOps and Release on Demand
- Aligning architecture with business value
- Developing Solution Vision, Solution Intent, and Roadmaps
- Preparing architecture for Program Increment (P1) Planning
With SAFe Architect - Coordinating architecture throughout Pl Planning
Certification - Supporting Continuous Delivery during Pl execution
- Supporting new Strategic Themes and Value Streams
- Leading as an Architect during a Lean-Agile transformation

SCALED AGILE * = scaiea agie.inc.

Notes:

Assess and evolve launch readiness

Once an ART has been selected for
launch, the SAFe ART Readiness
Workbook will guide you through the
preparation.

SAFe PI
Planning Toolkit

» ART Readiness Workbook

» Pl Planning Overview and Briefings
» Program Backlog Workbook

» ART and Team Events Calendar

» Capacity Allocation spreadsheet

» Facilitators Guide to Pl Planning and
more

SCALED AGILE * = scaled agie.inc.

Notes:

251 | © Scaled Agile, Inc.



10.1 Prepare the ART launch

Area

Planning scope and context

ART readiness checklist

Question

Is tha scope (product, system, technology domains) of the planning process understood?
Have we identified our Value Stream(s) and ARTs?

Release Train Engineer
(RTE)

Have we identified the Release Train Engineer? Does he/she understand the scope of the role
in preparing the organization and preparing for the Pl Planning meeting?

Planning time frame,
Iteration, and Pl cadence

Have we identified the P Planning dates, the lteration cadence, and the Pl cadence?

Agile Teams

Does each Feature/Component team have an identified SM and PO?7

Team makeup/commitmant

Are there dedicated team members on overy team?

Agile Team attendance

Are all team members present in person or are arrangements made to involve them remotely?

Executive, Business Owner
participation

Do we know who will set the business context and present the Product/Solution Vision

Business alignment

Is there reasonable agreement on priorities among the Business Owners and Product
Management?

Vision and Program Backlog

Is there a clearVision of what we are building, at Ieast over the next few Pls? Have we
identified the top 10 or so Features that are the subject of the first PI?

SCALED AGILE * = scaled agie.inc.

Notes:

System Team

ART readiness checklist

Area Question

Has the System Team been identified and formed?

Shared Services

Have the Shared Services (User Experience, Architecture, etc.) been identified?

Other attendees

Do we know what other key stakeholders (IT, infrastructure, etc.) should attend?

Agile Lifecycle
Management tooling

Do we know how and where lterations, Pls, Features, Stories, status, etc., will be
maintained?

Development infrastructure

Do we understand the impact on and/or plans for environments (for example,
Continuous Integration and build environments)?

Quality practices

Is there a strategy for unit testing and test automation?
Are there any other practice guidelines?

SCALED AGILE * = scaled agie.inc.
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10.1 Prepare the ART launch

x
x (o] “ . . .
(’ Activity: ART readiness preparation

» Step 1: Determine which items on the ART
readiness checklist must be in place in order to
launch your ART.

» Step 2: In your workbook, mark each item with a
Y, N, or D to determine its necessity for launching
the ART.

— (Y) Yes, must be in place
— (N) No, doesn't need to be in place
— (D) Depends on context

» Step 3: Be prepared to share with the class.

SCALED AGILE * = scaiea agie.inc.

Notes:
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10.1 Prepare the ART launch

ART Readiness Checklist

Area Question Y/N/D
1 Planning scope and ls the scope (product, system, technology domains) of the planning
context process understood? Have we identified our Value Stream(s) and Agile
Release Trains?
2 Release Train Engineer Have we identified the Release Train Engineer? Does he/she understand
(RTE) the scope of the role in preparing the organization and preparing for the
Pl Planning meeting?
3 Planning time frame, Have we identified the Pl Planning dates, the iteration cadence, and the Pl
iteration, and Pl cadence cadence?
4 Agile Teams (SMs, POs) Does each Feature/Component team have an identified Scrum Master
and Product Owner?
5 Team makeup/ Are there dedicated team members on every team?
commitment
& Agile Team attendance Are all team members present in person or are arrangements made to
involve them remotely?
7 Executive, Business Owner | Do we know who will set the business context and present the product/
participation solution vision?
8 Business alignment ls there reasonable agreement on priorities among the Business Owners
and Product Management?
9 Vision and program Is there a clear vision of what we are building, at least over the next few
backlog Pls? Have we identified the top 10 or so features that are the subject of the
first PI?
10 | System Team Has the System Team been identified and formed?
1 Shared Services Have the Shared Services (User Experience, Architecture, etc) been
identified?
12 Other attendees Do we know what other key stakeholders (IT, infrastructure, etc) should
attend?
13 Agile Lifecycle Management Do we know how and where lerations, Pls, Features, Stories, status, etc,,
tooling will be maintained?
14 | Development Do we understand the impact on and/or plans for environments (for
infrastructure example, continuous integration and build environments)?
15 | Quality practices Is there a strategy for unit testing and test automation? Are there any
other practice guidelines?
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10.1 Prepare the ART launch

Prepare the Program Backlog

Program Date
Backlog Backlog Backlog Backlog ready certain
refinement refinement refinement
Content PO and Architect Backlogs Dry run with
coordinated with PMs bty

Cadence defined and socialized

v

Agile Team composition | System team composition | ART roles

VP discussion — Review of current commitments and flexibility

R

June22  June 29 July 6 July 13 July 20 July 27 Aug 3 Aug 10
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10.2 Train teams and launch the ART

10.2 Train teams and launch the ART

Establish Team Agility with SAFe for Teams

Audience:

SAFe® Team members who apply Lean and Agile at scale
f5r Taartis All members of an Agile Release Train preparing
for launch

- Introducing SAFe

- Building an Agile Team
- Planning the lteration
- Executing the Iteration

With SAFe Practitioner - Executing the Program Increment
Certification .- Becoming a Certified SAFe Practitioner
SCALED AGILE * = =caled agie.inc. 348
Notes:
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10.2 Train teams and launch the ART

The benefits of big room training

o Accelerated learning

y4d) A common scaled Agile paradigm

-3 Collective learning

SCALED AGILE * = scaled agie. inc. 10

Notes:

The quickstart approach to ART launch

When you find a Value Stream, go all in and all at once for each
ART. The one-week launch is a proven adoption model.

Monday : Tuesday Wednesday : Thursday Friday
] 1
i | Go.
Training Pl Planning Workshops SAFe.
SAFe for Teams :
1 1 Now.
1 1
- Train everyone - Align teams to - Orientation for
at the same time common objectives specialty roles
- Same instructor, - Commitment - Open spaces
same method < ; -
- Continue training - Tool training
- Most cost-effective during planning for teams

© Scaled Agile, Inc.
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Notes:
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10.2 Train teams and launch the ART

The importance of the first Pl Planning

» First impression of SAFe

» Generates a short-term win

» Builds the ART as a team

» Teaches teams about assuming

responsibility for planning and
delivery

» Creates visibility

» Creates confidence in the Building the ART as a team
commitment of Lean-Agile
leaders to the transformation

SCALED AGILE * = scaiea agie.inc.

Notes:

Prepare with the Pl Execution Toolkit

SAFe Pl Execution Toolkit

The toolkit includes guidance around the successful
delivery of key ART activities and events as well as the
slides and templates for facilitating an Inspect and Adapt
event at the end of the PI. It contains: Program
Performance and Predictability Metrics spreadsheet,
Distributed I&A Problem-Solving Checklist, and Metrics
and Assessment Resources

SCALED AGILE * = scaled agie.inc.
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10.2 Train teams and launch the ART

Distributed planning meetings

Require significantly more preparation and facilitation.
» Have a dedicated facilitator and tech support person at each location
» Test audio, video, and presentation-sharing connectivity, and then test it again

» Have a common understanding of how plans will be shared (Video, Wiki, Email,
PowerPoint, etc.)

» Establish team-based audio/video communication for breakout sessions

SCALED AGILE * = scalea agie.inc.

