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» Introducing ourselves:

= Marija — Agile software engineer
= Maikel - Competence Manager Software Engineering

» Agile/Lean practitioners, not gurus
= Talking from personal experience



Infroducing MediaGeniX

» Product company: Whats'On

2 Planning software for TV-broadcasters
2> 120 Employees

2> 21 Years

WHATS'On/4

generation

MediaGeniX
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» 50 Customers worldwide

> Different workflows & customisations

» Offer maximum value 1o our customer

> Short time to deliver
> Flexible

2> Frequent communications
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» Project duration

2> Weeks up to years

» Project feam composifion

> Ad hoc

> Cross-functional % % % % % .
Projectteam A

2> 1-2 Project manager
1-4 Functional analysts % Projectteam B
1-6 Developers

1-2 Customer service



Contents

» Infroducing MediaGeniX

» Agile development
> XP

2> SCRUM
> Kanban

2 Lean Thinking

» Conclusion

MediaGeniX



Agile development

» What came before...
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Waterfall Methodology
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MediaGeniX

“ Sequential
% Large time to market
“ Late feedback



Waterfall Methodology
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Requirements

Design Implementation

Validation

Maintenance

“* Requirements are set at the beginning
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and remain fixed
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Waterfall Methodology
e e e e

Requiremen ts Design Implementation Validation Maintenance

Time >

* Well defined process
% Good for small or stable projects
“ Management makes all the decisions
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Agile development
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Agile development

%

Y Y

=
c
o
O
e,
T
0
=

Requirements

Design

Implementation

Validation

Maintenance
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“ lteration 2
“ Prioritization of requirements
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Agile development
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Requirements

Design

Implementation

Validation

Maintenance
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“ lteration 2
“ Prioritization of requirements
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Agile development

MediaGeniX

“ lteration n
o Prioritizaft .
* Prioritization of requirements



Agile development
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Requirements Design Implementation Validation Maintenance
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Requirements Requirements Requirements Requirements
to be delivered fo be delivered to be delivered delivered after
In iteration n In iteration ... In iteration 2 iteration 1

% Noft all requirements are in the same
phase at the same time...



Agile development
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* Iterative & incremental

“ Adaptive planning - Deliver more value
“* React fast to changes

% Self-organizing & cross-functional feams
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XP (eXireme Programming)
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On-site customer

User stories
Communication

Simple Design

Pair programming

Unit testing

Test Driven Development
Continuous Integration
Refactoring

Collective code ownership
Iteration planning



XP (eXireme Programming)

=
c
o
O
e,
T
0
=

» At MediaGeniX we like

=> User stories

> Collective code ownership
2> Continuous integration

2> Simple design + Refactoring
>

Code reviews and pair programming for difficult parts



XP (eXireme Programming)
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» Conclusion about XP

2 Focused on the programmer: delivering high-quality

software fast

> On-site customer was not feasible for us

_ Customer _
build value/' \defme value

Programmer Programmer

choose valug\ ‘/estimate cost
Customer
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SCRUM
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» FOcus Is on project management &
team

> Time-box deliveries => sprints
» A sprint
> A period of 2, 4, 6 or 8 weeks

2 Sprint definition — the work — sprint refrospective —

delivery

> Assumes fixed team



SCRUM
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» Estimations of user stories

2 Relative to developing a small

component with a known level

of difficulty

« Aka “The reference story”

> |n story points, gummibears, chocolats, ...
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» Team velocity

2> Measures story points/sprint

=> Pro: less overestimation

2> Con: Team and project should be fixed
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» Reflection at each iteration

=2 Sprint retrospective meeting

2 Team velocity is updated

2> With demo to customer
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» Project Management

> Sprint definition

> Burn-down chart
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Daily stand-up

What am | working one

How long will it take to

MediaGeniX

completee

Am | stfuck?e
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» At MediaGeniX we like

2> Velocity would be a good way

to manage the project

2 Big step ahead in delivering value fast but more
flexibility needed

» Conclusion about Scrum

2 Focus is on project management and what the team
can handle
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Kanban
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» Pull-system

> Only start on a new work item, if there is capacity available

W
]

Push A|B Pull

A
Deadline HH E E E iz;rjﬁz
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Kanban

» Limit WIP (Work In Progress)
2> WIP is directly proportional to lead time
= Prioritization of work items
2 Frequent releases build trust

Design Buffer | Implementation | ...

