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Privacy Notice
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x Duration
’K" Activity: Introductions and connections &)

» Step 1: Find someone in the room you've never
met (not at your table) and introduce yourself.

» Step 2: Discuss the perceptions and questions
you have about Lean-Agile, DevOps, and SAFe:

- How familiar are you with Agile?
- Do you have similar perceptions and questions?

- Do you have similar roles?

SCALED AGILE ' = scaled Agile. Inc 3

Notes:
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Logistics

» Class times
» Breaks
» Lunch
» Restrooms

» Accessing Wi-Fi

v

Working agreements

SCALED AGILE * = scsled Aol Inc

Notes:
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Lesson 1
Advancing Lean-Agile in
Government

Learning Objectives:

1.1 Recognize the problem to be solved
1.2 Review the state of Lean-Agile adoption

1.3 Know the basic constructs of SAFe and the Implementation Roadmap

SAFe Authorized Course - Attending this course gives students
access to the SAFe Government Practitioner exam and related
preparation materials.
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1.1 Recognize the problem to be solved

1.1 Recognize the problem to be solved

SCALED AGILE

Notes:

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

landscape of the 215t century.

—Mik Kersten

PROJECT N
(i PN STERES

Notes:
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1.1 Recognize the problem to be solved

Heavy Engineering

-

808

Age of Oil &
Mass Production

1871

Age of Software Dotcom and internet mania;
LA {FIM  Global finance and housing bubbles

Five technological revolutions

Installation Period Turning Point  Deployment Period

v v
177 1793-1801
Industrial Canal Mania (UK) Great British Leap
Revolution
1829 1848-1850
Age of Steam
& Railways Railway Mania (UK) The Victoria Boom
1875 1890-1895
Age of Steel & London funded global market Belle Epoque (Europe)

infrastructure build-up Progressive Era (USA)

1929-1943

The Roaring Twenties Post-War Goiden Age

“

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

Notes:

» Amazon and Whole

(September 2019)

(Investopedia 2019)

SCALED AGILE ' osaeagn me

» Apple is now the biggest watchmaker in the world

Are we at the turning point?

» “BMW Group’s CEO expects that in their future more than half of its R&D staff
will be software developers.” —Mik Kersten, Project to Product

Foods Merger to Introduce Cross-Platform Selling and

Lower Prices (Forbes, August 2017)

» The market cap of Tesla ($43B market cap, $21B revenue) now exceeds the
market cap of Ford ($36.2B market cap, $160B revenue) 8:1 value ratio

Notes:
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1.1 Recognize the problem to be solved

Notes:

Competing in the Age of Software

The problem is not with our organizations realizing that
they need to transform; the problem is that organizations
are using managerial frameworks and infrastructure
models from past revolutions to manage their

businesses in this one.
—Mik Kersten

Rethinking the organization

The world is now changing at a rate at which the
basic systems, structures, and cultures built over

the past century cannot keep up with the

demands being placed on them.

—John P. Kotter

Notes:
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1.1 Recognize the problem to be solved

We started with a network

. Customer
A4 / Centricity

© Scaled Agile, Inc.

Notes:

We add hierarchy for stability and execution

Speed of Innovation

Customer
Centricity

Notes:
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1.1 Recognize the problem to be solved

Guess what happens?

[ @ "\ Customer
\_AA / Centricity
AN

L]

Notes:

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

You need a dual operating system.

—John P. Koftter

Notes:
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1.1 Recognize the problem to be solved

We need a dual operating system for business agility

Speed of Innovation
|

Efficiency and stability

—

Customer
Centricity

Notes:

And we have just such an operating system at our fingertips

Value Stream : R ——— Functional
Network - T T . hierarchy

Notes:
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1.1 Recognize the problem to be solved

Introducing SAFe 5.0: The operating system for Business Agility

Business Agllity

SCALED AGILE * = scsled 22l Inc

Notes:

SAFe 5.0 brings the focus back
to what it takes to bring great

solutions to citizens as well as
civil servants and operators in
the field.

Notes:
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1.1 Recognize the problem to be solved

Achieving a state of business (mission)

agility means that the entire organization—
not just development—is engaged in
continually and proactively delivering

innovative solutions at the speed of the need.

Notes:

SAFe 5.0 is a monumental release that | am
convinced will be key in helping countless

enterprise organizations succeed in their

shift from project to product

—Mik Kersten

Notes:
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1.1 Recognize the problem to be solved

Business Agility requires

technical agility and
a business-level commitment to

SOFTWARE

product and value stream [ e

thinking.

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

and Agile practices.
ENTERPRISE

Notes:
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1.1 Recognize the problem to be solved

@‘D Discussion: Bringing your programs into the
Age of Software

» Step 1: Think about the implications of the Age of Software and the Dual
Operating System to your program.

- What changes are needed in your mission critical systems to meet these
challenges?

- Are your current technology development processes sufficient to meet these
challenges?

» Step 2: Share your top three Age of Software disruptions impacting your
program with other learners at your table. Prepare a consolidated list using a
flip chart. Highlight factors common to multiple learners at the table.

» Step 3: Be prepared to share your results.

SCALED AGILE ' = scaled Aaile.ine

Notes:
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1.2 Review the state of Lean-Agile adoption

1.2 Review the state of Lean-Agile adoption

Notes:

Choose your context

#

UNITED STATES LOCAL CONTEXT

SCALED AGILE ' = sesled Agile. e 2

Notes:
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1.2 Review the state of Lean-Agile adoption

1.2 Local Context

Scaled Agile will not test any content in this context section.

LOCAL CONTEXT

SCALED AGILE * = scaled Agile. Inc

Notes:

State of Agile adoption — local context specific

SCALED AGILE * = scaied Agile, inc

Notes:
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1.2 Review the state of Lean-Agile adoption

State of Agile adoption — local context specific

SCALED AGILE * = scaied Agile, inc

Notes:

State of Agile adoption — local context specific

SCALED AGILE ' = scated &gile, Inc 26

Notes:
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1.2 Review the state of Lean-Agile adoption

State of Agile adoption — local context specific

SCALED AGILE * = scaied Agile, inc

Notes:

State of Agile adoption — local context specific

SCALED AGILE * = scated Agile, Inc 28

Notes:
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1.2 Review the state of Lean-Agile adoption

Return to tested material

SCALED AGILE * = scaled 22ie, Inc

Notes:

Welcome back to the tested content

SAFe

SCALED AGILE ' = Scaled Agile, Inc

Notes:
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1.2 Review the state of Lean-Agile adoption

The management challenge
It is not enough that management commit themselves

to quality and productivity, they must know what it is

they must do. Such a responsibility cannot be

delegated ...and if you cant come, send no one.

—W. Edwards Deming, adapted from Out of Crisis

Notes:

21| © Scaled Agile, Inc.



1.3 Know the basic constructs of SAFe and the Implementation Roadmap

1.3 Know the basic constructs of SAFe and the
Implementation Roadmap

SCALED AGILE

Notes:

The world’s leading framework for enterprise agility.

SAFe® for Lean Enterprises is a knowledge base

of proven, integrated principles, practices, and
competencies for achieving business agility by
implementing Lean, Agile, and DevOps at scale.

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

Notes:
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1.3 Know the basic constructs of SAFe and the Implementation Roadmap

v Peres

Business | ey | Ops | Mo [INEERY

Achieving mission agility with the Scaled Agile Framework® (SAFe®)

Synchronizes alignment,
collaboration, and delivery
for large numbers of

- *
Ve e = | teams.
& e -3 LARGE 30LUTION .g_
8 T 4@ Core Values
===t =
..... P — “:1 . Built-In Quality
il o i
= - .
R i) . Program Execution
Vv Bama o by
% 60| .
_— u o |l . Alignment
2 wm Q =
S fzm e . Transparency

Lown Ag-e Losdership

Lis s S T i e
ossman Comuzan

e

Notes:

3 0 %

Happier,
. more motivated
) employees

3 5%

7 Increase in
41| Productivity

Delivers better, and measurable results

50%

Faster
Time-to-Market —

50%

Defect

Reduction @
Q

Notes:
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1.3 Know the basic constructs of SAFe and the Implementation Roadmap

Adopting Enterprise Lean-Agile is a journey
The SAFe Implementation Roadmap guides successful transformations.

Business results
20 75%

SAFe Impl tation Roadmap
e g &
Watnal Taain Love-Ag e Train Exvctions, Henty Vave
Bdbhex Ag'e Chenge Aperis Marogers and Laadors  Stroame and AR
> >>
L 4 ® © & o
O i Propans foc ART Lausch >
g
lo= o e
% i ® ® . 4 o
A bunMoeARTs . Edeediote -~
P Q. Cawnkessune ¢ 4 Accatests % *
o5
SCALED AGILE "

e

SCALED AGILE ' = sesled Agle,Inc

Notes:
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1.3 Know the basic constructs of SAFe and the Implementation Roadmap

Activity: You are here

Successful transition to Lean-Agile is

a journey, and the Implementation
Roadmap helps guide the process

with SAFe.

» Write your name on the “You Are SAFe Implementation Roadmap —
Here” cutout included in your .
student packet and place it on the Y S “
roadmap poster. QRS T,

» Find a new partner and share £ . 8 _35 5 &8 )
where your agency is in the Agile | TR

SCALED AGILE ' = sesed Agile. e 57

Notes:
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Eé Action Plan: Advancing Lean-Agile in

—1.4 Government

» Step 1: How does your organization plan to
implement the network (SAFe) alongside the

hierarchy?

» Step 2: What effects might you witness in
your organization from a SAFe transformation
on quality, program execution, alignment, and
transparency?

SCALED AGILE ' = scsled Aaile inc

Duration
(WL

Notes:

Lesson review

In this lesson you:

» Recognized the problem to be solved

» Reviewed the state of Agile adoption in the public sector
» Explained the basic constructs of SAFe

» Applied the Implementation Roadmap

SCALED AGILE * = scsled 22l Inc

Notes:
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Lesson 2
Embracing a Lean-Agile Mindset

Learning Objectives:

2.1 Embrace the Lean mindset
2.2 Support the Agile Manifesto

SAFe Authorized Course - Attending this course gives students
access to the SAFe Government Practitioner exam and related
preparation materials.

27 | © Scaled Agile, Inc.



Video: Whatis a Lean-Agile Mindset?

Whatis a Lean-Agile
Mindset?

SCALED AGILE#
Frovider of SAFs=

http://bit.ly/2BBSFWo

SCALED AGILE * = scaled Agie. Inc

Notes:
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2.1 Embrace the Lean mindset

2.1 Embrace the Lean mindset

The Goal: Value

Shortest sustainable lead time. Best guality and value to people and society.
High morale, safety, customer delight.

Notes:
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2.1 Embrace the Lean mindset

The Goal: Value
Shortest sustainable lead time. Best quality and value to people and society.
High morale, safety, customer delight.

Respect for
people & culture
» Generative culture

» People do all the
work

» Your customer is
whoever consumes
your work

¥ Build long term
partnerships based
on trust

» To change the
culture you have to
change the
organization

Notes:
The Goal: Value
High morale, safety, customer delight.
Respect for Flow
people & culture
¥ Generative culture » Optimize
sustainable value
» wa do all the dolivery
» Your customer is » Build in quality
whoever consumes b Undérstand, expiolt
o work: and manage
» Build long term variability
partnerships based v Move front prolec
n t projects
on trust # roduct
» To change the
culture you have to
change the
organization
Notes:
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2.1 Embrace the Lean mindset

The Goal: Value

Shortest sustainable lead time. Best quality and value to people and society.
High morale, safety, customer delight.

Respect for Flow Innovation
people & culture
» Generative culture » Opu"?lzab,e | Yinnovative I
sople sustainable value
% :ork dodlie delivery » Time and space for
innovation
» Your customeris » Build in quality
whoever consumes » Understand, exploit, HGosee
your work and manage » Experimentation
» Build long term variability and feedback
artnerships based "
gn trust o » Move from projects » Pivot without mercy
to products or guilt
» To change the » Innovation riptides
culture you have to
change the
organization

Notes:
The Goal: Value
Shortest sustainable lead time. Best quality and value to people and society.
High morale, safety, customer delight.

Respect for Flow Innovation Relentless
people & culture improvement
» Generative culture 4 Opiifffizeb‘e | » Innovative people » Constant sense of

e UDIE sustaina vaiue da
, ::ork dedhie delivery » Time and space for ot

innovation » Optimize the whole
» Your customer is » Build in quality S
»
Wliogyskconsimes » Understand, exploit, vEC e cultur:m 2
your work and manage » Experimentation
» Build long term variability and feedback » Rgg:;:t atkey
rtnerships b . milestones
2131 tru.:ts ok besed » Move from projects » Pivot without mercy.
to products or guilt » Base improvements
» To change the » Innovation riptides on facts
culture you have to
change the
organization
Notes:
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2.1 Embrace the Lean mindset

The Goal: Value

Shortest sustainable lead time. Best quality and value to people and society.
High morale, safety, customer delight.

Respect for Flow Innovation Relentless
people & culture improvement
k-Sisnoraive eutiee. ' O_pt_ir_rflz_e_ . » Innovative people » Constant sense of
» People do all the sustainable value - : danger

Tk delivery » Time and space for g

innovation » Optimize the whole
» Your customer is » Build in quality e
; ; 3 m

whosve:k consumes » Understand, exploil, » Gosee chtu:a' solving

your wo a_nq manage » Experimentation _
» Build long term variability and feedback ’ Rﬁﬂect at key

artnerships based milestones
et » Move from projects » Pivot without mercy
to products or quilt » Base improvements

» To change the » Innovation riptides on facts

culture you have to

change the

organization

Foundation: Lean-Agile leadership

Leaders apply Lean thinking as the basis for decision-making, model the Lean-Agile mindset in
daily activities, and teach it to others

Notes:

Activity: Assessing your organization’'s Lean
mindset

» Step 1: Assess where your organization stands in embracing a
Lean mindset.

» Step 2: Connect with someone at your table and discuss the
results of the self-assessment. Do you have similar low or high

scores?

(lew) (high)

1 2 3 4 5

Value delivery () O O O O

Respect for people and culture (O O O O O
Flow O O ) O O

Innovation () O O O '®)

Relentless improvement O O O O O
Leadership O 'S 'S O O

SCALED AGILE * = scsied 25ie. inc 48

Notes:
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2.2 Support the Agile Manifesto

2.2 Support the Agile Manifesto

The Agile Manifesto

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

Individuals and interactions over processes and tools

Working software over comprehensive documentation

Customer collaboration over contract negotiation

Responding to change over following a plan

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

@ agilemanifesto.org

SCALED AGILE ' = sesled Agile. e 50

Notes:
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2.2 Support the Agile Manifesto

The Principles of the Agile Manifesto

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.

& agilemanifesto.org/principles.htmi

SCALED AGILE * = scsled 2aile. Inc 54

Notes:

The Principles of the Agile Manifesto

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.

@ agilemanifesto.org/principles.himi

SCALED AGILE * = scsled Aol Inc 52

Notes:
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2.2 Support the Agile Manifesto

» Step 1: Review the principles behind the Agile Manifesto

» Step 2: Select one principle at each table

» Step 3: Categorize as:

- Works as-is

- Requires rethinking in the Government context

» Step 4: Share your findings with the class

SCALED AGILE ' = sesed Agile. e

Notes:
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Duration
(WL

Eé Action Plan: Embracing a Lean-Agile

= Mindset

» Step 1: Review the assessment you did of
your organization's Lean mindset. What can

your organization do to improve your scores?

» Step 2: Review the principles in the Agile
Manifesto. Which ones are most important for
your organization to improve upon and what
kinds of things can be done to improve upon
them?

SCALED AGILE ' = scsled Aaile inc

Notes:

Lesson review

In this lesson you,

» Explored the House of Lean as the foundation of a Lean-Agile
Mindset

» Reviewed how to apply and support the values and principles of
the Agile Manifesto while building large systems in the
Government context

SCALED AGILE * = scaied Agile, inc

Notes:
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Lesson 3

Understanding SAFe Principles

Learning Objectives:

3.1 #1 Take an economic view

3.2 #2 Apply systems thinking

3.3 #3 Assume variability; preserve options

3.4 #4 Build incrementally with fast, integrated learning cycles

3.5 #5 Base milestones on objective evaluation of working systems

3.6 #6 Visualize and limit WIP, reduce batch sizes, and manage queue lengths
3.7 #7 Apply cadence, synchronize with cross-domain planning

3.8 #8 Unlock the intrinsic motivation of knowledge workers

3.9 #9 Decentralize decision-making

3.10 #10 Organize around value

SAFe Authorized Course - Attending this course gives students
access to the SAFe Government Practitioner exam and related
preparation materials.

37 | © Scaled Agile, Inc.



SAFe Lean-Agile Principles

#1 Take an economic view
#2 Apply systems thinking
#3 Assume variability; preserve options
#4 Build incrementally with fast, integrated learning cycles
#SIBase milestones on objective evaluation of working syste;ms
#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

€ Braled Agle, Inc

SCALED AGILE * = scsled Aol Inc

o)

Notes:

Why the focus on principles?

A common disease that afflicts management and the world over is the impression that, “Our
problems are different.” They are different, to be sure, but the principles that will help to improve
quality of product and service are universal in nature.

—W. Edwards Deming

» A Lean-Agile transformation will deliver substantial benefits

“100—3 of books » However, it is a significant change and every implementation is
F different
Pﬂgcie‘:'“ » Leaders should understand why the practices work; it's part of
practices 'knowing what it is they must do’
* » If a practice needs to change, understanding the principles will
20.00_ol+ lmplleme.rEuons assure the change moves the Enterprise in the right direction

SCALED AGILE ' = scaled Agile, Inc

Notes:
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3.1 #1 Take an economic view

#1 Take an economic view

Notes:

Agile economics: Deliver early and often

Requirements

—_ Design
g Implementation
_‘G_l) Verification
g
Documents Doouments Unverified System

Y E L L B

SCALED AGILE ' = sesled aaiie, Inc.
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)
et
Q
L

5¢

Notes:
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3.1 #1 Take an economic view

Deliver value incrementally with fast feedback and learning

» Incremental
development &
enables earlier \
value delivery

Fast feedback

WOW N

» Fast feedback and
adjustment provides
better fit for use and
fit for purpose

Value delivery

» Mission value
decreases the
longer the release of
value is delayed Time

SCALED AGILE ' = sesled Agle,Inc

Notes:
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3.1 #1 Take an economic view

Activity: Accelerating value delivery

» Step 1: Consider that your backlog has three Features. Each will take
the entire team one month and delivers one unit of value.

» Step 2: Plot the value delivery of serial and simultaneous/parallel
implementation scenarios for delivering the Features.

- Note: Assume 20% task switching overhead
for each team member in Scenario 2

-~ Hint: Plot the serial case first

Scenario 1 - Serial delivery

A= Ty ' | ' = |
Time

Valve

Scenario 2 -

Parallel delivery

SCALED AGILE '  scaled Ale, Inc

Notes:
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3.1 #1 Take an economic view

Serial delivery
i
0}
=
©
>
LY
Cd
Time
Simultaneous/parallel delivery
T
[0}
=
4]
>
LY
Cd
Time
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3.1 #1 Take an economic view

Base decisions on principles of lean economics

Understand tradeoff parameters » Sequence jobs for maximum benefit

Lead time Sy PT::SI:Ct » Do not consider sunk cost
» Make economic choices continuously

» Empower local decision-making

» If you only quantify one thing, quantify
Development
Value ) experr)lse the cost of delay

Understanding economics requires
“ understanding of the interaction amongst
multiple variables.

