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AGILE AS A KEY CONCEPT FOR IMROVING BUSINESS AND COMPANIES MANAGEMENT IN
GENERAL

The article contains introductory information about main Agile frameworks such as Scrum and Kanban. It is also shown
how they could be implemented in different areas and not only in IT sphere. Comparison analysis is given based on the
deep research that was made during the real experience of using frameworks given. The effectiveness of concept

implementation is proven by real examples.
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B poboti BuKIamaerhest 6azoBa iHpopMmarmis mpo ocHOBHI (peiimBopku Agile, taki sk Scrum Tta Kanban. Hapawmi
peKoMeHAaIil 100 iXHHOTO BHUKOPHCTaHHS B Pi3HMX rany3sx B jgomnoBHeHHs 10 IT chepu. Crarrs Bkiodae B cebe
NOPIBHIOBAJILHUI aHai3 JIBOX KOHIETITIB, IO 0a3yeThCsl Ha pe3ysbTarax 0araThoX JOCITIIPKEHb Ta BJIACHOTO JOCBimy X

BUKOpHcTaHHs. HaBeseHi npuknaau 3actocyBanus kouienty Agile B 6i3Heci Ta moBeeHa HOro e(eKTHBHICTb.
KirouoBi cioBa:  ¢peiimBopk agile, Scrum, Kanban, ebextuHe ympasmiHHs, Oi3HEC, METOMONOTIS, €KOHOMiKa, THYYKICTb, yIPaBIiHHS
MIPOEKTaMU, OPIEHTALlisl Ha Pe3yJIbTaT.

B pabore m3maraercs 6a3oBas mH(opMamms o0 OCHOBHBIX (peiiMBopkax Agile, Takux kak Scrum u Kanban. [lanbt
peKoMeHIamuKu 00 MX MCIOJNB30BaHMU B PA3IMYHBIX OTpacisix, B pononHeHue K IT cdepe. Crarhst BKiIOYaeT B ceds
CPaBHUTEJILHBIN aHAJIN3 JBYX KOHLENTOB, OCHOBAHHBII HA PE3yJIbTAaTax pa3IMYHBIX HCCIECIOBAHMNA U COOCTBEHHOM OIBITE

WX UCTIONb30BaHus. [IprBeeHb! MprMepbl IPUMEHeHHs KoHienTa Agile B OuzHece u goka3aHa ero 3hheKTUBHOCTD.
KumoueBble cioBa: ¢peiimBopk agile, Scrum, Kanban, s¢dexrrBHOE ynpaBieHue, OU3HEC, METONOJOTHS, IKOHOMHKA, THOKOCTb, YIpaBIICHHE

MIPOEKTaMH, OPHEHTaLUsl Ha pe3ysIbTar.

Introduction:  Since 2000 year, Information
Technologies sphere has been sharply developed in
Ukraine. Nowadays we can surely say that our country has
a very strong IT sector which is considered as one of the
most profitable. As a result, many companies starts to
change current business needs, views and priorities to the
foreign management concepts. Business people see that IT
companies are organized in an extremely different way of
full freedom, absence of stable borders and strict rules. The
most unusual thing is that such policies work and show
their effectiveness. Nevertheless and unfortunately, most
industries simply are not ready for so valuable changes
even though such implementations can help the business to
go through the crisis, become more stable and profitable.
The article descries the Agile concept, provides with the
comparison analysis of two the most popular frameworks
such as Kanban and Scrum and shows how they could be
implemented in different industries besides the IT sector.
The relevance of the issue is also based on the unstable
economic situation that became even more noticeable
during the last two years. Practical implementation of
concepts described can help the business not only to stay
alive but even improve the profitability and make the
human resource of the company more faithful and affective.

