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[bookmark: _Toc445362039][bookmark: _Toc444847096][bookmark: _Toc445806471]Module 4.0 - Effect of Agile on the DoD Program Office (Joe)	Comment by Joe Cooke: Changes:
Updated the introduction and Topic 4.1. 
Moved Risk Topic to within 4.1 
Reworded ELO 4.1 as marked
Added 2 MTs to ELO4.1 assessment

I’m thinking I’m 95% done pending your comments on the topic.  
Topic 4.2 will be complete for next week.
[bookmark: _Toc445362040][bookmark: _Toc444847097][bookmark: _Toc445806472]Overview
[bookmark: _Toc444847098]ELOs
ELO 4.1 - Identify key risks to a DoD Program Office in adopting an characteristics of a PMO’s staffing requirements an Agile approach environment
ELO 4.2 - Recognize the change in frequency of communication between PMO and stakeholders in an Agile environment.
ELO 4.3 - Identify how the technical review process in an Agile environment impacts the ability of a PMO to mitigate program risk
[bookmark: _Toc444847099]Assessments
[bookmark: _Toc444847100]ELO 4.1
 MT 4.1.1 Agile is not a Panacea and chance of failure increases with the amount of inherent risk within a program
MT 4.1.2 Much higher government involvement in the day-to-day development effort is critical to the success of an Agile program
[bookmark: _Toc444847101]ELO 4.2 - TBD
[bookmark: _Toc444847102]ELO 4.3 - TBD
[bookmark: _Toc445362041][bookmark: _Toc445806473][bookmark: _Toc444847109][bookmark: _Toc444847103]Introduction
Agile represents a radical shift from industrial age processes to a modern management and development approach suited to the digital age. Agile practices help to make progress and development more transparent, enabling improved decision making by delivering more timely and accurate information. 	Comment by Craig Smith: Seems a little esoteric… not sure DAU readership will connect?
However, Agile is not a panacea: it does not promise to solve all IT and program management problems, and may not be appropriate for use in all cases. Even successful adoption of Agile practices does not guarantee program success, as many variables that affect success lie outside the control of the government program manager and his team. --Defense Agile Acquisition Guide, Tailoring DoD IT Acquisition Program Structures and Processes to Rapidly Deliver Capabilities, Pete Modigliani and Su Chang, MITRE, March 2014.
A program manager must carefully weigh the risks of implementing Agile before moving forward.
[bookmark: _Toc445362042]

[bookmark: _Toc445806474]Topic 4.1 Adopting an Agile Program Approach (ELO 4.1)
[bookmark: _Toc445362043][bookmark: _Toc445806475]4.1.1 Types of programs that where agile applies
Agile is a good development approach for many DoD applications depending on the risks involved. A careful analysis of your particular program and the environment in which is implemented is necessary. 
Agile works well for lower risk programs such as those where the program is modifying software for government purposed purposes or is integrating software into software into an existing operational baseline, system or platform. 	Comment by Craig Smith: Not everyone would agree with the categorization that modifying software for government purposes is low risk. (I know… it’s a quote. Maybe what Pete and Su meant is low technology risk?)
Agile can also work for larger programs when building from the ground up. However risks do increase and prework, such as having a well-defined architecture are necessary. Programs proceeding without the upfront work are bound to fail. 
--Defense Agile Acquisition Guide, Tailoring DoD IT Acquisition Program Structures and Processes to Rapidly Deliver Capabilities, Pete Modigliani and Su Chang, MITRE, March 2014.
[bookmark: _Toc445362044]
[bookmark: _Toc445806476]4.1.2 General considerations for adopting an Agile approach
If you are considering an “Agile” approach it is important to keep the following in mind:
· Government involvement is critical – We no longer “through throw the development responsibilities over the fence. The government must be an active part of the team. It is important to ensure the Program offices is properly staffed with the right people.
· A Culture of Trust must be developed. – The program manager must do everything possible to eliminate barriers of trust with Decision Authorities, Developers, Test Organizations, Users and Industry. Active Stakeholder teaming will help speed the delivery of new capabilities.
· Consider starting small – use smaller iterations and smaller teams. Build agile methods slowly into the program’s processes.
· Consider using traditional methods until a baseline has been established and implementing Agile into subsequent releases. Global Command and Control System-Joint (GCCS-J) adopted agile methods after the base-line was established for future capabilities	Comment by Craig Smith: I feel like there should be an “if” clause at the beginning of this statement. As in, if it looks like Agile will be too difficult of a transition up front, then consider…

Otherwise, it almost comes across as sounding like we would endorse NOT using Agile until you’ve done so much up front work that you missed much of the benefit of doing it.

