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Agile aoferdir hja Marel

Visindaferd Agile netsins 1. september 2011
- Hrafnkell, Ingélfur, Jon bor, Résa, Valur
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Agenda

® About Marel (Jon bor)
The transition (R6sa)
® The point of view of the developer (Hrafnkell)

Sight seeing, more refreshments (ca. 17:15)

The point of view of the Product Owner (Valur)
Kanban in Solutions and technical support (Ingolfur)
The point of view of the manager (Jon bar)
Questions and discussions
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Marel’s Vision
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® “To be the customers’ choice in supplying
Integrated systems, products and services to
the fish, meat and poultry industries.”



Fish processing has come a long way...

® Hygiene
® Efficiency / cost
® \Working environment




We make the technology to
change this...
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Data Capture
Monitoring

Equipment control
Integration between equipment




Intelligent Production Control

Total Process Control

Offices
Receiving of the supplies
Raw material inventory
Processing
Packing

Final goods inventory
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Dispatch
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The transition
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Agile/Scrum, Kanban and Lean now

Product Development: 6 Scrum teams

— Innova 4 teams (Iceland, Aarhus, Boxmeer)
— Pluto

— SensorxX

Product Development: 1 Kanban team

— SensorX Mechanical Design

Service: 1 Kanban team

— Solution and technical Support Innova

Manufacturing: Lean (5S and more)
Procurement: Lean
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A Timeline - last 24 months.....

Learning,
learning and
Visit to Stiki more learning
R Coaching by
Agile intro Sprettur
from Sprettur Start of Innova
Pilot team
My
first
day

AL

i

Sept 2009 Oct 2009 Nov 2009 Dec 2009
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Development:

Formal start of The way we

the Innova Agile work and team Transition
transition webs published assessment
Training and 4 (April 2010) (June 2010)
teams kicked
off Colocation of Embedded
(Feb 2010) teams software team
e
(Mars 2010) started
(May 2010)
v v v ] }

Q1 2010 Q2 2010
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Passed 1SO09001 All One more
external audit ScrumMasters Embedded
for the software Certified - Jeff software team
process Sutherland in started

Aarhus
(August 2010) (Nov 2010)
(Oct 2010)

Innova Vision
and roadmap
workshop

Release plan
for all teams

(Sept 2010)

Pluto Vision
and roadmap
workshop

Release plan
teams

(Nov 2010)

\4 y \4 l ¢ |
Q4 2010

Q3 2010
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Agile Center More Agile
Start of Kanban established training
team for
Solutions and (Mars 2011) (May 2011)
Technical
Vision and team for One more
(Jan 2011) roadmap Product Center Innova team
lns ection started in
workshop P
(M 2011) Boxmeer
ay
Release plan (June 2011)
for team
(Feb 2011)

\4 l v v v v

Q1 2011 Q2 2011
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Start of two more
embedded teams Another Agile

Guru!
(Sept and Oct 2011)
(Nov 2011)
Start of
Kanban team
for Industry
Center Fish
(Nov 2011)
v v v

Q3 and Q4 2011
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The Agile transition - Critical success factors

4 )
Leadership support

o J

( )
Coaching (Sprettur), training and continuous learning

o J

4 )
An Internal “Champion” to help drive the transition

o J

( )
Starting with a pilot team

o J

4 )
Transparency ; All Work Visible

o J
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What also helped

® Majority of developers wanted more teamwork

The fact of Marel getting bigger
— Something had to be done!

Setting up “a project” with goals (why change?)
Creating short term wins

Visibility — everything on the walls

No use of tools in the start

Reading together!
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What also helped

® Agile estimating and planning
e Vision, roadmapping and release planning workshops
® Fixed release cycles
— Getting constant feedback
® User stories

e \We followed “the Scrum book™ almost like slaves
— and we are still doing 1t???
e Knowing Kotter and laws of change management
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What was difficult?

® Many locations — distributed... and languages
® Product owners overworked

® Teams realizing that they are self organizing
and self managing

® Big backlogs — high WIP — pressure on teams
® Knowledge — still need more...
® Impediments — do we see them?

e \We need more Agile/Scrum gurus!
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Next in...

e We still need more Agile training
— Product Owners, ScrumMasters, teams, the business

® We need better technical practices - Software
craftsmanship!
— Testing
— Continuous Integration

® \We need more coordination between teams
— not a new thing....

® Technical infrastructure for embedded software
— Linux, C and C++
— Build servers and one environment for all embedded development

® Deliver faster — shorter release cycles
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Next in...

