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Agile	  at	  Emory	  Libraries:	  	  
our	  own	  flavor	  

•  “Itera9ons”	  are	  2	  weeks	  long.	  	  	  
•  A	  “minor	  release”	  =	  a	  “Milestone”	  =	  2-‐3	  
itera9ons	  (ideally).	  

•  We	  use	  TRAC	  to	  document	  the	  user	  stories,	  
story	  points	  and	  progress	  for	  each	  Milestone	  



TRAC	  



story	  board	  



“stand	  up”	  every	  day	  at	  10:30	  a.m.	  



Project	  mee9ngs	  

Ben Ranker, Steve Anderson,  Scott Turnbull, me, Reb ecca Koeser.  Not 
pictured:  Kyle Fenton (stakeholder who often attends meetings). 



Itera9on	  Planning	  mee9ngs	  
•  Held	  around	  mid-‐point	  of	  intera9on,	  to	  plan	  for	  next.	  
•  Project	  managers,	  Systems	  managers	  and	  some9mes	  Joan	  Smith,	  

Chief	  Technology	  Officer	  



Project	  intratnet	  site	  



Ac9on	  Plan	  



Who	  does	  what:	  

•  Overall	  manager	  of	  the	  	  
development	  teams:	  	  	  
ScoX	  Turnbull	  	  	  	  	  	  	  	  	  

•  Developers	  are	  not	  “dedicated”	  to	  projects,	  but	  tend	  to	  
work	  on	  2	  projects	  at	  a	  9me.	  	  	  	  

•  One	  lead	  developer	  for	  each	  project.	  
•  Systems	  Division	  has	  Strategists;	  other	  divisions	  can	  have	  

Project	  Managers	  –	  work	  with	  Strategist	  Stacey	  Mar9n,	  but	  
basically	  manage	  their	  projects	  

•  How	  we	  do	  it	  is	  evolving!	  



Long	  before	  agile	  development	  came	  
to	  Emory	  Libraries…	  

•  We	  had	  needs	  
–  “We”	  =	  	  representa9ves	  of	  3	  different	  organiza9onal	  
units	  sharing	  responsibility	  for	  digi9zed	  archival	  
material	  

•  special	  collec9ons,	  	  
•  digi9za9on	  and	  preserva9on	  of	  digital	  assets,	  and	  	  
•  metadata	  crea9on,	  	  

– Need:	  	  to	  replace	  the	  inadequate	  metadata	  database	  
and	  file	  storage	  system	  we	  had	  for	  digi9zed	  archival	  
material	  (“Digital	  Masters”)	  

– And	  so	  much	  more…	  



We	  developed	  a	  “Data	  Dic9onary”	  



We	  formulated	  “func9onali9es”	  

Plus:	  	  Staff	  search	  and	  edi9ng,	  Quality	  control,	  Workflow,	  Metadata	  ingest	  and	  
export,	  Access	  control	  based	  on	  rights,	  JHOVE	  integra9on,	  file	  migra9on    



Approved	  project:	  	  Code	  name	  Euterpe	  

•  Only	  the	  essen9al	  func9ons	  needed	  to	  migrate	  data	  
(“Phase	  1”)	  

•  Migrate	  one	  format	  (sound	  recordings)	  first	  
•  Use	  exis9ng	  Fedora	  repository	  to	  store	  files	  
•  This	  fit	  agile	  concept	  of	  delivering	  most	  important	  
features	  first	  and	  smaller	  bites	  (sort	  of…)	  

•  My	  roles:	  	  	  	  	  	  	  	  	  	  	  	  Project	  Manager,	  	  	  	  	  	  	  	  	  	  	  	  Metadata	  
Specialist	  (specs),	  	  	  	  	  	  	  	  	  	  	  	  	  Stakeholder	  (advanced	  
metadata	  func9ons)	  



Learning	  how	  to	  do	  it:	  

•  Brief	  training	  on	  agile	  and	  on	  the	  Project	  
manager	  role	  from	  Stacey	  Mar9n	  

•  5	  day	  training	  in	  Project	  Management	  (the	  
“tradi9onal”	  kind)	  offered	  by	  University	  
Technology	  Services	  (confusing)	  

•  Learning	  how	  it	  works	  by	  observing	  



Things	  I’ve	  come	  to	  love	  about	  agile:	  

•  Stand	  Up	  
•  The	  team	  
•  Not	  having	  plans	  completely	  nailed	  down	  at	  the	  
outset	  

•  Being	  able	  to	  change	  in	  response	  to	  different	  
needs	  (e.g.	  new	  delivery	  method	  –	  “the	  Kiosk”)	  

•  Seeing	  and	  tes9ng	  the	  product	  in	  smaller	  chunks	  	  
•  Not	  having	  to	  shield	  the	  developers	  from	  the	  
stakeholders	  (and	  vice	  versa)!	  	  They	  talk.	  	  OK!	  	  
Keep	  me	  in	  the	  loop…	  



Things	  about	  agile	  that	  are	  frightening:	  

•  Not	  having	  plans	  completely	  nailed	  down	  at	  
the	  outset	  

•  The	  shiking	  9me	  es9mates	  

•  The	  fact	  that,	  we’re	  s9ll	  expected	  to	  have	  
Ac9on	  Plans,	  9melines,	  etc.	  

