The Zen of Scrum

Jurgen Appelo - jurgen@noop.nl

version 1.0

M picture by ePi.Longo

Tuesday 10 March 2009



http://www.flickr.com/photos/longo/2669827924/
http://www.flickr.com/photos/longo/2669827924/

Tuesday 10 March 2009



th traditional software
development

wi

Problems

Tuesday 10 March 2009

photo by Ju}

: B R S,
W M e . A A.mww‘ (Vg K&%?.: b )



Traditional

Phased developm:

. < N
Anticipated results ' R,
Up-front design )

’
picture by jasonb42882

Tuesday 10 March 2009


http://www.flickr.com/photos/jason_burmeister/2519399731/
http://www.flickr.com/photos/jason_burmeister/2519399731/

Fear to go to the next phase
Analysis paralysis

Tuesday 10 March 2009



Change gets more and more expensive
Customers don’t get what they want
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349% of projects delivered successfully
Long duration defers revenue

(Source: Standish Report 2003)
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Quality assurance gets crunched
Late integration means late failures
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529% of requirements implemented
649% of functionality rarely used

(Source: Standish Report 1994)
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% Task complete not sufficient
Average overrun 43%

(Source: Standish Report 1994)
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Manifesto for Agile Software Development

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 1s, while there 1s value 1 the items on
the right, we value the items on the left more.

Kent Beck James Grenning Robert C. Martin
Mike Beedle Jim Highsmith Steve Mellor
Arie van Bennekum Andrew Hunt Ken Schwaber
Alistair Cockburn Ron Jeffies Jeft Sutherland
Ward Cunmingham Jon Kern Dave Thomas
Martin Fowler Brnian Marnick
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Agile Principles

Satisfy the Customer
Welcome Change

Deliver Frequently

Work as a Team

Motivate People
Communicate Face-to-Face
Measure Working Software
Maintain Constant Pace

. Excel at Quality

10. Keep it Simple

11. Evolve Designs

12. Reflect Regularly

VoOoNOU AWM=
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Agile Adoption "y

_ _ All Others S
Has Your Organization 29% iy
Adopted One or More Agile
T igues?
Scrum/XP
Hybrid
22%
:i::xp Hybrid g 3n)
Extreme Programming (XP) 8.0%
Custom/Hybric 5.3%
Don't Know 3.7%
Aglle Unfled Process (AgleUP) 2.2%
Other 2.2%
Feature-Driven Development (FDD) 2.1%
Lean Development 1.9%
Agile Adoption Survey 2008 Methad OOM) 4%
Scott W. Ambler o —— —
www.ambysoft.com/ Crystal 0.5%

scottAmbler.html 3rd Annual Survey: 2008

"The State of Agile Development

"
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The Gurus

e‘

Jeff Sutherland

Ken Schwaber

Mike Beedle

Mike Cohn
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Scrum Usage

Commercial software - In-house development

Contract development - Fixed-price projects

Financial applications - ISO 9001-certified applications
Embedded systems - 24x7 systems with 99.999% uptime
Joint Strike Fighter - Video game development
FDA-approved, life-critical systems - Web sites
Satellite-control software - Handheld software

Mobile phones - Network switching applications

ISV applications - Some of the largest applications in use
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The Goal
of Scrum

Manage Complexity, Unpredictability and Change

through Visibility, Inspection and Adaptation
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Product
Owner

Define features (according to vision)
Prioritize features (according to ROI)
Pick release dates

Give feedback
Manage stakeholders
Accept or reject results

2
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Small (5 9 people)
Colocated = Cr ss -functional
- Full-time

e
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The Team

Define tasks
Estimate effort
Develop product
Ensure quality
Evolve processes
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Servant leader
Team protector
Scrum guide

picture by
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Scrum
Master

Remove impediments
Prevent interruptions
Facilitate the team
Support the process
Manage management
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Pigs and Chickens

Product Owner Users
Scrum Master Managers
Team Members Marketing
HEY PiG, | WAS THINKIN' WE NO THANKS. I'D BE
SHOULD OPEN A REST AURANT. HOW COMMITTED, BUT YOU'D ONLY
O ABOUT 8E INvvOLVED!
\ | DON'T KNOW.
WHAT WOULD WE
cALT?

