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Processo di sviluppo e retrospettiva

Un processo di sviluppo governa
»Chi deve fare Cosa
»Quando farlo

»Come raggiungere un determinato obiettivo

Una retrospettiva € una riunione periodica del team che
analizza come sta andando il processo; e una delle piu
diffuse pratiche agqili



Mettere in atto un processo di sviluppo del software

Quando piu persone collaborano, € necessario seguire una disciplina di
collaborazione, che chiamiamo «modello del processo di sviluppo» (alcuni chiamano
tali discipline «metodi», altri «metodologie»)

| modelli del processo di sviluppo sono insiemi di ruoli, artefatti e «buone» pratiche

| modelli agili del processo di sviluppo sono stati inventati per piccoli team (3-7
persone), e includono un ruolo «Product Owner» (una persona) ed un ruolo «team»
(I'insieme delle persone che collaborano, incluso il PO)

In Scrum c’é inoltre il ruolo di facilitatore (Scrum Master), che aiuta gli altri membri
del team a segquire la disciplina di collaborazione

Nota bene: Quando c’é da costruire un grande sistema software i modelli agili
occorre «scalarli», cioe adattarli, per poter coordinare team piu grandi o molti piu
programmatori



Obiettivo: consolidare la competenza dei team

Motivo frequente di fallimento dei progetti agili:
Mancanza di competenza sufficiente nell’applicare tecniche base della visione agile.

Discover Plan

Competenza
Imparare una nuova pratica
Guida nell’apprendimento

della pratica
Adozione della pratica Learning Delivery
Eventuale modifica della pratica Explore ({J Cycle Cycle
Adapt;
*Valori aqgili: trasparenza, adattamento Adopt Check

*Valori Scrum;:

* Autoorganizzazione del team
« Team cross-funzionale apprendere / sviluppare

*Miglioramento continuo del processo

Il doppio ciclo del team agile:




La retrospettiva e uno degli eventi del modello Scrum
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Quando si fa la retrospettiva? Alla fine di ciascuno sprint
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Cos’é una retrospettiva

Cosa ha funzionato bene”

12 Principio agile: ad intervalli regolari, il team riflette
su come diventare piu efficiente, quindi rivede e
modifica il proprio comportamento di conseguenza

Come miglioriamo?

La retrospettiva € una riunione del team in cui si
analizza il risultato dello sprint dal punto di vista
del processo.

Si tiene come ultimo atto dello sprint Starfish Retrospective

Lo Scrum Master facilita |la retrospettiva, in quanto

SM & il process owner e deve aiutare i colleghi del @ More '
team a rivedere cosa e andato bene e cosa e

andato male durante 'ultimo sprint

Domande a tutti:
@Start

Cosa e andato bene? Cosa ti e piaciuto?
Cosa e andato male? Cosa NON ti e piaciuto?
Cosa dobbiamo fare di diverso?

https://metroretro.io/templates/the-starfish-retrospective

Cosa miglioriamo?

Promesse del team

Stop - something that is not bringing value, or is a roadblock.
Less - something already being done that could be reduced.
Keep - something the team is doing well and should be acknowledged.

More — something already being done that could bring more value if done even

Start — a new idea, or something that could help improve.

@ Less

et o) Stop
x
4
@b Keep

more.


https://metroretro.io/templates/the-starfish-retrospective

Cos’é una retrospettiva

Starfish Retrospective

@ More

@ Start

Stop — something that is not bringing value, or is a roadblock.

Less — something already being done that could be reduced.

Keep — somethina the team is doing well and should be acknowledged.

More — something already being done that could bring more value if done even more.
Start — a new idea, or something that could help improve.

@ Less

i Stop

V Pair programming
4

S Keep



Obiettivi della retrospettiva

1.Identificare vincoli e sprechi nel processo di sprint (analizzando i dati disponibili).
2.ldentificare cio che funziona o non funziona.
3.Favorire la conversazione tra i membri del team.

4.0ttenere idee per migliorare.
5.Redigere un piano d’azione per I'implementazione soluzioni raccolte.

Prodotto
(backlog+release)

Prossimo

Nuove _
sprint

raccomandazioni

Retrospettiva

Vecchie
di sprint

raccomandazioni

Dati di processo
(burndown+logger)

Modello di una retrospettiva



Ruoli coinvolti

Participants
Il Product Owner: ‘% & “.‘.
1. Riassume le sue valutazioni sui risultati ottenuti. ‘& "
2. Richiede suggerimenti al team per migliorare la
performance del team stesso - e e vty
3. Offre supporto per risolvere i problemi Sprint refrospective
organizzativi.
Lo Scrum Master (proce§s owner):
1. Organizza e modera I'incontro.
2. ldentifica i temi principali da trattare.
3. Ricorda i risultati di precedenti sprint.
4. Tiene traccia delle proposte che emergono dalla
discussione.

Il Team di sviluppo:

1. Propone idee / lamentele / soluzioni
Definisce le priorita delle idee / soluzioni da
attuare.

3. Concorda su come attuare le proposte piu
importanti.

4. ldentifica i compiti per 'implementazione delle
proposte selezionate.

Copyright © 2012, Kenneth S. Rubin and Innolution, LLC. All Rights Reserved.