® \We need to increase company awareness
— The transition was in fact more bottom up than top down...
® Make Agile stick in the organizational culture

® We will be starting two more Scrum teams soon
e Kanban will be used more

® Agile and Scrum is no silver bullet
— software development this is never easy!
— but challenging and you should have fun doing it!
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Manifesto for Software Craftsmanship

—raising the bar

Not only

Working software but also Well-crafted software

Responding to change RDIEISe Steadily adding value

Individuals and A community of
but also

interactions professionals

Customer collaboration DIEIEM Productive partnerships

http://manifesto.softwarecraftsmanship.org/



|‘,,

———

Vision and roadmap
workshop
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The Developer
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Hrafnkell Eiriksson

e Rafmagns- og télvuverkfraedingur fra Hi 1999
e Master fra DTU i merkja- og myndvinnslu

® brdad rontgentaekni og teeki fra 2001

— Keypti "XRays for Dummies" a Amazon pegar €g byrjadi
® 2ja barna faoir

@ Radidamator og fiktari

e 10 ara starfsafmeeli i dag
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SensorX elevator pitch

For Fish, Poultry and Meat processor
who need to control product quality
the SensorX product is an

Inline x-ray inspection system

that finds bones, measures
fatcontent, weight and shape.

Unlike our competitors
the SensorX product is a
total system solution,
has the best detection &
measurement technology and
can withstand the harsh factory
environment.
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SensorX: Varan og teymiod

® Taekni og teeki til "online" geedaskodunar og -

stjornunar matveelahraefna
— Bein og adskotahlutir
— Fitu/kjothlutfall

e Verkefnid neer aftur til 2001, tok flugido 2007

® Um 200 SensorX taeki i notkun i heiminum
— 100 eftir ad Scrum var tekid upp

® Gerum meira en aod forrita
— Sjalfvirk myndvinnsla, rauntimastyringar, viomot veéla og teekja
— Honnun rontgenskynjara, geislunarmeaelingar
— Flestir verkfraedingar, ekki "lserdir fagmenn i hugbunadargerd”
— Vinnum med velahénnudum, pjonustumoénnum, framleidslu, dottur-
0g sOlufyrirteekjum
® Teymio er & steeroarmorkum
— NU5ensab6. ad beetast vid
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Agile umbreyting fyrir SensorX

® Byrjudum oktober 2010
— Ort vaxandi hépur

— Porf a skyrri forgangsrodun vegna oveentrar mikillar
sOlu, vorum "of agile”

e | Marel er Agile EKKI svar vi@ "of formal adferd*

® Vildum Scrum, fengum Agile

— Eg byrjadi ad lima TODO mida og rada & gluggann minn
sumar 2010

— Fyrsti backlog og release plan "s0did nidur" ur pessum
mioum

® Fyrsta release plan uppgjor teekniskuldar

® Naestu release plon meira og meira um nyja featura
— Erum enn ad vinna a taekniskuld
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Hvao er gott?

@ Verkefnin framundan ljos
e Eg veit hvad ég verd ad gera naesta arid amk! (Release plan)
® Teymid losnar undan beinu areiti kunna, pjonustu, solumanna...
® Product owner og backloggur eru studpudi
® Teymid er (meira) cross functional
® Naest a dagskra er GUI saga, alveg sama hvao pu ert "godur” i GUI
® Burtu med skilrimin! Naleegd manna
® Teymisfundur == stolum snuid 180
e Huvatinn til ad klara
® EKkiverid ad grauta i morgu samtimis
® Umbotaaherslan
® Stodugar umbeetur byggdar inn, ekki atak og ahlaupsverkefni
® “Keep it simple”
e Midar, midar, midar — engin management verkfaeri
® ScrumMaster sem porir ad "ponkast" i teyminu
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Hvao er erfitt?

® Dembd

— Kunnar erlendis, fjarfundir "heyrirdu i mér nuna", tungumala-
stirdleiki

— Bestu demo fast med nalaegd og i hop par sem traust rikir
® Dreifing hugbunadar
— Scrum hvetur til ad gefa ut oft og jafnvel snemma

— Matveelaverksmidjur illa nettengdar. Pjonustumenn a ferdinni.
Infrastruktur til dreifingar og uppfeerslu ekki nogu vel préadur

— Fullt af hugbunadi/featureum sem kemst ekki i notkun! Soun :(
e Klara alveg sogurnar

— Koda parf ad “herda”. Oft ekki sett inn i naesta sprett og sogur
fiara pvi ut Oklaraoar.
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Hvao er erfitt?

® Frumkvaedi og skapandi vinna
® Audvelt ad "bara" fylgja planinu
e Erfitt ad segja "'i dag aetla ég ekki ad fylgja teyminu og aaetluninni”
® Teymi sem er matad a verkefnum finnst pvi ekki eiga voruna

® Allir & skoflunni!

@ Hvatinn til ad klara - Vera fagmaour
® Pressa a ad "brenna nidur punkta"”, audvelt ad fara "stuttu leidina“

® Scrum hefur innbyggda umbun fyrir ad klara, ekki fyrir ad gera vel
® Errangt ad innleida Scrum an "technical practices"?

