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BUSINESS AGILITY

MEASURE & GROW

EXECUTION

Enterprise Solution Delivery

¢ Apply Lean system engineering to build really big systems
* Coordinate and align the full supply chain

¢ Continually evolve live systems

Lean System and
Solution Engineering

Coordinating Trains
and Suppliers

Agile Product Delivery
¢ The customer is the center of your product strategy

¢ Develop on cadence and release on demand

Develop on Cadence
Release on Demand

Customer Centricity
& Design Thinking

DevOps and the Continuous
Delivery Pipeline
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Lean Portfolio Management

¢ Align strategy, funding, and execution

Strategy &
Investment Funding
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* Optimize operations across the portfolio
¢ Lightweight governance empowers
decentralized decision-making

Lean
Governance

Agile Portfolio
Operations

Continually Evolve
Live Systems

Organizational Agility

* Create an enterprise-wide, Lean-Agile mindset
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* Lean out business operations

* Respond quickly to opportunities and threats

Lean Business
Operations

Centrici
2 Strategy Agility

¢ Continuously explore, integrate, deploy, and innovate
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Team And Technical Agility

¢ High-performing, cross-functional, Agile teams
* Business and technical teams build business solutions

¢ Quality business solutions delight customers
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Lean-Agile Leadership

* Inspire others by modeling desired behaviors

Continuous
Learning Culture

* Everyone in the organization learns
and grows together

* Exploration and creativity are part of the
organization's DNA

e Continuously unproving solutions, services, and
processes is everyone's responsibility
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¢ Align mindset, words, and actions to
Lean-Agile values and principles

e Actively lead the change and guide others
to the new way of working
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Logistics

Class times
Breaks

Lunch
Restrooms
Accessing Wi-Fi
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Course goals

To perform the role of a SAFe Product Owner/Product Manager, you should be able to:

Articulate the Product Owner and Product Manager roles

Connect SAFe Lean-Agile principles and values to the PO/PM roles
Decompose Epics into Features and decompose Features into Stories
Refine Features and Stories

Manage Program and Team Backlogs

Collaborate with Agile Teams in estimating and forecasting work
Represent Customer needs in Program Increment (PI) Planning

Execute the Program Increment and deliver continuous value

SCALED AGILE ' = scaled Agile. Inc

Notes:
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Course map

» Lesson 1: Becoming a Product Owner/Product Manager in the
SAFe Enterprise

» Lesson 2: Preparing for Pl Planning
» Lesson 3: Leading Pl Planning

» Lesson 4: Executing lterations

» Lesson 5: Executing the Pl

» Lesson 6: Becoming a Certified SAFe Professional

SCALED AGILE ' = scaled Agile. Inc

Notes:
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Lesson 1

Becoming a Product
Owner/Product Manager in the
SAFe Enterprise

Learning Objectives:

1.1 Describe SAFe for Lean Enterprises
1.2 Explain Value Streams
1.3 Describe Lean-Agile Mindset decision-making

1.4 Describe Product Owner/Product Manager responsibilities

SAFe Authorized Course - Attending this course gives students
access to the SAFe Product Owner/Product Manager exam and
related preparation materials

5| © Scaled Agile, Inc.



Corporation

Throughout this course, you will participate in
some activities and discussions that ask you to
play the role of a Product Owner or member of
the Product Management team at the Terrific
Transport Corporation (TTC).

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

SCALED AGILE ' = sesled e, Inc

Video: Introduction to Terrific Transport

Duration
(LY

Click to here to play video
https://vimeo.com/296743657

16220540952

Notes:

6 | © Scaled Agile, Inc.




1.1 Describe SAFe for Lean Enterprises

1.1 Describe SAFe for Lean Enterprises

SCALED AGILE

Notes:

The world’s leading framework for Enterprise Agility

SAFee for Lean Enterprises is a knowledge

base of proven, integrated principles, practices,
and competencies for Lean, Agile, and DevOps.

@R http://www.scaledagileframework.com/

Notes:

7 | © Scaled Agile, Inc.



1.1 Describe SAFe for Lean Enterprises

The Scaled Agile Framework® (SAFe)

SAFe synchronizes alignment, collaboration, and delivery for large numbers of teams

Core Values

1. Built-In Quality

2. Program execution

3. Alignment

4. Transparency

)
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Notes:

Product Owner and Product Management in SAFe
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Notes:
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1.1 Describe SAFe for Lean Enterprises

Product Management and Product Ownership focus

Healthy collaboration Shared area of concern
g T
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Notes:

This course focuses primarily on execution

Customer Develop on Cadence, Release on Demand
Centricity

Release on Demand
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DevOps and the Continuous Delivery Pipeline
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Notes:
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1.2 Explain Value Streams

1.2 Explain Value Streams

Notes:

Whatis a Value Stream?

mmmm s s mmmmmes Lead TG, === ——————

Tngger

S~ 200D D -
REPEAT

» Value Streams represent the series of steps an organization uses to implement Solutions that
provide a continuous flow of value to a Customer.

» Value Streams:

- Are used to define and realize portfolio-level business objectives and organize Agile Teams to
deliver value more rapidly

- Contain the systems, the people who do the work, and the flow of information and materials

SCALED AGILE * : scaled Agile, Inc. 12

Notes:
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1.2 Explain Value Streams

Organize people in Value Streams

4 Mo
D=2 =

E1igivlity
docision and
unrdoneriting

ittty
Priri1aeg ip
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30 Estonia
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Operational Value Streams

Contains the steps and the people who
deliver end-user value using the business
Solutions created by the development
Value Streams

Development Value Streams

Contains the steps and the people who
develop the business Solutions created
by the operational Value Streams

Notes:

Whatis a Solution?

internal or external to the Enterprise.

SCALED AGILE ' = sealed Agie. e

» Each Value Stream produces one or more Solutions, which are
products, services, or systems delivered to the Customer, whether

» A Solution may be a product, a product line, a set of systems, or a
service that enables an operational Value Stream.

n

Notes:

11 | © Scaled Agile, Inc.




1.2 Explain Value Streams

TTC Value Streams

Truck Program Design, manufacture, and sell energy-
efficient, long-haul freightliners

@ Van Program Dgsxgn, manufactu.re| and sell energy-
; efficient, local courier vans
Design, manufacture, and operate

Autonomous Vehicle Program autonomous vehicles on select
military bases

Design, manufacture, and operate

Autonomous Delivery Program autonomous vehicles for commercial
delivery on public streets

SCALED AGILE ' = sesled Agle,Inc

Notes:

12 | © Scaled Agile, Inc.



1.3 Describe Lean-Agile Mindset decision-making

1.3 Describe Lean-Agile Mindset decision-making

Notes:

Embrace the Lean-Agile Mindset

House of Lean Agile Manifesto

We are uncovering better ways of developing software by doing it and
helping others do it. Through this work we have come to value:

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

LEADERSHIP Responding to change over following a plan

Value in the shortest That is, while there is value in the items on the
sustainable lead time right, we value the items on the left more.
SCALED AGILE ' = scaied2gie.inc 17

Notes:
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1.3 Describe Lean-Agile Mindset decision-making

The Agile Manifesto Principles

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

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

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

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

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

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

SCALED AGILE * = scsled 2aile. Inc

Notes:

The Agile Manifesto Principles

7. Working software is the primary measure of progress.

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

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

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

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

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

SCALED AGILE ' = scaled 2aile, Inc

Notes:
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1.3 Describe Lean-Agile Mindset decision-making

SAFe Lean-Agile Principles

#1 Take an economic view
#2 Apply systems thinking
#3 Assume variability; preserve options
#4 Build incrementally with fast, integrated Iear;xing cycles

#5 Base milestones on objective evaluation of working systems

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

#7 Apply cadence, synchronize with cross-domain planning

#8 Unlock the intrinsic motivation of knowledge workers

#9 Decentralize decision-making

#10 Organize around value

Notes:

Duration
LI

@D Discussion: Lean-Agile Mindset

» As a group, discuss how the SAFe Lean-Agile Principles will impact
your decision-making as a Product Owner or Product Manager.

» More details on the principles can be found in your Student
Workbook.

SCALED AGILE ' = scaled Aaile, Inc

Notes:
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1.3 Describe Lean-Agile Mindset decision-making

Principle #1 - Take an economic view

Delivering the ‘best value and quality for people and society in the shortest
sustainable lead time’ requires a fundamental understanding of the economics of
building systems. Everyday decisions must be made in a proper economic context.
This includes the strategy for incremental value delivery and the broader economic
economic framework for each value stream. This framework highlights the trade-offs
between risk, Cost of Delay (CoD), manufacturing, operational, and development
costs. In addition, every value stream must operate within the context of an
approved budget, and be complaint to the guardrails which support decentralized
decision-making.

Principle #2 - Apply systems thinking

Deming observed that addressing the challenges in the workplace and the
marketplace requires an understanding of the systems within which workers and
users operate. Such systems are complex, and they consist of many interrelated
components. But optimizing a component does not optimize the system. To improve,
everyone must understand the larger aim of the system. In SAFe, systems thinking
is applied to the system under development, as well as to the organization that
builds the system.

Principle #3 - Assume variability; preserve options

Traditional design and life cycle practices encourage choosing a single design-and-
requirements option early in the development process. Unfortunately, if that starting
point proves to be the wrong choice, then future adjustments take too long and can
lead to a sub-optimal design. A better approach is to maintain multiple requirements
and design options for a longer period in the development cycle. Empirical data is
then used to narrow the focus, resulting in a design that creates optimum economic
outcomes.

Principle #4 - Build incrementally with fast, integrated learning cycles

Developing solutions incrementally in a series of short iterations allows for faster
customer feedback and mitigates risk. Subsequent increments build on the previous
ones. Since the ‘system always runs’, some increments may serve as prototypes for
market testing and validation; others become minimum viable products (MVPs). Still
others extend the system to with new and valuable functionality. In addition, these
early, fast feedback points help determine when to ‘pivot,” where necessary to an
alternate course of action.

16 | © Scaled Agile, Inc.



1.3 Describe Lean-Agile Mindset decision-making

Principle #5 - Base milestones on objective evaluation of working systems

Business owners, developers, and customers have a shared responsibility to ensure
that investment in new solutions will deliver economic benefit. The sequential,
phase-gate development model was designed to meet this challenge, but
experience shows that it does not mitigate risk as intended. In Lean-Agile
development, integration points provide objective milestones at which to evaluate
the solution throughout the development life cycle. This regular evaluation provides
the financial, technical, and fitness-for-purpose governance needed to assure that a
continuing investment will produce a commensurate return.

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

Lean enterprises strive to achieve a state of continuous flow, where new system
capabilities move quickly and visibly from concept to cash. Keys to implementing
flow are: 1. Visualize and limit the amount of work in process (WIP). This increases
throughout and limits demand to actual capacity. 2. Reduce the batch sizes of work
to facilitate fast and more reliable flow. 3. Manage queue lengths to reduce the wait
times for new functionality.

Principle #7 - Apply cadence, synchronize with cross-domain planning

Cadence creates predictability and provides a rhythm for development.
Synchronization causes multiple perspectives to be understood, resolved, and
integrated at the same time. Applying development cadence and synchronization,
coupled with periodic cross-domain planning, provides the mechanisms needed to
operate effectively in the presence of the inherent development uncertainty.

Principle #8 - Unlock the intrinsic motivation of knowledge workers

Lean-Agile leaders understand that ideation, innovation, and employee engagement
are not generally motivated by individual incentive compensation. Such individual
incentives can create internal competition and destroy the cooperation necessary to
achieve the larger aim of the system. Providing autonomy and purpose, minimizing
constraints, creating an environment of mutual influence, and better understanding
the role of compensation are keys to higher levels of employee engagement. This
approach yields better outcomes for individuals, customers, and the enterprise.

Principle #9 - Decentralize decision-making

Achieving fast value delivery requires decentralized decision-making. This reduces
delays, improves product development flow, enables faster feedback, and creates
more innovative solutions designed by those closest to the local knowledge.
However, some decisions are strategic, global, and have economies of scale that
justify centralized decision-making. Since both types of decisions occur, creating a
reliable decision-making framework is a critical step in empowering employees and
ensuring a fast flow of value.
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1.3 Describe Lean-Agile Mindset decision-making

Principle #10 - Organize around value

Many enterprises today are organized around principles developed during the last
century. In the name of intended efficiency, most are organized around functional
expertise. But in the digital age, the only sustainable competitive advantage is the
speed with which an organization can respond to the needs of its customers with
new and innovative solutions. These solutions require cooperation amongst all the
functional areas, with their incumbent dependencies, handoffs, waste and delays.
Instead, Business Agility demands that enterprises organize around value to deliver
more quickly. And when market and customer demands change, the enterprise must
quickly and seamlessly reorganize around that new value flow.
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1.4 Describe Product Owner/Product Manager responsibilities

1.4 Describe Product Owner/Product Manager
responsibilities

Notes:

Whatis an Agile Team?
» An Agile Team is a cross-functional, self-
organizing team that defines, builds, tests, )
and possibly deploys valuable things Agile Teams
» Uses Scrum and Kanban for team Agility .
» Applies Built-in Quality practices for m Pl'OdUCt
Technical Agility 9‘"“9'
» Delivers value every two-week lteration ||I||
Scrum
» Basic building block of the SAFe Master
Enterprise
SCALED AGILE ' = scaled Agile. Inc. pr)
Notes:
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1.4 Describe Product Owner/Product Manager responsibilities

Roles and responsibilities on the Agile Team

PO b

Agile Team  [RRSCRUmIAES S raN NN

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

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

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

« Five to eleven members

SCALED AGILE * = scsled 2aile. Inc 24

Notes:

Whatis an Agile Release Train (ART)?

