Vada Agile?

SAST Q2

Henrik Kniberg

Crisp



Who am 1I?

@ Henrik Kniberg & Goyada 1998 — 2003
@ 070 4925284 @ Co-founder & CTO
@ henrik.kniberg@crisp.se @ Experimented with XP
@ Consultant & partner at @ 30 developers
Crisp AB (www.crisp.se) @ Ace Interactive 2004-2005
@ Java & Agile software @ System design team lead

development @ Experimented with TDD

@ 20 developers
@ Tain 2006 — 2007
@ Chief of development
@ Experimented with Scrum & XP
@ 40 developers
@ Wrote “Scrum and XP from the

Trenches”
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A short history of XP

From: Kent Beck

To: Jeff Sutherland <jsutherland>
Reply: 7076l.1216dcompuserve.com
Date: Mon, 15 May 1995 18:01:15 -0400
(EDT)

Subj: HBR paper

Is there a good place to get reprints of the
SCRUM paper from HBR? I've written

patterns for something very similar and I
want to make sure I steal as many 1deas as
possible.

Kent
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Agile Manifesto

www.agilemanifesto.org

We are uncovering better ways of developing
software by doing it and helping others do it.
Through this work we have come to value:

Individuals and interactions over processes and tools
Working software over comprehensive documentation
Customer collaboration over contract negotiation

Responding to change over following a plan

That is, while there is value in the items on
the right, we value the items on the left more.
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Traditional company: Resource optimization
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Agile company: Time-to-market optimization
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Predictive approach
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Adaptive approach
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Handling delays

The Plan

v}

(@]

Week 1

Week 2

Week 3

Week 4

Traditional approach to delays

Placing the right decisions
into the right hands

vs]

(@]

Week 1

Week 2

Week 3

Week 4

Week 5

Week 6

Week 7

Week 8

Agile approach to delays
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Queue theory — push vs pull .
u
Push H H R

SRS 5 0 O
N 14
FIMO FIFO
First In First In

~ Maybe Out &~ Firstout

@D@O@D:>©O

O O
11
LR

Henrik Kniberg Crisp 13



Continuous improvement

Traditional strategy: Agile strategy:
Avoid problems Find and remove problems

2007-05-01
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Lean principals

Principals:

Eliminate waste
Focus on learning
Build quality in
Defer commitment
Deliver fast
Respect people
Optimize the whole

€ € € € ¢ ¢ ¢
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Result:

@ High productivity
@ Rapid response
@ Superior quality
@ Lasting value

Crisp
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Scrum principles

@ Transparancy

@ Short feedback loop

@ Strict prioritization

@ Continuous improvement

@ Self-organizing team

@ Timeboxing

@ Face-to-face communication

@ Simple tools

@ Frequent & regular delivery of whole system
@ Plans are needed, but they are always wrong
@ Yesterday’'s weather
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Part 2 - Practices

Queye theory

s Agile Lean Principals

History Philosophy ~ Other theories
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Scrum overview

G Product

Backlog

—

CHED

Sprint 1
Backlog

release
1.3.0

Week 2

Week 3

Planning
meeting

Estimated velocity = X
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Timeline

@
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tRetrospective

Actual velocity =Y

Planning
meeting
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Scrum practices

2 artifacts
@ Product backlog
@ Sprint backlog

3 roles

@ Product owner
@ Scrum master
@ Team

2007-05-01
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4 activities

-

-
-
-

Crisp

Sprint planning meeting
Daily scrum

Sprint demo

Sprint retrospective
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G

Product owner

Sets priorities
Represents all stakeholders

Not the boss!

Rights

-

¢

Continuously update priorities &
requirements

@ Changes affect next sprint
Receive time estimates
See sprint progress
New release after each sprint

2007-05-01
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Responsibilities

-
-
-

-

Crisp

Dedicated
Maintain product backlog

Continuously update priorities &
requirements

Partipicate
@ Spring planning
@ Sprint demo
@ Sprint retrospective
@ (Daily scrum)
Be available to team
Don’t disturb ongoing sprint

20



Removes impediments

Scrum maSter Enforces Scrum practices
Not the boss!

@ Part of the team

@ Examples of scrum master tasks:

@ |ead sprint planning meetings, sprint demos,
sprint retrospectives

Announce sprint demos
Ensure that sprint backlog is maintained

Help product owner maintain product backlog &
make business tradeoffs

Ensure continuous improvement
Ensure sprint plan is updated
@ add/remove stories when necessary

ce¢

¢ ¢

@ What the scrum master is not:

@ Scrum master is not team leader or project
leader.

