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Agile Product Management

Using Design Thinking to Create Valuable Products in the Lean
Enterprise

SAFe® Course Attending this course gives students
access to the Agile Product Manager exam and related
preparation materials.

5.0.0.1

SCALED AGILE "

S Scaled Aglis, Inc.

Notes:

Logistics

» Class times
» Breaks
» Lunch

» Restrooms

v

Accessing Wi-Fi

v

Working agreements

SCALED AGILE " = scaied naite, 1,

Notes:
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X
Activity: Welcome to your diverse table team

Your task is to make sure your table has a diverse level of Product
Management experience.

» Step 1: Create a human matrix:
- 10 years or more experience in a PM role go north, fewer go south

- 3 years or more experience with SAFe go west, fewer go east

» Step 2: Form table groups with a mix of experience levels.

» Step 3: Discuss your SAFe and PM experience at your table.
Ask questions, share experiences. Learn from each other.

SCALED AGILE " © scaiew auie, 1nc. 3

Notes:
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Duration

Video: Introduction to Terrific Transport
Corporation (TTC)

At certain times in this course, you are going to
play the role of a Product Manager at the Terrific
Transport Corporation working in the
Autonomous Delivery Vehicle Solution Train.

Please watch this company background video
where Anthea Bowen, CEO of TTC, provides the
history and future direction of the company.

Click to here to play video

http://bit.lv/2GGDpVWc

SCALED AGILE " @ scaieu i

Notes:

Chief Executive Officer - Anthea Bowen

Anthea is a major stakeholder in Terrific Transport and a member of

the Board of Directors. Anthea has an MBA and previously worked in
automotive industry for a major US brand. Promoted to Executive VP,
she was responsible for an entire division of the company. As part of the
company acquisition by a competitor, Anthea was offered a new role in
Europe. Not wanting to move her family, she joined Terrific Transport as
its CEQ. She has successfully grown the company for the past two years,
with the government autonomous vehicle contract being the latest win
for Terrific Transport.

Agile experience: Lean-Agile was prevalent in her automotive industry
experience. Anthea is responsible for moving Terrific Transport to SAFe,
and is working with her teams as they continue to launch ARTs and
execute Program Increments
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Discussion: | just spoke with Anthea!

» Anthea has some ideas around potential markets but needs your
Product Management expertise

» Potential markets include (but are not limited to):

Medical services

|

Manufacturing

|

Food delivery

|

Could there be more?

SCALED AGILE " @ scatec Agie, 1o,

Notes:
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,:;, 5 Activity: Identifying the scope of Product
x Management

Using the TTC Autonomous Delivery Vehicle example, working at your
table, write down the questions and concerns that Product Managers
must address as they do their job.

» Step 1: Write one question per sticky note.

» Step 2: Organize these questions based on time and context.
Specifically, what kinds of questions are the ‘big questions’ you
need to ask sooner? What are the ‘smaller questions’ you need to
ask later? What kinds of questions do you ask once, and what kinds
of questions do you ask many times?

SCALED AGILE " @ scaiew auiie, e,

Notes:
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Some of the questions we’ll explore in this course

5 How d°. we Should we
What is the commuqncate How dowe build of buy?
problem we our business test novel s i ‘How do|
want to solve? model? ideas? manage get st"-'ff
Suppliers? done' in
— SAFe?
Who has How do we How do we ;
this capture/ succeed as an FW""ch
Is solving this problem? share our organization? sh%autll:ir:vse
problem valuable insights? add? Why? | How areweand
to our customers our customers

evolving? How

and profitable

for us? How do we ensure | How do | should W:
our Solution solves en::vrec\’ne innovate?
How do we track thea:v: ?ri:t:: Iae L h:ve money ;o ngué :t(; wze
and manage sustainable eep going e s
performance? competitive p o
advantage? i
SCALED AGILE * © scaec Agite, 1oe,
Notes:
Course map
» Lesson 1: Analyzing Your Role » Lesson 6: Creating
as a PM in the Lean Enterprise Roadmaps to Build Solutions
> Lesson 2: Continuously » Lesson 7: Delivering Value
Exploring Markets and Users
o . » Lesson 8: Managing Value
» Lesson 3: Driving Strategy with Stream Economics
Market Segmentation
» Lesson 9: Creating Innovation

» Lesson 4: Using Empathy to
Drive Design

» Lesson 5: Defining Product
Strategy and Vision

SCALED AGILE " @ saec auie, 1o,

in the Value Stream

» Lesson
Agile P

10: Becoming a SAFe
roduct Manager

Notes:
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Lesson 1

Analyzing Your Role as a PM In
the Lean Enterprise

Learning Objectives:

1.1 Describe Product Management'’s role and responsibilities
1.2 Identify Product Management stakeholders and collaborators

1.3 Explain Design Thinking for Product Management

SAFe® Course: Attending this course gives students access to the
Agile Product Manager exam and related preparation materials.

11 | © Scaled Agile, Inc.



1.1 Describe Product Management’s role and responsibilities

1.1 Describe Product Management'’s role and
responsibilities

P | 8 eusealad Agile, Inc

Notes:

You are here - Product and Solution Management in SAFe

Solution
Management

Product
Management

SCALED AGILE * o scaiew Auile, e, 10

Notes:
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1.1 Describe Product Management’s role and responsibilities

Product Management flows value to Customers

Customers come in many forms:
» B2C: Business-to-Consumer

» B2P: Business-to-
Professional

M DIDIIS D

Produ - ]
Manag Feadback, new desires AMA ‘Product’  Customer

23

» B2B: Business-to-Business

» B2B2C: Business (Supplier)-
to-Business-to-Consumer

SCALED AGILE * @ scatec fuils, 1z, 11

Notes:

External Product Managers deliver to external Customers

» External Customers purchase or acquire Solutions

» External PMs collaborate with product marketing, sales, channel
partners, and distribution

n

Customer

@
“wr M DIIIDD D

Manager

SCALED AGILE * © scatec Agite, 10, 12

Notes:
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1.1 Describe Product Management’s role and responsibilities

Internal Product Managers deliver to internal Customers

» Internal Customers provide
Solutions to another Value
Stream

» Internal PMs collaborate with
their internal Customers:

- |IT Solution and release
management

— Purchasing Customer in a
supply chain/system-of-system
context

SCALED AGILE " @ scatec Auite, 1o,

V) V)
Internal w Customer
Customer L5
(another PM?) 'ﬁjﬂ e

Internal r~ L '

Product
Manager

Notes:

» Solutions are
constrained by

supply chain o
contexts
» Product lines i
support multiple
customer e
segments n
Radar
Product
Manager

SCALED AGILE * @ scaew gite, e,

Radar supplier

. - o
M 5t S D Al

Large supply chains complicate PM responsibilities

|| My customer’s customer

® Sensor ® Vehicle

[V ] management platform

Customer

v

XY,
RIIRIDD — YIVIY]
{ oA . [}

b1t }7 .
Radar s
YY)

Customers

Notes:
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1.1 Describe Product Management’s role and responsibilities

Product Managers lead varyingly-sized development efforts
Multiple, smaller Value Streams can be realized by a single ART
» Some small Product 1
teams create : , : PYonge
multiple products :

» Some products
require many,

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

S
many teams to i
create them N . R
Larger Value Streams require multiple ARTs in a Solution Train
SOLUTION SRR \'\~ Large
TRAIN P i s i a—— N solution
T R A Y P e 1 )
SCALED AGILE * @ scaec Agie, e, 15
Notes:
A single PM can manage smaller, simpler Solutions
» The PM may fulfill the role of the Product Owner:
defining Stories, prioritizing Team Backlogs,
accepting Stories, and so forth
» The PM may perform activities that support all @
product aspects: By
- Product
- Acts as product marketing Manager
~- Is the contact for product sales %o 0% e
Sagh  swSh

Reviews legal agreements

Responds to service requests

Manages Value Stream economics

SCALED AGILE * @ scaew gite, e,

Notes:
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1.1 Describe Product Management’s role and responsibilities

Create a PM team for larger and/or distributed development

» PM relies more on
POs for
development-
facing concerns

» Support
organizations also
grow to support
development
growth

» Product Owners
work with the
teams

SCALED AGILE * © scatec Agite, 10c,

—ATAEFELEASETRAT~,
e
L]

Product Manager
(Senior/Director Product Manager)

u o

o0 Product Product
mﬂ Owner Owner

aiss

Notes:

Solution
Management

trains within a
Solution Train

SCALED AGILE " = scaied naite, 1,

coordinates multiple

Larger Solutions require a larger PM team

Solution Manager
(Director/VP Product Management)

o
|

Product Manager
(SeniorDirector Product Manager)

Product Manager
[SentonDirectar Product Manager)

8 & O [/
[V Al i

20 Product Product
Owner Owner

v % Prod Produ 2
LuGh  pmgh o owner By

Notes:
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1.2 ldentify Product Management stakeholders and collaborators

1.2 Identify Product Management stakeholders and
collaborators

P | 8 eusealad Agile, Inc

Notes:

Dimensions of Product Management stakeholders
~ | ) )
Meet business goals I Get it off’the shelf
- E— ' A9 P 4
= we L9
Portfolio management m Sales, marketing, distribution
e e = L |
Get it built Leverage support
!
]
! @-@
Continuous Delivery Pipeline | Customer experience, support, legal,
\ ! finance, operations, production 4
SCALED AGILE * © scateu Agite, i, 20

Notes:
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1.2 Identify Product Management stakeholders and collaborators

Product Managers collaborate with many roles

While the most frequent collaborations may occur with teams,
Product Managers collaborate with many different roles.

) L0
B M
Solution Business
Arch/Eng Owners
. g 8
M —S—"1
. &4
ystem Customer

Arch/Eng / l:;::;?r

oo o

Agile Team Agile Team

SCALED AGILE " @ scatec Auite, 1o,

Notes:

18 | © Scaled Agile, Inc.



1.2 Identify Product Management stakeholders and collaborators

Activity: Key stakeholders and
collaborators

PMs can increase performance by proactively
identifying and managing stakeholders and
collaborators.

» Step 1: Working individually, write your name in the
middle of a circle. Write the names of people you
consider stakeholders and collaborators around your
name. Draw lines to capture relationships.

» Step 2: Working as a team at your table, write “TTC
PM” in the middle of a circle. What are the
stakeholders and collaborators of an effective TTC
PM? Make certain you cover the four key dimensions
of PM stakeholders.

SCALED AGILE " © scated Auiie, oc,

Solution Enterprise
Architect Architect

Business
Stakeholders

Product
Owner

Agile

Team
Release

Management

Operations

Notes:
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1.3 Explain Design Thinking for Product Management

1.3 Explain Design Thinking for Product Management

VN eiseniad Agile, Ine:

Notes:

Agile Product Delivery competency

Develop on Cad Rel on D d

Release on Demand

@)

Product 0-0 % " Relese Product
Management Contindous Continuous  Continuous o Demand Owner
DevOps
SCALED AGILE * © scateu Agite, i, 24
Notes:
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1.3 Explain Design Thinking for Product Management

What is Design Thinking?

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

7 Understand , 4; t\

~ the problem \ rlght solutlon

SUsTainAB\®

SCALED AGILE * @ scaec Agie, e,

Notes:

Connect APM and Design Thinking

Product and Solution Management

Desirable Viable Feasible
» Understand your markets | * Ensure economic » Drive product strategy and
and Customers investment in line with execution

business strategy

» Perform market research » Communicate Vision

» Segment and size markets FOwapiiciog. jicensing sl » Manage Program Backlog
» Manage Suppliers and

; » Collaborate with
supply chain

stakeholders

» Utilize personas

Sustainable
» Continue innovation throughout product's lifecycle

» Ensure product’s future health (e.g., Architectural Runway, technical debt)

SCALED AGILE " = scaied naits, 1,

Notes:
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1.3 Explain Design Thinking for Product Management

The lifecycle of product evolution

Crossing the Chasm

=
B g
[}H NN

Earty Adoptars Esrly Maorny

Geoffrey Moore, 1992

Geoffrey Moore noted that many
technology products face a ‘chasm’
between the expectations and
requirements of early adopters and the rest
of the market.

Moore, Geoffrey. Crossing the Chasm.
Harper Business, 2006.

SCALED AGILE " @ scatec Auite, 1o,

Innovators Early Early Late Laggards
25% Adopters  Majority Majority %%
135% A %

Innovations follow a predictable
curve of growth known as the
‘S-shaped’ curve of adoption.

= Percentage of customers by designed profile
Total percentage of market

%% QIBYS WHITW

Notes:
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1.3 Explain Design Thinking for Product Management

100
75 =
1]
=
8
50 2
o
1
=
25

" Innovators Early Early Late Laggards
2.5% Adopters  Majority Majority 16%
13.5% 34% 34%

Diffusion of Innovations, Everett Rodgers
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1.3 Explain Design Thinking for Product Management

Design Thinking is a continuous process

» Delivering value quickly in small batches allows for fast feedback, which
promotes innovation

» Arrive at the optimum Solution by deciding and learning faster

» Support new product development and ongoing product enhancement

End of each cycle is a new
opportunity to adjust
(review metrics, adjust roadmap)

o g
Y4 \/ -

Discover  Define Dwolop Deliver

FusTANAS

SCALED AGILE * © scatec Auite, 10s, o8

Notes:

Connecting PM questions to Design Thinking

test novel =
ideas?
! _—, i
How do we ensure our
solution solves the <&
“,

Who has this
problem?

-

“whole problem” Which features
. é0d should we

Is solving this creates a sustainable
problem valuable to competitive
our customers and

profitable for us?

Should we build
or buy? How do
¢! we mana
= ge
Q>\ suppliers?
What is the VL)
problem we A
want to solve?
How do |
capture/ 1 How are we and How do we ensure we
How do we share our our customers createa have money to
succeed as an insights? evolving? How pimorzgl! keep going?
= should we R
innovate?

SCALED AGILE " @ scatec auie, 1o, 99

Notes:
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1.3 Explain Design Thinking for Product Management

Connecting the APM lessons and Design Thinking

Lesson 2
Continuously Exploring Markets Defining Product Strategy
and Users and Vision

Lesson B

Lesson 4

Driving Strategy
with Market
Segmentation

Using Empathy to
Drive Design

Managing Value
Stream Economics

Delivering Value

. Q) A
& [5) 4 Q}\ M/

SustainaB\®

Lesson 6
: ; : Creating Innovation in
Creating Roadmaps to Build Solutions
9 P o ! ‘ the Value Stream

SCALED AGILE " = scaied naits, 1, 30

Notes:
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Action Plan: Analyzing your role as a PM in
the Lean Enterprise

Review the questions that will be
answered in this course on the Lesson
1 Action Plan page of your workbook.

» Step 1: Circle the questions that are
most relevant to you right now.

» Step 2: Place a star by questions
you will need to answer at some
point.

Action plan

» Step 3: Write some ‘big’ and ‘small’
questions of your own that will need
to be answered.

SCALED AGILE * © scatec Agite, 1oe, 1

Notes:

Lesson review

In this lesson you:

» Explored Product Management's role and responsibilities

» ldentified Product Management stakeholders and collaborators

» Reviewed Design Thinking for Product Management

SCALED AGILE " @ scaec auie, 1o,

Notes:
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Lesson 2

Continuously Exploring Markets
and Users

Learning Objectives:

2.1 Explain market research in the context of Continuous Exploration
2.2 Discover the right hypothesis and ask the right questions

2.3 Apply data-driven practices to answer questions

2.4 Plan your research

2.5 Use Innovation Games® for Customer understanding

SAFe® Course: Attending this course gives students access to the
Agile Product Manager exam and related preparation materials.

27 | © Scaled Agile, Inc.



2.1 Explain market research in the context of Continuous Exploration

Notes:

2.1 Explain market research in the context of
Continuous Exploration

2| b g semlad AfiTe, Ing
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2.1 Explain market research in the context of Continuous Exploration

Discussion: What is market research?

» Step 1: Discuss at your tables, “What is market research?”

» Step 2: Include examples of market research you've conducted and
the impactit has had on your work

» Step 3: Be prepared to share with the class

SCALED AGILE * @ scaec Agie, e,

Notes:
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2.1 Explain market research in the context of Continuous Exploration

What is market research?

What are some examples of market research you've conducted
and the impact it has had in your product?

30 | © Scaled Agile, Inc.



2.1 Explain market research in the context of Continuous Exploration

Gaining a deeper understanding of the problem

Discover Whatdo our Customers and stakeholders want? What are their needs?

Define What are possible ways to address those needs? Where should we start, and how would
we measure progress?

Understand
. the problem

SCALED AGILE " @ scatec Auite, 1o,

Notes:

Creating a better Solution

Develop Leverage insights and data to develop compelling options.
Deliver Use data-based techniques to converge on compelling products and services.

7 Design the
Jight solutioﬁp

£2)

SCALED AGILE * @ scaew gite, e,

Notes:
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2.1 Explain market research in the context of Continuous Exploration

Understand: Market research

» Focuses on the who, what, and why

= Determines concepts, opinions, and
values

» Assesses value provided and what
internal/external customers will pay

» Influences marketing and sales

Primarily drives product strategy

SCALED AGILE * @ scatec Agie, e,

There are two broad motivations for research

Design: User research

* Focuses on the how

« Observes and evaluates what
customers and users do

« Determines how customers use or
will use the product

< Influences Capabilities and Features

Primarily drives product design

Notes:

Understand: Market research

+ Focuses on the who, what and why

+ Datarmines concapts, opinions, and
values

* Assasses value provided and what
Internalfextemal customers wis pay

+ Influences marketing and sales

Prnimarily drives product strategy

Desian: User research

+ Focusas on the how

* Observes and evaluates what
customers and users do

+ Determines how customers use ar
will use the product

* Influsnces capabiliies and features

Primanily drives product design

SCALED AGILE * © scaec Agite, 10c,

Solution Roadmap

Research (generally) aligns to planning horizons

Multi-year Vision, Milestones,
events, and Epics

Portfolio

Pl Roadmap Short-term (3 — 4 PI) forecast

of Features and Milestones

Current Pl Plan ——1— |

Iteration Plan

Committed Features and
Daily Plan Enablers for current Pl

Notes:
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2.1 Explain market research in the context of Continuous Exploration

Continuous Exploration is market research

Continuous Exploration (CE) is the process that fosters innovation
and builds alignment on what should be built by continually exploring
market and Customer needs and defining a Vision, Roadmap, and

set of Features for a Solution that addresses those needs.

Product .
Manager:

SCALED AGILE " @ scatec Auite, 1o,

+ " Hypothesize

AL
Colleborate &
nﬂmlrc:\ Architoct Synthesize
v ki o0
M &4 o
- i
71N « Architect for =i ?
« Customer visits tetabiity and L F
« Gemba walks operatons
«Markot rosearch | * Separat deploy
* Trage sdies from release
+ Threat madeling

Continuous Exploration

Rulagss
on Demand

+" Continuous  Continuous
Integration  Deployment

Notes:
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2.2 Discover the right hypothesis and ask the right questions

2.2 Discover the right hypothesis and ask the right
guestions

P | 8 eusealad Agile, Inc

Notes:

Market context and growth stage influence questions

100

‘Growth’ product
questions

-
o

3
% B1BYS JONIEN

‘Mature’ product
questions

‘New’ product
questions

_ 0
" Innovators Early Early Late Laggards
2.5% Adopters Majority Majority 16%
13.5% 34% 34%

Rodgers, Everatt M. Diffusion of innovations, The Free Press, 2003.

SCALED AGILE * @ scateu auie, inc.

Notes:
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2.2 Discover the right hypothesis and ask the right questions

Core new product development questions

These questions are fundamental to understanding if you're solving the right problem!
» Do customers recognize that they have the problem you are trying to solve?

» What are they doing to try and solve it now?

» If there was a Solution, would they buy it?

» Would they buy it from us?

» Can we build a Solution for that problem?

» How can we differentiate our Value Stream?

Success is not delivering a feature; success is learning how fo solve the customer’s problem.
—Eric Ries, The Lean Startup

SCALED AGILE " @ scatec Auite, 1o,

Notes:

Core questions for products in the growth phase

We know that Customers within the same market segment have different expectations as products continue
to mature and evolve. Questions to address in this phase:

» How should our product change to meet changing expectations?

» Is our product growing well? If not, is the product failing or are we in a ‘chasm’?If we are in a chasm,
what do we need to do to cross it?

» Has our success changed the macro-environment? How are competitors responding?

Delivery
irigger

RECEIVE ROUTE

MANAGE ¢ ORDERFOR DISPATCH FULFILL COLLECT
CUSTOMER B R FULLFILL- VEHICLE ORDER pavvent (S SUPPORT
ORDER SELE

Could we change the order process to streamline fulfillment?

SCALED AGILE * @ scaew gite, e,

Notes:
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2.2 Discover the right hypothesis and ask the right questions

Core questions for mature Solutions

Mature Solutions may be ripe for extracting profit or may be an
opportunity for renewal and future innovations. These questions can
help determine future strategy choices.

» |s this segment still attractive?
» How can we further extract profit from superior operations?
» Have we lost sight of the core challenges facing our Customers?

» Is it time to exit this product/segment and invest elsewhere?

SCALED AGILE " @ scatec Auite, 1o,

Notes:
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2.2 Discover the right hypothesis and ask the right questions

Activity: What questions do you have about
TTC?

Imagine that you've been given a magic lamp that can
answer Customer and market research questions.

» Step 1: With your table group, choose three
questions you'd ask the lamp and describe how the
answers to these questions would help you in
developing the TTC Autonomous Delivery product.

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

SCALED AGILE " © scated Auiie, nc.

Notes:
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2.2 Discover the right hypothesis and ask the right questions

Question 1:

Question 2:

Question 3:

How would these questions help you in developing the TTC Autonomous
Delivery product?
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2.3 Apply data-driven practices to answer questions

2.3 Apply data-driven practices to answer questions

b scaled Agile, Inc

Notes:

Use data to answer questions

markets, can be very expensive:
« Syndicated or private data Ethnography
+ May have more detailed analysis

Secondary Data Primary Data
» Typically, previously collected and
published data + Custom designed and implemented to answer specific
* May or may not address specific question(s), as best as possible
question(s)
Free or Inexpensive Qualitative Quantitative
+ Usage Analytics/Product Telemetry « Empathy interviews « A/B testing
+ Government data « Simple surveys * Questionnaires/surveys
- Libraries = Gemba-go and see! = Choice modeling, conjoint
= Innovation Games® analysis
For sale, often focused on specific * Customer advisory boards
» Trade studies

SCALED AGILE * o scaiew Auile, e, a7

Notes:

39 | © Scaled Agile, Inc.



2.3 Apply data-driven practices to answer questions

Use data to answer questions

Secondary Data

Primary Data

» Typically, previously collected and
published data

» May or may not address specific
question(s)

Custom designed and implemented to answer specific
question(s), as best as possible

Free or Inexpensive
* Usage Analytics/Product Telemet
* Government data
= Libraries

For sale, often focused on specific
markets, can be very expensive:

» Syndicated or private data

+ May have more detailed analysis

SCALED AGILE " © scated Auiie, nc.