Sensitivity analysis —Don Reinertsen,
Principles of Product Development Flow
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Notes:

43| © Scaled Agile, Inc.



3.2 #2 Apply systems thinking

SCALED AGILE

#2 Apply systems thinking

Notes:

Notes:

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

Left to themselves, components become
selfish, independent profit centers and thus

destroy the system...

The secret is cooperation between components

toward the aim of the organization.

—W. Edwards Deming
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3.2 #2 Apply systems thinking

Aspects of systems thinking

» Optimizing a component does - The Solution itself )
not optimize the system is a system
» For the system to behave well &
as a system, a higher-level — =l w
understanding of behavior and \_ “{5’ oo )
architecture is required
- . N
» The value of a system passes The Enterprise (agency)
through its interconnections building the system is a
system, too
» A system can evolve no faster
than its slowest integration point /ﬁ
e .

SCALED AGILE * = scsled 2aile. Inc

Notes:

Optimize the full Value Stream

We are reducing the timeline by reducing the non-value added wastes.
—Taiichi Ohno (paraphrased)

» Most problems with your process will surface as delays

» Most of the time spent getting Solutions deployed is a result of these delays

» Reducing delays is the fastest way to reduce time to Capability delivery

Focus on the delays!

} N )
i Technical A Code & % T
ol Email ssicn T (]
Request ’ET Approve REE Y, Assessment dmme'j Test "e""’l Verify aulbonis Deploy

Value: 1 hour 1 hour 1 hour 1 hour 1 hour 1 hour ...6 hours
Wait: 1 week 2 weeks 2 weeks 1 week 1 week ...7 weeks
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Notes:
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3.2 #2 Apply systems thinking

Discussion: Identifying delays

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

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

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

» Step 4: Share your insights with the class.

SCALED AGILE * = sealed Aol Inc

Notes:
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3.2 #2 Apply systems thinking

Delay #1:

Potential cause:

Delay #2:

Potential cause:

Delay #3:

Potential cause:
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3.3 #3 Assume variability; preserve options

#3 Assume variability; preserve options

Notes:

Development occurs in an uncertain world

» You cannot possibly
know everything at the Aggressively evaluate

start alternatives. Converge
» Requirements must specifications and solution set.
be flexible to make —Allen Ward
economic design
choices
» Designs must be
flexible to support secifications
changing
i E i
reqmremems Trcac:’n:_:'nﬂcs Cone of Uncertainty
» Preservation of
options improves
economic results
SCALED AGILE *  sesct 231 &5

Notes:
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3.3 #3 Assume variability; preserve options

Apply a set-based approach

(===

- Multlple M M

g desfgn M

-8 options M

©

* Learning points* Tze

y Adjusted
ﬁ Single S 5 - = |
< option e~ Too much
= .~ to adjust
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Notes:
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3.4 #4 Build incrementally with fast, integrated learning cycles

#4 Build incrementally with fast, integrated learning
cycles

SCALED AGILE

Notes:

Duration
v

Video: Building Incrementally

Building Incrementally:
Economic ntage

https://vimeo.com/320364003/fcc9768hcb

SCALED AGILE * = Scsled 2. Inc

Notes:
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3.5 #5 Base milestones on objective evaluation of working systems

#5 Base milestones on objective evaluation of working
systems

Notes:

The problem of phase-gate milestones

» Force design decisions too early; encourages false-positive feasibility
» Assume a ‘point’ solution exists and can be built correctly the first time
» Create huge batches and long queues. Centralize requirements and

design in program management

no::?oh Deployment Wishful

I 4 I J I thinking...
Kaboom!
@Scaled Agile, Inc.
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Notes:
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3.5 #5 Base milestones on objective evaluation of working systems

Applying objective milestones

Systems can be measured, assessed, and evaluated by the relevant
stakeholders frequently, and throughout the solution development life

cycle.
Progress Product Process
‘l . lt E,
Objectives & 2 Porformance Backiog ems
. v &
L
o o System Demo O
Wy W
. & o
SCALED AGILE ' = scaled aile, Inc
Notes:
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3.6 #6 Visualize and limit WIP, reduce batch sizes, and manage queue lengths

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

One team’s big visible information radiator (BVIR)

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

Story
3

Story ,
7 Story
| il
Story
1" Story
5

SCALED AGILE ' = scaled Agile. Inc. 7

Notes:
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3.6 #6 Visualize and limit WIP, reduce batch sizes, and manage queue lengths

Visualize to increase understanding

Now how do you think they are doing?

& Today

!
Not Started : Development
!

Story ’ St:ry
10 i Story

Story
3

)

; iy Story
- Story Story

Story | ! 8 2

11 | : Story

I
: Story _5_’ Sto!
| 6 4 |
' |
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Notes:

Reduce batch size

Notes:
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3.6 #6 Visualize and limit WIP, reduce batch sizes, and manage queue lengths

Reduce batch size for higher predictability

/
High /
& variation
= 4
é - |Large batches ‘f,f'
O | === Medium batches J/
= Small batch P
Small batches i_/,;f iy
— variation
| — ——— >
20% 40% 60% 80% 100%

Utilization

Implementing Lean Software Development, Poppendieck, Mary.

SCALED AGILE " = scaled Aol Inc

Notes:

Duration

Video: Execute work using a large batch
size

Process
#1

000

hitps://tinyurl.com/y7h8rdb4
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Notes:
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3.6 #6 Visualize and limit WIP, reduce batch sizes, and manage queue lengths

Duration

Video: Execute work using a small batch
size

Process
#2

000

Part 2: htip:/bit.ly/2FSHFIC and Part 3: http://bit.ly/20EFQP]

SCALED AGILE * = sealed Aol Inc 62

Notes:

The importance of small batches

» Large batch sizes increase » Small batches go through the
variability system faster with lower
variability, greater
» High utilization increases variability predictability, and higher
quality

» Severe project slippage is the most

likely result & » The most important batch is
the handoff batch

Principles of Product Development Flow, Reinertsen, Don

SCALED AGILE ' = scaled 2. Inc

Notes:
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3.6 #6 Visualize and limit WIP, reduce batch sizes, and manage queue lengths

Finding optimum batch size
Optimum batch size is an example of a U-curve optimization. Optimum
. : batch size
»  Total costs are the sum of holding costs and transaction (lowest total
costs - cost)
§ l’ Total cost
»  Higher transaction costs shift optimum batch size higher
»  Higher holding costs shift batch size lower oo
ot
»  Reducing batch size: ltems per batch
» Increases predictability Optimum
batch size
» Acceleratesfeedback (lowest total
@ cost, i3
» Reduces rework 3 ) Total €23
Lower
» Lowerscost Transaction |
Cost
»  Batch size reduction benefits are often underestimated
Items per batch
SCALED AGILE ' = scaled Azl Inc i

Notes:

Manage queue lengths

Notes:
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3.6 #6 Visualize and limit WIP, reduce batch sizes, and manage queue lengths

Long queues are bad

Longer cycle times
Email from a client service organization:

| d risk
Thank you for contacting us. 'B el

Long
We are experiencing increased volumes queues
and apologize in advance for the delay. create:
Our goal is to contact you within ...

More variability

Lower quality

Less motivation

Principles of Product Development Flow, Don Reinertsen

SCALED AGILE ' = scaled Aaile.ine

Notes:

Reduce queue lengths

» Understand Little’s Law
— Faster processing time decreases wait L a

- Shorter queue lengths decrease wait Wq - _

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

divided by average processing rate

— WIP limits, small batches, defer commitments

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

SCALED AGILE * = scaled Aaie. Inc

Notes:
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3.7 #7 Apply cadence, synchronize with cross-domain planning

#7 Apply cadence, synchronize with cross-domain
planning

Cadence and synchronization

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

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

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

» Limits batch sizes to a single interval assessment

+ Controls injection of new work » Provides multiple feedback perspectives

» Provides scheduled integration points

Note: Delivering on cadence requires Note: To work effectively, design
scope or capacity margin cycles must be synchronized
P of Product D Flow, Don

The Lean Machine, Dantar Ootserwall

SCALED AGILE ' = sesled aaiie, Inc. ge

Notes:
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3.7 #7 Apply cadence, synchronize with cross-domain planning

Synchronize to assure delivery

This system is

Cadence-based planning limits variability
to a single interval.

sprinting

Program Program
N N System Demos Increment  System Demos  Increment
] Probably need haip i } T i
Emergency i p
sy e *’
Asynchronous | deviation ! |
planning (3%) ! Sys1| Sys2 | Sys3 | Sys4| Sys5 | Sys6 | Sys7 | Sys8
- -
u
Max a Merate | Iterate | fterate | lterate  Iterate | Merate | lterate | herate
deviation I sk ! \
Cadence-based Continuous Integration >
planning -

fterate  Iterate  lterate lterate Iterate  lterate

Continuous integration

tEks

W]It‘rﬂ. Iterate lum‘ﬁlum m{m;wm

SCALED AGILE * = scsled 22l Inc

Notes:

Synchronize with cross-domain planning

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

» All stakeholders are face-to-face, » Requirements and design happen
(but typically are in multiple locations) » Important stakeholder decisions are accelerated
» Management sets the mission » Teams create and take responsibility for plans

with the minimum possible constraints

SCALED AGILE * = scsled 2ole, lnc a1

Notes:
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3.8 #8 Unlock the intrinsic motivation of knowledge workers

#8 Unlock the intrinsic motivation of knowledge
workers

SCALED AGILE

Notes:

On managing knowledge workers

Workers are knowledge workers if they know more about the work they perform
than their bosses. —Peter Drucker

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

» The workers must be heard and respected
for management to lead effectively.

» Knowledge workers have to manage
themselves. They need autonomy.

» Continuing innovation has to be part of the
LV work, the tasks, and the responsibilities of
Used with permission from The Drucker Institute at Claremont know]edge WOTkerSA

Graduate University

SCALED AGILE * = scaled 22ie, Inc

Notes:
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3.8 #8 Unlock the intrinsic motivation of knowledge workers

Unlocking intrinsic motivation with Autonomy, Mastery, and Purpose

» Autonomy is the desire to be self-directing, and
have control over what we work on, how we do
our work, and who we work with

Daniel H. Pink
» Mastery is the urge to get better at what we do Lvaie e Hing
and improve our personal and team skills ,VE
I
» Purpose is the desire to do something that DR
matters and has meaning A St o
\“"'"-m Us

SCALED AGILE ' = sesled Agle,Inc

Notes:
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3.9 #9 Decentralize decision-making

#9 Decentralize decision-making

Notes:

Decentralize decision-making

Define the mission logic behind a decision; empower others to actually
make them.

De-centralize everything else

Infrequent - Not made very often and usually Frequent - Routine, everyday decisions (ex:

not urgent (ex: internationalization strategy) Team and Program Backlog)
Long-lasting - Once made, it is highly Time critical - High cost of delay
unlikely to change (ex: common technology (ex: point release to Customer)

latfo
RDATY) Require local information - Specific and local
Significant economies of scale - Provides technology or Customer context is required
large and broad economic benefit (ex: Feature criteria)

(ex: compensation strategy)

SCALED AGILE ' = sesled Agile. e 96

Notes:
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3.9 #9 Decentralize decision-making

Duration
(S

Video: What is leadership? With David
Marquet

e That'srig rngh't
'#m = captain
@@A@R <& P"D w
\ [ # \ 4

https://youtu. be/quchvES Q
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Notes:

Prepare
(LY

Activity: Applying a thinking tool for decision-
making

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

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

» Step 3: Add the total values: 0-3 = centralize | 4-6 = decentralize

O Consal BFres Significant decisions you are cumenty facng
© Rote each tam uang ths tabie beiow
© \Would yo. centralize o cecentralize?

Scale D13 2 flow Yo Hgh)
* Then add the tosat G 10 3 = convalizo | 4 108 = decerraiize

SCALED AGILE * = scaled Aaie. Inc as

Notes:
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3.9 #9 Decentralize decision-making

SIGNIFICANT DECISIONS:
5 X
2,
3
. " Economies
?
Decision et | et of scale? Total
Y=2 N=0 =2 N=0 | " No2
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3.10 #10 Organize around value

#10 Organize around value

Organize around value

Most are enterprises are organized around
functional expertise for efficiency

The digital age requires speed in responding
to the needs of customers with new and
innovative solutions

Coordination amongst all functional areas, with
their incumbent dependencies, handoffs,
waste and delays, is insufficient for
competitive environments

Business Agility demands that enterprises
organize around value to deliver more quickly

When mission and citizen demands change
rapidly, the agency must quickly and
seamlessly reorganize around that new value
flow

SCALED AGILE ' = sesled Agile. e

o s
LY
:o' 'III....

~

The solution is not to trash what we know and start
over but instead to reintroduce a second system fthat]
adds needed agility and speed while the old one, which
keeps running, provides reliability and efficiency — a
dual operating system. ..

-- Dr. John Kotter

100

Notes:
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Action Plan: Understanding SAFe

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

SCALED AGILE * = scaled 2. Inc

Duration

Principles

Action plan

Notes:

Lesson review

In this lesson, you have started a
journey to understand and know
hot to apply SAFe Lean-Agile
principles, including:

SCALED AGILE * = scsled 2ole, Inc

#1 Take an economic view

#2 Apply systems thinking

#3 Assume variability; preserve options
#4 Build incrementally with fast, integrated learning cycles
#5 Base milestones on objective evaluation of working systems
#6 Visualize and limit WIP, reduce batch sizes, and manage queue lengths
7 Applyicadence, synchronize with cross-domain planning
#8 Unlock the intrinsic motivation of knowledge workers

#9 Decentralize decision-making

#10 Organize around value

& Scaed Agile. Irc

Notes:
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Lesson 4

Creating High-Performing Teams
and Programs

Learning Objectives:

4.1 Create high-performing Agile Teams

4.2 Continuously deliver value with Agile Release Trains
4.3 Provision the key ART roles

4.4 Coordinate and integrate multiple ARTs and Suppliers

SAFe Authorized Course - Attending this course gives students
access to the SAFe Government Practitioner exam and related
preparation materials.
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4.1 Create high-performing Agile Teams

4.1 Create high-performing Agile Teams

Notes:

Value doesn't follow silos

Biies, <, Hard & b
F

Enginnrlng

« Value delivery is inhibited
by hand-offs and delays

« Political boundaries can
prevent cooperation

« Silos encourage geographic
distribution of functions

* Communication across silos

TestandQA  Operations is difficult

Management challenge:
connect the silos @ Scaled Agile, Inc.

SCALED AGILE ' = sesled aaiie, Inc. 154

Notes:
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4.1 Create high-performing Agile Teams

Build cross-functional Agile Teams

» Agile Teams are cross-
functional, self-organizing
entities that can define, build,
test (and if possible deploy) a

Feature or component @ I 8

» Optimized for communication Define l Build
and delivery of value

» Deliver value every two ' i e
weeks (most common
lteration length)

SCALED AGILE ' = sesed Agile. e 105

Notes:

Agile Teams power the train

Coaches the Agile Team and facilitates team meetings
Removes impediments; protects the team from outside influence

:"":m Attends scrum of scrums meetings; coordinates with other teams
aster
Defines and accepts Stories
“ Acts as the Customer for developer questions
Product Works with Product Management to plan Program Increments (PI)
Owner

Available to the development team (critical requirement)

2%isS

Development
Team

Creates and refines user stories and acceptance criteria
Defines/builds/tests/delivers user stories

Develops and commits to team Pl Objectives and lteration plans
Consists of five to eleven members

Notes:
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4.1 Create high-performing Agile Teams

@3 Discussion: Forming Agile Teams

» Are your programs’ teams siloed (all developers, all testers, etc.) or
cross-functional (development, testers, analysts, security engineers,
etc.)?

» Whatroles are or will be filled by government personnel in your
context? What roles are performed by contractors?

SCALED AGILE ' = scaled Aaile.ine 17

Notes:
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4.1 Create high-performing Agile Teams

Duration

@‘3 Discussion: Characteristics of high-
performing teams

Have you ever been on a high-
performing team? What was it

; uestlon feel  put”
like? 3

paper....
P ﬂlp help

,w,successful chart successiﬁsfé?ﬂfyes

e e o9 Statement “personal £

members Successm'wall Y

A newer member acheved =

SCALED AGILE * = scaled 23l Inc 108

Notes:
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4.1 Create high-performing Agile Teams

Common attributes of high-performing teams

» Self-organizing

» Effective decision-making

» Open and clear communication
» Value diversity

» Mutual trust

» Healthy conflict

» Clear goals and purpose

» Concentration and focus

» Ownership and accountability

SCALED AGILE ' = sesled Agle,Inc

Defined roles and responsibilities
Coordinative and highly collaborative
Positive atmosphere

Effective timely feedback

Sufficient resources for local control
Success over ‘failure avoidance’
Abilities balanced with challenge
High employee engagement

Fun!

Notes:
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4.1 Create high-performing Agile Teams

@3 Discussion: High-performing teams in
government programs

» How can we build high-performing teams in a program with team
members from government and multiple contractors?

» What are the common barriers and how can they be overcome?

» Who has the ability and authority to create an environment that
allows government personnel and team members from multiple
contractors to work together as unified high-performing teams?

SCALED AGILE * = scaled 23l Inc g

Notes:
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4.2 Continuously deliver value with Agile Release Trains

4.2 Continuously deliver value with Agile Release
Trains

SCALED AGILE

Notes:

Enterprise value delivery requires a team of teams

Today’s rapidly changing world, marked by increased speed and dense
interdependencies, means that organizations everywhere are now facing dizzying
challenges, from global terrorism to health epidemics to supply chain disruption to game-
changing technologies. These issues can be solved only by creating sustained
organizational adaptability through the establishment of a team of teams.

- Gen. Stanley McChrystal (Ret.), Team of Teams: New Rules of Engagement for a
Complex World
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Notes:
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4.2 Continuously deliver value with Agile Release Trains

ARTSs continuously deliver value

» An ART is SAFe’s 'team of teams' aligned to a Value Stream
» A virtual organization of 5 — 12 teams (50 — 125+ individuals)
» Synchronized on a common cadence, a Program Increment (Pl)

» Aligned to a common mission via a single Program Backlog

Backlog

SCALED AGILE * = scaled Agile, Inc o

Notes:

ARTs are cross-functional

Business

£,
N Agile Teams ’ © Scaled Agile, Inc.
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Notes:
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4.3 Provision the key ART roles

4.3 Provision the key ART roles

Release Train Engineer (RTE) acts as the chief Scrum Master for the ART

Product Management owns, defines, and prioritizes the Program Backlog

System Architect/Engineer provides architectural guidance and technical

fad
a
9
. enablement to the teams on the train
“a

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

&
-

Business Owners are key stakeholders on the Agile Release Train

Notes:
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4.3 Provision the key ART roles

Existing organizational activities are still important

» ARTs are virtual organizations

» ART roles are a set of responsibilities and do not necessarily map
to formal job descriptions (e.g. an analyst can be a Scrum Master)

» This does not minimize the issues of new duties beyond the ﬁ
government or union job description - anticipate and negotiate
those changes early! 7 =1

» Other roles (government program manager, development ' .
manager, contractor's program manager, contracting officer, etc.) p— [p——
are stillimportant in supporting and empowering the ART even - el ! |
though they are not represented on the Big Picture !