@ Everyone on the team shares equal
responsibility for the sprint goal. Scrum master
has no more responsibility than anyone else.

@ Scrum master’s role is not to organize the
team. Team is primarily self-organizing.

2007-05-01 (‘:
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On 8
&5& Team

5 — 9 full-time individuals
Self-organizing
Shared responsibility for reaching sprint goal
Works as team, rather than set of individuals
Cross-functional

@ Contains all competence needed to reach goal
@ Sits together

¢ € € ¢ ¢
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& Team member

Rights

<
-

<9

¢

Work in peace during sprint

Direct access to product
owner to clarify stories

Work however he likes to
achieve the goal

Not create unnecessary
artifacts

Create own time estimates
Do one thing at a time

Choose how much to commit
to

2007-05-01
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Responsibilities

<9

@

Crisp

Attend daily scrum, sprint
planning, sprint demo, sprint
retrospective

Update time estimates
continuously

Follow the product owner’s
priorities
Report impediments

Continuously reduce or
increase scope of sprint as
necessary, to ensure realistic
expectations.
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Product backlog

Q

Contains "User Stories” Product

Backlog

]

Each story has: —

@ Priority —

@ Business value —
@ Deliverable

- -_—

@ Estimate (set by team) S:

S

2007-05-01 (‘:
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Product backlog - sample

Backlog item #55

. Importance
Deposit 30
Notes
Need a UML sequence diagram. No need Estimate

to worry about encryption for now.

How to demo

Log in, open deposit page, deposit €10, go
to my balance page and check that it has

increased by €10.
ID Name Imp Est | How to demo Notes
1 Deposit 30 5 Log in, open deposit page, Need a UML sequence diagram. No need to worry about
deposit €10, go to my encryption for now.
balance page and check that
it has increased by €10.
2 See your own | 10 8 Log in, click on Use paging to avoid large DB queries. Design similar to view
transaction “transactions”. Do a deposit. | users page.
history Go back to transactions,
check that the new deposit
shows up.
2007-05-01 ‘
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Sprint

= iteration
Has a well-defined goal (if possible)
Fixed length (typically 2 — 4 weeks)
Variable scope
@ There is a plan, but it may be updated during sprint.
@ Only team may update the plan.
Results in potentially shippable product increment
@ = "ready-to-use” code
@ Important to define what "done” means for each story

@ Optimally, “done” should include "everything”. Requirements, design,
development, test, documentation, installation, etc.

@ Undisturbed
@ Changes and new requests are deferred to next sprint

2007-05-01 (‘:
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Sprint planning meeting

Purpose: Product backlog Sprint 1 backlog
@ Decide what to deliver next sprint

| B | |
Output of meeting: | | | |

@ Sprint goal
@ Sprint backlog ‘ >q

Activities during meeting:
Clarify stories

Define definition of “done” S
Define sprint demo

Break apart or combine stories
Time estimate

Update priorities [ ]
Calculate resource availabilty [ ]
Decide which stories to include in sprint

ceccecceccecceccece

Key responsibilities:
@ Team: time estimate
@ Product owner: prioritize

2007-05-01 (‘:
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Sprint planning meeting - example
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Spring planning meeting - example

2007-05-01
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Team time estimates & planning poker
A

Team’s estimate

Value of
time estimate

Product owner’s estimate

Time spent doing time estimate

2007-05-01 (‘:
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The sprint commitment

Team’s commitment to the product owner:

-
-

-

"We sincerely believe that we can reach the stated sprint goal.”

"We promise to do everything in our power to reach the sprint goal, and to
let you know immediately if we no longer believe we can reach it.”

"We sincerely believe that we can complete all stories included in the
sprint backlog”.

"We promise to release at the end of the sprint, we will notbe delayed
even a single day.”

"We promise that, if we fall behind schedule, we will remove the lower
priority stories first.”

"We promise that, if we get ahead of schedule, we will add stories to the
sprint from the product backlog, in priority order.”

"We promise to display our progress and status on a daily basis.”
"We promise that every story that we do deliver is complete.”

2007-05-01 (‘:
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Sprint info page - example

2007-05-01

Henrik Kniberg

Jackass team, sprint 15

Sprint goal
- Beta-ready release!

Sprint backlog

- Deposit

- Migration tool

- Backoffice login

- Backoffice user admin

Schedule

- Sprint period: 2006-11-06 to 2006-11-24

- Sprint demo: 2006-11-24, 13:00, in the cafeteria

- Daily scrum: 9:30 — 9:45, in conference room Jimbo

Team

-Jim

- Erica (scrum master)
- Tom (75%)

- Niklas

- Eva

- John

@

Crisp
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Sprint backlog - example

NoT
CHECKED OUT| OoNE! -0) SPRINT GOAL: BETA-READY RELEASE!
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15 minutes
-  What did I accomplish yesterday?

