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Agile trainer and coach
IT Project Manager
Columnist, blogger
Former President of PMI
Denmark Chapter

Part of PMI’s global agile
taskforce in 2015
Reviewer of PMI’s Agile
Practice Guide (on its
way in 2017)
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Agility and projects + What is an agile project
manager?




Project Performance in general

“Organizations are wasting an average of $97 million for every $1 billion invested,
due to poor project performance—that’s a 20 percent decline from one year ago”
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Figure 1: Project
Performance Metrics

B Met original goals/business intent
m Completed within original budget
Completed on time
Experienced scope creep
B Failed projects’ budget lost

B Deemed failures

Source: PMI Pulse of the Profession 2017




What does PMI say about agility in general?

‘ 10076
Source: PMI Pulse of the Profession 2017
BFG
B Always
66 mOften
L ) ) ) ) ) Sometimes
AGILE Organizations increasingly embrace agile as a technique for managing | Rarely
projects. A full 71 percent of organizations report using agile approaches for W Never
their projects sometimes, often, or always.
207
AGILE APPROACHES
0%

Q: How has the organizational agility of your organization changed over the last five years?

0% 20% 40% 60% 80% 100%

Global Total

M It has become much greater M |t has become slightly greater It has not changed

M It has become slightly less It has become much less
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What is an agile project manager

= “Agile project management is a value-driven approach that allows Project
Managers to deliver high-priority, high-quality work and look like rock stars to their
stakeholders. It is nothing like the plodding, costly and error-prone approach to
project management, which has delivered inconsistent results for years.”

= Source: VersionOne

= “Agile project management focuses on continuous improvement, scope flexibility,
team input, and delivering essential quality products. Agile project management
methodologies include scrum, extreme programming (XP), and lean, among others.

These methodologies all adhere to the Agile Manifesto and the 12 Agile Principles,
which focus on people, communications, the product, and flexibility.”

= Source: Agile for Dummies
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What is an agile project manager

= When it comes to agile project management roles, most agile processes - Scrum in
particular - do not include a project manager. Agile “project manager” roles and

responsibilities are shared among others on the project, namely the team, Scrum
Master and product own

= Source: Mountain Goat Sof
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What does PMI say?

= The PMI Agile Certified Practitioner (PMI-ACP)® formally recognizes your
knowledge of agile principles and your skill with agile techniques. It will make you
shine even brighter to your employers, stakeholders and peers.
The PMI-ACP spans many approaches to agile such as Scrum, Kanban, Lean,
extreme programming (XP) and test-driven development (TDD.) So it will increase
your versatility, wherever your projects may take you.
= Source: PMI
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The agile project manager’s balancing act




What are we Project Managers really?
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| spend a lot

Scheduling m
Following up ¢
Collecting dat

Reporting Sta
Sending mails
Hunting down

That sounds like admin work

You must be
secretary!
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The project
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Maybe that's not really the right title?

I
NO!! Ah!
I’'m a firefighter!

My projects would fail v
me

So you are the hero?
Are you in a disaster movie?
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Who do you want to be?

There are ways to achieve all

f?
Leader” of this

Director?

Risk manager?
Service delivery ma
Maybe all of the ab

You don’t need to be hindered
from being all that you can be
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Let Kanban help you

Kanban enables project

managers to realize their full
potential
* To manage risk
* Lead with confidence
* Delight customers
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Why use Kanban?




Agile — the safe path to success?
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"Kanban systems help organizations
Improve predictability of knowledge worker
activities

Kanban can give you reliable, predictable,
trustworthy services”
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Kanban and Projects

Projects can be viewed as a big batch -
sometimes a very big batch - of work

This batch is treated according to Kanban
practices and agreed policies to optimize
throughput and flow
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Why use Kanban to control your projects?