•  The	  threat	  of	  culng	  features	  if	  we	  miss	  our	  
target	  date	  



General	  PM	  Challenges:	  

•  Understanding/transla9ng	  “programmer	  
language”	  from/to	  “stakeholder	  language”.	  

•  Trying	  to	  understand	  the	  impact	  of	  
programming	  and	  infrastructure	  decisions	  
without	  gelng	  too	  far	  into	  “their	  territory.”	  

•  Gelng	  to	  shared	  understanding	  on	  why	  we	  
need	  complex	  metadata	  rela9onships…	  



+	  -‐	  Sharing	  the	  development	  team	  

+	  	  	  Pluses:	  	  	  
+working	  on	  code	  

that’s	  shared	  
across	  Fedora	  
repository,	  so	  
one	  project	  can	  
benefit	  others;	  	  

+small	  development	  
group	  can	  share	  
knowledge	  and	  
solu9ons,	  	  

+several	  	  people	  so	  
project	  can	  keep	  
moving	  forward	  
even	  when	  
developers	  
aren’t	  available.	  

-‐  Minuses:	  	  	  
-‐  not	  as	  efficient;	  	  
-‐  -‐	  developers	  

have	  to	  switch	  
gears	  a	  lot;	  	  

-‐  -‐	  another	  
project	  could	  
“bump”	  yours	  



Planning	  

•  How	  much	  planning	  is	  enough?	  
•  How	  much	  planning	  is	  “too	  much	  for	  agile”?	  

•  When	  is	  planning	  “just	  in	  9me”?	  

•  When	  is	  planning	  “behind”?	  



Ini9al	  Plan	  

•  Infrastructure	  
•  Prototype	  (a	  few	  simple	  fields)	  
•  Collec9on	  edi9ng	  
•  Full	  MODS	  descrip9ve	  edi9ng,	  collec9on	  
metadata,	  vocabulary	  control,	  search	  

•  JHOVE,	  source	  technical,	  rights,	  and	  events	  
metadata,	  version	  control,	  naviga9on,	  iden9fiers,	  
flagging,	  search/query.	  

•  Migra9on	  
•  PRODUCTION	  RELEASE	  



Lead	  developer	  Ben	  Ranker	  urged	  us	  to	  
release	  a	  subset	  of	  func9ons	  early.	  



The	  big	  change	  

•  Lots	  of	  discussion!	  	  How	  do	  we	  break	  down	  what	  
was	  already	  “minimal”?	  

•  Result:	  	  duplicate	  the	  func9onali9es	  we	  have	  in	  
old	  system,	  start	  using	  that	  for	  newly	  digi9zed	  
material	  

•  Forego	  “full	  metadata”	  un9l	  later…	  
•  This	  was	  much	  closer	  to	  “agile”	  process	  –	  
releasing	  actual	  code	  for	  use	  gradually,	  rather	  
than	  all	  at	  once	  at	  the	  end.	  

•  Had	  to	  get	  stakeholder	  ok,	  since	  some	  of	  them	  
wait	  longer	  than	  others	  for	  “produc9on”.	  



The	  new	  plan	  
–  Infrastructure	  
– Prototype	  (a	  few	  simple	  fields)	  
– Collec9on	  edi9ng	  
– “Min	  Items”	  (Produc4on	  release	  of	  subset)	  
– Migrate	  metadata	  (Produc4on)	  
– Migrate	  files	  (Produc4on)	  
– “Full	  Items”	  (all	  the	  metadata	  we	  lek	  out	  plus	  OAI	  
provider,	  etc.)	  (Produc4on)	  

– Automa9on	  –	  incorporate	  JHOVE	  and	  preserva9on	  
func9ons	  (Produc4on)	  



Dependencies	  
•  Unforseen	  problem:	  	  dependency	  on	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  metadata	  specialist	  (me!)	  who	  now	  

had	  to	  
–  deal	  with	  detailed	  specs	  for	  technical	  metadata	  much	  earlier	  than	  in	  previous	  plan	  

–  determine	  the	  subset	  for	  all	  metadata	  types	  	  

–  consult	  with	  all	  stakeholders	  on	  this	  

•  This	  caused	  a	  delay	  in	  development	  (4-‐6	  weeks)	  

•  Rather	  than	  trying	  to	  add	  them	  to	  a	  Timeline…	  	  we	  are	  trying	  adding	  them	  to	  
Milestone	  documenta9on	  



I’m	  op9mis9c:	  

•  We’ve	  got	  a	  long	  way	  to	  go.	  
•  I’m	  learning	  to	  trust	  the	  team.	  

•  I’m	  trying	  to	  	  	  	  	  	  	  	  	  juggle	  hats	  beXer	  (and	  
working	  on	  those	  dependencies!)	  

•  So	  far,	  senior	  management	  seems	  to	  be	  ok	  
with	  the	  “variable”	  9meline	  projec9ons	  

•  The	  team	  is	  very	  engaged	  now	  and	  moving	  
fast!	  (+	  new	  programmer,	  Steve)	  



/