Qualitative Quantitative

* Empathy interviews + A/B testing

+ Simple surveys * Questionnaires/surveys
» Gemba-go and see! = Choice modeling, conjoint
* Innovation Games® analysis

* Customer advisory boards
+ Trade studies
« Ethnography

Notes:

Strengths of qualitative research

» In-person techniques tend to generate deeper understanding through
contextual data and non-verbal communication

» Can strengthen Customer relationships, especially in B2B and B2P

markets

» Builds Customer empathy within the team doing the research

» Creates vivid, concrete language and commitment to solve Customers’

problems

» Forms the foundation of innovation by letting you explore ‘what you
don’t know you don't know'

SCALED AGILE " @ scatec auie, 1o,

Notes:
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2.3 Apply data-driven practices to answer questions

SCALED AGILE " = scaied naits, 1,

Weaknesses of qualitative research

» Is less objective than other market research methods

» Does not scale to large numbers of people

» |s not statistically significant; however, statistical significance is
often not needed in B2B markets

» |Is relatively costly on a per customer cost basis but is often
relatively cheap in terms of actionable results

Notes:

Use segmentation
or sampling to
manage large
numbers of
respondents

SCALED AGILE * @ scaew gite, e,

Techniques vary based on number of respondents/participants

population Size

~100
@ e (@
& . %
& ~30 ‘“9
F Z.
& ~10K %
g %
o o,
B ~10 =
®
1 ~100K
Number of Customers
Focus groups, advisory boards [] Q .
B 'nnovation Games® B Largescaleq ires, surveys (; pling)

[0 Interviews, conjoint analysis

Notes:
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2.3 Apply data-driven practices to answer questions

SCALED AGILE " @ scatec Auite, 1o,

Complex, large solutions often have:

» Relatively small numbers of Customers

Techniques also vary based on market size

Qualitative research is often more obtainable and useful with these types of products.

» A small number of transactions with each Customer

» Transactions costing hundreds of thousands to millions of dollars

Moore, Geoffrey A. Dealing with Darwin. Penguin Group. 2008.

Notes:

» We act confidently on what
‘we know we know’

» We seek more data on what
‘we know we don’t know’
before we act

» Innovation is fueled when we
use research to enable
ourselves to find new
information: ‘what we didn't
know we didn’t know!’

SCALED AGILE * @ scaew gite, e,

Qualitative research fuels innovation

What we know we What we

know know we

don’t know

What we don’t know we
don’t know:

Innovation
is here!

Notes:
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2.3 Apply data-driven practices to answer questions

Different research techniques are useful in different contexts.
» Step 1: Select research techniques appropriate for TTC

» Step 2: Working in your groups, match the research technique
most useful for a given question in each context on the next slide

» Step 3: Be prepared to share with the class

SCALED AGILE " @ scatec Auite, 1o, 54

Notes:
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2.3 Apply data-driven practices to answer questions

Research techniques

Note which research techniques you would use for each of these questions.

Question . Recommended research technique(s)
How big is the TTC market?

What Features should we
build for our target market
segment?

Should we brand the
packaging and vehicle

design?
How should we sequence the
delivery of key Features?
How are we perceived vs. our
competitors?

Is our Roadmap aligned to
changing Customer needs?

SCALED AGILE " © scaied naite, 1,

Notes:
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2.3 Apply data-driven practices to answer questions

Recommended Research Technique(s)

How bigisthe TTC
market?

What features should
we build for our target
market segment?

Should we brand
the packaging and
vehicle design?

How should we
sequence the delivery
of key features?

How are we perceived
vs. our competitors?

Is our roadmap
aligned to changing
customer needs?
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2.4 Plan your research

2.4 Plan your research

)| b Busenlad Agile, In

Notes:
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2.4 Plan your research

Apply a market research process

Who you ask is often the most important planning question for primary research.

What are your questions or hypotheses?
What will you do with the answers?

|
What data is needed to answer the questions?

[ For primary research, who will you ask? ]
+

Acquire the data.
]

Process/analyze the data.
|

Present results and take action.

SCALED AGILE " = scaied naits, 1,

Notes:

Who should you ask: The respondent profile

» A respondent profile is a profile of the respondents who are desired
for the research.

» The respondent screeneris a series of questions or data
characteristics that are used to determine if a given person meets
the desired respondent profile.

» Example: Knowledge workers in companies of more than $100M
in annual revenue who have a need to collaborate with peers,
other people within their company, and internal/external
stakeholders on an as-needed basis.

SCALED AGILE * @ scaew gite, e,

Notes:
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2.4 Plan your research

How many people should you ask?

As many people as it takes to get
actionable insights!

T : Calculate your sample size
» Quantitative: Use a sample-size

calculator based on the |eve| of Population size @ Confidence level (%) @ Margin of error (%) @
confidence you need 500 95 - 5

» Qualitative: Research from Griffin Sampie size
and Hauser suggests that if you 21 8
have the right people, 12
Customers can be expected to hitps://www.surveymonkey.com/mp/sample-size-calculator/
represent 70 to 75 percent of Griffin, Abbie and John R. Hauser: “The Voice of The

Customer” in Marketing Science, Vol. 12, No. 1, Winter

market needs, and 30 Customers 1993, pp, 1-27.

can be expected to represent 90
percent of market needs.

SCALED AGILE " @ scatec Auite, 1o, co

Notes:

Planning example: Qualitative research, existing product

What ate your questions o hypotheses? ‘

What wil you do with tho anawars? We have a lot of good ideas for the next version of our product. Which
1

TR e ‘ Features or Capabilities would our customers value the most?

For primary resesrch, who will you ask?
— e e e

-| We will use the results to help us prioritize our Roadmap & backlog.

the data. '\ l
Pmonlmulh‘nduk.-dbn | Z 7
We want to ask our ‘most important’ customers — those with annual
contracts greater than $250K per year.

1

We will use the Weave template Buy a Feature with one set of
forums for each Customer, so we can analyze the data by individual
Customers (to help account management and sales) and by all
Customers (to help product management).

|
{,
[ Acquire :hu data.
[
!

SCALED AGILE * © scaec Auile, 10s, &6

Notes:
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2.4 Plan your research

Planning example: Quantitative research, new product

Identifying potential market segments will help us determine if this is

" Wm'mm;‘gm ‘ One of.our epgineering teamg. has deyeloped a novel technique that
P dramatically improves OCR via maphme learning. Is there a new

‘ For primary resoarch, who will you ask? market that we could target with this technology?

] Amc:hodtu. |

1

l

|
- et e ' a commercially viable idea.
Present results and fake action. | l
We will use secondary research to identify companies that use
existing OCR Solutions and explore how they can be segmented or
re-segmented.
SCALED AGILE " @ scatec Auite, 1o, 1

Notes:

Apply a market data process system
@ (mmmmmmmmmmmmmmmmoe
dHEITS Develop Helfps
hypothesis Hypothesis hypaihesis
(discovery) 4 - (validation)
N { 2 Y { ? \ =
e . O, A\ St
Answers: Answers:
Problems, - Market size,
behaviors, > market structure
experiences, Primary R o Secondary |@#
requests Data Data
& ]
May be primary or secondary CRM system? Buyer dala
based on why (or how) it was Data System logs? User data
collected App data? Customer support data
Product telemetry
SCALED AGILE * @ scated Auite, c, fo

Notes:
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2.5 Use Innovation Games® for Customer understanding

2.5 Use Innovation Games® for Customer
understanding

Introducing Innovation Games®

» Innovation Games® are collaborative, serious
games designed for qualitative market and
Customer research

» There are 12 games, each designed to help
answer a different set of questions

» A single game (or forum) is designed for 4 to 8
participants to maximize collaboration

» Multiple forums are used to identify patterns of

larger groups of people A Le S i
1. =BlEE .
; i Lo, TERED
» Games can be played in-person or online
SCALED AGILE * @ scatew auite, e, 64

Notes:
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2.5 Use Innovation Games® for Customer understanding

What makes Innovation Games® unique?

» Game playing provides a relaxed, less rigid
environment for participants

» Each game leverages research from cognitive

psychology and organizational behavior to create Product Box (in-pereon)

Identifies desirable features

highly actionable results

» Most games are available in-person and online,
providing opportunities for both intimacy and scale

» Some games let participants create ‘artwork’ which
can be retained and shared with others, further
. . . Prune the Product Tree (online)
increasing empathy and understanding Shapes products to market needs

SCALED AGILE " @ scatec Agie, 1o, fs

Notes:

Match Innovation Games® to questions

3
E| 8| ¢ 2 | 8
& = 3 o =
oD - 3 > = ° 54 3
s| ¥ (5|5 8|88 |s|[s|5/|%
18| &8(=|S |3 |s|2|2|5|8|€]8
S| & - 5 g w 5 & > S 3
5le| 8|28 c|s|z|5|8|<|8]¢8
B ] g % = B 8 _g c £ @ g %)
s| & | 8 e e |8 | 8|F
8| 5| & s |3
To better understand... Q
Customer Needs v v v v V4
Solution Requirements v |V |V |V
Solution Usage v CV Al IV V6 v
Future Solutions v v v | Vv v v
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Notes:
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2.5 Use Innovation Games® for Customer understanding

Innovation Games® map into Design Thinking flows

; Remember N/
A:-«:” ® . the Future G .
 (ra—
3 9. :Product Tree
&

\*__-N;?' 7">"('

) If =

Pty
Bl }\

~" Speedboat Zﬁ }‘1‘7_{

pael ¥ 1

H R

Who is my
Customer?

What is their What is Minimum
Problem?

Valuable Product?

€. 7

\ ““‘ [

) Buy a Fet.:h.re
20-20 ViSION | courcsimaisin consss

“The Innovation Games," Conteneo Inc., accessed August 2019, innovationgames.com/the-innovation-games

SCALED AGILE * @ scaec Agie, e,

Notes:
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2.5 Use Innovation Games® for Customer understanding

’ff: 9 Activity: Spider Web

In this activity you will use the Innovation Game® Spider
Web to better understand relationships between TTC,
merchants, Customers, and other entities.

» Step 1: Draw a circle in the middle of a flip chart. In
that circle, write the words TTC.

» Step 2: What systems might provide data to TTC?
What systems might consume data from TTC? Draw
these as nodes and connect them to TTC via lines
indicating potential data flows. Are these systems
connected within themselves?

» Step 3: Consider merchants, Customers, and other
entities.

SCALED AGILE * © scatec Auite, 1oc,

Notes:
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Action Plan: Continuously exploring markets
and users

On the Lesson 2 Action Plan page in your
workbook, answer the following questions:

» Agile development often emphasizes user
market research. How can you make certain
your research is balanced?

» To what degree can you instrument your
product to capture data that can help you
understand your customers?

» Whatare the three most important
guestions you can ask about your product? -
What actions would you take based on the Action:plan
answers to these questions?

SCALED AGILE * © scaec Agbe, s,

Notes:

Lesson review

In this lesson you:

» Examined market research in the context of Continuous
Exploration

v

Explored how to discover the right hypothesis and ask the right
questions

h 4

Explored data-driven practices to answer questions
» Discovered how to plan your research

» Reviewed Innovation Games® for Customer understanding

SCALED AGILE " @ scaled suis, inc,

Notes:
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Lesson 3

Driving Strategy with Market
Segmentation

Learning Objectives:

3.1 Explain market segmentation
3.2 Create market segments through market research
3.3 Determine market segment value

3.4 Assess market segment fit

SAFe® Course: Attending this course gives students access to the
Agile Product Manager exam and related preparation materials.
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3.1 Explain market segmentation

SCALED AGILE

3.1 Explain market segmentation

Notes:

5%

The market is HIGHLY FRAGMENTED with

many players occupying the market share
L] ]
gabl mall uf

READ THE REPORT

COURIERAND LOCAL DELIVERY SERVICES
MARKET IN US 2019-2023

SCALED AGILE " @ scatec Auie, i

TTC has a compelling market opportunity

INCREMENTAL
GROWTH »

$22.4 mn

The year-over

for 2019 is est t

A 5.04%

GROUND

DELIVERY

SEGMENT
ted for

One of the KEY DRIVERS for

this market will be the increasing
demand from medical and
healthcare industries

10,000"’ reports covering hichatopics
INDUSTRIALS
Read them at:

www.technavio.com

Notes:
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3.1 Explain market segmentation

Market segmentation

Market segmentation is the process of dividing a potential market into
distinct subsets (called segments) with common needs or characteristics in
order to focus effort on the most attractive segment. Segments are:

Identifiable We can identify its members

Measurable We can determine its size

Significant It is large enough to be economically feasible
Homogenous Members within a segment are similar
Heterogenous Members between segments are distinct
Reachable Contacted through promotion and distribution efforts
Compatible Aligned with our mission, strengths, and ability

SCALED AGILE " @ scatec Auite, 1o,

Notes:

Attributes help create market segments

» Some attributes depend on market type:

- B2B: Vertical industry, operating characteristics, firm size, firm
structure, revenue, number of employees, rate of change (growing?)

- B2P/B2C: Behavioral/lifestyle, personality, geography, demography
(age, gender), rate of change (growing?)

» Multiple attributes are used to create attractive segments and
encourage focus

SCALED AGILE * @ scaew gite, e, 74

Notes:
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3.1 Explain market segmentation

Jobs to be done is a tool for problem-centric segmentation

» A job to be done (JTBD) is not a product, service, or a specific Solution;
it's the higher purpose for which Customers buy products, services, and
Solutions.

» Clarity in understanding JTBD helps:

- Create market segments of Customers facing similar problems

- Improve the design of operational Value Streams and Customer
experiences

- Create opportunities for innovation when we find entirely new ways to solve
a problem (e.g., the job of ingesting medicine can be accomplished by
taking a pill or by applying a skin patch)

SCALED AGILE " © scated Auiie, oc,

Notes:

Use different attributes to explore markets in fresh ways

Knowledge of Security Experience
Very
St
Strong ;5219 3+ years less than

6% 10% 1 year

20%

Average 4

15% ol d

Weak
40%

Weak
35%

years
40%
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Notes:
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3.1 Explain market segmentation

Understand total available market (TAM) and segments

The attractiveness of Known Universe
;i All companies who use a courier
a segment is based
on analyzing the
segment’s needs Total
Available
and the degree to Market: N
which your products (TAM)
: Less than
can profitably meet 25 miles,
less than
these needs. 100lbs

Segment 1: Medical Segment 2: Retail and Printing
Medical diagnostics Retail goods/printed documents

SCALED AGILE " © scated Auiie, nc. 77

Notes:

Local courier services market segmentation (U.S.)

Core Need/Job Competitors 2021 Est. Spend
(US, M)

Medical Secure, sometimes urgent transport of Cars, vans, hikes $2,000
Services medical specimens for testing/diagnostics.
Manufacturing Reliable transport of goods and services, Vans, small trucks $5,000
often related to just-in-time manufacturing.
Retail and On-demand delivery of retail goods or Bikes, cars $1,000
Printing printed documents.
Food Delivery On-demand delivery of prepared (mostly UberEats, $23,000
hot) food. DoorDash, GrubHub
Specialized On-demand delivery of specialized items Specialized vendors $4,000
Items (such as luggage or artwork). Security is a
priority.

SCALED AGILE * © scatec Agile, 10s, 45

Notes:
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3.1 Explain market segmentation

Activity: Which segment is most attractive to
TTC?

Work with your table group. Use the segmentation data provided on
the previous slide to answer the following questions:

» Step 1: Which segment should TTC target? Why?

» Step 2: What unusual or unique needs can TTC service better than
its competitors?

» Step 3: Can you find a way to focus on a narrower segment?

SCALED AGILE " © scated Auiie, oc,

Notes:
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3.1 Explain market segmentation

Which segment should TTC target? Why?

What unusual or unique needs can TTC service better than competitors?

Can you find a way to focus on a narrower segment?
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3.2 Create market segments through market research

3.2 Create market segments through market research

VN eiseniad Agile, Ine:

Notes:

Use a research-based segmentation process

1. Understand portfolio Strategic Themes <A

Operational
2. Develop segment-motivated questions B

. S
3. Develop a research plan and acquire data Secondary

SCALED AGILE * o scaiew Auile, e, 81

Notes:
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3.2 Create market segments through market research

Strategic Themes drive Product Management’s goals

Examples of potential TTC Strategic Themes:

» Use government sector experience
to enter the commercial market

» Cloud and mobile first
Strategic

» Leverage Al for delivery Themes

optimization

These Strategic Themes suggest
that the PM team should consider a
commercial market segment that is
‘closer’ to the work performed in the
government sector.

SCALED AGILE * © scatec Agite, 10c, 82

Notes:

Develop your research strategy

Enter the commercial sector

i

. T

Is this defined as a current 1S Understand: Market research Design: User research

segment or do we need to

further evaluate the theme? « Focuses on the who, what and why « Focuses on the how

* Determines concepts, opinions, and + Observes and evaluates what
« |f a current segmem' Is our values customers and users do
s 2 * Assesses value provided and what » Determinas how customers use ar
present data actionable? internaliexternal customers will pay will use the product
L * Influences marketing and sales + Influences capabilities and features

* Could this involve the

development of new

Solutions or new Value

Streams? Primarily drives product strategy Primarily drives product design

E 2

‘ How will this affect our product backlog? ‘

SCALED AGILE " = scaied naits, 1,

Notes:
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3.2 Create market segments through market research

Research results may affect the portfolio

=== Enter the commercial sector

= What does the LPM team need to know about the
| research results?

» Does it create a new operational or development
Susteqy Value Stream?

Investment
Funding
* Does it motivate new Epics?

* Does it motivate budget adjustments?

Portfolio
Operations

Governance

84

SCALED AGILE " @ scatec Auite, 1o,

Notes:

Research informs products and Value Streams

Understand: Market research \\

+ Focuses on the who, what and why

« Determines concepts, opinons, and
valves

* Assesses value provided and what
nternal/external customers will pay

« Influences markeling and sales

WSJIF
—
Y c
Primarily drives product strategy Requ"emen‘! 3 = = -
FEE w—)
Design: User research 22‘::;2: HERs
Solution Backlog

» Focuses on the how

« Observes and evaluates what

customears and users do /\/\/\/
+ Determines how custormers use of

will use the product
+ Influences Capabilities and Features Architectural

Runway j

Primarily drives product design
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Notes:
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3.3 Determine market segment value

3.3 Determine market segment value

P | 8 eusealad Agile, Inc

Notes:

Determine market segment value

» The value of a market segment is determined by key factors:
- The current and future size of the segment
- The amount Customers are willing to pay for your products or services
- Competitors, substitutes, and compliments
» Market segment value informs strategy questions
- Is this segment valuable enough?
- Is it aligned to our Enterprise and/or portfolio strategy?

- What would it take for us to win? Can we do this given our current team,
our current offerings, our go-to-market structures, and so forth?

SCALED AGILE * o scaiew Auile, e, a7

Notes:
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3.3 Determine market segment value

Exploring the medical delivery services market segment

» A good first step

Total Avg Daily

i i . : Avg Cost Gross
in understanding Entity stipments or | AEEo | oo
a market
segmentis to Large Hospitals 2 1000 $120  $120K
identify how
much it currently Sl ossran 4 500 §120  $60K
spends. Test Labs 17 200 $90  $18K
" 5 Yo Id likel

> ThIS table is 'ou would likely add more segments
reflective of U.S. Notice that we are creating more detail as we explore the segment;
cities of 750K — this is good as focus promotes clarity in Design Thinking
1.25M people' These data are usually purchased from secondary sources.

SCALED AGILE " © scated Auiie, oc,

Notes:

Guidance: Sizing data is integrated from multiple sources

» You may not be able to get accurate size data from a single source

- Example: You want the amount of money each type of business
spends on courier services, but you may only be able to obtain
data on the total spend of courier services by geographic region

» You may have to estimate detailed data from aggregated data

» Keep your data and calculations transparent and update as more
accurate and/or precise data becomes available

» Your confidence increases with market research and product
metrics

SCALED AGILE * @ scaew gite, e,

Notes:
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3.3 Determine market segment value

Some companies serve a small number of large customers

Consider the example of a LIDAR Laser Source Supplier

H LIDAR Laser H LIDAR /

B Source Supplier B Solution \¢

The LIDAR Laser Source The LIDAR Supplier has 4 %

Supplier has a single customer: a small number of
the company that uses this customers (typically,
component in the overall vehicle manufacturers):
LIDAR Solution

Car Company

SCALED AGILE * @ scaec Agie, e,

Notes:
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3.3 Determine market segment value

@‘.} Discussion: Segmenting internal customers

Discuss this statement:

» Internal customers are captive—they have to use our systems.
Therefore, we don't need to segment them.

SCALED AGILE " @ scatec Auite, 1o, a1

Notes:
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3.3 Determine market segment value

Activity: Extending the medical market
segment financial model

There are several factors that contribute to the attractiveness of a
given market segment.

» Step 1: Working at your table, identify ways you could extend the
initial financial model of the medical services delivery segment to
help TTC determine if this is an attractive segment.

» Step 2: Which data might be obtained from external sources?

» Step 3: Which data is based on internal factors or choices?

SCALED AGILE " © scated Auiie, oc,

Notes:
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3.4 Assess market segment fit

3.4 Assess market segment fit

| b eusealal Agile, In

Notes:

Evaluate segments: Value, Mission, Vision, Operations

» Values/Mission/Vision: For each potential segment, we can ask if
serving this segment:
- Aligns with our values and mission
- Help us advance our Vision

» Operations

- Do we have the right operations (marketing, sales, service, customer
support) to service this segment?

- Do we have or can we create relationships with the right partners?

- Are we capable of meeting the unique needs of this segment?

SCALED AGILE * o scaiew Auile, e, 4

Notes:
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3.4 Assess market segment fit

Product Managers typically explore segments from a positive bias, focusing on the
beneficial applications and uses of products and services. However, not all
customers or segments use products and services in the manner intended.

» Step 1: With your table group, answer these questions about potential negative
applications or unintended consequences.

- What are some potential negative applications or unintended consequéences of
autonomous delivery vehicles?

- Could these constitute an undesirable segment?

- How might the design of the product or service take these into account?

» Step 2: Each table group should share their thoughts with the class.

SCALED AGILE * © scatec Agie, e, as

Notes:
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Duration
v

Action Plan: Driving strategy with market
segmentation

On the Lesson 3 Action Plan page in your workbook, answer these
questions:

» Is your market characterized by a small number of large and influential
customers (B2B/large systems) or by many small or common Customers
(consumers, retail merchants)?

» Are you selling directly or through a channel? If selling through a
channel, do you need to conduct research on your Customer’s
Customer?

» What segmentation attributes can help you see old/existing Customers in
new ways?

