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Basic pattern for a

scrum pYOJec‘l' Backlog: ‘ Il:‘ﬁgcll%:%u ros {
amm— - 2l features 17 features ‘ - S

. : Planning
¥ There are three main roles on a Scrum project:  [\_ZJining Planning
| product owner, Scrum Master, and team member. _ : Dai Cor
% : : . '}" i Sevum afyj Strum
| * The team (including the product owner) maintains a Strum Daily ‘
| backlog of features and requirements that need to be Sevum Daily| Sevum il Dailyi Sevum

- | built, organized by value and difficulty.

Daily ! baily

| * The software is built using timeboxed iterations called Y
sprints. At the start of each sprint, the team does

" | planning to determine which features from the backlog
| to build.
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'

* Every day, the team holds a short face-to-face meeting
Jcalled a Daily Scrum to update each other on the
progress they’ve made, and the roadblocks ahead.

#

| The Scrum Master, keeps the project rolling by

? helping the team identify and remove roadblocks. At
| the end of the sprint, working software is demonstrated, ily [Sevum
| and the team holds a retrospective to figure out lessons

‘f;_ they’ve learned so they can improve. ilY i
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ie Serum pattern is veally ‘ ———— —
* Thclbaswdgc :I: J‘c,cams have no trouble New backlog:{ e  New backlos New baokls

“ 4 simple, and mo - »

3 adopting it. [£ it's so easy, then why ————-—3 ___.__3 LA ;

2 aven't all of us doing chum?
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Scrum values give direction
to the practices and roles.

“Grand principles that generate no action are mere vapor.
|Conversely, specific practices in the absence of guiding
Frinciples are often inappropriately used.”
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Practices '
% Projct‘[: baCklog

#  Sprints, sprint planning, sprint batklog
Daily Serum meeting
Task boards and burn—down harts
Sprint and projeet vetrospectives

User stories, story points, vcloci-l;\/

Y FuN FacT: DD You )

 KNOW THAT ScRum |

Roles | DOESN'T ABSOLUTELY]
'REQUIRE TEAMS TO |

# Produtt owner | USE USER sTORES? |

#  Strum Master

&% Team
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Scrum Values

Commitment: Each person is committed to
the project's goals

Respect: Team members respect each other
Focus: Everyone 1s focused on the work

Openness: Each team member 1s aware of the
work everyone else 1s doing

Courage: Team members have the courage to
stand up for the project

P

S crum has its own set of values. If they clash with the values built
zjzﬁ‘;ﬁﬁq into the culture of the company, that's a major barrier to adoption.




Effective Serum teaws are self-organizing

Ken Sehwaber wrote
this in “Agile Project
Management with
Sevum” — that'’s the
book that introduted
Sevum 4o the agile
(,ommuni'(;\/.

For Scrum to work, the team has to deeply and
viscerally understand collective commitment and
self-organization. Scrum’s theory, practices, and
rules are easy to grasp intellectually. But until a
group of individuals has made a collective
commitment to deliver something tangible in a
fixed amount of time, those individuals probably
don’t get Scrum. When the team members stop
cting as many and adopt and commit to a common
urpose, the team becomes capable of self-
rganization and can quickly cut through
omplexity and produce actionable plans. i

T ——

j - than just
For a Scrum team to become effective, they need to do more st =
ollow the basic Scrum pattern. Effective scrum teams are self-organizing

without that, team members feel like they're just going through the
“imotions.
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- Every one of us has our own st, here's nothing wrong ¢
* with that. But motivating each team member as an individual isn't an
- effective way to bring a team together.
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done” an effective elevati
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Is “the boss really needs this
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 [productive, because they’re not in fear for their life with every| *
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:“. SE 2 z . |"If you’re out digging'ditches, that’s not very elevating or ‘u.
. Teaws self-organize around elevating goals | = /|inspiring. Butif you're digging ditches to protect your town |
pit e ~ +_ |that’s about to be attacked by an enemy, well, that’s more et
,'.»',-.f"-:"‘ # Teams tan be motivated by many things: getting an "“ inspiring, even though it’s the same activity. And so the a7
‘:" o??or‘(:uni'[:\/ 4o work on a new '(:cdmolog\/ or in @ domain | :w leader’s job, really, is to try to determine or frame the w
’“i\,. & that ‘l’)\cy want to learn about, the \’°SSibili£\/ of 3 U~ activity in such a way that people can understand what the i
:\?’3 Vromo{:ion, 3 ?crl:omanu bonus, work'mg (:\rom home. ‘ ;‘5{%

| & Teams tan be motivated by negative things, too: the boss

‘% will be mad, you'll get yelled at (or less money, or 4 ['You can’t alwavs tell w : .