» While Lean-Agile change agents are reshaping existing
operational processes, ARTs should understand and respect
those past processes
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Notes:
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4.3 Provision the key ART roles

Activity: To include, or not to include?...That
is the question

Think of all the domains and disciplines it takes to deliver systems and digital solutions in your
agency. Write those role names into one of the boxes provided in your workbook. Some example
roles are listed to consider.

» Whatroles are on the ART, which might be a shared service, and which would continue as-is
but support indirectly?

» Whatfunctions might be overlooked?

» Whatfunctions would seldom or never be appropriate to include in an ART?
» Whattraditional roles might map directly to a SAFe role?

» Circle the roles that will continue to perform as they do today.

» Star the roles that will be the most difficult to reconcile.

SCALED AGILE ' = sesed Agile. e 118

Notes:
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4.3 Provision the key ART roles

Think about your own agency, and
write each title on the left into one
of the rows on the right where you
think it belongs:

ON the ART

Program Manager
PMO

Branch Chief
Architect

Development Manager

Contracting Officer
COR Shared Services to the ART
COTR

Business Analyst

DBA

Infrastructure Engineer

Operations Specialist

Financial Analyst
V&V
Testing & QA

Information Security

OFF the ART (but still supporting the ART)

UX Specialist

Systems Engineer
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4.4 Coordinate and integrate multiple ARTs and Suppliers

4.4 Coordinate and integrate multiple ARTs and
Suppliers

Notes:

Large Solution SAFe is used to coordinate multiple ARTs

SAFe for Lean Enterprises Large Solution Configuration

oo
Wisien
L)
e
T
=
s
Sr
i
o
L
-

SCALED AGILE *  scsied e o i

Notes:

82 | © Scaled Agile, Inc.



4.4 Coordinate and integrate multiple ARTs and Suppliers

ARTs power the Solution Train

» Each ART within a Solution Train contributes to the development of a large Solution

» Solution Management, Solution Architect/Engineering, and the Solution Train
Engineer foster the coordination and delivery of value

» Large complex applications, ERPs, and physical systems (planes, satellites, etc.) are
examples of government programs that are Large Solutions

= \ Large
J— Y —— Solution
M SR AR R ey
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Notes:

Suppliers play a key role in large Solution development

SUPPLIER

Contracted Services Outsourced Components  OEM (ERP, Platform, etc.) J

» Suppliers often play a key role in Solution development. The overall Value Stream's agility is
dependent on both Government and Suppliers’ agility.

» Lean-Agile suppliers are either integrated into the ART (contracted teams, staff aug) or are
treated as another ART, participating in all Solution Train events.

» Suppliers functioning as separate ARTs may work in traditional methodologies against
Milestones, but are expected to attend Pre- and Post-Pl Planning, Solution Demo, and
Solution Train Inspect and Adapt.

» SAFe agencies and programs working with Suppliers that have also adopted SAFe produce
better outcomes (common language, planning cadence, metrics, etc.).

SCALED AGILE '  sesled gle, Inc 172

Notes:
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4.4 Coordinate and integrate multiple ARTs and Suppliers

Solution Train roles guide the Solution

Solution Management, Solution Train Engineer, and
Solution Architect/Engineering share much of the
responsibility for the success of a Solution Train.

» Solution Management has content authority over
Capabilities and Solution Intent

» Solution Architect/Engineering provides
technical leadership for evolving architectural
Capabilities of the entire Solution

» Solution Train Engineer (STE) facilitates and
guides the work of all ARTs and Suppliers in the
Value Stream

SCALED AGILE * = scaied Agile, inc

9 B

k4 B
Solution Solution
Arch/Eng Mgmt

=1 20

Notes:
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4.4 Coordinate and integrate multiple ARTs and Suppliers

Discussion: Working with Suppliers

» Suppliers can be integrated with government and other Suppliers
into an ART, or they can be treated as a separate ART on a
Solution Train.

» At your table, brainstorm the benefits and challenges to each
alternative above. Be prepared to share your results with the class.

SCALED AGILE * = sealed Aol Inc

Notes:
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Eé Action Plan: Creating High-Performing

—1.4 Teams and Programs

» Step 1: What does the roadmap look like for
your organization to get to a place where you
have high-performing teams?

» Step 2: What does the roadmap look like for
your organization to get to a place where your
Agile Release Trains organized around
value?

» Step 3: How can you bring Suppliers into
your SAFe structure and how can you get
them aligned with your cadence?

SCALED AGILE ' = scaled 2gie. Inc

Notes:

Lesson review

In this lesson you:

» Explained how to form high-performing cross-functional Agile
Teams

» Demonstrated how to continuously deliver value with Agile
Release Trains

» |dentified the key ART and Solution Train roles

» Learned how to coordinate and integrate multiple ARTs and
Suppliers
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Lesson 5

Planning with Cadence and
Synchronization

Learning Objectives:

5.1 Prepare to experience Pl Planning
5.2 Create and review draft Pl plans
5.3 Finalize plans and establish business value

5.4 Review final plans and commit to a set of PI Objectives

SAFe Authorized Course - Attending this course gives students
access to the SAFe Government Practitioner exam and related
preparation materials.
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5.1 Prepare to experience Pl Planning

5.1 Prepare to experience Pl Planning

SCALED AGILE

Notes:

Duration
v

* Video: The Power of Pl Planning

SAFe
at Tra

The Power of |

https://youtu.be/EFOyGq9XCrA
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5.1 Prepare to experience Pl Planning

Whatis Pl Planning?

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

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

» Development teams own Story planning
and high-level estimates

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

Agile Team

Notes:

The benefits of Pl Planning

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

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

» Identifying dependencies and fostering cross-team and
cross-ART collaboration

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

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

» Fast decision making
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5.1 Prepare to experience Pl Planning

The Pl Planning process

Input

Vision

- Pl Planning
— 4

Tt
Top 10 g

Features

NFRs

Program
Backlog

R

J

Vision and top 10 Features Team and Program Pl Objectives
and Program Board
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Notes:

Align to a mission with Pl Objectives

Objectives are business summaries of what each team intends to deliver

in the upcorning Pl T

They often map directly to the Features in Objectives for P11 o 4o
the backlog ... but not always. ‘ '

Structured location and validation

For example: of locations
e « Navigate autonomously from |
. distribution center to top 5 most
y :Aggregatlon Qf a set of Features, stated oot airatien
in more concise terms ® Park at 1 building that requires p—| | —
parallel parking

» A milestone like a release * Reduce GPS signal loss by 25% | w |

L o
Add feature to temporarily flag and
» An Enabler Feature needed to support i wedit mib wanate. 1—1—

the implementation Uncommitted Objectives for Pl 1

» Spike: conduct hijack testing of the

» A major refactoring vehicle LIDAR system

Notes:
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5.1 Prepare to experience Pl Planning

Maintain predictability with uncommitted objectives

Uncommitted objectives help improve the predictability of delivering value

» They are planned, and aren’t extra things teams do e e @ e |

just in case you have time’ Objectives for PI 1

» They are not included in the commitment, thereby making

th mmitment more reliable
. Uncommitted Objectives

» If ateam has low confidence in meeting a Pl Objective, Spike: Conduct hijack testing
" 7 of the vehicle sensors
encourage them to move it to uncommitted

Enabler: Improve LMS
integration with Salesforce

» If an item has many unknowns, consider moving it to
uncommitted, and put in early spikes

Uncommitted objectives do count in velocity/capacity.

Notes:

Estimate Stories with relative Story points

» A Story point is a singular
number that represents: How big is it?

Volume: How much is there?

|

Complexity: How hard is it?

Knowledge: What do we know?

Uncertainty: What'’s not known?

» Story points are relative. They
are nOt ConneCted tO any Guidance: Compared with other Stories, an 8-point Story
Specmc unit of measure. should take relatively four times longer than a 2-point Story.
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5.1 Prepare to experience Pl Planning

Apply Estimating Poker for fast, relative estimating

» Estimating Poker combines

S expert opinion, analogy, and
G Each estimator gets a deck of cards ) disaggregation for QUiCk but
e A job is read ) reliable estimates

N\ 2
@ Estimators privately select cards ) » All team members par[|c|pate

o Cards are turned over Q‘ats

e The team discusses differences c _,~ - ,"'3
0é
23

Mike Cohn, Agile Estimating and Planning, 2005 i/ 71 5|8 [123 {2040 f100)~

A A

g-_[ﬁ The team re-estimates

Notes:

Prepare to experience a simulated Pl Planning event

The flow of the simulation

You will be presented You will be involved in You will be drafting Pl You will be

with the program Vision planning two lterations Objectives based on collaborating with the
considering Stories and the program Vision and Business Owners to
Features Features assign business value

to the Pl Objectives
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5.1 Prepare to experience Pl Planning

Outcomes of the Pl Planning simulation

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

Experience the Experience
mission benefits of estimating
establishing capacity for the
communication Iteration
across all team
members and
stakeholders

Experience
managing program
risks

Experience drafting
Pl Objectives for
achieving the
Program Increment
and committing to
the plan
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5.2 Create and review draft Pl plans

5.2 Create and review draft Pl plans

Simulation: Pl Planning

» Inthis simulation, we will plan the first
Program Increment (PI) for Autonomous
Logistics & Cargo (ALC or Alice), a
program within the Department of
Government that will apply commercial
innovations in autonomous delivery
vehicles to support logistics in unique
environments such as flight-lines,
tarmacs, dock areas, and bases.

» The Alice Program recently completed a
downselect where contractors
demonstrated their prototype solutions.
Terrific Transportand Viral Video were
awarded contracts.

» Due to time constraints, only two of the
typical five Iterations will be planned
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Notes:
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5.2 Create and review draft Pl plans

Simulation description:

The goal of this simulation is to practice the first day of Pl Planning as part of a vendor

or government team using an autonomous delivery vehicle exemplar. Each table will

be organized as a separate team to create one part of the vehicle. Each team'’s planning
requirements will be different, and you will all need to work together. Your team will
experience common challenges found in a government-based programs environment
with similar collaboration and dependencies. The simulation includes some government
concerns, and it is a combination of software and hardware elements.

Background information: Department of Government (DoG) Agency

The DoG Agency wants to leverage advances in autonomous vehicles for logistical
support. Large government facilities are slowed by getting supplies to the right
location at the right time. The agency wants to leverage commercial advances in small,
autonomous delivery vehicles.

Background information: Autonomous Logistics & Cargo Program

The Autonomous Logistics & Cargo (ALC or Alice) program has just completed a
down-select process and our team was awarded. The award includes two commercial
vendors, Terrific Transport and Viral Video. As part of the down-select, they together
demonstrated an operational prototype (see video in Vision) that will be used for system
level testing:

e Terrific Transport (TT) is a manufacture of small delivery vehicles

¢ Viral Video (VV)is a leading supplier for autonomous camera and sensor
technology
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5.2 Create and review draft Pl plans

Simulation: The players — contractors

» Commercial provider of small, autonomous
vehicles for local delivery of commercial goods TERR'F'C

(grocery, food, pharmacy) TRANSP@RT

» Uses a mobile app to request delivery and
send/receive notifications and status

» Currently supports local deliveries with well
marked streets and traffic signs

» Market-leading supplier of autonomous camera
and sensor technology for autonomous vehicles

» Partnering to provide sensor expertise as needed
for the program
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Notes:

Background information: Contractors

Terrific Transports provides a commercial autonomous vehicle solution that target local
merchants who want to better compete with online delivery retailers. Their solution
allows local merchants to provide the same, at-home delivery that online retailers
provide. Once requested on the app, the vehicle autonomously navigates to the retailer
who puts the products into one or more bays and the vehicle, and then delivers the
products to the merchant's customer. The current solution only supports local cities and
neighborhoods with well marked streets and traffic signs.

Viral Video is a supplier to Terrific Transport for sensor and camera technology (LIDAR,
RADAR, etc.) and is part of the Terrific Transport’s proposal to the DoG agency.

Background information: Agile Release Train (ART) context

The program's organization is a Solution Train that consists of:
1. ATerrific Transport platform ART making modifications to the vehicle hardware
platform

2. A combined Terrific Transport and Viral Video ART integrating Viral Video ‘s
technology to control Terrific Transport's delivery vehicle and perform missions

3. The continuous updates from Viral Video's commercial technology, which is
treated as a Supplier to the Solution Train
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5.2 Create and review draft Pl plans

Simulation: Set the context

The Alice Program consists of 2 ARTS and a supplier:
» Vehicle Platform ART is modifying the base, physical vehicle to support additional cargo requirements

» Delivery Execution ART integrates Viral Video's sensor technology and is responsible for
communication, autonomous control, calculating routes, and navigating the vehicle to destinations

» The program will continue to leverage Viral Video's commercial technology updates

wanereer  Vehicle Platform ART  eimisssss s S

Our ART [| witise + ViBet Delivery Execution ART ———isis s ss =

VIBES Viral Video Supplier [ 6 surriien & |
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Notes:

Simulation: Identify program roles

» ldentify volunteers for all program roles. These volunteers will have
additional responsibilities during the simulation.

Simulation role Assigned to

‘ Executive Volunteer
Product Manager Volunteer
System Arch/Eng/UX | Volunteer

.
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5.2 Create and review draft Pl plans

Begin by assigning all volunteer roles for the simulation. Fill in your simulation
role assignments:

Executive
Product Manager
System Architect/Engineer/UX

Trainers will play the roles of RTE, Contracting Officer, etc.
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5.2 Create and review draft Pl plans

@ Simulation: Understand teams and roles

» Your table is your team, give your team a name! Selecta scrum
master and a product owner. Write your team name, scrum
master, and product owner names on a large post-it.

» Team 1 is on a separate contract working for Viral Video (‘VV’), 2
and all VV team members are sensor specialists. TERRIFIC
TRANSPQRT

» The rest of the teams are working for Terrific Transport (‘TT),
and all TT team members are engineering specialists, except
one person per team who is a GPS specialist. All TT teams:

identify who will be your GPS specialist now. 4...
TERRIFIC TERRIFIC
» Instructors will simulate all external roles, including contracting TRANDEGEL Y  \IRANSE@RT

officer, government or contractor program manager, etc.
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5.2 Create and review draft Pl plans

To better manage risk, the Department of Government (DoG) agency has created
separate contracts for each company in our Agile Release Train (ART). This simulation
environment explores some of the typical challenges experienced with separate
contract teams.

Name your team, and then see if your team represents Viral Video, or one of the Terrific
Transport teams. Next, organize as follows.

Viral Video Team 1 is on a separate contract working for Viral Video, all VV team
members are sensor specialists:

* 4 Sensor Engineers
* 1 Scrum Master
e 1 Product Owner

Terrific Transport Team(s) 2, 3, or 4 (or more) are engineering specialists, except
one person who is a GPS specialist:

e 3-4 Team Engineers (includes two GPS engineers, one per team)
® 1 Scrum Master
* 1 Product Owner
Business Owners (Government GS) Team:
¢ 1 Executive Product Manager
¢ 1 System Architect, a government employee
e 1 Product Manager, a government employee
Trainer 1 will play the part of the Release Train Engineer.

Trainer 2 will play the part of the Contracting Officer, and will provide activity inputs.
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5.2 Create and review draft Pl plans

Simulation: Planning requirements

Sy Rteration 1.4 ©*P"Y— Heration 1.2 “***%-— Iteration 1.3 “***%— Meration 1.4 “***<— iteration 1.5 “*"—
Feature 1 Load__ ‘ Losa__ et Lose__

. ) ) [J ) D []) [) ) [) ' ) IP Iteration
= %F%% DO0O|| oD IPDB X
L)

PlObjectives  Bvav Risks

4 Focus on Iteration 1.1, 1.2,
L -' " PI Objectives, and Risks

\earet i Explorati ( Infrastruct i
g v P [¥) oz g [ m
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Notes:

Simulation: Calculating Iteration capacity

Calculating Iteration capacity before velocity is established:

» For every full-time development team member,

= ™\
give the team 8 points (adjust for part-timers). ﬁl Example:
» Subtract 1 point for every team member vacation A 7-person team composed of 3
day and holiday. developers, 2 testers, 1 Product Owner,

» Find a small Story that would take about a half- and'tSonum Master

day to develop and a half-day to test and validate. Exclude The Scrum Master. Product

Cakiat. Owner, and vacation time from the
» Estimate every other Story relative to that one. calculation.
» Never look back (don’t worry about recalibrating). Calculated Capacity:

K_\S x 8 points = 40 points per Iteration

J
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5.2 Create and review draft Pl plans

@ Simulation: Calculate initial capacity

During this exercise, all Product Owners will meet with the Product Manager to select
features from the backlog for their teams.

Following the instructions in your Workbook, calculate your team'’s starting capacity:

\4

Step 1: Calculate your estimated capacity for the next two, 2-week Iterations

v

The first Iteration starts Monday

v

Use your real availability

v

Step 2: Each team should have their estimated capacity for two Iterations
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Notes:

@ Simulation: Set up your team area

» Step 1: Set up team area as shown below. Use flip chart sheets for
lteration 1, and 2, Pl Objectives and Risks.

» Step 2: Enter the capacity for each Iteration.

Capacity___ Capacity |
Meration 1.9 S¥PTh— Iteration 1.2 s Pl Objectives sv av Risks

Stretch Objectves
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5.2 Create and review draft Pl plans

Set up your team's Breakout #1 area for the simulation:

Arrange four flip chart sheets on a wall close to your team, and title them. Team
inclusiveness is key in this process, have each team member participate.

Place your team’s 1-2 Features your team received from your Product Owner on the
far, upper left. This will allow all teams to quickly view what you are working on, and to
see if there is anything missing from the overall objectives.

Set your team's capacity, take into consideration any PTO and holidays, take 1 point
per day per person away from their total lteration availability.

Write the capacity into the upper right side of each iteration flip chart page.
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5.2 Create and review draft Pl plans

Simulation: Why are we here? (Presented by RTE)

Alignment to a common mission!

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

Simulation: Day 1 agenda

8:00 9:00 Business Context + State of the business and upcoming objectives

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

DAY 1

+ Vision and prioritized Features

# el + Architecture, common frameworks, etc.
10:30 + 1130 Architecture Vision and

development practices

11:30 1:00 Planning context
and lunch

1:00+ 4:00 Team breakouts

+ Agile tooling, engineering practices, etc.

+ Facilitator explains planning process

+ Teams develop draft plans and identify risks and
impediments

om B A 8 @

.
m + Architects and Product Managers circulate
# Presented 4:00" 5:00 Draft plan review E + Teams present draft plans, risks, and impediments
B4 byRTE
5:00" 6:00 Management review £ »  Adjustments made based on challenges, risks,
i : and problem solving and impediments
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5.2 Create and review draft Pl plans

Pl Planning Day 1 Team Events

Business Context - A senior executive/line-of-business owner describes the current
state of the business and presents a perspective on how well existing solutions are
addressing current Customer needs.

