PI PLANNING ..-;

Pointy hat
optional.
Alignment

not.

ALIGN TODAY. DELIVER TOMORROW. E = ‘

1 PREPARE (BeFore THE BI DAY)

o Set the stage
o Pre-reads and pre-work
» Logistics and lunch

" BRING:
& LAPTOP
@ IDEAS
 OPEN MIND l
& SNACKS  |f
& PATIENCE

GOOD PLAN
STARTS WITH
GOOD PREP.

Pro tip: Carbs are a
.| strategic enabler. &

3 PLAN REVIEW

Teams present. Everyone learns.
Questions welcome. Surprises not.
TEAM PLAN

HERE'S OUR ) |
PLAN. =

* FEATURES
+ DEPENDENCIES

6 Rom & PROBLEM SOLVE

Leaders and experts roam to help
unblock and strengthen plans.

2 TEAM BREAKOUTS
Teams build their plan and identify dependencies.

WE'LL DON'T FORGET
BUILD THIS. THlS

MAGIC 1S
JUST FoCUS

& IDENTIFY & RESOLVE DEPENDENCIES

‘B CONFIRM PLAN

BEWARE THE
CROSS-TEAM

Surface them. Own them. Slay them. Confidence check. Risks called out.

Plan committed.
RISKS ARE TEAM
KNOWN. COMMITTED!
L v
: E , < :

DEPENDENCY BOARD
TEAMB | TEAMC

[ JusT
WANT AN
APL...

| EXTERNAL

DRAGONS!

T FINAL PLAN & NEXT STEPS | 8 INSPECT & ADAPT

Publish the plan. Communicate widely. p @ i 4
celebrate! ?

Retro the PI Planning.

Then...

7 Pl PLANN!NG

Get better every tlme
" PROGRAM INCREMENT g
PLAN

P1 OB.IE{.TI'UES

EELHI_. Das

FEATUIIES
*

1l whar can we iMerove? |
v LESS TALK, MORE PLAN
v’ CLEARER DEPEMDENCIES

po—ip =1

SCCESS FACTORS

@ PREPARE WELL
ENGAGE ht';w

| & STAY Fod

L | & SowE TOGETHER

ALTGNMENT
CREATES DIRECTION

A GREAT PLAN
CREATES VALUE

" COLLABORATION
CREATES COMMITMENT

TOGETHER, WE
DELIVER [MPACT!

Created by Rajai Rahaman
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Great products j
are not buil it lm-’

heroes. They'Te
built by awesome
teams.

THE SCRUM TEAM ECOSYSTEM o,

j: Different Roles. One Goal. Deliver Value. © k

e . 5
" SCRUM MASTER | P

The Team Coach &

Impediment Remover

SUPERPWERS
* Facilitates Scrum

TR . F 7 SUPE
£ NIGHTMARES « Define

- BNI'HI.IEI’N:,
* Unclear priorities
|+ Endless meetings

* Engages stakeholders

* Manages & prioritizes backlog
* Maximizes ROL

RODUCT OWNER

The Value Maximizer &

Backlog Guardian

P

RPOWERS

5 vision & value

ToP
r Plromnss -&-\ we build.

I decide
WHAT & WHY

l. * Teams not self-managing

WE ALL PARTICIPATE IN

& Sprint Planning
o Dail,r Serum
@ Sprint Review
| [ Sprint Retrospective

! SUPERPOWERS
+ Manages technical vision

BuUILD

The Automation Nn,n

TEST

DEVOPS / RELEASE ENGINEER

-- ("T)EVELOPERS (ENGINEERS)
The Builders

" SUPERPOWERS

We don't do
heroics. We do
teamwork.

We turn ideas
into working,
valuable software.

|

QA / TESTER
The Quality Champion
& Bug Hunter

UX DESIGNER
The Experience Creator
& Empﬁthy chate

Users don't buy
features. They
buy experiences.

' SUPERPOWERS

» Improve b Repeat 7
g 7 { Show what we built.

Get feedback.
Celebrate wins!

] ; NIGHTMARES * Test strateqy & planning NI‘GHTI‘:ARES s Understands users %ﬁs
= Build, test, refactor - + Explorat, testi * "No time for testing = . gl = Detign in a vacemm
= Unel t ploratory testing Designs intuitive flows
% E""‘”"“&‘" exlctedse Tl + Automation * Voger accrptare crteria |||, Pruatyples PR e i ‘::’“"‘T"‘"F‘
= Estimate & commit o Inf - « Protect: lit: * Last-minute surprisgs o 5 : O it popl”
+ Continuously improve Interruptions 5 QB IEY: . . | * Brings clarity to complexity i ;o
5 WORKTOGE ey - e T e =
wE GET :
noW WE e HER BUSINESS ANALYST
1 4 SRR i INCREMENT The Bﬂlise Builder & Clil'l'ty Sef.kﬂ'
WEEKS 5 P o
i I connect business ’ SUPERPO‘!‘.'.ERS
THE SPRINT .5 needs to solutions. Elits & wlymmds
5 * Creates clarity
Plan & Build b Test b Review I MN‘QW

" Different roles.
S'narer-\ commitment.

ne qodl:
DELNF_R W\LUE' @ RESPECT

Each other

COURAGE
Speak wp

FOCUS
On value

CULLABORAF ON
Over silos

STAKEHOLDERS AGILE COACH - PROGRAM MANAGER / PMO
The Vision Supporbu's The Change Cnhlyst The Orchestrator
Sl Utshar!ﬂ! il - * SUPERPOWERS = T ot
+ Builds Agile mindset the dots across
+ Coaches leaders. teams and
* Remaves systemic deliver value
barriers at seale.
b Inspires ymh. ) ! R ]
| NeHTMaRES | |« ilos |
‘ + Chackbax Agile
* Resistance to change
* Burning out:

Potentially shippable.
Always valuable.

COMMITMENT
Do what we say

TRANSPARENCY
Share openly

.4 Alone we can do so little;
together we can do so much.

Created by Rajai Rahaman
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Tt 1 don't have
all the answers:

1 ask better
questions. o] |

[ wHOIAM ]

8 Trusted Advisor
ﬁ Change Catalyst

Agile is not
what I do.
It's what I help
others become.

MY SUPERPOWER"

I help people and organizations
learn, adapt and grow.

@ Chall - questi £
S Supporter encwrage&empowu'

03 System Thinker MY MINDSET
P Teacher & Mentor
& Listener & Learner : g Erowehifindiat
2 Curious & Open
Challenger (with ca
g Cuit:regBui:'der i SERVANT LERDER ; o Non-Judgmental
@ Empathy Dsve R CATALYST - @ Empathetic
m iven 1 1 —_— 5
SETTER TEACHER Jlls (7 = 52 Systems Thinker
&R Outcome Obsessed MENTOR  PEOPLE s { MINDSET |7 == G Adaptive & Flexible
v _‘ — OVER — pmNCJPlES U ﬁ @ Patient & Persistent
PRUCESS | X PR“C"EES (2] Data Informed
L a i . I VALUES k &3 Always Learning *
WHAT I DO | WHAT I FOCUS ON L T WORK WITH
| @ Assess current state PRACTICES CULTURE OUTCOMES g Teams (all kinds)
@ Facilitate learning & workshops & Scrum Masters
& Coach individuals & teams i ‘ | % £ Product Owners
@a Improve ways of working o | - & Leaders & Managers
a Remove impediments Help individuals | Enable collaborati Foster alig s Promote simple, Nurture an Agile | Drive meaningful @ Stakeholders
; 5 and tea trust, and bi flow of value, effective Agile mindset and Its and
& Build self‘-orgalmlzln-g teams siills w":‘::: | perfn:m? e ol i Ag s e resul e & HR / People Teams.
&b Strengthen Agile mindset | andicvmership. £\ PMO & Portfolio Teams
Guide transformations : : & Communities of Practice
B Metows s ity L f I don't implement Agile. I help YOU make Agile real. @ _‘:‘ J| @ The entre orgonization
b A ’ At any level. In any role. . l
: | HOW I COACH (THE COACHING FLOW)
][_COWING STANCES 1 USE 1| L hin 0L & L AGILE VALUES T NURTURE |
[ % Partner - side by side 1. CONNECT i 2CLARIEY | 3.EXPLORE 4COBMET | SRELET 6oRoW |
I [l Individuals & interactions
| 8% Teacher — when needed | %
4 = =
| &g Mentor - sharing experience @ Q A @ % | | T EResies
| . il ik | Working softw:
[ £ Faciltator - create space Buid trustand | Define goals, Ak powerful Encourage small | Tnspect, leam | Sustin progress. m:, CE“P,E,“::, e
| & Observer - see the system understand context, | opportunities and | and adapt. Build upnblnty

people and purpose. | success together. Umrlmnghts Safutotry

lﬂ" I ask. You discover. We grow. v { Q

Customer collaboration
aver contract negotiation

Responding to change

TOOLS & TECHNIQUES IN MY TOOLBOX

CQuestions Lnstmmg ( T‘ That Matter  Structures Thinking Drive Behavior |,
NI, [GROWY, Value,
CLEAR, etc) P =

