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Why Scrum?

Today many software companies are switching to Agile process-
es and, particularly to Scrum. Polarion Software also adopted
Scrum for several reasons, some specific to the company (size,
area of business, customers, etc.), and others quite general. This
paper will focus on the major factors that influenced us.
Perhaps the most important, reason was transparency. Before
Scrum, customers would want something, Product Management
then defined requirements, the development team committed to
fulfilling them, but the end results were not always as expected.
Delivery sometimes slipped, and if a release was rescheduled,
the risk was unclear and nobody could tell if new date was re-
ally realistic. Also, we needed to be able to respond quickly to
changes in market conditions and business strategy.

Scrum helps us understand what we need to do to build quality
software faster. We switched from defined and predictive de-
velopment to an empirical iterative incremental model - exactly
what Scrum is about.

Scrum’s Core Values

Let’s quickly review some of the important values of Scrum:
e Empiricism — facilitates management, development and
deployment of complex products

Time

Polarion Iteration (Sprint)

Inspections and Adaptations, allowing people to check
and reach goals

Full Transparency: people know the exact state of the
product. No guessing or relying on statements like “we’re
right on time”.

Iterative development generates visible Increments of
functionality. Progress is measured not by time or money
spent, but by concrete results.

Self-organization — people want to do their best, and will
consistently achieve this when there is room for them to
work in whatever way is most efficient for them, rather than
according to some dictum. Team Integrity is raised, enhanc-
ing productivity and motivation.

Delivery — many great projects with very capable teams
have failed to deliver anything. Scrum helps teams mini-
mize this risks along the way. If a project is in fact going to
fail, it’s better to know this as soon as possible, kil it earlier,
and cut the losses.

Requirements Specification

Architecture Design
Implementation
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lterative incremental Development

Unlike the old “waterfall” approach, Scrum recommends a high-

ly-adaptive way of development with short iterations producing

fully tangible results. Major benefits Polarion has realized from

Scrum development include:

e Shorter time to release to the market

e Transparency to management and customers

e [aster reaction to market needs and customer confidence
in Polarion’s development

e Simpler synchronization of distributed teams

e Fasier releases — smaller stabilization sprints, less things
to test

Faster feedback from the field

Flexibility in prioritization, risk reduction

Also, some activities may be done in parallel. Specification of
one feature for the next iteration may happen in parallel with
implementation of another feature already specified in a previ-
ous iteration.

We have very short iterations of 2 weeks, with an iteration Plan-
ning Meeting at the beginning, and an iteration Assessment
Meeting the end of each iteration. This has proven optimal for
our several teams of 3 to 10 team members.

Customers

Customer Demand List

Product
Mngmit.

Usability

Backlogs:
Features

Process Performance Integrations QA

Sales f PSO

1 Development
Team

Product Backlog:
Sprint Planning

Figure 2 inputs for Product Backlog

Polarion ALM in Scrum Process

The remainder of this paper assumes you knows the basic functionality of Polarion, its terminology, and that you have at least some

experience with the administration interface.

Work Item Types

We have configured Polarion ALM with 4 work item types to sup-
port our Scrum process:
e User Story: defines what functionality should be added,

Polarion Software®

updated or removed. It is formulated on business language,
has business value, and groups all relevant activities to-
gether.

www.polarion.com



e Improvement; specified some change(s) that will appear
in a future release... code improvements, Documentation
tasks, etc.

e Defect: | guess it’s clear what defect is :)

e Task: any activity consuming time and human resources,

but the results don't appear directly in products — write
a test case, install a demo server, brainstorm discussion
about a feature, etc.
You'll notice we don’t use Change Requests or Requirements —
those are covered by User Stories.

workitem-type-enum. xml 8
[3] Nama Tcon Dwfault | Color Description Actions
defact Defect 3 [imagt select | (& prablem which smpairs or prevents the functions of the product. =
impravement | [Impravement | B3 image solec | (& ehange in the preduct made becavse of & concrete User Stery Saw
task Task [ image| salser & task that needs to be done. Qaw
usarstory User Story @ IMage Salect . .u$er Story for iteration planning &

Salect ' [+]

Figure 3 — Work Item type configuration in Polarion ALM

User Story Attributes

Attributes are reflected in Custom Fields we define for each work

item type. For User Stories we track:

e Source of request (whom to ask for clarifications)

e Backlog it belongs to (for sorting by priority exactly as
Backlog Owner wanted)

¢ Relationships between User Stories (People may require
similar or related things. We need to see those relationships
to simplify prioritization and grouping in the Product Back-
log)

¢ Product edition(s) that will have a feature

¢ Doc not required — flag if a User Story doesn’t require
documentation,

¢ Who requested the functionality ( customer, prospect, etc.)

¢ Responsible developer — this may seem a contradiction
to a team-oriented approach but there’s a reason for it. We
found it useful to have a single person responsible for each
user story, who checks all the activities around it, and who
also leads the demos of the feature when the product is
ready.

e State — most important states are: “Open” (new, to do), “In
Progress” (there is active work on it), “Implemented” (imple-
mentation activities are finished) and “Done”.

e Initial Estimate — this is typically empirical data, which the
team agrees on. The Time Spent and Remaining Estimates
are calculated automatically by Polarion ALM (via inherited
fields) from linked child work items (Improvements, Defects,
Tasks).

e There are more attributes, specific to our development cy-
cles, but these are the main ones.

