Case study: Distributed Scrum
Project for Dutch Railways



Dutch railways - IS

* Preprava 1,2 milionu lidi denné
* Novy informacni systém

— Vice presny

— Vice automaticky

— Vice informaci

e Soucast systému — Publish system (PUB)



Publish system - (PUB)

* 1. pokus tradicni pristup — vodopad
— Zrusen po 3 letech
— Dodavatel nedokazal dokoncit funkcni systém

e 2. pokus zavedeni agilniho pristupu — SCRUM
— Vytvareni systému od zacatku

— Zameéreno
* Na kooperaci se zakaznikem
e Otevrenou diskusi
* Prace po mensich inkrementech



Pocatek procesu

* Problém najit spravného ,,Product Owner*
— Nominovani 2 business analytikové
— Zapojeni do predchoziho pokusu

e Dulezita rozhodnuti — Project manager
— Méneé Casu
— Méneée know-how o pozadavcich

e Vysledkem — Product owner — vice lidi



Pocatek procesu

* Software
— Soucast véetsiho souvisejiciho software
— Nutnost poskytnuti prehledu planovani
— Deadline meeting klicové pro organizovani
— Néjaka estimace lepsi nez zadna estimace
e 7 lidi vtymu — 2 tydenni sprinty
* Planované navyseni o lidi z Indie



Pocatek procesu

e Setkani vsech c¢lenu tymu
— Dohodnuti pracovnich postupu
— Pouzivani nastroju
— Core hours

e Zaznamenani setkani na wiki stranku —
postupné updaty



Vyvoj software

* Prvniiterace
— Vyrobeni, testovani a ukazka klicovych user stories
— Uspokojeni zakaznika — drive, |épe, lepsi kontrola
nez u predchoziho pokusu
* Po nékolika iteracich navyseni zdroju — lidi
— 2 tymy (5 developeru) + 1 tester
— Pozdéji 3 tymy + 3 testeri
— Komunikace mezi Nizozemskem a Indii - Skype



Testovani

e Aplikovany automatizované testy kvuli
controle na konci kazdého sprintu

e pres narust systému, pouze jeden tester na 8
clenny tym
e 2 stupné testovani

— Unit testy
— Akceptacni testy



Testovani

* Akceptacni testy automatizovany pouzitim
FitNesse

* Kazda user story -> akceptacni testy FitNesse

* VWhoda — vytvareni testu pred kompletni
implementaci user story



Testovani

e Slozité testovani Ul

— Spoléhani na manualni zkouseni

VvV eV 7/

— Narust prvku => Casoveé slozitéjsi
— Nachazeni zasadnich bugl pouze v této oblasti

— Pouceni

* Pres slozitéjsi stavbu testu se u slozitych systému vyplati
je psat nez spoléhat na manualni testovani

e Pozdéji se to projevi a vyplati



Vysledek

Velmi spokojeny zakaznik
Jeden z hlavnich faktoru Uspéchu projektu

— Pravidelna diskuse se zakaznikem pri vyvoiji
software

20 man-years
100 000+ radku koédu



Shrnuti

It can be hard to find a product owner with both detailed
knowledge of the requirements as well as the mandate to set
priorities. Often it is unavoidable to fill the product owner role with
multiple people, especially in large projects.

When meeting a deadline is important, it's important to make sure
that the product backlog is complete and estimated. For
requirements, any estimate is better than no estimate, even if little
information is available. In combination with the team's velocity,
this provides the necessary information for release planning.

Scrum is well-suited to execution with multiple distributed teams.
Having each Scrum team contain resources both in the Netherlands
and India was good for team spirit and forced us to work on
effective communication. For communication, off-the-shelf
hardware and free software make the cost of implementing this
low.



Shrnuti

It is useful to start a distributed project with an initial co-located session to
reach agreement on team practices.

Work that doesn't fit well in a Scrum Sprint (i.e. chasing down key people,
interfacing with other customer departments) can be handled more
effectively by a separate team. This allows the feature teams to focus on
building the software. Using a dedicated technical writer also helps in this
respect, even if it does add communication overhead.

Although not needed for the software development process, extensive
requirements documentation may still be required by the customer. In a
Scrum project, however, this cannot replace the use of user stories. If both
are used, the overhead of reconciling requirements in two places should
be factored into planning.

Automated testing is vital to deliver software incrementally, unhindered
by regression bugs. Before the project is over, the return on investment
will outweigh the cost.



Deékuji za pozornost



