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What is Scrum?

A work organization and management approach
The term "Scrum” originates from Rugby

Concept is the same in Software — the product team
operates as a single unit — all working towards a
common goal in a series of iterations

Key goal of Scrum — Develop working software that
provides business value in successive increments (in 2-4
week periods)

Scrum gives a management framework for you to use
your own best technical practices in an efficient manner

What Scrum is not

— A detailed technical approach

— Doesn't tell you how to design a robust software architecture,
write good requirements, define good test plans, etc



Characteristics of Scrum

- Self-organizing and self-managing teams

— Team responsible for planning and managing work
needed to develop software

No specific engineering practices prescribed

High-Level Requirements are captured as items in a
prioritized list called “product backlog”

Priorities are defined by the business

Items in Product Backlog are developed into working
software in a series of incremental iterations called “sprints

— Sprint duration maK vary from project to project
(generally 2-4 weeks)

— Functionality is designed, coded, & tested during each
sprint.

— Functionality “done” is of production grade (core test
cases pass and have no outstanding critical defects)
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Scrum Team

Typically 5-10 people

Cross-functional — Testers, Developers,
Requirement Analysts, etc.

Members should be full-time and dedicated for
duration of sprint

Teams are self-organizing (N0 micromanaging
project manager)

A few designated process ‘roles’
— Product Owner

— Team Members

— Scrum Master

— Stakeholders



Role - Product Owner

e Establishes, nurtures and communicates the
product vision

e Manages the feature list (a.k.a. product backlog)
— Creates and updates list
— Sets priorities
— Measures success

e Main responsibility is defining what to build and
in what sequence



Role - Team

e All (and only) people who actually “do” work
— Testers, developers, requirement analysts, etc.

e Manage the development work

— The team selects and develops the highest priority
items on the Product Backlog in each iteration

e The team manages itself to its commitments

— Creates a Sprint Backlog by expanding Product
Backlog items into more explicit tasks

— Manages its own work and self-organizes around how
it desires to complete the iteration

— Produces “production-ready” functionality



Role - Scrum Master

e Set the team up for success!
— Enforces the values and practices of the process
— Removes impediments from the team
— Shields the team from outside disturbances

— Educates outside groups about how the team is
working

— Improves productivity in any way possible
— Removes barriers between team and others
— Remove obstacles to progress

— Facilitates project reporting



Role - Stakeholder

e Stakeholders are anyone who has a vested
interest in the success of the project

e These include customers, associates,
management, shareholders, etc

e They should be given an opportunity to
voice their opinion on the product vision
and backlog items (contact PO, not team)

e However, they are outside the core team,
and must not interrupt work by the team
during the sprint iteration



Process Overview

e Business representatives define and
prioritize items to be built (scope)

e Development team members pick items
they believe can be implemented during
an iteration, and create task list (plan)

e Build, build, build... (execute)

e Team presents built product to business
representatives. (review)

e Repeat
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Product Backlog - Defined

A list of all major required features on the project that need to
be done to build working software that provides the desired
business value

— May include
e High level product features
e Use Cases/Scenarios, User stories

e Non-Functional Requirements (“improve exception
handling”, "make calcs as fast as legacy app”, etc.)

List is prioritized by the Product Owner with input from
stakeholders

List of functionality, technology, issues
Emergent, prioritized, estimated

More detail on higher priority backlog
Maintained and posted visibly by Product Owner
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Sprint
Month
Target

Product Backlog — Example

Feature
Reference

Brief Feature
Description

Feature Description

Approvals

LI08.1

View Parameter
Reports on
sCreen

Dec-2006

L108.1.01[GS]

Create API for
app teams to
specify the report.

Framework will provide an AFI that app team calls to create the data
structure that is used in the generation of the report.

Dec-2006

L105.1.02[GS]

Provide screen for
on-line viewing of
parameter report.

1. Provide screen for on-line viewing of the parameter report.

2. All referenced objects must include the version number along with the full
name.

3. Include a navigation bar to enable user to quickly jump to different
sections of the parameter report. The navigation bar would not have
checkboxes.

4. Add global commands to "list" screens such that user can invoke
command to generate a parameter report from any screen that lists

nhiects

Multiple

LI08.1.04

Draw Parameter
Reports

1. The same business logic that determines whether a parameter is visible
or hidden in the Ul applies to the parameter report (i.e., don't display
parameters that would be hidden in the Ul).

2. In general, use same labels in report as are used in Ul. However, some
labels will be spelled out more fully in parameter report compared to the
normal Ul when editing.

3. Report must include a display of all override code in context.

4. Drll down of referenced objects must be limited {e.g., avoid objects in
previous val years, avoid drill into top-level objects - for example, FR should
not drill into Liability Run).

