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Summary	  

•  Introduc9on	  
•  What	  is	  Stakeholder	  Value?	  
•  	  How	  does	  stakeholder	  value	  relate	  to	  business	  
benefits?	  

•  How	  does	  IT	  System	  Quality	  relate	  to	  stakeholder	  
•  values?	  
•  What	  does	  Scrum	  do	  about	  this?	  why	  is	  Scrum	  
inadequate?	  

•  What	  new	  front	  end	  do	  we	  need	  for	  Scrum	  –	  or	  any	  
Agile	  variant?	  

•  10	  Principles	  for	  Agile	  Value	  Delivery	  
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Introduc9on	  
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What	  is	  Stakeholder	  Value?	  

•  Cri9cal	  Stakeholders	  
•  Can	  determine	  system	  success	  or	  failure	  

•  Stakeholder	  value	  
–  	  any	  things	  that	  stakeholders	  want,	  need,	  value	  

•  Independently	  of	  ‘your’	  system	  
•  Independently	  of	  the	  cost	  to	  someone	  of	  delivering	  those	  
values	  

•  For	  example	  (stakeholder	  values)	  
–  Save	  9me	  
–  Easier	  to	  learn	  
– More	  secure	  
–  Easier	  to	  get	  things	  changed	  
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	  How	  does	  stakeholder	  value	  relate	  to	  
business	  benefits?	  

Stakeholder	  values	  
• 	   will	  to	  some	  degree	  directly	  drive	  business	  
benefits	  

•  To	  some	  degree	  stakeholder	  values	  are	  
necessary	  to	  sa9sfy	  in	  order	  to	  avoid	  
constraining	  delivery	  of	  business	  benefits	  

•  To	  some	  degree	  are	  irrelevant	  to	  business	  
benefits	  
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How	  does	  IT	  System	  Quality	  relate	  to	  
stakeholder	  value?	  

If	  stakeholder	  value	  is	  ‘save	  my	  9me’	  

	  then	  we	  can	  sa9sfy	  their	  needs	  in	  many	  ways	  

For	  example:	  (IT	  system	  design,	  requirements	  

•  Higher	  availability	  of	  the	  system	  

•  More	  usability	  

•  Be4er	  performance	  (throughput,	  response)	  

•  More	  integra9on	  with	  other	  subsystems	  

•  Be4er	  automa9c	  error	  detec9on	  and	  correc9on	  	  
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What	  does	  Scrum	  do	  about	  this?	  	  

•  Scrum	  is	  focussed	  on	  implemen9ng	  designs,	  func9ons,	  
features,	  use	  cases	  
–  As	  interpreted	  by	  a	  product	  owner	  

•  It	  does	  not	  explicitly	  deal	  with	  business	  requirements,	  
stakeholder	  values,	  product	  quali9es.	  

•  You	  need	  to	  add	  explicit	  ‘front	  ends’	  to	  Scrum	  in	  order	  to	  
deal	  with	  values	  

•  You	  can	  think	  of	  this	  as	  an	  extension	  of	  what	  the	  Product	  
Owner	  needs	  to	  be	  taught	  to	  do.	  

•  h4p://www.gilb.com/9ki-‐download_file.php?fileId=353	  
–  Is	  a	  free	  set	  of	  slides	  designed	  to	  teach	  Product	  Owners	  how	  to	  

do	  this	  
–  Developed	  with	  Gabrielle	  Benefield	  (Scum	  Alliance)	  Oct	  2009	  
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What	  new	  ‘front	  end’	  do	  we	  need	  for	  
Scrum	  –	  or	  any	  Agile	  variant?	  

The	  ‘Business	  End’	  to	  Scrum	  (and	  other	  Agile	  variants)	  needs	  to:	  
•  Explicitly,	  quan9ta9vely,	  define	  business	  objec?ves,	  and	  constraints	  

–  Example:	  Increase	  Business	  Orders	  and	  sales	  
•  Iden9fy	  stakeholder	  values,	  quan9ta9vely,	  	  that	  are	  directly	  related	  to	  the	  business	  

values	  
–  Example:	  Help	  poten9al	  customers	  (Stakeholder)	  find	  what	  they	  want	  to	  more	  quickly	  

•  Iden9fy	  and	  define	  quan9ta9vely	  the	  IT	  system	  quality	  and	  performance	  
requirements	  needed	  to	  sa9sfy	  the	  priori9sed	  stakeholder	  values	  

–  Example:	  Usability	  requirement:	  reduce	  9me	  needed	  to	  correctly	  iden9fy	  the	  correct	  
transporta9on	  service	  to	  average	  under	  50	  seconds.	  

