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Portfolio Product Management Challenges

Many initiatives, projects, and products

Syncing initiatives; handling dependencies

Multiple teams; department to enterprise

Balancing load in view of constrained resources

Different organizational levels and units

Maximizing delivered value
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Conflicts in Portfolio Product Management

|dentifying Diverse Needs and Priorities
Making Conflicts Visible and Clear
Claritying and Defining Priorities

Resolving Conflicts at the Appropriate Level
Leveraging the Right Tools

Maximizing delivered value
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Navigating Complexity of Portfolio Management

Managing at different levels: Enterprise to Team e

Dif

Dif
Information Flow

Strategy Decision Flow: Top-Down

‘erent Processes

‘erent People Involved

Implementation and Status Reporting: Bottom-Up
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Maximizing delivered value
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Different Processes At Different Levels

| TEAMS |
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Different Processes By Different People

BUSINESS
I . .-

IT

| TEAMS |
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Different Processes By Different People

PORTFOLIO

What? and Why?
BUSINESS

IT
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Aligned Autonomy

PORTFOLIO

Alignment
The big picture in
light of high-level
business goals

BUSINESS

Autonomy
IT Details about what
| TEAMS | o
Teams will deliver to
achieve business
goals
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Portfolio Product Backlog Levels

APO“FC“"

. AR

Tasks

TEAMS
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Aligned Autonomy in Planning

Business

What? and Whv? PORTFOLIO Alignment
dats dn Yy

The big picture in
light of high-level
business goals

Autonomy

Details about what
Teams will deliver to
achieve business

Tasks goals
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Multiple Teams Working Together on the Portfolio
A Team Cl/CD

Backlogs They produce an integrate
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Portfolio Product Backlog

Basic Infrastructure for Portfolio
Management



A

Portfolio Product Backlog (PPB) N

Single source of truth for the entire organization
Contains all types of work from all available sources

Provides clear insight into status and future plans

Open to all stakeholders
From development teams to business and end-users

While everyone can add items, the
Portfolio Product Owner maintains control

Compatible with both Agile and Traditional processes
|
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PPB Is Easily Available

Available to different types of users
Management, Business, Stakeholders, Team members, End
users

Available in different tools and forms

n Web, Desktop (Excel, Word, ...), APlIs

-lat lists, Query results, Hierarchical trees, Boards,
Dashboards, Reports
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A

PPB Is Kept Up-To-Date y N

Work is done based on the lowest backlog levels

Higher backlog levels are kept always up-to-date
Status rolls up to higher levels
Updates occur in real time and continuously

Strategic decisions are based on the latest status
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PPB is Particularly Effective for Agile

Foundation for Er

ter

orise Agility

Allows for quick ¢

Naln

ge in direction

Adjustments can occur at any level: portfolio, product, or team
Changes are possible in near real-time (next sprint or even

Immediately)

Facilitates continuous Rolling Planning
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Azure DevOps Value Proposition



Azure DevOps Boards and Backlogs

Product Backlogs
Sprint Backlogs
Kanban Boards

Work Iltem Types
Epics
-eatures

Product Backlog
tems/User stories

Tasks
Bugs

NT KONFERENCA

Work Item Type Title State

Epic 4 [ Supporting Customers The Right Way! New
Feature 4 I Enhance Social Networking Experience In Progress
Product Backlo... 4 I Customer can become a Fan of Fabrikam Fiber on Facebook.  Approved
Task Design fan page, get photos, logos, etc. To Do
Task Create Facebook fan page for Fabrikam Fiber. In Progress