Notes:
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10.2 Train teams and launch the ART

Duration

SCALED AGILEZ

Provider of SAFe

https://youtu.be/3fsuzuA6rvM

SCALED AGILE * = scaled agie.inc.

Notes:

D Video link: https://youtu.be/3fsuzuA6rvM
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https://youtu.be/3fsuzuA6rVM

10.2 Train teams and launch the ART

Distributed planning meetings: Working agreements

» Have clear working
agreements to be respeciful

Working
» Compromise when it comes Agreements
to time zone differences - Only speak when you

have a microphone
» Avoid making people stay up

all night

-One conversation at
atime

- Respect each other

Working Agreements: Example

SCALED AGILE * = scaiea agie.inc.

Notes:

Distributed planning meetings: Distributed teams

» If members on the same team are distributed:

— Establish more planning overlap time for intra-team Case Study
collaboration ‘
B
— Have more intra- and inter-team checkpoints and & .
synchronization (“.‘ lnfogaln
— Consider the non-ideal situation of concurrent planning SAFein

(someone may stay up all night!) Global
Outsourcing

» If a program has distributed whole teams:

— Team planning is easier; however, dependency
management with other component teams becomes more
complex

— Have more inter-team checkpoints and synchronization

— Leverage a centralized program board http://www.scaledagileframework

.com/infogain-case-study
SCALED AGILE * = sesicd agic.inc. -

Notes:
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10.2 Train teams and launch the ART

Two-site, detailed 2.5-day agenda

» For large time zone differences, such as
between the U.S. and India, a 2.5-day
split agenda is recommended

» The time difference between Delhi and
Los Angeles is approximately 12 hours—
day in the U.S. is nightin Delhi

e

New York London Moscow Tokyo

» Following the Lean principle to respect
people and cultures, we want to avoid
asking teams to stay up all night

» We also want to avoid asking teams to
commit to their P| Objectives in a sleep-
deprived state

» Using a 2.5-day format will require a shift
to the overall week's schedule

SCALED AGILE * = scaiea agie.inc. 157

Notes:

Time Zone 1 West Time Zone 2 East Subject Description and Presenter

Introduction, agenda, objectives, and working agreements (RTE or
6:30-7:00AM | 7:00-7:30PM |Opening Facilitator)

_Planning Context and Deliverables (RTE or Facilitator)

'ART and Pl planning context as needed (RTE or Facilitator]

| | _Review of Pl cadence - sprints and Pls (RTE or Facdilitator]

7:00-7:30AM 7:308:00PM ‘Business Context State of the business (Executive]

'Upcoming objectives (Executive]

Vision of solution, products/services, and prioritzed backlog

7:30-9:00AM 18:00-9:30PM _Produ:tf&olutlun Vision [Product Management)
Vision of solution features or components (System or Enterprise
Architect)
9:00-9:15AM 9:30-9:45PM BREAK
Vision for architecture, new architecture and program-level NFRs
9:15-9:45AM |9:45-10:15PM (Architecture Vision [System or Enterprise Architect)
9:45-10:15AM 110:15-10:45PM  Development Practices Update on tooling, development practices, DoD [Dev Management)
10:15-10:45AM 10:45-11:15PM Planning Requirements Specific planning process, draft plan reviews (RTE or Facilitator)
12:00:3:00pm  Time Zone 2 - Late Night  Team Breakouts (1 of2) Festures boken nto stores fteams)

Plplan anﬂ oﬁjécﬂve: drafted ({teams)
Risks and impediments identified (teams)

Hourly Scrum of Scrums checkpoint to discuss planning
Hourly Scrum of Scrums Checkpoint  impedi and dependencies (Scrum Masters)

Program ?eatune Beard continucusly updated (Scrum Hasters)
Architects, Product Managers, and Business Owners circulate
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10.2 Train teams and launch the ART

Time Zone 1 West Time Zone 2 East Su Description and Presenter
3:30-4:00PM Brief overview of planning requirements (Michael)
Time Zone 1 - Late Night  4:00-7:00PM Team Breakouts (1 of 2) Features broken into storles {teams)

Pl plan and objectives drafted {teams)
Risks and impediments identified {teams)
Hourly Scrum of Scrums checkp di planning impedi and
Hourly Scrum of Scrums Checkpoint dependencies (Scrum Masters)
Program Feature Board continuously updated (Scrum Masters]
Architects, Product Managers, and Business Owners clrculate
Distributed teams collaborate with Product Management and Business Owners to)
6:30-7:30AM 7:00-8:00PM Team Synchronization Synchronize
7:30-8:30AM £:00-9:00PM Draft Plan Review Velocity and Load
Overview of plan flow
Draft Pl Objectives
Pregram risks, impediments, and Program Board dependencies

(Bi30-B:45AM 9:00-9:15PM BREAK/Dinner

Discussion of scope, challenges to plan, risks, and impediments {Product
8:45-0:154M 9:15-9:45PM review and problem selving workshop 5 Architects, Dev gers, RTE)

Adj s of scope and as necessary

Management review and problem solving meeting readout - adjustments to plan,
9:15-9:45AM 9:45-10:15PM Planning Adjustments scope, resources (RTE, Facilitator or Business Owner)
5:45-10:00AM Break
10:00-1:00PM Time Zone 2 - Late Night  Team Breakouts (2 of 2) Pl plan and objectives finalized {teams)

Risks and impediments finalized {teams)
Hourfy Scrum of Scrums checkpoint to discuss planning, status, program
impediments, and dependencies (Scrum Masters]

Hourly Scrum of Scrums Checkpoints Program Feature Board continuously updated (Scrum Masters)
Architects, Product Managers, and Business Owners circulate
Business Owners walk walls, review objectives and assign business value

Time Zone 1 West Time Zone 2 East Subject Description and Presenter
Recap Planning Requirements (Michael)
3:30-6:30PM Team Breakouts (2 of 2) Pl plan and objectives finalized (teams)

Risks and impediments finalized [teams)
Hourly Scrum of Scrums checkpoint to discuss planning, status, program impediments, and

dependencies (Scrum Masters)

J Hourly Scrum of Scrums Checkpoints Program Feature Board continuously updated (Scrum Masters)
Architects, Product Managers, and Business Owners circulate
Business Owners walk walis, review objectives and assign business vaiue

6:30-7:00PM Dinner Break - Bangalore

Distributed teams collab with Product and Business Owners to
£:30-7:30AM 7:00-8:00PM Team Synchronization & Finalized Objectives synchronize

Business Dwners walk walls and review objectives and finalize business value
7:30-9:00AM 8:00-2:30PM Final Plan Review Changes to velocity and load

Final Pl cbjectives with business value

Program risks, impediments, and Program Board Dependencies
9:00-9:15AM 5:30-8:45PM Break

Remaining program-level risks are discussed and ROAMed - resolved, owned, accepted, or
9:15-10:154M 9:45-10:45PM Program-Level Risks mitigated [RTE or Facilitator)
10:15-10:30AM 10:45-11:00PM Pl Confidence Vote Facilitator asks team-by-team for fist of five "canfidence and Pl commitment”

Facilitator asks entire program for fist of five confidence vate

If high canfidence is not achieved, adjust scope and continue planning until commitment is
10:30AM-77 11:00PM-77 Plan rework if necessary achiieved
When commitment is achleved Planning Retrospective Retraspective for Pl planning meeting

Record for continuous improvement backlag (RTE)

Process for capturing plans, risks, program feature board and improvement backlog ltems
Final Instructions in tooling {RTE or Facilitator)
Final instructions and closing remarks (RTE or Facilitator)
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10.2 Train teams and launch the ART

Lesson review

In this lesson you:
» Explored how to prepare for the ART launch

» Examined the importance of training teams and launching the ART

SCALED AGILE * = scaled agie.inc.

Notes:
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Lesson 10 notes

Click below to type your thoughts.

W




10.2 Train teams and launch the ART
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Lesson 11

Coaching ART Execution

Learning Objectives:

11.1 Coach the train and the teams
11.2 Continuously improve program performance with Inspect and Adapt

SAFe Course Attending this course gives students access to the
SAFe Program Consultant exam and related preparation materials.
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11.1 Coach the train and the teams

11.1 Coach the train and the teams

Generating short-term wins

You just finished the ART launch—now showcase its success.