Product/Solution Vision - Product Management presents the current program
vision (typically represented by the next top 10 upcoming Features) and highlights any
changes from the previous Pl planning meeting, as well as any forthcoming Milestones.

Architecture Vision and development practices - Systern Architect/Engineering
presents the architecture vision. Also, a senior development manager may introduce
Agile-supportive changes to development practices, such as test automation, DevOps,
Continuous Integration, and Continuous Deployment, which are being advanced in the
upcoming Pl.

Planning context and lunch - The Release Train Engineer presents the planning
process and expected outcomes of the meeting.

Team Breakout #1 - In the breakout, teams estimate their capacity for each lteration
and identify the backlog items they will likely need to realize the Features. Each

team creates their draft plans, visible to all, iteration by iteration. During this process,
teams identify risks and dependencies and draft their initial team Pl objectives. The

Pl objectives typically include 'stretch objectives,’ which are goals built into the plan
(e.g., Stories that have been defined and included for these objectives), but are not
committed to by the team because of too many unknowns or risks. Stretch objectives
are not extra things to do in case there is time. Instead, they increase the reliability of the
plan and give management an early warning of goals that the ART may not be able to
deliver. The team also adds the Features to the program board.
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5.2 Create and review draft Pl plans

Simulation: Day 2 agenda

Ve + Planning adjustments made based on previous

8:00 8:.00 Planning adjustments day's management meeting

+ Teams develop final plans and refine nsks and

Pl Planning ne impediments
EX 11:00 Team breakouts
fptur " s FUIY . Business Owners circulate and assign business
DAY 2 value to team objectives
11:00  1:00 Final plan review % + Teams present final plans, risks, and impediments
and lunch
I oo ze A I
2:00 2:15 Pl confidence vote ' g w + Team and program confidence vote
Pl k 2 + If necessary, planning continues until commitment
R o e
84 byRTE :
—

After Planning retrospective » Retrospective
3 g y + Moving forward
commitment and moving forward »  Final instructions
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Simulation: Business context — Program Vision

Presented by Executive:

» Poor supply and distribution at government installations slow our
mission execution and effectiveness. The Alice Program will
leverage commercial autonomous vehicle technology to support
government logistics.

» Terrific Transport and Viral Video were awarded contracts for their
prototype performance as shown in the video. We will build on this
successful prototype for the Alice program.

» There will be an agency demo in lteration 3.
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Notes:
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5.2 Create and review draft Pl plans

Simulation: Business context — Program Vision (cont.)

Presented by Executive

» Alice program must support our unique needs:

- Speed delivery to personnel needing supplies

- Support our unique conditions with unmarked roads,

varying types of obstacles, poor road condition, and TERRIFIC
less controlled operational space than commercial TRANSP@RT
delivery &

- Enable larger and heavier cargo on the platform

» Our agency needs to validate this approach by
quickly fielding and demonstrating an operational,
end-to-end solution
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Notes:

Simulation: Vision for Program Execution ART

Presented by the Product Manager: Our Program Vision supports the Alice mission to
get the right supplies to the right location at the right time. To support this mission, our
ART must:

» Enable the vehicle to handle the unique conditions found at government installations
while maximizing commercial off-the-shelf components and capabilities

» Speed the end-to-end delivery time by utilizing optimal routes and minimizing the idle
time at both cargo pickup and cargo drop-off

» Optimize sizable fleets of vehicles at large installations to ensure balanced coverage
across the entire installation

» Support any physical changes by the Vehicle Platform ART that may impact vehicle
control as well as physical sensor/camera mounting
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Notes:
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5.2 Create and review draft Pl plans

Simulation: Features and Enablers for Pl1

Presented by the Product Manager:

T
Dacioton

Avoid obstacles and Make vehicle follow virtual roads based on GPS location in addition to following
follow unmarked routes roads marked by lines, avoiding obstacles

2 TT  Request delivery Request a delivery on the mobile app

8 TT  Parallel park At destination, locate appropriate parallel parking space and park there

4 TT  Notify delivery arrival  Notify recipient of pending arrival via smartphone app

S TT  Fleet management Manage a fleet of autonomous vehicles deployed at a government facility

6 I Smooth driving with Eliminate erratic movements and smooth acceleration and tuming when vehicle
fully loaded vehicle is fully loaded
Obey unique lane

7 T markings Detect and obey unique road markings found in government installations

8 T gva%g:fr‘:edn? S Characterize sensor’s ability to detect and process obstacles unique to
JOJovo government installations
installations
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Simulation: Alice logical architecture

Presented by the System Architect:

» Alice program must support our unique needs:

Speed delivery to personnel needing supplies

Support our unigue conditions with unmarked
roads, varying types of obstacles, poor road
conditions, and less controlled operational space
than commercial delivery

(]
(]

+ Requestor user
+ Supplier user

- [Enable larger and heavier cargo on the platform Alice Delivery

() Mobile App

» Our agency needs to validate this approach by
quickly fielding and demonstrating an
operational, end-to-end solution

] Fleet operations
control

« Fleet management
user
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5.2 Create and review draft Pl plans

Simulation: Development practices (Presented by the System Architect)

» We support the following development environments:

- Embedded engineers use a common IDE with the embedded Linux
SDK provided by our Viral Video suppliers

-~ Mobile development will be performed on Android Studio and Xcode

- All teams must upgrade their IDEs to latest version this Pl for stability

» We have a test track the prototype delivery vehicle teams can use
for end-to-end testing and to validate readiness for the upcoming
demo
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Notes:

Simulation: Planning guidance (Presented by the RTE)

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

» Product Owners — You have the content authority to make
decisions at the user story level.

» Scrum Masters — Your responsibility is to manage the timebox,
the dependencies, and the ambiguities. There will be a scrum of
scrums called in the middle of the breakout.

» Team — Your responsibility is to define user stories, plan them into
the lteration, and work out interdependencies with other teams.
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Notes:
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5.2 Create and review draft Pl plans

@ Simulation: Team breakout #1

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

» Step 1: Pick up a Feature from the Product Manager

» Step 2: Review stories provided (for simulation purposes only)

» Step 3: Load the stories into the Iterations

» Step 4: Write the Pl Objectives using clear statements

» Step 5: Identify the uncommitted objectives

» Step 6: Identify any Program Risks and dependencies (using the red sticky notes)

» Note: Don't forget the demo in lteration 3!
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Notes:

Team Breakout #1 simulation:

1. Get a Feature (or two) from the Product Owner.

2. Identify your team's Stories based on your Feature,
write or tape only one Story per sticky note. Use
the correct color stickies using the color guide
below Estimate your team’s Story points, write the
Story points on each sticky note.

3. Load your Stories into the correct iterations by
placing the sticky notes on the flip chart paper.
Add up all of the team Story points and write the

load total under the capacity number in the upper
right side of each flip chart.
4. I|dentify and write out your Pl Objectives.

@

Identify your Stretch Objectives.
6. Identify your Program Risks and dependencies
based on your plans using red sticky notes.

Fs | Userst Maint "V | Exploration i Infrastructure Risks and
‘ GP" = ' Al it Y'_ engtlaler o enablers dap::gendas
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5.2 Create and review draft Pl plans

Duration
Simulation: Scrum of scrums (SoS) sync

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

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

» Step 3: The RTE holds a '‘Meet After' after the sync (limited to 1 to 2
topics for this simulation).

SoS Sync Question .

Have you identified the capacity for each lteration in the P1?

Have you identified most of the Stories for the first two ions and begun

Have you begun resolving dependencies with other teams?

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

Have you identified any program risks?

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

Is there anything you need to discuss with other Scrum Masters? If so, stay for the 'Meet After’
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Duration
@ Simulation: Draft plan review %05

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

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

- Capacity and load for each Iteration
— Draft Pl Objectives

— Program risks and impediments
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5.3 Finalize plans and establish business value

5.3 Finalize plans and establish business value

Management review and problem solving

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

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

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

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

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

SCALED AGILE * « scsed e, e .

Notes:
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5.3 Finalize plans and establish business value

Pl Planning Day 2

DAY 1 DAY 2

8:00 - 8:0¢ !  Cont: 8:00 9:00 Planning adjustments 5

Team breakouts

11:00 + 1:00 Final plan review
1136 . 10 i and lunch

2.00 2:15 Pl confidence vote ol W w

Plan rework
if necessary

500 6:00 Management review 'S Alter Planning retrospective Y 3
! and problem solving commitment and moving forward :
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Notes:

Planning adjustments - The next day, the meeting begins with managers describing any
changes to planning scope and resources.

Team breakouts #2 - Teams continue planning based on their agenda from the previous day,
making the appropriate adjustments. They finalize their objectives for the P, to which the Business
Owners assign business value.

Final plan review and lunch - During this session, all teams present their plans to the group.
Atthe end of each team's time slot, the team states their risks and impediments, but there is no
attemnpt to resolve them in this short timebox. If the plan is acceptable to the customers, the team
brings their program Pl objective sheet and program risk sheet to the front of the reom so that all
can see the aggregate objectives unfold in real time.

Program risks - During planning, teams have identified program-level risks and impediments that
could impact their ability to meet their objectives. These are resolved in a broader management
context in front of the whole train.

Confidence vote - Once program risks have been addressed, teams vote on their confidence

in meeting their program Pl objectives. Each team conducts a fist of five' vote. If the average is
three ﬁngers or above, then management should accept the commitment. If it's less than three,
the team reworks the plan. Any person voting two fingers or fewer should be given an opportunity
to voice their concern. This might add to the list of risks, require some re-planning, or simply be
informative.

Plan rework - If necessary, teams rework their plans until a high confidence level can be reached.
This is one occasion where alignment and commitment are valued more highly than adhering to a
timebox.

Planning retrospective and moving forward - Finally, the RTE |leads a brief retrospective for the

Pl planning event to capture what went well, what didn't, and what can be done better next time.
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5.3 Finalize plans and establish business value

Make planning adjustments

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

Possible changes:
» Business priorities

» Adjustment to Vision

» Changes to scope

» Movement of people
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Notes:

Team breakout #2

» Based on new knowledge—anda good night's
sleep—teams work to create their final plans:

H Business Actual
» Inthe second team breakout, Business Objectives for Pl 1 Mcd] i
Owners circulate and assign business value to .
P Objectives from low (1) to high (10) Structured location and validation
of locations
» Teams finalize the Program Increment plan e Navigate autenomousty from Ll
distribution center to top 5 most
» Teams also consolidate program risks, regiieut avstiations &) 3
impediments, and dependencies ® Park at 1 building that requires ——
parallel parking 7
» Uncommitted objectives provide the capacity » Reduce GPS signal loss by 25% iyl
and guard band needed to increase cadence-  Add feature to temporarily flag and 7
based delivery reliability avoid specific route segments |l e
Uncommitted Objectives for Pl 1 5
® Spike: conduct hijack testing of —| s
the vehicle LIDAR system '
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Notes:
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5.3 Finalize plans and establish business value

Setting Business Value

As objectives are finalized during Pl planning, Business Owners collaboratively assign

business value to each of the team’s individual objectives in a face-to-face conversation.

The value of this particular conversation with the team cannot be overstated, as it
communicates the strategy and context behind these weighting decisions. Business

Owners use a scale from 1 (lowest) to 10 (highest).

Business value is assigned, not calculated, and serves as an input to execution
considerations. Many of the team’s objectives provide direct and immediate value to the

solution.
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5.3 Finalize plans and establish business value

Program board - Feature delivery, dependencies, and Milestones

3 This Feature cannot be delivered until

14 ion 1.2 lteration 1.3 | lteration1.4 | Iteration 1.5 (IP) | PlI2>>>
Milestones/ | S )
Events 1/ \ A program Milestone or event is happening
Unicorns . in Iteration 1.3 (e.g., a governance review,
= major release, etc.)
Dolphi
Bears - /[ /*‘\‘r/ \J\ JE | .

multiple teams complete their

J

I A .

-

J

Fas /iy 1IN

lguanas == /-—/ * / /\’ / *‘ dependencies.

Antelope / / / / \/\Z /

Y. Tg i

Tarantulas [ / [ / / .
- A Feature placed in a team’s swim lane

£
/ --/ / \ with no strings means that it can be

Needs UX Help / -
Needs Sys - . = ' completed independently of other
Arch Help \teams. v
Blue = = Significant = Milestong/ Red String = A dependency requiring Stories
lue Features Pink Dgpendency _ Evant -/_ or other dependencies to be completed before

the Feature can be completed
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Notes:

The Program Board

* Each team has a row, or lane on the Program Board, and will place Features in their

row when they think the Features will be done.
* Make sure that Features, milestones, and dependencies are visible to the train.

* The red dependencies can be part of one Story or many, but they represent a

significant dependency on that Feature being completed.

* [f a Feature can be completed by a team on their own independently then there is no

need to place a red dependency.

® The red string represents risk, dependencies and opportunities for improvement in

the system.
¢ Follow a few of the Features through from bottom to top, do you see variances?

e What happens if a string is going backwards and the dependency is on the board

after the estimated Feature completion?
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5.4 Review final plans and commit to a set of Pl Objectives

5.4 Review final plans and commit to a set of Pl
Objectives

Final plan review

Teams and Business Owners peer-review all final plans

(@ o o] ——
Final plan “

review agenda:

1.Changes to velocity
(capacity) and load

2.Final Pl Objectives
with business value

3.Program risks and Final Plan
impediments Review

4.Q8A —

Used with permission of SEI Global Wealth Services
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Notes:
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5.4 Review final plans and commit to a set of Pl Objectives

Building the final plan

» Final plans are collected at the
front of the room

» Final plans are reviewed by all
teams

» Business Owners are asked
whether they accept the plan

» If so, the team'’s plan and program
risk sheet are brought to the front A Team’s
of the room | Final Plan

» If not, the plans stay in place and

the team continues planning after
the reVi ew Used with permission of Discount Tire Corporation
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Notes:

Addressing program risks

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

ROAMing risks:

Resolved Has been addressed. No longer a concern. Qesolved | @wned
Owned Someone has taken responsibility. ' ' -
Accepted Nothing more can be done. If risk occurs, Occepted | (Ditigated
release may be compromised. .
Mitigated Team has plan to adjust as necessary. -‘ ‘

\
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Notes:
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5.4 Review final plans and commit to a set of Pl Objectives

Confidence vote: Team and program levels

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

A commitment with two parts:

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

2.In the event that fact patterns dictate that it is simply not
achievable, teams agree to escalate immediately so Very high
that corrective action can be taken i conf'dence from a "

g ¢ ¢ & @' "

No confidance Littlo confich Good confid: High confid Vary high confidence
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Notes:

Run a planning meeting retrospective

Add the items below to your
Program Backlog and take
action.

The Planning Mnung‘ ]
retrospective |

The Pl Planning event will R
evolve over time. Ending with a 2. What didn't

retrospective will help et venima
continuously improve it.

A Team’s Retrospective
\
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Notes:
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5.4 Review final plans and commit to a set of Pl Objectives

Discuss

@D Discussion: Simulation debriefing

» Step 1: Think about your experience during the Pl Planning
simulation.

» Step 2: Share the most exciting moments and some new insights.
What have you learned?
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Notes:

What makes PI Planning so effective?

e [tis the seminal, cadence-based synchronization point of the Agile Release Train

¢ Pl Planning is the heartbeat of the ART

¢ Helps build the social network that the ART depends on

¢ Aligns development to the business through team and program objectives and
interaction with Business Owners

* Provides the opportunity for ’just the right amount’ of Architecture and UX guidance

¢ Matches demand to capacity, eliminates excess WIP

What did you experience in this simulation?

How could this process benefit your own agency?
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Action Plan: Planning with Cadence and
Synchronization

» Step 1: What does your organization need to be
able to conduct Pl Planning?

» What roles need to be filled?
» Do you have an SPC to coach your organization?

» Do they have access to toolkits to assist with ART
launches and Pl Planning?

: ; 1 =
» How is your structure - are you organized around 27
value? Do you have cross-functional teams?

Action plan

» Step 2: How will you address any push-back
against Pl Planning as an in-person event,
conducted on a regular cadence?

SCALED AGILE * = scaled 2. Inc

Duration

Notes:

Lesson review

In this lesson you:

» Prepared to experience Pl Planning

» Created and reviewed draft Pl plans

» Finalized plans and established business value

» Reviewed final plans and committed to a set of Pl Objectives
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Notes:
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Lesson 6
Supporting Program Execution

Learning Objectives:

6.1 Guide innovation and exploration for programs and large solutions
6.2 Manage flow of value

6.3 Update the Program Vision and Roadmap

6.4 Define system attributes with Features

6.5 Set priorities through backlog refinement

6.6 Engage in key SAFe events

SAFe Authorized Course - Attending this course gives students
access to the SAFe Government Practitioner exam and related
preparation materials.
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Program events drive the train

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

ART Sync —® Program events
st nsenrey .
b4 ® " Teamevents
Scrum of Scrums g PO Sync
5 [V I
olilghe VL
i’ 9 il A A2
[

® ¥ lil Dally
Pl
. o lteration ~ Stand-up

P|anmn9 E Planning Iteration ;
g Review Demo i »
eration Backlog

/ Relz Refinement

by E &t |
Inspect & Adapt ol il b

.w Pl Planning
¥.
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6.1 Guide innovation and exploration for programs and large solutions

6.1 Guide innovation and exploration for programs and
large solutions

Notes:

Flow of mission value requires continuous exploration

..... Pereoa..
...........
----
o® L4

."I.-Iypothesize Collaborate & Architect = Synthesize
& Research

Lwsar «® . » .
: ' o T ST L
oy for ” L) 4 <.
cgstom::' mu? testability and o
ripeics ons Continuous Continuous Release
- Market research . g
-Trade studies ~ prera deploy Lt Integration Deployment  on Demand
AT, -Threatmodeling ., .4’
Continuous
Exploration © Scaled Agie, Inc.
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Notes:
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6.1 Guide innovation and exploration for programs and large solutions

Start with Customer Centricity

R —— o=
-
»

B nt == All customer-centric enterprises deliver whole-product solutions
TEE g{“
=kole

that are designed with a deep understanding of customer needs.

Customer-centric J.li én Customer-centric

businesses generate: Enterprise  Government governrr?ents and

» pgreater profits nonproflts‘c'reate:

* increased ’ * the resiliency,
employee { & \ sm.!stainability, and
engagement alignment
more satisfied \ o / needed to fulfill
customers. =4 their mission.

Notes:
Apply Design Thinking
~ i Torant. - Why Design Thinking?

» Address the needs of the user instead of just meeting
the requirements

» Delight the customer, create more successful and
sustainable businesses

What is Design Thinking?

\ eriricity / » A customer centric development process and the

application of specific tools.
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Notes:
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6.1 Guide innovation and exploration for programs and large solutions

Whatis Design Thinking?

