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Chapter 4 Agil ena

The project continued through winter: the anal ysts docunent ed
Requi renents 2.0, the devel opers updated their design docunents
to support 2.0 and trained new staff. Like last tine, Mrch
canme before headway was nmade in devel oping software. Kartar

war ned Noah that the auditor knew about their conversation and
that they shouldn't, under any neans, screw with the chart. But
"mracul ously,' the Gantt showed a finish on the deadline if no
m st ake was nade: if the Requirenents no | onger changed, if the
designs didn't need changing, and if little to no bugs existed.
The Testing Phase was reduced fromthree nonths to one, but |ike
| ast tinme, Kartar, Noah, and Donny convinced the Directors they
had to slip the schedule a nonth so testing could happen during
June and July. They planned to install the hardware and
software and recei ve the shipnents of handhelds in August. On

Sept enber 1st, they would | aunch the Wnner to the worl d.

Every day, Kartar took a different route to work and each
ni ght he took a different way hone. Sonetines via the
interstate, sonetines via back roads, sonetines half and half.
About once a week, he had an encounter with an ad van and he'd
outrun it by flooring the caddy's accel erator, though honori ng

the red |ights.
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When Kartar got hone, he entered a code into his new al arm
system so he could enter the house, and fell asleep on the

couch, his chronme Bl ackberry charging on the coffee table.

The next norning, on days after outrunning the van, he'd
visit a detail shop. After paying $300 for a full detail, he or
the guy waxing the car or the wonan power washing the
undercarriage, would discover a radio transmtter in a new
| ocation. Kartar gave up in June when nobody could find
transmtters, which was just as well because it was expensive,

t hough the car was beautiful.

Ms. Love, the tall hit woman, nade several appearances at
work with her |eather portfolio and designer clutch and often
had neetings with any one of the Directors. It was odd how she
al ways talked to themone at a tinme. "Like a cross-

exam nation," said Donny.

Like last tine, the shit hit the fan in June when the
Wnner still couldn't be made to work in India. DeLucca didn't
break any pictures. This tine he threw whiteboard nmarkers at

Kartar, Noah, and Donny as he told themtheir heads were on the

line if they didn't release in Septenber. "In fact," DelLucca
added, "sone very inportant Vegas people'll lose a |ot of noney.
If you three jag-offs value living long lives, you'll get the

W nner up and running. And that's a fact."
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After the neeting, Donny caught up to Kartar at the latte
stand and asked, "WAs he threatening us?"

Kartar wi nced and shook his jacket pocket, the one with the
Colt Pinfire. They drank their lattes at a round coffee

count er.
"Donny, | know you've got a bigger gun."

"And after today, |'m happier keeping it nearby. It's a

free country. Get your own."

Kartar shook his head. "My mandatory waiting period

doesn't end for another nonth."

Donny took a pull off his Saturn Sludge, a quad-shot wth
extra creamand sugar. "Well, I'm sure DelLucca was just making

tal k. "
"It's not talk," said Kartar.

Donny set his coffee down, pressed his hands on both sides

of his cup, and stared at Kartar.

"You're not going to start with those insinuations about
Ww bei ng nob funded and hit-wonmen in ad vans. O course | see

ad vans! We're in Vegas! The mayor probably drives one."

Kartar waved his finger at Donny. "Don't go on any wal ks

alone with that auditor. She'll put you in the ground."

Donny sl apped the table and | aughed. "I got your angl e!
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You want her to yourself, you sly dog!" He wal ked away with his

Saturn Sludge, shaking his head and | aughi ng.

At six, Phyllis handed Kartar a seal ed envel ope whil e he

wor ked i n his cube.

"It's fromMs. Love, our lovely auditor,” Phyllis said and

waited for himto open it.

Kartar tossed it on his desk. "I don't have tinme now " and
he repeated that until she left. Inside was a typed note: You
wi Il be held responsible if Wnner doesn't succeed.

"Damm t! What about Noah? It was his idea."

Kartar, feeling that Ms. Love would wal k by with her
silenced pistol and put a bullet in his head, stood up and
| ooked around the office. Even though it was |late, many were at
their desk but no auditor traveled the room Kartar txted Noah,
asking if he got a nessage fromthe auditor, and then he sat
down, watching the hallway and waiting for Noah's response.

Noah didn't reply.

After an hour, he called Noah but it rang until voice nai
pi cked up. Kartar left a nessage to call back. He didn't want
to drive hone after M. DelLucca's talk and the note, so he went
to the casino floor and sat at the bar. The bartender m xed the
drinks strong or the stress nmade them go down too fast. The

gin-tonic went down snooth, and he drank themas if he'd energed
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fromthe desert.

The chairs stayed enpty on either side of him there were
two ot her groups at the bar: a heavy set couple fromthe m dwest
drinking Bud, and three college boys drinking Red Bull and
whi skey. Kartar stuck with Bonbay, a gin fromhis parent's
country, though neither Baba or Mana had been outside of Cujrat

until they noved to LA

The couple fromthe m dwest both wore Green Bay Packers
sweatshirts. Wile the husband tal ked football with the
bartender, his wife spoke loudly into her cell phone to her

daught er.