» The Pl Planning event itself is a short-term win, as it creates clear
commitmentto goals.

» Next, it'simportant to showcase that the ART is meeting its Pl
Objectives and relentlessly improving its program performance.

» Invite stakeholders and showcase the success of the Team
Demos and System Demos, as well as the P| System Demo.

» Communicate real wins, not gimmicks.

» The first Pl is the most crucial to lead. Existing team, program, and
organizational issues become highly visible. You must have
confidence and clarity.

» You will provide ongoing program consulting and team coaching to
build the organization’s Lean-Agile capabilities.

SCALED AGILE " = scated agieinc.

Notes:

268 | © Scaled Agile, Inc.



11.1 Coach the train and the teams

Team activities and events

and the Continuous Delivery Pipeline

e

Agile Teams

Kanban

0
Program

m Product Scrum
Owner Backlog

°
Bl >
Scrum El -
Master [ |-
iR T
Team Kanban

Backlogs

SCALED AGILE * = scaiea agie.inc.
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Team activities are opportunities to coach the team.

» Helping teams plan, execute, review, and retrospect the first Iterations
» Coaching new Scrum Masters and Product Owners in their roles

» Initiating and supporting Agile technical practices

» Helping teams establish the infrastructure, practices, and culture needed for DevOps

Goats  Goss

~ oA ~
~ )

o
L) -~
F | [ <o MR
-~ -~
[ &= )
-~ ~
' t Em

Notes:

ART activities and events

» Helping to build and maintain the
Vision and Roadmap

» Defining and managing the Program
Kanban and Program Backlog

» Coaching Product Managers, System
Architects, and RTEs in their roles

» Supporting frequent system-level
integration, including the System
Demo

» Participating in scrum of scrums, PO
sync, and ART sync meetings

SCALED AGILE * = scaled agie.inc.

»

Coaching the ART typically starts with the essential roles and events:

Helping to facilitate Inspect and Adapt and
follow-up of backlog improvement items

Supporting the System Team and others in
building development and deployment
infrastructure and automation

Keeping a focus on the Architectural Runway

Supporting release managementin the new
way of working

Supporting or delivering additional training

Establishing communities of practice (CoPs)

Notes:
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11.1 Coach the train and the teams

@D Discussion: Anticipating Pl problems

» Step 1: Considering the ART and team activities
and events we have just discussed, answer the
following questions:

— Which ART activities or events are most critical for your
engagement?

— Which team activities or events are most critical for your
engagement?

» Step 2: |dentify the top five activities you would
support.

» Step 3: Be prepared to share with the class.

SCALED AGILE * = scaled agie.inc.

Notes:

Agile Product Management

Product managers and directors of product management,
project managers, product owners, business owners,
business analysts

Agile Product
Management

- Analyzing your role as a Product Manager in the Lean Enterprise
- Continuously exploring markets and users

- Driving strategy with market segmentation

- Using empathy to drive design

- Defining product strategy and vision

With SAFe Agile Product - Creating roadmaps to build solutions

Manager Certification - Delivering value

- Managing Value Stream economics

- Creating innovation in the Value Stream
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11.1 Coach the train and the teams

Optimize your Value Stream with SAFe DevOps

| All members of an Agile Release Train,
Development Managers, Engineering Managers,
Operations Leads

- SO

- Introducing DevOps

- Mapping Your Value Stream

- Gaining Alignment with Continuous Exploration

- Building Quality In with Continuous Integration

) - Reducing Time-to-Market with Continuous Deployment
With SAFe DevOps - Delivering Business Value with Release on Demand
Practitioner Certification - Taking Action

\_- Becoming a SAFe DevOps Practitioner

SCALED AGILE * = scaled agie.inc.

Notes:

Building the DevOps transformation canvas
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11.1 Coach the train and the teams

Enable Technical Agility with Agile Software Engineering

All technical members of an Agile Release Train

: (Developers and Testers), Product Owners and
Ag"? Sof.tware Managers, others with less technical background
Engineering would also benefit

- Introducing Agile Software Engineering

- Connecting Principles, and Practices to Built-In Quality
- Accelerating Flow

- Applying Intentional Architecture

- Thinking Test-First

- Discovering Story Details

) - Creating a Shared Understanding with BDD
With SAFe Agile Software - Communicating with Models

Engineer Certification - Building Systems with Code Quality

- Building Systems with Design Quality

- Implementing with Quality
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11.2 Continuously improve program performance with Inspect and Adapt

11.2 Continuously improve program performance with
Inspect and Adapt

Inspect and Adapt event: Overview

Three parts of Inspect and Adapt:

1.) The PI System Demo

3 'V”L\‘ - .
L 2.) Quantitative measurement
L€

3.) Problem-solving workshop

Timebox: 3 — 4 hours per Pl

Attendees: Teams and stakeholders

SCALED AGILE " = scated agieinc.

Notes:
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11.2 Continuously improve program performance with Inspect and Adapt

>

Pl System Demo

At the end of the PI, teams
demonstrate the current state of
the Solution to the appropriate
stakeholders.

Often led by Product Management,
POs, and the System Team

Attended by Business Owners,
program stakeholders, Product
Management, RTE, Scrum
Masters, and teams

Suggested timebox: 45 — 60
minutes

SCALED AGILE * = scaled agie.inc.

Notes:

Team performance assessment

All teams’ Pl Objectives were assigned a
business value from 1 to 10.

Review and rate your Pl achievements:

— How well did you do against your stated
objectives, including timeliness, content, and
quality?

— Rate on a scale of 1to 10, 10 being maximum
total business value.

Average these across all objectives and
give yourself a program percent
achievement score.

Suggested time-box: 45 — 60 minutes

SCALED AGILE * = scaled agie.inc.

Team Pl Performance Report

L

W v ety ot
Tl wa
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Program Predictability Measure

+
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Notes:
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11.2 Continuously improve program performance with Inspect and Adapt

Team PI performance report

» Planned total does not include uncommitted objectives

» Actual total includes uncommitted objectives

. Objectives for Pl 3 swnm%
» Percent achievement equals actual total/planned total * Sucured ecaions 1d i
= Build and demonstrate a 8
» Ateam can achieve greater than 100% o -
(as a result of uncommitted objectives achieved) i oG i ! “
= Speed up indexing by S0% #
» Effort required for uncommitted objectives is included = e 12 L o Wt g &
in the load (i.e., not extra work the team does on ‘*'“‘“‘_::g“;“;:““ 7
weekends) < s ek il e 7 | e
-mm;agqudnywm 4 kL’i
» Individual team totals are rolled up into the program =i %= 5
predictability report % Achievement: 0%
SCALED AGILE * = =eea sgie.tec
Notes:
Program performance Metrics
» How did we do? Collect and S == %

discuss any other program
metrics that the team has
agreed to collect

» Suggested timebox: 45 - 60
minutes
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Program velocity

Predictability measure

# Features planned

# Features accepted

# Enablers planned

# Enablers accepted

# Stories planned

# Stories accepted

Unit test coverage %

Defects

Total tests

% automated

#NFR tests

Notes:
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11.2 Continuously improve program performance with Inspect and Adapt

The problem-solving workshop overview

After a short retrospective, teams systematically address the larger
impediments that are limiting velocity by using root cause analysis.

Agree on the Apply root-cause analysis Identify the biggest root-couse
problem to solve (and 5 Whys) using Pareto analysis

X Insufficiently
reliable release
commitments

Restate the new problem for

the biggest root-cause

X Insufficient
architectural
runway
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Notes:

Build the problem-solving board

1. Original 4. Restate
People Process problem problem

5. Brainstorm solutions

3
2. Root cause
Analysis

3.Biggest root  |6. Identify improvement
cause backlog items

Tools Program Environment
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Notes:
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11.2 Continuously improve program performance with Inspect and Adapt

Agree on the problem to solve

» Clearly stating the problem is key to problem
identification and correction

» You must define the undesirable problem or
situation, so everyone involved in the
countermeasures understands

» Aclearly defined problem focuses your
investigation efforts and saves time. Honest effort
at careful definition will avoid the 'ready, fire, aim'
approach that is so common in problem-solving

» A problem that is not well-defined may result in
failure to reach the proper countermeasure

SCALED AGILE * = scaled agie.inc.

