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About the book

*Software in 30 Days* by Ken Schwaber presents a revolutionary approach

to software development through the lens of Agile and Scrum

methodologies. Traditionally, software projects have faced high failure rates,

often due to rigid planning and execution models. In contrast, Schwaber

introduces Agile principles, which advocate for flexibility, collaboration,

and rapid iterations, enabling teams to adapt quickly to changing

requirements and provide innovative solutions in just 30 days.

The book emphasizes the significant advantages of Agile practices,

highlighting that these projects can achieve three times the success rate of

conventional methods, alongside more than 100% productivity

enhancements. Schwaber targets a diverse audience, including business

managers, entrepreneurs, and IT professionals, guiding them through the

transformative process of adopting Agile and Scrum.

Key concepts introduced include "the art of the possible," encouraging teams

to explore creative solutions, and "bottom-up intelligence," which

emphasizes empowering team members to contribute their insights and

expertise. These concepts foster an environment where learning from early

failures is seen as a stepping stone to success rather than a setback.

Furthermore, the book addresses essential strategies for managing risk and
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optimizing outcomes, enabling organizations to focus on delivering

exceptional software solutions more efficiently and cost-effectively than

ever before. By adopting this unconventional approach, readers are

empowered to rethink their software development strategies and achieve

remarkable results in a compressed timeframe.
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About the author

Ken Schwaber is a pivotal figure in software development, renowned for

co-creating the Scrum framework, which has fundamentally transformed

project management and agile methodologies. With decades of industry

experience, Schwaber's work has been instrumental in global adoption of

Scrum through training, certification, and his influential writings. As a

co-founder of the Scrum Alliance, he has actively promoted agile practices,

empowering organizations to boost productivity and collaboration.

In his book, "Software in 30 Days," Schwaber emphasizes practical

strategies to deliver high-quality software efficiently while fostering a

culture of continuous improvement. His insights and comprehensive

understanding of team dynamics within the software development realm

guide organizations towards adopting frameworks that not only enhance

performance but also encourage iterative learning and adaptation.

The chapters within this text weave together Schwaber’s philosophy on agile

practices, providing a logical flow that encompasses the evolution of Scrum,

the importance of collaborative teamwork, and the necessity for

organizations to embrace change in a rapidly evolving technological

landscape. Each section builds on the previous one, ultimately offering

readers a roadmap for implementing Scrum principles effectively, ensuring

that the concepts are accessible and actionable for teams striving for
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excellence in software development.
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Chapter 1 Summary: The Crisis in Software: The Wrong
Process Produces the Wrong Results

The Crisis in Software: The Wrong Process Produces the Wrong Results

Introduction  

In today's digital era, software is essential for organizations to create value.

However, the software development landscape is riddled with challenges,

often resulting in projects that are unreliable, overly costly, and fraught with

errors. Many development initiatives face significant obstacles, leading to

widespread dissatisfaction with the overall process.

Case Study: The FBI’s Sentinel Project  

A glaring example of these challenges is the FBI's Sentinel project, which

aimed to modernize its case management system. Initially, the FBI invested

$405 million in Lockheed Martin to implement the project, only to find that

it fell short of delivering essential functions, prompting the FBI to issue a

stop-work order. However, after pivoting to an agile

methodology—specifically Scrum—the project was successfully completed

within a year, resulting in budget savings exceeding 90%. This turnaround

illustrates how flexible approaches can align better with the dynamic nature
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of software development.

The Wrong Approach: Predictive Processes  

Despite evident setbacks, the software industry has predominantly relied on

predictive, waterfall methods. These approaches, which assume a linear and

predictable process, reveal key shortcomings, such as:

1. Lengthy release timelines punctuated by delays.

2. Frequent schedule overruns, causing frustration.

3. Extended periods devoted to stabilization, hindering productivity.

4. Protracted planning phases that often yield inaccurate forecasts.

5. Challenges in adapting to changes during development.

6. Deterioration in product quality over time.

7. Eroded staff morale due to constant pressure and unrealistic deadlines.

The Wrong Results: Project Failure  

The limitations of predictive processes contribute to a high rate of project

failure. These methods depend on stable requirements and predictable

human behavior—conditions rarely found in software development.

