Interview 8. November 2010 with Silvana Wasitova

· 5-6 years Scrum experience

· about 10 projects

· we chose a project that is relevant for tool support and with a distributed team, she was the Scrum Master, duration: around 1 year

· she says that she thinks that often people get on tools, but then come back to the whiteboard, although she has no personal experience with that


Project with a distributed team in 6 cities in 5 countries. Team of 20 people (1 SM, 1PO and 18 developers and tester of different areas: 1 Designer, GUI-Subteam, Backend-Subteam, Testers etc) At the beginning they were 2 different teams of 10 people each, but then they decided to work toghether as one big team. → team decision

Inside the subteams they persons were interchangeable, but not in the whole team, they had specific roles.

Tried to adapt perfectly to the Scrum theoretical process, with one exception: they did not do demos at the end of the sprint, but they went live.

Timeboxed: Daily Scrum Meeting 15 minutes; the target was always 15 minutes, sometimes it had a duration of 16 minutes. In the beginning they had 15 minutes for each team, after when they were 1 team only it was 15 minutes for all the 20 people.

Sprint Planning Meeting: 5-6 hours; estimation in ideal hours. They wanted to switch to story points afterwards, but that was not supported by the tool, so they did not. E.g. Backend issues were estimated by backend sub-team, the others could also estimate, but didnt have to. 

The PO had the prioritized list, but the team decided what to enter in the current sprint → team decision. 

Sprint Planning Meeting, Daily Scrum Meeting etc were done via videoconference with a self-made tool similar to Skype. 

Pair programming: there was, but not everybody. Also Pair Reviews, Pair Code Reviews → Knowledge Transfer. Other knowledge transfers: internal formal and informal discussions, brainstormings, trainings. 

Sprints of 2 weeks. 

Other meetings: many bilateral meetings with clients, for architecture etc.

Retrospective: more or less 1 hour, done after each sprint. They discussed issues and agreed as a team about the measures to take to refine the process.

Review: There was no demo, stakeholders checked on the live system about the progress. 

Product Backlog: Issues for the team = „things that need to be done by the team“, the team commited to do these things, everything must be in the product backlog (that could be user stories, bugs, technical issues). Non-functional requirements were handled as user stories, even if it is not visible as user feature, as they always bring functionality in the end. Some bugs come in during the sprint, so in each sprint there will be some time reserved for bugs. 

These issues in the product backlog were classified, depending on where the issue came from (customer feature, backend feature etc). 

Tools:

· whiteboard (just for informal discussions in the different locations)

· internal self-made online tool for Scrum (not synchronized with the whiteboard, only the online tool considered for planning of the whole project) → „like a Scrum Tracker“; more a database interface, not so graphical, included sprint burndown chart, they did not use a release burnup chart. 
+) worked very well for distributed team, everyone could see the actual process of the project → visibility
-) e.g. no estimation in story points. General, also for tools in general: concepts that are included in the tool limitate the team's concepts → limitation in the tool

· Excel, MS Office

· Visio

· Wikis for documentation and versioning of documents

· very different technologies in the project: Java/C/PHP, they used Eclipse, and others, but she does not remember the names of the others

· Code was version-controlled, but she does not remember the name

If the team was not distributed, need for a tool anyways, because 20 people are too many to stand around the whiteboard. With less people, max 10 per team, she would prefer the whiteboard and not the „computer-tool“.

Different projects in the same company: most of them agile. Scrum was accepted and respected by the Management / Stakeholders.

Long-term management of information/knowledge: all the documentation should be available also after the end of the project (wiki, documentations etc). 

Automation: some testcases were automated, there was an continous integration, but not for all the technologies used. → they did as much automation as they could considered the technology situation. 

Reporting: Weekly reporting, based on the online tool, to the stakeholders. 

Process in the first sprint compared to the process in the last sprint: not so many things refined in the process as already in the beginning was quite close to the theoretical Scrum process. Team worked a lot better toghether than in the beginning. The team was always around 15-20 people, from which 16 were always the same (core team). Backlog and Meetings were more efficient in the end of the project → more time people work toghether, the better they work toghether. 

If she had to do the same project with the same team again, she would do same, only reduce the scope earlier (but that not depends on the process/ Scrum: it's always an issue in a software project).

Why is a whiteboard better than a computer tool?

· quicker, immediate

· visibility for develpers

· human factors / more and different communication

Integrated platform vs many different tools: She would consider taking an integrated platform if it exists for the project's technology, but need to verifiy if it is adapted for the project. It dipends on the project which solution is better. 

