Choose your WoW!

Disciplined Agile Strategies for Optimizing Your
Way of Working (WoW)

Choose Your WoW!
. A Discipined Agie Delivery Handbook for Optimizing
 Mark Lines Agaati
» Co-creator of the Disciplined Agile (DAD)
Toolkit

Disciplined Agile provides guidance for you
on your journey to awesomeness

mark [at] disciplined-agile.com d
Twitter: @Mark_Lines @Disc_Agile ¥
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“I am not here to tell you how to do Agile!”
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Our Industry is Fixated on Calling ourselves a Certain kind of “Shop”
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Agenda

« Step 1: Understand the Situation

« Step 2: Adopt a Continuous Improvement Strategy
« Step 3: Choose Your WoW!

« Q&A
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Step 1:
wUnderstand the Situation

: .
] v S0
{ \ o :
B T
- v b o N .
- C .
. ;
- - ¥ iy
A l.‘

© Disciplined Agile P R : R N



Context Counts

Start by identifying the
situation that your team
faces so that you can
tailor your WoW to
address that context
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Domain
Complexity

Chaotic

Very complex
Complex
Straightforwa

New stand-alone solut

New integrated solution
Legacy solution

Multi-platform legacy

Technical
Complexity
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Team Size

0250+ .
Straightforward
situations are rare

®100

Geographic
Distribution
€ Global

Same time zone

Same building

Contractors

Outsourcing

® Process
Organizational
Distribution
® Financial
® Life critical
Compliance
7



Unfortunately,
there Is no
"Easy Button”
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Your Organization is a Complex Adaptive System
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Disciplined Agile
Delivery (DAD)

Disciplined Agile
for IT (DAIT) and
the Enterprise (DAE)



The Disciplined Agile Toolkit
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Step 2: Adopt a Continuous
Improvement Strategy




Adopting a Prescriptive Method Helps a Bit

Improvement

Adopting a Prescriptive
Method/Framework

Time

T i
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Adopting a Prescriptive Method/Framework Helps a Bit

You Are Promised You Actually Get

Recent study of 3,000+ teams within 155
organizations found:

« Teams adopting agile (mostly Scrum)
saw productivity increases of 7 to 12%
on average

 Teams adopting prescriptive scaling
frameworks, the most popular of which
is SAFe, saw average productivity
increases of 3 to 5%

InfoQ.com/articles/reifer-aqgile-study-2017
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Apply the

Identify a Potential Disciplined Agile (DA)
Improvement toolkit to

identify better options

Guided
Continuous
Improvement

Experlment with
the new WoW

)
S J

<
Assess
Effectiveness
J

\

Adopt the new Abandon the new
WoW WoW

\/
[ Share Learnings }

with Others
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It Works Even Better With Light-Weight Guidance

Guided Continuous

Improvement

Improvement

Continuous

« = Improvement
- p

Time
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You Can Combine Strategies

Guided Continuous
Improvement Improvement

Continuous

Improvement

Adopting a Prescriptive
Method/Framework

Time
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Step 3 Choose your Own Way of Worklng (WoW)
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How.-t0 be a better
Agile “Chef”
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What Recipes does your
Organization Use?

Scrum?

SAFe?

Extreme Programming (XP)?
Lean/Kanban?

DevOps?
Traditional/\Waterfall?
Hybrid?

© Disciplined Agile




The Ingredients for the
Scrum Recipe are Few

Sprint Planning

Daily Stand-up (Scrum)
Sprint Review
Retrospective

© Disciplined Agile




If you are
just using
Scrum your
possibilities

are limited /6‘ el
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What if your Pantry
contained more ingredients?

* Retrospectives

» Behaviour Driven Development (BDD)
» Test-driven Development (TDD)
 Big Room Planning

» Value Stream Mapping

 Mob Programming

» Boundary Spanners

 Feature Toggles

 Etc...

© Disciplined Agile



Be
Awesome

Enterprise

Pragmatism
Awareness

The Seven Principles
of Disciplined Agile

Delight
Customers

Context
Counts

Optimize
Flow

Choice is
Good
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Good

Disciplined Agile Delivery (DAD)
A Toolkit of Practices

© Disciplined Agile



Tailoring Your WoW

« Initially:
— Understand the situation that you face
— Choose the most appropriate lifecycle

— Choose the best strategies/practices that your
team can perform

* Overtime:
— Regularly reflect
— Experiment with new strategies
— Evolve your WoW

DISCIPLINE[?
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Scott W. Ambler
& Mark Lines

Choose Your WoW!

