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Introduction








Many software developers are getting benefits from this emerging method and leaving the old waterfall project management, why is it doing so? Because they have realized that the Agile project management helps them cope and adapt to the sudden change.



Imagine a newly-established technology business, which is trying different new ways and solutions to sustain it but as the business sector is changing rapidly and fast, it is very tricky for the people to adapt to new ways and strategies.



Sometimes in some work-projects, it happens that you are trying ways to find a solution and when you finally are near to that solution, you find out that it won’t work and you have to go all the way back to find a new way or solution. In doing so, you will be met with too much workload, deadlines and increased cost.



Sometimes, in a very worst case, you will find out that by the time you are done with your work and are at the end of finishing it successfully, the situation has changed so much that your work/project now will be of no use or it won’t be relevant.



This book is all about the Agile Project Management which could be the method to cope with these problems and many other alike problems that Managers face during their projects.



Anyone would agree that consumers and customers want to have software of quality and on time but as the requirements can change rapidly and without giving any warnings, Agile Project Management allows Managers to provide fast and reliable status of the project so that they can work on the change quickly and provide better software.










Chapter 1 -- Introduction to Agile and Scrum
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What basically Agile Project Management and Scrum is, what are the some methodologies in Agile means and how it has come into being will be discussed in this chapter.



For those of you who are new to these terms, they might think that Agile and Scrum are interchangeably used terms, but they are different from one another.



Agile basically is the set of practices that is totally based on the principles and values that are mentioned in Agile Manifesto (which will be discussed later.) and includes principles like self-organization, collaborating and teams cross-functionality. Whereas, Scrum is the framework through which Agile is implemented.
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Agile was originally introduced in the software world but now it is the way to manage mostly any kind of projects. What it does is that it breaks down the big projects into smaller ones, making chunks which are called iteration and by the end of each iteration, something valuable is developed and then it is put into the world so that feedback can be gained from the users.



Traditional waterfall, another type of Project management, burdens the Project manager in a way that he will have to balance among cost, project scope, time, quality, reporting and adapting and adjusting to the change. What Agile Project Management does is it divides all these responsibilities in these roles:



	
Product Owner is the one handling the project goals


	
The ScrumMaster directs the team and removes hindrances so the team can carry on their task easily


	
Team Members are the ones handling the task assignment directly. Details of task management, its report and product’s quality control are mostly handled by them.





Scrum is the most important framework used by the Agile as its implementation is simple and has the quality of solving many problems that software developers face. A small team in scrum is directed by the ScrumMaster to remove all the hindrances so that the progress of project could be more efficient.



The team works in Sprints, meaning short two week cycles, although the members of the team are to be met daily for the evaluation of how much work has been done and if there are any obstacles that could affect the work and need to be cleared.







History of Agile Method



Agile Project Management is not something new, the ideas of Agile go back to the 1970s. It emerged as the reaction to the other approach of the Project Management, widely used at that time, known as Traditional Project Management.



There are two events that really helped in the emergence of this approach. One in 1986, when Takeuchi and Nonaka in one of their article discussed the way of developing products resembling a match of football.



The other event was in 2001 when the Agile Project Manifesto was created by the group of experts on software and projects, in which they briefed the points that led to their most successful projects.



So basically, the Agile Project Management is developed on the idea of Takeuchi and Nonaka and it follows the principles that are in Agile Project Manifesto.







Agile Methodologies



There are some terms of Agile that the layman will not be able to understand and he will not be able to comprehend its meaning. Some of the main words are:




 
 Iteration: Chunking the big projects into smaller units and a single unit is measured per week or in two weeks. In other words, it is the period of completing the one chunk/increment and gets on with the next one of the software or any other product.




 
 Planning Board: after iteration, stories are written down on a small paper and they are pinned on the board in prioritizing order. This board is used to see the progress of the Agile Project.




 
 Release: A package of software which is ready after the iterations are all highly reached.




 
 Stakeholder: The party which is interested in the product of Agile Project after its release but is not a member of the team producing it.




 
 Sprint: It is the Scrum term of iteration. It means same as iteration.



This was the brief idea regarding Agile Project Management and there is no official list of who uses it and who can use it. Many companies adopt this method of Project management but are mainly used by software developers.










