Building § sustaining . 4
Agile Distributed Teams

Reflect early, reflect often.

Don't be afraid to learn.

Kindergarten skills over technical skil
Make it visible.

No head works alone.

ACK

We make teams better.
3back.com

About Us

The arena of product development presents a great place
for organizations to develop talented, thinking, and

We make teams better. | enthusiastic people.. Our goal is to help organizations
develop groups of those people into "well formed teams".

Our Services:

A Transitioning at Scale for Product Development
A Adaptive Strategies for Management
A Certified Scrum Training (CSM CSPO CSD)
A And more
A Innovation Games™ for Ideation
A Agile Pathways™ for Organizational and Professional
Development

Upcoming Public Events: http://www.3back.com/events
Contact us: info@3back.com
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When “Distribution” Becomes “Fragmentation”

Fragmented

Fragmentation:
when the degree of

distribution becomes so
high that team members

@ “are on different projects”
- © 3Back.com 2008 E 3 8/27/2010

jéACK i
Tension Between 2 Extremes
Minimal Distribution... Maximum Distribution
- \ "*—\v’,_ i glr

—y -‘ '

therefore
Minimal Structure... Maximum Structure?

_ ——
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# The Dimensions of Distribution

Fragmented

Weak

Gravity

Strong

@ Low  Separation High
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M One Dimension - Separation

A Geographical, proximity, timezone
A Also culture, skill, experience
A How Separated are your teams?

¢ Fully colocated, local tools, same culture
* On-site, but not co-located
¢ 2 colocated teams working remotely from each other

¢ Colocated teamlets of 2-3 people
working remotely from other teamlets

¢ Fully distributed team
(each person separate from the other)

¢ Fully distributed team, with local pressures

Low Separation High
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Porcx The Other Dimension: Gravity

Gravity: aspects of the Product
which increase the focus of the team.

A How strong is the Product Owner?

A How clear is the mission?
(Are there “secret missions?)

A How stable is the technology
platform?

A How visible is the Product Backlog?
A How unified is the team’s Vision?

Smells...

A How often does the Team talk?
A Are they in tune with each other?
A s their effort visible?

A Do they learn?

- © 3Back.com 2008 E 7 8/27/2010

Frcx Use the Dimensions!

Dimensions of Distribution on an Agile project.
White arrow indicates resultant "fragmenting force"

Q-II
Challenging

WEAK
CENTER

Unstable "center"
counters team cohesion

Q-II1
Challenging

Gravity

Strong local pressures
counter "gravity" benefits

STRONG
CENTER

Fully Separated Teamlets, Hyper-
Collocated Different Cultures Distributed

Degree of Separation
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20-30m

/
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% \What Do You Pay Attention To?

A The people we work with
A Qur environments
(distance, distributed, co-located?)

A QOurtools

A Which Stakeholders you pay attention to
A Ultimate users -- validate if the product is useful
A Maintenance -- have to live with your Bright Idea
A Business owner -- they are spending the money

_/
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M Agile Project Failure Modes

Failure Modes on a collocated Agile project:
too much / too little structure leads to calcification / fragmentation

"'ACCESS

Chance of

Amournt of Structure
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e Distributed: Risk is Higher

With Distributed Agile projects. the risk of falling into calcification
or fragmentation is increased.

Chance of

Amount of Structure

© 3Back.com 2008 8/27/2010




# " The Dimensions of Distribution

Fragmented

Weak
>
=
>
©
-
Q)
Strong
@ Low  Separation High
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JBAcK “Agile Attractors” to Improve =
Separation and Gravity 333

Let the Product Lead

. Work

M .
gke It Leverage One Bite

Visible ; 1
Social at a Time

Intelligence
Pay Attention
and Adapt

© 3Back.com 2008 8/27/2010




jBACK

Fight Fragmentation With Controls?

¢ ¢ Controls contribute nothing of positive
value; their singular purpose lies in
helping us to avoid waste. To the extent
that they do what they are supposed to
do, they can generate substantial savings.
But it must be recognized that controls are
themselves very costly. 99

-- Fred Thompson,

The Handbook of Public Administration
1998, Marcel Dekker Inc.

£ e —
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< Drivers of Process Calcification

A Taylorism

© 3Back.com 2008 8/27/2010




& Discussion: Your Experience

A What has caused teams to fragment
(individuals separate, team loses focus)?

A What was management’s reaction?

A What happened to the Team?

© 3Back.com 2008 17 i 8/27/2010

e Increasing Gravity

(focus provided to the Team by the Product)

© 3Back.com 2008 18 ) 8/27/2010




M Attractor: “Let the Product Lead” %EE}

Product Owner must enable this!

