Visit to Daniel Pflug / BIT (Bundesamt für Informatik und Telekommunikation)

They have a Scrum of Scrum. The sprints were usually of 5 weeks, now they have been reduced to 2 weeks, so they can do the bug fixing sprints. Currently they are at the end of the first 2 weeks sprint and they were implementing the last features.
Problematic issues of the project are the integration in the complex IT-System that is already existing. Also the GUI Team is quite in delay and it is not sure whether the whole project might still succeed.

I went there on Wednesday where on Friday in the same week was the code freeze for the current sprint.

13:30 Daily Scrum Meeting of the GUI Team, Duration: 18 minutes (scheduled 15 minutes)

· The „Projektleiter/Entwicklungschef“(Head of Scrum of Scrum) partecipates as well

· If someone was late, there was a piggie bank to enter money

· The size and the team members are often changing, sometimes even in current sprints. They are sometimes exchanged with other teams to get their know-how also in the other scrum teams if needed.

· The Scrum Master is organizing the meeting and asks everyone about the progresses.

· They have a Post-it wall with the current tasks, but they were using it very very few in the Daily Scrum. 

· One of the team members asked to usually do the Extended Scrum Meetings (bilateral discussions after the Daily Scrum Meeting) outside the office for better concentration

· Issue discussed: Codefreeze on Friday but today (Wednesday) not clear when to freeze. Decision: Internal freeze on 12:00. 

· They have Database issues but the only expert is ill and so there is no contact person for the Database problems.

· In the team there are developers (that are doing Unit Tests) and Testers (that are doing System Test and Integration Test). The developers were asked one by one, then one tester talked for all the testers, as there was no time left. 

14:30 Scrum of Scrum Meeting, Duration: 45 minutes (scheduled 30 minutes)

· The total Projectleader is on the flipboard, the Scrummasters of the different Scrum teams partecipate. Also some Product Owners are there, as the phase of the project is critical. Also the Buildmaster.

· On the flipboard there is a list of impediments mentioned by the Scrum Masters that talk one by one.

· Sometimes discussions whether that is an impediment or whether that is an technical problem that needs to be discussed within the Scrum Team. In this case the Projectleader invites the Scrum Master to discuss the issue with the team.

· There are problems with one of the test environments. Discussions with the Buildmanager.

They are using Team Fondation Server 2008 with a Scum plugin (Conchango Plugin, see slides). He says that they are using Scrum in a bottom-up way (from the developers) and halfhearted („halbherzig“), but that there is a Waterfall top-down process.

They are working in different Scrum teams. The velocity of each team is just derived from capacity and its even worthless because team members are often changing. 

Before sprint x, all stories of the product backlog will be put into the sprint backlog. If something really does not enter (even if the P.O usually pushes all the requirements in the sprint backlog) it becomes a „candidate“. All the other stories to implement are „comittments“. While these features are then implemented, the requirements engineering department is filling the empty product backlog with the new features to implement in the next sprint. Actually there is no real product backlog. The features to implement in each sprint are already done. There is still the estimation and the prioritiation, but the stories are given. When there were too many features left to implement, they team leader sends other resources (=developers) to the team, to support them to finish all the features.

They are using HERMES Process at the Bund. This is a pilotproject for the use of Scrum. 

The sprint burndown is always similar. It starts, then it goes up as they realize that they have estimated too less time, then it goes down, but usually never arrives really on the bottom.  This comes because there is no adaption to the velocity. 

The Unit Tests are written by the developers and automated with Hudson (Continuous Integration). This is part of the Definition of Done, that is defined at each sprint for each team and put on the wall. On the wall they usually have the tasks separated in categories as „open“, „in progress“ and „done“. The teams can organize this they way they prefere, they are quite free. One of the teams had a well-done box were they put the done-tasks, so on the wall they had just open and in progress tasks.

Visibility: The developers usually used the development environment (Hudson, Subversion, Eclipse) and the tasks on the wall. For the stakeholders there was the possiblity to enter on the webinterface of a dashboard that imported the actual status of the project from TFS once per hour. Also it shows the state of the Continuous Integration (red or green). 

The sprints are separated in Feature Sprints (5 weeks) and Bugfix Sprints (2 weeks). Between the sprints, there is always 1 week of Review/Planing → best effort/freestyle; sometimes it was abused to code, that was actually not the idea of this phase. 

On the TFS Webinterface can be seen the different task lists, as tickets, tasks, releases etc. The Conchango Scrum Template for TFS generates a burndown chart (that was often printed and put on the wall). Also it links the product backlog item with the task in the Sprint backlog. With Queries everyone can generate the view he needs on the data. There is an Microsoft Office Plugin to edit the generated view from TFS within Excel. 

