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About Valori and me

30 years Testen PLUS pt%w
 Business Analysis Guild lead Testing & DevOps @DICTU
+ Agile Testing
* Management
Dedicated units

Tools & aut. testen

Code quality

Low code: Mendix, Pega, ...

Biggest independent test partner NL

200 plus customers
220 professionals
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Our goal:

How the approach evolved

y

Ministr, == banj

. VGZz Insy an €leco
Since 2014 and beyond L AN, e Pol

e Valori experts & customer think tank
e Improved after workshop pilots (TestNet, ...)

Sticking to existing Scrum practices

e Scrum guide (www.scrumguides.org)
* Widely accepted practices (Spikes, HIP, DoR, DoS)

Baptized AGRAM

¢ AGile Risk Analysis & Management
* Add just ‘a gram’ © to the agile process (i.e. Scrum)
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Let’s talk risks now
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Look‘ﬁ!\gﬁ[ risks makes them evaporate
R RRRREER" Y
el || | -I i _ el

(almost) every risk
Is manageable
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Risks are fun

"We've consulered euery potenhal nisk. evcept
The tisks of auoding all rises,!!
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Project- and product risks
Risk management Our scope
Analysis & mitigation tOday|
Pr0|ect risks Product risks
Planning, progress, budget For the end result,
politics, people issues, etc. when the project is finished.

Project managers & Product owners, business
scrum masters stuff users & testers stuff
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Remember: “the agile manifesto”

Manifesto -pr byl pitwere DRl
s M o2
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@cuSTOMaz oouABomnoM ONEF-
CONTRACT NEGOTIKTION

DRESTONDING O CHANGE OFER
FOLLOWING APLAN
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Scrum in a nutshell (1

AGILE METHODOLOGY v HOUSEKEEPING METHODOLOGY

DAILY POTENTIALLY
PRODUCT SCRUM SHIPPABLE

BAC%OG MEETING PRODUCT

SPRINT IMCREMENT
BACKLOG

s ey — 4

POTENTIALLY
DIRTY TUMBLE | WEARABLE
CLOTHES PRODUCTS
BACKLOG INCREMENT
TODAY'S

7 N

COMNCLUSTION: AGILE DEVELOPMENT
HAS MORE TO LEARMN FROM DOMESTIC
SCIEMNCE AND HOUSEKEEPING.

Andy Glover cartoontester blogspot com Copyright 2010

Features, Epics, User stories \.Niﬂ‘.l Spikes, bugs
Theme’s, ... acceptance criteria
ProductBacklog SprintBacklog ,r;'* 3
= Client prioritized product = Features assignedto Working Code Ready
features Sprint forDeployment
Product = Estimated by team Time-boxed
owner » Team Commitment | Test/Develop DoD
Improvement
: b 9 DoR backlo
T A \ii o
Product Backlog Backlog tasks Deﬁic; Retro
HIP sprints (Sprint Review) spective
SprintPlanning Meeting | | Daily Scrum Meetings ' SprintReviewMeeting
» Review Product Backlog « Donesincelast meeting - Demofeaturestoall
« Estimate Sprint Backlog «Planfortoday « Retrospective onthe Sprint
= Commit » Roadblocks/Accelerators ? Adjustments
Time-boxed “Sprint” Cycles =

14
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From an agile forum

“Because We continuously look for what is blocking
progress and address those impediments
immediately, nO potential risk that actually is

occurring can go unnoticed for long. Furthermore,
when we address them, we have far more current
information about the situation than if when we would
have pre—planned the response.

Theref

. ore, explii

risks (most o’;ﬁ;"/'cgtly listing the

pre-pimeOf Which will ngy g, o P OeNti
and

the
M Would be 5 .o /OU!d do aboy

a
big waste of time”
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A bit less extreme...
A |'|ghtwe'|ght risk lod cannot hurt -
asimple list of impediments the Team,
product owner and Scr_um\\'/\a_lsfc.er
anticipates only helps W\th_ Y\S\b\\|ty,
trust and accountab\\\ty
S n
m € same thi S todo list tang th
ake syre theng' YoujUst as bejn
geti Non-fupap. ced to
N there o ioNal ite
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How explicit must it be?

