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Delivering Products Using
Azure DevOps and Scrum

Course Introduction

Accentient

* A leader in ALM, DevOps, and Scrum knowledge

« Helped thousands of teams and individuals understand and
implement Azure DevOps/VSTS/TFES and Scrum successfully

« Has a clase warking relationship with Microsoft
»-Course creator and steward for Scrum.org

« Has trainers that are Microsoft MVPs, Professional Scrum
Developers, Professional Scrum Trainers, and authors

www.accentient.com | @accentient
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Course Creator: Richard Hundhausen

« President of Accentient
« Author of software development books
« First Microsoft TFS/ALM/DevOps MVP
« Professional Scrum Developer
e Professional Scrum Trainer

« Co-creator of Nexus scaled Scru
e richard@accentient.com
e @rhundhausen

Prerequisites
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Team Formation

» |dentify yourself by competency:
Knows QA/testing
Knows architecture/design
Knows code/programming
* Knows Visual Studio/Azure DevOps
Knows Scrum/Agile
« Form into cross-functional teams
« Collocate your team (physically or virtually)
« Name your team

Introductions

« Name

- Title/Role

« Software Development.Experience

« SCrum Experience

«Visual Studio Experience

« Azure DevOps/VSTS/TES experience
« Expectations
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Course Overview

« This course introduces Scrum and how to use it with
Services and Visual Studio to manage a software proj
- The Scrum framework
- Adopting Scrum
- Visual Studio ALM
- Azure DevOps Projects
- Product and Sprint Backlogs
- Collaborating as a Team
- Agile Software Testing
- Agile Software Development
-Reporting

re Dev

Course Back

1. The Scrum Framework

- Case studi
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Course Backlog: Day 2

4. The Azure DevOps Project
- Azure DevOps Services
- Visual Studio editions and ALM features
- Planning and creating a project
- Configuring security, areas, and notifications

5. The Product Backlog
- Introduction to Azure Boards
- The Scrum process
- Creating and managing the Product Backlog
- Creating PBI work items
- Tagging, querying, and charting work items
6. Planning and Tracking a Sprint
- Forecasting work and creating a plan
- Creating and managing the Sprint Backlog
- Tracking the daily progress of work

Course Back

7. Collaborating as a Team
- Team collaboration and productivity
- Reviewi d.providing feedback

- Querying he OData feed and REST APIs
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Our Desktop Environment

« Visual Studio 2019 Enterprise Edition
- All features installed
-Current updates

« SQL Server 2016 (or newer)
-Any edition, including Express/LocalDB

« Microsoft Office 2016 Professional (or ne

Our Azure Environment
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Our Case Study: Fabrikam Fiber

The hands-on labs are centered around a
fictitious company named Fabrikam Fiber.

(Think: Comcast, Cox, Cable One, Time Warner, etc.).

Working as a team, you will see how toplan and
execute a team-based software testing effort.

You will work in VisualsStudio while connected to
a shared project in"Azure DevOps Services.

What's in Your Backlog? >

MIN

« What do you want t@ know before we are done with class?

- Write'down.one question that you would like to have answered
before you leave today

» Possibletopic areas:

-Scrum

~ALM/DevOps

-Agilesseftware engineering practices
« Write your question on a sticky

= The instructor will either collect them or have you post them in a
comman area
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Schedule and Logistics

« Breaks
-When should we have breaks?
« Labs
-Labs can be breaks too
« Lunch
-When should we break for lunch?

Professional

xperienced Scrum Masters Scrum Masters
Scrum Team Members

Scrum Team Members
Agile Leaders
Stakeholders

Product Owners Experienced Product Owners UX Practitioners
Scrum Masters Product Owners
Scrum Masters

eam Members
eveloping Software

Scrum Masters
Scrum Team Members
Agile Leaders

Agile Leaders
Scrum Masters
Product Owners
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Delivering Products Usi
Azure DevOps and Scr

Module T
The Scrum

Module Bac

* The Agile Manifest
« The Scrt 2
-Accounta S
-Events W

rtifacts
-Commitme
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Why Scrum?

First, Why /

tomer collaboration over contract negotiation
Responding to change over following a plan

hile there is value in the items on the right,
we value the items on the left more.

http://agilemanifesto.org
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Principles Behind the Agile Manifesto

1. Our highest priority is to satisfy the customer through.early and
continuous delivery of valuable software.

2. Welcome changing requirements, even late in development. Agile

processes harness change for the customer's competitive
advantage.

3. Deliver working software frequently, from a couple of weeks to a
couple of months, with a preference to the shorter timescale.

4. Business people and developers must work together daily
throughout the project.

Principles Behipe thggAgi/@iVianifesto

5. Build projects around motivated individuals. Give them the

enviroiment and supportithey need, and trust them to get the
job done.

6. The most efficient and effective method of conveying information
to and within‘a development team is face-to-face conversation.

7. Working software is the primary measure of progress.

8. Agile processes promote sustainable development. The sponsors,
developers, and users should be able to maintain a constant
pace indefinitely.
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Principles Behind the Agile Manifesto

9. Continuous attention to technical excellence and good design
enhances aqility.

10. Simplicity--the art of maximizing the amount of work not'done--
is essential.

1. The best architectures, requirements, and designs emerge fram
self-organizing teams.

12. At reqular intervals, the team reflects on‘how to become more
effective, then tunes and adjusts its behavior accordingly.

Agility == Adapliveness
« Agility provides the €apacity and capability of rapidly and
efficientlypadapting to change

« No silver bullet'here, everyone involved must work and
share in therisk to realize better, faster, cheaper

« Trivia:r Agile software development was almost called
Adaptive software development back in 2001
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How Would You Maintain 72 Degrees?

1. Inspect the room you are in right now
(Length, width, height, heating & cooling systems)

2. What are the variables you'd haveto take into
account in order to maintain a comfortable
temperature of 68°F (20° C)in this roomy?

Tip: Knowledge of thermodynamics is helpful

The ComplextgnOfSeitware Development
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Scrum Implements the Empirical Process

Scrum Value
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How Can You Enact the Scrum Values

As a team, list some practices or behaviors
that embody each of the Scrum values:

Courage, Focus, Commitment,
Respect, Openness

Scrum is ...