"Even though you study together, this sonetines happens.
You're best friends. She'll get over it. It's not like there's

anything wong with getting a B."

Kartar thought of Priya and his silent honme. The
settlenent was that he'd have Priya the whole sumer. They were
together only a week before he was nmurdered. Qutside that brief
nonent, it's been nearly two years since he'd nade her norning
chai, listened to her running the water and the hair dryer in
the bat hroom and ki ssed her goodnight. In four short days,
she'd be noving in for the sunmer again. He can't |et DelLucca,
LG Noah, his team or anyone ruin this for him Get through

June alive, then August, and then.
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Because Priya conpl ai ned about 'non-energency voice calls,’
Kartar sent a txt, asking if she'd found anythi ng special to do
during their sumrer together. Maybe she'd decide to take
Accounting again. Like lightening, it's hard to believe such
anbition could strike twice. If it were him he'd while away

the days with online ganes and the nights with novies.

Kartar gul ped his drink and the bartender poured another.
Priya hadn't responded yet. She'd lots of friends to keep her
busy in LA. She's a good girl and would get to his nessage when

she had a nonent. And where was Noah? He's usually pronpt.

Two col |l ege students crowded near a third who conpl ai ned,

"I can't believe it crashed ny phone agai n"

Kartar smled at how the three of them studied the
unresponsi ve phone. Good to see i Phone engi neering wasn't al

roses.
"What' s crashed your phone?" said Kartar.

The three students | ooked up. "Traffic app," said the
phone's owner, a boy with acne along his jawline. "It blows up

after running a few hours."

Anot her punched himin the armand said, "Yeah, you

shoul d' ve driven faster, then your phone wouldn't crash."

Kartar said, "I thought the App Store was supposed to keep
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the trash out?" He couldn't resist the jab.
The kid nade a face while his i Phone reboot.

"Appl e only does a snoke test,"” said a wonman at the bar.
"You know, they just check if the app crashes upon startup and

maybe try a few features.”

She sat a few chairs away; a thin blonde wonan stirring a

dri nk.

She said to the college kids, "Try Smart Route. They do
end to end testing and have nearly 100% code coverage. | bet

you' Il | have better |uck."

Her hair was |onger than current fashion and twi sted into
| oose braids, like dreads or sonething you' d see on a surfer but
| ooked professional on her. Her software know edge indicated

she was from Silicon Valley or San D ego.

"You nust be their test manager," Kartar said.

"No. They wouldn't be able to do that if they had a test
manager. Their coverage is high because the devel opnent team

does their own testing using Test Driven Devel opnent."

Kartar'd heard of TDD, but hadn't net anyone who actually
wote tests before witing the code to be tested. She | ooked

the sane age as hinself. "Then you're a project manager?"

She sm | ed and si pped her drink. "No, | do business with
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them Smart Roads hired ne to nentor their devel opnent teans in
Agi | e devel opnent, fromthe product planning stage through to

the 'hands on keyboard' coder and tester."

"Agile." He stared at the bottles on the bar's back shelf.
"I'ma little fuzzy in the head right now, but isn't Agile where
peopl e don't do analysis and just let their devel opers wite
code? That's inpossible with nmy team They don't know what to
do without a | ot of docunentation, design, and managenent." She
|l eft her seat to sit beside him "I love ny team-1 nean, we
even have nick nanmes--but they used to get lost in the casino
during lunch break and are always late to neetings, Requirenents

Revi ews, Design Reviews, Code Reviews, all of them"

Her eyes narrowed and she sucked her |ips between her teeth

for a nonent, as if experiencing pain.
"I's sonmething wong?" Kartar asked.

She shook her head and then sipped her drink. "No, just
i ndi gestion. |'mbetter now" She held out a business card.

"Sounds like you're doing traditional Waterfall then."
Printed on her card was:
Angi e "Agil ena" Lena Lenmay
Agi | e Processes and Software Devel opnent Coach

Certified Scrum Master (CSM and Coach (CSC)
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Agile Life Inc.

Kartar pointed at her nicknane. "Agilena?"

“"Nice nane for an agile coach, huh? You can thank Mary
Poppendi eck for that. You know Mary? She's a thought |eader in
Lean Manufacturing. Wile we did a series of consulting gigs
toget her, she kept introducing nme as 'Angie Lena' instead of

"Angi e Lemay', and then one day, 'Agilena Lemay' popped out."

"You worked with soneone in manufacturing? | thought you

were in software.”

"Software projects have simlarities to manufacturing itens
on a factory floor. Both require coordination between people to
create value on a periodic basis. Because the Industrial
Revol ution happened in the ei ghteen hundreds and we've only had
conputers since the 1940s, manufacturing's a nore mature
I ndustry, and so we've borrowed a lot of thinking fromit.
Waterfall, for instance, evolved from manufacturing. The idea

Is--May | borrow a pen?"