Create more gravity by:
A Strengthening Product Owner’s leadership
on the Product: more often, more clear
A Normalizing gravity from team-members
A Beware of powerful personalities
A “There are no leaders on this team!”
A Chickens & pigs — get all pigs all on the team

19  8/27/2010
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oack Increasing Gravity With Visions %{?

A Vision answers 3 questions:
A What is the problem?
A What is the solution?
A Why is it the right solution?

Example:

“A new dataset creation system which produces all our
current data products, to the same level of quality, but
with modularity and maintainability so that new product
creation time is less than 30 days.”

—

8/27/2010
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M The (Entire) Product Backlog %ﬁ

2

| The Entire Product |
| |
| Software | | |
| |
FEATURES DESIGN TEAM BIZ
" — "Capability Velocity Supporting
Capability — Ability" }— increases — the Org.

e - — —
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JBACK .. 5%
The Visible Backlog

3
P4P1

-| Stories Tasks

Back Burner

Sprint Backlog

aflssssssssssssnssmsmsmmnEnEny

Bopyoeg 1onpoid

e [0 (¢ [

. Test/Lab
Conversnons| |Management| e Sales Spt
Team Marketing
Trainin -

User
raj—

| Buy Coffee

| Rewrites |
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27
e Visible Backlog Spreadsheet
g op
K17 - 3 —
A B © D | E F G | H | 1 [ J
1 Hours Remaining * At day's
2 Day 1 Day 2 Day 3 Day 4
Task
3 Story [~ |Detail [~ 412520 ~ | 4126120 = | 4127/20 = | 4130/20(~
Example story "As a <some role> | can <do
something > so that | can <motivating reason why
_4 you want to do something>. 1
5| task 1 Charlie 4 4 0 0 0
K task2  |Gus 4 4 2 0 0
Example story “As a <scme role> | can <do
something > so that | can <motivating reason why
7 you want to do something>, 2 12
8| task 1 Bob 4 4 4 4| 4
9 taskz __ [Bob [ 8 [ 8 [
Example story “As a <scme role> | can <do
ing > so that | can <motivating reason why
10 you want to do something>. 3 17
a1 task 1 Charlie A E 4 0
Tz task2 _ [Gus 4 4 3 2
13 task3 _ [Charlie 3 3 0
14 task & Gus l E 4 0
Example story "As a <some role> | can <do
something > so that | can <motivating reason why
15 you want to do something>. 4 18
16 task 1 Doug 18 18 18 18 18
Example story "As a <some role> | can <do
ing > $0 that | can <motit reason why
17 |you want to do something>. 5 16
8 task 1 |Henry GRS 16 16 16 [) 0
. = H I1; H ”
Distributed: Google Docs, Sharepoint, Excel “sharing

© 3Back.com 2008 8/27/2010

e Attractor: Get to “Done”

2ase

A Deliver complete “slices” of the system
A Iterate over robustness

A Use solid engineering practices

A Working infrastructure as needed

A XP practices

“Done” has more gravity than “to do™!

© 3Back.com 2008
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M Attractor: One Bite at a Time

Sprint Sprint Sprint Sprint

@ @ @ @

potentially-shippable
product increment.

29
2242

Product

Product

With Sharp definitions
of Donel!

|We gain confidence and can ship it!! | O

- © 3Back.com 2008 E

jéACK
Incomplete Bites - When Done is Fuzzy

Sprint Sprint Sprint Sprint

. @@@@

~OT Not Done Q 2 q
g 7 /
\ - —

Product

d Te St'_JJQ

 [We need sharp edges,

Can we shi
> ~ [to build our product.

this Product?

- © 3Back.com 2008 E
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" piscussion: What Does “Done” Mean?

A ...toyou?
A ...currently, in your project or organization

A Does “fidelity” or “robustness” help?
A What are barriers to understanding
this concept? _/

I

&

A When has lack of “done” hurt?
AWhen has it helped?

—
© 3Back.com 2008 27 - A 8/27/2010

M Decreasing Separation

(perceived physical, cultural, time distance between team members)

—

28  8/27/2010
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Enable self-organization and emergence by Making the
product and the process visible to everyone working on it

