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Motivation Tum

WTF! You quys are
@uildingaTak?:IEL? J

y
/ [ WTF! You uys are

buildlngaB IDGE? }%

Henrik Kniberg

[6]

Master Thesis Final Presentation Louis Leonardo Zschaler © sebis



Motivation

@ ©

Agile
Agile development has
been a proven concept
in small companies for
many years, bringing
them various benefits.

[3]
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Large-Scale
Many agile teams
working on a project or
product in a large scale
sets a new form of
complexity. [1,2]

Patterns
Patterns are one way
to ensure relevance of
the research outcome,
relating the findings to
real concerns in the
industry. [5]

Pattern Language
Using the LSADPL as a
structured set for
providing patterns and
filling this set with
missing patterns. [7]
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Introduction

A proven pattern template. [4]
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Stakeholder

identifier
name
alias

*

has
*

Concern

identifier
name
category
scaling level

is addressed by

*

is addressed by

is addressed by

Anti-Pattern

Principle * Pattern *
identifier identifier
name see also name see also
alias alias
summary * summary *
type example
binding nature see also | context see also
example * * problem * *
context forces
problem solution
forces variants
variants consequences
consequences other standards

other standards
known uses

known uses

Iy

identifier

name

alias

summary
example
context
problem

forces

general form
consequences
revised solution
other standards

C-Pattern

M-Pattern

V-Pattern

type

data collection

see also
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Introduction

Large-Scale Agile Development Pattern Graph
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Tooling
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Research Questions Tum

Research Question 1 Research Question 2 Research Question 3

What are best practices
for addressing recurring
challenges of Product
Managers and Product
Owners in Large-Scale
Agile Development?

What are recurring
concerns of Product
Managers and Product
Owners in Large-Scale
Agile Development?

Which anti-patterns
should Product Managers
and Product Owners
avoid in Large-Scale
Agile Development?
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Research Approach Tum

Pattern-Based Research Design [5]

Grounding theories Organized collection of reusable
practice-proven solutions
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Research Approach — Structured Interviews TUT

Interviewees Experience in |Organization's Experience in

large-scale agile large-scale agile Company Size
development development
1 Product Owner 3 - 6 years More than 6 years Service Sector More than 200.000
Product Owner 1 -3 years 1 -3 years Telecommunications 5001 - 10.000
Product Manager 1-3years 1 -3 years Service Sector 11-50
4 Product Owner 3 - 6 years More than 6 years Service Sector More than 200.000

Financial Services, Insurance,

5 Product Manager 1 -3 years More than 6 years Retail 100.001 - 200.000
6 Product Owner 3 - 6 years More than 6 years Service Sector 251 - 500

7 Product Owner 1 -3 years 1 -3 years Transport, Logistics More than 200.000
8 Product Owner 1 -3 years 1 -3 years IT, Technologie 1-10

9 Product Manager 1 -3 years 3 - 6 years Automotive More than 200.000
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Research Approach — Structured Interviews

5 Minutes

50 Minutes

35 Minutes

Introduction

Short intro about
the participants
and short questions
about you, your
experience, and
your organization
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Identify |

Identification of
concerns you face
in your work as
Product
Owner/Product
Manager

Describel

Descriptions of the
solutions you
implement to

address the
identified concerns

Identify I

Identification of
additional concerns
from a list provided

by us

Describelll

Description of the
solutions you
implement to deal
with the concerns
identified before
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|dentification of recurring Concerns

5 Minutes

50 Minutes

35 Minutes

Introduction

Short intro about
the participants
and short questions
about you, your
experience, and
your organization
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Identify |

Identification of
concerns you face
in your work as
Product
Owner/Product
Manager

Describel

Descriptions of the
solutions you
implement to

address the
identified concerns

Identify II

Identification of
additional concerns
from a list provided

by us

Describelll

Description of the
solutions you
implement to deal
with the concerns
identified before
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|dentified in Interviews TI.ITI
~ Identified in Literature

|dentification of recurring Concerns

Management impeding the Agile Transformation; n =9 Understanding the demand for the Agile Transformation; n =9

Managing provided solutions of several teams; n = 1  Empowering agile teams to make decisions;n=9

Stakeholders are not enough evolved in the projects progress; n = 2 " Providing sufficient tools and infrastructure for remote communications: n = 9
Improving processes in agile organizations; n = 3 ’
Emotional impact of Agile Transformations to employees; n =9  Dealing with incorrect practices of agile development; n =9

Patience during the Agile Transformation; n =9 Disconnect between corp. Strategy and execution; n =7

Spread sgile mindset through entire organisation; n = 8 Stuffing cross-functional teams equaly; n =9
NiSyhchroniZINgSprintSiRtheIargessealelagiléldevie opment program; n = 9

["Dealing with cultural differences between cross-shore agile teams; n = 9
PDEalngvithlEckingiSenselofiownershipiresponsibilities for developed services; n =9

Stakeholders being faced with higher amount of meetings; n =9  Dealing with closed mindedness; n=9
Communication channels from higher hierarchy to lower; n = 9 ~ Facilitating shared context and knowledge; n =9
Colission of Program Management and agile methods; n = 9 - Coordinating geographically distributed agile teams; n = 9

Knowledge exchange between teams; n = 2
Product Owner lacking technical understanding; n = 2
Higher management dealing with a loss of control; n =9

Technical dependancies among teams; n = 8 Stagnating continuous improvement process; n = 9

Maintaining equal quality among teams; n = 6 Comparability of Storypoints outside teams/projects; n =9