Frequent shifts in project requirements and reliance on outdated

methodologies culminate in dismally low success rates, documented at just

14% by the Standish Group. This reality underscores the necessity for

adaptive solutions.
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The Stacey Graph  

The intricacy of software projects is further elucidated by the Stacey Graph,

which highlights that software development is inherently complex and

unpredictable. This complexity invalidates the effectiveness of traditional

predictive processes, necessitating a more flexible approach.

Case Study: Parametric Technology Corporation (PTC)  

Parametric Technology Corporation (PTC) experienced challenges

reminiscent of those faced by the FBI. They encountered project delays,

quality degradation, and management struggles. Under new leadership, PTC

decided to implement the agile methodology of Scrum, which led to

remarkable transformations in release frequency, product quality, and team

morale. This case exemplifies how iterative processes can yield notable

benefits, correcting the course for struggling projects.

Conclusion  

Historically, software development has been plagued by inefficiencies and

high failure rates, often due to inappropriate application of predictive

processes. Transitioning to agile methodologies—such as Scrum—offers a

viable pathway to enhancing success rates, allowing organizations to deliver
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functional software in 30 days or less, regardless of project size. This shift

represents a crucial evolution in the quest for reliable software development.

Scan to Download

https://ohjcz-alternate.app.link/scWO9aOrzTb


Chapter 2 Summary: Scrum: The Right Process Produces
the Right Results

Scrum: The Right Process Produces the Right Results

Empiricism in Action

Empiricism is a foundational principle in Scrum, advocating for information

gathering through observation rather than prediction. This approach is

particularly effective in the complex landscape of software development,

where variables often outweigh certainties. Empirical processes rely on two

critical elements: 

1. Inspection and Adaptation: Frequent evaluations of the project allow

 teams to adjust their strategies and optimize outcomes based on identified

risks.

2. Transparency: Inspections should align with the goals of the project,

 focusing on concrete elements such as features and functionality to ensure

clarity of purpose.

Backlog Creation and Iteration
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Before commencing development, it’s essential to create a dynamic backlog

that identifies both known and unknown requirements. This prioritized list

adapts over time, ensuring that critical items remain at the forefront. Key

concepts include: 

- Iteration: The process of repeating cycles to refine outcomes, each

 iteration moving incrementally toward a defined goal.

- Frequency: Ideal iteration lengths fall between one week to one month,

 which facilitates effective risk management and timely adjustments.

- Increment: Delivering functional increments consistently throughout

 the development process ensures that the final product is assembled

efficiently.

Process Advantages Over Waterfall

Scrum offers significant advantages over traditional waterfall

methodologies, addressing many of its shortcomings:

1. Short Release Durations: Unlike waterfall’s long cycles, Scrum allows

 for short, frequent releases that can be adjusted based on immediate value.

2. Schedule Predictability: By limiting iteration lengths to 30 days or

 less, Scrum reduces the likelihood of timeline overruns.
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3. Immediate Usability: Each iteration results in a complete and usable

 increment, which diminishes the need for extensive final stabilization.

4. Focused Planning: Initial planning is streamlined, centering on goal

 definition and key feature identification rather than exhaustive

documentation.

5. Flexibility for Changes: Emerging requirements can be easily

 incorporated into future iterations, enhancing adaptability.

6. Integrated Quality Control: Quality assurance is an ongoing process,

 embedded within each phase of development.

7. Improved Team Morale: Reducing the pressure of final stabilization

 contributes positively to team spirit.

Project Management with Empiricism

Effective project management under Scrum utilizes three pivotal variables:

requirements, time, and completed work. This framework includes:

1. Management Insight: Offering visibility into project status at the

 conclusion of each iteration.

2. Control Mechanisms: Enabling adjustments based on progress made

 at the end of each iteration.

3. Risk Mitigation: Proactively addressing potential overruns and

 obstacles as they arise.

Scan to Download

https://ohjcz-alternate.app.link/scWO9aOrzTb


People Practices and Team Dynamics

The success of Scrum relies significantly on high-performance teams, which

thrive through:

- Respect for Individuals: Fostering an environment of engagement and

 mutual respect.

- Self-Organization: Empowering teams to determine their own methods

 for achieving set objectives.

- Cross-Functional Collaboration: Promoting teamwork across

 disciplines to increase innovation and speed.

- Continuous Learning: Encouraging knowledge transfer and ongoing

 education to adapt and excel.