7 Understand
the problem

SCALED AGILE ' = sesed Agile. e

Design the
_right solution

SUsTainAB\®

Notes:
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6.2 Manage flow of value

6.2 Manage flow of value

Notes:

Invest in the Continuous Delivery Pipeline

L Continuous Delivery Pipeline J
Continuous Continuous Continuous Release
Exploration Integration Deployment on Demand
SCALED AGILE ' = scaled Aaile. Inc. 182

Notes:
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6.2 Manage flow of value

Manage flow of value with the Program Kanban

S N, Loty < RS
Continuous °  Continuous . ", Continuous <
Exploration % . Integration 3 + Deployment
B 8 .+"  Release
WPLimes Tt = Rl Ty Toeann **" onDemand
2 6 B s 6 4 3 5
Validating Daploying
Funnel Analyzing Backlog Implementing onstaging | to i Releasing Done
romens | Body | g | ey !
Features " " |" -- ' ' ' B
B PP B D
Atbigideasare | Benelit hypotbesks Features Foacres Fowunes iegraced | Femures fieish Feiures o e
wekame heey! wd axeptmnce appecred by drcompored. and depioyed ceploymet 10 Customers,
e Product it stocies 02 st Tescing Incrementally
[P p—— snvivonmant o Wl 4t cece
Caleutaty WSIF - Taoma defire, Feature deployes
Continums ik bk vest Feotures dewosd o8 procuctiom Benait Ippotrein
o e priritizarion the sobetion in the systam demo. vircnmant evsluatad
g WEISF endagpeoved by | sowetimes
Produc! tegghed ol
Managumen!
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Notes:

Protect the IP lteration to sustain flow

Facilitate reliability, Program Increment readiness, planning, and innovation

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

» Planning: Provides for cadence-based planning P

» Estimating guard band for cadence-based delivery

Provide sufficient capacity margin to enable cadence.

—Don Reinertsen, Principles of Product Development Flow
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Notes:
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6.2 Manage flow of value

Lead the organization to embrace DevOps (CALMR)

» Culture - Establish a culture of shared
responsibility for development, deployment, and

operations.
Culiure
» Automation - Automate the Continuous Delivery oty
Pipeline. fii

Automation
of Cantiunus

I)r_«w- Pipaine)

» Lean flow - Keep batch sizes small, limit WIP, and

provide extreme visibility.
» Measurement - Measure the flow through the

pipeline. Implement application telemetry. easurement

wf svarything

(%)

» Recovery - Architect and enable low-risk releases.
Establish fast recovery, fast reversion, and fast
fix-forward.
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6.3 Update the Program Vision and Roadmap

Notes:

6.3 Update the Program Vision and Roadmap

Provided during the leader briefings on
Day 1 of PI Planning to convey the
longer-term context:

» How will our future solution solve the
larger citizen and/or operator
problems?

» How will it be better than current or
alternative options?

» Whatis the future context that our
solutions will operate in?

» Whatis our current mission context,
and how must we evolve to meet this
future state?

SCALED AGILE ' = sesled agie, Ine.

Vision inspires action and motivates knowledge workers

Vision: A postcard from the future

s Bt
wsand O s
P

wwe =
e

L s |

» Aspirational, yet realistic and achievable

» Motivational enough to engage others on
the journey

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

[1]Switch: How to Change Things When Change Is Hard,
Heath and Heath, Broadway Books, 2010

188

Notes:
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6.3 Update the Program Vision and Roadmap

Roadmap enables forecasts of program Capabilities
The Roadmap shows the delivery of Features over time.
; E3 Expo (7/23) w20
e e 4 A 9/18
N S, QO
P13 P14 PI5
+ Determine final mounting » Parallel park + Track vehicle in real-time
for perception hardware » Notify customer of delivery on mobile app
» Navigate virtual roadways arrival on mobile app
» Smooth driving for fully » Avoid flying obstacles
loaded vehicle (drones)
» Schedule delivery on
mobile app
— Uncommitted Objectives —
» Characterize vehicle
behavior on poor surfaces
Committed t Eorecast !
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Notes:
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6.4 Define system attributes with Features

6.4 Define system attributes with Features

The ART backlog contains Features

3 > . H
Example: » Feature is an industry-standard term
P that describes a specific system
behavior

» Benefit hypothesis justifies Feature
i implementation cost, and provides
Benefit hypothesis business perspective when making
Enhanced user security will reduce scope decisions

risk of a system data breach

Acceptance criteria

1. USB tokens as a first layer
2. Password authentication second layer » Reflect functional and nonfunctional
requirements

» Acceptance criteria is typically defined
during Program Backlog refinement

3. Multiple tokens on a single device

4. User activity log reflecting both
authentication factors

o J

» Fits into one PI

SCALED AGILE *  scsied e o .

Notes:
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6.4 Define system attributes with Features

Architect for releasability

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

» Enablers build up the runway

» Features consume it

» Architectural Runway must be
continuously maintained

Implemented

» Use capacity allocation — ...to support
(a percentage of train’s overall future Features

capacity in a Pl) for Enablers that
extend the runway
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Notes:
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6.4 Define system attributes with Features

x P"‘.”'.
Activity: Describe a Feature @

» Step 1: Identify three Features
from a context represented at
your table.

» Step 2: What are the benefit
hypotheses for these features?

» Step 3: Can you provide
examples for some of the
acceptance criteria?

Example:

Benefit Hypothesis:
Make vehicle follow
virtual roads based on
GPS location in addition
to following roads

marked by lines
» Step 4: Share one of your
examples with the class.
SCALED AGILE ' = sosled Agile, Inc 14
Notes:
Acceptance Criteria:
Benefit Hypothesis:
| 4
Benefit Hypothesis:
y
Benefit Hypothesis:
y
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6.5 Set priorities through backlog refinement

6.5 Set priorities through backlog refinement

Notes:

Prioritize Features for optimal ROI

In a flow system, job sequencing is the

key to improving economic outcomes. [ Enabler |
To prioritize based on Lean economics, B
we need to know two things:
1. What s the cost of delay (CoD) in
delivering value? " \
; : WSJF Done Right with
2. Whatis the cost to implement the Dean Leffingwell
valuable thing? .
WSJF Done
ight: Prige=sy
If you only quantify one thing, quantify the :?hge 1
Cost of Delay. Backlog & |
— Donald G. Reinertsen, Principles of n ‘
Product Development Flow E3 e .
https:iftinyurl. com/kpminuk
- 21:00 )
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6.5 Set priorities through backlog refinement

General case: Any CoD and duration

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

Cost of Dela

WSJF =

Job Duration

C i Feature | Duration | CoD
Time A 1 10 10
B 3 3 1
[_B_] c | 10 | 1 | o1
Il — Dark area: total Cost of Delay
Time

Adapted from The Principles of Product Development Flow, Donald G. Resnansen
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Notes:

Components of cost of delay

User-Business Time Risk Reduction & Opportunity
Value Criticality Enablement (RR & OE)
=
o o o (\l :
N N
(. .
Relative value to the N How user/business value ) Wh?t else does this do for our\
customer or business decays over time business
+ They prefer this over + s there a fixed deadline? * Reduce the risk of this or
that «  Will they wait for us or future delivery?
* Revenue impact? move to another * Isthere value in the
+  Potential penalty or solution? information we will receive?
other negative » What is the current effect * Enable new business
\_ impact? J \_on customer satisfaction?j \_ opportunities? Y,
SCALED AGILE * = scsieri#aie,Inc i

Notes:
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6.5 Set priorities through backlog refinement

Calculate WSJF with relative estimating

» To calculate WSJF, teams need to estimate cost of delay (CoD) and duration
» Use job size as a quick proxy for duration
» Relative estimating is a quick technique to estimate job size and relative value

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

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

WSJF =
Job Size

© Scaled Agile, Inc.
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6.5 Set priorities through backlog refinement

Activity: Calculating WSJF

» Step 1: Prioritize your three Features using WSJF
» Step 2: Share some insights from this activity with the class

Feature

value criticality value

User- business Time | RR | OE l CoD

Scale for each parameter: 1, 2, 3, 5, 8,13, 20
Note: Do one column at a time, start by picking the smallest item and giving ita 1.
There must be at least one ‘1" in each column!
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6.5 Set priorities through backlog refinement

Use WSJF for maximum economic outcomes; if you can quantify only one thing, quantify
the cost of delay. WSJF provides a model to reason about priorities and align stakeholders
to the best economic outcomes. Relative estimating works for prioritization; no absolute
ROl calculations are required (these are often useless). Always take an economic view, and
ignore sunk costs. Economic choices must be made continuously, therefore, use decision

rules to decentralize economic control.

User-
Feature business Fme' v ec CoD JPb WSJF
value criticality | value size

® ® ©® O
® ® 0@ ©
PPPPT®

Scale for each parameter: 1,2, 3,5, 8, 13, 20
Note: Do one column at a time, start by picking the smallest item and giving ita 1.

There must be at least one "1’ in each column!
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6.6 Engage in key SAFe events

6.6 Engage in key SAFe events

ART Sync is used to coordinate progress

Programs coordinate dependencies through sync meetings

o e sl

Scrum of Scrums (SoS) PO Sync
» Visibility into progress and impediments » Visibility into progress, scope, and priority
adjustments

» Facilitated by RTE
» Participants: Scrum Masters, other select b Feciitated by RTE or PM
team members, SMEs if necessary » Participants: PMs, POs, other stakeholders,
» Weekly or more frequently, 30 — 60 minutes and SMEs:as nacessary
» Timeboxed and followed by a ‘Meet After’ »  Weekly or more frequently, 30 — 60 minutes
» Timeboxed and followed by a ‘Meet After’
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Notes:
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6.6 Engage in key SAFe events

Iteration System Demos are objective evidence of integration

o. & » Features are functionally complete or ‘toggled’
m= s so as not to disrupt demonstrable functionality
1
m u ‘a, A » New Features work together, and with existing
e A : ’
i) — A functionality
()
= =. " — \‘g‘ » Happens at the end of each iteration (may lag
b ,1;' Full system by as much as one iteration in programs with
=. . % 6},%” manual integration and testing)
i System » Demo from a staging environment, resemble
team " ’
.'.‘ production as much a possible

Attendance is ART leadership, business owners,
customers, system team members, other team
members as needed
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Notes:

Pre- and post-Pl Planning meetings for Large Solutions

» Typically attended by Customers, STE, Solution Mgmt, Solution Architects/Eng, O
Solution Train stakeholders and select representatives from ARTs and Suppliers

@
» Pre-Pl Planning meeting helps build an aligned plan for the next Pl and match [ /9
solution demand to ART capacities ‘l

» Post-PI Planning meeting reviews, recaps, communicates and provides
feedback

ART PI
Planning

ARTP|  W—
Planning

ART PI
Planning
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6.6 Engage in key SAFe events

Improving results with Inspect and Adapt event

Three parts of Inspect and Adapt:

1. ) The Pl System Demo
e Quantitative and Qualitative Measurement J

3 Problem-Solving Workshop

Timebox: 3 — 4 hours per Pl

Attendees: Teams and stakeholders

SCALED AGILE ' = sesed Agile. e 204

Notes:

Step 1: Pl System Demo and Solution Demo

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

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

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

g De o Sy§tem Demo
» Solution Demos provide the Soluson Demo monstrating current spate of

equivalent process for Solution Trains the Solution
3
|
f

— Attended by high profile stakeholders
- Guides further investment decisions
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6.6 Engage in key SAFe events

Step 2: Program performance assessment

Team Pl performance report

How did we do?

»  Program predictability is the first and most important
program measure to make visible during I&A

B . .
Objectiv

es for Pl
»  Business owners typically collaborate with teams to do
the scoring before the report in I&A

»  Challenges with predictability are good candidates to
focus on during the problem solving workshop

»  Additional Metrics that are critical to program success
are also shown during this timebox

Suggested timebox during 0
actual |1&A: 45 — 60 minutes Shi e Mtiics ariicio for
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Notes:

Step 2 (cont.): Program performance reporting
As part of the Pl System Demo, (e e o]
teams compare planned vs. actual Objectives for Pl 1 BV AV
Pl ObjeCtlveS 1. Show routing calculations between
the 5 most frequent destinations E ﬂ
. " . 2. Navi ly fr
» Teams meet with their Business e s s
o frequent destination —
Owners to self-assess the
: 3 3. Parallel park for a delivery 777_ i
business value they achieved 4. Return to the distribution center 10 8
i i after delivery LAl
for each Obj ective 5. Include traffic data in route planning: 7 7
; 6. Recall a delivery that is already in 6
» Each team's planned vs. actual progress J
: . 7. Reduce GPS signal loss by 25% 2 2
business value is thep rolled up L Uncommiited Objectives —ba —
to the program-level in the 8. Demonstrate real-time rerouting s 5
£ HT to avoid delays (e.g., accident,
Program Predictability Measure crateion) | — —
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6.6 Engage in key SAFe events

Step 2 (cont.): Quantitative and qualitative measurement

The Program Predictability Measure shows whether achievements fall into an
acceptable process control band.

% Program Predictability Measure
' B »
= Target: Effective process
. control range
100 ’1 >
~
E FIRS ’I e = Predictability sufficient
2 - 27 \\\ . ' - » 10 run the business
< " P (TS -
’ 7 Y ~ 7 = Handles common

§ L ” ! 3 variations
; 60 [T——
b1 N 7
-y N ’ = Special causes may still
° S / Ccause excess variation

40 ol
§ <7
g b I AR— S— S— Team A: Out-of-control development

----- Team B: Controlled development
0 ) - « Program (ART)
P11 P12 PI3 Pl4 P15
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Notes:

Step 3: The problem-solving workshop (ART and Solution Train)

Teams conduct a short retrospective, then systematically address the
larger impediments that are limiting capacity.

Agree on the Apply root-cause analysis Identify the biggest root-cause
problem to solve {and 5 Whys) using Pareto analysis

X  Insufficiently
reliable release
commitments
J L v 0 > s )
Restate the new problem for Identify improvement
the biggest root-cause backlog items
I
X Insufficient _—
architectural I
i —]
J/ \ - J
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6.6 Engage in key SAFe events

Inspect & Adapt occurs during the IP iteration

Buffer for leftover work
e Y

Innovation
D ————— L —]

Pl planning readiness

Sclution Train Continuing

for distributed
wducation

planning

Architactyne vision
i devetopment
" practices

Fllyvn'ngm
L remants
Fand iach

. Selution Train
Toam breskouts post-Pi planning

readiness an, -
(oW

SCALED AGILE ' = scaled aile, Inc 210

Notes:
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6.6 Engage in key SAFe events

@} Discussion: The value of the IP lteration

» Consider the outcomes of each IP Iteration in SAFe:
- Measuring progress through demos of working software/systems
- Accountability and transparency through open discussion of ART Metrics
- Relentless program improvement through the problem-solving workshop
- Creating, aligning, and committing to the objectives and plan for the next PI
- Consistent opportunity for innovation, collaboration, and professional growth

- Predictable delivery of working features, on cadence, every Pl that we committed to
in Pl Planning

» Which of these elements of the IP iteration could provide the most immediate
benefit to your program or agency?
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Notes:

Why is it important for large, complex programs to have frequent and predictable

integrations and demonstrations of working systems?

Which elements could provide the most immediate benefit to your program or agency?

Prepare to share with the class.
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6.6 Engage in key SAFe events

Release to production based on mission requirements

Major release Major release
Customer Subsystem New
preview release feature
I I T Release on Demand

®:::1®: 11 1@; 1 :1®r111@

Pl Pl Pl Pl PI
Develop on Cadence
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Notes:
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Duration

Action Plan: Supporting Program Execution

» Step 1: How can your organization improve its
exploration and innovation capacity?

» Step 2: How can your organization use design
thinking tools and what other things can it do to
become more customer-centric?

» Step 3: How can you improve your organization's
prioritization process?

» Step 4: What SAFe Program Increment events does
your organization currently conduct?

» Step 5: What can you do to encourage the
organization to conduct all Pl events?
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Notes:

Lesson review

In this lesson you:

» Provided input and oversight to program exploration and innovation

v

Ensured continuous flow of mission value and program performance

v

Guided the program with Vision and Roadmap tools

v

Created Features that define system functionality

v

Prioritized the sequence of value delivery

» Provided leadership and engagement during critical SAFe events
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Notes:
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Lesson 7

Mapping the Path to Agency and
Program Agility

Learning Objectives:

7.1 Map the journey to agency/program Agility

7.2 Build large programs to align with agency strategy

7.3 Transition from projects to Lean flow of Epics

7.4 Adopt Lean Budgeting aligned to Value Streams

7.5 Apply Lean estimating and forecasting with cadence-based development

7.6 Modify acquisition practices to enable Lean-Agile development and operations
7.7 Build in quality and compliance

7.8 Adapt governance practices to support Agility and Lean flow of value

SAFe Authorized Course - Attending this course gives students
access to the SAFe Government Practitioner exam and related
preparation materials.
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7.1 Map the journey to agency/program Agility

7.1 Map the journey to agency/program Agility

'SCALED AGILE

Notes:

Traditional waterfall thinking is embedded in legacy processes

‘Any notion that we are mandated to apply a single-

pass, waterfall model to development is an industry
myth, one which has likely been perpetuated by our
own waterfall past (‘We have always done it this

way.’) and our existing quality management system,
and not because the regulations make us do it.”

—Dean Leffingwell

Achieving Agility in Government programs requires a willingness to challenge the status
quo and the courage to champion change in legacy thinking and processes.
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Notes:
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7.1 Map the journey to agency/program Agility

Take a journey to the summit!

» The transition to Lean-Agile principles and practices is
a long journey of incremental steps

» Every agency and program has different starting
points in contracting, governance, etc...

» The goal, or summit, is continuous and rapid flow of
value with high quality

» The path for government programs has unique
obstacles to agility such as traditional budgeting,
contracting, and governance

» This lesson provides success patterns for mapping You Are Here
your path to overcome those obstacles

» Remember the journey is never done!
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Notes:
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7.1 Map the journey to agency/program Agility

Activity: How do delays impact mission
outcomes?

» Using the space in your workbook, list three examples from your
experience where current practices in budgeting, forecasting,
acquisition, quality, compliance or governance negatively impacted
a program due to delays in the flow of value.

» What was the impact to the agency mission? How could these
processes be adjusted to support agility and flow? Discuss your
examples at your table.
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Notes:

List three examples where traditional budgeting/forecasting, acquisition, quality/
compliance or governance models negatively impacted a program due to delays in the
flow of value.

What was the impact to the agency mission?

How could these processes be adjusted to support agility and flow?
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7.2 Build large programs to align with agency strategy

7.2 Build large programs to align with agency strategy

Strategic Themes influence what gets built

Strategic Themes are differentiating,

specific, and itemized mission objectives
that connect a portfolio to the strategy of %
the agency. ==

Portlolio Vision
R S

—
Valie Streom Buagess anag Guardrads

=

Portiolio Kanban and Portialio Bacog

» Adjust ART and Value Stream funding
to track changing strategic priorities \" 6o =

» Provide context for decision-making,
inputs to the vision, budget, and
backlogs

Visan and Soutice. Program. and Team backlogs

» Assist with Epic evaluation and Examples of Strategic Themes for a federal civilian agency:
decision_making »  Create a 'one-stop shop' for all citizen-facing services
»  Increase and simplify self-service options
» Influence each Program Vision and
Roadmap
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Notes:

155 | © Scaled Agile, Inc.