Conversazioni strutturate

Nello sprint planning il team sceglie le pratiche da usare durante lo sprint
Le pratiche scelte possono essere modificate da uno sprint all’altro (ma meglio non modificarle durante lo sprint)

Nella retrospettiva ciascuna pratica viene analizzata e valutata dai membri del team (rosso=male, verde=bene)
Essence puo aiutare il team a farsi un’opinione (vedere slide successive)

CONNN DI RN T D N EEmETT|
Prima retrospettiva Ultima retrospettiva
Poco tempo dedicato all’aiuto e alla gestione della Aumento del tempo dedicato a questa fase (da meno di un’ora a piu di 3 ore)
distribuzione del lavoro da parte dello Scrum Master Miglioramento generale nei voti assegnati.
| devs hanno dedicato troppo poco tempo allo Le discussioni delle retrospettive precedenti hanno comportato
sviluppo delle funzionalita scelte un miglioramento tangibile dello spirito collaborativo del team
Pianificazione superficiale del lavoro durante lo Miglioramento nella gestione della fase di retrospettiva
Sprint Planning Autocritica di un DEV

Daily Scrum fatto senza costanza
Sprint Goal definito ad inizio sprint poco chiaro
Scarsa comunicazione durante il lavoro



Riferimenti per retrospettive
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https://retromat.org/
http://retrospectivewiki.org
https://www.tastycupcakes.org

= ‘%gé%gospectives
Agile Kaizen

Making Good Teams Great

Managing Continuous Improvement
Far Beyond Retrospectives



https://retromat.org/
http://retrospectivewiki.org/
https://www.tastycupcakes.org/

Retrospettive: uso di Essence

Per aiutare lo SM a gestire le retrospettive suggeriamo l'uso di Essence

Essence e un (meta)linguaggio di descrizione di metodi e pratiche di sviluppo

Kernel Language Essence

Descrizione tecnica
« Si concentra sull’'essenziale T

* componenti:
— The Essence Language

— The Essence Kernel
— Pratiche essenzializzate (eg TDD)

— Metodo (eg Scrum): combinazione di pratiche Pesentializedimethods: | -
Il use \/
N

Scobo Essentialized practices
p || use \/
. LN
- Serve a riflettere sul Processo The Essence kernel éj:%
: : I 11ceq | ~
- Crea occasioni per conversare | _uses | —
 Insieme di giochi «seri» legati allo The Essence language U

sviluppo del software



L_’obiettivo di Essence

Essence si concentra sugli aspetti
essenziali del processo di sviluppo,
cioe sulle buone pratiche e come
vanno sviluppate

Supporta I'auto-addestramento
del team mediante carte checklist
che permettono di «giocare»
migliorando I'armonia del team

Le pratiche vengono rese
indipendenti dal metodo in cui
sono state definite

| team possono costruire il proprio
metodo componendo le pratiche
preferite

| metodi sono composizioni di pratiche

Essentialized Methods

T uses 1

Essentialized Practices

The Essence Language

The Essence Kernel {:}

=

Method

Some
other
practices

Backlog User

Driven Story oD

:,: Essence




Gli elementi di base di Essence e le loro relazioni

Element Type Syntax Meaning of Element Type

development endeavor that is relevant

Alpha Q An essential element of the
to an assessment of the progress and Q
Alpha

health of the endeavor.

Work Product — A tangible thing that practitioners
produce when conducting software
engineering activities.

Activity D A thing that practitioners do.

[

Work Product

_______

Competency

_______

certain kmd of work.

< involves

Activity Space B BY A placeholder for something to do
! / in the development endeavor. A 7//\( e
S g placeholder may consist of zero to ~ comreter
many activities.
Pattern An arrangement of other elements

represented in the language.



Gli alpha e i loro stati

fi i (- N (@ )
(X Opportunity () stakeholders } () Requirements () Software System
The set of circumstances that The people, groups, or - What the software system must A system made up of software,
makes it appropriate to develop or organizations who affect or are ‘ do to address the opportunity and hardware, and data that provides
change a software system. affected by a software system. satisfy the stakeholders. its primary value by the execution
| of the software,
( Identified =9 [ Recognized | | = Conceived | [ - )
| Solution Needed § [ Represented | | [ Bounded J ( = ) |
[ Value Established ) ( involved ] | [ Coherent ) ( T 7 |
| Viable ) [ In Agreement ) | [ Acceptable )| l Ready ] "
l Addressed ] ( Satisfied for Deployment | [ Addressed | [ } ’
| Benefit Accrued ] ( Satisfied in Use ) ‘ R Fulfilied ] C S ) ‘
\
\@ e = 'IIJ \@ i 11 1) L @ o e 111 ) \»@ e 111 ]
(CF B 4 D &8 ™
(X Work (X Team (__X Way of Working
Activity involving mental or A group of people actively The tailored set of practices and
physical effort done in order to engaged in the development, tools used by a team to guide and
achieve a result, maintenance, delivery, or support support their work.
of a specific software system.
( Initiated V) ( Principles Eslablished |
( Prepared ) ( Seeded ) || [ Foundation Estabiished |
[ Started ) [ Formed 3 || ¥ In Use ]
( Under Control 4 | Collaborating J I in Place ]
[ Concluded ) ( Performing 1 11 Working Well ]
( Ciosed ) ( Adjoumed 1 Retired ]
l 111 O N 1 (O S St — LA |
\.@ s A \@ - s ” J L t) 1 >