Notes:

Anatomy of a well-defined problem

Think about the What, When, Where, Frequency and any gaps

@ @

We discovered three significant design problems in the October deployment
of the new EMV vehicles at the Thrills Amusement Park.

e cid

The design flaws caused us to recall the vehicles and invest three months
in materials, redesign, and testing. We delivered late, paid substantial
penalties, and lost credibility with the customer.

Concept contributed by Beth Miller

© Scaled Agile, Inc

SCALED AGILE * = scaled agie.inc.

Notes:

277 | © Scaled Agile, Inc.



11.2 Continuously improve program performance with Inspect and Adapt

Activity: Agree on the problem

» Step 1: Build the problem-

wesh —— 1.Criginal 4. Restate
. e ro roblem roblem
solving board i ¢
» Step 2: As a team, define the
5. Brainstorm solutions
problem and create a clear R

problem statement 2 Root couse

Analysis

3Biggestrcot  |6. Identify improvement

» Step 3: Write down the backlog tems
statement under the Original ~ [wos  Prosam  envionmen
problem heading on the
problem-solving board
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Notes:

Root cause analysis (fishbone or Ishikawa) diagram

" The main ‘bones’
represent typical
Process sources of problems|

Cause of : |n ' development.
cause of .
cause 1

Cause of :
cause 1 o X Insufficiently

reliable release

commitments
Tools Program Environment Problem to solve T
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11.2 Continuously improve program performance with Inspect and Adapt

Finding the root cause: The 5 Whys

By repeating why five times, the nature of the problem, as well as its solution, becomes clear.
—Taiichi Ohno
» A proven problem-solving technique used to explore the cause-and-effect
relationships underlying a particular problem
» The key is to avoid assumptions and logic traps

» Instead, trace the chain of causality in direct increments from the effect to a root cause

The Problem: My car will not start. WHY?1?
Why? - The battery is dead (first why). 9l

& ¥
Why? - The alternator is not functioning (second why). ' /Ty
Why? - The alternator belt has broken (third why). ] *
Why? - The alternator belt was well beyond its useful service life (fourth why). n

. Why? - | have not been maintaining my car according to the recommended service schedule
(fifth why, the root cause).

SCALED AGILE * = scaled agie.inc.

Notes:

Use the Five Whys to identify root causes

People Process
Cause of
cause of . -
cause 1 Causeof
s ‘X X Insufficiently
I reliable release
commitments
| Tools ; W

@ Scaled Agile, Inc
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11.2 Continuously improve program performance with Inspect and Adapt

Activity: Root cause analysis

down under the Root Cause Analysis heading on the problem-
solving board

get to a potential root cause

People

Causz of
cause of
auel 7 couseof

/ cavset X Insufficiently

reliable release

cnse 1
commitments
Tools Program Environment
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» Step 1: Brainstorm potential causes of the problem and write them

» Step 2: For each cause identified, use the Five Whys technique to

Notes:

\/ote on root causes

* People Process *
Cause of 2\
causeof : *
@usel . cause of L
VAR VY cinisei X Insufficiently

reliable release

* commitments
e X X 7 %
Tools Program Environment
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11.2 Continuously improve program performance with Inspect and Adapt

Pareto analysis — Identify the biggest root cause

» Also known as the 80/20 rule, the
Pareto analysis is a statistical
decision technique used to narrow

=

down the number of actions that !

produce the most significant

overall effect

Votes

It uses the principle that 20% of
root causes can cause 80% of
problems

O = N W B WO N ® O

It is useful where many possible
sources and actions are competing
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Cause Cause Cause Cause

Activity: Restate the new problem

» Step 1: Dot vote to identify the biggest

problem on your chart

Step 2: Use Pareto analysis to visualize the
biggest root cause under the Biggest Root
Cause heading on the problem-solving board

Step 3: Restate the problem to address the
identified root cause, including the economic
impact of the problem under the Restate
problem heading on the problem-solving
board

SCALED AGILE * = scated agie.inc.

s )
Example:

We did not have the ability
to measure or test the full
electrical load on vehicles
in real operating conditions.
Impact:

We had to upgrade the
deployed power distribution
system beyond what was
specified. Major cost and

schedule overrun.

(. J
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11.2 Continuously improve program performance with Inspect and Adapt

x
x (o] soeg . .
(’ Activity: Brainstorm solutions

» Step 1: Individually brainstorm and write ideas on
sticky notes and put them up on the board

» Step 2: After all ideas are captured, discuss them
as a team

» Step 3: Organize ideas into affinity groups

» Step 4: Dot vote to identify the top contenders for
possible solutions problem under the /dentify
Improvement Backlog ltems heading on the
problem-solving board
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Duration
1

Notes:

@‘D Discussion: Problem-solving workshop
readout

» Step 1: Select a person from
your team to do a readout

People Process

» Step 2: Start the readout by

1.Criginal
problem

4. Restate
problem

L2

stating the original problem and
conclude with the proposed
improvement backlog items

Tools Program  Environment

2. Root cause
Analysis

5. Brainstorm solutions

3.Biggest root
cause

6. Identify improvement
backlog items
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11.2 Continuously improve program performance with Inspect and Adapt

ART execution artifacts in the Pl Execution Toolkit

SAFe Pl Execution Toolkit

« SAFe ART Events and Activities presentation
* Inspect and Adapt Event template

* Program Performance Metrics spreadsheet

* Program Predictability Measure spreadsheet
» Self-Assessments and Metrics resources

SCALED AGILE * = scaled agie.inc.

Notes:

T

6

Measure and Grow with the Business Agility Assessments

Measure and Grow is the way portfolios evaluate their progress towards Business agility and determine their
next improvement steps.

There are six steps in the Measure and
Grow process:

Business Agllity Solf-Assessmont

Facilitate effective self-assessment of
Business Agility

Analyze the results
Identify growth opportunities

Prioritize and take action

Integrate learning

Celebrate success
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11.2 Continuously improve program performance with Inspect and Adapt

Lesson review

In this lesson you:
» Explored how to coach the train and the teams

» Practiced continuously improving program performance with
Inspect and Adapt

SCALED AGILE * = scaiea agie.inc.

Notes:
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Lesson 11 notes

Click below to type your thoughts.

W




11.2 Continuously improve program performance with Inspect and Adapt
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Lesson 12
Extending to the Portfolio

Learning Objectives:

12.1 Launch more ARTs and Value Streams
12.2 Extend to the portfolio
12.3 Establish Agile portfolio operations

12.4 Establish Lean governance

SAFe Course Attending this course gives students access to the
SAFe Program Consultant exam and related preparation materials.
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12.1 Launch more ARTs and Value Streams

12.1 Launch more ARTs and Value Streams

s S Senled Alile, Inc

Notes:

Extend success one ART at a time

SCALED AGILE "~ = scaed agie.inc. S

Notes:
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12.1 Launch more ARTs and Value Streams

Launch more ARTs in the same or new Value Streams

» Leverage wins to launch more ARTs and scale the implementation

Launch all ARTs in a Value Stream

v

» Move to the next Value Stream

» Celebrate short-term wins but don’t declare victory too soon!

v

Keep urgency high

v

Don’t forget to support existing trains as you scale

SCALED AGILE * = scaiea agie.inc. a3

Notes:

Using Enterprise Solution Delivery to deliver really big Solutions

Lean System and Solution Engineering Coordinating Trains and Suppliers
a0 Solution Traln
S 0 LEAN \
- il o ' s ——
i
T —————

Continually Evolve Live Systems

S @.,)) fg‘

AGILE RELEASE TRAIN o ‘

) 1]

Continuous Delivery Pipeline
Evolve Deployed Systems

SCALED AGILE * = scaled agie.inc.

