
Appendix E – DOS SDLC
Introduction
The Department of State utilizes a hybrid version of SCRUM as its primary development methodology.  Every thirty days the development teams will complete a Sprint, providing the fully function software at the end of each.  Although SCRUM standards employ a minimum viable product strategy, the Department is still migrating to that strategy. Current release strategies align with the Sprint cycle. Every month, the development teams will deploy a new release into production, which is cumulative of the Sprints during that time-period.  
Within the Department’s SCRUM methodology, it currently complies with the definition of a Product Owner yet extends the duties of the SCRUM Master to include some project management activities. Stakeholders currently include Department and some focus group representation, while users groups may vary widely from county employees to the general public.
The following tasks must be completed for each object for it to be considered complete. 
· User Stories with complete definition and acceptance criteria and estimates of effort
· Architecture with any changes to current infrastructure, including data
· Design
· Development
· Testing
· Unit
· Integration
· Security, including code scans
· User Acceptance
· Documentation
· Training 
· User training and/or materials for both internal and external audiences
· Support training for help desk and other support staff

The current tool utilized for supporting the SCRUM methodology is Microsoft’s Team Foundation Server (TFS), also a Commonwealth standard.
Daily SCRUM Meetings
A Daily SCRUM touchpoint meeting will be held with the project team and an invitation will be extended to a program area representative, generally the Product Owner and the SCRUM Master.
1. Meetings will be held in person, with webinar and conference call technology only being utilized in extenuating circumstances
2. Meetings should be held to 20 minutes maximum length (depending on the team size)
3. All team member should be provided the opportunity at each meeting to identify previous day’s work accomplishments, current work assignment(s) and any hurdles preventing them from completing their tasks with assignments and actions recorded by the SCRUM Master for resolution.
A similar daily touchpoint is also held with the Product Owner, SCRUM master, Portfolio Manager and key stakeholders. Invitations are also extended to lead representative(s) of the help desk and development team (when applicable). The same meeting parameters as mentioned previously guide the meeting, but with the content discussed being current operational issues and/or project status.
Program area expectations
Product owner
The program area is the Product Owner and will designate an individual for the project.  This person should be well versed in the desired system and have authority to make decisions and coordinate program area resources for the project. 
User stories
1. The program area will create User Stories to be added to the backlog in TFS. This should include description, acceptance criteria and applicable tags and associated with the appropriate features and epics.
a. The SCRUM Alliance website article, “New to User Stories?” by William Nazzaro and Charles Suscheck provides a reference for staff that may need information on how to create User Stores
2. Once stakeholders are satisfied with the maturity of the User Story, then the status will be changed to ‘Approved’.
3. If it is determined that a User Story is no longer required the status should be changed to ‘Removed’.
4. The Product Owner will set priority, on a scale from 1 to 5, signifying that it is ready to be included in a Sprint
5. Approved User Stories will then be estimated by the development team and submitted for Sprint consideration
6. Once the User Story parameters are complete, the Product Owner will determine which stories are to be designated to a future (or current) Sprint. At this point the User Story status will be changed to “Committed”