» Virtual organization of 5 to 12 teams
(50 to 125+ individuals)

» Has all the capabilities—software,
hardware, firmware, and other
assets— needed to define,
implement, test, and deploy new
system functionality

' 8 SN - '
» Operates with the goal of achieving -_d & ate | um .-‘-'
continuous flow of value Bead, ""mﬁ" mgﬂ—.'.
W e e Y T
» Synchronized on common cadence (a . E
Program Increment) v
are

» Aligned to common mission via the
Program Backlog

SCALED AGILE * = scsled 2aile, Inc 25

Notes:
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1.4 Describe Product Owner/Product Manager responsibilities

PMs and POs collaboratively steer the train

At scale, a single person cannot handle product and market strategy
while also being dedicated to an Agile Team

i Vision Roadmap & i

e, ‘ < > . —> i
A n 1 2+ R 1-2 I =
Customer } i
Product Manager Product Owners Agile Teams !

| Market/Customer Solution, Technology Delivery Focused |

! Focused and Team Focused i

Typically collocated e

SCALED AGILE * = scaled A2l Inc 2

Notes:

PM, PO, and Agile Team areas of focus

Product Manager Product Owner Agile Team
Drives the Pl and product Drives the Iteration Dnives program execution

Qe

Owns Program Backlog

Defines Features,
Pls, and Releases

Owns Vision, Roadmap, pricing,
licensing, ROI

Collaborates on Enablers

Build the right thing...

SCALED AGILE * = Scaled Agile, Inc

A
Owns Team Backlog(s)

Defines lterations and Stories

Contributes to Vision, Roadmap,
ROI

Accepts Iteration increments

o

Builds Quality-In, evolves Agile
architecture

Owns estimates

Evolves the Continuous Delivery
Pipeline

...Build the right way

Notes:
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1.4 Describe Product Owner/Product Manager responsibilities

Product Owners/Product Managers and distributed teams

Product Owners and Product Managers may not be collocated, which can create additional responsibilities.

Guiding team Remote/outsourced team

Local, product, and
technology ownership

B ] ] 8
o V) > Ah 2aiS
Product Product

Product Owner or proxy

Management Owner (requirements analyst) Team
® = > o
o fyit?m System Architect |I [ Il
Release Train Ll DRI, Scrum
Engineer P Master
SCALED AGILE ' = scsled Agile, Inc 25

Notes:

PO and PM governance: Content authority

Product Manager — Program Backlog [ EHEE PG AToHG ]

» Has Program Backlog content authority. Works with the Backlog
System Architect and Team to prioritize Enablers.

» Has content authority for Vision and Roadmap.
» Helps drive Pl Objectives.

» Establishes Features and acceptance criteria. ﬂ
— —-—
Product Owner — Team Backlog & == program
» Has Team Backlog content authority. Works with the System Product Manager \em.  Backlog
Architect to prioritize Enablers. ‘
» Drives lteration Goals and content via prioritized Stories. @ =
-—
» Establishes Story acceptance criteria. [ (V] — ;:mog ]
5 . v r Product Owner NERs
» Has authority for accepting Stories and Team increments.
» Helps drive Pl Objectives at the Team Level. ’

SCALED AGILE ' = e 23l Inc

Notes:
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1.4 Describe Product Owner/Product Manager responsibilities

PO/PMs collaborate with other ART roles

Release Train

Engineer The RTE acts as the chief Scrum Master for the train

System Architect- System Architect-Engineering provides architectural guidance and
Engineering technical enablement to the teams on the train

| CI <)

The System Team provides processes and tools to integrate and
evaluate assets early and often

g

System Team

®
®

Business Owners  Business Owners are the key stakeholders on the Agile Release Train

E

SCALED AGILE * = scsled Aol Inc

Notes:

Product Owner attributes

» Excellent written and verbal
communication skills

» Available to the Agile Team

» Good domain knowledge

Product Owners

» Good business sense
Solution, Technology

2 Team Facused gy » Technical foundation

» Decisive

» Strong negotiation skills

SCALED AGILE * = scaled Aaie. Inc

Notes:

23| © Scaled Agile, Inc.



1.4 Describe Product Owner/Product Manager responsibilities

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

» Step 2: Draw lines to capture
relationships.

SCALED AGILE * = scaled Agile, Inc

Activity: Key stakeholders and collaborators

Enterprise
Architect

Solution
Architect

Business

Stakeholders

Product
Manager

=

Team

Release

eration
Operafions Management

Notes:
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Duration

Action Plan: Becoming a Product Owner/Product
Manager in the SAFe Enterprise

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

» What are some potential issues that might make
it difficultto shift your approach, your team,
and/or your organization to establish or foster the
Product Owner and Product Manager roles in
SAFe?

» As you shift to a Lean-Agile mindsetin your
practices and as you help others in your
organization think and act in more Agile ways,
what are some things you plan to do differently?

» |s your organization organized around value? Action plan
Describe how it is organized around value and
describe ways it might improve organizing
around value.

SCALED AGILE * = scsler 20, Inc

Notes:

Lesson review

In this lesson you:

v

Explored SAFe for Lean Enterprises

Reviewed Value Streams

v

v

Discovered how the Lean-Agile Mindset impacts PO and PM
decision-making

\ 4

Reviewed PO/PM responsibilities

SCALED AGILE * = Scaled Agile, Inc 2

Notes:
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Lesson 2
Preparing for Pl Planning

Learning Objectives:

2.1 Describe the Program Increment
2.2 Describe the Vision

2.3 Forecast work through Roadmaps
2.4 Create beneficial Features

2.5 Manage the Program Backlog and Kanban

SAFe Authorized Course - Attending this course gives students
access to the SAFe Product Owner/Product Manager exam and
related preparation materials

27 | © Scaled Agile, Inc.



2.1 Describe the Program Increment

2.1 Describe the Program Increment

SCALED AGILE

Notes:

Duration
v

Video: Pl Planning

SAFe
at Trav

The Power of Pl

SCALED AGILEZ
Provide

2r of SAFe

https://vimeo.com/356905724/60d2ba24bf

SCALED AGILE * = Scsled 2. Inc

Notes:
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2.1 Describe the Program Increment

Pl Planning

Cadence-based Pl Planning meetings are the
heartbeat of the Agile Enterprise.

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

» Agile Teams own Story planning and high-level
estimates

» Architect/Engineering and UX work as
intermediaries for governance, interfaces, and
dependencies

SCALED AGILE * = sealed Aol Inc

Notes:

Preparing for Pl Planning

Supported by POs, PMs take the lead in preparing for P| Planning

ART Sync

-----------------

=
7. Program events

_ Team events

Scrum of Scrums ® PO Sync

*8 oMl
olliligs @ AdoMg
il @ 1l ap M
[ 1] -
Pl I
i Iteration Stand-up
Planning E Planning Heration giStem \
Iteration - Review mo a
/ Retro - rb“v'(")ﬂ
K2y
Inspect & Adapt
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Notes:
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2.1 Describe the Program Increment

POs and PMs are essential to successful Pl Planning

Pl Planning preparation

“ Create/update Vision

“ and Roadmaps

H

HHHH

HIL

Socialize the Top 10 Features
to set expectations for the Pl
Planning meeting

SCALED AGILE ' = scaled Aaile.ine

Notes:

How much preparation is enough?

Both too much and too little preparation can cause problems

» More preparation may be needed if
creating entirely new Features or

5 o)
Architectural Runway " ﬁ?}‘ulm "
e g
» Too much preparation can inhibit o o "oy “
exploration, interaction, and emergent -.- A ! ] ’-_-
designs/solutions during Pl Planning
[ Feature

» Ongoing socialization of Features and
Enablers, as well as adequate backlog
refinement influence preparedness

SCALED AGILE ' = e 23l Inc

Notes:
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2.1 Describe the Program Increment

Discussion: Just enough pre-planning

» As a class, discuss how the Mior pre-plening

amount of pre-Pl Planning you do
can have positive and negative
outcomes.

» The instructor will capture your @ =
thoughts on a flip chart in the o s
quadrants shown at right.

» Consider how the Lean-Agile Less pre-planning

mindset and SAFe practices
influence and enable Pl Planning
preparedness.

SCALED AGILE ' = scaled Aaile.ine

Notes:
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2.2 Describe the Vision

2.2 Describe the Vision

Notes:

Portfolio Strategic Themes guide the Vision

Product Management collaborates with Lean Portfolio Management
to ensure the Vision and the Program/Team Backlogs are aligned to
Strategic Themes.

6* 2000 % 3
g PORERD

Portiole Kanban and Portolo 8ackdog
- 00 B
Visien and Soktea, Program, and Teum Sackiogs

Product
Management

SCALED AGILE ' = scaled Agile. Inc. 43

Notes:
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2.2 Describe the Vision

Video: Terrific Transport Corporation
Strategic Themes

Anthea Bowen, CEO of the Terrific Transport
Corporation (TTC), and Pat Bakker, Solution
Manager, review TTC's Strategic Themes.

SCALED AGILE * = scaled Agile. Inc

Click to here to play video
https://vimeo.com/310890102/

890al0eaal2

Notes:
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2.2 Describe the Vision

@D Discussion: Van Program Strategic Theme

STRATEGIC THEMES
— Increase Truck Program sales volume by 15%

Truck Program

- Obtain gold safety standard status with

Van Program Van Program
~ Triple Autonomous Vehicle Program
Autonomous Vehicle Program revenue within 18 months through commercial
expansion

> Capture dominant autonomous delivery market
Autonomous Delivery Program share in zones 1 and 2 within 18 months

~ Expand the Giving-1 Program to all
Terrific Transport locations

As a class, discuss how these Strategic Themes will influence the work of POs and
PMs on the Van Program.

SCALED AGILE ° = scaled Agile, Inc 45

Notes:
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2.2 Describe the Vision

Prepare the Vision

The Vision is a description of the future state of the Product or Solution.

» Where are we headed with this Product or
Solution?

» What problem does it solve?

» What Features and benefit hypotheses do we

think it provides? Common formats:

» For whom does it provide them? > Rellingwave briefings

» Vision document

» What nonfunctional requirements (performance, » Preliminary data sheet
reliability, platforms, etc.) does the Solution » Draft press release
deliver? \

SCALED AGILE ' = scaled aile, Inc 45

Notes:

Product Management creates the vision for the ART

Product Management creates the Program Vision, which evolves
through Customer feedback and learnings of the ART

' ' Feedback evolves the Vision
Vision guides the train AGILE RELEASE TRAIN

Agile Teams . Agile Teams
S '
paigh  Froduct Product
Owner Owner
;‘ Product Manager nﬁ
Scrum Te Scrum
Master Agile Teams Aglio Teams prasivicd

SCALED AGILE * = scaled 220, Inc e

Notes:
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2.2 Describe the Vision

Vision: Postcard from the future

. Vision: Postcard from the future

- Aspirational, yet realistic Vo sowews L ,
and achievable | gyt e .
ot o dreom locahiof= i

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

. ]
journey ' \

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

\ J
Heath, Chip and Dan Heath, Switch: How to Change Things When Change Is Hard, New York: Broadway Books, 2010
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Notes:

Van Maintenance Advisor postcard from the future

- N - - -— - - an - - L - - R
\ POSTCARD > .
| DearTTC, V= ‘
*  Thank you for creating the Van 2 \

t Maintenance Advisor. Customized

maintenance schedules for each van

has reduced our repair costs,

.‘ increased driver safety, and increased
' revenue because our vans are on the .

! road and functional.

\ -- Local Courier Services, Inc.

SCALED AGILE * = scaled Aaile. Inc 48

Notes:
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2.2 Describe the Vision

Summary of SAFe requirements

An Epic is a container for a
significant Solution development
initiative that captures the more
substantial investments that occur
within a portfolio.

A Feature is a service that fulfills a
stakeholder need. Each Feature
includes a name, a benefit
hypothesis, acceptance criteria, and
is sized or split as necessary to be
delivered by a single ART in a PI.

Stories are short descriptions of a
small piece of desired functionality,
written from the perspective of the
user.

SCALED AGILE ' = sesled Agle,Inc

-l =

) 1)
=

NFRs

Program
Backlog

NFRs

Team
Backlogs

Epic

Feature

Feature

Feature

o
Story

Story

Enabler

Enabler

An Enabler supports
the activities needed
to extend the
Architectural Runway
to provide future
business functionality.

Enablers are captured
in various backlogs
throughout SAFe.

Notes:
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2.2 Describe the Vision

Activity: Create Epics to fulfill the Vision

» The Van Maintenance Advisor is a substantial new
offering. It will consist of several Epics representing | epic: pevelop next-

generation van

significant development initiatives. hardware to capture
additional data on van
performance ’

» Working as a team, review these three Epics that —
support the Van Maintenance Advisor offering. Can | programs tailores fo

each van based on

you add one additional Epic? sensor data 7

Epic: Automated
electronic inspections
and tracking

7
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Notes:
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2.3 Forecast work through Roadmaps

2.3 Forecast work through Roadmaps

Create forecasts through Roadmaps

» The Enterprise, and its stakeholders, need to plan for the future

» Roadmaps enable the Enterprise to make forecasts about the future
while adapting to changing market opportunities

Seasor i) b

Devesy ween 3
{Beahing and. vehicie (Ertarormental (Driver
b1ty ORI aceshow  CondNoms)  COTIATCE gy
¢ L] @ W ¢ w
o @ @«Q ot HY W Y 4
T T T T T T T T

&
Medrsure Garge pat v specit
wesghbic i or » AR ERbONE
n n_ i

Solution Roadmaps promote clarity in long-range
planning and help Product Managers collaborate The Pl Roadmap provides additional
with Portfolio Management detail for near-term Pls
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52

Notes:

39 | © Scaled Agile, Inc.



