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Problem Statement #1

— Yahoo Memo: The 'Peanut Butter
Manifesto'

— We lack a focused, cohesive vision for our
company.

I've heard our strategy described as spreading peanut butter across
the myriad opportunities that continue to evolve in the online world.

The result: a thin layer of investment spread across everything we do
and thus we focus on nothing in particular.

— We lack clarity of ownership and accountabllity.
— We lack decisiveness.

Wall Street Journal, Nov 18 2006 N
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Problem Statement #2

Unintended Consequences at Scale

Desirable Behavior Possible Consequence

— Pride of Craftsmanship — Tunnel Vision

— Self Managing Teams — Information Hiding

— Transparency — Budget Risk

— Frequent Iteration — Stigma of Failure

— Collective Code Ownership — Broken Builds

— Single Definition of Done - Long Code Isolation

— Fork Code When Needed — Integration Debt

— Continuous Integration — "Breaking” changes too hard

P Visual Studio



Agenda

— Problems of Product Ownership in the Large
> A Product Owner’s Perspective

— Experience Report

— Observations

P Visual Studio



A Single Scrum Team’s Perspective
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A Product Owner's Perspective
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Business Strategy
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Some Business Value Lenses

A

Customer |

Satisfaction .
Platform support _
Revenue -

opportunity
Time to Market
Innovation

Outside-in, by
customer input

Inside-out, by
technology

Industry Trends

Breadth vs. Depth
Team practices
Geo-distribution
Internal Partners
External Partners

Performance
Expectations

Competition
Customer Maturity



Release/Pillar Vision Short Form

For (target customer personas in identifie
segment)
Who are (the current eéeal-t

dissatisfied with
Our solution is a | (product category)

That provides | (key problesolving capability)

Unlike (the product alternative)
We have (key scenarios aQadSfor your
assembled solution)

Adapted from Geoffrey A. Moore, Crossing the Chasm(New York: Harper Collins, 1991, 1992, 2002), p. 154.



Clear Ownership

- OARPI

— 1 Owner

— Reviewers (Some of whom my be blocking)
— 1 Approver
— Participants

— Informed

— Applies at Multiple Levels of

Product Backlog
@ Visual Studio



Definitions of Done

— Multiple Objectives
— Prove Complete User Experience
— Ensure all Qualities of Service are Met
— Eliminate Legacy Technical Debt
— Prevent Accumulating Technical Debt
— Allow Rapid Code Integration
— Enable Marketing

- Experience
— Situational objectives merit different solutions,
at different times

— Agree and prove system up front,

apply in appropriate cycles OO ol Studio



Release Planning
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Design Forces

DESRARIL/TY  VIABILITY

FEASIB/LITY

http://www.ideo.com/chbd
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Kano Analysis as Framework

Exciters/
Delighters/
Energizers

oOLIi near 6 f ec:
(satisfiers)

Must-haves
(remove dissatisfiers)

Indifferent
features

Micrgsoft' -
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Importance

Quantitative Kano Example
— Tread carefully — hides sampling biases

90%

80%

70%

60%

50%

40%

30%

20%

Immediate Opportunities
Important & Unsatisfied

Important &
Satisfied

Lower Priority
Opportunities

Unimportant &
Satisfied

20%

30%

40%

50% 60%
Satisfaction

® Opportunities

A Not Opportunities

70%

80% 90%

P Visual Studio



Contextual Inquiry

— Anthropological observation of practices
— Goal Is to understand mindset of customers

e Inthe same room, one side of the wall is dedicated to the infrastructure project (waterfall) using large post-it paper with monthly milestones, and the opposite wall is
dedicated to the capitol project (agile) with a corkboard using the typical scrum state columns (e.g., backlog, next sprint queue, current sprint stories, not done, in progress).

e |tis fascinating to see the two processes integrated into a one room setting owned by one project manager.

® The Capital project stand-up (which is actually a sit-down) started at 9:30 sharp

e There are 9 people present in the Infrastructure meeting; Joe (PM), Michael (Dev Lead), Carl (Infrastructure Lead), Joseph (DBA Lead), Ed (DBA Lead), Vishal (Contract Dev), Sujaen
(QA Lead), Kevin (Contract QA), Ray (Dev). Barb (Dev) is teleconferenced from home.

O Visual Studio
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Voting Sheets

Pain

Once | work with something
OFy Qi FTAYR A

L OFyQid GSt¢
build to build, especially ove
time

L R2Yy Qi (1y2#6
expert of a given area

| need another pair of eyes
on my code

(mark with

Importance to

your business
Most Least

Important  important

X)

(mark with 'X') Yes No

Satisfaction

with Existing

Does the existing
functionality meet

your needs?

