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Project Context il

* 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
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v Expertise in Software Services

Scrunr 15 minute daily meetng.
Teams member respond to basice:
1) What did you do since last Scrum
Meeting?

2) Do you have any obslacles?

http://blog.svencipido.be




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
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SCRUM Master — project manager
Product Owner (Product Manager )
Architect

Developers (2-5)

Tester

Technical Writer

Ul Designer




Introducing Agile in the
Middle of a Project

Jun  Jul  Aug Sep

Requirements |

Oct Nov Dec Jan Feb

| Design

Development |

And keep
the date

Mar

. Stabilization

Let’s build a new
product, on the same
code base, and add it
to the current release
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Introducing Agile in the { LUXOFT
Middle of a Project N
Oct Nov Dec Jan Feb Mar Apr May Jun

Development

Stabilization

Systemtest |

Release

Sprint Sprint Sprint Sprint Sprint Team 1
Sprint Sprint Sprint Team 2
Sprint Sprint Team 3

Sprint Team 4




Lessons Learned <LU

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

v Expertise in Software Services




Distributed Team

Developers — Vancouver & Boston
Product managers — Vancouver & Boston
Project managers — Vancouver & Boston
Architects — Vancouver & Boston
Testers — Vancouver

Ul Designers — Boston

Technical writers — Vancouver
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Virtual Whiteboard ol

|| || ORHADGE -~ E :
T g Maodify Sh
Site Menu Sprints - MAJOR PROJECT MILESTONES
M Mame Sprint Page Start date Target end date Status
’ Admin: Section Query Sprint Home Page 6/12/2008 7/7/2006 In progress Development - June/July
Sprints Feature Complete - July 28
User S admin: Terms Sprint 1 Homepage &6/7 /2006 FiTiE006 In progress Systern Test Start - Aug 14

Ready for Release - Sept 29

S— Toals Sprint 1 Homepage &/7/2006 6/30/2006 In progress
Tl Carmer Admin: Moving Learning Contexts Horme Page Planned .
Y e — Adrin: Terms Sprint 2 Horme Page 7/10/2006 8/11/2006 Planned I a—
Adrin: User Query Sprint Horme Page 7ilzfz006 g/4/2006 Planned
Progress Graphs o
. ) Toals Sprint 2 Homepage 7432006 FA2E/2006 Flanned SCRUM Master: Karen Ciardi
Meeting Minutes Product Manager: Geoff Glave
Announcements - Architect: Prashant Mayak/lames Zhou
UI Designer: Tom Brown
Sign up for alerts 6/7/2006 3159 PM QA: Greg Chan
by Marraw, Chloe Developers:
Hi everyone - in order to sign up for alerts about activity on the site in general - you can use this link - Diane Bennett
httpe ik rns/ sites RDAPDYOrange/_layouts/1033/MySubs.aspx and then select all the lists and discussions you want to be alerted - Delvin Shen
P - Surya Mudundi

- Wimali Kannan
- Deepal Lalwani
- Alexander Petrow

Kick Off Meeting Slides 0 5/158/2006 §:17 PM
by Morrow, Chloe Tools Team
admin Hi all - here are the slides that were presented at the kick-off meeting
Docurnents & Lists SCRUM Master: Ryan Ogg
Site Settings @ Add new announcement Product Manager: Kristin &llen

Architect: Claude VYervoort/Lance Meuman
UI Designer: Scott whitmore

QA: TBD

Developers:

- Ray xie

- Kazem Maderi

- Barry Ki
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Sprint’'s Home page ok

