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In This
Session:

« When to use an adaptive approach
« Team structure in adaptive projects

« Requirements for the adaptive project

environment
« Structure and culture of adaptive teams
« Steps in an adaptive project

* Agile life cycles
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Simple Project
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A Simple
project

As the Project Manager,
your assigned project is to
oversee the repair of the
pothole.

As the Project Manager,

you are responsible for

addressing the pothole

YOUR PROJECT IS

repair by employing FIXING THE POTHOLE

predictive, iterative,
incremental, and agile

methodologies.
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Predictive Approach

* You know the dimensions of the

pothole. )
* You know the requirements of —\_/_ DI

your project.




Waterfall- Sequential Relationship

Goals
o, — \|
' ] = i \I
. ] |
' @ @ o Q
Design Implementation Verification m
Prepare shape for Deploying the you make sure You have reached
the concrete concrete in the if the concrete your goal a
. pothole fits the pothole Golver &
ton
. Z N 7 N J
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Predictive/ Waterfall

Sequential
relationship.

Predictive means

planning
everything in detail
from the start.

In a Predictive
approach, also
known as the
Waterfall model,
you plan all the
project details
upfront.

Changes are hard
to make once the

project starts.
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Dimensions/ Requirements are not known

The problem arises when the dimensions or requirements are not clearly specified.

Dimensions NOT KNOWN = Problem

o=

0o

o=
wHAT IF wE Do

NoT kNow THE
DimENsioNs oF THE
PoTHoLE, THEN iT
bEComEs A
ProbLEm

2, 2
Requirements are not U ?

Known
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Iterative
Approach

* [terative means doing
something over and
over, making

@4 - @8 - vt

* The goalis to learn from : ; :
SN e ehead [teration # | lteration # 2 [teration # 3

improvements in the
next one. This aligns
with the PMI's focus on
continuous
improvement.
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Incremental
Approach

Incremental means
adding new features or
components step-by-
step.

In an Incremental
approach, the project is
divided into smaller
parts, and each part
adds value to the overall
project.

You build upon what
you've already done,
adding new features or
components in each
step.

Increment # |

\=__ A
=/ T B3

Increment # 2 & 3  Increment # 4
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Agile
Approach

* Agile methodology
incorporates both
Iterative and
Incremental
approaches.

It breaks the project
into smaller cycles
(iterations) where
planning, execution, and
review happen.

At the same time, each
iteration delivers a
usable product or
feature, adding value
incrementally.

Increments «

=R

Iterations

Iterative

Incremental 5-‘

e W

i =

Increments +

Iterations

Increments « Iterations
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Agile
Development

And The Mona
Lisa

WATERFALL

Iterative

Incremental

Iterative &

Incremental
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Agile Life Cycles
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Agile

Life Cycles

Agile life cycles are a special
case of adaptive life cycles.
Basically, if an adaptive life cycle
demonstrates characteristics of
both iterative and incremental
delivery, it is considered an agile
life cycle.

A goal of agile life cycles is to
uncover hidden or
misunderstood requirements.
In an agile environment, the
team expects requirements to
change.

Frequency of Delivery

High

Low

Incremental Agile

Predictive

Low

lterative

High
Degree of Change
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Hybrid
Approaches

Predictive
Approach

Hybrid Approach

Adaptive
Approach
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The Agile Manifesto
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Why Look at
the Agile
Manifesto?




Four Guiding
Principles/
Values

www.agilemanifesto.org

©

/>

B 4

We value individuals and interactions

over process and tools.

We value working software

over comprehensive documentation.

We value customer collaboration

over contract negotiation.

We value responding to change

over following a plan.
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Principles of the Agile Manifesto

There are 12 principles given in the Agile Manifesto, such as:

At regular intervals, the team reflects on how to become more
effective, then tunes and adjusts its behavior accordingly.

|

' The best architectures, requirements, and designs

emerge from self-organizing teams.

Simplicity, the art of maximizing the amount of
work not done, is essential.

Continuous attention to technical excellence
and good design enhances agility.