•  Iden9fy	  and	  define	  the	  technical	  designs	  needed	  to	  sa9sfy	  the	  product	  quali9es	  
and	  performance	  requirements	  

–  Design	  1:	  Radical	  improved	  User	  Interface	  
–  Design	  2:	  train	  website	  content	  providers	  to	  write	  clearer	  and	  more	  product-‐dis9nc9ve	  texts	  

•  Tie	  these	  4	  levels	  together	  logically	  using	  3	  levels	  of	  Impact	  Es9ma9on	  Tables,	  4	  	  
level	  hierarchy	  
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Value	  Management	  
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10	  

Business Goals	
 Stakeholder Value 1	
 Stakeholder Value 2	

Business Value 1	
 -10%	
 40%	

Business Value 2	
 50%	
 10%	

Resources	
 20%	
 10%	


Stakeholder Val.	
 Product Value 1	
 Product Value 2	

Stakeholder Value 1	
 -10%	
 50 %	

Stakeholder Value 2	
 10 %	
 10%	

Resources	
 2 %	
 5 %	


Product Values	
 Solution 1	
 Solution 2	

Product Value 1	
 -10%	
 40%	

Product Value 2	
 50%	
 80 %	

Resources	
 1 %	
 2 %	


Prioritized List	

1. Solution 2	

2. Solution 9	

3. Solution 7	


We	  measure	  
improvements	  
Learn	  and	  Repeat	  

Prioritized List	

1. Solution 2	

2. Solution 9	

3. Solution 7	


Copyright:	  Kai@Gilb.com	  

Value	  Decision	  Tables	  

Scrum	  Develops	  
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So,	  what	  are	  Agile	  methods	  missing?	  
•  Stakeholder	  Focus	  

–  Real	  projects	  have	  dozens	  of	  stakeholders	  
•  Not	  just	  a	  customer	  in	  the	  next	  room	  

•  Results	  Focus	  
–  It	  is	  not	  about	  wri9ng	  code,	  it	  is	  about	  delivering	  value	  to	  stakeholders	  
–  It	  is	  not	  about	  programming,	  it	  is	  about	  making	  systems	  work	  for	  real	  

people	  

•  Systems	  Focus	  
–  It	  is	  not	  about	  coding	  -‐	  again	  
–  It	  is	  about	  reuse,	  data,	  hardware,	  training,	  mo9va9on,	  sub-‐contrac9ng,	  

Outsourcing,	  help	  lines,	  user	  documenta9on,	  user	  interfaces,	  security	  
–  So,	  a	  systems	  engineering	  scope	  is	  necessary	  to	  deliver	  results.	  
–  Systems	  Engineering	  needs	  quan9fied	  performance	  and	  quality	  objec9ves,	  

•  to	  synchronize	  all	  necessary	  disciplines	  so	  that	  they	  deliver	  the	  results.	  
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Gilb’s	  Ten	  Key	  Agile	  Principles	  
to avoid bureaucracy and give creative freedom (summary)"

1.   Control	  projects	  by	  quan?fied	  cri?cal-‐few	  results.	  1	  Page	  total	  !	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  (not	  stories,	  func?ons,	  features,	  use	  cases,	  objects,	  ..)	  

2.   Make	  sure	  those	  results	  are	  business	  results,	  not	  technical	  

3.   	  Align	  your	  project	  with	  your	  financial	  sponsor’s	  interests!	  	  

4.	  Give	  developers	  freedom,	  to	  find	  out	  how	  to	  deliver	  those	  results	  

5.	  Es?mate	  the	  impacts	  of	  your	  designs,	  on	  your	  quan?fied	  goals	  

6.	  Select	  designs	  with	  the	  best	  impacts	  for	  their	  costs,	  do	  them	  first.6.	  Decompose	  the	  workflow,	  into	  

weekly	  (or	  2%	  of	  budget)	  ?me	  boxes	  

7.	  Change	  designs,	  based	  on	  quan?fied	  experience	  of	  implementa?on	  

8.	  Change	  requirements,	  based	  in	  quan?fied	  experience,	  new	  inputs	  

9.	  Involve	  the	  stakeholders,	  every	  week,	  in	  se\ng	  quan?fied	  goals	  

10.	  Involve	  the	  stakeholders,	  every	  week,	  in	  actually	  using	  increments	  

Copyright	  2004-‐8	  Gilb,	  may	  be	  used	  ci9ng	  source	  



1.   Control	  projects	  by	  quan?fied	  cri?cal-‐few	  results.	  

	  1	  Page	  total	  !	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  (not	  stories,	  func?ons,	  features,	  use	  cases,	  

objects,	  ..)	  
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Few	  Clear	  Top	  Goals	  
• Instead of directing business according to 
detailed...strategic plan, 

•  [Jack] Welch [General Electric CEO]  

• believed in setting only a few 
clear, overarching 
goals.  
• Then, on an ad hoc basis, 

•  his people were free to seize any 
opportunities 
•  they saw  
• to further those goals. – 

•  Noel Tichy and Stratford Sherman, 
“Control Your Own Destiny or 
Someone Else Will” 



Summary	  of	  Top	  ‘8’	  Project	  Objec9ves	  	  
NOT	  ‘clear’!	  

•  Defined	  Scales	  of	  
Measure:	  
–  Demands	  

compara2ve	  
thinking.	  

–  Leads	  to	  
requirements	  that	  
are	  unambiguously	  
clear	  

–  Helps	  Team	  be	  
Aligned	  with	  the	  
Business	  

April 27, 2010	
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1.	  Central	  to	  The	  Corpora6ons	  business	  strategy	  is	  to	  be	  the	  world’s	  premier	  
integrated	  	  <domain>	  service	  provider.	  

