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Introductions and Expectations

Churn in Agile

 Whatis Churn in Agile?

 How Churn Impacts Stakeholders?
* How Churn Impacts the Team?
 How is Churn Calculated?

 What Causes Churn?

* Approaches to Manage Churn

Quiz
Summary / Q&A
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Your Expectations

What do you expect from this webinar?

Why are you here today?

Go to menti.com to answer
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NK Shrivastava

PMP, RMP, ACP, CSP, SPC4

CEO/Enterprise Agile Coach since Dec 2011
* Agile Transformation/Coaching (IBM, Charter, Wells Fargo ...)
* Project Management/Process Improvement Consulting
* Project Management and Agile Training

PMP Exam Prep - https://refinem.com/pmp-exam-prep-course-public/
PMI-ACP Exam Prep - https://refinem.com/pmi-acp-exam-prep-course-public/
Agile Leadership - https://refinem.com/agile-leadership-course/

Self-Paced Online Training - https://refinem.com/self-paced-online-trainings/

Helping organizations * Products for Project and Agile Professionals

turn their project v

management capability

into a competitive v

advantage v
v

Essential Gear for Project Managers - RefineM.com/products/essential-gear-for-
project-managers/

PMP Exam Simulator - RefineM.com/pmp-exam-prep-practice-test/
Agility Assessment Tool - Agility.RefineM.com/
Videos — PMP and Agile - https://vimeo.com/search?q=RefineM

25+ years of successful Agile & Project leadership

v
v

v
v

Successfully led hundreds of projects of all sizes using Waterfall and/or Agile
Recovered many projects, saved millions of dollars

Implemented numerous process improvements

Coached/mentored hundreds of PMs and executives

Board member of SWMO PMI Chapter (2008-2014)

Born in Meerut, a small town in north India. Now lives in Cary, NC with wife and kids

“»kanbanize

Partner
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What’s New at RefineM

Best Practices for Sprint Planning on ProjectManagement.com Nov 17
https://www.projectmanagement.com/webinars/806108/best-practices-for-sprint-planning

RefineM Products Self-Paced Online Training
Essential Gear for Project Managers Agile Fundamentals Self-Paced Course
RefineM.com/products/ RefineM.com/course/agile
PMP® Exam Prep Test Simulator PM Fundamentals Self-Paced Course

Examprep.RefineM.com Refinem.com/course/project-management-fundamentals/
Agility Assessment Agile BusReqs Self-Paced Course
Agility.RefineM.com https://vimeo.com/ondemand/refinembusreq

PDU Bundle Backlog Refinement Self-Paced Course

https://vimeo.com/ondemand/refinempdus Udemy.com/course/backlog-grooming-for-agile-requirements/
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Survey Question

How often do you experience churn on your teams?

Go to menti.com to answer
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Churn in Agile

Aha!/
Activation

Churn

Churn
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What is Churn in Agile?

Churn is created when stories, tasks or defects are added to

the sprint after sprint planning has concluded and sprint goals
are finalized.

v’ Measure of unplanned work
v’ Can derail progress
v’ Can cause team burnout

Examples

v Product owner or stakeholder suggesting a new feature
v’ Team member being pulled off of a story for another task

—SefineM



How Churn Impacts Stakeholders?

Why is it important to reduce/eliminate churn?

1. Affects release schedule and/or contents &

2. Affects predictability of team

3. Leads to uncertainty and burnout 7
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How Churn Impacts the Team?

Why is it important to reduce/eliminate churn?

1. Prevents team from completing sprint
goals

Affects team morale
Leads to burnout

This Photo by Unknown Author is licensed under CC BY-
SA
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How is Churn Calculated?

# of stories/tasks/defects added after the sprint was finalized

Churn = _ . .
Total # of stories/tasks/defects in the sprint at the end

Example: If 2 stories were added to a sprint backlog that was finalized by the team with 5 stories in it, then
Churn=2/(5+2) or 29%

What if in addition to adding 2 stories, one story and one task were removed from the sprint?
Churn = 2/(5+2-2) or 40%
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Breakout Rooms Fun Activity

What will be the churn for a sprint that was finalized with 10 JIRA tickets, if

1. 2 tickets were added after the sprint?
2. 2 tickets were added and 3 were removed at the end?
3. O tickets were added and 1 was removed at the end?

Discuss these situations and calculate churn for each in your breakout rooms.

Duration — 5 minutes
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What Causes Churn?

Possible Root Causes

v Urgent requests from legal/compliance areas
Urgent audit work such as security breach
Urgent requests from users/clients
Emergency defects

No PO or an ineffective PO

Absence of working agreement
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Behaviors (and mindset) that can cause churn

v' Command and control culture

Scrum Master is not able to protect/shield the team

PO is not taking charge and pushing back adhoc work

Product management is not mature (no roadmap is defined, and prioritization doesn’t exist)
Team has an "order taking” mindset

Non-adherence to working agreements

Upper management rewards churn
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Approaches to Manage Churn

What a team can do?