Dai Iy Scrum meetin - What will I accomplish today?

-  What's stopping me?

/ Pia - —

U L e

2007-05-01
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Sprint burndown chart

~ BUENDOOWN

——

ESTIMATED WogK
REMAINING

(STORY POINTS) 20

20
10

AugusTi 2 2458 910 11 12]1516 17 18 19
DATE
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Sprint demo (a.k.aSprint review)  What have we accomplished?

@ Team demonstrates working code to stakeholders

@ Only 100% completed stories are demonstrated
@ Partially completed stories ignored

@ Direct feedback from stakeholders

@ Feedback incorporated into product backlog

2007-05-01 (‘:
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Spri nt retros peCtive What do we do differently next sprint?

2007-05-01
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Velocity tracking

Beginning of sprint

>

\
3
5
5
| 3 |
5
J
2007-05-01
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Estimated
velocity = 26

Done!

Done!
Done!

Almost done
Not started

@

Crisp

End of sprint

8

Ol | w| o] O

\

Actual
velocity = 18
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Planning using velocity

"Hey, | want D in!”

Option 1 -

reprioritize
\

> Estimated velocity

5 M

2007-05-01
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Product backlog

\

> Estimated velocity

A
B
c
“al S
E
Option 2 -

reduce scop

e
\

> Estimated velocity

@

Crisp

Option 3 —

A

> Estimated velocity

2
j24
@} =l
—
o
=
<
J

A2
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Release planning

- Imp Mame Estimate
Imp Mame Estimate Sprint 1
130 branana 12 1730 banana 17
120 Apple 4 120 apple g
115 arance 20 115 orange 20
110 0lava g Estimated Sprint 2
100 pear 200 velocity = 45 110 QuUava 3
95 raisin N > 100 pear 70
g0 peanut 10 45 Faisin 12
70 donut f Sprint 3
RO anion 10 il peanut 10
A0 grapefuit 14 0 donut 5
15 napava Il Rl anian . 10
10 hlueberry 40 Hrapefmit . _““I:ll
prit
10 peach T e 1
10 blugberry
10 peach
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AVAILABLE DAYS

. - ToM
Calculating velocity Les 1135
(when there is no reliable "yesterday’s weather”) SaM 15

Dave 1
s
50 AVAILABLE MAN-DAYS

LAST SPRINT'S FOCUS FACTOR: THIS SPRINT'S ESTIMATED VELOCITY:
(ACTUAL VELOCITY) (AVAILABLE MAN-DAYS) X (FOCUS FACTOR) = (ESTIMATED VELOCITY)
(AVAILABLE MAN-DAYS)

(Focus FacTog) =

LAST SPRINT'S FOCUS FACTOZ: THIS SPEINT'S ESTIMATED VELOCITY:
TP A U 50 MAN-0AYS % 40% £20 sTogY POR
45 MAN-0AYS :

e
e
-
-
e

-"
-
--------------------------
...........
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Testing — ideal case

Scrum team

2007-05-01

End users

v1.0.0

v1.1.0

Sprint 1

Sprint 2

Henrik Kniberg

Timeline

@
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Testing — common alternative

End users

v1.0.1

Acceptance test team | 1.0 acceptance testJ

v1.0.0 v1.0.1 v1.1.0

Scrum team | Sprint 1 W//

Timeline

2007-05-01 (‘:
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Scaling

& Start with single "seed team”
that creates baseline
architecture, prototypes, and
development environment.

@ Every "seed team” member
spans a new team.

@ Scrum of Scrums = virtual
scrum team responsible for
integration & coordination

yvcrum of
\scrums

2007-05-01

Henrik Kniberg



Simultaneous sprints

Team A Sprint A1 Sprint A2 Sprint A3

Team B Sprint B1 Sprint B2 Sprint B3

Team C Sprint C1 Sprint C2 Sprint C3
T|mel|n_

Team A Sprint 1 Sprint 2 Sprint 3

Team B Sprint 1 Sprint 2 Sprint 3

Team C Sprint 1 Sprint 2 Sprint 3
Timelin

2007-05-01 (‘:
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Team division

Avoid splitting a single story between multiple teams

:"Scrum team 1
i ("client team”)

Client }

{ Scrum team 2
i ("server team”)

