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Day 2:  Questions from Day 1?



Loose Workshop Outline ςDay 2 ςAgile/Scrum
¶ 8:30 AMςKick off

¶ Review/questions from Day 1

¶ 9:00 AM Agile/Fundamentals

¶ Quecreek Rescue 

¶ Agile Benefits

¶ Exercise:How Agile is ETS Today?

¶ 9:30 AMAgile Long Term Planning

¶ Agile Roles

¶ Overarching Process Flow Review

¶ Review of Office Pro Plus Business Case

¶ Exercise: Elevator Statements

¶ Exercise: The Focus Matrix

¶ 10:00 AM  Break

¶ 10:15 AM Finding Project Scope

¶ Finding scope with story mapping

¶ Simple user stories

¶ Prioritizing Scope

¶ Estimation and Release Planning

¶ Noon: Lunch

¶ 12:30 PMDelivering with Scrum

¶ Detailed user stories

¶ Sprint Planning

¶ Refinement

¶ Daily Standup

¶ 1:45 PM Break

¶ Demos

¶ Retrospective

¶ Plan Adjustments

¶ 2:50 PM Final Questions

¶ 3:00 PM Workshop Ends
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What 
Is     

Agile?
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The Story of Quecreek
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The Shift Starts
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The Tragedy Begins - Wednesday
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Looking For a Sign - Thursday
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The Big Drill Arrives
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The Last Man Out
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Parallels between Quecreek and Projects: 

Clear Priorities
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Å Quecreek had a major time constraint -
Get the miners out before they died

Å Most software projects have to be 
delivered by a deadlineor their value
is marginalized

Å ¢ƘŜ ŀƴŀƭƻƎȅΥ άWhat is the valueof 
ŀ {ǳƴŘŀȅ ƴŜǿǎǇŀǇŜǊ ƻƴ aƻƴŘŀȅΚέ

10



Copyright Greg Smith

The Quecreek rescuers adapted to:
ÅBroken drill bits
ÅGas lines blocking their drill path
ÅThe need to reduce the time required to 

manufacture a fishing device

In projects we encounter:
ÅA missing requirement
ÅA technical constraint that invalidates your  

design
ÅA department or vendor delivering their part of 

the project later than expected 

Parallels between Quecreek and Software Projects: 

Expect change and be ready to adapt 
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Parallels between Quecreek and Projects: 

Collaboration
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Ideas came from all Quecreek team members
ÅIdea ςDrill a pilot hole first

ÅIdea ςUse positive air pressure to keep the water 
at bay

On projects we want:
ÅIdeas from all team members 

ÅTo avoid a contract/adversary relationship                                                                                   
with vendors or the customer
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At Quecreek the rescue team thought                                                                  
they knew where the miners were

ÅA quick pilot hole verified the assumption 

On projects we:

ÅDemonstrate frequently to verify we are on 
target with the customer needs
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Parallels between Quecreek and Projects: 

Early Feedback
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1. Synchronizing everyone on the main goal

2. Harnessing the knowledge of the team

3. Expecting and adapting to changing needs

4. Establishing a collaborative environment

5. Minimizing risk through frequent feedback

6. Removing all forms of waste from the process

7. Delivering while the need still exists

8. Planning at a level that correlates to the information available

9. Delivering extensible projects

10.Emphasizing value delivery over following a plan

Agile is What We Just Discussed

Would any of 
these not 
make sense 
within ETS?