« A framework for develeping and sustaining complex
products

-Example: Softwaredevelopment
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Scrum is Very Popular

o It's the most popular way to be Agile today

e Scrum is not new
-In use since the early 90s
-Presented at OOPSLA 95

-Scrum’s birthday is
celebrated every November

A Scrum Tea

Copyright (c) 2021 Accentient, Inc. ADSvcs | 2021.6 Page 19



Self Managing Teams ...

« Decide internally who does what, when, and h
« Focus on how to solve problems

« Select the work they can complete
 Determine how best to satisfy those it
« Have ability/authority to remove their

pediment

Scrumis ...

« Lightweight

derstand
\/™

Copyright (c) 2021 Accentient, Inc. ADSvcs | 2021.6
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Scrum is to Agile ...

« As P9OX® is to “getting healthy”

« Both have core principles:
-Eat better and exercise

« P9OX® is a framework:
-Daily menus and exercises

« In both cases, you are
still the one that has to
do it every day!

So, Maybe

« Because implemen

CONSIQ nless the f not adopting it is greater

— motivated by insight, vision, and
erusing Scrum

crum correctly will be difficult, dont

Copyright (c) 2021 Accentient, Inc. ADSvcs | 2021.6
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The Scrum Fra

WOrk

The Scrum

Copyright (c) 2021 Accentient, Inc. ADSvcs | 2021.6
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» Accountabilities
- Product Owner
- Developers
- Scrum Master
« Events
- Sprint
- Sprint Planning
- Daily Scrum
- Sprint Review
- Sprint Retrospective
« Artifacts
- Product Backlog
- Sprint Backlog
- Increment
» Commitments
- Product Goal
- Sprint Goal
- Definition of Done

The Scrum Framework

Product Ow

Accountability

le for maximizing the value
the work of the Scrum Team.

Copyright (c) 2021 Accentient, Inc.
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Developers

« Developers are the people in the Scrum Team
committed to creating any aspect of a usable In
each Sprint

-Only the Developers create the Increme

Accountability

Copyright (c) 2021 Accentient, Inc. ADSvcs | 2021.6 Page 24



The Sprint Event

« The heartbeat of Scrum is a Sprint, with a duration
of one month or less during which ideas are turned
into value

-Sprints should have a consistent durationthroughout the effort

-A new Sprint starts immediately after the conclusion of the
previous Sprint

-All the work necessary to achieve'the Product Goal,ineldding
Sprint Planning, Daily Scrums, Sprint Review, and Sprint
Retrospective, happen within{Sprints

Sprint Planning Event

« The work to be perfarmed during the Sprint is
planned and. forecasted at Sprint Planning

~This includes why the Sprint is valuable (the “Sprint Goal”)
—This includes what can be Done this Sprint (the “forecast”)
~This includes how the chosen work will be achieved (the “plan”)
-The-entire Scrum Team collaborates on these topics

Copyright (c) 2021 Accentient, Inc. ADSvcs | 2021.6 Page 25



Daily Scrum

Event

« The Daily Scrum is a 15-minute time-boxed to inspect
progress toward the Sprint Goal and adapt the Sprint
Backlog as necessary, adjusting the upcoming planned work.

~This is done by inspecting the work since‘the, last Daily Scrum and
forecasting the work that could be done befare.the next one

-The Daily Scrum is held at the same.time,and same,place each day
to reduce complexity

Sprint Review Event

« A Sprint Review is heldhat the end of the Sprint for

stakeholders. to inspectthe Increment and adapt the
Product Backlogas,needed

-During the Sprint Review, the Scrum Team and stakeholders

collaborate about what was done in the Sprint as well as progress
toward the Product Goal

-Based on that and any changes to the Product Backlog during the
Sprint, attendees collaborate on what could be done in upcoming
Sprints to further optimize value

Copyright (c) 2021 Accentient, Inc. ADSvcs | 2021.6
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Sprint Retrospective Event

« The purpose of the Sprint Retrospective is to plan
ways to increase quality and effectiveness

-The Scrum Team inspects itself and the way it works in order to
create a plan for improving to be enacted during the next Sprint

-The Sprint Retrospective occurs after the SprintiReview and prior
to the next Sprint Planning

Product Backleg Artifact

« The Product Backlog issan emergent, ordered list of what is
needed tosimprove the'product and is the single source of
work undertakentby. the Scrum Team

-The ProductOwner is accountable for effective
Product Backlog management, including its
content, availability, and ordering

- AProduct Backlog is dynamic and never complete

-As long as a product exists, its Product Backlog
also exists

Copyright (c) 2021 Accentient, Inc. ADSvcs | 2021.6 Page 27



Sprint Backlog Artifagt

« The Sprint Backlog is composed of the Sprint Goal (why) the
set of Product Backlog items selected for the Sprint (what),
and an actionable plan for delivering the Increment (how)

-The Sprint Backlog is a forecast by the Déevelopers about what
functionality will be in the next Increment and the work needed to
deliver that functionality as a Done Inerement

-The Sprint Backlog makes visible all'of the work that the
Developers identify as necessary to meet the Sprint Goal

The Increment Artifact

« An Increment is a conerete stepping stone toward the
Product Geal

-Each Increment is additive to all prior Increments and thoroughly
verified, ensudring that all Increments work together

~In order toprovide value, the Increment must be usable
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Product Goal Commitment

« The Product Goal describes a future state of the product
which can serve as a target for the Scrum Team to plan
against

-The Product Goal is in the Product Backleg

-The rest of the Product Backlog emerges to define “what” will fulfill
the Product Goal

-The Product Goal is the long-term objective for the Scrum Team

-They must fulfill (or abandon).one objective before taking on the
next

Spl’iﬂt Goal Commitment

e The Sprint Goal is the single objective for the Sprint

-The Sprint Goal*creates.coherence and focus, encouraging the
Scrum Team todwork together rather than on separate initiatives

-The Sprint Goal provides flexibility in terms of the exact work
needed to'achieve it
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Definition of Done

Commitment

for the product

work was completed as part of the Increment

an Increment is born

« The Definition of Done is a formal description af the state of
the Increment when it meets the quality measures required

-Creates transparency by providing a shared understanding of what

-If a Product Backlog item does not meetithe Definition of Done, it
cannot be released or even presented at'the Sprint Review

-The moment a Product Backlog item meets the Definition of Done,

So, Are You Currently Practicing Scrum?

v" Are there a Product Owner,Scrum Master, and Developers?
v" Does the Scrum Team have 10 or fewer members?

v |Is the Scrum Team self=managing?

v |Is there an ordered Product Backlog?

v |s there a Sprint Backlog that shows remaining work?

v Are Sprints fixed in length of 1 month or less?

v Is a daily plan‘created during the Daily Scrum?

v |siusable product created each Sprint?

v' Can stakeholders inspect the product each Sprint?

v Is the Scrum Team actively improving its process each Sprint?

