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Learning Objectives
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Process Investigation 

Change Controlled

Defining Plans

“To achieve great things, two things are needed; a plan, and 
not quite enough time.” – Leonard Bernstein
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Investigate: Define the Solution

Epic: “External Delivery System”
Feature: “Outlet Fixture”

• User Story: “As a user I want to be able to access the 
resource flow to conduct maintenance activities.”

• Requirements – 2

3

Intro for newcomers: Agile works to decompose work into manageable chunks in much the same 
way as other engineering and planning practices for managing complexity.

(Epics > Features > Stories will be seen and used in this briefing.)
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Investigate: What are we building?

• Extend awareness 
to your whole 
team on what you 
are building to 
build context

• Improved 
contributions 
come from 
informed 
participants
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Feature

Requirement

Requirement
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Portfolio Management

Software 
Development
(or SE) Plans

Test and 
Deployment 

Plans

Investigate: Understand the 
processes
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Process Abstraction
“What do we do?” 

Actors and Roles
“Who participates where?”

Cadence
“What is our pattern, what 
are the exceptions?”

Key Interfaces
“What connected processes 
exist?”
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Investigate: Define the Language

• What is an Epic?
• What is a Feature?
• What is a Story?
Define a structure and try to ensure that 

definition remains stable.
When we defined our structure and mapping, 

did we stop to consider longitudinal 
considerations?

What other Views do we need to often inform?
6

Are requirements fulfilled by –
mapped to – or 1-for-1 

identifiable as Epics / Features / 
Stories?
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Planning: Decompose Control Data 
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Solution Factory

Requirements (SE / Architects)

Augmenting Considerations
(Security, Infrastructure & CM)

Value Del.

Build Plan

Epics

Features

Stories

 Are requirements aligned within 
only one Epic?

 One Feature?

 Do we understand which questions 
we can answer at which tier within 
the engineering decomposition?
[Are enough users trained to 
leverage our system?]
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Planning: Ensure a Thread
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• Establish repositories 
not just for Task 
management, but 
requirements 
management.

• Accommodate change
by building connectivity 
between Views into this 
system. (Referential 
IDs)

• Identify synchronization 
points within Business 
Rhythms.  
(Quality reviews + pulse 
checks on change.)

• Duplicate as little data 
as possible, while 
allowing for  reshaping 
to derive value.
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Planning: Considerations for Plan 
Establishment

• Queue Identification and Handoffs
• Process Flow and Cycle Time
• Scope Orientation and Scale

9

“Neither agile nor plan-driven methods provide a methodological silver bullet that 
slays Fred Brooks’ software engineering werewolf… Elements of both agile and plan-
driven approaches may be characterized as lead bullets.” –Barry Boehm and Richard 
Turner
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Planning: Find the Queue

• Where does work exist?
 Development
 Testing
 Training

• Are there relationships between these areas 
that will drive queues of work?
(Or are they one team?)
• If yes, probably worth modeling.
• If not, may be able to avoid extra burden and 

represent lower risk:
 Shared Services

1
0
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Work Package?

Work Package?

Work Package?

Planning: Process Flow

• Your processes will determine the most 
appropriate planning ‘hook’.
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Detailed 
Design

Unit
Testing

Build IterationInitial Design 
Concepts

PLT Testing
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9-12 months?

CM Processes/Lags

5 months?

Air gap?

3 months?

Planning: Cycle Time

• Cycle time through the system will drive some of the planning decisions 
for the EVM system. Longer duration usually = risk.

• Your Cadence may be irregular – leading to challenges in establishing a 
model. Don’t assume processes are as linear as you initially might hear.
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Planning: Model Scope within EVM
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Iteration Iteration
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Iteration Iteration

Does this view allow for visibility into scope?

Feature

Control 
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Work
PackageFeature Feature

Epic – A or Component / Application - A
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How many teams can this style represent?

TrainersDevelopers

How much of our team can we represent this way? 

Testers DB Specialists

If we represent our scope this way how 
much bloat does it introduce into our 
Schedule? Any ways to simplify it?
( Backlog * IMS Lines Required to Plan)

How many portions of the delivery are easily 
modeled within an Epic/Feature?

Build IterationInitial Design 
Concepts

PLT Testing

Training Product 
Development Deployment Sustainment
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Planning: Unique Delineation of 
Done 
• The mythical ‘story-driven performance’ capture 

may not exist in all areas or programs.
! Doesn’t mean you cannot strive for improvements 

and commonality with time.

• QBDs will often require unique consideration:
• Development  Story or Step-driven
• Testing  May be captured in Development or Test 

Case Pass/Fail driven
• Training

• Product development (Story driven, or simpler approach?)
• End User Sessions (LOE Events?) [Why did we contract EVM 

on this type of scope again?]
1
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Manage: Stress on the System

• Can the system accept {this} change?
• If so, how much stress can it accept?
• Is it visible, and tracked, and being measured?
• Is it something we’re ready to accommodate in the EVM system?