Copyright Greg Smith
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Agile Benefits - VersionOne 2020 Survey
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About Agile TeamsRoles
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About Agile Teams

ÅCross-functional ςall the skills needed to deliver what the customer needs

ÅWork together to deliver value to the customer, may include helping outside of their 
functional area

ÅIn a perfect world - self organizing

ÅIn a perfect world - all have good soft skills and can resolve conflict

ÅMake sure their work and project status are 100% transparent

ÅExpose and work risks as soon as possible

ÅSeek feedback from the customer throughout the project

ÅPlan at the beginning but realize re-planning after discoveries is even more important

ÅCoordinate their work with support teams such as load testing, dev/ops, security, help 
desk, regulatory, and localization

ÅOften use collaborative techniques to reach consensus

ÅProvide high level estimation to create an early project plan and detailed estimation to 
deliver a sprint

ÅTake ownership for the project
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Agile Teams
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Roles Related to Requirements

The Business Owner

ÅInvolved in long term strategic planning

ÅOften has a product roadmap for the next 12 to 24 months

ÅCreates an initial business case for a programor high level initiative

ÅPrograms and initiatives usually tie to one to many projects

ÅCommon titles: Director or VP of Marketing, Business Area Director

Product Owner

ÅDefines the features and stories of the product, provides input on release plan, owns and 
maintains the product backlog

ÅAggregates input from users, stakeholders and other interested parties Prioritizes features 
according to business value 

ÅDefines the acceptance criteria and conditions of satisfaction for the Sprint and the project 
backlog

ÅTakes feedback from users and stakeholders in the demo and makes a business decision on 
which are added to the feature list and which are set for the next Sprint

ÅCommon titles: Product Manager, Program Manager, Business Analyst
Copyright Greg Smith 

Roles Related to Requirements and Needs
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Overview of The Process for an Agile Project
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1) The Team Reviews the Business Case
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Review of The Business Case for Our Simulation
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Elevator Statements

Define your position based on the target market and how you will provide value to 

capture the market.  Go on to discuss your competition and what your product 

will do to separate itself from similar products. 

For (target customer)

Who (statement of the need or opportunity)

The (product or project name) is a (category)

That (statement of key benefit ςthat is, compelling reason to proceed)

Unlike (primary competitive alternative)

Our Product (statement of primary differentiation)

2) The Team and P.O. Create an Elevator Statement
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Elevator StatementsElevator Statements
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For wŜǉǳŜǎǘƻǊǎ ό/ŀǇƛǘƻƭ {ŜŎǳǊƛǘȅΩǎ ŎǳǎǘƻƳŜǊǎύ
Who Desire a more efficient (intuitive, role/identity-focused) and robust 

(consolidated, one-stop shop) system to make and manage physical access 

requests to facilitate the fulfilment of their orders.

The Building Enterprise Access Request System (BEARS)

Is a Single system to make access requests

That Allows us to make correct orders on the first attempt

Unlike The current card key request system and other manual request processes
Our

.9!w{ ǎȅǎǘŜƳΧ 
Χǿƛƭƭ ŀƭƭƻǿ ǳǎ ǘƻ ƳŀƪŜ ŀŎŎŜǎǎ ǊŜǉǳŜǎǘǎ ƳƻǊŜ Ŝŀǎƛƭȅ ŀƴŘ ŀŎŎǳǊŀǘŜƭȅΣ ǿƘƛŎƘ ǿƛƭƭ 
reduce turnaround time.



Elevator StatementsYou Can Still Keep and Use RemainingBenefitstatements
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Additional/Secondary benefits

Ç Facilitates modern, intuitive, and efficient ordering 

workflow system

Ç Is a robust reporting solution for ordering activities

Ç Is a notification system for orders and key activities

Ç Will improve access request communication 



Elevator Statements
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Elevator Steps

1. Identify the key audiences who get value 

(audience is a category of users, not specific roles)

2. Document the main need of the audience

3. What is the name of your project or product?  

What type (category) of project is it?

Before going to steps 4, 5, and 6 ðbrainstorm all 

possible benefits to the audience, if we do this project

When done proceed.