User review sessions
One of the keys to successful SCRUM project management is that regular user feedback is needed to make sure that the development is headed in the desired direction.  This will be accomplished through regular user review sessions.  These sessions may be requested by the developers or the end-users and should be scheduled at the earliest convenience of both parties.  
1. Sessions should be 30 minutes or less
2. Sessions should have a defined purpose, the review of a particular piece of functionality or User Story, that is conveyed to the users at the time of the request for the session
3. Project managers should request a session through the Product Owner, or in that person’s absence the user’s manager
4. Notes of the session should be kept, added to the User Story in TFS and then shared with the participants, the SCRUM Master, and the Product Owner
Testing
1. The development team will conduct and verify unit and integration testing
2. Program area staff will verify and sign off on user acceptance testing cases 
3. Program area staff will participate in user acceptance testing at the end of each Sprint to provide feedback
Bugs and Enhancements
Whether through user reviews sessions or testing, requirements may change.  Any significant changes or additions need to be determined to be a bug (an error that needs corrected) or an enhancement (a change or addition to the system that would make it better).  These items should be tracked in TFS.  These will then need to be assigned to a Sprint through the normal procedures by the Scrum Master.
Change Management
Although generally change management is not considered to be part of SCRUM, as changed User Stories can be moved to a later Sprint, the Department does need to manage the productivity of development teams.  If the scope of a User Story changes to the extent that the unit of effort must be modified, then a decision needs to be made as to whether that User Story remains in the Sprint and if so what User Story will need to be moved and the users need to be notified of the change.
1. BA and users identify that a User Story needs to be modified
2. The User Story changes are documented
3. The developers are asked to follow the normal procedures for determining unit of effort
4. The BA reviews the impact on the Sprint and provides the program area and the Bureau of Management Information Systems with options for accommodating the change during a change meeting
5. Once agreed upon, the change is documented on the change form and submits it to the program area change manager and the Department Enterprise Applications Chief for approval
6. After receiving the approval document, a notice will be added to the project site and an email will be sent to the impacted user groups notifying them of the change
7. The Team Foundations Server will be updated
8. The signed document will then be saved on the project site
Use of Team Foundation Server
All projects will utilize Microsoft’s Team Foundation Server (TFS).
1. Users stories will be created in TFS
2. Daily progress will be recorded by developers in TFS
3. Daily burn down reports will be generated from TFS
4. A usability matrix to track User Stories and test cases will be created in TFS
5. Code will be checked into TFS daily
6. All documentation will be stored within TFS
7. All aspects of build and release management will utilize the features of TFS
Unit of Effort
 Units of effort will be applied to User Stories in TFS.  Each unit of effort will represent a half day of work (aka 4 hours).
Project Site
A project site will be created both in SharePoint and TFS, either DOS, Delivery Center or OA implementation can be used, for each project.  Projects sites will be available to all BMIS staff, project staff, and program area staff, although areas may be created that have restricted permissions. 
PALS does not currently use a project site. PALS is managed through the use of Daptiv and TFS.
Sprint Tasks
Object determination and Project Plan
	At the start of each Sprint the list of User Stores will be reviewed to determine which will be included in the Sprint
1. The Portfolio Manager will create a list of the User Stories from TFS that have a priority 1 and 2
2. The program areas staff will provide a sequential priority list of the User Stories for the SCRUM Master
3. The project team will then apply units of effort to the User Stories in TFS, until 150% of the projected units of effort for the Sprint have had units of effort applied.
4. The SCRUM Master and Product Owner will then create a Sprint plan and add it to TFS
Communication plan
	For each Sprint a communication plan will be created and executed that will provide updates to the impacted user groups as to system changes that will made, time lines, training opportunities, and deployment schedules.  An example communication plan can be found in the SCRUM folder of the DOS BMIS Transition SharePoint site:  https://itcentral.pa.gov/sites/dosbmistrans/Shared%20Documents/ 
1. Identify impacted user groups, both internal and external
2. Initial notification will be provide via email, web, newsletter, etc. and will include the general time line of the Sprint, the included User Stories, and the deployment date
3. The testing schedule for each Sprint will be provide to the program area two weeks prior to the start of UAT
4. Training scheduling will be communicated to the program area staff one week prior to start of training
5. A deployment notification will be sent to the impacted users one week prior to the deployment
Daily Burn down Reports
Daily burn down reports will be provided to the Portfolio Manager and Product Owner.  These will include all work that was completed during the day from TFS and what work will be worked on the next day. Other reports/dashboards may be added as requested.
Definition of Done
For each Sprint, the team must achieve all core requirements of the Definition of Done. This definition document drives the quality of work and key elements across all user stories throughout the sprint cycle. 
Deployment tasks
1. Deployments will occur every other month and shall contain multiple sprints. 
2. Deployments will be scheduled at the start of the initial Sprint cycle and be added to the deployment calendar and the project site, where applicable
3. A deployment meeting will be held three days prior to a deployment
4. [bookmark: _GoBack]The service catalog will be updated at the end of each deployment cycle
Conflict Resolution
When a conflict arises that the project team cannot resolve the following steps will be followed.
1. The SCRUM Master will take the conflict to the Portfolio Manager and Product Business Owner 
2. If the Portfolio Manager or Product Owner is not able to resolve the conflict,  then a project steering committee will be convened to make a determination



