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Typisch identifizier
) te Herausforder
bei Programmen/Projekten e

Stolpersteine Transformation SAP S/4 :
(Erfahrungswerte Heupel Consultants)

{ HEUPEL

S CONSULTANTS

Kein konsistenter auf die spezifische Situation und Rahmenbedingungen
ausgerichteter Projektierungsansatz

Eine ,,EX—Ante-Uberplanung“ des Projektes
ohne explizite Lern- und Adaptions—mechanismen (,Inspect & Adapt”)

Uberschatzung eigener Ressourcen &
geringe Projektféhigkeit der eigenen ,,Mannschaft“

Falsche Einschatzung Abdeckungsgrad des Lésungsangebotes der SAP
Uberschatzung der eigenen Disziplin ,,SAP—Standards“ einzuhalten
Unterschatzung des Migrationsaufwandes

Unterschatzung des Change—l\/lanagementaufwandes

veww. heupel-consultants.com
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Mal ganz naiv gefragt...

...was war noch mal Ziel beim Managen, Planen, Tracken groRer Projekte und Programme?

B Viele Tabellen, Formulare, Statusberichte
B Ein gutes Geflhl, dass viel gemanagt wird
B Fuhrungskrafte und Experten, die das gute Gefuhl haben, echte ,Magie“ zu betreiben

E CYA

B Mehrwert- und Notwendigkeits-basierte Entscheidungen

B Fruhzeitiges Erkennen von Schieflagen und Herausforderungen
B Optimales Zusammenspiel ermdglichen

B Nutzung des Wissens in der Organisation

B Echte Motivation aller Beteiligten

B Enablement und Vermittlung des ,Why", um selbstandiges Entscheiden und Agieren

auch auf Team-Ebene zu ermdéglichen

© Prof. Dr. Ayelt Komus www.process-and-project.net www.komus.de www.heupel-consultants.com



Agil auf Team-Ebene: Kinderteller

© M-image via Fotolia
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Agile Skalierungsanséatze bieten Reichtum an Ideen und Anséatzen

Team of Teams

2 -’- -
Less Npge <l

Quelle: Nexus-Guide (Schwaber et. al.)

Quelle: htip://less.works

SAFe

@ Leffingwell — Scaled Agile Framework
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Quelle: The Scrum @ Scale Guide
Sutherland and Scrum.Inc

Spotify Model

Covomunity > Structure
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Quelle: Henrik Kniberg

(https:/Nabs spotify.comy2014/03/27/spotify-engineering-culture-part-1/)
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Agile Manifesto: People and Interactions over Processes ...

Manifesto for Agile Software Development

We are uncovering better ways of developing
software by doing it and helping others do it.
Through this work we have come to value:
Individuals and interactions over processes and tools
Working software over comp ve dc ion
Customer collaboration over contract negotiation
Rcsponding to Change over following a plan

That is, while there is value in the items on
the right, we value the items on the left more.

Kent Beck James Grenning  Robert C. Martin
Mike Beedle Jim Highsmith Steve Mellor
Arie van Bennekum  Andrew Hunt Ken Schwaber

© Prof. Dr. Ayelt Komus www.process-and-project.net

Welche Bedeutung haben die folgenden Scaling Frameworks fiir lhren
Tétigkeitsbereich?

Scaled Agile Framework (SAFe) (n = 142) N
Eigenentwicklung (n = 138) I I

Large-Scale Scrum (LeSS) (n = 138)
Spotify-Model (n = 134)

Nexus (n =137)

Scrum at Scale (n = 135)

Team of Teams (n = 133)

Disciplined Agile (n = 133)

0%

u Sehr grolle Bedeutung GrolRe Bedeutung

Quelle: Status Quo (Scaled) Agile, 2020

www.komus.de

20% 40% 60% 80%

Geringe Bedeutung  ® Keine Bedeutung Keine Angabe

www.status-quo-agile.de

www.heupel-consultants.com
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Was muss Programm-/Portfoliomanagement liefern?
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Prinzipien & Strukturen der Prozessgestaltung und —weiterentwicklung
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Was muss Programm-/Portfoliomanagement liefern?

V- = ———
( @ Vision, Strategie und Priorisierung e
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Gesamtheitliche Rollen- und Planungsebenen, Taktung Team- & Produktions-
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Prinzipien & Strukturen der Prozessgestaltung und —weiterentwicklung
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Strategieprozess insbesondere bei SAFe umfassend ausgestaltet

® Jede Programm-Planung setzt einen Strategieentscheidung voraus

B Insbesondere bei SAFe ist der strategische Bereich explizit ausgepragt
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Werkzeuge, Elemente der Strategiediskussion

How
WHAT

Objective

= The Purpose
What is your cause? What do you betieve’

Apple: We believe In Chalienging the status Guo and
doing this differently

How = The Process

Specific actions foken 1o realize the Why.

Apple: Our products are beaiifully designed and easy to
use

What = The Result

What do you do? The result of Why. Proof.