By Clark & Vizdos © 2006 implementingscrum . com
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DAILY SCRUM
MEETING

24 HOuURS

POTENTIALLY

PRODuUCT SPRINT ' SHIPPABLE

BACKLOG BACKLOG ' PrRODUCT
INCREMENT

COPYRIGHT © 2005, MOUNTAIN BDAT SOFTWARE
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Product Backlog
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Product Backlog

| hem= | Description Est By
Very High
1|Finish database versioning 16 KH
2|Getrid of unneeded shared Java in database B KH
-|Add licensing . .
3] Concurrent user licensing 16 16
4] Demo / Eval icensing 16 G
Analysis Manager
5] File formats we support are out of date 160 TG
6] Round-tnp Analyses 250 MC
High
|[Enforce unique names .
7| In man application 24 KH
8] Inimpon 24 AM
-|Admin Program .
9| Delete users 4 M
-|Analysis Manager
When dems are removed from an analys:s, they should show
10 up agan in the pick list in lower 1/2 of the analysis tab 8 LA
|Query . .
11] Suppont for wildcards when searching 16 TE&A
12{ Sorting of number attnbutes to handle negative numbers 16 TEA
13] Honzontal scroling 12 TEA
-|Population Genetics - .
14] Frequency Manager 400 TEM
Query Tool 400 TeM
gitional Editors (which ones) 240 TEM
dy Vanable Manager 240 TEM
yoas 20 TEM
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Product Backlog

Owned by Product Owner
High-level requirements
Expressed as business value
Not complete, nor perfect
Expected to change & evolve
Limited view into the future
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Product Backlog

| hem= | Description | Est | By
Very High
1|{Finish database versioning 16 KH
2|Getrid of unneeded shared Java in database B KH
-|Add licensing < -
3| Concurment user licensing 16 6
4] Demo / Eval icensing ‘ 16 G
Analysis Manager
5] File formats we support are out of date
o] Rowtu docvees Includes rough
High =
|[Enforce unique names eStl m ateS
In main application
In impont
<|Admin Program . .
Delete users 4 JM

- L) -
P r I O rlt I zed by -|Analysis Manager .
- When dems are removed from an analysis, they should show
Va I u e & rISk up again in the pick list in lower 172 of the analysis tab 8 G

| Query . .
Suppont for wildcards when searching 16 TE&A
Sorting of number attnbutes to handle negative numbers 16 TEA

Honzontal scroling 12 TEA
Population Genetics - -
Frequency Manager 400 TEM
Query Tool 400 TEM

gasanal Editors (which ones) * :

Better to describe ™ Publicly
visible

as user stories
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User Stories

As a <user> I want <functionality>
( so that <benefit> )

As a librarian I want to be able to
search for books by publication year
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Sprints

DALY SCRUM
MEETING

4 N
24 HOURS

sPRINT

BACKLOG

POTENTIALLY
SHIPPABLE
PrRooucT
INCREMENT

PrRoODuCT
BAcCkKLOG

2-4 WEEKS

\

CoOPYRIGHT © 2005, MOUNTAIN BDAT SOFTWARE

Timeboxed - Frozen features
Variable scope - Shippable resulit
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Sprint Planning
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Sprint Planning

Face-to-face communication
Small reversible steps
User’s perspective
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Sprint Planning (Part 1)

Strategical level planning
Prioritize/select features
Discuss acceptance criteria
Verify understanding

12 - 1 hour
per sprint/week

)
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Sprint Planning (Part 2)

Tactical level planning

Define sprint backlog items
Estimate sprint backlog items

Use velocity (Yesterday’s Weather)
Share commitment

1 - 1 hour
per sprint/week

Tuesday 10 March 2009



ure by oskay

Sprint Backlog

Breakdown of
business value into
assignable tasks
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Sprint Backlog

Requirement |

Task

Database Coding

' Unit Testing Scripts

Member Sign ln:

Business Logic
Ul Test Scripts
Front End Screens
Load Testing

t Unit Testing Scripts

Reset Password:

Business Logic
Ul Test Scripts
Front End Screens

: Integration Testing
| _Unit Testing Scripts

Change
Password

Business Logic
Ul Test Scripts
Front End Screens

: Integration Testing
| _Unit Testing Scripts

Change Email

Business Logic
Ul Test Scripts
Fromt End Screens

| _Integration Testing

Fromt End Screens
0 g
atio) ing

Who's

working

Anjali
Anjali
Anjali
Anu
Anjali
Anu/ Anjali
Thomas
Thomas
Anu
Thomas
Anu
Thomas
Thomas
Anu
Thomas
Anu
Anjali
e
Anu

L EL
Anu
Anjali
Anu

Anu

Work Remainl nt.

