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AgileUpgrade

» Review, coaching and training
»Scrum
» Kanban
» Agile
»Lean
» See more at www.AgileUpgrade.com
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n Board - Team Maximus
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Personal

o

@) Kanbana - www.app kanbana.com = 0] @

Show Board

Ready Planned this week Planned next In Progress Waiting (6 Completed recently (

125 days 53 days

tidsregistrere!!
68 days 23 days

38 days paskeplaner til Kim

78 days 62 days 20 days

oplaeg til Roar ifht.
procesarbejde i Aarhi

48 days

52 days

spgrg Norsted ifht.
assistance fra Mikkel

51 days

44 days

gad-hjem-meader Toyo
Kata

koordinere projektint
til de nye

opdater CFD

projektaftaler AS3 til
revision
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Maybe taking it too far?

Twitter: @J_Boeg AgileUpgrade.com



In general

o

»Please let me know If;

» You have questions (The primary goal is not to go
through every single slide]

» If | am not making any sense

»You will get the slides
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Agenda

1 What nottodo
2 How estimates really work

3 The simple alternative
4 Tracking and reporting
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Known knowledge

Nothing

{ new here
‘ SOTTY ‘
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Why estimate?
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WHAT NOT TO DO
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2 User Stories, 3 hours, 5 people
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Why do we make the same mistakes again and
again and again and again

YOU CAN'T MAKE THE SAME
MISTAKE TWICE. THE SECOND
TIME IT'S NOT A MISTAKE.AT'S

KCGRAPHICSTUMBLRCOM /011 np
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The blame game

o
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Expecting manufacturing precision

o
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Why don’t we just ask the tech-lead?

o
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| have made it easy for you

o
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Using time
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Expecting the team to know

T JUST QUTSIDE TOWN, S0 T SHOUD
BE THERE. (N FIFTEEN MINUTES.
\

ACTUALLY, ITS LOOKING
MORE LIKE. SIX DAYS.
|

NO, WAIT, THIRTY SECONDS.

/

fe
=

THE AUTHOR OF THE WINDOWS FILE
COPY DIALOG VISITS SOME FRIENDS.
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Could | borrow two days of your time

ML A
R

TONIGHTS
MEETING
pOSTPONED.
To BE

RE SCHEDULED
‘gvemum
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Detall !'= predictability

/‘¥
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Tasks are NOT for planning and reporting
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This time there will be no...

o
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Story point machine

o
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Death spiral
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How estimates
really work
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“Guesstimate” is not a real word
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Estimates are not single numbers

o

Distribution with overlapping tails

SMALL

/ / MEDIUM

LARGE

Frequency

-

Effort
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Don’t give up on Predictability

Price per point

—Forecast
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Story points considered harmful

o

» http:./ /
softwaredevelopm

enttoday.blogspot.
co.uk/2012/01/
story-points-
considered-
harmful-or-
why.html
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#NoEstimates - problems

120

100

Backlog

1 Release Candidate

1 UX/Design prep

WApproved

1 Ready for
Development

HDevelopment

W Internal Review

W Internal Test

i External Demo

HinPackage

W Verified on QA

RinProduction

1600

1400

1200

1000

800

600

400

200

1 Backlog

B Release Candidate
BUX/Design prep

W Approved

1 Ready for Development
W Development

W Internal Review

W nternaltest
HEiternal Demo
inPackage

W Verified on QA
WnProduction

W Verifiedin Prod

Twitter: @J_Boeg

AgileUpgrade.com




THE SIMPLE ALTERNATIVE
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T-shirt Sizes and story points

[}

o
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Keep It comparative

Small - 3

US39037 Morten Dybdal

My profile *core data* edit UserName/Email

US3938 No Owner

My profie *core data" edit simple data

US4044 Jesper Boeg
Give feedback-(3)
U103 Jesper Boeg

Copy Content from Prod to QA - (XS)

US3868 Morten Dybdal

My profie menu (profie, my course, my
documents)- (5)

US3928 Jakob Lakke Madsen

My profile *core data® edit password

US3856 Camila K

Newbox” without bulets for modules
{buiding blocks)- (5)

Medium- 8

Usots Jakob Lokke Madsen

Setup Perdormance Tracking - Creuna
Experment - V)