Polarion Software®

Improvement Attributes

As any implementation-related work item, an Improvement has
references to the build in which it was implemented (so testers
know which build o review), in which build it was reviewed by QA,
the branch it was committed to, the assignee, time estimates,
etc.

Prioritization of Improvement is typically done in the correspond-
ing User Story. All Improvements planned to a Sprint should be
linked to a User Story.

Defect Attributes

Attributes are similar to those of Improvement. Defects can be
taken in a sprint without linking to a User Story, and they may be
prioritized separately. Most important attributes include:

e Build (or Product version) where the problem was discov-
ered’

e Severity — the impact on customers or internal users

e Customer — if reported by a customer, it needs higher
priority. Also, the customer might need a patch, so we have
to track who should be provided with one.?

e Build in which the problem was resolved, branches, as-
signee, estimates and time spent, etc.

e Known Issue — defect is not resolved and should be men-
tioned in “Known Issues” list for the release.

www.polarion.com



TaSk Aﬂributes The most important link types are:

This type of work item doesn’t have direct connection to Cus-
tomer or builds, therefore it doesn’t have any specific attributes.
This item also must be linked to a User Story to be selected for
a Sprint.

e Implements: the relationship of Improvements, Defects
and Tasks to the User Story. Until linked child items are re-
solved, the User Story is not considered Done.

¢ Depends on: meaning should be clear from the name — the

Lmkmg Of Work |temS linked item must be processed first.

e Relates to: flags some relationship between work items;
just a hint for developers to review if there is anything rel-
gvant or important in the linked item.

e Parent: links work items of the same type. Used for decom-
position of complex User Stories.

¢ Follows: Some work ltems may be resolved in terms of the
request, but it turns out they need further work: usability
improvement, or a defect resulting from a fix of another.

Perhaps less important than work item types, still Polarion’s link-
ing capabilities help us in creating work breakdown structure,
and we benefit from the Planning features, which take in consid-
eration various types of links.

E'r-u-l'-g-:_mm:n [, Road Map | W9 sl Edie |, Matric | [T Time Sheet
6V ¥ (3 |creats -| [Tree = | search:|Unresalvec = |and  type:userstord 5., |in| Project = ||sesrch| [oparations -| 5w 7
O Title Priarity Severity | Status | Resolution | Authed
[@ oFe-oza3 Improve usability of the Create New Project wizard for demesarv (3] 99.0 (] o¥ O =
[ Hew patch does not work (=150.0 ] i Fined e
B orraso Cancel button should not be enabled in Create New Project wizare (=) 50.0 = o3 [=18
O (@ oPP-5595 Demoservars: Craate 8 playground project for registered user su (=) $0.0 (03] "1 O
u o e o) Move Project action broken by the changes in Create wizard (=)50.0 [} [ Fixed (=18
O (3 spAasas Ugly page reload when creating new project from the portal Home (=] 50.0 (0] & Fixed O
O - Eerrseas Do not have empty row initislly selected as template in the Create (2] 50.0 iz L Fixed O
] DP@-S455 Remove the redundant Empty Project template (=)50.0 (®] o Om
] @oPr-9434 The Create New Project Wizard dialog is not modal (=150.0 = o} Cirw
Ll - EaOPP-9432 Always go to praject Mome after completing the New Project wizar (=) 50.0 @ 4 o
|3 eeanssa Ugly page reload when creating new project from the portal Home (=] 50.0 ] & Fixed O
o B eresset After creation of a project based on template, Home should be pre (2] 50.0 0] ¥ Duplicate  Mic
@@ orr-94a30 Prafil (guess) the Tracker Prefix when creating a project (=I50.0 = o} O
O |l Es Frefill the project properties when creating & project (=)50.0 ) & Fixed Cirw
" £ v WY ﬂl\rﬁll Hhs_nmndect nennerbiss uhjn rraatinn & nenisck =1sn.0 (1 I N Eivad n:.. el
419 tems faund (302 roots)

Figure 4 Example of Work Breakdown Structure with our configuration
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Product Backlog

Typically the Product Owner writes up items for the Product Backlog in a Word or Excel document and then simply reshuffles them
according priority. This approach could easily cause all kinds of problems except for the fact that Polarion ALM enables efficient and

coordinated management of such artifacts.

Composing User Stories

Across all owners and stakeholders, we use 3 ways of compos-
ing User Stories:

Prioritizing of User Stories
Here our process differs from typical Scrum. We have several
relatively independent stakeholders, all committed to common

e Through Polarion Web Ul (“Create Work Iltem”)
e Through Email sent to the Polarion Maillet

e Through LiveDocs,

synchronization feature.

Regardless of the authoring method, created work items appear
in the Tracker and it’s relatively easy for all stakeholders to find
them using Polarion’s Query Builder. (Such a query might be
“type:userstory AND backlog:usability). We often embed
queries into Wiki pages so stakeholders don’t have to formulate
queries. The one shown in Figure 6 below collects all backlogs
and displays the top items.

goal, but still in pursuit their own targets (sound familiar?) There-
fore, each backlog is prioritized separately by the backlog Owner,
who defines the threshold of his or her items to flag those which
must appear in the Product Backlog and, ideally, should be dis-
cussed by the team.

