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Objective
[image: ]Each week the mentors will meet with each team for 30 minutes for a weekly scrum. This document outlines what will be covered during scrum including meetings, roles and responsibilities, and any artifacts to be used. Below shows the general process taken for agile scrum development.

Roles and Responsibilities
[bookmark: _Toc270434755][bookmark: _Toc365983032]Executive Sponsors (Dr. Song)
The Executive Sponsors fully support the overall scope, strategy, and approach for the project. 
Product Owner (Credera Mentors)
· Sets vision and direction for overall project
· Build and grow executive sponsorship
· Primary point of contact for project direction and decision-making on behalf of the business
· Help to prioritize product backlog
[bookmark: _Toc365983037]Scrum Master (Team appointed)
· Manages and shepherds the team to adhere to the agile process
· Direct the resolution plan for project impediments and issues with an efficient and effective impediment management and mitigation process 
· Lead agile ceremonies, e.g. scrum, sprint planning session, sprint review as needed
· Direct team members to achieve course-correction and/or goal achievement
Team Members 
A team member is anyone who is on the project that plays a role in a sprint 
· Participate in scrum, sprint planning, backlog grooming, and sprint review ceremonies as needed
· Provide input on user stories, acceptance criteria, task breakdown, effort estimation, general input and advice based upon area of expertise
· Take responsibility for completing checked out development or testing tasks within the expected time estimate or communicate impediments to task completion
· Provide updates/impediments to task progress during scrum

[bookmark: _Toc365983040]Scrum Artifacts
The following provide a list of tools and artifacts to be utilized by each team:
	Subject Area
	Definition
	Tool

	Product Backlog
	Documents features that need to be developed, tested, and deployed over time; living document which is added to and requires that stories be sized in sprint grooming sessions and prioritized based on value, time and cost
	· TBD1 by each team

	Sprint Backlog
	Documents task breakdown committed to be completed by the team during the current sprint and requires an estimate in the form of hours to complete for each task
	· TBD1 by each team


     1 We recommend PivotalTracker, but teams will have the opportunity to choose whatever tool works best for them.

[bookmark: _Toc365983049]Team Meetings
This section includes details a few meetings typically held in traditional agile development teams. We will do a condensed version together during our weekly meetings. 
[bookmark: _Toc365983050]Sprint Planning 
· Will be scheduled on the first scrum of each Sprint cycle and are used to set the product backlog features for the new Sprint and develop detailed task breakdown for the set of features
· Product Owner will help establish and give advice for the vision of the product and answers questions for the team regarding features in the product backlog
· Scrum Master ensures that all parties necessary for a successful planning session are present or available to be reached by the team
· Team immediately sizes any new backlog items before setting stories for a Sprint
· Team commits to the features that can be delivered in the Sprint (running and tested features) based on the Sprint duration, team size and capabilities, acceptance criteria, holidays, and other project commitments
· Team collaborates to break features into a task list, or Sprint backlog, which the team will delegate and execute 

[bookmark: _Toc365983051]Weekly Scrum
· Scheduled every working week during the Sprint cycle and are used to communicate and synchronize task work and impediments
· Meeting is time boxed to 30 minutes except for the first and last meeting of each Sprint which will include sprint planning and sprint retrospective, respectively
· Scrum Master ensures each team member has work in progress and have made progress from the previous scrum
· Product Owner will work with Team Members to understand and resolve any impediments or requirements

[bookmark: _Toc365983053]Sprint Retrospective
· Scheduled on the last scrum of each Sprint cycle 
· Focuses on team’s collaboration, skills, development practices, tools being used, etc.
· Meeting is time boxed for last 5 minutes of last scrum of the sprint
· Team provides feedback in the form of Starts/Stops/Keeps to one another with the goal of improving the team
· Team should be constructive when necessary and should aim at creating a safe and secure environment where criticism is welcome and accepted

[bookmark: _Toc365983054]Backlog Grooming
· Scheduled as needed after each Sprint planning session and is focused on continuous sizing and re-sizing new and existing backlog items
· Scrum master invites scrum team and product owner as needed
· Team uses estimation size of backlog items
· Product owner splits large features into smaller features if too large for a single Sprint

[bookmark: _Toc362557488][bookmark: _Toc365670578]Product Backlog
[bookmark: _GoBack]Product backlog will be further refined by the problem statement chosen by each team. Weekly scrum meetings with the mentor and the professor will determine the team’s sprint backlog. The following list must be included in team’s product backlog.
	Product Backlog

	Choose problem statement & specific feature to implement - Since the problem statements are somewhat open ended, this would include choosing a problem statement and specifically describing what will be intended to be accomplished so that it could be approved or denied

	Get Heat Clinic running in development environment

	Build activity diagrams - Initial use cases outlining, in general, core user interactions with the new feature

	Build use case documents - Brief listing of requirements generated from use case diagrams

	User interface mockups (if applicable) - UI mocks based on the use cases to help showcase how the feature will be implemented

	Begin familiarization with Spring and the Broadleaf demo site - It is important to include it as a deliverable because the Spring architecture and, to a lesser extent, Broadleaf’s architecture will determine how their design class diagrams and architecture diagrams look

	Create requirements class diagrams - These class diagrams should be built off of the requirements & use case documents and will most likely need to reference the Broadleaf entity relationship documents. Students need to keep in mind that requirements class diagrams are meant to show how the domain is related, not how it is implemented, and the ER diagrams show the actual database tables, and so correlating them may take some work

	Develop architecture diagram - Based on current understanding of Spring and the Broadleaf demo site, an initial architecture diagram that outlines major elements of the feature, and how they relate

	Design class diagram - design class diagram based on understanding of Spring & Broadleaf, as well as requirements class diagram and architecture diagram

	Build sequence diagrams - Initial sequence diagrams showcasing major flows in design class diagram

	Document project plan - Project plan outlines deliverables. The students should indicate how much of the feature they can accomplish and what parts of the feature will be accomplished by each deliverable in detail.

	Create test plan - Test plan details how students will test the features in each milestone. Testing should include both functional and unit testing and a milestone should be considered complete when the tests are satisfied

	Document design patterns used

	Create User Manual – Guide should detail operations and maintenance of enhancement

	Feature complete

	Final project documentation - Document organizing all prior deliverables

	Final project source code

	Final presentation - Power point presentation or otherwise that demos the feature, and talks about the Software Development process and any risks/setbacks/difficulties encountered along the way
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