2.3 Forecast work through Roadmaps

Roadmaps link strategy to tactics

:’ Strategic Themes

“ Vision

Strategic Themes can span many years

. > A - Less More
Solution Roadmap Typically 1— 3 years in duration fidelity episodic
Pl Roadmap — 3 Pls in duration
Iteration Plan 1 - 4 weeks in duration
Daily Plan
More More
fidelity continuous
Notes:
Solution Roadmaps provide a longer-term view
V1 Del v2 Vick
5‘3;:;::5 (Braking and ver:\i’;;y (Environmental H'F:ip': (Driver
selected acceleration) trade show conditions) mpkance habits)
© oy ® oy ® @
Q1 Q2 Q3 Q4 H1 H2 Y3 Y4
f i t ] t t t >
Mark
arkets Retail Market
. Customer-specific
Ep|CS, da boa:ds
Features and el
ections
Enablers

environment

Brake pad
algorithms

algorithms

Engine maintenance
algorithms

Note that the timeline changes: as we forecast further
into the future, fidelity decreases
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Notes:
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2.3 Forecast work through Roadmaps

Pl Roadmaps are shorter-term with more fidelity

Sensor suppliers

» Sensorimpact on
manufacturing

Committed

SCALED AGILE * = scsled 2aile. Inc

sele’cled
Pl1 »P',vlz. Pl 3
» Install sensors in lab Select environment » Select weight sensor
vehicles sensor supplier supplier
» Analyze weight Prototype chassis » Include braking and
+ Characterize braking mounting points aooelgmting in vehicle
under different ioads Characterize analytics
» Environment sensor acceleration under
trade study different loads
— Uncommitted Objectives —

Forecast —————————————————=>

Notes:

Market rhythms are cyclical
and predictable

What are market rhythms and market events?

Market events are ad-hoc
and often predictable

———— B2B Retall Scfiware |
B2C Social Media
Toy Maker
i
5
T
Value | ‘
o Cusfomers,
Partne:
he Business:
3
3 =
@ @ a Qe s i Py o
Time Time
Vehun shouid wo refuase? it When is 108 projectod?
Wit s the precision & accuresy of cur projection?
Notes:
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2.3 Forecast work through Roadmaps

Solution and Pl Roadmaps are influenced by external factors

——

Market Rhythms

at oz o os

Market Events

Vil Forocast
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Notes:
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2.3 Forecast work through Roadmaps

Activity: Consider market rhythms for
optimum release timing

» The System Architect has informed the Product Management team
that customers will have to take their vans out of service for
approximately one day to install the new hardware required by the
Van Maintenance Advisor.

» Approximately 1/3 of your van customers are serving the the local
retail market while 1/3 are serving the medical specimen market.

» Draw a market rhythms chart with one line for each market segment
to help determine when you could release the new hardware to
minimize disruptions to your customers.

SCALED AGILE ' = sesed Agile. e

Notes:
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2.4 Create beneficial Features

2.4 Create beneficial Features

Epics are decomposed into Features

Additional Features and Enablers...

Epic: Maintenance programs tailored
for each Van based on sensor data

Feature; Online Enabler: Architect for
Maintenance programs over-the-air,
service updates

Feature: In-service
software update

Feature: Maintenance
and Repair History

SCALED AGILE * = scsied Agile, Inc. 51

Notes:
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2.4 Create beneficial Features

Analysis and refinement ensure Features are ready for implementation

Features may start
as a one-sentence
overview, with more
details added in PI
Planning and
backlog refinement
meetings

SCALED AGILE ' = scaled Agile. Inc

b refined

b refined

Notes:

» During PI Planning and
Backlog Refinement,
Features are refined into
Stories

» Stories are short descriptions
of desired functionality,
written in the user’s language
and sized to fit a single
Iteration for one team

SCALED AGILE ' = sealed Agie. e

Features are implemented incrementally by Stories

Business Feature:

User Stories:

Enabler Stories:

As adriver, |want to

Ensure secure
receive real-time over-the-air
updates so that | Updaléa\'l"ﬁ-ﬁbé
have the latest bit ancryptian
Features available to 2 St
me % »
As a vehicle owner, P o
| want the latest Yorty e
release so that | 1%%?‘ e !"h‘:?'i;“,. o
comply with bbbzl
government
regulations ’ ’

Notes:
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2.4 Create beneficial Features

Design Thinking tools support PMs and POs in creating Features

®: ..».

(- 0= O O
- = = = Mike the Whole-Product Thinking
e S S SRS  FeetManager
CustomerJoumney Maps Personas
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54

Notes:

Customer journey maps can inform operational Value Streams

Customer journey maps:

» lllustrate the user’s experience (B x> 35 HIRET > Bk D T >y YAy

engaging with a company : R

Customer Journey Mapping (Mortgage Loan)

through products, online
experiences, and services

» May document user desires,
activities, feelings, questions,
pain points, etc.

» Can he|p |dent|fy gaps and Journey Maps help design operational Value Streams
opportunities
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Notes:
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2.4 Create beneficial Features

Personas help understand Customers

Personas:
» Are fictional characters based upon your research

» Represent the different people who might use your product or
Solution in a similar way

» Convey the problems Customers face in their own context (e.g.
their work environment) and key triggers for using the product

» Capture rich, concise information (photographs, family stories,
jobs, etc.) that inspire great products without unnecessary details

SCALED AGILE * = scaied Agile, inc

Notes:

Example persona

Mike the Fleet Manager

Age: 36
Location: Reno, Nevada, USA
1 Manages: 50 vans, 80 part-time and full-time drivers

‘I started my own courier van service when | was 18. | did everything — delivery,
managing the vehicles and handling customers. During the last recession | had to shut
down my company — but that's OK, because | was getting tired of working alone. I'm
now the Fleet Manager for big company. Driver safety is my top priority.

I have an office but I'm in constant | used to be a driver and driver My vans need to be on the road — a
motion — my tablet is more useful safely is a personal priority. van in the shop doesn’t make me
than my desktop computer. any money!

| need to be able to respond quickly | Reno weather is hard on vans. | | learmed Spanish and some
lo emergencies. think my maintenance schedule is Vietnamese to better communicate
better than what TTC recommends. | with my drivers

Notes:
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2.4 Create beneficial Features

Whole-product thinking creates a compelling reason to buy

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

Potential Product
Our vision of future Capabilities that keep Customers

Theodore Levitt, ‘Marketing Success Through Diffarentiation—of Anything”, Harvard Business Review,
Janyary. 1980, https.ihbr. through-di jorvob-anything
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Notes:

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.).

Development Value Stream Solution Solution Context
Scheduling
Van Maintenance
Servi dows . Mike the
Driver Fleet
Management Manager

Consider installation, upgrade, security, regulations, compliance, etc.
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Notes:
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2.4 Create beneficial Features

Discussion: Solution Context

What are some critical aspects of What are some critical aspects of

the Solution Context of the the Solution Context of how Fleet
hardware and software contained Managers will use the Van
within the Courier Van that Maintenance Advisor?

provides the data for the Van
Maintenance Advisor?
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Notes:

49 | © Scaled Agile, Inc.



2.4 Create beneficial Features

Feature storming is a tool for decomposing Epics into Features

Here is a suggested process for decomposing Epics into Features:

1. ldentify an Epic to be decomposed and assemble a team of PMs, POs,
Technical Leaders, and members of the ART

2. Write the Epic on a piece of paper and tape it to the wall

3. Hand out blank index cards to all participants and have them rapidly
generate as many Features in the context of this Epic as possible (just a
name and, if needed, a brief description)

4. Organize results by merging duplicates and arrange them into clusters.
The results will be managed in the Program Kanban.
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Notes:
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2.4 Create beneficial Features

,?,o Activity: Decompose an Epic using
x Feature storming

» Working at your tables, decompose this Epic
by creating as many Features as possible

- Leverage the Mike the Fleet Manager persona
and Solution Context to help create a more
complete set of Features
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Notes:
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2.4 Create beneficial Features

Activity: Feature refinement

» Take three of the Features that you have created. Using a flip chart,
refine them with a description, benefits hypothesis, and acceptance
criteria.

» Whois the primary beneficiary of acceptance criteria?

SCALED AGILE ' = sesed Agile. e

Notes:
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2.4 Create beneficial Features

Set quality expectations with the definition of done (DoD)

@ Gl

Team Increment System Increment Solution Increment

+ Stories completed by all -wmbyll -Nlupnbflhsmw
smq}hnmuﬂoda teams in the ART and criteria

SUAncAptmnce tesks integrated o + Endto-and Intagration and
passed (automated + Completed features + Deployed/instalied in the solution V&V done
where meet criteria staging

penl *» Regression testing done

+ Unit and component + NFRs met + NFRs met
tests coded, passed, R P e + NFRs met
and included in the BVT Sys! i MUk AT Aeres

A fication and Integration, verification,

+ Cumulative unit tests validation of and validation done + Release documentation
passed key complete

scenarios * No must-fix defects

* Assets ara under ; i bulld i In buld - All met
RO oY definition and and . by Solution and

. process Process Release Management
followed « Incrament + Documentation updated

* NFRs met demonstrated,

*+ Solution demonstrated,

+ No must-fix defects feeack octiered feecback achieved

+ Stories accepted by % ‘me"""’ MHOCE | | Acconted by Sokiian
Product Owner Management

@ Scaled Agile, Inc

~
P
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Notes:

ART definition of done

‘ .
Team System
y Solution Increment Release
Increment Increment

More homogenous

More context-dependent

RTE, PM, and System Architect

Scrum Masters & POs

Notes:
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2.4 Create beneficial Features

The definition of done has distinct areas of concern

Policies about how to validate Required tasks that reflect Required tasks that reflect
deliverables technical practices product management practices
Example Example Example
» Stories satisfy acceptance » All code checked into version » Releases notes created for
criteria control marketing and sales
» Unitand acceptance tests » APl and/or data model » User documentation updated
pass documentation updated » Website FAQs updated

» Acceptance criteria focus on specific characteristics of a Feature or
Story

» DoD is about policies that apply across Features or Stories

SCALED AGILE * = scsled 2aile. Inc 75

Notes:

The definition of done is NOT static

Low Experience with SAFe High

Simple Teams with minimal SAFe experience should
o l=iilallilelaMelite ool start with relatively simple definitions of done

Average As teams gain experience,
f8[=3ilal1ilelaRo e 0 al= their definition of done matures

As teams continue to mature, they realize they can

improve their definition of done to leverage Sophisticated
improvements in their Continuous Delivery Pipeline Wsl=iilaliilelaRelite o]a]=]
and in how they create Features and Stories.

Notes:
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2.5 Manage the Program Backlog and Kanban

2.5 Manage the Program Backlog and Kanban

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 0 BDB0D
‘pulled’ across the board as capacity allows 'O 'm 'BE

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

» Work-in-process (WIP) promotes flow and
the continuous delivery of value

SCALED AGILE ' = sesled Agile. e 7o

Notes:

55 | © Scaled Agile, Inc.



2.5 Manage the Program Backlog and Kanban

SAFe has multiple, connected backlogs and Kanban systems

Portfolio —
Kanban B L.;%
e T
Solution =
=a =1 |5
Kanban & l?i

e e
Program n <

Kanban

Product Management

]
Team “
Kanban

Product Owner

Tham, BHINT 8,20
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Notes:

The Program Kanban facilitates flow through the CD Pipeline

R PR LR <- SN
e A 2% .<
Continuous . % Continuous 2 ‘. Continuous -
Exploration % . Integration < « Deployment %
r. .+"  Release
......... < *etsiaPpaese® i CUSRESER A on Demand
2 6 o 5 6 4 3 5
T e Backlog Impl ing Z:"dat{ns Deploying Pail b o

OJ EJ

Al big idess aro Banaft hypothesis Foutures Features Feotures integrated Foatures finish Features reloased
welcome hare! and acceptance approved by decornposed and deglayed deployment 10 Qatomers,
criteria Product Into stodles 104 staging testing ircrementally
L o ol it once
Colculate WSJF Tewms dofine, Faatwre doployed
—_— Continuous buldand test Features demoed v ton Benefit nypothesis
WIP lred prioritization the solution In the system demo environment, evolusted
using WSIF et spproved by sormetynes
Product togaled off

Morsgement
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2.5 Manage the Program Backlog and Kanban

Prioritization anti-patterns

C 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
A makes the biggest promise of revenue. I'm the PM, so
“Fund my project, and we will make a billion dollars!” | should do it!

considering other factors.
“The ROI indicates we will make a 30% profit.” ll‘

' ROI - Making a decision based exclusively on ROl without

Solution/Product
Management

SCALED AGILE ' = sesled Agle,Inc

Notes:

Prioritize Features for optimal return on investment

In a flow system, job sequencing by Product Owners and Product Managers is key to
economic outcomes.

To prioritize based on Lean economics, you need to know two things:

- . D e
- Sea
e

A S

Feature \
R \

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

. . Enabl
2. What is the cost to implement the }
valuable thing? Feature 4
LESAtIE:] /
7
B -7

g = - - =
If you only quantify one thing, quantify the cost of
delay. —Donald G. Reinertsen, Principles of Product
Development Flow

SCALED AGILE * = Scaled Agile, Inc

Notes:
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2.5 Manage the Program Backlog and Kanban

Example with equal CoD: Which job first?

B ss. 3 days
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Notes:

Example with equal duration: Which job first?

A $$,E” _days B $$ 3 days
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Notes:
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2.5 Manage the Program Backlog and Kanban

General case: Any CoD and duration

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

Cost of Delay

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

Value created

Feature Duraion  CoD | WSJF
» A 1 10 10

Time B | 3 | 3 | 1

C 10 1 0.1

Cost of Delay

Time

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

Adapted from The f of Product Dy

P Fiow, Donald G. Reinertsen
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Notes:

Components of cost of delay

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

5 » Are there potential penalties or other negative
impacts?