é ( =
: S

Server: @)
P |
] ‘(D

-------------------------

i Scrum team 3

i "DB team”) DB

---------------------------

2007-05-01 (‘JQ
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Multi-team sprint planning

| R %5

S

Brges

85 ST

8.8 8
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XP fills the gaps in Scrum
XP Practices Hoos

Team

Collective Coding

Ownership  Test-Driven Standard

/ Ve Development \ \
Customer ff Pair Pefactorin | Planning
Tesls \ Programming / 9 | Grame
f.on’nnuous \ Simple %us’raiﬁabla
lntegration Design Pace

—

Small
Releases

2007-05-01 V
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Summary

Advantages of Scrum & XP

High quality

High transparency

Motivated teams

Right decisions in the right hands

80/20 rule

Continuous improvement

Low administrative overhead

Managers focus on coaching and creating a good work environment
... rather than telling people what to do

Can be sneak-implemented to a certain extent :0)

CceeceCeCecceCcceccec

Disadvantages
@ Requires highly motivated & disciplined teams

@ Hurts in the beginning
@ Requires a corporate culture that sees problems as opportunities to improve
@ Uncomfortable for people that like the illusion of detailed long-term plans
@ Typically “old school” managers and customers
@ Proper implementation requires change in all layers of a company, including suppliers and customers

2007-05-01 (‘:
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References

¢

http://www.google.com :0)
@ http://agilemanifesto.org/
@ http://www.mountaingoatsoftware.com/scrum/
@ Good overview of Scrum, great articles
@ Agile software development with scrum
@ The original scrum book
@ Agile project management with scrum
@ Second scrum book. Full of interesting war stories.
@ Managing the design factory
@ Theoretical foundations of lean & agile software development. Great book!
@ Scrum and XP from the Trenches
@ My book. Hands-on description of Scrum & XP in "real life”.
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SEMINARIUM 30 MA]J:

"Why Scrum works
- and when it doesn’t”

Jeff gar igenom Serum och tar upp fragor som sa manga

staller:

— Fungerar Scrum verldigen i praktiken? Skalar Scrum?

= Vilka typiska misstag gor faretag som ska bérja med
Serum?

= Vilka tvpizka missuppfatmingar finns om Scrum?
— IN&r passar inte Scrum?

= Vilken typ faretag behaver Serum mest?

— Hur far jag in Serum i mitt foretag?

Tid: 30 mJJ 9.00~13.00

Lunch och mingel ingar!

Plats: Stockholm City Conference Centre

Norra Latin, Drottninggatan 71E, Stockhelm.

Bokmning: www crispse/ scrum

INTRODUKTION TILL SCRUM:

Bestall Seruminrodukiion 6l dite foreag. Vi erbjuder wa

paket:

- Snabbintrodukton pd 3 tGrraar Sammanfattning av
Scrum teon och prakak zamt en kore évningrellspel.

— Heldag. Samma som ovan men med mer tid att ga in pa

prakiizka exempel och ditt firetags unika situation.

Kontakta serum(ierizp.ze eller ring +46 8 536 930 15 for mer

informaton.

" JEFF SUTHERLAND

KUNG AV SCRUM

INTENSIVEURS 28-29 AUGUSTI:

rertified Scrum
Master kurs

2 dagars intenstviaurs fullspickad med dvningar, rellspel, dis-
kussion och teori. Pa kopet blir du certifierad Serum Master
och medlem 1 Serum Alliance.

Larare ar Joff Sutherdand och Hennk Kniberg

Tid: 26-29 aupusti, 3:00-17:00
Plarz: Seockheolm Ciry Conference Centre
Nerra Lagn, Drottminggatan 71, Stockhelm.

FBokning: wwwicrisp s/ scrum

Faff Suthirland grumdady Serem 1995 rillrammans med Em Schuabe Smom & dm
mest valrishimads smils metodm s anvdnds idap o Sumdraiels forneleg virldm nmeg
inkfisive CALM I-5-fSraesg P har bidiee Sreeny som Google, Mirroraft, Oracl, Yakos
och Adabe ot fyfra Sorum § Bdde stor skais sk 1 dinmiFumads Seam.

Horik Enibog frin Crigy och gecialint g8 Fave ook grils messde Hiorrdk & iyt
0] dim pegwlEra bokon wSrram and XP fFom she Thencher, s 1 detalf Bestrioer -
remktir fFen ot Bt gdrag som wheckiineschel o8 Taim A der han implemmte-
et Serum soh KO geom Aela srpeminatiznm.

-
crisp

Walingatan 12, 111 24 Steckholm.
D8-E5E5 950 15, infolcrisp.se
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