y Lived). o ’ ' y | en a team 1§ dysfunctional. If 53
S wed. " there’s negative shouting and screaming, that’s a problem. I
-l # Those things, positive or negative, motivate people to Fm son;etlmes, you can be STl B UL where everyone’s _ :‘
--,-5 work for themselves and their own interests, not come %2 Lying, ut nobody’s Commum.catlng , and nobody’s reaching 25

| ogether a5 3 team | [[heir goals. The casy analogy is that during the day you've [
x % o ot- pe(?ple digging a hole, and at night other people are i’ sy
R:‘ #  Teams are motivated best by elevating goals, which bring & 11¥ng 1t up. EVCT}’bOdY’S WOfkiI}g really hard digging and :-,.
qé T bhev—for higher purpose £hat th ey all eave 5 lling .holel:’s, but in the end nothmg of value is actually ‘; :
| sboek 15 only vith an clevating ooal that a team can | pecuring.” - Scott Ambler. Beaurifl Teams (Chapter 26) | %
:,-*:: scl(:—-organiz_c- '
oy :

:: #  Delivering value can be a very effective goal. . |"One of the signs that I have for the health of an organization
o ~ . |is that they’re reticent to fail. Organizations that are totally -
,\" #  When a team has an elevating goal that they truly ~ -~ |anal and refuse to fail at all tend to be the least innovative &
ﬁ""‘: believe in, and ‘U\C\/'\rc given the room to detide tor ’ organizations, and they’re hardly any fun, because these A
S8 themselves how 4o accomplish it (and the freedom to " |people are so fearful of failing they take the most conservative |
.,«‘; take visks) they will work hard to use the tools they - lactions. On the other hand, organizations that are freer in ’
»1 have available to solve any problem standing in the way ' failing, not in a way that will destroy the business, but are 4
:.,’f of that 3°3|° ', iven some freedom to fail, are the ones that are more H

&+ line of code." -- Grady Booch, Beautiful Teams (Chapter 9)
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In progress
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+ “Command” refers 1o + “control” refers to the way
| Way work is assigned ’rge changes are handled, witha On a self-organizing team,
| the team (rather than the project manager constantly everyone plans together to

team deciding together momt_ormg the project and figure out what work needs
| who does what), updating the plan when changes to be done. During the sprint.
TR are discovered. each person takes on the

‘ ' AP N IR A SR work that the project needs. = === =
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¥* |£ You know up front what You
want to build, tommand—and-
tontrol is very c«c(:icicn{:-

¥* You tan define the goals and
?lan up (:ron‘(:, and ‘(:va(,k you\r
?\rojctxﬁ's Progress agains{: i'[:-

Prawbacks

¥ Dccision-—making -(:or the whole
?rojccf vests on the shoulders of
the project manager.

¥ Adjustments to the plan have
to be made ‘U\rough an often
tumbersome thange tontrol
proless

@

How often are projects planned perfectly from the beginning?
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Pigs
Pigs genuinely feel that in order for them 1o %

sucteed, their project needs to suteeed.

When all £eam members ave pigs, it means that
everyone is committed.

[+ also means that everyone will do any ")ob, i‘c that's
what the project needs. s

Chickens

Chickens ave sim\?ly assigned £o or intevested in
projetts, but not tommitted o their suceess.

And that's okay! Every project needs its chickens:
people who sell the product, support it, or vun the
tompany-

But it's very easy for even an experienced Strum
Leam to fall back into a hicken mentality.

One thing that Scrum is asking you @o do is to be a pig: while you're

S
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~“working on a Sprint, making the project successful is more important
3 than any other professional goal that you have




|t's easy 4o talk
about tourage, but
s a lot havder to
show it when Lt means

Sa\l"ns no ‘to YOW‘ bOS . :;\- : 4

about an important

The Daily Strum is all |2

abou'l: openness bccausc
it 9ives everyone on
the team all of the
info\rma'l:ion That ¢an

be undom‘co\r'l:ab'c for
some PCOP'C.

