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The Agile Drupalist

Methodologies & Techniques for
Running Effective Drupal Projects

By Adrian “AJ” Jones (Canuckaholic)
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Introductions

User Experience Designer. Business Analyst. Content Strategist.
Information Architect. Interaction Designer.

Passionate about making better digital experiences.

My Experience in Agile:
Certified Scrum Product Owner
Have worked on large-scale, big-budget Agile projects:
Kobo Instant Reader HTML5 App
New York State Education Department
Stanford University School of Engineering
Masters degree in Interactive Arts & Technology, where | was first introduced to the

Agile philosophy.
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Who Are You?

Web Dev?

Front-end Dev?
Back-end Dev?

Drupal Dev?

Web Designer?
Information Architect?
Business Analyst?

UX Designer?

Project Manager?

All of the above?
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The Iron Triangle

Of Project Management

Okay... Let's see how much we know...
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The 3 Points of the Iron Triangle Are:

Scope/Features/Functionality

Budget/Resources

Time/Schedule
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How | Would Draw It...

WATERFALL AGILE

Scope Resources Schedule

QUALITY
DRIVEN

PLAN
DRIVEN

Schedule Resources Scope
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Some Traps

WATERFALL AGILE
Scope Resources Schedule
-------------- FIXED --------------
QUALITY
DRIVEN
PLAN
DRIVEN
------------ ESTIMATED ------------~-
Schedule Resources Scope
Scope
Costj_____,..p\Schedule Scope Schedule
-------------- FIXED == -=-==-=-=-=--=---
"SNOW CONE" "Just Get It
TRIANGLE Done!"
TRAP
TRAPS!
--------------------- ESTIMATED ----------------------

Resources Resources



What is “Agile’?

Agile (capital "A") is a philosophy. It's a way of thinking.

“Agile software development is a group of software development
methods based on iterative and incremental development, where
requirements and solutions evolve through collaboration between selt-
organizing, cross-functional teams.” (Wikipedia)

Scrum is an example of a methodology under the Agile philosophy of
software development.
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The Scrum Process

Standup. Groom. Plan. Demo. Release.

SCRUM

DAI

ﬁ' g

Daily Scrum (max 15mins)

- What I've done since the last Scrum meeting 24H
-What | plan to do next

- Issues | have that | need help resolving

Product Backlog Sprint Backlog
Prioritized features User Stories committed
to for sprint Potentially

desired by client

2 WEEKS Shippable Product
Increment

h N

\{
- \J

Sprint Planning Demo and Release
- Review user stories Retrospective
- Estimate story points - Accept/Reject stories
- Commit to stories - Discuss what is working and
what could be improved

Backlog Grooming
- Further define User
Stories

- Priontize stories

- Break down epics



Why be Agile? sssssssssssssssssss

What are the benefits and why should | bother?

Because...

I[L0OKED/AT,YOURWEBSITE'S

ITWAS/AWEUL




Why be Agile? R —

What are the benefits and why should | bother?

Because research shows that you have a greater chance of
success with Agile methods.

Waterfall Agile

¥)h
517 % Successful

45 Challenged
B Failed

Source: The CHAOS Manifesto, The Standish Group, 2012.



Why be Agile? EOILBING/ASMARYER WD

Some Reasons to go Agile:
Easier, and less costly, to adapt to change
Often better than Waterfall at managing risk
Necessitates more involvement from stakeholders
Developers feel more ownership. Empowered.
Better chance of building something useful

Quality-driven focus

This is relevant
../ tomyinterests

Greater transparency. Visibility.
Quicker feedback from end-users

It's actually kind of fun!
n?
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The Agile Drupalist S ———

Okay all this theory is well and good, but how does this apply to Drupal
development?

Drupal Strengths for Agile Development:
Contrib modules help developers respond to changing requirements
Drupal is a good tool for HTML prototyping
Drupal works well with versioning (e.g. Git) and Continuous Integration (e.g.

Jenkins), both of which are great for Agile development.
n?
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An important point to note is that most often a (medium to large) Drupal

website is going to be built by a web services agency.

A Typical Agency Project Life Cycle:
Information Discovery
Requirements Analysis & Information Architecture
Design
Development
Content Creation (i.e. adding content to the site)
Quality Assurance
Deployment/Launch

Maintenance
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The Truth

f you are an agency...
and you are developing in Drupal...

pure Agile is probably not the best option.
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Scrumfall

No, it’s not the title of the next James Bond movie...

Scrumfall is a “hybrid” of Waterfall and Scrum methodologies, often
employed when there needs to be more certainty around the
project scope.