Gli alpha e i loro stati

o M Recognized Represented Involved In Agreement,_,| Satis5ed for Satisfied in
g qﬁ’ Deployment Use
] ‘ﬂ*‘xd Identfied Solution Value Viable Addressed Benefit
a o® Needed Established Accrued
c Conceived Bounded Coherent Acceptable Addressed Fulfilied
2
= |
° sd\ﬂ""‘e Architecture Demonstra- Usable FReady Operational Retired
A P | sclected ble )

. wo Seeded _.{ Formed _‘{Collaboranng _.l Performing H Adjourned
-
-

ot Principles Foundation In Use In Place working well Retired
.E M Established Established
- "J‘ Initiated _{ Prepared _{ Started F_[ Under _‘[ Concluced _{ Closed

Control




Esempio: essenzializzare un processo minimale di sviluppo

. < fulfills
Questo diagramma mostra un processo C>< Q

“essenzializzato”. Requirements Software System

provides

La relazione tra i due alpha Requisiti e Rketnnh
Sistema software e descritta dall’attivita * progressed by >

di scrittura di codice (Write Code), che Dcw,(,pnm% D produces >

produce I'artefatto Codice (Code), e che

C()lﬂp(‘tt‘l’l(‘}'
richiede due competenze: Sviluppo e /w,iw(:ode Code
Testing *

Testing




Esempio: essenzializzare la scrittura di user story

(X

Requirements
(from kernel)

comprises>

described by> [ verified by> E

User Story Story Card Test Case

| T
L O>— >——+
| ]
| ]

Splitting
User Stories

,/
-
~

Find User Preparea  / Accepta [/

Stories User Story [/ User Story /
/ /

Understand the Requirements Test the System
(from kernel) (from kernel)

Un altro processo “essenzializzato”.

| requisiti diventano User Story, che vengono analizzate (attivita
“Understand the requirements”) e preparate per lo spazio di attivita
Test the System che include I'attivita Accept a User Story.

Viene menzionato sulla sinistra anche il pattern “Splitting User Stories”



Gli elementi base di Scrum

O

W

Product
Owner

Product
Backlog

@)

w

Scrum
Master

=

Sprint
Planning

Sprint
Backlog

e @®

% Daily

Scrum Team

Sprint

—

Daily

-

Standup  Review

Retrospectlve

Sprint
Potentially
) Shippable
Sprint Increment




Gli elementi di Scrum essenzializzati

Scrum
Product Master
Owner
Sprint
E Planning
Product E
Backlog Sprint
Backlog

o L

Daily Sprint
Scrum Scrum Review
D S
Sprint Sprint
Retrospective :
Q Increment

Product
Backlog Item



Modello di Scrum con Essence

X (X @)

Work Requirements Software system
(from kernel) (from kernel) (from kernel)
Product g
|_| 3 Backlog 3 83
3 3 58
Scrum S 3 g9
Team §‘ prioritized % a3
‘\7 into> (\7 %
v L 7 v delivered v
|_| ( )( described by> / targets> * )( through> /
Product  gpring Sprint Product Increment
Owner Backlog Backlog Item
|_| VT TTTTTTT k. T o e kS
1 \ I \ I \
1 \ 1 \ 1 \
Scrum ! \ % 3 3 I X
Master : f IR B T )
| Sprint Daily ;S 1 Sprint / | Sprint i
| Planning Scrum J/ | Review 3 :Retrospective/
Coordinate Activity Track Progress Support the Team

(from kernel) (from kernel) (from kernel)



Le pratiche agili

Product backlog
Agile development
Agile timeboxing
Product Ownership
Agile retrospective
Agile teaming
Daily stand-up

Product Agile
Backlog Development

Essentials Essentials

Agile Product Agile
Timeboxing = Ownership | Retrospective
Essentials Essentials Essentials

Agile Daily
Teaming Stand-Up
Essentials Essentials



arte delle pratiche di Scrum

Pratiche (cose da fare) Artefatti (cose con cui lavorare)

‘ ng)%%%grﬁc“og Product Backlog Product Backlog

Item

D Sprint Planning C)( Sprint CI Sprint Goal
| Daily Scrum (3( Improvement CI Increment

A potential improvement to the
i . way the Scrum Team does its -
D Sprint Review work. Sprint Backlog
D Sprint . ( dentifed ) Beflnltlon of
Retrospective one
. ( Planned ) . o
An opportunity for the Scrum The quality criteria used to assess
Team to inspect itself and create ( Achieved ) when work is complete on the
a plan for Improvements to be product Increment. Any one product
enacted in the next Sprint. A or system should have a definition
time-boxed event of no mé)re of done that is standard for any
than 3 hours for a one-month Relates to: (X Way of Working work done on it.
Sprint (shorter for shorter 2018.02
Sprints). SCIUMINC.  copyrgnaons (AR