" Agile processes promote sustainable development. ‘
The sponsors, developers, and users should be able
_to maintain a constant pace indefinitely.

Our highest priority is to satisfy the customer through early and
continuous delivery of valuable software.

Welcome changing requirements, even late in
development. Agile processes harness change for
the customer's competitive advantage.

z' Deliver working software frequently, from every |
' couple of weeks to couple of months, with a
‘, preference to the shorter timescale.

Business people and developers must work
together daily throughout the project.

' Build projects around motivated individuals. Give
them the environment and support they need, and
trust them to get the job done.

Working software is the primary measure of progress.

The most efficient and effective method of conveying
information to and within a development team isface-to-face
conversation.
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‘ When to Use the Adaptive Approach
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Product-, Service-, and Result-based Criteria

Attribute

Degree of
innovation

Requirements
certainty

Scope stability

Ease of change

Delivery options

Risk

Adaptive Approach

Highly innovative deliverables are less
understood and are developed over time.

The full set of requirements is unknown in
the initiation phase.

The likelihood of scope change during
project implementation is high.

Deliverables can easily be adapted.

Multiple deliverables are possible.

Modular design and development can
mitigate high risks.

Predictive Approach

The project involves incremental innovation
because it has a known project scope.

Requirements are known in the initiation
phase.

Scope is relatively well known; major changes
are unlikely.

The nature of the deliverables makes
incorporating change in later stages difficult.

There is a single point of delivery at the end
of the project.

Known high risks require significant effort for
initial planning.

©2023 Project Management Institute, Inc. All rights reserved
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Dealing with

Uncertainty These factors are not isolated, but should be seen as

High
requirements
uncertainty

High technical
uncertainty

L
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criteria that, taken together, favor the use of either an

adaptive or a predictive approach.

Low
requirements
uncertainty

Low technical
uncertainty
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Constraints
and Variables

* On predictive projects, Fixed Project Time
scope is fixed, significant
changes are carefully
controlled, but time and
resources can vary.

In adaptive projects, on
the other hand, time and
resources become the
fixed constraints, and the
scope is variable.
Adaptive approaches
were developed to deal
with a high likelihood that
scope will change during Variable Project Time Variable Scope

the project.

Fixed Scope and Resources

Adaptive
Approach

Predictive
Approach

and Resources
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Agile Methodologies, Frameworks, and Processes

Rational Unified

Process (RUP) Crystal Clear
Scrum Extreme
Programming (XP)
oo Kanban
Feature Driven Adaptive Software
Development (FDD) Development
©2023 Project Management Institute, Inc. All rights reserved. 24
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Scrum
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Scrum Framework
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Scrum Definition

The Scrum framework is a lightweight, agile
framework for developing, delivering, and
sustaining complex products.

Scrum is structured to help teams naturally
adapt to changing conditions and user
requirements, with re-prioritization built into
the process and short time frames for

commitment.
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Components
of Scrum

S B

Accountabilities
(roles)

Events Artifacts

©2023 Project Management Institute, Inc. All rights reserved
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Scrum Roles

4 H\/rn.\/ N

~
) a4
Product Owner Development Team Scrum Master
Is responsible for project Comprises 7 + 2 people Is a facilitator and servant
success by defining a with a mix of roles and leader who assists both
project’s vision, skills; it is self-organizing the Product Owner and
requirements, and and determines the best the Development Team to
priorities way to meet the goals of be successful in their
the Product owner respective roles

by A AN -
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Scrum Team

Scrum Teams are self-organizing and
cross-functional.

Self-organizing means that the team
manages its own work and doesn't rely on
external management to assign tasks or
solve problems.

Cross-functional means that the team has all
the skills and expertise needed to complete
the project from start to finish. This ensures
that the team can handle all aspects of the
project internally, without relying on external

departments or specialists.

Scrum Team

Scrum Master
Product Owner =

~

| £y

Development Team
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Product Owner

The Product Owner is responsible for defining the features of the

product and prioritizing the Product Backlog.

Reviewing the functionality at the end of each sprint, and in

between.

Reviewing the backlog and prioritizing features to provide the most

value.