SCALED AGILE * © scatec Agite, 1oe,

Notes:

Lesson review

In this lesson you:

» Explored market segmentation

» Examined research-based segmentation

» Reviewed how to determine market segment value

» Explored how to assess market segment fit

SCALED AGILE " @ scaec auie, 1o,

Notes:
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Lesson 4

Using Empathy to Drive Design

Learning Objectives:

4.1 Describe the purpose and use of personas
4.2 Create and use personas

4.3 Improve Customer experience through empathy

SAFe® Course: Attending this course gives students access to the
Agile Product Manager exam and related preparation materials.
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4.1 Describe the purpose and use of personas

4.1 Describe the purpose and use of personas

Notes:
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4.1 Describe the purpose and use of personas

Video: Expanding the use of autonomous
vehicles

Let’s watch this video to explore
another potential use of
autonomous vehicle delivery.

At the speed of need

Terrif.@ 1sport
Corpuiation

J

hitps://vimeo.com/317362936/13a0{f8d07

SCALED AGILE * & sciied gt i

Notes:

Describe personas

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
4 TimeinApp: 10 minutes

» Convey the problems they're
facing in context (e.g., their work
environment) and key triggers for
using the product

| llke technology! | I'd rather order online than

Pm.mia‘rz:m ““"“m”'“ diai the phone and talk o

» Capture rich, concise information My s s s
. . . ing the week, 50 she 3 'L own a com, >
(photographs, family stories, jobs, animenn o ermincsin orl ot and pnes

etc.) that inspire great products
without unnecessary details

SCALED AGILE ' © scatec Auiie, 1nc, 160

Notes:
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4.1 Describe the purpose and use of personas

Example persona: TTC Consumer

Cary the Consumer

Age: 36
L Saation: Reno, Nevada, USA What benefits does What features might deliver
* TimeinApp: 10 minutes Cary want? these benefits?

24(7 access iPhone app for tracking order status
Ability to receive packages Secure package delivery/ability to
without being home designate delivery to a neighbor
lwng:gyumam Imooihomeonsome 2 rather order oniine than
m'.;'m.;‘.::r weekends o hm"rydw " Packages delivered where | Rerouting packages in transit
want, even if | change my mind
My wife aiso works
2 Textis my favorite
during the waek, 50 sh 1 don't computer,
o e D orm o commmicaton || <ol \ite and pme; Normally, we talk about ‘Feature-Benefit'. But in design thinking, it often
Spaeiime o holp) helps to flip the ordering and talk 'Benefit-Feature® as this helps promote
idering different fi that can provide the desired benefit.
© Scaled Agile, Inc.
SCALED AGILE * © scatec Agite, 10c, 101

Notes:

Personas refine market segments

» Personas bring segments to
life

» Personas help personalize
experiences to meet
individual Customer needs

Market
segment

TTC Personas

» Define your segments; then
build personas that support
them

-

Cary the Mary the
Consumer Merchant

SCALED AGILE * @ scaew gite, e,

Notes:
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4.1 Describe the purpose and use of personas
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4.1 Describe the purpose and use of personas

Personas are strategic, longer-lived artifacts that define product direction

Normally, we talk about ‘Feature-Benefit.” But in Design Thinking, it often helps to
flip the order and talk about ‘Benefit-Feature’ as this helps promote considering
different Features that can provide the desired benefit.

Cary the Consumer

- TS <Y What benefits does ~ What features might deliver
Cary want? these benefits?

* TimoinApp: 10 minutes

Benefit Hypothesis
24/7 access iPhone app for tracking order status
Abiiity 1o receive packages Secure package delivery/ability to
without being home designate delivery to a neighbor
b fmctrciogy! | ham s T not b o we 1 rather order onlre than
il weekends e e Packages delivered where | Rerouting packages in ransit
want, even if | change my mind
Wy wie also works Tk
Pirsdhicloessty « my favorite ;
ot | Smoemmaen USSR Normaily, we talk about Feature-Beneft. Butin design thinking, it often
Nem SR helps fo fiip the ordering and talk ‘Benefit-Feature’ as this halps promote

considering different features that can provide the desired benefit.
© Scald Agha, I

SCALED AGILE " @ scatec Auite, 1o,

Notes:

Complex products often have 3 — 7 user personas

Type of Persona

Primary The personas that Mmu st be satisfied for a successful product. Their goals
drive the design process. There are typically 1 — 4 primary personas.
Secondary Another user of the primary interface, one for whom we willmake

accommodations so long as the primary persona’s experience is not
compromised. There are typically 1 — 3 secondary personas.

Negative Someone for whom you're explicitly 10T going to satisfy. This helps you make
tough choices about product Features and is used rarely. Focus on your primary
and secondary personas.

SCALED AGILE * @ scatec Agite, e,

Notes:
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4.1 Describe the purpose and use of personas

Create buyer personas for B2B markets

» In many B2B markets, buyers make the purchasing decisions, not the
end users

» Buyer personas capture their role, authority, and buying journey

» Buyer personas reveal insights about buyers’ decisions—the specific
attitudes, concerns, and criteria that drive prospective Customers to
choose our Solution, a competitor, or the status quo

» Buyer personas help drive often-overlooked aspects of the product:
buyers care about ROI, economic modeling, service, and support

SCALED AGILE " @ scatec Auite, 1o,

Notes:
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4.2 Create and use personas

4.2 Create and use personas

i1+ @iseaiad Agile, Inc:

Notes:

Use many artifacts to develop personas

Jd 3 J°

Case Macro-economic Market
Studies Trends Segments

Cary the Consumer
Age: 386

Location: Reno, Nevada, USA
* TimeinApp: 10 minutes

S

mohommensans | ISISpacothr e an

wifa also works.
: 4 g i wk vo o o my favorte | 1dontowns computer
QDaml - mmm with suppliers. only
Product Box une die
' Product Tree ‘

Qualitative Research

SCALED AGILE * o scaiew Auile, e, 107

Notes:
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4.2 Create and use personas

Persona development best practices

» Persona formats may differ based on product and Solution Context

» Personas create options for communicating objectives and
requirements (persona-specific Stories):

- Role: As a <user role> | can <activity/goal> so that <business value>

- Persona: Frank wants to <activity/goal> so that Frank gets <value>

» Personas are not roles—a user may have multiple roles

» Periodically assess your personas as your product evolves

SCALED AGILE " @ scatec Auite, 1o,

Notes:

Role-playing with personas brings them to life

Team members Team plays Buy a Feature:
pick a persona “What would this persona want?”

2

[y

a Review the results: —

* What did they fund? —

* Why do they think these Features —
Cary the Mary the are important to this persona? -
Consumer Merchant * What new ideas emerged on helping = -

the persona accomplish their goals?

SCALED AGILE * @ scaew gite, e,

Notes:
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4.2 Create and use personas

Personas can be leveraged throughout SAFe

_
=
B
\
|

[ Have we considered Cary's

ﬁ e ) =~ “| needs in our Solution Context
X - A . (this is part of our next lesson)?
- Do PI Objectives relate

Cary the i
Consumer Does the Program Backlog to Cary 5 ob;ectnves"
relate to Cary's needs'? m ¢
- =Q L -
Tt (R [ é% ’j - f — -
Do we refer to Cary during L - =
Iteration Planning? B 1 e :
e o T

SCALED AGILE " @ scatec Auite, 1o,

Notes:
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4.2 Create and use personas

Activity: Develop Mary the Merchant
persona

» Step 1: With your table group,
use the handout provided to PERSONA CANVAS 3=
develop a persona for Mary the Y) P
Merchant, a small business o D
owner who is interested in ey T
understanding how
autonomous delivery vehicles N/
can help her business. P TR e

: ,

PR TRENDS

» Step 2: Share your persona — " L —
canvas with the class.

SCALED AGILE "  scsec aui, i it

Notes:
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4.2 Create and use personas

S

o~ 1104
pue seol |eucisy L9NES1 | BUTHIRY
53dOH : W Sdv3

/

YT

S3LINNLYOAdO

el

Sy waoupspuzn Eoop

SONFHL IALLYON

JUBILUGHAUS

B2 WOI) SPUBA BAIS04 o O

SON3HL FAILISOd

=9 SYANY) YNOSY3d

VOIS0
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4.3 Improve Customer experience through empathy

4.3 Improve Customer experience through empathy

P | sl A, Ine

Notes:

Empathic design and the Customer experience

» Empathic design refers to our ability to put aside our
preconceived ideas and develop Solutions from the perspective of
our Customers

» Empathic design motivates teams to understand and experience
the world from the Customer’s perspective, learning and
appreciating their roles, their work context, and the difficulties they
face

» Customer-centric Enterprises apply empathic design throughout
the design process

SCALED AGILE * o scaiew Auile, e, 13

Notes:
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4.3 Improve Customer experience through empathy

Empathy addresses more than mere functional needs

» Aesthetic and emotional needs
» Ergonomic needs, such as the placement of physical features

» NFRs or Capabilities not explicitly requested by users:

- Performance, security, and compliance

— Operations, maintenance, and support

SCALED AGILE " @ scatec Auite, 1o, 14

Notes:

Building empathy

» To build empathy, we use a variety of Resources:
techniques: e
» htips://en.wikipedia
- Empathy interviews .org/wiki/Ladder in
- Innovation Games: The Apprentice, Me and terview
My Shadow » hiips://www.innova
- Structured interview techniques such as tiongames.com/me
laddering -and-my-shadow/

» The results of these research
engagements can be captured and shared
via personas and empathy maps

» https://www.innova
tiongames.com/the
-innovation-games/

SCALED AGILE * © scaec Auile, 10s, 115

Notes:
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4.3 Improve Customer experience through empathy

Empathy map

» The empathy map
is a tool that helps
teams develop
deep, shared
understanding and
empathy for other
people

» Use it to design
better experiences
and Value
Streams

SCALED AGILE " @ scatec auite, 1o,

Who are we
empathizing with?

What do they
need to do?

What do What do
they hear? they see?
What do What do they think What do
they do? and feel? they say?

Notes:

Understand: Market research

Personas and empathy maps help make research actionable

Design: User research

_ Buyer _

Advances

SCALED AGILE " © scated Auie, I,

Notes:

87 | © Scaled Agile, Inc.




4.3 Improve Customer experience through empathy

Empathy maps are typically shorter-lived artifacts

What does Mary see, think, and feel now?

How do we hope our planned releases change what Mary sees, thinks, and feels?

- When should we update our persona and empathy map based on these changes?

SCALED AGILE " @ scatec Auite, 1o, 18

Notes:

Empathy interview guidelines

» Face-to-face is best

» Build rapport before asking questions

» Keep questions short (fewer than 10 words if possible)
» Ask only one question at a time

» Encourage stories

» Observe non-verbal queues

» Explore emotions: “How do you feel about...?", “Tell me more...’

» Thank them!

SCALED AGILE * @ scaew gite, e, 118

Notes:
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4.3 Improve Customer experience through empathy
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4.3 Improve Customer experience through empathy

» Step 1: Find a partner to pair with. One of you will play the role of
Mary the Merchant, who has been identified as a potential TTC
Customer, and the other will be the Product Manager.

» Step 2: Using your TTC scenario and the empathy map as a guide,
create three questions that the Product Manager will ask Mary.

» Step 3: After five minutes, switch roles.

» Step 4: Be prepared to share with the class.

SCALED AGILE " © scated Auiie, oc,

Notes:
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Duration
v

= Action Plan: Using empathy to drive design

On the Action Plan page in your workbook, answer
the following questions:

» Sometimes organizations create personas but fail
to leverage them. What are some techniques you
can employ to ensure your personas are
understood throughout the organization?

» What role can your stakeholders play in
developing your personas and empathy to create
a better customer experience?

» To what degree would your product benefit from
a buyer persona?

SCALED AGILE * © scatec Agite, 1oe, 151

Notes:

Lesson review

In this lesson you:

» Explored the purpose and use of personas
» Examined creating and using personas

» Discovered how to improve the Customer experience through
empathy

SCALED AGILE " @ scaec auie, 1o,

Notes:
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Lesson 5

Defining Product Strategy and
Vision

Learning Objectives:

5.1
5.2
5.3
5.4
5.5
5.6

Explain the strategic purpose of your product
Create a compelling product Vision

Design value propositions and business models
Design the Customer journey

Design the whole product and Solution Context

Design platform, API, and data strategy

SAFe® Course: Attending this course gives students access to the
Agile Product Manager exam and related preparation materials.
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5.1 Explain the strategic purpose of your product

5.1 Explain the strategic purpose of your product

Notes:
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5.1 Explain the strategic purpose of your product

Duration
1

Activity: Let’s grow!

TTC has decided that it's time to really T e T
grow, and you need to hire some great Qa"d 1: Reason #1 that'

new talent. To do this, you need to SO mard 9" Reacon #2 that
explain a compelling Vision of both TTC Card 2 Reason#2 that

and autonomous vehicles. Work someone should join TTC

individually to create four cards:

» Step 1: The first two cards will Card 1: Reason #1 that
contain one reason why someone e
should join TTC SC CardZReason#Z that

someone should work on

» Step 2: The second two cards will autonomous delivery
contain one reason someone should :

work on autonomous delivery
vehicles

SCALED AGILE " @ scatec Auite, 1o, 194

Notes:
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5.1 Explain the strategic purpose of your product

Activity: Group your cards ) (®:

Working as a table, group your cards into clusters based on what you
see as common characteristics.

Cluster #1 ‘ Cluster #2

Card... Card

’ v ard... |
fard... ‘ Card l
Card... |

Card...

Card...

SCALED AGILE " © scated Auiie, oc,

Notes:
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5.1 Explain the strategic purpose of your product

The Golden Circle

» Research from Simon Sinek suggests that meaning and purpose
help create successful products and services and inspire action

» Sinek summarizes his findings as The Golden Circle

Why: Why do you do what you do? What is the
purpose of your product, service, and Enterprise?

How: How do you do this? What makes your
Enterprise special or sets you apart from your
How competition?
What What: These are the solutions you're creating.
SCALED AGILE * @ scaec Agie, e,
Notes:
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5.1 Explain the strategic purpose of your product

— )
X 0 S .
Activity: Can you find the Why?

G Card. I
- || —————Car...
e ]

=2 Card..

W ((©

SCALED AGILE * © scatec Agite, 10c,

I

§I

Working in your
table group, can
you restructure
your cards
according to The
Golden Circle?

Notes:
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5.2 Create a compelling product Vision

5.2 Create a compelling product Vision

Notes:

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?

» How will it differentiate us?

» Whatis the future context in which our
product will operate?

» What is our current business context? How
must we evolve to realize this future state?

SCALED AGILE * @ scateu auie, e, 129

Notes:
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5.2 Create a compelling product Vision

Vision comes from many sources
» Industry analysts
< = =
— [
» Mega-trends souter v Srmege
Solution
- Teens don't drive Backog )
Portfolio
— Urbanization ° ¥ .
Sol IOE:‘Prodod [_)” - S—
» Government regulation MR Soion T — sss
Architects, System
» Customer feedback :’"‘“""': j el
V) 3
ml Agiia Teams feedback
SCALED AGILE * © scatec Agie, e, 50
Notes:

Powerful Visions motivate

More motivating Less motivating

» We will win a “Product of the Year” » The product will be released with all
award from planned features by 30 May

b The product will reduce call duration » Release the product by September,
in our call centers by three minutes so we can go public
per call

» Make the product so simple to use
that we can cut training time from
three days to half a day

S F

Mike Cohn, “Want Better Software? Just Ask: Seven Things Project Customers
Can Do,” Better Soffware, March 01, 2014,
. v hitps:fiwww mauntaingoatsofware.comiaricles wanl-better-software- just-ask

SCALED AGILE " = scaied naite, 1,

Notes:
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5.2 Create a compelling product Vision

Vision: We're #1 statements

Vision (positioning) statement: We’'re #1 statement:

For <target customer> Google: The World's Best Search Engine

Who <compelling reason to buy>| | BMW: The ‘Ultimate Driving Machine'

Our product is <product category> Apple: A computer for the rest of us

That <key benefit>

Unlike <main competitor>

Our product  <key differentiation>
- FAS 7
SCALED AGILE * © scatec Agite, 10c, 145

Notes:

Vision: Postcard from the future

Vision: Postcard from the future

- Aspirational, yet realistic ' \
and achievable | g o gt i \

| ot adreom :

- Motivational enough to | Wish we,, \
engage others on the e \

- \ '
journey ' ;

Result: The teams start thinking about how to apply
their strengths in order to get there

. A
Heath, Chip and Dan Heath. Switch: How to Change Things When Change Is Hard. New York: Broadway Books, 2010

SCALED AGILE " @ scatec auie, 1o,

Notes:
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5.2 Create a compelling product Vision

Vision: Vision Box

» Teams design the packaging for their future product

» Teams can ‘sell on-demand’ their Vision

Vision Box is based on the Innovation Game Product Box

SCALED AGILE * © scatec Auite, 10s, 154

Notes:

Communicate the Vision differently to different audiences
[Visiontechnique | Audience Goal |
Elevator pitch Marketing/  Effectively communicate desired competitive positioning
Sales
We’'re #1 statement Brand team Align Solution with brand attributes and mission
Vision video, Solution Inspire the future and establish context
Postcard from the future, Train and
Vision Box ARTs
Vision video Customers For B2B and B2P, maintain and strengthen relationships
Investors Secure investors for early stage offers
Cover story/press release Solution Provide context and inspiration for the Program Increment or
Train and next major release. The preview or Solution brief supports
ARTs this.
SCALED AGILE * @ scated Auite, c,
Notes:
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5.2 Create a compelling product Vision

» Step 1: Imagine that you have reached the
first delivery Milestone of your autonomous
delivery vehicle Solution. This achievement is 5

HE COVER!
ONT R»M

so exciting that a major magazine wants to pe &
feature your Solution as their lead article.

» Step 2: Working at your table, pick a major
magazine and identify the most compelling
aspects of your cover story.

SCALED AGILE " © scated Auiie, oc,

Notes:
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5.2 Create a compelling product Vision

ON THE COVER!

: p Quotes
X5 5
@
£ lwmages

b L, P Sidebars b |
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5.3 Design value propositions and business models

5.3 Design value propositions and business models

P | 8 eusealad Agile, Inc

Notes:

Use a value proposition canvas to understand our Customer

» The value
proposition canvas
helps us create
products and
Solutions that match |
Customer needs

& Servicen

D

» It provides context s 1]
to create more
effective Solutions pan pmseres
and business ®
models and evolves
over time as we
learn more about
our Customers

SCALED AGILE "  scuec aute . -

Notes:
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5.3 Design value propositions and business models

Break down the value proposition canvas

Customer Who are we discussing? Which Customer or segment?

Customer jobs Whattasks do they perform?
How do they do them?
How do they feel about them?

Pains What makes their tasks annoying?
What causes negative emotions?
Gains What benefits do they expect?

Whatwould delight them?
Consider Capabilities beyond just eliminating the pains.

Products and services What Solution option can we provide that addresses these concerns?
Pain relievers How does the Solution alleviate the pains?
Gain creators How does the Solution create the gains?
SCALED AGILE * © scatec Agiie, e,
Notes:
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5.3 Design value propositions and business models

your offering

Working at your tables, complete a
value proposition canvas for one of
your TTC market segments.

Activity: Developing a value proposition for

» Step 1: Pick a segment. Start
with the Customer. What are their
jobs? What are their pains? How e
does TTC create gains?

» Step 2: What potential Solution

§
4

can TTC offer? How does this
Solution relieve their pains and T
create gains?

SCALED AGILE " © scated Auiie, oc,

Notes:

107 | © Scaled Agile, Inc.




2
o
o
o
S
(%]
(V]
]
c
(72}
S
o
o
c
IS
(%]
c
ks}
=
(%]
o
Q
o
—
a
w
=
©
>
c
on
(7]
w
()]
™
o

oo sarAfiageigs

PZAB3eIS(R)

SRABGING P D OIS (SRR FESOEN TS Eayes Sy
Sy MTAGAEAS AHDIUADSD

N )

Slanallay Ulied

im

(s)qer
Jawicisng

SNBSS W
S1Inpoidd
SI0jERI) UED

FUBLLAGAS JaRLIaGsng

UnISOckd anfEd

"~ seaue uonsodo.d anfep syl

108 | © Scaled Agile, Inc.



5.3 Design value propositions and business models

What is a Business Model Canvas (BMC)?

» Documents
business models
of existing or new
products Key

Partners

» Provides a
shared language
to describe and

Key Value
Activities

Proposition

Customer
Relationships

~
~

visualize the /

/'

current and / 7

o
/)
S~
N

potential future
business models

SCALED AGILE " @ scatec Auite, 1o,

M ey
Resources

N

. Revenue
)
Channels
drawings by JAM

Notes:

BMCs describe SAFe Solutions

» The portfolio canvas provides
business context.

- How the Solution fits into overall
strategy

- Relationship to other portfolio
initiatives
» The value stream canvas
provides execution details.
- ARTs
- Teams
- Suppliers

SCALED AGILE * @ scaew gite, e,

Portfolio Canvas

Canvas

Value Stream

s ] o
e S
JASA,'.\’
\) k.

Value Proposition
Canvas

Business Model
Canvas

ke
e
&

Canvases evolve together and inform one another.

Notes:
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5.3 Design value propositions and business models

Activity: Develop a business model

Business models emerge and
become clarified as we work on MM',‘;Z! — Srronid

Pmposlnon Relanonships

our products and Solutions. (Q\g

» Step 1: Working as a team,
complete a draft of a Business
Model Canvas for TTC.

L. :% \\
» Step 2: What aspects are more ’
confident? What aspects need ~ —*neowce/ " e

more data or further feedback?

drawings by JAM

SCALED AGILE " © scated Auiie, oc,

Notes:
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5.4 Design the Customer journey

5.4 Design the Customer journey

VN eiseniad Agile, Ine:

Notes:

Customer journey maps

» A Customer journey map illustrates the user’'s experience engaging with a
company through products, online experiences, and services.
- May document user’s desires, activities, feelings, questions, pain points, etc.
- ldentifies gaps and opportunities for new products and capabilities

» Start with a simple description of the journey and build from there

Research Order Pay Receive Feedback

SCALED AGILE " © scated Auie, s, 145

Notes:
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5.4 Design the Customer journey

Journey mapping is Design Thinking for operational Value Streams

=\ Guicx N Comptets Erigiiity N Extond. Setup N gy Cloas’
O IDENENEDY, D 8

Loan Need oo bt
Customer Journey Mapping (Mortgage Loan)

PURCHASE COMPLETE
Coateme

SCALED AGILE " © scated Auiie, nc.

Notes:

PMs collaborate with other leaders to create journey maps

» Let an experienced CX professional take the lead

» A high-impact customer journey map requires:
- Research (not your opinion)
- A graphical representation (not a PowerPoint)
- A focus on Customer goals and emotions

- An understanding of your brand promise

SCALED AGILE * © scatec Agite, 10,

Notes:
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5.5 Design the whole product and Solution Context

5.5 Design the whole product and Solution Context

Notes:

Whole-product thinking creates a compelling reason to buy

Generic Product

, ] //7 ],/'I . Minimum to satisfy Customer
S o
/ 1

=
<

///// A1)

o

’/’/%/; Our o i it e o osar
/”///////%WL PR SRS

SCALED AGILE * o scaiew Auile, e,

Expected Product
Features typically found in this type of product

Augmented Product

Features that differentiate this specific product from
competitive or alternative products

Notes:
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5.5 Design the whole product and Solution Context

Duration
1

Activity: Organize related sets of Features
and Capabilities

What clusters of Features could Security Hardware/
i e durability

we use to differentiate an
autonomous delivery?