© 3Back.com 2008 8/27/2010
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Discussions
lB owulf
War Room Welcome Page e i e
The Team
Derek Wade John Peopolo Homer Simpson |
SerumMaster Architect Marketing . ™
] Plan ning »
Sprint Status Story 1: Speed Runs A Y
Size: XL (7) A )
Done: Trial runs collected for 10 reports A
Work ‘
Who ‘ I Remaining 1
i 9, DW | Frinteam ot 1 1
Planning Board ) e e ]
SH,JP | UML disgeaen fir review by Arch, 12 I
r
'
Story 2 Two-server config test r)
Story 1: Speed Runs Size: M (7) Y 4
Daone: Trial runs collected for 10 reports ( Done: 2 foobars can send XMI across servers. ¥4
o ¢
‘g "' Wbo | Task Descripion Pt -’
- 1| (Bt oo igops ogetier ) 8 j
H5. 5B | Testound-rip doeut engneering 13
© 3Back.com 2008 8/27/2010
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© 3Back.com 2008

=
;e E le: Virtual “War R 7
Xampie: virtua ar rooms
Home
Edit Attach Printable 7 - 30 Jan 2005 - 17:31
Bpap Web Links About Us and This Room
BP4P Home
Qe
Daily e Blocks
;f:é - = work providing annoying distraction / time sink
Brigh o Wrists have been really bad over last 2 wks -- tentatively getting better
Note o Haven't been keeping in touch w/ my partner enough; easier to let the days slide 1 at a time
* Insights
Cha o Team inertia (good or bad] is a very real thing. Keeping a team's positive momentum is as
;*‘St important (maybe more important!) than the typical project-management tasks.
ear
Web
TheBigBoard
Othel
Bpdp
Sand|
Syst ActiveProjects
Main
| Project l Description \l Who | |
My il Iour 1st attempt at time boxing ourselves with some milestonesl = e — | |
ey Edit this table
My T
My h
Admi Complete
edit Projggti Desfripﬁon | Who ‘|Delai|1
Layout for our wiki war room and howto use it ¥
=
ICreate V1 of a secure, version controlled Web Drive to replace
WebDriveV1Tasks’ [WebDriveWorkingDocs. See SubversionWebDriveNetObj for notes from ]
Doug. This will help us avoid duplication of effort. i
—
Brightideas
1
© 3Back.com 2008 31 8/27/2010
< -
Joack Example: Wiki Backlog
O " " T
- Sprint Backlog "Scrum Board" (Full View)
elow are the current goals from the Product Backlog, the stories which have been selected for the current sprint to help make progress against the
ooals, and tasks which need to be continuously unfolded / completed to complete the stories.
+ Committed Backlog Code Inspection Tools / Practices
S R P T
: Code inspection practices/tools
- Priority 2
=l Description Resolve issues uncovered last sprint. and ensure that Code Inspection practices and tools
o promote visibility of code quality. PC team will do these tasks for any code they touch.
i new or old. Team will NOT go working through old code that they do not touch this
- sprint.
- Validated when Maven report is running regularly: Javadoc checker is reporting on nightly build: Tt
2 team has been made aware of writeup on tools / practices; team has reviewed during next
- colo.
=
+ Uncommitted Backlog Est. Size 1 person-day (6h)
+ Impediments
Tasks:
JCommitted Backlog H ‘Completion Criteria Note: Whe  Statw: Rem
Ho
1(PLACEHOLDER %r tas REMOVEC
[Goal: Code Quality / TDD
DONE_ 0
DONE ©
REMOVEQ
_DONE. ©

Back to the full overview: CurrentSprintBacklogDetail

32  8/27/2010
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M Attractor: Pay Attention and Adapt

Keep good rhythms,
retrospect to evaluate

The Team must own
their protocols and
tools to fulfill the
needs of the Product

© 3Back.com 2008 . 8/27/2010

e Adapt Team Protocols |:|

A What's a Protocol?
A How is it different from a

Process? eam
Member

A Protocols are for interactions!

© 3Back.com 2008 34 8/27/2010
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jBACK

10 min “come”

e —
© 3Back.com 2008 35 = 8/27/2010

jBACK

Exercise: Team Protocols |:|
Evaluate these team protocols:
[Response Time \

A Purpose: all team members know what each other is
doing
A Agreement: 1 hr email 4 hrs phonecall
Code Coverage
A Purpose: to ensure that our product is easily maintainable
A Agreement: All code shall be covered by Unit Tests at no
less than 90%
Status Reports
A Purpose: org is aware of impediments and can respond

A Agreement: team will update condition of project
“green, red, yellow” daily J

A ...Others you've seen?

- —
© 3Back.com 2008 36 — 8/27/2010
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M Example: TDD & Code Review

P ‘ \
\\ \\\
Product
Increment

Slp.
=3

LY

Team
Continuous Integration & TDD
A “Being truly test-driven makes a positive difference in quality
and maintainability”
A “Tools/practices can help shift focus from individual tasks to
team deliverables”
-- a Fully-Distributed Team using Java

© 3Back.com 2008 37 8/27/2010

Frc Example: Interaction Media |:|

A
* Email
* M/IRC
* Cell Phone
* Videocon
° IM with Whiteboarding
* Good Land Line
* Face Time
\ A .