Their teams should be crossfunctional and selforganised (so quite free), in theory. In reality they have the architecture to implement given by the architecture office. If the team encounters impediments caused by architecture issues, they can open a ticket for the architecture office. The team decides whether to do Pair Programming or not. 

When something was missed to consider at the beginning of the sprint, it was usually put to the sprint backlog, even during a running sprint. It then became the status „unplanned“, but was still considered for the Burndown Chart. This were usually the developers putting them in, but that could be also the Product Owner. 

Usually when they plan, they plan 60% of the time for planed work and 40% for meetings and unplanned work. 

The template for TFS was adapted and enhanced for the project-specific needs. Changes in the progress could so be done easily, as the TFS is very flexible.

He says that the developers usually do not like the TFS as it is just another reporting tool for them (as development is not done in TFS, but in the not connected Eclipse/Subversion Environment). The developers work directly on the Subversion/Eclipse. As this was a Javaproject, the developers were not interested in an integrated platform. The Scrum Masters instead are more interested in integrated platforms. 

The reporting was usually done by the Scrum Master, with TFS. 

An issue they encountered was the synchronization of Board on the wall and the tool and which of them is master. Sometimes the Scrum Master did synchronization from board to the TFS and sometimes developers did the synchronization themselves. 

Retrospective of the Scrum of Scrum → from the content it is more a review meeting, many people, (about 60), every Scrum team presents the results and issues they had. 

Retrospective of the Scrum teams: exists, but no furher information is available, as he never attended one. 

Non-functional requirements: They are in Enterprise Architect and Quality Center, but not in the Product Backlog. They are attached to the Use Case where they belong. In the backlog there is just one type of user story. For Non-Functional requirements there can be a link/reference in the team fondation server, but usually it is seen in the Enterprise Archtitect, as the graphical relations are visible, a feature missing in team fondation server that is missing. Another weakpoint of the TFS is that every item of the list that wants to be opened will open in another new window. Anyways this should be fixed with the new version TFS 2010. 

Tool issues they have:

· Too many tools/platforms in use → „Technologiebruch“

· The use of TFS in a Java Development

· General resistance of developers against Microsoft Products, more linux and open source oriented. 

· The developers track the bugs in the TFS, the testers in the quality center → effort needed for integration of these. 

· „Law“ there: Use of each kind of tools the best. That often leads to integration issues. 

The selection of the tools was done from higher hierarchy of the Bund. Developers have the possibility to request the use of another tool. It will then be decided if they are allowed to use it. 

Sometimes there are issues of understanding, also with regard to Remaining Effort: If 20 were estimated and there are 14 remained, they do not agree whether that means that someone has been working on it for 6 hours or that it really takes 14 hours now. 
The developers had few education on Scrum in the introduction. In the beginning the teams were acting much more diffrent one from another, now they are more and more approaching in a similar way. They hope to get out some „best practice“ for Scrum from it. 

At the beginning the Scrum Masters changed often, and sometimes someone of the team was „constrained“ to become Scrum Master as none of the team wanted to do this job.

The estimation in the Sprint Backlog is done in hours, in the Product Backlog in Story Points. He says that it is quite useless to do this story point estimations as then the velocity cannot be calculated correctly for the often change of team members. Sometimes the story points used are just in a relation like 1 storypoint = 1 hour. 

Documents and Versioning: 

· Fileshare (without versioning)

· Wikis (for guidelines)

· „Projektportal“ - an approach to link the data located in different places

· a little bit on Sharepoint (TFS)

· some few documents on Subversion

The „Projektportal“ could not resolve all the problems, sometimes they discussed to put all the documents in Subversion, but that is not realistic, as not everyone has access to that (people from Steuerverwaltung are in a different network etc.). There is the wish to collect all the information in the same place, but they think that technically that might be not realistic. This need is more from the Scrum Masters, Projectleaders and so on, not from the developers. 

Now the Unit Tests are mostly automated. A need would be to be closer at the work items. That means, for example, to do the testing also in TFS. 

A further automation is then not possible anyways, because they are using different technologies (Windows, Linux) that do not always match. He says that more than a tool issue it is a technology issue. 

Integrated Platform: He prefers an integrated platform, because it covers the minimal requirements of the developers. There might be some lacks, but in total it is more convenient to live with these lacks than to have all the integration issues with a „zoo“ of tools. Self-made integration costs just too much effort. 