It makes invisible project work visible

Justa g
view of
No com
Kanban

ance at your board gives you a clear
NOW Yyour project is doing

neting backlogs. What is not in your
system does not exist

You control all "suppliers” in one board
The tasks flow faster = shorter time-to-market
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The Kanban Method

The ultra-short version




The Kanban Method

Simple underlying principles

1.

w

Intangible Goods (professional services) businesses can be managed like
physical, tangible goods businesses

Represent intangible goods with tangible artifacts

GITAL STuFF—
74 I%TANGBLE.{’

Make invisible work & workflows visible

Control and limit inventory of intangible goods
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The Kanban Values

Agenda 2 Agenda 3
ImAgr?)Cg?ngnt Service Organizational
P transformation change
* Transparency e Customer focus e Understanding
e Balance * Flow * Agreement
* Collaboration * Leadership * Respect
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The Four Change Management Principles

2. Agree to pursue
improvement through
evolutionary change
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The six core practices

2. Limit work in
progress 3. Manage flow

4. Make policies
explicit

5. Implement
feedback loops

6. Improve
collaboratively and
evolve experimentally
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of

ldeas Analysis

Pool Rick Requi-
rements

O(@3-%3| @2-23

Engin-

Comm-
itted

@

Delivery Kanban

Development

3)

Ongoing Done

Testing

€

Verification

Min & Max limits

ensure sufficient

options are always

available

333 sfoent acquiringi

1 8

A E—
Committed Work

ptions

Discar.

Commitment point




Pg: J Risk -
ldeas Analysis

Requi-
rements
Analysis

22-2%

Ready
for
Engin-
eering

Development

Ongoing

€

Done

Testing

€

Verification| Done

—
EE——————

MdVShaIS 01

~ Service Request Manager

I

Discarded

XVvVOoFro o207

Commitment point




Transparency, Predictability, Higher Quality




The Cynefin (/_kantvin/kun-£v-in) framework

complex Complicated
Sense

sense

Analyze
Respond Resp,z;d
Emergent Good Practice

Disorder

4. Too confusing to ChGOth
wait for a Act
knowledge based Sense
response Respond
Novel

1. We have no clue
where this belongs Dave Snowden, 1999
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https://en.wikipedia.org/wiki/Help:IPA_for_English
https://en.wikipedia.org/wiki/Help:Pronunciation_respelling_key

The Big Picture from the ISO 21500 Standard
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| | Projact i
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I ¥ | |
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Build an information flow

change ' change |
G Operations A
J:{>

Review

: : : info ':>info Risk
Replenishment meetings force social e Do Review
collaboration from multiple stakeholders chaﬂge y1 ﬁnfo S
who have to agree on selections or agree a change )
democratic voting system or a capacity Service
allocation system — D@I'\{e"ﬂ
info Review

Bi-Weekly ' Monthly
change change info info change

Delivery

, | Planning
Meeting ——2 | M eeting

Quarterly
info

Replenishment/ w Kanban

Commitment
M 66tl'l/\g H info

I'M ’ = -
2 IOLE. A SOMETHING .
— S\ Per delivery cadence
” Test ! [ UAT

Weekly ' Daily
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Bullseye or ballpark?

Deterministic planning

Kanban works with probabilistic planning

Occurences

Lead time distribution (working days)

18 -
16
14
12
10

8
&
4 -
2
a

63% of the time, we
can deliver in no
more that 5 days.

30% of the time, we

deliver in 3 days

1 2 3 4 5 6 7 & 9 10 11 12 13 14 15 16

Lead time in days
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Cost of Delay function sketches and Class of

Service

Color Function Class of service and its policies

A Expedite — white; critical and immediate cost
— | of delay; can exceed other kanban limit
(bumps other work); limit 1

impact

time
A Fixed date — orange; cost of delay goes up
significantly after deadline

impact

time
A Standard - yellow; increasing urgency, cost of
delay is shallow but accelerates before
/; leveling out

impact

time

A Intangible — blue; cost of delay may be
significant but is not incurred until significantly

% later, if at all

time

impact
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Standardization of requirements etc.

