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Agile Credibility

• Agile ‘Grandfather’
(Tom)

• Agile Practice
– IT: decades (Kai and
Tom)
– Organisations:
Decades (Citigroup,
Intel, HP, Boeing)

– Practicing ‘Agile’ IT
Projects since 1960
– Preaching Agile since
1970’s (CW UK)
– Acknowledged Pioneer
by Agile Gurus and
Research
• See Presenter Note to
this slide for detail

© Gilb.com
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Defining ‘agile’
• “Any set of tactics that
enable a prioritised
stream of useful
results, in spite of a
changing
environment”
–

TsG 7 June 2013

© Gilb.com
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‘Agile’ = Wrong Focus, Results = Right Focus.

• A focus on ‘Agile’, is the
wrong level of focus.
– Using agile tactics that
‘work’, (= deliver value)
– is a good idea.

• Focus on results,
• no matter what.
• As your UK Prime
Minister emphasises
“Value for Money”

© Gilb.com
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Can we understand Agile
in terms of technology/Project Management ?
and organisational agility ?
and stipulate any similarities and differences?

• Traditional Agile for IT (Scrum, XP)
– Is unfortunately not tuned to deliver business
value.
– It tries to speed (‘velocity’) code production.
– As is, traditional Agile is not useful for business
purposes.
© Gilb.com
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Can we understand Agile
in terms of technology/Project Management ?
and organisational agility ?
and stipulate any similarities and differences?
• The Agile IT & Business Model we recommend
(=‘Evo’)

– Is focussed on business value delivery
– Is used to distinctly co-ordinate IT work to deliver measurable
business value
– Deutsche Bank has recently made ‘Evo’ their standard for
managing all other ‘Agile’ work (Paul Fields)
– Evo ‘connects’ the business with IT efforts, and all other
improvement efforts
© Gilb.com
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Stakeholders

Learn

Measure

Values
Value Management
Process

Deliver

Solutions

Develop

Decompose
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Stakeholders

Learn

Measure

Values
Value Management
Process

Scrum
Deliver

Solutions

Develop

Decompose
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Value Decision Tables: ‘Evo’ Tools
Business Goals
Profit
Market Share
Resources

Training Costs
-10%
50%
20%

Stakeholder Val.

Intuitiveness

Training Costs
User Productivity
Resources
Product Values
Intuitiveness
Performance
Resources

© Gilb.com

User Productivity
40%
10%
10%

-10%
10 %
2%
GUI Style Rex
-10%
50%
1%

Prioritized List
1. Code
Optimize
2. Solution 9
3. Solution 7

Performance
50 %
10%
5%
Code Optimize
40%
80 %
2%

Scrum Develops

We measure
improvements
Learn and Repeat

Agile Enterprise Delivery Model
□
□
□

Begins with a high-level product vision/architecture
Continues with needs development/release planning
Includes agile delivery teams to realize business value

☞
☞
☞
Beck, K., & Fowler, M. (2001). Planning extreme programming. Upper Saddle River, NJ: Addison-Wesley.
Highsmith, J. A. (2010). Agile project management: Creating innovative products. Boston, MA: Pearson Education.
Larman, C., & Vodde, B. (2010). Practices for scaling lean and agile development.
Boston, MA: Addison-Wesley.
© Gilb.com
Leffingwell, D. (2011). Agile software requirements: Lean requirements practices for teams, programs, and the enterprise. Boston, MA: Pearson Education.

Source:
David Rico
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Agile Enterprise Delivery Model

☞
☞
Source:
David Rico

☞
© Gilb.com
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How do Lean & Agile Intersect?
□
□
□

Agile is naturally lean and based on small batches
Agile directly supports six principles of lean thinking
Agile may be converted to a continuous flow system

Agile Values Lean Pillars Lean Principles
Empowered
Teams

Lean & Agile Practices
• Customer relationships, satisfaction, trust, and loyalty

Relationships • Team authority, empowerment, and resources

• Team identification, cohesion, and communication
• Product vision, mission, needs, and capabilities
Respect
Customer Value• Product scope, constraints, and business value
for People
• Product objectives, specifications, and performance
Customer
• As is policies, processes, procedures, and instructions
Collaboration
Value Stream • To be business processes, flowcharts, and swim lanes
• Initial workflow analysis, metrication, and optimization
• Batch size, work in process, and artifact size constraints
• Cadence, queue size, buffers, slack, and bottlenecks
Continuous
Flow
Iterative
• Workflow, test, integration, and deployment automation
Delivery
• Roadmaps, releases, iterations, and product priorities
Continuous
Customer Pull • Epics, themes, feature sets, features, and user stories
Improvement
• Product demonstrations, feedback, and new backlogs
Responding
• Refactor, test driven design, and continuous integration
to Change
Perfection • Standups, retrospectives, and process improvements
• Organization, project, and process adaptability/flexibility

❶

❷

Source:
David Rico

Flow Principles

Decentralization
Economic View
WIP Constraints
& Kanban
Control Cadence
& Small Batches
Fast Feedback
Manage Queues/
Exploit Variability

❸

Womack, J. P., & Jones, D. T. (1996). Lean thinking: Banish waste and create wealth in your corporation. New York, NY: Free Press.
Reinertsen, D. G. (2009). The principles of product development flow: Second generation lean product development. New York, NY: Celeritas.
© Gilb.com
Reagan, R. B., & Rico, D. F. (2010). Lean and agile acquisition and systems
engineering: A paradigm whose time has come. DoD AT&L Magazine, 39(6).
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How do Lean & Agile Intersect?
Agile Values

Lean Pillars

Lean Principles

Relationships

Empowered
Teams

Respect
for People

• Customer relationships, satisfaction, trust, and loyalty
• Team authority, empowerment, and resources
• Team identification, cohesion, and communication

• Product vision, mission, needs, and capabilities
Customer Value • Product scope, constraints, and business value
• Product objectives, specifications, and performance

Customer
Collaboration

Value Stream

• As is policies, processes, procedures, and instructions
• To be business processes, flowcharts, and swim lanes
• Initial workflow analysis, metrication, and optimization

