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Agenda

Why change?

Overview of the past methodology and new approach
How did we develop the new process and what is it?
What tools are we using?

What factors prevented us from doing a full agile implementation?

What were our initial experiences?



Summary — Why Change?

WEX North America Fleet Technology group took on the challenge of revamping how we take
on and deliver solutions for the NA Fleet line of business.

The mandate was to improve our delivery mechanisms to deliver more frequently
and to react more quickly to changing business needs that enable revenue growth,

improve the customer experience, improve scale, but still comply with regulatory
mandates.

A cross functional team was formed comprised of representatives from Fleet
Product, Applications Development and led by the PMO to re-invent the delivery
process and with the exception of one major release scheduled to be delivered in
August 2017, immediately adopt the new process for all future deliveries.
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Typical Release

Starting Point

- Start to Finish 47.5 weeks / 70,000 hours **

Definition 8/3/2015 9/25/2015 8 weeks
Analysis 9/27/2015 10/16/2015 3 weeks
Design 10/19/2015 12/11/2015 8 weeks
Development 12/14/2915 2/5/2016 8 weeks
DIT 2/8/2016 3/4/2016 4 weeks
QA 3/7/2016 18/2016 10.5 weeks
Implementation 5/20/2016

Stabilization 5/23/2016 7/4/2016 6 weeks

** Does not take into consideration the Initiation Phase (4-6 weeks)
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So let's do Agile!!

“Agile” is not a process
—  You don’t do agile — you are agile

“Being Agile” is about
— Cultivating the art of teamwork, flexibility and listening
— Commitments to results not means

One of the 12 principles behind the Agile Manifesto is:

“Deliver working software frequently, from a couple of weeks to a couple of months, with
a preference to the shorter timescale.”



> Early delivery provides fast value with fast feedback

J 47.5 weeks

2 Month Increments
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What went into developing the process

Includes requirernents, design, Ul design,
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New Process

1. Intake Phase

— New Project

— Enhancement

— Assistance on new business development
— Onboarding new business

— Research

— Obtaining an estimate

2. Define/Design Phase

— The Feature(s) are broken down into Epics and/or User Stories which at the completion of the Define/Design
Phase, contain the criteria for the story to be accepted, high level design tasks and revised estimates to
complete work in the Execution Phase
3. Execution Phase

— deliverables required to complete Production Implementation and Stabilization for a defined number of
Features (Jira Epics) that have been slotted for Execution
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Intake - Review and Approval Process

Review the request
*  NA Fleet Intake representatives meet weekly to review completeness, business value and capabilities being
asked for.

Solution the Request
*  Meet with SME’s and others to solution at high level.

Develop ROM Estimate

* High Level Estimate by Phase.
*  Complete Scoring Matrix to determine contingency factor.
* Determine disposition (Proceed, Backlog, Reject)

Obtain Approval to proceed with Define/Design phase

*  Governance Committee / Executive Sponsor make go/no-go decision.

Schedule Define/Design Phase for Large Requests
*  Based on (priority, start date and duration) scheduling will be determined by the NA Fleet Intake Panel.

All Features approved to move forward by the NA Fleet Intake Panel will be placed in a Define/Design
backlog in JIRA 5



Output of the Intake Process

ROM Estimate — Large requests Only (PM)
Fast Track Item Estimate (Resource Manager)
Completed IT Scoring Matrix

High Level Impact Assessment
Recommendation for Disposition

Updated Ticket in Jira



Define/Design Phase

Break Features into Epics/User Stories
* Story Narrative — As a XX, | want/need XX, so that XX.
* Impacted Applications
* Dependencies (if applicable)
* Assumptions (if applicable)
* Acceptance Criteria — Given/When/Then table

Epic/Story Review:

* Ensure there is enough information to begin documenting High Level design tasks

Design Reviews
* Epic/Story Design Review
* Feature Design Review

Feature Priority Score
* The “Ability to Deliver” score is determined for the Feature

* The “Net Business Value” ratings and score are reviewed and the Total Project Score is calculated using the

Project Scoring Tool.
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Define/Design OQutputs

Completed Epic/User Stories in Jira

Completed High Level Design document in Confluence
High Level QA Test Strategy

Architecture Review document stored in Confluence
Execution Tasks and estimates by application by User Story
Feature level estimates to complete the project