{3@ @ % O gl

Coaching  putcospectives Liberating  Systems  Metrics that

over following a plan

: Values over rules. |
Principles over prescriptions. @ ]

A DAY IN THE LIFE (EXAMPLE) T ' WHAT MAKES ME SUCCESSFUL ] L SIGNS OF A HEALTHY AGILE CULTURE

@ 830 Reflect, plan, connect

€D 930 Team coaching / workshap

P 100 Stakeholder alignment

€D 100 Observe / partner with teams
@ 230 Remove impediments

@ 330 Design learning / session

@ 430 Check progress & learn

@ 500 Capture insights & plan tomorrow

Trust & credibility
Strong relationships
Clear communication
Deep empathy
Strategic perspective
Business acumen
Continuous learning
Patience & persistence

RLERELREER G

L_ Every day s diffrent. Ipact i the same. w

Focus on value & impact _3

922 8 8 % 8

People take ownership s
Teams collaborate & trust 4, LY -
Transparency is normal :
Learning is continuous
Feedback is welcomed
Adaptation is fast
Focus is on outcomes
Happiness is visible

. 5 o - . —_
CHALLENGES I FACE | | WHAT I DO WHEN IT'S TOUGH P COACHING IS NOT.. | | KPIs I CARE ABOUT
e I | -y Ty | g e—
& Misa'l'g:eld inncg:entives 2 | Q Tk x S e g x?’ : M ments
i . . " ime imy

A Overloaded priorities - & @@ Reframe the mindset re;mg,.ﬂs 3 Being an expert in everything @ Quality & ulﬁliwrvd

Ay Unrealistic expectations @RS &b Start smal e 3 Fixing people Bl Peta' oot

Ay Lack of trust \ 4 Celebrate wins r:t ‘ 3 One-size-fits-all solutions | @ Customer satisfaction

Ay Inpatience for results _gRRNERNS @ Keep showing up = 9 A quick workshop @  Business outcomes

i I don't mnd challenges. b it _Smaﬁs_te;s Emslstmt actions. i It's a partnership, ] E Measure what matters. b

e I help people face them. v W s Big impact. V '@_L,_ e not a prescription. V ) lda Improve what you measure. V 8.

<1 1 LGHT THE way. {37
YOU WALK THE PATH,

TOGETHER WE GROW.

Created by Rajai Rahaman

I aaiLe 15 A Journey. T BETTER PEOPLE. L i
raiae o 1 BETTER TEAMS. BETTER BUSINESS.

o ewor e Roe. 4§ ||| THAT'S THE AGILE PROMISE. || se mie cuance x)
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The best
products solve real

problems and
(dey  deliver value!

@&per Value Maximizer. Backlog Boss. v )

% * I represent the { # ¢ I decide el - 7 i
* WHO IS THE PRODUCT T OWNER? | voie of the cusaner ) WHAT and WHY ~ WHAT I AM NOT
T and the Letiners ! we build. The team - -
The M“:ttm ]s:::"s:: for \ju—ides HOW. % Not the Project Manager
mulmlzmg value product
and managing the work of the & Not the Team Manager
development team. [ MY NUKITH . - & Not a Task Assigner
o Rep stakeholders & s | e ight | e # Not a Micromanager
e thesodets Packin ! 3 & - # Not a Technical Expert
@ Defines what to build & why : s PRODUCT ; .
; g \ & Not a "Feature Factory
& Prioritizes for value i !
@ Ensures transparency # Not Always Available
@ Accepts or rejects work ¥ Not Afraid to Say NO!
: B

. MY SUPERPOWERS

Fop Vision & Strategy
@ Empathy for Customers

I SUCCEED HHEN

Ef Customers love the product

5 MY CORE RESPONSIBILITIES ﬁL s

@ Prioritization (Say NO!) — W Business goals are achieved
&) Market & Domain Knowledge LASGZG0 Dﬂ-‘INE TEVSO/ | MWWELTE | MRMERR | CALGOHTE | WIMES B The fass s, rpeerd
€9 Communication & Influence 5 STRATEGY | PRODUCT BACKLOG | MAXIMUM VALUE | cousmmv - & Value is delivered frequently
| | . | .
@ Data-Informed Decisions [ ~' %] | o We learn and adapt continuously
€ Adaptability ﬁ ‘ I .. v ! || ©F We build the right thing! =y,
@ Decisive (when it matters!) Researh, litan, shoervt. | Create and communicate | Crest, refne, goom ; Order the bucHlog s | Work sth team, | Ensire work masts.
Knew the wers, markel, | yhy prodect viion, goals | and maintsn & bealthy | masimice value, roduce | stakeholders, uters and | the Defoition of Done. /1
]| e ke gmata pay and rosdnap. backlog, sk, and mact geals. leadership. Acusgt or rejact. | o
- ﬂh___ W. il _} [ s -
> THE PRODUCT BACKLOG : BACKLOG REFINEMENT (AKA GROOMING) _ STﬁKEHDLDERS & COMHUNIC&“ON
TR fF ¥ CLARIFY BREAK DOWN ESTIMATE (IF
/1 ting, breating | (B Festures Loy Users & Customers
[ prioritized lst of ) User Stories £afl H - i':::'hﬂs:"lmﬁ
| everything we @ £ 7 . ons.
. . " nhancements 8
K:Lgit build. * = ; - Business & Leadership
a E . s n by
u / - Spikes / Research ||| Cptre s Add detais, Splt into smaller, wl'&“ gt .
from arahere. acceptance valuable pieces.
E - Technical Debt eriteria. .)
‘@9 Ealls - v Development Team
: -2 =i~ ¢« INVEST IN GOOD STORIES ¢ g @ - Collaborate daily,
7 ify & decide.
Ordered by value, not by effort or 5D Independent - Stand alone 1 S
who screams the loudest. @ ([ENID Negotiable - Open to discussion Wy =l
_— Valusble - Delivers value : Other Teams
EED Estimable - Can be sized < — Remove roadblocks,
E53 Small - Small enough to deliver L share & align.
|, EEDD Testable - Accetpance is clear . A

[ PRIORITIZATION FRAMEWORKS I USE 1B KPWI WORK WHTH TEEAM (Outcomes over Output)
Sprint Retrospective

NG AT
| EFFORT Icumnmcs | DPEENCES | STRATEGC Eﬂ@-‘tfﬂ‘ /

(Impact) Mmr.: (Cost) | (Howsure | (What comes
don't do 1) are we?) firt?) '(Dmil-ml

the neride) Share contest, goals Answer questions.
— IE's not about what's urgent. It's about what's important. @~ __"'d prioibes fumet W'_ Lo & it
A DAY IN THE LIFE OF A PO (CHALLENGES I FACE - : ’7 SIGNS OF PRODUCT OWNER SUCCESS
8:30  Check messages, stakeholder updates Changing Not encugh Saying NO  Limited time, cfil 7 Taare boilahig tne right things Ha =
900  Refine backiog & review feedback priorities] information! (s hard)  endless work) e ¥ Y
o 5 ﬁ : ; CUSTOMER SATISFACTION
11:30 Work with team / clarify stories
. 12:30  Lunch (snd maybe more backiog © ) - Are users happy?
130 Aalyae data & user nsihts - BUSINESS OUTCOMES
230 Prioritise & adjust roadmap Ace we meeting our
330 Remore bockers / make decisions {4V business goals?

4:30  Review progress & plan tomerrew @
, Bvery doy i dforent. |1
. Every destion creates mpacl V &,

N Lt e AN S BACKLOG HEALTH
T ask the right questions. Q} Is the backlog well-groomed,
B 3

prioritized & understood?

&5 Vi owr odput. | | W IDONT BUILD THE PRODUCT. Gt v
L Outcomes over features. - > [ HE|P THE TEAM BUILD THE RIGHT PRODUCT. | e g
1 Learn over assume. @ Al

T=ia | | ¢ TOGETHER, WE CREATE VALUE! 747
. A i z i i 1

Created by Rajai Rahaman rajai-rahaman.com
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My magic doesn't
create the work...
It helps the team

W SERVANT LEADER. TEAM COACH. mpeormw -

ﬁ

WHO IS THE SCRUM MASTER?
The Scrum Master is a servant leader

who helps the Scrum Team and the
organization understand and adopt

Agile values, principles, and practices.

I don't do the work for the team. fr R
I empower the team to do \ M 4
their best work. ; 5 X

WHAT T AM NOT |
3 Not the Project Manager
# Not the Team Manager
3 Not the Task Assigner
3 Not the Decision Maker
3 Not the Hero
3 Not above the Team

I serve the team.
I don't lead it. @

MY MISSION
Create the conditions |

i for my team to
do their best work
and deliver value ||

J continuously.

