Bryan Zarnett

1. Describe one project on which you have used Scrum over the | ast
twel ve nont hs. Descri be

a) Purpose - Scrumwas used as the process to nanage the Pre-production
testing (PPT) cycle within the Retail Branch technol ogi es departnent of
a maj or Canadi an bank. Scrumwas to to provide process inprovenent,
repeatability, and general project nmanagenent within the existing RUP-
oriented project structure. The PPT section is used repeatability in
nunmerous projects and is a core requirenent for rel ease.

b) Length - each project's PPT cycle |lasts approximately three nonths
intotal. I amwrking on the third project using our new approach.

c) Cost - | amnot privy to this information. Since the inception of
Scrum as the managenent process, the projects have been brought in on
time, or slightly under time with no overtine required by the team
menbers. The process has been identified as repeatable.

d) Value - reduction of overtine required by team nenbers, the ability
to have a rel eased produced on tine, repeatable process that can be
executed by other nenbers of the team W have reached each of these
goal s.

e) Size - the average teamis 6 individuals, only two of which are
directly part of the RBT group. Ot her team nenbers managed under the
project were "service providers". Al individuals reported into the PTE
Architect (aka Scrumvaster aka M).

f) Teans - the teans often worked on several projects but under the
context of the managenent process where sel f-organi zi ng and responsible
for their tasks. Myself and the perfornmance analysts will located in

t he sane open space. Al other individuals where distributed around
Toronto. Communi cati on was done by phone and e-nmai |

g) Initiation - | was brought in by the director to inplenment process

i nprovenent. The team had no Scrum training nor where they

know edgeabl e about Agil e approaches to nanagenent and engi neeri ng.
Aspects of Scrum where introduced at a sl ow pace using term nol ogy that
already existed in the organi zation to ease transition. New terns and
concepts where introduced slowy over a period of two nonths.

h) Reporting - progress to nmanagenent and custoners was executed
through daily status reports (via e-mail) which contained the details
of our sprint signature | og devel oped through our daily scrunms. This
i ncl uded any inpedinents and their resolutions. Management was not
interested in other reports so we did not provide them- no
expect ati on.

i) Change - no real difficulties occurred. To negate issues, we used
term nol ogy that was al ready spoken and slowy changed the context or
provided additional structure. Mst term nol ogy was used but never
docunment ed. W docunented the term nol ogy and presented the initia
stake in the ground. Step one was to anal yze the current processes and



map themto simlar Scrum practices. Fromthis mapping, we created a
docunent ed and wor ki ng structure.

j) Managenment - no ownership existed for this process prior to ny
arrival .

Proj ects on average where 6 nonths |ate. The product owner role was the
proj ect nanager. This was never successfully perfornmed.

k) Engineering - we created standards in which performance and
operation testing was to be perforned, and provide standard

docunent ation and formats surrounding this. The core practices invol ved
i mpl ementi ng standard conventions and idionms, checking test scripts
into version control, and continuous validation of the test scripts.

) Stabilization - we provide an approach to accurately nanage
expectations and requirements. Qur approach allowed the products to be
rel eased on tine .

n) Success - the projects have been rel eased on tinme based on the
visibility and managenent approach of Scrum Furthernore, because of
t he approach (underlying philosophy of Scrum) all nenbers in the
departnent have a better understanding of what is expected, what PTE
neans, and how it is executed agai nst. Additional departnents outside
of Retail Branch Technol ogi es are requesting details on our approach

n) Scrum Process - the Scrum managenent process was i npl enmented out of
the book with the following alterations: 1) we used the term nol ogy
that al ready existed and used the Scrum practices to provide a
structure; 2) No one knows we are doing Scrum 3) E-mails with one or
two slides where consistently used to present and docunent changes; 4)
the only nodification was in termnology; 5) we did not include

devel opnent engi neering practices.

2. How do you cause the accuracy of Product Backl og estimates to
i nprove? To what degree does their accuracy matter?

As work is executed on a task in the sprint backlog or a requirement in
t he product backl og, the actual versus the estimated is tracked. In our
sprint retrospective we exam ne these discrepancies and discuss initia
assunptions and what inpedinents caused the issue. This works in
conjunction with the sprint signature | og. Wen a particul ar backl og
entry is being created the individuals responsible are always asked to
conpare this with previously executed work of a similar nature. By
conparing to previous work, the estimates are nore accurate - the

adj ustnent factor aids in the final estimte scope. The retrospective
neeting hel ps team nenbers understand how esti mates where created and
what assunptions are nade - positive or negative to the situation

3. How do you cause the accuracy of what a teamcommts to for a Sprint
to what the team actually delivers?

| use the sane nethod as described above - the key is the process of
anal ysis - having team nenbers thing in terns of simlar tasks
previously acconplished. The tool is "three points of view' - | ask the
team nenbers to think in regards of their perspective, the perspective
of the business advocate, and the perspective of a 3rd party (such as
an end user) - this provides thema sinple process to think through the



problem As a nmenber of the team | sonetinme acts as the 3rd party. |

al so ask the teamto provide their assunptions or conditions in regards
to their estimate - this way we can better judge the adjustment factor.
The adjustnment factor is very inportant.

4. What netrics do you use to track the devel opnent process? Wi ch
netrics have been changed, renpved, or newy inplenented as a result of
usi ng Scrunf

| use a burndown chart - the ampunt of work conpleted in regards to the
amount of work that needs to be conpleted. This is the core netric. The
sprint signature |og provides a perspective on the accuracy of the
backl og nunbers. Based on the projects | amworking with, | do not use
any other netrics. | look at nmetrics in terns of useful, unuseful, and
usel ess. The burndown chart | find very useful while metrics such as
"nunber of tests created each sprint" to be usel ess and provide
information that has no rel evance.

5. What type of training, resources, or tools would best help you
successfully enploy Scrumin the future?

Based on the organizations | amworking with, integration with

M crosoft Project seens the nobst viable tool - a series of views that
all ow ne to nmanage backl ogs through M crosoft Project outside of a
Gantt chart view | think targeted training in the future will be

inmportant - training that provides individuals with practica
i nformation on the devel opnment of backl ogs and how to ensure their
accuracy; or how to integrate engineering practices.

6. (Optional) Scrum and Extrenme Programm ng are sonetines used
t oget her.
What must be considered when this is done?

| believe in exam ne things on their general principle. CGenera

princi ples work under pressure and all ow for easy adaptation to the
envi ronnent, predi canment, and team |In using XP practices, the twelve
core practices | look at as being "extremes". | initially look at the
essence of the requirenent. For exanple, for pair progranmm ng the basic
principle or general requirenent is code reviews. Based on return on
investment and return on expectations for the project, given the team
environnent, and predicament | will determne if the genera

engi neering practice brings a return on investnent and expectation to
the project. If it does, | look at nmy three variables (environnent,
predi canent, tean) and determ ne the best approach. For team A, weekly
code review for a period of 2 hours m ght be the best approach in
conjunction with code review tools that check for coding conventions
and i dions (expectations are provided). |In other circunstances, the
vari abl es m ght say that pair programmng is the best approach. The
twel ve engineering practices | use as basics - fundanmental building

bl ocks of engineering practices. Wth each basic, | see which is
useful, unuseful, or useless to the project. Fromthere | determne the
appropriate inplenentation given return on expectations and return on

i nvest ment .



