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Course Creator: Richard Hundhausen

« President of Accentient
« Author of software development books
« First Microsoft TFS/ALM/DevOps MVP
« Professional Scrum Developer
e Professional Scrum Trainer

« Co-creator of Nexus scaled Scrum
e richard@accentient.com
e @rhundhausen

Prerequisites

o Famili velopment lifecycle
o Famili velopment
o Familiar

iliar ure DevOps/VSTS/TES

Copyright (c) 2020 Accentient, Inc. ADSvcs | 2020.2

Page 2



Kanban Team Formation

« Form into teams of five (5) members or less

-Kanban/Agile experts
-Azure Boards experts

- Architecture/design experts
-Programming experts
—Testing experts

« Co-locate your team
« Name your team

« Make sure experts aren't all on the same team$

Introductions

/Agile Experience
VSTS/TES experience
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Course Overview

« This course shows you how to configure and us
Boards to effectively practice Kanban and achi

-Kanban theory, principles, and practices
-Defining workflow

-Visualizing work

-Limiting work in progress (WIP)
-Actively managing WIP
-Inspecting, adapting, and improw

ure
flow

Course Backlo

1. Introduction to Kanban

Wity WIP limits
Flow
etrics and analytics

, adapting, and improving flow

anaging
- Flow-ba
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Our Azure DevOps Services Environment

« We will be using a shared instance of Azure Dey,

« Each team will ...
-Be collocated (if possible)
-Have its own team project
-Collaborate on all work in this class
« Each team member will ...
-Need a Microsoft Account

Our Case Stu

, in a shared instance of Azure DevOps Services

Azure Boards can support Kanban and help a team
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Schedule and Logistics

 Lunch

~Flexible (we'll try for 11:30 to noon)
« Breaks

-Mid-morning and mid-afternoon
« Labs

-All labs are breaks too!

Collaborating

ities Tor collaboration in this course
performed by one team member

with an appropriate icon ...

he team can self-organize and execute the task however they decide
y the “leader” should execute this task

Oy the “followers” (not the leader) should execute this task
Everyone on the team should execute this task

Everyone on the team should execute this task (working in pairs)
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Practicing Kanban
Using Azure Boards

Module 2
Visualizing t

Module Backl
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Visualizing the Workflow

« Teams have a high-level routine for producing f

improvements
Take an item
from the Specify work Implement it Validate it
backlog

e For teams with formal methods, comple
who follow standards (governa
may have multiple steps withi

e Kanban Boara
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The Kanban Board

« Knowledge work is invisible, therefore it's necessary to
workflow using a Kanban board

» The board can visualize
the work as well as the
workflow

alize t

The Kanban
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The Azure Boards Kanban Board

A Kanban Boa

irements, are sprint-independent,
w chart for monitoring progress
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A Kanban Board Can Contain Task Checklists

« Task checklists provide an
easy and visual way to
track the work details of
an item on the board

« Tasks can be ...

-Created directly from the
Kanban board

—-Reordered and/or
reparented via drag and drop

-Marked as done by simply ci{ed

A Kanban Boa N Inline Tests

es, a test plan and test suite(s)
cally created

t need a Basic + Test Plans license
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Defining the Workflo

Step 1. Choos

Kanban board for a process with no clear flow
cred activities
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Step 2: Map Each Step

« As a team, identify and understand each step
-Maybe start by defining the users/players

« Pay attention to when a work item changes han
~This will define the board columns

e Identify any (potential) bottlenecks

- These could be steps where there is a grea
lack of people (resources), or somege

o Tip: Don't try to improve, Q
this point. That will come lat

Tip: Include O hat Your Team Does
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Tip: Combine Steps as Needed

« If two sequential steps are usually performed by,
person, combine them

-Example: Writing code + writing unit tests + leading
may become a single “Implement” step

« Once work is flowing smoothly, revisit
quality and/or throughput can bed

Step 3: Create

Analyze Develop Test Done
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Tip: Keep it simple

or "Code it", "Design it”,
“Build it", “Create it",
“Construct it”, "Make it"

Validate it

Implement it

« Although you want to start with what you do ng

ear starting and finishing column
leftmost) column for WIP
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Get the
order

. —_— to

customer

What would your workflow look like? @T >

MIN

rkflow for writing a blog post ...