Don't
know

Notes






L essons Learned in Effective

Interaction
— Pick the right groups with shared context

— For different contexts, use separate panels
— Develop long-term relationships

— Grow the context

— Cultivate people whose insight you want

— Develop clear hypotheses beforehand

— Prune the questions to the ones where
you will take action

— Interaction in the room, viewers online,
recordings afterward

P Visual Studio



Org Goal: Functional Tribalism

27

Suit the action to the word, the word to the action,é . a n d &shwere the
mirror up to nature Hamlet IlI:2

We're all great, and we hang together
« cf. Logan et al,, Tribal Leadership
Transparency benefits all

* Sunshine (s the best disinfectant (Brandeis)
* There’s only one ‘P’ in Priority (Sinofsky)
Respect Crew Size and Org Size

e Crew of 712

* Org Units £ 160 (Dunbar’'s Number), but
as few as possible

» Be willing to organize around the customer value props
Authenticity: Be the change you want to create

P Visual Studio
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< Release Planning >

Sprint Plannig & Execution

Creating the Product Backlog
Business Value — Customer Value

: Business area of investment
Pillar Concise “elevator pitch”

Epic:Why buy or upgrade
Contains Customer Promises:
What 1 f you <co

Experience Theme:
Let me show you

User Story / Product Backlog Item:
Product capability to enable

O Visual Studio
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Acid Tests For PBIs — Example

| Pain: Waste in Developer -Tester Interaction

A

| VS 2010 Scenario: No More No Repro
I What if you could reduce your bug reactivation by 80%?

| Experiences

I As-atester, | can explore the app and file a bug that
automatically - captures full motion video, complete
action log, IntelliTrace logs from the servers and
snapshot of virtualized test environment.

| As a developer, | can open the bug, see what happened
both in the Ul and at multiple tiers,d ebug of f |1
backwards from actual fault to root cause , and click
Into the code editor to fix the fault. When | checkin the
fix, | can automatically generate a test to prevent
regression.

| Quality of Service (NFR): It all has to be fast enough to
keep us in the groove .



rooming the Product Backlog

Product
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Business
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Release
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O Visual Studio



Design Cycles from Customer Insights

%&4!
MAKE

CHOICES

DIVeR4E

CREATE
CHolLES

L e —

http://www.ideo.com/chbd
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Design Funnels from Paper Prototypes

YU | »
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Design Cycles Scenarios—Experiences

DIVER4E %&45
MAKE
Erners 7

L e —

http://www.ideo.com/chbd
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Example

: Scenarl

o Storyboard by Experience
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Checkin 6  RunTestd ; 8 W
During code editing, VS
Suggested Tests displays list of suggested ass View
g (prioritized) tests applicable
0 e e el 10 Changed code. ow _ Inioney
% testPlus1(Mé  Explicit Fail COde Coverage In source {} money

public Money Plus (Money sddend)
|

editor after test runs.

testdollar(int)  Explicit Pass

. [} @ InvalidCurrencyException
string dbNene « GetDENanpsFromlonts: &

double sxchangefate = G

testEquals(o... Previous Cov... Pass

ol O; Bases and Interfaces
testfranc(int) Previous Cov... Pass

'
addend. currancy

Coverage summary also in
class view.

== @ |nvalidCurrencyException()
[} -m. O;Money

testMoney(i...  Explicit Pass

testPlus(Mo...  Calls testdoll... Pass

L O; Bases and Interfaces
mm gy dollar(int)
mn . Equals(object)

testToString()  Explicit Pass

Suggested Tests COde under '[eS'[ (;/:it:\t,string)
Test Explorer hyperllnked tO teStS Money)
. 0String()
Scope By Solution 6 Test Results = g Amount
Browse By Al Tests by Area st Run 6 mE &1 Currency
—— g Test case manager makes all
l_“"°”systemTests tests across team accessible Integrated unit testing displays test
S wniress and runnable by everyone results directly in VS, hyperlinked to
(based on permission). est Log source. -
v UnitTest1 Pointer
; testfranc(int) - : / UnitTest2 Pointer
|7 testMoney(int,string) @ testfranc(int) Pass UnitTest3 Pointer
|7 testPlus(Money) ":) testMoney(int,string) Pass UnitTest4 Pointer
|7 testToString() '3) testPlus(Money) Pass UnitTest5 Pointer
@ testPlusi(Money) %D testTostring() Pass UnitTest6 Pointer
O testPlus1(Money) Fail UnitTest7 Pointer

Test Explorer TestResults = Task List | Output Properties




Customer Rating of Backlog As Needed
(Often by LiveMeeting)

"LQYHVW OHVVpu

", QOYHVW PRU ranking by
ranking by audience
audience

Experiences
withinscenario
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