TEAM &~

MY SUPERPOWERS | : it SUCCESS”
% Facilitate amazing ceremonies , ’_ g—f‘% : " - - o ik g Ve G——““\\ﬂ.
@ Remove impediments (POOF!) 1 POOF! 3 * lﬂgé'{?%ms COACH L__WHAT I DOEVERY DAY ‘ EI‘:;EU:‘E“ ng‘l'r\iHiilELE

Eﬂ Coach the team & organizati_o: =
G Protect the team from distractions
E Help the team self-organize

@ Promote continuous improvement
& Build a culture of trust & safety

THE TEAM

Spread Agile values

Ask questions.

. . L Find it: F‘i ht it. : - - K it .fncused | Smai.l changes. :
Cha Agile val £ R i P " k)
T @ it e e Y !1 i Remove it. | Lll)::: ::;de engaging & time-boxed. Big impact. | beyond the team. ?
E— s 4
E ; 5 =5
GEREMENIED LINCILINE = 7 IMPEDIMENTS I DESTROY SI[ KEY RESPONSIBILITIES
Flan the werk Ifdﬂmylhmgthatsimsthhmdmn' iz
G s Paiog (o e § Ensure Scrum is understood & adopted
o “ B Help the team be effecti
tmn Tnspect progress. ; elp the team be effective
; : gl;u&:i:; 2 MONEL To0IMUCH [ st /P4 ® Protect the team's focus
2 IMPEDMENCIES R.EQUIREP\ENTS WIP ]NTERP.UP'HUNS & Facilitate Scrum events
Reflect. Decide. | Rk | 5 A= & Coach the team in self-organization ' J
Improve. |
1 | @ Collaborate with Product Owner
- — — 1@ ' Coach the organization on Agile
E— ] =~ . ® Promote continuous improvement 4
* : NK OoF POLITICS & TEAM
KPIS I CARE ABOUT | PROCESSES FRUSTRATIONS INFORMATION BUREAUCRACY DISTRACTIONS. }_J =
@ Team Happiness e Spot it early. Ralse it fast. Rmm it together. P ﬂ =
ol Sprint Predictability i ¥ WHEN I KNOW I'M DOING GOOD
& mpediments Resolved " TOOLS IN MY WIZARD BELT _A DAY IN THE LIFE ' Team is self-organizing
| & Team Velocity Trend m e : :zﬁ Du:k;';ut“::;u“zt;m“ @;ﬁ] Conversations are open & healthy
3 2 iy i f
| @ Eztn::iepte:;we Actions % 98 Confhuence / Docs e B TR {@ Impediments are rare & small
| R Escaped Defects Miro / Whiteboards 11:00  Stakeholder sync / align 47 Predictability is improving
| Speliure @ # Slack / Teams =12:00 Lunch (maybe!) é ﬁ Team delivers value consistently
@ Cycle Time Improvement if_‘f. B / Burnup Charts !' 1:00  Facilitate / prepare upcoming events @ Stakeholders are happy
ment Frequency = ) = 2:00 Team 1:is / observe & support
ﬁ Deploy requancy o ',* e g Retrospective Tools § 55301 | Ratraspective Foloweip actions @ Team learns & grows together
= = = Feedback & Surveys 4:30  Improve something smll today @ - =
'_‘}-\ jiesithy Tewmiz tigh Mm““—-@l £ g My success = My team's success!
: . D 2 :me by little. Lot B :
Iot I:a-.omu Tl
' COMMON Mlscoucsmous i - S s
Fe __ SIGNS OF A HEALTHY TEAM SIGNS OF AGILE CHAOS
Sn,-m \'nudnnt )‘N\‘J!¢| ydn»g e ki : - i
meehngs’ mll, do nJect even need &P Psychological safety is high &\ Lots of blockers & delays
any wrk’J A “WSG"" ‘ you? QP People speak up & share ideas @ unclear priorities

@ Blame & politics

) Meetings everywhere

B Team is tired & frustrated
(@) No time to improve

@ Agile is just a joke now

@ Team owns the work
QP Feedback is frequent .
P Mistakes are learning opportunities

@ We celebrate small wins ;‘

1 do the work of anfmnt role.  Try Agile withot | | P Everyone helps each other
Idum«tﬂnnmehngs unblecking the team.  Same geal. one and see! J b

= iy

. I DON'T HAVE ALL THE ANSWERS.
o ~  BUT I HELP THE TEAM FIND THEM. i
/. TOGETHER, WE MAKE);‘I'HE MAGIC HAPPEN! ¥ )
W
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We don't

just manage plans
We drive outcomes:
roadblocks,

and make it all

- WHO I AM

I'm the glue that connects
strategy to execution. I enable
teams, remove roadblocks,
manage risks, and ensure
we deliver maximum value
sustainably.

@ Strategic Partner

& Plan & Prioritize

@ Align & Communicate
® Track & Report

| ®& Remove Roadblocks

I_g’ Optimize & Improve v

r WHAT I DO

I & Define & manage programs
| g Plan, coordinate & integrate
| [B) Manage scope, schedule, budget
| A\ Mdentify & manage risks/issues

THEPROGRAM MANIGE PM0 ST

We bring
structure to
complexity and
calm to chaos.

LIGNING STRATEGY. DRIVING DELIVERY. MAXIMIZING IMPACT

MY MINDSET |

@ Strategic Thinker |
ﬁ Outcome Focused |
@ Data Driven
& Adaptive & Flexible
& Collaborative Leader
PL'": STRONG A . 5 & Influence without Authority
D’:E:V:‘h 4 / = 7 ' ] j = y @ Problem Sclver
" PROCESS i ﬁ (® Continuous Improver

1 Toos ﬁ . &) Calm Under Pressure i\\?

GOVERNANCE ﬁ Lok A

o/ ALIGNMENT o VISBILITY ¢ EFFECTIVENESS
o EFFICIENCY )

Aligned strategic investments
Predictable delivery

Optimized resources

& Track performance & report Managed risks
| & Facilitate decision making | Increased efficiency
| | Define purpose, Develop roadmap, Coordinate work, Track progress, Take corrective Deliver results, 4
| x Manage dependencies i objectives & — : A jons, adjust t n | Standardized processes
3 Drive benefits realization success criteria, | & budgets. remove blockers. ensure alignment. plans as needed, measure value, @ Better visibility & reporting
(S} Improve processes & g - =& Higher quality outcomes
B3 Support teams to succeed v ‘ COMMUNICATION + COLLABORATION - TRANSPARENCY « ACCOUNTABILITY - CONTINUOUS IMPROVEMENT O @ inable benefits realizati
_ KEY STAKEHOLDERS I WORK WITH r MY FOCUS AREAS REPORTING & \I"[SIBILITY -
& Executives / Leadership | | STRATEGY | GOVERMANCE | PERFORMANCE | RESOURCE | RISK & ISSUE cut-mmcmw - Program Dashboards
| & Portfolio Managers ‘ | ALIGNMENT | MANAGEMENT | MANAGEMENT |~ MANAGEMENT | | SEvtusiRepolts
| Project Mai | |
| % Pr;:d owr:g::s | @ @ E ; | ﬁ | - ﬂé | - Executive Summaries
| & Teams / Squad Leads l : Iiﬂ I . d | | | AN Risk & Tssue Logs
& Finance / Operations TN | | Eeprogu | Eibihpukie, | Memeohat | Rt pope | SwRed | Communicae ' Roadmaps
| & Customers / Users We win support business standards & matters. Improve Right skills, | Sohwe it fast. clearly, Drive | @ Portfolios / Benefits Reports |
| ; g : |
2 Veados 7 Pt \ tngethey strategy & goals. compliance. what counts. Right time. Reduce impact. | change effectively. ; KPls & Metrics B:). |
. . i -‘\-swd .I‘ _h;v What get: d i _J—| l | [ W ‘ 3 |
I an gels measured, ing. | ‘ F Y i T |
o e . it SRR DL - Do
A Plan tomarrow.” W 9 e wr;] | .!".‘ | |
ToolsTusE | A DAY IN THE LIFE KPIs 1 CARE ABOUT y
8:30 10:00 | 11:30 1:00 2:30 4:00 On-Time Delivery %

m Microsoft Project
B Smartsheet

#75 Monday.com

I Confluence

(G Power Bl / Tableau Mkl
nﬂ Excel (because... yes)

e

|
'ﬂ Jira / Azure Devps |
|

Morning check-in | Stakeholder Nid:.l’lma Plan!ﬁudnup

Team symes & |
&mm| updates

<> Every day is different. Impact is the same. v

CHALLENGES I FACE

SIGNS OF A I-IIG_H-PERFORM!NG PROGRAM

| A\ Changing priorities
| A\ Unclear requirements

| & Resource constraints

| £\ Dependencies outside control
A\ Scope ereep =
A Communication gaps
A\ Resistance to change

WHAT MAKES ME SUCCESSFUL | (

®f Clear communication @ Clear geals & aligned stakeholders
@ Strong relationships @ Healthy & empowered teams
& Strategic thinking @ Effective communication
g Problem 5::’""& | | B Proactive risk management
Adaptabll : @ Data-driven decisions
| g Mhenluont:deh_nl [ ‘ @ Continuous improvement
& R“""“’;ﬂ m""_"‘:“ ﬁ [ | @ Delivering real business value )

WE

ol KEEP IT SIMPLE.