5. Should be possible for user to get a parameter report for any input




Sprint Planning Meeting

Kicks-off each sprint iteration (time-boxed to 4-8 hours)

First half — Select Product Backlog:

— Team selects items from product backlog they can commit to
completing
— Product Owner and Requirements Leads provide descriptions
e Support Product backlog items with detailed specifications.
e Prepare specs prior to sprint for the set of items in the
backlog that will be built in the sprint
Second half — Prepare Sprint Backlog:

— Sprint backlog is created by Team (list of tasks required to
implement the selected product backlog)

— Tasks are identified and each is estimated (~1-16 hours)

— Tasks must be defined towards making the feature “Potentially
Shippable”

— Done collaboratively by team (nhot by Scrum Master, nor PO)
Very high-level design is considered
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Sprint planning steps

Identify anything unique about the coming sprint
(vacation, holidays, etc.)

Select a sprint goal (i.e. theme)

From the product backlog, select the highest-priority
item that supports the sprint goal

Create sprint backlog (task list)
Estimate each task (about 1-16 hours) and self-assign
The team asks itself, "Can we commit to this?”

Repeat 3-6 until no more can be committed, or 4 hours
have passed

Store Sprint Backlog in an accessible location.
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Sprint Goal: Expose API functionality
for report viewer to teams =
=| S| &
o9l = 3
Date C = =
Days in sprint 20 Sprint day 0 1 p 3
Start Date December 1, 2006 Days left in sprint 20 19 18 17
Daily Scrum: 10:30-10:45 a.m. Total Estimated Hours Remaining: 272 272 272 272
sprint Demo: December 23, 1-4pm 7D % Femaining: 100%)| 100% | 100% ] 100%
Team Capacity: 330
ID Feature Name Task Owner/ Original
Group Estimate
L108.1.01[G5] |Feature 1 Create API for app teams to a8 88| 88| @88
specify the report.
LI10§.1.01.01 Design Interfaces 16 16 16 16
LI0§.1.01.02 Aggregate data based on AP| arguments 24 24 24| 24
LI108.1.01.03 Code data structure creation 16 16 16 16
LI08.1.01.04 Code generation of the report. 32 32| 32| 32
LI108.1.04 Feature 3 Draw Parameter Reporis 108 108 108 108
LI05.1.04.01 Code parameter display logic 24 24 24 24
LI108.1.04.02 Code display of labels 16 16 16 16
LI08.1.04.03 Code the display of all override code in context 24 24 24 24
LI08.1.04.04 Code restriction of drill-down for referenced objects 32 32 32 32
L108.1.04.05 Unit Test API 12 12 12 12




Sprint Goal

e Team defines the sprint goal
e Some sort of product increment

e A short “theme” for the sprint (stating
what the work will be focused on during
the sprint).

e Examples:

“Expose API “Make viewer available
functionality for v , o) EAINEL RIS 60
Demonstrate a simple create reports

report viewer to

actual report for: - ”
t eams " P against.

1.) Basic Info
2.) Employee Sets

(Simple Grid.)"” 16



Managing the sprint backlog

Estimated work remaining is updated daily by
team members (not by scrum master).

Progress is tracked using burn down charts

Team members can add, delete or change the
sprint backlog throughout the sprint iteration

Product backlog items selected for the sprint can
not be modified during the sprint — the team has
already committed to their implementation

Work for the sprint emerges

If work is unclear, define a sprint backlog item
}Nith a larger amount of time, refine the item
ater

Consult Product Owner as needed
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Daily Team Meetings

Parameters

— Daily

— 15-minutes

— Not for problem solving

Three questions:

— What did you do yesterday? (Progress)

— What will you do today? (Plans)

— What obstacles are in your way? (Problems)

** These are not status items for the Scrum Master.
They are commitments in front of peers.

Stakeholders and others can listen in
Only team members can talk
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Sprint Review Meeting

e Team presents what it accomplished
during the sprint to Product Owner and
Stakeholders (time-boxed: 4 hrs)

e Typically a demo of new features or
underlying architecture or a requirements
review if that is the product of the sprint.

e Informal
— 2-hour (max) team prep time rule

e Participants: Customers, Management,
Product Owner, Stakeholders
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Sprint Retrospective Meeting

e Reserve last 30 minutes of Sprint Review
Meeting for team to discuss how process
can be improved (Lessons learned)

e Informal

e Brainstorm
— What worked well
— What needs to be improved

e Feedback for future iterations
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Scrum Process Overview

Inputs from
Customers, Team,
Managers, Execs
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Frequently Asked Questions (1)

* How are requirements addressed?