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

» |s there a fixed deadline?
A »  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) » Is there value in the information we will receive?
PPN P ' » Will it enable new business opportunities?
SCALED AGILE * = scsled 2aile. Inc a7

Notes:
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2.5 Manage the Program Backlog and Kanban

Calculate WSJF with relative estimating

In order to calculate WSJF, teams
need to estimate cost of delay and
duration

» For duration, use job size as a
quick proxy for duration

User - Business Time Risk Reduction and/or

» Relative estimating is a quick WesE = Ve * Criticality * Opportunity Enablement
technique to estimate job size and S GaEs

relative value o]

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

SCALED AGILE * = sealed Aol Inc

Notes:
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2.5 Manage the Program Backlog and Kanban

» Select three Features from the previous activity and prioritize them
using the WSJF template in your workbook

» Do one column at a time. Start by picking the smallest item and
giving it a “1.” There must be at least one number “1” in each
column of the template.

» Be prepared to share your WSJF prioritization.

SCALED AGILE ' = scaled Aaile.ine

Notes:

Feature
value

User- business Time | RR | OE

VELE] criticality
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2.5 Manage the Program Backlog and Kanban

Partner with System Architect/Engineering

» Support Enabler items that provide sufficient Architectural Runway

» Work with System Architect/Engineering team to sequence

technical infrastructures that will enable delivery of new business
functionality

Implemented now...

... to support future Features

SCALED AGILE * = scaled Agile. Inc

Notes:

How much architecture?

Product Management collaborates with System Architects to balance

business Features and Enablers to ensure investment in just enough
Architectural Runway.

Our focus is on the Our focus is on robust technology
capabilities and fealures that solutions that meet near and long-
our customers need term goals

? ?

0 |y $
e - |
Product and System and Solution

Solution Architec/Engineering abeenf
Management
SCALED AGILE * = scaled Aaile. Inc
Notes:
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2.5 Manage the Program Backlog and Kanban

Organize Features by type

1. Determine how much capacity is to be
allocated to each type

2. Establish policies to determine how much
work is performed for each type

Capacity Allocation for this Pl

Systan and Boletion
AchitestEngioeer | | _- W vowrestres
(Mangn Authority] N\ - 3
| |
N\ -
\ ~~
b-— I 7ech Cebtang Maisenanco
4] =
M e
Backiog

Product and Soluticn

Macagement
{Content Auttonty)

SCALED AGILE ' = sesled Agle,Inc

=4

N

w

)

Organizing Features by type helps balance functionality with Architectural Runway

Capacity allocation example policies

. We agree on the percentage of capacity to be

devoted to new Feature development vs.
Enablers, tech debt, and maintenance at each
boundary.

. We agree that the Architect has design authority

and prioritizes the work in that class.

We agree that content authority (Product
Management) prioritizes Program Backlog items.

. We agree to collaboratively prioritize our work

based on economics.

We agree to collaborate to sequence work in a
way that maximizes Customer value.

Notes:
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2.5 Manage the Program Backlog and Kanban

» Consider how you would use capacity allocation in your Enterprise

» In your workbook, draft a capacity allocation policy that you could
bring back for discussion with your key collaborators

» Share your policies with a person next to you

SCALED AGILE ' = sesed Agile. e

Notes:
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2.5 Manage the Program Backlog and Kanban

Relative estimating

» Agile Teams use Story points and relative estimating to quickly
arrive at size estimates for User Stories

» Product Managers can use historical data to quickly estimate the
size of Features in Story points as well

» Feature estimates can then be rolled up into Epic estimates in the
Portfolio Backlog

» Portfolio Managers and other planners can use their ART’s
capacity allocation to estimate how long a portfolio Epic might take
under various scenarios

SCALED AGILE * = scaled Agile. Inc

Notes:

Estimating Epics in SAFe

1. Epics are decomposed into potential Features
during Pl Planning and backlog refinement

2. Potential Features are estimated in Story
points

- Typically performed at the PM/System Architect . \
level, based on history and relative size Feature
Feature
- Individual teams are engaged as necessary
Feature
3. Feature estimates are aggregated back into

the Epic estimate as part of the lightweight
business case
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Notes:
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2.5 Manage the Program Backlog and Kanban

Estimating Features

Estimating the effort needed to implement a Feature typically goes through a series of successive
refinements.

‘ . PRELIMINARY
Product Manager n (Retative) Size estimate A>B8>C
Effort history data

REFINED @ T (6]
Historical Story points m‘- m

.
ACTUAL Estimate
Bottom-up, team-based Dev teams
B = Y story points
$ Velocity $
Team cost per Cost Delivery Delivery
Story point estimate estimate history data
SCALED AGILE * = scsled 2aile. Inc 95

Notes:

Estimating cost

Once the Feature has been estimated in Story points, a cost estimate can be quickly derived.
» 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

$ $

Cost Delivery
estimate estimate

Team cost per
Story point

Delivery
history data

SCALED AGILE * = scsled 2aile, Inc a7

Notes:
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Duration

Action Plan: Preparing for Pl Planning

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

» Do you have a Vision? If not, what
would be required to create one?

» Have you considered the effects of
market rhythms and events in your
Roadmap?

AS SN

Action plan

» Have you developed personas and a
whole product model to assist your
ART in developing Features?

SCALED AGILE * = scsler 20, Inc

Notes:

Lesson review

In this lesson you:

» Reviewed Program Increments

v

Explored how POs and PMs create and utilize the Vision

Discovered how to forecast work through Roadmaps

v

v

Practiced creating beneficial Features

4

Reviewed how to manage work through the Program Backlog and
Kanban
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Notes:
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Lesson 3

Leading Pl Planning

Learning Objectives:

3.1 Communicate the Vision
3.2 Establish Pl Objectives
3.3 Manage dependencies

3.4 Manage risks

SAFe Authorized Course - Attending this course gives students
access to the SAFe Product Owner/Product Manager exam and
related preparation materials
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Leading PI Planning

PMs and POs have key roles in Pl Planning.

SCALED AGILE ' = sesled e, Inc

,_A_RT_SYT_C = :0 Program events
® 'Y : Team events
Scrum of Scrums @ P
e LV
ollill g% @ ot
1 1] V)
1[1] o
Iteration Stand-up
Ptanning Iteration
i ®
Iteration Backlog Review Demo e
D Refinement
LTy ay
® Inspect & Adapt EERE

w Pl Planning
¥_’.

Notes:

PMs and POs are essential to successful Pl Planning
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m==) Pl Planning mmm) Pl Planning outputs

Program b

Pl Cbjecives
A=

Product Managers
negotiate scope,
socialize and
contribute to
Business Value

Team and Program Pl
Objectives and Program Board

101

Notes:
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Pl Planning two-day agenda

Day 1 Agenda

Business Context

Product/Solution
Vision

Architecture Vision
and Development
Practices

Planning Context
and Lunch

Team Breakouts

oo Draft Plan Review

W
and Problem Solving

SCALED AGILE ' = scsled Aaile. Inc

Day 2 Agenda
:% Planning Adjustments
9:00-

11-00 Team Breakouts

11:00- Final Plan Review
i and L

1:.00

;g Program Risks
15
??

g 00- Confidence Vote

Planning
Retrospective and
Moving Forward

Notes:
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3.1 Communicate the Vision

3.1 Communicate the Vision

Notes:

What POs and PMs do during Pl Planning — Day 1

» Communicate:

- Program Vision 800900

- Present the top 10 Features

» Support team breakouts

» Collaborate to decompose Features into Stories

» Negotiate scope 100+ 400

» Review draft Pl plans and provide feedback
4:00 + 5:00

» Participate in management review of draft plans

5:00 + 6:00
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Notes:
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3.1 Communicate the Vision

Communicate the Vision

» Show the ART how the Vision aligns with Strategic Themes

» Prepare materials so that each team can see the Vision

B

v

A 4

Provide user personas to illustrate how the Program Vision
improves the lives of your Customers

Explain the purpose of any nonfunctional requirements

Map Vision to Strategic Themes and Solution Context
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Notes:

TTC Van Program Vision

b POSTCARD & \
| DearTTC, V= i
Thank you for creating the Van ‘
. Maintenance Advisor. Maintenance
schedules customized to each van has To: TTC ;
\ reduced our repair costs, increased \

driver safety, and increased revenue
because our vans are on the road and \
) functional.

. — Local Courier Services, Inc.

Notes:
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3.1 Communicate the Vision

Communicate the Roadmap

» The Pl Roadmap illustrates how the work in this Pl helps fulfill the
Vision

» Communicate the Pl Roadmap as part of your Vision to assist in Pl
Planning activities

» Highlight Program Epics, Milestones

SCALED AGILE ' = scaled Aaile.ine 17

Notes:

TTC Van Program Pl Roadmap
Sensor suppliers
selected
PI1 Pl 2 PI3

» Install sensors in lab » Select environment sensor ’ Se!ect weight sensor
vehicles supplier supplier

» Analyze weight sensors » Prototype chassis mounting +  Include bfaking an(_i

» Characterize braking under points accelerating In vehicle
different loads » Characterize acceleration analytics

+ Environment sensor trade under different loads
study

— Uncommitted Objectives —

» Sensor impact on
manufacturing

Committed e POt ———
SCALED AGILE ° = sealed 221, Inc 108

Notes:
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3.1 Communicate the Vision

Communicate the top ten Features

» Communicate the top ten Features to the ART

» These should be no surprises as teams should have seen these evolve
over time

» Be prepared to explain why these Features were chosen (a SAFe Core
Value is transparency)

» Socializing Features before Pl Planning helps Product Management
develop “right-sized” Features

» Top ten is a guideline; sometimes the ART may pull more than ten
Features, sometimes less

SCALED AGILE ' = scsled Aaile. Inc e

Notes:

TTC Van Program top ten Features

Top Features
for Pl 1
1. Install sensors in lab vehicles

2. Characterize weight sensors in
different vehicle configurations

w

. Analyze braking under different loads

S

. Model performance under emergency
brake conditions

. Environment sensor trade study

. Sensor impact on manufacturing
. Fix cold weather calibration defects

o N O u

Program Backlog spreadsheet

. Include climate history in oil change
calculations

9. Add cargo loads to tire rotation
recommendations
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3.1 Communicate the Vision

Activity: Communicate the Vision

» Use the TTC Van Program Vision, Pl Roadmap, and top ten
Features to communicate the Van Program Vision to your ART as a
Product Manager.

» Deliver your Vision to the ART. Be creative.

SCALED AGILE ' = sesed Agile. e

Notes:
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3.1 Communicate the Vision

Support team breakouts

» Team breakout time is when Agile Teams “do the work” of planning
how they will deliver Features in upcoming lterations

» Product Owners lead this activity with their respective teams

» Product Managers support teams and provide additional insights
and guidance

SCALED AGILE * = scsled 22l Inc

Notes:

Present draft plans, participate in management review

Teams present their draft plans
with draft objectives, potential risks,
and dependencies during the draft
plan review.

At the end of Pl Planning Day 1,
the RTE facilitates the
management review and problem-
solving meeting. Management
negotiates scope changes and
resolves other issues by making
planning adjustments, which are
presented at the start of Day 2.
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Notes:
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3.1 Communicate the Vision
@3 Discussion: Addressing issues during
management review and problem-solving

» During PI Planning, the team working on spiking Enabler Stories for
sensor impact on manufacturing is also assigned the Feature to install

sensors in lab vehicles. This team doesn’t believe they have capacity.
What can you do to help resolve this issue?

» Some tactics that can help resolve issues:

Change priorities

Adjust Vision

Change scope

Move people

SCALED AGILE ' = scaled Azl Inc i

Notes:
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3.2 Establish Pl Objectives

3.2 Establish Pl Objectives

What POs and PMs do during Pl Planning — Day 2

» Support team breakouts Day 2
» Accept Team P| Objectives o
» Establish business value with Business STl oo breakouts
Owners
» Participate in final plan review el
1:00 » 2:00 Program risks

» Provide feedback on program risks

200 2:15 Pl confidence vote

» Participate in confidence vote, rework
(if applicable), and contribute to planning
retrospective After Planning retrospective

TS and moving forward

2151722

SCALED AGILE * « scsed e, e i

Notes:
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3.2 Establish Pl Objectives

Pl Objectives

» Pl Objectives are a summary of
the business and technical goals
that each team and the overall
ART intend to achieve in the 'E:LY:'.:m?:;:;“

upcoming Pl ) okl 28

A Deliver investor demo at stast
17 of teration 3

Program Pl Objectives

» Pl Objectives are built largely
bottom-up as the teams estimate
and identify them during PI
Planning

opt
eplon
Support mester B
dome ey inct af
hwvasan 2

Agile Teams.

» Pl Objectives should reflect whatis . 8, ue0 . -3-“

important to the business as well 8 )
Scrum Scrum Secrum Scrum
as other stakeholders Hasior Haster astar iaser
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Notes:

Why do we use Pl Objectives?

» Immediate Feedback: Team Pl Objectives provide confirmation to
business leaders that teams understand desired outcomes

» Decentralized Decisions: The business value of the team PI
Objectives promote decentralized decision-making, should the team
need to adjust planned work

» Predictability without Specificity: Committing to Pl Objectives instead
of a specific Feature or Story enhances Agility as it allows the team and
the PO to modify the planned work based on discovery and Customer
input and still achieve the business value

» Commitment: Teams, not business leaders, commit to the objectives
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Notes:
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3.2 Establish Pl Objectives

Distinguish Features from Pl Objectives

» Pl objectives often
relate directly to a
Feature

» Some Features can
be delivered by
individual teams;
others (Feature B)

ASIC  Board FW | Validation require collaboration

> [ addition to

Features and inputs

— : to Features, other
Focus on Qutcomes: During P| Planning, teams should be team objectives will

asking, “Is our goal to complete the listed features or is our goal I
to provide the outcomes desired by those features?" appear as'well.