SCRUM(all

Water... SCRUM ...Fall

Daily Standup
Requirements Analysis Iterative development Max 15mins Controlled
Project Planning production
UX Design release
Information Architecture 24H

| 2

- ‘Mm
\/ \/ \J
Product Backlog Sprint Backlog Release
Prioritized features User stories committed
desired by client to for sprint
SPRINT "SHIPPABLE
BACKLOG BACKLOG

PRODUCT
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Information Discovery

Documenting: Iterating:

* Project plan « Brainstorming

« Business requirements « High-level requirements (i.e.
« Schedule vision, mission statement)

» Risk analysis  Elevator pitch

« Scope definition « Product box




Requirements Analysis

BUILDING A SMARTER WEB

Documenting:

« Functional requirements

« Content Types

« Taxonomy

« Sitemap
« Non-functional requirements
* User requirements

» Roles & Permissions

Iterating:

« Low fidelity wireframes
« Paper prototypes
 Affinity diagramming

« Use Cases

« Process Flow Diagrams
- UML Models
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Waterfall Tasks Agile Tasks

Documenting: Iterating:

« Style and branding guide « Higher fidelity wireframes

» Visual mockups including responsive layouts

 Interactive designs
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Development

BUILDING A SMARTER WEB

Limited:

 Building the initial architecture
and infrastructure.

« Maybe some of the
groundwork for the high-level

functional requirements.

« Be careful of changing Content
Types or Vocabularies!

Breaking down epics into user
stories.

Building out all the site
features, modules, functionality
in sprints by completing user
stories.

Using the Features module to
get things (i.e. entities) out of
the database and into code so
it can be versioned (e.g. Git).
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Content Creation

Waterfall Tasks Agile Tasks
« Deciding at a high level what « Adding the actual content
kind of content is going to be during sprints as features are

added to the site. developed.




Quality Assurance

BUILDING A SMARTER WEB

Matching finished site or site
components with the
functional requirements and
overarching architecture.
Regression testing.

Each user story should go
through its own set of QA tests
to satisfy the Definition of
Done.

Product Owner reviews
Acceptance Criteria and
accepts or rejects user stories.
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Deployment/Launch

Waterfall Tasks Agile Tasks

e Checklist for launch. * Not as effective.
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Maintenance

Waterfall Tasks Agile Tasks

« No preference. « No preference.




Putting It All Together

IMPORTANT: ALL ACTIVITIES AND DELIVERABLES ARE AS NEEDED, MEANING DON'T DO THEM IF THE PROJECT DOESN'T NEED THEM!

LIFE CYCLE PHASES

INFORMATION
DISCOVERY

REQUIREMENTS

ANALYSIS & 1A

DEVELOPMENT

ASSURANCE

DEPLOYMENT/

LAUNCH

MAINTENANCE

WATERFALL ACTIVITIES

Project
Planning
Schedule Risk Analysis
Scope
Definition

Business
Requirements

Functional
Requirements

User Roles &
Permissions

Non-

Content
Types functional
Requirements
Taxonomy

Sitemap Technical

Design

Define Style & S —
Branding e
Guidelines

Build the Initial

Technical Architecture
&Infastructure

Match Completed

Features with Regression Tests
Functional
Requirements

Checklist for
Launch

AGILE (SCRUM) ACTIVITIES

ow Fidelity
Wireframes =
Prototypes

Process Flow
Diagrams
m Responsive

Layouts

Break Down
Epics into User
Stories

Work on
Completing
user Stories

Create and/or
Migrate Site
Content

User stories Go.
Through QA to Pass
the Definition of Done.

Product Owner
Accepts/Rejects

Maintenance
Tasks

ROLES INVOLVED

= 8

Business Analyst
Project Manager

UX Designer

= &

Business Analyst Project Manager
&E’ shinde
UX Designer DevlLead
UX Designer &
‘Graphic Designer
Project Manager
Client Product Owner
Business Analyst/ Project Manager/
Product Owner Scrum Master
S o
DevLead Developer(s)

Content Creator(s)

Client Project Manager

Developer(s)

BUILDING A SMARTER WEB

DELIVERABLES

Project Plan

Business
Requirements
Document

Products of

WATER...

Activies, eg.
wireframes

System
Requirements
Document

Functional
Requirements

Non-
functional
Requirements Design
Document

Requirements

Products of both the
Waterfall and Agile
Activities

SCRUM

Potentially Shippable
Product Increments

Completed
Site Launch

...FALL
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" Things to Consider

To Scrum, or not to Scrum, that is the question

« Fixed budget? Fixed scope? You might want to be more Waterfall-ish.

« Is there uncertainty and the end goal isn't clear at the start? Is there a
high likelihood of changing requirements? Agile can often get you a
better result.

Unknown

Business
Requirements

Agile

Waterfall

Known

Unknown
Technology Solution



Real World Case Study

Redesigning Stanford University's School of Engineering
website...

Stanford University SUNetLogin

Quick Links Info For..  Departments

Stanford | ENGINEERING e e

About Research & Faculty Admissions Education Partnerships

New
Multidisciplinary

Degree v
Stanford to offer joint Computer Science
MS/MBA degree program.
| 2
° e
ENGINEERING NEWS TRAIN LIKE AN ASTRONAUT:

COUNTDOWN TO LIFTOFF

| Waste-Powered Microbes

s’i Stanford scientists' ‘microbial battery" Train Like an Astronaut: Countdown
generates electricity from sewage.