KEEP IT REAL.
KEEP DELIVERING.

¥ GREAT PROGRAMS DON'T HAPPEN BY CHANCE.
THEY HAPPEN BY DESIGN.

We lead. We enable.
We deliver value.

Created by Rajai Rahaman
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SCRUM CEREMONIES

"BECAUSE CHAOS NEEDS A CALENDAR

'@ SPRINT PLANNING |
Where optimism meets
wild guessing.

WE CAN

Pﬂmﬁ
* PRODUCT
) DEFINITELY DO
BACKLOG :
L ALL OF THIS.
BUILD ROCKET | NO PROBLEM!

STIME TRAVEL |
2Al BUTLER
{NUCLEAR FUSION

(2 DALY SCRuM

WHAT DID

A 15-minute stand-up for updates,
blockers, and existential dread.

WHAT WILL
You DO

WHAT'S IN

'3 SPRINT REVIEW |

Show and tell for stakeholders

and curious animals.

WHAT WE BUILT:

S0... IT
SORT OF

& SPRINT RETROSPECTIVE

eventually.

WHAT DIDN'T
GO WELL?

Where we make things better...

LET'S TALK

ABOUT FEELINGS

AND P1ZZA.

|5 BACKLOG REFINEMENT

Turning chaos into... slightly less

chaotic chaos.

LET'S SPLIT THIS
INTO TINY, TINY

Now IT's
A BUNCH OF
SMALL VAGUE

IDEAS!

'BONUS CEREMONY:
THE IMPROMPTU
CORNER

Because agile is
real life.

CAN WE
HAVE A QUICK

Spoiler: It won't

THESE CEREMONIES
GIVE US RHYTHM

THE TEAM GIVES

US HEART US PURPOSE

THE PRODUCT GIVES

'DELIVER VALUE.
REPEAT.

Agile isn's A
§ estinat;‘,n'

$ a serj
es
kamr.d 5 of

intentfoned

Created by Rajai Rahaman
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tme T BUSINESS ANALST POSTEY

Translate
confusion into

s e eds and Solutions. Adding CI o
dots, olutions. in
conn:ilt‘m el @ Brldgmﬁ Business Needs an g Clarity. Delwermg Valuev 7 :
help i g
,‘_' . I CONNECT THE DOTS : 4
WHO IS THE BUSINESS ANALYST? MY MINDSET 3
- : 3 g i =
I'm the bridge between business Q ’ "] 8B, Curious
and technology. I listen, analyze, o 8 Empathetic
challenge, and translate needs into BUSINESS ANALYZE & SOLUTION & pa 3
clear requirements and solutions NEED UNDERSTAND VALUE & vl
that create real value. g Pt g
Critical Thinke
@ Understand the business w P:ob::n Scl:ve:
@ Elicit and analyze requirements 9 Collaborative
@ Document and validate solutions &b Adaptable
@ Collaborate across teams @ Out:ome Focused
& Drive better decisions @ Value Driven
© Add value every day! w : * :

S

KEY DELIVERABLES J

[ WHAT .00 Wi MY WORK: FROM DISCOVERY TO DELIVERY

Measure value & success v I
i AR E 3 G 4

e A :
4B Understand business goals & strategy ; . 29 Busmfss Requlr!_ments
& Elicit requirements DISCOVER ' ELICIT | ANALYZE | DOCUMENT | VALIDATE | DELIVER VALUE g Fun:t;::l Requirements

User ies

ﬁ Analyze & model processes 3 ‘ ]

' L 2 By Process Maps (As-ls

| & Document requirements “ =13 o =H /
s Validate with stakeholders = ; H1 Use Ca:s / Scen:nos
A\ lentify gaps & risks Explore the | Asktheright | Break things | Createclear, | Confirm were | Support the team. @) ata Models & Defiitions
% Recommend solutions current state, | questions. Listen | down. Find concise, and sol\msﬂ‘!!nght Measure impact. @ Wireframes / Mockups
2 s i problems, and |  actively. Dig pmmu Identify traceable | problem the right Improve [ef] Reports / Dashboards

3 ppart testing opportunities | deeper. root causes. | requirements. way. continuously.
&
&

RTM (Traceabilty Matris)
BRD / 5RS / Vision Docs

/ To-Be)

- 3 )' Good analysis today. Great solutions tomorrow. @ . ‘f

MY SUPERPOWERS |

F T COLLABORATE WITH

REGUIREMEI'IT TYPES I I'.'»‘ORI( 'n'ITH

Asking awesome questions
BUSINESS STAKEHOLDER SOLUTION | NON-FUNCTIONAL | CONSTRAINTS &

Secing the bigger picturs. 8 B | REQUIREMENTS | REQUIREMENTS = REQUIREMENTS | REQUIREMENTS |  CONDITIONS

Product Owmer
Align on vision, value & priorities

w
w
5% Turning chacs into clarity [ Developers / Engineers
ﬁ Connecting people & ideas E Clarify requirements & selution
e Simplifying complex things = | QA / Testers
2 Find athiarsion Why are we What do What should | How well should | What are Ensure testability & quality
ing gaps others miss doing this? stakeholders | the solution the solution | the limits or ‘ UX / Designers
5.7 Making data meaningful f R need? | do? | perform? | assumptions? Understand user needs & flows
¢ Driving decisions ! e 7E: DevOps / Ops
s BN, HDDELINE & ﬁNﬂ.YSIS TDOLS_I USE T g Enaure operational readiness
) ?‘Q | =2 | = | Sta.keholdars & Users
YT % <l gy = g Valdate needs & get feedback
- 5 ) | |m
Process = =
Diagrams Use Case | Data Models | User Stories | Wireframes & Decision Alone we go fast. Together we go far! @ L
(8PMN) | Diagrams |  (ERD) | A Epics | Prototypes | Tables . - -
- e - = m 7 =
_ ADAYINTHELIFEOFABA | | STAKEHOLDER COMMUNICATION | | KPIs I CARE ABOUT TOOLS I USE B
0 8:30  Check messages & priorities } """ = I . 7 ; k3
‘ D 900 Stakeholder ync [ TUSTEN | IASK | IEXPLAN | IALGN /3 Reqpirement Accuracy 3 s / Azure DevOps
| 10:00 Elicit requirements / Interviews o e [ i ey : i —rrite : et ﬂﬂﬂ Stakeholder Satisfaction Bo Confluence / Notion
| 1100  Analyze & model andcomerns | questions | clearly | & buy-in | @ Requirement Stability &a Visio / Drawio / Lucidchart
| 12:00  Lunch & learn (stay curicus!) - | [ st Defect Leakage (UAT / Prod) Excel / Google Sheets ;
1:00 Decument & refine requirements 5) 3 [ | | On-time Deli F Analysi & o 7
230 Work with dev / clarify questions | : o R | @ e b ot el [il1) Power Bl / Tableau ol
330 Review designs / prototypes mmmm | | prwie  Rework Reduction B Figma / Balsaniq ..: V5l
430 Update docs / RTM A 5 s @ Value Delivered €2 Sl / Data Tools
i 5:00 Plan for tomorrow z 3 A L 1 ] L

T CHALLENGES T FACE ‘ | - WHAT MAKES ME SUCCESSFUL SIGNS OF A GREAT BA |
A\ Unclear or changing requirements (E,, i & Curiosity & People trust my insights
& Too many stakeholders (all with opinionat) '\M:-Jl © Strong communication @ Stakeholders seck my advice

| A Scope creep nyy . & Business acumen @ My docs are clear & useful
Ay Conflicting priorities ) lie & Analytical thinking @ The team delivers the right thing

| & Lack of documentation L] » & Empathy & Users love the solution ,

| % Tight d.eadlu:e:d‘ Wi o Attention to detai Lg’ 1 help create business impad.

‘\ I BRIDGE THE GAP BETWEEN
. BUSINESS NEEDS AND TECHNOLOGY SOLUTIONS
52 TO DELIVER REAL VALUE. @

| UNDERSTAND. ANALYZE. ALIGN.
DELIVER VALUE. REPEAT. {3

Created by Rajai Rahaman rajai-rahaman.com
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THE 1T PIPELINE

j FROM LAPTOP TO PRODUCTION

Many hands. Many checks. One goal: Value for users.

