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Agenda 

!  Bakgrunn for temamøte 
!  Hva er store prosjekter? 
!  Hvorfor er dette interessant? 
!  Henrik Kniberg: Prosessforbedring i stort prosjekt: 

Rikspolisstyrelsen (PUST) 
!  Spørsmål og diskusjon 
!  Neste temamøter 
!  Lunch 
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Prosessforbedring med smidige 
metoder 
!  Smidige metoder for global utvikling 

!  DNV GL Software, Fara, Storebrand, SINTEF 
!  Agile 2.0 

!  Kantega, Kongsberg Defence&Aerospace, Steria, NTNU, SINTEF 
!  Sikkerhetskritisk smidig utvikling 

!  Autronica, Kongsberg Maritime, SINTEF 

!  Formål med temamøte: 
!  Inspirere til å jobbe med prosessendringer 
!  Møte andre bedrifter som planlegger eller er i gang med endringer 
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Hva er store prosjekter? 

!  Koordineringsutfordring og løsninger også relevant for 
!  Distribuerte prosjekt 
!  Prosjekt med mange koblinger til andre prosjekter 
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Dingsøyr, T., Fægri, T. E., and Itkonen, J., "What is Large in Large-Scale? A Taxonomy of Scale for Agile Software Development," accepted for publication at Profes 2014, Helsinki, 2014. 
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“Agile and large projects” rangert som topp 
prioritert forskningsområde 



Forskningsagenda 
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Dingsøyr, T. and Moe, N. B., "Research Challenges in Large-Scale Agile Software Development," ACM Software Engineering Notes, vol. 38, pp. 38-39, 2013. 
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Once upon a time…



PUST – Polisens UtredningsSTöd
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2010 2011 2012 2013

Pust Java
Waterfall

Pust Siebel
Agile/Lean



Slice the elephant!
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PUST Java 

1.0 

1.2 

1.3 1.4 

1.5 

Region
Östergötland,
Uppsala, etc

Crime types
(weapon,
drunk driving,
shoplifting, etc)

Integrations


1.1 
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Pust Java project

Acceptance test
user group

Onsite
user

Pilot users

User involvement



 
Team structure



Team structure - before
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Requirements
analyst
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Improved team structure 
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Feature
teams

System test
team


Requirements
analyst

team



 
The project board
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Dev Team 1 Dev Team 2 Dev Team 3
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Next 10 
featuresIdeas Features Development System 

test
User 

acceptance 
test

Production
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Next 10
features

Ready for 
sys test

Dev
in progress

Sys test 
progress

Team
swimlanes
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Dev Team 1 Dev Team 2 Dev Team 3

Next 10
features Dev

in progress
Ready for 

sys test
Team
swimlanes
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”Daily cocktail party”
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Feature team 1 Feature team 2 Feature team 3

9:30 – 9:45 9:15 – 9:309:30 – 9:45

9:45 – 10:00

Test
sync

Requirements
sync

Dev sync

9:45 – 10:00

Project sync

10:00 – 10:15



Impediments & escalation
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Feature 
blocked

General 
impediments

asdfasdfasdfAs police
I need to scan
So that I  

Can’t test!
Waiting for 

barcode reader

Jim 
March 12

2011-03-01

Police car =
urgent




Just-in-time planning
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Planning (2w)

week 1 week 2 week 3 week 4 week 5 week 6 week 7 week 8

Retrospectives (2w)

Release (2m)
Demo & systest (continuous)

Cadences



 
How we handle tech 
stories



Tech stories
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Next 5 tech 
stories

Next 10
features

Ready for 
Development



Example: the 7 meter class
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”Oh no, bottleneck 
in System Test!
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Bottleneck”Let’s stop 
building new 

features”

”... and focus on 
test automation!”

Question of the week:
”How can we best contribute 

to system test today?”
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Everyone doing tech 
stories 

(test automation mostly)
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Definition of 
”ready for 

development”

Definition of 
”ready for 

system test”



 
How we handle bugs
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Test Fix %&@#!

Release

Week 1 Week 2 Week 3 Week 4 Week 5 Week 6 Week 7 Week 8

Release

Week 1 Week 2 Week 3 Week 4 Week 5 Week 6 Week 7 Week 8

Test at end:

Test

%&@#!

Fix

Fix Time
saved!

Test

Test continuously:

Before: 
Test at end of release cycle

After:
Test continuously



Trunk
Always ready for 
system test

Day 1 Day 2 Day 3 Day 4 Day 5 Day 6
Feature

A
Feature 

B

No Junk
on the Trunk!



Trunk

System
Test

Currently 
Ongoing 

System TestDone!Done!
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Replace one of the other 
top 30 tickets with this one

Yes

Bug fixing process
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Bug 
found!

More important 
than any of the 

current top 30?

No

Write sticky-note, 
find developer, 

fix now!
Yes

Ignore
it

No

Don’t log it.
Fix it NOW!

Blocker?