Agility as a Competitive Advantage

Agility enables organizations to swiftly seize opportunities while effectively

managing risks. By implementing monthly project cycles, teams can quickly

evaluate feasibility, leading to adaptive strategies that respond to evolving

requirements.
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Summary

Scrum leverages empirical strategies in software development, enhancing

the ability to respond to opportunities and challenges while managing risks

through short, iterative cycles. This methodology fosters transparency,

allowing for clear visibility into progress and value generation, which

empowers organizations to deliver functional software rapidly and

adaptively. Ultimately, Scrum revolutionizes project management by

promoting creativity, quality, and productivity within the software

development sphere.
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Chapter 3 Summary: Try It Yourself: The Pilot

Chapter 3: Try It Yourself: The Pilot

Introduction to the Pilot  

For those interested in empirical software development, conducting a pilot

study is an essential step. This chapter explores the feasibility of such a

practice and highlights the potential challenges and insights gained from

previous experiences. A pilot allows organizations to test ideas on a small

scale before committing significant resources.

Steps for Conducting a Pilot  

To effectively execute a pilot project, follow these structured steps:  

1. Form the Team: Assemble a group of capable developers who can

 work collaboratively.  

2. Determine Pilot Objectives: Clearly outline what the pilot aims to

 achieve, ensuring alignment with business goals.  

3. Develop a Small Piece of Software Fully: Create a functional

 prototype that encapsulates the project’s core features.  

4. Evaluate Next Steps: After the initial development, assess what went

 well and what needs improvement.  
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5. Identify Improvements and Implement Them: Act on the insights

 gathered to refine processes and the software.  

6. Iterate Steps 3-5 Until Satisfied: Repeat this cycle, focusing on

 continuous improvement until the team is confident in the software's

viability.

Considerations Before Starting the Pilot  

Before embarking on the pilot, it is crucial to consider the range of possible

outcomes—both favorable and adverse. Organizations should also be

mindful that similar empirical processes may already be in place in other

departments, such as sales, which could inform the pilot’s strategy.

Example of a Pilot Project  

In a practical scenario, a financial organization aims to enhance customer

engagement through a new smartphone app for fund management. The VP

suggests initiating a budget-friendly pilot that allows for iterative

development, thus minimizing initial costs while maximizing learning and

speed to market.

Team Formation and Environment Setup  

Success begins with the right team. Assemble competent developers skilled
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in the necessary technologies, and foster a collaborative workspace that

promotes innovation. Clearly communicate the pilot's benefits to attract the

right talent and encourage commitment to the project.

Creating a Compelling Message  

Craft communication that succinctly conveys the pilot’s purpose, scope,

potential benefits, and associated risks to motivate developers and ensure

everyone understands the goals.

Iteration and Evaluation Process  

During development, create prototypes and continuously assess which

additional features are necessary. Regular review meetings should be held to

gauge progress and make adjustments as needed. It’s crucial to nurture an

environment of open communication where team members feel safe to share

ideas and feedback.

Assess Improvements  

After each iteration, conduct retrospectives to examine what was successful

and what challenges arose. This reflection not only addresses the

functionality developed and team collaboration but also seeks opportunities

for enhancements in future cycles.
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Conclusion  

Ultimately, the pilot study serves two purposes: it tests the viability of the

empirical software development model in your organization while also

producing functional software. Through continuous iterations, teams

uncover their strengths and weaknesses, providing insights into the best path

forward. The practice promotes self-organization and cross-functionality,

enabling better collaboration and utilization of team expertise.

Final Thoughts  

By the end of the pilot, the outcomes will indicate whether to expand the

empirical software development approach on a larger scale, alongside the

added advantage of having potentially valuable software ready for use.

Scan to Download

https://ohjcz-alternate.app.link/scWO9aOrzTb


Chapter 4: What Can I Do?

What Can I Do?

This chapter highlights the shift towards empirical software development,

emphasizing its advantages in adaptability compared to traditional predictive

methods. It elaborates on the fundamental principles of this approach, which

includes a focus on iterative development based on real-world experiences

rather than rigid planning.

Practice the Art of the Possible

In empirical software development, teams prioritize continuous learning and

adjustment through iterations. For instance, a notable case is F-Secure,

which wisely discontinued a project upon realizing that it wouldn't meet its

deadlines, thus preventing unnecessary financial loss. This illustrates how

making informed adjustments based on actual progress can optimize

resources and outcomes more efficiently than sticking rigidly to initial plans.