It's not magic.
It's a pipeline.

" CHECKLIST:
—

[ Laptop
A Access
™ Tools

Shiny laptop!
4 Let's ship!
= /i

.I 2

T commiT |
SMALL

All tests

PULL REQUEST
pass locally! 5

| | #r Amazing feature
il | that changes
/ . everything

|4 GET LAPTOP 2 CODE & COMMIT |  [|[3 PusH & CREATE PR | ||[4 CODE REVIEW | 5 (I /BulLD |
New (or new to you) dev Write code. Make it clean(ish). Open a Pull Request. Declare Humans review code. Praise, Automated checks. Build, lint,
gets the tools to build magic. Commit early. Commit often. your intentions to the world. questions, and nitpicks. unit tests, security scans.

Love it!

Good catch! ) oL

Nit: Let's Running
rename this, | SR,
k... o

© MERGE | ¢

‘7 CD / DEPLOY TO DEV | ||| 8 QA & TESTING |

Code is merged to main/trunk. ¢ %
Small step for dev, big step
for the pnpelme : ( ! o 3

&
'."

Automatically deployed to Dev Exploratory testing, QA cycles,

environment for validation.

feedback, bug fixes. Repeat.

Time for
poking.

feature.)

PIPELINE PRINCIPLES

AUTOMATE D] Bui> auauTy
EVERYTHING  \{ S8 1N, DON'T BOLT
YOU CAN IT ON

€3

el
SMALL BATCHES, @ @ OBSERVE PEOPLE > PROCESS
FAST FEEDBACK EVERYTHING (BUT GOOD PROCESS

HELPS PEOPLE)

Fond it
(It's not a

9 D/ DEPLOY TO STAGING | ||| 40 DEPLOY TO PRODUCTION

Pre-production environment. Production

Final validation before go-live. measured, and celebrated.

" PRobuction i °- \ thing! ) o
o HEATHY ] ;
[ HAPPY USERS
& MERCS 5 G

deployment. Monitored, v r

® (Wedida) &

Ship safe.
Step by step: Shi:: value.

Tuse‘t'ﬂ&f.

" REMEMBER:

2 and awesome people, ﬁr

There's no magic button,
Just a well-oiled pipeline

Created by Rajai Rahaman

rajai-rahaman.com
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love.

We are problem
critical thinkers,

engineering and

/ We turn
ideas into working

software pWPl"

actually use

WHO WE ARE

learners, and collaborators.

We own the craft of

pride in delivering
high-quality software.

solvers,
builders,

take

ef
b3
</
5b
a
3
i

Review code &

give feedback

Fix bugs & impreve performance
Collaborate & share knowledge
3&; Continuously improve

¥

WHAT WE DO
Understand problems & mqulrmnb
Break down work into smaller pieces
Design & write clean, maintainable code
Build, test, and integrate

=

Creativity
Resilience
Collaboration

Turning Coffee

CBReer®d

_T_~l B

SPOeBRLR |

Cycle Time

[B] Technical Debt
EE Legacy Systems

[Z] Tight Deadiines
[B] Context Switching

Attention to Detail

Continuous Learning

into Code (2} 4

Test Coverage

Escaped Defects

Velocity (Team)

[ﬂ Unclear Requirements
@ Changing Priorities

[B] Too Many Interruptions ==

[ Underestimation _

) REMEMBER
Il & We donit just write code.
7 We build solutions.

&7 We are engineers.

Ef We are creators.
& We are a team.

Together, we

can

build anything!

Created by Rajai Rahaman

[ OUR SUPERPOWERS |

47 Problem Solving
Logic & Critical Thinking

 KPIs WE CARE ABOUT T

Sprint Commitments Met

Code Quality / Defect Rate
Lead Time for Changes
Deployment Frequency

THE DEVELOPERS / ENGINEERS POSTER: <=
M code. We build solutions. We solve Pmblemfwe Shjp e, @ , _

OUR MINDSET

I & Take ownership

& Keep learning

& Embrace change
® Focus on impact

& Be kind & respectful

& Communicate openly
®,

HOW WE WORK {AGILE~_+ TEAMWORK)

I+
FLAN

We bresk down

stories, estimate,

and plan together.

BUILD TEST REVIEW DEPLOY LEARN
We code, pair, We test early We review code, We integrate | We reflect,
ask questions, and often. share foedback, continuously experiment, and
and help each Guality is and learn and deploy | get better

other. i’ euqmcs_pb # together. = freqlleﬂﬂj mp ey day.

INSPECT & ADAPT

We inspect our work and our process, then adapt and improve.

TECHNICAL EXCELLENCE

CODE QUALITY

TESTING
& Clean & Unit Tests
& Readable & Integration Tests
| & Maintainable & Automated Tests
& Testable & Manual Testing
& Efficient &f Test Early

ARCHITECTURE
|I & Scalable :
| & Reliable |

& Secure |
| & Maintainable
| & SOLID Design

DEVOPS & CL/CD SECURITY

| o Version Control | +f Secure Code
o Cl Builds | +f Validate Input
o Automated Tests | o Least Privilege
+/ Continuous Delivery | + Data Protection

+f Monitor & lterate | of Stay Updated

[ @ 900
; @ 930
@ 1:00
¢ 12:00
@ 1:00
@ 00
@ 4:00
(!) 5:00

™) A DAY IN THE LIFE

Daily Standup

Deep Work (Coding)
Pairing / Collaberation
Lunch & Recharge
Code, Test, Build

Code Review

Fix, Improve, Refactor
Learn / Spike / Plan

& Correct
& Clear

& Consistent
& Complete
& Cohesive

|I & Tested

Every day is different.
. Every day we create |lnpu:t

[ CHALLENGES WE FACE |'—

s

aull-gnmlﬁ WE AVOID

® Overengineering

® Copy-Paste Code

® Skipping Tests

® Poor Communication

& Well Documented
& Built for Change

00eEE 8 ééa 8

& Raise the bar
3 ® Leave it better

| TYPES OF WORK WEDO
t‘} Mew Features

Bug Fixes

Refactoring

Technical Debt

*  Spikes / Research

%
2
&
o
&

g

Performance Tuning
Automation
Support & Maintenance

TOOLS WE USE
! (Our Utility Belt)
IDE: VS Code, Intelli], etc.
Languages Java, J5, Python,
CH, Go,
Frameworks & Libraries
Git & Version Control

CI/CD: Jenkins, GitHub Actions,
GitLab Cl, Azure DevOps

Testing: JUnit, NUnit, PyTest,
Selenium, Cypress, etc.

APls, Postman, Swagger

Containers: Docker, Kubernetes
Cloud: AWS, Azure, GCP !
Monitoring: Datadog, New Relic f84

COLLABORATION IS OUR FORCE MULTIPLIER

Mcb
Sessions

Code

Knowledge
Reviews

Sharing

Help &
Support

® Blaming Others
@) Werking in Sitos

() 1groring Tech Dest i

Seeing users benefit
Clean, elegant code

Learning new things
Amazing teammates
Positive impact

Ship something valuable

*
Solving hard problems

WE
BUILD
THE FUTURE!

WE BUILD SOFTWARE. WE BUILD TRUST.
WE BUILD THE FUTURE.

I/ Stay curious
1/ Keep it simple
/f Make it work
/1 Make it better

// Leave it better than

R

you found it

rajai-rahaman.com

WORDS WE LIVE BY °

FINAL SPELL
May cur code be clean.
May our builds be green.
May our users be happy.
May cur team be strong.

And may we always

keep learning and
delivering value! (V7]

10/ 15
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e don't ]“t
find bugs.

We Pfgue,nt them.

e mmg qllll.lt\f

LIWe pfﬂ'-‘d

THE QA / TESTER POSTER
Z@Hmmons BUG HUNTERS. Usgkm

QUALITY IS EVERYONE'S RESPONSIBILITY. WE HELP EVERYONE DELIVER IT.

A bug today,

a disaster

Bugs don't hide from us.
i We find them.

6. CLOSED

5. VERIFIED

4. FIXED

Fr
|| Clear defects. Clear communication.
Strong quality.