Us318 Jakob Lakke Madsen

Save poral event to your own calendar -

™

Us30t Jesper Boeg

Newyesino segmentaton - M)

US3935 Jesper Boeg

Possiiltyto see which candidates have
signed up for an event in Umbraco - (M)

Usa729 Bo Wibrand

Display News - V)

Us3e Jakob Lakke Madsen

We need a new top menu due to Video

issues (M)

Usarel Jakob Lokke Madsen 9

Implement new design on FAQ and simple
buiding block - (M)

Usazes Jesper Boeg

[Buiding Block] How do | react on change
-simple buiding block - (M)

US3682 Bogdan § g

Setup Automated Test for AS3 - (M)

US3684 Bo Wibrand

Setup new Repostory - GIT - (M)

US4131. Jesper Boeg

MVP: Candidate overview - (M)

Us4122 Jesper Boeg

MVP: Log in as a candidate - (M)

US4067 Jesper Boeg

Acoept terms, agreements and alumni - (V)

US4026 Jesper Boeg
Evaluaton - (M)

Usagt? Jesper Boeg
Setup Anaytes - (M)

US4130 Jesper Boeg

MVP: IFrame Wisir nto Counselor Portal -
)

Large - 20

Us3g44 Jesper Boeg

Resume - view examples - (L)

US3634 Jesper Boeg

Applcations - view examples - (L)

Us3870 Morten Dybdal

My profie *personal meetings and
acliviies' - (L)

Us3g27 Camila K

See my counselor’ profe - (XL)

US3869 Camila K

My profie *core data” Display - (L) 1/2

Us3831 Canila K

My feedback notes for modules - (L)

usag2? Cecilie Steentoft

Feedback on Buiding Blocks L)

US3825 Camila K
Show Videos - ()

US3845 Morten Dybdal
Buiding bock overvew - (L)

US3630 Jesper Boeg

Applcations - my uploads - (L)

Usarte Asxander Sosna i

Setup QA and Prod envionmens - (L)

usare? Bo Wibrand

Segmented Interface - content - (L)

Us3683 Morten Dybdal

Setup Virtual Machines - New Umbraco
instalation - (L)

Usarts No Owner

Setup new test server for AS3 - (L)

Us4132 Jesper Boeg

MVP: Candidate Detais - core data - (L)

Us4022 Jesper Boeg

Ubrary- (L)

Twitter: @J_Boeg

XL-40

Us3637 Morten Dybdal

EPIC, Evaluation forms, mid tem and
dosing - (XL)

US3631 Morten Dybdal
my documents - (XL)
Us3681 Alxander Sosna

Setup buid for AS3 - (XL)

Us3730 Jesper Boeg

Calendarand Events - (XL)

Us3629 Morten Dybdal
AS3] FAQ- (M)
US3625 Jakob Lokke Madse

Login/user handing - (XL)

Usares Bo Wibrand

Segmented Interace - backoffe - (XL)

Us4028 Jesper Boeg

Integratin to ISAK - (XL)

US4032 Jesper Boeg

Integration to A2Bt - (XL)

US4030 Jasper Boeg
Company Search - (XL)
US4031 Jesper Boeg

Jobdatabase Search - (XL)

Usé123 Jesper Boeg

MVP: Counselor Portallogin incl. FAQ
POC-(XL)

XXL - 100

US3686 Cecile Steentoft

[Bulding Blocks] Professiona
Compatences (XL)

Us3798 Jesper Bosg

Personal Frontpage - L) + (XL) course
data included

usarts AexanderSosna f{

Setup Automated deployment for AS3 - (L)

AgileUpgrade.com



Why both T-shirt and points?
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How do we know the ratio?