• Batch size, work in process, and artifact size constraints
Continuous Flow • Cadence, queue size, buffers, slack, and bottlenecks
• Workflow, test, integration, and deployment automation

Iterative
Delivery

Continuous
Improvement

Customer Pull

Responding
to Change

Perfection

❶

Lean & Agile Practices

• Roadmaps, releases, iterations, and product priorities
• Epics, themes, feature sets, features, and user stories
• Product demonstrations, feedback, and new backlogs
• Refactor, test driven design, and continuous integration
• Standups, retrospectives, and process improvements
• Organization, project, and process adaptability/flexibility

❷

© Gilb.com

Source:
David
Rico
Flow Principles

Decentralization

Economic View

WIP Constraints
& Kanban
Control Cadence
& Small Batches

Fast Feedback

Manage Queues/
Exploit Variability

❸
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Agile World View
□
□
□

“Agility” has many dimensions other than IT
It ranges from leadership to technological agility
The focus of this brief is program management agility
Agile Leaders

Agile Organization Change

☞

Agile Acquisition & Contracting
Agile Strategic Planning
Agile Capability Analysis

☜

Agile Program Management
Agile Project Management
Agile Systems Development
Agile Processes & Practices
Agile Tools

Source:
David Rico

Agile Information Systems
Agile
Tech.
© Gilb.com
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Agile World View
Agile Leaders
Agile Organization Change
Agile Acquisition & Contracting

☞

Agile Strategic Planning
Agile Capability Analysis

☜

Agile Program Management
Agile Project Management
Agile Systems Development
Agile Processes & Practices
Agile Tools
Agile Information Systems
Agile Tech.

Source:
David Rico
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Agile Project Leadership
□
□

□

❶
❷

Agile management is delegated to the lowest level
There remain key leadership roles & responsibilities
Communication, coaching, and facilitation key ones
Customer Communication
Product Visioning

Facilitate selection of methods for obtaining and maintaining executive commitment, project resources,
corporate communications, and customer interaction
Facilitate selection of methods for communicating product purpose, goals, objectives, mission, vision,
business value, scope, performance, budget, assumptions, constraints, etc.

Distribution Strategy

Facilitate selection of virtual team distribution strategy to satisfy project goals and objectives

Team Development

Facilitate selection of methods for training, coaching, mentoring, and other team building approaches

Standards & Practices

Facilitate selection of project management and technical practices, conventions, roles, responsibilities,
and performance measures

Telecom Infrastructure
Development Tools

❸

Source:
David Rico

Facilitate selection of high bandwidth telecommunication products and services
Facilitate selection of agile project management tools and interactive development environment

High Context Meetings

Facilitate selection of high context agile project management and development meetings

Coordination Meetings

Facilitate selection of meetings and forums for regular communications between site coordinators

F2F Communications
Performance Management

Facilitate selection of methods for maximizing periodic face to face interactions and collaboration
Facilities selection of methods for process improvement, problem resolution, conflict management,
team recognition, product performance, and customer satisfaction

16

Source:
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Agile Project Leadership
❶

❷

Customer Communication
Product Visioning

Facilitate selection of methods for communicating product purpose, goals, objectives, mission, vision, business
value, scope, performance, budget, assumptions, constraints, etc.

Distribution Strategy

Facilitate selection of virtual team distribution strategy to satisfy project goals and objectives

Team Development

Facilitate selection of methods for training, coaching, mentoring, and other team building approaches

Standards & Practices
Telecom Infrastructure
Development Tools

❸

Facilitate selection of methods for obtaining and maintaining executive commitment, project resources, corporate
communications, and customer interaction

Facilitate selection of project management and technical practices, conventions, roles, responsibilities, and
performance measures
Facilitate selection of high bandwidth telecommunication products and services
Facilitate selection of agile project management tools and interactive development environment

High Context Meetings

Facilitate selection of high context agile project management and development meetings

Coordination Meetings

Facilitate selection of meetings and forums for regular communications between site coordinators

F2F Communications
Performance Management

Facilitate selection of methods for maximizing periodic face to face interactions and collaboration
Facilities selection of methods for process improvement, problem resolution, conflict management, team
recognition, product performance, and customer satisfaction

© Gilb.com

Source: David Rico
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Agile Recap
□
□
□

☞
☞
☞
☞
☞
☞
☞
☞

Agile methods DON’T mean deliver it now & fix it later
Lightweight, yet disciplined approach to development
Reduced cost, risk, & waste while improving quality
What

How

Result

Flexibility

Use lightweight, yet disciplined processes and artifacts

Low work-in-process

Customer

Involve customers early and often throughout development

Early feedback

Prioritize

Identify highest-priority, value-adding business needs

Focus resources

Descope

Descope complex programs by an order of magnitude

Simplify problem

Decompose

Divide the remaining scope into smaller batches

Manageable pieces

Iterate

Implement pieces one at a time over long periods of time

Diffuse risk

Leanness

Architect and design the system one iteration at a time

JIT waste-free design

Swarm

Implement each component in small cross-functional teams

Knowledge transfer

Collaborate

Use frequent informal communications as often as possible

Efficient data transfer

Test Early

Incrementally test each component as it is developed

Early verification

Test Often

Perform system-level regression testing every few minutes

Early validation

Adapt

Frequently identify optimal process and product solutions

Improve performance

© Gilb.com

☜
☜
☜
☜
☜
☜
☜
☜
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How

Result

Flexibility

Use lightweight, yet disciplined processes and artifacts

Low work-in-process

Customer

Involve customers early and often throughout
development

Early feedback

Prioritize

Identify highest-priority, value-adding business needs

Focus resources

Descope

De-scope complex programs by an order of magnitude

Simplify problem

Decompose

Divide the remaining scope into smaller batches

Manageable pieces

Iterate

Implement pieces one at a time over long periods of time

Diffuse risk

Leanness

Architect and design the system one iteration at a time

JIT waste-free design

Swarm
Collaborate

Implement each component in small cross-functional
teams
Use frequent informal communications as often as
possible