7.2 Build large programs to align with agency strategy

@'} Discussion: Agency strategies and
technology development
» What current agency strategies in your organization require

technology development to implement?

» Does the agency’s current allocation of technology dollars and
resources align to these strategies?
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7.3 Transition from projects to Lean flow of Epics

7.3 Transition from projects to a Lean flow of Epics

Notes:

Transition from projects to a backlog of Epics

Epics are Enterprise initiatives sufficiently substantial in
scope to warrant analysis, understanding ROI, a Lean
business case, and approval.

»  Business Epics (blue) are system attributes that are
customer- or operator-facing

- Example: mobile app for managing veterans' benefits

»  Enabler Epics (red) enable solutions to address
business needs

- Example: cloud platform with services to support mobile

»  Epics are developed and analyzed in flow, visualized
and tracked using Kanban

»  Budget, track, prioritize Epics and use SAFe processes
vs, projects and traditional project management

LS

Epics can be created within a program or as an agency
portfolio initiative

SCALED AGILE ' = scaled Agile. Inc. 223

Notes:
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7.3 Transition from projects to Lean flow of Epics

Epic hypothesis statement template

Template Example

(2 ~ . 2 :
Epic Hypothesis Statement Epic Hypothesis Statement ]

For  Military veterans

For <customers>
o Zecks thil who  want simple, fast access to veteran benefits and services

7

the <solution> Our Vets website

isa <something - the ‘now’> isa internet portal

that <provides this value> that  provides integrated single authentication to all veteran services

Unlike <competitor, current salution, or non-existing solution> Unlike  existing disparata sites with multiple logins and conflicting data

o a0l better— he “why’> our solution  provides an easy one-stop shap for our honored veterans

Business - self-service to benefits will increase

omised Outcome + lead time for benefits and services delivery will decrease
Hypothesis . 2 is . isfaction among will i
i = Leading - " =
1.‘::::: S gl R L) Indicators « call-in volume for agent assisted service
NFRs * available on al p
NFRs * « four 9's reliability and access 24/7 (no maintenance windows)

* accessible to the visually impaired

-
-
e
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Notes:
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7.3 Transition from projects to Lean flow of Epics

» Step 1: At your table, identify
an existing ‘big batch’ project
from one of your contexts.

» Step 2: Create an Epic that
could replace part or all of the
scope of the project using the
Epic hypothesis template in
your workbook.
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a N
Epic Hypothesis Statement

For <customers>
who  <do something>
the <solution>
isa <something - the *how’>
that  <provides this value>
Unlike <competitor, current solution, or non-existing solution>

our solution  <does something better — the “why">

Business *
Outcome *
Hypothesis .
Leading - (early
Indicators +

’
.

Notes:

Writing a concise Epic Value Statement takes thought but sets the stage for
understanding and analysis. The anticipated outcome for Epics are an important part of
the Epic analysis. It is used to validate that implementation is complete and successful.

Nonfunctional requirements can cover a wide range of issues that are not covered by
functional requirements and are an important part of the Epic analysis.

With your team, draft one Epic on your flip chart for presentation, using the Epic Value

Statement format.
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7.3 Transition from projects to Lean flow of Epics

Epics can start as rapid exploratory prototypes

Think big. Start small. Scale fast—Eric, Ries, The Startup Way

» Transition multiple committees and
reviews into a cross-domain
review board, a single point of
accountability

» Form cross-domain prototype
teams to explore new capabilities

» Establish feasibility through rapid
experiments

» Apply governance using innovation
accounting, metered funding, and
cadence-based reviews

Scaled Agile, Inc

SCALED AGILE ' «

Stratagic

W o
: 3

Reviewing Implementing Done

[*

= ,—"“'" nwnrn RAIN

Cadence-based reviews

e o o o

on Demand

Notes:

]
= - Build and
= —— evaluate MVP
== Epic state: MVP
Portiolio Kanban e n business case

busness outcome hypothesis
Epic state: Portfolio Backlog

Local features and other

epic input —_—

Lean startup cycle reduces waste and enables fast learning

SAFe Lean Startup Cycle

Create new epic and hypothesis

Deveiopment stops
Epic state: Done

w
b Continue
untl WSJF
detarmines
otherwise

Program Kanban systems

Notes:
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7.3 Transition from projects to Lean flow of Epics

Discussion: From projects to Epics

Discuss the implications of shifting from projects to Epics in the
government context.

» What do you see as the greatest benefit?

» Beyond normal resistance to change and 'we've always done it this
way' mindsets, what are the biggest barriers to shifting from projects
to Epics and how can they be overcome?
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7.3 Transition from projects to Lean flow of Epics

Govern Epic flow with Kanban

The Kanban system manages the flow of Epics by:
» Making the largest mission initiatives visible and predictable
» Bringing structure to analysis and decision making

» Providing WIP limits to avoid overloading the organization’s

existing capacity for taking on big initiatives = ]
. - . S == I | ==
» Helping prevent unrealistic expectations c = |
< =
» Helping drive collaboration amongst the key stakeholders
» Providing a transparentand quantitative basis
for economic decision-making
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Notes:

Prototypical Kanban for managing Lean flow of Epics

Y @& »~ [E == ©

Funnel Reviewing Analyzing Portfolio Backlog Implementing Done
G £ N N\ £7 N T r
All big ideas are - Refine - Solution - Epics ( MvP 1 Persevere \(". 5o men
tured, such as: derstandi f I i d by 1 LPM
captured, su as :jh,; erlca ing ol altarmalives i;{;;ovﬁ Y « Build and T8 Affected ARTs A
. New business P * Refine WSJF evaluate MVP : or Solution go longer
opportunities + Create the Epic ) * Periodically re- ) y Trains reserve &
» Cost savings Hypothesis SIS prioritized using P":Ol O'r 1 capacity for the rquRSC
Statement * Define MVP WSJF potsovens ! epic
< Marketplace decision made 1
wrdligi - Calculate WSJF « Craate Lean « Pulled by : Continue
5 « WIP limited Pusinass taams when 1 featurs
+ Mergers and Case available ART I implementation
acquisitions - Go/no-go capacity exists : untilt WSJF
+ Problems with decision : d;:enn.ines
existing solutions X = ) Otherwise
WIP limited 3
1
o N 1 \
——O>——
Pro tip: align Kanban stages with required
agency development lifecycle stage-gates

Notes:
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7.3 Transition from projects to Lean flow of Epics

Define Epic requirements to keep options open

“Development is more dependent on what needs to be learned than on what tasks must be
completed to exit a gate.”—Alan Ward

» Use language of intent instead of shall statements to allow solution flexibility
» Define variable requirements that give teams flexibility for implementation

» Ensure backlogs aggressively evaluate alternatives and validate assumptions

NFR . Functional
» New SW-only Features can be st
deployed to fielded vehicles in
< 60 minutes

= Navigate routes that do not conform to
formal street navigation rules and norms

» Vehicle recharge system can connect to

* All communications to and from the NFRs varying international electrical standards

vehicle must be encrypted

» Data in and out of vehicle via secure APls
« Safety features must have fail-safes
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Notes:

Take a Lean-Agile approach to requirements

Requirements are the invariant, permanent system characteristics that evolve over time.
Backlogs contain the work to realize requirements.

Traditional approach Lean-Agile approach

« Detailed up-front by the ‘experts’ * Detailed in flow by the people doing the work
« Communicated via documents » Communicated face-to-face

« Slow to learn and adapt * Quickly adapt to new knowledge

System
requirements Features, Stories

and Conversation

S0LuTIoN INTENT
Subsystem

requirements

Component
requirements

Notes:
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7.4 Adopt Lean Budgeting aligned to Value Streams

7.4 Adopt Lean budgeting aligned to Value Streams

Notes:

The challenge of project-based budgeting

Traditional project-based budgeting creates overhead, friction, and lowers capacity.

Agencies often view requirements through the lens of large waterfall implementations with fragmented
project budgets. These budgets frequently contain wasteful, fixed features the agency ‘might need’
which drive up costs and delay the acquisition process.

Results in:

Slow, complex budgeting process
Utilization-based planning and execution
Low program throughput

Yy v. v v

Loss of system knowledge when teams leave en masse when contracts end
» Moving people to the work

Cost overruns lead to variance analysis, blame game, resource scrambling, and re-budgeting, adding to
cost of delay
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Notes:
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7.4 Adopt Lean Budgeting aligned to Value Streams

Align funding to Value Streams vs. projects

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

» No resource reassignments

» No blame game for project overruns

» Better visibility and control of the technology spend

Annual Prioritized
Budget
B Work Schedule and Leave Management $450M ===
Lean Budgets ¢
& payroll $725M ==
Guardrails Value Streams %

Most Government programs can be viewed as Value Streams that provide long-lived Capabilities and
services lo citizens and operators year-over-year
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Notes:

Establish Lean Budget Guardrails to maintain strategic alignment

Guardrails help balance near-term opportunities with long-term strategy,
ensuring that large investments are approved, and that investments in
technology, infrastructure, and maintenance aren't routinely ignored.

|f¢'§e

There are four Lean Budget Guardrails

o Guide investments by horizons

e Apply capacity allocation to optimize 4
value and solution integrity ’ Lean Budgets

- Approve significant initiatives

o Continuous business owner engagement »
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Notes:
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7.4 Adopt Lean Budgeting aligned to Value Streams

Guide investments by horizon

» Horizon 3 (Exploring): Investment for new

potential solution ﬁ

Horizon 3 | Honzon2 | Horizan 1 | Horizon 0

» Horizon 2 (Emerging): Solutions that have
emerged from horizon three

» Horizon 1: Desired state where solutions
deliver more value than their cost:

- Investing: Solutions that require significant
ongoing investment

Expiering Emerging Investing  Extractieg Petiing

- Extracting: Stable solutions that deliver
great value with minimal new investment

The example allocations shown in this figure were

» Horizon 0 (Retiring): Investment to suggested in the Harvard Business Review article
decommission solutions located at https:/hbr.org/2012/05/managing-your-

innovation-portfolio
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Notes:

Apply capacity allocation

» Determine what percentage of
the ARTs total capacity can

be allocated for new features, é
enablers, and technical debt for &
an upcoming PI System or Solution B Features
ArchitectEngineer W Enablers
(design authority)
Tech Debt an
» Each Value Stream should . B
develop explicit policies for M
managing capacity allocation b
(content authority)
» The amount of capacity
allocated will Change Example capacity allocation categories: Adapt
periodica”y based on the these categories or add new ones as needed.
context
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Notes:
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7.4 Adopt Lean Budgeting aligned to Value Streams

Approve significant investments

» Each significant initiative is tested
against the portfolio Epic
threshaold, which is established by
LPM

» Below threshold: Epic goes into
the funnel of the appropriate
program or Solution Kanban
systems

» Above threshold: Epic enters the
Portfolio Kanban system for review
and approval

» All Epics require a Lean business
case
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Panfolo Kanban
Sgnficart Fortoko p LPM o=
I Epic - 1 You “ Approval g
Identifed Thraahoid *

Purtioho
Na | Backiog

The portfolio Epic threshold is defined by the
LPM function to determine which Epics are a
portfolio concern. Examples include forecasted
cost, number of Pls, strategic importance to
the portfolio, or a combination of these.

Notes:

» Business Owners ensure that the
priorities of the ARTs and Solution
Trains are in alignment with the
portfolio

» Verify that investments are spent on
the right things at the right time

- Communicating the Portfolio Vision

- Assisting in the preparation for the
upcoming Pl

Attending Pl Planning
- Attending Inspect and Adapt
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Continuous Business Owner engagement

» Business Owners actively engage by:

G 4% O

a 8 Cutomer
’ Loan Portfolio
Product and Solution 3 Management
Management ¥ i p
ea
" Businoss
/ Owners \\
” \
WSJF WSJF
— " [ it

Business Owners are a small group of stakeholders who
have the primary business and technical responsibility for
governance, compliance, and return on investment for the
ART's solution

Notes:
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7.4 Adopt Lean Budgeting aligned to Value Streams

Discussion: What if it doesn’t all get built?

If a government system is built from a backlog of Features that are
always prioritized, what are the implications if the least important
Features are not developed within the planned time and cost
constraints (assuming the MVP has been achieved).

» How does this thinking compare to current project-based
budgeting?

» What positive outcomes could result from of this new approach?

» What challenges would need to be overcome?
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7.4 Adopt Lean Budgeting aligned to Value Streams

Use Agile Metrics to track program spend and flow of value

» Features are builtand maintained by long-lived teams of teams (ARTs) that have a relatively steady
labor burn rate.

» Features within the ART are budgeted based on estimated % of capacity (based on Story points)
required to deliver to 'done.' Actual costs are derived from actual capacity consumed.

» Agile best practices provide a variety of visualization, tracking. and reporting tools (Feature progress
charts, Kanban boards, burn-up charts, etc.) so that fiscal governance can be maintained.

o - : s a g % 4.8 5 o
= = = funnel | abys | Bacdog | irpananing | 250 |.,";"'"3".' [ wa
vt R = g [ [ - o
fomes — i _— | sy s

- ———— Bl PP p® -
e " : >

saret I— J re e ) L, j I_r i

. — - J wj :

ii
3

»
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Notes:

Exercise fiscal governance with dynamic budgeting

Agile financial governance enables budgets to be adjusted dynamically to meet
changing mission needs. Reprioritize by adjusting the ART backlog(s), not by
moving people around—keep high performing teams together!

Shift in agency priorities
Total Agency IT Budget ' . / v v
Hypothetical example for an agency ‘ ‘
providing benefits to military veterans " " ‘ ‘
@ EmploymentAssistance [T e > > >
Ry r— L N L .
h p —— N - P This ART was
@ Education Assistance — | gl o a3 — P wovking on
— = — —_ — > Employment
Home Loan Assistance : Ll Assistence, now
® — — P b | 125 Eciucation
° > N “ Assistance
Life Insurance EN - — L features in its
—_— = p— = > backlog
Pl 1 P12 PI3 Pl 4
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7.4 Adopt Lean Budgeting aligned to Value Streams

Addressing segregation of funding concerns

» IT programs are funded through government budgetary authorities

» Some funding authorizations are earmarked for specific types of work,
windows of time, etc...

» Expenditures must be tracked to ensure they are used for their appropriated
purpose

» Funds may need to be tracked based on multiple criteria such as:

- Time (one year, multiple year, no limit)

- Availability (current, expired, closed, cancelled) T~
- Type (new development, maintenance, construction, etc.) I =
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Notes:

Tracking funds expenditure in the Program Backlog

. . g . i -
» Include fiduciary authorities in ki E‘é{EE
backlog refinement e New Feature work
feasibility of
s new Epics
» Tag backlog items based on =
. . - Feat |
assessment of funding categories indicate _ | - - =
Features for | Ry =5 -—‘-—-
3 potential ~ = ---
» Used fixed cost per ART per Pl weament -, | S - - - -
and effort required to complete ) Nrre - — -
the backlog item to derive cost B ) roe I———
authority (or any accounting period)
Example: oo g

$2M / Pl - Features delivered this Pl = 425 points
125 points — Maintenance features = 125/425 = $588,235

A mature SAFe-friendly Agile lifecycle management
300 points — New development features = 300/425 =$1,411,764 = : ¥og ROy g

(ALM) tool is highly recommended for managing
funding authority concerns

Notes:
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7.4 Adopt Lean Budgeting aligned to Value Streams

Activity: What color is your Feature?

» The worksheet below lists Features in the backlog for your ART.
Each is categorized for you as New Development or Maintenance
work, and has a number indicating planned and actual Story points.

» Your ART has a consistent burn rate of $3.2M (or equivalent
currency) per each 13-week PI. All of the Features on the list below
are ‘done-done’ and accepted by the PM.

» Calculate the planned and actual New Development and
Maintenance expenditures to report for this program for this past PI.
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Notes:

What color is your Feature?

Your ART backlog is categorized for you as RDT&E or O&M work.
* Your ART has a consistent burn rate of $3.2M per each 13-week PI.
e All of the Features on the list below are ‘Done-Done’ and accepted by the PM.

* Calculate the planned and actual RDT&E and O&M expenditures to report for this
program for the past PI.

Use the next page to make your calculations for the following:

1. Decide which column the Features resides, based on each Feature description.

2. Secondly, sum the columns at end of the sections.
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7.4 Adopt Lean Budgeting aligned to Value Streams

FEATURES PLANNED ACTUAL RDT&E O+M

1. Add proximity sensors in the 200 230
vehicle cargo area that can
collect loT data from package.

2. Add real-time GPS tracking of 150 120
each ALC vehicle in the user and
admin portal pages.

3. Prototype alternatives for
extending the vehicle operating
range.

4. Refactor route control feature to 100 150
address loss of signal issues with
GPS satellites.

5. Add Bi-directional weight 20 20

40 40

conversion for packages
between Imperial and Metric
units.
6. Conduct ALC vehicle log analysis 40 20
to identify the most frequent
navigation errors.
7. Add route optimization 150 200
enhancement to integrate with
external traffic APls (Google,
Waze, etc.).
8. Integrate with major carrier APls
for package data of shipments
coming from these carriers.
9. Demo next version of onboard 40 20
ALC software to DoT regulators
prior to release to production.
10. Test airless tires submitted by 80 80
industry for safety and overall
performance vs. standard tires.

200 160

Total

Total $  ¢3.2M

Total RDT&E and O+M
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7.5 Apply Lean estimating and forecasting with cadence-based development

7.5 Apply Lean estimating and forecasting with
cadence-based development

Notes:

Estimating and forecasting on government programs

» SAFe enhances agency adaptability, providing
faster response to changing conditions from both
internal and external forces

» Yet, the agency and its stakeholders need to plan
some sense of the future

» Estimating must:

- Be fast, as efficient as possible, and reasonably
accurate

- Support ‘what if analysis of various implementation
scenarios

» Traditional work breakdown structure to task-level
estimating binds the teams to waterfall practices
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Notes:
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7.5 Apply Lean estimating and forecasting with cadence-based development

Estimating Epics in SAFe

» Epics are broken down into potential Features
during the Kanban analysis stage

» Potential Features are estimated in Story
points

- Typically performed at the PM-System Architect / \
level, based on history, prototyping, and relative Featurso 110
size Feature

120
- Individual teams are engaged as necessary

» Feature estimates are aggregated back into
the Epic estimate as part of the Lean business
case
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140
Enabler

Notes:

Forecasting from the backlog

1 1000
Enabler

2 2300 Capacity @ ART 1| 1200 pts/PI I
SUS. Epic allocation % >
a
Enabler ART 2 1000
4 |
5 ®ART3| 650 A e
4600
6 Bus. Epic Pl 1 Pl 2 Pl 3
Given knowledge of Epic sizes and ART velocities,

Portfolio applying “what if’ capacity allocations informs
Backlog decisions and forecasting.
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7.5 Apply Lean estimating and forecasting with cadence-based development

Activity: Lean forecasting

» ART 2 has the skills to
complete the top Epic in the
backlog.

Capacity
allocation %

» They can only dedicate 50% of
their capacity to this Epic.

» What would they forecast for
completing Epic 17

SCALED AGILE ' = sesed Agile. e

@ ART 1| 1200 pts/P1

@ARTZ) 1000

®ART3 650

Pi1 P12 Pi3
Given knowledge of Epic sizes and ART velocities,
applying “whal i” capacity allocations informs
decisions and forecasting.