® “Scrum makes you go fast!”
e Kodasafnid vex mjog hratt. barf ad tryggja yfirsyn

® "but refactoring now is an investment for the future / a hedge against
the callable option I've "sold" by writing bad code " @Natpryce a Twitter

e Préunarteymii Scrum takti, ekki “hinir”
® AJ lata “ponkast” i sér daglega ©
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Continous delivery

® "If something is painful, you're not doing it often
enough”

® ALLT undir version control
® Source kooi
e Configuration
® Integration
® Setup tools

® Jenkins buildserver
® Build on commit
® Trunk er ALLTAF tilbdinn til uppsetningar

e Sjalfvirkar profanir skammt & veg komnar
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The Product Owner
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Innova today

® Innova is the 5™ generation of the Marel production
control system (MES)

® Over 450 Innova systems deployed since its debut in
January 2008

i
42 .
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Intelligent Production Control

Total Process Control

@ Offices

@ Receiving of the supplies

@ Raw material inventory

@ Final goods inventory

@ Dispatch

43 “{J



Innova positioning
Accounting Systems | ERP*

*Enterprise Resource Planning

SAP | Microsoft Dynamics NAV Mavision) | Microsoft Dynamics AX (asta) | Movex | Epicor | Infor

1t L 1LJ 1J
PO's / KPI Stock Sales Orders /
Received Status Dispatched

\ 4 \ 4

Receiving of goods Order Control

Quality assurance I N N OVA Recipe

Performace Analyzes Monitoring

Intelligent Production Control System

Track and trace Dispatch Control

44 Traceability Traceability
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Innova teymin

® Lightning — Gardabaer
® Thunder — Gardabeer
e Momentum — Arhus

® Twister — Boxmeer, NL
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Scrum utanfra

® Kom ekki inn i teymio fyrr en a pessu ari

® Vard var vio jakveedar breytingar utanfra
— Teymisvinna jokst
— Alag dreif&ist jafnara
— Gegnseett og skilvirkt ferli
— Storaukin yfirsyn
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Scrum utanfra

® Annaod breyttist litid
— Geedi jokust ekki tilfinnanlega eda hvad?
— Samvinna milli teyma
— Ahugi & 3rd level pjonustu jokst ekki ©
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Lightning Product owner vinnan

® betta daglega (audvelda)
— Situr hja teyminu
— Buffer a bdggid
— Akvedur hvad feer ad fara inn sem “bleikt”

— Tryggir ad allt sem er kandidat i naesta sprett sé teekt i
poker

— Samskipti vid stakeholdera

— Forgangsradar product backlogg
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Lightning Product owner vinnan

® Gera verkefni ur Road map teek & Release planning

e Halda vio tveggja ara Road mappi
— Forgangsréoun
® Gera Ollum stakeholderum til heefis

— 4 ionadarsetur P ol e aon
— 11 vOrusetur
— 20 dotturfyrirteeki

Roadmap

Release
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Naestu askoranir

® Virkja stakeholdera og teymid betur i road map og
backlog vinnu

® Bua til road map per vorulinu
— Einn road map fundur ekki naegjanlegur
® Lata stjornendur forgangsrada
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The Biggest Source of Waste in Software development

Features and Functions Used in a Typical System

Often or Always Sometimes

Used: 20% 16% Rarely
19%

Always
1%
Rarely or Never
ndish Group Study Reported at XP2002 by Jim Johnson, Chairman Used: 64%

Slide 51
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The Manager
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Varan Pluto

® Grunnhugbunadur sem byggir a Linux og er notadur sem
grunnur i 6ll pau mismunandi teeki sem Marel grappan framleioir

e Fjoldi mismunandi teekja skiptir mérgum tugum

® Notendur hugbunadarins “smida” hugbunad ofan a grunninn og
bla til flokkara, skurdarvélar, X-ray velar og fleedilinur sem deemi

® Marel selur teekjabunadinn svo um allan heim
® Teymio byrjadi sem fikt fyrir nokkrum arum med 1-3 moénnum til
ad finna réttu grunnhugbunadarlausnina sem mundi spara

fyrirteekinu sem mestan tima i styrihnugbunadargerd i framtidinni .

e | teyminu eru ni 6 menn, flestir verkfreedingar
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Umbreyting

Verkefnin eru nu mun synilegri en adur
Framtidarsynin er ljosari
Vio njotum meira trausts

Tilfinning stjornandans fyrir pvi ad allt sé undir control
er mun meiri en aour

Traverdugleiki, utanadkomandi adilar hafa tra a
verkefninu pvi pad er rekid a “vidurkenndan hatt”
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Umbreyting

® AOQ likindum eykur adferdin afkost i
hugbunadargeradinni vegna fyrirkomulagsins. Fundirnir
a morgnana par sem farid er yfir afrakstur sidasta

sOlarhrings gerir pad ad verkum ad menn eru
almennt meira a tanum

® Meiri likur a “rangar leidir” i hugbunadargerdinni séu
fyrr uppreettar

® Neikvaedar hlidar er ekki margar en til gamans meetti

nefna ad pad sést opaegilega vel hve mikid er i raun
eftir af verkefnunum!
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Thank you / Dank u wel / Mange tak / Takk fyrir