Program Backlog
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Notes:

Tips for writing effective team PI Objectives

» Remove jargon: Pl Objectives
should be understandable to
Business Owners and
Customers

Write SMART Objectives:

Intended outcome, start with

Specific action verb

Descriptive, Y/N,

Measurable hier
quantitative, a range

» Describe the value and

im pact u Achievable  Within a team's control
» Don’t use Features or Stories E Reatierc Recognize factors that can't
. . be controlled
as Pl Objectives, as can
these change il Time bound Can be accomplished within
the PI
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Notes:
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3.2 Establish Pl Objectives

Committed and uncommitted objectives

» Uncommitted objectives are K

used by teams to identify ;«Iaa:)n; Acti
planned work that they have low ectives BV
confidence of completing Rest of concpc il |0
Help with radar POC 4
» They help improve the Decide tocreate orbuy 3
5 vah & 5 engine noises
predictability of delivering T
business value since they are Proof of conceptwith 7
. . y real sounds
not included in the team’s i y

commitment and they do not '

tt d the t ) It is prudent to allocate 10-15
count towar: ) e eam S percent of team capacity to
program predictability measure uncommitted objectives.
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Notes:

Assigning business value during the second team breakout

_ » Business value (BV) is a ranking

i :
TeamA supplied by the business that

e represents the importance of
Pl Objectives BV delivering each Pl Objective

Proof of concept with 10

Sy iy » Pl Objectives and business

value help teams stay focused

_ on the delivery of value instead
Decide to create or buy 3 5 e
e of the delivery of specific
Features or Stories

F

Help with radar POC

Uncommitted
Proof of concept with 7 » Actual BV is assessed during
realsatnas Inspect and Adapt
y
SCALED AGILE * = scaied 2aie, Inc 2
Notes:
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3.2 Establish Pl Objectives

Considerations when assigning business value

Legal or infrastructure functionality which, if not deployed, can result

Regulatory Value in fines, revenue loss, or damage to the Enterprise brand
Commercial Product/service functionality that brings new or maintains existing
Value revenue

Market Value Functionality that differentiates the product/service from competing

products/services and new functionality needed to stay competitive

Functionality that reduces operating costs, including technical debt or
Elficlencyvalus improvements in the pipeline
Functionality that focuses on enabling or realizing future value,

AL including Enablers, POCs (proof of concepts), research spikes
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Notes:
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3.3 Manage dependencies

3.3 Manage dependencies

SCALED AGILE

Notes:

Duration
v

Video: The Program Board

SCALED AGILEZ

Provider of SAF¢

https:/ivimeo.com/355401474/4ed0fa500e
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Notes:
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3.3 Manage dependencies

Using a program board to visualize work

ion 1.1 \ Iteration 1.2 It fon13 | | ion 1.4 lteration 1.5 (IP) | PlI2>>>
Milestones/ | I
‘ - ( )
Events ! 7 T~ A program Milestone or event is happening
Unicorns \ v, | = W in Iteration 1.3 (e.g., a trade show, market
I rele: i
o e N e )
] g i N
Bl » / / 1 \ l ‘\ This Feature cannot be delivered until
// : . multiple teams complete their
lguanas ‘ == // / \ \ / = dependencies.
' N f /
moos | f | Jfem| ] N )
Tarantulas / ‘ / [ / / 7\ r : - ™
A Feature placed in a team'’s swim lane
Needs UX Help = \ / = / - J N with no strings means that it can be
Noets Sy -{ p— s 1 completed independent of other teams.
Arch Help
= = Significant = Milestone/ Red String = A dependency requiring Stories
BT =Features D:?S;nd:ncy - E‘I,Bm — or other dependencies to be completed before

the Feature can be completed
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Notes:

Strategies for managing dependencies

Challenge Potential Strategy

ART bottlenecks Distribute work to other teams

' ; Adjust work sequencing to eliminate same iteration

lteration dependencies .
dependencies

Uibelanced tasrs Adjust' work between teams based on forecasted

capacity

Adjust work between teams or split Features and

Complex critical path Storias
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Notes:
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3.3 Manage dependencies

Before Pl Planning...

Business priorities

SCALED AGILE '  scaled Ale, Inc

Pl Planning can create options for releasing sooner

During PI Planning, a

team may suggest a Team analysis

sequence that creates 3 | BugFix
options for releasing value 4 | Enhancement
sooner. 1_|Story

2 | Sstory

The PM can accept this
sequencing or ask the
team 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).

Notes:

86 | © Scaled Agile, Inc.




3.3 Manage dependencies
@'} Discussion: |dentify ways to identify
dependency issues and resolve them

» Review the program board shown in your Student Workbook.

» What potential issues do you see?

» Who should the PMs and POs collaborate with to help minimize
dependencies and address the issues you identified?

SCALED AGILE * = sealed Aol Inc

Notes:
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3.4 Manage risks

3.4 Manage risks

Notes:

Program, team, and other risks

» Risks to successful program execution can

be local to a team, affect the multiple 5 3
teams (a program risk), or affect other Other Risks
aspects of the business . J
» Pl Planning provides the ART with r Program Risks
opportunities to localize and address risks
Local Risks
SCALED AGILE ' = scaled Agile. Inc. 131

Notes:
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3.4 Manage risks

Addressing program risks in Pl Planning Day 2

After all plans have been presented, remaining
program risks and impediments are discussed
and categorized using ROAM:

reesolved 0 wned

» Resolved: Has been addressed; no longer
a concern Lo

» Owned: Someone has taken responsibility Dccepted | Ditigated

» Accepted: Nothing more can be done; if risk -‘ ‘-

occurs, release may be compromised L

» Mitigated: Team has plans to adjust as
necessary

SCALED AGILE ° = scaled 220, Inc 132

Notes:

Building the final plan

» Final plans are collected at the
front of the room and are reviewed
by all teams

» Business Owners are asked if they
accept each team'’s plan

» If accepted, the team's plan and
program risk sheet are brought to
the front of the room and included
in the final plan

» If not accepted, the team removes
their plan and continues planning
after the review

A team’s final plan

Used with permission of Discount Tire Corporation
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Notes:
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3.4 Manage risks

Confidence vote: Team and ART

After dependencies are resolved and risks are addressed, a confidence
vote is taken from the Team and ART. An average of three or higher is the
minimum confidence vote to move forward with the Pl commitment.

r: =)
What happens when people vote a one or a two?

1. If the average confidence is two or lower, adjustments are made; plans are
reworked

2. Any person who votes two fingers or fewer should be given time to voice their

concern, which might add to the list of risks )

No confidence Little confidence Good confidence High confidence Very high confidence
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Notes:

90 | © Scaled Agile, Inc.



= Action Plan: Leading Pl Planning
On the Action Plan page in your workbook, answer the following
questions:

» What are some improvements you could make as to how you
engage during Pl Planning?

» List some things you can do to improve your team’s ability to
manage dependencies during Pl Planning.

» What are some ways you can improve how Pl Objectives are
written and coordinated across the ART?

SCALED AGILE * = scaled 2aie, Inc 135

Notes:

Lesson review

In this lesson, you:

» Explored how POs and PMs communicate the Vision and support
the PI Planning meeting

» Examined how Pl Objectives are developed
» Discovered how dependencies are managed

» Explored how to manage risks
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Notes:
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Lesson 4
Executing lterations

Learning Objectives:

4.1 Apply User Stories

4.2 Plan the Iteration

4.3 Manage flow with the Team Kanban

4.4 Continuously refine the backlog

4.5 Participate in the Iteration Review and Retrospective
4.6 Support DevOps and Release on Demand

SAFe Authorized Course - Attending this course gives students
access to the SAFe Product Owner/Product Manager exam and
related preparation materials
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Iterations are the basic building blocks of Agile development

ART Sync —® Program events

Team events

Product
Owner y lteration ~ Stand-up
Planning Planning Iteration D a ®
Revi emo
Product Owners teraton g

Retro
B Refinement

participate in all
team events.

4
® Inspect & Adapt g

w Pl Planning
\_—,.

SCALED AGILE ' = sesled e, Inc

Notes:

Iterations are time-boxed events

Here is an example of events in an Iteration that starts on a Wednesday.

Monday ~  Tuesday  Wednesday  Thursday Friday
DSU and '
lteration DSU DSU
Planning
DSU and
DSU backlog DSU DSU DSU
refinement
. DSU and
DSU and_lteratlon teration
Review :
| Retrospective

Functionality is demonstrated throughout and can
be released at any time as market needs warrant.

SCALED AGILE ' = scaled Aaile, Inc
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4.1 Apply User Stories

4.1 Apply User Stories

Features are decomposed into User Stories

» Features are implemented

Sto
through one or more User
.
Stories -
» Features that represent a Team

Backlog

Enabler

workflow are captured though

story maps
£
A ? Sto
Backlog ry
Enabler
Team
Backlog
SCALED AGILE * = sesied Aaie. Inc. 140

Notes:

95 | © Scaled Agile, Inc.



4.1 Apply User Stories

What are User Stories?

Stories are short descriptions of a small piece of desired functionality
and are sized so they can be completed in a single Iteration.

» User Stories express desired end-user functionality written in the
user's language

» Enabler Stories support exploration, architecture, infrastructure,
and compliance

SCALED AGILE ' = scaled Azl Inc 44

Notes:

Write User Stories using a standard format

Stories are written using the following template:

As a (user role), | want (activity) so that (business value)
- User role is the description of the person doing the action
- Activity is what they can do with the system

- Business value is why they want to do the activity

As a Fleet Manager, | want a As a Fleet Manager, | want
notification before a van detailed service histories so that
needs service so that | can | can identify and track safety
balance service requests. recalls and confirm repairs.
SCALED AGILE * = scsled 2aile. Inc 142

Notes:
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4.1 Apply User Stories

Writing good user Stories: The 3Cs

Conversations between the team
and the Product Owner provide
necessary details.

Written on a physical or digital
card.

Acceptance criteria confirms the
Story correctness.

Email or text

As a Fleet Manager, | notifications? + The notification contains
want a notification L i | the Van ID defined by the
before a van needs Fleet Manager

service so that | can + The notification is
delivered on a schedule
balance service

determined by the Fleet
requests. Manager

SCALED AGILE ' = sesled Agle,Inc

Notes:

INVEST in a good Story

» Write Stories that can be
developed separately Independent

»  Write Stories in which scope can

be negotiated Negotiable

» Write Stories that are valuable to Valuable

the Customer
Estimable
» Write Stories that can be estimated

» Write Stories that can fitin an Small

Iteration

Testable

» Write Stories that are testable

SCALED AGILE * = scaied Agile, inc

Notes:
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4.1 Apply User Stories

Stories strive to convey a ‘just right’ amount of detail

As a Fleet Manager, | can
search for a van by its
Vehicle Identification
Number, location, or
driver so that I can find

the van | want.

Insufficient detail Just right Overly constrained

As a Fleet Manager, | can
search my fleet so that |
can find vans that need a
safety recall.

As a Fleet Manager, | can
search for vans so that |
can find the van | want.
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Notes:

Relating Features and Stories to personas improves design

Mike the Fleet Manager Story: As a Fleet Manager, | can

Locatin: Reno, Nevad, USA search my fleet so that | can find
4 Manages: 50 vans, 80 part-time ana ful-time drivers s
vans that need maintenance. Vans
. that are overdue or need a safety
“I started my own courner van service when | was 18. | did everything — delivery,

mananing tha vehiclas and handiing customers. During the last recessian | had to shut reca" are hlg hllg hted i
ot

B Feature: Safety Recall Management V
M Fleet Managers seek to maintain the safety of

their vehicles by ensuring that all safety
updates are applied to their vans.

Story: As a Fleet Manager, | can
review safety recalls so that | can
Benefits: prioritize the maintenance

+ Increased driver safety schedules of my fleet.

* Reduced liability

* Increased compliance V
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Notes:
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4.1 Apply User Stories

10 patterns for decomposing Features into Stories

Workflow steps o Data methods
Business rule variations o Defer system qualities
Major effort 0 Operations

Simple/complex ° Use case scenarios j j

Variations in data m Break out a spike

SCALED AGILE ' = scaled Azl Inc 47

Notes:
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4.1 Apply User Stories

x
Activity: Decompose Features into Stories
| ‘

» Step 1: With your table group,
select three Features you
created and decompose these
Features into Stories

» Step 2: Write these Stories in
User Story format:

adl SR
| X Ed
— |

— As a (user role) | want (activity)
so that (business value).

SCALED AGILE ° = sealed Al Inc 148
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100 | © Scaled Agile, Inc.



4.1 Apply User Stories

When is a Story complete?

A Story is complete when it:
» Satisfies the definition of done (DoD) and

» Is accepted by the Product Owner

oLl -
__/ A
The DoD provides a common DoD The Product Owner
criteria for all backlog items. cg— < Story AC reviews the acceptance
— ¥ criteria and accepts
Teams create and adhere 4 Stories.
to the DoD.
Story AC
el

SCALED AGILE * = scaled Agie. Inc 148

Notes:

Stories have acceptance criteria

» Acceptance criteria provide the details of the Story from a testing point of view

» Acceptance criteria are created by the team and the PO as Stories are refined

As a Fleet Manager, | want Story:

a notification before a van
needs service so that | can
balance service requests.

__» Refined

As a Fleet Manager, | want a
notification before a van needs
service so that | can balance
service requests.

Acceptance Criteria:

+ The notification contains the
Van id defined by the Fleet
Manager

= The notification is delivered on
a schedule determined by the
Fleet Manager
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Notes:
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4.1 Apply User Stories

Write acceptance criteria using behavior-driven development (BDD)

» Behavior is often first described in general terms, which can be
ambiguous

» Specific examples of behavior provide a better understanding

» The examples can directly become tests, or they can lead to specific
behaviors which then are transformed into tests

Discovery Y Formulation . Automation

of behavior of specific tests of tests

SCALED AGILE ' = sesled Agle,Inc

Notes:

When written as BDD, acceptance criteria can serve as tests

» Acceptance criteria for a scenario

- More generic, like an outline

Given a van associated with a maintenance schedule
When the van is due for a maintenance activity
Then a notification is sent to the designed user

» Example of scenario, which can be an acceptance test

- Specific pass/fail, may uncover additional details that are required for acceptance

Given a van and an oil maintenance schedule * ' Setup
When the van is due for an oil change in the next month @®-- Event
Then a text message is sent to the Fleet Manager e----- Outcome/Test

SCALED AGILE * = Scaled Agile, Inc
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4.1 Apply User Stories

Activity: Write acceptance criteria

» Step 1: With your table group, write acceptance criteria in Given-
When-Then format for three Stories you have created.