The analysis of the latest researches and literature
shows that unfortunately Agile concept is mostly described
by foreign specialists and quite new for domestic
researchers. Popular foreign books are translated into
Russian though. For example Robert C. Martin and his
‘Agile Software Development, Principles, Patterns, and
Practices’ is tsranslated on many languages. ‘Scrum Guide’
— a ‘must’ for any Scrum Master - created by Jeff
Sutherland and Ken Schwaber, is one of the most popular
work in the world. It has plenty of publications. Let’s also
point out that Jeff Sutherland wrote a lot of best-sellers. His
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book ‘Scrum: A revolutionary approach to building teams,
beating deadlines and boosting productivity’ explains the
fundamentals of Scrum and Agile in general. ‘Leading
Changes’ by John P. Kotten is also very informative book
that will help to apply Agile framework in all areas. Let’s
also take a look at the noticeable domestic works. Wolfson
Boris and his book ‘Flexible development methodologies’
in a very simple way shows how to work according to
Scrum. Nevertheless, the analysis shows that most of these
books and works are directed to describe how to implement
Agile in the software development and doesn’t explain how
it works in other industries. Therefore, this issue is still
open.

The aim of the article is to describe how to
implement Agile in different spheres in order to improve
management effectiveness and business in general.

Method suggested to improve the business with the
help of Agile concept. Let’s shortly describe the key
principles of it.

Agile is a flexible, time boxed, iterative approach to
product/service delivery that provides project incrementally
from the start, instead of trying to deliver it all at once near
the end [1]. The key principles are:

- the highest priority is to satisfy the customer
through early and continuous delivery of valuable
product/service;

- welcoming changing requirements, even
Agile processes harness change for the customer's

- competitive advantage;

- delivering of working parts frequently, from a
couple of weeks to a couple of months, with a preference to
the shorter timescale;

- building projects around motivated individuals.

late.
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Giving them the environment and support they need, and
trusting them to get the job done;
the most efficient and effective method of
conveying information to and within a team is face-to-face
conversation;
simplicity - the art of maximizing the amount of
work not done - is essential;
at regular intervals, the team reflects on how to
become more effective then tunes and adjusts its behavior
accordingly.

It's clear that Agile concept is opposite to Waterfall,
where everything must be done strictly according to the
rules and basically, nothing can be changed. On the other
hand, Waterfall is less risky in some situations.

Let’s shortly sum up the main Agile idea. The
working environment should be flexible. Workers should
have clear vision and understanding of the product/service
provided. Teams should be rather small. The project must
be divided into equal parts that could show the result
(finish) of any process. At the end of each iteration, the
responsible person should check the work done and provide
the team with a feedback. Workers should share their
concerns and ideas how to improve working process. Based
on these ideas, the process should be adjusted. Improving —
is an important endless process.

Agile is quite complex and general concept that’s why
people started to separate its sub-frameworks. Let’s
consider two the most famous of them.

Scrum. According to the Scrum Guide, Scrum is a
framework that has been used to manage complex product
development since the early 1990s. Scrum is not a process
or a technique for building products; rather, it is a
framework within which you can employ various processes
and techniques [2 - from article].

The Scrum Team consists of a Product Owner, the
Development Team, and a Scrum Master. Scrum Teams are
self-organizing and cross-functional. Self-organizing teams
choose how best to accomplish their work, rather than
being directed by others outside the team. Cross-functional
teams have all competencies needed to accomplish the
work without depending on others not part of the team. The
team model in Scrum is designed to optimize flexibility,
creativity, and productivity [2].

Product Owner is an individual who presents interests
of the final consumer (end user) and is responsible for the
controlling of the project backlog.

Scrum Master often is a project manager who leads
Scrum meetings, coordinates all activities, solves arisen
problems and protects interests of the development team.

Scrum team is a group of 3-9 specialists who create a
product.

Another essential part of Scrum is a theory, connected
with the working process:

Sprint is a time interval for development of the
determined limited part of the project. Often its duration is
2-4 weeks.

Backlog is a list of all works (dairy for common use):
product backlog [a full list of all works needed for
the finished product];
sprint backlog [a list of works from the product
backlog for the nearest spring that is determined by the
team].

Sprint planning is a meeting of team, product owner
and scrum master where everybody discuss and define the
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priority of tasks for 1 sprint. As a result, the task list is
created. It must be done till the end of the sprint and can't
be changed.