? —— <+ —— Published
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Mapping Your Team’s Flow in Azure Boards

« By default, the Kanban board displays one column for

- The actual columns vary based on the project’s process
- Your team's workflow stages will most likely be different

« After identifying the stages of the workflo cess, they can be
mapped to the Kanban board as columns

M3Ing Policies Explicit
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Make Policies Explicit

» Explicit policies are a way of articulating and defj
process that goes beyond the basic workflow

-Making workflow and policies transparent enables th
tune their process using experiments

« Examples
-WIP limits
-Capacity allocation and balancing
- Definition of “Done”

« Note: Different classes of se

policies

Policies: Exam

St policies (for selecting new work when
ailable)

e (a.k.a. swimlanes)
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Definition of “Done”

« Teams should record the processes and standar
to follow and make them readily accessible

-This is called a definition of “Done”
e Fach WIP column can have its own definition of “Do

-Before a work item is moved from that calumn, its definition
"“Done” must be met (a.k.a. “pull criteria”)

Definition of *

Before work starts on a new user story

v’ Customer

v’ Acceptance &

Testing complete, ready for release

v’ Dependencie
v’ Feature has beé

ording to our standards

v’ Passes unit and system tests.

v’ Related tasks closed (remaining hours

set to zero)

air programmed or peer reviewed
builds without errors or warnings

v’ Acceptance tests are written and pass

v Regression tests are green

¥ No known failures

v Sufficient exploratory testing has been
performed

v Release note has been written

N\

/

User Story Development

User Story Testing/ Released

rogress

r Story Pre})qration
k]

Done

In Progress Done

In Progress Do%
\d

)

) )

) )
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Configure Definition of “Done” in Azure Boar

« Definition of "done” criteria can be specified for each
- Markdown is supported
- Cannot be specified on non WIP
(leftmost or rightmost) columns
« At any time, team members
can check that they have met
the criteria by selecting the
information tooltip info icon

Visit http://bit.1y /9 information

Classes of Ser

Expedite

current urgency but likely to change significantly in the future
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Standard Class of Service

« A normal work item that represents a customer
-This could be a Product Backlog Iltem (PBI) or user
« This class has no timelines
-Consider a FIFO (First In, First Out) principle for this class

VIC

Expedite Class
* The highest priorit

/
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Fixed Date Class of Service

« A normal work item that has a deadline

-This could be a Product Backlog Item (PBI) or use
be completed by a defined date

» These work items can flow in parallel with standard
service work

tha st

of

Intangible Cla
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What classes of service does your team offer?

Expedite? Fixed date? Intangible? Other:

About what percent
work fit into these class

Configure Swi

2 a5 well as
in the lane

en to a single
collapsing the others

Visit http://bit.1ly/2Swi@Bb for more information
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Filtering the Kanban Board

« For some teams and projects, a large number o
can crowd the Kanban board
« Filters allow you to choose what work items are

-Keyword, work item types, assigned to, tags, iteration, are
parent work items

Visit http://bit.1ly Information

ctrl+shift+up | Move item to
swimlane above

ctri+shift+down | Move item to
swimlane below

f2 | Rename item

Add new item

€ | Show/hide empty
fields

0 | Expand all swimlanes

Filter results

Move item up

) u | Collapse all

ove item down swimlanes

shift+pageup = Select first/next
swimlane above

Move item right shift+pagedown | Select last/next

) swimlane below
Move item to top of

column
Move item to
bottom of column
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Page 24



Module Retrospective

What have we learned in this module?