Sprint Name - Admin - no loose ends [ id - 8] al U
+ Bring all previously developed Admin functionality to the “release ready” point.
+ Goal of this sprint is NOT to enhance functionality by adding new requirements but to ensure that there are no ¢
initialization, tracking, monitoring, ect) as well as if you can create an object their is an interface to modify and
Status In progress | Start date - 2/27/2006| Target date - 3242006
Meeting Rooms: Vista Conference Roormn | NetMeeting IP: 10.60.2.111
Quest Conference # 1-866-262-1846 *¥6610411*
Tester - Lurye, Alexander Architect - Sharda, Ajay UI- Brown, Tom Modify Shared Page
Site Menu Sprint Tasks hd Add New Note
Portfolio Features SMew Item | \'@Change Filter SCRUM Notes b
= Requirements Title A nssigned To  Priority % Complate LOE (d) SprintF tiew Ttemn | f_f]FlIter
el oy S Sum = 46.75 0 Titl Descriptions
Technical corner # Status : Completed (23) Serum Meeting, Tuesday, March 21st | vew
Design Area -| Status : In Progress {9) I |
--= Recent Sum = 14 21-Mar-06 by Bennett, Diane (&)
Changes Feat 113: Delete partfolin Bennett, (2) 10% 3 admin - no )
Sprints Diane Harmal lanse ends Accomplishments
Tacks Feat 206 - Delete LMS Persan with Kannan, (2) 3 admin - no Adrin LMS/RF integration points doc {Diane)
- . Partfolio Vimali Mormal lonse ends e
iscussion ) n Progress
______________ Feat 24%: Deny acoess LMS user in kannan, (2) 1 Adrin - no Licensed max portfolio owner check (Surya's part done, 2
User Mgt with partfolio Wimali Marmal lonse ends . ) L
integration points)
Process Info Feat 213: Delete LMS Institution & Mudundi, (2) | 2 iﬁ.dmin 5 dnu TC Documentation {Janet)
Docstlists PInstitution Surya Narrnal oose ends Tast Cases (Alex)
Fix previous sprints' SCRs [2) admin - no Delete Portfolio (Diane)
Normal lonse ends How many POWN can an 'other' portfolio have? (Jen)
Tech Comm Documentation Bailey, Janet (2) 10% Adrmin - no Portfolio Server level issue (Jen to follow up with &jay)
Normal loose ends Provide sample custom login page (Taom)
OB Test Flan Lurye, (2) admin - no Feat 208 Licensing Downgrade Portfolio-Enabled and Expiry
Alexander  Mormal loose ends Date {Surya)
Feat 205: Licensing: Update Mudundi, (2) 80% e Feat 205: Licensing Downgrade for Number of Enrollments
Enrallment action/service to check Surya Narmal loose ends (SUV‘,"EI)
enrollment count for POWN
Feat 248: provide sample custom Brown, Tom (2] 10% 1 &drmin - no Blocking Issues
logi i | | d . .
SEALED orma nose Ends Scrum Meeting, Monday, March 20 - Happy Spring! ! HEw
-| Status : Not Started (6) 20-Mar-06 by Ciardi, Karen (&)
Sum =6
Feat 249: Provide recovery from Mudundi, {1} High 2 admin - no Accomplishments
background task failures {Startup Surya loose ends
and Runtirne) In Progress =
& r|_|_r|_‘}Localﬁ1trmet
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Changing Process & Culture< X981

Organizational structure & Agile
Requirement

Planning

Design

mplementation

Testing

Project Management
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Organizational structure & ¢ rLuxorT

! n I v Expertise in Software Services

Each group tends to optimize

processes inside the group vs.
optimizing the overall throughput

PRODUCT
DESIGN

ARCHITECTURE

of the organization
PRODUCTION

Boundaries imposed by your
organizational structure are
reflected in your development

process

[ Requirements

|

[Implementation}
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Requirements  <JX2FEL.

s /@fc

e Long requirement  Prioritized backlog of user
documents with Ul stories
prototypes

e Detail requirements are
« Wasting time on only done when stories are
requirements there is no planned for the next sprint
time for, or resources to
Implement

Challenges

* Every story is the “must-have”
e Let’s start as many stories as possible
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e " dge

 Plan by activities * Plan by features

 Only general scope is

« Project scope s known at the beginning.

planned ahead of time

. .  Task estimations by
« Task estimations by team

expert

Challenges

e Dealing with uncertainty
* Involving the entire team in estimation process
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Agile Estimations < JZ95L

e Estimate size not duration
e Ideal Days vs. Story Points
e 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
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* Planning poker game combines expert opinion,
analogy, and disaggregation into a single fun
and effective approach

