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BIO

« Name: Jorge Monterrosa, MBA , PMP

o 25+ yearsin SW dev and Project
Management

 UF Graduate (Go Gators!)

 Worked across multiple verticals: High Tech,
Travel and Tourism, Wireless, Natural
Resources, Government, Insurance,
Consulting, etc.

« Came into Agile in Aug 2004

o Currently at Carnival Cruise Lines, Manager
of Digital Technical Systems (75+
resources), where we launched a Change
Management Program in 2010 from
Waterfall to Agile %choosing SCRUM)

® CCL = 6 scrums + 1 support team 10/16/2013 @2



Today’s tfocus

e What to expect from today’s session
 From the top — Watertall versus Agile
e Readiness - Checklists

e Do’'s and Dont’s

e Continuous Delivery
e Q&A

HurndawnChart |

|| Sprint Kovicw
. Meeting

® SCRUM ecosystem 10/16/2013 @3



What to expect

e This is not a prescriptive session — No step by step

* | will cover core concepts and dive deeper where

appropriate for this class

Why are you wanting to change
Key dimensions of going to Agile
Readiness assessments

Planning

Execution

Measurements

Reinforcement

 Open discussion, sharing experiences from others

O O O o o o o
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Waterfall Model

« The waterfall model is a sequential design process, often
used in software development processes, in which
progress is seen as flowing steadily downwards (like
a waterfall) through the phases of Conception,
Initiation, Analysis, Design,

Construction, Testing, Production/Implementation, and
Maintenance.

 The waterfall development model originates in
the manufacturing and construction industries; highly
structured physical environments in which after-the-fact
changes are prohibitively costly, if not impossible. Since
no formal software development methodologies existed
at the time, this hardware-oriented model was simply
adapted for software development.l

® hitp://en.wikipedia.org/wiki/Waterfall model 10/16/2013 @5




Watertall Model — contd

Reguirements

Design

/ CONS

» Rigid, inflexible (scope)

o Difficult to estimate with
certainty

* Different teams at
different times

* Too long before users get

to see results

® Waterfall Methodology

~

-

/PROS

Implementation

\ projects

~

Since the 1970s (40+ yrs)
Very detailed, sequential
Clear beginning/end
Early detection of errors
Large, cross platform

Verification

H

Maintenance
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Agile Model

* Agile software development is a group of software
development methods based on iterative and
Incremental development, where requirements and
solutions evolve through collaboration
between self-organizing, cross-functional teams. It
promotes adapftive planning, evolutionary
development and delivery, a iime-boxed iterative
approach, and encourages rapid and flexible
response to change. It is a conceptual framework
that promotes foreseen interactions throughout the
development cycle. The Agile
Manifestoll infroduced the tferm in 2001.

® hitp://en.wikipedia.org/wiki/Agile _development 10/16/2013 @7




Agile Model — conta

SCRUM PROCESS

PREPARATION fec s

SCRUM

&*Initial productbacklog PROCESS
Initial release plan log

Stakeholderbuy-in
Assemble team
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Why Agile Methodology

« No documentation or very little

« Development without requirements

e Adhoc processes or barely existent

 Liffle training required

o Self adjusting teams, no management layer

o Lifttle oversight, | do as | please and in short bursts
e Loose commitments and accountability

e | code half the time and browse the internet half
the fime

e Pays me more for less

® Footer Text 10/16/2013 @9



Why Agile Methodology

jion or very litflg

No documegy
Developg
Adhoc prs
Little training¥
Self adjusting teX
Little oversight,/ and in short bursts
Loose comig A ability

| code hg (5 internet half
the time

Pays me md3

Pocment layer
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Basics

_ - Adaptability
Process

Strategy

Efficiency Effectiveness

.___I-,.,_.-,|"|.-1.I 5“—“-'“;‘:.