Knowledge transfer
Efficient data transfer

Test Early

Incrementally test each component as it is developed

Early verification

Test Often

Perform system-level regression testing every few
minutes

Early validation

Frequently identify optimal process and product solutions

Improve performance

Adapt

Agile Recap

What

Source:
David Rico
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14 Pitfalls of Agile methods
● Change – Use of top-down, big-bang organization change, adoption, and institutionalization.
● Culture – Agile concepts, practices, and terminology collide with well-entrenched traditional methods.
● Acquisition – Using traditional, fixed-price contracting for large agile delivery contracts and projects.
● Misuse – Scaling up to extremely complex large-scale projects instead of reducing scope and size.
● Organization – Unwillingness to integrate and dissolve testing/QA functional silos and departments.
● Training – Inadequate, insufficient, or non-existent agile training (and availability of agile coaches).
● Infrastructure – Inadequate management and development tools, technologies, and environment.
● Interfacing – Integration with portfolio, architecture, test, quality, security, and usability functions.
● Planning – Inconsistency, ambiguity, and non-standardization of release and iteration planning.
● Trust – Micromanagement, territorialism, and conflict between project managers and developers.
● Teamwork – Inadequate conflict management policies, guidelines, processes, and practices.
● Implementation – Inadequate testing to meet iteration time-box constraints vs. quality objectives.
● Quality - Inconsistent use of agile testing, usability, security, and other cost-effective quality practices.
● Experience - Inadequate skills and experience (or not using subject matter experts and coaches).
•

(Note. Firms may prematurely "revert" to inexorably slower and more expensive traditional methods or "leap"
onto lean methods that may not adequately address common pitfalls of adopting agile methods.)

•

© Gilb.com

Source: David Rico http://davidfrico.com/agile-pros-cons.pdf

Source:
David Rico
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14 Promises of Agile methods
● Value – Delivers highest-priority customer capabilities, features, requirements, and needs.
● Risk – Reduces project scope, requirements, size, complexity, and risk.
● Discipline – Fast, flexible, and cost-effective, yet highly disciplined planning and delivery method.
● Efficient – Small strategy, portfolio, planning, process, work in process, batch, queue, and team size.
● Feedback – Uses planned and unplanned daily, bi-weekly, and release feedback cycles.
● WIP Constraints – Uses portfolio, capability, feature, user story, and iteration size constraints.
● Teamwork – Small, high-performing, fast, and cost-efficient cross-functional, multi-disciplinary teams.
● Requirements – Uses collaboration and rapid feedback to elicit hidden, inexpressible user needs.
● Architecture – Uses lean, just-enough, just-in-time, and high-performing architectures and designs.
● Design – High-performing, loosely-coupled functional slices validated and delivered one-at-a-time.
● Flexibility – Fast, inexpensive, and abstractive workflow, development, and delivery technologies.
● Quality – Automated verification, validation, configuration mgt., documentation, and deployment.
● Complete – Combines of state-of-the-art business, lean, and technical principles and practices.
● Improvement – Built-in daily, bi-weekly, and release process improvement cycles.

Source:
David Rico
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Wow!
• That is a l o n g ‘shopping list’ of
nice ideas
• We will focus and simplify now,
for your immediate purposes

© Gilb.com
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Our Specific Recommendations

© Gilb.com
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Agile Policy
• Focus Fanatically on Early incremental
delivery of real improvement, as defined
officially in our Balanced Scorecard.
• Do NOT allow long, large-funding projects to
exist, unless they produce incremental
results early and often

© Gilb.com
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What does ‘Agile’
really mean for The Company?
1. Frequent, Early, Continuous stream of
measurable results, locked in
2. Empowerment to focus on the results; be judged
by the results; and to decide frequently what really
works, and what does not, based on facts.
3. Real ability to learn fast what works, and to
change, both objectives and strategies, in response
to external stakeholder needs.
© Gilb.com
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Management Pre-requisites
• Tactics you have to master to be ‘Agile’
– 1. Project or Activity ‘Decomposition by
Deliverable Value’
• 20 Principles, 111111 Method (Gilb)

– 2. Quantification and later, Measurement of
Critical Objectives, and sub-attributes (CPI’s)
– 3. Responsibility assignment for Results
– Empowerment to choose and manage the ‘means’
© Gilb.com
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Management Actions, Sequence
• Overview
– 1. agree to this Agile Policy
– 2. Adopt initial set of Quantified Results Objectives
– 3. Empower Managers and their Result Teams to
go after the results

© Gilb.com
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Management Actions Sequence
• More Detail

© Gilb.com
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1. agree to this Agile Policy
1.1 Agree in principle to the draft policy now
1.2 Edit the final Policy
1.3 Get formal agreement in appropriate
instances
1.4 Establish Policy Owner (CEO?)
1.5 Publish Policy
1.6 Present at Meetings
1.7 Publish Plans supporting the Policy
© Gilb.com
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2. Adopt initial set of
Quantified Results Objectives
2.1 Establish that the Balanced Scorecard (BSC) measures
are the initial immediate state of Quantified Objectives
2.2 Edit a better set of BSC objectives
2.2.1 particularly where no quantified objective exists
2.2.2 making objectives even clearer
especially wrt priorities
2.2.3 making objectives even more relevant
2.2.4 making actual measurement process directly specified
Meter: a specified measurement process or outline

© Gilb.com
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3. Empower Managers and their
Result Teams to go after the results
3.1 Assign all results objectives to Board Level
Managers
3.2 They will assign to Middle Managers
3.3 Middle managers will assign to individuals or
teams
3.4 Terms of Empowerment will be defined and
given
Powers to stop, to initiate, to prioritise, to spend, to
object, to advise
© Gilb.com
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Practical Examples from The Company
•
•
•
•

Current Plan
Improved Quantified Specification
Relationships: Objectives and Activities
Reporting Progress: Results only

© Gilb.com
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Key Business Objectives (on Public Website)
Progress our business
Transformation Programme
Sustain critical business
processes and systems for
the duration of the
Transformation Programme
to ensure a safe service
Execute our Delivery
Programme to meet annual
policy charges and new
stakeholder priotities

