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Feeding the Agile Beast

Focusing Development on 
Delivering Business Value
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Agile Methods (Scrum, Lean, Agile, Kanban)
Faster and Higher Quality
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The Bargain of Agile

• The business gets product faster, better, cheaper

• Teams get environment that promotes high trust and 
satisfaction

• How we get there ( a few focus areas)
– Fit with customer desire
– Flow
– Visibility
– Collaboration

• We are missing something BIG: Business Value
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Without Business Value
…Agile is often about cost reduction

Better Utilization

Faster Development

Cost Structure

Productive
Talent Pool

Fewer Defects

Better Use of 
Technology

Faster and Higher Quality is a Cost Reduction Strategy
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Greater Business Value…
Arises from Technology – Business Alignment 

Revenue Stream
- Cost Structure

Profit

(Technology
+ Adoption)

* Business Need
Business Value

Technology Business
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The New Bargain of Agile

• Business value comes from building what will provide 
the highest economic outcome (over time) to the 
business 
– Development is not longer the issue
– Technology is no longer the obstacle

• We must feed the agile beast in a way to achieve this 
business benefit
– Allows you to operate at decision cycles faster and cheaper 

than your competition
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Business Value GrowingKnowledge Growing 
(risk reduction)

What does this look like in practice?
Prioritized Product Backlog
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Cost Value
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• Business Value is an outcome that increases or protects revenue, 
reduces costs, or aligns with the product strategy

• Order the work to drive down risk and generate business value early.
• What makes the most economic sense – this is not always obvious
• Risk is a potential obstacle to business value
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Do you see it?



Synaptus
Strategically Aligned
Throughput Focused

Human Powered

http://www.Synaptus.com

Now you see it!
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The “How” Trap
A human condition

The Fosbury Flop

Faxing isn’t ever “what” someone 
is doing

Everyone’s initial focus is on 
“how” they do their jobs
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Strip away the how words
Stable, Shows Underlying Need
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Prioritize & Scope the Backlog
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1.0 Employee Vehicle Program
1.1 Develop Products and Services
1.1.1 Product/Service Management

Determine 
Purchase Price

1.2 Deliver Products and Services
1.2.1 Capture Product Requirements

Configure Vehicle 
for Purchase

1.2.2 Procurement/Secure Supply

Order Vehicle

1.2.3 Produce Product

Process Vehicle Move Vehicle to 
Delivery Location

Associate Pickup 
of Evaluation Unit

1.2.4 Plan Employee Vehicle Program

Establish Vehicle 
Types Available 

for Evaluation Unit

Establish 
Evaluation Unit 

Deduction Amount

1.2.5 Manage Inventory

Manage 
Evaluation Unit 

Inventory

1.2.6 Coordinate and Perform Service

1.2.6.1 Coordinate Employee Vehicle Program

Assign Vehicle to 
Evaluation Unit 

Request

Select Vehicle for 
Evaluation

Assign Vehicle to 
Purchase Request

Place Evaluation 
Unit In Service

Return of 
Evaluation Unit

Remove 
Evaluation Unit 
from Service

Change an 
Associate Vehicle 
Purchase Request

1.2.6.2 Manage Vehicle Assets

Dispose of 
Company Owned 

Vehicle

Inspection of 
Evaluation Unit

Place Vehicle in 
Dealer Inventory

Validate Vehicle 
Availability

Check Vehicle 
Status By 
Associate

1.2.7 Track Delivery Performance

Track Vehicle 
Status

1.2.8 Delivery Accounting

Conduct Vehicle-
Related Financial 
Transactions with 

Dealer

Manage 
Accounting 

Entries for Vehicle 
Inventory

1.3 Plan and Manage Enterprise
1.3.1 Human Resources

1.3.1.1 Employee Vehicle Program

Authenticate 
Associate

Validate Associate 
Eligibility

Complete 
Evaluation Unit 

Survey

Approve 
Evaluation Unit 

Request

Complete 
Evaluation Unit 

Request

Approve 
Associate Vehicle 
Purchase Request

Complete 
Associate Vehicle 
Purchase Request

Cancel Associate 
Vehicle Purchase 

Request

Implement Payroll 
Deduction for 

Evaluation Unit

Backlog Against Capability Model

High Value

Medium Value

Low Value

Low Performing

Medium Performing

High Performing

Hard to Change

Moderate Effort to Change

Easy to Change
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Request comparison