» Step 2: Make sure the acceptance criteria is testable.

» Step 3: Discuss with your table:

— Did writing acceptance criteria in the Given-When-Then format identify
the need for any additional details?
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Notes:

103 | © Scaled Agile, Inc.



4.1 Apply User Stories

When Stories are too big to fit into an Iteration, they are split

Stories are split using the same techniques as decomposing Features

° Workflow steps e Data entry methods

Business rule variations 0 Defer system qualities

Major effort o Operations ‘i‘

Simple/complex ° Use case scenarios j
Variations in data @ Break out a spike |
SCALED AGILE * = Sealed Agile, Inc 154

Notes:
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4.1 Apply User Stories

Activity: Split Stories

» Choose a Story from the ones you created that may not fit into an
lteration and, with your table group, split it.

» How can you ensure that split Stories provide end-user value?
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Notes:
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4.1 Apply User Stories

Use story maps to capture workflows

» A story map is a design thinking tool that captures the workflow of
a user and the Stories that support the workflow

» Story maps help teams
- Design workflows

- Manage the improvement of the product over time by showing how
successive Stories can improve the Stories

- Validate that the Stories in the backlog support all the steps needed
by the user to accomplish their objective

SCALED AGILE ' = sesled Agle,Inc

Notes:

Structuring your story map

Starting o R ey S ) Ending
conditions These are the activities or tasks the user must perform fc e awgOalo conditions
2 v - R How do we know the
Whafpne the sfartmg ) ) o . . user was successful?
conditions or triggers? Activity or task Activity or task Activity or task Activity or task »
.J it ~ 2 =3 =
re e, oo |
sy |
sty |

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

SCALED AGILE ' = scaled 2aile, Inc &7

Notes:
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4.1 Apply User Stories

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 her workflow

Team Backlog

© Scaled Agie, Inc
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Notes:

Example: A large story map for a complex workflow

Story maps can be
simple, illustrating
just a few steps, or
quite large,
illustrating many
steps.
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Notes:
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4.1 Apply User Stories

When should you use a story map?

Feature or

New Features are added to

Story

Does this
Feature or
Story
capture a
workflow?

No

Refine the Feature
or Story, splitting if
needed

the Program backlog.
New Stories added to the
Team backlog and the
Yes , Createa process repeats.
story map
Stories are prioritized
and added to Team
Backlogs.
Review the
T results | S

SCALED AGILE * = scaled Agile. Inc

Notes:

» Story maps
support user
experience and
interface design in
creating design
prototypes

» Design prototypes
provide fast
feedback and help
further refine
Features and
Stories

SCALED AGILE * = scaled Aaie. Inc

Integrating user experience and interface design

Team Backiog
Actiity or task  Actity or task ‘ Activity or task Activity or task
En =3 En
-

En
= el Ea
Em EE e

=x

B S0
il
iy

Notes:
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4.1 Apply User Stories

Activity: Develop a story map

» Story maps are useful even when there are a
small number of steps in the workflow. As a Fleet Manager, |
want to add a newly
» With your table group, create a story map for purchased vehicle to
this story and answer these questions: my fleet so that | can
establish its
- What are the main tasks? maintenance
schedules and identify
- What is the minimum number of Stories any required safety
required to accomplish the user’'s goal? recalls before putting
) the vehicle into |
- What Stories can make the user’s workflow production. ’
easier? '
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Notes:
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4.2 Plan the Iteration

4.2 Plan the lteration

Video: Running an effective SAFe Iteration
Planning Meeting

Running an Effective
SAFe’ Iteration Planning Meeting

SCALED AGILE#?

https://vimeo.com/299054038/ae429609f1
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Notes:
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4.2 Plan the Iteration

Product Owners lead lteration Planning

Iteration planning refines the lteration plans created during Pl Planning

Iteration Planning ; ; Iteration Planning
Phaiaiation m=) lteration Planning =p Outputs

M N
o P el 0 e Pt e
¥ o Pl Objectives ] ] CC)

— | ; 3

Team
Committed goals,
committed backlog

Backlog

Prioritized backlog and Team @ = Confirm objectives, estimate and
Pl Objectives detail Stories, develop goals

SCALED AGILE ' = sesled Agle,Inc

Notes:

The PO ensures the Team Backlog captures all the work
o Program
Backlog Bg — Fine-grained, detailed
5 S || - stories, well-understood,
T /| | ready for implementation
Team N o — Stories can be added, modified,
removed, or reprioritized
context = ) ]
- Refactors =1
- Maintenance [ | Coarse-grained Stories, less
_ Other teahrical dabt 5= detailed and understood,
z 2 continuously refined
-
Other \ ) NFRs
stakeholders (V1]
- Other team dependencies Nonfunctional requirements
- Other commitments (NFRs) are a constraint on
- Spikes/research the backlog.
SCALED AGILE ' = scsled 221, Inc 16¢

Notes:
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4.2 Plan the Iteration

Sequencing Stories

» Primary economic prioritization happens in the Program Backlog. Agile Teams
sequence work for efficient execution of business priorities.

» The Product Owner and the team sequence work based on:
- Story priorities inherited from Program Backlog priorities
Events, Milestones, releases, and other commitments made during Pl Planning
- Dependencies with other teams
Local priorities

- Capacity allocations for defects, maintenance, and refactors

» Initial sequencing happens during Pl Planning

» Adjustments happen at lteration boundaries

SCALED AGILE ' = scaled Agile. Inc 167

Notes:

Iteration Planning flow

€@ -Establishing capacity =
o Story analysis and estimating % . Jiﬂ Iteration Planning
_F_ * Timebox: Four
o Detailing Stories |‘T§—J Hours o tess
= This meeting is by
and for the team

o Developing lteration goals = SMEs may attend
as required ’

itti i o W
o Committing to Iteration goals 5\ ﬂ,
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Notes:
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4.2 Plan the Iteration

Establishing capacity

» Team applies capacity allocation to the Team Backlog
» Team quantifies capacity to perform work in the upcoming Iteration

» Each team member determines their availability, acknowledging
time off and other potential duties

» The PO, in collaboration with the team, selects the highest priority
backlog items for each ‘slice’ of the capacity allocation to
implement in an lteration

SCALED AGILE * = scaled A2l Inc 50

Notes:

Capacity allocation for a healthy balance

» By having capacity allocation defined, the Product
Owner doesn'’t need to prioritize unlike things against Capacity allocation

h
each other + Helps alleviate

» Once the capacity allocation is set, the PO and team velocity degradation
can prioritize like things against each other due totachiical debs
Keeps existing
Customers happy
with bug fixes and

| User stories enhancements
- Refactors+

I Maintenance

Capacity Allocation Next P|

Can change at
Iteration or Pl
boundaries

Team
Backlog

SCALED AGILE ° = sealed 221, Inc 170

Notes:

113 | © Scaled Agile, Inc.



4.2 Plan the Iteration

Using size to estimate duration

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

4 ~
Definition of Velocity

Velocity is the number _,_,

of story points
accepted in the

|terati0n. 240 — Speed 60 — 4
miles Miles/hour hours

Always use the

Examples

average velocity for 180 Story _,__ =
the most recent points SP/iteration Iterations
Iterations.

\ J
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Notes:

Establishing capacity before historical data exists

» For every full-time developer and 0
tester on the team, give the team 8 Q ‘;‘
points (adjust for part-timers) m.

» Subtract 1 point for every team G ' @
member vacation day and holiday |||||

f N
Example: Assuming a 7-person team
composed of 3 developers, 2 testers,

1 Product Owner, and 1 Scrum
Master, with no vacations, etc.

» Find a small Story that would take
about a half day to develop and a half
day to test and validate, and call ita 1

» Estimate every other Story relative to

that one Exclude Scrum Master and Product

: Owner from the calculation.
» Never look back (don’t worry about WSRO she caictiation

recalibrating) Estimated Capacity =5 X 8 pts =
40 pts/lIteration
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Notes:
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4.2 Plan the Iteration

Story analysis and estimation

» The Product Owner presents Stories in order of priority
» Each Story

~ Is discussed and analyzed by the team
- Has its acceptance criteria refined

- |s estimated

» The process continues until the estimation of the Stories has
reached the capacity of the team

SCALED AGILE ' = scaled 2zl Inc 174

Notes:

Estimate Stories with relative Story points

Compared with other Stories, an 8-point Story should
take relatively four times longer than a 2-point Story.

» A Story point is a singular number that represents:

@ ®
- Volume: How much is there? qu
- Complexity: How hard is it? big
o | o jsit?
- Knowledge: What do we know? - N
- Uncertainty: What's not known? o °

» Story points are relative. They are not connected
to any specific unit of measure.

SCALED AGILE ' = e 23l Inc

Notes:
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4.2 Plan the Iteration

Use Estimating Poker for fast, relative estimating

» Estimating Poker combines
expert opinion, analogy, and
disaggregation for quick but

e A Story is read ) reliable estimates

Py <
(

Steps

G Each estimator gets a deck of cards )

-

~ Estimators privately select cards | » All team members participate

o Cards are turned over

Q The team discusses differences

The team re-estimates

L A A

Mike Cohn, Agile Estimating and Planning, 2005
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Notes:

PO provides clarification for estimation

Agile Teams estimate Stories; POs provide

clarification, but do not estimate the work.

» Usually occurs during the backlog
refinement event

» Increasesaccuracy by including all
perspectives

» Builds understanding

» Creates shared commitment

Estimation performed by a manager,

Architect, or select group negates these
benefits.
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Notes:
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4.2 Plan the Iteration

How much time to spend estimating?

A little effort helps a lot. A lot of effort only helps a little.
P ™\
100%

} Don’t ignore
50% uncertainty

Accuracy

L Effort

SCALED AGILE * = sealed Aol Inc

Notes:
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4.2 Plan the Iteration

Activity: Estimate Stories

» Step 1: With your table group, use the Estimating Poker cards to
estimate the Stories you previously created.

» Step 2: Share with the class:
- Where do you find challenges when engaged in Story estimation?

— Are you as a team aligned around the combination of qualities that
represent a Story point (volume, complexity, knowledge, uncertainty)?

SCALED AGILE ' = sesed Agile. e 170

Notes:
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4.2 Plan the Iteration

Iteration goals

Iteration goals provide clarity, commitment, and management information.

They serve three purposes:
Align team members to a common purpose

Align Program Teams to common PI Objectives
and manage dependencies

F Provide continuous management information

SCALED AGILE ' = scaled 2zl Inc 170

Notes:

Iteration goals: Examples

Software Example Business Example

Iteration Goals Iteration Goals
1. Finalize and push last name search 1. Roll out the GDPR incident report
and first name morphology procedures

2 o 5
RAeX 605 SR feriaintng iais 2. Prepare for external audit

3. Other Stories:

Establish search replication
validation protocol

Refactor artifact dictionary

\ schema / \ /

SCALED AGILE ' = scaled 22ile, Inc a0

3. Obtain approvals for financial
report

Notes:
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4.2 Plan the Iteration

Commit to the lteration goals

Team commitments are not just to the work. They are committed to
other teams, the program, and the stakeholders.

A team meets its commitment:
By doing everything they said they would do,
-0r -
in the event that it is not feasible, they must immediately raise the concern.

Too much holding to a
commitment can lead to
bumout, inflexibility, and

quality problems.

Adaptability

Too little commitment can
lead to unpredictability and
lack of focus on results.

G=
&
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Notes:

Tips for effective Iteration planning

Maintain timebox

Ensure that the team commits to the Iteration
goals

Verify that the PO or other managers don't
influence the team to overcommit

Challenge the team to exceed their previous
accomplishments

Ensure that improvement items from the
retrospective are put into effect

Ensure time is allocated for technical debt
activities

SCALED AGILE ' = e 23l Inc

Best approaches Common anti-patterns

Delving too deep into technical discussions
Commitment is unrealistic
Capacity and load are exactly the same

Scrum Master is more focused on a technical
role than a facilitator's role

The team under commits due to fear of failure

No time is reserved for support activities

Notes:
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4.3 Manage flow with the Team Kanban

4.3 Manage flow with the Team Kanban

Notes:

The Team Kanban promotes collaboration and facilitates flow

Produict Owner &
4 2 1 8 6
Integrate
Review Build snd tast Accepted

Average WIP and duration are measured from the
work is pulled from the backlog until it is accepted.
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Notes:
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4.3 Manage flow with the Team Kanban

Video: Running an effective SAFe Daily
Stand-up (DSU)

SCALED AGILE

der of SAFe

https://vimeo.com/289123257/0de749d63e
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Notes:

Product Owners and the DSU

» As members of the Agile Team, Product Owners should attend the DSU

» POs should listen carefully to any impediments that they can resolve
immediately during the meet-after

» POs should be ready to clarify Story intent and acceptance criteria

» POs sometimes unintentionally interfere with the DSU, so don’t feel bad
if your Scrum Master provides helpful advice

» The PO should be attentive for opportunities to release value or engage
stakeholders based on the team’s progress
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Notes:
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4.3 Manage flow with the Team Kanban

Tips for managing flow

Best approaches Common anti-patterns

Facilitate mid-Pl re-planning Team gets no input from scrum of scrums

Encourage the team to point out as early as
possible if they think they will miss Iteration goals
or Pl Objectives. Communicate to and from the
scrum of scrums

Teams are unwilling to change or add objectives
mid-P|

Scrum Master does all of the synchronization, so
Encourage the use of engineering practices the team is incapab|e of doing it themselves

Make sure defects are not pushed to the IP
Iteration

Facilitate preparation for the next Pl

Support release activities
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Notes:
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4.3 Manage flow with the Team Kanban

Discussion: PO’s role in the DSU

In your work as a Product Owner for TTC, you often attend trade
shows and industry conferences to support your sales and marketing
team, identify industry trends, and assess competitive offerings. You
know that you will be gone for two weeks attending a trade show and
visiting a few key Customers.