The bartender handed her one and she drew a representation

of Waterfall on a napkin:
Requi renent s

Speci fications
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Desi gn

Devel opnment

Test
Depl oynent
Mai nt enance
"When one phase is conplete, you fall into the next step.”
Kartar sl apped his forehead. "You know, |'ve just realized

why the Casino's Waterfall bothered ne. W never did business
requi renents as a separate step fromspecifications! W've only
Six steps."” Kartar pinched the ring beneath his shirt. "That

coul d' ve straighten out the Requirenents problens we're having!"

Agi | ena shook her head. "Adding nore steps and nore
neetings isn't going to help your team be nore productive. You
see, the assunptions this process is based on are wong. In

fact, in the 1970s Wnston W Royce wote a paper--"

Kartar slapped the table. "I renmenber himfromthe Art of

Waterfall! He's one of the founders of the process.”
"I don't think anyone knows for sure whose fault it is.”

Kartar gl ared but when she w nked he couldn't help smling.

She's an Agile consultant. O course she's biased.
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"Dr. Royce wote a paper! about the process he used for nmany
years in devel oping software for aerospace projects, the process
we call Waterfall. At each Waterfall stage, there's a sluice
gat e where nmanagenent determnes if the stage's conplete, and if
so, they open the sluice and let the water fall to the next
stage. As stages are conpleted, we get a feeling of
progression, a feeling that the project's advancing. Maybe, we

feel we're hal fway done when we're hal fway down the Waterfall."

Kartar said, "O even nore than hal fway done. |If you do a
good job of Design, the Devel opnent phase will be short because

a good design reduces bugs and nakes codi ng easier.”

She paused, eyes narrow ng, nouth hangi ng open, and then
what ever bot hered her faded, she enptied her drink. Kartar

waved at the bartender for another.

Agi | ena said, "Wether or not the mddle step of a process
neans half of the effort's finished, do you agree that a process
gives us rules of operation and those rules have quality gates,

the sluice gates, as a rough way to neasure progress?"

1 Royce, Wnston (1970), "Managing the Devel opnent of Large
Sof tware Systens", Proceedi ngs of | EEE WESCON 26 (August): 1-9,
http://wwv. cs. und. edu/ cl ass/ spri ng2003/ cnsc838p/ Process/ wat er f al
L. pdf


http://www.cs.umd.edu/class/spring2003/cmsc838p/Process/waterfall.pdf
http://www.cs.umd.edu/class/spring2003/cmsc838p/Process/waterfall.pdf
http://www.cs.umd.edu/class/spring2003/cmsc838p/Process/waterfall.pdf
http://www.cs.umd.edu/class/spring2003/cmsc838p/Process/waterfall.pdf
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"Certainly," Kartar said.

"After you enter, say the Design Phase, and your teanis
creating a design based on the conpl eted specifications, do you
di scover that sone specifications still aren't clear, or

I npossible to i nplenent, or need adj ustnents?"

"Yes," said Kartar frowning, renenbering Wack-a-Dollar and
the idea to support five, ten, and twenty dollar bills when the
original requirenent was for a dollar. Last tine, they didn't
have Whack-anyt hi ng and want ed Whack-a-Dollar in March. So he
got it in the Requirenents at the start. But still, the whole
thing exploded into the harder to build Whack-a-Drink, requiring
nore neetings between Rockstar and LG and then neetings with

the Directors and the BAs, and then again, the BAs and

devel opers.

Kartar shook hinself fromthe nenory. "No matter how often
we review requirenents, when you work on design, you think
deeper and di scover sonething's not clear. So we discuss the
requi renent with our business analysts and update the docunents

so the devel opnent team s clear."

Agi | ena said, "Your analysts learn sonmething fromthose
di scussi ons whi ch change their understandi ng of how the

application shoul d operate?"

"Yeah." He renenbered the phone call from Rockstar, how he
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was freaked out because his coment changed a feature that woul d

take a week into a feature that took five weeks.

Agi | ena sai d, "Wenever both parties have a di scussion or

does work, they acquire new understandi ng--"

Kartar made a face. "Entirely new specifications are
created whi ch neans new design work and nore Design Reviews. |
dread ny devel opers being in the sane room as the anal ysts
because soneone says sonething and then five new things need to
be developed. If we refuse to do the work, the analysts tell
the Directors and then the Directors cone talk to ne about doi ng

nmore work with the sane deadline."

The ice in his untouched drink had nelted and |iquid
overflowed the sides. The puddl e had reached Agilena' s napkin
with the Waterfall diagram running the ink of the Mii ntenance

phase.

Kartar said, "Even if the Directors and anal ysts sign-off
on the Requi renents, they change them whenever they think of

sonet hi ng new. "

Kartar wetted his finger in the puddl e and drew a Snoopy on

the table, with a frown.

She patted his shoulder. "Royce said the water doesn't
just fall but flows up too. He had expected Waterfall to

preserve the work of the previous phases, or at worse, changes
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woul d affect only the previous phase. But he observed re-work

ri ppled across all phases. Nothing was safe.”

M. DelLucca actually expects to finish on schedul e whet her

or not they change the whole damm thing."

