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Å In fourth year of working with Agile project 
methods
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Plan of the Session

ÅOpening thoughts & questions

ÅSetting the scene of this case

ÅChallenges & adaptations

ÅSummary

Interaction throughout!
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Adapting Scrum

Å²ƘŀǘΩǎ ŘƛŦŦŜǊŜƴǘ ƛƴ ŀ ƴƻƴ-software project?

ÅWhat adaptations may be needed?

ÅIs Scrum a good choice?

ÅDeviation = failure to apply what we know?
Deviation = valuable creative adaptation?
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Preserve 
known value

Create 
new value
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Shu-Ha-Ri
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Source: alistair.cockburn.us/Shu+Ha+Ri

http://alistair.cockburn.us/Shu+Ha+Ri
http://alistair.cockburn.us/Shu+Ha+Ri
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Agile Manifesto

ά²Ŝ ŀǊŜ ǳƴŎƻǾŜǊƛƴƎ ōŜǘǘŜǊ ǿŀȅǎ ƻŦ ŘŜǾŜƭƻǇƛƴƎ softwareΧ ¢ƘǊƻǳƎƘ ǘƘƛǎ 
work we have come to value:

Χ

Working software over comprehensive documentation

Χ

From the Principles:

мΦ hǳǊ ƘƛƎƘŜǎǘ ǇǊƛƻǊƛǘȅ Χ ǾŀƭǳŀōƭŜ software. 

3. Deliver working softwareŦǊŜǉǳŜƴǘƭȅΧ

7. Working software is the primary measure of progress. 

Source: www.agilemanifesto.org
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Manifesto Extended?

ά²Ŝ ŀǊŜ ǳƴŎƻǾŜǊƛƴƎ ōŜǘǘŜǊ ǿŀȅǎ ƻŦ ŘŜǾŜƭƻǇƛƴƎbusiness processesΧ 
Through this work we have come to value:

Χ

Business processes over comprehensive documentation

Χ

мΦ hǳǊ ƘƛƎƘŜǎǘ ǇǊƛƻǊƛǘȅ Χ ŘŜƭƛǾŜǊȅ ƻŦ ǾŀƭǳŀōƭŜ business processes. 

3. Deliver working business processesŦǊŜǉǳŜƴǘƭȅΧ

7. Working business processes are the primary measure of progress. 

Adapted from: www.agilemanifesto.org

(Maybe we should think about our 

software this way, tooé)
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The Client

ÅManufacturing firm: 

electromechanical 

durable goods

ÅWorldwide sales, 

parent company 

overseas
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The Situation

ÅCompany developing a new product line 

ïMultiple models

ïHighly computerized

ïCustom boards

ïMultiple processors

ïOptionally networked

ÅMultiple teams

ïIn-house + subcontractors

ïOnshore & offshore
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The Assignment

ÅCustomer Care (CC) preparing to handle

ïNew products

ïIncreased workload

ÅCC Scrum team

ÅProject backlog

ïBusiness process changes

ïTraining development & delivery
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Customer Care
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Call Center

Inside Sales
Installation

Warranty 
Claims

Training
Parts 

Warehousing

Shipping

Field Service
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CC Team

ÅTeam members:

ï5 people full-time, 3 half-

time

ïSenior techs & managers 

from sales, support, training

ÅProduct Owner

ïDirector-level manager, 

senior SME in all aspects of 

ops

ïFulltime on this assignment
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Transitioning Into Scrumτ
Ceremonies & Artifacts

V/O/?

Daily Standup

ÅDemos
ÅRetrospectives

Sprint Planning
ÅReview backlog
ÅTask and estimate

ÅCommit

V

V

V
V?

V
V/O

13



Copyright © 2010 SolutionsIQ. All rights reserved.Copyright © 2010 SolutionsIQ. All rights reserved.

Backlog in Seven Swim Lanes
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Process & Tools

Install, Coordination, Dispatch

Support

Training

Quality

Call Center

Sales

Fragmented org, not prioritized: needs work!
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άbƻƪƛŀ ¢Ŝǎǘέ

Are you doing Iterative Development?