= @k

v :

TOOLS WE USE

" GOOD TEST CASES ARE...

r

WHO WE ARE F ; _ >
We are QA / Testers. - i i ’v_ OUR MINDSET —|
We care about quality and user 9 + . - .
experience. We work with the » ) ig U g & Curious
team to build reliable, secure, = i =4 el & Critical Thinkers
and high-quality software. ¢  Quality Driven
o &9  User Focused
g s.t:a?nmcuu: ; L db  Collaborative
of Risk ldentifers ({ e P BETTER @& Continuous Learners
o Pl e \ = " QuALTTy & Detail Oriented
23 TOGEmER T ﬁ Risk Aware
5 Pméss ; & =) L © (B & Aapimpong S
[ whAT wE O _‘l fE OUR TESTING APPROACH | [ TYPES OF TESTING WE DO_|
[ . i g 0 e T IWlE ﬂ Functional Testin
@) Understand requirements unmznsnua PLAN DESIGN EXECUTE REPORT VERIFY IMPROVE W Regression Tﬁ,:g
Analyze & identify risks | | | | & Integration Testing
iy Design test strategy & plans v==|[ | Ji=q ' /f £F Smoke Testing
[ Create test cases -’ v=m -l’ o= -r -|’ b 4 T lﬁ.ﬁ @ Sanity Testing
| @1 Execute tests | | | || B Exploratory Testing
£ Log defects with clarity Understand the Plan test Design test | Execute tests | Report defects Verify fives | Learn & improve @  Performance Testing
4 feature, users, | strategy, scope  cases & test (manual & i with clear steps | and prevent quality and - i
ﬁ Verify fixes 3 | _ | | % | @ Security Testing
JE Do chproation reating and risks. and scenarios. data, | automated). te reproduce. regressions. processes. . @) Usabilty Testing
& Ensure release readiness = 5 — &  Compatibility Testing
@ Improve pracesses & quality Q@) [ Qualnty is not an act it's a habit. V [ s VT (Ve focptines ftig)
e A 5
- — _ S )
[ OUR SUPERPOWERS [ TESTING PYRAMID ~THE BUG REPORT ANATOMY
oo —  — s ol " e P
e Sharp Eyes | |§| Clear Title
9% Curious Mind w Environment
w o Steps to Reproduce
| & ‘ <%  Expected Result
& @ Actual Result
& [ Attachments / Screenshots
w

Severity & Priority

A DAY lN THE LIFE ¥

| KPIs WE CARE ABOUT 53]

Last Minute Changes
Tight Deadlines

Ervironment Issues
Too Many Interruptions  f
Underestimted Testing
Unclear Priorities 4 [

So many bugs...
So little time! J

| e €€ ¢é¢|

Prevent bugs, not just find them

Enhance user experience

Build confidence in every release
Protect the brand & the users

Improve product quality & reliability

Reduce rework & production issues

a Test Management: Jira, TestRail, Zephyr & Clear & easy to understand (B 9:00  Daily Stand-up nﬂ Defect Detection Rate
&) Automation: Selenium, Playwright, Cypress & Focused on user behavior (@ | | (B 9:30  Review / Analyze Requirements o] Defect Leakage (Escaped Defects)
@D API Testing: Postman, Rest Assured of Reusable & maintainable G:d @ 10:30 Test Design / Test Planning [ Test Coverage
£ Porformumce: Meter, LoadRimoer, Gatling 0 (g e 8 adto || @ 130 Test Execution @ Requirement Fwerage
Mobile Testing: Appium, BrowserStack o, Indepindent Ktioric. JERE] (@ 100 Limch 2 Laarn or breakl) & Test Automation %
@ Defect Tracking: Jira, Azure DevOps Wi Conl i pthilblocds | | @D 2:00 Defect Triage / Wiw | & Defect Closure Rate
A | @ %00 Re-test / Regression Testing | P Release Readiness
ﬁ C1/CD Integration: Jenkins, GitHub Actions | | @ Traceable to requirements ) | ® 430 Colaborate & Inprove -;.. & Customer Satisfaction
f] ; REFEAT
i J\ 2 @ 500 Wrap up & Plan Tomorrow | corree.
. HOW WE ADD VALUE | SIGNS OF A HEALTHY QUALITY CULTURE |

g Quality is a shared goal

& Testing starts early, not late makes quality
& Open communication unbeatable!
& Safe to raise issues

& Continuous learning
) & Actomation where it adds value . W

Teamwork

Created by Rajai Rahaman

. Happy Users.

Happy Business.

WE DELIVER CONFIDENCE‘. ' (
That's Qualiilry.vié y

"3 WE ARE THE GUARDIANS

OF QUALITY!

rajai-rahaman.com
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“ 1 don't just draw
diagrams-

1 design solutions
that solve real

Architecture
is about the
important
stuff.

WHO AM I?
" I'm the Solution Architect.

I design the blueprint for successful
software solutions. [ align business
needs, technology, and teams to build
solutions that are secure, scalable,

reliable, and cost-effective.

@ Business Aligried

H Technology Agnostic
@ Big Picture Thinker

& Think Big, Start Small
Outcome Focused
@ Curious & Analytical
B Pragmatic not Dogmatic

@ Collaborative Leader

) Adaptive & Forward Thinking

@ Detail Aware
E’ Risk Anticipator @ Mmys Leaming
@ Value Driven ; ﬁ
- v& e !norgg:}nﬂi ke £
, ‘
- . o LA TEAMS
L WHAT I DO B - WHAT I DELIVER
b Understand business goals & constraint | EE HOW I WORI_( (ARCHI'I_'E_: I U_RE LIFE: I :LE) : Solution Architecture
@ FEiicit & analyze requirements 1. DISCOVER | 2. ANALYZE , 3. DESIGN | 4. VALIDATE 6. DELIVER 4 Architecture Diagrams
| |
&% Design solution architecture - C ‘ = | & Technology Recommendations
&% Define NFRs (Quality Attributes) @ Integrati
g egration Patterns
@ Evaluate technology options = * - * < @ Data Architecture
Manage technical risks 2 | &y : 5
g c«r RSSO Understand the Mndqummmnts Greate solution Define rosdmip, - Guide teams, @ Security Architecture
architecture artifac problem, context, | scenarios, data and | architecture that quencing and resclve issues, @ NFRs & Trade-off Analysis
& Guide implementation constraints and user journeys. meets functional | implementation | ensure success, Ly
P ; opportunities | & quality needs. | strategy. and iterate @ poaduapeiiGuilelines
g :::"" d":"'f“’ & °"°"|*:"‘ | : ; : Decision Records (ADRs)
inuously improve solutions b = P Ee e ST N R = e =)
v | PR!NCIPLES I FOLLOW POCs & ""“"’C"‘-:fF"es
* & ® 0 @ A $ ‘
-
J+\
| | Simelici Cost
|,_ : |_. . Simplicity  Modularity Scalability Security Reliability Effective |
e T R L e e Rl e e W e g
.l THE HATS I WEAR | [ eiEs ARCHITECTURAL VIEWS } I PARTNER WITH
- : Product Owner
e o || ONVEH | oamenves | mocsves || ) o |
does. | Devel / Engineers
Translator — — Mentor '_‘._—_ L. | @ Mm?f:; i |
1
S *-'" (x) | QA / Testers
Problem Seiyer — - | : , Efatire uality '
— e + ' DevOps / SRE '
Risk Manager — Decision Maker DEPLOYMENT VIEW DATA VIEW + SCENARIO VIEW | .ﬁ' Run it reliably
‘What data it uses. Why & how it's used. Semtty Toam
| ny |
Innovator =~ Storyteller ! | | @ BUd e |
. : [ | | r—’) Business Stakehold
. — = | | @ uslmess tal ers
‘ Different hat. Same goal: 2 | - ! DeRertut macters
Build the right solution. | - i
L uild the right solution. ﬁ J ]f Different views. One solution. @@ ' } Geatlzchtionzlars atieemiarert (W

[ TOOLS I USE ‘ ARCHITECTURAL ARTIFACTS || QUALITIES I DESIGN FOR (NFRs) g

’> Modeling: di net, Lucidchart, Structuri || @, Context Diagram &l ER Diagram ! (] Performance gy Maintainability

‘ B8 Documentation: Conflusnce, SharePoint, Notion (B €4 Model @ API Contracts gl Sseatabitity [ Usability |
% :::d:n::;:z;:;imm - ; jﬁ Component Diagram ﬁ chl's-ion R!cnrd-s (J\DRJ @ .Nra‘iia]‘:ﬂity Observability |

‘ @ APL: Postman, Swagger / OpendP1 g E_- Sequence Diagram (il Architecture Principles g Reliability Portability

E et (e @ Data Flow Diagram Architecture Roadmap . @ security G Cost Efficiency |

o A DAY IN THE LIFE 1 3 CHALI:EIiGES-I FACE || waTsuccesslooks ke |

I'

|
e |
|

Business goals achieved
Teams empowered
Systems reliable & scalable
Users happy

Value delivered continuously
Stakeholders confident

%00 10:00 130 1:00 230 400 500 & Changing requi
Spebalign Arahoed  Designd  Stiwhdder Redew b Gudeteamsk Leam
vith team  model mm wielshop  refre unblock improw A\ Balancing trade-offs £y Technology evelution m\\
& Legacy system constraints & Scope creep i : |
& Q @ H ﬁ - & Too many opticns A Time & budget pressure Nepwpan
Iﬂ.—
& Keaping it simple & Communication gaps
L.'}- " No two days are the same. That's what T love about it @J‘
| —

Good architecture is invisible. !
Great architecture is unforgettable. )

REMEMBER
Architecture is not about
technology. It's about
people, problems and
possibilities.

k) I DON'T BUILD SYSTEMS. b
ﬂ? I DESIGN SOLUTIONS THAT EMPOWER PEOPLE *
TO DO AMAZING TI-IINGS

@

2%

Created by Rajai Rahaman rajai-rahaman.com

¢ " Mhajbest *
: architecture enables
. P change, not fear. @
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*222 | THEDEVOPS/ RELEASE ENGINER POSTR
.dv Sy RYTHING DEPLOY ANYWHERE. D

PIPELINES ARE GREEN. LIFE IS GOOD.

