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-~ Restaurant analogy takeaways

(Restaurant and manger failed to grasp fundamental
principles of running long-term profitable restaurant
_chain y

4 ™)
Failed to evaluate specific actions in the context of an
economic framework based on those principles

.

Many organizations do good team-level Scrum, yet
don’t get desired business results because they fail
to grasp the fundamental principles that underlie
Scrum and how those principles should be used in
\an economically sensible way

I\
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-2 90 minutes from now...

You will walk out of here knowing the
three principal inhibitors to
organizational success with Scrum...

And how to use Economically Sensible
Scrum to address them
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Scrum framework

Scrum isn’t sufficient for success,
Economically Sensible Scrum is
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- Approaches

Upload File Conditions of Saticfaction
A5 a wiki user | want 1o upload a file to Verify with Axt and .doc file
the wiki So that | can chare it with Verify with Jjpa, gif, and pnq files
iy colleaques Verify with mp4 fles <= 1 G5
Verify no DRM-vestricted files

ScrumBut(t) — violations of the
- Scrum framework

[We do Scrum, but...]

Sprints are 8 weeks

No product owner

Sprint planning is 2 days

Etc...

[ J
[ J
| Daily scrums on M-w-F |
[ J
[ J




-+ What iIf there are no Scrum

> “yviolations?”

VIOLATION

YOUR USE OF SCRUM VIOLATES A
CORE PRACTICE AND IS HEREBY
DEEMED TO BE A SCRUMBUT

~

YOUR TEAM PHOTO HAS BEEN RECORDED

\CLl22222228)

[ Do no violations = success with Scrum? ]
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<. Three inhibitors to success using

> Scrum

4 : — . -
Ignorance or misapplication of core agile principles

kduring development )
(. . —

Failure to apply agile principles throughout the
kvalue chain )
(. . :

Failure to structure teams in an economically
ksensible way )

Overall, not applying core agile principles in an
economically sensible way

Copyright . Inn(ﬂuﬁon’ LTS _




. Agile prmcn(gles provide context for

~ Inspecting & adapting

4 )

People who apply Scrum without understanding its
underlying principles lack the necessary context to
understand why they are doing things and when and
how best to inspect and adapt their approaches

. e, ‘ Work. in
Variability & Frediction Validated
unaorfai;‘ijfﬂ & adaffaﬁon learn inj ?;/T;SC Fnﬂm“ Ferformance
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| | i : Copyright o= InnOIuﬁom _

Agile principles make
“organizations robust & antifragile

/Embracing Agile principles makes )
the development process and
organization robust and at times
antifragile to the disorder of
uncertain events, avoiding harm
\and reaping benefits of uncertainty )

Waterfall ] [ Agile ]
Fragile ]—[ Robust ]—[Antifragile]
Harmed by Resilient to Benefits from
disorder disorder disorder

| | i : Copyright o= InnOIuﬁom _



-.- Economically sensible scrum

.. Economics — universal language of
> product development

ESPERANTO

o ““‘°‘“ﬁ_



We need an economic framework

Based on Reinertsen “The Principles of Product Development Flow: Second Generation Lean Product Development”

AT,
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Example: waste

Waste 1

/\/\ulﬁPle formg
of waste

Can't eliminate
them all

Determine which
cause most
economic damage

.......
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-- Example: cost of delay

/If you have to wait 3 weeks for the UX team to \
design your Uls, and that delay could be
eliminated by having a UX designer on your team,
what would be the cost of the UX-team delay (in

Qifecycle profits)?

Copyright . Inn(ﬂuﬁon’ e AH_

Ignorance or
Misapplication of

Core Agile
Principles During
Development
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. Misunderstanding of when change
" OCCuUrs

We lice Scrm, Holly *7&. the
because we can Lot o Y
make ohanﬂeg SIS ange

H’\inﬂ§ whenever
H«aﬂ wantl

anytime we wantl

- Economically sensible change

Cumulative investment

Keadﬂ To do Doinﬂ Done
(jroominj) (print Planninj)
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.- Misunderstanding of just-in-time

With Scrum we
do ever Hﬂing
J’ud—in—‘?ime!

