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Offers Lean Agile Adoption Services to
Fortune 500 businesses

Specializes in Financial Services

Our staff successfully implemented Agile
across a Fortune 200 Financial Services
Company both in IT and in Business

Contact us at www.innovel.net
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Overview of Agile
Explain Role of Product Owner
Provide a framework for product

ownership
THE EXERCISE
Have fun!




."I ll‘-/l
Innovel, LLC

| =
Agenda

0 Introduction
Agile Process Overview
Product Ownership Framework

Case Study
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You probably know that...

A product owner Is the ‘customer In the
room’ and Is responsible for maintaining
and prioritizing the product backlog.

You might not know that...

A product owner can be the Achilles heel
of the Agile team.
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— Delivering Incremental Value JLGE=Nila

Feasibility \

Definition \ “\ Waterfall

Construction

Agile

Ilteration 1 Iteration 2 Iteration 3 Iteration 4 Iteration 5 Iteration 6 Iteration 7 Iteration 8
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24 hours
Daily
Meeting

Backlog
expanded
Into tasks

lteration Backlog by team
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Potentially Shippable
\_ Product Backlog Product Increment
As prioritized by Product Owner




Agile Roles

Primarily responsible for maximizing delivery of business value
Maintains and prioritizes the Product Backlog

Empowered to make decisions for all customers and users
Presents and explains Product Backlog to team

Self-organizing

Seven plus or minus two performers

Business and technical domain skills to build an increment of
functionality

Responsible for estimating and committing to work

Full autonomy and authority during a Iteration

Responsible for the process

Responsible for maximizing team productivity
Sets up and conducts meetings
Representative to management and team
Characteristics of a border collie or sheepdog




Principle

Create
Transparency

Impediment
Removal

Continuous
Improvement

=
=
=

"HH” Responsibilities =
-- Agile Events -- Innovel, LLC

Actions

In Iteration Reviews, clearly declare which stories
where finished and which where not.

In the Daily Meeting, look for opportunities to help
the team go faster by removing impediments.

In Retrospectives, help the team uncover ways to
continuously improve their delivery of value
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A list of all desired work on the project, prioritized by the Product Owner.

Priority Story Acceptance Criteria Estimate

1 ltem 1 5
ltem 2

ltem 1
ltem 2
[tem 3

ltem 1
ltem 2
[tem 3

ltem 1
Iltem 2




Principle

Releases Early :>

and Often

Continuous Prep :>

and Refinement

Understand Team
Velocity

"”H” Responsibilities —_c
-- Product Backlog -- Innovel. LLC

Actions
Determines what minimum business capabilities are
required for each incremental production release.

Ensures the business capabilities are well defined
prior to entering the iteration. User Story Format:
clearly states customer, business value and
acceptance criteria.

Asks the team to provide relative estimates for each
listed capability (user story) so that estimated timing
for releases can be determined.
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Iteration Backlog

Priority | Story w/ Acceptance Story Estimate Tasks w/
Criteria Estimates

As a.... Task 1 —8 hrs
ltem 1 Task 2 -4 hrs
ltem 2

As a.... Task 1 — 8 hrs
ltem 1 Task 2 -5 hrs
ltem 2 Task 3 -4 hrs
ltem 3

As a.... Task 1 — 8 hrs
ltem 1 Task 2 -8 hrs
ltem 2 Task 3-8 hrs
ltem 3




Principle
Empower the
Team

Gain Commitment

Stay Engaged

=
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Actions
The lteration backlog is owned by the team, they

agree to the work, and they update the story board
and burndown chart.

The product owner asks the team for commitment
to “get to done”

The product owner stays actively engaged with the
team for the duration of the Iteration to answer
guestions, negotiate acceptance criteria, and make
trade offs
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Principle
Manage
Uncertainty

Maintain
Commitment

=
=

Actions
The product owner may re-prioritize, descope, or
remove work from an iteration after discussion with
EREEE

The Product owner cannot add work to an iteration
w/o approval for the team.
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Product vs. Iteration Backlog K

A Product Backlog:

Contains all the potential work in the
project

Contains both detailed user stories and
high level capabilities

Owned by product owner
Prioritized by Product Owner

Continues to evolve and change for the
duration of the project
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Discussion Questions |

What is the difference between a Project Schedule and a
Product Backlog?

