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Is Value Stream ldentification different in Large Solutions?

We fully recommend the SAFe approach in identifying Value Streams and ARTs,
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For this refinement phase we recommend the following procedure...



Refinement Phase: Areas of concern in dealing with complexity




Three areas of concern in dealing with complexity
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Large Solution Value Stream Workshop
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Structure of workshops

Workshops

Outcome

Product
Development

Core Modeling
Workshop*
Duration: 2 - 4 days
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Technical
Development
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Architecture & Interfaces

Organizational
Development

Organizational
Architecture
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= ARTs, Solution Areas
= Guardrails for
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Source: * Robert Kochseder, ** Luke Hohmann, Scaled Agile
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Who takes part in the workshops?

* Business Owner
* Executives
« SME

» Supplier

Visual
A\;’\cl:hlit(ef]tu re y Organizational
orkshop Architecture
Workshop
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Refinement Phase Part 1
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Core Modeling Workshop

» Identification of the long-term stable needs of the customer

» Discover problem areas from the customer's point of view

L,Synergies are important:
Combine water supply and sewage

But purpose overrules:
Separate cooking from visit bathroom®

Source: Robert Kochseder, Werner Hofler 13



Balance between client interests and tasks

Workshop steps:

|dentify & prioritize client interests
|dentify & prioritize necessary tasks to fulfill client interests

Balance between client interests and tasks

s L =

. Resolve conflicts
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Core Modeling Workshop - Example

Prioritized Tasks
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Refinement Phase Part 2
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Visual Architecture Workshop

3

» Identification of the architecture and interfaces
» Record the actual and target architecture
» Identify tightly coupled areas

Problem Spaces @

17



Visual Architecture Workshop

E‘%; |

Visualization helps to achieve a common understanding and alignment

|dentify tightly coupled and loosely coupled areas

Idea: Luke Hohmann
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Visible Architectures ...

3

Idea: Luke Hohmann
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Refinement Phase Part 3
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Organizational Architecture Workshop

The most important aspect of organizational development is the
consideration of the train structure.

Agile Release Train ‘a

L/@@_, e




Why Solution Areas?

The more complex the problems, the more difficultly it is

to bundle all experts in one team.

» For more complex problems, more knowledge has to be interconnected.

» Often this is not possible within a feature team - a scaling level between
teams and trains is needed that represents a cross-functional unit.
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An additional step in structuring Large Solutions ...

... could be Solution Areas:

» Solution Areas are built around problem spaces:

» 3+ 1 Teams

Solution Area

» High density of dependencies

» Standard Scrum Roles per Team
(1 Product Owner /1 Scrum Master)

» 1 Product Manager (recommended)

24



Why Solution Areas?

The social units, the large solution is composed of,

also have to be scaled up to a higher level.

» I's not enough to scale up to higher level with a Solution Train.

» I's a good idea to scale up the team level also to a higher level in order to
have better suited building blocks for creating solution trains.

25



Solution Areas in ARTs

Usually in accordance to Dunbars Number
an Agile Release Train contains 3 + 1 Solution Areas

26



Solution Area Example

Patient table of a magnetic resonance tomograph

» 2 Software teams + 2 hardware teams

Solution Area

Software ardware
Team Team

Hardware Software
Team Team

Picture Source: www.behance.net o7



Why Solution Areas?

With the size of the solution, complexity and

dependencies increase and decentralized dependency
management becomes mandatory.

» Solution Areas are self-organizing teams of teams and
care for their dependency management themselves.

28



If required by the Problem Space, a Solution Area can be ...

... cross-train




Total value creation and its components

Solution Areas FE=—

(People who do the work)

30



Reverse Conway Maneuver

Organizational

Development |

As-is Architecture Target Architecture
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Recommended Option in Organizational Development:

» Preparation of Self Selection Workshop

— |dentification of stable social structures:
Agile Release Trains and Solution Areas around
the flow of value

— Guardrails for Self-Selection Workshops

- Which skills do we need in certain Solution Areas / ARTs
to create the desired value? oy

- How much capacity ist needed in the
upcoming increment?

32



Value Stream ldentification Big Room Event
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Structure of Breakout Sessions

Workshop Collect items for discussion backlog
. Outcomes 000" 1100 Breakout
o 11 @ ) ’ Sessions — .)
— e PR Prioritize discussion backlog
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45 min. Discussion

Goal: First Alignment in the subgroup, identification of action
items for transformation backlog and roadmap

Group Alignment Session (discussion in the plenary)
Goal: Alignment, Action Items, Transformation Backlog

New subgroups around the next discussion backlog items
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Structure of Breakout Sessions
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Timeline Value Stream ldentification

8:00 9:00 @ 8:00 9:00 Planning adjustments
Workshop m
9:00 10:30
Outcomes Breakout —
9:00+ 11:00 Sessions
Workshop Outcome D IS
10:30 » 11:30 Teating
Understanding of ¢ g g Great Tt‘ams

Core Modeli ! ; i Lo Sells
A Wc;-ishz; 4 = Operational Value Streams ’ g Final plan review l"":‘-ivr’r:f o
Development o = long-term stable customer Planning context 11000 1:00 and lunch i
’ E needs 11:30 1:00
and lunch ]

Technical
Development

Visual A’Chite‘:ture Undersmnding O’ 1 00 200
long-term stable
ch Breakout

Duration: 3 - 5 days Architecture & Interfaces 1:00+ 4:00

Sessions 2:00 2:15 Pl confidence vote
= ARTs, Solution Areas

Organizational Archi : « Guardrails for
Development Workshop e
5 Self-Selection Workshops Plan rework
Duration: 2 - 4 days 4:00" 5:00 i : ?7? .
V! aft plan review 2:15 if necessary
5:00 6:00 Management revi.ew Aﬁer Planning r.etrospective
and problem solving commitment and moving forward

/
Self-Selection
Workshops
(Recommended)

Refinement Phase Big Room Event

36



Continuous Improvement Process

For complex systems this process should be repeated on a regular basis
for instance every half a year to a year

Source: Diagram by Karn G. Bulsuk (http://www.bulsuk.com) 37
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Thank you!

Presentation downloads coming soon at
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