Demand Transparency and Create an Environment for It to Flourish
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Transparency in data and decision-making is vital for fostering an

environment of collaboration and trust among team members. Employees

should feel safe to voice their opinions, as a lack of openness can result in

misunderstandings, as demonstrated by the experience of Kronos. Here,

premature positive feedback led to a product that ultimately failed to meet

quality standards, underscoring the perils of insufficient transparency.

Count on Your People to Do More

Empowering teams to develop their own methodologies enhances creativity

and adaptability. This self-organizing principle leverages the collective

intelligence of team members. Rather than imposing strict guidelines,

managers should focus on removing obstacles that hinder progress, allowing

teams to thrive on their own terms.

Help People Relax Their Desire for Certainty

Acknowledging the uncertainties inherent in software development is

crucial. The use of short iterative cycles decreases risk by facilitating

constant learning and adaptation. An anecdote involving Primavera

illustrates how an over-reliance on data for long-term predictions can lead to

flawed planning, stress, and diminished flexibility. This encouragement of a
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mindset that accepts uncertainty is essential for fostering innovation in

software projects.

Summary

The success of shifting to empirical software development relies on effective

leadership and an organizational culture that supports change, transparency,

and learning. This chapter sets the foundation for the following discussions

on implementing the Scrum framework, which aims to enhance agility and

productivity within organizations.

How to Produce Software in 30 Days

Organizations strive to improve flexibility, creativity, productivity, and

profitability, and Scrum is introduced as a strategic method to achieve these

goals. The transition to Scrum is outlined through three incremental steps:

1. Scrum at the Project Level: The initial step involves the rapid

 implementation of Scrum for immediate software needs, a process detailed

in the next chapter.

2. Scrum at the Capability Level: The next phase focuses on establishing
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 a dedicated software studio that fully adopts Scrum practices to gain a

competitive edge, which is the subject of Chapter 7.

3. Scrum at the Enterprise Level: Finally, the organization expands the

 lessons learned from the software studio to the broader company to enhance

overall productivity and agility, discussed in Chapter 8.

By following these steps, organizations can effectively leverage Scrum to

adapt to the fast-paced environment of software development while

improving their overall output and creative potential.
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Chapter 5 Summary: Getting Started with Scrum

### Getting Started with Scrum

#### Overview of the Scrum Framework

Scrum is a pragmatic framework tailored for managing the complexities of

projects, particularly in software development. It consists of defined roles,

artifacts, and events that facilitate effective collaboration and project

progress. The three core roles are the Product Owner, who articulates the

vision and priorities; the Scrum Master, who ensures the team adheres to the

Scrum processes; and the Development Team, responsible for turning ideas

into functional software. The framework includes three key

artifacts—Product Backlog, Sprint Backlog, and Increment—and five

essential events: Sprint, Sprint Planning, Daily Scrum, Sprint Review, and

Sprint Retrospective.

#### Roles in Scrum

- Product Owner: This individual acts as the voice of stakeholders,

 making critical decisions on what features and functions to prioritize for

development based on user needs and business value.

- Scrum Master: Serving as a facilitator, the Scrum Master guides the

 team, ensuring that Scrum principles are followed and helping to address

any obstacles that may impede progress.
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- Development Team: Comprised of skilled professionals, this team

 transforms the prioritized tasks from the Product Backlog into concrete

software increments.

#### Forming the Scrum Team and Planning the Sprint

To kick off a project, the Scrum Master assembles a competent Development

Team equipped with the necessary expertise. The team collaborates to grasp

the project’s vision and defining metrics of success, discussing any

constraints that may exist. From this collective understanding, they prioritize

high-value requirements for the upcoming Sprint, estimate the effort needed,

and formulate a realistic plan for what can be achieved within the Sprint.

#### Sprint Execution

With the Sprint underway, the Development Team engages in the iterative

process of software creation, remaining flexible to changes in requirements.

They hold Daily Scrums—brief, focused meetings—to review progress,

discuss challenges, and recalibrate plans as needed. During the Sprint, the

objectives, agreed upon by both the developers and the Product Owner, help

maintain focus while minimizing distractions to enhance overall

productivity.