Copyright (c) 2021 Accentient, Inc. ADSvcs | 2021.6

Page 30



Complementary Practices

In-Progress Done

1]
1]

I I B I

]

(| iy
oo O
L
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Complementary Practice: Burndown Chart

e Burndown charts show a measure of work remainin rtime

« Release burndowns show work remaining in a release
- Based on # of PBIs or sum of their story points
« Sprint burndowns show work remaining in a Sprint

- Typically based on hours
remaining for the tasks

- Could also be based on
number of failing tests

Module Retr

swork defines the accountabilities, events, artifacts,
s, and the rules that bind them

ined by the Scrum Guide
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Delivering Products Usi
Azure DevOps and Scr

Module 6

Planning and

Module Bac

« Planning a Sprint

Copyright (c) 2021 Accentient, Inc. ADSvcs | 2021.6
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Nt

Planning a

Sprint Planni

us a plan for delivering those items

Event
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Sprint Planning Inputs and Outputs

Setting Up

’Bls that the team will deliver
elocity to guide the forecast

ate to Committed for each PBI
plan (using tasks, tests, etc.)
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The Sprint Goal

The ”

Commitment

Sprint Goal

can be any other coherence that causes the
ork together rather than on separate initiatives
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Sprint Goal Examples

“To enable the application to run while o
“To deliver a minimal set of administration features”
“To decrease laten

"To increase searga Dy 20%"

Sprint Goal

Visit https://bit.1ly/3xSE92F for more information
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The Forecast

The ”

Know Your

« The Analytics page p
velocit arious ways

many reasons
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What is This Team'’s Velocity?

Use the Forecast ool

« The forecast tool helps.a
team anticipate the work
that can be delivered in
upcoming, Sprints
-Helpful for release planning

=Requires a'known velocity

 Caution: This tool should
not be a replacement for
the conversations that take
place dufing Sprint Planning

Page 39
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Tips for Using the Forecast Tool

« Create/show an adequate number of future Sprints

« Hide in Progress (Committed) items from the backlog
-The forecast tool ignores these, but they are still confusing

 Check the results manually to understand discrepancies in
what you expect and what the forecasttool displays

« Check the amount of effort forecasted persprint
« Consider decomposing larger items tQ reduce risk

Visit http://bit.1ly/3eThk6X for more information

Velocity and FarecastgleoRequirements

« Create and estimate PBl and Bug work items
« Orderthe Product Backlog

« Set the Sprintand state to Committed when forecasting
s Set the state to Done when definition of Done is met

Visit https://bit.1y/2PKPJ90 for more information

« Create, set dates, andsselect an adequate number of Sprints

Copyright (c) 2021 Accentient, Inc. ADSvcs | 2021.6
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Consider Capacity During Sprint Planning

« Capacity, as with Velocity, is another input to Sprint Planning

-The team should have a feeling for its own capacity (halidays,
vacations, shared team members, variation in productivity, ete.)

e Tip: The Scrum Team should have a conversation rather
than use the capacity planning tool

Create the FOreeast

« From the Backlogs page, show the Planning window

- If negessary;.create a missing, Sprint from the Planning window
« Drag and drop enéwer.more PBI or Bug

work items to the current Sprint

—This sets thedlteration Path of those work items
« Next, go to'the Sprint backlog

and_manually set the State of
those items to Committed
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The Plan

The”

Practice: Use ent Your Plan

de, decompose the PBI work items

e actual work to be performed by
ent the item

t, design, code, database, content, release, etc.
ours and estimated as a team

rs or less

nassigned until someone starts work

n be assessed by the number of done vs. undone
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The Task Work Item Type

Task
Category

Practice: Use RailingWliests 10,Represent Your Plan

 Once the forecast Is‘made, convert the acceptance criteria of
the PBI work items intofailing acceptance tests in the form
of Test:Case waorksitems

-These are eventually associated with automated or manual tests
-The team focuses every day on getting more tests to pass
=This is the Basis for Acceptance Test-Driven Development

« Progress can De assessed by the number of tests that are not
yet passing
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The Test Case Work Item Type

Test Case
Category

Practice: Use alCOMVersation to Represent Your Plan

 Once the forecast is‘made, the PBI work items themselves
represéntithe plan, knowing that the team will swarm on the
work, designing itpand executing it
-The Board view/of the Product Backlog can be used
- This practiceds for high-performance teams

« Progress.can be assessed by the number of PBI work items
not yet in the Done state, or the percentage of Done effort
(story points) vs. undone effort (story points)
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Sprintin

Daily Activit

v Take ownership of t

the Sprint Backlog
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Definition of Done €ormmitment

« A formal description of when the
Increment meets the quality
measures required for the product Example Definition of Done

- Work cannot be considered part of
an Increment unless it meets the

Code compiles without errors or warnings

An automated Cl build exists

Definition of Done All new code covered by unit tests
o . Test rage d tgod
» The definition establishes a shared NIRRT
understa ﬂdiﬂg of what it means Release note describing new functionality
Wheﬂ the team SayS DO/’)G VS, not » Paula (Product Owner) likes our work

Done

Definition of DonaBxtension

« Definition of Done support inside work item form
-A free extension by Agile Extensions

View/edit the A reminder
DoD right on when the PBI
the work item is set to done

Visit https://bit.1ly/2xvM5bX for more information

Copyright (c) 2021 Accentient, Inc. ADSvcs | 2021.6 Page 46



Assessing Progress Using the Taskboard

Visit https://bi ore information

Burndown Chart

ows actual
remaining work

Visit https://bit.1ly/36sCLbu for more information
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Assessing Progress Using the Cumulative Flow @lagram

» Used to monitor the flow
of work through a system

-Displays the count of work
items grouped by state/
column over time

« TwO primary metrics
-Cycle time
-Lead time

« CFDs are used more by Kanban teams than by Scrum teams

Visit http://bit. 1y/34WIK10 formore information

Impediment

« Anything that impedes orslows a Scrum Team’s progress
and cannot.be resolved by the Scrum Team internally
« Examples

- Unforeseen/undesired changes in team composition
- Product Ownerunavailability or indecisiveness
=Wndesired pressure from management

- Lots of technical debt, issues with tooling

- Conflict between team members, scarcity of skills
~Joo many unimportant meetings

« Impediments should be removed, not tracked!

