goto;

GOTO
AARHUS 2022




SRRRRARANS

A Deve
a Comic
and Agile Went
info a Bar...

GOTO Aarhus
June 15th, 2022
Mikkel Noe-Nygaard & Luxshan Ratnaravi




First, you hire some external consultants...

Comic Agilé

First, to really understand your

organization, we’ll observe and analyze
We’re with the consultancy firm AgileBS, and your department for some time.

here’s our plan for your agile transformation.

Based on the analysis, we will design and
describe the transformation effort. Following
we will implement the new, agile processes.

Lastly, we will test how the transformation
works and integrate it with current processes
across the organization.

We expect the full transformation
to take a couple of years.
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Who are we

* Writer @ Comic Ag|lé Luxshan Ratnaravi

Agile Coach @ Bankdata (~850 employees, ~117 agile teams)

Has had different agile roles in different types of companies, latest Vestas

M.Sc. in Software Engineering from AAU, 2010

* Luxshans professional mission in life: agile >< reality



Who are we

Cartoonist @ Comic Agilé Mikkel Noe-Nygaard
* User Experience Specialist @ Vestas
* M.A. in Architecture from Aarhus School of Architecture, 2001

* Enjoyed doing user experiences for 20+ years

Mikkels professional mission in life: Cut the BS



Let’s articulate our mistakes, so we can learn from them



Our Approach:

IMPROVE



e Laughter is a social glue that breaks down barries

e Laughing connects us through shared experiences and strengthens Psychological Safety

Laughter boosts learning and builds confidence in ourselves

Teams that laugh together HAVE higher performance



e Our readers laugh (and cry) because they can relate

* In a complex and busy life, reflection helps us focus and prioritize

e Continuous Improvement increases value-add and happiness

* Inspecting and adapting —and empiricism — is an inherent part of being agile
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Comic Agilé

This is where we normally  And where you, Anyway... And I hope that it'll fit
set the scene by having Luxshan, pretend Here, we with my uncontrolable
someone introduce or to actually elaborate on desire to draw something
reiterate a concept. understand it! the theory with a strong cultural

and concept. reference

And here, there's And they have And here, it turns out that they've
usually someone who  high expectations | | fotally misunderstood or misapplied
applies the said that it'll actually the concept despite of all

concept in their work! the good intentions.

. Drawing Mickey
context. Mikkel, what're you doing?

| l /

Mouse dancing
Gangnam Style in
The Upside Down!

| k
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Agile

° BS




You’re now self-managing teams...

Comic Agilé

Besides higher customer satisfaction, going agile
generally also increases employee engagement.

CUSTOMER
SATISFACTION

EMPLOYEE
ENGAGEMENT

; SELF -MANA(

=

—

Well, we just want to code.

Just tell us what to do,
and we'll figure out how.

Yes, becoming part of self-managing
teams is what'll really make a difference.

—

No, youre empowered
and self-managing now.

www.comicagile.net

You cant waste
your time coding.
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Dual Operating System

Comic Agilé

official organizational setup.

I feel there’s a gap between our But I really dont want to
new agile organization and our push for a re-org.

It’s too much of a hassle.

Your organization needs a
Dual Operating System.

www.comicagile.net

The first OS is your official In this way, you can do your
organization, and the second agile thingy without changing
OS is your agile one. anything in your real

organization.
/ Problem solved!
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Work on this

Comic Agilé

I want you to work on this.

It’s not really ‘agile’
for a manager to tell
us what to work on.

Later
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How to manage the team
Comic Agilé

Come on, team, work faster! When we work agile, we don’t
pressure our teams to run faster.

—

\ Can I have a word with you? ) o
ey It’s not sustainable, motivational nor

>~ @ . the management approach that we
..:\?.(‘/ «

\ want.

A

Okay? Instead, we want to Come on, team, add more value!
deliver more value \ ' Attagirl.
frequently to the

\ customer.
\

N

Ratnaravi & Mikel Noe-Nygaard
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Psychological Safety

Comic Agile

The lack of Psychological Safety is detrimental  Therefore, dear managers, no one should be
to a successful agile transformation. punished for errors or questions in the pursuit
— of continuous improvement or higher

[ PR -
\ / performance.

Later

So, I want you to know that OK, then: I don’t see how Line Management
it’s totally fine to voice your adds any value to our agile way of working.
opinions whatever they are.
Pack your things.
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Indicators of a Successful Agile Transformation?
Comic Agile Metrics

ot !
I
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No. of teams involved in Avg. no. of teams per
our scaled agile setup Scrum Master

No. of certified colleagues Story Points/hours
conversion factor

|_I|l ||||

Teams velocity comparison Predictability
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Comic Agilé

Others’ Estimate

Well, their estimate isn’t
valid for our team. Only
the ones who'll do the
work should estimate it.

So, there’s this epic Cool, we’ll look FLafer .

that we need you into it at our next e .eshma’red L,

quys to deliver. T ——— the epic to be a . I dld.n ’r. c:sk you to
total of 21 estimate it; it’s already
Story Points. been estimated by

others a year ago.

I don’t care about

principles. You have a

budget of 80 hours
to deliver the epic.

www.comicagile.net

But that’s

definitely Just tell them to take some

not enough  technical shortcuts. I’'m sure

for us. you’ll have time to pay back
\ this “Technical Debt” later.

Created by Luxshan Ratnaravi & Mikkel Noe- Nygaard



Comic Agilé

I’m happy that we
have fully dedicated
Scrum Masters for

each of our teams.

Involvement

Yeah, it’s such an By the way, No, I actually want to

important role for did you start involve my Scrum

improving both our teams| | reorganizing Masters in the process

and our organization. your teams before making any
yet? , decisions.