Approve 
Evaluation Unit 

Request

Complete 
Associate 

Vehicle 
Purchase 

Manage 
Evaluation Unit 

Inventory

Configure 
Vehicle for 
Purchase

Conduct Vehicle-
Related Financial 

Transactions 
w ith Dealer

Request 
focused

here

Business Value
Performance Gap

is here

These capabilities are not as efficient as possible but are not key 
to business value and perform acceptably – 2 additional 
requests were for a new archiving capability

These capabilities are important to business value. Conduct 
vehicle related financial transactions with dealer does not 
perform acceptably

3314

0 0
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It’s not Hard to Do

Clarify Context 
and Outcomes

Identify the 
Capabilities

Assess the Model  
& Identify Highest 

Value 
Opportunities

Prioritize, Scope, 
Communicate

Focus, Deliver and 
Learn 

Repeat
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Clarify Business Outcomes –
Specify Value

Specify Value 

This is a Focusing Objective 
Model format used to present 
the strategic focus for the next 
six months.

This is very flexible and easy to 
consume. Typically built from 
existing strategy documents.
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ID the Capabilities

This is a capability model (it 
looks a lot like a story map)
-High level Feature Groups
-List features for each group
-Remember the How Trap

Collaborative sessions with 
management and the end 
users of the product
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ID Capabilities –
See the end user value stream

Capability Relationship Diagram
Launch New Product
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Business Scenario
Offer high quality products that the customer desires, that can be delivered quickly and 
that drives increased sales and profitability. Activities include assess opportunities, plan, 
launch and market (initial) required to.

Metrics
Time to Market
New Product Revenue & Profitability
Market Penetration

Ideation Plan Launch Post Launch
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11
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1.1.1 Analyze New PS&P 
Opportunities

1.1.4 Document Action 
Plans to Develop PS&P 

Concepts

1.2.3 Design & Develop 
Installation Process

1.1.2 Plan, Develop & 
Communicate New PS&P 

Strategy

1.1.3 Develop Action Plans 
to Develop PS&P Concepts

1.2.1 Obtain Financial 
Approval & Support to 

Develop PS&P

1.2.2 Design, Prototype & 
Test New PS&P

1.2.4 Design & Develop 
Support Services

1.2.5 Develop Launch Plan

1.3.1 Perform Pre-Launch 
Activities

1.3.2 Communicate, 
Coordinate & Execute 

Comm Plan

1.3.3 Coordinate & Execute 
Marketing Plan

1.3.4 Coordinate & Execute 
Support Activities

1.3.5 Manage Launch

1.3.6 Execute Launch of 
New PS&P

1.4.1 Manage New PS&P 
Portfolios

1.4.2 Manage Partner 
Relationships for New PS&P

1.4.3 Establish Price to 
Dealer 2.1.3 Train Dealers 2.1.7 Perform Customer 

Relations

2.2.5 Provide Product 
Technical Support

3.1.1 Identify Suppliers

3.1.3 Negotiate & Document 
Supplier Agreement

3.3.1 Perform Supply Chain 
Planning with Supplier

3.4.3 Track Performance 
Metrics for Service Providers

4.1.2 Assess Accessory 
Demand

4.2.3 Plan General Parts & 
Acc'y Requirements - Long 

Range

4.2.5 Plan Warehousing & 
Staging - Long Range

3.4.2 Track Perform Metrics 
for Parts/Acc'y Suppliers

3.3.2 Coordinate Technical 
Support with Supplier

3.1.2 Qualify Suppliers

2.2.2 Support Inventory 
Management at Dealers
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Assess the model

We cleaned up the capability 
model to get clarity on what 
specific outcomes were 
expected. 

Then we assessed the model 
to determine what was most 
important to the business.
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Business Value

• Answer a few simple but focused 
questions
– Directly aligned with delivering the 

product strategy?
– Key to the companies brand?
– Provide competitive differentiation?

• Can use more complex and 
structured approaches
– i.e., Blitz QFD, The Business 

Value Game, Real Options

Generate Leads
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Performance

• Can be done quickly and 
detail added as needed
– How is this performing today?
– Do we understand the level of 

performance expected?
– Do we know how to improve?

• Add detailed attributes 
when selected for the 
backlog.
– Leads to clarity and 

testability of requirements.
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Risk – Cost of Delay

Generate Leads

• Can be done quickly and detail 
added as needed
– Compliance or business risk?
– Design, development or delivery 

risk?
– Closely tied to other features?
– Is delay expensive?
– Executive Mandate?

