Download this deck: http://bit.ly/learning-agile-antipatterns

O'REILLY"

\-'-..\
RANEY Lol
x\ R O
{7 (((fw S\> ‘ o
A

Learning

Agile

UNDERSTANDING SCRUM, XP, LEAN, AND KANBAN § '(n:‘. |
. NN S /

Andrew Stellman & Jennifer Greene

Agile Antipatterns
What does “better-than-not-doing-it” mean for agile teams?

© 2015 Stellman & Greene Consulting LLC http://www.stellman-greene.com




Practices are more or less effective
depending on the team’s mindset
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LET’S
HOLD A DAILY

STANDUP MEETING SO I
CAN GET STATUS FROM YOU
EVERY DAY- THAT'S A GREAT
PRACTICE THAT WE CAN
ALL GET BEHIND.
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WE ALEEADY HAVE
TOO MANY MEETINGS! IF
YOU DON’T TRUST ME TO DO
MY JOB, FIND SOMEONE
ELSE TO DO IT.

Project Manager
W ——— ———

Developer
R ———



They miss the point... but it's
still worth holding the meeting

The project manager uses the
daily standup to get status
updates on his plan and give team
members their next assignments.

I ONLY FIND
OUT ABOUT A
PROBLEM
WHEN IT/S TOO
LATE FOR ME

TO DO

SOMETHING

The developer wants to get back Y, O
to coding, so he gives his update /f 5 OO
and spends the rest of the Y
meeting looking at his phone. “%i%j;ﬁ:é’

I DON’T HAVE
The meeting is not nearly as 0@\ Ry cobe
effective as it could be, but it's Project Manager

still worth doing. The team got
better-than-not-doing-it results.

Developer

W —



When team members understand the
principles behind the daily standup
practice, they get more out of doing it

K\ What if the developer and project
S 03@ manager had a different mindset?
. g\ ~ The project managager doesn't think
5& N~ of it as his plan, he thinks of it as the
/ \ A A A plan everyone on the team worked

you’tL.L LISTEN TO ME
AND ACTUALLY CHANGE
THE WAY THE PROJECLT

RUNS?

together to create.

The developer does more than just give
status. He has (and shares) opinions on
the whole project, and the daily
standup becomes important to him.




Most team members focus on practices
that directly help them do their jobs

BETWEEN OUR TASK

\g UNIT TESTING, BOARDS, PROJECT
REFACTORING, CONTINUOUS VELOCITY, AND BURNDOWN o
INTEGRATION, AND AUTOMATED CHARTS WE’LL HAVE WAY \
BUILDS ARE GREAT! THEY/LL BETTER CONTROL OF .
DEFINITELY HELP ME BUILD THE PROJECT. ~N

BETTER CODE

/ ) To Do In Progress
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\ — DAILY STANDUPS AND
DOING RETROSPECLTIVES WILL

RELEASE PLANNING
WITH USER STORIES
REALLY LETS ME EXPLAIN
TO THE TEAM EXACTLY
WHAT THE USERS

. NEED. — Leam Lead
Product Owner e

BRING THE TEAM TOGETHER.-
IT/LL BE GREAT ONCE WE'RE
ALL TALKING ABOUT THE
PROJELT.




When the team gets the principles,
they get more out of the practices
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The Agile Manifesto

*k Individuals and interactions %k Customer collaboration over
over processes and tools contract negotiation

\ \3te
Problems tpe team agn keep

** Working software over ** Responding to change over
comprehensive documentation following a plan
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What is Scrum?

e There are three main roles on a Scrum project: Product Owner,

30days | 30days | 30days | 30 days Scrum Master, and team member.

" Plamning Planring Planning Planning ® The team (including the Product Owner) maintains a backlog of
palSom  DalySom  DaySerm  DaiySer features anc_l r_eqmrements that need to be built, organized by
DiblSenm  DalySerm  DailySeram  Daily{Serm value and difficulty.