[bookmark: _Toc445806477]4.1.3 Program risks to consider before adopting an agile approach (ELO 4.1)
It is important the to address risks in planning. The following are some of the risks when considering using an agile approach.
[image: ]
[image: ]
[bookmark: _Toc445362045]--Defense Agile Acquisition Guide, Tailoring DoD IT Acquisition Program Structures and Processes to Rapidly Deliver Capabilities, Pete Modigliani and Su Chang, MITRE, March 2014.

[bookmark: _Toc445806478]Topic 4.2: Stakeholders (ELO 2)
[bookmark: _Toc445362046][bookmark: _Toc444847110][bookmark: _Toc445806479]4.2.1 Stakeholder importance in an Agile environment
[bookmark: _Toc444847111]Overall importance of stakeholder commitment and availability
[bookmark: _Toc444847112]Importance of highly involved, empowered user representative to make decisions at the project level on a daily/weekly basis
[bookmark: _Toc445362047]Importance of other stakeholders’ involvement and recognition of the impacts of the decisions of user reps on the program as a whole
[bookmark: _Toc444847113][bookmark: _Toc445806480]4.2.2 Who are the key stakeholders?
[bookmark: _Toc444847114]List of stakeholders here – with discussion of roles and alignment (note – not PMO roles specifically but general stakeholders)
[bookmark: _Toc444847115]Stakeholder alignment with reasons for Agile approach
[bookmark: _Toc444847116]E.g. User – describe and prioritize requirements (including user stories), test & acceptance (participate in incremental planning and reviews)
[bookmark: _Toc445362048][bookmark: _Toc444847117][bookmark: _Toc445806481]4.2.3 Prioritization of user requirements
[bookmark: _Toc445362049][bookmark: _Toc444847118][bookmark: _Toc445806482]4.2.4 Assignment of user requirements to releases and iterations
[bookmark: _Toc445362050][bookmark: _Toc444847119][bookmark: _Toc445806483]4.2.5 User involvement in acceptance of implemented requirements
(MITRE guide) reference
[bookmark: _Toc445806484][bookmark: _Toc445362051]Topic 4.3: PMO Staffing & Roles 	Comment by Kevin McKenna: PARCA EVM’s new Agile Guide for PMs might be useful in this module (shameless plug).
[bookmark: _Toc445362052][bookmark: _Toc444847104][bookmark: _Toc445806485]4.3.1 What is the overall impact to the PMO organization in an Agile environment?
Need a list of impacts here…
[bookmark: _Toc445362053][bookmark: _Toc444847105][bookmark: _Toc445806486]4.3.2 Impact to Program Office roles
[bookmark: _Toc444847106]Program Manager / Deputy Program Manager (cross-check other module)
Ensure sufficient stakeholder buy-in and participation in all efforts
Prepare government team for battle rhythm and frequency of interaction
Prioritization of requirements
[bookmark: _Toc444847107]Budget & Financial Management / Contracts Lead
Expectations for deliverables and contract scope management
[bookmark: _Toc444847108]Systems Engineering & Test Leads (cross-check other module)
Frequency of interaction and increasing level of detail
Fluidity of requirements at the detail level
[bookmark: _Toc444847120]

[bookmark: _Toc445362057][bookmark: _Toc445806487]Topic 4.4: Technical Reviews (ELO 3)