» Step 1: In your table groups,
draw this image.

» Step 2: Place Features and
Capabilities on sticky notes in /
the appropriate quadrant and goods =k available
ring of the image.

SCALED AGILE " © scated Auiie, oc,

Notes:
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5.5 Design the whole product and Solution Context

Define the whole product’s operational environment

Product Managers identify, account for, and design critical aspects of the
operational environment for a Solution on a segment-specific basis, often
in collaboration with other stakeholders (architects, legal, operations, etc.).

Mary the
Scheduling ' ﬁ (Mcﬁggranr:r)

Consider installation, upgrade, security, regulations, compliance, etc.

SCALED AGILE " @ scatec Auite, 1o,

Notes:

Identify segment and whole-product differences

. —
Distinct m E
segments ‘9 i ﬁ
Hardware g Jewelry .

and personas

Hospital store store

Unique
Solution @ w w
Contexts

Secure Timely Different Goods
Distinct o . - % & o
products A - e ¥

e o Lo 1 ® ‘o

o LA S ..l.-.,

SCALED AGILE * @ scaew gite, e,

Notes:
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5.5 Design the whole product and Solution Context

Activity: Create a whole-product model for
TTC

Working as a team, select a TTC market segment and design a whole-
product model for your target customer, focusing on the expected and
augmented aspects of your offering.

Generic Product
Minimum to satisfy Customer

Expected Product

Features typically found in this type of product

/ Augmented Product
) Features that differentiate this specific product from competitive or alternative products

g v — Potential Product
Our vision of future Capabilities that keep Customers

SCALED AGILE " © scated Auiie, oc,

Notes:
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5.5 Design the whole product and Solution Context

Sweet spot of strategy helps define strategy

The sweet spot of strategy is a
tool that complements whole Gisonini
product thinking. It helps you pi

identify competitive advantage wwm'z./

and ensure you're not wasting RN J——

’ offarings |

investments. :
COMPANY'S
Ccapatitites

Potential
waste

You lose!

David Cotls and Michge! G. Ruxstad, “Can You Say What Your Strategy 167, Hanvard Bustoess Review,
Apn! 2008, nttps i o ¥ ¥ 5! P

SCALED AGILE " @ scatec Auite, 1o, 154

Notes:
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5.6 Design platform, API, and data strategy

5.6 Design platform, API, and data strategy

i1+ @iseaiad Agile, Inc:

Notes:

Understand your meaning of platform

» An extensible architecture with a base platform and optional modules
» Technical platforms other applications build upon (AWS, Twilio)
» Product platforms extensible by a broader community (Android, iOS)

» A group of technologies that are used as a base upon which other
applications, processes, or technologies are developed

» A collection of APIs or services provided for a fee

Platforms can provide a faster and more cost-effective vehicle to enter
adjacent markets and/or grow into new markets

SCALED AGILE *  scatew aaie, ioe. 156

Notes:
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5.6 Design platform, API, and data strategy

Platforms can enable segment-specific configurations

» Modules and configurations of modules align to specific segments

» Architectural choices must align to business objectives

Base platform: Market focused Base platform: Market focused

The complexity of a hospital might require several unique modules from TTC,
while a retail store might only require one module.

SCALED AGILE " @ scatec Auite, 1o,

Notes:

Design your API strategy

» APIs provide access to complimentary Solutions
» APIs can be monetized

» APIs need a product mindset: instead of approaching APls as one-time projects,
design and deliver APIs for long-term value at scale and evolve them over time to
meet changing Customer needs

» APIs’ design and development should leverage Design Thinking:
- Whatdo developers need to use our API?

- How do we create a sustainable model for AP| development?

Bala lyer and Mohan Subramaniam, “The Strategic Value of APIs,” Harvard Business
Review, January 7, 2015, https://hbr.org/2015/01/the-strategic-value-of-apis

SCALED AGILE * © scaec Auile, 10s, ‘8

Notes:
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5.6 Design platform, API, and data strategy

Design your data strategy

» Data strategy refers to the choices Product Management makes in how
they and their Customers will:

- Create and manage data and metadata

- Own, access, use, and share data and metadata

» This includes supporting any necessary regulations associated with the
Solution Context, such as GDPR (EU), or HIPAA or COPPA (US).

- Data monetization can vastly increase the long-term value of products

- Data strategy requires close connections with Architects and will likely
create unique demands on the Architectural Runway

SCALED AGILE " @ scatec Auite, 1o,

Notes:
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Duration
v

Action Plan: Defining product strategy and
Vision

On the Action Plan page in your workbook, answer the following
questions:

» Whatis your Golden Circle? If you don’t have one, do you foresee
anything that would prevent you from creating one?

» What method do you use to articulate your Vision?

» Have you defined your whole product? Have you connected your
whole product with your Solution Context?

» Have you defined your platform, API, and data strategy?

SCALED AGILE * © scatec Agite, 1oe,

Notes:

Lesson review

In this lesson you:

» Explored how to explain the strategic purpose of your product
» Discovered how to develop a compelling product Vision

» Reviewed how to design business models and value propositions

v

Explored the Customer journey

v

Examined how to design the whole product and Solution Context

v

Reviewed how to design platform, API|, and data strategy

SCALED AGILE *  susied naits, 1, 161

Notes:
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Lesson 6

Creating Roadmaps to Build
Solutions

Learning Objectives:

6.1 Define Solution Intent
6.2 Forecast Roadmaps that link strategy to tactics
6.3 Organize Features for balanced Solutions

6.4 Refine Features into Stories and Story maps

SAFe® Course: Attending this course gives students access to the
Agile Product Manager exam and related preparation materials.
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6.1 Define Solution Intent

6.1 Define Solution Intent

| eiscaiad Agile, Ine:

Solution Intent manages requirements and specifications

Solution Intent is the repository for storing, managing, and
communicating the knowledge of current and intended Solution
behavior.

[_ruruse [ cumment |

Make solution and its intent dynamic

sp :
Keep options open with fixed and ‘ ,w,ECr’f ‘AT l”C)N'S“ 3

variable Solution Intent 0s, Storic
CDllabcrativaly |Dp'lh9 Traceability Solution
Solution Intent : DESIGN:

Modal
Models, design daciaio

n ki3 B

TESTS:

£
Wiz, ey
19nAT 356 i g, Sysvas and WER 17

Connect Solution Intents across the
supply chain

Create minimal, but sufficient documentation’

SCALED AGILE * o scaiew Auile, e, 163

Notes:
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6.1 Define Solution Intent

Specifications drive the work that creates the Solution

» System
specifications
guide Roadmaps System

requirements,

and backlogs designs

» Incremental
development
provides oo |2
feedback to the Sadiga =

s Features, Stories, and conversation
system's

specifications

SCALED AGILE " @ scatec Auite, 1o, 164

Notes:

Customer-centric requirement artifacts

Artifact Purpose

Previewor A short documentdescribing the intended behavior and providing context for subsequent
Brief development activities (also known as a mini-Vision).

Epic A container for a Solution development initiative that is considered large enough or
expensive enough to require reasonable up-front analysis, the definition of a minimumviable
product (MVP), and financial approval before implementation.

Feature A delivered piece of business functionality that fulfills a stakeholder need. Each Feature
includes a benefit hypothesis and acceptance criteria and is sized or split as necessary to be
delivered by a single Agile Release Train (ART) in a Program Increment (Pl).

Capability A Capability is a higher-level Solution behavior that typically spans multiple ARTs.
Capabilities are sized and splitinto multiple Features to facilitate their implementationin a

single PI.
Story map Story maps capture collections of Stories that together define a workflow.,
Story A short description of a small piece of desired functionality written in the user’s language.

SCALED AGILE * @ scaew gite, e, aiE

Notes:
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6.1 Define Solution Intent

Technical requirement artifacts

Artifact Purpose

Enabler Enablers support the activities needed to extend the Architectural Runway to provide future
business functionality.
NFR Nonfunctional requirements (NFRs) define system attributes such as security, reliability,

performance, maintainability, scalability, and usability. They serve as constraints or
restrictions on the design of the system across the different backlogs.

SCALED AGILE " @ scatec Agie, i, 66

Notes:
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6.1 Define Solution Intent

Duration
Discussion: Choosing a requirements artifact -6)-

» Product and Solution Managers seek to efficiently and sparingly
communicate requirements and manage the Solution Intent.

» For each of the following, name one scenario in which the artifact
is needed and one scenario in which the artifact carries too much

overhead.
Preview or Brief Epic NFR
Feature Capability Story Map
Story Enabler

SCALED AGILE * @ scaec Agie, e,

Notes:
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6.2 Forecast Roadmaps that link strategy to tactics

6.2 Forecast Roadmaps that link strategy to tactics

b scaled Agile, Inc

We'll explore these topics

Why do we Roadmap in SAFe?

Motivations Isn’t Roadmapping ‘anti-Agile?’

Examples What are some key Roadmaps in SAFe?

What do | need to know to create effective Roadmaps?
What patterns and processes work well?

Creating Roadmaps

Using Roadmaps How do | use Roadmaps to drive Business Agility?

SCALED AGILE * o scaiew Auile, e, 169

Notes:
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6.2 Forecast Roadmaps that link strategy to tactics

Roadmaps help answer key questions

» Who are my desirable markets (segments)?
Market Map

» What do they care about? What will they pay
for? Features/Benefits

» When and how frequently should | release the

i Rhyth E
Solution? ythms and Events
» How should my architecture evolve? Architectural Runway

» Are there any external factors | need to

manage‘? External Forces

» What versions are supported? Supported Versions

SCALED AGILE " = scaied naits, 1, 170

Notes:

Roadmaps are the ‘glue’ that links strategy to tactics

Strategic | Strategic Themes can span many years >
Themes | Typically 1— 3 years in duration ; ﬁt;:ify e:iﬂso;zic
Solution Roadmap I 1~ 3 Pls in duration >
Pl Roadmap | 8- 12 weeks in duration >
Current Pl Plan | 1-2 weeks in duratio:1>
Iteration Plan '
Daily Plan

More More
fidelity continuous

SCALED AGILE * © scaec Auile, 10s, -

Notes:
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6.2 Forecast Roadmaps that link strategy to tactics

Agile Roadmaps promote intentionality and retain flexibility

» Roadmapping involves forecasts of the future

» Product Managers should strive to balance the need to prepare for the
future with the desire to respond to change

Benefits Drawbacks/risks

Public companies can demonstrate why they are a Publicly shared Roadmaps can alert competitors to

good investment future moves

Roadmaps enable all stakeholders to prepare for the Every long-term commitmentdecreases the Agility of

future the Enterprise

Enables the technical teams to prepare for the future Technology advances may make prior choices

obsolete

Aligns the organization on when releases will have May perpetuate a market structure that inhibits

the most impact innovation

SCALED AGILE " & scafec Agite, i,
Notes:

Roadmap overview: Four Roadmaps, each with a unique focus

[ e B T S ssuwn | Solution Roadmaps promote clarity in
L ® ® * long-range planning and help Product
Managers collaborate with Portfolio
Management.

o 018 \ 2018 A e \ )
1 t t T

Udor 2824
\ Lise 2524

-
e

oy

i Supported Versions Roadmaps promote clarity
) i LB in managing Solutions that have multiple versions

i T s and/or are deployed within complex environments
| [ S that may require specialized support policies.

Prune the Product Tree is an Innovation Game®
designed to help Product Managers understand
stakeholder perceptions of growth. These insights
inform the development of Roadmaps.

The Pl Roadmap consists of a series of
planned Pls with Milestones identified.

SCALED AGILE * © scaec Auile, 10s, 575

Notes:
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6.2 Forecast Roadmaps that link strategy to tactics

Solution Roadmaps focus on markets, Epics, and Enablers

Route following Terrific Transport ~ Autonomous
Autonomous platform and lane keeping First field test On-road testing Delivery Vehicle  Vehicle Auto
integration with Vehicle vi.0 certification vi.0 show
¢ 2 4 4 g 2
Qi1 Q2 Q3 Q4 H1 H2 Y3 Y4
i i f f i i i i
Medical specimens (hospitals)  Medical specimens (clinics) Additional markets

Follow route Stay in lane Forward collision Self park

Note that the timeline changes: as we forecast further into the future, fidelity decreases.

SCALED AGILE " @ scatec Auite, 1o, 74

Notes:

Pl Roadmaps are shorter-term with more fidelity

GPS integrated with Camera integration
Annual Automotive vehicle prototype with vehicle prototype
suppliers event
® v ]
PI1 Pi2 PI3
» Selection of mapping + GPS » Surround cameras
I + Rear camera * Change lane

 Front camera + Follow straight path

+ Radar components Y etacs Somd's =

+ Install communications on
mule

— Uncommitted Objectives —
+ Send real-time status

Committed

Forecast
© Stsiod Ag#o, Ino

SCALED AGILE * @ scaew gite, e, e

Notes:
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6.2 Forecast Roadmaps that link strategy to tactics

Supported versions Roadmaps focus on Solution lifecycle

» Standard Roadmaps show what's coming but not what's leaving

» The supported versions Roadmap provides clarity on releases and
informs support, upgrade, and migration policies

2017 | 2018 | 2019 | 2020 | 2021 -
I 1 1 1 >

LIDAR20-24

LIDAR2.5-2.8
LIDAR 2.9
LIDAR 3.0
LIDAR 3.5
LIDAR 4.0

SCALED AGILE * @ scatec fuils, 1z, 178

Notes:

Define general support and migration policies

Early End-of-sale End of general End of End of all
access FCS announcemen End-of-sale maintenance security support

support

General availability

General maintenance releases and support

Maintenance and support for security and legal compliance
P )

Negotiated support/non-recurring engineering
0 I
< 2 months K 12 months l< 9 months K 6 months

*FCS = First Customer Ship
*EOL/EOS = End of Life EOS / End of Support

SCALED AGILE * © scatec Agie, Inc, o

Notes:
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6.2 Forecast Roadmaps that link strategy to tactics

Define upgrade policies

2017 " 2018 | 2019 | 2020 I 2021
1 1 T T

LIDAR2.0-24
\ LIDAR25-28
XLXQR 29
X LIDAR 3.0
X\&IDAR 35 \
LIDAR 4.0

Customers running LIDAR 2.5 — 2.8 must upgrade to
LIDAR 2.9 to remediate the readings from the Inertia
Measurement Unit in low temperature environments.

—— Direct upgrade supported

SCALED AGILE " @ scatec Agie, 1o, 178

Notes:

Prune the Product Tree captures the evolution of Features over time

Apples farther from the b
trunk are done later & Apples tend to represent
‘ } Features that provide benefits
Apples close to the
trunk are done sooner

Branches capture related
Features

_I_

2
Water in the roots represent

infrastructure and
Architectural Runway

SCALED AGILE " @ scatec auie, 1o,

Notes:
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6.2 Forecast Roadmaps that link strategy to tactics

Use roadmapping patterns to create Roadmaps

How do you align teams on target Create a visual representation of Market map

market segments? the market(s) you're targeting
Sometimes| need to emphasize  Choose either a time-centric or Time or growth
time, and sometimes | need to growth-centric representation of

emphasize growth. Whatdo | do? your Roadmap

How do you integrate important Identify the events and rhythms of  Market rhythms/market events;
market forces and timing? your market/market segments understanding commitments

How do you ensure that the right  Create a forecast of the proposed  Impact-effort matrix;
Features and benefits are being Features and benefits. Tie these to  Feature/benefit
created for your target market(s)? the market(s) you're targeting

How do you manage the evolution Create a Roadmap of known Architectural Runway Roadmap
of your technical architecture? technology trends. Include specific

and well-known changes you want

to make to your architecture so that

everyone can plan for them

SCALED AGILE " @ scatec Auite, 1o,

Notes:

Applying the patterns

1. Build Market Segments Map paikelap

2. Incorporate Time Market Map

Market Events

i

[ Market Rhythms/

Impact-Effort

Market Map . Matrix
Features/
Benefits
Market Rhythms/ I
[ Market Events Market Map

Market Rhythms/
Market Events

3. Forecast Features/Benefits

i

4. Manage Architectural Runway

Impact-Effort
. Matrix
Features/
Benefits

Architectural
Runway

SCALED AGILE * © scatec Agie, Inc, 161

Notes:
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6.2 Forecast Roadmaps that link strategy to tactics

Creating a Roadmap: Develop a market map

» Complex products can serve multiple segments

» Create a sequence of which segments you intend to serve and
how these segments will evolve

Note: A single large or extremely valuable segment can provide years
of growth. In this case, specify that a single segment drives
subsequent roadmapping activities in a uniform manner.

SCALED AGILE " @ scatec Auite, 1o,

Notes:

Creating a Roadmap: Choose time or growth structure

The same item,
Just represented
differently

Time-centric Roadmaps Growth-centric Roadmaps emphasize
make time explicit balance and infrastructure

Advantage: Promotes transparency, promotes the
evolution/growth of initiatives, invites participatory
feedback from stakeholders when exploring
alternatives, and feeds time-centric Roadmaps.

Advantage: A clear understanding of time helps
coordinate activities among large and/or
geographically distributed teams because time is the

same everywhere.

Disadvantage: Integrating multiple product Roadmaps

Disadvantage: This format suggests that when a
into a single, unified Portfolio Roadmap is more

Feature is released, it is ‘done’ and may not capture
the intended Feature evolution. challenging.

SCALED AGILE * @ scatec Agite, e,

Notes:
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6.2 Forecast Roadmaps that link strategy to tactics

Creating a Roadmap: Map external factors

f-_//\\ ' Influence /|
Market Rhythms
LAl Pz - LES
Market Events e

SCALED AGILE " = scaied naits, 1,

Notes:

— | 'BZC social media software

An electronic toy

= | B28B pricing software for retailers |

High Value

The 'value' of the release is
relatively constant, meaning

Optimal release
window

we can release anytime!

Market Rhythms help identify valuable release windows

' The 'value'is highest
during the high-volume
holiday season.

Optimal release
window

\

Impact
On our business

—

Low Value

and don’t want to change their backend

The 'value' plummets because retailers
'lock down' production environments

Q1 Lsoﬂware during the holiday season.

Time: When should we release?

SCALED AGILE * @ scaew gite, e,

Q4

Notes:
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6.2 Forecast Roadmaps that link strategy to tactics

Market Milestones also help identify valuable release windows
We want to beat the
competition!
3 '~ Our customers " Expected
g need time to release by
" ;g_p prepare competitor
8 O . Wewantto
E el Known leverage new tech
a2 change to after it is stable
E a regulations
° . j Potential t
i technology
g change o
g
] -
— = _— =
Q1 Q2 Q3 Q4
Time: When should we release?
SCALED AGILE *  scaiee agie, i,
Notes:
Creating a Roadmap: Understand commitments
Externally Driven Internally Chosen
Security :
Completely > Infrastructure Em;?un;teu"r; Product
Inflexible Boniaatial S00€ of o i Features Completely
= (Laws, Contisits Partner - St‘a’k h . Flexible
ulations : eholder
i i Sonmoners Commitments
More Compliance-Driven Less Compliance-Driven
SCALED AGILE * @ scated Auite, c,

Notes:
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6.2 Forecast Roadmaps that link strategy to tactics

Creating a Roadmap: Forecasting Roadmap items

» A Solution Roadmap must have
an estimate of time (or effort) in

Smaller Longer
Elotiost QU Elorcost order to sequence work
Meré .D’urahon Duration
Val . . o
e s ' 2 » The impact-effort matrix is a tool
L M
R " that Product Managers and
L] .
- technical leaders (System,
e = " : :
. g Solution, and Enterprise

Architects) can use to gain
consensus on the value and
effort of Roadmap items

Less 5|
Value |

SCALED AGILE " @ scatec Auite, 1o,

Notes:
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6.2 Forecast Roadmaps that link strategy to tactics

Activity: Define key rhythms and Milestones
for TTC

[

=

s

=

=

2 ixE
o
£
S %
g o
E3
c
(@]

w

=)

S

g

ol

Q1 Q2 Q3 Q4
Time: When should we release?
SCALED AGILE ' © scatec Agite, Inc,

Notes:
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6.2 Forecast Roadmaps that link strategy to tactics

What are the benefits/Features
you want to offer? When?

Are these benefits/Features
organized in sensible ways?

‘/g ‘ What infrastructure or
2 ,'//;\,\:j — Architectural Runway do you
/ /f- \ ‘ . need to provide these benefits? J

Working in your product teams, draw a tree and create a draft of how you will grow
your TTC offering over time.

SCALED AGILE * © scatec Agite, 10c, 190

Notes:
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6.2 Forecast Roadmaps that link strategy to tactics

Creating a Roadmap: Overall timeline

ther d
right internal Management » ° \:; e
and/or external Product Customers/ Prune the
stakeholders Marketing Pariners Product Tree

?
. » 25 = = pif’rf:h

Develop a draft Roadmap Resolve questions Finalize with
via a Roadmap Jam (2 —4 weeks) confidence

Update ‘ Update when » Update upon ‘ Update on
quarterly messy release competitive moves

SCALED AGILE " @ scatec Auite, 1o, 1o

Notes:

Using a Roadmap: Publishing and updating best practices

Include “Next Update
on DD-MM-YYYY”
and then repost it!

4 a g A

Post and distribute Avoid versioning a Roadmap.
the Roadmap No one references the past.

( .. Include legend, assumptions, ]
Let people update it - decisions, risks, and any other

relevant information

0
)

SCALED AGILE * © scatec Agite, 10,

Notes:
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6.2 Forecast Roadmaps that link strategy to tactics

Using a Roadmap: Exploring possible futures via scenarios

Scenarios are descriptive narratives of plausible alternative futures.
They help:

» ldentify potential opportunities/threats

» Limit ‘business as usual in the future’ behavior

» Test Roadmap assumptions against various possible futures
» Understand how and when to react to changes

» Focus on the likely case while supporting explorations

SCALED AGILE " @ scatec Auite, 1o,

Notes:

Using a Roadmap: Example scenario questions

» What if we lost our largest Customer?

» What if the market demands the product early?
» What if labor unions curb outsourcing?

» What if regulatory changes impact us?

» What if we acquire one or more competitors?

» What if we expand internationally?

SCALED AGILE ' © scateu Agite, 1nc., 194

Notes:
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6.2 Forecast Roadmaps that link strategy to tactics

Using a Roadmap: Roadmapping with scenarios

; 1. Explore
— possibilities
==
- o naz;  Agwmn
Current Roadmap e e

Distinct scenarios

SCALED AGILE " @ scatec Auite, 1o,

2. Decide
what to do

Revised Roadmap

Notes:
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6.3 Organize Features for balanced Solutions

6.3 Organize Features for balanced Solutions

|+ eiscaiad Agile, Inc:

 Features designedto  Features designedto  Features designed to
~ capture new revenue  avoid losing reduce costs, such as

from existing Customers investments in new
Customers (typically Suppliers

sold as an add-on,

upgrade, or plug-in)

Lower

Value '

Note: This is not prioritization or sequencing—we use WSJF for that.

