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The Problem

Building the right
thing

Define Value
Determine Priority
Make Decisions
Some APLN Stuff



Agile methods
discuss how to do
things right

Product Owner
expected to
determine If we are
building the right
things

How do we do this?



What products?
What projects? [ g
What features? d

What order? ed

Which of the above

19%

do we not do? e e

Not everything has to be done.
Applies equally to projects, features, processes



To ensure the team is building the right thing:

Define value

Determine
priorities
Make decisions



Monetary or material worth relative worth, utility, or importance

An amount, as of goods, servi %ney, considered to be a fair and
suitable equivalent for som Ise; a fair price or return

a numgricang#antity that is assigned or Is
det ed by calculation or measurement

Worth in usefulness or importance to  something (as a principle or quality)
the possessor; utility or merit intrinsically valuable or desirable

http://www.thefreedictionary.com/value
http://www.merriam-webster.com/dictionary/values



Corporation: Impact on
bottom line

Charity: Impact on $06

money used to fund
research

Non Profit: Contri
to org purpose

Governmen oper use
of tax payer ney’?



Definition of Value

Means of achieving value

How projects achieve
value



Strategic

Tactical

[

Mission

Vision

Values

Strategic Intent ~ Strategy ~

Long-Range Goals

SCO /5Q

Annual Objectives

Action Plans (what, who, when)

Individual Business Objectives

Start Here



Competitive Position

Cost Differentiation

Broad Cost Product
Leadership Leadership
Strategic
Scope
Narrow Best Customer Solution

II»Where IS Your Organization ?



Answer These Questions

1. Whom do we serve and what do they want and
need most?

What services do we provide to help them?
How do we know we’re doing a good job?
What Is the best way to provide these services?
How should we organize to deliver these
services?

Identifies Strategic Decision Filters

kWD
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Strateg |C l nt&nt: Competitive Position
BeSt CUStomer Sol UtIOn Cost Differentiation

Leadership Leadership
_ . Strateqgic
Decision Filter: Scope
Does this initiative help

to Improve health care
value for our
stakeholders?

Broad
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Relative worth of the
project to the
organization

Should be presented as
a model rather than
statements

Value Model inputs are
project constraints

Measures success



Purpose

Business Value
Considerations
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Optimist’s View:
What job is the
project trying to get
done?

Pessimist’s View:.
What problem is the
project trying to
solve?

Take advantage of the project charter



What is the project Purpose?

Does the purpose align with
decision filters?

Yes — Continue!
No — Stop!

“What Decision Filters?” —
Go back and define some.




WIll this activity
differentiate us In
the marketplace?

IS this activity
mission critical to
our operation?

Purpose does not equal Priority



Collaborate to understand
Considerations
Costs
Benefits

Are we comfortable

(40% — 70% confident)
with cost and benefit
estimates?



Agree to purpose of
exercise

Brain write
Stick items on a wall

Group like items
together

Provide headlines for
groupings



Things that could
Impact value provided
by Project

Risks

Issues

Assumptions

Constraints
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Costs assoclated
with the team

Hardware costs

Software licensing
Costs

Vendor service costs

Impact to operations
(extra staff)
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Financial Benefits
Increased Revenue
Cost reductions
Opportunity costs avoided

Fee and Penalty
avoidance

Other

Support of other initiatives
Reputation

Improved customer
satisfaction



( Expected
Benefits
Planneo Actual{
ROl ROI
\ Expected
Costs

Real

Benefits
Real

Costs

Revisiting Value Model allows team to see the move

from Planned to Actual
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Costs: Purpose:

Software development Answer members questions
costs about healthcare

Vendor fees
M
i Considerations:

Vendor size

Integration with
vendor systems

Benefits:

Consolidated
member point of
contact
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Difficult to determine value
of a feature iIn monetary
terms

How does this feature help
the project further the
purpose of the org?

Catalogue Requirements to
understand value (at least
subjectively)

Organize Requirements into
Minimal Marketable
Features



Express
requirements with
business value
focus

Provides focus

Helps with priority

Front

As a <User Type>
| want <feature>
So that <business value>

Back

Given <Pre Conditions>
When <Condition>
Then <Resulting Action>
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Developers want smaller
units of work

N
Epic j
B

Stories that can be
done In an iteration

Us

ers want features that
provide value

MMF

N

Minimal Marketable
Features
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Group stories together

iInto MM

- (themes)

Establish release

content

pased on

these MMF

Establish iteration
content based on risk
mitigation and
technical requirements



To ensure the team is building the right thing:

Define value
Determine
priorities

Make decisions



What should we do?

What should we not
do?

How elegant should
those things be?

In what order should
we do that which we
said we would?

And on what basis do we make those decisions?
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Prioritizing Projects
“Easy”

Select based on purpose
based alignment

Order by value delivered

Prioritizing Features
Not so much
Group into MMF

Select based on Purpose
based alignment

Order by relative
Importance to project



Work with |

someone else Be Creative

Don’t Bother No Design,
Mimic existing
Best practices
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Pharmacy Healthcare analytic
Dental Member focus

Disability insurance| Claims Processing

Enrollment
Customer Service
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Comparative order
based on value
contribution

Various means to

select feature order
(Suggested by Mike Cohn)
MMF (Theme) Screening
MMF (Theme) Scoring
Relative Weighting
Kano Analysis

It's all relative

Mike Cohn — Becoming an Effective Product Owner
(http://www.mountaingoatsoftware.com/presentation/47-becoming-an-effective-product-owner)



To ensure the team is building the right thing:

Define value
Determine
priorities

Make decisions
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Decide who should
decide

Decide how to
decide

Consider Real
Options



Who has the appropriate
authority to make the
decision and make sure
It IS enacted

Understand before
making decisions

Decision Leader

NOT for purposes of
placing blame.



Use an explicit process for
decision-making.
Educate the decision

leader about decision |
rules and guide her to @ @

choose one. b

. $
Understand appropriate Cj
uses of decision rules.

One size does not fit all C)

Ellen Gottesdiener — Decide How to Decide
(http://lwww.ebgconsulting.com/Pubs/Articles/DecideHowToDecide-Gottesdiener.pdf)
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Allows people to
make optimal
decisions within
their current
context

Focus on
gathering
knowledge

Set based design






Remember to keep
the business in mind

Use value delivery
to prioritize

Get more done by
doing less

Know how you are
going to decide
before you have to
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February 21 — 22, 2008
APLN Dallas Leadership
Summit

Interested In getting
iInvolved?

Feedback on APLN
Local Chapter support

Thoughts on Learning
and Recognition

What else should APLN
be doing?
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Kent J McDonald:

www.knowledgebridgepartners.com
www.accelinnova.com
515.229.6929

kent@knowledgebridgepartners.com