Å Iterations must be timeboxed to less than 4 weeks
Å Software features must be tested and working at the end of each iteration
Å The iteration must start before specification is complete

Are you doing Scrum?

Å You know who the product owner is
Å There is a product backlog prioritized by business value
Å The product backlog has estimates created by the team
Å The team generates burndown charts and knows their velocity
Å There are no project managers (or anyone else) disrupting the work of the team
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Source: agileconsortium.blogspot.com/2007/12/nokia-test.html

V

?
V

V

O

O

O

O

V

V

V

OV= improvements made!

http://agileconsortium.blogspot.com/2007/12/nokia-test.html
http://agileconsortium.blogspot.com/2007/12/nokia-test.html
http://agileconsortium.blogspot.com/2007/12/nokia-test.html
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Differences from typical software 
project

ÅOrganizational setting

ÅPO was line manager of some team members

ÅExtreme specialization of team members

ÅHigh level of external interaction & dependency

ÅDeliverable types
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Types of deliverables

ÅCourseware design 
standard

ÅCourseware module

ÅDesign for call tree

ÅList of error codes

ÅAgreement about codes 
procedure

ÅProcedure diagram

ÅProcedure rollout

ÅRoom installation

ÅQC check on equipment

ÅReview of another 
team's backlog

ÅSet of data defined & 
keyed into SAP

ÅRequest for IT 
development

17



Copyright © 2010 SolutionsIQ. All rights reserved.Copyright © 2010 SolutionsIQ. All rights reserved.

Typical Organization?
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PO Team

ñThe BusinessòIT or Development

Stakeholders

Gatekeepers
(Resources)
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Actual Ecology Looks More Like This
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Shipping

Marketing

Customer

POCall Center

Team

Warranty 
Claims

Subs

Dealers

Warehousing

Manufacturing

Dev
QA

IT

Field Ops
Training

Sales
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Being the Business

ÅRelative to the software teams, we were a 
stakeholder

ïClose to the customer, we often had to speak for them

ÅRelative to IT, we were a user

ïWe needed functionality from SharePoint, SAP, and Web

Being on the business side τ

Everyone should try it some time!
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Evolution of Practices

ÅInspect & adapt

ÅWhat makes sense?

Å!ŘŀǇǘƛƴƎ ǘƻ ƻǊƎŀƴƛȊŀǘƛƻƴŀƭ ϦƎƛǾŜƴǎέ

ÅWhat's a given? 

ÅPicking your battles
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Team
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ÅMoved one half-timer 
off team

ÅConverted another to 
full-time

ÅAdded part-time 
support from off-team 
trainers (could not get 
full-time)
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Project Backlog τFront
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Support Ops

Sales Ops

Cross-Group

Training
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Project Backlog τBack
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Projection

Ranges

Next Release

Pending PO

Review

Deferred

Targets
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Sprint Backlog
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Candidate Stories
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Team Velocity & Planning

ÅPattern of taking too much and not finishing

ÅKeeping busy through delays: Multi-tasking
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Individual Capacity & Planning

ÅPersistent specialization among team 

members led to many adaptations

ïYesterdayôs weather & next sprintôs capacity assessed 

at individual level

ïCapacity adjustments by person (available half-days)

ïVelocity & targets by person

ïWork allocation by person
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Typical Software Story

As a customer I want to check my 
order status online so that I can know 
when to expect my package

Story 14

Acceptance Criteria
ω±ƛŜǿ ǎǘŀǘǳǎ ŀǎ άǿŀƛǘƛƴƎ ŦƻǊ 
ǇƛŎƪǳǇέΣ άŜƴ ǊƻǳǘŜέ ƻǊ 
άŘŜƭƛǾŜǊŜŘέ
ωDate of each step in route
ωEstimated time of delivery
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Sample CC Story

30
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Photo Decoded

Title: Module 2 ςSetup & Configuration ςDevelop

Story: As Training we need to develop the Setup & 
Configuration module so we can accurately train 
internal & external personnel and customers on the 
new product

AC1: Develop courseware based on requirements

AC2: Place material in CBT and ILT formats

AC3: Get signoff from stakeholders on beta release
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Value Chain