2.	  Will	  provide	  a	  much	  more	  efficient	  user	  experience	  

3.	  Drama6cally	  scale	  back	  the	  2me	  frequently	  needed	  aGer	  the	  last	  data	  is	  
acquired	  to	  6me	  align,	  depth	  correct,	  splice,	  merge,	  recompute	  and/or	  do	  
whatever	  else	  is	  needed	  to	  generate	  the	  desired	  products	  

4.	  Make	  the	  system	  much	  easier	  to	  understand	  and	  use	  than	  has	  been	  the	  case	  
for	  previous	  system.	  

5.	  A	  primary	  goal	  is	  to	  provide	  a	  much	  more	  produc2ve	  system	  development	  
environment	  than	  was	  previously	  the	  case.	  

6.	  Will	  provide	  a	  richer	  set	  of	  func6onality	  for	  suppor2ng	  next-‐genera6on	  logging	  
tools	  and	  applica6ons.	  

7.	  Robustness	  is	  an	  essen6al	  system	  requirement	  (see	  rewrite	  in	  example	  below)	  

8.	  Major	  improvements	  in	  data	  quality	  over	  current	  prac6ces	  

Real	  Example	  of	  Lack	  of	  Clarity	  

This	  lack	  of	  clarity	  cost	  them	  $100,000,	  000	  to	  $160	  mill.	  



WHY	  are	  we	  doing	  this?	  
Part	  of	  Plarorm	  Ra9onalisa9on	  

Ini9a9ve,	  with	  below	  Main	  Objec?ves.	  

	  •	  Ra?onalize	  into	  a	  smaller	  number	  of	  core	  processing	  plaborms.	  This	  cuts	  
technology	  spend	  on	  duplicate	  plaborms,	  and	  creates	  the	  opportunity	  for	  
opera?onal	  saves.	  Expected	  60%-‐80%	  reduc?on	  in	  processing	  cost	  to	  Fixed	  

	  Business	  levies.	  
•	  Interna?onal	  Securi?es	  on	  one	  plaborm,	  Fixed	  Income	  and	  Equi?es	  

(Ins?tu?onal	  and	  PB).	  
•	  Global	  Processing	  consistency	  with	  single	  Opera?ons	  In-‐Tray	  and	  associated	  

workflow.	  
•	  Consistent	  financial	  processing	  on	  one	  Accoun?ng	  engine,	  feeding	  a	  single	  sub-‐

ledger	  across	  products.	  
•	  First	  step	  towards	  evolu?on	  of	  	  “Big	  Ideas”	  for	  Securi?es.	  
•	  Improved	  development	  environment,	  leading	  to	  increased	  capacity	  to	  enhance	  

func?onality	  in	  future.	  
•	  Removes	  duplica?ve	  spend	  on	  two	  back	  office	  plaborms	  in	  support	  of	  

mandatory	  message	  changes,	  etc.	  
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How	  can	  we	  improve	  such	  bad	  
specifica9on?	  (‘Planguage’)	  

Development	  Capacity:	  

Version:	  3	  Sept	  2009	  16:26	  

Type:	  Main	  <Complex/Elementary>	  Objec9ve	  for	  a	  project.	  
Ambi?on	  Level:	  radically	  increase	  the	  capacity	  for	  developers	  to	  do	  defined	  tasks.	  	  <-‐	  Tsg	  

Scale:	  the	  Calendar	  Time	  for	  defined	  [Developers]	  to	  Successfully	  carry	  out	  defined	  [Tasks].	  

Owner:	  Tim	  Fxxx	  	  

Calendar	  Time:	  defined	  as:	  full	  working	  days	  within	  the	  start	  to	  delivery	  9me	  frame.	  

Past	  [	  2009,	  {Bxx,	  Lxx,	  Gxx},	  	  If	  QA	  Approved	  Processes	  used,	  Developer	  =	  Architect,	  Task	  =	  Dray	  
Architecture	  ]	  	  	  	  	  	  15	  days	  ±4	  ??	  <-‐	  	  Rob	  

	  Goal[	  2011,	  {	  Bxx,	  Lxx,	  Gxx	  },	  	  If	  QA	  Approved	  Processes	  used,	  Developer	  =	  Architect,	  Task	  =	  Dray	  
Architecture	  ]	  	  	  	  	  	  1.5	  days	  ±	  0.4	  ??	  <-‐	  	  Rob	  

Jus?fica?on:	  Really	  good	  architects	  are	  very	  scarce	  so	  we	  need	  to	  op9mize	  their	  use.	  

Risks:	  we	  use	  effort	  that	  should	  be	  directed	  to	  really	  high	  volume	  or	  even	  more	  cri9cal	  areas	  
(like	  Main	  Objec9ve).	  April	  27,	  2010	   www.Gilb.com	   17	  



2.	  Make	  sure	  those	  results	  are	  business	  results,	  not	  technical,	  

What	  level	  are	  these	  objec?ves?	  	  