Requested by: Date Requested

Feature name

Format: [customer] [action] [purpose]

Description

This portion of

Cost of Delay Classification (required)

Check M the type of Feature per the cost of delay. .the Fo rm

O Expedite - critical and immediate cost of delay qu le{y Fe l{ 0 ut

[ Fixed date - cost of delay goes up significantly after deadline....date: OF use 't ,'S an

[ Standard- cost of delay goes up increasingly over time :
e . Y example of an

evolutionary

relic

e or more of the following (optional)

ojected Revenue

[0 Opportunity Cost

= Estimated 6 month revenue loss if not implemented

. Estimated 6 month operating expenses if not implemented

= Estimated cost of man hours or other resources if not implemented

Suggested stories (optional)

XVvVOoFro o207



Predictability and transparency in practice




If it doesn’t work — try something else

We cannot put people on formula, but we may be
able to persuade them to look at the way they work

Kanban controls the work and not the people
= Forget "Method dogma”

= ook at the results and leave old habits if they
are not effective

= Transparency matters (but can be intimidating)

XVOolro o207 Passion for Projects 2017

RESOLUTIONS 7 ME ??
JUST WHAT ARE You

IMPLYING 7 THAT T NEED

TO CHANGE 72 Wl BuDDY,
AS FAR AS IM CONCERNED

I'M PERFECT THE WAY
LAM’

35




The goals of “flow" systems
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Goals:
Reduce context switching
Reduce work in progress
Steadier workflow
Reduce massive workload (achieve balance)
Make sure the work is important and focused
Clearer priorities from stakeholders
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Example: Prioritizing Market Segments




No more to-do-lists Visualization of

Project X

Red box = WIiP
control area

DONE
E)DDQ 0

I know enough to
determine if 3rd

parties are in good

J xvolo oms Passion for Pro jects 2017 E]



Visualization level of
completion moving

DISp|ayIng FISk aﬂd < Visualization of risk “Iet|0n ad tasks towards the

using yellow and red review column
magnets ‘ .
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An advanced example of a Kanban card/ticket

Decovrators
(Shape & Color)

Sometimes used to

' highlight
# Num b er <(/\Z O dependency risk
Title.... (Letter)
Color of the ticket S Edd/ y Sometimes used to
2 Start o/ g3 visualize legacy
. s 5 Ty process“art.lfa.cts’ ,
Typically used [ | Checkboxes... S 3 — s such as “priority
to indicated risk 1 OO0 [ End ]
technical or risk 2 . thor |
skillset risks = L L
TR & Lo Dates
Sometimes used to
: : record local cycle
B.u SM?SS V..lSk ! l l " time per work state
visualization
n green SLA or
Age (days elapsed) Target Date

XVvVOoFro o207



Triage: Cleaning up the backlog

= “Pull” creates a pressure to triage:
= What should we do immediately?

= What can wait until later?
= And if so, when? (a scheduling problem)
= What shouldn’t we do at all? (discard)

= When you develop a strong triage discipline you will be on your way to achieving
end-to-end “pull”

XVOFro o217 Passion for Projects 2017
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Example: Replenishment meeting board

XVvVOoFro o207

“Top 10”
customer
committed

features

SLA clock ticking
(days)

“Intangible”
capacity
allocation

Sized as “21
days or less”

“Cost of delay”
class of service
index

Dots depict
dependencies

Expedite
Feature
borrows people
from regular
teams

Trophy cabinet
“recent features
complete”




A real-world example: The delivery board
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NB! There is an
agile coach working
with the team
working agreements
have been made




A real-world example: The discovery (upstream) board and the

dependency board

This is how
requirements are
qualified and
prioritized in this
board

In this board you
see dependencies 6
weeks rolling




The 3 boards seen in connection
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What makes the real difference

= Visualization and transparancy

* The well-defined cadences

" Frequent dialogue with the customer
=" The predictability

= Simply the simplicity!