A Disciplined Agile Delivery Handbook for Optimizing
Your Way of Working
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Choosing a
Lifecycle

DISCIPLINED
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Project

Long-Standing

Fn Teams Experimental
Agile ‘?
Agile Continuous
Delivery: Agile
Single
Team
- o O)
% D
4 B EU QY}:’Q ‘@
Lean Ug D
Lean Continuous Exploratory
Delivery: Lean
Team of Teams
Program
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Greater discipline

Broader skills

Evolving Your
WoW:
Lifecycles

Greater bureaucracy |

Specialized skaills

DISCIPLINED
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Shorten release WWQ
0o cycle
° ;ﬁ DB // Continuous
DS D U Delivery: Lean
Lean

Drop iterations and
Drop iterations and
mncrease flexibility of

New work arrives mncrease tlexibility of

often

work prioritization

8=

work prioritization
e

Continuous

Delivery: Agile

Shorten iterations

and release cycle

Agile

Reasonably stable work (for
iteration)

i
-
00O

Traditional

Inifrequeut releases
Project teams

Long feedback cycles
Manual regression testing

© Disciplined Agile

Continuous releases
Long-lived stable teams
Short feedback cycles
Automated regression testing
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The Process Goals of Disciplined

Form Initial Team

Align with Enterprise Direction

Identify Initial Architecture Strategy

Develop Initial Release Plan

)
J
Explore Initial Scope )
,)
)
-

Develop Initial Test Strategy

Develop Common Vision )
Secure Funding )
Inception

Get the team going in the right direction.

Agile Delivery

>
‘

. Prove Architecture Early ) k Ensure Production Readiness )
K Address Changing Stakeholder Needs ) K Deploy the Solution )
(Produce a Potentially Consumable Solution )

Improve Quality )
Accelerate Value Delivery 7)
Construction Transition

Incrementally build a consumable solution.

Release the solution into production.

Grow Team Members ) ’\ Coordinate Activities ) n\ Address Risk )
Evolve WoW ) ( 'Leverage and Enhance Existing Infrastructure) K Govern Delivery Team )
Ongoing

Improve and work in an enterprise aware manner.

DISCIPLINED

AGILE
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Goal: Form
Initial Team

Source

r Existing product team

Team Evolution
Strategy

Existing team from another product
New

r Team evolves itself

Size

Team lead makes changes
Management makes changes
A small team (2-15 people)
Medium team (10-30 people)

Structure

Medium team of teams (10 to 50 people)
| Large team of teams (30+ people)

[ Single team
Component teams

Member Skills

Feature teams
Internal open source

r Generalizing specialists

CForm Initial Team

Completeness

Specialists
Generalists

A— Whole team

v3.1

DISCIPLINED
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Longevity

Specialized team
Ad-hoc

r Stable (product) team

Geographic
Distribution

Project team
Ad-hoc

Co-located
Partially dispersed members

gl

Organization
Distribution

Distributed subteams
Fully dispersed members

r Single-division FTEs
Multiple-division FTEs

Time Zone
Distribution

Consultants
Contractors
— Outsourcers

r Same time zone
Multiple time zones — S or more hours overlap

Support the team

Multiple time zones — Less than 5 hours overlap
| Multiple time zones — No overlap

Coaching
Mentoring

Availability

Training
| Stakeholder access

r Dedicated

Ongoing part-time 29
As needed/available




Goal:
Evolve
Way of
Working
(WoW)

v3.4
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Organize Physical

Environment

Choose

Communication Styles

j— Dedicated Work Room
Caves and commons
Agile modeling/planning room
Near-located cubicles
Near-located offices
Far-located members

— Open work area

Face-to-face (F2F) conversation
Video conferencing

Phone conversations

Group chat (online)
Light-weight documentation

Choose Collaboration

Styles

Evolve Way of

Email
— Detailed documentation

Opportunistic non-solo work
Regular pairing
Meetings/working sessions
Individual work

- Face-to-face (F2F) around shared sketching environment

Identify Potential

Improvements

Reuse Known
Strategies

Implement Potential
Improvements

Capture WoW

Working (WoW)

Select Lifecycle

. Continuous Delivery: Lean
Continuous Delivery: Agile
Lean
Agile
Program
LeSS lifecycle
Nexus lifecycle
SAFe lifecycle
Exploratory
Scrum lifecycle

Visualize Existing
Process

Tailor Initial Process

‘— Traditional/Waterfall lifecycle

Value stream map (VSM)
Kanban board
Business process model

Process tailoring workshop

Adopt organizational suggestions
Adopt DAD suggestions

Agile/lean method

© Disciplined Agile

Share Improvements
With Others

z
Y

Organize Tool
Environment

Value stream mapping
Measure existing WoW
Retrospectives

Process modeling
Structured survey

Ad-hoc process improvement
Project post mortem

Idea from Disciplined Agile framework
Local core practice

Core agile practice/"Best practice"
Prescriptive method/framework

— Continuous improvement
Controlled experiment
Measured improvement

'— Periodic improvement

— Detailed team process
Working agreement (external)
— Working agreement (internal)

L~ Open spaces

Hackathons

Lean Coffee sessions

Practitioner presentations
Discussion forums
Capture/document improvement
Write blog/article

— Word of mouth

— Acceptance test

Code analysis

Configuration management (CM)
Continuous deployment (CD)
Continuous integration (CI)
Dashboard

Integrated development environment (IDE)
Group chat

Operational monitoring
Sketching surface

Task board

Unit testing

Wiki

‘— Work item (backlog) management

30



Ok, but how
to | actually

use this
toolkit?