How should you and the team handle your absence in the DSU?
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4.4 Continuously refine the backlog

4.4 Continuously refine the backlog

The backlog refinement event

» Timebox: 1 — 2 hours

» Helps the team reconsider new
Stories prior to lteration planning

» Provides time to identify
dependencies and issues that could
impact the next Iteration

» Ensures that the PO has a ready
backlog for Ilteration Planning

» Agile Team members are in
attendance and actively engaged;
subject matter experts and other
teams' members are invited as
needed
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Notes:
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4.4 Continuously refine the backlog

Tips for more effective backlog refinement

Best approaches Common anti-patterns

Maintain timeboxes Arriving to the Iteration with non-ready Stories
Maintain the right level of a deep backlog vs 5 ;

ready backlog for two lterations Not doing the backlog refinement consistently
Make sure all the team members participate Team sees Stories for the first time during

Iteration or Pl Planning

inite e right sublect matter expers Feature estimations impact Story estimation

Hold the event at regular intervals
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Notes:
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4.5 Participate in the Iteration Review and Retrospective

4.5 Participate in the lteration Review and
Retrospective

Video: How to run an effective SAFe
lteration review meeting

How to Run an Effective

SAFe’ lteration Review Meeting

®

SCALED AGILEZ

https://vimeo.com/309353242/e486372f18
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Notes:
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4.5 Participate in the Iteration Review and Retrospective

Iteration Reviews measure team progress

Attendees are the team and its stakeholders.

1. How we did on the Iteration

» Did we meet the goals?

» Story by Story review

SCALED AGILE ' = scaled Azl Inc

2. How we’re doing on the Pl

» Review of Pl Objectives

» Review remaining Pl scope and
reprioritize if necessary

Notes:

Iteration Review guidelines

» Timebox: 1 to 2 hours

» Preparation: Review
preparation should be limited
to 1 to 2 hours. Minimize
presentation. Work from the
repository of Stories.

» Attendees: If a major
stakeholder cannot attend,
the Product Owner should
follow up individually.

SCALED AGILE * = scaied Agile, inc

Sample Iteration Review Agenda

1. Review business context and
Iteration goals

2. Demo and solicit feedback for
each story, spike,
refactor, and NFR

3. Discuss Stories not completed
and why

4. |dentify risks and impediments

5. Revise Team Backlog and
team Pl Objectives as needed

Notes:
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4.5 Participate in the Iteration Review and Retrospective

Confirm completion of all required activities against the DoD

Team Increment

« Stories satisfy acceptance + Stories completed by a + Capabilities completed by al « Al capabilitie:
criteria teams in the ART and trains snd mest scceptance meet accepts
* Acceptance tests passed Negrated criteria + End-to-end
(automated where practical) + Completed features meei * Depioyedfinstalled in the solution V&V
* Unit and component tests acceplance crileria SISRnR.saviranmen « Regression tasting done
coded, passed, and included . ige e « NFRs met o NERET#
in the Build-Verify-Test (BVT) B — « System anc-to-end s
« Cumulative unit tests passed |~ oS IxeEEEE integration, verification, and * Nomustfix defects
«- Assets are under version « Verification and valldation of valdation done

documentation

control o L « No must-ix defacts

« Engineering standards *« Included in build definiton . In in build definifion
followed and deploymant process

« NFRs met + Incramen! demonstrated

= No must-fixdefects feedback achieved
« Stories accepted by Product v Accepted by Product
Owner Management
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Notes:

What to do when a Story isn’t done

» Split it? - “Well, now that | see it, I've realized that | only really
need part of it. The rest is a new Story that we can work on later.”

» Continue it? - "I still need this, and it's still my top priority. Can we
finish it in the next iteration?”

» Delay it? - “This is important to me, but we've discovered it's huge.
I'd prefer that we focus on other Stories with better ROL.”

» Abandon it? - “If it's going to be this hard to build, it's not worth it
for me anymore. It's just too expensive to justify the value I'd get.”
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Notes:
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4.5 Participate in the Iteration Review and Retrospective

Update Metrics during Iteration Review to track progress

# Stories (loaded at beginning of Iteration) % SC with test available/test automated
# accepted Stories (defined, built, tested, and Defect count at start of iteration
accepted)

Defect count at end of Iteration
% accepted
# new test cases

# not accepted (not achieved within the Iteration)
# new test cases automated
# pushed to next Iteration (rescheduled in next

g # new manual test cases
Iteration)

Total automated tests
# not accepted: deferred to later date

Total manual tests
# not accepted: deleted from backlog

% tests automated
# added (during Iteration; should

typically be 0) Unit test coverage percentage
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Notes:

Relentless improvement

Agile Teams continuously adapt to new
circumstances and improve the methods of value
delivery

» Understand where you are
» Foster the culture of improving everywhere

» Use retrospectives as summary points but not
as limitations

» Support continuous learning

» Actively engage with other Scrum Masters to
drive improvement on the ART
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Notes:
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4.5 Participate in the Iteration Review and Retrospective

B

R
I Effe

Ite
Retrospective

Video: How to Run an Effective SAFe
Iteration Retrospective

— How to Run an

e SAFe
ion

https://vimeo.com/289517223/5216eafd10
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Duration

Notes:

Improving everywhere

Ask questions to reflect and
address every area that surfaces
as a constraint to the team’s
performance.

SCALED AGILE ' = scaled Aaile, Inc

Move from manual to automated testing

Communication with remote teams, subject matter
experts, etc.

The team'’s skill set

Preparing and running the demo

Nonfunctional requirements (NFR) testing

More efficient and disciplined design sessions

Notes:
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4.5 Participate in the Iteration Review and Retrospective

Iteration Retrospective

» Timebox: 1 to 1.5 hours
» Attendees: Just the Agile Team

» Preparation: Pick 1 — 2 things
that can be done better or
preserved in the next Iteration.
Enter improvement items into
the team backlog.

At regular intervals, the team reflects
on how to become more effective,
then tunes and adjusts its behavior
accordingly. —Agile Manifesto
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Sample Agenda

Part 1: Quantitative

1. Review the improvement backlog
items targeted for this Iteration. Were
they all accomplished?

2. Did the team meet the goals (yes/no)?

3. Collect and review the agreed to
Iteration print Metrics

Part 2: Qualitative

1. What went well?

2. What didn't?

3. What we can do better next time?
What can we preserve?

Notes:
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4.6 Support DevOps and Release on Demand

4.6 Support DevOps and Release on Demand

Campbell

SCALED AGILE?

Provider of S

https://vimeo.com/342037390/3a25026214
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Notes:
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4.6 Support DevOps and Release on Demand

Video: The Continuous Delivery Pipeline

Continuous

with Morgan
Campbell

SCALED AGILEZ
Provider of SAFe

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

The Continuous Delivery Pipeline enables the flow of value

.......... 4 pRL LT TPRRPYS 2 Treqgunveneret”
C C C Rel:
plorati Integ Deploy on Demand
Release on Demand
El . w9 El >
————> C,,Q,,, ARTs separate releasing value and development cadence
] g — Centric
System Demos System Demos
Goals y 1 ’ ::f Goals @
Development =55 @ ~ @
Centric ] 4 co
Develop on Cadence £ ~ , £ ~ s
=~ R A %
ct = cl Featura o
~ el Pl =
~ ~
CE Iterations. CE 27,5.'2‘:: ol
Program Increment Program Increment
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4.6 Support DevOps and Release on Demand

The Continuous Delivery Pipeline (CDP)

The pipeline is in perpetual motion.

Release on Demand

E] Kl v 9 a

O ‘ Continuous( O

Exploration
) >ttt
T
g X Continuous
Integration
Release e <
Exploration Integration Deployment on Demand RREPET T ) OO
; Continuous
Deployment
i RO R
Pl Pl
Feature View Team View
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Notes:
Release on Demand
» Expose ‘dark’ Features to Customers
based on market readiness
» Releasing should be low risk,
instantaneous, and reversible T e T e Y
preview mlsase feature
» POs/PMs need to collaborate ] ] ] ] Relesse on Demand
with Architects to create the . U F ]
appropriate Enablers: i RESEE RREE
- Blue/green infrastructure
Pl PI Pl Pl Pl
- Canaryreleases T
Featuretoggles
- A/Btesting
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Notes:
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4.6 Support DevOps and Release on Demand

Decouple release elements

» POs/PMs work with Architects to identify which parts of the
Solution may require different release strategies

» Architects design sub-systems for independent build, test, deploy,
and release

End-user functionality

(released every 2 weeks)
D.—— Streamiet 1 ——e—e—e—e—e—e—e—e—v/ Security updates

Streamiet 2 g 9.9—/(released on demand)

Streamiet L 2 . 4 L 4 “W-9— Back-office functionality

= Streamiet 4 v a_\(released every month)
Solution Value 'streamlets’ Entire solution
(maijor release
every quarter)
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Notes:
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4.6 Support DevOps and Release on Demand

Activity: How can you support the CDP?

» The TTC Van Maintenance Advisor is complex Solution that
includes components that operate in the van, a web application, and
a smart phone application.

» Should all components be released at the same time? If not, why
not?

» How might the Solution Context for each of these components
impact their respective Continuous Delivery Pipelines?
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Action Plan: Executing lterations

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

» What are two specific actions you can take to improve how you
create and manage Stories?

» Where might you be able to apply story maps?

» How can you improve your participation in all the Ilteration events?
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Notes:

Lesson review

In this lesson, you:

» Explored how to apply User Stories and story maps

» Reviewed how to plan the Iteration

» Discovered how to manage flow with the Team Kanban

» Reviewed how to continuously refine the backlog

» Explored how POs participate in Iteration Reviews and Retrospectives

» Discovered how POs and PMs support DevOps and Release on
Demand
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Notes:
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Lesson 5
Executing the PI

Learning Objectives:

5.1 Participate in the PO sync

5.2 Participate in the System Demo
5.3 Innovate throughout the PI

5.4 Inspect and Adapt

SAFe Authorized Course - Attending this course gives students
access to the SAFe Product Owner/Product Manager exam and
related preparation materials
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Executing the PI

POs and PMs remain engaged throughout Pl execution.

SCALED AGILE " =«

ART Sync - :0 ART events

[reme————ie

_ Team events

Pl
Planning

o oL |
L //

Pianning Iteration

;
E lteration Stand-up

Iteration
Retro

Backlog

Prepare for Pl Planning

Scaled Agile, Inc

Notes:
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5.1 Participate in the PO sync

5.1 Participate in the PO sync

Notes:

Programs respond to change through sync meetings

» The PO sync provides visibility into how well the ART is
progressing toward meeting the program Pl Objectives

» It provides an opportunity to assess any scope adjustments

» Facilitated by the RTE or Product Management

» Participants: PMs, POs, other stakeholders and SMEs as
necessary

» Weekly or more frequently, 30 — 60 min.

» POs communicate adjustments to their teams after the sync

SCALED AGILE *  scsied e o o

Notes:
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5.1 Participate in the PO sync

@3 Discussion: Enabling alignment across the
ART with sync meetings

» Think about the various sync meetings that are part of SAFe (Daily
Stand Up, Scrum of Scrums, PO sync, ART sync, Architect sync).

» How can you leverage these sync meetings as a PO or PM to
ensure alignment across the ART? What kinds of issues and
opportunities might you bring up and what kinds of potential
solutions might you offer to resolve them?
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Notes:
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5.2 Participate in the System Demo

5.2 Participate in the System Demo

System Demos occur every two weeks

Demonstrate the full system to stakeholders every lteration.

» Happens after the teams’ Iteration
reviews (may lag by as much as
one lteration)

» Demo occurs from the staging
environment or the nearest proxy

» Product Owners and Product
Managers lead the demo

» Attendees include Business
Owners, executive sponsors,
Customers, and Customer proxies
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Notes:
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5.2 Participate in the System Demo

Recommended System Demo agenda

5 min: Briefly review the business context and the Pl Objectives
5 min: Briefly describe each new Feature before demoing
25 min: » Demo each Feature

» Frame each Feature in the context of how a Customer or persona will gain benefit from
this Feature or how the Feature will create business value

15 min: |dentify current risks and impediments
10 min: Open discussion of questions and feedback, summarized progress

Apply the meet-after pattern to keep the System Demo focused.
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Notes:

Tips for effective Team and System Demos

et "
est approaches
PP A lot of time is spent preparing for the demo
Begin to consider how and what to demo in Demo is mainly talk/slides as opposed to working
Iteration Planning software and/or hardware

PO sees things for the first time in the Team Demo

System Demo is not done because “the Team
Demo is enough”

Team members are not invited to the System Demo

Make sure the right participants are present

Ensure that the team celebrates its
accomplishments and that stakeholders

acknowledge them to save time

Demos are not interesting or relevant to Program-
Make sure different team members have the level stakeholders
opportunity to demo Using test data

Ensure that the team is ready for the System
Demo and coordinates with the System Team
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Notes:
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5.3 Innovate throughout the PI

5.3 Innovate throughout the Pl

Notes:

Innovation is part of the Lean-Agile Mindset

One of the four pillars of SAFe's Lean-Agile Mindset is innovation.