« Participants include all programmers, testers,
database engineers, Ul designers, technical
writers, architects, and so on

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




 Time Box vs. Sprint’s Goals

 Make sure that functionality Is

demonstrable and testable when sprint
ends

e Do detall planning for the next sprint only

 Don’'t make development teams too small
or too big
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Design
RS /@fc
» Design is separated from  Design is done throughout the
coding project
» Design encompasses all o Start with high-level concepts

lanned functionalit : :
P 4 » Detailed design evolves

 All design decisions during coding and can be
Including detalil design are expected to change
made at the beginning

Challenges

e How much should be documented?




Design Workflow

Concept

Design
Decision

Approved

Design
Decision

Design
Decision

D\scuss\oﬂ

Design
Decision

Design Document
Decision m>

Design
Decision
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Design
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Design Decisions on

SharePoint

@)

Site Menu

Portfolio Features
= Requirements

=Req. by Sprint

Technical corner
Cesign Area

--= Recent
Changes

Sprints
Tasks
Discussion
Process Info

Docsilists

'

ePortfolio Design Decisions

Subscribe

Design Decisions
SMew Itern | \'@Filter
@ Title

-l status: Approved
-l Area: Admin

1 Does portfolio
[¥iew] have parent LC?

Froblem Description

If yes, who are they

If yes, what's the uniqueness name space {Currently L name is unigue within a
parent)

Marne uniqueness is still open. jennfier to write requirements,

&

Modify =hared Page =

Modified By

12/5/2005 4:15
PM

Sharda, Ajay

< Finalize new
[¥iew] portfolio LC type

Finalize new Portfolio LC type and determine updates to LC_TYPES DB table
population scripts and LCTypeService to support new type,
Only enable Server/Domain/Institution/Portfolio LS types in Portfolio schema

12/5/2005 4:15
P

Sharda, Ajay

11 Does portfolio 1/5/2006 10:28
[¥iew] have My content 14
area?
Sharda, Ajay
1z New Portfolio Roles  PADM (PInstitution Adrinistrator, like TADM) 12/14/2005 4:34
[¥iew] PO (Portfolio owner, lilke SDES, but additional capabilities) =1]

PDES (Paortfolio desianer, like PiwWHN, without ability to enrall)
PREY (Portfolio reviewer, read/write capabilities)
PGET (Portfolio guest, read only capabilities)

Mot implemented:

FHCM, PHEM, PHTM, PHUM (Mo need identified by PM for Help desk users.)
FMEM (Wista no longer has explict IMEM roles).

PIDES (Designer at the PInstitution level)

Bennett, Diane




Design

e Create minimal documentation, but
whatever 1s written should be correct

* Implementation can start before all major
design decisions are made

e Strategic design decisions may require a
separate sprint to make them (new
products, frameworks, etc.)
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Implementation .
f /@iﬁ
« Bug are fixed mostly during * Bugs are fixed as part of the

the Stabilization phase sprint
» Developers play an active role

* Most of the testing is done at , _ .
in design decisions

the end of the project

» Testability of the application * Te_st§ stories are included in
is an afterthought sprint's scope

Challenges

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




Testing

Test cases for new functionality are
created during the Sprint

First pass testing iIs 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
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Project Management < X251

. " dgie

* Detail MS Project schedule * Team members assign tasks
to themselves during SCRUM
 PM assigns tasks and meetings

collects status
 Status is reported on
SharePoint by team members

* SCRUM master is a facilitator
and enabler

Challenges

Create a self-managed team
Controlling Sprint’s scope




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 iIncomplete 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
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Scaling e .
* Do not depend on a single resource on

SCRUM teams when running multiple
Sprints in parallel

e Scheduling daily meetings may become a
problem

e Need to have coordination between
different Sprints. SCRUM of SCRUMS.
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Changing Culture e s

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
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Questions?