The product owner is the key decision maker representing the

customer and the business.

4 B

~

\ Product Owner /
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Scrum Master

The Scrum Master serves as a facilitator and coach for

the Scrum Team.

They help the team understand Scrum practices and

principles,
Remove impediments that the team faces
Work to improve the team's performance.

The Scrum Master also protects the team from outside

interruptions and distractions.

£ N

~

\\ Scrum Master /
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Development Team

» The Development Team consists of professionals who
do the actual work of designing, developing, and
testing the product.

* They are self-organizing and cross-functional, meaning
they have all the skills necessary to create the product
without relying on others not part of the team.

* The size of the team should be 7 + 2.

Development Team

©2023 Project Management Institute, Inc. All rights reserved
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Scrum Events
and Artifacts

Events Artifacts

Sprint

Sprint planning Product backlog: product goal
Daily scrum Sprint backlog: Sprint goal
Sprint review Increments: Definition of done

Sprint retrospective

©2023 Project Management Institute, Inc. All rights reserved 24
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The main Scrum Events include:

« Sprint

« Sprint Planning Meeting
 Daily Scrum

« Sprint Review

Sprint Retrospective

-
Sprint - -

Review a

B 2 oors Sprint
Release Planning A Retrospective

Sprint Planning

Release 1 L AW l
Sprint & .
Release 2 Backlog T B, P (o)
Release 3 - o 3

Finished Work
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Sprint/

iteration

A sprint is a period of
time during which the
development team
creates potentially

releasable product.

Asprint is performed in this sequence:
« Sprint Planning Meeting

» Daily Scrums

« Sprint Review

« Sprint Retrospective

The duration of a sprint is one

to four weeks.
‘srart. date End QJ(e

Fixed length

Sprint 1 Sprint 2 Sprint 3

Timebox of up to
a calendar month

©2023 Project Management Institute, Inc. All rights reserved
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Sprint

Planning
Meeting

Sprint planning is used to
determine the work that Backlog
Is going to be performed
during the sprint. The

Scrum team attends the

sprint planning meeting.

A Sprint Planning Meeting is a timeboxed event scheduled to last two

hours for each week of the sprint duration.

Sprint Planning
Meeting

Sprint Backlog

o
il’\\-
.
, .83 - BB
TASK

“ '_‘7’

©2023 Project Management Institute, Inc. All rights reserved
This material is being provided as part of a PMI® Workshop



Daily Scrum/
Daily Standup

Daily Scrum is a timeboxed

meeting lasting no longer
than 15 minutes. It is used
by the Development Team
to synchronize its activity
and to create a plan for

the next 24 hours.

It is accomplished by asking three questions:

What did | complete yesterday?
What is my plan for today?

What are the impediments to my work?

©2023 Project Management Institute, Inc. All rights reserved
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Sprint Review + The main purpose of the sprint review is to obtain feedback and faster

collaboration.

» The Development Team demonstrates the work completed during the
sprint.

Sprint reviews are held .
* The Product Owner accepts or rejects the work.

at the end to inspect
« The Product Backlog is revised based on the feedback obtained.

the results of the sprint
and to potentially

make changes to the

& 19) £ -

| - ¢
: Development Team o

Product Owner

product backlog.

Customer

‘ Product Backlog
"

H R / Features 1
Features 2
. . Features 3
Scrum Master Stakeholder
©2023 Project Management Institute, Inc. All rights reserved 29
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Sprint
Retrospective

The Sprint Retrospective
is an opportunity for the
scrum team to inspect
itself and to determine
how best to implement
improvements for the

next sprints.

Sprint retrospective focuses on three main questions.

What went What did not go
well? well?

What should be done differently next
time?

©2023 Project Management Institute, Inc. All rights reserved
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Scrum Artifacts

Scrum Artifacts are specific information

repositories designed to maximize
transparency and foster understanding
among Scrum Team members and
stakeholders.

« The primary Scrum Artifacts are the

Product Backlog, the Sprint Backlog,

and the Increment.

Scrum Artifacts

. 2-4 WEEK .
SPRINT .