DNA Meets Electronics

| Stanford Scientists use DNA to
assemble a transistor from graphene

Stanford engi build first TR35 Winner

based on carbon r y . Mechanical Engineer Xiaolin Zheng
honored for “ingenious solar sticker" The countdown to liftoff has begun for Michael

fesearch. Hopkins (MS AA '92) as he prepares for his first
mission to space, a flight to the International
Space Station with two Russian cosmonauts.

More news They will launch Wednesday, September 25,

2013, at 1:58 p.m. PDT. The launch will be
televised live on NASA Television beginning at 1
p.m. PDT. It will also be streamed live at
www.nasa.gov/ntv.

Unprecedented feat points toward a new generation
of energy-efficient electronics.



Case Study - Stanford .

Document Goals & Objectives:

« Allow users to easily navigate
between the main site and the
different department sites in
an integrated experience.

« Provide easily accessible
information to current students
about graduation processes.

Functional Requirements:

« FR-NCR-01: Display Latest News
on Homepage.

« FR-FSC-01: Faculty & Staff
Directory Page.

« FR-APR-01: Academic Programs
Landing Page.
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Case Study - Stanford

Stanford | ENGINEERING Persona:  Category.

Meet Suzy Smith (undergrad student) Students

' il
coaLs =l acnows
\ | \ What experience is she looking for? What is Suzy wanting to do on the website?
What is Suzy trying to achieve?

Full Name:

Age:

Status: 30 (ur

Technical Proficiency: » ort at

Social M;dia: 0 .

CHARACTER and PIRSONALITY What frustrates her?

About Suzy et P

o cappela



Stanford School of Engineering

Case Study - Stanford

Wireframing Activities...

Page 3 of 22
Home Page
| Standrd vty 1 |
[P o

a e
Q Q o hamains

s

FR-UIR-02: Content Slider

The system shall allow for the creation of image slider widgets
on pages, where multiple images and associated text scroll in a
content block in a rotating carousel.

Student Affairs Feature
The home page shall promote and link to the student affairs
section.

Rotating Quote

The home page will display one of several quotes about the
school of engineering. The quote will change on page refresh.
The quote shallinclude the following:

Quote Text

Name of person being quoted
Affiliation with Stanford
Image

BN

FR-NCR-01: Display Latest News on Homepage

The site shall support displaying the latest news headlines

posted by So staff on the homepage, along with a link to the ° FR-SMR-04: Social Media Display

stand-alone news page. There shall be a minimum of 5 stories The site shall support lsting all of the

displayed. latest tweets about the SO from their
official Twitter feed: @stanfordeng.

Content Managers shall also have the ability to override the
chronological order and decide what news stories appear on
the homepage, and in what order. Q Videos
This front page shall display videos from
FR-EVR-01: Display Latest Events on Homepage the video gallery. Site administrators can

The site shall support displaying the latest events created by determine which videos are featured.
SoE staff on the homepage, along with a link to the full events
calendar.

Disclaimer: information ly and should not P

finol poge designs.
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Stanford School of Engineering Page 5 of 22
News & Events Landing Page
pr— Stators
Schost of tngnenring p—l s stingmang
Qm 1 Comnesessets | acuy  Resenrh | Acaserics | Mgl | News & Evncs At oot St s e | e e [re— N
Sacony Fesures o
[w——
[r—— - - Fosapon
s e Q Nows 1 e p—
e o — o Tosa [o—
e T [em—
Q - - —_— | —
e
[o—
[est—
[oste
fosta

o Primary Featured Story
The news and events landing page shall display a single
featured story in primary focus. The primary featured story
shall display a larger picture and be capable of displaying
longer summary text. The primary featured story area shall
also support fitting an embedded video if required.

@ Secondary Featured Story
The news and events landing page shall display 2 secondary
featured story, displayed at the top of the page but with
smaller images than the primary featured story.
will have the ability news
and event posts can be featured.

@ News Teaser

Teasers will isplay the following information:

1. Title
2. Thumbnail Image
3. Summary
° Event Teaser a
Teasers wil display the following ]
5T . final g =
Disclaimer: The foyou ly final page designs. fbiaty



Case Study - Stanford

Stanford Team ImageX Team
« Key Stakeholders  Internal Product Owner
« Product Owner « Scrum Master

« Development Team

Functional Requirements _ _
- Epics & User Stories =

User Requirements

—
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Case Study - Stanford

User Story:

“As a Stanford student | want to easily
find information about bioengineering
so that | can stay informed about the
latest developments in this field”

Stanford | ENGINEERING visit

Mechanical Engineering.

Alumni

‘Bioengineering’ Top Content

NEws RESEARCH

B EEEEE

Sciences

erce. Hiinnova

e
&

EVENTS.

Engincering Senior Send-Off
Seanford
ENGINEER!

Cafe Scientifique: 1s the Genome Useful in
Medicine?

Mechanics and Computation Group.
e putstionsl Grovs covrs

|

View All> View All.

sware Tuis conrent @ e @ 56

Depariments

entong

Stanford |ENGINEERING  Thissit i pat ofthe Sanford Engineering networ

Stanford
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Thank You!

Any Questions?

€ @Adrian_D_Jones

adrian@imagexmedia.com
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