
PEACH – Predictable End2End Adaptive Chains

Footer 1

Censored

Data Driven Coaching

More than a Framework

Philipp Fürdauer



Intro - Philipp Fürdauer

~ 8 Years RBI

Scrum Master / Agile Coach / Jira Product Owner

M.Sc. Economics

Data Driven Coaching, Flow, Kanban



• Status Quo & Problems in the „Agile world“?

• Data Driven Coaching

• Fake Prioritisation & Cost of Delay

• Continuous Improvement

• Jira Analytics

• Flow Management & Implementation

Agenda



Dear Agile Community, 

is the Iceberg melting?
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Jira



„Classical“ Scrum Board – Or Fake Scrum
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„Classical“ Kanban Board
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Problems?
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„Provocative“ assumption – People are busy, but lack „Focus“ since everything is important & urgent

Commitment, Focus, Openness, Respect, and Courage © The Scrum Guide, November 2020

Flow Management is not „followed“, which means we start more than we finish 

Result => busy people and unfinished work

Work in Progress increased significantly in the last Months/Year
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Problem Statement – What are our actual Problems?



Transparency, Predictability and Awareness is essential – but Lacking

Teams don‘t know what they „really“ can deliver and if they are continuously improving

„Pushing“ that new „Feautures“ will get startet, creates exactly the Wrong trend! => overcommitting

Management should expect & accept stable delivery (Velocity/Throughput) from teams
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Problem Statement – What are our actual Problems?



Lack of Data/Metric driven decisions – „can we even get this done?“ Is replaced by „When is it done?“

Upskilling of Management, Teams & Stakeholders to understand value of Metrics

Lag Goals – normally we only focus on lack goals (e.g. Go Live) and then realize that we did not reach the 

Goal

Focus on Lead goals to move in small steps towards a „Lag Goal“ – continuous feedback
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Problem Statement – What are our actual Problems?



Data Driven Coaching

“Safely turning team data into coaching insights” ©Agile Alliance

Data Driven decisions instead of gut feeling

Main Goal => help teams to inspect and identify areas for improvement

We as „Coaches“ need to understand our Data

Collect, Learn, understand and Explain

Trends > single Metrics (no Focus on e.g. Velocity)

Which Questions & Conclusings are we able to ask based on Data?



Little‘s Law – Flow Metrics

Focus on trends over time! Data driven decisions instead of gutt feeling



Can we answer those questions? – We want to become better

When will it be done?

How much does it cost?

Which Value does it bring?

Can we quickly validate an assumption?

Are we track? Do we Win?

 FAKE Agile = „Slow“ + Real Costs 

 So Stop wasting Money!



Fake Prioritizing leads to Cost of Delay
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Do you calculate what every done Issue costs you currently? Do you optimise for „Costs“ or Value = Flow? 

If items age, „Average Cost of Delay“ increases! 

How can we quantify this change? What does this change mean in €? 

If the whole team is fully „Planned“/Booked/Busy, there is no slack time - Queing Theory - no Slack = Busy People

Every Item in the „Process“ can be considered as „Flow debt“ if it is not moving along the Chain => Costs money

How will the Return on Investment Change?

We want => Reduced Average Cycle Time / Issue => Lower Cost per Issue (Epic/Story/…)

We need to shift from „Busy FTE“ => towards „Delivering Teams“
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Why is balancing your Work in Progress so essential? 

Investment: 
6 FTE = 200*6 => 1200 PDs => 100 PDs / Month (Costs ~ € 100.000 / Month)

Return: 
1 Story € 10.000 => 10 Stories / Month => € 100.000

12 Stories / Month => € 120.000

20% higher ROI

8 Stories => € 80.000 = Loss



We need to understand and ensure continuous flow - We need to work on continuousely improving our flows

Looking at your „Cumulative Flow Diagram“ will tell you at which „stage“ you are currently

You start where you are – at „Level 0“ and improve Step by Step (1 – 2 – 3)

Continuous Improvement – Journey
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Focus Areas & Key Metrics

Key Metric

Focus Area Stability

Work in Progress

Process

Cycle Time

2 - narrower 3 - steeper1 - parallel 

Capability

Throughput

Basic Advanced ExpertLevel

CFD*

*Cumulative Flow Diagram

Zero

No Focus

0 - opens up

None



My mistake / mistakes
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Jira Power BI Analytics & Prediction Dashboard
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Work in Progress – Down ☺
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Aging
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Peach – Implementation aka Optimisation for Flow
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Data Quality

Active / PassiveJira WorkflowsStability

Epic BoardsStory Boards Flow BoardsDelivery Boards

Improvement
Backlog

WIP „Balance“ Jira Quickfilters Jira Card LayoutVisualisation
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Definition of Done Team Agreement
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So far the Theory, but how can we apply PEACh now?



Optimize for Flow - Flow Efficiency
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Can we answer those questions? – We want to become better

Do you know if your Team performs better?

How do you know if we improved?

Is the Team busy or are they „delivering“?



Make Teams Predictable & stable by using Flow Management and Kanban Metrics

Why are we using Agile Frameworks? – We want to become „better“

Peach aims for „Performance“ improvements, to increase ROI through Focus and shorter cycles times

Peach makes impediments transparent – unblocking teams is essential to enable their potential

Peach has three Core Pillars – Brutal Transparency / Managing Flow / Learning Organisation

Transparency - Jira Analyitcs Power BI Dashboard + Jira Visualisation of your Work (Unplanned Work, Waiting times)

Manage the Flow – start finishing, unblock teams impediments and enabling their potential

Learning Organsiation - Peach aims for fact based continuous Improvement

Goal – increase Focus, reduce Work in Progress & Improve Delivery
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PEACh – Predictable End2End Adaptive Chain



Further Reading

https://www.scrum.org/resources/suggested-reading-professional-scrum-kanban





Thank you