Notes:
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12.1 Launch more ARTs and Value Streams

For large systems, Solution Trains align ARTs to a common mission

= A LARGE SOLUTION
E m Solution Sdu\lw p)
Demo
Enterprise  Government oy sy
Compliance H k— B g
s E E
® ® MBSE E = — | m
b [V} Bty NFRa
Solution  Solution soLurion ='=\
Arch/Eng Mgmt Solution Backiog
s =
2]
STE © Sealed Agile, inc.

SCALED AGILE * = scaled agie.inc.

Notes:

ARTs power the Solution Train

» Each ART within a Solution Train contributes to the development of
a large Solution

» Solution Management, Solution Architect/Engineering, and the
Solution Train Engineer foster the coordination and the delivery of

value
\ Large
. Solution

SCALED AGILE * = scated agie.inc.

Notes:
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12.1 Launch more ARTs and Value Streams

Coordinate planning across ARTs

» Typically attended by Customers, STE, Solution Mgmt, Solution Architects/Eng,
Solution Train stakeholders, and select representatives from ARTs and Suppliers

» Pre-meeting helps build an aligned plan for the next Pl and match Solution demand to
ART capacities

» Post-Pl Planning meeting reviews, recaps, communicates, and provides feedback

AGILE RELEAGE TRAIN
AGILE RELEASE TRAIN

[ e Suppler

SOLUTION
TRAIN

SCALED AGILE * = scsica s inc

Notes:

Solution Demo requires ‘continuish’integration

» Frequent Solution integration and testing

Full solution
provides the best objective evidence integration
» A joint responsibility of ART’s and Solution Full 0; Pz:ia:::iﬁfaﬁon

Train’s System Teams O e S
| e em— =
» Provides early validation and o0 v &
’ . {14
regular risk reduction [ @ g
s |

» Increases actual velocity Syuisen Toonri

programIREameNt @ @ 4

2
5
- = i _I . E
SOLUTION ~ \ E’ r —J §,
TRAIN - : gt J. 1 &
Supplier * —

SCALED AGILE " = =csica sgie ine 5

Notes:
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12.1 Launch more ARTs and Value Streams

Capture system specification as fixed/variable Solution Intent

Solution Intent: Single source of truth as CuRRENT
to the intended and actual behavior of the

Solution SPECIFICATIONS: |
» Records and communicates | .. DESIGN:

deviierm, paifs e ed

requirements and design decisions

» Supports compliance, contractuality,
traceability, high assurance

» Preserves flexibility to evolve toward
optimum Solution alternative

» Fixes minimum requirement and —
designs b=l — == VARIABLE
Pl Pl Pl PI
SCALED AGILE * = sesica agie inc 190
Notes:
Continuously address compliance concerns
Requirements Design Critical design Planned
, ; o

® 4 4 ¢
p—

Build the Solution and compliance incrementally

LEAN Organize for value and compliance

OM S Build quality and compliance in

Continuously verify and validate
Release validated Solutions on demand

-

@ A—p : A-P
] 1 t ]
Cub G
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Notes:
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12.1 Launch more ARTs and Value Streams

The ‘SAFe Implementation Railway’ Kanban: Example

Input Transformation

Funnel Backiog The Tracks Accelerate
The Stations
IDENTIFY || PREP FIRST P § SECOND PI | AFTERCARE Rl enemy
station g station g “AUNCH 4 stamon d “station 4 sTaion e
| | | —
| | | o j E—

E}
I

Source: Northwestern Mutual Case Study: https://www.scaledagile.com/case-study/northwestern-mutual/

SCALED AGILE * = scaled agie.inc. 104

Notes:

Collect data and manage impediments

» Number of practitioners on
each ART

» Start and end date for each
Kanban state

» Number of people trained

» Date of first Pl Planning
» Date of second PI Planning

» Pl predictability measure

SCALED AGILE * = scaled agie.inc.

Notes:
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12.2 Extend to the portfolio

12.2 Extend to the portfolio

AGIL o seuled Al Inc

Notes:

Traditional mindsets handicap agility
Historically, portfolio and program management practices were based on
centralized decision-making and waterfall mindsets:
» Plan out a full year of projects
» Maximize utilization
» Widget engineering (spec handoffs)
» Development as order-taker mentality — “Just build it like we said.”
» “Get it done!” — over-commitment, excess WIP

» Control through data and Milestones

SCALED AGILE " = scated agieinc. 404

Notes:
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12.2 Extend to the portfolio

Moving to Lean Portfolio Management
SAFe provides transformational patterns to move from traditional mindsets to Lean Portfolio Management.
Traditional Approach to Lean-Agile approach
#1 Centralized control ~ Decentralized decision-making
#2 Project overload » Demand management; continuous value flow
#3 Detailed project plans ~ Lean, epic-only business cases
#4 Centralized annual planning - Decentralized, rolling-wave planning
#5 Work breakdown structure " Agile estimating and planning
#6 Project-based funding and control ~ Lean budgeting and self-managing Value Stream
#7 Waterfall milestones  Objective, fact-based measures and milestones
SCALED AGILE * = scaea agic.inc. \05

Notes:

Lean Portfolio Management Toolkit

A toolkit with a modular approach to LPM implementation

SAFe® Lean Portfolio - Strategy and Investment Funding
- Agile Portfolio Operations

- Lean Governance
- Build the LPM Function
- Applying CapEx and OpEXx

Management Toolkit

SCALEDAGILE "

SCALED AGILE * = scaed Agic.inc. s

Notes:
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12.2 Extend to the portfolio

Lean Portfolio Management establishes the portfolio groundwork

» This course serves as a workshop to start and set
the groundwork for Lean Portfolio Management

Lean Portfolio

» It offers the tools and techniques for: Management

— Aligning strategy with execution

— Merging the insights of executives, Product Management,
Business Owners, and Agile Teams into a new, Lean-
Agile way of working

— Establishing Lean Budgets and adjusting the budgets
dynamically with participatory budgeting forums

— Guiding investments by horizon With SAFe Lean Portfolio

— Sequencing and forecasting portfolio initiatives Manager Certification

SCALED AGILE * = scalea agie.inc.

Notes:
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12.3 Establish Agile portfolio operations

12.3 Establish Agile portfolio operations

AGIL o seuled Al Inc

Agile portfolio operations is a collaboration

» Supports SAFe implementation, relentless improvement, and Agile practices to

achieve business goals

» Enables continuous flow of value through coordination of Value Streams and ARTs

ww &

Agile RTE and SM
PMOJ/LACE CoP

—— @ Coordinate Value Streams

—— @ Support program execution

——— @ Drive operational excellence

N |

SCALED AGILE " = scated agieinc.

409

Notes:
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12.3 Establish Agile portfolio operations

Coordinate across Value Streams when necessary

Coordination Introducing new Ensured
Roles &. o portfolio work integration
- points
Epic
/\ QOwners
- V]

EAnrte n’cs(e Pumi%vw O O E()
) I&E e
™

Bg 8pg B8
o Portiolio Roadmap ) T & |
t !

Release on
Demand

o Apply cadence and
synchronization

SCALED AGILE * = scaled agie.inc.

Notes:

The APMO supports portfolio operations and program execution

» Facilitates the portfolio sync

» Works with the LACE to develop, harvest, and
apply successful program execution patterns
across the portfolio

» Facilitates Lean budgeting and coordinates
portfolio governance

» Fosters decentralized Pl Planning and operational
excellence

» Fosters more Agile contracts and Leaner Supplier
and Customer partnerships

SCALED AGILE * = scaled agie.inc.

Notes:
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12.3 Establish Agile portfolio operations

APMO supports the SAFe transformation

» Sponsors and communicates the change
Vision

» Participates in the SAFe rollout

» Leads the move to objective Milestones
and reporting

» Leads process excellence and supports
RTEs (and STEs) and Scrum Master CoPs

SCALED AGILE * = scaled agie.inc.

@
9
=
RTE / SM/ Change
Agent CoPs
@
ia
APMO
° 0 / Leader S ' .
“ M
Supporting Lean/Agile Center
Functions of Excellence

Notes:

Frequency
Monthly portfolio sync meeting

Facilitation
APMO or other stakeholders

Purpose

towards its strategic objectives

SCALED AGILE * = scated agie.inc.