Code is committed.
Pipelines are happy.
Users are happy.
I sleep (sometimes).

WHOAM

SECURITY  DEPLOY  MONITOR

BUILD
©-0-0+9-0- Q

 ALL SYSTEMS OPERATIONAL @ ]

I bridge development and
I operations. I automate,
integrate, deploy, monitor,

and improve everything
so software delivery is a You build it, you run it

fast, reliable, and safe. . - | @ Measure everything
@ Automation Enthusiast DEVOPS b2 < N = H— {8} Fail fast, learn faster

@ Problem Solver i 7 et y < s :
Mt S oo §f 0N oo @ o
@ Reliability Champion s ‘ : ; : ! e

o Security Advocate Prr=s | / (&5 i §63  Small changes, big impact

@ Collaboration Driver i (@) - L 6 -’ @ Continuous improvement
| & Alays Learning V_ REPEAT e ST " ‘ i}]

‘ WHAT I DO I r THE SOFTWARE DELIVERY LlFECYCLE (MY \N‘ORLD) e ’7 I WORK WITH

(Z3 CL/CD Pipeline Management [ PLAN CODE BUILD FEEDBACK £} Developers / Engineers ?

@ Infrastructure as Code (1aC) ﬁ QA / Testers

@ Environment Management @ = =Y ‘ . 9 a ’ @ Product Owner

@B Automated Testing & Quality Gates | | | @ Scrum Master

Collaborate on Source control, 3 . Automated tests, Release to ewironments  Run, manitor, Observe, leamn,

| @ Release Management requirements, branching, code mm quaity gates, automatically scals, and mprove,and | | & Business Analysts

@ Monitoring & Alerting | ird!ihac_turt & reviews security scans and consistently  ensure reliability iterate @ Security Team

@ Security & Compliance | . @ Operations Team
| & Incident Response i = g € Support / SRE
| & Performance Optimization CONTINUOUS INTEGRATION - CONTINUOUS DELIVERY ~ CONTINUOUS IMPROVEMENT oa © suiier
Documentation & Runbacks :j 3 t_ﬁg,th“ e delives valial @ [
| PIPELINE AS AS CODE _(SAHPLE) i a MY TOOLBELT (SOME OF MY FAVORITE T00LS) _

o CONTAINERS & INFRASTRUCTURE CLOUD MONITORING & | e
A ORCHESTRATION AS CODE PLATFORMS | LOGGING | oL ABIRATIN.

@ Jenkins *m .H' Terraform aW§ 9 Prometheus I .-;:" Slack
| Gf.?q' m:s I g ::smm A Azure 6 Grafona # Jira

: mvn clean | ge | H/ GitLab CI iy e ANSIBLE . QWW | =- ELK, Stack x Gonfluence

Ship small.
Ship often.
Ship safely.

: mvn test i
: kubectl apply -f k8s/ | [ =y [ RELEASE STRATEGIES =
| B85  Blue/Green Deployments Wi
@ Canary Releases
! | Rolling Updates
TEST STAGING PRODUCTION
Build & Vldate & Pre-Production  Live Users I Feature Flags
Experiment Verify Validation Real Impact &)  Revert Ready
Same process. Same pipeline. Daﬂemntc?nfgumtms_ v |_ | 53 T -

[— MRAVIOR AL, RW_ | [ INFRASTRUCTURE As copE F | SECURYISBULTIN | [ KPIS I CARE ABOUT §

n— & Reusable | & Scan early, scan often Deployment Frequency

’_ d| S & Versioned O Sacvets srmgamant [€) Lead Time for Changes // |

T (@] & Consistent & Least privilege access | Change Failure Rate ~

Metrics Traces "B & Reviewsbie I @ Patch & update [ Mean Time to Restare i

Cbenie At on : T & Atomated ) & Complisnce as code System Availability
| M:;:T::mt:timp:\j '.. el P E{ Auditable ! H [~ Ewveryone's responsibility E . Customer Satisfaction @
| BRT  tocics Jutcode B | sears by el ot by k. |
ke ADAYINTHELIFE || CHALLENGES I FACE ' | WHAT MAKES IT AWESOME |
| &30 300 10:30 12:00 200 330 5:00 } & Flaky environments 5 @ " byt ]

Y ™ : 9 = @ Broken builds <3 Solve complex problems
¥ @ . > i % E/ | | @ Dependency hell Q See real-world impact

| y . 200 . & Last-minute changes Q Work with amazing people
e e | Rt | @ o o

Q Always learning

o Too many manual steps
We build the foundation

I HELP IT GEE THERE SAFELY.
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] Every day is different. Impact is the same. - ﬁ

" AUTOMATE TODAY.

1 DONT DEPLOY CODE. | S
| | ELEVATE TOMORROW. 424

| 1 DELIVER CONFIDENCE. @ | |
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Metrics
are not

nishing feams-
?T‘\lme\; gre about

sy stems.
w

Are we delivering work
predictably and on time?

Sprint Velocity
Stery points completed
per sprint.

Sprint Predictability

Planned: 80 pts
Delivered: 72 pts
Predictability: 90%

Burndm Chnrt
Remaining work
during the sprint.

total scope.

Rclem Progress
% complete of release
or milestone.

"‘?— —
1. DELIVERY KPIs |

+ PROJECT SUCCESS ISN'T LUCK.

: IT’S MEASURED.

“KPls THAT HELP TEAMS DELIVER VALUE |

The right metrics. The right conwrsatwns Better decisions. Better outcornes

2 FLow & PROCESS I(Pls

Measure to
understand,
not to
punish.’

3. QUALITY KPIs |

How e‘Fﬂcnently is work
moving?
Cycle Time
Time from “work started”
to "work completed”.
Lead Time
Time from “request created”
to "delivered”.
Throughput
Number of work items
completed in a timeframe.

Work in Progress (WIP)
How much wark is active
ot a given time,

Aging Work
How leng items stay open.
Blocked Items

Count and duration of
blocked stories/tasks.

Reduce WIP.
Increase flow.
Delight customers!

[ 5. BUSINESS VALUE KPls |

Are we building stable,
reliable solutions?

Defect Density
Bugs per feature / release /
story point.

Escaped Defects
Bugs found in production.

Reopen Rate
% of tickets reopened
after “done”.

Test Coverage
% of code [ process
covered by tests.

Production Incidents
Mumber and severity
(Sev 1, 2, 3).

Mean Time to Recovery (MTTR)
How long it takes to restore
service after failure.

f Guality isn't expensive. I
Failures are.

_is FINANCIAL KPls |

Is the project creating value?
ROI / Business Value Delivered

Revenue, savings, efficiency

gains.
am?. Feature Adoption
‘I\&;{ Are users actually using
| the features?
f g, Customer Satisfaction (CSAT)
[ w Survey-based customer
| T satisfaction.

Net Promoter Score (NPS)
How likely are users to
recommend us?

Time to Market

Heow quickly value

reaches users.

Benefits Realization

Did promised business
outcomes happen?

Deliver value.
Make impact.

Repeat.

Are we good stewards

of resources?

Budget vs Actual
Spend tracking.
WE

Forecast Accuracy
How accurate financial
forecasting is.
Resource Utilization
How effectively staff
are allocated.

Cost Variance
Difference between
planned vs actual cost.

Earned Value Metrics (EVM)
PMO metrics like:

» CPI (Cost Performance Index)

* SPI (Schedule Performance Index)

. Watch the numbers. 1
Tell the story.

B

What could get in the way?

Open Risks
Count and severity
(High, Medium, Low).

Dependency Tracking
Cross-team and external
dependencies.

RAID Metrics
Track Risks, Assumptions,
Issues, Dependencies.

Escalation Volume
How many issues require
leadership intervention.

" Shine a light
on risks early.

4. TEAM HEALTH KPIs |
Is the team healthy
and sustainable?

Team Happiness / Satisfaction
Survey: morale, burnout,

confidence.

Retro Action Completion |
Are improvement actions |
actually implemented?

Capacity Utilization I
How overloaded is |
the team?

Unplanned Work %
Measures interruptions / |

fireFighting.

Ceremony Effectiveness
Are meetings useful, on time,
and outcome-driven?