Chapter 2 – Agile versus Traditional Project Management








As the title suggests, in this chapter, we will compare Agile Project management to the Traditional Project Management.



By now, you have an idea about what Agile Project management is but we haven’t discussed Traditional Project Management yet. In order to compare the both, we will first briefly talk about what the Traditional approach to the Project Management is.



Traditional Project management is also known as waterfall Project Management as it handles the projects in a linear way, going to the next thing after completing the first one.
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Like all Project Managements, Traditional/Waterfall Project Management needs to deliver on time and within a budget. It has six steps that it follows:



	
Initiation Phase: Everyone including manager and the team brain storms and lists everything that needs to be done before the finishing time


	
Planning and Design Phase: In this phase, it is made sure that the design that has been chosen meets the requirements of the product


	
Execution and Testing Phase: All the construction of the product happens in this phase, how the product is developing and if its meeting the required criteria or not, all are measured in this phase


	
Monitoring and Completion Phase: This is the most hectic phase in which a customer has to be made happy and for that new ways are to be discovered to improve the product





Now we will move forward to compare the Agile Project Management and Traditional Project Management.









	

Agile method



	

Traditional method






	

The teams supervise themselves; they can fulfil the deliverables as they like, keeping in mind all the rules of course.



	

Project manager must supervise the team members. They are provided schedules for work.






	

As the needs and other uses arises with time, the project requirements are developed due to which the final product might be different from that of predicted at the start.



	

The requirements for project are fixed before the project starts due to which issues may arise if the stakeholder asks for more or something different.






	

There is user testing and the feedback of customer which is both beneficial and somewhat energy-draining. Beneficial in a way that it feedback could be implemented and lessons from mistake could be learned and avoided and the final product could be better and according to the need of the customer but it requires a lot of labor work and if the customer is unresponsive, it will be difficult to manage.



	

It also includes feedback and testing but the difference is, at the end. When everything is final and designed and the product is in the market, only then the feedback comes. This can create problems after the release and then the fixes might be too expensive and there is a danger of public recalls as well.






	

The direction and scope of the project is assessed constantly. The course of direction can be changed any time to meet the customer’s and business’ needs. The only drawback of this is that it is then difficult to write business case in the beginning as the end product is unpredictable.



	

Teams work together to get the final product, which sometimes is possible after a year and sometimes, it is likely that customer’s demands changes or the project is no more relevant for the business.






	

The communication style is informal



	

The communication style is formal













Above is the side by side comparison between the two methods. Now by briefly discussing the advantages and disadvantages of the both, they can be compared.







Advantages of Waterfall Methodology




 
 This method emphasizes on a very careful record keeping due to which in future existing projects, these could be improved.




 
 The customers know what to expect at the end of the project. They will know about the time, price and a definite idea about what the product in the end will be capable of doing.




 
 As it has a strong documentation, if any employee wants to leave the project or any other problem arises for him, this will not have greater impact on the project.







Disadvantages of Waterfall Methodology




 
 As this method uses linear steps approach, if one step is completed then it can’t be changed.




 
 The waterfall methodology is dependent on the guidelines and outline given at the beginning of the project. If these are faulty in any way, the whole project will be a waste.




 
 If the guidelines are faulty or there is some kind of change that has to be made, the developer’s will have to start the project all the way from beginning which results in excessive workload.




 
 All the products are tested in the end. If there is some software related product and some bugs are found, but late, there is greater chance that codes that are written after it might be affected.




 
 If the customer’s needs changes and he demands certain changes in the product, the developer’s may take more time which will affect the budget and the product will come late as well.







Advantages of the Agile Methodology




 
 The Agile method is flexible as it allows changes to be made whenever the client asks for them.




 
 Features that can help in keeping up to date with your industry’s new developments can be easily added.




 
 Products are assessed after each sprint due to which a customer can provide his feedback and the team can get to their work accordingly.




 
 Due to the testing and evaluation of each sprint enables the team to find bugs if there are any which will save them from finding them at the end and ruining their project.




 
 The products are tested and evaluated with Agile so thoroughly that it’s more possible for the product to be launched in the market on its launching date.







Disadvantages of Agile Methodology



The project can be a different greatly to what was intended at the beginning of the project as it doesn’t comes with the definite and predictable plan.