#### Conducting the Sprint Review

Upon completion of the Sprint, a Review meeting takes place, inviting

stakeholders to examine the deliverables and assess the quality of the work
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completed. This gathering is a pivotal moment for collective reflection,

determining whether to continue with further Sprints, modify existing tasks,

or halt the project, depending on the outcomes and stakeholder feedback.

#### Conducting the Sprint Retrospective

Immediately after the Sprint Review, the team convenes for a Retrospective,

a crucial opportunity to reflect on team dynamics, evaluate performance

against forecasts, and assess the adequacy of skills and resources. This

meeting fosters an environment for open dialogue, enabling team members

to propose improvements for future Sprints, aiming for greater efficiency

and collaboration.

#### Continuing the Process

The Scrum cycle is designed to be iterative, allowing the Scrum Team to

repeat these steps—planning, executing, reviewing, and reflecting—until

project goals are satisfactorily met or significant hurdles arise. This cyclical

approach promotes continuous improvement and adaption within the team,

driving successful outcomes over time.

#### Conclusion

Overall, Scrum is a streamlined framework that enhances the management of

software development by promoting iterative cycles that yield tangible

deliverables. It emphasizes the necessity of ongoing improvement, agility,

and collaborative effort among teams, creating a conducive environment for
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success in complex projects.
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Chapter 6 Summary: Scrum at the Project Level

### Summary of "Scrum at the Project Level"

#### Introduction to Scrum PRN

This chapter introduces the concept of using Scrum in urgent scenarios,

emphasizing its utility as a short-term solution for immediate gains without

long-term adjustments to organizational processes. Scrum PRN, meaning

"pro re nata" or "as needed," allows teams to leverage Scrum methodologies

to address pressing software development needs swiftly.

#### Bottom-Up and Stealth Scrum

Over the past two decades, Scrum has been embraced predominantly at

lower organizational tiers, fostering pockets of rapid software development.

This bottom-up approach enables teams to deploy Scrum quickly for

immediate requirements, independent of upper management’s permission,

thus enhancing agility in response to urgent demands.

#### Benefits of Scrum PRN

Engaging in a 30-day Sprint, which costs between $50,000 and $150,000,

can yield substantial returns. Notable advantages include:

- Knowledge of Developer Skills: Teams can better understand each

 member's strengths and capabilities.
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- Functionality: Incremental improvements are delivered regularly at

 the end of each Sprint, enhancing the product steadily.

- Replanning: The flexibility to adjust plans in real-time supports

 adaptability to changing needs.

#### Managing Work: Burndown Charts

To effectively track progress, burndown charts measure the extent of

completed work against project requirements over time. These charts are

instrumental in forecasting project completion. However, teams should be

cautious of introducing new requirements during a Sprint since this can skew

the data, requiring a recalibration for reliable projections.

#### Forecasting and Complexity

Estimating project duration and costs can often be based on initial Sprint

results. However, due to the inherent unpredictability of software

development, teams must approach forecasting with caution.

Decision-making should be timely and grounded in actual performance

metrics to enhance predictability throughout the project lifecycle.

#### Sprint Length Considerations

Though 30-day Sprints are the standard, shorter Sprints are beneficial in

unpredictable markets or when working with emerging technologies. Factors

influencing Sprint length include market volatility, the experience of the

team, and learning opportunities presented during development.
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#### Reasons for Shorter Sprints

1. Improved flexibility in fluctuating markets.

2. Greater control over team dynamics and processes.

3. Faster evaluations of new technology risks and benefits.

4. Stabilization of team productivity (velocity).

5. Increased learning opportunities through frequent iterations.

6. Enhanced risk management facilitated by regular feedback.

#### Drawbacks of Shorter Sprints

However, shorter Sprints can increase planning and transition costs. To

avoid the difficulty of delivering usable functionality within too short a

timeframe, it’s advisable to refrain from Sprints shorter than one week.

#### Maintaining Sprint Consistency

Consistency in the length of Sprints is crucial for creating a productive

rhythm within development teams. Adjustments to Sprint lengths should be

undertaken judiciously to prevent disruptions and maintain focus.

#### Case Study: Fidelity Investments

Fidelity Investments applied Scrum during a crisis to enhance their

web-based services, achieving significant success. Nonetheless, they

restricted Scrum’s implementation to critical situations, thereby losing the

potential advantages of a more consistent, integrated use of Scrum within
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their ongoing processes.