Backlog items

MNew < Approved 2/5 Committed 4/s
“ Support
New item »p 2
859 Support Ticket 3 857 Support Ticket 1
858 Support Ticket 2
l Adam Barr
Iteration Path Sprint 4 lteration Path Sprint 4
Iteration Path Sprint 4 . .
Area Path Support Area Path Support
Area Path Support
891 PBl4 ~ Development
4 685 Technician can send GPS location from 680 Technician can edit customer contact details
lteration Path iPhone. on Windows Phone.
e & n Erian Keller 4 Brian Keller 12
890 PBI3 Iteration Path lteration Path Sprint 4
Area Path B Area Path B
10
on 1/4
Iteration Path
Area Path B B
852 Customer can use the hot-line.
888 PBI1 E Julia Ilyana 8
8 lteration Path Sprint 4
Area Path A
Iteration Path
Area Path Development 1/4

Done

893 Support Ticket B
Iteration Path Sprint 3
Area Path Support
892 Support Ticket A
lteration Path Sprint 3
Area Path Support

670 Technician can report busy/late on Windows
Phane.

Brian Keller 8

lteration Path Sprint 3
Area Path B
4/4

665 Technician can see service tickets on Windows
Phone.

Brian Keller 10

Iteration Path Sprint 3




Portfolio Backlogs in Azure DevOps

Hierarchical Areas Backiogs and

Team Agile Tool Area Paths
PORTFOLIO Work ftem

Structure and Backlogs

—> Hierarchical Teams Types

4 Fi i i
iber Suite Portfolio team

- Hierarchical Backlogs —— e S

Report

- > Portfolio Backlog

4 Service Sufte Product team
TEAMS Performance Feat
eatures . .
Web App PosilsE L Fabrikam/Fiber Suite
Web Service
Service Suite Team Fabrikam/Service Suite

Different levels of abstraction
Business, PM, Development User stories App Team Fabrikam/Fiber Suite/Ape

Distinct work item type per level T . s
Epic, Feature, Backlog Item, Task e Per;::m mi:::“

Every team manages its own backlog remian | Farsanousiachyaen
Aligned autonomy Web Agp Teom FabrkanySeniceS.it/Web App

Wehb Service Team Fabrikam/Service Suite/Web Service

N
AINF #ntl23




tin '
g upJI;e Hierarchy of I'ID'eENIO
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Manage

ment team

ork Item Epics Board

fabrikam Fiber

phone @ In Progress
Appr

phone
o committed

web
web
web
web
web

web

fFabrikam Fiber

Customer St

Customer se
Customer service o committed
Customer service Apprcvec
Customer serviceé New
Customer serviceé New
Customer Servicé New

New

Customer Sel

one - phase 1

5 4 Customer ph

> phone $ig" in

support

> M request
. @ Customer p - Phase 1
, (M Add 3N information form
, | Hello world Wweb Site
, @ Slo response on m‘crmat:cn‘crm

rvice - 1MP@

. @ Custo

GSP locator interface

#) Ccheck servicé status

witch context issues

®S

"L 4 customer S v

-

28] Scheduler
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Rolling Planning



Rolling Planning — Alighed Autonomy

Leadership is responsible
for the Big Picture
WHAT are we building?
WHY are we building it?

Season Initiative
6 months 18 months

Sprint Plan

3 weeks 3 sprints

Teams are responsible
for the Detail
HOW are we building it?
Are we building it with #ntl23
QUALITY?
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Rolling Planning

6 month season plan
18 month initiative plan
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Rolling Planning (after 3 weeks)

######




Rolling Planning (after a quarter)
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Rolling Planning (after two quarters)

6 month season plan

V 18 month initiative plan

Q1

NI
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Rolling Planning (after three quarters)

6 month season plan

&z
=

#ntk23




Rolling Planning (after one year)

6 month season plan

\/ 18 month initiative plan

v v

Q1 Q2
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A

Rolling Planning vs. Long-Term Planning 45

Rolling Planning is essential tor Enterprise Agility
Ensures continuous high quality of the plan

Enables more frequent planning cycles

Streamlines planning: making it efficient, cost-effective, and
repeatable

_ong-term plans tend to lose relevance quickly
_ong planning cycles create plans detached from reality