Both the methods comes with their pros and cons, all you have to do is decide which method is right for you and in what context. If you think your project will face many changes and is unpredictable then Agile is the right option. And if you know exactly what kind of a thing you need at the end then you can choose either one.










Chapter 3 – Agile Manifesto








The Agile Manifesto is the basic core of the Agile Movement. Without Agile Manifesto, such fact developments of software would not be possible. Even outside the software development, Agile Methods are being adopted because of its ability to develop small chunks in the light of overall plan.



It is successful because it is Agile which means it is always adaptable to change.
 In 2001, the Agile Project Manifesto was created by the group of experts on software and projects, in which they briefed the points that led to their most successful projects.



In this chapter, we will discuss the four values and twelve principles that makes the Agile Method of Project Management so successful and which satisfies the customers and businesses.







Values of the Agile Manifesto



The Agile Manifesto is based on 4 core values and then 12 aiding principles leading the Agile method to the development of software.



	
Individuals and Interaction over Processes and Tools:
 The Agile Method gives importance to the communication of individuals rather than the tools or processes to get better results and end product. If there is less communication and more process or use of tools, the team will less likely respond to a change.





Hence, customer’s needs might not be met. When there is fluid interaction, there will be discussions whenever the need arises and so, the problems might be solved at once but when the focus is more on process, there are then scheduled communications/meetings and so the time might be wasted in order to wait for the scheduled time to come to discuss problems.



	
Working Software over Comprehensive Documentation:
 If you see the history, you will know that a lot of time was given solely to the documentation of the product and then the delivery of product was expected on time. The documentation would require all sorts of needs, specifications and product designs and much more.





The list would be so vast that it, sometimes, caused delays. Agile Method does not entirely eliminate the documentation of the product but it focuses more on working software than providing detailed documents. It gives the documents which provide an idea about the work that has to be end to make the end product.



	
Customer Collaboration over Contract Negotiation:
 During the negotiation time, the customer or client and the developer discuss all the details of how the product will be delivered and how and when can it be re-negotiated.





This all happens before the product’s working starts and then till the product/project is finally completed, the customer is not involved at all. While in Agile Method, the customer is as part of the team as all the other members. The customer might be involved in some intervals, this helps in making sure that the product meet all the necessary requirements that the customer needs.



	
Responding to Change over Following a Plan:
 In the Traditional Method, change is avoided at all costs as it is considered as an expense. There is a clear plan which has to be followed and no change is made during the course of development of product/project.





Whereas, in Agile, iterations are made so that if there is any change in the plan it can be made in the next iteration, hence, increasing the productivity. Agile considers change as an improvement to the product



These are the values of Angelo which allows the team to alter the process so that it can fit the team and not the other way around.







Twelve Principle of Agile Manifesto



The Twelve Agile Manifesto’s principle describes that how change is embraced and how the client is also a part and center of the work. These 12 principles are:




 
 Early and Continuous Software delivery: Clients are happy when they receive timely updates and working software at intervals rather than waiting for a definite period of time for the product to be released.




 
 Frequent Changes are accommodated: clients don’t have to wait for extra time so that changes can be made in the requirements or features.




 
 Working software persistent delivery: Because of the Scrum, teams work in software sprints that make sure to deliver working software regularly.




 
 Collaboration: There is frequent communication among the client and the team due to which better decisions are taken.




 
 Trust, Support and Motivation: There is trust among the team members, they support each other and as they get frequent feedback, they are always motivated due to which productivity increases.




 
 Face-to-face Interactions: All the team members work under same environment and together so there is face to face conversation due to which there is less likely to be any misunderstanding.




 
 Functional Software: Software that works and is functional is at the top priority and that can only be ensured if there is a positive response from the customer.




 
 Consistent development Pace: Through Agile there is a continual and consistent speed at which the team provides and maintains the working software.




 
 Attention to details: The team constantly looks for the changes in the requirements and needs that are to be made and then the design of the product is molded accordingly.




 
 Simplicity: Agile is simple in a way that it gets the job done at time and provide as much as needed for the moment.




 
 Self-organizing teams: All the team members are skilled and motivated and has the quality of taking accurate decisions. They communicate with other team members as well as to ensure and enhance the product quality.




 
 Self-improvement: Certain techniques of process improvement, self-improvement are adopted by the team members to work more effectively.