. Status |

Done
Done
Done
Done
Done
Done
Done
Done
Done
Done

: Pending

Done
Done
Done
Done

: Pending

Done
Done
Done
Done

: Pending
| Pending |
| Pending |

Pending

;Day 2

CI0I00000001000
Wn e lin 1on LOn Lin 1on 108 (U 1o LA LA e

-H o.-. 0“ ¢~ .N ‘N-N .” a~ .~

o
O0IOWNI0 000 ki k| OO0INININIOIOIO

Work Left [Hours)

Day3 Daya

oo Q=000 QO
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Sprint Backlog

vork Left [Hours) ‘
(2 Day3 Daya Days

Owned by the team CR—
L o o

2 2 0

Team allocates work —
2 2 1

11 h 1 L 0

No additions by others T —
1 1 0

| L L L

g | 1 1 1

e | 05 0 0

one | 0.5 0 0

Oone | 0.5 0 0

Done | 05 0O 0

( Pending | 0.5 0.5 1

| Done | 05 0 0

| Done | 08 o 0

| _Done | 0.5 0 0

. _Done | 0.5 0 Y

. Pending | 0.5 05 0.5

i | Pending | 0.5 0.5 0.5/

d | Pending | 0.5 0.5 0.5

nu Pending | | | 0.5

Work kemalnlnz
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The heartbeat of Scrum
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Daily Scrum

Commitment and accountability
Say what you do, do what you say
Whole world is invited
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Daily Scrum

What I did since last meeting
What I will do until next meeting
What things are in my way

Only the team talks
Not to Scrum Master
No problem solving
Max 15 minutes
Standing up
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—

Task Board
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Definition of Done

Avoid the 90% syndrome

Coded, commented, checked in, integrated,
reviewed, unit tested, deployed to test
environment, passed user acceptance test
& documented...

= DONE DONE
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Sprint Burn Down

Burn Down Chart for Sprint 1

15
10
E 5 M Point Left
B Point Expected
0

© D D ©D QD P D DD DD
\QQ \QQ \QQ \QQ \QQ \QQ QQQ \QQ \QQ \QQ S
Q) /\i/ (bi/ ql/ Vﬂ/ n)t/ 5\ Q)i/ %V (b./
RUAA NN S S

Time

picture by NibiruTech
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. Sprint Review

Satisfy Product Owner
Get feedback on product
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Sprint Review

Informal, no slides
Whole team participates
The world is invited
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Sprint Review

Preparation needed
Show complete features
Accept or reject results

1-2 hours
per sprint/week
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Sprint
Retrospective

Evolve (41l process

<
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Sprint
Retrospective

Reflect on process and product
Whole team participates
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Sprint Retrospective

nat to start doing
nat to stop doing
nat to continue doing

= ==

(Product Owner not required)
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Burn Down Chart
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Burn Up Chart
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Release Planning

Plan features in sprints and releases
Releases depend on accepted sprints

picture by Sviluppo Agile
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Jsability testing
Documentation
Help files
Packaging
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Only in extreme cases

Team terminates: cannot meet sprint goal
Product Owner terminates: priority change
Work reverted to end of prior sprint

Raises visibility of problems

picture by VistalC 0
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. Steady pull c ess value
- .S Inspect and Adapt
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Sprints

Driven by Product Owner
Small reversible steps
Welcome change
Cross-functional team
Include design and testing
Maintain constant pace
Share commitment

High quality, DONE

Get feedback

“Fail fast”

D .by
Tuesday 10 March 2009
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Scrum vs. XP

N .
> 4 " 4 [teration

Extreme Programming

New User Story,
Release Project Velocity
Plan _
User Stories nfinished Tasks Learn and
Communicate
I MNew
rojec Iteration Functionality
Next Velocity Iteratlon Plan___ Devel : —a Latest
Iteration Plannmg cvelopmen MVer31on
(L)
Failed Acceptance >
Test
i Day by Day
Bugs Copynght 2000 J. Doavan Wells

picture by extremeprogramming.org
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Scrum vs. RUP