\ Completion Conditions Listed /

H Quality Criteria and Evidence
and all other 1 i
v

1
Described i

Leadership Management COmPetencies

Improvement: Planned or beyond . .
Simp 4 Describes: (X Way of Working

Gonsrte U s ercane™ 2018.02 @ Sp— 2018.02

Gt

SCIUMINC.  comrgnzos  OF AR fAcoBsON SCIUMINC.  coprgnaois (1 WARJACOBSON




Esempio: Scrum Lite

https://iamthye.medium.com/guide-to-lite-agile-the-lightest-framework-for-individual-transformation-5b361afdeb

{ G Product Backlog | ‘O NG IctReENicy ‘( G Increment

An ordered list of everything that A change to be made o the

| might be needed in the product. product in a future release (for
The single source of requi a feature, functi

for any changes to be made to requirement, enhancement, or fix).
the preduct. The items in the

Product Backlog are known as

Product Backlog ltems.

pa—

Identified

H

| The sum of all Product Backlog
Items completed during a Sprint
and value of the Increments of all
p Sprints. The |
must be "Done” which means the

P System it descri
| must be usable and meet the
| Definition of Done.

| Product Backiog hems Listed |

f p A
() sprint C] Sprint Backlog
A time-box of one month or less | The set of Product Backlog Items.
during which a "Done,” usable | selected for the Sprint to meet the
and potentially shippable Product | Sprint goals. The Sprint Backlog
Increment is created. A new | makes visible all of the work the
Sprint starts immediately after the ’ Scrum team identifies as
conclusion of the previous Sprint. | necessary to meet the Sprint goal
Scheduled
[L Planned } | \ J
- i Capacity Described ]
( J (| | Work Forecast Described |
= Relates to: ' 1 Work Describes: 1 Sprint
L = . osms | l:_\) B b et 2018
o W
6 A Py
E] Product Owner ([E Scrum Master E] Scrum Team
The Product Owner is the sole [ The Scrum Master is responsible The Scrum team consists of a
person responsible for managing | for ensuring that Scrum is | Product Owner, a Scrum Master,
the Product Backiog. ‘ understood and enacted. Helshe and other members, usually
Accountable for ensuring: is a servan! leader for the Scrum developers and testers.
» The Product Backlog tems are = | team. Scrum teams deliver products
clearly expressed | Amongst other things, they help: iteratively and incrementally,
+ The Product Backlog is | = Faciltate Scrum activities | maximizing opportunities for
ordered, transparent, and visible | * Remove impediments feedback,
to all | = Ensure team members Scrum teams are:
* The development team | understand Scrum « Self-organizing
understands the Product | = Promote agility « Cross-functional
Backlog items
= The value generated by the [
‘-j kL _'Ie:m-l_s — 4 |l A e mzon £ e 032918
e e e R e RS
e2
© N ) o
Sprint
[ sprint Planning (D Daily Scrum [ sprintReview [ > BRI octive
Decide what can be delivered in | The team meets every day, same i A time-boxed review of the W The whole team meets regularly
the Sprint's Increment and how time and place, to assess | outcomes of the Sprint to gather ‘ | 1o reflect on its way of working.
the work needed o deliver the | progress, synchronize activity, and | feedback and discuss what | | Improvements are identified and
agreement will be achieved. raise and action impediments. | should be done next. | prioritized, and actions agreed. At
2 | The meeting fs time-boxed, | the next retrospective the results
() Sprint: Schaduled __ Product Backiog: at any level
PR } typically to 15 minutes, i Sprint. P rea ! are evaluated.
‘ Coorsnate Activiy Track Progress [ “Suppon Bha Toam
Luadership Management & < > 3 * | * #r
‘ Leadership Management Davelopment Management [ Leadershig Management
I Work Started | |
1 Speint: Planned | 1 Work: Under Control | | Increment: Product Backiog tems Listed
(1 Sprint Backlog: Work Forwcast ‘ | Zuspnnt: Reviewed [
|
\::] T _ mmsl . Q e caxns | Q) P MN"\J‘ '\k\ e m30s



https://iamthye.medium.com/guide-to-lite-agile-the-lightest-framework-for-individual-transformation-5b361afdebe2

Carta Essence: retrospettiva

La retrospettiva € un incontro che
costituisce un’opportunita per il team di
ispezionare se stesso e di creare un piano
di miglioramenti da eseguire nel prossimo
sprint.

La retrospettiva e un incontro time-boxed
di massimo 3 ore se lo sprint dura un mese

La retrospettiva e piu corta se gli sprint
sono piu corti

D Sprint
Retrospective
An opportunity for the Scrum
Team to inspect itself and create
a plan for Improvements to be
enacted in the next Sprint. A
time-boxed event of no more
than 3 hours for a one-month

Sprint (shorter for shorter
Sprints).

______________________

%k é? ... and all other

Leadership Management COmpetencies

(_XImprovement: Ready or beyond

O wmpcomson  scrumine.
Generated by lJI Practice Workbench™ -




Carte Essence: attivita di una retrospettiva

Agile Retrospective
Essentials

Make incremental improvements to
the way of working through regular,
repeated retrospectives.

=] (D
Mad, Sad, Glad Hold a
Retrospective
@
Improvement Resources

(¥ VAR )AcoBSON
Generated by I Practice Workbench™

2018.09

Hold a
Retrospective

The whole team meets regularly
to reflect on its way of working.
Improvements are identified and
prioritized, and actions agreed.
At the next retrospective, the
results are evaluated.