DailyiSer Daﬂ\/‘.‘SCrum Daily Sevum Daily!Scrum
N Y Y s~ ® The software is built using timeboxed iterations called sprints. At
iy I oy oy the start of each sprint, the team does planning to determine
2 3 Qé 3 which features from the backlog to build.
i+ in
Daily;SCYum Daily Sevum Dail‘y Serum Daﬂ\/'tgt\rum -
DalylSerum  DailySerum Da«\k ww  Dallen @ Every day, the team holds a short face-to-face meeting called a
DalylSerum  DailyfSerum  Daily Serum  Daily|Serum Daily Scrum to update each other on the progress they’ve made,
A4 v A4 A%

Sovint Revi ot Re orint Rev Soint Resi and the roadblocks ahead.
print Keview print Keview vint Keview vint Keview

Retvospeckive  Retrospective  Retrospective  Retrospective

o morlon | Ao I sraes”| @ 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, and the team holds a retrospective to
figure out lessons they’ve learned so they can improve.



Scrum is more than practices
and roles: it has values, too

Practices T |
Values

e Project backlog

e Sprints, sprint planning, sprint backlog Commitment: Each person is committed to

' the project's goals

e Daily Scrum meeting ’

e Task boards and burn-down charts Respect: [cam members respect each other

O |
e Sprint and project retrospectives Focus: Everyone is focused on the work '

® User stories, story points, velocity Openness: Each team member is aware of

Roles ' the work everyone else is doing |

e Product Owner Courage: Team members have the courage !
to stand up for the project

e Scrum Master I

® Team



What does better-than-not-
doing-it Scrum look like?

< Command-and-Control PWis maintain the
schedule, get status updates from the team

and they do what’s required

. 7’1 FAN e Requirements come in at the start of the sprint
_ / ‘ and any changes are pushed to the next sprint
4 & W

7N
- — <=>‘% e Team Leads assign work to the team members

e @ X e lterations feel like mini-waterfall projects with
=0 7 -~ -
°) G 7 many of the same pitfalls

o - e The whole Scrum adoption somehow feels

"empty" - like everyone's just going through
the required motions, but not much has really
changed for the project.



What is XP?

Practices

e Test-First Programming

e Pair Programming

¢ 10-Minute Build

e (Continuous Integration

e Incremental Design

e Weekly Cycle

e Stories

Slack

Quarterly Cycle

Sit Together

Whole Team

Informative Workspace

Energized Work

Values

Communication: Each team member is aware of
the work everyone else is doing.

Simplicity: Developers focus on writing the most
simple and direct solutions possible.

Feedback: Constant tests and feedback loops
keep the quality of the product in check.

Respect: Every team member is important and
valuable to the project.

Courage: Each team member is focused on
making the best choices for the project, even if
it means having to discard failing solutions or
approach things differently.
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Incremental design helps teams build

Teams use intremental dcsign and
dCSiSh P&‘H’.C\rns to build up s\/S{‘,cms
made from small, veusable units. The
team tan tombine these units in new

and often unexpetted ways.

As the system grows, its
the velationships between

the parts as much as the
units themselves.

products that are easy to change

behavior is determined by

Even highly skilled teams can run into code
problems when they have bad habits.

XP teams spot code smells (or antipatterns
in their code) to avoid complexity and keep
their design simple.

When the team has developed the habits
that lead them to build decoupled code
made up of small, solid, independent units,
they don’t need a complete design up front.

But it only works when every developer
truly believes in making design and code
decisions at the last responsible moment.



What does better-than-not-
doing-it XP look like?

\ e Every practice seems to have a "sensible"

J alternative that the team likes better, which takes
programming ™ Gontinuous 4 away from the ecosystem effect of the practices.
——— Integration l

/ e People rarely pair up because it seems like a waste
/’g‘lelill-éninute 4] of time, the team rarely writes tests first because it’s

Energized

work hard to do.

/ Tacremental ﬁ e The team puts in late nights and weekends often.
Whole team - .

e Short term deadlines force the team to do highly-
Refactomg ,ﬁ coupled, monolithic designs.
Sit together S 7 —

/ " Test-ariven | e Refactoring is seen as a nice-to-have and the team

development

—»i—-; rarely gets to pay down its tech debt.




What is Lean?