Daily scrum is an everyday meeting for 15 minutes
where each person describes what he/she has done and what
is planned to be done today. So the purpose is to create a
plan for the nearest 24 hours and synchronize all activities
of the team.

A Sprint Review is held at the end of the Sprint to
inspect the Increment (the sum of all the Product Backlog
items completed during a Sprint) and adapt the Product
Backlog if needed. During the Sprint Review, the Scrum
Team and stakeholders collaborate about what was done in
the Sprint. Based on that and any changes to the Product
Backlog during the Sprint, attendees collaborate on the next
things that could be done to optimize value [2].

The Sprint Retrospective is a meeting where the team
discusses the last sprint and gives a feedback. It is a
possibility to identify problems and develop the plan for the
next sprint taking into account argued issues.

So how does the Scrum methodology work?

Firstly, the product owner and scrum master discuss
all requirements. They define product backlog, the timeline
of sprints and the sprint backlog for the nearest sprint. For
the simplifying of the development process and
transparency, the Scrum board can be created. On this
board at least 3 sections with tasks should be determined:
what has been done, what is being done and what plans to
be done. The priority can be shown with the help of color
stickers. The team members take the task. On the daily
scrums (meetings) of the team with a scrum master they
discuss the working progress. After 2-4 weeks the sprint
review is done. Once a month team gives feedbacks (sprint
retrospective). Finally, after all stages the result is delivered
to the customer.

Let us consider the Scrum implementation on the real
example.

The company "ABC" would like to organize a huge
event for its partners and journalists after 2 months. It hires
a firm "XYZ" for this purpose. The responsible person from
the "ABC" company is appointed an HR manager John
Smith. He deals with the representative of the firm "XYZ"
Avric Hops and his team of 7 event-managers. In this case:
product owner — HR manager John Smith;
scrum master — Aric Hops;
scrum company — appointed staff from "XYZ" (7
event-managers).

At the first general meeting (scrum planning) they
decide to report each 2 weeks (sprint) and define the scope
of work for the sprint (sprint backlog). During the meeting,
Hops describes that it is not possible to finish all tasks so
that the Smith defines those that have the highest priority
and the team begins to work on the product. One more
important issue that was also discussed in the meeting was
a full scope of work (product backlog). So that each party
knows exactly what should be done (transparency).

Kanban. Firstly this method was introduced by
‘Toyota’ company. They used this approach as a key
production system the main principle of which was to
deliver the exact amount of details needed for the specific
time. Not more and not less. They created Kanban cards
that were a key component. They signal the need to move
materials within a production facility or to move materials
from an outside supplier into the production facility. The
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kanban card is, in effect, a message that signals depletion of
product, parts, or inventory [3].

When received, the kanban triggers replenishment of
that product, part, or inventory. Consumption, therefore,
drives demand for more production, and the kanban card
signals demand for more product—so kanban cards help to
create a demand-driven system.

An example of a simple kanban system
implementation is a "three-bin system™ for the supplied
parts, where there is no in-house manufacturing. One bin is
on the factory floor (the initial demand point), one bin is in
the factory store (the inventory control point), and one bin
is at the supplier. The bins usually have a removable card
containing the product details and other relevant
information—the classic kanban card.

When the bin on the factory floor is empty (because
the parts in it were used up in a manufacturing process), the
empty bin and its kanban card are returned to the factory
store (the inventory control point). The factory store
replaces the empty bin on the factory floor with the full bin
from the factory store, which also contains a kanban card.
The factory store sends the empty bin with its kanban card
to the supplier. The supplier's full product bin, with its
kanban card, is delivered to the factory store; the supplier
keeps the empty bin. This is the final step in the process.
Thus, the process never runs out of product—and could be
described as a closed loop, in that it provides the exact
amount required, with only one spare bin so there is never
oversupply. This 'spare' bin allows for uncertainties in
supply, use, and transport in the inventory system. A good
kanban system calculates just enough kanban cards for each
product. Most factories that use kanban use the colored
board system.

