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Changing to Agile without missing a step in your development cycle



Agenda
• Project Context
• A word about SCRUM
• Moving to the Agile process without 

missing a step on your current project
• Implementing Agile in a distributed 

environment
• Addressing challenges in changing the 

development culture
• Q&A



Project Context
• Very complex and highly configurable 

J2EE application (9,000 Java classes) that 
leverages: 
– BEA WebLogic Enterprise Server 
– Oracle and MS SQL databases 

• Development team was about 100+ 
people, located in both Vancouver and 
Boston

• Well established configuration 
management and development 
infrastructure



http://blog.svencipido.be

SCRUM 



Daily SCRUM 
meetings

• Meetings are held in the same place at the same time 
• Meetings last no longer than 15-30 minutes
• The Scrum Master is responsible for asking every team 

member the following three questions: 
– What have you done since the last SCRUM meeting? 
– What obstacles do you have? 
– What do you plan on doing between now and the next 

SCRUM meeting?
• Later, we added one more question – What is ready for 

QA?
• Conversation is restricted to team members answering the 

above questions
• If required, additional meetings can be scheduled to avoid 

going off topic



SCRUM Team
• SCRUM Master – project manager
• Product Owner (Product Manager ) 
• Architect
• Developers (2-5)
• Tester
• Technical Writer
• UI Designer



Introducing Agile in the 
Middle of a Project

Let’s build a new 
product, on the same 
code base,  and add it 
to the current release

And keep 
the date



Introducing Agile in the 
Middle of a Project



Lessons Learned

• Agile process can coexist with waterfall on 
the same project

• Can be difficult to switch people to Agile 
thinking

• Good SCRUM master is the key
• Empower the team
• Some hiccups can be expected in a new 

process 



Distributed Team

• Developers – Vancouver & Boston
• Product managers – Vancouver & Boston
• Project managers – Vancouver & Boston
• Architects – Vancouver & Boston
• Testers – Vancouver
• UI Designers – Boston 
• Technical writers – Vancouver



Virtual Whiteboard



Sprint’s Home page



Changing Process & Culture

• Organizational structure & Agile 
• Requirement
• Planning
• Design
• Implementation
• Testing
• Project Management



Organizational structure & 
Agile

Requirements

Design

Implementation

Boundaries imposed by your 
organizational structure are 
reflected in your development 
process

Each group tends to optimize 
processes inside the group vs. 
optimizing the overall throughput 
of the organization



Requirements

• Every story is the “must-have”
• Let’s start as many stories as possible

• Long requirement 
documents with UI 
prototypes

• Wasting time on 
requirements there is no 
time for, or resources to 
implement

• Prioritized backlog of user 
stories

• Detail requirements are 
only done when stories are 
planned for the next sprint

Challenges



Planning

• Plan by activities

• Project scope is 
planned ahead of time

• Task estimations by 
expert

• Plan by features

• Only general scope is 
known at the beginning. 

• Task estimations by 
team

• Dealing with uncertainty 
• Involving the entire team in estimation process

Challenges



Agile Estimations

• Estimate size not duration
• Ideal Days vs. Story Points
• Estimate in teams
• Estimations are done by people who 

are going to do the work
• Additional estimations effort yields 

very little value beyond a certain point
• Velocity



Estimation poker

• Planning poker game combines expert opinion, 
analogy, and disaggregation into a single fun 
and effective approach

• Participants include all programmers, testers, 
database engineers, UI designers, technical 
writers, architects, and so on

• The product owner participates in planning 
poker, but does not estimate



Planning Sprints

• Time Box vs. Sprint’s Goals
• Make sure that functionality is 

demonstrable and testable when sprint 
ends

• Do detail planning for the next sprint only
• Don’t make development teams too small 

or too big



Design

• How much should be documented?

Challenges

• Design is separated from 
coding

• Design encompasses all 
planned functionality

• All design decisions 
including detail design are 
made at the beginning

• Design is done throughout the 
project

• Start with high-level concepts 

• Detailed design evolves 
during coding and can be 
expected to change



Design Workflow
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Design Decisions on 
SharePoint



Design 
• Create minimal documentation, but 

whatever is written should be correct
• Implementation can start before all major 

design decisions are made
• Strategic design decisions may require a 

separate sprint to make them (new 
products, frameworks, etc.)



Implementation

• Testers are busy with previous release or Sprint
• What does DONE mean?

• Bug are fixed mostly during  
the Stabilization phase

• Most of the testing is done at 
the end of the project

• Testability of the application 
is an afterthought

• Bugs are fixed as part of the 
sprint

• Developers play an active role 
in design decisions

• Tests stories are included in 
sprint’s scope

Challenges



Testing
• Test cases for new functionality are 

created during the Sprint
• First pass testing is completed before 

Sprint’s end
• Automation tests are written and deployed
• Weekly builds are available for QA
• Due to its size, full regression testing is not 

done during a Sprint



Project Management

• Create a self-managed team
• Controlling Sprint’s scope

• Detail MS Project schedule

• PM assigns tasks and 
collects status

• Team members assign tasks 
to themselves during SCRUM 
meetings

• Status is reported on 
SharePoint by team members

• SCRUM master is a facilitator 
and enabler 

Challenges



Tasks 
Assignments

• Task breakdown is done by developers
• Sprint’s tasks are listed on the Sprint’s home 

page
• Developers can pick up tasks to work on from 

the list of incomplete unassigned tasks
• Task assignments for the next day are 

discussed during the SCRUM meeting
• New tasks can be added by any member of the 

team, but should be related to Sprint’s stories



Reporting Status

• Team members report their progress at 
SCRUM meeting

• Percentage completed for sprint tasks is 
updated daily Sprint’s home page

• Measure each team’s Velocity



Scaling
• Do not depend on a single resource on 

SCRUM teams when running multiple 
Sprints in parallel

• Scheduling daily meetings may become a 
problem

• Need to have coordination between 
different Sprints. SCRUM of SCRUMS.



Changing Culture
• People’s roles change. The team as a whole is 

empowered, but some members can perceive 
this as diminishing their status

• Transferring to shared code ownership is tough
• Transferring to shared project ownership is even 

tougher
• Make sure that everyone is participating
• Quality is everyone’s business
• SCRUM Master is a facilitator, not a babysitter 



Questions?