The plan doesn't
tommit us. Our
tommitments tommit
us, the ?lan is JuS'l:
wheve we write those

tommitments down.
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Scrum Valligé\x‘s\\

Commitment: Each person is committed to
the project's goals

Respect: Team members respect each other
Focus: Everyone is focused on the work

Openness: Each team member 1s aware of the
work everyone else 1s doing

Courage: Team members have the courage to
stand up for the project

values of
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A team that’s truly

Lotused is not asked
) multitask. |‘(: You

wah'l: someone ‘l:o 36{:
$wo thinas done, ask
for the 2'&%{: thing,

+hen the setond.

When 3 manager
questions the team’s
estimates, what does
that say about

respect? What effeet
does it have on Lheir

sense of Commitment?

- |lmagine a conversation between the CEO and the Scrum Master about a
" |project. The CEO asks what he’s going to get with a two million dollar

. |investment in software over the next year. The Scrum Master tells the CEOQ <
| [that he’s not sure yet; they’ll have an update every month, and at the end of

he project they’ll have at least two million dollars worth of software. No
EO 1n his right mind would ever approve that project. Why not?
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> Relinquishing control of the project and trusting
the team to decide what gets delivered?

I LR AR >Not going off on your own and building something
s €asy to get behind AR AL without talking to the rest of the team, and just

the Sevum values 35 R o Ja integrating it at the end?

sbstract concepts, but | :

- a

3 lot harder 1o stick | *-; > Not having one “wring-able” neck?

With them if your [ > Listening to comments and feedback, and not
Company’s eulture o telling people to mind their own business?
tlashes with them. T IR

""""""""""""""""
....................

BRESPECT

: i ture af the best
¥ Trusting the teaw to deliver each fea : ;
possible date based on relative value and how the project 3 % Never asking anyone on your team 1o do work
progresses? that the whole team hasn't agreed to take on

5 Giving the team enough time to do the work, and not > (“but | need this done now!*)?

demanding overtime of them? R *Putting what’s most valuable to the company
% Trusting the team to choose the tasks that are right ‘I ahead of all other project or work concerns?

for thewm and for the project, rather than relying on | “KThinking about project planning or users if you
strict roles, RACl matrices, ete? | never have before?

| ' ' don’t know
Not being able to ever say again jrhat you _
| :'Iéhy the team decided to do something the way they did?

> Never asking anyone on the team to do work
that’s not part of the eurrent sprint?

' ' R ' A :_“ 3 - :"' 2L ~ "_.. " ,.4"'."‘ : _-'_ 2 AR N, ’,'. -~ -A Y _;_.Z y e T SRR 5
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;1 > Not being able to predict what date each feature is e ——— T ————
‘ : going to be released? " What if you’re not okay with some of these things?
p - : I 28 : :
<t >k Thinking about technical details if you never have . |[Not every team in every company can self-organize from day one,
,; before? *~ |and that’s okay. If your company’s culture doesn’t match the
\*5’1 A ~ |Scrum values, your job as a Scrum adopter is to help the people
53 ﬁéfhmlgmg about what the programmer next to you . laround you understand its values.
=4 is working on, and whether it really fits into the
Q; overall goal? * [Don’t just adopt some practices and then call it a complete 5
. re ~ [Scrum adoption. Adopting a new methodology is a process, and it
2 > The programmer next to you thinking about your ey H P pting sy1sap -

. " [takes time for people to learn a new way of doing things.
? 4
¥ work in exactly the same way: ~ . [Becoming a pushy agile zealot can make it harder to bring agile to

.
e ' [your company! |
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g k. them a vision of what they can accomplish tomorrow. Then they |;
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. won’t just assume that they’re doing Scrum because they’ve :
. pdopted a few simple practices. L 5
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I *Not being able o blame lack of planning on your project % e, AP TP AR e % = 'f,'::"'?;" el LTS A S
manager? 3

% Not being able to blame poor requirements that do;n”r hit
the mark on your product owner or senior managers!

3 Taking the time to really understand your users?

ildi ' 7 hat the
Building something that isn't pel"fept because w
b j:ers need most is something that’s simply good enough?

‘Many teams adopt Scrum practices
_ \without the Scrum values first, and

~

~that's okay--but only if everyone on
‘\the team shares the goal of self-

';}{;;organizing. When they work towards a
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5 ~real Scrum adoption together, everyone
& 3 can help change the culture around

s

=
T————— . them to accept the Scrum values.
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