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What makes a good start to a startup? W firstroot

A compelling problem...
A sufficiently large market...
A desirable, viable, feasible, and sustainable solution...
A caring and competent team...
A pinch of humility...

A kilo of crazy...



What makes a good start to a startup? W firstroot

A compelling problem... fighting financial inequality
A sufficiently large market... around the world
A desirable, viable, feasible, and sustainable solution...
a new participatory budgeting app for schools
A caring and competent team... check, check

A pinch of humility... um, yeah

A kilo of crazy... remember Innovation Games®?



What are ways to build your startup? W firstroot

Create Collaborate

sound with your
economic Market

forecasts

Understand
your
customers

Plan your Use the
releases Lean

Use Design Startup!
Thinking

Invest in
Architectural
SULIEYVY
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Hey... Isn't ALL OF THAT that in SAFe®?

Understand
your
customers

Lean Portfolio Management Strategy &

Investment Funding

Enterprise Solution Delivery

. App|y Lean system engineering to build rea"y big systems 'Align strategy, funding, and execution

Plan your
releases

* Coordinate and align the full supply chain * Optimize operations across the portfolio

* Lightweight governance empowers

* Continually evolve live systems
decentralized decision-making
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Continually Evolve
Live Systems

Agile Portfolio
Operations

Lean
Governance
Coordinating Trains

and Suppliers

Lean System and
Solution Engineering

Use

Lean

Design
Thinking

Startup!

Agile Product Delivery

* The customer is the center of your product strategy

Organizational Agility

+ Create an enterprise-wide, Lean-Agile mindset

* Lean out business operations

+ Develop on cadence and release on demand * Respond quickly to opportunities and threats

* Continuously explore, integrate, deploy, and innovate

Collaborate @ v @
with your oo U ===

M k t Customer Centricity Develop on Cadence  DevOps and the Continuous

IOOOO a

Lean-thinking People
and Agile Teams

Continuous
Learning Culture
* Everyone in the organization learns
and grows together

Lean-Agile Leadership

" s Inspire others by modeling desired behaviors"g

Customer
Centricity

Strategy Agility

Lean Business
Operations

Caring and )
Competent
Teams

& Design Thinking Release on Demand Delivery Pipeline

Team And Technical Agility

* High-performing, cross-functional, Agile teams © Explberiram e Rty 1 e il

organization's DNA
* Business and technical teams build business solutions S G antnUoUSIVimMprovin o Bol U onaIservicestand
processes is everyone's responsibility

Q to the new way of working N ‘@’
.'. _‘. v

< .?.?. S Learning Innovation

Built-in " .. Organization Culture

* Align mindset, words, and actions to

* Quality business solutions delight customers
Lean-Agile values and principles

Create
sound

Invest in

* Actively lead the change and guide others

. Architectural adise, ===
economlc (T RG] Relentless
Ru nway et A;iIeTealils Quality —— Ll Lo T

forecasts

Leading by Example Mindset & Principles Leading Change

482 SAFe | s¢alep avie

©5caled Agile, Inc.



Start with Portfolio SAFe®
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Full Configuration

Large Solution Configuration

Portfolio Configuration

Essential Configuration

Organizational
Agility

Lean Portfolio
Management

Agile
Product
Delivery

Team and
Technical

Agility

Continuous
Learning
Culture

www.scaledagileframework.com
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Emphasize SAFe® Managed-Investment Contracts ! firstroot

Customer
u responsibility

* Training in SAFe
« Commit to the contract
model

* Define program mission

Shared M W0 Supplier
responsibilities 4 responsibility
STE
+ Establish initial vision and » Commit to contract model
roadmap + Define preliminary scope and
+ Define fixed and variable feasibility
solution intent « Establish resource availability

» Establish economic framework
+ Establish responsibilities and

contract boundaries

* Prioritize P1 planning backlog
» Determine minimum viable

product (MVP)

“.