Apple: We make computers

@ Head

v

PUSH

Key Results

Increase customer engagement in
our community platform

Reduce membership chum from 20% to 5%

Increase Net Promoter Score from 35 to 80

Improve average weekly visils per active user from
5,000 to 20,000

Increase non-paid (organic) traffic to from 1,500 to
5,000

Improve engagement from 30% to 60%

© Scalod Agilo, Inc.

Figure 4. Applying OKRs ta define strategic themes

© Prof. Dr. Ayelt Komus

Wallet

Heart

PULL

© 2012 - The Clearing, inc
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Current Operational é:
Dependence =
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wnne] BMENAgE com
Assessing the Strategic Impact of T
Strategic Grid (McFarlany

Factory Strategic

Support Turnaround

Low Potential Strategic Impact

70-75% (i

PROBLEM

sawToN -

WeY METRICS CHANNELS

REVENUE STREAMS

www.komus.de

New
Ideas

o Better
- Ideas

5-10%

20%

Commaodity

SWOT Analysis

Strengths

Internal origin

Weaknesses

Opportunities

External origin

Threats

Figure 4. SWOT analysis

www.heupel-consultants.com
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Don Reinertsen (Flow): Weighted Short Job First

A Scenario 1
Cost of Delay
WSJF = ———— B
Job Duration
(Job size) delay cost C
e
1 3 6 time
If effort and CoDs are different,
do the Weighted Shortest Job First! _
Scenario 2
Costof _ User-Business Time Risk Reduction and/or C
Delay ~— Value Criticality Opportunity Enablement
B
delay cost A
e
1 3 6 time

Nach Reinertsen, Don N o
Flow — The Principles of Product Development Flow

© Prof. Dr. Ayelt Komus www.process-and-project.net www.komus.de www.heupel-consultants.com 13



Was muss Programm-/Portfoliomanagement liefern?
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Beispiel SAFe (Portfolio) — Ebenenkonzept der Planung

Enterprise

Organizational
Agility

Lean Portfolio
Management

Operational Value Streams

LA

Business Agility
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Portfoliosteuerung — ,,Heartbeat* als zentrales Element

Marz
Operative

Planung
s U5,

O
L
Taktische /7. c
O

Projekt-
Planung marktplatz
(1/Jahr)
@ . @ Strategische
Planung
(2/Jahr)

In Erweiterung von Felchlin, Basler-Versicherungen
Inspired by SAFe und Heupel Consultants Septem b er
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SAFe — Heartbeat (Programm Increment)
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Praxisbeispiel High Tech Industry: Steuerungsebenen

Programmplanung

Sprintplanung \ ‘ ) .

(2-wochentlicher Zyklus mit « (2 mon atlicher Zyklug
. mit Big Room Plannings)

Sprint Plannings pro Squad) ‘

Portfolioplanung
(Jahresplanung im Rahmen der
Budgetierung, noch nicht als
Backlog-Steuerung ausgestaltet)

Praxisbeispiel: Courtesy Heupel Consultants ‘

© Prof. Dr. Ayelt Komus www.process-and-project.net www.komus.de www.heupel-consultants.com 18



Was muss Programm-/Portfoliomanagement liefern?
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Struktur und Prinzipien ,,LeSS Huge* (>8 Teams)

oy

i
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© Prof. Dr. Ayelt Komus
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Beispiel SAFe — Erweitertes Rollenset

Product Ownership

Methode und Moderatio
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Spotify Model — Gilden und Chapter
Tribe

® /8)§ompopﬁ

Chapter Chapter
\ -
- o ¢
Chapterk ) Gu"d Chamf )
Q "k&; 8 Q
’
\ Squad Squad Squad Squad Squad Squad Squad SQUJ

https://blog.crisp.se/wp-content/uploads/2012/11/SpotifyScaling.pdf
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Scrum of Scrums (So0S) — Org-Struktur

@

A Scrum Team

© Prof. Dr. Ayelt Komus
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SoS of 5 Teams
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SoSoS of 25 Teams

© 2021 Scrum Inc.
www.scrumatscale.com
education.scruminc.com

www.scrumatscale.com
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Command, Command of Teams, Team of Teams

Command of Teams

Source/based on: S. McChrystal: Team of Teams

© Prof. Dr. Ayelt Komus www.process-and-project.net www.komus.de www.heupel-consultants.com 25



Von MECE zu Non-MECE
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Beispiel LeSS — Descaling over Scaling

LesS BOOK CHAPTER 2 Was ist Large Scale Scrum? \
|
INTEDRATION
e 9 Wie kann ICTresi wermeiner grofRen, W &
' « komplexen Q& ssglementieren? et

PRINCIPLES

SYSTEMS
THINKING

Wie kdnnen wir unnétig grof3e und komplexe Strukturen o
0 . 0 n QFW @
in der Or_gan.ls?tlon verellnfac“hen ? .
- ,2agil sein” statt ,agil tun”® -

ROLE OF
MANAGERS

%)

AGEMENT 60 SEE

%ﬁ 753 LARGE SCALE — Don't!
COACHING ADOPTIO MULTISITE - DOn‘tl
OFFSHORE - Don't!