Explore Scope

v33
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Outcome driven

Level of Detail of the
Scope Document

Requirements envisioning (light specification)
Detailed specification

No models

— Epic
Q ome

Explore Usage

Persona

= wse-etise diagram
Usage scenario

Use case
User story
— User story map

— Domain/conceptual model

Explore the Domain

Glossary
Logical Data Model (LDM)

L~ UML class diagram

— Business process diagram
Data flow diagram (DFD)

Explore the Process

Flow chart
UML activity diagram

UML state chart
—Value stream map

— User interface (UI) flow diagram

Explore User Interface | |

(UI) Needs

UI prototype (high fidelity)
UI prototype (low fidelity)

— Ul specification

— Business rule
Context diagram

Explore General

|| Feature statements

Requirements Impact map
Mind map
‘— Shall statements
Explore General Acceptance criteria
Requirements &pljcitl!st .
Technical stories
Agile modeling (informal) sessions
Apply Modgling Open space
Strategy(ies) Joint Application Requir ts (JAR) session
Interviews
Work item pool
Taskboard
Choose a Work Item
Management Strategy Work item list
Requirements (product) backlog
Unmanaged

© Disciplined Agile

Explore Usage

There are many ways to explore how people will work with our solution. Although there is
significant focus within the Agile community on user stories and cpics, these aren’t our only
choices. Disciplined Agilists prefer to use the best technique for the situation they face, and
as you can sce in the tble below there are several options available to us.

iterations, to complete. Epics are
typically organized into a
collection of smaller user stories
[W]. Someomes Epics are
referred 1o as Fearures or User
Activiries.

Options (Not Ordered) Trade-Offs
Epic. Large storics thar take alot | @ Useful for high-level program planning.
of cfforr, often multiple | o  Approprate level of derail for low priority work

since the derails are likely nor well understood yer
and are likely to change anyway.

Outcome. An outcome describes
2 desired, measurable result thar
is pertinent to our stakcholders.

QOurcomes describe what stakeholders would like
to achieve and why they would like to achieve
that, but not how 10 do so.

Provides teams flexibility in how to achieve the
desired ourcome.

Uscful to caprure high-level stakeholder needs.

Persona. Detailed descriptions of
ficdonal people who fill roles as
stakcholders of the solution

Used as a technique to build empathy for users as
real people, and to understand the optimal user
experiences for each.

Diagrammatic notaton for a
texrural use case W,
ObjectPrimer].

being developed [W]. e  Useful when we don't have access to acrual end
users, or potential end users.
e (Can be used as an excuse not to work with actual
users.
Unified Modeling  Language | ¢ Purs use cases, and porendially usage scenarios
(UML) use case diagram. and epics if we're flexible, into context.

Can  promote  requirements  reuse  via
<<include>> and <<extend>> relatonships.

Can monvate unnecessary  complexity  wvia
<<include>> and <<exrend>> relatonships.

Usage scenario. Describes the
step-by-step interaction berween
a user/actor and the solution.
Similar to acceptance criteria,

Useful to flush our all the different ways thar a
solution can be used, often puming granular
requirements such as stores or featres into
context.

although tends to cross the |4 of becoming a set of derailed
cquivient of sevenl s e
Also known as 2 uSe-C3S€ |, geenarios are rypically less strucrured than
134
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Evolving Your WoWV:
Referencing the Practices

© Disciplined Agile

Tailoring sessions

Early in your projects

Retrospectives

Throughout your Projects
Identify a problem area

Look in the DA
knowledgebase for
suggestions

Choose a likely candidate
to experiment with

Experiment

Try out a practice/strategy
in your environment

Measure the results

e Aim is to determine

whether the new strategy
works well for you



Context
Counts

Expand your Pantry
with new Ideas

 Learn about New
Ingredients/Practices

* Disciplined Agile is a rich pantry of
ingredients

* Use Different Recipes for your
different Contexts

Putting them together is not hard .

é"'
‘\‘. F 4
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It is not DAD
“OR...7,

it is DAD
“AND...”
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Providing “fit-for-context” Practices for
= T L | T

ANY and ALL Methods & Frameworks

fl Big Room Planning
) Emmn - Lean Governance

Guilds
SAFe

Scrum

Outsourcing Architecture Owner

Mob Programming
TDD
Choose Your WoW!
Component Diagram e Release Trains
-y
Disciplined Agile Delivery (DAD) Story Maps
= _—— Toolkit
R Boundary Spanners BDD
* ] ‘ B i ———————————————
= B Independent Testing ===

Continuous Delivery

Lean/Kanban
100’s of strategies to help optimize your Way of Working (WoW)



Parting Thoughts

Choose Your WoW! Context counts - Every team is unique, facing a

A Disciplined Agile Delivery Handbook for Optimzing

eararia unique situation

Choice is good - Agile teams own their own
process, they get to choose their Way of Working
(WoW)

Pragmatism — There are hundreds of
practices/ingredients and strategies to choose
from, we need to choose the ones that are right
for us so that we can be a better Chef and get
better results

DISCIPLINED
AGILE >
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Thank you!

@Mark_Lines
@Disc_Agile

info@disciplined-agile.com
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