‘Business Value Game," Agile 42, accessad Octobar 15, 2019, hitps:/www agiled2 value-game/

SCALED AGILE * o scaiew Auile, e, 197

Notes:
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6.3 Organize Features for balanced Solutions

Duration
1

Activity: Let’s explore business value

» Step 1: Using little sticky notes
on your flip chart, brainstorm
adding new TTC Features

» Step 2: Create a value matrix
and place the higher valued
Features toward the top

Value

SCALED AGILE " © scaiew agie, e, 198

Notes:
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6.4 Refine Features into Stories and Story maps

6.4 Refine Features into Stories and Story maps

| £ Biscaled Agile, Inc:

Notes:

Features are refined into Stories

» The primary elements of Pl
Planning are Features

» Features for implementation
are managed through the
Program Backlog and
implemented through Stories

» Features that represent a
workflow and Story maps are
captured and include key
tasks

SCALED AGILE * o scaiew Auile, e,

WSJF m
e
=
=
-
Fiegan
Backlog

Team
Backlog

Story

Story

Team
Backlog

260

Notes:
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6.4 Refine Features into Stories and Story maps

User Stories

» An Agile way of documenting
requirements using the following
template:

» As a [user role] | want [activity]
so that [business value]

As the Finance
Department, we
want to print
receipts only for
drivers who request
them so that we can
save on paper.

Asadriver, lwant to
limit the amount of
money before | fuel
s0 that | can control
my expenditure

As a driver, |wanta
rogeip! after fueling
so that | can expense
the purchase.

- User role is the description of
the person doing the action

(Roles can be people, devices, or systems)

- Activity is what they can do with
the system

- Business value is why they want
to do the activity

SCALED AGILE "  scsec aui, i _

Notes:

User Story guidelines— The 3 Cs

Written on a card or
in the tool and may

The details are in a
conversation with

Acceptance criteria
confirm the Story

annotate with notes the Product Owner correctness
What about » Tools have been

As a spouse, | want the bikes? put away
a clean garage so W-‘ » Items on the floor
that | can park my have been returned
car and :oo:h triz on to the proper shelf
my wa e door

yway Oh yeah, hang » Bikes have been

| 4 the bikes hung

“

J

Source: 3 Cs coined by Ron Jeffries

Notes:
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6.4 Refine Features into Stories and Story maps

Enabler Stories

Enabler Stories build the groundwork for future User Stories. There are generally four types of

Enabler Stories:

1. Infrastructure — Build development and testing frameworks that enable a faster and more

efficient development process

2. Architecture — Build the Architectural Runway, which enables smoother and faster

development

3. Exploration — Build understanding of what the customer needs to understand prospective

Solutions and evaluate alternatives

4. Compliance - Compliance Enablers are used to schedule and manage specific compliance
activities, including verification and validation (V&V), documentation and signoffs, and

regulatory submissions and approvals.

SCALED AGILE * @ scaec Agie, e,

Notes:

Story maps address backlog challenges

» Backlogs are optimized to help teams focus on
priorities

» Backlogs have some challenges

- It can be difficult to understand workflows

- The relationship between ‘Stories that make something
good’ and ‘Stories that make something better or great’ is
lost

- Itis hard to validate that the Stories in the backlog
support all the steps needed by the user to accomplish
her objective

» Story maps overcome backlog challenges and promote
Design Thinking

SCALED AGILE * @ scaew gite, e,

Team Backlog

Story
Story

Story

Notes:
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6.4 Refine Features into Stories and Story maps

Story map structure

Starting Ending
conditions conditions
What are the starting i i = Ezzsw:x:sfuhf?
conditions or triggers? Activity or task ‘ Activity or task ‘ Activity or task ‘ Activity or task P
story

Stories within an activity are typically prioritized from 'Stories
essential to complete the activity' to 'Stories that delight the user.’

SCALED AGILE * © scatec Auite, 10s, 50

Notes:

Story maps feed the backlog

» Quality: Each Story in the backlog must be completed with quality

» Value: All the selected Stories in the Story map must be completed to create
value because if a Story is missed, the user cannot complete his workflow

Team Backlog

‘Thess are the aciites o asks he usar must perfo 0 accompieh the goal
Activity or task Activity or task Activity or task Activity or task ‘ %% 7=

—

=

© Scaled Agile, Inc.
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Notes:
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6.4 Refine Features into Stories and Story maps

Example: A Story map for producing a large forum

SCALED AGILE * @ scaiew Auite, nc.

207

Notes:

When to use a Story map

New Features are added
to the Program Backlog
and the process repeats.

Does this
Feature Yes Create a
capture a Story Map
workflow?
Stories are prioritized
and added to Team
No Backlogs.

Review the
Refine the Feature
into additional I results L %

Features or Stories

SCALED AGILE * © scaied Agie, e,

208

Notes:
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-_—

=7 Action Plan: Creating Roadmaps to build
—L Solutions

Duration
v

On the Action Plan page in your workbook, answer the following
guestions:

» Consider the different kinds of Roadmaps presented in this lesson.
Which ones are most relevant to your product? Why?

» Review the requirements artifacts. Which ones are used and why?
Which ones aren’t used and why?

» What are your roadmapping best practices? What can be
improved?

SCALED AGILE * @ scatew g, e,

Notes:

Lesson review

In this lesson you:

» Explored Solution Intent

» Explored how to develop Roadmaps that link strategy to tactics
» Reviewed how to organize Features for balanced Solutions

» Discovered how to refine Features into Stories and Story Maps

SCALED AGILE * © scatew agite, e,

Notes:
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Lesson 7
Delivering Value

Learning Objectives:

7.1 Visualize development flow using a Program Kanban
7.2 Estimate and forecast the backlog

7.3 Prioritize the Program Backlog

7.4 Create alignment with Pl Planning

7.5 Execute the PI

SAFe® Course: Attending this course gives students access to the
Agile Product Manager exam and related preparation materials.
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7.1 Visualize development flow using a Program Kanban

7.1 Visualize development flow using a Program
Kanban

P | 8 eusealad Agile, Inc

Notes:

Kanban in a nutshell

» Visual tool for monitoring and managing
workflow

» Columns represent steps in the work process
! ToDo | Doing | Done !

» Work items (Features, Enablers, Stories) are :D :'D:.D:

‘pulled’ across the board as capacity allows : B 0 ',

» Explicit process policies define how and
when a work item moves across the board

» Workin process (WIP) promotes flow and
the continuous delivery of value

SCALED AGILE * o scaiew Auile, e, 212

Notes:
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7.1 Visualize development flow using a Program Kanban

SAFe has multiple, connected Kanban systems

Business Agility g
n.. . Gk Portfolio
= M Portfolio Kanban
] concerns
Some work /1 &
originates at | - wanas soumon | B8 :
the levels \ *Wm s = Solution
above \ - . concerns
Some work / e B8 s B
5 ogr:
'ﬂ .
is defined = [WM" m] Program Kanban ;2_ SrCarAA
and l 5
managed :
— [ mh_.m. ] Team Kanban = Team
concerns
il ., B (5.0]
SCALED AGILE * @ scaec Agie, e, 713
Notes:
The Program Kanban facilitates flow through the pipeline
TR e PORET R < —siami s
Continuous Continuous :'. Continuous '<: e
Exploration % G Integration & i Deployment
v, " Release
ey i wiee &2 T T Se ey Posse e’ *Weeosoaer 2 on Demand
2 (-] 4 5 6 & 3 S
Rl | Ay | saciog | nplomaning | SSHARS | DG | pteing | e

o e g N T e N W
' ,i!i UDDDDDD
L)

All big ickeas are Barelit hypothess Fratures Features Fratures integrated Features fiaish Fantures relossed
vrolcomo hare! and acceptanco anproved by cacomposed and doployed deplaymant 1o customers,
criteria Product into storles to 2 staging testing Incremantally
Managuenent wenirGorment 3 at ey
Caloulate WSJF Teams define, Fenture deployed
Cortimuous buid and tost Foaturos domood to 3 production Zanofit hypothacis
W i prioritization ‘tha solution in the system demo evircement evahmted
sing WSIF ancd approved by semetinea
Product 1oggled off
Management

SCALED AGILE " s i, . -

Notes:
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7.1 Visualize development flow using a Program Kanban

Activity: Customize your Kanban

Each organization adopting SAFe will have a unique context. In this activity,
if possible, pair with a person who is not from your organization.

» Step 1: Using the sample Program Kanban provided in SAFe, design a
Kanban system that supports the flow of work in your context and
consider the following questions:

— What columns are needed?

- Why are these columns needed?

» Step 2: Be prepared to present your thought process.

SCALED AGILE " @ scatec Agie, 1o, 215

Notes:
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7.2 Estimate and forecast the backlog

7.2 Estimate and forecast the backlog

P | sl A, Ine

Notes:

Estimation and forecasting help identify promising ideas

» Weighted shortest job first (\WSJF) helps the business select the
most promising ideas and aligns investments with revenue and
market rhythms

» WSJF requires estimates and forecasts of work to facilitate
economically driven prioritization

» The challenge? We need to identify Agile ways to create forecasts
without allowing forecasts to turn into project-based funding
commitments.

SCALED AGILE * o scaiew Auile, e, 217

Notes:
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7.2 Estimate and forecast the backlog

Estimating in SAFe

1. Epics are broken down into potential Features
during the Portfolio Kanban analysis stage 0

2. Potential Features are estimated in Story [

poits

- Typically performed at the PM-System Architect
level, based on history and relative size e

. 480

3. Feature estimates are aggregated back into al \
the Epic estimate as part of the lightweight
. 120
business case i
SCALED AGILE " © scated Auiie, oc, 218
Notes:

- Individual teams are engaged as necessary

How to estimate collections of Features

.
. ‘ pIic
) %] el 4

System Product Business tams - f

Enginesring llams

Arch/Eng Mgmt
-

Participants collaborate
on the placement of
items. These aren’t
commitments, just data
that helps in planning.

Prianity { Importance

Participants agree on the scale of the point
values. Smaller numbers produce greater
accuracy but may motivate “up front” thinking.

Spt 8pt 13pt /

Smaller Larger

SCALED AGILE " = scaied naits, 1, 218

Notes:
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7.2 Estimate and forecast the backlog

Estimating Feature effort

Estimating the effort needed to implement a Feature typically goes

through a series of successive refinements. PMs typically use
historical context.

‘ PRELIMINARY
(Relative) Size Estimate A>B=>C Effort history
n data
—
Product REFINED

Manager Historical Story points: m‘ I .m.

.ﬂa @
ACTUAL Estlmate
Bottom-up, team-based Agile Teams
B = Y Story points
$ ,/fy $
-
Story point estimate estimate

SCALED AGILE " © scated Auiie, nc.

Delivery

history data

Notes:

Estimating cost

Once the Feature has been estimated in Story points, a cost estimate
can be quickly derived and ‘rolled up’ to obtain a forecast for the Epic.
» Calculate the burdened cost for a team in an Iteration length

» Divide that by their Pl velocity to get average cost per Story point

Example: If a team has an average velocity of 40 points and their
cost is $40,000 per Iteration, then each Story point costs ~$1,000

ART cost per Cost Delivery Delivery
Story point estimate estimate history data

SCALED AGILE " @ scatec auie, s

Notes:
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7.2 Estimate and forecast the backlog

Forecasting from the Portfolio Backlog

Given knowledge of Epic sizes and ART velocities, applying ‘what if' capacity allocations informs decisions
and forecasting.

1 i 1000
Enabler

2300 Capacit
2 | diitorc @ART 1| 1200 pts/PI ——
>

3 5000
’. D ART 2 1000

Enabler
®ART3 650

3900
Bus. Epic

3200
5 Bus. Epic

s
|

\ 4

v
4

4600
6 Bus. Epic

Pl 1 P12 Pl 3

Portfolio
Backlog

SCALED AGILE " @ scatec Auite, 1o,

Notes:
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7.3 Prioritize the Program Backlog

7.3 Prioritize the Program Backlog

[+ @scalad Agile, Inc:

Notes:

Prioritization anti-patterns

. HiPPo - Highest-paid person makes the decision.
“The Senior VP said we should do this project.”

Role
Squeaky Wheel - The person who yells the loudest or
‘ makes the biggest promise of revenue. I'm the PM, so
“Fund my project, and we will make a billion dollars!” | should do it!

' ROI - Making a decision based exclusively on ROI without

considering other factors. .
“The ROI indicates we will make a 30% profit.” “
Solution/Product
Management
SCALED AGILE * o scaiew Auile, e, 224

Notes:
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7.3 Prioritize the Program Backlog

Prioritize Features for optimal ROI

If you only quantify one thing, quantify the Cost of

Program

Delay. —Donald G. Reinertsen, Principles of Backiog e
Product Development Flow E3 — -

— Bz
» In a flow system, job sequencing is the key to =

improving economic outcomes

» To prioritize based on Lean economics, we WSJF Done Right with
Dean Leffingwell

need to know two things:

- What is the cost of delay (CoD) in delivering
value?

https:/tinyurl.com/kpmjnuk

- What is the cost to implement the valuable
thing?

SCALED AGILE " @ scatec Auite, 1o,

Notes:
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7.3 Prioritize the Program Backlog

Example with equal CoD: Which job first?

(e TS u..f %}

SCALED AGILE * © scatec Agite, 10c,

Notes:

Example with equal duration: Which job first?

ays

B $% 3d

é’gz’f C $ 3days

*

S
|
s

SCALED AGILE " @ scatec auie, 1o,

Notes:
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7.3 Prioritize the Program Backlog

General case: Any CoD and duration

In the general case, give preference to jobs with shorter duration and
higher CoD using weighted shortest job first (WSJF):

Cost of Delay

CoD Prioritized using WSJF WSJF =
Job Duration
(Job size)
Value created

B Feature Duration CoD WSJF

2 : A 1 10 10

B 3 3 1

Cc 10 1 0.1

Cost of Delay Il - Dark area: total cost of delay
— Light area: total Value Delivered

Time

Adapted from The Princioies of Product Development Fiow, Donaid G. Retnentsen

SCALED AGILE " © scated Auiie, nc.

Notes:

Time is a key component in determining value

Sometimes missing a market window means a Feature is ‘worthless’!

S
High Optimal
Value Value generated market |
is not zero! window Value generated
‘ plummets when
the market window
is missed!
Low
Value

Q1 Q2 Q3 Q4
Market Rhythms

SCALED AGILE * @ scaew gite, e,

Notes:
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7.3 Prioritize the Program Backlog

CoD (value generated) is more than simply revenue

» Architectural Runway refers to the capacity of the system to
efficiently and cost-effectively evolve to meet changing business
requirements and the delivery of new Features

» Enablers are backlog items that create Architectural Runway,
reducing risk and enabling future opportunities

Implemented now...

... to support future Features

SCALED AGILE " @ scatec Auite, 1o,

Notes:

Components of cost of delay

User and business value  Relative value to the Customer or business
» What do they prefer?
b credted » What is the revenue impact?

5 ; | » Are there potential penalties or other negative
impacts?

Time criticali . "
ty How user/business value decays over time

» Is there a fixed deadline?
f‘/\_ » Will they wait for us or move to another Solution?

» What is the current effect on Customer satisfaction?

Risk reduction & What else does this do for our business

Opportunity enablement » Reduce the risk of this or future delivery?

(RR & OE) » |s there value in the information we will receive?
AN » Wil it enable new business opportunities?

SCALED AGILE " @ scatec auie, 1o, 554

Notes:
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7.3 Prioritize the Program Backlog

Calculate WSJF with relative estimating

CoD
WSJF = =

Job size

User-business value + Time criticality + RR | OE value

Job size

» To calculate WSJF, teams need to estimate cost of delay and 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 are Business Owners, Product Managers, Product
Owners, and System Architects.

SCALED AGILE * @ scaec Agie, e,

Notes:

Calculate WSJF for each item as a set

Program Kanban

Fonnel |A~Vn1nn Backlog hvh!r-'n"'il

User- business l Time |

criticality

DDD DD D D DD b value

,,,,,,,,,,,

» Use relative estimation of job size and value (CoD)

» Collaborate on values one column at a time: start by picking the
smallest item, give it a “1,” and define the rest relative to it

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

SCALED AGILE * @ scaew gite, e,

Notes:
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7.3 Prioritize the Program Backlog

Our focus is on the
capabilities and features that
our customers need

. . .
DR
Product and

Featurs J
Solution

SCALED AGILE * © scatec Agite, 10c,

Program or Saolulion Backlog

Balance architecture and Feature investment

There is a natural tension between developing and consuming Architectural Runway.

Our focus is on robust technology
solutions that meet near and long-
term goals

7

28
AL

System and Solution
Architect/Engineering Sl

@ Scaled Agile, loc

Notes:

Capacity Allocation for this Pl

(design authority)

Product or Solution
Management
(content authority)

Solution
Backlog

SCALED AGILE * @ scaew gite, e,

System or Salution M Features
ArchitectVEngineer W Enablers

W Tech Debt and Maintenance

Guardrails promote sustainable prioritization

Classifying backlog items and creating Guardrails that guide investment choices promote sustainability.

Architecture policies

1. We agree on the percentage of resources to
be devoted to new Feature development vs
architecture at each boundary.

2. We agree that the Architect has design
authority and prioritizes the work in that class.

3. We agree that content authority (Product
Management) prioritizes work in that class.

4. We agree to jointly prioritize our work based
on Lean economics.

5. We agree to collaborate, so we can sequence

work in a way that maximizes Customer
value.

Notes:
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7.3 Prioritize the Program Backlog

Activity: What's hard about calculating
WSJF?

At your table, consider and discuss these questions:
» Is job duration (size) always a good substitute for job cost?

» Your Architect has added an exploration Enabler to the backlog to
assess a promising new mobile technology. How can this be prioritized
relative to ‘revenue generating’ Features?

» You have two Features: F1 and F2. They have equal costs,
time criticalities, and RR&OE estimates. F1 increases revenue
by $2.5M USD. F2 reduces costs by $2.5M USD. WSJF will prioritize
them equally. Which should you do first?

SCALED AGILE " © scated Auiie, oc,

Notes:
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7.4 Create alignment with Pl Planning

7.4 Create alignment with Pl Planning

2| b g semlad AfiTe, Ing

Notes:
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7.4 Create alignment with Pl Planning

Duration
v

Video: Schroders Pl Planning event kickoff

https://vimeo.com/169066536

SCALED AGILE " @ scatec auiie

Notes:

Product Management is essential to successful Pl Planning

Pl Planning preparation Pl Planning Pl execution

System Demos

Create/update the Vision

Pl

= :Ig/
y—==4

B[]

SCALED AGILE " @ s

Feature
\ Planning / M
) - i I}ora(ion;
laliRoll BoM Ea) ;u‘l
Socialize the prioritized e
backlog with business Product Managers ool b ol

stakeholders and
Architects to set
expectations for the
Pl Planning meeting

Auite,

negotiate scope,
socialize, and
contribute to

Business Value

L

PMs maintain an
ongoing relationship

Notes:
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7.4 Create alignment with PI Planning

Set quality expectations with a scalable definition of done
» Create N = =
. WI W' M:
agreement with -
Team Increment System Increment l Solution Increment Release
teams on + Stories satisfy + Storles completed by all  + Capabilities completed by all + All capabilities done and
i passed (automated « Completed features « Deployed/instalied in the i mvammw
increments of i i) A S peen s (NeeoNy testing done
* Unit and component * NFRs met * NFRs met « NFRs met
Value mﬁmm&w * No mustfix defects ¥ 'Sydnmm « No must-fix defects
. wmnm £ m';:’y and validation done * Rofsace docimentaticn
" scenarios No must-fix defects complete
» Expect quality at  |-feeseme hoedniis - bdnoadoenin Mo
« Engineering Y process process Release Management
every level sl b e FIY
No must-fix defects feedoack achieved il gt
Storlnag:zdby . m","ﬁm + Accepted by Solution
SCALED AGILE " © scatec Auiie, 10c,
Notes:

Successful Pl Planning outputs

(¢ e e
Objectives for Pl 1 BV ABV

1. Show routing calculations between
the 5 most frequent destinations

2. Navigate autonomously from
distribution center to the most
frequent destination

3. Parallel park for a delivery

4. Return to the distribution center
after delivery

5. Include traffic data in route planning |

6. Recall a delivery that is already in
progress

7. Reduce GPS signal loss by 25%
Uncommitted Objectives

8. Demonstrate real-time rerouting
to avoid delays (e.g., accident,
construction)

A successful Pl Planning event
delivers two primary outputs:
1. Committed Pl Objectives (SMART)

2. Program board

SCALED AGILE "

@ Scaled Agie, ins, 241

Notes:
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7.4 Create alignment with PI Planning

Management review and problem solving

» At the end of Day 1, Product Management and
Business Owners meet to adjust 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?
Resources?

- Where are the bottlenecks?

- What Features must be de-scoped? Used with pormission of Hybrs Softwars

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

SCALED AGILE * © scatec Agite, 10c,

Notes:

Pl Planning can create options for releasing sooner

Before Pl Planning... During Pl Planning, the
Business Priorities ART may suggest a ART Analysis
‘?‘ —1 sequence that creates 3 |BugFix
— options for releasing value 4 | Enhancement
‘ sooner. | oy
) o \E‘ 2 | Story
m =

The PM can accept this
sequencing or ask the
ART to retain the original
sequencing based on
other factors (e.g., a major
Customer contract may be
waiting on early validation
from the first Story).

€@ a

SCALED AGILE " @ scatec auie, 1o,

Notes:
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7.4 Create alignment with PI Planning
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7.4 Create alignment with PI Planning

Activity: Management review and problem
solving

Think about the management review and problem-solving meeting
» What activities are required for the PM?

» Capture ideas and share with the class.

SCALED AGILE " @ scatec Auite, 1o, 244

Notes:
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7.4 Create alignment with Pl Planning

Supporting the team objectives

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

» In the second team breakout, Business
Owners circulate and assign business value to
Pl Objectives from low (1) to high (10)

» Teams finalize the Program Increment plan

» Teams also consolidate program risks,
impediments, and dependencies

» Uncommitted objectives provide the capacity

and guard band needed to increase cadence-
based delivery reliability

SCALED AGILE * @ scaec Agie, e,

(e o e
Objectives for Pl 1

1.