Comments:
• 1. The ‘objectives’ are ‘NOT’
(business objectives or results).
• 2. They are MEANS to get results.
(Progress, Sustain, Execute)

• 3. The RESULTS are not defined here,
referred to here, or included in BSC
– But the intent is to improve this
– We did a draft of (1) with Jack, May.
See next slides

• 4. The Activities are

– Costs
– Processes (ensure, develop)
– NOT clearly and explicitly related to
any planned quantified business
results

© Gilb.com
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Transformation Objectives Quantified
Growth.Platform
Work done by Jack PPPP and Kai Gilb, on May 22nd 2013, as an exercise
Dept-Value
Headline: improve the price we can achieve for the debt.
Scale: % value of debt over total loaned as valued by defined [Source]for defined [DeptType].
Meter: RAB rating
Past [May 2013, Source =Government, Dept-Type=MSL] 30 % <- BIS
Goal [May 2015, Source =Government, Dept-Type=MSL] Past+1 % <- BIS
Past [May 2013, Source =Market, Dept-Type=MSL] ?? 20±10 % <- Jack & Stephen wild
guess
Goal [May 2015, Source =Market, Dept-Type=MSL] Past+1 % <- guess

Headline: create centers of excellence with business culture that has
potential to grow into new markets and products <- Mick L
Scale: % difference in cost to enter a new market or introduce a new
product on top of the platform The Company has, compared to doing
the same thing from scratch.
Past [May 2013] 0±20% <- Jack wild guess
Tolerable [May 2015] 10% <- guess
Goal [May 2015] 40% <- guess
Wish [May 2025] 80% <- Jack

Past [May 2013, Source =Government, Dept-Type=ICR] 60 % <- BIS
Goal [May 2015, Source =Government, Dept-Type=ICR] Past+1 % <- BIS
Past [May 2013, Source =Market, Dept-Type=ICR] ?? 50±10 % <- Jack & Stephen wild
guess
Goal [May 2015, Source =Market, Dept-Type=ICR] Past+5 % <- guess
Impacted by: Security, Data Quality, Ease of Repayment, External??
HE-Reform-Delivery
Scale: % of HE-Reforms delivered before Jan 2016
Tolerable [Jan 2016] 80%
Goal [Jan 2016] 100 %
Reform.Adaption
Headline: create centers of excellence that meet both planned and unknown future
reforms. <- Mick L
Scale: average time from an ideal date initially suggested by BIS of a defined [ReformType] until Reform is operational.

Customer-Satisfaction
Headline: demonstrate customer focus by delivering services to a standard
and in a way that thrills our customers.
Scale: customer satisfaction rating in % of Customers satisfied.
Past [May 2013] 80% <- Customer Insight team
Tolerable [May 2015] 90% <- guess Jack
Goal [May 2015] 98% <- guess Jack
Customers: defined as: {loan holders, new applicants, higher education}

Past [May 2013, Reform-Type=Legislative] 18 months <- Jack wild guess
Tolerable [May 2015, Reform-Type=Legislative] 18 months <- guess
Goal [May 2015, Reform-Type=Legislative] 6 months <- guess
Past [May 2013, Reform-Type=Strategic] 1 year <- Jack wild guess
Goal [May 2015, Reform-Type= Strategic] 3 months <- guess

Operational.Cost
Scale: OPEX per [Customer-Type]
34
Past [May 2013] £25 <- Jack "100M £ / 4M customers"
Tolerable [May 2015] £15 <- guess Jack

© Gilb.com

Transformation Objectives Quantified: detail
Dept-Value
Headline: improve the price we can achieve for the debt.

Scale: % value of debt over total loaned as valued by defined [Source] for defined [Dept-Type].
Meter: RAB rating
Past [May 2013, Source =Government, Dept-Type=MSL] 30 % <- BIS
Goal [May 2015, Source =Government, Dept-Type=MSL] Past+1 % <- BIS
Past [May 2013, Source =Market, Dept-Type=MSL] ?? 20±10 % <- Jack & Stephen wild guess
Goal [May 2015, Source =Market, Dept-Type=MSL] Past+1 % <- guess
Past [May 2013, Source =Government, Dept-Type=ICR] 60 % <- BIS
Goal [May 2015, Source =Government, Dept-Type=ICR] Past+1 % <- BIS
Past [May 2013, Source =Market, Dept-Type=ICR] ?? 50±10 % <- Jack & Stephen wild guess
Goal [May 2015, Source =Market, Dept-Type=ICR] Past+5 % <- guess
Impacted by: Security, Data Quality, Ease of Repayment, External??
© Gilb.com

Work done by Jack Perschke, Stephen,
and Kai Gilb, on May 22nd 2013, as an
exercise
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Transformation Objectives Quantified: detail
Growth.Platform
Headline: create centers of excellence with business culture that has potential to
grow into new markets and products <- Mick L
Scale: % difference in cost to enter a new market or introduce a new product on top
of the platform The Company has, compared to doing the same thing from scratch.
Past [May 2013] 0±20% <- Jack wild guess
Tolerable [May 2015] 10% <- guess
Goal [May 2015] 40% <- guess
Wish [May 2025] 80% <- Jack

© Gilb.com

Work done by Jack Perschke, Stephen,
and Kai Gilb, on May 22nd 2013, as an
exercise
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Key Business Objectives
• Comment
– This level of quantification is an
excellent start.
– It is missing from most other
Objectives totally! 1 2 3 7.
– As good as it is, it can be improved
• Using ‘Planguage’
• To define critical cases
• To define other targets and
constraints than the 1
• To include info about current levels
• To define shorter term deadlines
• To include justification for the levels
• To define Responsibility
• To point to specific ‘means’ to the
ends (programmes, projects, tactics)
• And much more
• (See example tbd)

Tuesday, 17
September 13

© Gilb.com
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Suggested Policy for Top level Objectives
•

Top level objectives shall:

– Be expressed as one or more, quantified and measurable, relevant and critical,
attributes
• So we get extreme clarity of purpose, shared vision, trackable effort to get results

– Contain one or more numeric ‘benchmarks’

• So we know exactly where we are, our baselines.

