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Transition from “Scrum ” to
Flow

Implementing change at a large
multi-national software company
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Business Capabillity Value
Stream

Biz Audlls Enginetring | Code § Peploy
Tech AT Prod
Request Ready Test Ready
Assessment

Activity towards success

Who works these activities?

Upon what do we focus ?
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Stories Overview

Helbs you ack how far each user story has been implemented. Shows each story's actual number of hours of Bg Status o Test Case Readness

Related Reports

work remainng and completed, its acceptance test results, and the number of bugs that are inked o each
story.

cr

5 on Al [teratons ® Test Plan Progress

* Stores Progress

W Pasced
I Completed | I actve
Remanng . R Resohved
Work Progress Test Status

Tide o

B Asanew customer, | want 1 crder amedl,
As a customer, | want to track my order history.
Enable selection based on strength, inteligence, etc

As & retuning customer, [ want to order one of the meals that ['ve recently
ordered.

A5 3 new austomer, | mant 8 choose 3 medl from 3 spedfic provider.

@ Asacustomer, 1 want to save orders.

As an event planner, I want to let participants in my event choose
meals from Dnnerfiow.

As an event planner, [ want to filter the menu to meet my
constraints so that 1 can control the cost of the meals or so that I
can offer only meals that are appropriate for the event.

Gold member can search for villans

As a returning customer, I want to be able to override my default
location so that I can order from Dinnerfiow when I'm on the road.

As a delvery provider, | want orders to be submitted to my business

at least 45 minutes before we pick the order up from the provider so 3 0
that we can optimize the delivery.

As a delivery provider, I want to provide a premium just-in-time

service 3o that customers can decide at the last minute to order ] 0
from Dinnerfiow.

As a delivery provider, | want Dinnerfiow orders submitted to my
dispatch system so that the cost of handling Dinnerfiow orders is 0 0

110 0
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Critical Chain Project Management (CCPM) is a Proje ¢t Management process to help:

* Identify bottlenecks at planning and during execution
» Drive focus towards critical few to manage the uncertainties

e Show IMPACT to due date

" 1
m« Resource Project View Developer Team [ Format
Project Information (%2 Network Diagram gy~ (Q Zoo T/ m—mm S| [E]TaskManagement [SgProject Details  §8 Resource Graph | FilterPaths = 0d  ~ K Unfilter

EData Entry E Reduction ‘=¢| % Scroll to Task P "{'.—,7 :"‘;Project Chain &) Network Analysis P Fever Chart :‘,’- Filter Backward 2 Filter Neighbors | ™%, Critical Chain
Reschedule Update Task ‘ »
aResomceSheet &2 Project Schedule | Details | Options ~ [Z] Reports ~ =5 Filter Forward <" Connect Tasks o Endpoints
Planning Views Edit Schedule Task Execution Views Project Filters
Tas _ [Buf_ Task Owner . |TaskName . |hec_ |Focus _ |Predeces  |Success  |esource  |Projected Start . Projected Finish | Likely Finish _ |Desire _ ow-Ris_ | Add New Colun
Prio  |Imp:z l List Dur | Names ‘ ‘ | Milestc Dur
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Scope:
Buffer Recovery ActionPlan
[Action  [who | When |

G u L 3l Team Member 5/16
testing and give test
signoff by Monday

waomn

Red —Issuescurrently faced. ° » -~ Y ® -
Help needed % Ousin Complete
Headwind Blue: Issuesfaced and Status Date: May 13,2011
overcome Projected Go-Live: Mey 19, 2011
1. CABrelatedissuesfor Release 1 deployment [may
Grlrve Polomse I

need GM approval) -
waaon

2. Exception Handling for invalid argumentscall by
MSDN (Resolved)

3. SSLimplementatigp.
/ﬂ? Items that helped make
Tailwind? progress

1. Thankstowholeteamfor a highly productive week
(Larry worked overlast weekend).

R )

% Oae Complem

2. High Cl Codecoverage at around 90%
3. Dew. and Testteamscompleting critical tasks within Status Date: May 13,2011
aggressive duration Projected Go-Live: Jun 16, 2011
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Work Breakdown

Feature
(Business Stories Tasks
Capability)

Create Client
Object Model
(COM) Class

Question; 2) Instruction
Text; 3) Free-form field to Ca_pture Dqta/
receive feedback from Site and List
content consumer. Schema
effectiveness as
it correlates to a
specific url.
Create build

integration environments package
prior to release
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Process Thinking

Activity-driven vs.Value-driven

small

Bl G Batch Incremental

Activity VALU E |
I’QPT

---------------------
o e

Test Test QOD
I I11o1 I B WA N
INCREMENTAL
Develo Develop BUSINESS VALUE
e B B B | TR [T _
Design Design L :
o e s o S
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Feature Thinking