2,

Show routing calculations between
the 5 most frequent destinations
Navigate autonomously from
distribution center to the most
frequent destination

Parallel park for a delivery

. Return to the distribution center

after delivery

. Include traffic data in route planning
. Recall a delivery that is already in

progress

. Reduce GPS signal loss by 25%

Uncommitted Objectives

. Demonstrate real-time rerouting

to avoid delays (e.g., accident,
construction)

BV ABV
10

8
7
10

-~

Notes:
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7.5 Execute the PI

7.5 Execute the PI

P | 8 eusealad Agile, Inc

Notes:

Agile Teams are on the train

Deploy and
Integrate and
demo together
Dolphins mv;éa SR |
(Ride Control) f i
oz %
Bous s '&%’ ) A Learn
(Player Portal) !
3 I together
Eagles oA 8
(Feature Team) 3 ™ )
Iguanas G !
(Feature Team) m&'&‘g“;‘ %
geram Synchronize
SCALED AGILE * o scaiew Auile, e, 247

Notes:
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7.5 Execute the PI

Ensure alignment during Pl execution

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

£

®
=
=

@ Program events

Planning @ aspoct & Adae T

L
I
i

[ ) Inspect & Adapt .

Taes
Prepare for P Planning
© Scalod Mgl ne

SCALED AGILE " @ scatec Auite, 1o, 248

Notes:

ART sync

Programs coordinate dependencies through sync meetings.

L4 ART S a
ync
LB . ol o

I§ @ : AL ol
el VTV
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 » Faclitated by RTE or PM

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’

SCALED AGILE * @ scaew gite, e, 246

Notes:
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7.5 Execute the PI

Activity: Discuss the PO sync

At your table, discuss the Product Manager's role in the PO sync. Be
prepared to share your insights with the class. Consider:

» What questions would he/she ask?
» What concerns would he/she need to address?

» Whatis a successful conclusion to a PO sync?

SCALED AGILE " © scated Auiie, oc,

Notes:
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7.5 Execute the PI

The PM'’s role in the Innovation and Planning (IP) Iteration

» Continue to socialize the » Engage actively in just-in-time
Program Backlog, get backlog refinement and
feedback, and adjust scope. elaboration.

» Participate in the I&A. Add » Be curious, answer questions,

and be involved in the

improvement items to the : \ -
innovation activities.

backlog.

» Collaborate with

> Finalize preparafion of the stakeholders, Architects, and
backlog and business context Business Owners to ensure

for the Pl Planning event. alignment.

SCALED AGILE * © scatec Auite, 10s, 551

Notes:

= Action Plan: Delivering value

On the Action Plan page in your
workbook, answer the following
questions:

» Have you implemented a balanced
capacity allocation policy?

» Are you tracking forecasted vs.
actual estimates?

» How will you leverage WSJF?

Action plan

» What activities do you need to do to
prepare for Pl Planning
and Pl execution?

SCALED AGILE * @ scaew gite, e,

Notes:
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Lesson review

In this lesson you:

» Explored development flow using a Program Kanban
» Realized how to estimate and forecast the backlog

» Examined prioritizing the Program Backlog

» Reviewed how to create alignment with Pl Planning

» Explored how to execute the PI

SCALED AGILE " @ scaec auie, 1o,

Notes:
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Lesson 8

Managing Value Stream
Economics

Learning Objectives:

8.1 Analyze Customer value

8.2 Choose type of value exchange

8.3 Establish costing and pricing

8.4 Create a sustainable economic model
8.5 Interpret in-licensing models

8.6 Design out-licensing models

8.7 Model financial performance and return on investment (ROI)

SAFe® Course: Attending this course gives students access to the
Agile Product Manager exam and related preparation materials.
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Value stream economics

Value stream economics models the flow of value and the financial
model of the Value Streams and are used to ensure Value Streams
are creating viable and sustainable products and Solutions.

—m_m

Ji::] ”’@ D
Suppliers Product \_) Customer

Manager

-m-m-

License and rights management

SCALED AGILE " © scaiew auie, 1nc.

Notes:
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8.1 Analyze Customer value

8.1 Analyze Customer value

2| b g semlad AfiTe, Ing

Notes:
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8.1 Analyze Customer value

Activity: Who gets the value for automated
delivery?

» Step 1: What are some of the ﬁ
ways Terrific Transport will 9
provide value to their Hospital

Customers?

Hardware
store

» Step 2: Shout out your
answers. The instructor will

&
W — —— 2
i- =5
%
write them on a flip chart. == ﬂ

SCALED AGILE " © scated Auiie, oc,

Duration
1

Notes:
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8.1 Analyze Customer value

Understand how you create value for your Customer

Your Solution helps your Your Solution helps your
Customer reduce their costs Customer increase their revenue

» |Is less expensive to purchase » Accelerates their time-to-

) market
» Lowers operational costs

» Creates access to new

. )
Streamlines workflows -

> Reduces labor costs » Creates opportunities for

» Reduces compliance costs service revenue
SCALED AGILE * © scatec Agite, 10c,
Notes:

Identify ‘hard’ value: Value that can be objectively measured

» Hard value objectively measures cost reductions and
revenue increases. Examples:

- LED lightbulbs are provably cheaper than incandescent
bulbs

- Price optimization software can increase revenue by . I
raising prices

» Methods include:

- Laboratory testing that validates claims (e.g., durability,
reliability)

- Surveys that assess the impact of your Solution and infer
value

- Direct observation of operational changes

SCALED AGILE * @ scaew gite, e,

Notes:
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8.1 Analyze Customer value

Identify ‘soft’ or ‘intangible’ value: Value that is subjective

Some factors that may make a
company or product more valuable: MARKET VALUE, S&P 500

mntangible Assets W Tangible Assets

» Brand: Your Customers trust your
brand promise—what you will
deliver
68%
» Convenience: You make it easy
to conduct business

» Values: Your Customers believe
in your values and mission

1885 1895 2005 2015
» Intellectual Property: Patents,

. . "Intangible Asset Market Value," Oc T X d October 15, 2018
copyrights, trademarks, unique i thoany Sosatorta comirircible sbel ek valie sty
data

SCALED AGILE * © scatec Agite, nc,

Notes:

Uncover and communicate hidden value

» By its nature, software is hidden.
Therefore, it is our job to identify how
‘hidden software’ is providing value to our
Customers:

— Antilock brakes = Safer vehicles

- Configuration = Greater comfort

» Understanding hidden value often impacts
your economic model by enabling you to
establish premium pricing or increase
brand loyalty.

SCALED AGILE * @ scaew gite, e,

Notes:

186 | © Scaled Agile, Inc.



8.1 Analyze Customer value

Convert internal Value Streams into external products

» Sometimes Enterprises identify opportunities to convert an internal
Value Stream or development Value Stream into an operational
Value Stream

» Examples:

- Amazon Web Services and the Google Cloud are both examples of
productizing several internal services to create new products

- WattzOn is an energy management company that commercialized an
internal development Value Stream for scanning unstructured utility
bills into a structured database into a new product offering called
Glynt, a service that can scan and parse arbitrary documents

SCALED AGILE " © scaies ngits, 1z, 261

Notes:

Capture magnitude of value

Who is receiving the value? How might we

Who Merchant / provide value?

Who is recelving this vaive?

Overview Local courier services only operate between 8 AM. to 6 PM., e—
Provide an overview of the value the | Which limits the revenue that a merchant can make from using a How much value
Solution provides. delivery service. Autonomous delivgry allows a mefchant to could we provide?
deliver items to Customers at any time of day or night.
Magnitude Our research suggests that merchants make an an average of
How can this potential value be $2 per delivered item plus a shipping premium. :
moasurod? Gan it be capiurodasa | Revenue = $2/item + shipping premium .| What is the
Jolmio ~ economic impact of
Implementation Depends on the current hours of the merchant. If they close at the valua?
What changes does the Customar 6P.M., offering after-hours deliveries would require them to hire
nead fo make in order to malize this | more staff. If they already stay open later than 6P.M., then
value? 7 ’
adding autonomous delivery may not represent a problem. .\ 1
What demand does
Revenue or Cost Increasing revenue i . S | i
I the value creation primariy ] Is this cutting costs | [Y our Solution place
fmegoz;f;mmasmg revenue or 4‘ or increasing on our Customers?

revenue?

SCALED AGILE * @ scaew gite, e, S

Notes:
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8.1 Analyze Customer value

Who?

Who is receiving this value?

Dimension:

How might we provide value?

Magnitude

What is the magnitude without
our solution?

Value

What can we provide?

Sensitivity Analysis

How “easy” is it to getthe
value?

Revenue (up)
Cost (down)
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8.1 Analyze Customer value

Identify as many aspects of value as possible

.

Brainstorm as
many cards as
possible

SCALED AGILE " @ scatec Auite, 1o,

£/

Eliminate any
not supported
by evidence

I
]

Organize
remainder into
categories

O
P@

X+

Use the results
in pricing and
financial modeling

Notes:
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8.1 Analyze Customer value

Activity: Identifying TTC Customer value

Who H

Who is receiving this value? Workin gasa
Overview group, generate at
Provide an overview of the value the Solution provides. least five

Magnitude . )

How can this potential value be measured? Can it be dimension and

captured as a formula?

i magnitude of value
Implementation
What changes does the Customer need fo make in order to cards for Terrific
realize this value? Ti rt
Revenue or Cost RSPk
Is the value creation primarily associated with increasing CU stomers.
revenue or reducing costs?

SCALED AGILE * @ scatec fuils, 1z, P64

Notes:

190 | © Scaled Agile, Inc.



8.2 Choose type of value exchange

8.2 Choose type of value exchange

£ oiscalad Agife, Inc:

Notes:

Understand value exchange models

» A value exchange model captures how you
exchange products and Solutions for money, Value
forming the core of your business model Exchange

Model

» Multiple types of value exchange can coexist
in the same product or portfolio

» Each value exchange model creates unique
requirements for your technical architecture

Changing your value exchange model often Architecture
requires commensurate changes to your
architecture

SCALED AGILE * o scaiew Auile, e, 266

Notes:
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8.2 Choose type of value exchange

Explore seven types of value exchange

1. Time-based access These are choices for
external products and
. Transaction Solutions.
Meter For internal products

and Solutions, these

FEHEeDHoD

Hardware are often determined
| Service by the licensing model
of your Supplier and
Percentage of revenue gained/costs saved will influence how you
model overall Value
Data/Digital Goods Stream economics.
SCALED AGILE * © scatec Agite, 10c, 567

Notes:
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8.2 Choose type of value exchange

1. Time-based access

Time-based access grants the right to use for a defined period of time
(even if you don’t actually use the software):

» Perpetual (like Microsoft Windows 2000)—least useful
» Annual (like many ERP)

» Monthly

» Rental

Monthly and annual terms are often associated with automated
subscription billing.

SCALED AGILE " @ scatec Auite, 1o,

Notes:

Architecture: Time-based access

» Requirement: Identify when the product or Solution is being used
outside of the license agreement term and respond accordingly.

» Responses must be defined. For example, a hosted service could
disallow login or implement a paywall.

» Ensure appropriate data management and retention policies. For
example, you may need to delete data when the license expires in
order to comply with GDPR.

SCALED AGILE * @ scaew gite, e,

Notes:
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8.2 Choose type of value exchange

2. Transaction

» A transaction is a defined and measurable unit of work

» The exchange of money is tied to the successful completion of the
transaction, but Customer value (and therefore price) is often
associated with an attribute of the transaction

Many credit card processors charge a
flat fee and a percentage of the total O
dollar amount on each transaction. o O +30¢

Which has ‘more valug’? per successful card charge
A $10 charge or a $10,000 charge?

SCALED AGILE " @ scatec Auite, 1o,

Notes:

Architecture: Transaction

» Ensure the architecture implements the legal definition of the
transaction

» Define and manage the entire transaction lifecycle

» Define and manage reporting, audit, invoice, and remittance
policies

» Ensure support, sales, and service organizations have the tools
required for their job—for example, researching Customer
inquiries, correcting and/or adjusting invalid transactions

SCALED AGILE * @ scaew gite, e, 571

Notes:
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8.2 Choose type of value exchange

3. Meter

» Something that is counted—CPU, storage, users
» Consuming a well-defined resource:

- Concurrent (e.g., concurrent user)

- Absolute value (e.g., you have 100 hours of compute time on the server)
» Constraining a well-defined, identifiable resource:

- Named user: Only Amit, Bill, and Weng Li can use the software

- Hardware: You can only have four CPUs running or only these terminals
can access the program

SCALED AGILE " @ scatec Auite, 1o,

Notes:

Architecture: Meter

» Ensure that the architecture can count the item being metered

» When consumptive, ensure the architecture provides audit
processes and can manage the replenishment of the resources

» When constrained, ensure the architecture prevents improper
sharing, for example sharing login or access credentials

SCALED AGILE * @ scaew gite, e,

Notes:
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8.2 Choose type of value exchange

4. Hardware

» The Customer pays for the hardware
which derives value from embedded
software

» This can be quite challenging: the software
can often be perceived as free in
embedded systems

- Home appliances: Microwave ovens
- Information appliances: Router/VPN server

- Consumer electronics

SCALED AGILE * @ scaec Agie, e, 574

Notes:

Architecture: Hardware

» ldentify if the hardware should support remote updates

» Determine if the software needs to identify or prevent tampering—
you don’t want hackers burning your toast!

» ldentify and support data rights, including compliance with
emerging data privacy laws

SCALED AGILE * @ scaew gite, e,

Notes:
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8.2 Choose type of value exchange

5. Service

The exchange of money is tied to a service; software is required to
provide the service or is intimately related to the service

» Anti-virus software becomes increasingly less valuable without the
service that provides updates to the virus definition files

» High-end professional service firms use combinations of humans
and software to create blended offerings

SCALED AGILE *  scaiee agie, i, -

Notes:

Architecture: Service

» Ensure the architecture can support any necessary content and/or
workflow sharing that may be required between users

» Consider the impact of roles and access rights

» ldentify the responsibilities of the parties in the delivery of the
service

SCALED AGILE * @ scaew gite, e,

Notes:
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8.2 Choose type of value exchange

6. Revenue obtained/cost saved

» The value exchanged is based on revenue obtained or costs saved

with the actual price often defined as a percentage of the
magnitude

- Vendavo — Retalil yield management

- ServiceSource — Pricing for service companies

» Similar to transaction but usually associated with an aggregation of
transactions and a mix of services

SCALED AGILE " @ scatec Auite, 1o,

Notes:

Architecture: Revenue obtained/cost saved

» Ensure that the way revenue and/or costs are captured and are
supported by your technical architecture

» ldentify relevant systems that may or must be integrated

» Define and manage reporting, audit, invoice, and remittance
policies

SCALED AGILE * @ scaew gite, e,

Notes:
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8.2 Choose type of value exchange

7. Data/digital goods

» The software system generates unique data that is typically perishable
» Attributes often determine the value of data. Consider financial data:

- Timeliness: Data that is delivered faster is generally more valuable

- Breadth: Data that includes related data may be more valuable

- Accuracy: More accurate data is generally more valuable

- Precision: Data that is more precise is generally more valuable

- Scarcity: Unique and/or scarce data may be more valuable

» Examples: Credit scores, stock quotes, patent data, digital goods in
video games

SCALED AGILE " @ scatec Auite, 1o,

Notes:

Architecture: Data/digital goods

» Define data management, use, and retention. Examples:
- Can your Customers repackage or resell the data you are licensing?
- Can a digital good be transferred to another entity?

» Consider automation and distribution

» Ensure operations can manage scope, complexity, volume, and
speed

SCALED AGILE * @ scaew gite, e,

Notes:
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8.2 Choose type of value exchange

Type of value exchange influences Customer behavior

» Can lower Customer’s perceived value

- e.g., per-user metering may reduce usage, lowering both perceived value
and revenue

» Associate the type of value exchanged with the value derived

- e.g., instead of per-user metering, consider per device under management
metering

» Balance against creative business models that shift the value

- e.g., converting per-user metering to ‘every device is included’ to promote
use and create lock-in effects that make removing your product harder

SCALED AGILE " @ scatec Auite, 1o,

Notes:
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8.2 Choose type of value exchange

Activity: Exploring value exchange
models

» Step 1: Working at your table, choose a
potential market segment for Terrific
Transport.

» Step 2: Using your dimension and magnitude
of value cards, explore the pros and cons of
one or two exchange models.

» Step 3: Be prepared to share your pros and
cons.

SCALED AGILE " © scated Auiie, oc,

Pros

| cons

Notes:
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8.2 Choose type of value exchange

Activity: Architectural impact of the TTC
value exchange model

At your table, select your most promising TTC value exchange model.

» What kind of Architectural Runway is needed to support this value
exchange model?

» What would be the architectural impact of changing your value
exchange model?

SCALED AGILE * © scatec Auite, 10s, 284

Notes:
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8.3 Establish costing and pricing

8.3 Establish costing and pricing

P | 8 eusealad Agile, Inc

Notes:

Pricing applies to both internal and external products

» Pricing concerns for external consumers
- Designed to create viable and sustainable products and services
- Based on a complex set of factors described in this lesson

» Pricing concerns for internal solutions (IT)
- Typically a chargeback from IT providers to business consumers

- Based on analysis of costs from Suppliers and internal operations

- Value exchange often associated with Suppliers’ models

SCALED AGILE * o scaiew Auile, e, 286

Notes:
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8.3 Establish costing and pricing

Many influences on product’s price

Market aspects Pricin_g st_rategyl Stagfe of product
objectives life cycle
* Brand * Penetration goals = More flexibility earlier
*IP (e.g,, patents) * Premium vs low-end
* Channels - Stable/smooth
* Price elasticity « Competitive
« Reference pricing
« Competitors
« Substitutes ] L | . |
SCALED AGILE * © scatec Auite, 10s, 287

Notes:

Brand, IP (patents), and channels create higher margins

4 )

A

Premium

Commodity

Low Relative Price High
. 7

SCALED AGILE " @ scatec auie, 1o, 286

Notes:
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8.3 Establish costing and pricing

» Price elasticity of demand (PED)
measures the responsiveness of
demand after a change in price.

» Demand is inelastic when changes
in price have a relatively small
effect on the quantity of the
product or service consumed.
Demand is elastic when changes
in pricing affect consumption.

» Most of the time it is common
sense: lowering the price of a good
or service tends to increase
consumption.

SCALED AGILE " @ scatec Auite, 1o,

Changing the price can change the demand

Cost of Fuel

$100
$80

0 10 14 Travel

Notes:

» Reference prices are Customer
expectations on pricing in
markets

- The average price of a console
game is $44.99 to $59.99

» Reference points can create
‘dead zones’ in pricing

- Very few games sell for $129

» Acquire reference price data via
secondary research

SCALED AGILE * @ scaew gite, e,

Reference prices can drive pricing decisions

Average price for new console games,
Dollars adjusted for inflation

$100.00
59000 i
$80.00
2083
$70.00 36309
$60.00 ShLs2 e 55999
$50.00 $e555
$44.99
$60 00
$30.00 =~ Dises (Low)
$20.00
41000

1994 1996 1995 2000 2002 2004 2006 2008 2010 2012 2014

Mobile Application Analytics and Cther Stuff, In Numero Blog, February 16, 2011,
hitps://innumero.vio .com/2011/02/ istri 1-of-price-on-the-apple-
application-store/

Notes:
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8.3 Establish costing and pricing

Van Westendorp
price sensitivity meter

Establishes potential
price ranges by asking
respondents to rate the
perceived value of a
product at discrete price
points.

SCALED AGILE * © scatec Agite, 10c,

Gabor-Granger

What is the willingness
of respondents to
purchase a given
product at a given price.

Use pricing research techniques to understand Customers

You should consider using one or more of these primary research
techniques to gain better data for pricing decisions.

Conjoint Analysis

How do respondents
value different attributes
of a product to determine
what combination is
most influential in
decision making.

Notes:

Plot elasticity with demand curves to identify optimal revenue
Watch for pricing ‘dead zone’: the number of units sold decreases with a price reduction
Sample Pricing Chart Sinjts Erias fevenue
; = 1000 =
4,000,000 e 1200
3 500,000 \ ‘ - 900 .
3,000,000 \ e 100 800 80,000
206000 300 500 700 350,000
2,000,000 600 1,000 600 600,000
1500000 - 7,500 500 3,750,000
1,000,000
500,000 20
D D D D ! 15,000 200 3,000,000
- : 25,000 100 2,500,000
e U 1Y Revenue =Price 25‘000 50 1‘2501000
30,000 0 =
SCALED AGILE * © scatec Agite, 10,
Notes:
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8.3 Establish costing and pricing

Leverage discount analysis to determine if your price is too high

Discount analysis is the process of comparing the list or asking price
of a product and its actual sale price as Customers will only pay what
they feel the product is worth.

' ™
2
List Price

80% The larger the discount from list price
that must be offered to close the sale,
the greater the perceived value gap.

30%

I
>

Time
. >

SCALED AGILE " @ scatec Auite, 1o,

Notes:

Use bundles, levels, and incentives to increase revenue

Products and services come with a myriad of pricing techniques
designed to extract maximum value:

» Discounts for larger volumes or longer-term contracts
» Bundling multiple products into a single Solution

» Tiered pricing; per-unit prices are lower in higher-priced tiers

SCALED AGILE * @ scaew gite, e, g

Notes:
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8.3 Establish costing and pricing

B2B suppliers have unique pricing strategy considerations

e
MDD M D l‘

Product
Manager

Suppliers Customer

Supplier considerations:
» Easily replaced? Your margins may be smaller.

» Codependent (like the Supplier of a large or complex subsystem)?
Pricing and investment may be jointly established with Customers.

» Seeking new IP that can leveraged? Consider discounts for Customers
who participate in the development of the IP, alphas, and betas.

SCALED AGILE " @ scatec Auite, 1o,

Notes:
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8.3 Establish costing and pricing

Activity: Pricing as social policy

Pricing model choices are designed to influence Customer behavior in
ways that are favorable to the vendor. For example, supermarket
loyalty programs motivate us to continually shop at the same
supermarket.

» Step 1: Working as a team, select one TTC market segment and
identify at least two behaviors that you'd like to influence

» Step 2: Discuss how the TTC pricing model can influence this
behavior to the advantage of TTC

SCALED AGILE " © scated Auiie, oc,

Notes:
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8.4 Create a sustainable economic model

8.4 Create a sustainable economic model

| b eusealal Agile, In

Notes:

What is a profit engine?

» A profit engine is the underlying set of business model choices that are

designed to create additional or repeated value exchanges or increase the
profit of a value exchange

» Example:

- Stripe’s value exchange model is transactions (2.9% of the transaction + $0.30)

- Stripe wants to increase the number and size of transactions and increase the
profit per transaction. Stripe can do such things as:

- Offer fraud protection and related services as modules
- Create partnerships to enhance their network

- Lower internal transaction costs

SCALED AGILE * © scateu Agite, i,

298

Notes:
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8.4 Create a sustainable economic model

Some key profit engines

||
|
-

Leverage the installed base
2. Product pyramid
Platform ecosystem

4. Experience curve

CHFERFE

5. First, fast

.«
“Q@-
oo
(@)

. Think offering

SCALED AGILE * © scatec Agite, e,

Notes:
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8.4 Create a sustainable economic model

1. Leveraging the installed base

mm
Base

Add modules

Base
Base

Upgrade

Replace
the base the base

Base Base

Add product lines

SCALED AGILE * © scatec Auite, 10s, 400

Notes:

2. Product pyramid

Premiere Product

Deluxe Product

| oworan
Basic Product

Increasing price
Increasing function
Increasing prestige

\Volume

SCALED AGILE " @ scatec Auite, 1o,

Notes:
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8.4 Create a sustainable economic model

3. Platform ecosystem

Fundamental component around which an entire ecosystem is created

Your site My site

Amazon web services

SCALED AGILE * @ scaec Agie, e,

Notes:

4. Experience curve

» Price per unit or price per A
transaction decreases over time .

