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Scrum — Keeping IT Simple

In the world of IT as systems become more
and more powerful and complex,
managing these complex systems becomes
easier and easier. A big part of what | have
dubbed the IT revolution comes from a new
group of revolutionaries pushing forward
the message that serious does not need to
be complex. In the world of Agile we have
been advised that Agile does not mean
fragile. Today | am going to zoom in fo a
little old thing called Scrum. When Scrum
was invented and first implemented it was
meant to be a simple framework with few
roles, meetings, and artifacts.

I now feel no choice but to ask, what in the
world happened to the simplicity2 As it has
evolved, Scrum has become polluted. |
have even heard many Agile coaches
proclaim that a ‘vanilla Scrum’
implementation will only work in small
organizations with simple projects. Although
this could be no further from the truth, | sfill
feel the pain from teams who are suffering
from being bitten on their Scrum-Butt!

All too often, at the direction of someone in
a management position, we abandon the
simple things we know fo be frue. Whether
it is done in an effort to find the holy grail of
increased efficiency, or if it is done to make
the adopftion an easier to swallow pill, does
that make it alrighte Does simple with few
rules, roles, and artifacts necessarily mean
easy? Where do we draw the line?
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In this arficle, | intfend to expose what
makes Scrum such a difficult pill o
swallow. | will also present why teams
choose fo struggle with something so
simple. Let's start by taking a walk down
Scrum Lane and discussing some of the
pieces that people struggle with most.

The first of three concepts we will discuss
today is roles. | cannot help but notice
when | enter organizations that one of the
largest challenges they face as they
fransition to Agile is where does my role fit
into the mix2 People are constantly trying
to squeeze what they do info the Agile
mold when in fact there are fruly only
three positions regardless of Agile
Methodology. No matter how you boil it
down, when Agile is done properly, each
person involved falls into one of three
roles. These roles are Customer,
Implementor, and Facilitator.

Each one has been called a number of
different names within the organization,
but the simple truth is no matter what HR
calls you or what is placed on your
business card, you should fall into one of
these three roles. If you do not, it may be
fime for you to do a serious intfrospective
and identify how you can modify your role
to fit better into one of the three identified.
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Who Are Youze!

This is a question that | love
to ask feams when | come
out to visit their organization.
One of the keys | learned to
successful team building is
to stop acting like you think
you should and start acting
in a way that you would like
for others to perceive you.

Take the time to make

In Scrum the three roles are

Product Owner, Scrum
Master, and Team

No problem solving
happens here. The team
simply identifies issues
and takes them offline to
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The team should meet at
the beginning of the spring
fo review the work for the
upcoming sprint and break

This feedback is what helps
the tfeam stay focused on
exceeding the stakeholder’s
expectations and allows all

The third and final concept

fo keep Scrum simple is
focusing only on the three
arfifacts. The three Scrum

the product backlog. This
is the actual work that the
tfeam commits to deliver.
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Member. Keeping the roles

certain that your behavior
matches what you would
like for others to see and
draws you in closer to the

tfeam.

Be on the lookout for a
future post that discusses
whether you are part of the
problem or part of the
solution? Sometimes people
are working fo mend the
team and other times
people are secretly
destroying and breaking the
team. Take a moment to
define who you are and
watch the difference it can
make within your agile

teams. A big key to success

within Agile

implementations and
adaptations is in the ability
for people to re-identify who
the are and redefine their
roles on the agile team.
Take advantage of the
chance fo be a leader and

not a follower in this spacel!

in check will help bring

success to the organization

as it embraces Scrum.

The second concept up for

discussion is the correct

Scrum meetings. Scrum has

always been founded on
the premise of three
meetings. The first is the
Daily Standup, (Daily
Scrum). The Daily meeting

is a chance for the team to

report their daily progress
to each other! This is the
perfect time for the team
to use subtle pressure to
insure accountability is in
place for each individual.

The meeting has only three

questions for each
individual to answer:

1) What have you
done since we last
met?

2) What are you
planning to do until
we meet again?g

3) Is there anything
that is preventing
you from
completing the
items you
committed to?

The meeting is capped at
fifteen minutes in length.

resolve. Attaining the
right level of detail is the
key to making this
meeting successful. This
meeting should happen
in the same location at
the same fime every day
without exception.

The second meeting is
Sprint Planning. The
most common
misconception is that
no initial preparation .
takes place prior to
this meeting which is
simply not frue. Key
considerations must
be met to achieve
success.

The product backlog must
be properly groomed and
backlog items must be
ready to be placed into a
sprint. An architectural
runway must also be in
place for the team to be
able to successfully plan for
the work. Many people
forget these critical steps
and when this falls squarely
on the team, the team
fails. Effective Sprint
planning largely
confributes to a team'’s
success in adopting or
implementing Scrum.

the work down into small
tasks and tests. This is
learned art and you should
never expect a team to
catch everything on the first
pass at the item. This
meeting should be brief
and time-boxed equivalent
fo one hour per week of
your tfeam’s sprint length.
Four week sprint = four hour
meeting.

Proper
execution in
the Sprint
Planning
meeting is
critical to the
team’s success.

The third Scrum meeting
is Sprint Review which
includes the demo and
retrospective. Of all the
Scrum meetings, this one
can prove to be the most
beneficial to the success
of the team. The entire
concept of inspection
and adaptation rides on
the premise that the key
stakeholders will have a
chance to review what
the team has created
and have a chance to
provide instrumental
feedback.

key parties to be on the
same page. The
retrospective is the only
opportunity that the team
has to inspect and adapt the
process. Although at times
the meeting may turn
tfoward evaluation of
individuals on the team, it is
critical fo maintain focus on
the process and look for
ways to prepare an agenda
that allows the team to stay
focused on delivering
meaningful results in the
retrospective. The team will
be grateful that you helped
them stay on frack.

artifacts are as follows:

1)

2)

This Month’s Agile Q&A

A: In fact | am! Keep your eyes peeled as |

will be visiting Atlanta in February to
participate in AgilePalooza ATL. | have

also

been selected to present at SQE Agile Dev

Practices Conference in June. | will
certainly keep all of you posted as new
sessions become identified.

Product Backlog —
This should be a well
managed list of work
to do in upcoming
sprints. The work

3) Burndown Chart - This

visual indicatoris a
work remaining to be

sprint commitment.

should be broken
down in a manner

that makes it easily
consumable within a

single sprint.

Sprint Backlog - This

backlog should

contain all of the
small fasks & tests
needed to complete
a subset of work from

take this very basic
framework and

organizational culture. If

will all re-discover that
Scrum really does work!

A: In fact, with a degree in psychology and a
general belief that people are generally good, |
have been asked to do a large number of
public speaking appearances, as a keynote
address and to offer words of inspiration from
a motivational perspective.

| have been recognized by multiple
organizations for excellence in public speaking
and as a result have been asked to share my
personal success story to many different
audiences. Call and check for availability.

constant reminder of the

completed as part of the

| think too often we try to

overcomplicate it to fit our

we get back to basics, we
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On-Site Agile Coaching and
Consulting are also available.

For more information or to book a
course today, please contact:

Lee Henson — 801-898-0295
lee@agiledad.com
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VersionOne and Elite
Participating Partner Providers.