Polarion’s exclusive office document

Outstanding
Owner Nick Entin
Description MN/A
1D custanding
Threshold severity = critical or blocker

Work Items (unresolved/total) 18

/

53

Unresolved Work Items sorted by severity and priority

(backlog:outstanding AND resolution:######NULL) AND (project.id:"PolarionSVN")

Initial

D Title Status Severity  Priority Estimate Time Point Categories
[@)DPP-2814  Provide the status description of the #§ Open % [Z)Medium [50.0]

mailet feature, o we know if it can be

published as extension.
DPP-9813  Configure polarion demoservers so the +} Open & [=)Medium [50.0]

eval users do not see hundreds of other

eval projects
[@)DPP-9543  Find solution for lack of disk space: o} In Progress (3 [ZIMedium [50.0] 4h is7 lobs and Scheduler,

Rotate or delete old logs (20059-06-16)  Administration

DPFPF-91594  Provide load/stress test of Polarion +} Open & [=)Medium [50.0]
[@)DPP-8245 WS Plugin in OpenSource - publish #§ Open ) [Z)Medium [50.0]
wersion, without Login-trick on the
Polaron Community server
DPP-8229  Plugable functions in query bar +} Open ) [=) Medium [50.0] Querying and Index
[@)DPP-7333 Remove Jetspeed from Polaricn #§ Open ) [Z)Medium [50.0]
DPP-4799 Restore use of LivePlan for internal +} Open ) [=)Medium [50.0]
projects
[©) DPP-9605  Documentation for 3.3.1 +§ Open = [SIMedium [50.0] Documentation
DPP-9604 Documentation for 3.4 +} Open = [=)Medium [50.0] Diocumentation

Showing 10 items of 18 found Maore

Figure 5 A Stakeholder Backlog

www.polarion.com
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POLARION

Extracting from Stakeholder Backlogs to Product Backlog

Our next step is to collect all the required items for the Product ~ ous backlogs — we just embed an instance of the {workitems}
Backlog. In Polarion ALM, it’s quite easy to create a Wiki page ~ macro, supplying correct query to fetch items from the backlogs
which collects all the “top” (i.e. highest priority) items from vari- ~ maintained in the Tracker.

| Palarionsvi > wiki > Backlags

[irzait| |actions - Extract - s attacnmants (01| | + Backinks 1z)] %
Backlogs F

Features

Usahibty

Usabilicy PS

Process

Quality

Support [
Parformance

Outstanding

Features

Owner Stefana Rizzo
Description e
] features

Work Items (unrasalvad/total) 149

Unresobved Work Items sorted by priority

o Tithe Status Pricnty Initial Estimate Time Foint Categories

@ orp-5362 Releass managament W Open (@) righest [100.0]

(@ oFe-s47n Multi repository suppart - Unified licensing and licensing of max. number of Staves o open  [Eimighest [95.0] License

(@ oPe-sa6w Mults rapesitory support - Intar-Slave project scoy/update aBOper (3] Hghast [98.0] Prejects and Project Managermant

(@ oFF-3458 Multi repository support - Global dashboard «}Open  [EMighest [99.0] Dashboards

[ opp-5467 Mults repesitory suppart - Unified legn and Slave switching #BOpen [31Hghes (99.0] Portal and General Ul

@] OFF-5466 Multi repository support - Master-Slave infrastructurs «}Open  [ElMighest [99.0] Core, Server Lifecycle, Instaliation and Distributions

DPF-SNIYH6 Multi rapesitory suppart B Opan (3] Hghast [99.0] Admirsteation, Projects and Preject Managamant

(@ oFF-3388 Dashboard in wiki #f open  [EiMighest [38.0]

@ ope-g770 Export Wik pages to RTF Fopan  [§)Hghast [97.0] Hodulas

(@ orr-g7es Have local numbering in modules o} Open [®) Highest [26.0] Modules

Shawing 10 items of 185 found More
Usability

Owner Mircalaw Riizs

Description Ni&

m umability

Work Items (unresalved/total)

Unresoheed Work Items sorted by severity and prarity

o Title States

Severity  Priority Initial Estimate  Time Paint Categories
DPF-3E20  Improve usability for new usens by showing adibenal infamaticn or halp n tooltips everywhers § Recpened (1) (=] Medium [50.0] 55 (2009-05-19)  Usabilay
@ orF-4726 1 want to define configurations on project group kevel o Open (i1} (=] Medium [50.0] Administration, Cone
@ OPP-TA08  Raview and change the default farm layeuts +} Opn ] ) Highesst [90.0] Hats, Dema Data and Defaul Confaguratan i
Curent [[mery | ) - . o - T Crastuc: Js Bamazal on 2000-04-21 10:35, Updatad: Stepan Ao on 2009-04-30 13118 | Comtent Pags
Pomered by Potarion® ALM, ENTERPRISEEVAL (35 days left), kcensed to: Potarion Scftware (Version: 3.4.0,20090514-0801-TRUNK) Feedback/Suggestians | Support

Figure 6 Backlogs wiki page with embedded queries displaying top items different backlog

