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Applying Agile in a




Doing UX Discovery and Product Development Together

Product Development consists of two types of work

(UX) Discovery work Development work

Discovery work uses S o L o focuses on quality
. validated 1deas out
time-boxed : \ i SRS and predictability

experiments to learn
and test ideas

vahi
wwkﬁ%s’o[ ouf
TEST
MAXIMIZE LEARNING VELOCITY MAXIMIZE DELIVERY VELOCITY
Focus on fast learning and validation Focus on delivery of high-quality software
Rapid iterations (hours, days) Scrum Sprints (30 days or less)
NF Agilist |T

Source:, Dual Track Development is not Duel Track” by Jeff Patton, 2019.
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Dual-Track Agile
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The concept of "Dual-Track Agile” is often represented with a
graphic like this.

How do you think teams typically interpret and implement this?

N Agilist IT

Source: ,Adapting Usability Investigations for Agile User-centered Design” by Desirée Sy, 2007. 0 T ke
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Busting “Dual-Track Agile” Myths

MYTHS

Discovery is a process that precedes agile
development

All work moves from discovery to
development

Once you move from discovery to
development, discovery work is done

The discovery team is different than the
development team

NF

Source:, Dual Track Development is not Duel Track” by Jeff Patton, 2019.

Discovery is a necessary part of product
development. Practice it with the same agile
and lean principles in mind

If we're doing discovery right, we
substantially change and kill lots of ideas

Keep measuring and learning even after you
ship

NO — keep discovery work and progress
visible to the whole team
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Scrum Supports Emergent (Lean) UX

UX discovery tasks can be done simultaneously with other PBI work:
coding, testing, etc.

Some UX things can be on the Definition of Done and apply universally
to every PBI

E.g., adherence to the style/brand guide, all features are instrumented with customer analytics
Every Sprint must still deliver at least some valuable business

functionality
To prove that the user experience is as you expected
To prove to the customer that work they care about is taking place
As a basis for forecasting

NF Agilist I T
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Emergent (Lean) UX
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How do You Manage UX Work in Scrum?
DEVELOP
MENT

C

There are 3 approaches:
1. Separate backlogs for UX and Development
2. Single backlog with PBIs specific to UX or Development
3. Single backlog UX and Development in each PBI

Nr Agilist IT
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Patterns of Managing UX Work: Pros and Cons

Separate Backloas One Product Backlog One Product Backlog
P 9 UX Work AS PBI’s UX Work IN PBI's
Mindset: UX work doesn’t have Mindset: UX work can be an M[ndset:.Only "“Done” working
to interact in the Scrum process /ncreme?nt thaz.‘ gets inspected at Product. (s the //jcrgment, and
the Sprint Review everything else (s just work done to
PROS,/CONS? PROS/CONS? get there
' PROS/CONS?
- Clear separation of types of work * Feels natural to most teams
May lead to silos in team, phased  May lead to silos in team, mini- * Focus on value delivery
waterfall development, or worse: waterfall behavior - UX work thought of as
separate teams _ « Must manage dependencies Refinement?
PO must order multiple backlogs between PBI’s when discovery + Team swarming
and balancg Wolrlk b’e’avveen each, or work is required first or validation _
worse: multiple “PO’s" each ordering work is required after delivering * May lead to hlgh WIP arlmd work
different backlogs the Increment. that spans mult|ple Sprints as
teams do discovery-development-
* All PBI's no longer equal, some validation on each individual PBI
ST produce learning, some produce

1 .
) scrum.org/PSU “Done” Product Increments Agilist I T

© 2021 Jeff Gothelf & Josh Seiden All Rights Reserved
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Patterns of Managing UX Work: Our Recommendations

Separate Backloas One Product Backlog One Product Backlog
P 9 UX Work AS PBI's UX Work IN PBI's
Mindset have Mindset: UX work can be an Mindset: Only "Done” working
to interacRin the Scrugl process /ncreme?nt thaz.‘ gets inspected at Product. (s the //jcrgment, and
the Sprint Review everything else (s just work done to
PROS/CONS PROS/CONS? get there
PROS/CONS?
- Clear separatl types of work * Feels natu eams
May lead to sil@¥in team, phased « May lead . mini- * Focus on
waterfall devel ent, or worse: waterfall « UX work th
separate tea - Must mana dencies Refinement:
PO must or le backlogs between PBI’s when discovery - Team swarming
and balangy een each, or work is required first or validation Viay lead 16 high WIP and work
worse. m ach ordering work is required after delivering hay ead to Igl' I Sar) wor
differen the Increment. that spans mu tiple Sprints as
teams do discovery-development-
* All PBI's no longer equal, some validation on each individual PBI
ST produce learning, some produce