Scrum: risk management is implicit

e Scrum caters for timely risk elimination
e Even if you don’t talk risks

= DO we need a more explicit process? -

e Scrumdamentalists: no!
e We: sometimes no, often yes, but just enough!

17

Why explicit ?

Auditability & e Internal and external auditors
Compliance e Require a traceable rj oach

People around e They stick t rocesses
you expect it e PRINCE2, M BOK

¥

No risk, e Testers don’t move without risks.
no test e And rightly so!

Stakeholders taken e Their ‘risk appetite’ should be leading
seriously * ‘Your night i

Because it makes e Against tunn group think
you more complete e Risks = pessimists requirements

18
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So, let's Scrum!

3 "

\

.

Let’s assume that we: : Aﬁ*“

e have serious risks

ewant to address them in Scrum
ewant it explicit & traceable

ewant to add ‘just a gram’ to Scrum

19

Case: SmartACCEPT 4.3

o Testscript toevoegen 3 m

: o Gebruiker toevoegen

-

| Getest |- Niet getest
] L

© Areal project with real risks!!
9 | am the product owner

20
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1. Voice over

2. Back-up &
restore

3. Simplicity

4. Team velocity

Case SmartACCEPT: four risks

* Voice over with video is great, but:
* May introduce technical complications

¢ May be insufficient
¢ Technical and process

¢ The GUI may become too complicated
e User experience erosion

¢ May decrease due to team disturbance
* Because of operational ‘prio 1" issues

21

1. Voice over

2. Back-up &
restore

3. Simplicicity

4. Team
Velocity

N,

e

22

5 minutes
brain training

Take these 4 risks.

What’s your agile risk strategy
for each of these?

Adding ‘just a gram’ to the
Scrum process.

Think hard and decide!
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AGRAM four risk types strategy

AT LTS A GE G « Add an acceptance criterion to

related to one specific i
backlog ftem (o two) the backlog item (user story)

P AL EIRICL A O o Raise a spike, risk item, HIP item

r_10t related to an existir?g backl_og or a new user story
item, can be managed in 1 sprint

ERT T-R [0 [N I e [M[addt @ e Add an item to the

requiring attention for a longer Definition Of Done (OI‘ DoR DOS)
time span & more sprints ’

4. Project risk * Raise an Impediment or

not directly related to Improvement item
project deliverables

23

Use product and sprint backlog!

e As part of a user story or epic  or
e ... as a spike or
e ... as an explicit risk item

Manage risks in
the backlog

» Backlog already has Value
e Add Failure Probability
* Risk = Value * Probability

Add failure prob.
as an attribute

e AKA backlog refinement, story time
e |n sprint review + continuously
* Ken Schwaber: reserve 5% time

Keep up-to-date:
Backlog grooming

24
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Use product and sprint backlog!

Shrint Backlog SmartACCEPT

For workshop agle risk analysis
1

So that ... Prio

(order)

Story
Points

Test Voice over yih wideg

A
Mmanager |caplure _“‘[e_ Can save time § money
¥ | 0y better clanfication from
U SmarRack testers tg gey
| manage o RACK ik o gy €lopers

3 al
bug trauf.mg © Can remoyg 5 dllndanc

0 g e Mgy
5______________5__1 €Can contlnuouﬁyb [d'
———0Usly
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Optional: make a risk list

Risk list SmartACCEPT

For workshop agle risk analysis

Type Risk details

Risk Strategy

[Voice over | 1 May introduc
[Voice ¢ "8y Iniroduce technical complicati
b cal com ons |Acceptance criteri n
on added to User Story Voice Over
Backupt 7 T
viay be insuficiany ) 1
|restore tachn = Spi '
i —=—rzehnical and procaee Pike raised Iy S Rasie
SwnPiltif\' 1 =-1NIC3l and process) vestigate back | -
b | up & Restore’
T ! resL:;;J.l xa\;‘becom@ 100 complicateq Them -
™ ",1a-,'u.jmaLs|:e;Ex?*"“-n:e BOSION s 2dded o Definfion of Done: overajj girr
o “Llease gy re : yang
|____'.1!___ ecaus GTCpﬁra: toteam disturbance {Add d.!peneﬂ_ce 'S equal to gy bett s Slmphcny o
—— Weraliong| _°0 10 Impedimeny 1= SR

Auditors love this!
But it’s an additional artifact, requiring maintenance.
So think twice: can’t you really do without?