S5

www.comicagile.net

I’m kidding, of course!

Haha, you almost \
had me there!
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Comic Agilé

Neck pain

—

So, how can I help you?

5 A

It hurts when I
turn my head.

And how long has
this been going on?

&S |
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Well, for the
last couple of
weeks, I think.

\

Hmmm... Did anything
significant happen that
could’ve caused it?

’ ,  Yeah, the only other
COBOL developer quit.
\

INVOKE

L5 )
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Impediments

Comic Agilée

Everyone, meet Sandy. She’s
our newest developer fresh
out of university.

Hi, all, nice
to meet you.

At Daily cm

Sandy, you’re next.

S |

Well, I couldn’t log on to my
computer yesterday morning.

ToDO | DoING| @A | DONE \
Olo
0 O >

I

UM

—
Oh. Why didn’t you ask

Sandy’s just taken a Scrum course,
so, Sandy, if you see us compromise
too much on the Scrum essentials,
don’t hesitate to let us know!

Because we only bring up
impediments to the Sprint

/ Goal at the Daily Scrum.
TODO | DOING| QA |DONE \

for help yesterday?
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MVP

s o 2
Comic Agile
Since we have a hard deadline, it’s important

that we don’t gold-plate our stories.
We’re going for the MVP here.

Later

Welcome to our Sprint Review where
we would like to get feedback on our
latest Product Increment.

So, as agreed with our PO, we took an
MVP approach and made only the
absolutely necessary this sprint. [ dicman

PowerPoint

Starking....

| .
www.comicagile.net
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DevOps

Comic Agilé

Monitoring is an inherent part of By instrumenting the software,

DevOps. This enables teams to teams take real ownership of both

respond faster throughout the their development process and the You build it,
whole lifecycle of their application. customer experience. you run it.

Look, our application availability and No, we’re busy We don’t have time
response time are gradually decreasing! configuring Docker, for operations right
Let’s act before its too late! Kubernetes and GitLab.

now.

\ \ /
Adihey  Repres
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The first agile thing we do...

Comic Agilée

John, why dont you start?

As the start of our Scrum journey, OK. So, as our Sprint Goal is to create
we'll kick off today with this new a service for retrieving historical data,
morning meefing Cd“ed a Dally Scrum. I am sefflng up a microservice

I would like you to share how many
hours you've spent on that story so far,
and how many hours are remaining.

template, but I'm stuck because...

/ Wait, wait, wait.

I don't think we're supposed fto...

Don't worry. As long as we're
\ standing up, we're doing it right.

-
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What does the team need?
Comic Agilée — —

g,

—

The Scrum Master The Scrum Master that
that the team needs Management hires
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Coaching

Comic Agilé

_ Later
I really think we, as Yes, we should coach - .
. Our stories always spill-over, and
Agile Coaches, should others to find the )
. , we never meet our Sprint Goal.
become better at asking solutions, themselves,
the right questions and  instead of always just / Why is that?
listening more. telling them how.

I don’t know. Maybe because we’re
working with a new technology?

How could you
manage that?

—

I don’t know! That’s why I’'m asking you!

What are you
feeling right now?

\

www.comicagile.net
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A potential challenge with the PO...
Comic Agilé

I'm also really happy to get closer to you guys.

It’s so great to have someone from It's all about bridging the gap between the
the business take up the PO role. business and you engineers, so we can become
one team.

Great, let’s get started.

I have a question.

Should we prepare our backend for g b“_-’-' = 0¥ voy 0SS R
future vertical scaling, or should our Ra:sue =l 32021 E1H00 1y
focus rather be on normalizing the MM~ 010y -JoR 204 o

data for improving the performance?

\ Yeah, and we're missing some NFRs.
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Maybe the actual problem is something else...

C 'c a ' | www.comicagile.net
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Scaling

Comic Agilé

The Internal Xgile Coach You’re too ideological. That might

work in theory, but this is real life.

Based on my observations, interviews and
metadata from deployment pipelines from
numerous teams, I strongly suggest that we
invest in removing our dependencies to
accelerate our teams’ delivery of value.

y

| The External Agile Coach |

You have many dependencies.
You need a scaling framework. \
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The first Pl Planning...

Comic Agilé

PI Planning is really great! It gets all the teams | | Hi! How’s the
together, and we'll be able to map dependencies [ | planning going?
between the teams on a Program Board!

Pretty good. Its so great to align
all the dependencies... We've been
needing this overview for ages!

/" A o \=\

www.comicagile.net

Created by Luxshan Ratnaravi & Mikkel Noe-Nygaard




The Agile PMO

Comic Agilé
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As you know, thanks to the SAFe initiative, So, I think its about time we take a look at
we're now called the Agile PMO. our portfolio. Here, let me show you my plan.
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Making a multi-year plan for project deliveries
by short-lived ARTs doesnt seem very agile...

Yes, it is, because these are
not projects; theyTe epics.

www.comicagile.net
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The Unagile Release Train

Comic Agile

I hope the market doesn’t
require us to turn.
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| Reasons organizations go agile

To better meet
both the budget,
timeline and scope

Because their
competitors do

To fool skilled

people to come
work for them

To increase their value-add through
empowered teams that adapt
Created by Luxshan Ratnaravi & Mikkel Noe-Nygaard




Articulate your mistakes

% 2 W W % :
laugn, reriect and imbrove
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Mikkel Noe-Nygaard
Luxshan Ratnaravi
Comic Agilé

u @NoeNygaard & @Iluxshanl
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DON'T FORGE s
RATE THE SESSIONS

#GOTOaar

Rate a minimum of 5 sessions and
claim your reward at the
Registration Desk at the Trifork Hall