) scrum.org/PSU “Done” Product Increments Agilist 1T

© 2021 Jeff Gothelf & Josh Seiden All Rights Reserved
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No One-Size-Fits-All Answer: Most UX Work IN PBI’s,
Some UX Work AS PBI’s

UX
DEVELOPMENT

NF Agilist I T
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Case Study:

A Web Development £
Powered by Scrum anc
Kanban

N




Case Study (July 2020 - Today)

Nr

Web and

Zagreb
E-commerce

Since 2000 :
Solutions

//webmarketing

500+ Web Sites Cross-Functional Team

250+ Clients 10 Business Analysts,

Designers and Developers
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Challenges

Inefficient Process

Frequent Task
Switching

Quality Issues

Unclear
Accountabilities

Nr

Gated waterfall process with customer approvals
blocking the work

Difficulties balancing priorities for ongoing projects

Difficulties keeping up with the project schedule

Bugs, unfinished features

Micromanagement enforced by one of the founders
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Our Approach

Started with a Formally trained They use Scrum Ognjen:
2-day assessment everyone on Agile production work

of processes, with certification . _ and process

practices and el | Sa Currently in Sprint improvement Product Owner for

tools Foundations (2 day) - 32 work in parallel Process

: now Applying Improvements
Resulted in a Professional Scrum

Backlog of Process «Ad-hoc trainings when They use Scrum to
Improvements jesaed introduce Scrum! Agile Coach

ooooooooooooooooooooooo
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Process Improvements (Part 1)

— SCrum

Unified hierarchical backlog for all projects managed by a single Product Owner
Sprints with clearly defined and "defended" Sprint Backlogs

Empowered Single Product Owner

Fully balances work on different ongoing projects
Has full control over priorities, plan and roadmap

s Ability to Deliver Entire Modules Within Each Sprint

Main Page, Web Shop, Catalog, News, etc.

Fewer/no Delays for Customer Approvals

UX is split in smaller units of work
Design UX workshops followed by rapid development
Design, development and delivery within the same sprint

Aglllst I'T
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Product Development Dashboard in Azure DevOps
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Delivery Plans — Condensed View - Release Plan

O New WEM Boards / Plans

Plans Release Planning v 7%
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Delivery Plans — Detailed View - Release Plan
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Process Improvements (Part 2)

e Clear Accountabilities

Self-managing Team

PO, SM, Devs (BAs, Designers and Devs)
Strict adherence to accountabilities

Less task switching, faster decision making

Management has transparent insight into the status

Through Product Backlog, Delivery Plans, Dashboards

End-to-end process supported by Azure DevOps

Kanban: Sales, Refinement and Support
Scrum: Design and Development

mmmmn  SUpport process visually managed on a Kanban board

T AGIIIST T

ooooooooooooooooooooooo



http://www.agilistit.com/

Chained Processes

End-to end process modelled using Azure DevOps and CRM
Chained processes:

Sales Refinement ‘Development { Support J

Scrum

Sales process managed in Azure DevOps, driven by CRM
Work flows from one process to another

Nr Agilist IT
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Chained Processes (Contd.)
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Quality Improvements

mmmmm |Mproved Requirements

Clear Definition of Ready (DoR) supported by a Kanban Board
Explicit acceptance criteria for each PBI

Requirement refinement process supported by Kanban
Separate DoR for design and development

s |Mproved Product

Clear Definition of Done (DoD) for design and development
Pull Requests with Peer Reviews and ClI build

Test Cases for each acceptance criteria
Test Cases, Test Plans, Test Configurations, Exploratory tests

Testing tools create rich bugs (easy to reproduce, understand, and resolve)

ooooooooooooooooooooooo
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Effectiveness Improvements

Minimized impact of support and incidents on ongoing

development

Introduced BA and Dev "On Duty”
They deal with all production issues and interruptions
The rest of the team is focused on production work

mmmm Automated Cl and CD pipelines

No more manual deliveries
All developers can deliver from Day 1

Nr
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Next Steps

On-Demand Test

Automated Testing Environments

//webmarketing

Measure Time and Track
Metrics Move from Project to Product
|dentify and Remove Further Mindset
Waste from the Process

Nr
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Agile in a Web Development Agency

UX and Development work intertwined
We prefer: One Product Backlog with UX Work In PBI's
Case Study: Web Marketing

Questions?

Ana Roje lvanci¢, arojeivancic@agilist.hr ~ www.agilitistit.com
Ognjen Baji¢, obajic@agilist.hr trainings@agilist.hr
Zagreb, Croatia
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