N
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Rolling Planning and Backlog Hierarchies

RO|
nie
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ing planning horizons correspond to backlog

rarchy levels Initiative

18 months

Season

6 months 6

Plan
3 sprints

Sprint
Tasks 3 weeks




Visualize Portfolio Product Backlog
using
Delivery Plans



Delivery Plans

Map backlog on the calendar
Visualize release plans
Multiple teams and sprints = p—

Review the work scheduled for delivery e, fEs e

Delivery service hooks

Fine-tune the plan at a global scope T LS
Highlight key dates

Collapsed Views for Summary Info
Expanded view for details

prin prind print

5/8-5/19 5/22 - 6/2 6/5 - 6/16 6/19 - 6/30

(2] 6] (1] (2] 2] (1]2]
1

N
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Visualize Portfolio Backlog Using Delivery Plans

Visualize and

Balance wo
Visualize, Ic

'k

entify anc
nottlenecks and confl

netwee

manage the portfolio

N sprints

resolve any resource
ICTS

-acllitate release planning with milestones

Visualize and identity dependencies
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Delivery Plans

Leadership Check-in
¥ Teams January February March April May June
1 1 1
~  AgilePractices T... January February April May July
Epics UARRIE: + 2/1-2/28 + +  471-4/30 +  5/1-5/31 - + 71-73
Md 1 Architecture Value - Epic 1 M 115 Customer Value - Epic 115
® Active . Martina Hiemstra o New @ Unassigned
¥ m— EEL | 7
Wi 2 Customer Value - Epic 2 @
® Active . Martina Hiemstra
P — 3%
W 23 Customer Value - Epic 23 @
o New @ Unassigned
L 4 0% (NN - 7
Wi 3 Architecture - Epic 3
® Active @ Martina Hiemstra
L 00— 3%
1 1 1
~  BumbleBees January February March April May
1/1- 1/31 + 2/1-2/28 i - +  4/1-4730 +  5/1-5/31 + +

Features

¥ 120 Feature 120

® Active @ Unassigned

Leadership Check-in

W 135 Feature new

New @ Unassigned

Leadérship Checkin m

¥ 184 Another fantastic feature
@ Unassigned

¥ 173 Feature 173
. Martina Hiemstra

@ Unassigned

® Active ® New

¥ 119 Feature 119
® Active

NT KONFERENCA
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Delivery Plans and PPB Higher Levels

Rollup of features and epics

~ Teams October 2020 Movember 2020
~ Azure DevOps 10_2020 11_2020
Scenarios 10/1-10/30 l 11/1-11/30
Wd Azure Pipelines
® In Progress
Y - [N —— H EE—

Wd Improve Azure DevOps experience
® In Progress

¥ I

NT KONFERENCA

tems spanning one or more sprints

December 2020 January
1

12_2020 01_2021

Md Azure DevOps Reporting
@ In Progress

b4

]

Yy |

W Administration and Navigation
® In Progress

¥

[N

® I




DEMO
Setting up Delivery Plans
Multiple Teams
Milestones

Styles

Collapsed View - Summary
Info
Rollup




Track Dependencies by Using Delivery Plans

Show Dependencies based on Issues shown as red lines Dependency Summary
Predecessor / Successor link type Issue: successor scheduled to
between work items. end before than the predecessor

iS Completed ‘ M Traceability, compliance, an.