What is the difference between the Product Backlog and
a Requirements document for a phased project?

What role should the PO play in creation of a Iteration
backlog?
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Confirmation

Source: XP Magazine 8/30/01, Ron Jeffries.
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As a <role>, | can/need <functionality/requirement>, so that <business
value/outcome>.

Acceptance Criteria
Constraints
Estimate

As a Rewards Product Account Holder | can view my rewards points
balance online, so that | know when | have earned enough points to

redeem.
AC: -- Points balance needs to be accurate as of 8:00 am
-- | know my redemption level
Estimate: 8 points
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Independent
Dependencies lead to problems estimating and prioritizing

Can ideally select a story to work on without pulling in 18 other
stories

Negotiable
Stories are not contracts
Leave or imply some flexibility
Valuable
To users or customers, not developers
Rewrite developer stories to reflect value to users or customers
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Estimatable

Because plans are based on user stories, we need to be able to
estimate them

Sized appropriately
Complex stories are intrinsically large
Compound stories are multiple stories in one
Testable
Stories need to be testable
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User Stories — The Traps

As a
Product Owner....
Team Member....
User....

| need
....a website....

....an address entry screen with a yellow background that uses Times New
Roman font....

....the coding completed....

So that
....It's done
....| can use it
....I can make money
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How do the best companies in the
world think about value?




The Research...

Clololo MNeNCI-T-100)Y,
Jim Collins

Found and
researched over 6
years 15 companies
that went from
mediocre to great
performance.
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“The Hedgehog concept
IS a simple, crystalline
concept that flows from
deep understanding

about the Iintersection of
the three circles.”




What are your three circles?

What you are deeply
passionate about

A

What you can What drives
be the best in your

the world at Emnqmic
engine
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“If you could pick only one ratio,
profit per x to systematically
Improve over time, what “x”

would have the greatest and
most sustainable impact on
your economic engine?”
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The Hedgehog Concept
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“A Hedge Hog concept is not a goal
to be the best, a strategy to be the
best, an intention to be the best, a
plan to be the best. Itis an

understanding of what you can be
the best at.”
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Framework for Product Ownership

Backlog &
Release
Plan

Business Business e L Categorize
Case Drivers Capabilities

Business case
Examine the business case, looking for key elements of value creation.
Look for opportunities to deliver value incrementally

Business Drivers

Find the categories of value creation “Why do this project”, “What kind
of value are we creating and for whom”, “What do | really care about”,
“What do our customers really care about”

Prioritization
With input from your stakeholders, prioritize the business drivers
Don’t allow everything to be a number one priority
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Framework #2

Backlog &
Release
Plan

Business Business e L Categorize
Case Drivers Capabilities

Create and Categorize capabilities

Create high level capabilities based on customer value, with
the help from the business. User stories provide a good
approach.

Categorize the capabilities into which business driver they
support.

Some capabllities may support more than one driver, pick
the most relevant capability
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Backlog &
Release
Plan

Business Business e L Categorize
Case Drivers Capabilities

Create Product Backlog and Release plan

Use your prioritized business drivers and list of capabilities
to build the product backlog.

Don’t forget to consider items that require long lead times

and infrastructure necessary to support the creation of
value

ldentify points where you think there has been enough
value created to release capabilities to production




Membership

has its
Beverag&s.
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Scenario Innovel, LLT

Backlog &
Release
Plan

Business Business e L Categorize
Case Drivers Capabilities

Part 1 -- Read the business case handout.

Exercise -- At your tables determine
what are the top 3 business drivers for
this new business?
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Business Drivers Discussion
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What other data do you think you would
need to make you feel confident about
your decisions?

If you’re receliving internal and external
pressures regarding business
drivers/priorities, how would you handle
that?

What was your conclusion and how did
you arrive at it?.....
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Driver 1. Be first to market

Driver 2. Drive market share

through convenience

Driver 3. Delight the customer to
INncrease usage
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Part 2 - What are the high level
capabilities for each of the 3 business
drivers?

