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Outline2

• Project Background & Team Commitment
• How we used Initiatives, Features and User Stories (and Tasks) to 

track work in Rally (Year1, Year 2, Year 3)
• Identified & Implemented improvements
• Challenges
• What did not work
• What worked
• What next?

Unclassified Unlimited Release 



Project Background3

• Fall 2015 (FY16) performed lessons learned interviews in two 
weeks with 24 people who contributed to project 

• What begins or triggers the process for Circuit Survey activities?
• Does customer come to you? 
• Where is the agreement documented, stored and how formal is process 

currently?
• We want to control (manage) the versions of software and are looking 

for suggestions on good way to do that. We will be in touch.

• Do Less Do More

Comment area # of comments # Categories

Stop or do less 226 16

Well 82 8

Do more or 
have success

416 21
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Team Commitment4

• Team exercise in Nov 2015
• All 24 interviewees attended 

• Team identified three bold steps from interview results
1. Define PROCESS (be reproducible)
2. MANAGED SCOPE CREEP
3. BE RELEVANT

• This activity set our agile journey into motion
• We referenced these three bold steps REPEATEDLY during next 

three years keeping our big picture in mind.
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How we used in Rally to track work (Epics)
Year 15

• Initiatives (Epics)- high level items that spanned entire year based 
on the team

• Decided on monthly sprints/iterations
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How we used Rally Features - Year 1
6

• Added the Deliverables from Work Package Proposals (WPP)
• Features – quarterly deliverables with Initiative as parent
• Set up release for Quarterly reporting (match ND cycle)
• Sorted by projects, added abbreviation in name
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How we used Rally User Stories - Year 1
7

• Used Stories – monthly work with features as parent
• User Stories to track work in Rally

• Added user last name, most people did not have Rally accounts, 
we reviewed stories as group once month.

• Stories were not completed month, work continued – too vague 
• Became a trailing indicator, what was completed, rather than tool 

for helping to manage and plan work
• Was not very successful
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Identified & Implemented improvements - 
Year 28

• Complete work monthly (our sprint cadence)
• Smaller User Stories
• Track Project management items (SRA) & CORE team
• Continued Team Abbreviation in Story 
• Some Task 
• Added “Assigned to” field – no rally account necessary
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Challenges9

• Part-time people 
• Several folks at 25% or less time available
• Limited time to update Rally
• Rally does have learning curve (ALL tools do)

• Work was still too big or similar activities
• Stories were still too big
• Struggled with difference between Kanban and Sprints

• Tool resistance
• Rally accounts cost project money
• No time to learn or try tool

• Inconsistent effort
• Rally was not used by other team members
• Missed planning sessions
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Challenges 10

• Limited planning sessions 
• Tried to get others to review stories at technical meetings
• Team would verbally review activities and repeat items but resisted 

documentation
• Time to plan (1 hr month)

• Monthly (sprint) planning
• No Retros
• Updating stories and tasks was monthly

• Plan was only reviewed at beginning of month
• Activities not updated or reviewed 

• Comments such as – 
• “who wrote that?”
• “what does that mean?”
• “I don’t know what to do”
• “I am still doing that activity”

• Planning sessions became technical or problem solving sessions
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What worked- 
Year 3

11

• Sent monthly updates (snapshots of rally)
• Started splitting stories

• Take credit for work completed
• Plan for next few activities

• Kickoff meeting for FY18 with team commitment to use Rally
• All users obtained Rally accounts now.
• Most users updated their own tasks, but it took most of year

• Created a view for each user sorted by “Assigned to” task

• Constant reminders by ScrumMaster of three bold steps
• Set up closed loop change process by using Rally to track defects 

for work requested for Data Reduction Team (DRT)
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Conclusions

• Remain unflappable 
• Steady, consistent effort
• Keep using tools and agile practices

• Enjoy the small successes
• Individuals updating their own stories and tasks
• No direct cost for Rally account

• Keep big picture in mind- 
• Is team making progress?
• Is team meeting milestones?
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One step at a time. 
Thank you. Questions???

• Tim Wiseley, 844-4665, thwisel@sandia.gov  
• Lean 6 Sigma Black Belt
• Certified ScrumMaster
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