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Premises of RFA

To achieve success in adopting
new practices, more than the
practices themselves need to be
considered, including fit with
business strategy & five other
dimensions

Different audiences respond
differently as they are introduced
to new practices

Most organizations are very poor

at transferring what they have Acceptance of a new set of
learned from one adoption effort practices does not happenin a
to another linear, predictable fashion
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Transition Fit Matrix: Mutual Adaptation is a Key

High Fit

Low Fit

Increasing technology
transition adaptability

»
|

Increasing adopter organizational adaptability
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Obijectives of RFA

Evaluate the transition fit between the proposed technology and the specified
organization.

Specify adaptation requirements to improve the fit to the point where the transition can
be managed.

» These adaptations may be on the technology OR the organizational side,
depending on the business needs and the areas where fit is not so good
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One Page View of Process

1 day version with GWE
back in 2015

Organizational Business &
Climate Acquisition

Develop
Adoption
Mechanisms

Project &
Technology
Customer q
- Environment
Environment Schedule

Adoption Events

System
Attributes

Build Roadmap
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Readiness & Fit Analysis Process Overview

1. PREPARE
* Establish scope for analysis and select * Technology and scope of adoption determined
participants * Relevant participants list defined
2. CREATE
* Refine assumptions table relevant to the * Updated technology assumptions table is
candidate Agile and/or DevSecOps available for use
approaches
3. CAPTURE
* |dentify and categorize adoption risk * Profile of fit between technology and
ratings and statements practitioners
4. ANALYZE
» Determine fit strengths/ weaknesses for * List of risks particular to the adoption situation

the six risk categories

5. RECOMMEND
* Develop risk mitigation strategies * Prioritized list of risk mitigation strategies
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RFA Organizes Typical Adoption Mismatch Areas For You
to Analyze/Deal With Explicitly

Readiness/Fit Analysis Categories include:
» Fit of technology with business strategy
* Fit of technology with current work practices — in this case, typical Agile practices

* Fit of technology with current organizational climate, system environment,
technology and project/customer environments

* Prior history of technology adoption success/failure

A profile that shows the general “fit” of the technology to the organization can be
generated by analyzing the technology’s implications for each factor against the
organization’s current state
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Example Summary of RFA Factors Ratings
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Caution—This is a Heuristic, not a Validated Instrument!

The diagram provides a very rough picture of potential risk areas
It does not normalize the data in terms of weighting/relative importance of the risk areas
It does not provide judgment as to what an objectively “good” outcome would be

Greatest value comes in identifying the risks specific to your context, using the
framework as a jumpstart for your thinking
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The Dimensions of Fit

* Business and Contracting Environment
» Work practices — Agile practices
 Organizational Climate

* Project/Customer Environment
 Technology Environment

» System Attributes
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Technology Assumptions Table for Agile-1

Fit Dimension

Agile Assumptions

Business & Acquisition

Program acquisition strategy and practices enable, or at least
don’t dis-able, differences in developing using Agile approaches

Organizational Climate

Reward systems, values, skills, sponsorship explicitly support
Agile & Lean values and principles

Project & Customer
Environment

Frequent collaboration between development team and

customers/end users is actively supported
Program management practices respect team boundaries

System Attributes

System architecture is loosely-coupled (interfaces are external vs
internal among system components)

System solutions benefit from fast user/operational feedback
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Technology Assumptions Table for Agile-2

Fit Dimension

Agile Assumptions

Technology Environment

Technology support for automated testing and continuous
integration are in place

Support for information radiators (either physical or electronic) is
available

Team Technical Practices

Technical practices that support high quality code production in
small batches from a prioritized product backlog are in place

Team Management/
Coordination Practices

Decentralized decision making that allows team members to self-
organize their work are in place and supported

Team management practices that support short (2-4 week) time
boxes are in place

Program Practices

Synchronization of multiple teams is occurring
Practices that reinforce respecting team management and
measurement boundaries are in place
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GWE: Risk Categories from Practitioner Workshop

Team 34

LAA Lack of Motivation (6 voles)

-

348 Agile practcny
Imglemented Inconsstently L)
voimi

TAC Security ot integrated

LAE Dvfficule to make needed
Requirements /Archifecturm
changes {3 voles]

1A% Schwauling Conflicts (D votes)

MG Latk of Asgnment (A virtes )
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14 Contracting Practices
Misalgned with Agle (£ votes)