Toyota has formulated six rules for the application of
Kanban [4]:

Later process picks up the number of items
indicated by the kanban at the earlier process.

Earlier process produces items in the quantity and
sequence indicated by the kanban.

No items are made or transported without a

kanban.

- Always attach a kanban to the goods.

Defective products are not sent on to the
subsequent process. The result is 100% defect-free goods.
Reducing the number of kanban increases the
sensitivity.

Nowadays Toyota experience is modified and
implemented in many different areas. Let’s briefly consider
how it works now.

Unlike the Scrum, Kanban has less limitations and
rules. Basically, this framework has only 3 attributes:
Visualize what you do today (workflow): seeing
all the items in context of each other can be very
informative
Limit the amount of work in progress (WIP): this
helps balance the flow-based approach so teams don’t start
too much work at once
Enhance flow: when something is finished, the
next highest thing from the full task list is pulled into play.

In order to visualize the workflow Kanban teams use
the Kanban Board and stickers that contains names of
responsible person for a specific task, the start date (when
this sticker was attached to the board), deadline (the critical
time when the task must be done), etc. As Kanban is an
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Agile framework, definitely each team could customize it
according to its needs.
The simplest dashboard looks like the Picture 1 below.

Todo Done

| l —

Picture 1 - Kanban Dashboard example

In progress

Since Kanban boards create a "picture” of the work,
the visual display makes it quicker and easier to understand
status and progress. These visual details are displayed in a
single place, minimizing the time spent tracking down
progress reports or sitting in status update meetings. The
Kanban board and cards represent a shared visual language
that team members and stakeholders can use to quickly
communicate high-value information in a way that is
frictionless and transparent.

Earlier the explanation how Kanban worked on
Toyota system was shown.

Let’s compare Scrum and Kanban.
comparison analysis is given [3].

Below the

Table 1 — Scrum vs Kanban

Kanban Scrum

Pre-defined roles of
Scrum master, Product
owner and team member

No prescribed roles

Continuous Delivery Timeboxed sprints

Work is pulled through
the system (single piece
flow)

Work is pulled through
the system in batches (the
sprint backlog)

Changes can be made at No changes allowed mid-

any time sprint
Cycle time Velocity
More  appropriate in More  appropriate  in

operational environments
with a high degree of

\variability in priority

situations where work can
be prioritized in batches
that can be left alone

According to this data it’s clear that Kanban can be
considered as more flexible methodology than Scrum as it has less
limitations and artifacts. The illustration bellow shows the
flexibility of each framework. Waterfall is given just for better
understanding.

Waterfall Scrum Kanban Do what you want
(Strict/defined/ (Flexible/sever  (Flexible, 3 (No lmitations)
many rules) al rules (<9} principals only)

o & & o o

v v v

Picture 2 — The straight line of flexibility

The picture illustrates that Scrum is much more flexible than
Waterfall meanwhile it is less flexible than Kanban. Nevertheless,
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both frameworks have their limitation so they can’t be considered
as uncontrolled (as the location of the point ‘Do what you want’
shows).

Conclusion. The economic situation in Ukraine shows that
companies should change their direction of management as the old
one doesn’t work anymore. Foreign concept Agile described,
illustrates that flexibility, freedom and only several principals can
increase the effectiveness significantly.

To sum up let’s emphasize Agile advantages:

- high product/service quality (regular checkups, frequent
feedback, etc.);

- high customer satisfaction (client is able to control
everything and can make adjustments asap);

- higher project control (each phase can be observed,
everything is clear and transparent);

- faster ROI (iterations allow customer to get the work
done faster so he/she pays according to each iteration);

- low risks (the shorter iteration — the lower risk).

Statements above are applicable for both framework Scrum

Ne 1(1) 2017

«E-CONOMICS»

and Kanban. What is better to use depends on the particular
situation/project/company so there is no sense to make any
conclusions. The effectiveness of both is proven as well as
possibility to apply them not only in IT sector.
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