Chapter 4 – Top Agile Project Management Software








In 2015, it was predicted that Agile method will be the most popular method with IT projects and now that prediction has turned out to be true. Agile Method is not only adopted for the software development but also among other Project managers of different companies. And because of this popularity, Agile Project Management Software is competing more and more.
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These three points should be adopted by all the Agile teams to have the best software:



	
Agile reporting which includes all the necessary details about the time and work development. The report is easy to understand for the stakeholders and assures the quality.


	
Communication among the team members and the clients, taking regular feedbacks and assignments.


	
Looking for any hindrances and removing them, evaluating the performances of team members.





With these qualities in mind, this chapter is all about the Agile Project Management Software and their plus points and disadvantages, which are used widely nowadays.







ActiveCollab



For small businesses, this software will be great and affordable. As it is easy to use, the Project Managers do not have to worry about teaching how to use it to the team members. It has features of communication via emails and budgeting due to which a project manager can manage multiple projects through this software.
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Pros:



	
It has iOS apps


	
Intuitive


	
Clients can be billed directly through the app


	
It has the ability to restrict what a user can and cannot see





Cons:
 It has a column and timeline view instead of a board.







Agile Bench



Agile bench is simple to pick up and use by the user and it is flexible as well. It is the kind of software that has the tools to point out the problems in different projects. It also has a third host party integrations like BitBucket, Spreadsheet exporting and importing etc.
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Pros:



	
It has a messaging system that is instant and recorded


	
Recording interface that is gorgeous and in-depth





Cons:



	
Little expensive


	
There is no app for the mobile


	
Users permissions cannot be set









Agilo for Scrum



Agilo for Scrum should be used for the powerful communication as it updates the stakeholders about the progress of the project automatically and it also updates the team members about the latest changes made by the user via incoming activity panel. It also provides sprint reports.
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Pros:



	
A great communication tool


	
Very responsive


	
Easily affordable





Cons:



	
Cannot host more than one project at a time


	
Difficult to understand initially


	
There is no app for mobile









Pivotal Tracker



Pivotal Tracker is developed by the Pivotal Labs for those who are developers of web and mobile. Different projects can be assisted via this software at a time and great communication between the team members can be done through it. It is easy to use and it has a mobile app and it also offers tools for feedback.







TargetProgress



TargetProgress software calls itself as visual management software as it provides data presenting it on charts and spreadsheets so that project manager can pick them up any time he wants. It also offers solutions for each person of the project team. It is a gorgeous and unique in design which is great for companies.
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The only drawback of this software is that it is highly expensive.







Telerik TeamPlus



It offers tools for different projects. The most prominent quality of Telerik TeamPlus is its communication with the clients. The clients have separate portals where they give feedbacks and the team members can then take that feedback as quickly as possible and work on new iterations.
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Project managers make decision for their software by using feature of powerful reporting and analytical tools. It is the most impressive Agile software. The main drawback of this is it is highly expensive.







ZebraPlan



For software developers, it will be difficult to find a software that provides quality with low price so ZebraPlan is the best option for small teams that have to deal with big projects. Sprints are made by breaking down the task using this method.
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It has a dashboard view on which charts can be seen to keep the team in check and this software has some features like code review, KPI comparisons.



These software are just the main ones. There are many others that many software developers use according to their needs and demands.







VersionOne



It is the eighth most popular software that has been used by number of software developers. It is easy to learn and users can quickly understand how to drag and drop on the board and keep up with their team members.



Pros:
 It is very easy to use and good for the teams that are remote.



Cons:
 it has too much of features and is costly.










Chapter 5 – Getting Started by Implementing Scrum








We have discussed what Scrum is briefly before. Scrum is the heart of Agile Project Management. Since the early 1990s, this process is to manage many projects that are complex. The Scrum consists of various Scrum teams that uses some rules and they have different roles.



This chapter focuses on the whole process of how Scrum allows the developer to implement the Agile Method of Product Management. The main distinction of Scrum method from that of Waterfall method is iteration.



The development of the product is divided into several parts and at the end of each part, called Sprint, the product is provided to the client who in turns, gives feedback which helps in revealing the possible problems and the necessary changes to be made if needed.



There are some basic roles that are to in the Scrum:




 
 Product Owner is the one who takes care of the client’s interests.