» Customers want the next thing that
will improve their lives, but they
may not know what that is

» Producers innovate; Customers
validate

» Create time for innovation,
exploration, and creativity

Relentless
improvement

» Avoid succumbing to the tyranny of
the urgent

» Enable education and learning LEADERSHIP
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Notes:
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5.3 Innovate throughout the PI

Innovation occurs in the development Value Streams

Value Stream innovation refers to the innovations we create in the
design and implementation of Value Streams and the Solution

Context.

a 14 ﬁf_fr o f‘?ﬂf iff {.?f?
{EBSEBDEED:
e - =
-

@ St i e

Can we innovate in how a customer completes
and submits his loan application?
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-
©ScredAge. b

Could the Navigation supplier innovate their Solution
Context by doing such things as ‘moving’ the
navigation system from the console display directly
into the steering wheel or into a heads-up display?

Notes:

Internal sources

Strategic
Themes i
o] o — ST~
< i — : we
H==1 =T+% .wv{r‘:hhne!
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and achievable
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P

Agile Teams

Aspiralional, yet realistic
Motivational enough lo engage

Result: The teams start thinking

about how to apply their
strangths in arder to get there

Vision: A postcard from the future
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o Things Whiwn G
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External sources

n Competitors
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Customer
Requests
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5.3 Innovate throughout the PI

SAFe has many ways to promote and capture innovation

Local
Context

Y

Innovation | e
Riptide
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Notes:

The Innovation and Planning lteration provides time for innovation

5 Vi i . Innovation: Opportunity for innovation spikes,
Provide sufficient capaci ty hackathons, and infrastructure improvements

Ihargin to enable cadence. Planning: Provides for cadence-based planning
and is an estimating guard band for cadence-
based delivery

Common anti-patterns

Planning work for the IP Iteration in Pl Planning

— Don Reinertsen,

Principles of Product
Development Flow

Leaving testing or bug fixing to the IP Iteration

Leaving integration of the whole system to the IP
Iteration
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5.3 Innovate throughout the PI

Leverage the Innovation and Planning lteration

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

» Provides an estimating buffer for meeting Pl Objectives

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

The Innovation and Planning (IP) Iteration

Tuesday Waednesday Thursday

Buffor for loftover work
= ——————————

Week 1

Innovation
e —

Pi planning readiness

Week 2
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Notes:
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5.3 Innovate throughout the PI

Organize a hackathon

» A hackathon is a one or two-day event in which teams get to work
on new ideas that are often added to the Program Kanban

» Two key guidelines balance creativity and focus:

1. People can work on whatever they want, with whomever they want,
so long as the work reflects the mission of the company

2. The teams demo their work to others at the end of the hackathon
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Notes:

Organize a Supplier showcase

» A Supplier showcase is a structured demo from an internal or external
Supplier designed to help your teams better leverage the products or
services offered by the Supplier

» Supplier showcases help teams:

» Reduce work by better leveraging the Supplier's product (“Did you know
that our API provides automatic routing? Here's how it works...")

» Enable Architects and POs/PMs to identify Enablers and improve
Roadmaps

» Supplier showcases help Suppliers by providing them direct feedback
on what they need to supply to the teams
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Notes:
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5.3 Innovate throughout the PI

Explore some spikes

» A spike is an exploration Enabler Story designed to gain the
knowledge necessary to reduce the risk of a technical approach,
better understand a requirement, or increase the reliability of a
Story estimate

» While spikes can be added to Team Backlogs at any time during a
Pl to reduce risk; they are commonly used to explore new ideas or
determine feasibility of Epics

» Spikes increase learning within the team
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Notes:

Innovation enables a Continuous Learning Culture

Learning Organization Relentless Improvement

> © Constant Sense of Danger
Shared Vision Systems Thiaking
© Optimaze the Whele

* 8 i © Problem Solving Culture m
Team Leaning © Refiet 31 Key Milestonss @
© Fact-Based Improvement 2

Percarial Mastery

Innovation Culture

Vo [ e ffoof v~

Ineowztve Tema & Space nmantation  FotWithout  Innov: ovation
People lﬁdbal N ey oc Guilt ﬂ.ﬁd"s
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5.4 Inspect and Adapt

5.4 Inspect and Adapt

Inspect and Adapt (1&A) overview

Pl System Demo shows the
Solution’s current state to
program stakeholders

(45 — 60 minutes)

Quantitative measurement
(45 — 60 minutes)

Retrospective and I&A Suggested Timebox Q}‘ "
problem-solving workshop
(1.5 — 2 hours)
SCALED AGILE *  scsicd2aie. -

Notes:
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5.4 Inspect and Adapt

Pl System Demo

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

» The agenda follows the pattern of the
System Demo in the lterations but is
differentiated as the last System
Demo of the current PI

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

» Attended by Business Owners,
program stakeholders, Product
Management, RTE,

Scrum Masters, and teams
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Notes:

Program performance reporting

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

~

B i i i Business Value
Teams meet with their Business ObloctivesforPl3 (@i
Owners to self-assess the - Smcredlocaonsand ol |7
business value they achieved ~Buldsnd demonsimeaproot  [NRSHEN (NS

. . of concept for context images .
for eaCh ObJ eCtlve = Implement negative triangulation u’“ &
by: tags, companies and people
= Speed up indexing by 50% {l}f 5
= Index 1.2 billion more web pages ‘1? 8
» Each team’s planned vs. actual - Exuactand buld URLabsvscts (@) [ 7
» . =Uncommitted Objectives ——
business value is then rolled up =k Sokre b ol e 7 | o
to the Program Level in the ootz i ¢ -
program predictability measure ol M

% Achievement: 90%
\
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5.4 Inspect and Adapt

Program predictability measure

The program predictability measure shows whether achievements fall
into an acceptable process control band.

120
» Target: effective process control range
100
» Predictability sufficient to run the business
80 et
» Handles common variations

60 » Special causes may still cause excess variation

40

/ === Team A (unpredictable development)
20 ! : } = Team B (predictable development)
i ! === Program

Percent business value achieved

B ;
Pl 1 P12 PI3 Pl4 P15

SCALED AGILE * = scsled 2aile. Inc 237

Notes:

Team performance assessment

» All teams’ Pl Objectives were assigned a Team Pl Performance Report
business value from 1 to 10 —_——

» Review and rate your Pl achievements:

- How well did you do against your stated
objectives, including (a) timeliness, (b) content,
and (c) quality?

™
-~

PRI S ST T T I

- Scale: 1to 10, max being maximum total e i L

business value 'S
/"T RN :L‘A"

!
4

S
S

P o
7
/

4

» Average these across all objectives and give 1
yourself a program percent achievement
score
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Notes:
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5.4 Inspect and Adapt

Team PI performance report

» Planned total does not include uncommitted objectives

» Actual total includes uncommitted objectives

» % Achievement = Actual total/Planned total

» A team can achieve greater than 100% (as a result of
uncommitted objectives achieved)

» Effort required for uncommitted objectives is included
in the load (i.e., not extra work the team does on

weekends)

» Individual team totals are rolled up to determine the
program predictability measure

SCALED AGILE ' = sesed Agile. e

Objectives for PI 3

= Strucured Jocations and
validation of focations

= Build and demanstrate & proof
of concept far context images

= Implement negative triangulation
by: tags, companies and people

= Speed up indexing by 50%
= Index 1.2 bilken more web pages
= Extractand build URL abstracts

-Uncommitted Objectives

= Fuzzy search by full name 7

= Improve tag quality to B0% 4
relevance

Totals: 50 as
% Achievement:  90%

© scame Aghe

Notes:

Program performance Metrics

Functionality

PI1 Pl 2 P13

Program velocity

Predictability measure

# Features planned

# Features accepted

# Enablers planned

# Enablers accepted

# Stories planned

# Stories accepted

Quality

Unit test coverage %

Defects

Total tests

% automated

# NFR tests

» Collect and
discuss any other
program Metrics
that the team has
agreed to collect.

» Product Managers
and Product
Owners use this
data to ensure that
overall quality
measures are
maintained.

Notes:
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5.4 Inspect and Adapt

Video: The Retrospective and Problem-
Solving Workshop Overview

Workshop Overview

SCALED AGILEZ
Provider of SAFe

https://vimeo.com/351678406/ce4e8aicfa
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Notes:

Problem-solving workshop

After a short retrospective, teams systematically address the larger impediments that are limiting velocity by

using root cause analysis.
Agree on the Apply root-cause analysis Identify the biggest root-cause
problem to solve (and 5 Whys) using Pareto analysis
J X oty . -
reliable release = NN N reakde seboase : =4

X Insufficiently
commitments

J

\
o
p €
J \ J .
Restate the new problem for Identify improvement
the biggest root-cause backlog items

X =
Insufficient =

architectural . ]

b 000 NFRs
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Notes:
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5.4 Inspect and Adapt

Activity: Retrospective

» Individually, write on sticky notes things you will start doing, stop
doing, and continue doing when you return to your workplace as a
result of this course.

» Place your sticky notes on the appropriate flip chart sheet.

» Share any big ideas or breakthrough moments you had during class
that you plan to bring back to the workplace.
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Notes:
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Action Plan: Executing the Pl

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

» How might you change your participation in and collaboration around the
PO sync, System demo, and Inspect and Adapt workshop?

» What kinds of innovation opportunities would you like to encourage and
make time for with your Agile Team?

» What kinds of metrics do you plan to start collecting and reviewing during
your Inspect and Adapt workshops?

SCALED AGILE ' = Scaled Aile, Inc

Notes:

Lesson review

In this lesson, you:

» Reviewed how POs participate in the PO sync

» Explored how POs and PMs participate in the System Demo
» Examined how to innovate throughout the PI

» Reviewed how to conduct an Inspect and Adapt workshop
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Notes:
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Lesson 6

Becoming a Certified SAFe
Professional

Learning Objectives:

6.1 Becoming a Certified SAFe Professional

SAFe Authorized Course - Attending this course gives students
access to the SAFe Product Owner/Product Manager exam and
related preparation materials
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6.1 Becoming a Certified SAFe Professional

Make the most of your learning

.. Access the SAFe Community Platform
© . Manage your member profile, continue your learning with toolkits and videos,
and access communities of practice and the member directory

_ - Prepare Yourself
. Extend your SAFe knowledge and prepare for certification with your learning
plan, course workbook, study materials, and practice test before your exam

~ Become a Certified SAFe Professional
. 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
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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://ivimeo.com/307578726

https://www.scaledagile.com/certifica
tion/about-safe-certification/
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Notes:
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6.1 Becoming a Certified SAFe Professional

Duration

Video: Welcome to the SAFe Community
Platform

Wantto learn more about the next
steps on your SAFe Journey?

Welcome to the
Access the SAFe Community . .
Platform and discover all the SAFe C’unlty
SAFe resources available for your Platfor
use!

SCALED AGILES

https://vimeo.com/201877314
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Notes:
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Appendix 1
Action Plans

Lesson 1 Action Plan

Duration

Action Plan: Becoming a Product Owner/Product
Manager in the SAFe Enterprise

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

» What are some potential issues that might make
it difficultto shift your approach, your team,
and/or your organization to establish or foster the
Product Owner and Product Manager roles in
SAFe?

» As you shift to a Lean-Agile mindsetin your
practices and as you help others in your
organization think and act in more Agile ways,
what are some things you plan to do differently?

Action plan

» Is your organization organized around value?
Describe how it is organized around value and
describe ways it might improve organizing
around value.
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Notes:

What are some potential issues that might make it difficult to shift your approach,
your team, and/or your organization to establish or foster the Product Owner and
Product Manager roles in SAFe?

As you shift to a Lean-Agile mindset in your practices and as you help others in your
organization think and act in more Agile ways, what are some things you plan to do
differently?
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Is your organization organized around value? Describe how it is organized around
value and describe ways it might improve organizing around value.
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Lesson 2 Action Plan

Duration
0

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

» Do you have a Vision? If not, what
would be required to create one?

» Have you considered the effects of
market rhythms and events in your
Roadmap?

Action plan

» Have you developed personas and a
whole product model to assist your
ART in developing Features?
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Notes:

Do you have a Vision? If not, what would be required to create one?

Have you considered the effects of market rhythms and events in your Roadmap?

Have you developed personas and a whole product model to assist your ART in
developing Features?
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Lesson 3 Action Plan

Action Plan: Leading Pl Planning

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

» What are some improvements you could make as to how you
engage during Pl Planning?

» List some things you can do to improve your team’s ability to
manage dependencies during Pl Planning.

» What are some ways you can improve how Pl Objectives are
written and coordinated across the ART?
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Notes:

What are some improvements you could make as to how you engage during Pl
Planning?

List some things you can do to improve your team’s ability to manage dependencies
during PI Planning.

List some things you can do to improve your team’s ability to manage dependencies
during PI Planning.
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Lesson 4 Action Plan

Action Plan: Executing lterations

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

» What are two specific actions you can take to improve how you
create and manage Stories?

» Where might you be able to apply story maps?

» How can you improve your participation in all the Iteration events?

SCALED AGILE ' = scsled Aaile. Inc 252

Notes:

What are two specific actions you can take to improve how you create and manage
Stories?

Where might you be able to apply story maps?

How can you improve your participation in all the Iteration events?
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Lesson 5 Action Plan

Action Plan: Executing the PI

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

» How might you change your participation in and collaboration around the
PO sync, System demo, and Inspect and Adapt workshop?

» What kinds of innovation opportunities would you like to encourage and
make time for with your Agile Team?

» What kinds of metrics do you plan to start collecting and reviewing during
your Inspect and Adapt workshops?
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Notes:

How might you change your participation in and collaboration around the PO sync,
System demo, and Inspect and Adapt workshop?

What kinds of innovation opportunities would you like to encourage and make time
for with your Agile Team?

What kinds of metrics do you plan to start collecting and reviewing during your
Inspect and Adapt workshops?
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Glossary

SAFe Glossary:

@@ Visit the Scaled Agile Framework site
= (http://v5.scaledagileframework.com/glossary) to download glossaries
translated into other languages
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