#### Conclusion

The chapter concludes by setting the stage for the subsequent discussion on

how to optimize Scrum benefits through a sustainable and measurable

approach while minimizing disturbances in project workflows.
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Chapter 7 Summary: Develop a Scrum Capability

Chapter Summary: Developing a Scrum Capability

Introduction to Scrum Studios  

Scrum studios are specially designed units within larger organizations that

prioritize the rapid launch of software projects. Distinguishing themselves

from traditional Scrum setups, which are typically applied to isolated

projects, Scrum studios create a dedicated environment that promotes

ongoing learning and enhancement, ultimately optimizing project

efficiencies and outcomes.

The Learning Organization  

It often takes years for organizations to fully realize the advantages of

Scrum. Initially, improvements in productivity and project management are

evident, but the most substantial benefits—such as enhanced quality, value,

and knowledge retention—emerge over time. Within a Scrum studio, a

culture of knowledge sharing is cultivated, which not only enhances the

immediate project but also positively impacts future endeavors.

Role of the Studio Manager  
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The pivotal figure in a Scrum studio is the studio manager, who also serves

as the Scrum Master. Their critical tasks include training staff, steering

project results, and continuously refining the studio's resources.

Emphasizing best practices and utilizing effective tools are essential

components in maximizing both productivity and cost efficiency.

Training and Use Agreements  

Commitment to Scrum is vital, requiring a structured training initiative for

all team members. New entrants undergo a two-day intensive course,

featuring simulations that illustrate the operational dynamics of Scrum.

Following training, participants sign a use agreement that delineates

expectations and resource management within the studio, ensuring clarity

and compliance.

Studio Facilities  

Initial facilities in a Scrum studio might be minimal, but they evolve as the

advantages of the Scrum methodology become apparent. Key facilities

consist of collaborative workspaces, automated development environments,

and standardized procedures for planning and reporting. Continuous

enhancements are informed by performance metrics, which guide the

studio’s development.
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Cultural Transformation  

Transitioning to a Scrum studio necessitates a significant cultural shift,

focusing on principles of empiricism and self-organization. Organizations

frequently face challenges in abandoning past practices that conflict with

Scrum methodologies. It becomes essential for the studio to foster awareness

among team members and ensure that their daily actions are aligned with the

principles of Scrum for successful adoption.

Metrics and Transparency  

Implementing transparent performance metrics is fundamental for evaluating

and improving project results. A studio dashboard that tracks productivity,

quality, and value is a vital tool for promoting transparency and aiding

informed decision-making. Metrics not only steer resource allocation but

also demonstrate the return on investment (ROI) for the studio’s operations

and practices.

The Importance of Complete Increments  

At the conclusion of each Sprint, development teams must deliver functional

increments that are deemed "done" and ready for use. Failing to achieve

completeness in this deliverable can lead to increased technical debt,
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incurring higher costs and lowering product value. Maintaining rigorous

quality standards for these increments is essential to mitigate future issues.

Case Study: Adobe  

Adobe's experience with intricate projects serves as a practical illustration of

the importance of producing integrated increments and maintaining team

transparency. Early implementations of Scrum resulted in elevated defect

rates; however, a comprehensive adoption of Scrum led to notable

improvements in quality and enhanced customer satisfaction in later product

releases.

Managing Technical Debt  

Tackling technical debt is a vital aspect of software development. By

concentrating on producing complete, usable increments, teams can alleviate

potential complications and significantly boost the overall quality of the

product.

Conclusion  

The Scrum studio exemplifies an innovative methodology within software

development, providing a framework that enables organizations to swiftly

enhance productivity, quality, and value. By establishing a studio,
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organizations can effectively implement the Scrum framework and foster an

environment conducive to continuous improvement in their software

development processes.
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Chapter 8: Scrum at the Enterprise Level

### Summary of Scrum at the Enterprise Level

In contemporary organizational landscapes, a significant number of

companies are embracing Scrum, a framework designed to enhance

productivity and collaboration. The outcomes of these transformations are

heavily influenced by various factors, particularly the involvement of senior

executives who play a crucial role in sustaining these changes. This chapter

draws on "The Playbook for Achieving Enterprise Agility" and Ken

Schwaber's seminal work, *The Enterprise and Scrum*, to frame the

discussion.