Contract
>To Pl 1 pre
award Prop
=1 Initial contract basis
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SAFe Advanced Topics

-Ir Agile Contracts Article

Y

Use a partner you know and trust

Give them a fair commitment
for FirstRoot, it was 6 months

Establish a cadence that works

Consider a shorter iteration
we're running 1-week iterations
Educate, educate, educate
« We watched the SAFe ASE videos
« We gave them pitch decks
« We produced a PB Process


http://bit.ly/33OvhuY

Focus on Agile Product Delivery

Develop on Cadence, Release on Demand
Customer Centricity

Release on Demand

Agile Product Delivery @ A i il

v v v >

is a customer-centric <><> $—o— TN
approach to defining, (o3
T . DeSign Thinking Development
building, and releasing Centic
_ Develop on Cadence
a continuous flow of

valuable products and

services to customers DevOps and the Continuous Delivery Pipeline
and users. 0/G\°
7 AGILE ;ELEASE TRAIN N
\ / m e
m_e Release
Continuous Continuous Continuous onleimand
DevOps Exploraton Integration Deployment

© Scaled Agile, Inc.
https://www.scaledagileframework.com/agile-product-delivery/



Keep Change
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DD

Al big ideas are
welcome heret

Benefit hypothesis
and acceptance
criteria
Calculate WSJF

WIP limited

Features
approved by
Product
Management

Continuous
prioritization
using WSJF

U

Features
decomposed
into stories

Teams define,
build and test
the solution

OJ
[J
OJ

Features integrated
and deployed
to a staging
environment

LJ

Features demoed
in the system demo
and approved by
Product
Management

m O
LJ

Features finish
deployment
testing

Feature deployed
to a production
environment.
sometimes
toggled off

DD

Features released
to customers,
incrementally
or all at once

Benefit hypothesis
evaluated

Implemented now...

ature
ature

... to support future Features
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Before the Story Map there is a Story

v
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Teacher gets the pre-PB process in motion / Teacher loads student list via an Excel
file in a web-based portal / Teacher begins with the initial PB setup

SCENARIO
Mrs Laura has spoken with Tilliden team and is very interested, so she presents

Mrs Laura Stonehouse
Teacher / PB facilitator

the idea to the school administrator and agree to proceed with Tilliden PB

Tillda—

trinng... trinng
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After Laura finished the initial PB setup, students got an email with
the official PB invite info... they wondered, talked to each other, some
looked up online to learn more... overall, there got excited!

After choosing a PB duration, and the no-proposal-limit option... the
last step is to define a PB starting date... this action will send an email
to all students inviting them to join the PB and download Tilliden...

Having established the account, Laura was now ready to initiate the
PB cycle. She confirmed with Erica the high-level timeline and
received approval to get started.
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In that final week before starting PB... Laura got a notification in order
to proceed with the leadership selection... through the Tilliden web
app, she sent a survey for students to vote for their leaders...

As days went by... 1 week left for the PB to officially start... and Laura
was able to see how many students had joined so far in the Tilliden
web portal, she constantly talked with Erika about PB progress

So... the school PB it's on... Laura was approached by several students
asking about it, she was very attentive and asked the students to tell
other classmates and clarify their questions and concerns too...



We design and usability test the
vision — this is way more than
we need for an iteration and
could be considered "BUFD”
and does induce risk.

Iteration

LR

Vision

We scale back and provide lighter-weight, more detailed
iteration designs that sometimes change the vision

All images © FirstRoot, Inc.

root



Improving Through Retrospectives:
Aligning Design and Implementation

| Ask

_ the problem

5
/¢ &
<% O

SUsTaInABL®

© Scaled Agile, Inc.
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We found we could
increase velocity and
improve performance
by designing with
Flutter in mind!

( Flutter



Home Screen Design

Hello!

We want our school to be
more inclusive and fair!

o IDEATION

"3
%
»

o8
DAYS

3]

By moving from a
graphic image to a list
with icons we simplified
our implementation
and substantially
increased usability.
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Grow or improve FirstRoot's

® 4 nttps:/japp-staging firstroot.cc X+

> C @ app-stagingfi. o Q ¥ # Om

i Apps W Bookmarks [ES Surveys ES EVEF [E3 Framewor

Academy!

