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Course Creator: Richard Hundhausen /
y

« President of Accentient
« Author of software development books

« Microsoft MVP (Visual Studio ALM)

« Professional Scrum Developer

« Professional Scrum Trainer \
« Co-creator of Nexus scaled Scru
 richard@accentient.com
« @rhundhausen

h i lelot4C

Prerequisites

« Familiar with softwar elopment lifecycle
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Team Formation

- |dentify yourself by competency:
Knows QA/testing
Knows architecture/design
Knows code/programming
* Knows Visual Studio tools
Knows Scrum/Agile
« Form into cross-functional te
» Co-locate your team
« Name your team

Introductions
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Course Overview

» This course shows you how to configure and Azur

Boards to plan and track development work
-Configuring Azure Boards

- The Product Backlog
-Refining the Product Backlog
-Planning a Sprint

- Creating a Sprint Backlog
-Managing a Sprint

Course Back

1. Azure Boards
- Creating
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Our Azure DevOps Services Environment

« We will be using a shared instance of Azure

« Each team will ...
-Be collocated
-Have its own team project
- Collaborate on all work in this class
« Each team member will ...
-Need a Microsoft Account

Our Case Stu

You will work as a team in a shared team project
hosted in Azure DevOps Services.
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Schedule and Logistics

 Lunch
-Flexible (we'll try for 11:30 to noon)

« Breaks
-Mid-morning and mid-afternoon

« Labs
- All labs are breaks too!

Collaborating

« There are many opp ities for collaboration in this course
-Somefte > performed by one team member

« All tasks ith an appropriate icon ...

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

& e Only the “followers” (not the leader) should execute this task

M Everyone on the team should execute this task

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

\
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The Prod

Managing Projects
Using Azure Board

Module

Module Back

« Work ltems
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Work [teggs

Work Items

e, in-progress, done, etc.)
(only a single person may be assigned)
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Work ltem Types Across Process Templates /
Scrum Agile A awm i

WORK ITEM TYPE

Requirement Product Backlog Item User Story

Epic Epic Epic

Feature Feature Feature

Bug Bug Bug Bug

Task Task ‘ Task W |
Test Case Test Case Test Casé Test Casé

Issue Impediment _ammmissue ‘ /’

Change Request - Change Request

Review - ‘ ‘v[ew
Risk - - Risk
[\

The Product ork Item Type

Requirement
Category

-
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The Bug Work Item Type

Repro Steps Details
WWHEH LHGIHIYINY @ LUSIUINET > GUUIESS, 1T yUU SIS @1 AT Ul T Guuies,
the state and zip code fields indicate invalid data. Severity

Related Work

, Querying,
nd Charting
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Work Item Tags

- Tagging work items helps you quickly filter an d th

items you want

-They are an alternative to areas
-Tags can be displayed in the backlog or any query result
- Filter lists by tag

-Restrict who can add tags

Visit https://bit.1ly

Visit https://bit.1y/2MZ7KT1
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Finding Work Items

« Use the search work items box to quickly
find work items

- Perform partial or exact match queries on a
keyword or a phrase contained within any text field

« The dropdown menu provides ...
- A most recently used (MRU) list of searches ‘
- Additional search filters

« Tip: Enter a work item number to |
directly to that work item

Visit http://bit.1ly

Work Item C

- Chart query results
-Snap
- Trend
- Test Resu

Visit http://bit.1y/INDDr{7
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It's a List of “Desirements”

« The Product Backlog contains many things
- Features
-Enhancements
-Behaviors
- User stories
-Bugs/defects
-Use cases
- Scenarios

« Be careful: Some desiremep
or tasks

y acceptance criteria

The (Product

» Hierarchical

 Drag and
« Quick Add

- Behavior
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Backlog Columns for Scrum Teams /
s

« Consider a minimal set of columns Column options

Add or remove columns. To change the column order, drag

° Kee p a fOC u S O n R O | and drop a field, or use the keyboard shortcuts, Ctrl+Up or

-Business Value field
- Effort field

break these
(user stories)
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Enable or Disable Backlog Levels
bled

« These additional backlogs can be enabled or
-This is done at the team level on the Backlogs set

els to be renamed

-Note: Inherited processes all -acklog

Features Bac

above PBIs

. Featureg are hierarc
' pability in the

-They ignifica
produ or
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Fpics Backlog

V 4

« Epics are hierarchically above Features

-They represent a significant effort, initiative,
objective, strategy, or theme

- Epics enable ...
-The grouping of related Featurg

-The planning of functionality, e releases

Mapping Pro m to Features

« Show Mapping windows[’
- A Featdres Wimeow will

.

e-parent” with that feature
imilar steps to map Features to Epics
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Backlog Items: Board View

« Visual and manage PBIs, Features, and Epics flow
- Customizable columns and lanes
- Set and see work in progress (WIP) limits

Stakeholder

cess provides free access to Azure DevOps Services
Ops Server

Visit http://bit.1ly/2i1ZzXr
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Module Retrospective

What have we learned in this module?