Lean values [t took a very long time to write the spe¢, and the team had

to wait even longer for everyone 1o sign off on it. They
experienced muda (idleness) that led to mura (unevenness).

e Eliminate waste

Create ; AP?V ve B\c S}car{— |
i i lavge - > Y -)l building the |
¢ Amp"fy Iearnlng specification / ‘ whole spec software... ‘
_ . 3 weeks | 2 days
e Decide as late as possible - / )\

e Deliver as fast as possible

e Empower the team & weeks | day

Now the Pro)cc{ is late before the team has even had a

I i i i S wilding 1t is is muri (overburdenin ).
® BUlId |ntegrlty 11 thante to start building £. This is mur erburdening

e See the whole



The three types of waste

e Muda (ZEEK), which means “futility; uselessness; idleness;

superfluity; waste; wastage; wastefulness”

e Mura (5%), which means “unevenness; irregularity; lack of

uniformity; nonuniformity; inequality”

e Muri (I8), which means “unreasonableness; impossible;

beyond one’s power; too difficult; by force; perforce; forcibly;
compulsorily; excessiveness; immoderation”



Commi‘{:mtn‘{'. *

\ 2
% ,/./

¥* Commitment is an imyor‘(:an{: ?a\r‘(: of XP and Lean, but
Sevum explicitly calls it out as a value.

What is agile?

Lean, XP, and Scrum are very different, but
have a lot In common, and what they have in
common helps us understand what agile is.

Agile teams make decisions at the last
responsible moment.

Agile teams practices that create feedback
loops (like iterations or a release cadence, or
writing unit tests first).

Agile teams create an energized working
environment, and give each person on the
team freedom to focus on one thing at a time.

Agile teams give everyone a voice in how the
project Is run.

The agile values and principles in the Agile
Manifesto help us understand what it means
to have an agile mindset.



What is Kanban?

Properties / Rez?e'sis %:;"rf::e?sy Scheduled |Building | Testing Verifying Nl‘(aecgle%' Building, Testing Verifying R;:f‘:;:g"
10

e Visualize the workflow

e Limit work-in-progress (WIP) | — — )

e Measure and manage flow

e Make process and policies
explicit

e Use models to recognize
improvement opportunities




Kanban helps teams do process
improvement by managing flow

WC Can ‘(:Ihd ‘{:hc th _-{: : .
9—Term invento o o o :
number of work ry over time (L) b\/ ¢ unfmg the

- - § items on the bo ver n :
o Kanban teams visualize the " § s The thin e i the 4o, e oy and ‘,“‘jc';g r
’ ) | In€ IS rend.

workflow, and manage the | ~ |
flow of work through it. | e

¥ added ()\) is the average /Rl . L.

They use Kanban boards and §] &t b A

cumulative flow diagrams to | added to the finst Tesking in this CFD is

- . om olumn on the board. widenina, which tells us it
establish WIP limits. B ne bodrd e
WIP limits ensure that work e AL LU
ﬂOWS through the SVStem dS This work item s lead Jc'nnnc/is the time elapsed between when it

. m - was added to the board and when it was removed. Little's
eff|0|ent|y as pOSSIble' Law says that when a system is stable, the average lead time

\Cor all work items (W) is a|w8\/s CC\ual to L times A\



What does better-than-not-
doing-it Kanban look like?

The team doesn't understand that the values of the Lean mindset drive
Kanban and make it work.

They treat Kanban as a system for project management, not a way to
continuously improve how the organization builds software.

Kanban is implemented as an add-on to Scrum (eg. they assume that
Kanban boards are task boards).

But while Scrum protects the team by giving them power over the sprint
backlog, Kanban externalizes it, but since management didn't agree to
WIP limits or policies, they can overload the team and remove their focus.



Can you do better than better-
than-not-doing-it results?

Choose a methodology with values that match your team and
company culture, and practices that address real problems.

There are many paths to becoming agile, but there is no single,
universal agile implementation that you can simply follow.

Start with the practices, because a great way to learn a new way
of thinking is to start acting differently.

A practice that works really well for one team can utterly fail for
another because they have a different attitude and mindset.



