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Adapting Agile to the Real World

Compare Experiences of Methodologies

What Problems are we Trying to Solve?
What can we Learn?




Who Am [?

Robert Black: rablack@stanford.edu
Background

Developing software used for TV Ratings in many countries

Managing a team of many Project Managers

| had the opportunity to try different methodologies with different
project teams




Now

Working for Stanford (and others) as a contractor

SK:

Providing

Drupallers Drop-in Help




| am Not going to Talk About...

The Specifics of TV Ratings




TV Ratings 101

Seeks to Answer the Question “Who is Watching What
and When?”

Is a form of Market Research




Measuring 'V Ratings

Consistent Industry-wide Methodology

Recruit a panel to represent the demographic distribution
of the target population

Collect TV Viewing Information from households

Process the raw viewing data to generate the ratings




SCRUM

Agile Lightweight (Software Development) Methodology
based on Empiricism

Core Roles

Ceremonies

Sprints of 4-6 Weeks Without Changing Direction
|ldeal team size: 7




SCRUM — What Werked

Very good for delivering custom products for a specific
customer

Frequent releases demonstrated progress
Transparency accounted for money spent
Able to Predict Future Progress

Managed Quality over Many lterations

Especially Good for User Interface Development
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Projects with Requirements more Complex than can be
managed by 1 Person

Projects that Can’t be delivered Incrementally
Projects with a large non-software Component
Projects of more than 20 People

Projects with fewer than 4 People

Projects that shouldn’t be Continued

Emergency Response




Waterfall

The “original” Methodology

Sequential




Waterfall - What Worked

Projects with low risk

Projects with a high cost of iteration

Delivered what the customer needed instead of what the
customer asked for
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R&D
Complex software




Waterfall vs Serum

Scrum

Waterfall

In practice this means too expensive

Waterfall is almost never a “good” technique but
sometimes Scrum is worse.




Extreme Programming (XP)

A Set of Best Practices for Agile Software Development
Practices Include

Self-organizing Teams

Works with as few as 2 People
Short Iterations: 1-2 Weeks
Embedded Customer




XP — What Worked

R&D

A team with a natural leader who wanted to stay a
programmer

Extremely responsive to the customer asking for

something
Handled emergencies
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Problems with customers undermining best practice

Sometimes what customers need isn’t what they ask for
Didn’t scale well above about 6 people

Requires programmers to be self-organizing. Did not work
well with junior programmers.

Self-organizing teams conflicted with best practice
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Scrum

Scrum and XP are not mutually exclusive




What Preblems are we Trying
to Solve?




Summany sofar

Scrum and XP work well for software because their
feedback loops manage specification risk

Scrum manages process, developers and customers

better than XP at the cost of longer iterations
Waterfall’s only real feedback loop is prototyping

Can we do better?




Rational Unified Process (RUP)

RUP is an Artifact-driven lterative Methodology
Designed for Software Development
Manages non-software components

Methodology is very heavyweight unless you Tailor it




RUP - What Worked?

Nothing!
Methodology buried us in paperwork

But knowing what is necessary requires experience
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Iterative Adaptive Methodology
Developed and widely used by UK Government
Several levels of feedback loops

Includes separate “starting up” and “shutting down”
phases

Includes ongoing assessment of project viability

Not directly suitable for Software Development




RPIRINCIZL — Shenglis

Manages all sorts of risk

Integrates nicely with multiple Scrum teams




PRINCEZ2 - Weaknesse

Heavyweight
Needs all 6 key roles trained in PRINCE2

Executive (Decision maker. Represents the organization)
Senior User (Represents all users/customers)

Senior Supplier (Represents all suppliers, including Scrum
Masters and Product Owners)

Project Manager
Project Assurance




What Did | Learn?

Use Scrum with XP best practices for Software
Development

If there is a substantial non-software component then use
a conventional Project Management Methodology
layered over the top

Make sure everybody is adequately trained

If there are multiple Scrum teams, hire an architect and a
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