« A team project’s process drives its behavior

« Work item types are defined by process templates
- In Scrum, the Product Backlog contains PBI IC

« Tags, queries, and charts allow work item in
with other team members

« The (Kanban) board view provide
Product Backlog

« Free Stakeholder access provié

t

ug work items

any features

ion to be red

of the

item types
efinition of "Ready”
r the Product Backlog

and refine a Product Backlog.

69
Minutes

Copyright (c) 2018 Accentient, Inc. ADSvcs | 2018.10 | Sample

Page 19



b eate and Refine
a Product Backlog

Ma i Projects Using
Azure Boards
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LAB OVERVIEW

In this lab your team will use Azure DevOps Services to create and refine a product ba

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 t

to learn

The team can self-organize and execute the task
Only the “leader” should execute this task
Only the “followers” (not the leader) sh

[
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Tip: Look for the “leader” (104 tasks and ensur nly performed once per team. Also,
o® e A
Comdma task everyone else (not the leader).

2

ensure that the “follower

Teams of One
If you are working by yourself and not on a

and none of the “follower” 1 aama tasks. This i on for students learning remotely.
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EXERCISE 1 - ADD DESIREMENTS TO THE PRODUCT BACKLOG

In this exercise, your team will triage a disorganized list of items for product improve prioritize

them, and then create corresponding work items in your team project.

Task: Triage a Batch of Desirements s s s
In this task your team will discuss the following disorganized list and decide w
each item is (user story, epic, bug, or noise). A couple of examples have been pro

DESIREMENT What is this

1. Back up the database every night

2. Customer can look up television lineup online

3. Add ability to export reports to PDF

4. Customer can sign in using Facebook credentia

5. Integrate with other systems

6. Service reps can view ticket details fro hboard
7. Mobile technicians can locate nearest are store
8. Customers with Canadian addresses not di gp y
9. Beat Contoso Cable

10. Ensure stakeholders’ needs are

11.

12.

13.

14. Customer can becom

15. Customer can pay invoic

EPIC

16. Improve mobile support

BUG

. Reports are not wo

24. Go p

25. custo

Working asa t , hote which items in the above list are user stories, bugs, epics (really large user

stories), or.j oise.

How many bugs did you identify? User stories? Epics?
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Task: Use MoSCoW Method to Prioritize Items & & 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 e
have the final say in the description and business value of the items in the

including the ordering of those items.

Who is your team’s Product Owner?

2. Asateam, review each user story/bug (excluding epics) an ify 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 manageme alysis, and software development to
reach a common understanding with stakehold elimportance they place on the delivery of
each item - also known as MoSCoW oW analysis. For more information visit

In this task one member o 3 he Epics and Features backlogs are not visible.

1. If necessar e to your team project’s home page.

s except Backlog items.

Return to the project’s home page.
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Task: Create Work Items s a
In this task your team will self-organize and create work items for the items you just tri

1.

If necessary, open your browser and navigate to your team project’s home pa
From the Boards hub, go to the = Backlogs page.
Press F5 to refresh the page.

How many items does your Product Backlog currently contain?

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

Skipping the Epic and Noise items, create a Prod
Bug work item for each Bug accordingly.

e Enter the Title (or a shortened variatio

e Assign the work item to the Product Owne

e Select an appropriate Area

e Add a short, meaningful, creati

Note: If it seems that items are not visi ave forgotten to “include sub-

Note: If the ' duct Owner has the final say
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EXERCISE 2 - IMPLEMENT A DEFINITION OF “READY”

In this exercise, your team will customize the Board by adding new columns in order t
definition of “ready”.

For more background on this technique, read the blog post Using the Kanban B
Definition of Ready at http://bit.1ly/1ZLPn59.

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

v Product Owner is interested
Priority assigned

Business value assigned
Sized

Ready

AN NEANEAN

Who will be performing this task?

1. If necessary, open your browser and project’s home page.
2. From the Boards hub, go to the i B

3. Select the Fabrikam Team Boards.

If you want, you can
specific board. This m

o find it'quicker the next time you are looking for a
e working in an environment with many teams.
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7. Click #+ Column.

This will add the column to the right of New.

8. Name the column Interesting, set the WIP limit to 0, and select the Approv e for bot

and Product Backlog Item types.

‘

9. Select the Approved column att nd click + Column to add a new column to its left.

it to 0, and ensure the Approved state is selected for

alue, set the WIP limit to 0, and ensure the Approved state is selected for
Backlog Item types.

nd click + Column.
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14. Name the column Sized, set the WIP limit to 0, and ensure the Approved state is selected for both
the Bug and Product Backlog Item types.