Testing
	The following testing will be performed with each Sprint
	1. Unit
2. Integration
3. Security – See ITP-SEC005,  https://itcentral.pa.gov/Documents/itp_sec005.pdf
4. User Acceptance – This will be completed in conjunction with the program area, see the program area 
responsibilities for more information on this process





	Page 1
		

 


 


Page 


1


 


 


 


 


Appendix 


E


 


–


 


DOS SDLC


 


Introduction


 


The Department of State utilizes 


a hybrid version of 


SCRUM


 


as its primary development methodology.  


Every thirty days the development teams will complete a 


Sprint


, providing the fully function software at 


the end of each.  


Although 


SCRUM


 


standards employ a minimum viable product strategy, the 


Department is still 


migrating to that strategy. Current release strategies align with the 


Sprint


 


cycle. 


Every 


month,


 


the development teams will deploy a new release into production, which is cumulative of the 


Sprint


s during that time


-


period.  


 


Within the Department’s 


SCRUM


 


me


thodology, it currently complies with the definition of a Product 


Owner yet extends the duties of the 


SCRUM


 


Master to include some project management activities. 


Stakeholders currently include Department and some focus group representation, while users gro


ups 


may vary widely from county employees to the general public.


 


The following tasks must be completed for each object for it to be considered complete. 


 


·


 


User Stories


 


with complete definition and acceptance criteria


 


and estimates of effort


 


·


 


Architecture


 


wit


h any changes to current infrastructure, including data


 


·


 


Design


 


·


 


Development


 


·


 


Testing


 


o


 


Unit


 


o


 


Integration


 


o


 


Security


, including code scans


 


o


 


User Acceptance


 


·


 


Documentation


 


·


 


Training 


 


o


 


User training and/or materials for both internal and external audiences


 


o


 


Support 


training for help desk and other support staff


 


 


The current tool utilized for supporting the 


SCRUM


 


methodology is Microsoft’s Team Foundation Server 


(TFS), also a Commonwealth standard.


 


Daily 


SCRUM


 


Meetings


 


A 


Daily 


SCRUM


 


touchpoint 


meeting will be held wit


h the project team and an invitation will be extended 


to a program area representative, generally the 


Product Owner


 


and the 


SCRUM Master


.


 


1.


 


Meetings will be held in person, with webinar and conference call technology only being utilized 


in extenuating circum


stances


 




    Page  1         Appendix  E   –   DOS SDLC   Introduction   The Department of State utilizes  a hybrid version of  SCRUM   as its primary development methodology.   Every thirty days the development teams will complete a  Sprint , providing the fully function software at  the end of each.   Although  SCRUM   standards employ a minimum viable product strategy, the  Department is still  migrating to that strategy. Current release strategies align with the  Sprint   cycle.  Every  month,   the development teams will deploy a new release into production, which is cumulative of the  Sprint s during that time - period.     Within the Department’s  SCRUM   me thodology, it currently complies with the definition of a Product  Owner yet extends the duties of the  SCRUM   Master to include some project management activities.  Stakeholders currently include Department and some focus group representation, while users gro ups  may vary widely from county employees to the general public.   The following tasks must be completed for each object for it to be considered complete.       User Stories   with complete definition and acceptance criteria   and estimates of effort      Architecture   wit h any changes to current infrastructure, including data      Design      Development      Testing   o   Unit   o   Integration   o   Security , including code scans   o   User Acceptance      Documentation      Training    o   User training and/or materials for both internal and external audiences   o   Support  training for help desk and other support staff     The current tool utilized for supporting the  SCRUM   methodology is Microsoft’s Team Foundation Server  (TFS), also a Commonwealth standard.   Daily  SCRUM   Meetings   A  Daily  SCRUM   touchpoint  meeting will be held wit h the project team and an invitation will be extended  to a program area representative, generally the  Product Owner   and the  SCRUM Master .   1.   Meetings will be held in person, with webinar and conference call technology only being utilized  in extenuating circum stances  