Next, the Product Owner prioritizes the list. |

, . . . “ Extract wark Item | = avtschments (0)] [ ¢ Backinks ()] =
We've defined a custom integer field “Prod- || common Product Backiog »

uct Backlog Priority” (PBP)which the Product || "= Tite . : — S 7

DPP-9466 Multi repository support - Master-Slave infrastructure b In Progress
H H 3 [@ pPP-s283 Improve usability of the Create New Project wizard for demoservers = Implemented
Owner uses to sort the items accordingly. Blorr 1055 roide suppertsn do o won s moges i nume o in proree
(@) DPP-5584. It should not be possible to create "wrong” relaticnships ch In Progress
[@ DPP-5543 Find solution for lack of disk space: Rotate or delete old logs ¥ In Progress
@) errsszs Improve usability for new users by showing aditional infomation or help in tooltips everywhere & Done
. . DPP-9467 Multi repository support - Unified login and Slave switching ¥ Accepted
NOTE: A highly useful Polarion feature lets @oer-5700  Trsining for support - Sild Management W nccepe
(@ DPP-2842 Native Linux packaging (rpm or deb packages) +% Open
H i » _ @) DPp-8788 I need to insert a table in the WI description (HTML formatting) ¥ In Progress
you ClICk More ln a baCklOg table embed &) DPP-8655 Unacceptable performance of some wiki usecases =¥ Accepted
. S . @) errasss Linked Work Items should be sorted also by creation time on WI form & Done
ded n a W|k| page, Wh|Ch Opens the Work B orr-ss4s LDAP : support groups (ebiect groupOfiiames) ¥ Accepted
DPP-5131 The "duplicate” functienality needs to be reviewed and fixed ¥ Accepted
B . DPP-7402 Rework the topic concept for Modules and Livedecs +} Open
ltems table in the Tracker (a prime example 0f | Gocecia e rave sandor it o e mancarns rosived Horen
(@ pPP-g313 Automated generation of install guides +% Open
Polanon’s mtegrated approach to t00|s) B ope-as21 Document the Support process ¥ Accepted
(@) DPP-3684 HTTPS access - improve docs and examples =¥ Accepted
@ oPP-6363 Auternated tests for detecting UL memory leaks =¥ Accepted

DPP-9412 Define and setup infrastructure for load/stress tests o} In Progress

Simplify and automate the installation and upgrade process and its management +} Open
DPP-7344 Unify log files location & Implemented i
Current | History Crastad: Jiri Banszel on 2009-04-21 10:55, Updated: Nick Entin on 2009-06-03 12:19 [ Content Page

Figure 7 Tracker items comprising the Product Backlog displayed in a Wiki page
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The PBP attribute also helps to track down if there were some
changes in a particular backlog that are not yet reflected in the

Common one. For example, a query that retrieves all the “impor-
tant” User Stories which don’t have the PBP field set:;

Important Backlog items, not entered to the Product Backlog

((type:userstory AND NOT CUSTOM_FIELDS:productbl AND NOT status:closed AND resolution:######NULL) AND ((backlog:features 7

jin} Title

@ DFP-9814  Provide the status description of the mailet feature, so we know if it can be

published as extension.

@ DPP-9813 Configure polarion demoservers so the eval users do not see hundreds of other :ﬁ'Acc&pted Qutstanding @

eval projects
[l oPP-9758 | Install Polarion as Service on Windows
[2]DPP-9201 | Support Subversion 1.6
4 itemns found

Status

d Open

Backlog Sewverity
Outstanding (E)

Priority
Medium [50.0]

Medium [50.0]

+$ Open Support = Highest [90.0]
+$ Open Support = High [70.0]
Mare

Figure 8 Wiki page section with query for potentially missing backlog entries

Additional tips from our development process

We actively use Polarion’s Auto-assignment feature when creat-
ing new work items. This enables immediate assignment to a
Senior Developer, who will potentially lead the implementation.
This developer gets an email notification and sees the new item
assigned to him. This encourages early review of posted user
stories, provides read-filtered input for the planning meetings,
etc.

To simplify prioritization the “weight” or “initial estimate” of a
User Story is important, and automatic assignment helps to get
initial review and communication going even before the planning
meeting.

Also, we've configured the User Story work item type to ag-
gregate the values of Remaining Estimate fields from any child
items.

The Sprint: Meetings

Meetings are possibly the most important assets of Scrum.
Meetings are when the team commits to the Product Owner
on the amount of work (features) they will address over each
sprint. They discuss the progress in Daily Scrums and, finally,
access results at the last meeting. In this section and the next,
I'll describe how we manage those meetings with the Polarion
development team.

The Planning Meeting
The goal of the Planning Meeting is to ensure that the team fully
understands the Product Backlog items, to commit the team to

www.polarion.com

So by brainstorming, and reaching agreement at the Planning
Meeting, we identify an Initial Estimate value for each User Story.
Later however, when it is decomposed into to Improvements,
Tasks and Defects, we can often spot variations — that particular
work actually takes less time, or some additional task was not
anticipated, and was discovered after implementation began.
This data is extremely helpful for re-planning of any User Story
that was not finished to then next Sprint.

Tips

e Use Auto-assignment for new work items

e Configure the User Story work item type to aggregate the
values of Remaining Estimate fields from any child items

implementing agreed-on items in upcoming sprint, and to en-
sure proper distribution of work among team members. During
the Planning Meeting dependencies between teams are also
identified to allow as much parallel work by the teams as pos-
sible, keeping the same focus for the iteration.