« A Kanban board is a tool to visualize a workflow
-Ideally the workflow allows multiple people/teams to colla

30
Minutes
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N4

b jsualizing the
rkflow

Pra ing Kanban

g Azure Boards
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LAB OVERVIEW

In this lab your team will use define and visualize your workflow using Azure Boards.
Estimated time to complete this lab: 30 minutes

Task Execution

The team can self-organize and execute the task ho
Only the “leader” should execute this task
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Tip: Look for the “leader

2

ensure that the “follower

Teams of One

) o

and none of the “follower on for students learning remotely.
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EXERCISE 1 - REVIEW THE DEFAULT KANBAN BOARD

Task: Review the Default Kanban Board s or u
In this task each team member, or pair of team members, will review the default Ka

Navigate to the Green team’s Backlog on the Boards hub.

This page shows you a one-dimensional list of work items. A team can use this view t
and prioritize its work, but it’s more difficult to see work items by workflow state.

Click View as Board.

This takes you to the Kanban board, which a team can use to view date work status,

especially when employing Kanban methods.

For more information on backlogs and boards, vis

What are the current columns?

Collapse the leftmost New column by clicking it
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http://bit.ly/2VrXXWJ

9. Close the work item window.
10. Change the keyword filter to security.

How many cards (work items) are displayed now?

These work items contain a Security tag. Tags are displayed by default on the Kan
11. Clear the keyword filter.
12. In the Tags filter dropdown, select Security.

Do you see the Security tagged cards (work items) again?

You can also filter by work item types, assignment, ite ork item

13. Clear all filters.

You can easily do this by clicking X to the rig lear and dis

Task: Assign Work Items to
In this task your team will collaborate an of cards (work items) to each team
member using the Live Update feature to esh the page as information

changes.

1. Ensurethateacht

2.
This see as many work items as possible. When you are
done, ya@

3. Asateam, i enly as possible between the team members or pairs of team

members.

This featur | automatically refresh your Kanban board when changes occur. As one team
member es the board, other team members will see those updates in real time as they occur
withou g to press F5 to refresh the browser.
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10. Verify that all of the ca

Click on one of your work items.
In the work item window, click Unassigned and select your name.

If your name is not in the dropdown, you may have to search for it first. It shou
appear in the dropdown.

Click & Save & Close.
You should now see your name and avatar on that work item.

For your next work item, click on the Unassigned directly on t and select your name.
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Task: Size Each Work Item s or & &
In this task each team member, or pair of team members, will assign a story point value to

work items.

Note: Sizing items in Kanban is an optional practice. We are only doing this task to
the tool and not to suggest that a Kanban team must size/estimate their work items:

1. Click on one of your work items.
2. Quickly decide, on your own or with a colleague, if this is a small, medium, or large piece of

3. Inthe Effort field, enter a 2, 5, or 13 respectively:

e Small=2
e Medium=5
e large=13

Effort (typically story points) are a relative
work item. Most Agile methods recommend t
the estimate based on relatively-size
Try to have some variety in your est
4. Click # Save & Close.
You should now see i rk item.

5. For your next work ite Id and enter your size directly on the card.

mployes search

have to expand the card first to find the field.

ove steps until you’ve sized all of your work items.
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Task: Style the Cards m &

In this task one team member will add a coloring style based on a tag.

Note: Kanban board customization is a team-based setting, not an individual setting.
the team needs to make these changes and only Team Administrators or Project A
allowed to configure the board.

Who will be performing this task?

1.

ne person

Click the 2 Configure team settings icon at the top.

Under General, click Working with bugs, and confirm that Bug
boards.

t managed on backlogs an

As our backlog does not contain any bugs, we can a
was configured by the PowerShell script previou

Name the rule Security, select a light re d add a criterion where Tags ...
Contains ... Security.

Rule name

Mame = Security

Styling

Select your style choices.
Card color

Titlestyle 4 B T

Rule
Your

Il work items that mafs ses of your custom criteria.

on the team press F5.

n’t detect this change. Now anyone looking at the board can quickly see which items
security related. Also, we probably didn’t need to configure a style and a tag color, but

Copyright (c) 2020 Accentient, Inc. ADSvcs | 2020.2 Page 7



Task: Add a Task Checklist (Optional) s or & s

In this task each team member, or pair of team members, will add a task checklist to a wor

Kanban board.