Copyright (c) 2021 Accentient, Inc. ADSvcs | 2021.6
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What Are Some Impediments?

What impediments have you experienced?

How did you remeve. them?

The Impediment Wankltem, Type

« An impediment is anything that prevents the team or a team
membeffrom performing werk as efficiently as possible

- Impediments-are hot.bugs

 Impediments cane captured
as an Impediment work item
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Completing a Sprint j

v Set the state of the PBI work items to Done asd@appropriate
-This can, in fact, be done at any time throughout the Sprint

v Update/split PBI work items appropriately for unfinished
work

v Update the Product Backlog based on any Sprint Review
feedback

v' Capture any Sprint Retrospective feedback inthe wikior by
using the Retrospectives extension

Module Retrospective

What have we learned in. this module?

« Velocity.and forecasting.tools can assist in sprint planning
-They are just “inputs” to a broader conversation

- There are many ways to represent a sprint plan
-Task work items, Test Case work items, drawings, conversation

« Collaborate effectively during the sprint to complete your
plan and'achieve your goals

e There are many ways to assess progress during the sprint
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Lab
In this lab you will plan a Sprint.

Configure Sprints

Forecast work

Plan a Sprint

Create Task work items
Create a Definition of Done
Create an Impediment work i
Install and use the Retrospectiy

n (optional)
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b eate and
figure an Azure
ps Project

elivering Products Using

A evOps and Scrum
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LAB OVERVIEW

This lab walks you and your colleagues through the process of forming into teams and proevisioning the
Azure DevOps Services organization that will be used during this course, including creating and
configuring an Azure DevOps project.

Estimated time to complete this lab: 45 minutes

Task Execution

As this is a team-based training course, there are a number of opportunities for team members to learn
to collaborate more effectively. Unfortunately, there is a possibility for team members to accidentally
impede, block, or otherwise cause unintentional conflicts. To minimize the possibility of conflicts, critical
tasks in this course have been marked with an icon indicating who on the team should execute the task:

The team can self-organize and execute thetask however they decide
Only the “leader” should execute this task

Only the “followers” (not the leader) should execute this task
Everyone on the team should execute this task

Everyone on the team should execute.this task (working in pairs)

[}

Ee E» (o Ee Ee
E= o E»
E= [ic E»

2

Tip: Look for the “leader 151 tasks and ensure that they are.only performed once per team. Also,

7

ensure that the “follower” 1 a na tasks are only performed by everyone else (not the leader).

Teams of One
If you are working by yourself.and not on a team, make sure to perform all of the “leader” L tasks,

[+ BN ] . .. .
and none of the “follower” =1 s M tasks. This scenario is common for students learning remotely.
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EXERCISE 1 - SET UP THE ENVIRONMENT

Task: Install Courseware Files s
In this task you will install the files required by this class.

Dependencies

e Signed in as Administrator
1. Verify that the C:\Course folder does not exist.

Note: If this folder already exists, then your computer may have been used for a prior training.class.
If that is the case, then the effectiveness of the hands-on labs that follow may be diminished.

2. If necessary, copy the courseware file to your desktop.

This file may already be on the desktop. If not, you may have to/ask your instructor for help locating
and/or copying this file. If you cannot locate this file, please email support@accentient.com to

obtain a copy.

3. Extract the courseware files, specifying C: \Course as the Destination folder.

@ WinRAR self-extracting archive E:El ﬂ

s Press Extract button to start extraction.
@ » Use Browse button to select the destination folder
from the folders free. It can be also entered
marmally.

o If the destination folder does not exist, it will be
created automatically before extraction.

Destination folder
C:\Course - Browse... |

Exttraction progress

t Extract ' I Cancel |

It can take a few moments to extract the files. The folder C:\Course will be created during the
process. After extracting the files, you should have one or more of the following sub-folders:

e _G:\Course\Guidance

e (C:\Course\Labs
e (C:\Course\Software
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EXERCISE 2 - SET UP YOUR TEAM

Task: Form Into Teams (optional) s s s
If necessary, your instructor will facilitate the creation of equally sized (5 team me
functional, collocated teams.

or less), cr

o |dentify yourself by role ...
0 QA/test
0 Architect/designer
O Programmer/coder
0 Database developer
O Business/requirements
0 Management
e Form into cross-functional teams (of 5 members or
e Collocate (physically or virtually)
e Introduce yourself (if necessary)
e Decided on a team name (i.e. “Team Blue”,
e Write your name and team name where it is vis

What is the name of your team?

Who are your team members?
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Task: Identify a Microsoft Account s
In this task you will identify, or create if necessary, a Microsoft Account that you will use for the various
online services leveraged during this class.

What is your Microsoft Account?

1. If you already have a Microsoft Account, write it on the line above and skip the rest of these steps.

2. Open Chrome and navigate to https://signup.live.com.

If you don’t have Google Chrome installed, you can install it from here: www.google.com/chrome.

3. Provide the required information.

This will include your name, username, password, country/region, zip code, birthdate,/and gender.
You can create a new outlook.com or hotmail.com address. You will also need to provide a phone
number or other method to be able to reset your password.

4. Create the account, accepting the Microsoft Services Agreement and privacy statement.

Task: Create an Azure DevOps'Services Organization s i
In this task your team will select someone to.create a new Azure DevOps Services Organization,
configure a Professional Scrum process, and create a new Azure DevOps project.

Who will be performing this task?

1. Launch Chrome, navigate to https://dev.azure.com, and get started for free.

You may be asked to review and accept the licensing terms. Don’t create a new project yet.
2. With the.néworganization selected, select % Organization settings.
3. Go tothe Overview page.

What is the organization Name? URL?

If you are happy with this organization name and URL, then skip the next step.
4. Change the organization Name to a more meaningful name — maybe a variation of your team name.

What is the new organization URL?

5. Share the URL with your team members.

6. Changethe Time zone accordingly.
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Task: Create a Professional Scrum process &
In this task the same user who performed the previous task will create an inherited Professional Scrum
process to be used later. For more information, see http://bit.ly/ProScrumProcess.

Who will be performing this task?