The planning entity for the sprint is the User Story. Each one has
a customer (the person who formulated the requirement) and an
owner — typically a Senior Developer, who then follows the User
Story through the full lifecycle.




Polarion Software®

Typically the meeting is split to two parts. The first part involves
the Product Owner, and possibly other stakeholders, to ensure
common understanding of things to be done and commit the
team to some work items.

The second part is a rather internal meeting, where the team
decides who will implement what and splits the User Stories into
concrete Task and Improvement work items, validating capacity
of the team using the Polarion ALM’s LivePlan feature.*
Normally the User Stories in the Product Backlog have been
inspected and time-estimated by developers in advance. Team

members come prepared with questions, and perhaps concerns
about conflict with some agreements or principles, or inconsis-
tencies.

Out of the Planning Meeting come the User Stories selected for
the sprint, which becomes a Time Point assignment in Polarion
ALM. Results of the planning meeting are presented in a special
wiki page showing the agreed-upon Sprint Backlog:

project.id:"PolarionSVN"

Sprint Backlog
AND timePoint.id:i60)) AND
ID Title
[@]DPP-2768  Service Release 3.3.1

Status
@ In Progress

@ DFF-10018 Remove "Beta" from VWS Integration, check compatibility with 3.3.0 and upload Eﬁ In Progress
repackaged versions
@ DFF-8825  Generate S0DK documentation automatically ¢ Implemented
@ DFF-4036 | Provide support and doc for using custom images in enums ﬁ:: Reopened
@ DFF-5564 | It should not be possible to create "wrong” relationships ¢ Implemented
@ DFF-9737 | RPM packaging, implementation research :;ﬁ'ﬁu:cepted
@ DFF-9953 | Add Operation to WI Table to mowve all displayed Wis to Module :;ﬁ'ﬁu:cepted
[@]DPP-2386  Dashboard in Wiki @ In Progress
@ DPFF-8768 I need to insert a table in the WI description (HTML formatting) Eﬁ In Progress
@ DFF-9412 | Define and setup infrastructure for load/stress tests Eﬁ In Progress
@ DPP-9648  LDAP : support groups (object groupOfNames) ¢ Implemented
@ DFF-10052  Branch documentation sources and builds :;ﬁ'ﬁu:cepted
@ DFF-3471 | Define the benchmarks for Folarion data load and (related) performance Eﬁ In Progress
@E-PP—EI-E-H Frovide th_e status description of the mailet feature, so we know if it can be published E, Done
as extension.
14 items found - More

Figure 9 Sprint Backlog in the integrated wiki

Slipping User Stories

We pay special attention to User Stories committed to a Sprint,
but not completed. It's very natural to slip to the next Sprint be-
cause “it's just taking a little longer”.

One expects that as soon it's moved to next Sprint, it will be
done on the first day. No! Experience shows that developers of-
ten leave unfinished User Stories to end of iteration because they

are easy to complete. But in reality - they get behind with other
tasks, and the slipped User Story remains unfinished and slips
even further into next Sprint.

Aburning question in our Planning Meetings is: “If this User Story
was not addressed on last Sprint, how can we ensure that our
new commitment to this User Story will actually be realized?”

www.polarion.com
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Daily Scrums

Daily Scrums might be the most complicated part of Scrum be-
cause it requires changing perceptions. Too many of us inter-
pret meetings as means of getting tasks and reporting back, but
Scrum in general, and Daily Scrums particular, are about helping
the team to understand the current situation and to adjust if nec-
essary. Daily Scrums let team members to synchronize and all

can check whether sprint goals are still feasible and if not, take
decisions about what to change. No reports are made, and the
Scrum Master poses one simple question: “Are we sure we'll
meet our Sprint Goals? Please show/explain how we do that!”
We use the Wiki Task Board to track progress of our sprint ex-
ecution. :°

PolarionSVN > Wiki > TaskBoard ]

User story progress of i60

ork [tem

are shown. Links are not filtered at all,

User story Assignees To do

af (@) DPP-3471 - Define the
benchmarks for Polarion
data lead and (related)
performance (%)

Nick Entin

¥ 7 oPe-sa11
¥ (3 DPP-10069
s} g oPe-10068

¥ 7 oPe-10071

{ [@) DPP-4036 - Provide
support and doc for using Vaclav Chroust

custom images in enums (#)

# [@) DPe-5564 - It should not
- ax
be possible to create "wrong” Miroslav ROZa

relationships ()

e @ orr-5768 - I need to <¥ 7 oPe-10011
) o

insert a table in the W1 Miroslav Riza % @ oep-goos

description (HTML

formatting) (#)

<V [@) DPP-8825 - Generate ¥ Z ope-az70

SDK documentation Jiri Banszel

automatically (#) Michal Antalik

¥ [5) DPP-9386 - Dashboard in #} 7 oPe-0a77

wiki (#) Vaclav Chroust % @ opp-10027
e,& DPP-10025

¥ 7§ ope-10022

Items assigned to current user "entinn” are highlighted. In personal view only user stories which are assigned to current user or are implemented by item(s) assigned to current user

In progress

fa ] () DPR-3407

| = Attachmants (0)| | = Backlinks (2)]

-

Done Verified

# @oensaze

¥ @orrosrs ¥ gorrsosas
’@BPP—QEJ—S fepp—gﬂ-e
¥ fgorrosee ¥ [gorrocis
{ @orrosas ¥ Gorrorn
’@BPP—MX@BPP—}GBS?