1
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Volume of Unstructured Change

Morale
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Manage: Control Change

1
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Prepare for and control the 
agents of change:

• Customers and Users
• Developers and 

Designers
• Testing and Deployment
• Discovery and Design 

Refinement

In your EVM Setup – Identify 
how to respond given each 
type of change source.
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Manage: Control Change
Do you know how your integrated plan and control 
system responds to the following?

• Addition

• Removal

• Clarity and Definition (Edits)

• Discovery and Refinement (Split, Merge, etc.)

• Defect or Technical Debt (Emergence)
1
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What level of 
change is required 

in each state?

Sw
aps?
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Manage: Processes Supporting 
Change
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Identify and Elevate 
Changes Assess Impact Review and 

Communicate

• Many changes come from 
lower level design, 
build, test discovery –
communication channels 
should be cultivated.

• Get as much detail to 
inform action from those 
closest to ground.

• Establish a measure of 
complexity at the lowest 
common structural level 
(to assess impacts).

• Cost, Schedule, and 
Capacity (sizing) should 
be criteria within 
assessment.

• Avoid changing 
definition of in flight 
activities, where 
possible.

• Rapid review or design 
paths should be 
established.

• Empowered and timely 
approval boards, when 
required to codify and 
ensure change is owned.

• EVM integration into 
changes to ensure 
communication to plan.
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Manage: Bound Change Acceptability

• We want to respond, but maturely.
• Are you “pure agile” or … something else?
• Are you risk tolerant or intolerant?
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IncrementIncrement

Sprint 1 Sprint 2 Sprint 3

IR

PlanIP Sprint 1 Sprint 2 Sprint 3

IR

IP

Stakeholder
EngagementToday

How well-oiled is 
our response to 
standard planning 
rhythms?

Where and how is 
this change 
accommodated?At what point are 

we no longer 
willing or able to 
accept changes?



2018 EVMP Forum – August 22nd & 23rd

Manage: Bound Change Acceptability

• Find mechanisms to hook change into process 
across all tiers.
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Spring Planning Scrum (Work)
Feature/Epic 

Sprint 
Demonstration

Sprint 
Retrospective

Unsatisfied 
Requirements

New 
Requirements

Product 
Backlog

Change 
Boards

Process 
Refinement



2018 EVMP Forum – August 22nd & 23rd

Manage: Change within EVM

2
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Epic - B

Control 
Account(s)

Work
PackageFeature

Epic - A

Agile to EV

Epic - C

FeatureFeature

What happens?  [Baseline Change? Engineering Change?]

Considerations: 

• New Money
• More time
• Relief from other 

requirement (swap?)

(Among others – build your 
strategy.)

FeatureFeature

Epic - C

FeatureFeature

Feature
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Manage: Change within EVM

2
2

Epic - B

Control 
Account(s)

Work
PackageFeature

Epic - A

Agile to EV

What happens?

FeatureFeature

Epic - C

FeatureFeature

But when do we have the capacity?

Feature-Hotfix? Capacity Reserve for Defect Resolution
(Not Feature Centric to EVM)

WP
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Manage: Dynamics of Change

2
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Portfolio

Release

Sprint

Do:
• Establish Integrated Portfolio Backlog 

(Technology, Software, Hardware, O&M)
• Clearly identify and require participation in 

grooming activities by key Stakeholders.
• Identify the KPI and measures important 

for architectural control and 
communications.

Don’t:
• Forget that change assessment takes time 

and should be sourced from technical 
expertise.

• Devalue CDRLs and reporting for other 
tools (or you need may need to start 
tailoring requirements).
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Manage: Dynamics of Change

2
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Portfolio

Release

Sprint

Do:
• Enforce program rhythms and ceremonies.
• Ensure technical owners manage change 

processes. 
• Actively assess and elevate capacity 

considerations to inform decision making.
• Identify and manage the dependencies 

between teams and requirements.

Don’t:
• Isolate supporting, shared, or technical 

services.
• Commit to too long a release plan if change 

volume is high.
• Overcommit to poorly defined requirements, 

instead leverage research and spikes.
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Manage: Dynamics of Change

2
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Portfolio

Release

Sprint

Do:
• Leverage sprint cadences and scrum 

ceremonies to elicit feedback and feed the 
system.

• Continuously train and enforce processes 
required to operate.

• Remain open to improvements within 
practices through dedication to 
Innovation.

Don’t:
• Allow teams to change definitions of done 

that are outside of their control lane.
• Allow teams to lapse on entry of metrics 

and estimation into ‘at least’ engineering 
tool. (Informs prior tiers.)



2018 EVMP Forum – August 22nd & 23rd

What type of program 
do you want to build?

• Bring technical teams 
and planners together 
to collaborate on a 
shared vision and ‘one 
system’ approach

• Develop Program Level 
Guidance and Rhythms 
Early

• Establish Maintenance 
and Feedback Periods 
for processes (Sustain 
your Car)
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