Business Modelling

Requirements

Analysis & Design

Implementation

Test

Deployment

Configuration & Change Mgmt

Project Management il i, M) o ol ot i
Environment pr | |

picture by WittmannClan.com
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Scrum vs. Kanban

Lol *

picture by Lean Software Engineering
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Scaled Scrum

(Scrum of Scrums)

L. L8

— -

-

——

a---

picture by Mountain Goat Software
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Distributed Scrum
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Results

effects of
applying Scrum
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Managed Uncertainty

Rolling wave planning
Simpler mini-projects lowers risk

Tuesday 10 March 2009




Flexible Scope

Allow changes at fixed intervals
Releases enable learning
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Faster Delivery

Shorter time to market
Value delivered Iin increments
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Higher Quality

Testing happens continuously
Process improvement built-in
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Eliminated Waste

Nothing is designed that is not built
Nothing is built that is not used
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Increased Visibility

All problems are made visible
Progress is running tested software
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Disclaimer

No Engineering Practices
Looks Simple, Is Hard
No Silver Bullet

Not Complete
Takes Time

picture by ‘ 4
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Agile Software

Development
with Scrum

USER STORIES ™

APPLIED

For Aciir SOF AR

DEVELORMENT

Miks ¢ |
F orwword by Sant Bech
'
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Morcaor

AGILE PROJECT
MANAGEMENT
WITH SCRUM

-

Agile Estimating
and Planning

I 'QA

[

ENTERPRISE
SCRUM

%{gospectives

Muding Good Tearns Great

Agile

ORILLY” sarwt e L S aw Powidee

Development | £

Agile Software

Development &
The Cooperative Game
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www.controlchaos.com
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NOOP.NL

An Attempt at Understanding Development & Management

This is my blog,
go read it now!

« Sugar, Spice and Yitamins | Main | Managing != Coaching »

The Decline and Fall of Agilists

" There once was a time when being agile was

. " being a visionary. Agile experts wrote books on how
» adaptive software development is about managing
complex systems (Jim Highsmith), why agility is a
cooperative game (Alistair Cockburn), and how being
E agile (or lean) raquires & new way of thinking {(Mary &
Tom Poppendieck). The Agde Manfesto itsalf was a
¥ visionary mastarpieca. So simple, so powerful, and so...

well, I wanted to say 'perfect’, but nothing is perfect,

s

&y

Not even me.

Then came the agiists...

Nowadays, agdists are telling me that in order to do Scrum or XP or any form of
Agile succassfully, you must refactor. Sorry, not optional. Necassary. Thay tell me
that everybody needs unit tasts, and that Scrum makes things worse by ignoring
important (but hard) agile engineernng practices, and that you're not agile if you
don't have a build integration at lsast once & day. According to these agilists, being
agile 15 not about being adaptable and doing whatever it takes to make
your project a long-lasting success. Thase days, agilists simply caim that
aqgile is about following practicas X, Y and 2. Extreme Programmers often joke that
Scrum is Just XP without the tachnical practices that make it work

And my feelings of inspiration changed into guilt...

We have fully adopted Scrum in our organmization, but our adoption of XP practicas
15 sl far from completed. Are we now infarior to others? The agihists kesap saying
that Scrum without XP practicas will result in 2 build-up of technical debt, lower

ABOUT THE BLOG AND ME

Email Me
About the Author
Welcome to My Blog!

List of All My Artides

ads by Google AV

Tools

Tools for Agile Budds &
Continuous Integration -
Free Whitepapers,

ElectticCloud com

JiraConsult

Free product
management template for
Confluence

v jitaconsult com
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This presentation was inspired by the works of many people, and

I cannot possibly list them all. Though I did my very best to attribute
all authors of texts and images, and to recognize any copyrights. If
you think that anything in this presentation should be changed,
added or removed, please contact me at jurgen@noop.nl.

You are free:
to Share — o copy, distribute and transmi the work

Under the following conditions:

Attribution. You must attribute the work in the manner specified by the
author or licensor (but notin any way that suggests that they endorse

YOU Of your use of the work)

@ No Derivative Works. You may not alter, transform, or build upon this
Work

e Foranyreuse or distribution, you must make clear to others the license terms of this work The best way to do this is with
a link to this web page.

o Any ofthe above conditions can be wared if you get parmission from the copyright holder

e Nothing in this license impairs or restricts the auvthor's moral rights

http://creativecommons.org/licenses/by-nd/ @ @ ‘
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