1. From Organization Settings, go to the Process page.

What processes are available?

2. Right-click on the Scrum process and select Create inherited process.

3. Name the new process Professional Scrum, specify the description Scrum according to theScrum
Guide, and click Create process.

4. Click the new Professional Scrum process.
5. Right-click on the Bug work item type and select Disable.

No, this isn’t a clever way to say that there are “no bugs” in'our product. We will just use the
Product Backlog Item work item typetto represent all work, including bugs.

6. Click the Product Backlog Item work item type to edit it.

7. Inthe Details group, right-click on Priority and select Hide from layout.
We won’t need this field on'our. Scrum Team.

8. Do the same for the Value area field.

9. Inthe Details group, right-click on Effort select Edit, change the label to Size and click Save.
Size is a more generic term than “effort”, “complexity”, “points”, “story points”, etc.

10. Edit the Business Value field and change its label to just Value.

Value is a more genéric, and simpler term. Your new process should look something like this so far ...

T Details

T Description T Details T Development
Text (multiple lines) oA Links
T Acceptance Criteria I Size T Related Work
Text (multiple lineg) —eeme Links
T Value
nteger
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11. Click States at the top.
We are going to make some corrections to the State values.
12. Add a New state, named Ready that maps to the Proposed category, and click.Create.
13. Add a New state, named Forecasted that maps to the In Progress category, and click Create.
14. Hide the redundant Approved and Committed states.

Our new states match the Scrum Guide a bit closer now ...

Lo Mew

L 0 Apptoved
Ready

T, § Cofmrted

® Forecasted

*. O Remaoved

15. Return to the Professional Scrum,page by clicking Professional Scrum in the breadcrumb navigation.

16. Go to Backlog levels.

17. In the Requirement backlog section, right-click on Backlog items and select Edit/Rename.

18. Change the hame to Stories.and click Save.
Even though we will continue to use the Product Backlog Item work item type, we’ll call this backlog
level Stories, to go along with Epics and Features. This is a pretty common hierarchy among
contemporary Scrum Team. Also, remember that in Scrum, items in any of these levels are simply
called Product Backlog Items (PBIs).

19. Return-tothe Process page by clicking All Processes in the breadcrumb navigation.

20¢ Right-click on'the new Professional Scrum process and select Set as default process.
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Task: Create the Fabrikam Project s &
In this task the same user who performed the previous task will create a new Fabrikam project.

1. From Organization Settings, go to the Projects page.
2. Create a new project:

e Project name: Fabrikam

e Description: Fabrikam Fiber

e Visibility: Private

e Version Control: Git

e  Work item Process: Professional Scrum

3. Select the newly created Fabrikam project.

This will take you to the Fabrikam Project Settingspage. If you'need to get here mandally, click the
& Project settings link at the bottom left.

4. Go to the Overview page.

Which Azure DevOps services are enabled?

Task: Configure the Team & &
In this task the same user who performed the previous task will configure the default Fabrikam team.

1. In Fabrikam Project Settings, go to the Permissions page:
2. Select the Fabrikam Team group:

3. Click the Member of link at the top.

4. Add the [Fabrikam]\Project Administrators group.

Note: In'practice, you should check with'your administrator before adding all members of a team to
the Project Administrators group:

5. Delete Membership in the Contributors group.
There should now be two groups listed: Project Valid Users and Project Administrators.
6. Click the Memberslink.at the top.

How many members are currently listed?

7. Add the Microsoft Accounts of your teammates.

How many team members are listed?

Note: Microsoft may send invitational emails to your colleagues. These emails can be ignored.
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Task: Join the Fabrikam Team ¢ sa s
In this task the rest of the team members will access the newly created project.

Note: You may receive an invitational email from Microsoft. You can ignore this.
1. Open your browser and navigate to the URL of your project.
This was the URL that was shared with you in a previous task. You should bookmark'this URL.
2. If prompted, enter your Microsoft Account and password.
If you have any difficulties signing in, double-check your account and password. If that doesn’t solve

the problem, ask your colleague to double-check your team membership. If you are still blocked,
visit https://aka.ms/vssignout to sign out, go Incognito (Chrome) or check with yourdnstructor.

Task: Update Your Profile s
In this task everyone will update their individual profile.

1. In the upper-right corner, click “= User settings, and go to your Profile.
2. Verify that your full name and contact.email address are accurate.
3. Change your image to something that better “represents” you.
This is an optional step, but will up youriteam’s social experience.
4. Return to “ User settings, select Notifications, and unsubscribe from all notifications.

This page shows subscriptions that you have created or have been created for you by an
administrator or OOB (out-of-the-box). Active subscriptions are indicated with the State as On.

Note: There may be a slight delay-as you click each toggle, but in the end, your inbox will thank you.

5. If you are working in a pair, sign out, and have your buddy do these tasks to update their profile.
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Task: Update Your Team'’s Profile (optional) s s s
In this task your team will self-organize and decide who will update the team’s descriptio

Who will be performing this task?

1. Return to your project’s home page.
2. Select &% Project settings.

3. Go to the Teams page.

4. Select the Fabrikam Team.

5. On the Settings page, change the Description to Fabulous Fabrikam

Important: Change the Description, not the Name.

Team Details

Team name

Fabrikam Team

Description

Fabulous Fabrikam Scrum Team

Save

6. Click the project image placehol change it to something more appropriate.
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EXERCISE 3 - CONFIGURE ITERATIONS AND AREAS

Task: Configure Iterations w s s
In this task your team will self-organize and configure the iterations (sprints). Try tosplit the work up‘so
that all team members can participate.

1. Return to your project’s home page.

If prompted, enter your Microsoft Account and password.
2. Select & Project settings.
3. Inthe Boards section, select Project configuration.

You should be on the Iterations page by default.

How many sprints have been created for you?

4. As ateam, decide how long each sprint shodld be and what day of the week they should start.
Note: Sprint lengths are typically 1-4 weeks, with 2 weeks/being the most popular.

How long will your sprints be? What day. of the week will'they start?

5. Asateam, edit the sprints, setting the dates accordingly.

Important: Make sure that Sprint 1 has ended and Sprint 2 contains “today” in its date range, such
as this example (created on 20 May.2021):

lterations Start Date End Date
v Fabrikam E=scct dates

Sprint.1 5/5/2021 5/18/2021
Sprint 2 5/19/2021 6/1/2021
Sprint 3 6/2/2021 6/15/2021
Sprint 4 6/16/2021 6/29/2021
Sprint 5 6/30/2021 7/13/2021
Sprint 6 7/14/2021 7/27/2021
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Task: Select Iterations for Your Team sa
In this task someone on your team will select the first two sprints.

