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Implementing Agile in
Non-Agile World

By Kshitij Agrawal
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Application Context

Customers Multiple Channels Java Front End  MF Legacy Backend Other Systems

)
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Corporate
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Private / Wealth

Multiple

Geographies <Tight|y coupled system. Slow Development>

Distributed Team




Type of work

. WorkStack )

Constituents

@ h N B
Strategic Production New Product

Enhancement Fixes Launches

0 J J )

All these work requests were being delivered in the form of
multiple waterfall projects.



Org Context— Matrix Organization

Model 1 Model 2
oo

Function 4 Infra Team 4

Function 5 Infra Team 5



Org Context — Hierarchical

Hierarchical Org Growth = Climbing the ladder



http://www.google.co.in/url?sa=i&source=imgres&cd=&cad=rja&uact=8&ved=0CAwQjRwwAA&url=https://www.linkedin.com/pulse/20140715214111-11135213-career-advice-for-climbing-the-corporate-ladder&ei=SMFzVYf7BYTjuQTe84OgCg&psig=AFQjCNFxfMcDUUs0IxKR2uRJi3kauZHXjw&ust=1433735880175110

Org Context - Heavy Processes

High Governance Ever increasing Processes
Multiple Approval Board



Org Context — One size fits all

P F £
More than amount of process, issue is with one size fits all approach



Application Context — Lack of IT agility

Is business agility feasible without IT agility?

Tight coupling Legacy Systems
Complex dependencies Slow development



Agile Challenges — Tools & Infrastructure
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Lack of tools & infrastructure




Drivers for Change
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First attempt towards agile

There is serious problem of
scope creep and you are

suggesting we do development
without covering all
requirements.

We think there is need of more
controls to handle this chaos
and what made you think tha
we should remove processes




Solving the right problem ...

50 YOU EXAMINED
ALL OF THE PROBLEMS
IN THE COMPANY AND

DECIDED THE ROOT

CAUSE WAS CHAIRS?

WERE
ALSO S0 OUR
LOOSEN-  PROBLEMS
ING THE ARE CHAIRS |
DRESS  AND PANTS?

STARTING NEXT WEEK,
OUR MEETINGS WILL
BE STAND-UPS™ WITH
NO CHAIRS, 50 WELL BE
MORE FOCUSED.
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Million dollar question is — are we fixing the right problem?

Pic from http://dilbert.com/strip/2013-02-15



Solving the right problem

e Too Many
Stakeholders
with no central
decision maker

e Support from
infra teams

e Demand Supply
mismatch

4 )

e |

& Causes |

e |nterdependencies
Leading to
Deadlock

e \Wastage in
building consensus

e \Waste in wait time

4 )
e Poor Time to

Market

e Production
Disruptions

e Demotivated
team

e Flow Jams

)

"

¥ Outcome|



Solving the business problem

» Dedicated Product Owner Team.
Stakeholders

< N
i Product Owner Development Team

Business Analysts
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» Building Consensus
> Prioritization (focus on MVP) Lead / Release Manager
» Managing dependencies H

» Guide development m

» User acceptance testing
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Solving the business problem

» Dedicated infrastructure resources. Slightly higher cost, still
beneficial due to reduced waste.

» Work in small chunks.

» Combining work requests and doing quarterly releases

Month 1 2| 3| 4| 5| 6| 7| 8| 9/10|11|12
Release 1 —————t—"T—T>

Release 2 e ——p——t— >

Release 3 |—|'—|—[——|'—|+

More control, more visibility, improved time to market and less

production disruption.




Challenges post new model

Month 1 2| 3| 4| 5| 6 V4 8 ol 10| 11| 12
Release 1 |—F— 3>

Release 2 ———

Release 3 — T

» Six months is still long period to see outcome
» Scope creep, Adhoc work requests still causing issues
» Changes costly and discouraged

» Slow development and release overheads

Not agile but a good starting point for that. Major wins were:
» Single product owner
» Dedicated infrastructure resources

» Team getting into a rhythmic frequent development mode




Agile Journey Begins....




Technical Backlog

Testing Improvements &
Automation Backlog

Leads To
‘ Technical Agility

Supports

Reusable Tools

Improving Infrastructure
Business Agility

Continuous Integration

Pair Programming &
Test Driven Development


http://www.google.co.in/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&ved=&url=http://www.reddit.com/r/setx&ei=QMpzVdKYCYKbuQSw14EI&bvm=bv.95039771,d.c2E&psig=AFQjCNHxbnsrx_K8dVjKtwFZZpFiT5AUGw&ust=1433738176527738

Strategic verses tactical

Business
Functionality

Prod Fixes

Mandatory

Enhancements

Technical
Enhancements

Testing
Automation

Infrastructure

Technical
Backlog




Team Collaboration

Daily Stand-up with task board Collaboration Tools
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Wiki Content
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How to use this wiki library .
You can use this wiki library to share knowledge, brainstorm ideas, collabora
I;Juzdt:,. build an encyclopedia of knowledge, or just write down daily informat
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Team Distribution
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Distributed across locations based on speciality. Throw over the wall attitude
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Rebalancing teams to have independent team with all specialities at each location



Feedback Loops




Agile Training and Coaching




Collaboration with authorities
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Collaboration with QA

Customization of processes for agile - To fulfill the same purpose
but in a different way.

Work Features N
Requests Stories

User Story
< 11-01
User Story
K
User Story
Feature 12 —

Isn’t this same as what you call as traceability Matrix?




Revised Model — Scrum or Kanban

» Due to legacy code, some stories take more than 2 weeks and can’t be broken

functionally.

» Due to defects, prod fixes and other reasons, backlog is more fluid than ideal for

iterative development.

Iterative Frameworks

No work in progress limit
within iteration

KANBAN

=2

WIP Limit

Work in progress limit but
no iteration boundary

>



Revised Model

Week 1

Week 2

Week 3

Week 4

Week 5

Week 6

Week 7

Week 8

Retrospectives (4w)

ES

Planning Cadence (2w)
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Showcase cadence (2w)
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Backlog grooming discussions multiple times a week (on demand)

]
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Weeks

10| 11

12|13

14| 15

16| 17

18

Release 1

Scoping & release plannning

Design Development testing in 2 weeks long iterations

Deployment to test environment and skim test

Combined system testing and UAT

Implementation Preparations, Audit, Approvals
- Production Deployment




Revised Model

Weeks | 1] 23
Release 1
Release 2

Release 3 I

Scoping, Release plannning, Story Writing, Estimation, high level architecture discussion
Development and Testing

Deployment to test environment and skim test

Hardening - UAT, NFT, End to End testing

Implementation Preparations, Audit, Approvals
-Production Deployment

» Three releases running in parallel but only one development phase at a time.
» Backlog grooming during development cycle.

» Part of team capacity kept aside for test & prod support.



Next Steps

» Reduce initial planning & prioritization phase.
» Continue with technical enhancements to speed up development.
» Further automation to reduce hardening period.

» Resolving test environment constraints to have better ‘DONE
DONE’ definition.



Summary

» Agile is not “Silver Bullet”, the key is to understand root causes.

» Best way to sell agile is to implement some agile practices and
show value.

» Avoid jargons, use the language which people understand.
» Engage organization leadership.

» Collaborate and build relationships with PMOs & support
functions.

» Focus on technical agility.
» Focus on being agile rather than doing agile.

» Remember AGILE is a journey rather than destination.



Questions ?



Thank You ©