ASIY

Richness

© 3Back.com 2008 38 8/27/2010
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# Example: When to Daily Synch?

Pacific Eastern London | Frankfurt
5a 8a 1p 2p
6a 9a 2p 3p
7a 10a 3p 4p
8a 1la 4p 5p
9a 12p 5p 6p
10a 1p 6p P
11a 2p 7P 8p
12p 3p 8p 9
1p 4p 9 10p
2p 5p 10p 11p
3p 6p 11p midnight
“Supposedly first thing in the morning...”

| © 3Back.com 2008 .-
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jBACK

Example: Planning with IM |:|

Size for you, size for me...? Who's right?

Tiny
Small
Medium
Large

Big

Unknown

| © 3Back.com 2008 i
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“Rock-Paper-Scissors” on IRC

‘4\ 'f
8/27/2010
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M “Interactions (Protocols) and Tools”

Virtual Co-location:

A TWiki

A SharePoint

A CardMeeting.com (stickynotes!)
A Jupiter (code reviews)

A Skype (IM and VOIP)

A Cocinella (IM and whiteboarding)
A .. .beware email!

O — == x|

Planning

§) TransformDynaMapFeatures.java &
Ry

A TWiki e

A SharePoint

A Excel (1) : “

* Google Docs “ :; =N E"'; = xmmmm"“:mﬂf” ]

,,,,,,,,

© 3Back.com 2008 41 8/27/2010

M Example: Distributed Retrospective |:|

Facilitated Discussion:
A team should just be able to talk
A capture these as they are heard
A make visible (webcast, wiki) ;= = -

Three Questions

A “What went well”

A “Didn’t go so well?”

A For “not so well” items:

A Team can improve
- new Story,
change Protocols

A Team can’t improve

- Organizational " [t
Impediment e L

Previey,

Cance;,

' 8/27/2010
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Pnc Team Protocols & the Team

Coach/ScrumMaster

The job of the Coach/ScrumMaster on a distributed
team now includes managing Team Protocols:

A Helping the team select and agree on protocols --
"farming" protocols

A Ensuring all team members are using the
protocols
A Applying the selective pressures to the team

protocols to keep them from calcifying or g_[‘ﬁ%
getting stale

© 3Back.com 2008 43 8/27/2010

BACK . . !
#* Remember: Use the Dimensions!
Dimensions of Distribution on an Agile project.
White arrow indicates resultant "fragmenting force"
o4
o Q1
§§ Challenging
Unstable "center"
> counters team cohesion
b et
> —
o > Q-III
O N Challenging
Qe L cohesion Strong local pressures
ob ) counter "gravity" benefits
£ =
no
ml;ully - Separated Teamlets, Hyper-
Collocated Different Cultures Distributed
Degree of Separation
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22



/€ Remember: “Test” with “Agile Attractors”

Let the Product Lead

N Work
Mr_;\k_e it . Leverage 4 One Bite
Visible ' -
Social ata Time
Intelligence
Get to Pay Attention
“Done” and Adapt
> e —
© 3Back.com 2008 45 . 8/27/2010
jBACK : o)
Where Will You Go Next~

Remember the “Dimensions of Distribution”
A Gravity — aspects of product which increase team focus
A Separation — physical, cultural distance between team members

Be “pulled” by the good Attractors:
Let the Product Lead

One Bite at a Time

Make It Visible

Get To Done

Pay Attention & Adapt

> GTRWhE

Leverage Social Intelligence
(Dialogue & Collaboration are “gas and oil”)

Now that you've reflected...

A What 3 things can you take action on in your
position to begin reaping some Distributed Agile benefit?

A can you implement Distributed Agile right away?

—

46 ; 8/27/2010
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Forck Thank You!

The arena of product development presents a great place for
N ACK organizations to develop talented, thinking, and enthusiastic people. When
these same people are encouraged to join a team with open and honest
We make teams better. | gia|og, then organizations see an explosion of innovative talent. Our goal
is to help organizations develop those people into "well formed teams"
that become innovation engines of extraordinary value.

Our Services:

A Starting at Scale:
Transitioning to Agile Product Development for Large Groups

Adaptive Strategic Planning And Management
Scrum Team Training

ScrumMaster Training

Agile Requirements Training

Many of our engagements are “customized efforts”
which requires an agile dialog to craft ©

- >

Upcoming Public Events: http://www.3back.com/events
Contact us: info@3back.com

© 3Back.com 2008 8/27/2010
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