[bookmark: _Toc445362058][bookmark: _Toc445806488][bookmark: _Toc444847121]4.4.1 Technical reviews in an Agile Environment
Technical reviews focus on:
· Preventing incomplete work products from causing issues in the next phase of the project
· Finding and fixing issues (defects) early
The cost of fixing a defect escalates dramatically the longer it influences the project without being found
Historically across waterfall projects, CDR represents*:
· 25-30% of project effort expended
· 25-35% of project schedule expended
http://homepages.inf.ed.ac.uk/dts/pm/Papers/nasa-manage.pdf
Agile reviews focus on:
· Accepting completed and tested software
· Finding and fixing issues (defects) early
Incremental progression from definition to test to gives the most expensive defects less time to influence the project before they are found.
One Agile iteration (of n iterations):
· 1/n of project effort expended	Comment by Craig Smith: Someone really should sanctify check me on this. I am confident that time-boxed iterations ought to amount to 1/n of total cost and schedule.

But… I didn’t want to give the false impression that ever iteration accomplishes exactly 1/n of the work.
· 1/n of project schedule expended
[image: ]
[bookmark: _Toc445362059][bookmark: _Toc445806489]4.4.3 Agile technical review questions
[image: ]
[bookmark: _Toc445362060][bookmark: _Toc445806490]4.4.2 Recommendations for managing technical reviews

[bookmark: _Toc444847123][bookmark: _Toc445362061][bookmark: _Toc445806491]4.4.3 Other program reviews


image1.png
Consider Agile Pra

Assessment Areas

Requirements cannot be well defined
upfront due to a dynamic operational
environment.

Requirements
Stability

Requirements have been relatively well
defined by the operational sponsor.

Requirements can be decomposed into
small tasks to support iterative
development.

Requirements

ity

Requirements are tightly integrated
and are difficult to decompose.

Users welcome iterative development

User Timelines

Operational environment does not





image2.png
Consider Agile Practices Assessment Areas _ Consider Traditional Practices
and require frequent capability upgrades. allow iterative development or lacks
(<1 year). the ability to absorb frequent updates.
‘Users cannot support frequent
User representatives and end users are nteraction with the development team
able to frequently engage throughout | User Involvement
or the target end user cannot be
development. Lo
‘Program scope is mostly Imited to the
e e Program spans core capabilfties and
pplication layer while using exfting | ProgramSCope. | e iuing piatform or infrastructure.
infrastructure.
The government s responsible for Systems The government doss not want to own
primary systems integration. Integration systems integration responsibiltes.
Capabilties are operational ata basic. ‘Program supports a critical mission in
level, with some defects that can be | System Grticality | which defects may result in loss of lfe
addressed in future releases. o high security isks.
Industry has relevant domain experience | Developer ‘Agile development expertise s
and Agile development expertise Expertise | unavailable or lacks domain experience.
Program office has Agil training, Government | Program office has no Agile experience
experience, and/or coaches. Expertise | or funding for Agil training or coaches.
Program contract strategy supports short | Contracting | Contract strategy cannot support short
Agile development timelines. Timelines Agile development timelines.

Program Executive Office (PEO) or
subordinate has authority for most
program decisions

Level of Oversight

Office of the Secrtary of Defense
(05D) or Service Acquisition Executive
(SAE) s the Milestone Decision
‘Authority (MDA) and requires most
decisions to be made at that level.

Development can be effectively managed

Wiany government stakeholders il be

oy mall rossfuncional government | Teamize | involved n th software development
team and decitonmaking process
Seakeholders phyzaly located eross
Government and developers can ion | muitine ocatons and have mited
collaborate frequently and effectively. |  CONeboratio banduidth tosupport frequent
colaboration
O or = v comtractore o eams " Ny contraciors re requred
perform development =y develop program elements
Erteneve development and operatoral
Program con leveragetest nfrastructure teting s conducted sl following
' automated tests, and testersare | Test Environment | development, i resourees and
active troughout development ool avaibie o conduct paralel
development testig.
Cesdrani scively sapports A
development pactces and provids “top | Leadership esdership prfers s taditonsl
cover” o use non-rcitonel processes | Support | 9SveloPmentapproach or s unfamilar
» » with Agle pracices.

and methods.





image3.png
Waterfall Technical Reviews vs. Agile
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