### Profound but Transient Change

The initial rollout of Scrum can lead to remarkable improvements in

software quality and employee satisfaction. Yet, these benefits may prove

fleeting if the senior executive who championed the change departs before

the new culture is firmly embedded. A poignant example of this

phenomenon is illustrated through the experience of Primavera. Under the

leadership of Bob Schatz, the company initially saw great success with

Scrum, but subsequent leadership transitions undermined its effectiveness,

leading to a regression in Scrum practices and outcomes.
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### Profound and Persistent Change

For a transformation to be genuinely enduring, it is essential that a senior

executive actively drives the organization’s Scrum adoption. This shift in

culture requires recognition of the team’s contributions rather than

attributing success solely to individual efforts. Drawing from John P.

Kotter’s insights, the chapter emphasizes that lasting change necessitates

widespread organizational commitment and can take five to seven years to

realize, with research indicating that only about 30% of transformations

achieve their intended results.

### Carbonite Transforms and Persists

The case of Carbonite serves as an exemplary model of successful Scrum

implementation. Confronted with significant inefficiencies, Carbonite

adopted Scrum, which brought about measurable improvements and

optimized their release cycles. The training provided in Scrum not only

fostered a culture of creativity but also strengthened team dynamics. The

company’s public success can be attributed to their unwavering focus on

measurable outcomes, which was supported by rigorous retrospectives that

promoted open dialogue about potential improvements.

### Two Nonnegotiable Elements for Any Scrum Adoption
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1. Do Not Try to Change or Adapt Scrum: Organizations must be

 willing to reshape their culture to fit Scrum, as the framework is designed to

expose dysfunctions that might be obstructing effective software

development.

2. Do Not Hesitate: A clear and proactive commitment to the

 transformational journey is vital from the outset. It is essential to focus on

identifying and removing obstacles quickly. Scrum thrives on immediate

action, regular evaluation, and a relentless pursuit of continuous

improvement rather than allowing too much time for planning.

In summary, successfully implementing Scrum at the enterprise level

demands more than operational changes; it requires steadfast commitment

from leadership, cultural adaptation, and an emphasis on persistent

evaluation and improvement. The experiences of organizations like

Primavera and Carbonite provide valuable insights into the critical elements

that can lead to either fleeting or lasting change.
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Chapter 9 Summary: Enterprise Transformation:
Profound and Persistent Change

### Enterprise Transformation: Profound and Persistent Change

Overview of Organizational Transformation  

Organizational transformation, particularly adopting the Scrum framework,

can lead to significant benefits for both executives and employees,

ultimately fostering a productive and agile work environment. This

transformation is not instantaneous; it requires a sustained effort over five to

six years, with initial improvements often noticeable within the first year.

The process involves changing the way teams collaborate and deliver results,

emphasizing adaptability and responsiveness.

Enterprise Transformation Project Process  

The transformation process outlines several critical steps and activities.

Initially, organizations assess potential benefits, assemble a dedicated

transformation team, and outline a vision and strategy. A detailed playbook,

available in Appendix 3, serves as a guide for executing these essential tasks

efficiently.
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Major Activities of a Transformation Project  

1. Start the Transformation Project (1-3 months): Recognize the urgency

 for change, identify potential benefits, assemble the change team, and

develop a clear vision and strategy.

  

2. Communicate the Vision and Strategy (1-2 months): Create an

 effective communication plan that addresses employee concerns and

mitigates resistance, paving the way for acceptance.

3. Expand Throughout the Organization (1 month to 5 years):

 Gradually implement Scrum practices across departments while fostering a

shift in the organizational culture, emphasizing collaboration and agility.

4. Achieve Impact (2-6 months): Focus on delivering tangible results

 through specific projects, showcasing early successes to motivate and

engage the organization.

5. Measure, Assess, and Consolidate Gains (1-5 years): Continuously

 track and evaluate progress, making necessary adjustments to practices to

ensure sustained improvement.

6. Embed, Expand, and Persist (5-6 years): Fully integrate new practices

 into the organizational culture, promoting a mindset of ongoing
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improvement to reinforce the transformation.

Key Steps in the Transformation Process  

1. Starting the Project: Clearly define the meaning of Scrum in the

 organizational context, set tangible goals, and create an initial roadmap for

implementation.