Business,	  	  	  	  	  	  User	  stakeholder,	  	  	  	  	  	  	  	  	  	  	  	  	  IT	  Technical?	  

•  1.	  Central	  to	  The	  Corpora6ons	  business	  strategy	  is	  to	  be	  the	  world’s	  premier	  integrated	  	  <domain>	  
service	  provider.	  

•  2.	  Will	  provide	  a	  much	  more	  efficient	  user	  experience	  

•  3.	  Drama6cally	  scale	  back	  the	  2me	  frequently	  needed	  aGer	  the	  last	  data	  is	  acquired	  to	  6me	  align,	  
depth	  correct,	  splice,	  merge,	  recompute	  and/or	  do	  whatever	  else	  is	  needed	  to	  generate	  the	  desired	  
products	  

•  4.	  Make	  the	  system	  much	  easier	  to	  understand	  and	  use	  than	  has	  been	  the	  case	  for	  previous	  system.	  

•  5.	  A	  primary	  goal	  is	  to	  provide	  a	  much	  more	  produc2ve	  system	  development	  environment	  than	  was	  
previously	  the	  case.	  

•  6.	  Will	  provide	  a	  richer	  set	  of	  func6onality	  for	  suppor2ng	  next-‐genera6on	  logging	  tools	  and	  
applica6ons.	  

•  7.	  Robustness	  is	  an	  essen6al	  system	  requirement	  (see	  rewrite	  in	  example	  below)	  

•  8.	  Major	  improvements	  in	  data	  quality	  over	  current	  prac6ces	  
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	  3.	  	  Align	  your	  project	  	  
with	  your	  financial	  sponsor’s	  interests!	  	  

•  The	  Golden	  Rule:	  
– He	  who	  has	  the	  gold,	  rules	  

•  Find	  out	  and	  document	  exactly	  what	  the	  
project	  financial	  sponsors	  are	  expec9ng	  for	  
their	  budget	  for	  your	  project	  
– They	  are	  a	  key	  stakeholder	  
– They	  will	  expect	  you	  to	  sa9sfy	  several	  other	  
stakeholders	  
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Business	  Result	  Alignment:	  BRA:	  

•  Ambi6on:	  Maximize	  delivery	  speed,	  and	  sa2sfac2on	  
level,	  of	  the	  Change	  the	  Bank	  Book	  of	  Work	  to	  
achieve	  ‘key	  business	  goals’	  

•  Scale:	  %	  of	  Planned	  Value	  actually	  Delivered	  to	  the	  
Business	  by	  defined	  [Time].	  	  

•  Past	  [Corp.,	  Time	  =	  Deadline,	  2007]:	  X%	  (guess	  	  
•  	  X	  <	  30%??)	  <-‐	  tg	  
•  Goal	  [Corp.,	  Time	  =	  Deadline,	  2009]:	  <	  50%,	  maybe	  
much	  more?	  

•  Issue:	  can	  The	  Tool	  be	  exploited	  to	  track	  Value?	  
•  	  	  
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Avoid	  Duplica?on:	  

•  Ambi6on:	  eliminate	  corporate	  efforts	  
that	  duplicate	  other	  corporate	  efforts.	  

•  Scale:	  %	  of	  project	  investment	  that	  is	  
Duplicated	  

•  Past	  [2007]:	  >	  30%??	  Wild	  guess	  
•  Goal	  [	  2010	  ]	  	  <	  5%	  	  	  hope	  
•  	  	  
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Exploi?ng	  Exis?ng	  Tools:	  

•  Ambi6on:	  make	  use	  of	  exis2ng	  tools,	  avoid	  
reinven2ng	  the	  wheel.	  

•  Scale:	  %	  by	  Total	  Investment	  Value	  that	  
Arguably	  could	  be	  avoided	  by	  Profitably	  
making	  use	  of	  Exis9ng	  Tools	  

•  Past:	  30%±30%	  ??	  wild	  ini9al	  guess	  to	  start	  
discussion	  tg	  

•  Goal	  [2012?,	  Corp.	  Wide]:	  ~	  100%	  	  	  
•  	  	  
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Results	  MIS:	  

•  Ambi6on:	  deliver	  high-‐significance	  real-‐2me	  
metrics,	  on	  cri2cal	  aspects,	  of	  project	  results	  
and	  resources.	  

•  Scale:	  %	  of	  defined	  [Key	  Project	  Data]	  available	  
to	  management	  in	  real	  9me.	  