» Achieve in hardware via \

x - R Bt %
manufacturing efficiencies and 8 \
supplier/material management O \

» Achieve in software via built-in \
quality (test-first, N
architecture/design), automation N ., %
(TDD, BDD), DevOps, and - e
elastic computing Time

SCALED AGILE * @ scated fuiie, e,

Notes:
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8.4 Create a sustainable economic model

5. First, fast

» Add new Features faster than competitors
» The profitis in capturing and retaining market share

» Requires architectures and processes designed for speed (e.g.,
Agile development, Built-in Quality, DevOps)

SCALED AGILE " @ scatec Auite, 1o, 404

Notes:

6. Think offering

» Old model: Software and services are designed and managed as
distinct Value Streams. Revenue is modeled separately.

» New model: Software and services are designed and managed as a
single integrated Value Stream. Even if software is licensed separately
and Customers may differ in how much they purchase, overall revenue
is blended.

Some Customers Service revenue Customers A
purchase more licenses and B are
spending the
same amount
-the revenue
Software license revenue mix is different

Some Customers
purchase more services

SCALED AGILE * © scatec Agile, 10s, e

Notes:
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8.4 Create a sustainable economic model

As a group discuss the following:

» What are TTC's profit engine(s)?

» What are some ways in which TTC can increase profit?

» Could any of the profit engines discussed be leveraged?

» |s there a different profit engine that may produce better results?

» Do profit engines induce any unique architectural
requirements?

SCALED AGILE " © scated Auiie, oc,

Notes:
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8.5 Interpret in-licensing models

8.5 Interpret in-licensing models

[+ @scalad Agile, Inc:

Notes:

What is a license model?

» A license model governs the use of
intellectual and other property (e.g.,
software, training materials, hardware,

and services)
» Product Managers must manage both
in-licenses and out-licenses: _g -
g A =
- In-license: Licenses negotiated or »eo ) oA @ &
accepted from Suppliers Dol Warage e

- Out-license: Licenses negotiated or M
provided ‘as is’ to Customers S ot i

» Compliance is a cross-cutting concern
that often impacts in-licenses, out-
licenses, and architecture

SCALED AGILE * o scaiew Auile, e, 308

Notes:
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8.5 Interpret in-licensing models

Understand Supplier in-licensing impact

Issue or Concern Example

In-licenses can limit your value exchange Your Supplier uses transactions; you wantto use time-

choices based access

In-licenses can impact your ability to service Your Supplier is not GDPR compliant, restricting your

specific markets ability to serve Europe

In-licenses can create technical demands Your Supplier requests audit and performance data that
you may not want to provide

In-license is open source Open-source licenses motivate special consideration, as

the inappropriate use of an open-source license could put
your IP at risk

SCALED AGILE " @ scatec Auite, 1o, 300

Notes:

Supplier relationship determines negotiation freedom
E &
S
72}
s O Custom
= hardware
£ Tailored or ~
o ©
% © configured
5 B Solutions
5 = ) .
o Commercial,
5 off-the-shelf
8 & (COTS)
E=] ~
- 5
Little Moderate Extensive
Degree of negotiation on licensing and business models
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Notes:
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8.5 Interpret in-licensing models

Avoid traditional contracts for custom development

Stifles Supplier No long-term
innovation relationship
Firm-Fixed-Price Target Price Cost-Plus Time and Materials
= = —|
- Fixed specification - Fixed specification - Target specification - No complete
- Fixed price and date | - Fixed date - Target date specification
- Changes with a fee - Target price - Customer pays - Price based on rate
- Negotiated profit for the Supplier's cost plus | - Ends as specified
Supplier above target profit margin by Customer
price
Risk mostly shifted Shared risk, shared Risk mostly shifted Risk mostly shifted
to Supplier economic opportunity to Customer to Customer

SCALED AGILE * © scatec Agite, 10c, 311

Notes:
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8.5 Interpret in-licensing models

Use Agile contracts

» Align on Vision,
Roadmap, and initial i )
Solution Intent prior to 2 ®  Customer decision:

Rl Increase. steady, decrease, stop?

contract e
Pl evaluation
H H + Evaluate solution and metrics
» Continually committo B et mion
a performance period - Participate in Inspect and Adapt
aligned on PI = Update vision, roadmap, solution intent, backlog
boundaries
. @ w
“. 09 Solution demo
» Reevaluate each PR Y | e O
increment som T oo m oo o
= £ - 1 1
> Govgmed by m’: s A = H
continuous E .y ®E - mEE o
. - - - - =l - -

Commitment period -

SCALED AGILE ' @ scaied agits, iz, 312

Notes:

219 | © Scaled Agile, Inc.



8.6 Design out-licensing models

8.6 Design out-licensing models

i1+ @iseaiad Agile, Inc:

Notes:

Design your out-license model

» Design your out-license model to meet your present and future needs
while ensuring compliance with applicable laws

» Consider your Solution Context when designing your out-license models
e.g., iOS apps are constrained to the Apple licensing model

» Customers will often pay for specific kinds of rights, which influences
both negotiations and the configuration of products and services

» Periodically review your out-license models on major releases and
significant architecture changes to ensure your license model is
evolving in alignment with your Solution

SCALED AGILE * o scaiew Auile, e, 314

Notes:
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8.6 Design out-licensing models

Understand enforcement of rights

» Enforcing your rights is the process of identifying and

responding to violations of your license model

» Enforcement can improve profitability by:

- Motivating/requiring additional purchases
- Preventing losses due to inappropriate use or theft

- Improving cross-sell/up-sell opportunities

» Enforcement can improve Customer satisfaction by

- Only licensing what Customers use (B2B/B2P rarely

intentionally steal)

- Better matching use model with business and pricing

models and/or payment mechanics

SCALED AGILE * © scatec Agite, 10c,

Respond

Notes:

Identify and enforce out-license rules

» Determine identification
strategy

- Honor system (contract,
audits)

- License managers for on-
premise software

- Monitoring systems for the
cloud

SCALED AGILE * © scatec Agite, 10,

» Enforce real-time or post-facto

Real-time: Disabling some or all
of the application when one or
more terms have been violated,
such as rejecting user logins
when user counts have been
exceeded

Post-facto: Using product
telemetry or usage data to
create invoices or bills that
recover fees, such as allowing
excess logins and billing for
subsequent users later (i.e., pay
after use)

Notes:
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8.6 Design out-licensing models

Activity: TTC rights and restrictions

TTC delivers merchant products to consumers autonomously. What
rights and restrictions might you place on cargo to limit damage to the
vehicle and to promote the intended use of autonomous vehicles?

» What rights and restrictions should TTC consider about the
products it will accept from merchants?

» Should TTC create any similar rights and restrictions for recipients?

» How could TTC enforce their policy?

SCALED AGILE " © scated Auiie, oc,

Notes:
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8.7 Model financial performance and return on investment (ROI)

Notes:

8.7 Model financial performance and return on
investment (ROI)

» Financial modeling ensures
investment choices that are viable
and sustainable for companies and
their internal and external
Customers

» Internal financial models integrate
many things: actual and forecasted
costs, actual and forecasted
revenue, etc.

» Financial models created for
Customers help them understand
their ROl when they purchase our
products

SCALED AGILE * @ scated Agite, 1.

Economic
model for
current state

Financial modeling helps ensure viable and sustainable products

Economic
model for
change

Our

perspective

Customer
perspective

Lesson
8

Lesson
9

318

Notes:
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8.7 Model financial performance and return on investment (ROI)

Ensure viable and sustainable commercial products

» Calculate revenue:

- Start with target market size and segment
assumptions

- Add pricing choices, showing how value exchange
models drive prices

» Calculate costs:

- ARTs, Suppliers, overhead, marketing, sales,
service, etc.

» Economic impact is the sustainable
profit you generate for the business

SCALED AGILE " = scaied naits, 1,

- Model renewals, losses/defections, and projected For commercial products:
impact of your profit engine Profit = Revenue - Cost

Notes:

Ensure viable and sustainable internal products

» Forinternal products, revenue is the Value
Stream’s budget allocation

» Costs are similar to commercial products:
ARTs, Suppliers, and overhead

» Leverage your value analysis to move from
‘cost thinking’

» Understand how Supplier cost models will
impact your future budgets

- If your Supplier charges by use and you're
forecasting increased use, you might need to
increase your budget

SCALED AGILE * @ scaew gite, e,

For internal products:

Spend Justification =
Value - Cost

Notes:
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8.7 Model financial performance and return on investment (ROI)

» Consider a TTC
merchant who
wishes to increase
sales between 6
P.M.— 9 P.M. but
must hire
additional staff.

» The investment is
the cost of the
additional staff
each month. The
return is based on
increased sales.

SCALED AGILE " © scated Auiie, oc,

Ensure products create ROI for Customers

Merchants make a profit on

k7]

? 3 each additional product

5 % sale after they break even

= =

ES r
c

52

P

Merchants have Number of products
to hire more merchants must sell to
staff break even

Investment

Notes:

Product Managers
can charge more
when value
realization is front-
loaded and may
have to use different
pricing models when
value realization is
deferred.

SCALED AGILE " = scaied naite, 1,

Customer value realization is not always linear

Substantial
value up front

Value is linear ]

)

7
e Time/effort
/ /’f
Mw""‘

I—

Return: Increased
revenue/lower cost

Investment

Value realization

is deferred

Notes:
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8.7 Model financial performance and return on investment (ROI)

Customers model costs and returns prior to purchase

» The total cost of ownership (TCO) is a financial estimate intended to help
Customers determine the direct and indirect costs of a Solution.

» Failure to account for TCO may partially explain value gaps when
conducting a discount analysis (discussed earlier). TCO typically

includes:
Ancillary hardware Installation Operations
Ancillary software Training Transition/integration
Confirmation testing Maintenance

SCALED AGILE " © scated Auiie, oc,

Notes:

Product Managers help Customers model ROI

» Return on investment is a performance
measure that is used to evaluate how efficient
an investment is or for efficiency comparisons
of numerous investments

» ROl measures how much return you will e o i o b

receive on an investment relative to the Investment Costs
cost of the investment

$700.000 - $500,000
» Product Managers must often create two T ss00000
ROI models: an internal ROI for managing
portfolio investments and a Customer ROI
model to help Customers purchase their
Solutions

SCALED AGILE " @ scatec auie, 1o,

Notes:
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8.7 Model financial performance and return on investment (ROI)

Understand ROI components

This part is based on our Most PMs model internal

value analysis. A sound costs but often struggle in
value analysis is a strategic modeling their Customer’s

competitive advantage. total cost of ownership.

\ J

ROI (%) = X 100

Benefits - Costs

Costs

SCALED AGILE " © scated Auiie, nc.

Notes:

There are four key ways Customers analyze economic value

ROl
Return on Investment

NPV
Net Present Value

IRR
Internal Rate of Return

Payback Period

SCALED AGILE * © scatec Agite, 1oc.

Ratio of the net gain from a proposed project divided by its total costs. An
accurate ROI analysis measures both the tangible and intangible paybacks.

The difference between the present value of an investment's anticipated future
savings and its costs. NPV answers the question, "Is it worthwhile to invest funds
in ‘X' today?"

The discount rate necessary to drive the NPV to zero. The value another
investment would need to generate in order to be equivalent to the cash flows of
the investment being considered.

The break-even point or the time it takes for the project to yield a positive
cumulative cash flow, illustrating how quickly the investment will begin paying for
itself.

Notes:
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8.7 Model financial performance and return on investment (ROI)

Create ROI calculators to help Customers justify purchases

ROI calculators help you demonstrate value and sell your products and services faster.

» Usually take the form of a » Avoid extrapolating too far into the
spreadsheet or website future
- An epic that could increase revenue by
> Be prepared to calculate ROI, $1M USD for year one can sound
NPV, IRR, and Payback compelling. Projecting this 5 years into

the future and projecting more than

» Translate to terms your Customer $5M in revenue may sound less
can understand: believable because so many factors
can change.
- Less helpful: “Our software will ) ) )
day”

» Make it easy for buyers to use your
- More helpful: “Our software will tool when selling to others
help you add one delivery per day”

SCALED AGILE " @ scatec Auite, 1o, 298

Notes:

Example: Tubeclear ROI Calculator

Hospital RoI Calculator

QUESTIONS *

How many beds are in your facility? 500
Of the tubes you place, what percentage ciog? * 25%
What percentage of the clogged tubes require replacement? 50%
What is your estimated cost to declog a tube? (nursing time + supplies costs) > $88
What is your estimated cost to replace a tube? (clinician + procedure costs) * $1.098

Replacement costs for Gand J tubes average $1098 per tube while NE
and NG tubes average $111 per tube, Please enter one of these (or
your own value) above.

http://www.tubeclear.com/hospital-roi-calculator/

SCALED AGILE " © scuiew agite, e, 190

Notes:
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8.7 Model financial performance and return on investment (ROI)

Activity: Create a financial model for TTC

Explain TTC’s value proposition for merchants.

» Define a merchant’s costs for autonomous delivery. Which are one-time?
Which are recurring? Quantify the costs per month and/or per delivery.

» Define a merchant’s revenue created by the autonomous delivery service.
Will there be expanded business? Can they charge a convenience
premium? Quantify the value created per month and/or per delivery.

» Can you answer how long it would take a merchant to see a profit?

Profit = Revenue - Cost

SCALED AGILE " © scated Auiie, oc,

Notes:
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Duration
v

Action Plan: Managing Value Stream
Economics

On the Action Plan page in your workbook,
answer the following questions:

» Have you conducted a thorough
analysis of how your product benefits
your Customer?

» When was the last time you changed
your pricing? What would need to
change in your product to increase
pricing?

» When was the last time you reviewed o b
your standard terms of service/product
contract?

SCALED AGILE * © scaec Agbe, s, 331

Notes:

Lesson review

In this lesson you:

» Explored how to analyze Customer value

» Reviewed how to choose type of value exchange

» Examined how to establish costing and pricing

» Explored how to create a sustainable economic model
» Reviewed in-licensing models

» Explored how to establish out-licensing models

» Reviewed how to model financial performance and return on investment (ROI)

SCALED AGILE " @ scaec auie, 1o,

Notes:
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Lesson 9

Creating Innovation in the Value
Stream

Learning Objectives:

9.1 Describe Value Stream and product innovation
9.2 Use metrics to guide improvements

9.3 Manage innovations through Epics

9.4 Fund sustainable innovation

9.5 Apply rapid experimentation

9.6 Evaluate hypothesis outcomes: Pivot, stop, or continue

SAFe® Course: Attending this course gives students access to the
Agile Product Manager exam and related preparation materials.
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9.1 Describe Value Stream and product innovation

9.1 Describe Value Stream and product innovation

| euseaiad Agile, Ine:

Notes:

Value Stream innovation

Value Stream innovation refers to the innovations we create in the

design and implementation of Value Streams and the Solution
Context.

)
D PR DD

© o Agie. i

Could the Navigation supplier innovate their Solution
Context by doing such things as ‘moving’ the

Can we innovate in how a customer completes navigation system from the console display directly
and submits his loan application? into the steering wheel or into a heads-up display?
SCALED AGILE " © scateu agite, 10c. 334

Notes:
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9.1 Describe Value Stream and product innovation

Value Stream innovation focuses on Customers

Technology Business Model Customer Experience
Innovation Innovation Innovation
Maersk deployed blockchain HP created instantink.com, a When TUI embarked on its
technology for fast and secure subscription printing service digital transformation, it faced
access to end-to-end supply “based on the number of a difficult challenge: its back-
chain information from a single pages you print not the amount || end systems in were 35 years
source. This created of ink you use.” Customers old. Rather than embark on a
trustworthy cross-organization have reported increasing complete overhaul, TUI
workflows, lowered admin levels of satisfaction based on developed a three-year plan
expenses, and improved risk convenience. that created a series of
assessments in global customer-centric
shipments. improvements across its Value
Stream.
\ J NG J

SCALED AGILE " @ scatec Auite, 1o, e

Notes:

Innovative ideas come from many sources

Internal sources External sources

Y]
: Competitors
by 1o Customer - .
: ish W Requests
------ czzesecs T
& Aspirational, yet realistic o a3 g "
. and achievable e G L T - ’
' Motivational enough to engage ANg< & i ’
others on the journay '
" Result: The teams start thinking - P = Suppliers
Aglle Teams about how to apply their = - s
strengths in order fo get there e
R Primary Market Research
ettt wod Heath, Brontwary Bocks, 2010 (Pmne the Product Tm)
SCALED AGILE " @ scatec Agie, 1o, 36

Notes:
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9.1 Describe Value Stream and product innovation

SAFe has many ways to promote and capture innovation

Local
Context

)
\ Innovation | =2 (&
Dtvery

Riptide

SCALED AGILE " © scated Auiie, oc,

Notes:

Leverage the Innovation and Planning Iteration

In SAFe, the Innovation and Planning (IP) Iteration occurs every
Program Increment (Pl) and serves multiple purposes:

» |s an estimating buffer for meeting Pl Objectives

» Provides dedicated time for innovation, continuing education, PI
Planning, and Inspect and Adapt (1&A) events

SCALED AGILE " @ scatec auie, 1o, 430

Notes:
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9.2 Use metrics to guide improvements

9.2 Use Metrics to guide improvements

i1+ @iseaiad Agile, Inc:

Notes:

Output vs. outcome Metrics

Output Measure work: Feature cycle time, i

Metrics | Bug couts relooity > Whlle output measures are
Outcome | Measure results or value: Customer Imp{)ﬂaﬂt for every

Metrics and employee NPS, retention, :

S Enterprise, Product Managers
vanity | Look great because they simply get should focus their attention on
Metrics | bigger without necessarily correlating .

(huoid] | o ssmined suceess outcome Metrics
» Innovation is often associated
with improving outcome
Metrics
SCALED AGILE "  scales ngite, 1, 340
Notes:
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9.2 Use metrics to guide improvements

Example vanity and output metrics

Vanity metric Output metric
Lifetime number of Customers always increases Dur Agile Team is delivering Features every lteration
Customers Burnup Chart
10000
140
:g [ 120 /_
7000 100 / 57
| LES
swo { 80 ﬁ
5000 — il 50 | /57 —+—Total
4000 a0 I 23 ——
3000 - / 0 - 1/3.’;1
2000 o | :‘..""('
1000 I T T . T T S
il : : : , ‘#éﬁéfcﬁf‘&f@ffﬁéf
015 2016 2017 2018 2019 (est) 2020 {est)2021 (est) Ll L «

SCALED AGILE * = scsted ngits, 102, 241

Notes:
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9.2 Use metrics to guide improvements

@D Discussion: How do you measure Enterprise
software sold by seats?

In this example, a PM wants to
understand how actively key
customers are utilizing their
software. As a class, discuss:

Customer 1:
Paid for 5000 seats,
using 1000.

Customer 2:
Paid for 2000
seats, using 5.

» What kind of Metric is this?

g 8 8 8 8 8 8 8

» What decisions could or
should this support?

(I

» How could it be made more
useful?

SCALED AGILE * © scatec Agite, 10c,

Notes:
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9.2 Use metrics to guide improvements

Two approaches to outcome Metrics

1 2 3 45 6 9 10 Acquisition
@OOPOO® @® ivati
* DETRACTORS ’ PASSIVES PROMOTERS Actlvlatlon
Revenue
NPS = %@- %@ 77 AL
Retention Referral
Net Promoter Score (NPS) Dave McClure’s AARRR Metrics
Used to measure how cohorts adopt
Used to measure customer . ;
z 5 and use ‘new’ products or Features
satisfaction -
through essential stages of success

SCALED AGILE " © scated Auiie, nc.

Notes:

Net Promoter Score (NPS)

» NPS measures Customer perception based on one simple question:

- How likely is it that you would recommend [Organization X/Product Y/Service Z] to a
friend or colleague?

» Respondents give a rating between 0 (not at all likely) and 10 (extremely likely).
Depending on their response, Customers fall into one of three categories to establish
an NPS score:

- Promoters respond with a score of 9 or 10 and are typically loyal and enthusiastic
Customers.

- Passives respond with a score of 7 or 8. They are satisfied with your service but not happy
enough to be considered promoters.

- Detractors respond with a score of 0 to 6. These are unhappy Customers who are unlikely
to buy from you again and may even discourage others from buying from you.

SCALED AGILE * @ scaew gite, e,

Notes:
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9.2 Use metrics to guide improvements

NPS is easy to calculate and highly reliable if not abused

» It's simple to calculate your NPS score: just subtract the percentage of
Detractors from the percentage of Promoters.

- For example, if 10% of respondents are Detractors, 20% are Passives, and
70% are Promoters, your NPS score would be 70-10 = 60.

» It is generally not possible to understand the reasons behind NPS
without acquiring additional qualitative research data.

» However, NPS provides a reliable means to understand the longitudinal
impact of Solution evolution and innovation.

SCALED AGILE * © scatec Agite, 10c,
Notes:
AARRR metrics defined
" / How do we acquire Customers?
Acquisition
1 \ Desirable: Are Customers motivated to try
Activation ®- our product? Do they have a good first
| experience?

/y Revenue
A Viable: Are Customers paying us a fair
Referral

Retention T price for the value we’re providing?
Sustainability: Are Customers Desirable: Are Customers recommending
repeatedly using our product? or referring others? See also NPS.

SCALED AGILE * @ scated Auite, c,

Notes:
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9.2 Use metrics to guide improvements

Practical pirate Metrics

Pirate Metrics provide a powerful set of tools but can be overwhelming

» Define key behaviors relevant to your Solution and business model:
What does activation mean? Creating an account?

» Ensure you have the systems to capture the data.

» Start measuring the performance. Be prepared to be disappointed: most
teams start measuring areas they intuitively know they need to improve!

» Use Continuous Exploration and Design Thinking to identify ways to
improve performance.

SCALED AGILE * © scatec Agite, 10c,

Notes:

Example AARRR-inspired outcome Metrics

Outcome Metric
Number of customers who renew each month by cohort
Conversion New
month  customers # of retained cust in th
Jan-19  Feb-19 Mar19 Apr-19 May-19 Jun-19  Jul-19 Aug-19 Sep-19 Oct-19
Jan-19 80 78 75 72 70 69 67 66 66 65 64
Feb-19 B8 88 86 82 78 T & 73 T2 70
Mar-19 @ 103 108 98 9 90 86 82
Apr-19 1] 107 106 102 99 a7 92 90
May-19 115 114 112 105 93 a7 96
Jun-18 128 128 122 119 115 110
Jul-19 137 136 129 122 118
Aug-19 151 149 145 135
Sep-19 161 158 154
Oct-19 168 167
787 1637 2617 3627 4657 580 i 8217 9527 1,086

1) In March we had 105 potential leads. 103 converted to paying customers (month 1, for them).
2) In July 92 were still paying!