Kartar |eaned into this chair, lolling his head as if he'd
passed out, reviewng Wnner in his head. H's nenory was vivid

since he's experienced the Wnner tw ce.
"Kartar?" asked Agil ena.
DeLucca was forcing himto carry all the risk

He curled his hands into fists, clenched his arns, and
strained his entire body as the injustice of the situation

reverberated through him

He held it in, his body shaking, his arns quivering, until
he had to release. He jolted forward and mashed his fist into
the puddle. "This isn't a waterfall, it's a wave pool!!
Sonetinmes it flows downstream other tinmes, there's a | ogjam and

the water flows the other direction. It's a ness!”

Agi l ena said, "That's why even though we're hal fway or
three-fourths of the way through the Waterfall stages, we may

only be 10%finished. It's guesswork until the Testing Phase!"

"I"ve had projects that went fifty percent |onger and that

time was spent fixing problens discovered in Testing. So |
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agree. But," Kartar focused on her eyes, "what can | do when LG

wants to add new requirenents?”
"Why not let her?"

He tried to guess what she was after with her | eading
question. Maybe it was to torture him and if he was to be
tortured, he mght as well enjoy it--he stared into her eyes,

notici ng how the bl ue got darker as it approached the pupils.

Li ke he was on a date in college, he set his el bow on the
bar and | eaned his chin into his hand and said, "Adding
requi renents after the Requirenents Phase breaks the process so

we woul d never get done by the deadline.”

"How do you know that?" Agilena said.

"Because no one wll allow schedul e changes. Today's Gantt
chart assunes perfect execution, but |I know there'll be days
when no code's witten because the teanmi|| be holed up in
nmeeti ngs over requirenent change requests or they'll be held up

by a technical problem™
"Gantt charts hide a |l ot of problens," she said.

Kartar stiffened on his bar chair--She knew about Noah's

proposal ? WAs she a plant?

Agi l ena said, "You don't feel confident because you' ve no

reason to be confident."



Ki nd/ 16

She ticks a finger for each point: "You haven't seen any
wor ki ng software. Your test team hasn't been abl e test
anything. Every day, your teamis |earning how to better use
technology to build this product but the Waterfall Process
di scourages them from changes to take advantage of their
| earnings. Every day, the business gets a clearer idea what
they want this project to do but this process discourages them
fromusing this information to build what they really need, and
forces everyone to build what they thought they needed. Al you
have for your effort is a stack of docunents: Specifications,
Requi renents, Design, and Test Plans, and they are becom ng nore
out of date day by the day, because they represent past
assunptions. The Casino can't nake noney with docunents, they

need software."

There's no way she could be a plant, she tal ked too nuch,
Kartar thought, slunping in his chair. How did the Wnner get

so out of control, again?

Agi | ena sat back. A braid hung over her face and while she

put it back into position, he forgot his problens for a nonent.

"All of this neans your M. DeLucca wll be unhappy. Dr.
Royce told the world about Waterfall's failure in the 1970's but
no one knew what to do instead, so we keep beating our heads on

the sanme wall, hoping for perfect specifications, perfect
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requi renents, perfect designs, perfect code, perfect tests.

She shook her head. "But nobody has a good under st andi ng
at the start. It's not possible for your stakeholders to
under stand what they want until they see working product. As
the Waterfall Process proceeds, changes in the |ater stages are
nore expensive to inplenent, so managenent throttles change by
requiri ng docunentation, sign-offs, and neetings. This also

ensures that what's built isn't what they really want."

Kartar pulled keys out of his pocket and stared at them
t hi nki ng about the ad-wapped van. [|f they follow himtonight,
he could take a slow drive into the desert and get it over wth.

But there was Priya.

Agi | ena m sunderstood and snatched themaway. "You're in

no shape to drive."

Kartar was stunned. Agilena dropped the keys into her

pocket and kept tal king.

But Kartar no longer listened. How could he tell her she's
talking to a dead man? No matter what the Gantt now showed, the
line projecting the project's duration was getting | onger every
day and every conversation anyone had with his team The Lovers
woul d keep coming for him they with their guns, their hot
bodi es, and col d deneanor. He could outrun themin his

Cadillac, but eventually he'll nake a m stake and they'l|l gun
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hi m down. Being buried with a Gantt chart may be a PM s burden,

but it'll be an insult with Noah's doctored chart.

Angel i na snapped her fingers before his face. He | ooked at

her, wondering how | ong she'd been doing that.

"Kartar, do you understand what I'mtelling you? You need
to stop beating your head against the wall and nake changes.
Your M. DelLucca's right; as he gets nore information, he should
be allowed to act on it. And your team should be able to change

their design decisions as they better |earn the technol ogy."

Sonet hing had to be done. Maybe the gods wanted himto
| earn Agile. They brought himback to this project once. Mybe

they put this woman before himto show himthe way.

Kartar said, "OK, I1'Il bite." He slid a stack of napkins

to her. "Show ne how Agile works."

Agi | ena took one fromthe stack and pushed the rest back to

Kartar. She jotted down:

Agil e Manifesto

*

I ndi vidual s and interactions over processes and tools

*

Wirki ng software over conprehensive docunentation

* Custoner coll aboration over contract negotiation

*

Respondi ng to change over follow ng a plan
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' mso dead, Kartar thought, shaking his head. "This isn't

a process! There's no procedure. |It's philosophy.”