[D) BY-NC-ND_|

https://less.works/en
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7 Design Principles to Descale Organizations*

1. From Specialist Roles to Teams

2. From Resource-Thinking to
People-Thinking

3. From Organizing around Technology
to Organizing around Customer Value

From Independent Teams to Continuous Cross-team Cooperation
From Coordinate to Integrate to Coordination through Integration

From Projects to Products

TR R I

From Many Small Products to a Few Broad Products

* LeSS — Design Principle by Craig Larman and Bas Vodde
https://less.works/blog/2020/03/02/more-with-less-seven-tools-for-simplifying-organizations.html , 3.3.2020

© Prof. Dr. Ayelt Komus www.process-and-project.net www.komus.de www.heupel-consultants.com
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Was muss Programm-/Portfoliomanagement liefern?
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Beispiel SAFe — Architekten-Rolle und Artefakte
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© Leffingwell — Scaled Agile Framework

Lean-Agile Leadership
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Nexus

Nexus Sprint

Retrospective

Cross-Team
Refinement

Ce

Nexus Sprint
Planning

Nexus Sprint

Review

Product Nexus Sprint
Backlog Backleg

Integrated
Increment

Nexus™ Framework @ 2020 Scrum.org

WWW.SCrum.org
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Artefakte
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Courtesy of Heupel Consultants
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Was muss Programm-/Portfoliomanagement liefern?
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Prinzipien & Strukturen der Prozessgestaltung und —weiterentwicklung
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Big Room Planning - Impressionen
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Beispiel Big Room Planning - Dependency Board

~ g . L S
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Planung auf Basis Team-Intelligenz — Beispiel ,,OneERP*

) Initial-Backlog PI Flanning Sprint-Flanning
p— Tandem-Leitung | (Team) (Plenam] (Teams)
N 410, | Huwe—
i S 0 OneERP - ﬂ, v 20 2—0 SpiokA__ Sei 2 Saiv 3 L@&
LA OneERP Plosung & LJrl : g | ' o
54 Greenfield - ‘

$2_1 Systemaufbau

TeamsREM.
interdisziplindr

Courtesy of Heupel Consultants
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Beispiel Big Room Planning - Kapazitaten und Prioritaten

Courtesy of Heupel Consultants
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Relatives Schatzen mit Planning Poker als zentrales Element

Mi veim Audard

ochuglen geruniels” P i
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Big Room Planning im Online Format mit Zoom und Miro

miro : OneERP Planungsworkshop 1
ONEERP PLANVNGSWORKSHOR: TRG | VD The 2
viro Zoom
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Operatives Reporting

Operatives Reporting Business Partner
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Was muss Programm-/Portfoliomanagement liefern?
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Lean-Prinzipien als Basis

= Wert aus Kundensicht
{éﬁjf?ﬁ} Wertstrom verstehen
Flow
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By the time you read this...

Scaling Agile @ Spotify

with Tribes, Squads, Chapters & Guilds

Henrik Kniberg & Anders Ivarsson
Oct 2012
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Squad Squad Squsd Squad

Dealing with multiple teams in 3,

Disclaimer: We didn't invent this model. Spotify is (like any good agile company) evolving fast. This article
is only a snapshot of our current way of working - a journey in progress, not a journey completed. By the
time you read this, things have already changed.

One of the most impressive
having scaled fo over 30 te

Spotify is a fascinating com
years and already has over 1!
likened to “a magical music play

Alistair Cockbumn (one of the founding fathers of agile software development) visited Spotify and said “Nice -
I've been looking for someone to implement this matrix format since 1992 °) so it is really welcome to see”

‘So how is this managed?
We have both presented at conferences and been caught in engaging discussions around how we work at

Spotify and how the company handles agile with hundreds of developers. Many people are fascinated by
this, so we decided to write an article about it.

Disclaimer: We didn't invent this model. Spotify is (like any good agile company) evolving fast. This article
is only a snapshot of our current way of working - a journey in progress, not a journey completed. By the

time you read this, things have already changed.

mn4

https://blog.crisp.se/wp-content/uploads/2012/11/SpotifyScaling.pdf
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Lernen: Retrospektive als ein Schliisselelement

,U_\fmiﬂww 7

https://t2informatik.de/wissen-kompakt/scrum-retrospektive/
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Gutes Programm- und Portfolio-Management

Gutes Programm- und Portfoliomanagement
bedeutet
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Let‘'s Connect!

XING”* Xing: www.xing.com/profile/Ayelt_Komus

H3) Linkedin: http://de.linkedin.com/in/komus

y Twitter: @Ayelt Komus

www.komus.de
www.process-and-project.net
www.heupel-consultants.com
www.praxisforum.net
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