— The product owner should always have one sprint’s worth of
sufficient documentation of product backlog features.

e How is testing handled?

— The sprint tasks must include testing for the feature, to
satisfy the definition of “"done”. Test cases are developed
while the code is being written, then tested during the same
sprint.

e When is design addressed?

— High level design should be considered during the sprint
planning meeting, if not before. Only design issues that
affect multiple developers should be analyzed, otherwise we
will leave the design decision to that developer.
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Frequently Asked Questions (2)

o What about non-project work?

— Except in very unusual cases, team members should be
dedicated to the project for the duration of the sprint.
“Unproductive” time should be identified at the start of the
sprint.

e Do we really need daily Scrum meetings?

— Yes, so that management can remove impediments as soon
as they occur and everyone knows what'’s going on.

e \What about estimates?

— High-level estimates are solicited of the team as features
bubble to the top of the product backlog. More detailed
estimates are developed during the sprint planning meeting.
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Frequently Asked Questions (3)

o What if the team finishes all the work early?

— The next highest priority item on the product backlog should
be considered, or a small-enough feature to fit in the
remaining time.

e \What if the team doesn't finish all of the features?

— The sprint still ends on time, and the unfinished feature is
shifted to the following sprint. (This should be a flag for a
lesson learned.)
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Tips / Suggestions
e “"How to demo” in backlogs
e Use templates, and update them
e Enforce some sort of penalty for tardiness
e | earn from other teams
e Make use of simple tools
e Maximize channels of communication
e Meet in the same room every day
e Decide what "Done” means
e Do estimates in units of days
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Further Reading

e “Agile Project Management with Scrum” Ken
Schwaber, 2004 (read this one first)

“Agile Software Development with Scrum” Ken
Schwaber and Mike Beedle, 2001

scrumdevelopment@yahoogroups.com
nttp://agilemanifesto.org/
http://controlchaos.com/
nttp://scrumalliance.org/
nttp://mountaingoatsoftware.com/scrum

“Scrum and XP from the Trenches”,
WWW.Crisp.se
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Questions / Discussion

THAT CONMCLUDES MY
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Scrum Process Mechanics

Roles

©
-

Product Owner:
Set priorities

sM

ScrumMaster:
Manage process,
remove blocks

l

Team Members:
Develop product

WO
H

Stakeholders:
observe & advise

Sprint Process

Previous Sprint

Product Increment Externa
Backlog Condilions
/ Y ¥ Sprinm
{Sp."."m Planning Mesting| 1 month each

A
Sprint
oal
mEen | Sprint
Day (details) Backleg
List
ENENE
Increment!
{S{.?'F.fm Review Meeting ]

A4

Key Meetings

Sprint Review Meeting

» ScrumMaster hosts; all attend. Y2 day
¢ |nformal, informational

» Apenda:

1. Demo and discuss Increment

2. Hold retrozpective

3. Announce next Sprint Review Meeting

Key Artifacts

Product Backlog

o Listof requirements & issuss
» Owned by Product Cwner

» Anybody can add to it

o Cnly Product Cwner priomtizes

/S;Jnfnf Planning Meeting \

o Scrumbaster hosts; all attend. ' day

* |n: Product Backlog, latest Incremeant,
businass and technology conditions

» Creates: Sprint Goal, Sprint Backlog

» Agenda:

1. Product Owner presents candidate flems

2. Team estimates items and budget

3. Team selects highest prionty i'ems from

Froduct Backlog

External

Next Sprint

Product
\ Backlog'

} Conditions’

4. Product Owner declares Sprint Goal
{.T&am turns items into naw Sprint Ea:hy

/'.":"affy Scrum -\

» Hosted by ScrumMaster; all attend;
Stakeholders observe
o 15 minutes; same time every day
» Fach speaker answers:
1. What did you do yesterday?
2. What will you do today?
3. What's in your way?
» Team updates Sprint Backlog;

\\S-::ruml"daster updates Blocks List _/

Sprint Goal

» Une-senfence summary

» [Declared by Product Ownar

» Mutually acceptable fo team and
Product Owner

» Creative solutions are welcome

Sprint Backlog

» Listof tasks

» Cwned by team

» Only team modifies it

Blocks List

» [mpediments, blocks, and
pending decisions

» Cwned by ScrumMaster

» Updated daily

Increment

» \ersion of the product

» Shippable funclionality (tested,
documented, etc.)

Sprint Cancellation (rare)
Scrumbaster calls, if they feel team cannot
mest Sprint Goal.

Ex.- drastic change in environment; inability to
address impadiments; severe mis-estimation.

Visual Feedback

* “Information radiators”

¢ Fx: Bumndown chart,
architecture diagram