H’ollﬂ *2& | Thig
sounds like total
chaogl!ll

. Balance up front predictive with
" adaptive just in time

- T:Ljpe, of Produo‘f‘

- Deﬂme of end uncertaint

« Degree of means uncertaint
= Congtraints on development

- Compliance/ reﬂula‘f‘orj re«luimmen‘f';




.- Recognize inventory (WIP) waste

Manufacturing inventory
is both physically and
financially visible

Product-development inventory
iIs knowledge assets that are
physically and financially
invisible

, Focus on Idle Work Not Idle
> \Workers

Watch the Baton Not the Runners
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109 20% 30% 40% 50% 0% TO% B0O% 90% 100%
Utilization
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- = Fast, flexible flow

stem of teams workmg ‘I‘oae'f'her
9‘ deliver business value 1urok.lﬂ

A
AR
£ )

g_ﬁgﬁ_ 50 £ y

il SN

End—to-End Cﬂofe Time
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- Economically sensible planning

—O[ Can't 3e+ the Plans n'ﬂh'l' up frol‘lfj

—o[ Ur—fronf Pl‘anninﬂ should be hefffui without beinj emscivoj

—o[ Keep Planninﬂ options open until the last responsible moment ]

[Sorum planning prinoiples}—o[ Focus more on adapting and replanning than on conforming to a Plan]
—o[ Corvectly manage the planning inventory ]

—o[ Favor smaller and more frecluen'!‘ releases ]

—O[ Plan to learn fast and pivot when necescary }
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Failure to Apply

Scrum Principles
Throughout the
Value Chain

Copyright . Inn(ﬂuﬁon’ e All_

> Example value chain

LEGAL
HR

FINANCE
<=
L Sk ' L Sees

N €
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- Downstream misaligned

-
P@ﬁ ?'y‘

Copyright . I-nn_

- Internal management misaligned

Develop in an Agile way, but still provide all of the
same plan-driven artifacts (e.g., extensive up-front
requirements, full budget, and precise schedule)
like before to get the project approved

Oafd’w&
umpl'e-'f‘e-
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( Do Agile Here
=
~ batelined Degi Build Test
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- Sales Misalignhed

- Portfolio planning misaligned

Soheduling

Inflows POY‘r‘f {_io ba&k”"ﬂ Outflons

Product A
Economic filter

ldle work,
not idle workers

Product B

Product C

Emergent
opportunities

WIF limit

Product D

Smaller, more s
fre,{uenf releases J

Complete engaged
P teams ¥3

Marﬂinal economics

oot Ay e In-process

|



- Partners misaligned

-

Contrac

e Fixed

'Fixed

i . i : Copyright o= h‘n‘ﬂ_

- Protection of the fiefdoms

George’s
Group

Sure, we can do
Scrum, as long as
[ dont have to
ohanﬂe anﬂﬁqinﬂ in
my 3rou{>!

P,ngq% fpgg.?‘f

I
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>'“ Failure to see the whole

Optimizing locally frequently sub-
| optimizes the system

rene
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Failure to
Structure Teams

in an Economically
Sensible Way

Copyright . Inn(ﬂuﬁon’ e AH_



- Economically sensible teaming

e )
Reduce multitasking

\_ J

e )
Embrace T-shaped skills

\_ J

e )
Create and maintain long-lived teams

\_ J

( )
Scaling teams based on economics, not dogma

& J
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- Reduce the amount of multitasking

Not about keeping people busy

M ULTI-TASKING; i 3
The art of acrewing 3 B\,
several thingy gy °'le:’ )



- Cost of multitasking

Clark and Wheelwright (1992) studied multi-tasking and
determined that when working on more than two projects,
a person’s time spent on value-adding work drops rapidly

90%
8ot '/—-O\
o1 o

601 o

50% e
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304 o
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104

Number of concurrent projects
e Copyright © 2014, Innoluti

- Teams with T-Shaped skills

A’bifi‘i‘ﬂ to work outside

of core area

Percent time d'oinj Val'u&#aa'dinﬂ work.