–

Contain one or more numeric constraints

• So we are well aware of the worst acceptable improvement, and can prioritise that level at
least.

– Contain a set of Targets (to represent our ambitions and realities)
• So we can select near-term wins, for critical, high-volume, cases

– Contain a shortlist of critical Stakeholders (with direct contact)
• So we know who to consult about content and changes

– Contain Result Responsibility managers and groups
– And much more (see Planguage templates, CE book, for specific ideas)

• These Objectives are our primary purposes, and we need to invest deeply in them!

© Gilb.com
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Suggested Policy for Top level Objectives
•

Top level objectives shall:
– Be expressed as one or more quantified and
measurable relevant and critical attributes
• So we get extreme clarity of purpose, shared
vision, trackable effort to get results
– Contain one or more numeric ‘benchmarks’
• So we know exactly where we are
–
Contain one or more numeric constraints
• So we are well aware of the worst acceptable
improvement, and can prioritise that
– Contain a set of Targets to represent our ambitions
and realities
• So we can select near term wins for critical
volume cases
– Contain a shortlist of critical Stakeholders (with
direct contact)
• So we know who to consult about content and
changes
– Contain Result Responsibility managers and groups
– And much more (see Planguage templates, CE book,
for specific ideas)
• These Objectives are our primary purposes,
and we need to invest deeply in them!

Growth.Platform
Type: Top Level The Company Objective
Version June 7 2013
Owner: Jack
Headline: create centers of excellence with business culture
that has potential to grow into new markets and products <- Mick L

Scale: % difference in cost to enter a defined [Market] or
introduce a new [Product] on top of the platform The
Company has, compared to doing the same thing from
scratch.

© Gilb.com

Past [May 2013] 0±20% <- Jack wild guess
Tolerable [May 2015] 10% <- guess
Goal [May 2015] 40% <- guess

Goal [April 2014, Market = X, Product = Y] 35%
Wish [May 2025] 80% <- Jack

Stakeholders: A, B C
Result Responsibility: Manager X, Team Growth
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And then there is the problem of ‘Activities’, strategies, and all other ‘means’ for reaching our top level
critical business objectives

• Policy Suggestion Basis

– All ‘means’ are only as good
as their potential
contribution to our goals,
– And ultimately only as good
as their real measured
contribution to our goals

• Policy

– All proposed means to
reach our numeric Goals

• Will be estimated for
expected effect (IET Method,
in CE)
• Will be prioritised for
implementation based on
value for money (theoretical,
and then real)
• All ‘means’ will be
decomposed into small
practical implementations in
The Company
– So we can see early if they
work in practice

© Gilb.com
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1. Objective: the Activities “Tagged”
CCSR: Complete the Core Systems Replacement (CSR)
procurement process through to contract award
NDSHE: Complete delivery of the new digital services for
HE part-time and Further Education (FE) 24+ Advanced
Learning Loan
BIF: Establish the business improvement framework
within the Transformation Programme
ODW: Establish the organisational design workstream to
design a fit- for-purpose future business model
MAASS: Prepare the organisation for migration of agreed
activities to shared services
© Gilb.com
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Estimate the effect of our activities on our Goal
by 2015?
CCSR NDSHE BIF

ODW

MAASS ∑

Growth.
Platform

0 <-> 40

0% ?

50%

20% -10%

35%±5

95%

Cost

100

50

10

35

65

260K£

Value/£

0/100

50/50

20/10

-10/35

35/65

Priority

0

2

1

0

3

© Gilb.com
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Impact Estimation
IE In more detail

IE Results

• Is based on documented
evidence
• Documented source
• ± uncertainty (spread of
experience)
• Defined Credibility (0.0 to
1.0)

•
•
•
•
•
•
•
•

© Gilb.com

Forces us to think
Forces us to plan better
Allows us to present ideas and
strategies better
Imposes result responsibility
better
Gives an initial Result Budget
Helps us see priorities better
Helps us see risks better
Gives basis for project progress
accounting in relation to the
‘budgeted’ results and costs
43

Suggested Policy for ‘Activities’
(the Heart of Agile is these ‘small steps of results)

Policy outline
• Decompose into activities
that give impact on our
Goals
– Not just do big projects that
we HOPE will give
unspecified impacts

• Specify the ‘Activities’ so
well (clear, detailed) that
they are ‘guaranteed’ to
have the estimated effects

Consequences
•
•

•
•

We need to teach and coach decomposition
into value delivery packets
We need to teach and coach specification
to the required level of clarity and
effectiveness
We need to teach impact estimation, based
on credible evidence
Management needs to demand that these
standards be met
– Using Spec QC with numeric Exit would help
management make sure that this was done
in practice (see CE book, Simple SQC)
– Example McDonnell Douglas, and Primark,
and Intel experience cases

© Gilb.com
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Agile Result Delivery
Policy
Consequences
• Teams will normally deliver
• Holistic thinking will be
(prove on small scale)
necessary
improved results weekly
– (not just ‘IT’ or ‘code’)
• Successful results will be
• Visible improvements will
scaled up as fast as possible
happen fast (this year)
• The basis for any increment
• There will be no big
will be the current
infrastructure investments
organization and systems
without gradual early proof
• Investment will prioritise
of effectiveness
successful efforts and teams
© Gilb.com
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7 Agile Values
Feedback

Simplicity:
1. Plan for and focus all development
activities, on delivering real stakeholder
values.

Communication
2. For every weekly delivery cycle,
estimate & communicate expected
development costs and results,
quantitatively.

3. Deploy to stakeholders, in their
environment, real improvements, every
week.
4. Measure all critical aspects of the
deployment.
5. Analyse deviation from estimates.

Act!
6. Change plans and actions to reflect
weekly learning.
7. Next week, again deliver high priority
Stakeholder Values. Don’t wait!