Agi | ena nodded. "Let's start with the first one. What

does it nmean?"

Kartar rolled his eyes. Though beautiful, this woman coul d

be annoyi ng.

"Are you froman alternate universe where everything's
opposite? I'min this ness because we don't honor the process

and | et people like LG turn every conversation against us."

"I ook at you and see an experienced project nanager who's
trying to deliver what his conpany wants, but knows he can't.
Well, you're right. You' re on the path to project failure, and
i f you continue with the process that put you here, you'll fail.

D d your process deliver any of your other projects on tine?"

Kartar | eaned away and gave her a tough | ook. She had gone

too far.

She rested her hand on his knee. "I'msorry. | didn't
nmean to be so straight, but you need to hear it. If | tell you
it's going to be OK, soldier on, you won't be willing to nake

the dramati ¢ changes this project needs to succeed.”

She waved at the bartender. "Let ne order you a drink.

Wwve both coul d use a cappuccino.”
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Kartar nodded.

"You' ve been doing Waterfall your entire career and
delivering projects fromeither late or to failure. Aml

ri ght?"

"Wnner would be ny first failure. But all projects slip
schedule a little. That's normal. Padding's added to handl e

i ncreased costs."

"It's the sane story all over the industry. The definition
of insanity is to do the sane thing over and over again, and
each tine expect a different outcone. Wiy do we keep doi ng that
with software devel opnent? Do you think this tinme, your team

will get the estimates right?"

H s situation differed: he was experiencing the exact sane
product again and knew ahead of tine, what would slow the

proj ect down. And he still was failing.

"We've better Requirenents this tinme but LG still filed
CRs. Another problem | have with individuals over process is
the |l ead analyst. Phyllis, the team BA, told ne LG added extra
requi renents so she has roomto negoti ate change requests.”
Wth his hand, he covered the frown that forced itself out at

t hought of the twelve screens.

"Do you pad your estimates? Then if it's difficult for the

busi ness to change its mnd |later, why shouldn't they pad their
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requi renents?" Agilena pointed at the first itemon her napkin.
"How i s beating people up, over and over again, about inperfect
estimates, requirenents, specs, or designs a good use of tinme?
So then everyone pads everything to control risk, adding nore
noise to the system W've focused on the Waterfall Process

i nstead of people, and it rarely netted good results.”

Kartar thought about how Ww conpl ai ned about Arch's
software quality and how sl ow they were, and Arc conpl ai ned t hat
Ww coul dn't give them good requirenents the first tinme and
al ways nade CRs. The blue line on the Gantt bounced between the

teans in a gane of pong, sane as |ast tine.
"What should I do?"
She grabbed the Waterfall napkin and crushed it.

"Stop doing that! Go back to your team and business, stop
focusing on the Gantt chart, tell themwhat's really going on.
Get themtal ki ng about what m ni mum set of functionality needs

to be done to be successful ."”

Agi | ena took a deep breath when their cappuccinos arrived.
"Excuse ne. | get passionate because, |like you, |I kept feeling
it was ny fault that | was al ways apol ogi zi ng to upper

managenent about ny projects. Here let ne.”

Agi | ena grabbed two sugar packets and a powdered creaner,

held the three together, ripped them open in one action, and
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dunped theminto his coffee. A nound of raw sugar crystals

m xed wth grains of white creaner sat on the foam head.

Kartar lifted his spoon to stir, but she blocked it with

her hand.

"Don't! You'll ruin the silky foam Let it absorb as you

drink."

"You like stinulants with your stinulants?" Kartar said,
smling.
She sm | ed back and gave her cappucci no the sane treatnent.

Kartar studied the manifesto, wanting to believe it wasn't

hopel ess. But how to develop a product with a manifesto?

Kartar said, "I still don't see any process. Wthout a
procedure one can do over and over again, there won't be any
repeatability. Like how our coffees are the sane. You used the
sanme w cked process and got the sanme results.” Kartar took a

sip, holding his breath to not inhale any powder and crystals.

"You're right. Just as Waterfall Processes have a
repeatability of cost overruns, to devel op software using the
Agile Manifesto we still need a process. Agile is process
agnostic. It's a way of thinking. It's a way of life. The

idea is to find a process that supports it. W'Il|l get to that."

Her nose had creaner on it. She wiped it off when she saw
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his smle.
She said, "The next item-"

"Wor ki ng software over conprehensive docunentation. | get
that now. You' ve said nultiple tinmes |I've a bunch of not very
good project docunents. But haven't you noticed that with a
good design, coding goes faster? And you need requirenents,
ot herwi se, nobody knows what they're doing. | don't think you
under stand how conplicated our product is. There isn't anything

like it. W've hardware requirenents, we've server conponents,

hell, the Directors have added new requirenents for user enotion
tracking."
"Yes, you have a cool product and I'mjealous. | wish I

was on your project, though I'd insist on transformng it into
an Agile project so we could ship a working system by your
deadl i ne i nstead of unfinished work and out of date docunents.