T-shirt Assigned Actual ratio

size ratio

XS 1.08

S 2.59

M 8

L 20 21.28

XL 40 35.49 (limited data)
XXL 100 NA

Twitter: @J_Boeg
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Follow these simple rules

o

New items in the backlog are estimated at the daily standup-
meeting

ALL estimates are comparative and in story points

User Stories are ONLY re-estimated if they drastically
change or are broken down

All defects are assigned the same estimate (in our case XS]
and only count if they are found on functionality that has
been more than 1 month in production

Completed points are based on features deployed to the
production environment [or similar]

Point > $ is based on data (as soon as it becomes available]

Twitter: @J_Boeg AgileUpgrade.com



Roughly 0.4 percent is spent on

. estimation - that is 1/2950
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New team on a new project IS

Twitter: @J_Boeg
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TRACKING AND REPORTING
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o

How much are you off? (cost])

»0-10%

>
>3

D’

-30%
-00%
-100%

» 100+ %
»No idea

Twitter: @J_Boeg
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Real backlogs do not look like this

@ )

o

\>, )
Twitter: @J_Boeg AgileUpgrade.com




But fortunately more like this

\>, )
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Predictability

Really we want it here Too many focus here Easy from here

Backleq UX/Design Sprint Sprink Develop- Test Demo Prod Accepted

Ready Backlog ment

INENEEREE
g
JEgEEEEN S
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Velocity is the easiest metric to game

o
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CFD

80

70

60

elocity

50

40

. Arrival Rate

20

10 -

0 -

‘):»0«2" bﬂ?& ,\:19\?, . :‘9(," :»Q'\',” ,‘9'4” :‘9&" :‘9&"’ ’ s S
& N N o‘° N & N M & N
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Cycle time

160 7

140

120

100 +

60 7

40

20

Cycle Time (UX/Design prep)

4 CycleTime

—5 per.Mov. Avg. (Cycle Time)

*

>

Last finished
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Data eats detail for breakfast

1600
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m Internal Review
Minternal test
MExternal Demo
MIn Package

W Verified on QA
WInProduction

W Verifiedin Prod
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The power of data

900

800

700

m Backlog

600 ¥ Release Candidate
W Approved
500 M Ready for Development

M Development

400 M |nternal Review
M Internal test

300 M External Demo
M In Package

200 m Verified on QA
W Verified in Prod

100

0
01-02-2013 01-03-2013 01-04-2013 01-05-2013 01-06-2013
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Improvement

80

70

60

W Backlog
50

| Story Specification in Progress
20 I Ready for Development

M Planned

M nProgress

30

W Code Review

20 M Test with Business

M Done
10

0
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Probabilistic forecasting

90 percent 99 percent

Aouanbau

—

v ¥

Effort
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BUT! Pressure equals unpredictability
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Don’t forget the vision

o
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To The Future
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Take-aways

o

Don’t use estimates for blame games and don't expect
the team to know

Estimates are a distribution — NOT a single number

#NoEstimates Is an interesting movement but with a
narrow focus on predictability

Story Points and T-shirt sizes can make it much easier to
acknowledge uncertainty

Data beats detall every time!

Don’t make output velocity goals. Velocity is far too easy to
game and you will lose your predictability on the way

Don’t forget the Vision

Twitter: @J_Boeg AgileUpgrade.com



Essay on estimation

Agile Upgrade

SCRUM KANBAN AGILE/LEAN BLOG CONTACT HOME

RECENT POSTS

Why 90 percent gets Kanban wrong! - and getting it right

Stop wasting time trying to get estimates right! - and what
to do instead

Business Value over moving Postlits - drop the break down
tyranny
Shared Risk contract models

It all starts with the right type of contract!

PAGES

Scrum Training & Workshops

STOP WASTING TIME TRYING TO GET ESTIMATES Kanban Training & Workshops
RIGHT! _ AND WHAT TO Do INSTEAD Agile/Lean Training & Workshops

Contact

n Privacy policy

per Boeg on February 13, 2015

About Agile Upgrade

Thanks to Frank Olsen, Klaus Bucka-Lassen, Martin Brogaard, Morten Elvang and Yuval Yeret for
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How To Reach Me

»Jesper Boeg

» Mall: agileupgrade@gmail.com
» Mobile: +45 22 439 83 38
» Twitter: J_Boeg

JESPER BOEG

REAL LIFE SCRUM

TRIFORK.
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Training/offerings

o

» Kanban Training
» April 13-14, Copenhagen
» April 20-21, Aarhus
» http:/ /gotoacademy.dk/ collections/agile

» Predictability made practical

» Hands-on in-house workshop

»www.AgileUpgrade.com
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THANKS!
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