Estimation of complex demands/requests; n = 5 ~ Dealing with decreased predictability; n = 9

Establish a common vision of the product; n =9 PCohsiaeTngIrealiredicompetenciesiicn assigning teams to tasks; n = 9
Product Owner is the only interface to the team; n=9 _ about tasks and impediments; n = 9

- Dealing with loss of management control; n = 9
- Dealing with black and white mindsets; n = 9

tion;n=9 PDEalingitAlEcKingiieamiconesioniativifferent locations; n = 9
PD&zlingwithigecgraphicalidistancelbetiveen agile teams; n =9
PCreatinglateamworkicentriclrewarding model; n = 9
Alignment of self-organized teams; n = 8 ~ Rearranging physical spaces; _n.= 9 )
Systems Thinking; n = 7 IEEGilitEiRgIagileeamsiieNpa! ticipate at cross-shore meetings; n = 9
Understanding the demand for the Agile Transformation; n = 9 ISYRCAGRIZIAGINGEKing hours of cross-shore agile teams ; n =9
0% 10%  20%  30%  40%  50%  60%  70%  80%  90%  100% 0% 10% 20% 30% 40% 50% 60% 70% 80% 20%  100%
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|dentification of Recurring Concerns

Concerns in categories
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Concerns in hierarchal level

= Culture & Mindset
= Commu nication & Coordination
Enterprise Architecture

= Geographical Distribution = Team Level
= Knowledge Management = Program Level
Me thodology Portfolio Level
= Project Management = |T Organization Level
= Quality Assurance = Enterprise Level
= Requirements Engineering
= Software Architecture

= Tooling
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|dentification of recurring Concerns TUT
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|dentification of Patterns and Anti-Patterns

5 Minutes

50 Minutes

35 Minutes

Introduction

Short intro about
the participants
and short questions
about you, your
experience, and
your organization
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Identify |

Identification of
concerns you face
in your work as
Product
Owner/Product
Manager

Describel

Descriptions of the
solutions you
implement to

address the
identified concerns

Identify I

Identification of
additional concerns
from a list provided

by us

Describelll

Description of the
solutions you
implement to deal
with the concerns
identified before
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|dentification of Patterns and Anti-Patterns

M-02
i Continuously M-03
Lo changing the Mapping storypoints
ML LT S improvement method to other KPI's
in retros *
*
M-04 M-05 M-06 M-07 M-08 LRt Weighted shortest job
Domain Driven Design Feature Teams Change*Bachog Flow apalysis Nexus*Sprint Strategicgl Backlog g first J
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|dentification of Patterns and Anti-Patterns T|.|T|
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5

Exemplary Pattern — Magic Estimation

Pattern Overview

Id M-13
Name Magic Estimation
Alias -

Magic estimate is an exercise for Scrum teams to do a rough estimation on a whole product backlog. It is very

Summary fast and therefor delivers very good results.

» The department for demand management at InsuranceAG noticed, that they spend a lot of time estimating new
demands. A request for demand is raised whenever another department wants to start an IT supported project. But
based on the estimated time and costs, many requests were withdrawn, which makes the work on a very detailed

estimation useless.

Context

 Whenever there is a request for demand, it will not necessarily evolve into the start of a project.

Problem

» The following challenge is addressed by this M-Pattern:
- C-116: Estimation of complex demands/requests
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Exemplary Pattern — Magic Estimation TUT

Forces

« Sometimes a request for demand is placed to gain more information about the complexity about the project without the
intention of starting it.

» Performing full requirements engineering is the perfect basis for a very concrete estimation, but too much effort when it’s
not clear whether the projects comes to fruition.

* To perform the Magic Estimation a team of Requirements Engineers and experienced developers is needed.

» The Requirement Engineers must roughly break down
the demand into epics or user stories, showing what /9 U U ( ﬁo&ué e«i:t:g - f\)
n O J Sppoion
(3 A o S’
g O £ () )
1 2

now do a relative estimation, defining which epic
requires more effort than another one, or less.

» They will start by defining a reference epic with a

most likely needs to be done to fulfil the demand.
Based on this set, the experienced developers will
<
3 s ¥ 13 ﬁg

known effort and give it a fictive number (for instance
story points). The estimation will be based on the @ Prink ikems L_,"‘ﬁ‘b‘:’fdﬁm{t
Cohn scale [1,2,3,5,8,13,21,34,55,89,144], meaning %=~ and place on somewhere else ) “
every estimated item will be on this very scale and o tatle
cannot be placed in between numbers. LX)
+ The developers will take turns placing a new item on :: \) Jues oy
the scale or move an existing one if they’re not \ — in the end !
satisfied with its position. Items that are being moved —
too often will be taking out and be discussed at the Backlog

end.
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Exemplary Pattern — Magic Estimation TUT

 Instead of the Fibonacci sequence, other fictive scale like the Cohn scale [0,1,2,3,5,8,13,20,40,100] can also be used.
The procedure stays the same.

Consequences

» Benefits:
» Easy to give a meaningful estimation in a short period of time
» Deduce when all tasks in the backlog will be done
* |If some team members disagree, they can talk about the problems and solve them
 Less effort in analysis
« Liabilities:

» Less precise prediction
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Conclusion UM

Key Findings

« 25 Concerns
e 29 Pattern-Candidates
» 4 Patterns

* Findings on other stakeholders
 Validation of identified patterns
« Consolidation of all concerns, patterns, anti-patterns and pattern candidates
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