1. Take help from Agile coaches and Scrum Masters to move from an
order taken mindset to a self-managed empowered team.

2. Push back the work that doesn’t come through sprint planning
process

3. Escalate any requests for extra work/changes to PO, if needed.
Reserve some capacity if adhoc work is not avoidable.

5. Regularly review churn trends retrospectives and brainstorm ideas to
move the trends in the favorable direction
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Approaches to Manage Churn what

a PO can do?

1. Work with stakeholders to ensure the product vision and roadmap are
clear and understood by the team

2. Ensure backlog is appropriately groomed with ample stories
prioritized and in “ready” state prior to each sprint planning
ceremony.

3. Work with the team to make sure sprint goal is identified and
understood.

4. Push back to any extra work to enter in the sprint that is already in
progress.

—SefineM



Approaches to Manage Churn What

What a Scrum Master can do?

1. Work with the team to make sure sprint goal is identified and
understood.

2. Educate stakeholders on the importance of allowing the team to keep
the sprint at the size they chose

3. Make sure all work that the team is doing is visible (shows up on the
board), and no one works on anything that is not on the board

4. Watch of extra/adhoc stories/tasks added during the sprint, and
support the team to push those back

—SefineM



Breakout Rooms Fun Activity

What will you do to reduce/eliminate churn in your team(s)?

Discuss in your breakout rooms and make a list.

Duration — 5 minutes
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Quiz

Go to menti.com to answer

Winner gets free access (100% discount)
to one of RefineM's products of their choice

Essential Gear for Project Managers ($89)
PMP Exam Prep Simulator — 3 months ($100)
Agility Assessment — 3 months ($99)
PDU Bundle — 2 months ($98)
Self-Paced Online Course (5100 each)

1. Agile Fundamentals, or

2. Project Management Fundamentals
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Conclusion

1.
2.
3.
4.

If churn is present, team is not self-empowered and effective
Educate organization on Agile principles and mindset
Coach product owner and scrum master to prevent future churn

Coach team to self-managed and empowered so they have courage to push
back the adhoc work.

Measure and review churn on a regular basis

Consistent Churn may be an indicator that you should be Kanban team
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Churn References

1.  Wrike. “What is Churn in Agile?”
https://www.wrike.com/agile-guide/fag/what-is-churn-in-agile/

2.  Scott Barstow. "Churn in Software Development."
https://scottbarstow.com/churn-in-software-development/

3. Mike Cohn. Succeeding with Agile: Software Development Using Scrum.
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Next Lunch and Learn

Best Practices for Sprint Planning — delivered on ProjectManagement.com

How do you prepare for an effective sprint planning meeting?
What should you do during the meeting to make it more effective?

How do you know you’ve done it effectively?

Iy

Thursday, November 17, 12:00 PM Central

Register today- don't wait for the last minute

2 —elineM




Next PMP Training Course

PMP® Exam Prep

November 5-December 8, 2022
Classes on Saturday, Tuesdays, and Thursdays

$1,250 until Oct 22, $1,450 afterwards

https://pmimemphis.orq/PMP Exam Prep Course
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How to Earn 1 PDU for this Webinar?

1. Loginto ccrs.pmi.org and Click on “Report PDUs” link.
2. Click “Courses and Training” and Input the following:
PDU Claim Code 3990B9BHWH

Activity Name “Churn in Agile”

Provider “RefineM LLC”

Date Started/Completed October 13, 2022

Contact Person NK Shrivastava

Contact Phone (417) 763-6762

Contact Email Trainings@RefineM.com

PDUs 1.00 Ways of Working.

3. Check “I agree this claim is accurate” box and then Submit.

Please claim your PDU by end of November 2022.
Claim code will expire after that date.
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Training Opportunities from RefineM

Backlog Grooming for Agile Requirements Nov 25
Business Requirements for Agile Projects Nov 11
Agile Fundamentals Nov 15-16
PMI-ACP® Exam Prep Nov 15-17
Agile for Waterfall/Operational Work Nov 18

PMP® Exam Prep

Nov 05-Dec 08

Project Management Fundamentals Nov 08
Recipe to Deliver Projects Successfully Nov 04
Agile Leadership Nov 10
Leadership Skills for Project Managers Oct 28

24
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NK Shrivastava, MBA, PMP, RMP, ACP, CSP, SPC4

CEO/Enterprise Agile Coach, RefineM
Cary, NC

nks@refinem.com, www.refinem.com

L http://www.linkedin.com/in/nkshrivastava
W @justrightpm
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