Support operational excellence with a portfolio sync

Gaining visibility into how well the portfolio is progressing

Notes:
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12.3 Establish Agile portfolio operations

The purpose of the portfolio sync

Gain visibility into how well the portfolio is progressing toward
meeting its strategic objectives.

.

» Review the results of MVPs
and determine whether to
pivot, preserve, or stop

» Review the portfolio Kanban
and Lean business cases
and approve and prioritize
Epics

» Maintain the Portfolio Vision
and canvas

» Remove impediments across
Value Streams

» Review the progress of
continuous improvement
efforts to support operational
excellence

13

Review and adjust Value
Stream funding

Review investments by
Guardrails

Review LPM and Value
Stream Metrics

Review compliance
concemns

SCALED AGILE * = scaled agie.inc.

Notes:
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12.4 Establish Lean governance

12.4 Establish Lean governance

AGIL o seuled Al Inc

Lean governance is a collaboration

» Collaborate on forecasting and dynamic budgeting with an Agile approach

» Establish the minimum Lean portfolio Metrics necessary to assure strategy is
being implemented

/\ —— @ Forecast and budget dynamically
OO
Entororie Business —— @ Measure Lean portfolio performance
Architect Owners
@ Coordinate continuous compliance
\Nsee/ e
APMO
SCALED AGILE * = sealed agie.inc. 16

Notes:
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12.4 Establish Lean governance

The Enterprise establishes the total portfolio budget

[+}
Mo 8 &R
= . &
E — Enterprise & c’::;kits Product
portfolio g feedback Internal/external

Changes to performance economic

Enterprise Government

Next

Budget adjustment s period’s

+

from Enterprise portfolio
budget

o
+- X% This is our budgeting starting point.

SCALED AGILE * = scaiea agie.inc. 117

Notes:

Value Stream budgets must be adjusted over time

" Typlca”y’ Value_ Stream . Adjust Value Stream budgets to adapt to
budgets are adjusted twice changing priorities at Pl boundaries.

annually i

@)

() <

» Adjusted less frequently and

Value

spending is fixed for too long Stream 1 2 X
which may limit agility Sheannd .

0, Value
Stream 3

» Adjusted more frequently and —
planning may be more Stream 4
challenging

Participatory Budgeting
Participatory Budgeting

PI3 Pl4
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Notes:
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12.4 Establish Lean governance

Apply participatory budgeting to adjust budgets

» Most organizations will generate
more good ideas than they can
fund, resulting in a portfolio
prioritization challenge

» Fiduciaries and participants from
different Value Streams use
participatory budgeting to
collaboratively determine which
Epics should be chosen and
prioritized

» These choices determine how the
Value Stream budgets will be
adjusted over time

SCALED AGILE * = scsiea sgie.inc 35

Notes:

Participatory budgeting overview

i Strategic
o= Themes EachValue Stream designates which part
S F==a  of the budget is for Run the Business
=== m (RTB) and Grow the Business (GTB)
T —
‘ fon Portfolio

Potential Roadmap Run the business

portfolio Epics and Grow the
* Business Total portfolio
budget allocation
‘ ‘ and Guardrails
Potential Epics for
each Value Stream a
. i s = 7 “H“ i
e L X N ——
» e | ® 2 ik - A | i= .," N\ | o
e - e b " \ ‘&‘ b
Current Value & 9 a New Value Stream

Stream budgets budgets

Participatory Budgeting Forum(s)

SCALED AGILE * = =caied agic.in

3

Notes:
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12.4 Establish Lean governance

Forecasting portfolio Epics

Epic estimates in % capacity of ARTs

Story points for new Epics * ARTs PI velocity

4000
J Business Epic 1200 | 1200 | 1200 | 1200 | 1200
1600 Capacity ART 1
kA Business Epic ) Allocahon%/

2000 \ 1000 | 1000 | 1000 | 1000 | 1000
& Enabler - © ART 2 e |l | iy |y | ey
| " 3 g 3

1800 |
bl Business = b ]
100 / h 650 650 650 650 650
5 -
Enabler b o ART 3 2> & 2
3100 N
Ll Business Epic Pi 6 PI7 PI8 PI9 | PI10

Portfolio Backlog

v
v

* % of capacity for Epics may be different for each Value Stream

SCALED AGILE * = scaled agie.inc. 404

Notes:

Example of Lean Portfolio Management performance measures

Improved employee satisfaction; lower

Employee engagement R Employ survey; HR statistics
Customer satisfaction Improved Net Promoter Score Net Promoter Score survey
Productivity Reduced average Feature cycletime  Feature cycle time

Continuous improvement in team and  Self-assessments for each level of the

Self-assessments
program measures Framework

Time-to-market More frequent releases Number of releases

Reduced defect counts and support

Quality callakirs Defect data and support call volume
Partner health Improved ecosystem relationships Partner and vendor surveys
Strategic Themes Measurements against key results Objectives and key results (OKRs)

SCALED AGILE * = =csica sgic.inc &

Notes:
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12.4 Establish Lean governance

Coordinate continuous compliance

A Lean-Agile quality management system (QMS) improves quality
and makes compliance more predictable.

Defer compliance to the
end of Solution

WATERFALL

D @rd development.
¢ ISR Vi o I O \/ Validate ongoing compliance
g st @2 @9 ‘ a with relevant standards and
: Bl R t * ® regulations.
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Notes:
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12.4 Establish Lean governance

Lesson review

In this lesson you:

» Explored how to launch more ARTs and Value Streams

» Discussed how to move to a Lean Portfolio Management
» Explored how to establish Agile portfolio operations

» Explored how to coordinate across Value Streams

SCALED AGILE * = scaiea agie.inc. o

Notes:
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Lesson 12 notes

Click below to type your thoughts.

W
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Lesson 13
Accelerating Business Agility

Learning Objectives:

13.1 Start establishing Organizational Agility
13.2 Start to build a Continuous Learning Culture
13.3 Accelerate Business Agility

SAFe Course Attending this course gives students access to the
SAFe Program Consultant exam and related preparation materials.
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13.1 Start establishing Organizational Agility

13.1 Start establishing Organizational Agility

Notes:

Organizational Agility

The Organizational Agility
competency describes how Lean Thinking Peoplé andAgileeams: Sratagy Agiiity

Lean-thinking people and Agile oo SO ae
Teams optimize their business S “ A
@ © O

process, evolve strategy with N e s Ty 2O
clear and decisive new @
. . Lean Business Operations 9
commitments, and quickly adapt R, &
the organization as needed to m -5 -m g
MoaisTe Dy Tiew s iw
capitalize on new opportunities. =
P a B 5 SEevee
SCALED AGILE * = =caled agie.inc. 426

Notes:
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13.1 Start establishing Organizational Agility

Grow Lean-Thinking People and Agile Teams

House of Lean Agile Manifesto
m Vo o rcoviiogbatar ways o veloping sotwra by doing R and
; helping others do . Through this work we have come 1o value:

o | |
53 2§

‘E { § g Individuals and | i over processes and tools

g

g‘ | é g 2 Working software over comprehensive documentation
e = o«

g £ Customer collaboration over contract negotiation

I Responding to change over following a plan
LEADERSHIP

Value in the shortest That is, while there is value in the ilems on the
sustainable lead time right, wa valiso thy itoms an the lefl mar

Built-In Quality #1 Take an economic view
82 Apply systams thinking

43 Assume varisbility; preserve options
84 Build Incrementally with fast, integrated learning cycles

S Base milestones on objective evalustion of working systers

Alignment

6 Visuabze and limit WIP, reduce batch sizes, and manage queue lengths

fouasedsues|

7 Apply cadence, synchronire with cross-damain planning

#8 Unlock the intrinsic motivation of knowledge workers

#9 Decentraiize decision-making

sl 127
Pragram Execution #10 Organize around vilve

Notes:

Advanced skills improve Team Agility

» Overcoming Agile and Scrum anti-patterns

» Built-in quality, Agile architecture, DevOps SAFe" Advanced

Scrum Master

and Continuous Delivery Pipeline practices

» Kanban for facilitating team and program
flow of work

» Building high-performing teams

» Learning and communities of practice With SAFe Advanced

Scrum Master Certification

SCALED AGILE * = scaled agie.inc. A28

Notes:
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13.1 Start establishing Organizational Agility

Advanced RTE skills

» Executing Pl Planning

» Managing ART flow and releasing value -
SAFe" Release
» Enabling Innovation and Planning Train Engineer
» Understanding Value Stream execution

» Preparing for and executing Inspect and Adapt

» Applying systems thinking and Value Stream mapping

» Self-assessing the ART and teams on the train

» Using servant leadership and coaching models
With SAFe Release Train
» Applying conflict resolution techniques and group facilitation Engineer Certification
skills

SCALED AGILE * = scaiea agie.inc. i

Notes:

Establish Communities of Practice (CoP)

Communities of practice are groups of people who share a common concern or a passion
for something they do and learn how to do it better as they interact regularly
— Etienne Wenger, Communities of Practice: Learning, Meaning, and Identity

Domain
An area of ey
shared interest Fractice
Shared knowledge
and experiences

Community

A group of individuals
with shared passion
about a topic
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Notes:
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13.1 Start establishing Organizational Agility

Implement Agile HR practices

Embrace a new talent contract, explicitly acknowledge the need for value,
autonomy, and empowerment

e Foster continuous engagement, to both the business and technical mission

e Hire people for Agile attitude, team orientation, and cultural fit

Eliminate annual performance reviews. Replace with continuous,
iterative performance feedback

e 'Take the issue of money off the table.' Eliminate destructive individual financial

incentives.

e Support meaningful, impactful, and continuous learning and growth

[ 1 S Agile HR with SAFe Whitepaper http://www.scaledagileframework.com/agile-hr-with-safe

SCALED AGILE * = scaled agie.inc.

Notes:

Create Agile workspaces

Physical spaces should encourage collaboration, communication, and innovation

» Team spaces

» Remote
workforce

» Cross-team
collaboration

» Innovation space

SCALED AGILE * = scaled agie.inc.

Higher
partitions
between pods

Lower

partitions

between team
workspaces

7 N
T Individual workspaces/
1 - am N

Whiteboards

Y m

8
C
C
C

’ Q.: J Separate shared (L
meeting room '—
wlvideo ‘L

e — ¥ conferencing

- U4 J i
A28
Video conferencing Rtk ptcna

cubicles nearby

Notes:
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13.1 Start establishing Organizational Agility

Map operational Value Streams

Approve Create Approve Test
= . e by . . —
campaign content content system

Process time  1day 2 days 4 hrs. 4 hrs.
Delay time 2 weeks 1 week 2 weeks
(Wait for people (Wait for approval (Wait for IT
availability) authority) support)
Total lead time time = 29 days Total processing time = 4 days Time efficiency = 14%

© Scaled Agile, Inc
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Notes:

What is strategy Agility?

Strategy Agility is the ability to change and implement new strategies
quickly and decisively when necessary, and to persevere on the strategies
that are working—or will work—if given sufficient focus and time.

Internal and External Dynamics

- : \\
‘u “\55\0
y g
P L | L | / J

Strategdy 4

>

© Scaled Agile, Inc
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Notes:
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13.1 Start establishing Organizational Agility

Market sensing

» Conducting research using open and confidential sources
» Analysis of quantitative and qualitative data
» Direct and indirect user/operator feedback

» Direct observation of solutions/processes in real use

SCALED AGILE * = scaled agie.inc. e

Notes:

Flow strategy changes to execution
I =
Epic = - -
spawned LBl . -
by a new  — Ll | =: ﬂ =
strategy Portfolio 1 Backlog = - =
- =
= —i -
> = (. =
= ___|IC X — . | =——
- | . ] —
I—
Portfolio 2 Backlog =i e p— = 2
(Value Streams) - | |EE| T - ==
| —r T -~
Program Backlogs | ]
(Agile Release Trains) = — 2
- |- -
Team Backlogs
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Notes:
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13.1 Start establishing Organizational Agility

Ignore sunk costs

Sunk costs cannot be recovered or changed and
are independent of any future costs a program
may sustain.

» Because strategic decision-making affects
only the future course of the mission, sunk =
costs are absolutely irrelevant.

» Instead, decision-makers should base all
strategies solely on future costs. This way,
strategy Agility provides the opportunity for the
greatest economic benefit, without the need to
defend past spending.

SCALED AGILE * = scaiea agie.inc. 137

Notes:

Change the network to meet changing mission demands

SCALED AGILE * = scaiea agic.inc 5

Notes:
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13.1 Start establishing Organizational Agility

@D Discussion: Reorganizing around value

Step 1: Discuss as a team:

— How would the current policies and practices at your Enterprise need to
change in order to enable rapid re-organization around value as the strategy
changes?

— Who can help remove the barriers to this level of Organizational Agility?

Step 2: Be prepared to share with the class.

SCALED AGILE * = scaiea agie.inc. 430

Notes:
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13.2 Start to build a Continuous Learning Culture

¥ A.n‘ . °E*H,M*"W~

13.2 Start to build a Continuous Learning Culture

The Continuous
Learning Culture
competency
describes a set of
values and practices
that encourage
individuals — and the
Enterprise as a whole
— to continually
increase knowledge,
competence,
performance, and
innovation.

SCALED AGILE " = scated agieinc.

Continuous Learning Culture

Learning Organization

o L

Shared Systems
Vision Thinking

*& Mental

Team  Models
Learning

—_

Personal
Mastery

Relentless Improvement

© Constant Sense of Danger
© Optimize the Whole

O Problem Salving Culture
© Reflect at Key Milestones
O Fact-Based Improvement

Innovation Culture

00888

Experimentation  Pivot Without
& Feedback

Innovative

People

Time & Space See

Innovation

Mercy or Guilt Riptides

Notes:
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13.2 Start to build a Continuous Learning Culture

Learning organization

Employees at every level are learning and growing together

» Personal Mastery — Build individual “T-shaped" breadth of
knowledge in multiple disciplines for deep and broad expertise

» Shared Vision — Leaders envision and articulate exciting

possibilities and invite others to contribute to a common view of the
Learning Organization

future
. ; - . o0
» Team Learning — Teams achieve common objectives by sharing chati e
knowledge, suspending assumptions, and ‘thinking together’ e Ry
® Mentsl Mode’s
» Mental Models — Teams surface their existing assumptions and o
generalizations while working with an open mind to create new ‘\ P —

models a/-/_;

» Systems Thinking — Everyone sees the larger picture and
recognizes that optimizing individual components does not
optimize the system

SCALED AGILE * = scaiea agie.inc.

Notes:

Relentless Improvement

The entire Enterprise as a system is continuously being challenged to improve

» A ‘constant sense of danger ' drives improvement
activities that are essential to the survival of an organization

» Optimize the whole - improvements are designed to
increase the effectiveness of the entire system, as opposed
to optimizing individual teams, silos, or subsystems

» A problem-solving culture is the driver for continuous (\
improvement I\&Aj
» Reflect at key Milestones —improvement activities are
treated with as much urgency as new Feature development,
fixing defects, and responding to the latest outage

» Fact-based improvementleads to changes guided by the
data about the problem rather than conjecture or opinions

SCALED AGILE * = scaled agie.inc.