Batch-driven vs. Scenario/Feature/Deliverable-driven

small
Bl Batch Incremental
Technology VALU E
Experiences Experiences Qo9
| TI{TE [T I
Services Corr a1 Services . INCREVENTAL
Info Arch Info Arch
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Incremental Business Value

Focus on Business FEATURE Slices ... NOT technology layers

NOT
THIS

DO
THIS

() =
Experiences IJ Experiences o9
I 1= 1 1 —+——-

. i INCREMENTAL
Services I 11 a 1 Services LB | FH| BUSINESSVALUE
Info Arch Info Arch

e s~ S
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Lean Thinking

Incremental

VALUE A
do

T, QO
est
I B (T 0
Develop INCREMENTAL
11 "L I | BUSINESS VALUE
Design |High level

*
*
-----------------------

Feed partner team product
lifecycle
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1/3/2011 - 3/31/2011
Scrumboard
AN

( \

0 ] ] j

2/1/2011 3/1/2011

1/3/2011 3/31/2011
Go Live

Project : <Project X> _ ]

Backlog Envision Prototype Build Validate Ship Completed

Transition from Scrum to Flow — Phillip Cave / Kristin Poole

* A new story prioritization
would be done at the
beginning of each release
and reprioritization could
occur before a new story is
added to Envision.

* Only items moved from
Team Queue (aka. Backlog)
will be worked on.

« Kanban Board visualizes
the iterative nature of work
and status of each story.

« Can be Envisioning for one
Story and Validating for a

different Story.
« Iteration Path Examples:
Retail
Stores/Release 1/Team
Queue
ey European 21
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Stories

( | add a "feedl

Que t|on 2) Instry “tio

t 3) Free-form ielc

reteive feedbac| fron
consumer.

effectivend|

CorreI?FeSi s 1 Engineering
specific [ 1]
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~
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Kanban Pull/Flow
Version 1.0

MMF : :
P, Envision Prototype Build Validate Ship Ready Completed
Customer
Management
\_ Define Req : Test and iteratively
Product : v applical :
Management Functional : fix bugs
prototypes Build s :
selecte difv R Create T Minor CRs absorb
Coredate mocaity /2‘ reate ' Major CRs move to
o UML / F | Product Backlog and
View prioritize
Order

O O O O O
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Business
Planning

Iteration (Sprint)

Solution
Architecture

Release Execution Daily
Planning Planning Feedback

Product Backlog Release Backlog Iteration Backlog

e Feature e Feature Story

e Feature « Story Story

e Feature « Story
« Story e Feature
« Story « Story

e Story

Story
Story
Story
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Business
Planning

Feature Execution

Solution

Architecture —

WIP & Feature
Impediment Review /
Management Release

Release Feature
Planning Planning

Business Queue Delivery Queue Release Queue
e Feature e Feature Feature
e Feature N1 (0) % Feature
e Feature N1 (0) % ‘ Feature

« Story e Feature Feature

« Story N1 (0) % Feature

N1 (0) %
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Flow Measures

Activity States

v

<

Envision . .
Feature Prototype Build Validate
(Arch/Lean vP Ship Ready Completed
Backlog s (Tangible POC) (Dev/Test) (SIT/UAT)
pecs)
Feature End-to-End Cycle Time
Feature

Demonstrable Value Cycle
Time

Feature
Value Delivery Cycle Time

=1l © © 0 Q

Activity State Capacities
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13 13 3
B > > >
% a 8 8 8 8 8
=35 13 8 4 4 8
= P —) > >
>
Cycle 1 Cycle 2 Cycle 3 Cycle 4 Cycle 5
Velocity 8 26 28 25 24
Avg Velocity 17 23 24 24
Avg. Flow 1 2 3 3 3
Estimate Days Flow = #Deliverables

Velocity =

Cycle

Cycle

» Velocity can be used to measure how close to the estimates the actuals

are, and what to project going forward
» Historical data on flow can be used to estimate future projects simply by

knowing the number of deliverables.
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Business
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Infrastructure
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Target end date

Go-Live Release 1 (90% probability)
/19/2011
S
b Normal execution
S| & pattern
3|3
<
3|5 Alert — need buffer
h S recovery plan
1
2 Uncertainties are fewer
a Advance due date?
| -
)
=
>
a)
O\o +

0 = " T r " —5/13/2011

0 20 40 60 80 1 y

_ Original Chain —Remaining Chain
% Chain complete =

Earliest end date
Original Chain (50% probability)

NOTE: See chapter 17 of Mike Cohn’s

book Agile Estimating and Planning for
an example of CCPM
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Relative Sizing Estimates