¥ @orroz #(gorrosis
¥ fgorrosee ¥ [gorroses
¥ @orroses ¥ gorrones
¥ @orrozes ¥ ggorrons
t @orrosez ¥ [gorronis
¥ @orrorr ¥ (gorroses
'BPP—Q-:LH fgepp—gsea
¥ @orrozis ¥ gorroses
¥ @orroses ¥ Porrosia

& gomrozs: b oreses
f goerosce & Eorroses
& [@esroros

m

¥ @orroscs

¥ Forrozsz ¥ Gorrosae
{ @orroess ¥ gorrsise

& gosrrars

® gloerozss b ggorrozse ¥ gorroscs
& @osrtoeze
# @osrsosss

® @)oertoe22 -

< m

| 3

Current || History

Created: Ondrej Chylik on 2009-05-13 20:12, Updated: Miroslav RiZa on 2009-07-14 15:16 rP Active Page

Figure 10 Task Board in the wiki

Since our teams are small and we ad-
just daily Scrums to the lunch hour :).
When the most important questions are
answered the team may go to lunch and
discuss very low level details, if needed.
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The Assessment Meeting

Every iteration ends with an Assessment Meeting, where every  For the Assessment Meetings we check only those items marked
developer presents his/her work, either as a document (if the  as “Done”. 7 As input for the Assessment meeting we use yet
task was to “specify” , etc.), or as a demo of the implementation ~ another, more compressed, variant of the Task Board:

in the product. Each User Story should already have been tested

by QA.6

i > TaskBoard B

Extract Work Item | ¥ Attachments (0) | | % Backlinks (2)| =
-
id: : : id:i : (i f timePoint.id:i60 AND (((status:closed OR (type:userstory AN
D Title o] Title Status
[Z)DPP-3411  QA: Provide support and doc for using custom image DPP-4036  Provide support and doc for using | § Reopened n Title Status
g DPP-10011 QA: I need to insert a table in the WI description (H1 custom images in enums @BPP—B% Provide the status description of tha_mallet ﬁ;Done
(F)DFP-2200  QA: Dashboards in Wiki (4 vsc-ss ‘FastTrack Plug-in Failure’ when In Progress feature, so we know if it can be published
QA: Dashboards in Wiki opening or editing child work items as extension.
g DPP-9370 QA: Check generation of pdf documentation during £ in Module 1 item found - More
@ DPP-3737  RPM packaging, implementation research BVSC-E? Change plug-in version to 0.9 d In Progress =
[@)DPP-9953  Add Operation to WI Table to move all displayed Wi DPP-10018 Remove "Beta" from VS - @b In Progress VERIFIED REJECTED
DPP-3035  IE7 froze after a few minutes of rich editing Ir!tegratlon, check compatibility
B with 3.3.0 and upload repackaged
DPP-8266  Installation (windows installer) hangs on Windows (S wersions timePoint.id:i60 AND ((status:closed AND resolution:(duplica
@ DPP-10052 Branch documentation sources and builds DPP-9412  Define and setup infrastructure for In Progress %
pis Title Status
DPP-10025 Implement changes of facts macro load/stress tests "
@ — % . il BPP10855 | New defect from customer Verified Rejected
[/l DPP-3407  QA: Tt should not be possible to @} In Progress
@ DPP-10028 Server exception while calling method: create "wrong” relationshi hil fiad "
com.polarion.alm.tracker.web.internal.server. WorkIt 9 ps [erAss36  Server exception while >{VE” ied Rejecte
cause:linked WorkItem cannot be resalved. @ DPP-9479 ISLIIH with the Tutorial Guide Eﬁ In Progress g:{ang\_ng topics fast from
DPP-10022 Implement changes of linechart macro p!’D!eEt on aimdemo - ENIE.W B o
DPP-3471  Define the benchmarks for Polarion In Progress derrse956  bug during work item export | 3§ Verified Rejected
(9 DPP-10003  Link to workitem from wiki must not set the module data load and (related) to live document
[4)DPP-10106 Branch documentation sources and builds performance (@ Brr18867 Unstable sorting of custem >{Varified Rejected
[#) DPP-10105 QA: Add Operation to WI Table to move all displaye DPP-3768  Service Release 3.3.1 ch In Progress icons
[#) DPP-10107 QA: Branch documentation sources and builds DPP-9386  Dashboard in Wiki b In Progress [ ereoess Ta‘ble macro paramet‘er A Verified Rejected
. . "align" is missing in the
DPP-10104 Implement: Add Operation to WI Table to move all c DPP-8768 I need toinsert a table in the WI gf In Progress syntax help
DPP-10000 Check wiki syntax help for dashboards deseription (HTHL formatting) 5 items found * Mare
syl p :
orpoaos = = for tab! wid tion in wiki [¥] DPP-10080 | QA: LDAP : support groups In Progress E
- upport for table in escription in wiki page expo Bitr =
g DPP-28396  Update the AffectsRelease enumeration and guidelin
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(9DPP-3386  Umlauts break wiki pages on copy, i.e. when reusing DONE (To REV'EW)
template
[F) DPP-10070 Test: Connector for Microsoft Visual Studio . a e e e
@ DPP-10069 Warning message disappears after a few seconds wt .
custom icon o it . . -
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Figure 11 Task Board Summary on the Wiki

The end part of the Assessment Meeting is for introspection  feature implemented in the sprint. We also try to identify addi-
and Lessons Learned. Ideally, it is a time to discuss how we  tional synchronization risks, problems of communication, involve
could optimize the process to implement more over a sprint, but  additional people to show them our dependency, which was not
typically we find ourselves trying to identify things that were less  fulfilled, and other subjects.

than perfect in our process and/or the implementation of some
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The Sprint: Development

During a sprint, the development team continuously integrates
all changes, and updated versions of the product are installed
on the internal servers daily to prove stability and allow earlier
testing of new functionality by other people (testers, doc writers,
etc.)