Technology| People

Team
| Foundation

Server -

® Same old paradigm 10/16/2013 @ 11



Real benetits in Agile

Increased delivery of requirements by 300%

o From 1 year to every 3 months
o Quicker ROI

Increased sales by over 120% year of year

o Consistently grown online presence three years running
o Now a maijor pillarin overall sales

Teams are empowered and energized

o Self adjusting teams
0 Actively learning from each other and increasing their effectiveness

Quality increases

o Smallincrements of functionality are deployed
0 Better monitoring is in place

Production stabilizes quicker

® Footer Text 10/16/2013 ® 12



From the top

« Make no mistake ... going from Waterfall to Agile IS
a MAJOR project

o Change Management at the core
o Six months to two years for first wave

e Options
o Do itinternally (grass roots, POC)
o Vendor aided

o Senior sponsorship, Partnership and Decision makers
 Fundingis key

e MUST HAVE Team Support
e Training

 Other projects don't stop

® Footer Text



The promised land

Increased Communicalion
and Team Ownership

Iterative Planning
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But first — a little pain

J-ﬂ__-"
'.-:-..:“ nf:_" lh___ -

e The team has to ‘jive’

« Not everyone gets it on
the first try

e Three to six sprints to get a
usable velocity

e Done definition stabilizes

® No pain ... No gain 10/16/2013 ® 15



Readiness

« Being Agileis “In”, “Cool”, “Progressive”, “Hip"...
but it's more than that !
« Here are some key things to think about:
o Company's Culture — Don't fry to change it

0 Business landscape — Are there key drivers within the
company or economy driving the search for faster

solutions?
0 Are you looking to change the entire IT department or .
just your immediate team - Size DOES matter. No /5/9; I'm Cool
'
sho’rgun approach, start small and then scgle out 3 Like
o Howis the money allocated? Can you easily get K - That
additional resources as the need arises? g"-@;

o Timelines flexible? Can you afford to take a crack aft it
and if failure try againg

o Product fits well for agile? Is this a centralized SW scope
with one clear owner or multiple owners with variant
degrees of control and demands not always aligned
with each other?

® Footer Text 10/16/2013 ® 16



Readiness — contd

o Jorge's 10 Point checklist
1. Strategy — Does the business and IT have a clear picture of what's needed
(Themes and Epics, prioritization scheme)

2. Parinership and Commitment - Is the business ready to commit dedicated
resources and own the results (beginning to end — Product Owner);
?edicc’red resources in IT: Scrum Masters, BAs, Tech leads, Devs, Testers,

upport

3. Funding - Is there money behind this change? Both in support of external help,
training, adaptation, tools, monitoring and controlling? Staffing Pattern — cross
functional team (5-10) dedicated

Training — Raomp up, Coaching, Lessons learned

Environments and Tools:

 Devs, Single/Multiple builds, Systest, TFS

« Automation, UAT, Security, Staging,

* Monitoring; Tealeaf, Splunk, Omniture, Other

6. Automation — build faster, scan faster, test faster, deploy faster

7. Quality Assurance — Quality Control and quality gates

8. Pipeline management - Release management, scrum of scrums
9.

1

=

Reporting — Metrics and Auditing, Dashboards
0. Governance - Funding, Scope assignment, Standards, KPIs

Another example by Elena Yatzeck @

http://padqilista.blogspot.nl/2012/12/a-corporate-agile-10-point-checklist.html 10/16/2013 ®17




Enough about Readiness
How do we get there?

Gettlng there‘



An Approach

« Coming up with a Plan - 7 key areas

1.

No os W N

Understand your immediate target audience - Interview feam members (get
perspectives, readiness level, supporters)

Alignment with the business sponsors - Meet with key stakeholders and business
sponsors; confirm their understanding on what you are about to launch

Extract key drivers (tfechnical and business drivers for change) - common themes
and value add dimensions

Choose an agile methodology - Need a framework to guide your team

Prepare documentation — Rules of engagement, presentations and communication
plan

Execute - Deploy POC, measure and report; communicate
Support — Coach, remove obstacles and reinforce where needed

. De’rermme key team members — POC should contain your top
supporters for change (both technical and business)

 Prepare marketing plan — YES... marketing plan; out of sight
out of mind

. Ercszgre timely feedback to key decision makers on progress of

e Thisis a mental state and a Journey
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Do’s

e Confirm companies readiness

e Ensure at least one business senior management leader
(preferably CXO level) is behind you