If you were a director, which would you rather have?"

"We've three teans working together! A backend, an
architecture, and a U. A lot needs to docunented so we can

cooperate!"
"And have a testing tean?"

"Of course! They're in India so we need conprehensive

docunent ati on so everyone has the full picture.”
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She si pped her cappuccino and this tine didn't get anything
on herself. "Yes, that's conplicated. Are the teans, except

the one in India, working in the sane | ocation?"

"Yes. The devel opnent teans are on sub-|evels beneath this

floor."
"Are the team nenbers sitting beside each ot her?"

"Sonme are. Two were neighbors until one was noved because
he's partly allocated to the architecture team and Noah, the
architecture PM had himnoved so he sits with the rest of the

Arch team™

"That was at your team s expense but Noah knew what's good
for his team | bet if you put your teaminto one |ocation,
next to you, the team communication will increase and you won't
need to wite docunentation as if each teamnenber lives in a

separate country."

"But 1'mon the project managenent floor! | can't sit

wth. . ."

"Devel opers?" Agilena's head tilted and her | owered
eyebrows made her | ook dangerous. "Then nmake the project
managenent fl oor the sanme as the devel opnent floor. |'m not
saying, nor is the Manifesto, that there should be NO
docunentation. |'msaying the I egacy Waterfall has left us is

the habit of relying on docunentation too nuch. Creating
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docunents isn't the same as comruni cating. You can't have a
dialog with a docunent. \Werever there's a docunent, the

aut hor needs to support the readership and that neans review
neet i ngs and docunent nmai ntenance. You need to find howto
periodically deliver working software and support that instead

of docunentation.™

Kartar shook his head. "That could work with maybe five

peopl e but we have three teans--"
"Four teans."
"But they're in India! OK, four teans."

He'd made a | ot of phone calls to Kong, thinking Kong had
done a sinpl e design docunent for CC Processing when all al ong
he's having neetings with LG He woul d' ve seen what was

happeni ng i f Kong worked nearby. She had a point.

"If we stop neeting to agree on what we are going to do,
and we stop docunenting our decisions . . ." Kartar rubbed his
pal mup a sideburn and then the back of his head. "I have no

i dea what we are going to do."

"Start witing and testing code," she said with a smle.
"No nore witing docunents for three or four nonths of a twelve
nonth project. |Imediately create sonething of business val ue.

We'll cover the rest of the nanifesto later."
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She grabbed a bl ank napkin. "I want to describe a process
that supports all four parts of the manifesto. Waterfal
encourages the formati on of teans who do one function: a team of
anal ysts who only anal yzes and docunents, a team of devel opers
who only devel op and don't test every line of code, a team of
testers who only execute tests and wite bug reports, system
engi neers who only anal yze and configure, architects who only
design, and so one. These teans are nost active in specific
Waterfall Phases. The analyst teamis nost active in the first
phases, the devel opnent and test teans in the mddle, and then

the systens engineers and operators at the end.

"I'n 1986, two Japanese guys, Takeuchi and Nonaka wote
about a new software devel opnent process that uses teans of
seven to ten people who have the expertise of the separate
Waterfall teanms. They |likened this cross-functional group to a
rugby team Rugby's a gane in which any team nenber can carry
or pass the ball to any other team nenber, and at any nonent,
the team may reorgani ze their positions to win the gane. The

software process is called Scrum"”
" Scrunf"

"I't'"s a word borrowed froma rugby formation, where the
pl ayers are | ocked together in a circular formation and the bal

is tossed into the mddle, and then the scrumsorts out how t he
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ball noves downfi el d.

"A Scrum devel opnent team neets daily for 15 m nutes, and
they stand in a circular formation and figure out how to nove

the project forward.
"This is the Scrum Process.

Wil e Agilena drew her diagram Kartar noticed it was ten
PM and the bar occupants had changed. Their ages ranged from
thirty to an old guy in a faded sweater who |ifted his oxygen
mask to sip his whisky. Kartar watched the old nman and wondered

i f being nurdered while under forty wasn't such a bad way to go.

This Agilena . . . she may be beautiful, but how could this

work on his project?

Kartar | ooked at the process:
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Kartar followed the bottomI|ine because it was straight,
the shortest path to the end, and it lead to sonething called
"potentially shippable product increnent.' Shippabl e sounded
good, but 'potentially' sounded weaselly. But that wasn't the

end because a | oop stretched back to the begi nning.

"I" malready worried. |It's a cycle without an end. 1In the
m ddl e, there's a second cycle: a neeting every twenty-four

hours. Do you nean Agile has MORE neeti ngs?"

"The Daily Scrumneeting is only fifteen m nutes |ong,
though it's the nost inportant neeting for the team Scrum
doesn't have that satisfactory, linear, falling direction of

Waterfall, but we both know how predictable that process is."
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Kartar gave her a hurt |ook. Agilena smled, patted his

cheek, and said "It's OK Remenber it's not our fault."