4 max 2% 2 max 5 max 3%

R . . Average
demand
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Kanban
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» Create flow - Cadence

> Buffer size trade-off

Idle time

~

Design Buffer | Implementation | ... Lead time

4 max 2% 2 max 5 max 3%

A
U OH demand
[ [
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» Create flow — Cadence

> Bottlenecks become visible

Buffer | A Buffer | B Buffer | C
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» Create flow — Cadence

> Bottleneck is constantly occupied,

Others have spare time to improve the workflow

Cadence

f \ f \ f \ Speed B
Buffer | A Buffer | B Buffer | C
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» Visibility and transparency

=> Kanban board

2> Everyone

« Knows the workflow
* Isinvolved
« Can propose improvement solutions

» E.g. Shifted focus in daily stand-up



To Be Developed

e |

» Remarks 18issues

» Support Bugs 2 weeks open 2 issues

» Support Bugs 1 week open s issues

~ Expedite 2 issues

| [@1J0S4522
H WINTVCS - Catch up request
message has changed

» Report Dev Needed 15 issues

» Bugs 33issues

« Standard Items 48 issues
JOS-1065 Efisalat - Export VOD Metadsta
| @ J0S4314

- 4 ETI-Interface Lookup for VoD
H Wetadata Export

J0S-355 TV2DKRQ - Frame contracts and cost c.

J08-3647
§ TV2DKRQ - DEV tool: cost group
per cost type

JOS-405 new marketing campaign report

| $J0s-1431
- & xmltag for delivered GRP

JOS-2764 TV2DKRQ - Haris table replacement

& J0S-4644 m

# TV2DKRQ - Remove Harris
Ingestlist 7

[# JOsS-3308
§ Implement reserve links in YLE v25

JOS-4012 WDRREQ - data and settings for Einsf...

- BJos4015 m

# WDRREQ - import format for
Einsfestival import

. B1Jos4038
. 4 WDRREQ- store export reports on
De

[# J03-4425
4 DR upgrade

& Jos4497
# DRREQ - Fixtests

B inaasen

17)evelopment

[# JOS-369

@ WOREQ - no delete messages to
be sentwhen marking a b as out of
synch after cateh-up

JOS-4012 WDRREQ - data and settings for Eins.

[# Jos4016
& WDRREQ - service and import
logic for Einsfestival integration

@ J0S-4438
& Merge WOPT fixes

[# JO5-4536
& VYPME integration updates visioning
status when new cutlistis sent

[# JOS4613
£ WOREQ - WIN - WO Traffic Pragram -
value (Network replica rules) using
new Qverwrite WO Traffic Program

10 Be Functionally Tested

[# JOS-4253
4 WOREQ - Notification listfor slot

[# Jos414

4 WOREQ - Week grid print
madification: export the information
allowing the report to create an

[# Jos-4080

4 Pebble Beach Neptune playlist and
as-run folders to use won
directories

[# Jo5-4544

4 VPMES integration automatically
updates media set

[# JOS-4649
& FTORQ - New XML - XML export in
TCZ

‘gInctional Testing In Progress

[# J0S-4249
& WOREQ - formattemplate status

[ J0s-3004
4 Implement duopaly in V25

[# J0S-4252
& WOREQ - WOT program status

[# J0S-4089

4 WOREQ - Copy through forced WOT
program to replicated
transmissions

3 Be Tested By CS

JOS-1073 CAS: Export PPV enayption sequence...