© Gilb.com (Kai’s version of Tom Gilb’s Ten Agile Values)
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12 Tough Questions - NUMBERS

1. Why isn't the improvement
quantified?

© Gilb.com
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12 Tough Questions - RISK

2. What is the degree of the risk
or uncertainty and why?

© Gilb.com
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12 Tough Questions - DOUBT

3. Are you sure? If not, why not?

© Gilb.com
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12 Tough Questions - SOURCE

4. Where did you get that from?
How can I check it out?

© Gilb.com
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12 Tough Questions - IMPACT

5. How does your idea
affect my goals, measurably?

© Gilb.com
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12 Tough Questions-ALL CRITICAL FACTORS

6. Did we forget anything
critical to survival?

© Gilb.com
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12 Tough Questions - EVIDENCE

7. How do you know it works that
way? Did it before?

© Gilb.com
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12 Tough Questions - ENOUGH
8. Have we got a complete solution?
Are all objectives satisfied?

© Gilb.com
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12 Tough Questions – PROFITABILITY FIRST

9. Are we planning to do the
'profitable things' first?

© Gilb.com
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12 Tough Questions - COMMITMENT

10. Who is responsible for failure
or success?

© Gilb.com
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12 Tough Questions - PROOF
11. How can we be sure
the plan is working,
during the project, early?

© Gilb.com
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12 Tough Questions – NO CURE?

12. Is it a ‘no cure, no pay’
contract? Why not?

© Gilb.com
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12 Tough Questions: N
1. Why isn't the improvement quantified?

7. How do you know it works that way?
Did it before?

2. What’s the degree of risk or uncertainty
and why?
3. Are you sure? If not, why not?
4. Where did you get that from? How can I
check it out?
5. How does your idea affect my goals,
measurably?

8. Have we got a complete solution? Are
all objectives satisfied?
9. Are we planning to do the 'profitable
things' first?
10. Who is responsible for failure or
success?
11. How can we be sure the plan is
working, during the project, early?

6. Did we forget anything critical to
survival?

12. Is it ‘no cure, no pay’ in a contract?
Why not?

© Gilb.com
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End
• See following backup slides
if you want or have time

• Tom@Gilb.com
• Kai@Gilb.com
• www.Gilb.com

© Gilb.com
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Backup Slides
• Assume there is not enough time
• So we can refer to these or bring them out on
questioning

Tuesday, 17
September 13

© Gilb.com
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20 Sept, 2011 Report on Gilb Evo
method (Richard Smith, Citigroup)
•
•
•
•
•
•

http://rsbatechnology.co.uk/blog:8
Back in 2004, I was employed by a large investment bank in their FX e-commerce IT department as a business analyst.
The wider IT organisation used a complex waterfall-based project methodology that required use of an intranet application to manage
and report progress.
However, it's main failings were that it almost totally missed the ability to track delivery of actual value improvements to a
project's stakeholders, and the ability to react to changes in requirements and priority for the project's duration.
The toolset generated lots of charts and stats that provided the illusion of risk control. but actually provided very little help to the
analysts, developers and testers actually doing the work at the coal face.
The proof is in the pudding;

used Evo (albeit in disguise sometimes) on two large, high-risk projects in front-office investment banking businesses, and

–

I have
several smaller tasks.

–

On the largest critical project, the original business functions & performance objective

requirements document,
which included no design, essentially remained unchanged over the 14
months the project took to deliver,

–

–

but

the detailed designs (of the GUI, business logic, performance characteristics) changed many

many times, guided by lessons learnt and feedback gained by delivering a succession of early deliveries to real users.

successfully went live
over over one weekend for 800 users worldwide, and was
In the end, the new system responsible for 10s of USD billions of notional risk,

seen as a big success by the sponsoring stakeholders.
“ I attended a 3-day course with you and Kai whilst at Citigroup in 2006”
© Gilb.com
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Previous PM Methods:
No ‘Value delivery tracking’.
No change reaction ability
•
•
•

•

•

•

http://rsbatechnology.co.uk/blog:8
Back in 2004, I was employed by a large investment bank in their FX ecommerce IT department as a business analyst.
The wider IT organisation used a complex waterfall-based project
methodology that required use of an intranet application to manage and
report progress.
However, it's main failings were that it almost totally missed the ability
to track delivery of actual value improvements to a project's
stakeholders, and the ability to react to changes in requirements
and priority for the project's duration.
The toolset generated lots of charts and stats that provided the illusion of
risk control. but actually provided very little help to the analysts,
developers and testers actually doing the work at the coal face.
The proof is in the pudding;
–
I have used Evo (albeit in disguise sometimes) on two large, highrisk projects in front-office investment banking businesses, and
several smaller tasks.
–
On the largest critical project, the original business functions &
performance objective requirements document, which
included no design, essentially remained unchanged over
the 14 months the project took to deliver,
–
but the detailed designs (of the GUI, business logic, performance
characteristics) changed many many times, guided by lessons learnt
and feedback gained by delivering a succession of early deliveries to
real users.
–

In the end, the new system responsible for 10s of USD billions of
notional risk, successfully went live over over one weekend
for 800 users worldwide, and was seen as a big success by
the sponsoring stakeholders.

• “However, (our old project
management methodology)
main failings were that
• it almost totally missed the
ability to track delivery of
actual value
improvements to a
project's stakeholders,
• and the ability to react to
changes

– in requirements and
– priority
“ I attended a 3-day course with you and Kai–whilst
at Citigroup
in 2006”
for the
project's
duration”63
© Gilb.com
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We only had the illusion of control.
But little help to testers and analysts
•
•
•

•

•

•

http://rsbatechnology.co.uk/blog:8
Back in 2004, I was employed by a large investment bank in their FX ecommerce IT department as a business analyst.
The wider IT organisation used a complex waterfall-based project
methodology that required use of an intranet application to manage and
report progress.
However, it's main failings were that it almost totally missed the ability
to track delivery of actual value improvements to a project's
stakeholders, and the ability to react to changes in requirements
and priority for the project's duration.
The toolset generated lots of charts and stats that provided the illusion of
risk control. but actually provided very little help to the analysts,
developers and testers actually doing the work at the coal face.
The proof is in the pudding;
–
I have used Evo (albeit in disguise sometimes) on two large, highrisk projects in front-office investment banking businesses, and
several smaller tasks.
–
On the largest critical project, the original business functions &
performance objective requirements document, which
included no design, essentially remained unchanged over
the 14 months the project took to deliver,
–
but the detailed designs (of the GUI, business logic, performance
characteristics) changed many many times, guided by lessons learnt
and feedback gained by delivering a succession of early deliveries to
real users.
–

In the end, the new system responsible for 10s of USD billions of
notional risk, successfully went live over over one weekend
for 800 users worldwide, and was seen as a big success by
the sponsoring stakeholders.