Notes:
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7.5 Apply Lean estimating and forecasting with cadence-based development

Long-range forecasting within programs
» Some programs require long-range forecasts (e.g. weapons systems)
» For those programs, use a Solution Roadmap

» Re-evaluate cost, schedule, mission goals each P

Autonomous platform Route following and First field test On-road testing  Terrific Transport Autonomous
integration with Vehicle lane keeping v1.0 centification  Delivery Vehicle v1.0  Vehicle Auto show
Q1 Q2 Q3 Q4 H1 H2 Y3 Y4
t T 1 1 t 1 T 1

Stay in lane Obey traffic laws Avoid obstacles

Forward collision Go thru intersection Self-park

O Scaled Agle, inc

Notes:

Forecast with aligned Roadmaps across programs

» Align the entire organization on common a common cadence
» Shorter task orders aligned to Pls simplifies forecasting and contracting

» Maximize organization-level throughput across programs

O @) O O @) O

@ Program 1 m
P o 00|
Program 3 w

]

SCALED AGILE * = scaled Aaie. Inc

Notes:

176 | © Scaled Agile, Inc.



7.5 Apply Lean estimating and forecasting with cadence-based development

Discussion: The ART of the possible

» What are the most significant benefits your agency and programs
could realize using Lean Budgeting and forecasting?

» What are the most significant challenges and barriers?

» Brainstorm strategies at your table that could be used to overcome
these anticipated barriers.
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7.6 Modify acquisition practices to enable Lean-Agile development and

operations

7.6 Modify acquisition practices to enable Lean-Agile
development and operations

Challenges with current acquisition practices

» Traditional waterfall contracts can impede Lean-Agile adoption
- Long acquisition cycles - need may be moot when a solution is delivered
- Fixed point solutions - do not allow for unknowns and validated learning
- Heavy artifact and process requirements that add little value

» Contracting officials often unfamiliar with the differences between
traditional and Lean-Agile contract language
- Traditional waterfall boilerplate contract templates that have a few Agile
terms sprinkled in to make it ‘Agile’ are the worst of both worlds, and highly
likely to fail
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7.6 Modify acquisition practices to enable Lean-Agile development and

operations

Conflicting paradigms are the source of most challenges

Traditional Contracts

Lean-Agile Development

Requirements defined upfront, changes strictly
controlled

- Requirements change frequently to adjust for
validated learning, market dynamics, etc.

Assumes a point solution

Begins with a hypothesis and arrives at an

MVP solution incrementally and iteratively

Large, infrequent releases ~ Frequent delivery of value each iteration and Pl

- Based on a foundation of compliance Based on a foundation of trust and transparency

Quality through inspection and governance Quality built in through collaboration and automation

‘Done’ when MVP and most valuable features
delivered and accepted by customer

‘Done’ when the contractual terms are met

Built on principles of Lean that aim to reduce delays,
eliminate waste, reduce complexity, maximize value,
based on maximizing mutual benefit

~ Built on controlling risk, protecting participating
parties’ interests, and covering every possible
contingency
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Notes:

The goals of a new procurement approach

Customer collaboration over contract negotiation—Agile Manifesto
» Optimize the economic value for all parties in the short-and long-term

» Provide adaptive responses to new requirements

» Provide continuous visibility and objective evidence of program performance

» Provide a measured approach to investment that can vary over time and stop when sufficient
value has been achieved

» Offer the supplier near-term confidence of funding and sufficient notice when funding winds
up, down or stops

» Motivate all parties to build the best solution possible within agreed-to economic boundaries

» Support Lean-Agile principles and practices
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7.6 Modify acquisition practices to enable Lean-Agile development and

operations

Prepare Share

ST ()
-

v®~ .9-
g\

» Step 1: Review the two paragraphs from an actual government
Agile contract from the U.S. in the workbook below.

» Step 2: Circle or highlight specific words and phrases that reflect
the concepts of the new procurement approach described in this
section.

» Step 3: Brainstorm at your table any additional language that could
have been added to provide even stronger support for reinforcing a
Lean-Agile collaborative approach.
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Notes:

US Customs and Immigration Services (USCIS)
Flexible Agile Development Services Il (FADSII)

PERFORMANCE WORK STATEMENT
1. OVERVIEW

FADS Il will provide United States Citizenship and Immigration Services (USCIS) with

a Flexible Agile Development capability to accomplish Information Technology (IT)
development projects across USCIS. FADS Il contractors will supply Agile development
teams to participate in IT development projects using Scrum and other Agile and Lean
processes. They will be part of an ecosystem, participating with federal employees

and other contractors in a team-based Scaled Agile approach to deliver mission value
frequently, cost-effectively, responsively, and with high quality. The Government will
oversee the architecture and design of systems, the Agile methodolagies to be used,
product planning and the flow of requirements, and code integration and deployment;
the FADS Il contractors will be responsible for developing high-quality IT systems to work
within those architectures and processes to meet the business requirements. USCIS is a
leader in the federal government's movement to Agile and lean [T delivery approaches,
and the FADS Il contractors will participate in blazing new trails and innovating new ways to
deliver government IT services.
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7.6 Modify acquisition practices to enable Lean-Agile development and

operations

4. FADS I VISION

FADS Il will provide high-productivity Flexible Agile Development Services to help

move USCIS toward its envisioned state of a technologically innovative, state-of-the-art,
electronic and customer-centric architecture to support USCIS's mission. USCIS is a leader
in the federal movement toward the adoption of Agile approaches and use of cloud
services to support the IT development pipeline, and is a leader in the DHS movement
toward open source frameworks for application development and production. FADS Il
contractors will participate in a team-based Agile environment. They will work alongside
other teams of government contractors and federal employees to accomplish projects as
assigned by USCIS. For some development efforts (notably ELIS), there will be a number
of Agile teams from several contractors working in parallel in a collaborative environment.
These development teams will be supplemented by separate contractor-supported
teams responsible for Architecture and Design; Processes and Practices (methodology),
Continuous Integration and Continuous Delivery (CIICD), Testing, Quality Assurance and
Training Development for fielded capability. The FADS Il contractors will be expected

to work with a technical architecture and design specified by the government, and to
work within the Agile process and Systems Engineering Life Cycle (SELC) frameworks
defined by the government team. Individual developrment teams will include government
employees functioning as Product Owners and Subject Matter Experts. Teams may also
have participation from Independent Validation & Verification (IV &V) testers. FADS |l
contractors are expected to work well in these team environments and demonstrate a

highly collaborative and cooperative attitude.

Choose your context

m

UNITED STATES LOCAL CONTEXT
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Notes:
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7.6 Modify acquisition practices to enable Lean-Agile development and

operations

1.2 Local Context

Scaled Agile will not test any content in this context section.

LOCAL CONTEXT
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Notes:

Country-specific contracting guidance
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Notes:
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7.6 Modify acquisition practices to enable Lean-Agile development and

operations

Country-specific contracting guidance
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Notes:

Country-specific contracting guidance
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Notes:
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7.6 Modify acquisition practices to enable Lean-Agile development and

operations

Country-specific contracting guidance
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Notes:

Country-specific contracting guidance
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Notes:
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7.6 Modify acquisition practices to enable Lean-Agile development and

operations

Country-specific contracting guidance
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Notes:

Country-specific contracting guidance
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Notes:
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7.6 Modify acquisition practices to enable Lean-Agile development and

operations

Return to tested material

SCALED AGILE * = Scsled 2. Inc

Notes:

Welcome back to the tested content

SAFe
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Notes:

186 | © Scaled Agile, Inc.
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operations
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7.6 Modify acquisition practices to enable Lean-Agile development and

operations

Key elements to include in Lean-Agile Contracts using SAFe

V4 Product Vision

V4| Strategic Themes

V4| Statement of Objectives

V4| Solution Intent

Initial high-level backlog of well-formed
Epics

V4| Non-Functional Requirements

2 EIEEE

Draft Definitions of Done for
each level

SCALED AGILE ' = sesled Aalle inc

Commitments to:

Engagement by key government personnel &
decision makers

Collaborative, transparent work environment

Protecting time for innovation and planning

Ongoing investment in the Architectural
Runway

Performance measurement based on Lean-
Agile metrics

Use Pl events (backlog refinement, I&A, P
Planning) as replacement for legacy
asynchronous milestone reviews

Notes:
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7.6 Modify acquisition practices to enable Lean-Agile development and
operations

» Your agency's senior leadership wants to discuss acquiring Agile
services to support a new, high-profile digital services initiative.
They have invited you and the senior contracting officer to an
informal meeting to discuss acquisition approaches.

» Your task is to explain the implications of Agile on the solicitation
and contracting strategy. Is there an optimal contracting approach?
Consider both a contracting and a delivery perspective.

» Prepare an outline for your briefing on a flip chart page and include
specific recommendations for this acquisition activity.
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Notes:

Homework: Good patterns and anti-patterns for Lean-Agile contracts

D tion
© Continue to require traditional waterfall documents and plans that are S line d deliverables to those that is truly valuable
rarely used and frequently out-of-date
Require ‘big bang’ document deliverables upfront or at the end » Created i ively and collaboratively, then update
throughout the development lifecycle based on validated learning
Update and deliver documents only at specific phase gates or milestones | +  Have the teams that build the system update the documents for the
system iteratively as part of the Definition of Done
Deliver static di stored in file that are Use an online Solution Intent itory for il P
hard to access and find relevant information and access to the most current information about the system
Performance Management
© Measure progress through waterfall metrics, d deliverabl /i gress through delivery of working software and systems
velocity, n::ier of features, percent utilization that fulfill P| Objectives, demonstrated at System Demos and I&A
Working Relationshi
© Government and contractors work at arms length, ‘show me when you Government and all supporting work collab ly and
are done’ mindset, emphasize separation of concerns over synergy openly to build trust, p y, and ive i i
* Create an ad ial “win-lose’ envis based on distrust among all | ©  Write contracts that balance the needs of government and industry in
parties and a focus on p ing each organi. ‘s own i 2 'shared pain and gain' model
\. J

Recommended Reading: hitp./Mmww.agilemodeling.com/essays/agileDecumentation. htm
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7.7 Build in quality and compliance

7.7 Build in quality and compliance

Traditional ‘at the end’ quality and compliance

» Often results in late verification, validation, missed
opportunities for compliance assessment, and delayed
value delivery to the mission

» Can create a large bow wave of testing and compliance
activity resulting in missed deadlines and windows for
schedule compliance activities

» Despite best efforts, compliance with large batches and late
feedback slows flow and results in worse outcomes and
lower quality

» No way to leverage compliance knowledge to improve flow

~N 7

Compliance

» Late verification and authorization/accreditation creates
delays in receiving authority to deploy, bow wave of re-work
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7.7 Build in quality and compliance

Ensure a Lean-Agile Quality Management System

Product is specified, designed, built and
tested in accordance with regulations.

Objective

0 [/ Evidence
«
\"J\;"A.I'V MANAGEMENT

e

Sign-off
approval
certification
Processes and procedures are performed in validation
accordance with policy-based on regulations.
SCALED AGILE * = scaled Agile, Inc 57
Notes:
Incrementally ensure quality and compliance
A™P
Requirements § 1
€D
One PDCA cycle

Implementation

Verification

Waterfall

wes

Documents  Documents  More Documents  Unverified System Certified Solution

© A™p A™P A™P A™Pp AP
t [ [ T [ [ |
g Co C.D CP CoD €D E__"
[
B g e
S ¢ 9, i 3@ &
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Notes:
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7.7 Build in quality and compliance

Perform V&YV and compliance work as part of regular flow

Reduce last sign-off activity from a large, extended event
to a quick, boring, non-event.

» Break compliance activities into smaller
batches as part of automated tests or
work items’ definition of done

» Get visibility, transparency into m

assessment sooner

—t—
» Fast feedback continuously ey, \iRerew
improves practices L Test %zggrrr:t?::
» Place greater emphasis on user/ Audit Traﬁﬁzgimy

operator validation in real time

Notes:

Address security risks early and continuously
» Incorporate security in the visualization of the value stream,
include security assessors and testers as part of the ART
» Add security as part of Cost of Delay calculation
» Build static and dynamic code analysis into coding standards

» Conduct cadence-based inspections vs. milestone-based
inspections

» Implement DevSecOps - incorporate security concerns throughout
the entire CI/CD pipeline, include security controls in automated
tests

» Adopt sound security technical practices such as continuous
monitoring

» Incorporate component architectures that have been pre-approved
by security and satisfy common controls
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7.7 Build in quality and compliance

Integrate compliance concerns into SAFe artifacts and events

Kanban and Backlog Roadmap Pl Planning
Align and focus on Know solution’s Synchronizes on near-term plan
work priorities future plan
Solution Intent Pl Demo Inspect & Adapt
Shared understanding of system’s goals, Frequent feedback on Continuously improve

specifications, and constraints fully-integrated system together

O Iy

xed .

SOLUTION INTENT

Notes:
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7.8 Adapt governance practices to support Agility and Lean flow of value

7.8 Adapt governance practices to support Agility and
Lean flow of value

Notes:

A clear definition of governance

» A framework for decision making to ensure
programs achieve desired mission outcomes Good Governance

Participatory
» For government software and system§ ——
programs, governance includes tracking
5 S 4 Accountable
multiple dimensions of program performance:
Transparent
- Objectives (required capabilities) R
- Constraints (time, cost, scope, quality) Effective and efficient
- Compliance (statutory, regulatory, best Equitable and inclusive
practice) Follows the rule of law

Source: United Nations
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7.8 Adapt governance practices to support Agility and Lean flow of value

Evolving to Lean-Agile governance

SAFe provides transformational patterns to transition to Lean-Agile
governance practices.

Traditional Approaches Lean-Agile Approaches

~ Plan everything (cost, schedule, etc.) in detail, up front | + Plan high-level up front, evolve details incrementally
Absolute estimates up front, control variance - Relative estimates, frequent updates based on learning

+ Locked down requirements — prevent scope creep + Requirements iteratively prioritized by stakeholders

~ Centralized control - multiple infrequent stage gates ~ D alized decisi king - reviews at each demo

» Detailed project plans and heavy supporting artifacts + Lightweight business cases, backlogs, roadmaps, demos
Centralized top-down, up front planning + Decentralized, rolling-wave planning

© Work breakdown structure + Agile estimating and planning

* Project-based funding and control * Lean budgeting and self ging Value Stream

I, Waterfall Milestones and stage gates ~ Objective, fact-based measures and milestones )
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Notes:

Streamline execution reviews - objective-based progress

Use SDLC tailoting guidance to propose Lean-
Agile alternatives to heavy phase-gate processes

» Consolidate various execution reviews and
document-based measures of progress with
Incremental Capability Reviews (ICR) and
Program Backlog Reviews (PBR).

=== | Progress Product Process » PBRs govern scope and priority.
= = -
. N?WC & VaLh wl » ICRs provide objective, cadence-based
\\\ ek evidence of progress.

e = ¢
peme IT systems strive for continuous delivery with

! ’ { automated reviews. Physical systems will stil
& ’ & A & have some manual review processes.
AN AN AN

v
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7.8 Adapt governance practices to support Agility and Lean flow of value

Open collaboration drives Lean-Agile governance

» Apply David Marquet's principle of ‘embrace
the inspectors’ to promote transparency and
continuous learning

» Build open, proactive, and positive
relationships with those in authority over
governance requirements — respect and
protect their value

» Work collaboratively to build new models for 'Q

program governance using SAFe constructs “
(cadence-based objective milestones, system
demos, solution intent, etc.) to meet legitimate

York: Portfolio, 2019.
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Marquet, L. David. Turn the Ship
governance concerns around!: A True Story of Turning

Followers into Leaders. New

Notes:
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7.8 Adapt governance practices to support Agility and Lean flow of value

@‘D Discussion: Applying Lean-Agile governance
to your agency

» Do your agency’s governance processes embrace Lean-Agile
principles and practices?

» If not, is there a defined mechanism for submitting a tailoring plan
describing how legacy governance requirements can be met using
Lean-Agile and SAFe practices?

» What are the biggest obstacles to applying Lean-Agile governance
to your programs, and what specific actions can you take to begin
navigating through these challenges?
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Notes:

SAFe and Earned Value Management

» Earned Value Management (EVM) uses integrated budget/schedule/scope plan

- Objectively measures through EVM system (BCWS, BCWP, etc.)

- Predicts using forward-looking indicators (TCPI, etc.)
» SAFe uses Agile metrics

- Objectively measures through rollup of Epics, Features, and Stories

- Predicts based on relative past performance (capacity) and future estimates
» SAFe and EVM can measure/predict at different levels of detail based on either:

- Work being performed (WBS vs. Backlog structure), or

- Organizational structure (OBS vs. SAFe teams/ARTs/Value Stream)
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7.8 Adapt governance practices to support Agility and Lean flow of value

Define control accounts based on work and organization

Define control at the intersection of work and organizational structures.