•  Key	  Project	  Data:	  default:	  {%	  of	  Goal	  Delivered	  
to	  date,	  Stakeholder	  Sa9sfac9on	  level,	  Value	  for	  
Money}	  

•  Past	  [Corp.,	  2007]:	  0%	  
•  Goal	  [Corp.,	  2010]:	  >	  90%	  
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4.	  Give	  developers	  freedom,	  	  

to	  find	  out	  how	  to	  deliver	  those	  results	  

•  Do	  not	  allow	  customers	  and	  salespeople	  to	  dictate	  to	  developers	  the	  technical	  

solu?ons,	  such	  as	  screen	  layouts	  

•  They	  are	  ‘amateurs’	  at	  design,	  and	  will	  ruin	  the	  design	  for	  themselves	  and	  others	  

•  They	  have	  no	  overview	  of	  the	  many	  requirements	  and	  constraints	  that	  a	  designer	  must	  

consider	  simultaneously	  

•  What	  you	  need	  to	  do	  is	  to	  	  establish	  the	  RESULTS	  valued	  by	  user	  stakeholders,	  and	  allow	  

the	  developers	  (architects,	  user	  interface	  engineers,	  programmers	  as	  designers)	  to	  find	  

and	  measure	  solu?ons	  that	  give	  the	  results	  desired	  
–  Such	  as:	  speed,	  correctness,	  input	  error	  detec?on	  and	  correc?on	  capability,	  ease	  of	  learning,	  leveraging	  other	  

systems	  data.	  

•  One	  of	  our	  clients	  (Confirmit/Firm,	  see	  Case	  gilb.com	  )calls	  this	  ‘Empowered	  Crea?vity”	  

April	  27,	  2010	   24	  ©	  www.Gilb.com	  



Quan?fied	  top	  level	  product	  objec?ves	  
4	  product	  areas	  were	  a4acked	  in	  all:	  25	  Quali9es	  concurrently,	  one	  quarter	  of	  a	  

year.	  Total	  development	  staff	  =	  13	  	  	  	  

9	  
8	  

3	  
3	  

Trond	  Johansen	  Confirmit	  Release	  8.5	  

http://www.gilb.com/tiki-download_file.php?fileId=32 
Paper on case. 



5	  Es?mate	  the	  impacts	  of	  your	  designs,	  	  

on	  your	  quan?fied	  goals	  

•  The	  only	  jus?fica?on	  for	  a	  design	  is	  that	  it	  helps	  us	  reach	  our	  goals,	  as	  expressed	  by	  our	  

requirement	  levels.	  

•  It	  is	  cri?cal	  that	  we	  have	  a	  fairly	  clear	  expecta?on	  of	  how	  powerful	  or	  useful	  a	  design	  will	  be	  
for	  us.	  

•  It	  is	  not	  an	  efficient	  prac?ce	  to	  just	  select	  a	  promising	  design,	  and	  then	  try	  it	  out.	  

•  	  You	  risk	  wasted	  energy.	  Berer	  to	  face	  the	  bad	  news	  early	  –	  by	  es?ma?ng	  the	  power	  of	  the	  
design,	  before	  you	  decide	  which	  design	  to	  try	  out.	  

•  One	  problem	  is	  that	  the	  best	  solu?ons	  might	  also	  have	  bad	  side	  effects 	  too	  ?ght	  security	  
might	  destroy	  user	  friendliness.	  

•  Another	  problem	  is	  that	  the	  costs	  of	  the	  design	  need	  to	  be	  es?mated,	  and	  need	  to	  be	  
compa?ble	  with	  overall	  resource	  budgets,	  and	  the	  resources	  needed	  for	  all	  the	  other	  designs!	  

•  If	  you	  think	  the	  above	  is	  just	  good	  common	  sense,	  then	  recognize	  that	  in	  IT	  and	  souware	  it	  is	  
the	  excep?on.	  Designs	  are	  selected	  intui?vely,	  and	  culturally	  –	  but	  there	  is	  no	  ‘engineering’	  
evalua?on	  behind	  them.	  No	  wonder	  we	  fail	  so	  ouen!	  
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Case	  of	  Es9ma9ng	  Impact	  of	  a	  Design	  
	  on	  a	  Required	  Goal	  Level	  

•  Impact	  Table	  for	  Market	  Research	  Web=product	  	  Project	  
•  Solu?on:	  ‘Recoding’	  (Market	  Research	  data	  recoding)	  

–  “Make	  it	  possible	  to	  recode	  variable	  on	  the	  fly	  from	  Reportal”.	  	  
–  Es9mated	  effort:	  4	  days	  
–  Es?mated’	  Produc9vity’	  improvement:	  20	  minutes	  	  (50%	  way	  to	  Goal)	  
–  actual	  result	  38	  minutes	  (95%	  progress	  towards	  Goal)	  

Trond	  Johansen	  

66.7	  



6.	  Select	  designs	  with	  the	  best	  impacts	  for	  their	  costs,	  	  

do	  them	  first.	  	  

•  Designs	  should	  be	  chosen	  	  

–  Based	  on	  their	  contribu?on	  to	  our	  

requirements	  Goal	  levels.	  