Notes:
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13.2 Start to build a Continuous Learning Culture

Innovation Culture

Leaders create an environment that supports creative thinking, curiosity, and challenging the status quo

» Innovative People - Instilling innovation
requires a commitment to cultivating courage
and aptitude for innovation and risk-taking

» Time and Space for Innovation includes
providing work areas conducive to creative
activities, as well as setting aside dedicated
time to explore and experiment

» Go See - Innovation ideas are sparked by
seeing the problems first-hand—witnessing how
customers interact with solutions and
understanding their problems

» Experimentation and Feedback - Conducting

experiments iteratively is the most effective
path to learning

SCALED AGILE " &scaiod agie, Ine

Pivot Without Mercy or Guilt - When fact
patterns dictate that a hypothesis will be proven
false, pivot quickly to a new one

Innovation Riptides — Innovation flows
continuously up, down and across the
enterprise

Vi [ e ffocof rf==4

Innavative Time & Spoce GoSee  Experimentation  PhotWithout  Innovation

Peaple Sfeedback  Meecy or Guilt Riptides

Notes:
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13.3 Accelerate Business Agility

13.3 Accelerate Business Agility

Use the Business
Agility Self-
Assessment and
competency
assessments to
identify growth
opportunities

SCALED AGILE " = seaica agie.inc. 446

Notes:
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13.3 Accelerate Business Agility

Duration
Self-Assessment: Business Agility -@:
» Step 1: Fill in the Business
T Business Agllity Self-Assessmont
Agility self-assessment : -

"1 ESD: Sohation and Systers Engioendeng

|
OA: Sy oGy Mgty T
LAL Lomding by Exemite 3D Cocrdimbng Traine sed Sapiers
AL Londig e Graage 7 30 Corwsundy Do Lve System
LA Mt s P iipion U Sty sk vasant Farding
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Notes:

Reinforce the ten critical ART success factors

c C
’ o DevOps and Release on Demand

Cadence and ‘
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13.3 Accelerate Business Agility

Progress towards mastery (Part I)

Team and Technical Agility

» Double down on the principles that drive Agile Teams and Agile Release Trains

» Train all teams in built-in practices, with Agile Teams getting trained in Agile Software Engineering
» Ensure all teams apply and improve built-in quality practices

Agile Product Delivery

» Focus on Customer Centricity and Design Thinking to help drive better Solutions.

» Train Product Management in Agile Product and Solutions Managementto better understand the
practices and apply the tools

» Map the delivery pipeline to identify the delays to flow, guide investments in automation, and achieve the
goal of release on demand.

SCALED AGILE * = scaiea agie.inc. 449

Notes:

Progress towards mastery (Part Il)

Enterprise Solution Delivery

» Ensure specification and Roadmaps build and validate the Solution and its Continuous Delivery Pipeline
together

» Include continuous delivery concerns and the cost of delayed value in system architecture decisions
» Measure and improve 'continuish’integration practices across the entire supply chain

Lean Portfolio Management

» Apply participatory budgeting

» Eliminate projects and timesheets

» Master Lean Startup practices

» Make an explicit Enterprise Architecture Roadmap
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13.3 Accelerate Business Agility

Progress towards mastery (Part Ill)

Lean-Agile Leadership

» Evolve the focus from developing individual Lean-Agile leaders to building high-performing
leadership teams

» Form communities of practice specifically for leaders interested in connecting with peers who
are also developing as Lean-Agile leaders

Organizational Agility

» Reinforce the principles with book club readings

» Share best practices and learnings from optimizing Value Streams
» Incorporate Gemba in everyone’s work activities

» Share strategy Agility success stories

SCALED AGILE * = scaled agie.inc.
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Progress towards mastery (Part V)

Continuous Learning Culture

» Develop and visualize both quantitative and qualitative Metrics to
assess the tangible results of relentless improvement

» Expand Gemba visits to Customers, partner organizations, and
Enterprises in unrelated markets to gain new insights that can
spark fresh innovation initiatives

» Invest in advanced digital systems for knowledge sharing,
collaboration, and rapid access to accurate information
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13.3 Accelerate Business Agility

Anchor new behaviors in the culture

» When the pressure to revert
to old habits escalates,
everyone looks to leaders to
see how they respond.

» Leaders must demonstrate
that true change has occurred
and going backward is not an
option, no matter the
circumstances.

SCALED AGILE * = scalea agie.inc.

Notes:

Apply learnings across the Enterprise

» Success in one portfolio does not ensure success in other portfolios

» Leverage the learnings and successes of the pioneering organization to
transform the remaining portfolios

» Provide change agents from the initial portfolio with the opportunity to
transplant into subsequent portfolios, bringing with them all of the
experience and insights of implementing SAFe

» Cultivate the next generation of leaders in every role so they are
prepared to step in when change agents move on to launch the
transformation in other portfolios, to avoid crippling the previous
portfolios
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13.3 Accelerate Business Agility

Duration
T

v
J Taking Action: Implementing SAFe

» Step 1: Find the weaknesses in
the self-assessment you filled in
earlier

» Step 2: |dentify three action items
you can do to implement SAFe

» Step 3: Brainstorm some of the
expected outcomes for each of
the action items fstion plan

» Step 4: Update your Action Plan
including the expected outcomes
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13.3 Accelerate Business Agility

Lesson review

In this lesson you:
» Discussed how to start establishing Organizational Agility
» Explored how to start building a Continuous Learning Culture

» Explored how to accelerate Business Agility
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Lesson 13 notes

Click below to type your thoughts.
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Lesson 14

Becoming a Certified SAFe
Program Consultant

Learning Objectives:

14.1 Becoming a Certified SAFe Program Consultant

SAFe Course Attending this course gives students access to the
SAFe Program Consultant exam and related preparation materials.
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14.1 Becoming a Certified SAFe Program Consultant

Duration
v

Video: Welcome to the SAFe Community
Platform

Want to learn more about the next
steps on your SAFe Journey?

Welcome to the

Access the SAFe Community : E
Platform and discover all the SAFe C un'ty

SAFe resources available for your Platfor
use!

SCALED AGILES
Provider of SAF«

https://vimeo.com/201877314
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Notes:

D Video link: https://vimeo.com/201877314
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14.1 Becoming a Certified SAFe Program Consultant

SCALED AGILEZ

https://www.scaledagile.com/becoming-an-spc/
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Duration
1

Notes:

Video link: https://youtu.be/OgmdLcyES O
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Lesson 14 notes

Click below to type your thoughts.
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Appendix 1
Action Plan

Action Plan

333 | © Scaled Agile, Inc.



Exemplifying
SAFe’s Core Values

Click to return to the workbook

Built-In Quality

Alignment
Aousledsuel |

Program Execution

Improving the
Lean-Agile Mindset

Click to return to the workbook

" like to try new things” :
4" "l am inspired by the success of others” §

"My effort and attitude determine my abilities” }

"Failure is an oppertunity to grow” i
“Challenges help me grow"
! *I can learn to do anything | want” § 4

“Feedback is constructive” 4

& Scaled Aglle, Inc.

SAFe Program Consultant Action Plan

How can you exemplify one of the SAFe core values in your organization?

How can you improve the Lean-Agile mindset in your organization?

© SCALED AGILE, INC.




Advocating
SAFe Principles

Click to return to the workbook

#1 Take an economic view
#2 Apply systems thinking
#3 Assume variability; preserve options
#4 Build incrementally with fast, integrated learning cycles
#5 Base milestones on objective evaluation of working systems

#6 Visualize and limit WIP, reduce batch sizes, and manage queue lengths

#7 Apply cadence, synchronize with cross-domain planning
#8 Unlock the intrinsic motivation of knowledge workers
#9 Decentralize decision-making

#10 Organize around value

Improving Agile
Product Delivery

Click to return to the workbook

SAFe Program Consultant Action Plan

Identify three actions you can take to model and advocate SAFe principles
in your enterprise.

Identify three minimum viable improvements you could execute to
improve Agile Product Delivery.

© SCALED AGILE, INC.



Leading the Change

Click to return to the workbook

SAFe' Implementation Roadmap

S N ———————

Implementing SAFe

Click to return to the workbook

SCALED AGILE"

SAFe Program Consultant Action Plan

Identify three actions items you can do in the next month to start
leading the SAFe transformation.

List the expected outcomes from the three action items you
brainstormed to implement SAFe.

© SCALED AGILE, INC.



Appendix 2

Business Agility Self-
Assessment
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Glossary

SAFe Glossary:
@@J Visit the Scaled Agile Framework site (scaledagileframework.com/glossary) to
—  download glossaries translated into other languages
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