Organizational Breakdown Structure (OBS)
Vehicle platform

Delivery Execution
FYTTYA LIS T -

Perception

~~~~~~

Responsibility Assignment Matrix (RAM)
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Notes:

Connect EVM and Agile structures

EVM Product Time

Control account manages
one (or more) Epics

Portfolio/Program
Roadmap

o
-

Features map to Product

WPs (and PPS) Backlog P
- rogram
Increment

Feature

Notes:
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7.8 Adapt governance practices to support Agility and Lean flow of value

Align Rolling Wave Planning with Pl Planning

» Forecast Epics Now
. (Pl Planning)
over life of the b4
program © ri1 © pi2 O pi3 O
Control Account 1
» Use PI Planning to . T Esex
: [ Fearex1 ) X, Pi2, EpioX, P13,
convert Planning g ) [ e e ] [ mam’?;ﬁgpaa;ag._]
Packages into  Fesuers )
Work PaCkageS Control Account 2 Control Account 2
(Features) ey T )
[ Feawreyi ) [ EpicY, PIz, ] [ ., Eplczb:g‘.m
Planning Package anning Package
» Teams do the RS
3 [ Featurexs ]
planning! : - . :
Rolling Wave 1 Rolling Wave 2 Rolling Wave 3
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Notes:

Objectively measure progress with Agile rollup

» Stories roll up EVM reporting at the Feature level in each iteration

» May align reporting periods on iteration boundaries (e.g., every N
iterations, or every Pl)

40% 55% 100%

EVM reporting level © © O O
(PMB, IMS)

Agile Team reporting
level (QBD)

Stories in Iterations
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Notes:

199 | © Scaled Agile, Inc.



7.8 Adapt governance practices to support Agility and Lean flow of value

Discussion: Applying EVM

Given the explanation of how EVM can be adapted to work in concert
with SAFe constructs:

» What questions or concerns remain about meeting EVM
requirements on a SAFe program?

» Do you see these adaptations as adding value, or as just a way to
‘check the box’ for compliance where EVM is required?

SCALED AGILE * = sealed Aol Inc

Notes:
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7.8 Adapt governance practices to support Agility and Lean flow of value

What questions or concerns remain about meeting EVM requirements on a SAFe program?

Do you see these adaptations as adding value, or as just a way to ‘check the box’ for
compliance where EVM is required?

Where to go next for Guidance on Agile EVM

* U.S. Department of Defense, Office of Performance Assessment and Root Cause
Analyses (PARCA)
Agile and Earned Value Management: A Program Manager's Desk Guide, 2016
(https://goo.gl/bhkVWhb)

e National Defense Industrial Association (NDIA)
Industry Practice Guide for Agile on Earned Value Management Programs, 2017
(http://www.ndia.org/divisions/ipmd/division-guides-and-resources)

¢ Software Engineering Institute (SEI)
Agile Metrics: Progress Monitoring of Agile Contractors, 2014 (https://goo.gl/JiEuzT)
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Action Plan: Mapping the Path to Agency
and Program Agility

» Step 1: How does your organization plan to
implement the network (SAFe) alongside the
hierarchy?

» Step 2: What effects might you witness in
your organization from a SAFe transformation
on quality, program execution, alignment, and
transparency?

SCALED AGILE ' = scaled 2gie. Inc

Notes:

Lesson review

In this lesson, you:

» Mapped the journey to agency/program Agility

» Built large programs to align with agency strategy

» Transitioned from projects to Lean flow of Epics

» Adopted Lean Budgeting aligned to Value Streams

» Applied Lean estimating and forecasting with cadence-based development

» Modified acquisition practices to enable Lean-Agile development and operations
» Built in quality and compliance

» Adapted governance practices to support Agility and Lean flow of value
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Notes:
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Lesson 8
Leading Successful Change

Learning Objectives:

8.1 Lead by example
8.2 Adopt a Lean-Agile mindset
8.3 Lead the change to SAFe

SAFe Authorized Course - Attending this course gives students
access to the SAFe Government Practitioner exam and related
preparation materials.
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The Lean-Agile Leadership Competency

Mindset & Principles
Fived Growth
m * Mindzet

| "I CoreValues I Loan-Aglle Mindset 2= SAFe Principies

Leading by Example Leading Change

Change Vigion

&% Authentioty Change Leadership

§% Emotional intelligence 1D T T— Ctioater Gungs) |

. @3 Lilsbong Learning

L @ & Groning Others
£3 Dacentralized Decision Making
' ' 5 I N N ()
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8.1 Lead by example

8.1 Lead by example

Leading by example

» Through their words and actions, leaders provide the organization
with patterns of expected behaviors

» The aggregation of those patterns determines the organization's
culture, whether good or bad

High
IBY

Messengers trained

ibilities shared
Collaboration encouraged
Failure leads to improvement

Responsibilities shirked

C

Failure leads to scapegoating

g
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8.1 Lead by example

Leading by example

» Authenticity requires leaders to model desired professional and
ethical behaviors.

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

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

» Growing others encourages leaders to provide the personal,
professional, and technical guidance and resources each
employee needs to assume increasing levels of responsibility

» Decentralized decision-making moves the authority for decisions
to where the information is

SCALED AGILE ' = sesled Agle,Inc

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

Leading by Example

&5 Ruthenticity

5 Emational Intelligence

@
.’ x. %3 Lifetang Learning

) & £5 Groming Others
' ' &% Decentralzud Decision-Makiog

Notes:

206 | © Scaled Agile, Inc.




8.1 Lead by example

>

ES
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Activity: Leading by example

Step 1: The instructor will assign one aspect of leading by example to
each table group

Step 2: In your table group, refer to the table in your Student Workbook
for additional guidance on how to emulate your assigned aspect of
leading by example.

Step 3: Compare and contrast a positive story where someone led by
example using the aspect your team was assigned and a negative story
where a leader did not use the items indicated in the aspect your team
was assigned. Discuss the impact on the organization of each example.

Step 4: Share your story with the class.

Notes:

Aspects of Leading by Example:

Authenticity:

Authenticity is the ability to “walk the talk” by being a role model of desired
professional and ethical behaviors; acting with honesty, integrity, and transparency

Authentic leaders:

>
>
>
>
>

Are true to themselves and what they believe in

Engender trust through transparency and honesty

Develop genuine connections with others

Motivate others to achieve high levels of performance

Are servant leaders focused on empowering others vs. personal success

Emotional intelligence:

Emotional intelligence is the collection of abilities used to identify, understand,
control (self), and assess the emotions of yourself and others.

Emotional intelligence accounts for 67% of the abilities needed to be a successful

leader

and is twice as important as technical proficiency or 1Q.*

Emotionally intelligent leaders are able to:
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8.1 Lead by example

Identify what they're feeling

Interpret their emotions

Understand how their emotions can impact others
Regulate their own emotions

Empathize with and manage others' emotions

vVvyVvyVvyy

*Goleman, Daniel. (2005) Working With Emotional Intelligence. Bantam. Kindle
Edition.

Lifelong learning

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

Dimensions of lifelong learning include:

» Formal and informal

» Learning versus training

» Diversity of approaches

» Interconnection between personal and professional development
» The role of critical reflection

Growing others

Growing others is the ability to develop leaders by growing their competence and
their confidence supported by organizational clarity.

Leaders grow other leaders by:

» Actively listening to individual needs, inputs
Serving as a mentor/coach

Challenging others to grow

Investing in professional development
Providing empathy and support

Keeping communication open

» Celebrating each person’s contribution

vVvyvyyVvyy

Decentralized decision-making

Decentralized decision-making moves the authority for decisions to where the
information is; prepares teams to make decentralized decisions by investing in their
technical competence and by providing organizational clarity with decision
guardrails.

When decentralizing decision-making, leaders should consider:
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8.1 Lead by example

» Control - give control, don’t take control
» Competence - give teams the tools they need to be technically competent

» Clarity - state the organization’s goals clearly, openly, honestly, and
frequently

» Courage - resist the urge to fall back into the leader-follower model; trust
your team to deliver even in the face of adversity
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8.2 Adopt a Lean-Agile mindset

8.2 Adopt a Lean-Agile mindset

What is a mindset?

A mindset is simply the mental lens through
which we view the world around us... including
how we view ourselves.

» Mindsets manifest as deeply held beliefs,
attitudes, assumptions and influences

» Mindsets develop through:

- Life experiences (personal and professional)

- Formal learning (coursework, lectures, etc.)

- Informal learning (books, videos, conversations,
etc.)
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8.2 Adopt a Lean-Agile mindset

Introducing Fixed vs. Growth Mindset

X & “I like to try new things”
"l can either do'it, or | can't”

“I am inspired by the success of others"

“Failure is the limit of my abilities”

“I'm either good at it, or I'm not” “My effort and attitude determine my abilities”

“Failure is an opportunity to grow"

My abilities are unchanging”

s “Chall hel ¥
elp me gro
MINDSET SRS

"I can learn to do anything | want”

FIXED
MINDSET

I don't like to be challenged”

"My potential is predetermined”

“When I'm frustrated, | give up”

"Feedback is constructive”
"} stick to what | know"

© Scaled Agie, Inc.
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Notes:

Exemplifying SAFe core values

Alignment Transparency
» Provide the relevant briefings (based on role) and » Visualize all relevant work
participate in PI Planning » Shift from “need to know" to “need to share”
» Help with backlog visibility, review and preparation » Take ownership and responsibility for errors and
» Help with value stream organization and coordination mistakes (especially your own)
» Constantly check for understanding; be proactive » Support others who acknowledge and learn from
» Communicate the mission, visions and strategy at their mistakes. Never punish the messenger.
every opportunity
Built-in quality Program execution
» Demonstrate quality by refusing to accept or ship » Actively participate in key events (Pl Planning, syncs,
low quality work 1&A, system demos, backlog refinement, etc.)
» Support investments in capacity planning for » Celebrate high quality and predictably delivered
maintenance and reduction of technical debt Program Increments
» Ensures UX, architecture, operations, security, » Aggressively remove impediments and demotivators

compliance, and others, are part of the flow of work » Lead with *How can | help?”
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8.2 Adopt a Lean-Agile mindset

Demonstrating 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

Innovation

Working software over comprehensive documentation

Relentless
improvement

Respect for
people and culture
Flow

Customer collaboration over contract negotiation

LEADERSHIP Responding to change over following a plan

Value in the shortest
sustainable lead time That is, while there is value in the items on the right, we
value the items on the left more.
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Notes:

Our Lean-Agile mindset is represented in two things:
1. The House of Lean, which you see here. It has a number of elements:

* Value, because the goal of Lean is very simple: value, and the shortest sustainable
lead time. That's accomplished by the pillars of respect for people and culture,
product development flow, innovation—critical to long-term sustainability—and
relentless improvement.

¢ Andit's supported by leadership.

® That's the structure in which we tend to think about the Lean paradigm.

2. The Agile Manifesto, which has been with us now since 2001 It's a very well-written
document, and what it says is still true today. We need the Agile Manifesto because it's the
key to unlocking the motivations and the talents of the knowledge workers wha develop

our solutions and software.

¢ And it states specifically:
“Individuals and interactions over processes and tools.”
“Working software over comprehensive documentation.”
“Customer collaboration over contract negotiation.”
And "Responding to change over following a plan.”
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8.2 Adopt a Lean-Agile mindset

Agile principles remixed

Early and continuous delivery of
value

Welcome changing requirements

Deliver working
frequently

Frequent cross-domain interaction

Hire great talent and fully support
them

Face-to-face communication

SCALED AGILE ' = scaled Azl Inc

Measure progress based on
evidence

Create a sustainable pace

Technical excellence and sound
design

Simplicity

Team input to design &
architecture

Frequent & regular retrospection

Notes:

SAFe Lean-Agile Principles

#1 Take an economic view

#2 Apply systems thinking

#3 Assume variability; preserve options

#4 Build incrementally with fast, integrated learning cycles

#5 Base milestones on objective evaluation of working systems

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

#7 Apply cadence, synchronize with cross-domain planning

#8 Unlock the intrinsic motivation of knowledge workers

#9 Decentralize decision-making

#10 Organize around value

Notes:
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8.2 Adopt a Lean-Agile mindset

» Step 1: In your table groups, brainstorm things you will START
doing, things you will STOP doing, and things you will CONTINUE
doing as you adopt or advance your Lean-Agile Mindset.

» Step 2: Record your ideas on flip chart paper.

» Step 3: Share your ideas with the class.
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8.3 Lead the change to SAFe

8.3 Lead the change to SAFe

Keys to leading successful change

» Establish a sense of urgency S
» Create a powerful guiding coalition ! .
» Develop the vision and strategy LEADI NG

CHANGE

» Communicate the vision

» Empower employees for broad-based action

» Generate short-term wins

JOHN P.

» Consolidate gains and produce more wins KOTTER

» Anchor new approaches in the culture i

SCALED AGILE ' = sealed Agle, Inc. i
Notes:
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8.3 Lead the change to SAFe

Change vision

Occurs when leaders communicate why change is needed and do so in ways that inspire, motivate, and engage

people

Act, think, and communicate from the inside out!
WHY - Your Purpose
What is your motivation? What do you believe?
HOW - Your Process
What specific actions do you need to take to
realize your Why?
Hows
WHAT - Your Result
WHAT What will be the result of your Why? (proof)
From Simon Sinek’s “Start With Why”"
SCALED AGILE * = scied Aaiie e
Notes:

Change leadership

The ability to positively influence and motivate others
to engage in the organizational change through the
leader’s own personal advocacy and drive.

» Empowering self-initiation of change and ideation
provides autonomy

» Trusting employees and providing the tools and
processes to empower them as change agents
reinforces respect for their competency (mastery)

» Creating an environment for creation in
community, openness, trust, experimenting, and
safety aligned to shared vision create relatedness
(purpose)
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8.3 Lead the change to SAFe

A powerful coalition for change

Is formed when individuals from multiple levels and across
silos are empowered and have the influence necessary to
effectively lead the change

» Only leaders can change the system (Deming), but
they cannot implement change on their own

» The coalition is a powerful, diverse, enthusiastic team
of volunteers from across the organization committed
to the success of the change

» An executive sponsor for the coalition is vital to open
doors at the highest level of the organization, remove
barriers, and fight for resources

» Form the coalition as an Agile team!
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Notes:
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8.3 Lead the change to SAFe

@3 Discussion: Beginning your SAFe
transformation

As a class, discuss the following. Record any ideas you want to bring
back to your organization in your Student Workbook.

» Where would change agents for the transformation team come from
in your agency or program?

» Who would be a good choice as a senior sponsor for the team?

» Who should be invited to the first and next Leading SAFe (or SAFe
for Government)?
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Notes:

Psychological safety

Occurs when leaders create an environment for risk-
taking that supports change without fear of negative
consequences to self-image, status, or career

» The belief that the work environment is safe for
interpersonal risk taking

» The experience of feeling able to speak up with
relevant ideas, questions or concerns

Amy Edmonds‘on-
» Psychological safety is present when colleagues Novarts Professor of Leadership and
Management at the Harvard Business

trust and respect each other and feel able — even School
Obllgated - tO be Cand|d Author of The Fearless Organization

» Emerges as a property of a group or team
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8.3 Lead the change to SAFe

Signs of an “unsafe” environment

» Lack of healthy disagreement and conflict (silence)
» Blame and finger-pointing when errors occur

» No one asks for feedback (retros die)

v

Open unhealthy and personal criticism

v

Escalations and passive-aggressive behavior

v

Work slowdowns and loss of productivity

» People are disengaged and unenthusiastic
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Notes:

Keys to creating psychological safety

» Freedom to fail

» Curiosity not blame

S Leaders

» Radical transparency

» Productive conflict G o

» Vulnerability and humility

» Invite participation -
» Permission to care I I rSt =

» Value people
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Notes:
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8.3 Lead the change to SAFe

Training the new way of working

Ensures that everyone is trained in the values, principles, and
practices of Lean and Agile, including a commitment by
leaders to their own training so they can lead by example

» Creates a common language and set of common
practices for all contributors to solution development

» Connects the organization’s workforce to a global
SAFe community and body of knowledge and practice

» Helps unlock the intrinsic motivation of knowledge
workers (Principle #8) by helping them gain master of
the new way of working

» Force multiplier for recruiting and retaining top talent
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8.3 Lead the change to SAFe

£ SAFe’ scaleo AciLe

RCHRE TS LAy ROATES Q

Explore the SAFe knowledge base
and find free resources:

Articles
Guidance
Presentations
White papers
Videos

Customer stories

SAFe Glossaries in
multiple languages

What's New in SAFe 5.0? Recent Blog Posts

AT 5018 8 Signilanst wpidots b the
rthe

Frammwork thit proxiées g Warce
sevEn core competencies that he'p.
organization berame 3 Lean Crinrpe

framework.com

Notes:

Use the Implementation Roadmap to guide the change

SAFe' Implementation Roadmap

B 25-75%
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A
Eé Action Plan: Leading Successful Change

» Step 1: Revisit where your agency or program is
on the SAFe Implementation Roadmap.

» List three action items you can do in the next month
to start leading the SAFe transformation.

» Step 2: Review the ‘Assessing a Lean mindset’
activity you did in lesson 2.

» Select one of the lowest scores in the assessment.

» Brainstorm 1-3 actions you could take to improve
this area.

SCALED AGILE ' = scaled 2gie. Inc

Notes:

Lesson review

In this lesson you:

» Explored how leaders must lead by example

» Reviewed practical ways to adopt a Lean-Agile mindset
» |dentified the steps needed to lead the change to SAFe

» Defined next steps to take following this class
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Notes:
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Lesson 9

Becoming a Certified SAFe
Government Practitioner

Learning Objectives:

9.1 Becoming a Certified SAFe Professional

SAFe Authorized Course - Attending this course gives students
access to the SAFe Government Practitioner exam and related
preparation materials.
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9.1 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:

224 | © Scaled Agile, Inc.




9.1 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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9.1 Becoming a Certified SAFe Professional
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Appendix 1
Appendices

Action Plans

Lesson 1:
Advancing Lean-Agile
in Government

Lesson 2:
Embracing a
Lean-Agile Mindset

The Gosl: Vol
S had 1 $011 3007 X s s T
ot e v ey

Foundation: Lean-Agile lsadership

SAFe’ for Government Action Plan

How does your organization plan to implement the network (SAFe)
alongside the hierarchy?

What effects might you witness in your organization from a

SAFe transformation on quality, program execution, alignment,
and transparency?

Review the assessment you did of your organization’s Lean mindset.
What can your organization do to improve your scores?

Review the principles in the Agile Manifesto. Which ones are most
important for your organization to improve upon and what kinds of
things can be done to improve upon them?

©SCALED AGILE, INC.
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SAFe® for Government Action Plan

Action #1:
Lesson 3: ction

Understanding

Action #2:
7 o8 B W
(el ele Hip s sl s
eo v eRP WP

Action #3:

What does the roadmap lock like for your erganization te getting to
a place where you have high-performing teams?

Lesson 4:
Embracing a
Lean-Agile Min

What does the roadmap look like for your arganization to getting to
a place where you Agile Release Trains organized around value?

How can you bring Suppliers inte your SAFe structure and how can you get |
them aligned with your cadence?

QICALED AGILE. IMNC.
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Lesson
Planning with Cadence
and Synchronization

Objectives for P11 |"="|%2

[=ll~~|= |3

eyt hjack eting of
the weticke LIZAR grnes

SAFe’ for Government Action Plan

= What does your organization need to be able to conduct Pl Planning?
- What roles need to be filled?
- Do you have an SPC to coach your organization?

- Do they have access to toolkits to assist with ART launches
and P| Planning?

- How is yeur structure - are you erganized around value?
- Do you have cross-functional teams?

How will you address any push-back against Pl Planning as an in-person
event, conducted on a regular cadence?

QICALED AGILE. INC.
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SAFe® for Government Action Plan

How can your organization improve its expleration and innovation capacity?
Lesson 6: yourorg y

Supporting Prog

4 /! 3

; / Sy
” \ - I .

syt ;::;zm} ( hﬁ
Q;‘:-l‘\ ’ .\;f "‘\_\ 7

How can your organization use design thinking tools and what other things |
can it do to become more custemer-centric?

t

How can you improve your organization's prieritization process?

What SAFe Program Increment events does your organization currently
conduct? What can you do to encourage the organization to conduct
all Pl events?

QICALED AGILE. IMNC.
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SAFe® for Government Action Plan

L 7 What is the current state of your organization's journey to agility?
. esson /: What are the top three things you can do now that will have major
Mappmq the Path impact on your journey?

to Agency and
Program Agility

What are your organization’s next steps to aligning funding using Lean
budgeting with strategic themes?

You Are Here

What are the biggest obstacles for your organization in moving from
projects to a Lean flow of Epics and what can be done to overcome them?

How can you enable Lean-Agile practices in compliance and governance
in your organization?

QICALED AGILE. INC.
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SAFe® for Government Action Plan

Lesson 8- Revisit where your agency or program is on the 5AFe Implementation

Roadmap. List three action items you can do in the next month to start
Leading Successful leading the SAFe transformation.

Change

LEADING
CHANGE

JOHN P,
KOTTER

Review the 'assessing a Lean mindset’ exercise you did in lesson 2.

Select one of the lowest scores in the assessment. Brainstorm 1-3 actions
you could take to improve this area.

QICALED AGILE. IMNC.
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Glossary

SAFe Glossary:

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