26
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So far, so good ?

This was our starting point and our goal:

Let’s assume that we:

i isks
e have serious r | _
ewant to address them in S;cru
ewant it explicit & traceable

j rum
«want to add ‘just a gram to Sc

Did we manage?

27

What'’s the deal up to now?

Explicit and traceable risk management

e In an agile / Scrum setting
¢ And that’s what we were looking for!

For all risk types

* You can map every risk to one of the four types
e Split up composite risks if need be

Without overloading Scrum

¢ We added ‘just a gram’, one or two things:
¢ One attribute to the backlog
¢ If you want: a risk list as a separate ‘artifact’

28
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“True eloquence consists in saying all
that is necessary and saying nothing
more than is necessary”
(Francois de la Rochefoucauld)

But that man is no longer alive...
.... and | still want to say a bit more...
... because you will need it, | presume.

29
Can we add more? Yes, we can!
. . 2. Visualisation: .
1. Risk trawling: [y e 3. Deal with
how to find risks? . . too) big risks
fi risks to live? (too) big
) ) )
Avoid tunnel Ad.d colour tq the If the risks are too
o . — risks and bring — .
vision . big, what to do?
them to live!
- - -
) ) ( W)
Start with an Sticking to the Scrum helos here
‘old style’ PRA — teams main focus — p
. . . too
risk workshop point: user stories
- - —
30
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1. Risk trawling

Wide or focused?

e Wide & out-of-the-box: OK, but sometimes vague
¢ Focused at sprint backlog: OK, but danger of tunnel vision

You need both!

¢ Finding blind spots beyond (sprint) backlog
¢ Maintaining user story focus for the agile team

Therefore:

e Start a project (> 1 sprints) with a broad risk analysis (PRA/PRIMA)
¢ In the sprints: manage concrete risks with the 4 AGRAM types

31
Two-dimensional risk matrix
. = P t: CRM implementation
PRIMA Product Risk Matrix s T T
Customer | M ment i
Canpunests=2 _ L ion | Workiow mmm profile ntormeaton mdmpl_il:-ﬂﬂ“ -'N-"'W """:; "
sty kg1 w o 7 9 17 1 {21 v s me e ;
2. Adaptabilty P) 1 [( The conscience of xTHE WISDOM _
Fr— . ! your test approach x OF CROWDS
4. Time behaviour (5) ] ¥ 0 )
& ol bobaricn 68 4 Identifies risk areas JAMES
SUROWIECKI
6. MAIN TAMABILITY (5) 4 x . oo
7. Security (5) 4 Do it once, in your
SRR i/ F P
i oy > ry sprint.
10, Integrity (5 [ 3
x xx
Download from SmarTEST Downloads - Valori
32
32
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Advantages broad risk analysis

Serious worries taken seriously

¢ Stakeholders, Product Owner, Scrum team
® More complete & balanced risk perspective

Out-of-the-box

* Not limited to (sprint) backlog
e Better ‘know what you don’t know’

Validation of in-sprint risks

e Use risk matrix to validate/complete
® Reduces group think & tunnel vision

33

Additional goody: transparancy B

''''''

Test scenario’s

Findings (bugs, ...) |

Use your risk o Jirq
= decomposition as a
§ red thread throughout

the test process

SMART testing

34
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e Address rainy day sce

Sprint planning

¢ Enrich your planning
¢ Add failure probabilit

In-sprint risk trawling

CE

e Ask ‘What if’ questions (BDD Gherkin: Given..When.