141 Roles not cleardy defined
or undentood (7 votes)

14K Lack of Communication Up
and Down chain 14 votes)

L Lack of understanting of
Agie (5 voles)

L )

Team 273

+ 14D Inappeoprate data nghts (0 vozes)

1AM Testing not integrated (7 votes)
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23A Acceptance lacking that

requirements will change, not

just might change (4 votes)

238 Lack of actionabile
communication (& votes)

23C Lack of documanted
pobices (4 vates)

730 DifScult 1o map Agie
processec 20 AFMC (3 vote)

-

23E Training needed (4 votes)

23) Lack of test team
panicpation in the Agde
prozesses (2 votes)

-

2N CuMture needs ta change (% votes)

J3H Lack of undermanding m
e techucal srianmaent (O
voles)

-

-

23F Cantracting does not know
Bow 10 play in Agile {1 vote)

236G Lack of evecution plunning (1 vate)
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GWE: Prioritized Risk Themes from Practitioner Workshop
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GWE: Suggested Risk Mitigations from Practitioner Workshop-2

Mitigations 2

T
I [ ™y
{ 3.3/231 Culture needs to change ] { 3.2/14G Lack of Alignment ] { 3.1/23C Lack of documented policies ]
=] = =
l_| Train FM/contracting in new Publish and communicate a Revisit policies to validate
way of doing business (C) " clear vision for Agile adoption effectiveness
from leadership (g)
Enlist Financial Management \-{ Validate new/old policies ]
"~ and contracting to work to Develop and communicate a
support Agile adoption 4 "con gps" for Agile -- "how we Implement procedures to
work” (c) support policies
Learn to use the correct
\_| terminology -- lessons |earned \_| Publish clear roles/swimlanes - \_[ Map existing policies to Agile ]
and how to change things next communicate repeatedly
i
h me Get all leadership to buy in to a
Publish/communicate an Agile clear vision of change (C)
p.

implementation schedule -- we
need to be able to plan (C)
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GWE: Suggested Risk Mitigations from Practitioner Workshop-3

3

J_
1

Mitigations 3

8

1.3/236 Lack of pctionable
commumcaton

IV1AC Security not
Inegrated

Provide training for leaders on
how to effectively articulate
thes vison

and assist team with
implementation

Security should provde goals !

|
|
|

\

|
‘

Decontradae implomentainon information | Davelop 19am meenng (like &
retrospective) far etsons

learmed and feedback

Provede training about security

importance for
EMO/developersd
Erable work force with access
10 appropriate 100l (vecurity
but not just secuntyl }

Engage security sarlier in the
development process

Empower the team 10 make
secunty decsions

1
I

Make it dear that security
implementation 15 ug 1o the
team

{

2/14M Lack of Integrated testing

|
|

Develop more Aecative testing
theoughout process, include

gperaitonal scenano
development

Invoive testers as early as
fequirements development

Better utilize tacllite for more
combined testing (O1/10)

Fined warys Tor bettar
communication between A MC
and all other parts of program
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GWE: Suggested Risk Mitigations from Practitioner Workshop-4

[ Mitigations 4 ]

2
r A t
3.7%/14L Training and lack of { 3.77/231 Culture needs to change ] { 1.1/231 Culture needs to change ]
understanding about Agile = =
T Break down org chart and Allow partial requirements
Create a library for Agile - wision/mission where folks N acceptance vs 100% of solution
learning for staff L belong has to be in place
Pravide additional training and h_| Allow reasonable time period a Continually test requirements
have assigned Agile coaches for adoption l_| tosee what meets acceptance
for the organization and allow those that don't to
Have more stakeholder evolve
|| Budget for Agile certifications [~ gathering not directly related
for staff members to program status use failure as learning; add
"~ lessons learned events inta
\-[ Create training plan ] \_| Don'tallow suppert teams to formal schedules
audit -- have them coniri bute,
\-[ Market lessons learned across teams } \_| change schedules to be more
event-driven

Carncgic Mellon Univcrsity Understanding Agile/Lean Adoption Risks: Readiness & Fit Analysis (RFA) [Distribution Statement A] Approved for public release and unlimited distribution.
) . . © 2019 Carnegie Mellon University 18
Software Engineering Institute



Key Points

Treating Agile and Lean Practices as a technology allows consideration of Technology
Adoption concepts to improve the chances of successful adoption

RFA helps to understand risk areas that are often ignored and may negatively affect
adoption

Analysis is not enough — we must consider appropriate risk mitigation actions as well
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