With task checklists, your team can gain visibility into which tasks are still to be co
that are done per item on the board. Task checklists provide a quick and easy way t
work which are important to support completing a backlog item.

Note: Using task checklists is an optional practice in Kanban.

1. On one of your work items, click the ... (more options) menu,

lect Add Task.

2. Add one task from this li

Pesign form

Copyright (c) 2020 Accentient, Inc.
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3. Repeat the above steps, adding 2-3 more tasks.

Feel free to make up your own tasks as well. When you are done, you should see yo
visible on the card:

MNew <

Mew item /O

E 4658 Customer search
! Richard Hundhausen 5
State o New

0/4

+ Add Task

([ Create acceptance tests
g Design form
g Code form
d

Run acceptance tests

ecked-off. Also, new tasks can
once the card enters the

As the card moves through the workflo
be added. For example, the acceptance
“testing” column.

Can tasks be reorder

drag-and-drop tasks or reorder and reparent tasks.

to collapse or expand the task checklist.
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Task: Add an Inline Test (Optional) s or & s
In this task each team member, or pair of team members, will add an inline test case to a

the Kanban board.

Similar to task checklists, you can also quickly define inline tests, or a set of manu
the Kanban board. You can also run tests and update their status directly from the

Note: Using inline tests is an optional practice in Kanban.

1. Click the £ Configure team settings icon at the top.

2. Under Cards, click Annotations, and confirm that Tests are en

If tests are not enabled, have one person on your tea
available, have one person on your team ensure the

3. Under Cards, click Tests, and review the setting

By default, when a new test is created, a ne behind the scenes for the item.
This capability does not require more
Note: If the Create new plan using ard option is not selected, have

someone on your team select it.

5. On one of your wo and select Add Test and then create

three inline tests:

o Verify functionalit
erify perf

our'inline tests visible on the card, like this:

Copyright (c) 2020 Accentient, Inc. ADSvcs | 2020.2 Page 10



6. Click the Verify functionality test.

Test are persisted as Test Case work items behind the scenes. Here you can specify a
information, such as summary and steps (for manual tests). Test cases can also be
automated tests. See http://bit.1y/38SZzAn for more information.

lated with

7. Close the work item form.
8. Reorder the inline tests.

9. Drag a test to another card.
10. Holding the Ctrl key down, drag the test back to the original card.

This will make a copy of the inline test.

11. From the ... (more options) next to Verify fu
This is a quick way to show thata s thout having to run the test. Some
teams may just use these inline tes ’ tionality as it gets added. Other teams
12. Go to the Test Plans page on the Test PI

As you can see, tes i tically for you behind the scenes. Test
case management u i d the scope of this course.

13. Return to the Green Team

Copyright (c) 2020 Accentient, Inc. ADSvcs | 2020.2 Page 11
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EXERCISE 2 - CUSTOMIZE THE KANBAN BOARD

Task: Rename Existing Kanban Columns & & &
In this task one team member will rename the leftmost and rightmost columns.

Note: Kanban board customization is a team-based setting, not an individual settin one pe
the team needs to make these changes and only Team Administrators or Project Admi
allowed to configure the board.

Who will be performing this task?

1. If necessary, navigate to the Board view of the Green Team’s ba

What is the name of the leftmost column? Rightmost cg

4.
5.

What is the State

The state is still New. Re rename the work item state that it maps to.
6. vork item.
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Task: Explore the Column and State Mappings s s s
In this task your team will collaborate to explore the columns and state mapping relationshi

1. If necessary, navigate to the Board view of the Green Team’s backlog and refresh
You should see the new column names for the leftmost and rightmost column

2. Have someone on your team drag a work item to the Approved column, drag a wor
Committed column, and drag a work item to the Released column.