15. Select the Approved tab, rename the column to Ready, set the WIP limit to 0, ahd ensure the
Approved state is selected for both the Bug and Product Backlog Item types.

16. Select the Committed tab, rename the column to Forecasted, and set the WIP limit to 0¢
Although this didn’t change the underlying state, at the column now matches the SecrumyGuide!
17. Click Save.

Your customized board should now have these columns:

New Interesting | Prioritized | Has Value Sized Ready. Forecasted Done

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

1. If necessary, open your browser and navigate to youriteam,project’s home page.
2. From the Boards hub, go to the i Boards page, and then tothe Fabrikam Team Boards.
3. Press F5 to refresh the page.

How many items are inthe New state?

4. Click % View options in the upperright and then turn Live updates on.

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

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

of thé items inthe.columns —we’ll address that shortly.

How many items are in 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 MoSC

1. Asateam, edit each “Interesting” item and add a Must, Should, Could, or Wo

You can do this by clicking a card’s title, adding the tag at the top, and cli

2.

3.

4,
Feel free to change your mind at any t : e orders of the items. Just make
sure that your Product Owner is satisfie Product Backlog.

Task: Style the Car

In this task one team me
coloring styles based on the t

Tﬁe Business Value field to display on the PBI cards on the board. We will be assigning
Busi alue in a few moments.
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3. Go to the Bugs tab, click + Field and select Severity.

Since Bugs don’t have a Business Value field, we will be using Severity instead.
4. Go to the Styles page.
5. Click + Styling rule.

6. Name the rule Must Have, select a bright green for the Card color, and add a rule
Tags ... Contains ... Must.

‘

e rule with a medium green card color and a criterion

7. Click =+ Styling rule and add a Sho
- ains ... Should.

8. Click =+ Styl le and ad e rule with a light green card color and a criterion where
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9. Drag and drop the styles so that they are in this order:

10. Click Save.

Now anyone looking at the board can quickly see
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Task: Assign Business Value to the Prioritized Items & s s
In this task your team will assign a business value number to the “prioritized” items.

1. Review the items on the Board.

How many items are in the Prioritized column? How many are Bugs?

2. Asateam, edit any “Prioritized” Bug work item and set its Severity accordingly:

e 2 - High for Must-have PBI work items
e 3 - Medium for Should-have PBl work items
e 4 -[ow for Could-have PBI work items

appropriate.
3. Asateam, edit each “Prioritized” PBI wor

e 1300 for Must-have PBI work ite
e 500 for Should-have PBI work it
e 200 for Could-have PBI work item

4 the item to the Has Value column.
5.
6. mn if necessary.
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Your board might look something like this now: I

Tw
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EXERCISE 3 - ESTIMATE THE PRODUCT BACKLOG

In this exercise, your team will estimate the “size” of each item in the Product Backlog using a Fibonacci
sequence (1, 2, 3, 5, 8, 13, 21, etc.). These estimates will then be saved in the Effort field of each PBI and
Bug work item.

Task: Perform Relative Estimation sa s 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 aréBugs?

2. Asateam, identify one of the “Has Value” items which is of “medium® complexity/effort:

Note: This will be a wild guess, especially for a team that’s never met before'today,vorking on a
product they’ve never used or developed, and using brand new tools. Do your best!

3. Have someone on the team edit that “baseline” work item and set its Effort to 5.

Note: Even'theBug work item type has amEffort field.
4. Have someoneon the team start ai’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'topof the column, open an item and briefly discuss it with the rest of the team
e Keeping in mind'that the baseline 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

smaller items in order to be delivered in a single sprint (which is beyond the scope of this class)
¢ [Keep discussing and voting until consensus is reached, or the group has tried for 3 times, or the
timebox has expired
e If consenslis wWas reached (or an average can be agreed upon), enter it into the Effort field
e /Repeatiuntil all PBI work items have been estimated or the timebox has expired
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Tip: You can use, or quickly make, Planning Poker cards. There are also free apps for your phone —
just search on “Planning Poker”, “Scrum Poker”, or “Agile Poker” in your app store.

5. After setting the Effort value, drag the item to the Sized€olumn.
6. Leave one or two items without an Effort in the Has Value column.

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 Backlog based on the
Return On Investment (ROJ) of'each item in the Sized column.

1. Reorder the items in the Sized,column based.on ROI (Business Value or Priority / Effort).
2. Dragall but two items from the Sized\column to Ready.

Your board might look,something like this now:
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3. Click View as backlog in the upper left.

You can also get to the backlog on the Boards hub by selecting = Backlogs page.

4. From the ... menu at the top, select £* Column options.

5. Add, remove, and move columns until they look like thi

Title

Area Path

State

Board Column

Aszsigned To

Business Value

e items should generally be ordered above New state items
ved state, items should generally be ordered by Board Column: (1%%) Ready, (2")
Value, (4'") Prioritized, and finally (5%") Interesting

Within the
Sized, (3™
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