Customer

Service Rep

Trainer

Courseware 
Dev

I want good service

I want to know what Iôm doing

I want to teach well
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INVEST Model*

ndependentτschedule and implement in any order

egotiableτŘŜǎŎǊƛōŜ ǘƘŜ άǿƘŀǘέ ƴƻǘ ǘƘŜ άƘƻǿέ

aluableτmust be valuable to the customer

stimableτto help customer rank based on cost

ized Appropriatelyτconsumable by team 
for implementation

estableτshows story is clear and defines done state

* ñINVEST in Storiesò ïBill Wake xp123.com/xplor/xp0308/index.shtml
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Particularly 
difficult on this 

project

http://xp123.com/xplor/xp0308/index.shtml
http://xp123.com/xplor/xp0308/index.shtml
http://xp123.com/xplor/xp0308/index.shtml
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Example Dependent Story Set

Å532 Network Partner Audit Process Creation

As CC we need to develop an audit process to evaluate 
potential network partners

Å533 Network Partner Audit Process Implementation

As CC we need to use the audit process to evaluate 
potential network partners

Å534 Network Partner Selection, Setup, and Handoff

As CC we need to choose a network partner, then ensure 
appropriate handoff to departments who will finalize 
the partnership so we can bring the partner on board
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Story Architecture

ÅSashimi generally not an option for us

ïSlice of business value threads through multiple teams

ÅPartition at external boundaries 

ïa request story, then a continuing story after response

ÅPartitioning in stages

ïdesign a procedure, then roll it out

ïdesign an evaluation, conduct it, execute on chosen option

ÅDe factopartitioning

ïStory 302a, b, c, d, e, f, g, h, i
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Post-FactoPartitioning

ÅPartitioning stories at sprint end

ÅPartial velocity accepted:

ïWork partly completed? No points

ïPart of work fully completed? Partial points

(Story could have been partitioned at start of sprint)
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Sprint Demos
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ÅIn-sprint acceptance

ÅDemo as PR activity

ÅBegan to skip demos
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Summary

ÅWhat did we do differently?

ÅWhich practices did we decide not to use?

ÅMost valuable practices
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Recap τWhat We Did Differently

ÅBacklog segmented by subteam

ÅIndividual velocity

ÅMany tasks & stories in process at once 

ÅPattern of taking too much & not finishing

ÅStory architecture
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Practices We Decided Not to Use

ÅDefinition of done

ÅFormal testing

ÅSprint demos
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Most Valuable Practices

ÅStories & conversations

ÅDaily standup

ÅRetrospectives

ÅBacklogs

ÅTask boards
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Of Questionable Value on 
This Project

ÅIterations?

ïCadence of delivery to encourage completion habits

ïBut forced a lot of arbitrary boundaries

ïOverhead costs

ÅVelocity?

ïTo guide sprint planning

ïTo give some release-level predictability

ïNot clear that either of these worked well for us
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Would We Do This Again?

ÅBetter than waterfall!

ÅBetter than traditional management (what would 
that even look like for this?)

ÅMight give Kanban a try ƴŜȄǘ ǘƛƳŜΧ
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Resources

ÅGary Morgan, 2009 Orlando Scrum Gathering: 
ScrumBut Research

ÅArline and Jeff Sutherland, Agile 2009: Scrum in 
Church: Saving the World One Team at a Time

ÅIgor Altman, Agile 2009: Take No Prisoners: How a 
Venture Capital Group Does Scrum

ÅTobias Mayer (Scrum Alliance), open space 
conference 25-26 Sep 2010 in Phoenix, AZ: 
Scrum Beyond Software 
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http://www.scrumalliance.org/resources/606
http://www.scrumalliance.org/resources/606
http://www.scrumalliance.org/resources/606
http://www.scrumalliance.org/resources/1605
http://agile2009.agilealliance.org/node/189
http://agile2009.agilealliance.org/node/189
http://agile2009.agilealliance.org/node/1230
http://agile2009.agilealliance.org/node/1230
http://scrumalliance.org/events/202
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Further conversation?
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