| B1J0s-3813

- 4 ETI-PPVClassona
transmission

¢ #1J0s-3814
: ¥ ETI - Teasertime on a product

[# J0S-2788 a
4 Addthe Budget Simulations module

[ Jos-2789
4 Addthe Gridplanner

[#) JOS-3000
4 YHTNETREQ - Mediadrain
integratie senvice - update

# J034012
4 WDRREQ - data and seftings far
Einsfestival export

&3 Testing In Progress

[# JOS-314
4 WOREQ - mark an explicit product
run as being lost

[# Jos-019
4 WOREQ - Copy WOT program from
main channel to subchannel

[# Jos-4085
4 VPRO upgrade

QA - To Deliver
26

# o552

& BRREQ - know which transmission
in my schedule caused an xsd
validation err

[# Jo5435+

4 WOREQ - WO Program should be
able to export Sydney time (AEST) to
be usedinreports

#0507
& WOREQ - Pattern Editor - assigning
farmat template

& gos4276
4 Schedule Import Senvice misses
fields

# o5y

& WOREQ - Reserve Links (icon}in
Transmission View management
(not available in WOP 250Q)

R
4 WOREQ - Music Copyright - Search
Materials

JOS-2085 VPRO upgrade
13054896

& VPROREQ - Fixtests
A

4054097
# YPROREQ - Upgrade populated
database

54265
& VPROREQ-VPRO to closed 2502

[#1 Jo5-4526

4 FTORQ - Provisioning record import
senice filename issue © of FTORQ-
258

m




New To be analyzed In Analysis To Be Developed In Development
[ 0 0 Mac3 3 Max3 3 @
» Support Bugs 1
~ Project Bugs 3
~ Standard Items 13
#1105-9583 ) [ Jos-9532
£ FTORG - ¢ % FTORQ-
Fields from SCAM
tmedia Hbrary Evolution
B o . 10955 @ JOS-9583 FTORQ-
# FTORQ- g # o -10954
Ungrace ¢ FTORG-
script which = Capy media
- library fields
&40, -10961 m
i EEGRFBUE o [ Jos-9537
25013.110.000 # Ep%ﬁgr'
"External IDs"
MeG - Development Board - Standup
QUICKFILTERS:  Dimi Charles  PvL Waterina Kl | Marja  Bojan  JanF | P7S1  MTVA  MTV-VIMN
SBSNLM2S8F 2 SBSFI  SBSDK SBSSE  SBSMO  SBSUK  WIASAT  WIASAT DELWERYJULY | Backiog

Analysis/Planning
0/36

To Be Developed
0i76

In Development
1714

JOE-RT33 PTE1ST - Active playlist

f

[# J05-10933
 P7515T - Adjust
"Capy tool" i
Continuity plan

To Be Functignally Tested

0130

Field...

e

MTYNL - Iteration & v2

Show active

To Be Functionally Functional Testing To Be Tested By CS CS Testing In QA -To
Tested 0 Max 2 2 MWac3 Progress Deliver
2 Maxd 0 Max 7
[8) JO5-9785 ﬂ [0 do—Hp2H ﬂ
4 Label Price & FTOCS - Fix A
code promotie for
per platform’ FTOCS-273
[6) do—+o7as
¢ Remove the 7
Mhvisioning3
popup
J035-9583 FTORQ- Field... @ Iat T
@ J0..-10951 & FTORC - Mew =y
4 FTORG - criteria in
" New fields Image
on product
[ Joss538
@JO 10953 & FTORG - New 1§y
& FTORG- g check XML
" New field in type : Product
media
[{ o564t
& FTORG - >
‘Distributor

product ID" on

[# oz 0644

# FTORG - Mew )
tab page with
external IDs

Flan  Work  Report

SBSBE  SBSBE VOD 2013 SBSBE Promo 2013 5SBSBE Upgrade Release SBS ML SBSMLWOD 2013

Remove Qa4 Remove Closed Remove ERIC Scheduled Unscheduled

Functional Testing In
Progress
0i10

To Be Tested By CS
0750

CS Testing In Progress
0i15

QA - To Deliver
0/m2
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» At MediaGeniX we like

> Kanban board

2> WIP limits
= TJransparency

2> We still need to grow in adopting Kanban,

but we seem 1o like it so far



Kanban
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» Conclusion about Kanban