Avoid vaguen

int
. Focus on the sprin
Good teams have that focus
m for strangé creatures

o Plus roo

e ‘risk brainwaves’ come spontaneously
e Foster a positive-critical mindset

ess in the sprint:
backlog

35
Can we add more? Yes, we can!
. . 2. Visualisation: .
1. Risk trawling: [y e 3. Deal with
how to find risks? . . too) big risks
fi risks to live? (too) big
) ) S
Avoid tunnel Ad.d colour tq the If the risks are too
o . — risks and bring — .
vision . big, what to do?
them to live!
~—— N— ~—
) ) S
Start with an Sticking to the Scrum helos here
— ‘old style’ PRA — teams main focus — p
X - . too
risk workshop point: user stories
~—— N~— ~—_—
36
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2. Visualisation: Risk Burndown Chart

'BU 8 Pmgamiz unsersimeied
?U DTAnLRELE by AT B Righad in fime
@ Addiional RAD msowenes net Raredin tme
60 BPFedomance
i WLagacy systemitatdsy
é’su DEeta insting shaws popr resita
= CUFR shsk iarsas Haua
§4n B MNarw aThnecue redequeia in 1+ s
20 BCusiomer Cone oo amve late
20 ARG SR Rh un skeer dusto Sgacy|
10 Source: Agile Body of
Knowledge
0 (AgileBOK.org)
1 2 el 4
BUILT IN QUALITY
37

Better visualisation: AQRAM risk plot

Actuele risicoplot sprint x

Stick to the team’s
main focus point:
user stories

Just fill in a simple
table, graph adjusts
accordingly

Place near Scrum
Board and make risk
awareness part of
daily stand-up

Impact L

Vul onderstaande tabel in en de grafiek beweegt mee, zowel namen als dijfers.

User Story Impact Faalkans Story Points
Michel 90,00% 87.18% 60
Darcy 90.00% 20,00% 20

BUILT IN QUALITY

38
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Risicoplot sprint x

> {

Faal
kans |peq,

Download from SmarTEST Downloads - Valori

Lass Impact P hoos
39
Risk decreases (normally)
But something is not real here, what?
Day 12
40
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Can we add more? Yes, we can!

2. Visualisation:
how to bring
risks to live?

1. Risk trawling: 3. Deal with

how to find risks?

(too) big risks

Avoid tunnel
vision
~——
)

Start with an
‘old style’ PRA

risk workshop
~——

— risks and bring

— teams main focus

)
Add colour to the

them to live!
N—

)
Sticking to the

point: user stories
N~—

)

| | If the risks are too
big, what to do?

N——

S U

| | Scrum helps here
too

~

41

3. If the risks are (too) big

Measure

Kill project / release
Revise sprint backlog: less risky items

Risks are ...
Too big, o
irresponsible °

Big, possiblytoo e Do shorter sprints.
big Worst case, you won’t loose 4 weeks but 1 or 2.

e Deploy and test independently in A-
environment ( ‘above the line’ in the W-model)

Significant, but e Take ample time for inspection and demo’s
manageable o Take care for test-expertise in the team
e The independent acceptance test may be faster

Small e Test smart, but don’t talk risks too much
e Focus on opportunities and velocity

42
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To wrap it all up

Decide: explicit risk approach needed?

e Risk analysis is is not a goal in itself, avoid waste

Make your risks go with the Scrum flow
e Using the 4 AGRAM risk types

Visualise risks at the Scrum board ‘

e Using the risk plot tool

Avoid tunnel vision

e Always start with an ‘out-of-the-box’ risk analysis -

43

$ WL TG T30 S » Add an acceptance criterion to
the backlog item (user story)

R e e DONE lEt risks

or a new user story

ng time product risk i » Add an item to the ru n free
. Definition of Done (or DoR, DoS)
* Raise an Impediment or
Improvement item
Respect
Scrum, add

just a gram

Use AGRAM
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Thank yow
very much! e

egbertbouman@valori.nl

www.valori.nl
www.smartest.nl
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