4. Put a ògoodó benefit here.  Maybe a benefit that 

makes you equal to your competition

5. For 5 and 6, put your separator here.  What makes 

your product better than your competitor or your 

current product?  What will the audience be most 

excited about?
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An Elevator Statement is Our Project Compass
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HCA Example
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For

Who

The

Is a

That

Unlike

Our
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Mural Exercise



An Elevator Statement is Our Project Compass

ÅThe elevator statement tells us 
which way to go when prioritizing

ÅIt helps us make tradeoff decisions

ÅIt reminds the team who we are 
serving and how

ÅIt synchronizes the team on the 
value
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Elevator Statement ςOur Project Compass



Envisioning ςThe Focus Matrix

 

 

Fixed
(1)

Emphasized
(1)

Flexible
(2 to Infinity)

Resources X
Schedule X
Scope X

ÅYour stakeholders want everything for a project

ÅBut if the team can only guarantee one attribute, what do the stakeholders want?

ÅThe Focus matrix shows the relative importance of each factor for a given project, as determined 
by the stakeholders of the project request.

Å άCƛȄŜŘέmeans the factor cannot be changed.  ά9ƳǇƘŀǎƛȊŜŘέmeans it is our main focus since 
we have some control. άCƭŜȄƛōƭŜέmeans the factor can be heavily adjusted.
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3) The Focus Matrix



! DƻƻŘ ǳǎŜǊ ǎǘƻǊȅ Ŧƻƭƭƻǿǎ άLƴǾŜǎǘέ 
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4) The Team and the P.O. Identify the Users (Mural, Teams, Other)

System

Revenue 
Manager

Staff Account

Security 
Manager

Loan 
Applicant
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! DƻƻŘ ǳǎŜǊ ǎǘƻǊȅ Ŧƻƭƭƻǿǎ άLƴǾŜǎǘέ 
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{ƻƳŜ {ȅƴƻƴȅƳǎ ŦƻǊ ά¦ǎŜǊέ

ÅActor

ÅRole

ÅPersona

ÅProfile

ÅAudience

ÅDemographic
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One for Our Case Study ςJoe the Bargain Buyer
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BEARS Profiles
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wŜǉǳŜǎǘƻǊ ό/ŀǇƛǘƻƭ {ŜŎǳǊƛǘȅΩǎ ŎǳǎǘƻƳŜǊǎύΥ
¶ May be dedicated to facilities work only, or have 

tasks that are primarily unrelated to facilities 

o wŜǉǳŜǎǘƻǊǎΩ Ƨƻōǎ ŀƴŘ ǘŀǎƪǎ Ŏŀƴ ǾŀǊȅ ƎǊŜŀǘƭȅ

¶ Likely has a limited understanding of access control-

specific terms 

o Often reaches out via phone or e-mail to Capitol 

Security 

¶ May requests sparingly/occasionally, or may be in 

charge of making large bulk requests 

o E.g., May need to coordinate group access when 

their program moves to a new location.

¶ LŦ ǘƘŜǊŜΩǎ ƳƻǊŜ ǘƘŀƴ ƻƴŜ ǊŜǉǳŜǎǘƻǊ ŦǊƻƳ ŀ ǎǇŜŎƛŦƛŎ 

program/agency, may need to double-check the 

requests that another requestor made.

Capitol Security - General
¶ Performs recurring access control tasks

¶ Resolves simple/common customer service 

issues/complaints

¶ Escalates more complex customer service 

issues/complaints 

Capitol Security - System Admin:
¶ Understands the big picture of access control 

and how the pieces fit together

¶ Fills in the program where needed

¶ Pulled in many directions (projects, tasks, 

etc.)

¶ Resolves more complex customer service 

issues/complaints



One for Our Case Study ςJoe the Bargain Buyer
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BEARS Profiles
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Capitol Security - Investigator:
¶ Capitol Security manager