Who will be performing this task?

1. Inthe Boards section of Project Settings, select Team configuration.
2. Click Iterations.

What is the Default iteration?

How many iterations are listed at the bottom?

3. Change the Default iteration to Fabrikam.
This way, new work items won’t be added to the ¢
4. Atthe bottom, remove Fabrikam\Sprint 3 and er iterations
Note: This won’t remove the iterations them

You should now have two sprints sele
which is the current sprint:

=+ Select iteration(s) X Remove New child

[teration End Date

Fabrikam\Sprint 1 5/18/2021
Fabrikam\Sprint 2 5/19/2021 6/1/2021
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Task: Configure Areas s s s
In this task your team will self-organize and configure the hierarchy of areas. Try to split
that all team members can participate.

1. Inthe Boards section of Project Settings, select Project configuration.
2. Click Areas.

3. Asateam, create a hierarchy that looks like this:

Areas

4 Fabrikam
Customers
4 Dashboard
Alerts
Messages
Tips
Employees
Mabile
Profile
Reports
Social
4 Tickets
Assignment
Escalation

Who will be perfo

1 of Project Settings, select Team configuration.

ht-click on the Fabrikam (default area) and select Include sub areas.

m the setting.
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LAB OVERVIEW

In this lab your team will use Azure Boards to create and refine a Product Backlog.
Estimated time to complete this lab: 60 minutes

Task Execution

As this is a team-based training course, there are a number of opportunities for team members to learn
to collaborate more effectively. Unfortunately, there is a possibility for team members to accidentally
impede, block, or otherwise cause unintentional conflicts. To minimize the possibility of conflicts, critical
tasks in this course have been marked with an icon indicating who on the team should execute the task:

The team can self-organize and execute the task however they decide
Only the “leader” should execute this task

Only the “followers” (not the leader) should execute this task
Everyone on the team should executethis task

Everyone on the team should execute this task (working in pairs)

[}

Ee E» (o E» Ee
E= (o Ee
E® o Ee

2

Tip: Look for the “leader 151 tasks and ensure that they are only performed once per team. Also,

2

ensure that the “follower” 1 na m tasks are only performed by everyone else (not the leader).

Teams of One
If you are working by yourself and not on a team, make sure to perform all of the “leader” et tasks,

o8 @ . . .
and none of the “follower” 1w M tasks. This'scenario is common for students learning remotely.
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EXERCISE 1 - ADD DESIREMENTS TO THE PRODUCT BACKLOG

Task: Triage a Batch of Desirements s s s
In this task your team will discuss the following disorganized list and decide what kind of “desirement”

each item is (user story, epic, bug, or noise). A couple of examples have been proyided.

DESIREMENT What is this?
1. Back up the database every night NOISE
2. Customer can look up television lineup online
3. Add ability to export reports to PDF
4, Customer can sign in using Facebook credentials
5. Integrate with other systems
6. Service reps can view ticket details from<dashboard w
7. Mobile technicians can locate nearest hardware store
8. Customers with Canadian addresses not displaying properly
9. Beat Contoso Cable
10. Ensure stakeholders’ needs are met
11. Customer can sign up for emails about service outages
12. Support phone devices for our executives
13. Technician can report busy/late on phone
14. Customer can become a Fan of Fabrikam Fiber,on Facebook
15. Customer can pay invoices online
16. Improve mobile Support EPIC
17. Technician can check on, parts orders on phone
18. Technician can see service\tickets on phone
19. Customer can find the nearest Fabrikam Fiber location
20. Customer can reschedule appointments
21. Synchronize customer changes with our Dynamics CRM
22. Mobile technicians{ can update customer contact details
23. Reports are not working BUG
24. Go paperless
25. Improve customer, service

1. Working as a team, note which items in the above list are user stories, bugs, epics (really large user
stories), or just noise.

How many bugs did you identify? User stories? Epics?

Copyright (c) 2021 Accentient, Inc. ADSvcs | 2021.6 Page 67



Task: Use MoSCoW Method to Prioritize Items s s s
In this task your team will use the MoSCoW method to classify the items in your list.

1. Electa Product Owner.
This person will be the “voice of the customer” during the rest of these exercises. He or she will also
have the final say in the description and business value of the items in the Product Backlog,

including the ordering of those items.

Who is your team’s Product Owner?

2. Asateam, review each user story/bug (excluding epics) and classify'it as one of the following ...

e Must have
e Should have
e Could have
e Won’'t have

Note: MoSCoW is a technique used in management, businessanalysis, and software development to
reach a common understanding with stakeholders onithe importance they place on the delivery of
each item - also known as MoSCoW prioritization or MoSCoW analysis. For more information visit
http://en.wikipedia.org/wiki/MoSColW method.

How many “Must have” items did you identify? “Won’t have” items?

Task: Disable OtherBacklogs u & &
In this task one member of your team willensure that the Epics and Features backlogs are not visible.

Who will be performing this task?

1. If necessaryyopen your browser and navigate to your project’s home page.
2. Select & Project settings.

3. Inthe Boards section, select Team configuration.

4..,0n the General page, view the Backlog navigation levels settings.

Which Backlogs are currently enabled (checked)?

5. Clear the checkboxes'except the lowest-level Stories backlog.

6. Return to the /Fabrikam home page.
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Task: Create Work Items sa sa s
In this task your team will self-organize and create work items for the items you just triaged.

1. If necessary, open your browser and navigate to the Fabrikam project home page.
2. From the Boards hub, go to the Backlogs page.
3. Press F5 to refresh the page.

How many items does your Product Backlog currently contain?

4. Divide up the items evenly amongst the team members.
Tip: Working in pairs might be useful for this task.

5. Skipping the Epic and Noise items, create a Product Backlog Item work item for each‘User Story or
Bug that your identified.

e Enter the Title (or a shortened variation)

e Assign the work item to the Product Owner

e Select an appropriate Area

e Add a short, meaningful, creative Description

e Add a Bug tag for any PBIs that you've deemed are a bug

Note: If it seems that items are not visible in.the backlog, you may have forgotten to “include sub-
areas” when your colleague configured team areas in‘the previous lab.