  

2. Identifying Benefits and Urgency: Effectively communicate the

 pressing need for change to rally support and reduce opposition among

employees.

3. Forming a Change Team: Assemble a motivated group of leaders who

 champion the transformation and help drive the vision forward.

4. Formulating Vision and Strategy: Develop an inspiring vision that

 serves as a beacon for the desired future of the organization, providing a

framework for change.

5. Communicating Vision and Strategy: Ensure clear and consistent

 messaging addressing employee concerns, which is vital for reducing

anxiety and fostering buy-in.

6. Expanding Scrum Implementation: Extend the application of Scrum
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 principles across the organization while encouraging innovation and

willingness to take measured risks.

7. Achieving Impact: Highlight early successes through pilot projects,

 which illustrate the transformation's potential and help build momentum.

8. Measuring Success and Expanding Changes: Systematically analyze

 the outcomes of the transformation, promoting advocates of Scrum within

the organization to keep the energy going.

9. Embedding Changes Permanently: Replace outdated practices with

 behaviors aligned with the new culture to ensure sustainability of the

transformation.

Conclusion  

Enterprise transformation is a multifaceted endeavor demanding strong

leadership, effective communication, and active participation from all

organizational levels. The goal is to cultivate a learning culture that values

continuous improvement, driving the organization toward exceptional results

and resilience amid change. This commitment not only enhances

organizational effectiveness but also prepares teams to thrive in an

increasingly dynamic business environment.
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Chapter 10 Summary: Scrumming Scrum

### Scrumming

#### Introduction to Scrumming

Scrumming represents an organization's embrace of the Scrum framework to

drive transformation. Successful implementation hinges on two significant

changes: the formation of dedicated software development teams to learn

Scrum practices and the removal of obstacles hindering software delivery.

These changes are vital for enhancing productivity and achieving a

worthwhile return on investment, but they entail a considerable investment

of time and effort.

#### Case Study: SeaChange International

Background: SeaChange International, a company specializing in

 multiscreen video delivery products, faced mounting challenges in

maintaining competitiveness and addressing vague, urgent requirements

from the market.

Initial Struggles: Under the leadership of Steve Davi, head of

 development, the organization grappled with repeated missed release
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deadlines and diminishing product quality.

Adoption of Scrum: In 2005, following a successful pilot project,

 SeaChange decided to implement Scrum across the organization. Davi

utilized his change management expertise to ensure a gradual adoption

process, fostering communication and collaboration across various

departments while implementing Scrum principles.

#### Key Changes with Scrum

With the introduction of Scrum, SeaChange saw significant shifts in its

operational dynamics. First, there was an increased emphasis on

collaboration and shared responsibility among sales, marketing, and

development teams, aligning priorities with the overall company vision. This

transformation required all stakeholders to engage actively in

decision-making processes. Additionally, quality assurance transitioned

from being a siloed function to a collective responsibility, focusing on

delivering high-quality increments in every project phase.

#### Results at SeaChange

The effective integration of Scrum across SeaChange and its newly acquired

companies facilitated faster product delivery and significantly boosted the

organization's competitive position in the market.
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#### Case Study: Iron Mountain

At Iron Mountain, Paul Luppino led the implementation of Scrum, which

resulted in the dissemination of Scrum principles throughout the

management hierarchy. Regular reporting of work increments became the

norm, enhancing accountability and fostering a culture of self-assessment

within the company’s management teams.

#### Transformation Teams

To manage the transition effectively, organizations typically utilize two

distinct types of Scrum teams: transformation teams and rollout teams.

- Transformation Team: This team oversees the overall transformation

 process, setting priorities for changes and promoting collaboration across

departments.

- Rollout Teams: Charged with executing specific tasks derived from the

 transformation Product Backlog, these teams drive incremental changes

during their respective Sprints.

#### Transformation Process
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The transformation team plays a crucial role in selecting items from the

backlog, pairing them with rollout teams for each Sprint. Planning meetings

are held to crystallize upcoming tasks, while daily Sprints allow teams to

monitor progress and make necessary adjustments.

#### Conclusion

Scrum serves as a robust framework for steering organizations through

complex transformations. Regardless of the specific context, the underlying

principles of Scrum remain constant, emphasizing iterative progress through

clear roles and responsibilities. By implementing these principles,

organizations can navigate change effectively and enhance their operational

efficiency.
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