SAFe City Module 3 - PI Planning Team Breakout

Context
If module 2 has been run:

In module 2, you selected the features for the first PI.  It's time to get into the planning!  It's Day 1 of the first PI planning, we've had the morning briefing and context setting and the prioritised features have been broken down into stories and sized.  You're entering the late phases of the team breakout ...

If running standalone:
Feature prioritisation was completed based on WSJF and the resulting priority features have been brought to the planning session.  It's Day 1 of the first PI planning, we've had the morning briefing and context setting and the prioritised features have been broken down into stories and sized.  You're entering the late phases of the team breakout ...
In this module
We will take our identified stories and work as a team of teams to create our draft PI plan and complete the draft plan review.  
Running time
· Depends on purpose you are employing the module for.  At a minimum, you need a 25 minute timebox for play.  When using it as a coaching or “PI Planning preparation” tool, can extend up to 2 hours with variations.
· 10 mins for theory, 25 mins to play, 15-45 mins to debrief depending how deep you want to go.  If you have the time, give an extra 5 minutes of playtime for teams to draft objectives and identify risks.
· Variation a: Add an extra 15 minutes on the end to build a program board.  This is a great chance to really focus on how the program board works, how to represent complex and varied dependencies and explain the fact that you want to be maintaining constantly during the real event rather than having a mass charge just before the plan review (as all too often happens in reality).
· Variation b: Add another 15 minutes on to craft SMART objectives.  Most trains will have at least some component teams, and it’s a great chance to explore objectives for component teams.
· When using variations, I will debrief the basic version, then add a variation, then debrief that, etc.  
Setup
· After reminding people of the path they've taken to arrive at the features for the PI, explain thaat we're now at the first PI Planning Event.
· I begin with a brief overview of the 2-day PSI planning agenda.  I then set the scene of what will have happened earlier in the day, then go through what a team will ordinarily be doing during breakouts (clarifying their features, breaking them down into stories, sizing the stories and figuring out what they'll need from other teams).
· Once the scene is set, we go into the team structure.  Our Release Train has 4 teams.  This is the moment for a discussion about feature versus component teams.  Explain the ideal (all feature teams), then the reality that for most trains they will have some kind of mix at the beginning.  In our case, we have 3 "nearly feature" teams and 1 component team.  The 3 "nearly feature" teams have all the general construction skills but the electricians and the plumbers have been separated into a component team.
· Select which groups will be which teams.  A couple of comments on this.  Firstly, if you're running with a smaller group you might need to break them up.  The smallest I've run it with was 14 people .. I ran them as 3 groups for modules 1 and 2 then broke them out into 4 smaller teams for this module.  If it's a general group of people, I look for the "most switched on" team to be my component team as they'll have the toughest job.  Alternatively, if I have a group of people who are likely to be a component team when the train launches I'll pick them.
· I also tend to really have fun explaining the component team.  I use all the excuses people typically explain the need with.  “These are expensive specialists, we need them to be 100% utilised, etc etc”.  I’m trying to set up some of the insights as to why we try to build slack into specialists and head for real feature teams.
· Give the teams a couple of minutes to pick names for themselves and volunteer one person to be the product owner for the team.
· Finally, explain the mechanics of the exercise.  As the facilitator, you are acting as the product manager.  The product owner from each Feature team will come to you and collect 3 features (and associated stories) for their team.  You will have a couple of left-over features if a team runs out of work.  
· Each feature will have stories that need to be done by the component team.  These are indicated by the plumber and electrician icons on the stories.  Most stories also have a dependency.  Explain that in Agile whenever we have inter-team dependencies we look to avoid them occurring in the same sprint.  So, if the feature team wants to play a story in Sprint 2 and it depends on a specialist story they'll need the component team to schedule it in Sprint 1.  If they find themselves forced to use a "same sprint dependency", they'll need to call it out as a risk.
· Explain to the Product Owners that they have MVP and internal priority information available to them for each Feature on the back of the card.  This should inform their prioritisation calls to their teams.
· Now turn to the component team for some final advice.  I usually pitch it like this "Guys, you'll need to figure out how you want to play it.  You can sit back and wait for other teams to come to you with requests, or you can be more proactive .. the choice is up to you!"
· The final briefing note is their available velocity.  You will be running a 6 sprint PI.  The feature teams have a velocity of 28, and the specialist team has a velocity of 24.  
· Start the clock, and watch the fun.
Materials