¶ Responsible for input into program budget

o Conscious about program costs

o Interested in auditing/investigating internal processes to gather information and 

validate effectiveness

¶ Ensures high-level processes are effective

Finance Staff:
¶¦ƭǘƛƳŀǘŜƭȅ ǊŜŎŜƛǾŜǎ /ŀǇƛǘƻƭ {ŜŎǳǊƛǘȅΩǎ ŎǳǎǘƻƳŜǊ ǇŀȅƳŜƴǘǎ

¶ Supports multiple programs

¶CƛƴŀƴŎŜ ŜȄǇŜǊǘǎΣ ōǳǘ ƭƛƪŜƭȅ ǳƴŦŀƳƛƭƛŀǊ ǿƛǘƘ ǘƘŜ ƛƴǘǊƛŎŀŎƛŜǎ ƻŦ /ŀǇƛǘƻƭ {ŜŎǳǊƛǘȅΩǎ 

business processes

¶Occasionally needs to research specific order details

¶ Needs to see big-picture financial information and high-level reports



! DƻƻŘ ǳǎŜǊ ǎǘƻǊȅ Ŧƻƭƭƻǿǎ άLƴǾŜǎǘέ 
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Who Would Be Our Users for Office Pro Plus? (Mural Exercise)

System

34



! DƻƻŘ ǳǎŜǊ ǎǘƻǊȅ Ŧƻƭƭƻǿǎ άLƴǾŜǎǘέ 
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5) Once We Knowthe Users, We Need to Identify The Stories They Need

User Story Education System

Instructor
Staff 
Accountant

Business 
Analyst

Reporting 
Manager
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{ǘƻǊƛŜǎ ŀǊŜ ά¢ŀǎƪǎέ ǘƘŀǘ ǘƘŜ ¦ǎŜǊ tŜǊŦƻǊƳǎ ǿƛǘƘ ǘƘŜ {ȅǎǘŜƳ

As abuyer 
I want to review seller feedback 
so that Ican see if I trust this seller

As abuyer
I want to compare prices
so that Ican make sure I am buying at the lowest possible price

I start with this simple structure, when we are just scoping:

User:

Verb/Action:

Noun:
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Can We Identify Some User Stories for Office Pro Plus? (Mural Exercise)

ETS Employee
Share
Document

Administrator
Assign
Roles

Help Desk
Support
Office Pro Users

I.T.
Monitor
Application
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Å A Minimum Viable Producthas just those 
features/stories that allow the product to 
be deployed, and no more

Å I like to say that if even one MVP story is 
removed, we do not have a deployable 
product for any audience

Å It is a strategy to avoiding delivering what 
customers do not want

Å The MVP often serves as a learning 
experience to tell us what to add to the 
product next

ÅMVP also helps us get to market while the 
need still exists

6) Once We Have the Stories/Backlog, We Could Find MVP
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Potential Auction System MVP

Exception 
Stories

Spike 
Stories

Research 
Stories

Document 
Stories

Story 
Writing

Basic 
Syntax

Refactoring 
Stories

Sprint 
Zero 

Stories

Register
Students

Create 
account

Delete 
account

Update 
account

Customize 
Account 

View

Estimating 
Stories

Affinity 
Estimation

Planning 
Poker

Testing Stories

Acceptance 
Criteria

BDD

Automating 
Tests

Relative 
Estimation

MVP

Once We Identified All of the Stories, We Could Identify MVP

Notifications

Testing 
Students

Post 
Workshop 

Exam

Obtaining 
PDUs

In workshop 
quizzes

Future 
Release(s)
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Priority Requirements/Stories Size

Critical/MVP Document Sharing 2 - Small

Critical/MVP Messaging 3 - Medium

Critical/MVP Create Chat Groups 8 - Extra Large

Critical/MVP Notifications 5 - Large

High Online Calls 3 - Medium

Medium Download documents 5 - Large

7) Team Estimation of Stories using Story Points

40



CONFIDENTIAL

Å The team discusses the story with the 
customer

Å Each member secretly chooses a card with 
either 1, 2, 3, 5, or 8 for size

Å On command everyone expose their cards

Å The differences leads to discussion

Å Keep discussing and voting until the 
estimates are somewhat close to each other

Planning Poker
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In the New Days, An App We Can All Access

The Scrum Master could facilitate and 
record the agreed to estimate.
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