• “The (old) toolset
generated lots of charts
and stats
• that provided the
illusion of risk control.
• But actually provided very
little help to the analysts,
developers and testers
actually doing the work at
the coal face.”

“ I attended a 3-day course with you and Kai whilst at Citigroup in 2006”
© Gilb.com
Tuesday, 17
September 13
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The proof is in the pudding;
•
•
•

•

•

•

http://rsbatechnology.co.uk/blog:8
Back in 2004, I was employed by a large investment bank in their FX ecommerce IT department as a business analyst.
The wider IT organisation used a complex waterfall-based project
methodology that required use of an intranet application to manage and
report progress.
However, it's main failings were that it almost totally missed the ability
to track delivery of actual value improvements to a project's
stakeholders, and the ability to react to changes in requirements
and priority for the project's duration.
The toolset generated lots of charts and stats that provided the illusion of
risk control. but actually provided very little help to the analysts,
developers and testers actually doing the work at the coal face.
The proof is in the pudding;
–
I have used Evo (albeit in disguise sometimes) on two large, highrisk projects in front-office investment banking businesses, and
several smaller tasks.
–
On the largest critical project, the original business functions &
performance objective requirements document, which
included no design, essentially remained unchanged over
the 14 months the project took to deliver,
–
but the detailed designs (of the GUI, business logic, performance
characteristics) changed many many times, guided by lessons learnt
and feedback gained by delivering a succession of early deliveries to
real users.
–

In the end, the new system responsible for 10s of USD billions of
notional risk, successfully went live over over one weekend
for 800 users worldwide, and was seen as a big success by
the sponsoring stakeholders.

• “The proof is in the pudding;

• I have used Evo
• (albeit in disguise
sometimes)
• on two large, high-risk
projects in front-office
investment banking
businesses,
• and several smaller
tasks. “

“ I attended a 3-day course with you and Kai whilst at Citigroup in 2006”
© Gilb.com
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Experience: if top level requirements
are separated from design, the
‘requirements’ are stable!
•
•
•
•
•

•

http://rsbatechnology.co.uk/blog:8
Back in 2004, I was employed by a large investment bank in their FX e-commerce IT department
as a business analyst.
The wider IT organisation used a complex waterfall-based project methodology that required use
of an intranet application to manage and report progress.
However, it's main failings were that it almost totally missed the ability to track delivery of
actual value improvements to a project's stakeholders, and the ability to react to
changes in requirements and priority for the project's duration.
The toolset generated lots of charts and stats that provided the illusion of risk control. but
actually provided very little help to the analysts, developers and testers actually doing the work at
the coal face.
The proof is in the pudding;

used Evo

–

I have
(albeit in disguise sometimes) on two large, high-risk projects in frontoffice investment banking businesses, and several smaller tasks.

–

On the largest critical project, the original business functions & performance objective

–

requirements document, which included
no design, essentially remained
unchanged over the 14 months the project took to deliver,
but the detailed designs (of the GUI, business logic, performance

changed many many times

characteristics)
, guided by lessons
learnt and feedback gained by delivering a succession of early deliveries to real users.
–

In the end, the new system responsible for 10s of USD billions of notional risk,

successfully went live over over one
weekend for 800 users worldwide, and
was seen as a big success by the
sponsoring stakeholders.

• “On the largest critical
project,
• the original business
functions & performance
objective requirements
document,
• which included no
design,
• essentially remained
unchanged
• over the 14 months the
project took to deliver,….”

“ I attended a 3-day course with you and Kai whilst at Citigroup in 2006”, Richard Smith
© Gilb.com
66
Tuesday, 17
September 13

Dynamic (Agile, Evo) design testing:
not unlike ‘Lean Startup’
•
•
•
•
•

•

http://rsbatechnology.co.uk/blog:8
Back in 2004, I was employed by a large investment bank in their FX e-commerce IT department
as a business analyst.
The wider IT organisation used a complex waterfall-based project methodology that required
use of an intranet application to manage and report progress.
However, it's main failings were that it almost totally missed the ability to track delivery
of actual value improvements to a project's stakeholders, and the ability to react to
changes in requirements and priority for the project's duration.
The toolset generated lots of charts and stats that provided the illusion of risk control. but
actually provided very little help to the analysts, developers and testers actually doing the work
at the coal face.
The proof is in the pudding;
I have
(albeit in disguise sometimes) on two large, high-risk projects in
front-office investment banking businesses, and several smaller tasks.

–

On the largest critical project, the original business functions & performance objective

–

requirements document, which included
no design, essentially remained
unchanged over the 14 months the project took to deliver,
but the detailed designs (of the GUI, business logic, performance
characteristics)

changed many many times, guided by lessons

learnt and feedback gained by delivering a succession of early deliveries to real users.
In the end, the new system responsible for 10s of USD billions of notional risk,

successfully went live over over one
weekend for 800 users worldwide, and
was seen as a big success by the
sponsoring stakeholders.