Top 30
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Three input queues
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Next 5 tech 
stories

Next 10
features

Next 5 lower 
priority bugs

High prio bug or 
impediment

Top 30
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Top 3 recurring bugs

Root cause analysis 
(fix the process, 
not just the product)



 
How we continuously 
improve the process



Retrospectives every 
1-2 weeks
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Too much change, too fast!

Henrik Kniberg



Make a mini business case for each change
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”A4” 
improvement
proposal

”A4” 
improvement
proposal

”A4” 
improvement
proposal

”A4” 
improvement
proposal
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Proposal:)More)Customer0Valued)Stories)
Why?)What)Problem)Are)We)Trying)to)Solve?)
•  Hard%to%get%an%overview%of%the%project%board%

from%customer%perspec7ve,%many%stories%are%

so%small%that%they%can’t%be%delivered.%

DescripAon)/)FAQ)
A%story%that%goes%into%development%must:%

1.  Be%size%S%or%M%

2.  Be%as%customer%valuable%as%possible,%as%long%as%we%don’t%

break%the%size%rule.%

The%requirements%team%ensures%that%each%card%under%”Ready%for%

Development”%is%a%customerKvalued%story%(regardless%of%size).%

However,%before%it%enters%development%it%must%be%S%or%M.%

%

Ques7on:%What%happens%if%the%story%is%L,%and%must%be%delivered%as%

a%whole%before%it%is%valuable%to%the%customer?%

•  Break%it%down%to%smaller%stories%(new%cards)%which%are%size%M,%

but%with%highest%possible%customer%value%per%story.%

•  Visually%group%these%stories%by%wri7ng%the%name%of%the%higher%

level%feature%in%big%blue%leSers%at%the%top%of%each%card.%

Who)Is)Affected)By)The)Change?)
•  Requirements,%development,%and%test%teams.%

What)Are)the)Change)ImplementaAon)Steps?)
•  Update%Defini7on%of%Done%for%”Ready%for%

Development”,%add%”the%story%is%valuable%to%

the%customer”.%

•  Go%through%the%board%&%iden7fy%stories%that%

are%too%small%to%be%valuable.%Combine%these%

into%bigger%stories%(as%long%as%they%don’t%

exceed%Medium).%

Remove 
Confiscation 

CONFISCATION 

S 

Confiscation 
L 

Example:%
Register 

Confiscation 

CONFISCATION 

M 



Limit the rate of change
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”A4” 
improvement
proposal

”A4” 
improvement
proposal

”A4” 
improvement
proposal

”A4” 
improvement
proposal



 
How we capture and 
use process metrics
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Measuring velocity by counting cards
Done!

Velocity per week
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Total
# of 
delivered 
features

Week

Example: Release planning using a burnup chart
All of these 
will be done

Some of these 
will be done, 

but not all

None of these 
will be done



Velocity improvement
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Q1
3 features
per week

Q2
6.5 features per 

week
# of 
features
delivered to 
acceptance
test

Week



Cycle time
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Cycle time (elapsed days)



Visualizing cycle time
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Elapsed
days

Feature



Cycle time improvement
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Q1
6-14 weeks
per feature Q2

3-6 weeks
per feature

Elapsed 
days
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WIP limits



Surprising insight
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”Small” & ”Medium” features 
take roughly same amount of 

time!

Large

Medium

Small

Cycle time
(elapsed days)

Feature

Average cycle time
31 days

37 days

59 days



 
How we track the high 
level goal
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High level
goal

Milestone



Death March Detection 
using gut feel

Henrik Kniberg


5 = certainly
4 = probably
3 = barely
2 = probably not
1 = forget it

Do you believe the 
current goal is 
achievable?
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Wrapup



Incremental deliverySetting the project up for success

Co-location

User involvement



Creating a culture of continuous improvement

Henrik Kniberg

Communication

Data

Clarity



Perfection is a direction, not a place

Henrik Kniberg

The important thing isn’t
how you work.

The important thing is
how you improve the way you work!



Hva kan din organisasjon lære av 
PUST-prosjektet? 

!  Diskusjon i små grupper på to til tre 
!  Kommentarer og spørsmål 
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Seminar på smidig ledelse (26 nov) 
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Beyond Budgeting!
- smidig virksomhetsstyring!

Bjarte Bogsnes !
(Statoil)!

Smidig program- og porteføljestyring! Kjetil Strand !
(Promis)!

Produkteierrollen i store smidige distribuerte 
prosjekter!

Tom-Tom Erik Isaksen 
(Telenor)!

Smidig linjeledelse i storskala prosjekter og 
program!

Lars-Ola Damm 
(Ericsson)!

Det ambidekstrale prosjekt – hvordan 
kombinere fleksibilitet, styring og kontroll!

Tore Dybå !
(Sintef)!

- Fra smidig virksomhetsstyring, portefølje og programstyring til ledelse 
av team med høy ytelse. 

9:30-16 
Programkomite: Torgeir Dingsøyr og Nils Brede Moe (SINTEF), Per Kristian 
Helland (Storebrand) 



XP2015 
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Theme: Delivering Value - Moving from 
 Cyclic to Continous Value Delivery 