6. Asateam, review the Product Backlog,to ensure accuracy.
e Rename any items to make them more clear
e Allitems should be in the New state
e Every'itemishould have a non-root Area (e.g. Fabrikam\Mobile — create new areas as necessary)

e Every itemshould be;in the root Iteration (Fabrikam)

Note: If there are any disputes, your Product Owner has the final say
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EXERCISE 2 - IMPLEMENT A DEFINITION OF “READY”

For more background on this technique, read the blog post Using the Kanban Board to Implement a
Definition of Ready at https://bit.1ly/3wwAHJH.

Task: Customize the Board =&
In this task one team member will customize the Board by adding additional columns in order to
implement the following definition of “ready” based loosely on INVEST (http://bit.ly/1TxK01e):

v Product Owner is interested
Priority assigned

Business value assigned
Sized

Ready

X

Who will be performing this task?

1. If necessary, open your browser and navigate‘to the Fabrikam project home page.
2. From the Boards hub, go to the Boards page.
3. If prompted, select the Fabrikam Team Boards.

If you want, you can make this board a‘favorite, to.find it quicker the next time you are looking for a
specific board. This may make sense to do if you are working in an environment with many teams.

%2 Fabrikam Teinlyh &

4. Review the items in the board.

What are the current columns?

By default, the columns match the states of the work items on the board.
5. Click % in the upperright to configure team settings.

6. Go to the Columns page.
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7. Remove any columns listed besides New, Ready, Forecasted, and Done.

Sometimes columns from disabled work item types (e.g. bugs) will show in here.

Your columns should look like this:

New

Forecasted

Done

8. Right-click on the New column and select Insert right.

9. Name the column Interesting, set the WIP limit to 0, and select the Ready state for the Product

Backlog Item type.

You can ignore the Bug work item type mapping bécause we are not using the bugwork item type.

= Column

New

Column name

Mame  Interesting

Work in progress limit

Setting it te 0 specifies no limit.
WIP imit | O
Split column into doing and done

State mapping

Specify the state this column maps te.

Bug Mew

Product Baekicoltem | Reddy

Ready

Forecasted

e

Done

10. Right-click on'the Interesting column and select Insert right.

11. Name the column Prioritized, set the WIP limit to 0, and ensure the Ready state is selected for the

Product Backlog Item type.

12. Repeat the above steps to add a Has Value and Sized columns to the right of Prioritized.

Make sure to set the WIP limit to 0, and ensure the Ready state for the Product Backlog Item type.
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13. Select the Ready column and set its WIP limit to 0.

14. Select the Forecasted column and set its WIP limit to 0.

15. Click Save and close.

Your customized board should now have these columns:

New Interesting | Prioritized | Has Value Sized Ready Forecasted Done

Task: Identify the Interesting Items & s s
In this task your team will collaborate to identify the “interesting” work items.

1.

If necessary, open your browser and navigate to thé Fabrikam project home page.
From the Boards hub, go to the Boards page,and then to the Fabrikam Team Boards.
Press F5 to refresh the page.

How many items are in the New state?

Click % View options in the upper right and then turn Live updates.on.

As you work as a team during the next few tasks, rather than pressing F5 to refresh the board
periodically, the Live Updates feature will update your board immediately when anyone in your
team creates, updates, or deletesia,work item on the board. Behind the scenes, server-side code
pushes content to all of the connected clients as it happens, in real-time.

As a team, decide which items sound “interesting”, and then drag them into the Interesting column.
Tip: Use'the MoSCoW.values that you recorded earlier to decide which ones are interesting. Make
sure to leave the “won’t haves” in the New column. Also, don’t worry about the order of the items

in the columns — we’ll order the backlog in a bit.

How many items aredin the Interesting column now? New column?
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Task: Prioritize the Interesting Items & s s
In this task your team will prioritize the “interesting” items by using each item’s MoSCoW-alue.

1.

As a team, edit each Interesting item and add a Must, Should, or Could tag as appropriate.
You can do this by clicking a card’s title, adding the tag at the top, and clicking Save & Close,
After adding all the tags, drag the Must items to the Prioritized column, leaving 1 or 2 items.

Next, drag the Should items to the Prioritized column, leaving 1 or 2 items.
Next, drag the Could items to the Prioritized column, leaving 1 or 2 items.

Using drag and drop, order the items within the Prioritized-column so that the Must-havés are at
the top, Should-haves are in the middle, and Could-haves are at the bottom.

Feel free to change your mind at any time, change the tags, and the order of the items. Just make
sure that your Product Owner is satisfied with the Product Backlog.

Task: Style the Cards s
In this task one team member will customize the cards, displaying the Business Value field and adding

coloring styles based on the tags.

Tip: Have a different team member do this task than the,one who customized the Board view earlier.

1.

Click & in the upper right to configure team settings.

On the Fields page, click =+ Field and'select Business Value.

This will cause the Business Valuefield to display on the cards on the board. We will be assigning
Business Value in a few moments.

If listed, removed the State field.
We can determine the state by the column the card is in.
Go to the Styles page.

Click + Styling rule.
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Tags ... Contains ... Must.

Rule Name Preview
Mame | Must Have

Styling

Select your style choices.

Titlestyle A B 1 U
Rule criteria
Your styling choices apply to all work items that match all cla

Field Operator
+ X Tags ~ | Contains

+ sdd new clause

7. Click + Styling rule and add a Shoul een card color and a criterion

where Tags ... Contains ... Should.

reen card color and a criterion where

9. Click + Styling rule and
Contains ... Bug.

m red card color and a criterion where Tags ...

m type, we can still make the bugs stand out by styling
de additional styling rules for dark red and light red

Even tho
themac
based on

10. Drag and dro o that they are in this order:

Rule Name Preview Enabled
Title
o Tie
o Te
Title
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11. Click Save and close.

Now anyone looking at the board can quickly see which items are higher priority/v

Task: Assign Busi

In this task your team will as er to the “prioritized” items.
1. Review the items on the Board.

How many i i ? How many are Bugs?

2. Asateam, ork item and set its Business Value accordingly:

e 1300 for
ve PBIl work items
PBI work items
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5. Reorder the cards (work items) in the Has Value column if necessary.

Your board might look something like this now:
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EXERCISE 3 - REFINE THE PRODUCT BACKLOG

Task: Perform Relative Estimation sa sa s
In this task your team will estimate the size of the work items that have “value”.