 Clear budget — Money DOES move everything

e Plan for fransition — Org charts (old and new teams)
 Capacity Plan - Both from yourself and targeted team
« Consultants — Don't be a Hero; bring outside help
 Standard operational variables

o

O O O O O

QA Framework and toll gates
Quality Conftrol

Testing and Automation
Builds and intfegration
Configuration Management
DevOps

® Footer Text 10/16/2013 @20



DO,S — Cont’d

o Getyour best resources — POC

o People who are excited about it
o People who can drive with little direction
o Proven performers

o« Get asmallrisk project

o Choose a project well — start small and scale slowly
o You'llneed at least 6 months before you can claim some victory

e Product Cenftric Model

o Get buying from the business to structure a PCM
o Align your scrums to product lines

e Training — Ensure everyone gets a solid baseline

o Agile methodologies are inherently lean but everyone needs to see the same picture
o Everyone should use the same terms and they should mean the same to everyone

 Time bound — Commit to a trial period and then measure - POC
e Give SCRUM atry ... it's a proven methodology

e QA /QC -Thisis VERY important, have a Test Plan

« Automation — In order to achieve your maximum you'll need this

« Technology — Choose your tools carefully, they will make you or
break you

® Footer Text 10/16/2013 @21



Dont’s

o Grass roots — May work short term but it won't go far
o Scattered team — No full commitment from team

« Don'tstart if you are not truly ready

 Not enough funding

e Leadership

e Properly trained resources

o Product Owner
o Scrum Master

o Technical Lead
0 Business Analysts

e Under estimate Scaling out (1 to many) oversight layer

o Pipeline management
0 Release management

® Footer Text 10/16/2013 @22



Dont’s — contd

Tools — don’'t underestimate the criticality of tools

Supporting teams — Don’'t be alone, it's a family

o Configurafion Management
o Engineering
o Production Support

Under communicate — Key documentation, model
relationship of agile tfeams and business ; other IT
teams

Estimation models — Waterfall and Agile (it's @
reality)

New resources — Plan for adequate training and
Infegration (scrum masters, BAS)

® Footer Text 10/16/2013 @23



Executing
The Change Management
Program

(This is not just a dev exercise)

10/16/2013 @24



Managing Complex Change

® Dr. Mary Lippitt

Confusion Anxiety Resistance Frustration Treadmill
— Vision { Vision I Vision —  Vision | Vision
Skills —  Skills —  Skills —  Skills —{  Skills
Incentives —! Incentive —| Incentive — Incentive | Incentive
Resources — Resources — Resources —{Resources — Resources
Action | | Action L Action | Action Action
Plan Plan Plan Plan Plan
Vision is the Skills are the Incentives are the Resources are Action Plan
guiding force KSAs necessary types of rewards money, time, gets everyone
behind what to effect the & recognition that equipment. maoving in the
you're trying to. change. keep the team same direction.
engaged.

10/16/2013 @25



Building Commitment

Internalization/Habit

LEVEL OF COMMITMENT

COMMIT
Institutionalization
Q . AR EDUCATE
Bargaining .
Positive Perception .
Awareness o
=S INFORM
Y W L4
>
TIME
Unawareness Confusion Negative Decision Not to Support Withdrawn  Compliance Commitment
Perception of Support Change After Use
the Change

® Process absorption

10/16/2013 @26



Continuous Delivery

o All forces need to align across all supporting teams
to have a well oiled delivery machine

o Confinuous Delivery is a core concept to Agile

o CM, Integration, Automated builds, Scans, Automated Tests, Deployments
(DEVOPS)

e Production monitoring

o Did our deployment succeed? How do you know?
o Tools —Tealeaf, Splunk, Omniture, Other logs

o System behaviors — Sales are the same or did they drop/increase¢ Call
center volume?¢

o Adaptive monitoring

® Footer Text 10/16/2013 @27



We offer 3 kinds of service: "
GOOD - CHEAP - FAST ‘

GOOD service CHEAP won't be FAST
GOOD service FAST won't be CHEAP
FAST service CHEAP won't be GOOD

® Eye on the prize 10/16/2013 @28
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