(X Improvement

Leadership Management

(X Way of Working: Working Well (contributes

to)
\—C)( Improvement: Action Agreed or beyond

2018.09

Q¥ VAR JACOBSON
\ Generated by I Practice Workbench™

| Mad, Sad, Glad

A popular approach to team
brainstorming to identify potential
improvements.

Team members write on sticky notes
what has made them:

* Mad — frustrations
e Sad - disappointments
* Glad — things that went well

Part of its power is that it taps into
people’s emotions, and results in an
unfettered flow of ideas that the team
can then analyze, prioritize and
action.

One Approach To: [ Hold a Retrospective
Ref: Mad, Sad, Glad

U an aconson

2018.09

-

U anaconson

(3( Improvement

A possible adaptation to
improve a Team’s Way of
Working.

dll

Identified

Prioritized

Action Agreed

Results Evaluated

In Use

) J J J J

(
(
(
( Trialed
(
(

Relates to: (X Way of Working

2018.09




Gioco di retrospettiva: Progress Poker

A seconda della fase, si
scelgono alcune carte alpha e
loro carte di stato e si cerca
di decidere «cosa é stato
fatto»

ogni membro del team da
una valutazione e spiega le
proprie opinioni quando la
valutazione differisce da
qguella dei compagni di team

Ogni membro del team deve
riflettere e spiegare il motivo
per cui ha valutato lo stato in
quel modo

.‘eﬂ
— peaW
s s
- el
. e
-
hr:"'*w
> otV T
.

() Requirements

What the software system must
do lo address the opportunity and
satisfy the stakeholders.

()

O
o]

“Conceived ai
Bounded
A ~ Coherent o
Acceptable
Addressed
Fulfiliod
(&) >
—i g \ [y
Lire™ N Requirement [ ! Requirement: .1 Re%ire
~Y Req > - Meng (__} R
~ herent @
ounded | Col Acceptable o Urossag ql”’e'"e,,
0 O Requirements shared 0 Acceptabie sokition descri 1, M 4 s : ~ L
Deveiopme 5“\;”. 0 Requiromants' 69N B8 | 13 Change undes cotrol | 1y M,l,":"!'"»nrs ang e a '.Slke,‘w,, Uity
O aystam PP "L 1) Rationale cloar 0 Value to be realized cloay ¢ 5, - zeg oy, Sstem © Pty " gy,
o S s : - e m ar o in -
| aysem m’.n‘:\ andd O Conficts addressed ) O Clear how opportunity o " Mmakg, ""-\.v,e%? ,%”h "‘Vu,.%
O enared ¥ (omd O Essental charncterstics & o Tocrnle ? S gy, o0 et
}{Nwt’“‘“” 2 O Key usage sconaros expld ﬁm%
5 Ren""’"t;,, e O Priories cm’lm
prors Yl o ympact undestood
", constrdt®s ST 0 Team knows & agrees
5 Mw‘v;am‘"’ soiver
316

Carta dei requisiti con le sue carte di stato

Q Stakeholders

| Involved |

O Representatives assist the leam

O Timely feedback and decisions
provided

O Changes promptly communicated

(,:;}‘. Requirements

Coherent

0O Requirements shared

O Requirements’ origin clear

O Ratonake clear

0O Conflicts addressed

O Essenlizl characlenstics clear

O Key usage scenarios explained

O Priorities clear

Q Impact understood

O Team krows & agrees on what to
deliver

() stakeholders

|

O Responsibilities agreed

0 Representatives authonzed

0 Collaboration approach agreed

0 Way of working supported &
respected

376 J
(e} 12

Opinione di Paola

[ %78 =
(o)

112

Represented ]‘

()X Requirements

Bounded

0 Development stakeholders
wentified

0O System purpose agreed

O System success clear

0 Shared solution understanding
exsts

O Requirements’ format agreed

O Requirements management in
place

Q Prioritization scheme clear

0 C s 1&
O Assumptions clear

= 2298
()

Opinione di Marcello



Esempi - Scenario 1 Bad Team

Bad team ha avuto una vita difficile. Le
persone del gruppo si sono divise in due
sottogruppi che si parlano raramente fra
loro.

“Leader” ha assunto una posizione di
potere, e ha svolto tutto il lavoro di setup
del progetto da solo, mentre il secondo
gruppo si e limitato a scrivere una decina
di user story, senza chiedere nulla agli
altri; senza stima di alcun tipo per cui non
e dato avare stime di consegna o
risultato.

La partita di Scrumble e stata frettolosa,
e stata “persa” e il gruppo si e un po’
litigato.