• Add detailed attributes when 
selected for the backlog.
– Leads to clarity and testability 

of requirements.
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Assess the Model –
REALLY see the product user VSM

Capability Relationship Diagram
Launch New Product
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Business Scenario
Offer high quality products that the customer desires, that can be delivered quickly and 
that drives increased sales and profitability. Activities include assess opportunities, plan, 
launch and market (initial) required to.

Metrics
Time to Market
New Product Revenue & Profitability
Market Penetration

Ideation Plan Launch Post Launch

LowHigh
L
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LEGEND
Business 

Value ChangeabilityPerformance

Not Specified

VP

M

P

Dealer 
Survey
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1.1.1 Analyze New PS&P 
Opportunities

1.1.4 Document Action 
Plans to Develop PS&P 

Concepts

1.2.3 Design & Develop 
Installation Process

1.1.2 Plan, Develop & 
Communicate New PS&P 

Strategy

1.1.3 Develop Action Plans 
to Develop PS&P Concepts

1.2.1 Obtain Financial 
Approval & Support to 

Develop PS&P

1.2.2 Design, Prototype & 
Test New PS&P

1.2.4 Design & Develop 
Support Services

1.2.5 Develop Launch Plan

1.3.1 Perform Pre-Launch 
Activities

1.3.2 Communicate, 
Coordinate & Execute 

Comm Plan

1.3.3 Coordinate & Execute 
Marketing Plan

1.3.4 Coordinate & Execute 
Support Activities

1.3.5 Manage Launch

1.3.6 Execute Launch of 
New PS&P

1.4.1 Manage New PS&P 
Portfolios

1.4.2 Manage Partner 
Relationships for New PS&P

1.4.3 Establish Price to 
Dealer 2.1.3 Train Dealers 2.1.7 Perform Customer 

Relations

2.2.5 Provide Product 
Technical Support

3.1.1 Identify Suppliers

3.1.3 Negotiate & Document 
Supplier Agreement

3.3.1 Perform Supply Chain 
Planning with Supplier

3.4.3 Track Performance 
Metrics for Service Providers

4.1.2 Assess Accessory 
Demand

4.2.3 Plan General Parts & 
Acc'y Requirements - Long 

Range

4.2.5 Plan Warehousing & 
Staging - Long Range

3.4.2 Track Perform Metrics 
for Parts/Acc'y Suppliers

3.3.2 Coordinate Technical 
Support with Supplier

3.1.2 Qualify Suppliers

2.2.2 Support Inventory 
Management at Dealers
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Prioritize, Scope, and Communicate

The highest value opportunities are 
now clear

Re –assess when something has 
changed

Also, highlights what NOT to work on 
so we can stay focused
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Focus, Deliver and Learn

Here is a Kanban board used 
to coordinate across the 
various business units to 
ensure training, 
communication, 
implementation, and 
development all stay 
coordinated. 

Business stakeholder stand-
ups happen in front of this 
board.
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Simple but Powerful
Agile Development Combined with Capabilities Analysis

Fit with Product Strategy

Flow Across the Enterprise

Visibility of Prioritization

Collaboration with
the Business

We can bring a method to the Business to collaborate in an Agile way
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Next Steps 

• Extend Lean – Agile up the Value Stream

• Show leadership

• Stop complaining, do something

• Engage the business
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Benefits to the Business

• Feature Management
– More effective and less effort
– Profitability, Competitive Advantage

• Help the business focus on business value
– Better economic outcomes
– Faster to market

• Rethink the Product Strategy
– Take a fresh look at product strategy
– Product Innovation

• So, this is collaboration
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Benefit to Product Development

• Backlog Prioritized, Scoped and Communicated

• Better understanding of features in the context of the 
product strategy

• Richer requirements through describing attributes of 
features and how they work in the end user value 
stream

• Less rework and wasted work

• PD perceived as high value business partner
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Capability Analysis a proven method

Original work 
documenting a 
process and 
techniques …

10 years – over 300 applications - $200 million saved
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Questions

• Reach out to Dean Stevens
– http://www.Synaptus.com
– Dean.stevens@Synaptus.com

• We offer
– Agile Capability & Business Analysis
– Strategic Project Execution
– Kanban / Agile Project Management

• Affiliations
– David J Anderson and Associates
– Pillar Technologies

http://www.synaptus.com/�
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