–  And	  on	  their	  contribu?on	  to	  the	  en2re	  set	  of	  

cri?cal	  objec?ves	  (top	  ten)	  

–  And	  on	  their	  total	  value	  for	  total	  costs	  

•  Both	  short-‐term	  and	  long-‐term	  costs,	  and	  resources	  	  
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Real	  Case	  of	  
	  Impacts	  for	  different	  designs	  
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7.	  Decompose	  the	  workflow,	  into	  
weekly	  (or	  2%	  of	  budget)	  9me	  boxes	  

•  Objec9ves	  of	  Decomposi9on	  
–  Early	  delivery	  of	  some	  value	  
–  Build	  credibility	  with	  stakeholders	  
–  Test	  out	  your	  development	  process	  
–  Reduce	  risk	  of	  loss	  to	  ‘2%’	  
–  Create	  value	  for	  money	  (ROI	  control)	  

•  How	  to	  decompose?	  
–  By	  value	  
–  1.1.1.1.1.1	  method	  

•  1	  stakeholder,	  1	  value,	  1%	  progress,	  1	  strategy,	  1	  week,	  1	  func9on	  
–  Use	  common	  sense	  and	  domain,	  technical	  knowledge	  
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7.	  Decompose	  the	  workflow,	  into	  weekly	  ?me	  boxes	  
A	  Real	  Example	  of	  A	  Planned	  Step	  in	  Planguage	  (2010)	  

	  Reconcile	  Project	  X	  P&L	  Formulas.Vanilla	  Case	  1:	  
Type:	  Evo	  Value	  Delivery	  Step	  	  
[Poten9ally	  Reusable	  for	  various	  posi9ons	  and	  books]	  
Stakeholders:	  Dinesh,	  Developers	  who	  use	  it	  (Dan	  X),	  Neil?,	  	  
Step	  Owner:	  Michal	  X	  
Step	  Manager:	  Tom?	  	  
Status:	  	  first	  rough	  dray	  to	  see	  if	  we	  can	  define	  an	  Evo	  step	  at	  all	  
Approval:	  NOT	  YET	  
Approval	  Instance:	  	  Will	  	  
Version:	  April	  9	  2010	  14:53	  
Summary:	  	  Iden9fy	  and	  Reconcile	  Project	  X	  P&L	  Formulas	  for	  a	  Single	  Vanilla	  Posi9on.	  
Detailed	  Step:	  	  
For	  	  
1	  Posi9on	  in	  1	  Simple	  (Vanilla	  Govt	  Bonds)	  Instrument,	  	  
1	  Book,	  
1	  Region	  	  
2	  days	  in	  a	  row	  
intra-‐month,	  with	  no	  deals	  in	  progress	  
Do	  
1.	  Iden9fy	  and	  consolidate	  info	  about	  P&L	  formulas	  in	  Project	  X	  
2.	  Put	  those	  formulas	  in	  Excel	  
3.	  Reconcile	  Excel	  with	  live	  Project	  X	  books	  
Part	  of	  Strategy	  Called:	  	  
P&L	  Documenta9on	  
Impacts	  Objec?ves	  called:	  
Primary:	  Increase	  The	  Transparency	  
%	  (to	  Goal)	  	  1-‐3%	  ??	  (very	  rough	  guess,	  not	  strictly	  on	  the	  I	  T	  T	  scale	  MG)	  
Issue:	  are	  we	  in	  fact	  missing	  some	  objec9ves?	  (MG	  thinks	  we	  are).	  
Secondary:	  
Nega9ve:	  
Indirect	  Impacts	  Above:	  
P&L	  Consistency	  
Deliverables:	  
A	  spreadsheet	  (that	  increases	  our	  transparency)	  
Es?mated	  Time:	  
1	  week±?	  	  	  ?	  

Necessary	  Resources:	  	  
Development	  
Time	  from	  Michal	  or	  equivalent	  
Neil	  X	  on	  holiday	  un9l	  Wednesday	  14	  April)	  
Ben?	  
From	  Krishna’s	  group	  
Dinesh?	  
UAT	  1	  Environment	  
Assump9on:	  generally	  available	  every	  day	  
Assump9on:	  we	  do	  not	  need	  the	  downstream	  systems,	  at	  this	  stage	  
‘I’d	  like	  it	  to	  be	  a	  copy	  of	  produc9on”	  <-‐MG	  
I	  do	  not	  need	  a	  live	  system.	  	  <-‐	  MG	  
Dependencies:	  
D1:	  
Assump?ons:	  
A1:	  we	  are	  just	  doing	  front	  to	  front.	  
Issues:	  
I1:	  does	  anyone	  know	  if	  the	  Project	  X	  methodology	  is	  the	  same	  across	  regions	  <-‐	  Eric	  	  	  (nobody	  was	  

sure)	  
Resolu9on:	  Chris	  and	  …	  
I2:	  will	  any	  stakeholder	  really	  care?	  <-‐	  Eric	  
Risks:	  
R1:	  you	  might	  have	  to	  repeat	  this	  3	  	  9mes	  in	  order	  to	  get	  real	  value	  delivered	  <-‐	  Atul	  X	  
I	  might	  have	  to	  do	  it	  for	  every	  region,	  I	  am	  not	  sure	  there	  is	  any	  way	  to	  avoid	  it.	  
Future	  Step	  Varia?ons:	  “not	  this	  week’!	  
Trades	  not	  yet	  se4led	  
Forward	  star9ng	  trades	  
New	  issues	  
Fails	  
Cross	  end	  of	  month	  
Weekends,	  holidays	  
Late	  Trades/As	  Of	  
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8.	  Change	  designs,	  based	  on	  quan?fied	  experience	  of	  

implementa?on	  

Nobody	  can	  accurately	  predict	  the	  mul?ple	  	  effects	  of	  a	  design,	  which	  is	  added	  to	  a	  

mix	  of	  other	  designs	  in	  a	  real	  world	  se\ng.	  	  