2 Pull system, rather than push

=> Deliver value more efficiently

> Doesn’t work without an empowered workforce
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Lean Thinking
1. Identifv~ 2. Map

the Value
Value
Stream
5. Seek 3. Create
Perfection Flow

N

4. /
Establish

Pull
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Lean Thinking
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» Problem solving = smaller initiatives
2> Well-defined starting point

2 Minor changes
» Breakthrough events
2 Fuzzier starting point
2 Big changes
» Same technigues
> A3



QOOOOOOG®O

Title: Analysis process Facilitator: Maikel Sensei: Dave
Process Owner: Barbara VDK Sponsor: Johan Start Date:05/02/2013 = 3
Current Date: 25/03/2003 ‘,Jf Slm |er~
Team Members: Veronique, Jelena, Philippe Van Langenhove, Gerrit, Steffie, Els, Maikel, Barbara End Date:19/04/2013 ‘ p
1. Reason for Action - No Go 4. Gap Analysis ‘ Go ‘ No Go 7. Completion Plans ‘ Go ‘ No Go
Observations: People: ) ) )
: " People (Too many projects/no flow uality (no standard Process Action TT Owner Due RAG
» Analysts = critical resource: +  Clear planning responsible e s ) el )
influences flow time * Making sure analysts can work + Not good at estimating how long an We do not do a fit analysis to match Establish KB for Estimation in Jira PvL 19/04/13
+ More slack time on dev side at a sustainable pace. analyst is required for customer need to WhatsOn base Define Engagement Rules (creation in
vs. increased work load for + Focus . + Customer lacks knowledge of Too much in depth analysis to get a presales + follow-up during project) gC 19/04/13
analysts; ratio analysts - - # projects in progress WhatsOn base features price (no fixed prices 1ol t New P Rapid
developers tends to change « # project switches per day « we deliver something the customer No Contact with customer key users mp! eme"E ew. mctess (Rapi Johan 18/04/13
(1/3->1/1) Cost: hasn't asked for xperiment)
f . . i Run Rapid Experiment for Flow in Dev
+ Planning conflicts and Ratio analyst effort vs. dev and Delivery (too long) P ppmcess Jelena 18/04/13
frustrations project effort (including planning)
« Long flow time kick off -> first Time: . Cost (analysis not delivered) Extra analysis because we are Implement Post-Project Review MV 19/04/13
delivery Lessen the flow time between . N Unsure of our work flow!
project (phase) kick off and + Customer project owner/decision maker Unaware of costa and delivery mplement Integrated PM Processes/ Johan  03/04/13
acceptance not always clear schedule 9
The process to be evaluated p B . . Wei + analysis ti ithout It ] . )
h ject (phase) is Quality: To improve the yield: E ML EENYETS e Wie (S No project plan agreed with Communicate RIE Outcomes MV 19/04/13
starts when a project (p < Imorove the quality of « We haven’t a documented processes customer
kicked O’ff and the required corﬂmitmentg to cystomers - Everything is analysed and costed for Customer does not know WhatsOn Create VM and Test (rapid Experiment) Ver 12/04/13
WHATS’On changes are : us each project No Clear agreements in presales
accepted by the customer. « Improving the quality of analyses
- Root Cause: Reflections: Max 3 Actions WIP/person
Reflections: Apalyst are core to what we do! No documented standard process 30-90d break through focus.
Last Column is Status - use RAG (Red, Amber Green)
2. Initial State - No Go 5. Solution Approach - No Go 8. Confirmed state ‘ Go ‘ No Go

3s Multiple processes:

; . Solution Affecting Current State FS E|C a5
3 — + P7 phase 1: no smaller iterations - . One standard process
25 = « P7 phase 3a: lots of parallel small Standard project approach PCTQ No standard 15 weeks kick A |x : E
P iterations process incl. guidelines iteration length off to accept. 2 <O -
H < Lagardere iteration 1: clear iteration Visual project status incl for av. for whole : \?3“ =
2.5 = ——— i | ) PCTQ None A |O 18 N
= — with formal acceptance analysis and stories team , © =
« Telenet: formal acceptance yvhen idati i " %?, £
05 = = oing live For_mal validation of fits before PCTQ Many diff. 1 process X | x 0s .‘0 = -
going Multiple project plan approaches o
° » . " . » - Etisalat: 2 phases - - - [P v prejacts pr waak
8 O e - wear ¢ 56 X Processes Lightweight experience based 30% analyzed not 5% analyzed | b i
(a) People o b) Quality gap estimation process before | PCTQ in doev scoype not in dev A |o || (@ People (b) Quality = hd
to start of dev. 1o delivery m 10 acceptance < doel - project plan scope Forecast: Flow time kick off to acceptance
o startof development fodelvery - mioacceptance Presales customer engagement Rules existing but | Acceptance N
phase 3a : - - rules incl. identifying customer not fulfilling the within A eduction from 6 to 5% will release Foliowing heration
P7phace sn;sf? = ! I 1. id PCT! t fulfill th thin 15 A Reduction fi 30% to 5% will rel Q/@\
Lagardere i 1 Over 30% of P7 phase 32 Q63 budget/solution responsible needs weeks 15+ days of analyst time per project ?:’5?
Telenet analyst work is P7 phase 1 ~ — - . ?\0
BT fact s not developed Lagw:::n:‘ Interactive validation of solution PCTq Sometimes Always A lo Fisiperaton Cla -
design + agreed date interactive interactive N
0 I N £ fact ace 4&02 e
#analystman days ETI startto finish Active support of customer to PcTq Full »\?f?ww PR —
P7 phase 3a QG3: 11/6/12 — 3/12/12 ° 50 100 150 achieve acceptance by Partly, sometimes Y A A . ?
(c) Cost () Ti #weeks implementor committed (c) Time (dy e
c) Cos ime
- - - - e - Reflections: = * The process brings together good elements and puts understanding
Reflections: | agardere seemed to different in delivery but it still experienced the same customer need right at the front of the process
types of issues/problems
3. Target State - No Go | 6. Rapid Experiments ‘ Go ‘ No Go || 9. Insights - No Go
35 L I
Experiment Anticipated Effect Actual Effect Follow up Action || | Actions: What went well? What did not go well?

One standard process

maximum projects per week

(a) People

avg projects per week
(b) Quality

Max. 5% of analyzed requirements not Flow time kick off to acceptance

developed in following delivery I —— |

Following iteration

First iteration

|
o 2 4 & 8 10 122 14 16
Kick off o delivery = Delivery to acceptance

(c) Cost (d) Time

New Process

Run a customer
Iteration using the
new process to learn

Reduction in wasted
Analyst time

deliver with 12 weeks,
accept with 15 weeks

Flow in Development
Process

(create 1 piece flow
in development)

Reduction in WIP for
analyst and developer
Less errors

Flow of work — less
rework

Use VVSM as visual
management for first
customer iteration
Above)

Easy to understand
process and flow
Achieve 12 weeks
Team involvement
and interation

Reflections: There is no standard process; by standardising and creating capacity we
will be able to taken on more customers this year

Reflections:

- Vertical Value Stream
- Note Done Lessons - Open Discussions
Learnt on RIE - Getting Things Done
- Communication - Focus from Team
Lessons Learnt - Convince MgX (?)

- Nothing ??

What helped? What hindered?

- Lots of Preparation - NoPM
upfront - Johan not present that
- Good commitment much

Dave’s coaching
Overal communication
about RIE



Lean Thinking — A3

» Tells a story
» Guides through change initiative

»

»

»

terative process with stakeholders
Helps convincing stakeholders

_.earning tool (PDCA)




Lean Thinking
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Lean Thinking
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» At MediaGeniX we like

= Visual tools

> Step by step process : problem/idea definition, root-

cause analysis, gap analysis, future defined process,

follow-up



Lean Thinking

» Conclusion about Lean Thinking

2 Confronting

2> When applying “no blame” culture, you can achieve

amazing results

MediaGeniX
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Conclusion

» YOU have 1o make it work!

Agile Development

Whixing the

perfect °

formvula... ©
O

MediaGeniX
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