PPROGRAM_MANAGER
| | + Cross-team dependencies

(7. DEPENDENCY & RISk KPIs|| | 8. ROLE SPECIFIC FOCUS B

SCRUM MASTER

= Sprint predictability

« Velocity trends

» Blocked items

» Carryover work

* Retro action completion
+ Team dynamics & morale
+ Process improvement

* Milestone alignment
* Roadmap delivery

+ Budget & resource health @
+ Release readiness |
. Busm!ss outcomes

PROJECT MANAGER

* Scope, schedule, budget
+ Risk & issue mmgemenl

v Shakabold,

|« Delivery confidence

+ Change mmgemenl

!‘ EXECUTIVE DASHBOARD KPIs |

What leaders care about most.

g A

OVERALL TOP RISKS DELIVERY
STATUS CONFIDENCE
Scope, Scheduls, What keeps us Wil we hit cur
up ot night? targets?

1 Budget, Risks

Data with
= purrpose.

’j not a hammer.
i = SR
B Gain visibility
BUSINESS  KEY DECISIONS [ Forecast outcomes
IMPACT NEEDED [ Identify bottlenecks
What volue was  What do you need
delvered? to decide? B Improve systems

3£ Not to punish people
3£ Mot to compare teams unfairly
3 Mot to drive the wrong behavior

‘ -id THE GOLDEN RULE ﬁ»\? & A GREAT KPI IS..

KPls are like a compass, Actionable

[& Understandable

E Timely

[ Relevant

[ Connected to outcomes

When in doubt, ask: :
"Will this metric help us
deliver more value?”

rETTER METRICS + BETTER CONVERSATIONS =

BETTER OUTCOMES (

Me‘tncs tell you

Created by Rajai Rahaman

INSPECT

Data with a
i purrpose. S T U ety ,J -

IMPROVE

ADAPT

rajai-rahaman.com

REPEAT

-7
DELIVER VALUE

) g

WHAT is hnppem.-,g
Peopfe tell you

WHY. @

(]
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K?\s are

sensors on ¥

ROJECT KPIs

— THAT MATTER—

Z{- " MEASURE WHAT MATTERS. IMPROVE WHAT YOU MEASURE. DELIVER wxuﬂz

© GOOD DATA

“ HAPPIER TEAMS

Focus on delivery,
, time,

B budget, risks.

MANAGER

Focus on alignment,
dependencies,
roadmap, outcomes.

ROLES THAT USE THESE KPls

SCRUM
MASTER
Focus on team health,

flow, impediments,

continuous improvement.

AGILE COACH /
DELIVERY LEAD

Focus on agility.

coaching, capability,
organizational health.

,_f
g;’ value, adoption,

5 BETTER INSIGHTS
SMARTER DECISIONS _'

GREATER IMPACT! |

ENGINEERING /
PRODUCT LEADER

Focus on quality,

customer mpact

4 DELIVERY KPIs

Are we delivering work predictably and on time?: 4

2 FLOW

How efficiently is work moving?

& PROCESS KPIs

3 QUALITY KPIs

Are we building stable, reliable solutions?

SPRINT VELOCITY [ spRNT PREDICTABILITY CYCLE TIME LEAD TIME | DeFecT DENSITY ESCAPED DEFECTS ]
Stary points completed Planned vs. Completed Time from “work started” Time from request Bugs per 100 story points. Bugs found in Production.
per sprint. Planned 80 pts to “work completed”. to delivered.
e e ||l £ 9 127 (O 3.6 14 AN
O B N . Predictability . d: . d;s ‘ b lower is better - this release :
ST S s 90% Y | 24 — B
BURNDOWN CHART BURNUP CHART THROUGHPUT WORK IN PROGRESS (WIP) REOPEN RATE TEST COVERAGE
Waork remaining in Track progress when Work items completed How much work is active % of items recpened % of code covered
the sprint. scope ch.‘mges//_/ in a time Permd — at one Bime. after done. by automated tests.
e : =1 5 0 o
B =Y S ok 12 Bg | 8% O | 78
/‘ﬁ—. |tems .-’ week e items — J
—|
| ReLease PROGRESS MILESTONE ACHIEVEMENT AGING WORK BLOCKED ITEMS PRODUCTION INCIDENTS MEAN TIME TO RECOVERY —’
Overall progress toward Are key milestones hit? How lang items Count and duration Count by severity. Average time to restore
release goal. ' UAT Complete stay open. of Blocked work. @ s 2 RN 1, service after failure.
[ s ' Security Review >30days 8 - o 4
O Go-Live >15 dags 12 @ Sw2 5 N~ 2.
Features: 18 /25 O Post-Implementation >Tdys 10 blocked = @ Sev3 11 hours

Is the team M[{hy and sustainable?

4 AGILE TEAM HEALTH KPIs

5 BUSINESS VALUE KPIs

Is the project creating value?

© FINANCIAL KPIs

Are we managing budget and resources wisely?

TEAM HAPPINESS
(Example Survey Score)

. 7.8 /10

+ from last survey!

Completed
8/10

RETROSPECTIVE ACTIONS

Are improvement actions
ackually completed?

O

ROI / BUSINESS VALUE DELIVERED

FEATURE ADOPTION

BUDGET VS ACTUAL

$1.8M

Value Realized
(2024 YTD)

62%

% of users actively
using the feature.

A

Spend tracking,

$2.4M

of $3.0M

How accurate are

our forecasts?

92%

FORECAST ACCURACY

@

CAPACITY UTILIZATION
How loaded is the team?

UNPLANNED WORK %
Interruptions & firefighting.

23% ¥

CUSTOMER SATISFACTION (CSAT)

NET PROMOTER SCORE (NPS)

RESOURCE UTILIZATION

COST VARIANCE

4 3 @ 42 How effectively staff Planned vs. Actual.
+ are allocated. i
375 D | s fii)| -$120

v

TIME TO MARKET

BENEFITS REALIZATION

Do
« Use for visibility, not punishment.
= Look at trends, not one-time snapshots
« Drive conversations and decisions
« Connect metrics to outcomes
« Impreve the system, not blame pecple

DON'T

« Weaponize metrics

= Compore teams unfaicly
» Encourage fake estimates

» Ignere contest

* Focus only on wlpn{,mtmbm

Great teams don't chase numbers.
They build value, learn continuously.
and use KPls to guide the journey.

~ BETTER EVERY DAY.

improve the

be:fﬂldﬂl"t
Mm‘

1f a KP1 doesn't 1'ﬁl‘l’

the process, of ths
customer ngﬂwe"‘

c:mu :;F:EEETE:‘»ESS %ﬁ:&ﬂﬁgﬁ T"l'-'e aaat Di promised atcomes EARNED VALUE (TRADITIONAL PMO)
pEadcing[bulomesd How well is the team Ll fepptn: CPI (Cost Perf. Index) 1.05 v
Sy fkadm:zlimebymx
(4.2/5) @ 45 + Save $1M annually SPI (Schedule Perf. Index) (0,95 ~
days O Improve NPS to 50+
"7 DEPENDENCY & RISK KPIs 8 SCRUM MASTER FOCUS KPLs O EXECUTIVE DASHBOARD KPIs |
What could derail us? Helping the team, removing impediments, impreving flow. High-level view. Clear. Acticnable. Outcome focused.
OPEN RISKS DEPENDENCY TRACKING || ean veLvery veaur PROCESS IMPROVEMENT OVERALL HEALTH
Count by severity. Cross-team blockers. [ « Sprint Predictability + Cycle Time 5':“5"“'-5 [ BUDGF-T “'5"5
High 5 Open & | + Velocity Trends + Reduced Bottlenecks
Wadien. 3 AtRisk 3 + Carryover Work + Fewer Interruptions o
Lo Resolved 12 : [|]| * Blocked Items « Better Estimati
| v 6 s0 t e = x Qﬁ " TOP RISKS DELIVERY CONFIDENCE
RAID SUMMARY ESCALATION VOLUME | Comfﬂetion =" ; xq\hdnrh:hmy & Can we hit our targets?
Rishs, Astumptions, Tsiues, Dependencies A [ Availability HiGH
. : TEAM DYNAMICS | DELIVERY STABILITY b . [
| e o i (Do | 455  Participation ” | = Reduced Spillover = ] i L
I G198 1S9 s 15 5 + Collaboration ¢ |+ Fewer Defects VALUE DELIVERED (17D) KEY DECISIONS NEEDED
| « Trust | - Improved Quality $ 1.8M « Approve Budget for Phase 2
| this week ea | e pm s . + Resource Decision @
| Bosiress Viole Realized - « Vendor Contract ﬂppmual
@ HOW TO USE KPIs WELL € HOW NOT TO USE KPIs REMEMBER Y

L

¥ GOOD KPIs TELL YOU WHERE YOU ARE. GREAT TEAMS DECIDE WHERE TO GO. @ %

Created by Rajai Rahaman

rajai-rahaman.com
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