· I print and laminate all the stories (9xStory Layout Print Master for xxx.pdf) and have them clipped together in groups by feature.  In the document file I've colour coded the story cards to align them to the colour of the feature they belong to - makes it a bit easier for me to be organised, and sets up some debrief discussion about using colour to add richness to a plan.  The good news is you only need one set of stories.
· Each team also needs a team space setup.  I just use flip-chart paper or even just post-it’s on a wall.  I lay the space out as indicated in the briefing deck.
· Blu-tac (lots)
· Post-its and sharpies.
During play
· Of course, you're circulating being ready for questions
· Feature teams might need a reminder that the component team stories have to be given to the component team to go through their backlog.  A lot will start assuming they'll just "borrow resources" when they need that story played.
· Once the component team bottleneck emerges, be ready for the first fun.  Feature teams will want to play specialist stories (which they can't), but may benefit from a reminder that they can play general stories for other feature teams to help them achieve outcomes.  
· Once they (inevitably) can't complete all the stories, have some fun.  It really depends on your facilitation style.  Teams will probably be arguing about whose stories get done, the component team might be arbitrarily making decisions.  You might just let it play out (richer debrief), you might just step in and say "work harder, do weekends, I want all these features done!", you might do proactive scope negotiation and remind them you want saleable properties not a big collection of foundations.  I tend to pick my path based on what I've learnt about the group.
· Mostly, it's very light touch facilitation once this module is through the first 2 or 3 minutes.  Watch the show, look for the stuff you want to debrief on.  As the time box nears 5 minutes to go .. remind them you need objectives and risks ready for the end of the time box.  Inevitably some teams will be so busy trying to lock down their plan they'll just ignore you .. more meat for the debrief :)
Debriefing
· Explain that at this point, the day would proceed with the draft plan review.  Each team would present the current state of their plan, their objectives and risks.  If the teams have written objectives, get one team to model the walkthrough of their plan and objectives.
· Some things that will emerge in the draft plan review
· [bookmark: _GoBack]Reinforcing that the list of stories and their scheduling is only a secondary outcome from PSI planning.  The train is committing to delivering on objectives, not stories.
· The importance of a good objective (time to go over SMART objectives).
· The importance of paying attention to your time box (usually one team has no objectives, this is your moment) .. on the day when the time box goes it's too late
· The challenge of crafting SMART objectives for the component team (but still vitally important).
· Some thoughts on talking to flow of plan (if you do this part).  It's not "every story you're doing every sprint", it's "how are your features flowing in focus through the PSI).  Also often a good moment to dig into indicating flow by how you arrange your breakout flow (i.e. grouping stories from same features etc).
· Now open the floor - "What stood out to you during this exercise".  In no particular order, things you should see come up are:
· The importance of inter-team communication and the flow of information between teams.
· The challenge of developing an effective strategy for component teams (most good ones develop a model where one member stays in their team area running their wall and others are constantly circulating with feature teams).
· The fact that this is the draft plan.  The most important thing is to reveal the challenges and generate the material for the management problem solving session.
· The importance of involving product management in tradeoffs.  It's not up to the teams to figure out what does/does not get prioritised (often a trap for the component team).  Should generate a good discussion about whether you create the undeliverable plan for the management problem solving workshop to work with or look for tradeoffs as you're working (perhaps it should be the undeliverable plan with the sacrifice being rendered into stretch objectives).
· The fact that often feature teams won't recognise the stories the component teams need to deliver for them.  In the simulation, it's handed to them on a plate .. in reality, they're likely to have to spot them themselves.
· The role of the circulating folks on the day (e.g. architects spotting teams who need to be talking to each other, product managers being available for clarifications, what the RTE will be doing).
· The challenge of dependencies.  At this point, I confess to having written diabolically bad user stories.  Might be a good moment to talk about INVEST.  I also have a picture of a program board ready to flip to to talk about how it is built on the day).
· Time-boxing, and the use of Scrum of Scrums during the breakouts to help teams pay attention to their time boxes.
· The value of being able to break dependencies.  In the exercise, the stories are laminated and fixed.  In reality, dependencies are often assumptions.  When a team heads off with a dependency for another team, there’s an opportunity for the receiving team to challenge the dependency and ask whether there is another way of solving the problem (ie dependency injection).  This is our escape from project managers playing dependency chicken.
Closing it out
· We have our draft plan, time to close it out by bringing up the Day 2 agenda and giving it a quick run-through.
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