Exercise -- At your tables, group the
high level capabilities provided with

the Business Driver that they
most directly support.
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Capabilities Discussion

Discussion guestions:

Some capabilities weren’t called out in the business
case, how did you deal with them?

Did you have trouble sorting any of the items?

If you had 150 detailed requirements, would it be
easer or harder? How would you simplify?

What obstacles / hurdles did you encounter during this
exercise?

How did you feel when having to make these decisions?
Did you have enough, not enough, or more than enough
to make a confident decision?

Who would you need to communicate the results to?
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Points and Relative Estimates Innovel, LLC

Agile teams estimate work in using different techniques
and levels of precision

Story Points or Ideal Hours/Days are used to estimate
User Stories on the Product Backlog

Effort Points or Ideal engineering hours are used to
estimate tasks on the Sprint Backlog

Considerations that the team uses to estimate

Difficulty, Time required, Organizational challenges,
Uncertainty, Number of participants, and Dependencies

Point estimates are relative measures of size
(1,2,3,5,8,13,)

|ldeal Days/Hours are measures of effort
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Agile Planning: Velocity

The amount of work (Story Points/Ideal Hours), that an Agile
team can complete in 1 iteration.

A fixed size team working on a project has a stable velocity.
Well functioning teams cannot influence their velocity much.

Ideally, Agile teams are fixed in size, and all resources should
be at least 50% dedicated to the project, with no more than 2
projects at a time.

Velocity is impacted by:
changes to the team, removal or additions
uncertainty in requirements
product owner availability to the team

barriers — organizational, technological, SME availability,
process overhead

command and control — disempowerment of team to self
organize around the work

pushing too much work into the team (Mura)
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Building the Product Backlog

Business Business L Categorize Backlog/ &
Release

Case Drivers Capabilities
Plan

Part 3 - Building the Product Backlog for
delivery of valuable features

EXxercise -- Create a product backlog using the stories that
you have been given. Consider the business drivers,
priorities, and any infrastructure as you prioritize. Identify
when you think you will have your 15t release. Determine
when you might release additional features into production

Team’s projected velocity is 100 points
The iterations/sprints are 3 weeks long




Product Backlog Discussion K NE——

What was it like to plan with the
Information you had?

What looks risky to you?

When will you tackle it in your plan?
How would you communicate this plan?
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Building the Product Backlog

Part 4 — Dealing with changes to the plan!

Scenario 1: Team has completed the first iteration, the
velocity is 50 points due to team learning about each other
and the business domain, unplanned external
dependencies, and on-boarding of new resources.

Exercise — At your tables, use the empirical data supplied to
re-plan your product backlog and releases while still meeting
the goals of your business case.
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Product Backlog Discussion

How does this affect your release plan?
How might you increase the team’s
velocity?

How would you manage your
stakeholders/what would you
communicate?

Is there any way you can make
your date?




Building the Product Backlog
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Part 5 — Dealing with more changes to
the plan!

Scenario 2: Line of business #1 wants their first partner
to be Brinker, with 1600 upscale restaurants. Line of
business #2 wants their first partner to be 7-11 and a
“speed pass” card for beer points for use at POS.

Exercise — At your tables, use the empirical data
supplied to re-plan your product backlog and releases
while still meeting the goals of your business case.
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Product Backlog Discussion K NE——

How would you resolve this conflict?
How would you ground your decision?

How often would you expect to go
through this type of exercise on an Agile
project?
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A Final Exam!
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Is it OK for a project to have more than 1
product owner? Why?

What is the Product Owner’s primary
responsibility?




"'”W We know more than we did... 1._,, e
Now What? Innovel, LLC

Questions / Concerns / Take-aways?

What are the next steps?
What do we know we don’t know

Program efforts with multiple backlogs and multiple
teams?

Delivering Value Chain improvements with Agile
teams?

What makes teams great?
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“*Good to Great” — Jim Collins

“User Stories Applied” — Mike Cohn

“Lean Thinking” — Womack and Jones

“Agile Project Management with Scrum” — Ken Schwaber

www.]imcollins.com
WWW.mountaingoatsoftware.com
www.lnnovel.net

www.aplin.org