 
 Scrum Master coordinates everything. The Scrum meetings are held by him.




 
 Scrum team includes all the members that develop the end product.



Following are the steps that Scrum consists of in development process.







Step 1: Product Backlog Creation



At first, the project begins with the meeting and this first meeting is comparatively is much longer than all the other ones as the Product/Project Backlog has to be created. Other than that the meeting goals are




 
 Overview about the whole project and its goals




 
 Teams that will be on the project




 
 Choosing a person to deal with the client




 
 Creating the product backlog




 
 Discussing what features to work on



Product Backlog is basically a list that contains elements that are to be implemented in the development process. Each item in is known as User Story, and is ordered by priority. Each item has a unique ID. The description of each item should contain:



	
User story’s importance


	
Overall capacity of the work


	
Working of the product





The Product backlog is not rigid, it is flexible. The features can be added to it later on if there are changes asked by the user or is in demand but that should only be done between the sprints, during the sprint nothing should be added.



After the list is filled, you can continue to the next step.







Step 2: Sprint Planning and Sprint Backlog



In this step, sprints are developed by the whole scrum team and you will have to plan the duration of your sprints.



You have two options, you can choose either. If the sprints are short, you will be able to get the feedback from the client more frequently and so the bugs will be fixed in time. On the other hand, if the sprints are longer, the team will work more thoroughly. Another thing that is important in this step is to see the coordination between stakeholder and the team members.



Next, the important user story from the product backlog is selected and it is decided by the team how to work on that task. The Sprint backlog are then created which consists on User Stories that are to be completed in that sprint. The time is assigned to all the stories and they all should be finished on time.







Step 3: Working on the Meetings



In this step, the actual work begins. Task board is usually used to track how much work has been done, on that there are large cards with the name of user story and on that sticky notes are attached with the single task on them needed to implement the story. When the task is started, it’s moved from ‘to do’ column to the ‘in progress’ and when it is completed it is moved to the ‘testing’ and from there to the ‘done’.
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Specialized software could also be used for this task. Another thing in this step is Scrum Meetings which are held every day and its goal is to know about the information regarding the work progress.



And in this meeting, every team member tells about the task that he has done and what problems he faced in doing so. There is ‘burn down chart’ as well which shows the tasks that are yet to be completed.







Step 4: Testing



The team members work to get the working product and that is assured by testing. The sprint review meeting is held in which the team members and the client all stands up for a meeting and they discuss all the features of the product and the work that has been completed is presented in front of everyone.



The product after every sprint is tested so that if there are any bugs found, they could be taken care of. And then the product is viewed and demonstrated by the stakeholders, he will then tell about the further changes that he wants in the product.







Step 5: Retrospective



In this step, the results are discussed and what are the ways that were adopted to achieve the current sprint and what were the problems faced while doing that are discussed. It should be concluded with what improvements could be made to produce better results and with that they should concentrate on the next planning.










Conclusion








Agile Management Project is a flexible approach based on the principles of Agile Manifesto which emerged in early 2000s. Communication is the key point of any success and that has been realized by project managers as well.



Agile focuses on adapting to the change and making a stakeholder part of the product development. At first, Agile Method was adopted by the software developers and it was formed by them but then it expanded to other fields and now many small business owners and companies are taking advantage by using it in their big projects.



What it does is break down the bigger projects into small chunks and by the completion of each chunk, they are tested and fixed if anything needs fixing and if there is some changing trend then you can simply make improvements and not go all the way to the beginning to start all over again and loosing time and cost as well as is usual in traditional Waterfall Method. Also, the clients are also part of the development as they are asked to give the feedbacks and on those feedbacks, whole product’s design and development is based.



Good planning assures the success of the project but planning does not necessarily means planning in sequence and at the start of the project like that in Waterfall method and sticking to it no matter how much it needs changing. Planning means if an obstacle arises then how to overcome it within the stipulated time and how to assure productivity.



Agile uses many frameworks but this guide focused mainly on the Scrum due to which the project is divided into small sprints/iteration and each sprint needs planning, execution, review and retrospection.



Agile Project Management might seem complicated but in reality, it really simples your life by providing you with better results. The product is released on time which saves a lot of money and as the team works together, the work is also better.
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