•  It	  is	  too	  complicated,	  and	  we	  have	  too	  lirle	  knowledge	  to	  do	  so.	  	  

•  In	  fact,	  like	  cooking,	  it	  is	  easier	  to	  taste	  the	  effect	  incrementally,	  to	  be	  sure.	  

•  So,	  we	  are	  going	  to	  get	  some	  surprises	  

•  And	  our	  only	  recourse	  is	  to	  learn	  quickly,	  and	  adjust	  quickly.	  

–  We	  don’t	  want	  too	  much	  

–  And	  we	  don’t	  want	  too	  lirle	  of	  the	  effects	  

–  Just	  right	  is	  fine.	  

•  The	  reward	  for	  learning	  and	  for	  adjus?ng	  quickly	  is	  that	  we	  will	  reach	  more	  of	  

our	  cri?cal	  objec?ves,	  for	  less	  resource	  –	  or	  within	  our	  budgets	  and	  deadlines	  
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Quan?fied	  top	  level	  product	  objec?ves	  
NOTICE	  IN	  THE	  9TH	  WEEK	  OF	  12	  THE	  %	  IMPROVEMENT	  IS	  FAR	  MORE	  THAN	  75%	  

THIS	  IS	  ACHIEVED	  BY	  RAPID	  DYNAMIC	  FEEDBACK	  LEARNING	  AND	  REDEPLOYMENT	  

9	  
8	  

3	  
3	  

Confirmit	  Release	  8.5	  

http://www.gilb.com/tiki-download_file.php?fileId=32 
Paper on case. 
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9.	  Involve	  the	  stakeholders,	  every	  week,	  

	  in	  se\ng	  quan?fied	  goals	  

•  When	  stakeholders	  experience	  that	  you	  really	  
can	  deliver	  what	  they	  want	  

–  Then	  they	  will	  be	  more	  willing	  to	  spend	  9me	  with	  
you	  determining	  their	  real	  and	  immediate	  values.	  

–  Their	  values	  may	  have	  been	  changed	  by	  external	  
events,	  since	  you	  last	  determined	  what	  they	  want	  

–  Rese�ng	  requirement	  levels,	  is	  bringing	  the	  
requirements	  in	  line	  with	  current	  reality	  

•  Not	  locked	  into	  past	  misconcep9ons	  
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10	  .	  Involve	  the	  stakeholders,	  every	  week,	  
	  in	  actually	  using	  increments	  

•  ‘delivering	  working	  code	  to	  customers’	  is	  not	  smart	  enough	  
•  You	  need	  to	  deliver	  value	  increments	  to	  real	  stakeholder,	  

like	  a	  clear	  9me	  saving	  
•  You	  need	  to	  spread	  from	  trial	  stakeholders	  towards	  all	  of	  

them	  
•  You	  need	  to	  measure	  reasonably	  well,	  	  

–  But	  not	  perfectly	  
–  Some9mes	  ‘early	  indicators’	  (like	  speed	  for	  trial	  users)	  are	  more	  

useful	  than	  the	  unrealis9c	  dream	  of	  the	  final	  ‘lagging	  
indicators’	  (like	  9me	  saved	  and	  staff	  reduc9on)	  

•  You	  need	  to	  plan	  to	  capture	  other	  feedback	  in	  addi9on	  to	  
the	  primary	  measures	  of	  value	  delivery	  
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ACTUAL	  RESULTS	  IN	  SECOND	  12	  WEEKS	  OF	  USING	  ‘Evo’	  
Evo’s	  impact	  on	  Confirmit	  9.0	  product	  quali9es	  

Produc?vity	  

Intui?veness	  

Product	  quality	  

Time	  reduced	  by	  

38%	  

Time	  in	  minutes	  for	  a	  defined	  advanced	  user,	  
with	  full	  knowledge	  of	  9.0	  func?onality,	  to	  set	  
up	  a	  defined	  advanced	  survey	  correctly.	  

Probability	  increased	  
by	  175%	  

Probability	  that	  an	  inexperienced	  user	  can	  
intui?vely	  figure	  out	  how	  to	  set	  up	  a	  defined	  
Simple	  Survey	  correctly.	  

Customer	  value	  	  Descrip?on	  

Produc?vity	  

Product	  quality	  

Time	  reduced	  by	  

83%	  	  

and	  error	  tracking	  
increased	  by	  25%	  

Time	  (in	  minutes)	  to	  test	  a	  defined	  survey	  and	  
iden?fy	  4	  inserted	  script	  errors,	  star?ng	  from	  
when	  the	  ques?onnaire	  is	  finished	  to	  the	  ?me	  
tes?ng	  is	  complete	  and	  is	  ready	  for	  
produc?on.	  (Defined	  Survey:	  Complex	  survey,	  
60	  ques?ons,	  comprehensive	  JScrip?ng.)	  