Il sistema di sviluppo e stato abbozzato,
nel senso che taiga e attiva, ma non ci
sono documenti

P
(:)( Team

[ Seeded

0O Mission defined

0O Constraints known and defined

O Growth mechanisms in place

0O Composition defined

0O Responsibilities outlined

0O Required commitment level clear
0O Required competencies identified
O Size determined

O Governance rules defined

0O Leadership model selected

( 1/5

3 crocette

—\ .
()X Requirements

[ Conceived ]

0 Stakeholders agree system is to be
produced

0 Users identified

0 Funding stakeholders identified

O Opportunity clear

( 1/6 )

AAAAAAAAAAAA
@ g»,‘.u,u‘:‘”,'f;“,i'.‘fi“‘?‘- 2018.09

2 crocette

-
(:)( Way of Working

[ Foundation Established ]

O Key practices & tools selected

O Practices needed to start work
agreed

O Non-negotiable practices & tools
identified

O Gaps between available and
needed way of working understood

O Gaps in capability understood

O Integrated way of working available

( )
@ 2018.09
2 crocette
s ™
G Product Backlog
\ ltems Gathered /
0O There is a list of things of value to
build into the product
0 The list is visible to the team and
stakeholders
O There list is understandable by the
team and the stakeholders
( 1/3 )
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{ C\( Product Backlog
/\ Item

[ pone )

O The item has been included in the
product

O The stakeholders are happy that
the value associated with the item

has been realized
O The item has been verified as
meeting all relevant quality criteria
O The item has been validated as
being usable and fit-for-purpose

( 3/3 )
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Average team

Average team ha essenzialmente fatto il suo
dovere. “Leader” e stato eletto come
coordinatore, e ha saputo riprendere alcuni
membri del gruppo che tendevano a
“sgarrare”; si sono creati due sottoteam, uno
di compentenze piu web e uno di
compentenze pil classiche (Java). E stato
realizzato un progetto di prova a piu mani
usando git.

Il sistema di sviluppo & stato preparato, con
Taiga online, Gitlab, e mattermost; le
comunicazioni sono abbastanza frequenti.

La partita di Scrumble e stata persa, ma e
risultata utile, a detta dei partecipanti.

Il backlog e formato da una decina di item che
seguono il pattern classico, e alcuni di essi, i
piu importanti, sono stati stimati usando un
Planning Poker sotto la direttiva di “Analyst”
che si & dimostrato il piu attento a cogliere le
problematiche del dominio

-
* Leadership

| Applies |

O Is able to collaborate with others within the
Team
O Is able to satisfy routine demands and
simple work requirements.
n

O Can handle simple challenges with
col
[mNe
n
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GI( Requirements

[ Bounded ]

0O Development stakeholders
identified

0O System purpose agreed

O System success clear

0O Shared solution understanding
exists

0O Requirement's format agreed

0O Requirements management in
place

0 Prioritization scheme clear

0 Constraints identified & considered

O Assumptions clear

( 2/6 )
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D( Way of Working

T

O Practices & tools in use

O Regularly inspected

O Adapted to context

O Supported by team

0O Feedback mechanisms in place

O Practices & tools support
collaboration

)

2018.09

3 crocette

(_\( Product Backlog
—\ Item

Something to build into
the product to enhance
its value.

—

[ Identified ]

[ Ready for Development ]

[ Done ]

Relates to: () Requirements
O arsacoBsoN

~
(a0
<

(‘)( Product Backlog '
—/\ Item

[ Ready for Development ]

O The item is well-enough understood
by the stakeholders and the team
for it to be prioritized for
development

O The value is understood enough to
proceed

O The size of the item is understood
enough to proceed

O The relative priority of the item is
agreed

)
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(media di tutti i PBI)



Dream team

Per Dream Team tutto va gonfie vele. Sotto la
“dittatura illuminata” di Leader, il sistema di
sviluppo é stato sviluppato nella sua interezza,
identificando anche le tecnologia da usare.

La partita di Scrumble e stata rivelatrice, e ha
permesso di identificare le persone piu adatte
per i particolari ruoli.

Il team ha compiuto un’analisi collegiale e ha
realizzato due Epiche e una decina di user
story, lavorando online tramite meet,
mattermost e slack. Una prima versione di
queste ultime sono state sottoposte agli
stakeholder, che hanno fornito feedback
interessanti, e provocato la modifica da un
paio di storie. Di conseguenza, tutte le prime 8
storie sono stimate e messe in priorita.

Su gitlab sono stati per ora realizzati due
prodotti: un programma che raccoglie tutti i
tweet relativi ad un #tag, e un programma Java
per testare 'interfaccia utente di una
sottosezione del programma

P
D( Team

[ Collaborating

)

0 Works as one unit

0O Communication open and honest

0 Focused on mission
0O Members know each other

)

2018.09

4 crocette
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D( Work

C)( Way of Working

[ Prepared

) [

In Place ]

O Commitment made

O Cost and effort estimated

O Resource availability understood
O Risk exposure understood

0O Acceptance criteria established
0O Sufficiently broken down to start
0O Tasks identified and prioritized
O Credible plan in place

0O Funding in place

O At least one team member ready
0O Integration points defined

0O Used by whole team
O Accessible to whole team

O Inspected and adapted by whole
team

( 2/6

) ( 4/6 )
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(:)( Software System

[ Architecture Selected ]

O Architecture selection criteria

agreed

O HW platforms identified

O Technologies selected

O System boundary known
O Decisions on system organization

made

O Buy, build, reuse decisions made
O Key technical risks agreed to

( 1/6
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(_\,( Product Backlog
—/\ ltem

( pore )

0 The item has been included in the
product

O The stakeholders are happy that
the value associated with the item
has been realized