The bl ood t hroughout his body, flowed fast, and his face
filled wwth color. Qut of politeness, she focused on her
cappucci no. "W want as few neetings as possible in order to
not interfere wwth the devel opers' and testers' productivity.
But we've found it valuable to have a Daily Scrum neeting where
the team stops worki ng and checks that everyone's in alignnment--

that everyone's effectively serving the goal."

"What's this 'Product Backlog?' |Is that the Requirenents

or the design docunents?"

"A Product Backlog is a list of features we want, listed in
priority wiwth the feature giving the business the nost val ue at
the top. Newly fornmed Agile teans who al ready have
specifications or requirenents can convert theminto a Product
Backl og. But unlike specifications or requirenents docunents,
backl og itens are sinple enough to be expressed on a 3X5 note

card. Notice what's happening during Sprint Planning?"

Kartar studied the picture where Agilena pointed: a subset

of the Product Backlog is broken into smaller itens.

Agi l ena said, "Sprint Planning' s where the people doing the
architecture, analysis, testing, and devel opnent work neet wth

the Product Omer, the person who manages the Product Backl og."
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"Product Omer is what Agile calls the Project Mnager?"

"The Product Omer could be a PM Mybe it's a director.
O maybe it's a strong business analyst. It needs to be one
person, who can attend Sprint Planning with the team nake
deci sions during the neeting about the priority of the itens on
t he backl og, and understand the itens enough to di scuss and
clarify themwith the team |t nust be one person because,
remenber, the teamis going to start devel opi ng software after
the neeting. There isn't tinme for commttees to study the

problemor to have nore neetings to clarify backlog itens."

Kartar thought, maybe he'd be the Product Ower. O maybe
LG? She certainly acted as if she knew everything. M. DelLucca
woul d be a great Product Omer, but DelLucca--Italian shoes, silk
suites, and his 'old Vegas' attitude--in the sane room as Kong,
Prince, and Rockstar was a bad idea. Prince was surely and
enotional. Rockstar sonetines had seizures he called 'extrene
air-guitar jammng.' Kong was the nost nornmal but that wasn't

sayi ng much. DelLucca'd eat "emalive.
Kartar nodded for Agilena to continued.

"The goal of Sprint Planning is to | eave the neeting with a
backl og of itens the teamcan commt to finishing during the
Sprint. As shown here, sone Product Backlog itens may be

divided into snmaller work itens to fit the Sprint's duration.
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During the neeting, the Product Omer and team may di scover
itens that are unnecessary or additional itens that are needed.
Because everyone necessary to build the project is together in
one room the neeting's very dynam c. The Product Omer wal ks
in wth a proposed Sprint Backlog and the neeting ends with a
Sprint Backlog that they can work on and conpl ete during the

Sprint.

"The team estimates each item and the Product Owner
expl ains what he wants so everyone understands well enough to
make estinmates. The nunber of itens on the Sprint Backlog is
limted by how nuch the teamthinks they can finish in a Sprint.
The Sprint duration is kept constant. It's always the teanis

deci sion on what can be finished by the end of the Sprint."

"I's this a worker revolt? Those guys couldn't estimate
their way out of a paper bag. | and the other PMs have taken to

doing their high level estimtes."”

"When your project ships, drop ne an email about how

accurate those estinates were."
"You think senior people can't estimate well ?"

"Assum ng you can cone up with perfect estinmates for
yoursel f, your estimating for your solution. Even if you pad
your estimates with extra tinme, they may not be able to devel op

usi ng the approach the senior person imagines. Better that the
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peopl e doing the work nmake the estimates. Now, if you're doing
the work, it sounds perfect. Regardless, there're better ways
to plan a project than relying on estimates and treating them as

exactinents."

"Exact estimtes,"” Kartar said and | aughed. "But we really
understand they're estimates. W always pad estimates to have a

margin for error.”
"How nmuch paddi ng do you add? |Industry standard is 30%"
Kartar nodded.

Agi | ena finished her cappuccino. "Then you're adding a
constant ratio to whatever your estimate is. You' re assum ng

you' re exactly one-third off all the tine."

Kartar thought about the section on Estimation Practices in

The Art of Waterfall. "No. W assune it'll be exactly right or

off by plus-or-mnus one-third."

"You' re saying that adding padding to a | arge nunber of
estimates will transformtheminto an exactinment. In 2004, a
St andi sh Group poll showed only 29% of software projects were
consi dered a success2. Wiy does every PMin the world conplain
that developers can't estinmate? Let's retun to Waterfall's
failed assunptions.”

Kartar made a face tasting his now cold cappuccino. "You
2 From Standi sh G oup CHACS database. In 1994 it was only 16%
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have a point. |It's because we assunme every previous Waterfall

phase's accurate work."

Agi | ena nodded. "The error grows each foll ow ng phase
until near the end, the testing teamis |eft holding the bag and
asked to do quality control in an inpossible situation: test a
year's worth of work in far less tine than planned, and don't
find too many bugs because there isn't tine to fix many. Even

Wi th padding, our estimates are unpredictable.”

H s phone showed el even o' clock. Kartar scratched his
sideburns, feeling tired despite the cappucci no, and then he saw
a problem "The team decides their own estimtes and how nuch
work to do during the sprint. But what if the Product Omner
doesn't agree with then? Negotiating between the team and the
business 1is typically a project nanagenent role. In Agile,

wher e does project managenent fit in?"