Ability to Deliver score for each Feature

Feature Priority Score

Prioritized Backlog of Features Ready for Slotting



Execution Phase

The Standard Execution Phase covers the tasks and deliverables required to complete
Production Implementation and Stabilization for a defined number of Features (Jira
Epics) that have been slotted for Execution. The overall execution phase is separated into
5 work streams leading to deployment and stabilization of Features for a Release to
Production:

Slotting for Execution

* lterative Low Level Design/Development/Unit/Integration testing
* Quality Assurance and User Acceptance Testing

* Release Readiness and Implementation

e Stabilization
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Execution Phase - Outputs

Low Level Design Document
QA Test Plan and Test Cases

Release Migration Plan

Release Readiness Documentation/ Release Signoff (approval to move to Production)

Stabilization Signoff Document
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Tools

O Atlassian - Confluence O Atlassian - Jira
* Collaboration Software * Tracking Project and Issues
* Logs * Dashboards
— Action [tems » Kanban/Scrum Boards

— Key Decisions
—  Store Design docs

O SharePoint O Daptiv PPM
* A web-based, collaborative * Daptiv PPM is a project portfolio
platform that integrates with management solution. The
Microsoft Office. Launched in integrated PPM suite includes
2001, SharePoint is primarily sold project management, portfolio
as a document management and management and resource
storage system management tools.
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Atlassian - Confluence

Confluence is content collaboration software that changes how modern teams work

— Knowledge Base

* Easily publish, organize, and access company information in one central location so you can
help your customers help themselves.

— Team Documentation

* Capture, store, and grow your team's knowledge so you can stay up to date and on the same
page - literally.

— Single source of truth

* Transparency and organization are key for modern teams. Confluence gives you a central place
to keep your team's work organized and accessible, making it easier to find the information
needed to keep work moving forward.



Atlassian — Jira Software

The best software teams ship early and often!

Plan

— Create user stories and issues, plan sprints, and distribute tasks across your software team.
Track

— Prioritize and discuss your team’s work in full context with complete visibility.
Release

— Ship with confidence and sanity knowing the information you have is always up-to-date.
Report

— Improve team performance based on real-time, visual data that your team can put to use.



View Projects
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Create Kanban Boards

With out of the box or customized workfl

Mobile Projects Kanban Board - Product Backlog

Kanban board
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Daptiv & SharePoint

Daptiv - Enterprise Portfolio Project Management
— Resource allocations
—  Capacity Planning
— Time Recording
— Financial Reporting

SharePoint
—  Microsoft SharePoint is a browser-based collaboration and document management platform from Microsoft-
Enterprise Portfolio Project Management

* Intake Form Work Flow
* Store ROM Estimates
* Governance Approvals
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Why not full Agile Implementation?

Multiple systems and integration points

13 Different Development teams (Dedicated Team not possible)

Quality Assurance coordination and challenges

Need to minimize customer impact as the organization learns and grows

Minimum training and experience in Agile

Decision to immediately to do away with all Major and Minor Releases in favor of bi-
monthly releases!

Rely on continuous improvement to refine and enhance the new process



Lessons Learned

* Need to address the “Angst”
— “Get comfortabl e eing uncomfortable
— Adjustquicklyifs o met hi ng diote'ssn’ ®K wor k

®* Need Product Owner more engaged with a different mindset

* Teams need to be fully engaged throughout the process
® Critical need for Just-In-Time training

* Need to do capacity planning much more frequently

* Listen and Communicate!

* Source Code management needs more attention

1"Get comfortable being uncomfortable. This is how you break the plateau and reach the next‘evel
Chalene Johnson — Motivational Speaker
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So How Have We Done So Far?

Completed the imminent major release on time.
Pulled apart the next scheduled major release (January 2018)

— Tracking to deliver 50% of the functionality in two newly created releases in
October and November.

— The remaining functionality tracking to deliver in January 2018.
Team is feeling more empowered.
Struggling to build a backlog but making progress.

Shared Services groups QA and Business readiness are challenged with estimating.

Anxiety level still very high!
Environments need to be managed more closely.



Thank You
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