S
=,

Functional area,

discipline, or ;FeoiaH'j




- ~Team longevity

Froduct 1 Feature Team A
® 5 A
Froduct 2 Feature Team A

R £
Have established trust and = |
Lteam identity and integrity J ._

-
More productive than newly m
Lformed groups o 4

\

Team familiarity can
positively impact efficiency
and quality of team output

Has a shared velocity and
estimating history that can
be used during planning

Copyright © 2014,



== Scaling with multiple teams

() )

As the scope of work gets
larger and one team is no
longer sufficient, what is your
\scaling strategy? -

5?; P‘a ?; @e

DBA o
4°\ AT e



Location teams

Coordinating
Collocated
Teams

Deliberately
Distributed
Teams

Copyright ©

Architectural layer teams

£dfacls
£acl: @

Database

-------

Copyright ©




-Component teams

Component team 1 Component team 2 Component team 3
SYaY S YR
0 nponent 3
Example component: Routing algorithms
(component) inside of a GPS

& . i : Copyright@ = I-nn_

-Feature teams

e P Q‘
C [Feshure | SN

T D40
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Example feature team working on

end-customer feature

Kfamo\/e Product From lnven+or5
A an inventory manager | want to
remove a product from inventory E
So that | no longer offer it for sale.
V N
N
_ S—

1
BRI 7 0
i 1 : Copyright@ 2014’_

Feature team tasks

DB Removal APl
Hourc = &

.
Code Biz i
Houre =

Code the Ul
Hour¢ = 5




Example “feature” to a component

team

- Ea | - ]
-—-l -—-l -—-l- Remove ltem From DB
} = } = } = As a middle—ﬁ'or ?roqrammer | want an
= - I AP for removing items from the databsce
5 So that | can complete my business logic.
Pj i i ‘% % %ﬁ (Thls looks like a featUre)
(GUI Team) (Mlddle-tler Team) (Database Team)

) ) : Copyright©2014’ _

That which is a feature to a component

team is a task to a feature team

That which is ao a component team is a task task to a feature team

=

E

S Remove ltem From DB Q @
1 e

1 =

1 _am

DB Removal AP
Hours = &

AS a middle~tier programmer | want an
AP for removing items from the database

So that | can complete my business logic.

T 74

) ) : Copyright©2014’ _



-Don’t scale based on dogmal!

Nutg! Componen‘l‘
teamg promof’e
conceptual
in’l’eﬂri'fﬂ & veusel

E\/erﬂone knons
feature teams
are better!

to scaling that universally applies to all
situations (sizes and types of organizations)?

i . i : Copyright o= h‘n‘ﬂ_

-Component teams (single source)

FProduct Baokioﬁ

Do you honestly think there is a single answer }

Gomponen‘f’ Team #1 Component T},am #2 (,omponead' Team #3

i . i : Copyright o= h‘n‘ﬂ_



Component teams (multiple
sou rces)

Copyright © 2014,

Combined feature & component

teams
Froduct baok’.l'oa 1 ity
PR
N
/@
Gom.oonen‘f team 1 Oomloonen'f’ team 2 Componm‘!‘ team 3
CA- 1 FB CA 2 F’B CA- 3 FB
‘a‘@ﬁ ‘ E W

N

; ; N—
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- Fast, flexible flow

System of teams work,inﬁ ‘I‘oae‘f‘her
9‘0 deliver buginess value 1uzok.lﬂ

Y
\ffﬁ“ v ®<® /’fﬁ* SN
w ®»

o AR 0 Y

—

End—-to-End Cﬂofe Time
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Need to apply Scrum

Speint by
AR L)

J Ld
VERE 0

, e
40’ »

on foundation of core agile principles
I™y ‘3 T4

5 ]‘f.’:r J
T6 o & —

within an economic framework that
allows sensible tradeoffs

alyle
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- ~Contact info for Ken Rubin

1i\'l'l‘\|6IinoN

agile inr

Email: krubin@innolution.com

Website: www.innolution.com

Phone: (303) 827-3333

LinkedIn: www. linkedin.com/in/kennethrubin
Twitter: www.twitter.com/krubinagile
Facebook: www.facebook.com/InnolutionLLC

Essential Scrum: A Practical www.essentialscrum.com
Guide to the Most Popular
Agile Process

Comparative Agility Website | www.comparativeagility.com
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