Why does my kanban board not work???
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A few examples of metrics and reporting
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No matter how you control your projects -
the classic way or agile - there will
usually be a legitimate reporting
requirement from you management,
steering committee, or customer



Project X
High level deliverables and milestones

Phase 1 Phase 2 Phase 3

Analysis of

requirements / Activity 1 Activity 3

Activity 4

Acces to

Activity 2 Activity 5 Activity 6
systems

* ®: ¢ *: *: *; L L * ®:

10/5 6/6 10/6 Date: Date: Date: Date: Date: Date:

Project Access Analysis Act. 1 Act. 2 Act. 3 Act. 4 Act. 5 Act. 6
start established complete complete complete complete complete complete complete

Phase 4 Phase 5 Phase 6
Activity 13

\ Activity 8

Activity 7 / \

Activity 9 / Activity 10 Activity 11 Activity 12

o

! r 1T 1 | |

L B ® & L Jb) *: &

Date: Date: Date: Date: Date: Date:
Act. 7 Act. 8 Act. 9 Act. 10 Act. 11 Act. 12
complete complete complete complete complete complete
Internal 3rd party Joint
© 2016 activities activities activities

Xvoto ApS )VO I-O

T,
Da’te: 15

Project
complete
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How are the finances doing?

Budget 1000 EUR

1800
1700
1600
1500
1400
1300
1200
1100
1000

900

700

Budget / actuals

== Project budget

==Total actual

3rd party budget
= 3rd party actuals

== Budget own cost

Actual own cost

XVvVOoFro o207
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Will we finish on time and with the right quality?

Requirements delivery

350

325

300

275

N
o
o

-
(%4}
o

Number of requirements
=
~
(9]

[uny
N
(65}

100

75

50

25
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M Estimated # requirements accepted

B Actual # requirements accepted
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How good are we at keeping our deadlines?

Delivery predictability

50

45

40

35

30

25 M Delivery to deadline or before

B Completion after deadline
20

mRETIRRAREL

April '15 June July August  September  October  November December January'l6 February March

No. of activities completed
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The monthly/weekly report

Project Status Report - March 2016

= A brief report showing only the [ ceneratsias

The project team is delivering in a stable pace. Both the subcontractor and our internal team.....

highlights. It contains brief infor- | eroiectbuagevs. actuas
. During the past month we have managed to keep the total budget on track. We are a bit above our budget
L] for 3" party effort but a bit below own budgeted cost. During the next month we intend to.....
mation about:
. Budget / actuals
= Budget and calendar risks
= Quality delivered

= Forecast accuracy

——Project budget
——Total actual
~—3rd party budget
——3rd party actuals
e Budge t own cost

e Actual own cost

= A couple of pages are usually
enough

R Y N
SRR o“yﬁf @"é@‘ & R A &
o € F§ o

3. Requirements acceptance rate
During the month of March we have seen only few requirements that have not been accepted. We are still

= Make progress transparent J it below the number of the total expected accepted requirements, but we...

Requirements delivery

M Estimated # requirements
135 accepted

5 M Actual # requirements accepted

Number of requirements
(=Y
=~
i

4. Delivery to agreed deadlines

XVO ro © 2017 In Mapcgggkl\&ﬁeﬂﬂp b% &g@bigb stability and have delivered nearly all activities according to the agreed 53

deadlines. We are not facing any risks concerning ....




Yes, but how?

Depending on reporting
requirements, note the
needed information, such as
dates in and out, on each
Kanban card/ticket. Then you
can do the rest in Excel.

That’s all good and fir
how do | get info out ¢
Kanban board and int
reports?
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Everything can be measured and quantified

= Measure often!

= Measure what keeps you in control

= Measure what you want your stakeholders/steering committee to know
= Measure what your stakeholders/steering committee want to know
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Predictability matters

BAD NEWS =»
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Key take-aways

= Visualization and " Showing predictability
transparency makes all will give you peace to
the difference : !‘\ ‘ do your work

iR )
£ -2 /4
3 ' @ /
i\ ;
£y N
S

= The techniques in = Be close to your
Kanban improves customer, and under-

flow = faster time-to- il stand what value means
market to him or her

I am sometimes asked: Then I will ask:

“But can you prove that it’s “Is your project track record where

Kanban that makes it work?” you want it to be? If not — what
have you got to lose?”

XVvVOFS o©2016
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= Contact information
" annette@xvoto.dk
= Webpage: www.xvoto.dk
= Blog: xvoto.wordpress.com

= You can also reach me via LinkedIn, Twitter, and Facebook
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