0 The item has been verified as
meeting all relevant quality criteria

O The item has been validated as
being usable and fit-for-purpose

( 3/3 )
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Gioco di retrospettiva: definiamo lo stato degli alpha

Stakeholdef

Opportunita

Requisiti

Sistema

Metodo

Lavoro

A1 1A I
i e

Posizione iniziale

Ve

(D( Stakeholders

( Recognized

)

0O Stakeholder groups identified

0O Key stakeholder groups
represented

O Responsibilities defined

( 116

]

@ e e

112

-
() stakeholders

[ Recognized

)

o Stakeholder groups identified

J Key stakeholder groups
represented

i Responsibilities defined

( 1/6

Q
\L

112

Prima e dopo la discussione

dello stato degli “stakeholder”




Gioco di retrospettiva: definiamo lo stato degli Alpha

Stakeholder — = d.—_ — il [ !=_._. et
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Sistema -E—A =

Team
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Lavoro

1

Posizioni definite di tutti gli alpha



Stati attuali (Mas is”) e stati desiderati ("to be”)

oY )

& 7 p-
O Work X Work X Work

[ Initiated J ( Prepared ] { Started

O Required result clear O Commitment made O Development started

O Constraints clear — O Cost and effort estimated O Progress monitored

O Funding stakeholders known O Resource availability understood a Definition of done in place
O Initiator identified O Risk exposure understood O Tasks being progressed

0 Acceptance criteria established
0 Sufficiently broken down to start
O Tasks identified and pricritized
0 Credible plan in place

O Funding in place

O At least one team member ready
O Integration points defined

0O Accepting stakeholders known
0 Source of funding clear
O Priority clear

( 1/86 | ( 2/6 | ( 3/6
@ e 112 @ S— 0} e S— 112 @ PRI —
X =, . 2 e
As is To be
P ™ o o
O Team Q Team
[ Formed ] [ Collaborating ]
0O Enough members recruited O Works as one unit
O Roles understood 0 Communication open and honest
0 How to work understood O Focused on mission
0 Members introduced —_— 0O Members know each other
O Individual responsibilities accepted
and aligned to competencies
0O Members accepting work
0O External collaborators identified
0 Communication mechanisms
defined
0O Members commit to team
( 2/5 ] l 3/5 )
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As is To be



Gioco di retrospettiva: good mad sad

Developers are the people in the
Scrum Team that are committed lo
creating any aspect of a usable
Increment each Speint. The
Developers are accountable for:
« Cresling a plan for the Sprint, the
Sprint Backlog
+ Instilling quality by adhering to a
Definition of Done
* Adapting their plan each day
toward the Sprint Goal
« Holding each cther sccountable
as professionals
Part of: (5] Scrum Team

The Scrum Master is accountadle for

ensunng that Scrum is undersicod and

enacted. They are true leaders who

sarve the feam n several ways:

+ Coaching self-managemant and
cross-functionality

+ Remaoving impedments

Helping the Product Owner manage

the Product Backiog effectively

Healping the Team focus and create

high-value preducts

Halping tha organization understand

and enact Scrum

They are aiso accountable for the

Scrum Team's effectveness.

Part of: [55) Scrum Team

.

A formal description of the state of the
Increment when it meets the quaity
measures required for the product It
must be met by all Product Backiog
Items. If there are multiple Scrum
Teams working together on a product
they must comply with the same
definition of dane.

i Compilation Condiions Listed ]

| Qualty Criteria and Evidence |
H Descrived :

Describes: ) Way of Working and
! Product Backlog item
L)V rmemcomes gerumine, o

_ —
Cl Sprint Backlog O Product Goal O Sprint Goal D Sprint Planning
A highly visible, real-tme picture of A long-term abgective for the Scrum The single objective set for a Callatorativaly pian e work to be
the work that the Developers plan Team that describes a desired Sprint. It creates coherence and :::fmed b-::: S?‘ﬂ:l mﬁ: l;:“ )
rey 10 accomplish during the Sprint in future state of the product which focus, encouraging the Scrum o syt 3
p— order to achieve the Sprint Goal can serve as a target for the Scrum Ti k) {ncmmart Aol S Svec ot oo
= Team to plan against. The team
-— [ Primed with Improvements | must fulfill (or abandon) one
— objective before taking on the next
e 1 Sprint Goal Set ]
{ Actionable Plan in Place | 1 \dendfied ]
(. Cher Desai Capured ] ' Comei '
[ Fuiled or Abandoned |
Describes: (X Sprint and
(1 Speint Goal Relstes 10, | Requirements
AV o gerumine. s 5|V encomon geruming, s )\ mascomce scrumine, e
[5] pevelopers [5] scrum Master G gefiation of

E Quantum

Entanglement
Dispersed leams are unable to
work at the same level of
productivity as co-located
teams.

Establish social, cultural and

the team members at the time
the team is formed. Continualty
work to improve these
connactions.