Y 00
o) ErEeees

Product Backlog Sprint Backlog ‘ ‘*

Product Increment

©2023 Project Management Institute, Inc. All rights reserved
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Product

Backlog

It is a prioritized list of
"requirements” that is
created and maintained
by the Product Owner
of a product.

The product backlog
evolves in order to be
appropriate,

competitive, and useful.

Sprint1 <

Sprint 2+3 <

Sprint 4-... <

\.
r

N

Requirement
Requirement
Requirement
Requirement
Requirement
Requirement
Requirement
Requirement

Requirement

Requirement

Requirement
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Sprint
Backlog

Sprint Backlog is a subset
of Product Backlog. It
emerges during Sprint
Planning and does not
change during the course of

the Sprint.

Product Backlog Item

Sprint Backlog

Tasks Started Tasks Done

©2023 Project Management Institute, Inc. All rights reserved
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Timeboxing

Planning

8 hours for a 1-month sprint; 2 hours or less for a 1-week sprint

Sprint

Cadence of 1 to 4 weeks

Daily Scrum

15 minutes

Sprint Review

1 hour for every week of sprint length

Sprint Retrospective

OUECOR

45 minutes for every week of sprint length
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Agile Scrum Approach Listof  Vision
Product product statement

roadmap features and goal

D<D<Q

Product Sprint Sprint Daily
backlog Planning  Backlog Scrum

reee 328> > 98> 05> C,> C,

Sprint
Review

Sprint
Retrospective
‘ | : I ©2023 Project Management Institute, Inc. All rights reserved 45
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Adaptive or
Predictive?

o~ .
=llh= 3
ould you use. a pl
s

& da ptlve approa

~
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S

Team Structure in Adaptive Projects
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T-Shaped
Skills

T-shaped employees are
highly skilled in their main
area.

They also have knowledge
and experience in other
areas.

And they’re willing to

learn and work with
experts to improve their
skill set.

CROSS-DISCIPLINE EXPERTISE

DEEP DISCIPLINE EXPERTISE

©2023 Project Management Institute, Inc. All rights reserved
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Team Roles In
Predictive and

Adaptive
Approaches

In the predictive
approach, clear roles are
assigned to team
members.

Adaptive projects
emphasis on cross-
functional team roles,
with the team sharing
responsibility for tasks.

Quality
Assurance

Business (25%)

Developer

Analyst (50%)

(25%)

Predictive
Approach

Business Analyst (100%)

Developer (100%)

Adaptive
Approach

Quality Assurance (100%)
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Servant
Leadership

Project managers need to shift
their mindset away from being at
the center of the project in a
control and command position.

In a high-change environment, a
development team is often |
better positioned to make rapid EESSSIEEE I e T E R TGN Ho ST o e ttte '
decisions and achieve project | d A P—— L/
goals successfully.

y

of the project,

' 4
“

control position.

Otherwise, the project managers : : .
The team relies on its project manager for resources, support,

can become a bottleneck or
constraint for making decisions. and political assistance across the organization.
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Servant
Leader
Behaviors

Obstacle removal

Diversion shield

Encouragement and development

©2023 Project Management Institute, Inc. All rights reserved
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S

The Structure and Culture
of Adaptive Teams
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Predictive vs.
Adaptive
Culture

Predictive

Hierarchical, centralized

management approach

Management team manages;

team members do the work

Adaptive

Distributed management

approach

May self organize;
management role may shift

among team members

©2023 Project Management Institute, Inc. All rights reserved
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Factors that
Contribute to
High-
Performing
Teams

Open
communication

Shared
understanding

Shared ownership

Trust

Collaboration

Adaptability

Resilience

Empowerment

Recognition

Colocation

SE3 30 B

Limited team size

502
*®

Experienced
members
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Advantages of
Experienced
Team

Members

Collaborate

Define more stable project goals

Make more reliable predictions and then honor due dates

Finish valuable work more efficiently

Apply previous lessons learned to avoid common pitfalls

Communicate more efficiently and effectively within the team

and with other stakeholders

Identify and evaluate central project risks

©2023 Project Management Institute, Inc. All rights reserved
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