Every developer should know his/her personal plan, which
matches the team plan set during the planning meeting. Devel-
opers track tasks via. ..

e Personal queries, like “assigned to me in current TimePoint”
e E-mail notifications of newly assigned work items

PolarionSVN > Work Items

7] Table Hel Road Map | £4 Multi Edit

.ﬁ-. Live Plan

"_t Matriz

e The LivePlan chart and corresponding Wiki pages in our Po-
larion system

Burn-Down Charts

We configure the LivePlan view to show only entities assigned to
a TimePoint (usually the current sprint). It shows only leaves of
the work item work-break structure (i.e. it doesn’t render User
Stories on the plan if it has child items — improvements, tasks
or defects).

[ Time Sheet

@ ﬁﬁ Search: |Ur1resulvec - | and |

Cg_l in | Project

- | |E‘-earch| §|Dperatiuns v| ST

SCEIe:|1 day| |2 days”l weekl §|F'.efre5h|

Assigned to

David Hlacik Installation I'-a'induzuwﬁ installar) hanqs on Windov s Server ... | - _
Jan Stavarczyk (TN I R R I N N
Jiri Banszel Ir.stallati-:nrl oo P |

Jiri Walek [1=sue... |

Marian Misina (I N (ST I I R I I N B
ISR S0k 0. [Suppo...[Umlau.. JLink t.. (Worke .||

Miroslav Rd2a

Ondrej Chylik [ 1

Pavel Borovik

Radek Krotil [ Tlloa: )] |

Robert Palomo | I ST GO

Roman Kratochwil

2005-07-20 20059-07-22 2005-07-24
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| Gototoday |[4] [T

ﬁﬂ

Figure 12 Burn-down chart in the Live Plan

The LivePlan also reflects all non-working days (configured in
the global working calendar), and personal days off (configured
in developers’ personal working calendars). We get very clear
information whether or not the Sprint goals are still achievable
in the sprint time frame. The plan is ordered by priorities and se-

verities in the way developers have agreed upon in the Planning
Meeting (part 2) . Correspondingly, less important items should
be at the end of the plan. We also have Wiki pages that highlight
the progress of the team and remaining time:
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Remaining work of i60

4

Figure 13 Remaining time estimate in the Wiki

User Time Unestimated
David Hlacik 2d 5h

Jakub Stroleny

Jiri Banszel 2 1/2d

Jiri Walek 1d

Marian Misina 2d 2h 1

Michal Antolik 6

Miroslav RiZa 1

Ondrej Chylik 51/12h

Radek Krotil 2d

Roman Kratochvil 3d
Stepan Roh

Vaclav Chroust

Polarion’s Road Map view also gives a clear picture of the work items in tabular form:
PolarionSVN > Work Items o]

“; Matrix ||[) Time Sheet

[T] Table | if Live Plan || 4= Road Map | 24 Multi Edit

[[] [EIDPP-10018 Remove "Beta” from WS Integration, check compatibility with 3.3.1 (=) 50.0

[ ] [B]DPP-8825 Generate SDK documentation automatically [¥)80.0
[] [B]DPP-4036  Provide suppert and doc for using custom images in enums (=) 50.0
[[] [EIDPP-5564 It should not be possible to create "wrong” relationships [=)50.0
[] [@lDPP-2953  Add Operation to WI Table to move all displayed Wis to Module  [#]70.0
[] [B]DPP-3737  RPM packaging, implementation research =) s0.0
[] [@IDPP-9386 Dashboard in Wiki [F9s8.0
[] @IDPP-8768 I need to insert a table in the WI description (HTML formatting) [®)93.0
[[] [EDPP-2412 Define and setup infrastructure for load/stress tests (=) 50.0
[] [B]DPP-9648  LDAP : support groups (object groupOfNames) (z)90.0
[[] [B]DPP-10052 Branch decumentation sources and builds (#)78.0
[] @DFF-10134 SDK Documentation is not generated @ 500
[] [A1DPP-10107 QA: Branch documentation sources and builds [=)50.0
[[] [FIDPP-10106 Branch decumentation sources and builds =) s0.0

[[] [FIDPP-10105 QA: Add Operation to WI Table to move all displayed WIs to Modu (=) 50.0

[l [(©IDPP-10080 QA: LDAP : support groups [=)]s0.0
[ (@) DPP-10071 | Review new messages in Icon Picker =) 50.0
[ ] [ZIDPP-10070 Test: Connector for Microsoft Visual Studio [Z)s0.0

[[] [FIDPP-10011 QA: I need to insert a table in the WI description {(HTML formatting (=) 50.0