3) The total number of customers as of July was 636—this is the vanity metric!

Note: The cohort, once established, doesn't change in size or membership.

SCALED AGILE " = scaied naits, 1,

Notes:

240 | © Scaled Agile, Inc.



9.2 Use metrics to guide improvements

Acquisition  How do entities within this segment learn about TTC?
Activation What motivates them to try TTC? Do they have a good first

experience?

Revenue How do we ensure initial revenue? How might we increase
revenue?

Retention How frequently do our Customers use TTC?

Referral Would our Customers refer us? How do we grow our
business?

SCALED AGILE " © scated Auiie, oc,

Prepare
Activity: Developing AARRR Metrics @
As a new product

offering, TTC is a
very good candidate
for AARRR Metrics.
Working as a team,
select a target
market segment and
explore how you
might define and
capture the following
Metrics.

Notes:
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9.3 Manage innovations through Epics

9.3 Manage innovations through Epics

i1+ @iscaiad Agite, Inc:

Notes:

Epics are the mechanism for implementing large changes

» An Epic is a large initiative that requires
analysis, the definition of a minimum viable
product (MVP), and financial approval before
implementation

» An Epic requires an Epic Owner to guide them
through the Portfolio Kanban and
collaboratively create a Lean business case

» There are two types of Epics:

- Business Epics are customer-facing

- Enabler Epics advance Architectural Runway

SCALED AGILE * o scaiew Auile, e, a5t

Notes:
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9.3 Manage innovations through Epics

Epics are motivated by the Lean Startup

» The Lean Startup promotes building new
products, services, and companies through a
combination of business-hypothesis-driven
experimentation, iterative product releases,
and validated learning.

» Customer feedback during the development of
products or services is integral to the Lean
startup process and ensures that the company
does not invest time designing Features or
services that consumers do not want.

SCALED AGILE " = scaied naite, 1,

Notes:

Epics are described with the Epic hypothesis statement

> Captures, organizes, and Epic Hypothesis Statement Template

communicates critical . . : \

information about an Epic S

For
who <do something>
the

» Contains four major fields:

<solution>

isa <something —the how">

The value statement e

<provides this value>

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

Business outcomes hypothesis

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

- Leading indicators =
Business *
- - Hypothasis -
- Nonfunctional requirements i S
(NFRs) sl
- = )
SCALED AGILE * @ scatec Agite, e,

Notes:
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9.3 Manage innovations through Epics

Epics have an Epic owner
These roles Portfolio Kanban These roles e
are typically [~ 13 may own Portfolio
Epic owners  — );\}' l =i Enabler Epics concerns
. i 23 Solution Kanban % i = ‘ -
B4l ] ~ | (= T 1 = Solution
Solution. M i l L - Me-rmse concerns
Mgmt = ‘ l P Architect
f Praogram Kanban e
& = rogin TN e B 2 N Program
Y] s Ll T B8 concerns
Product fsenia Solution  System
Mgmt ity l E— Arch/Eng Arch/Eng
. - Team
.;‘ concerns
PO - E"::‘f [ Zsa
SCALED AGILE * © scatec Agite, 10c,
Notes:
PMs manage a set of Epic hypotheses
The Epic hypothesis statement »
provides just enough structure to
communicate critical information Longer-term B -
about an Epic. business Epics o R
o
Near-term | & ..?,. ) n!,,
business Epics o N
\ ;
% ]
3
Enabler Epics s .
(20 WON o
L / e
SCALED AGILE * @ scatec Agite, e,

Notes:
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9.4 Fund sustainable innovation

9.4 Fund sustainable innovation

P | 8 eusealad Agile, Inc

Notes:

Epics are analyzed and approved using the Lean business case

» The potentially significant investment Lean business case template
required by an Epic motivates critical
thinking that we capture through the
Lean business case.

» Which Epic is likely to create the best
business outcome?

e o e s <
e ST
—

T e
] 589 -

» Whatis the most effective way to
prove or disprove our hypothesis?

(T S —

T

IO ST nT
i |
.—ii
i|¥
i

» What aspects of our business might i R
change if this Epic is engaged? — -

[—— l

Ppemvitemgutairion

» Whatmight be the total investment? P e

Download the Lean business case at:
www.scaledagileframework.com/?ddownload=35395

SCALED AGILE * o scaiew Auile, e, as?

Notes:
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9.4 Fund sustainable innovation

Balance spending with investment horizons

» Horizon 3 (Evaluating): Investment for
new potential Solutions é . \

00 © O —

Investing: Solutions that require significant Evasatng SRNRNR.| (NI — é Retinng
ongoing investment L

» Horizon 2 (Emerging). Solutions that have
emerged from horizon three

» Horizon 1: Desired state where Solutions
deliver more value than their cost:

Extracting: Stable Solutions that deliver Partially based on

Z T - Bansi Nagsi and Tufl, Geoff, Managing Your Inncvation Portfolio, Harvard Business
great value with minimal new investment Revi;w. awessenchtmer 17, 2018, Hlmazm‘lhr.m'g.rzmz.fo&fmlanagung-yourt‘
innovation-portfoiio
» Horizon 0 (Retiring): Investment to

decommission Solutions

SCALED AGILE " = scaied naits, 1, 358

Notes:

PMs may simultaneously manage Solutions in different horizons

Consider a PM who is managing the computer system that goes in the TTC vehicle control system.

Horleon3 | Harizan 2 | Horlzan 1 i werano é
Horizon 3 might contain two \ f — iz

Epics: an Enabler for a new ,_) ; .
LIDAR sensor and a business
Epic to explore a new way for
technicians to diagnose vehicle

valuating Emerging L investing Ewtracting | Retiring

l This Solution is currently ] [ This Solution is

shipping and receives the in the process of
bulk of investments being retired

SCALED AGILE *  susied naits, 1, i6g

Notes:
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9.4 Fund sustainable innovation

Activity: Capturing Epics through the
Lean business case

» Serving a new market or market segment will
almost always mean either (a) making some
change to existing products or (b) introducing
new products—either of which would likely be
Epics.

» Let's assume that TTC has found success in the e
retail and print delivery markets. Working at your T ke e
tables, identify the aspects of the Lean business e [

case that might be most useful in helping you e

decide if TTC should pursue the food delivery Lean business case

market segment.

SCALED AGILE ' © scateu Auite, e, 460

Notes:
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Lean Business Case

9.4 Fund sustainable innovation

SCALED AGILE”

Epic Name:

{Short name for the Epic)

Funnel Entry Date:

{Date the Epic entered the funnel)

Epic Owner:

[The name of the Epic Owner)

Epic Description:

{Consider using the Epic Hypothesis Statement in the Epic article as a starting point for a description of the

epic.)

Business ODutcome Hypothesis:

{Describe how the suceess of the Epic will be
measured: for example, 50% increase in shoppers
under 25; Availability increases from 97% to 99.7%,
ete. )

Leading Indicators:

(Establish innovation accounting metrics to provide
leading indicators of the outcomes hypothesis: for
example, a measurable change in purchaser
demographics within 30 days of feature releass)

In Scope: Out of Scope:
L I .
L] L]

Nonfunctional Require ments:

Minimum Viable Product (MVP) Features

*  (Feature or Capability)

Additional Potential Features

s (Feature or Capability)
L]

Sponsors:

{List key business sponsors who will be supporting the initiative)

Users and Markets Affected:

(Describe the user community and any markets affected)

Impact on Products, Programs and Services:

({Identify products, programs, services, teams, departments, etc. that will be impacted by this Epic)
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9.4 Fund sustainable innovation

Lean Business Case SCALED AGILE"

Impact on Sales, Distribution, Deployment:

{Describe any impacl on how the product is scld, distributed, or deployed)

Analysis Summary: Go / No-Ga:

(Brief summary of the analysis that has been formed to create the (Go, or No-Go recommendation)
business case.

Estimated Story Points (MVF): Estimated Monetary Cost (MVP):

(Estimated story points for the MVP of the (Example: Estimated story points * cost per story point for
epic) MVP features)

Type of Return: Anticipated Business impact:

{Market share, increased revenue, improved | (Revenue, ROI, or other applicable financial metrics)
productivity, new markets served, etc.)

In-house or Outsourced Development:

{Provide recommendations for where the Epic should be developed)

Estimated Development Start Date: Completion date:

Timeline
(Estimated start date) (Estimated MVP evaluation date

or estimated number of Pls)

Incremental Implementation Strategy:

(Epies are defined as a single whole, but each epic undergoes incremental implementation. Click here fer
details on potential strategies. Many parts of this guidance can also be applied to enabler epics)

Sequencing and Dependencies:

{Deseribe any constraints for sequencing the epic and identify any potential dependencies with ather Epics)

Milestones or Checkpoints:

(Identify potential milestones or checkpoints for reevaluation of the Epic)

Attachments:

{Other supporting documentation, links to other data, feasibility or trade studies, models, market analysis,
ete., that were used in the creation of the business case)

Other Notes and Comments:

{Any additional miscellaneous Information)
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9.5 Apply rapid experimentation

9.5 Apply rapid experimentation

VN eiseniad Agile, Ine:

Notes:

Rapid experiments

» The goal of the MVP is to acquire data that proves or disproves the
Epic hypothesis as quickly and cheaply as possible

» Lower cost creates more opportunities for experimentation

» Faster testing provides data that increases decision-making
velocity

SCALED AGILE * o scaiew Auile, e, 362

Notes:
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9.5 Apply rapid experimentation

Techniques for rapid experimentation

Perform some or all of the
el steps of your Solution
T | R manually until Customers

=i i confirm it is correct—then
cEs = = itd i
RS 1 PR build it!
Paper Prototyping Explainer Videos Concierge or “Wizard of Oz
SCALED AGILE * © scatec Agite, e,

Notes:
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9.6 Evaluate hypothesis outcomes: Pivot, stop, or continue

9.6 Evaluate hypothesis outcomes: Pivot, stop, or
continue

[+ escaled Anile, Inc

Notes:

The completion of the MVP triggers evaluation of the Epic

» Once the Epic’s
anticipated outcome

hypothesis has been SAFe Lean Startup Cycle

evaluated, it's e et

conSIdered done Yo
» If the benefit hypothesis EQEE “— Yomz >

has been proven true, Port Karsan - Approved Lagn ubness

the Value Streams et ok

continue the work m’?&_::m

» If the hypothesis is
proven false, then a
decision is made to

Locs! festuras and

either pivot with a new L —
hypothesis or to stop N T I
work on the Epic
SCALED AGILE * o scaiew Auile, e, 365

Notes:
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9.6 Evaluate hypothesis outcomes: Pivot, stop, or continue

SAFe Lean Startup Cycle

Create new epic and hypothesis - — —

Yes
 S—) )
= | = Build and ) Hypothesis No ) T
= | e pvaluate MVP proven? ' Ot
= Epic state: MV/P
Portfolio Kanban  Approved Lean business 1 i
case with a defined MVP | Ves y, No
and business outcome !
hypothesis )
Epic state: Portfolio Development continues
Backlog Epic state: Persevere
or " Development stops
When portfolio governance Epic state: Done
no longer required

Epic state: Done

.3‘51;
Continue
cal fes = until WSJF
Local features and — =] p
other epic input I etermines
— otherwise
| .

Program Kanban systems
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9.6 Evaluate hypothesis outcomes: Pivot, stop, or continue

Pivots are substantial changes

» A pivot is a significant change to a business model, product offering, or
other course of action based on Customer or market feedback

» A business Epic pivot is suitable when the team has evidence that:
- The problem Customers/the market is facing still exists
- The problem can be still be solved in a profitable manner

» An Enabler Epic pivot is suitable when the team has evidence that:

— The need for Architectural Runway still exists

- There is a potentially suitable technology

SCALED AGILE " & scues fui . -

Notes:

Example business Epic pivots

» A value exchange model pivot occurs when Customers provide
feedback that the way they want to pay is different than your hypothesis
(e.g., feedback suggests Customers would rather pay a transaction-fee
instead of a monthly subscription)

» A Customer segment pivot occurs when prior learning suggests that
the same product may resonate with a different type of Customer

» A Customer problem pivot occurs when you realize that your
Customer is facing a different problem than you hypothesized

» A Feature pivot occurs when the Solution is re-oriented around one
specific Feature (e.g., Flickr began as a role-play game and pivoted to a
photo-sharing site)

SCALED AGILE * @ scaew gite, e,

Notes:
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9.6 Evaluate hypothesis outcomes: Pivot, stop, or continue

Use the Lean business case to assess a potential pivot

» Product managers can succumb to the sunk cost fallacy when they
continue to work on a problem even when the data suggests they
should stop

» The investment made in the MVP is an accepted part of the
economic framework of the Lean Enterprise

» Product managers should return to the Lean business case to help
them focus on the future decisions and potential economic outcomes
motivated by the pivot and compare this with other Epics

» The most economically attractive Epics should be pursued

SCALED AGILE " @ scatec Auite, 1o,

Notes:
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Duration
v

Action Plan: Creating innovation in the Value
Stream

7
v
v

On the Action Plan page in your workbook, answer the following
guestions:

» What are some opportunities you may have to foster the innovation
riptide in your organization?

» Metrics can provide excitement and inspiration when they reflect
positive growth and outcomes and can de-motivate teams when
growth is less than expected. How can you frame the use of Metrics
using SAFe Principles?

SCALED AGILE * © scatec Agite, 1oe,

Notes:

Lesson review

In this lesson you:

» Explored Value Stream and product innovation

A 4

Examined how to use Metrics to guide improvements

v

Realized how to manage innovations through Epics

Vv

Reviewed how to fund innovation through Lean business cases
and investment horizons

v

Applied rapid experimentation

\4

Examined how to evaluate hypothesis outcomes

SCALED AGILE " @ scaec auie, 1o,

Notes:
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Lesson 10

Becoming a SAFe Agile Product
Manager

Learning Objectives:

10.1 Becoming a Certified SAFe Professional

SAFe® Course: Attending this course gives students access to the
Agile Product Manager exam and related preparation materials.
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10.1 Becoming a Certified SAFe Professional

Make the most of your learning

- Access the SAFe Community Platform
-2 - 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
. (22 © 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 * © scatec Auile, I0s, 371

Notes:

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.scaledaaqile.com/certifica
tion/about-safe-certification/

SCALED AGILE * & scec faie -

Notes:
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10.1 Becoming a Certified SAFe Professional

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 .
Platform and discover all the SAFe C’un'ty
SAFe resources available for your Platfor
usel

SCALED AGILEY
Provider of SAF«

https://vimeo.com/201877314

SCALED AGILE * © scatec Agite, 10c,

Notes:
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10.1 Becoming a Certified SAFe Professional
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Appendices

Recommended Reading

Overview of Lean

Implementing Lean Software Development: From Concept to Cash by Mary and
Tom Poppendieck. This book can help product managers understand how Lean
principles apply to the software development process.

The Lean Product Development Guidebook: Everything Your Design Team Needs to
Improve Efficiency and Slash Time to Market by Ronald Mascitelli. This book
contains many examples of Lean techniques for product design.

Overview of Product Management

The Product Manager’s Desk Reference by Steven Haines. This book provides
practical advice for approaching product management tasks.

Lean-Agile Foundations

Agile Software Requirements: Lean Requirements Practices for Teams, Programs,
and the Enterprise by Dean Leffingwell. This book has robust information on Agile
software requirements, but is also an excellent reference on scaling Agile in large
enterprises.

Lean, Rapid, and Profitable New Product Development by Robert G. Cooper and
Scott J. Edgett. An excellent book on Lean Product Management.

Collaboration Explained: Facilitation Skills for Software Project Leaders by Jean
Tabaka. This book has some great techniques for running productive meetings.

Lesson 1

Product and Solution Management article on the Scaled Agile Framework site.
v5.scaledagileframework.com/product-and-solution-management/

Lesson 2
Crossing the Chasm: Marketing and Selling Disruptive Products to Mainstream
Customers by Geoffrey A. Moore. This book explains the vast chasm between early

adopters and the early majority in the technology adoption life cycle.

Dealing with Darwin: How Great Companies Innovate at Every Phase of Their
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Evolution by Geoffrey A. Moore. In this book, Moore shows businesses how to meet
today’s Darwinian challenges, whether they’re producing commodity products or
customized services.

Escape Velocity: Free Your Company’s Future from the Pull of the Past by Geoffrey
A. Moore. This book explains how twenty-first-century enterprises can overcome the
pull of the past and reorient their organizations to meet a new era of competition.

Lesson 3

Competing Against Luck: The Story of Innovation and Customer Choice by Clayton
M. Christensen, Taddy Hall, Karen Dillon, and David S. Duncan. This book provides
a great explanation and examples of Jobs to Be Done.

What Customers Want: Using Outcome-Driven Innovation to Create Breakthrough
Products and Services by Anthony W. Ulwick. In this book, Ulwich (CEO of
Strategyn, Inc.) explains how to use the Jobs to Be Done technique to find
opportunities for differentiation and innovation.

Lesson 5

Playing to Win: How Strategy Really Works by A.G. Lafley and Roger L. Martin. This
book describes a strategy model that works in every department, at every level of an
organization.

Running Lean: Iterate from Plan A to a Plan that Works (Lean Series) by Ash
Maurya. This book describes how to apply the Lean Canvas, the Scaled Agile
Framework’s preferred method for lightweight, dynamic business cases.

The New Positioning: The Latest on the World’s #1 Business Strategy by Jack Trout.
This book squares off against critical marketing challenges such as how to make
sure your message gets through in an era of information overload.

Business Model Generation: A Handbook for Visionaries, Game Changers, and
Challengers by Alexander Osterwalder and Yves Pigneur. This book describes
business model patterns and provides ways to improve your own business model.
Lessons 6 and 7

Beyond Software Architecture: Creating and Sustaining Winning Solutions by Luke
Hohmann. This book provides guidance on business (product management) and
software development interaction and decision-making.

Lesson 8

Pricing with Confidence: 10 Ways to Stop Leaving Money on the Table by Reed
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Holden and Mark Burton. This book provides information practical pricing.

The Strategy and Tactics of Pricing: New International Edition by Thomas T. Nagle,
John E. Hogan, and Joseph Zale. This book is a comprehensive and practical, step-
by-step guide to pricing analysis and strategy development.
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Action Plan
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Agile Product Management Action Plan

Take some time to review the questions on the sticky notes
L'esson 1: below. You might have asked yourself these questions already,
Analyzing Your . . |
and maybe some of them are challenging you right now!

Role as a PM in the
Lean Enterprise 1. Circle the questions that are most relevant to you right now.

2. Place a star by the questions that you will need to answer

at some point.

3. Based on your own business context, write in some of your
own 'big questions’ and ‘small questions’ on the next page.

- Which questions will you ask only once?

- Which questions will you ask repeatedly?

< How do- we Should we
What is the communicate How do we build or buy?
problem we our business test novel How do we Howdo |
want to solve? model? ideas? manage ‘get stl.lﬂ'
suppliers? done’in
SAFe?
Who has How do we How do we )
this capture/ succeed as an ert“ch
" . organization? SRIrEs
1B aofdg ¥is i ?r'::ireh:;';- ° whioald we How are we and
problem valuable guse addzwhyz | "S-
to our customers :
and profitable evolving? How
for us? How do we ensure should we
How do | innovate?

our solution solves

the *whole problem’ Shsurews
How do we track aiil cre::tes a have money to How do we
and manage keep going? create a
3 sustainable taiiorihe
performance? competitive P
future?

advantage?
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Lesson 1:
Analyzing Your
Role as a PM in the
Lean Enterprise

System Product
Arch/Eng Mgmt

| 4
™
RTE

Lesson 2:
Continuously Exploring
Markets and Users

+ Focuses on the who, whatl and wiy' + Focuses on the haow
* Deienmines concepts. opinions. and + Dbsarss and evalimies what

cumlomuns and-Uses do

Agile Product Management Action Plan

Write some ‘big’ and ‘small’ questions of your own that will need to be
answered. Which questions will you ask only once? Which questions will
you ask repeatedly?

Agile development often emphasizes user research. How can you make
certain you're including enough market research?

To what degree can you instrument your product to capture data that can
help you understand your customers?

What are the three most important questions you can ask about
your product? What actions would you take based on the answers to
these questions?
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Agile Product Management Action Plan

L 3. Is your market characterized by a small number of large and influential
esson s5: customers (B2B/large systems) or by many small or common customers

Driving Strategy with (consumers, retail merchants)?
Market Segmentation

Are you selling directly or through a channel? If selling through a channel,
do you need to conduct research on your customer’s customer?

What segmentation attributes can help you see old/existing
customers in new ways?

Sometimes organizations create personas but fail to leverage them.
What are some techniques you can employ to ensure your personas are

Lesson 4:
USiﬂg Em pathy understood throughout the organization?
to Drive Design

What role can your stakeholders play in developing your personas and
empathy to create a better customer experience?

To what degree would your product benefit from a buyer persona?
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Lesson 5:
Defining Product
Strategy and Vision

Agile Product Management Action Plan

What is your Golden Circle? If you don't have one, do you foresee anything
that would prevent you from creating one?

What method do you use to articulate your Vision?

Have you defined your whole product? Have you connected your whole
product with your Solution Context?

Have you defined your platform, API, and data strategy?
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Lesson 6:
Creating Roadmaps
to Build Solutions

Solution Roadmap
Pl Roadmap

Current Pl Plan

Daily Plan

Agile Product Management Action Plan

Consider the different kinds of Roadmaps presented in this lesson.
Which ones are most relevant to your product? Why?

Review the requirements artifacts. Which ones are used and why?
Which ones aren’t used and why?

What are your Road mapping best practices? What can be improved?
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Agile Product Management Action Plan

Lesson 7:

Delivering Value

To Do

Doing Done

D \BOBD

|

B D

Have you implemented a balanced capacity allocation policy?

Are you tracking forecasted vs. actual estimates?

How will you leverage WSJF?

What activities do you need to do to prepare for Pl Planning
and Pl execution?
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Agile Product Management Action Plan

Have you conducted a thorough analysis of how your product benefits

Lesson 8: your customer?

Managing Value
Stream Economics

When was the last time you changed your pricing? What would need to

————— change in your product to increase pricing?
= ) = W= ) 2

L ioney

Licanasan i rightn meanagerment

When was the last time you reviewed your standard terms of service/
product contract?

What are some opportunities you may have to foster the innovation riptide
in your organization?

Lesson 9:

Creating Innovation in
the Value Stream

Metrics can provide excitement and inspiration when they reflect positive
f‘\f’ ) growth and outcomes and can de-motivate teams when growth is less than
[E| expected. How can you frame the use of metrics using SAFe Principles?

Local
Context
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Glossary

SAFe Glossary:

@@ Visit the Scaled Agile Framework site
=~ (vb.scaledagileframework.com/glossary) to download glossaries
translated into other languages
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