Proposed

¥ Reporting dashboards [Q3- Q4 2@

L e i i

N I Traceability, compliance, and p. I Manage change
teration Name: 06_2021 teration Name: 03 2021
teration End Date: 6/30/2021 teration End Date: 3/31/2021
M Traceability, compliance, and p. I Manage risk (NEW)
teration Name teration Name: 05_2021

ne: 06_2021 ¥
e: 6/30/2021 teration End Date: 5/31/2021

4 BoardsQu...@ eration End Date: 6/ teration End Date: 5/31/
[LL]] 100% I Traceability, compliance, and p. I Manage quality (NEW)
teration teration Name: 06_2021

Mame: 06_2021 tera .
Date: 6/30/2021 teration End Date: 6/30/2021

M Traceability, compliance, and p.. Bl End-to-end supported traceabil ...
te Name: 06_2021 teration Name: 03_2021
tion End Date: 6/30/2021 teration End Date: 3/31/2021

W Azure Boards Queries [CB—QLL..@

R0 —
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g Feature 106
o New

@ Feature 5

° Active

- DEMO
ck Dependencies "'|

1 m—
4
o Active

¢ Feature U

o Active




Highlight: Excel Integration

Useful for offline distribution
Retrieve and keep lists in sync + bulk add/edit

File Home Insert Draw Page Layout Formulas Data Review View Help Power Pivot Team Table Design 0o,
[ ] "s= Edit Areas and lterations | [] Add Tree Level = € Outdent - - @ Azure DevOps Help
8 bﬂ S |3 Choose Columns ﬁ Configure ¥ EAdd Child - Indent = ﬂ Team Project Process Guidance
ublis s -
:l: Links and Attachments &% Open in Web Access Report &5 Team Project Portal
Work Items Tree Users Reports Help
Refresh
A7 e 1740

Refresh the selected list to match
any changes to work items and

links on the server. b

A E D E F G
- Project: IntroAzDo_01 Server: psd42.visualstudio.com Query: PBIs with Tasks List type: Tree
2 (b B workitemtype Bl Title 1 B title 2 B4 Assigned To B state
3 1732 Product Backlog Iltem  As a customer, | should be able to manage my shopping cart Committed
4 1762 Task Add an item into the shopping cart Done
5 1763 Task Add multiple items into the shopping cart Done
6 1764 Task Remove the item from cart Done
7 |_ 1740 Product Backlog Item  As a customer, | would like to store my credit card details securely New
8 | uct Backlog Iltem  Asaadmin, | should be able to update prices on ad-hoc condition Committed
g ¥ T Approval for price change In Progress
10 1751 Task Display price change in the product section In Progress
1 1752 Task Update price changes to unfinished orders In Progress
12 1797 Product Backlog Item  As a customer, | would like to save my addresses so that | can easily select the address for delivery Ana Roje Ivancic Committed Data Sensitive
13 1798 Task Add a button to the page Address and Payment to support saving the customer's address Ana Roje Ivancic To Do Data Sensitive
14 1799 Task Add a button to the page Address and Payment to support selecting a saved address from the user's profile Ana Roje Ivancic To Do 4
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Call to Action = S9mmee

Ognjen Bajic
obajic@agilist.hr
Backlog as a Prerequisite for Enterprise Agility Ana Roje lvanéic
arojeivancic@agilist.hr
www.agilitistit.com
training@agilist.hr

Create Portfolio Product Backlog Today
Hierarchical, Available, Up-To-Date
Introduce Rolling Planning

Consider using Azure DevOps

-eature-rich hierarchical backlog
implementation
Delivery plans for efficient visual management =

Conference
attendees get 20%
discount on course

f—Q PST gro'lessionalﬁcrum Trainer mlﬁ?foﬁw pI’iCES- ContaCt 4> at
bt training@agilist.hr
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https://aglst.com/ScrumOrgTrainers_Croatia
mailto:obajic@agilist.hr
mailto:arojeivancic@agilist.hr
http://www.agilitistit.com/
mailto:training@agilist.hr
https://www.agilistit.com/?utm_source=pptx&utm_campaign=ntk
https://aglst.com/APS-PPTX
https://aglst.com/APS-SD-PPTX
mailto:trainings@agilist.hr

npowering Portfolio Management with
Azure DevOps:
A Journey to Enterprise Agility

Unleashing Agile Transformation:
A Scrum and Azure DevOps Approach
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