“… but the

detailed
designs
– (of the GUI, business logic,
performance
characteristics)

used Evo

–

–

•

• changed many
many times,
•
•
•
•

guided by lessons learnt
and feedback gained by
delivering a succession of early
deliveries
to real users”

“ I attended a 3-day course with you and Kai whilst at Citigroup in 2006”, Richard Smith
© Gilb.com
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It looks like the stakeholders liked the top level
system qualities,
on first try
•
•
•
•

•

•

http://rsbatechnology.co.uk/blog:8
Back in 2004, I was employed by a large investment bank in their FX e-commerce IT
department as a business analyst.
The wider IT organisation used a complex waterfall-based project methodology that
required use of an intranet application to manage and report progress.
However, it's main failings were that it almost totally missed the ability to track
delivery of actual value improvements to a project's stakeholders, and the
ability to react to changes in requirements and priority for the project's
duration.
The toolset generated lots of charts and stats that provided the illusion of risk
control. but actually provided very little help to the analysts, developers and testers
actually doing the work at the coal face.
The proof is in the pudding;
–

I have

used Evo (albeit in disguise sometimes) on two large, high-risk

projects in front-office investment banking businesses, and several smaller tasks.
–

On the largest critical project, the original business functions & performance objective

requirements document, which
included no design, essentially
remained unchanged over the 14 months the project took
to deliver,
–

but

the detailed designs (of the GUI, business logic,

performance characteristics)

changed many many

times, guided by lessons learnt and feedback gained by delivering a succession
of early deliveries to real users.

– “ In the end, the new
system responsible for 10s
of USD billions of notional
risk
,

– successfully went live
– over over one
weekend
– for 800 users
worldwide
– and was seen as a big
success
– by the sponsoring
stakeholders.”
,

“ I attended a 3-day course with you and Kai whilst at Citigroup in 2006” , Richard Smith
© Gilb.com
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Bank Training like Richard Used

Requirements Course Outline http://www.gilb.com/dl522
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September 13
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Bank Business Analyst Training

Requirements Course Outline http://www.gilb.com/dl522
Tuesday, 17
September 13
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Detailed Syllabus: Metrics for a bank

Requirements Course Outline http://www.gilb.com/dl522
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September 13
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The Principle Of 'Quality Quantification’
‘ The Words of the ‘lord’ ’
•All qualities can be expressed quantitatively,
• 'qualitative' does not mean unmeasurable.(Gilb)

"In physical science the first essential step in the direction of
learning any subject is to find principles of numerical reckoning
and practicable methods for measuring some quality connected
with it.
I often say that when you can measure what you are speaking about, and express it
in numbers, you know something about it;
but when you cannot measure it, when you cannot express it in numbers, your
knowledge is of a meagre and unsatisfactory kind; it may be the beginning of
knowledge, but you have scarcely in your thoughts advanced to
the state of Science, whatever the matter may be.”

Lord Kelvin, 1893, Lecture to the Institution of Civil Engineers, 3 May 1883

From

http://zapatopi.net/kelvin/quotes.html

Tuesday, 17
© Gilb.com
chair ofSeptember
natural philosophy
in
the
University
of Glasgow
13

Born: 26 June 1824; Belfast, 72
Ireland
Died 1907. Netherhall, Largs, Scotland.

Twelve Tough Questions
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

1. NUMBERS
Why isn’t the improvement quantified?
2. RISK
What’s the risk or uncertainty and why?
3. DOUBT
Are you sure? If not, Why not?
4. SOURCE
Where did you get that from? How can I check it out?
5. IMPACT
How does your idea affect my goals?
6. ALL CRITICAL FACTORS
Did we forget anything critical?
7. EVIDENCE
How do you know it works that way?
8. ENOUGH
Have we got a complete solution?
9. PROFITABILITY FIRST
Are we going to do the profitable things first?
10. COMMITMENT
Who’s Responsible?
11. PROOF
How can we be sure the plan is working?
12. NO CURE
Is it no cure, no pay?

Tuesday, 17
September 13
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TWELVE TOUGH QUESTIONS
• 1. Why isn't the
improvement quantified? •
• 2. What is degree of the
•
risk or uncertainty and
why?
• 3. Are you sure? If not, why
•
not?
• 4. Where did you get that
from? How can I check it •
out?
•
• 5. How does your idea
affect my goals,
measurably?
• 6. Did we forget anything •
critical to survival?
Tuesday, 17
September 13

7. How do you know it works
that way? Did it before?
8. Have we got a complete
solution? Are all objectives
satisfied?
9. Are we planning to do the
'profitable things' first?
10. Who is responsible for failure
or success?
11. How can we be sure the plan
is working, during the project,
early?
12. Is it ‘no cure, no pay’ in a
contract? Why not?

© Gilb.com
There is a detailed paper on these questions at www.resultplanning.com
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Involving Management
• The 12 Tough questions
– Are a way to get managers interested in
metrics
– They lead directly
• to quantified management objectives
• to quantified project and product requirements
• to the use of impact estimation tables
evaluating alternative solutions quantitatively
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1. NUMBERS

•Why isn’t the
improvement
quantified?
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September 13

© Gilb.com

76

2. RISK

•What’s degree
of the risk or
uncertainty and
why?
Tuesday, 17
September 13
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3. DOUBT

•Are you sure?
• If not, Why
not?
Tuesday, 17
September 13
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4. SOURCE

•Where did you
get that from?
• How can I
check it out?

Tuesday, 17
September 13
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5. IMPACT

•How does your
idea affect my
goals,
measurably?
Tuesday, 17
September 13
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6. ALL CRITICAL FACTORS

•Did we forget
anything critical
to survival?
Tuesday, 17
September 13
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7. EVIDENCE
• How do you know it works that way?
• Did it before?
"The most formidable weapon against errors of every kind is
reason."
--Thomas Paine
"Facts are stubborn things; and whatever may be our wishes,
our inclinations, or the dictates of our passions, they cannot
alter the state of facts and evidence.”
--John Adams
(Argument in Defense of the [British] Soldiers in the
Boston Massacre Trials [December 1770]
© Gilb.com
Tuesday, 17
September 13

82

8. ENOUGH

•Have we got a
complete solution?
•Are all objectives
satisfied?
Tuesday, 17
September 13
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9. PROFITABILITY FIRST

•Are we
planning to do
the profitable
things first?
Tuesday, 17
September 13
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10. COMMITMENT

•Who’s
Responsible
for failure or
success?
Tuesday, 17
September 13
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11. PROOF

•How can we be
sure the plan is
working, during
the project, early?
Tuesday, 17
September 13
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12. NO CURE

•Is it ‘no cure, no
pay’, in the
contract?
•Why not?
No cure
No pay!
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