This is

- 4
)

a PB cycle on

ideation

Planning
Working things out

Ideation
Time to get creative

Refinement
Hand-pick best proposals

Voting
Let the people choose

Implementation

Making real change happen

rrrrrrr




The Student Experience
Ideation

CREATE A PROPOSAL

Name your proposal®

Enter a description

vill this cost?

How much W

Select a category

-

I Firstra "

Ideation

Time to get creative!
Sports
Tech and Science

Music and Arts

° Social and Lifestyle
e Education Resources

V Health

@00 ’

LET’S GET SOCIAL! ™
proposal so you can get more -

Share your
likes and people interested!

/ YRR N\
( sHARE NOW! )
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The Student Experience

Refinement and Voting

é ° Toch and Science

<_ » My Voting Ballot

stay on budget!
4 make sure to stay o'
y and Ma

"

Robotics clyp tournament & —i'
Students ca, ” r

N learn ang i “ .L
R, have fun while k

ol stuff and have 3 ¢, i k g
e \ » # Tech and Scienc
— - i MR Robotics club tournament &
“ 5 ot ‘ s learn and have fun while building
MR 2 competition.

' L - . For each 0po sal you '; 1d, you uff and have a comp titio

LIKE THIS?

\

£ Tech and Science |

3D printer for tech [ap 4+ pROTE
By getting thi : Do you like more proposals than the
9 this, students wi| be able to budget can afford? Use the emoji reactions

as much as you want!



When you have no solution it is all runway... i firstroot
Start with the uber-architecture

O

Google Cloud Platform

A Microsoft Azure

We chose this!

Implemented now...

... to support future Features

© Scaled Agile, Inc.



When you have no solution it is all runway... i firstroot
Add the rest — trust your experience

« T18N/L10N

Implemented now...

A gorgeous UI
... to support future Features

An API-driven model

A cross-platform client

. © Scaled Agile, Inc.
An Event-Sourced architecture

Extensible, patterns-based data architecture

GDPR / FERPA / CCPA compliant



We don’t have a PI Zero... But we did a LOT! "I firstroot

—

Help the team understand the problem domain 0o ™ Gheck
) |
Ensure the team is aligned on company mission ? Plan ~ Adjust
Choose the uber-architecture - () L:J(:J(:J (:)
Invest in the data model o scos Ao, .

Spike the d del
pike the data mode Notably absent: No “PI Zero”

Design the vision UX

Spike some of the UX

Design the API

Spike the API
https://www.scaledagileframework.com/program-increment/



Patterns!

ENTERPRISE

Describing the World

MODEL

PATTERNS

fa Party
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Value 1.1
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0.* issued by
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. s
Party
1 am a specific Party within the
system.

name: string.

Party
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1

* roleType
i

Role

I capture a given role that a Party plays.

party: FK

roleType: FK
effective_from: datetime
effective_to: datetime

atewad from gvemed by
lowed 1o

Jeapure o specific refationship that
aists betwneen twa Parties.

effective_from: datetime
effective_to; datetime



Custom State Models
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PB Cycle
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A few more notes...



Startups aren’t always easy... W Firstroot

Sunk emotions are harder than sunk costs
« We switched from React to Flutter
« We explored REST, chose GraphQL
« We changed our company name

« We dealt with some nasty
performance issues

Our first release was incomplete
 Students could create proposals
« No voting!

Even our first logo gear was broken!

CI/CD and Release on Demand!
« Within 3 months our app is complete!



But they sure are fun!

« We know our work matters

 We know the students are loving it
 We're learning and growing

« We're thankful we have SAFe® to
help guide our efforts

'ﬂﬂ' Firstroot
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Worse ® USA Index includes:

+ Life expectancy

+ Maths & literacy

«+ Infant mortality

* Homicides

* Imprisonment

+ Teenage births

+ Trust

« Obesity
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High S
Low Income 9 .
R WILKINSON ani
inequality Foreword by RobeB. Reich

Source: Wilkinson & Pickett, The Spirit Level (2009) = THE EQUALITY TRUST

The US is one of the world’s most unequal
countries with many health and social problems






