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Approaching Challenge at Scale

ñWe place the highest value on actual implementation and 

taking action.

There are many things one doesnôt understand; therefore, we 

ask them, why donôt you just go ahead and take action?

You realize how little you know, and you face your own 

failures and redo it again, and at the second trial you realize 

another mistake . . . So you can redo it once again.

So by constant improvement one can rise to the higher level 

of practice and knowledge.

This guidance reminds us that there is no problem too large 

to be solved if we are only willing to take the first step.ò

Fuijo Sho, President, Toyota
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READY
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Are we getting the 

productivity, quality and 

morale that we all deserve?



Seven Agile Team 

Practices That  Scale

The Define/Build/Test Component Team

Mastering the Iteration

Two-level Planning and Tracking

Smaller, More frequent releases

Concurrent Testing 

Continuous Integration

Regular Reflection and Adaptation
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1. Define/Build/Test Component

Team

Management Challenge: Connect the Silos

Optimized for vertical 

communication

Friction across the silos

Location via function
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Before Agile: Typical Functional Silos



Conwayôs Law
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ñOrganizationswhich design systems are

constrained to produce designs which are

copies of the communication structures of

these organizations.ò
- Mel Conway (1968)

(rigid organizations that are not willing to re-

organize to generate an optimal design, can end up 

producing a sub-standard design that merely 

reflects the pre-existing organization.)



Define/Build/Test Team
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Product Owner
Å Assure team is pursuing a common vision
Å Establish priorities to track business value
Å Act as óthe customerô for developer 

questions
Å Work with product management to plan 

releases
Å Accept user stories and iteration

Scrum Master
Å Run team meetings, enforce scrum
Å Remove impediments
Å Attend integration scrum meetings
Å Protect the team from outside influence

dmd
Team

Product Owner

Agile/Scrum Master

Team
Å Create user stories from product backlog
Å Commit to iteration plan
Å Define/Build/Test/Deliver stories (fully accepted)



2. Mastering the Iteration

The iteration is the heartbeat of agility. 

Each iteration is a ñpotentially shippable 

incrementò of software.

Master that, and most other things agile tend to 

fall naturally into place.
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Iteration Pattern

Fixed Time

(Iteration)
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Story Card A

Story Card B

Story Card C

Story Card D

Story Card E

Story Card F

Story Card ...

Develop

Define

Accept

Iteration backlog

Iteration Objective



3. Two-Level Planning and Tracking
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Release Cycle

Iteration Cycle
Release Scope

And Boundaries

Release

Planning

Iteration

Planning

Develop

& Test

Review

&

Adapt

Release

Vision

Drives

Feedback -

Adjust

Plan Releases at the System Level
- Three to six months horizon

- Prioritized feature sets define content

Plan iterations at the 

component level
- 2-4 iteration visibility

- Currency: user stories



Release Pattern

Prioritized 

Release (feature) 

Backlog

ÅFeature 1

ÅFeature 2

ÅFeature 3

ÅFeature 4
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Feature 3
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Stories

Release timebox

Release theme and objectives
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4. Smaller, More Frequent Releases

¸Shorter release dates 

¸ 60-120 days

¸Releases defined by

¸ Date, theme, planned 

feature set, quality

¸Scope is the variable

¸ Release date and 

quality are fixed
Cycle Cycle Cycle Cycle Cycle Cycle

Release Time Frame(Rt)

Cycle Cycle Cycle

Release Time Frame(Rt)

BEFORE

AFTER
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Fix the Dates - Float the Features

Å Teams learn that dates MATTER

Å Product owners learn that priorities MATTER

Å Agile teams MEET their commitments
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Internal

Release 1
Internal

Release 2

Internal

Release 3



5. Concurrent Testing

¸All code is tested code. Teams get no credit 

for delivering functionality that has been 

coded, but not tested.

¸ Tests are written before, or concurrently with, 

the code itself.

¸ Testing is a team effort. Testers and 

developers all write tests.

¸ Test automation is the rule, not the exception.

Philosophy of Agile Testing
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Concurrent

¸ Unit Testing

¸ Developer written

¸ Acceptance Testing

¸ Customer, product owner, tester written

¸ Component Testing

¸ Integrated BVT (build verification tests) at 

component/module level

¸ System, Performance and Reliability Testing

¸ Systems tester and developer Written

¸ QA Involvement
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On Test Automation

Automate Now.

ÅYou have no choice

ÅManual tests bottleneck velocity

ÅYou canôt ship what you canôt test
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6. Continuous Integration

¸Continuous integration is neither new nor 

invented by agile

¸ It has been applied as a best practice for at 

least a decade

¸However, continuous integration is 

mandatory with agile 
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the teams ability to build continuously 

is a critical bottleneck to delivered 

velocity



Continuous Integration Success

¸ Team can build at least once a day

¸ Effort is inversely proportional to time between 
builds!

¸ A broken build ñstopsò production and is 
addressed immediately

¸ Successful builds

¸ Checks in all the latest source code

¸ Recompile every file from scratch 

¸ Successfully execute all unit tests

¸ Link and deploy for execution 

¸ Successfully execute automated Build Verification 
Test

Martin Fowler Copyright 2008 Dean Leffingwell
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It is managements 

responsibility to steer the 

ship.

AIM