Small < Size » Big

2 3 5 8 13 21 34

: (04 (0 (07 (04 &
S Q 9 6 <$>
Deliverables 2 % 2 2 N
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Lead Time

Delivery
Lead Time Cyc|e

Time D>

Due Date

» Given Average Cycle Time, Lead time is calculated based on
» Type of work (“Feature Size")
* Average cycle time for that type
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Organization
Transformation
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Organization

Thinking Toolbox / Lean ScrumBan\
Scrum Practices Toolbox Kanban
(Tz) . (o)
(timebox)
[ Work Product | _
Project _ Breakdown | [ Project ]
Tracking ) I
Daily Meeting
Estimation
[ Sprint ] - ~ [ Pull ]
\\ CCPM /

]

Transition from Scrum to Flow — Phillip Cave / Kristin Poole >



Early & Frequent Client
Value Enablement

(Agility)

Early & Frequent User
Engagement (Agility)

User Stories Delivered
Actuals and Forecast

E2E User Story
Delivery Cycle Time

Definition Cycle Time

#Client Partner
initiated TFS items
(TFS Item Source =
Customer)

Monthly

Monthly

Monthly

Project/Service Release -
> Portfolio -> Org

Yes

Project/Service Release -
> Portfolio -> Org

Yes

Project/Service Release -

> Portfolio -> Org

Yes

Project/Service Release -
> Portfolio -> Org

Transition from Scrum to Flow — Phillip Cave / Kristin Poole

Actual & Target # of user stories delivered to TODO : Define

production per month G/R/Y status
coloring based

Measures ability to deliver incremental valueat  Actual : Target

a monthly cadence delta
Median Envision to Go Live cycle time for user
stories scoped for a monthly release

Org Target

Measures ability to define and deliver Sacha

incremental business value (optimal grain user

stories) with Agility

Median Envision to Build ready cycle time for

user stories scoped for a monthly release

Build ready implies Envision complete or

Prototype complete based on whetherornota  OrgTarget

user story requires prototyping Median

Measures ability to crystallize requirements for

user stories with agility and with early &

frequent client partner collaboration

# of TFS items (features, work items, defects,

CRs) created with Source = Customer, OPS ENghi to fow
weekly count
trending from

Measures early & frequent active/hands-on user mm :t:: )

engagement in eliciting needs instating optimal
quality

?—/-?' uropean 41
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Upstream Quality First Project/Service Release -
QuityFirtengineerig _Engneergyde  Mothly__>porfolo-20g__
Time
Yes
) Downstream Quality Project/Service Release -
First Engineering Monthly  >Portfolio->O
Cydle Time
Yes
Build Break % Monthly  Project/Service Release -
>Portfolio -> Org
Yes
Project/Service Release
CosaCamge R >Portfolio ->Org

mwmwwmmmm«:mm«m

Measures ability to implements stories with agility and upstream quality
Slement Org Target

e Median-

The Build phase incudes TDO (unit, component, scenario tests) and CI
practices to achieve upstream quality enablement

Median Validate Phase Entry to Validate Phase Exit cycle time for user
stories scoped for a monthly release

Measures operational efficiency of downstream quality validation Org Target
Downstream quality validation includes SIT, Stress/Performance, Mo
Penetration and UAT testing. Operational efficiency in downstream quality

validation is achieved through the application of the TDD, €1, and CD

practices

(# Build Breaks / # Builds) * 100

Measures ability to generate high quality builds by emphasizing the Org Target %
requirement for all code & config check-ins to pass the C1 gates that

enforce upstream quality

(#8lockes of code covered / Motal blocks of code) * 100

" Measures ability to generate high quality solutions by automating the testing  Org Target %

10 pass the (1 gates that enforce upstream quality

Transition from Scrum to Flow — Phillip Cave / Kristin Poole
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Yes 'h
Project/Service Release - Measures the # of defects surfaced in production

Note : It is the norm for defects to surface and be addressed during the
Incoming development, upstream quality validation, and downstream quality
pesd Monthly validation phases - especially with a practices like TDD, C1, and CD. 2::,:;
Emphasizing defect counts in pre-production environments does not
promote the desired AQ behaviors. The operational efficiency of upstream
and downstream quality enablement & validation are measured
Mwummmwmmn
i sumdunfmhlsmum i 0

Transition from Scrum to Flow — Phillip Cave / Kristin Poole %EUFOPGG” 43

Lean IT Summit



Copyright © Instituifean
d

V\Europeon 13 & 14 october, 2011

Lean IT Summit Paris. France

www.lean-it-summit.com

el /][

YA Operae Fartners

/\ Operational Excellence
Institut Lean France