"You don't nean 'in Agile,' you nean 'in Scrum' Agile is
anyt hing that supports the Agile Manifesto. You want process
details so let's stay focused on Scrum otherwi se we'll be up
all night tal king about the other nmjor agile processess.
There're three roles in Scrum Think of themas three poles of

power in a project.”

Kartar handed her anot her napki n.

3 Lean, Crystal, and eXtrenme Programm ng are other exanples.
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"The team decides "how to neet the project goals, the
Scrumvaster ensures the Scrum Framework is foll owed and sol ves
the teami s inpedinents to a successful project, and the Product
Owner determ nes the 'what' needs to be done to neet the project

goal s."

Kartar shook his head. D Arta had thirty devel opers, sixty
testers, two BAs, four project managers. "This process boils
down to three roles? What about the BAs, the Directors, and the
architects? What about the usability engineers? This

Scrumvaster sounds |ike a PM but what are these inped-mnts?"

"Imped-mints . . . sound |ike sonething you eat, huh?" She

sm | ed.
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Kartar was too tired to smle back, even for a beautifu

woman. "This, this, theory talk is inpossible to inplenent at
the Casino."
Agi l ena sat up. "Theory talk? Scrum canme out of industry.

The manifesto's original signatories were all working

engi neers. "

"Sorry. I'mtired and this sounds inpossible: three roles,
no analysis, just wite code and sonehow you get sonething built
in5to twenty workdays." Kartar threw his hands in the air.

"It sounds crazy!"

"I didn't say there was NO anal ysis. Just don't spend
nont hs where the result's a docunent. Do sone analysis to
devel op a Product Backlog and prioritize it. Take a portion of
the backlog to a four hour Sprint Planning neeting and do j ust
enough analysis to estimte what work can be acconplished during
the Sprint. Then after the Sprint starts, a little nore
anal ysi s happens as needed whil e designi ng, devel opi ng, and
testing rigorously. At the end, denp a working product to the
st akehol ders, have a one hour neeting to retrospect on the
Sprint's success and how to nake it nore successful, and then

start the process again with your next Sprint Planning neeting."

Kartar imagined all the hours of neetings and docunentati on

sonehow boil ed down to a four hour neeting, and then his team
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bui | di ng sonet hing that could be tested and shown to the

Directors, all in a nonth.

The team can't even keep the docunents up to date. And
testing each Sprint--W're a nonth away from getting an
environnent up and running in India. How could this wonman be

serious?

"This process will give you what you want and M. DelLucca

what he wants."

"No, no, I'msorry. This may have worked for Smart
Roads- - "

"Kartar, let's do a simulation that illustrates the
process." But she shook her head so quick her braids swing into
the air. "No, even better. Let's work together on a project.

When do you have to go hone?"

Wth a sweep of a hand, she shifted her braids into place
over her left shoulder, and then lifted her chin, awaiting an
answer. Kartar stared, parsing what she had said. D d a
beauti ful wonman just ask hi mwhen he's going hone? What did

t hat nean?

"I don't understand," he said, and then coughed while he

focused on not bl ushi ng.

"Wait here. I'mgoing to find us a project.”
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Agi l ena | eft her chair and noved through the room before
Kartar could nod. She stopped at the area vacated by the
col |l ege kids and now occupi ed by two businessnen in suits. They
stopped their conversation to listen to what she said, sml ed,
and replied. One gave her the eye up and down and both | ooked
di sappoi nted when she appeared to say 'thank you,' and noved on.
The man with the oxygen mask | ooked up, a hopeful expression on
his face, but she passed by to where a woman sat al one, drinking

a coke. She was the barista who ran the Sci Fi coffee stand.

Wiile the two tal ked, Kartar's phone buzzed with a txt from

Privya:

Dad, | found an Accounting class to take while | visit this
summer. And Momis right. | don't |ike the |ong sideburns, but
| Iove you even if you look like Elvis. 1'll see you next week!

Kartar thanked the gods he had such a wonderful girl.

"Kartar, you OK? You got sonething in your eye?"

Agil ena's braids hung forward as she | ooked down at him
"Yes," Kartar said and dried his eyes with a napkin.
“"If you don't feel well--"

"I"'mfine." He |ooked her in the eye and said, "Agilena, |

wi sh ny project would turn out OK. No--1 need it to turn out
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awesone. "
"You have ny card right?" said Agilena.

Kartar slide it out of his jacket pocket, past the Colt

Pinfire, and showed it to her.

"Call nme tonorrow and we can eval uate what an Agile

Transformati on can do for you. But for now, we've got a project

to focus on. | found a Product Ower who's going to hire us for
three thirty-mnute sprints. Normally, |1'd discuss the sprint
duration with the team but as your agile coach, | took

pedagogi cal privilege and nmade sone deci sions w thout you."

She spoke quickly and kept gesturing with her hands. She
couldn't seemto stop smling. She took his el bow and | ed him

away. "Cone on! Let's neet our Product Omner."



