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Accelerating Agile adoption

m Agile adoption usually begins at the team
level

m Successes generate more interest

m Supporting scalable, enterprise agile
adoption Is challenging

m Implementing a successful model requires a
framework



Skills Maturity Framework

m Almost everyone can relate to the process of
developing skills.

m Developing skills takes time and
usually requires a teacher/mentor

m Developing skills takes practice and
often iIs accompanied by ‘learning
experiences’

m Work environments usually don’t
have years to walit for skills to
mature




Seven Stages of Expertise

m Meilir Page-Jones, authored the Seven
Stages of Expertise in 1998

m |[dentified a progression of distinct stages
that occurred over time and also identified
risks/challenges of moving from one stage to
the next P

= To demonstrate the effecti veness "
of this model he famously applied &=
It to bear-hunting B

5 Meilir Page-Jones, , Wayland Systems, 1998



Seven Stages of Expertise - Agile

m Innocent: An individual at this level is unaware of Agile practices.

m  Aware: Is aware that Agile Practices may be relevant to them. Despite lack of
knowledge and practical experience, this individual actively seeks to learn
more.

m  Apprentice: Has attended workshops in which they have applied Agile
techniques to problems or have applied some specific skills in an informal
way to a real world project. At this point they are ready to apply their skills to a
real project. While this is a critical level of learning, the apparent realism of
the classroom projects can be deceptive. An Apprentice level associate is
often overconfident, and will usually have difficulty scaling techniques up to
real projects.

m Practitioner: Achieving this level requires the learner to apply Agile
techniques to a significant real project. The leap from classroom projects to
those of real world complexity, combined with deadlines, moving
requirements, and emotionally charged situations causes many would be
Practitioners to discard the new techniques and slip back permanently to their
old way of working. More on this and the 'J-Curve effect' later.



Seven Stages of Expertise — Agile (2)

Journeyman: At this level, real-world experience has embedded Agile
techniques as the learner’s natural way of working. Unlike those at lower
levels, there is little risk of an Journeyman slipping back to their old ways.
Once an individual attains this level, they may be suitable to become a
mentor or coach.

Master: The master level has applied Agile techniques in a variety of
settings and can draw upon a range of experi ences to address real-world
project challenges. In addition, a true Master has the ability to teach these
techniques to Apprentices and help them as they navigate their first real-
world experiences.

Researcher: At this level, the experiences, knowledge and interest of the
individual is focused on sharing knowledge with a broader community. Often
this involves writing books, articles and presenting at conferences as well as
acting as an internal champion within their organization for further extending
the benefits of Agile techniques.




The Seven Stages —Productivity and Time

The Seven Stages of Experti se can be seen plotted against productivity and time below.
The progression illustrates that more productivity is gained as skills are applied against in
real world settings but also reflects that this experience takes time.

Journeyman . .
Not all companies will see

The Journeyman level ~ Value in having employees

is a reasonable target at these levels.
for most organizations

in increasing skills

maturity.

Practitioner

Apprentice

Productivity

Large numbers of employees can
move rapidly and easily to an
‘Aware’ stage

v
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The J-Curve Effect

One of the biggest challenges affecting skills adoption is called the ‘J-curve’ effect. This
occurs when someone learning a new skills has difficulty adapting the skill to the
demands of a real world project setting and reverts back to their ‘old ways’. The result is
a productivity impact on the current project and the risk that new techniques won’t be

able to cross this gap.
Researcher

A

Journeyman

Practitioner

The J curve effect can occur
when an Apprentice struggles in
applying Agile Best Practices for

Apprentice
the first time and reverts back to

Productivity

Aware ;
old techniques. Access to
experienced mentors are critical at
Innocent this juncture.
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Strategies to accelerate Skills Adoption

Finding ways to accelerate the time it takes to move staff from one stage to the next while
also avoiding the effects of the J-curve effect is a critical component for successful skills
adoption. Two models can help address these issues: the Breadth Approach and the
Depth Approach

The Breadth approach focuses on
developing a solid foundation of
Iterative Best Practice skills and
refining these over time.

Researcher

The Breadth approach is focused on creating internal
mentors who have experience applying their skills
within organization specific projects. Goals include
establishing an internal mentor network, establish a
stable ‘foundation’ of skills and support employees as
they refine their skills from innocent to aware and from
Practitioner to Journeyman.

Apprentice

Productivity

n
»

2mos 6mos 18 mos 2.5+ yrs 5yrs 10 yrs

' Cumulative Time

Increasing skills from Innocent to
Aware can occur in a relatively
short period of time.
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Strategies to accelerate Skills Adoption

Finding ways to accelerate the time it takes to move staff from one stage to the next while
also avoiding the effects of the J-curve effect is a critical component for successful skills
adoption. Two models can help address these issues: the Breadth Approach and the
Depth Approach

The Depth or project approach focuses
on mentoring individuals at the Apprentice
level as they ‘cross the chasm’ and apply
1 their skills in a real project setting.