You should now have at least one work item in each column, like,in this example:

Backlog < Approved 1/3 Committed Released
New item /O E 408 Remember login E 407 Employee search E 406 Customer search
E 409 Twitter feed 3 o
& Dieter 2 S -
o -
Stste o New

3. Click View as Backlog.

Because of our customization earli tate and Board Column fields listed.

4,
5. Click
6. Gotothe

anage the board columns. Each one is on its own tab.

1ge the name, WIP limit, split behavior, state mapping, and definition of done.
ou will be omizing these columns in an upcoming task.

8. Click Ca

ork items back to the Backlog (leftmost) column.
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Task: Explore Reordering Options = s s
In this task your team will explore the two behaviors that are available when reordering w

Note: Kanban card reordering configuration is a team-based setting, not an individual
person on the team needs to make these changes. Only Team Administrators or Pr,
are allowed to configure the Kanban board.

1. If necessary, navigate to the Board view of the Green Team's backlog and refresh the
2. Ensure that all work items are in the Backlog (leftmost) column.

Write down the IDs of the first (5) work items:

3. Click the % Configure team settings icon at the top.

4. Go to the Board > Card reordering page.

Which reorder behavior is currently set (top

on the team return to the Boards view and drag all work items to the Backlog
ng the original order.

t, the IDs of the first (5) work items should match what was written down on the
s page. This will be the same on the Boards view and Backlogs view.
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9. Have one person on your team click the & Configure team settings icon, go to the Board >
reordering page, select the bottom Work items follow the backlog order when changi
option, and then click Save and close.

10. Have someone on the team make the following changes ...

e Drag the work item in 2" position to the Committed column
e Drag the work item in 3™ position to the Approved column
e Drag the work item in 5% position to the Committed column

11. Go to the Backlog view and refresh the page.

Are the first (5) work items in the same order?

Because of the reordering setting, the backlog orde

Which option do you and your team prefer?

12. Have someone on the team return to the B iewand d

column, ensuring the original order.

work items to the Backlog

13. Ensure that the Card reordering o ems reorder when changing columns,

and the backlog reflects the new or

In this task one team ini s and create additional ones.

n Team’s backlog.

r columns: Backlog, Develop, Test, and Released.
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6. With the Backlog tab selected, click add a new Column.
This will add the column to the right of Backlog.

7. Name the column Refine, set the WIP limit to 0, and select the Approved state
Backlog Item.

e Product

8. Go to the Develop tab, set the WI
Backlog Item.

Commiitted state for the Product

9. Gotothe Test tab, set the WIP limit to
10. Click Save and close

11. Have your teammates iew the new Kanban columns.
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EXERCISE 3 - MAKE POLICIES EXPLICIT

Task: Enter Definitions of Done (DoD) = s u
In this task your team will collaborate and enter the definition of done for the followi

Refine Develop
- Customer’s needs are - Code complete, commented, - Acceptance te
understood and styled according to standards | pass
- Acceptance criteria adequately - Code pair programmed or peer - Regression tests pass
defined reviewed - No known failures
- Dependencies have been - Code builds without errors or, - Sufficient exploratory testin
identified warnings been performed
- Item has been sized - Passes unit and system tests
Team member: Team member:

1. Determine who will enter each definition of do
2. Click the % Configure team settings icon at

3. Go to the Board > Columns page.

Note: If you experience member make their changes one at a time.

s in the Refine, Develop, and Test columns.

inition of “Done” for that column.

0 Develop @

€ any necessary corrections.
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EXERCISE 4 - IMPLEMENT ADDITIONAL CLASSES OF SERVICE

Task: Add Swimlanes to the Kanban Board s s s
By adding swimlanes to the Kanban board, you can also visualize the status of work t
different classes of service, as well as any other dimension that supports your tra

In this task your team will collaborate to add additional swimlanes to the Kanban boar
1. If necessary, navigate to the Board view of the Green Team’s backlog and refresh the pa

2. Determine which team member(s) will create the following swi

e Expedite
e Intangible
e Blocked

0 Released <

~ Intangible

k is work that may not deliver immediate business value but still needs to be done
technical debt, upgrade database server, documentation, etc.)
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