G Increment

A concrete stepping stone towards the
Procuct Goal. A Sprnt may produce
muliple Incremants. Each Increment |s
acditive to all prioe Increments. In
order 10 provide value the Incrament
must be usable and meet the
Definition of Done.

| Product Backiog Items Listed |

D Daily Scrum

Plan and replan tha work for the next
24 hours to optimize progress lowards
the Sprint Goal. A daity, 15-minute
event for the Developers (ncluding
Scrum Masters and Product Owners
actively working on the Sprint
Backiog)

[ {Coondnam )

R K
1 Wonk: Uncer Contras (contsbums to)
(| Sprnt Backiog. Actionatia Pian in Place
o beyond

|0V waasmon goruming, w0
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Giochi di retrospettiva con Essence

https://essence.ivarjacobson.com/alphastatecards

Progress Poker - Use this game to determine the state of any particular Alpha
Chase the State - Use this game to determine the state of your software
development efforts.

Objective Go - Use this game to identify high-level goals and objectives for

your team.

Checkpoint Construction - Use this game to define practice independent
checkpoints with automatically generated practice independent checklists.
Lifecycle Layout - Use this game to visualize your software development lifecycle
to form a starting point for team planning.

Milestone Mapping - Use this game to visualize your milestones and form a light-
weight roadmap for your software development.

Health Monitoring - Use this game to visually track the health of your endeavor
regardless of the practices or method being used.



https://essence.ivarjacobson.com/alphastatecards
https://essence.ivarjacobson.com/publications/brochures/progress-poker-flyer
https://essence.ivarjacobson.com/publications/chase-state-flyer
https://essence.ivarjacobson.com/publications/brochures/objective-go-flyer
https://essence.ivarjacobson.com/publications/brochures/checkpoint-construction-flyer
https://essence.ivarjacobson.com/publications/brochures/lifecycle-layout
https://essence.ivarjacobson.com/publications/brochures/milestone-mapping-flyer
https://essence.ivarjacobson.com/publications/brochures/health-monitoring-alpha-game-flyer

Agile at a Scale in Essence: pratiche per team multipli
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Essence, sviluppato dall’Object Management Group (OMG), &€ un metodo per descrivere e gestire i processi software in
modo modulare e adattabile. Esso si basa su un “kernel” che include concetti fondamentali comuni a ogni processo di
sviluppo software, come i competency, gli alpha (unita fondamentali che descrivono gli elementi chiave di un progetto,
come requisiti e sistema), e i pattern.

Ecco i principali motivi per cui Essence rappresenta una buona idea per descrivere un processo:

1. Flessibilita e Adattabilita: Essence non impone una sequenza rigida di passi. Grazie ai suoi moduli, € facile personalizzare
i processi per adattarli a team diversi o a contesti specifici, come progetti agili o DevOps.

2. Orientamento ai Concetti Fondamentali: Essendo costruito su concetti universali dello sviluppo software, Essence ¢ utile
per comprendere meglio gli aspetti fondamentali che ogni processo dovrebbe coprire, indipendentemente dalla
metodologia specifica. Questo aiuta a evitare di perdersi nei dettagli o nelle varianti di implementazione, mantenendo il
focus sugli obiettivi principali.

3. Misurabilita del Progresso: Essence supporta la misurazione dello stato di avanzamento grazie a checklist sugli stati degli
alpha. Ogni alpha, come il team, il software system, o i requisiti, ha vari stati che indicano il livello di maturita raggiunto.
Questo aiuta a monitorare con chiarezza i progressi del progetto.

4. Comunicazione: Essence fornisce un linguaggio comune e standardizzato che puo essere compreso da sviluppatori,
project manager e stakeholder, migliorando la comunicazione all’interno del team.

5. Confronto tra Processi: Essence consente di confrontare processi diversi, permettendo di capire come si differenziano e
come si potrebbero migliorare o armonizzare.

6. Supporto alla Crescita del Team: Tramite i competency, Essence permette di definire le competenze necessarie e di
monitorare la crescita professionale dei membri del team.

In breve, Essence e particolarmente utile quando si vuole descrivere un processo in modo modulare e flessibile,
permettendo un’analisi chiara e dettagliata delle sue componenti chiave, facilitando anche il miglioramento continuo del
team e del progetto stesso.



Riferimenti per Essence

» Essify
« Sito del libro di testo
* Articolo di lvar Jacobson

e Sito di Stefan Malich

Tutte le carte di alcuni metodi agili e non (Scrum, Spotify, RUP,
e altri) sono scaricabili (previa registrazione) da

Essence Workbench

in particolare guardare “Agile Essentials”

Sito Essify, per essenzializzare il processo preferito dal team

Le carte di base (cioe gli alpha) e i loro stati sono in:

https://essence.ivarjacobson.com/alphastatecards
con una lista di giochi per analizzare lo stato del

processo

Ci sono molte altre carte per vari tipi di processi e attivita.
Consultare:
https://www.ivarjacobson.com/resources

The Essentials
of Modern Software
Engineering

Free the Pra_cticés-

lvar Jacobson

Harold “Bud” Lawson
Pan-Wei Ng

Paul E. McMahon
Michael Goedicke



https://www.essify.com/
https://www.ivarjacobson.com/publications/books/Software-engineering-basics-new-book
https://www.linkedin.com/pulse/learn-more-essence-ivar-jacobson/
https://stefanmalich.com/knowledge-base/software-engineering/essence/
https://practicelibrary.ivarjacobson.com/
https://www.essify.com/
https://essence.ivarjacobson.com/alphastatecards
https://www.ivarjacobson.com/resources