Researcher

Master

Journeyman

Practition

The Depth approach is focused on Bridging the
Chasm, by mentoring and coaching individuals as they
apply their skills to a real world project. An organization
can save the time and productivity costs associated with

Productivity

/1 the J-curve effect while also avoiding the risk of staff
Innocent ‘slipping back’ to their old practices/approaches.
Opportunity Costs
2mos 6mos 18 mos 2.5+ yrs 5yrs 10 yrs >
H—/ Cumulative Time
The amount of mentoring/coaching Ancillary benefits include increase staff morale and
is higher during this period of the greater retention of the processes and technology
skills adoption lifecycle. skills applied as associates see them effectively
implemented.
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Definition of a Mentor

"Good judgment comes from experience, most of which
comes from bad judgment.”
Fred Brooks , The Mythical Man Month

m A mentor is considered to have a skills proficiency of a
Level 5 — Journeyman: Has used the skill successfully on

multiple projects and can supervise/mentor others on the
SkKill.

m In addition, a mentor will also possess competency skills
such as effective presentation skills and strong written and
verbal communication skills.

12



The Tipping Point
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As teams achieve self-sufficiency they become capable of
sustaining their own adoption of these skills enabling a
lightweight framework of support to maintain momentum
and align with corporate direction.

Eventually, a discipline will achieve ‘critical mass’ the point
at which the processes and skills being adopted become
embedded within the operational behavior of the discipline
itself and specific mentoring is no longer required.

This usually occurs when a ‘tipping point’ is achieved when
more than 50% of the discipline is operating at a Level 4
(Practitioner) or above and more than 75% of the discipline
IS operating at a Level 3 (Apprentice) or above.



Skills Maturity Model Example
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111

Disciplines

Project Management

Architecture

Development

Business Analysis

> Techniques

Mentor /
Consultants
(1)

Real -time project
advisory capacity

.

.

Broad-reaching
mentoring in
each discipline

.

Emphasize intra -
discipline
coordination

.

Development of
core skills across
all projects

Support ESD
Work Product
creation

.

.

QA Gate review
support

Specialized
Learning
Topics
(2

* Customized,
highly focused,
discipline specific
learning topics

¢ Domain specific
references and
examples

* Content and
Delivery directed
by Resource
Managers

« Flexible delivery
to accommodate
different skill
level groups

Formal
Training
©

Instructor led,
onsite classroom
courses

Establish ‘level
sets’ in core
competency
areas specific to
disciplines

Support overall
skills adoption
and complements
mentoring and
learning topics

Opportunity to
blend disciplines
within classes to
foster greater
communication

Skills Assessment Measurement Strategy

Measure skills attainment towards established self -sufficiency targets.

Customize training for staff based on skills requirements.

Approach

Tier One
(Practitioner)

0+0© +6

Tier Two
(Apprentice)

0+@

Tier Three
(Awareness)

0O +6



hd
c
)
=
AN
N
Q
AN
7))
<
o=
)
/p)

m Where are you on the Seven Stages Scal e?
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Agile Leadership Guidelines
But first...

The Rule
m There are exceptions to every statement ...
... except this one

The Answer
m |t depends...

Source: Pugh-Killeen Associates

Agility is About Adapting to Deliver Business Value
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Agile Manifesto

¢ Individuals and
¢ Processes and Tools

Interactions
O ¢ Com '
] prehensive
 Working Software |74 Documentation
¢ Customer E o
Collaboration R ¢ Contract Negotiation

¢ Responding to

Change ¢ Following a Plan

Source: AgileAlliance.org

While there is value in the things on the right,
we value the things on the left more
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Values versus Practices

¢ Practices
¢ Processes
¢ Tools
¢ Left Brain
¢ Values
¢ Culture
¢ People
¢ Right Brain

Agility Changes the Balance
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Agile Leadership Guidelines

m Fix Culture and Values First
— Practices will generally follow
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Project - House

= \What would your
approach be to
completing this
project?

Build A House That Meets the Homeowner’s Needs
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Project — First Flight

= \What would your
approach be to
completing this
project?

Build the World’s First Successful Airplane
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Project - Gusher

= \What would your
approach be to
completing this
project?

Drill a New Oil Well that Produces xx Barrels of Oil per Day
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Project Categories

Predictive Inventive

m Projects for which all m Projects for which the
the required work can required work cannot be
be defined upfront with defined upfront but
a high degree of must evolve over time
confidence that the and require a life cycle
work will remain stable that accommodates that
throughout the project evolution.
life cycle.

Source: Craig Larman — Agile & Iterative Development, A Manager’s Guide

Agility Brings an Additional Toolset Everyone Should Know
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Agile Project Management

m Planning Continuously
— Product, Project, Release, Iteration, Dally
— Tradeoffs — using feedback to adjust

m Prioritizing by Business Value
— Associating value with requirements

m Estimating by Relative Value
— Estimating size not duration

m Risk Management
— Intrinsic to the lifecycle
— Addressed by entire team all the time
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