
Agile is always a popular presentation topic on IT
and test conferences. In the past years the tone of
these presentations has shifted from 'there is
something new’ to ‘...of course we do agile’. I
remember the disbelief I felt while listening to the
first pioneers who uncertainly shared their first
experiences. Is this where the industry is really
heading? It did and still does. The profession has
since then been preoccupied with other issues. Like
many I familiarize myself with the Scrum process,
and related topics like test-driven development and
continuous integration. Scrum is no longer the little
kid brother of the development team, it is for the
whole organization. The Scaled Agile Framework
provides tools for agile release and portfolio
management. It helps to align the entire
organization in a process that once started as a
novelty for the ambitious developer.
Scrum has become a widely recognized way of
developing software. It has become the facto
standard for doing IT and the choice to implement
it seems obvious. But how does the rest of the
organization feel about it? Does the business also
massively embrace Agile?

Benchmarking the Adaption of agile.
The hype curve of Gartner shows that in 2007 Agile
was already past its peak. The curve predicts that
the general public has adopted it between 2012 and
2017. Early 2015, somewhere in the midst of these
dates, seems a nice moment to benchmark this
prediction.

I regularly have interesting discussions on how far
Scrum has really penetrated our companies. I
believe that in every large company there is at least
a team working with Agile. But this does of course
not mean that the whole organization embraces
agile. So, instead of counting organizations, we
need to think in teams.
These teams cover a whole spectrum. There are
teams that are really serious about applying the
Agile principles and have implemented all of the
Scrum rules. Then there are teams that do
something like Scrum, the so-called Scrum-But
implementations, and still manage their work
based on time and capacity and where the different
disciplines still work in their own silo.
While at the other end of the spectrum we can still
find teams that are not at all concerned with Agile
and do pure waterfall.
But how many teams are doing SCRUM? I tried to
find precise figures in literature, but failed. My
fellow agile testers and I get to see many
companies. My guess is that up to forty percent of
the teams use Scrum. I hear sometimes people
estimate a penetration of fifty percent. That seems
too high to me, but let it be true. The inverse is still
interesting: fifty to sixty percent of the teams do not
have a proven experience with the method.

Learning experience
In many organizations, business does not really
know how to position Scrum. They see that many
teams and other organizations adopt it, but cannot
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fully comprehend the impact it might have on their
own organization. They have heard that Scrum
breaks with some traditional values, but lack the
understanding of how agile teams work. This
makes them reluctant to opt for a Scrum
implementation. As an Agile coach I can sit with
them and keep talking for hours about the pros and
cons, but nothing beats experience.
Within Valori, we have therefore developed a
simulation game, called the SCRUM battle. This
learning experience is designed for e.g. Product
managers, operators, developers, business analysts
and testers. Regardless whether they come from the
IT domain or the business, during the simulation
they can experience for themselves what Scrum
constitutes.
Within the game participants jointly work on
various assignments. The introduction is short and
we do not explain too much. The underlying
educational model is by making mistakes the team
will learn the basics of the Scrum process far more
effectively.
Customers are very enthusiastic. One of them
wrote in an internal newsletter, "The tasks were
quite simple in itself: we had to take pictures of the
team members and search for images on the web.
The real learning experience was how to work
together as a team in order to implement the
quality solutions as quickly and as effectively as
possible

Competition
During a game simulation, the participants
discover that there is not much needed when you
want to start with Scrum. With some post-its on the
flip chart, you’re already on your way. However,
teams soon experience the changing roles and the
mind shift that agile brings. Project managers do
not exist within Scrum. The scrum master is only a
facilitator; he does not lead the team. For project
managers this is hard to get used to. The product
owner is allowed to decide what is important, but
should not control how the team works. Again, you
can tell them like 5 times, but put them in a

simulation game and they feel the impact. Nothing
beats personal experience.
In the SCRUM battle teams learn to organize
themselves and to indicate how much work they
can handle. In the game we work (just like in real
live) with a Definition of Done.  When the game
moderator adds quality requirements  to the
checklist, the team  instantly notices  that they
struggle to finish the predicted items on time.
Testing gets better and in the end more items get
accepted, but the velocity has gone
down.  When  this happens they learn that half-
finished products  decline rapidly in value. This
corresponds to one of the pillars of Lean: inventory
is waste.
Collaboration is really quite difficult. Often we see
teams work at cross-purposes. Then one member
gets a little bored while the rest goes to stress. Being
judged by the amount of the delivered business
value forces team to divide tasks and to cooperate.
It raises discussion in the team about testing and
quality measures when an item seems OK, but
lacks testing evidence. How do you convince your
product owner the product is finished and of
sufficient quality? During the battle you get instant
feedback and there is a need to improve. For
success is at risk: the Scrum-battle is a contest and
only one team can win. "There was lots of laughter
but there were was also some agony," we read in
the aforementioned newsletter. "At one point
during the battle, I found myself screaming against
the CEO, but that was when he clearly was
eavesdropping on our tactics."

Involvement
Simulations like the Scrum battle prepare the
participants for reality. If we implement Scrum in
an organization, we often begin this simulation. It
does not only serve as a time effective introduction,
it also helps us further along in the implementation.
We frequently refer to situations in the game:
“Remember when in the SCRUM battle, we did …?
This is what is happing now in your organization”.
Referring to events from the battle, gives
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participants a collective frame of reference and
makes things more easily understood.
Simulations can be limited in time, our battle only
lasts three hours and therefore it is suitable for IT
people, testers, and staff from the business. The
business often has only a limited view of what
constitutes software development. During one of
our sessions an operational employee popped the
question: "What do you mean by development
approach?" By doing it, they will soon understand
what all is involved in software development. I
think that is crucial, because Scrum is not a party of
the IT department; it is an approach in which the
business plays an important role.
It takes some of the team to periodically
demonstrate their work to the stakeholders. It
requires commitment from the rest of the
organization. For many organizations, the business
people have yet to learn what involvement there is
expected of them.
In our simulation game the game moderators act as
product owner (PO). They are clearly very busy
with this task. And it is good for future product
owners to experience the agony of waiting for
business input. Some teams make good use of PO-
availability, but not all. I remember an afternoon in
which one of the product owners was waving at me
from across the street. His teammates thought they
knew what to build without input from the
business. It is clear that during they demo, very few
items got accepted.

Another important element in Scrum is the
retrospective, where teams evaluate the previous
sprint. The retrospectives held in our simulation,
usually leads to an enormous progress between the
first and third sprint: at the first one there is a lot of
chaos and uncertainty, in the third often processes
start to align.

Game simulation provides insight.
We love hosting our simulation. It is very nice to
feel the energy when everyone is super
concentrated and cooperative. There are always
quite a lot of good laughs. In general simulation
games are a really effective way to get your
message across and to let people experience the
theory.
This agile simulation helps testers to assess how
they can contribute to the software quality and to
understand where quality and testing reside in the
process. It can help them to put their message
across. As stated in the opening, many
organizations are currently struggling with the
“should we go agile”- decision. As another
participant told us: "Every manager should
experience the Scrum battle. It's the quickest way to
experience how Scrum works.” So, organize your
simulation session. You can as a tester contribute to
your organization by showing how quality and
testing is embedded in the process. Maybe this
way, agile will truly be adopted as mainstream by
the end of 2017.
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