S s0.0

[[] EEDPP-10003 Link to workitem from wiki must not set the module context

& e = Search: [unresolvec ~ | and | Q.| in[Project - | [s=arch| ?loperatiuns - 5 o7
Time Point: | Current - i50 (2009-07-28) -|

[ > |Tit|e | Priority | Sewverity |Status ‘ Resolution |Auth0r | Assignee | Updated |

[2]DPP-3768  Service Release 3.3.1 [%197.0 Ondrej Chylik Ondrej Chylik 2009-07-13 13:35

Ondrej Chylik Marian Misina 2009-07-13 17:14
Stepan Roh Jiri Banszel, Mic 2009-07-14 12:01
Ondrej Chylik Waclav Chroust 2009-07-20 13:01
Timothy Stroeb Miroslav Ri%a 2009-07-14 12:07
Miroslav Riza Miroslav RiZa 2009-07-17 12:34
Drawvid Hlacik Drawid Hlacik 2009-07-14 12:14
Stefano Rizzo Vaclav Chroust 2009-07-14 12:15
Stefano Rizzo Miroslav RiZa 2009-07-14 12:16
Ondrej Chylik Roman Kratoch 2009-07-14 12:17
David Hlacik

Jiri Banszel 2009-07-14 12:20

Stepan Roh Jiri Banszel 2009-07-17 16:24

Radek Krotil Michal Antelik  2002-07-20 10:05

Jiri Banszel Ondrej Chylik, 2009-07-16 09:51

Jiri Banszel Jiri Banszel 2009-07-17 16:24

Stepan Roh Radek Krotil, M 2009-07-16 09:49

Jiri Banszel Radek Krotil 2009-07-14 13:17

Radek Krotil Robert Palomo 2009-07-14 13:16
Marian Misina Marian Misina 2009-07-14 13:18

Ondrej Chylik Radek Krotil, M 2009-07-14 12:08

bl b % B e B S HH0EsEEEs%E

oOndrej Chylik Michal Antolik 2009-07-13 18:44 e

S HPEODDOUNFEOEPEODOEE®O B @
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o

33 items found

Testing and Documentation

As implementation enters the “Implemented” state, it should be
taken over to QA and Documentation. There is automatic testing
through unit tests and so on, but every feature should pass QA
control to ensure consistency of the implementation, acceptable
levels of usability, that licensing and configuration for different
product lines is correctly implemented m and common user ac-
ceptance.

Typically QA and Documentation starts in parallel with devel-

Polarion Software®

opment — based on a specification document (normally a wiki
page). Final definition of the test cases and documentation typi-
cally happens at the point where implementation is really consid-
ered done, and first round of review (also by QA) is passed. The
User Story is populated with corresponding QA and Doc Tasks
(might be several of each) and the flags, set by the User Story
owner, that proper QA and documentation are done.
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Conclusion

| hope you have gained some insights into how Scrum and Polarion ALM can work in con- Dld YOU KﬂOW?

junction. In closing, let me suggest some possible next steps for you.

e |fyou are new to Polarion ALM, | highly recommend our Test Drive Server where you can
explore Polarion ALM as much as you like without any time limits. For information and to
create your user account, visit www.polarion.com/products/alm/demo.php.

e http://extensions.polarion.com — here you can find a constantly growing cadre of exten-
sions for Polarion, including examples of the Task Board | have referred to , workflow
functions, integrations with third-party solutions, project templates, and more.

e http://forums.polarion.com — here you can ask questions and discuss with other cus-

Polarion Software’s integrated ALM
solutions manage requirements
engineering, team collaboration,
bug tracking, version control, CMMI
compliance, Agile process, and
more for many kinds of projects
with over 500,000 users world-
wide in broad range of industries.

tomers your approach to Polarion. Visit www.polarion.com for more
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Notes

PAGE 4
" This is a string field, because it should allow values like “before version 3.2.1” or “after nightly build Apr 12th 2008”

2 Other work item types also have the Customer attribute, but it reflects who has requested the feature or proposed an Improvement, so it's role is less important
than in the Defect type.

PAGE 7
3 You might also configure special “Hat” Product Owner. | personally use my own table settings to expose the PBP column, so | can easily reshuffle items.

PAGE 9
4 LivePlan reveals over/under- tasked people, potential bottlenecks, etc as soon as we plug in our tentative plan data.

PAGE 10
° The Wiki Task Board is a free extension available on Polarion POP — the Polarion extensions portal at http://extensions.polarion.com.

PAGE 11
6 Documentation may not happen in parallel with each iteration. Reality is that documenting all things together is not always possible. We use special a User Story

“UNDONE: release X.Y.Z” o link all the things to be addressed in a Stabilization Sprint before a corresponding release.

" From a workflow point of view, User Stories are marked as “Implemented” (programming is finished), “Done” (QAed, Documented), “Verified-Done” (when corre-
sponding stakeholder agrees that this functionality is really what was requested and expected). Those lacking documentation are still marked as “Done”, anticipat-

ing completion of documentation in a Stabilization Sprint.

PAGE 13
8 Otherwise unforeseen issues might cause implementation to vary from the original specification and lead to refinement or even change of the specification. Of

course the Product Owner or corresponding stakeholders are the ones who ultimately decide any change of specification.
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