1. Review the items on the Board.

How many items are in the Has Value column? How many are Bugs?

2. Asateam, identify one of the “Has Value” items which is of “medium” size (complexity/effort).

Note: This will be a wild guess, especially for a team that’s never met before today, working on a
product they didn’t develop and have never used, and using brand ‘new tools. Do your best!

3. Have someone on the team edit that “baseline” workditem and set its Size to 5.

Details -

4. Have someone on the team start a 5-minute timer and begin estimating.
You have a 5-minute timebox to estimate as many items as you can in the “Has Value” column:

e Starting at the top of the column, open an‘item and briefly discuss it with the rest of the team
e Keeping in mind that the baselinei\work item size is a 5, vote if this item is “smaller” (e.g. a 3, 2,
or 1)or “larger” (e.g. a 8, 13, 21, or huge); huge items would need to be broken down into

smalleritems in order.to be delivered in‘a single sprint (which is beyond the scope of this class)
o Keep discussing andvoting until.consensus is reached, or the group has tried for 3 times, or the
timebox has expired
e If consensus was reached (or an average can be agreed upon), enter it into the Size field
e Repeat until alllwork items have been sized or the timebox has expired

Tip: You can use, or quickly make, Planning Poker cards. There are also free apps for your phone —
just searchron “Planning Poker”, “Scrum Poker”, or “Agile Poker” in your app store.

5. <After setting the Size value, drag the item to the Sized column.

6. Leave 1 or 2 items without a Size in the Has Value column.
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Task: Order the Product Backlog Based on ROI (optional) s s s
In this task your team, as directed by your Product Owner, will order the Product Backlo
Return On Investment (ROI) of each item in the Sized column.

1. Reorder the items in the Sized column based on ROI (Business Value / Effort

2. Dragall 1 or 2 items from the Sized column to Ready.

Your board might look something like this now:

3. View the Backlog.

4. Select ¢” Column options

5. Add, remove, and move column

Title

‘ Area Path

Board Column

Assigned To

Effort

Iteration Path
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A few notes and guidance about Product Backlogs ...

You can remove the Work Item Type column to gain some extra real estate
The Board Column shows the virtual board column that this item sits in
All Assigned To fields should be set to your Product Owner, or left blank
All Ready state items should generally be ordered above New state items

6. Reorder the Product Backlog by Board Column so that the Ready items are at the to
Sized, Has Value, Prioritized, Interesting, and finally New items, like in this example:

Title Area Path State Board Column To Business Value Effort  Iteration Path

Bl view ticket details +*+ Fabrikam\Dashboard Ready Ready 1300 5 Fabrikam Must

B Locate nearest hardware store  Fabrikam\Mobile Ready Ready Paula Should

B Reschedule appointment Fabrikam\Customers Could

B crm synchronization Fabrikam\Customers Must

Bl Reports are not working Fabrikam\Reports e ioriti a abrikam Bug Must
Bl service outage emails Fabrikam\Dashboard\Alerts Prioritized Fabrikam Should

B sign in using Facebook Fabrikam\Social Prioritized Fabrikam Could

B Pay invoices online Fabrikam\Customers Fabrikam Must

B Export reports to PDF Fabrikam\Report, Fabrikam Should

E Find nearest service center Fabrikam\Custo Fabrikam Should

E Busy/late reporting Fabrikam\Mobile Fabrikam Could

E See service tickets on phone Fabrikam\Mobile Fabrikam Could

B online television lineup Fabrikam\Customers Paula Fabrikam Won't

B Fix Canadian addresses rikam\Customers Paula Fabrikam Bug Won't
B Check parts order on ph Paula Fabrikam Won't

E Update customer details New Paula Fabrikam Won't
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EXERCISE 4 - CREATE A STORY MAP (OPTIONAL)

Task: Install the SpecMap Extension & & &
In this task the user who created the Azure DevOps Services organization will instal
extension.

SpecMap is a story mapping tool for Azure Boards that allows you to build visual story
items and helps organize your Scrum Team. Story maps provide a great basis for discussin
your users, and prioritizing development to deliver the biggest impact.

Who will be installing this extension?

3. Search for and select the SpecMap extension by

4, nsion into your Azure DevOps Services organization.
project and go to the SpecMap page on the Boards hub.
sign-in and create an account.

turn to the cMap page on the Boards hub and refresh the page.
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Task: Create a Product Backlog query & & &
In this task someone on the team will create a Product Backlog query to be used by Spec

Who will be creating the query?

1. From the Boards hub, go to the Backlogs page.

How many PBIs are listed?

2. Click the ... more options dropdown, select Create Query.

New query

Name *

‘ Product Backlog

Folder *

‘ Shared Queries

at the top to edit the query.
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8. Click Tree of work items and select Flat list of work items.

Type of query(ﬁ Tree of work items)

8 Fat list of work items)

2 Work items and direct links

T Tree of work items

This will make the query much simpler. You can click Run query to see if there’s any differe

9. Click Save query.

Have your teammates go to the Queries page and try out the new q

Task: Create a Story Map s s s

In this task your team will self-organize and use Sg

Dependencies

e The SpecMap extension has be
e The Product Backlog shared que

1. Press F5 to refresh the page.
2. From the Boards hub,

Create a New map and

this example:

Copyright (c) 2021 Accentient, Inc.

e must be unique on the team.

t user activity column to Social.

ADSvcs | 2021.6

n be mapped into activities such as epics, features, themes, or journeys. In this map we
ply use a few product areas to represent activities.
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5. Add a new user activity named Customer.
6. Add two more activities named Reports and Mobile.

7. Dragand drop the activities so they are arranged alphabetically.

8. Rename the First slice column to Releasel.

These horizontal rows represent increasing sophistication in the product, such as version
or deployments. In this map we will simply use a couple of abstract “Release” slices.

9. Add a new slice named Release2.
10. If necessary, drag Release2 so that it is below Release
11. Select Queries at the top left.

12. Under Shared Queries, click the Product Ba

Team

Fabrikam Team

Backlogs Queries

> My Queries

~  Shared Queries

( Product Backlog
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13. Drag a Product Backlog Item from the left into the appropriate activity for Releasel.

Here is an example:

14. see fit.

As you can see, SpecMap generates clean, twa i i ati duct backlog
organized anyway you want.

15. As your teammates complete their maps, open 3
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