Customer	  value	  	  Descrip?on	  



MORE	  ACTUAL	  RESULTS	  IN	  SECOND	  12	  WEEKS	  OF	  USING	  ‘Evo’	  
Evo’s	  impact	  on	  Confirmit	  9.0	  product	  quali9es	  

Number	  of	  responses	  

increased	  by	  1400%	  

Number	  of	  responses	  a	  database	  can	  contain	  
if	  the	  genera?on	  of	  a	  defined	  table	  should	  be	  
run	  in	  5	  seconds.	  

Performance	  

Number	  of	  panelists	  

increased	  by	  700%	  
Ability	  to	  accomplish	  a	  bulk-‐update	  of	  X	  
panelists	  within	  a	  ?meframe	  of	  Z	  sec. 	  	  

Scalability	  

Performance	  

Product	  quality	  

Number	  of	  panelists	  
increased	  by	  

1500%	  	  

Max	  number	  of	  panelists	  that	  the	  system	  can	  
support	  without	  exceeding	  a	  defined	  ?me	  for	  
the	  defined	  task,	  with	  all	  components	  of	  the	  
panel	  system	  performing	  acceptable.	  

Customer	  value	  	  Descrip?on	  
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My	  10	  Agile	  Values?	  	  
•  Simplicity	  

–  1.	  Focus	  on	  real	  stakeholder	  values	  

•  Communica?on	  
–  2.	  Communicate	  stakeholder	  values	  quan?ta?vely	  
–  3.	  Es?mate	  expected	  results	  and	  costs	  for	  weekly	  steps	  

•  Feedback	  
–  4.	  Generate	  results,	  weekly,	  for	  stakeholders,	  in	  their	  environment	  	  
–  5.	  Measure	  all	  cri?cal	  aspects	  of	  the	  improved	  results	  cycle.	  
–  6.	  Analyze	  devia?on	  from	  your	  ini?al	  es?mates	  

•  Courage	  
–  7.	  Change	  plans	  to	  reflect	  weekly	  learning	  
–  8.	  Immediately	  implement	  valued	  stakeholder	  needs,	  next	  week	  

•  Don’t	  wait,	  don’t	  study	  (analysis	  paralysis),	  don’t	  make	  excuses.	  	  
•  Just	  Do	  It!	  

–  9.	  Tell	  stakeholders	  exactly	  what	  you	  will	  deliver	  next	  week	  
–  10.	  Use	  any	  design,	  strategy,	  method,	  process	  that	  works	  quan?ta?vely	  well	  -‐	  to	  get	  your	  

results	  	  
•  Be	  a	  systems	  engineer,	  not	  a	  just	  programmer	  (a	  ‘Soucrauer’).	  
•  Do	  not	  be	  limited	  by	  your	  crau	  background,	  in	  serving	  your	  paymasters	  

Copyright	  2004-‐8	  Gilb,	  may	  be	  used	  ci9ng	  source	  
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My	  10	  Agile	  Values?	  	  
•  Slides	  note:	  I	  am	  not	  going	  to	  detail	  these	  points	  yet	  as	  I	  suspect	  I	  will	  not	  have	  ?me	  to	  

do	  them	  in	  a	  single	  keynote.	  
•  I	  have	  also	  not	  detailed	  the	  corresponding	  points	  in	  the	  Paper	  

–  Wriren	  for	  agilerecord.com	  

Copyright	  2004-‐8	  Gilb,	  may	  be	  used	  ci9ng	  source	  
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1.	  Focus	  on	  real	  stakeholder	  values	  
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Communica?on	  
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2.	  Communicate	  stakeholder	  values	  quan?ta?vely	  
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3.	  Es?mate	  expected	  results	  and	  costs	  for	  weekly	  steps	  
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Feedback	  
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4.	  Generate	  results,	  weekly,	  for	  stakeholders,	  in	  their	  environment	  	  
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5.	  Measure	  all	  cri?cal	  aspects	  of	  the	  improved	  results	  cycle.	  
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6.	  Analyze	  devia?on	  from	  your	  ini?al	  es?mates	  
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Courage	  
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7.	  Change	  plans	  to	  reflect	  weekly	  learning	  
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8.	  Immediately	  implement	  valued	  stakeholder	  needs,	  next	  week	  

•  Don’t	  wait,	  don’t	  study	  (analysis	  paralysis),	  don’t	  make	  excuses.	  	  
•  Just	  Do	  It!	  
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9.	  Tell	  stakeholders	  exactly	  what	  you	  will	  deliver	  next	  week	  
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10.	  Use	  any	  design,	  strategy,	  method,	  process	  that	  works	  quan?ta?vely	  well	  
-‐	  to	  get	  your	  results	  	  

•  Be	  a	  systems	  engineer,	  not	  a	  just	  programmer	  (a	  ‘Soucrauer’).	  
•  Do	  not	  be	  limited	  by	  your	  crau	  background,	  in	  serving	  your	  paymasters	  
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