
Agile Regime 3.0 
Agile is an iterative and incremental process that works well for managing projects in situations of 
complexity where you don't know what the final outcome will look like. It is well-suited to Social 
Labs for this reason. Agile encourages a process of continuous improvement (both to the process 
and to the product) through short bursts of activities (sprints) with plenty of time built in to review 
and reflect. This approach has its roots in software development. There are a few 'agile' 
methodologies, but the one we use is called "Scrum".  

Roles 

In a Scrum team there are three distinct roles: 

Product Owner - This person is a champion for the product. They are responsible for bridging 
the gaps between the client, stakeholders, and the Scrum team. The product owner is an expert on 
the product and the client’s needs and priorities and will help clarify project requirements.  

Product owners make the decisions about what the product does and does not include. As well as 
the responsibility of deciding what to release to the market and when.  

Team Member – The Scrum Team are the people who create the product. Facilitators, 
researchers, designers etc… Anyone who has a hands-on role in developing the end result. High-
performing scrum teams are highly collaborative; they are also self-organizing. The team members 
doing the work have total authority over how the work gets done. The team alone decides which 
tools and techniques to use, and which team members will work on which tasks, and how long 
those tasks are supposed to take.  

Tools 

The Backlog - The cumulative list of desired deliverables for the Lab. This includes stories, 
process deliverables, documentation, and anything else that might be meaningful and valuable to 
produce. 

The Sprint - This is the time period that the team will work on certain tasks from the backlog. 
Sprints typically last 1 or 2 weeks. 

The Sprint Backlog – The sprint backlog is the team’s to do list for the sprint. Unlike the product 
backlog, it has a finite life-span: the length of the current sprint. It includes: all the stories that the 
team has committed to delivering this sprint and their associated tasks. Stories are deliverables, 
and can be thought of as units of value. Tasks are things that must be done, in order to deliver the 
stories, and so tasks can be thought of as units of work. A story is something a team delivers; a task 
is a bit of work that a person does. Each story will normally require many tasks. 

Processes 

Sprint Rally  - Will take place at the beginning of each sprint. There are two parts to this meeting: 

Part One: 

Review - At the end of each sprint, all Team members are invited into a meeting to review what 
has been completed in that sprint. It’s an hour long meeting, and allows the team to discuss what 
they’ve done. It is not an opportunity to discuss whether tasks have been completed, that must take 
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place before this meeting (it should be clear from the daily stand ups whether tasks have been 
completed or not). 

Retrospective - At the end of the review there should be time for a process retrospective - The 
retrospective, held at the very end of each and every sprint, is dedicated time for the team to focus 
on what was learned during the sprint, and how that learning can be applied to make some 
improvement.  We recommend one hour of retrospective time for each week of development. 

Unlike the traditional “post mortem,” the aim of a process retrospective is never to generate a long 
laundry list of things that went well and things that went wrong, but to identify no more than one 
or two strategic changes to make in the next sprint. It’s about process improvement. 

Part Two: 

Planning - The goal of the planning session is to emerge with a set of “committed” stories that the 
whole team believes they can deliver by the end of the sprint. The product owner leads this part of 
the meeting. 

One by one, in priority order, the product owner presents the stories he would like the team to 
complete during this sprint. As each story is presented, the team members discuss it with the 
product owner and review acceptance criteria to make sure they have a common understanding of 
what is expected. Then the team members decide if they can commit to delivering that story by the 
end of the sprint. This process repeats for each story, until the team feels that they can’t commit to 
any more work. Note the separation in authority: the product owner decides which stories will be 
considered, but the team members doing the actual work are the ones who decide how much work 
they can take on. 

Next, the team rolls up its sleeves and begins to decompose the selected stories into tasks. Stories 
are deliverables: things that stakeholders, users, and customers want. In order to deliver a story, 
team members will have to complete tasks. Task are things like: get additional input from users; 
design a new screen; add new columns to the database; do black-box testing of the new feature; 
write help text; get the menu items translated for our target locales; run the release scripts. 

The product owner should be available during this half of the meeting to answer questions. The 
team may also need to adjust the list of stories it is committing to, as during the process of 
identifying tasks the team members may realize that they have signed up for too many or too few 
stories. 

The output of the sprint planning meeting is the sprint backlog, the list of all the committed 
stories, with their associated tasks. The product owner agrees not to ask for additional stories 
during the sprint, unless the team specifically asks for more. The product owner also commits to 
being available to answer questions about the stories, negotiate their scope, and provide product 
guidance until the stories are acceptable and can be considered done. 

R&R - Retrospective & Refresh. This meeting takes place every 6-8 weeks during the project. It is 
intended as a high level strategy review, allowing for opportunity to discuss the strategic direction, 
and if necessary pivot the direction of the project. This meeting involves the whole lab secretariat.  

Daily Stand Up – A daily meeting with all team members to check in and ask/answer the following 
questions: 

• Which tasks [from the backlog] I've completed since the last daily stand up.
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• Which tasks [from the backlog] I expect to complete by the next daily stand up.
• Any obstacles are slowing me down.

Typically this meeting will be held standing up at the beginning of the day, to encourage brevity. 
Includes a very brief check in (30 secs per person). Check-in questions - How are you doing? Is 
there anything affecting you right now that we need to know (e.g. didn’t sleep, had a family 
argument etc…). Should not take more than 15 minutes.

Virtual Stand Up - Similar to the daily stand up above, but takes place virtually (via Skype or 
Zoom) when the team are working remotely. The virtual stand up takes place once per remote week 
and provides an opportunity to check in around what each team member is working on, and what 
they may require help with.  

Team members will answer the same three questions: 
• Which tasks [from the backlog] I've completed since the last daily stand up.
• Which tasks [from the backlog] I expect to complete by the next daily stand up.
• Any obstacles are slowing me down.

The difference between the Virtual and Daily Stand Ups is the duration. Virtual Stand Ups are 1hr 
long, and so offer a chance for team members to go into more detail about what they have been 
working on, and provide more information around what they need help with. Where the Daily 
Stand Ups don’t offer an opportunity for discussion, the Virtual Stand Ups allow time and space 
to do so.  
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Process Overview 
Below is the overview for what we will be doing.  A “virtual” process item takes place remotely in 
weeks when the Roller Team aren’t on the ground:  

Stand-up 
1a Virtual 
1b In person 

Sprint Rally 
2a Virtual 
2b In person 

R &  R 
Retrospective & 
Refresh 

Notes 

What 15 min 
1. Check-In
2. What have I 

done
3. What will I 

do
4. What do I 

need help 
with

5. Check-Out 
No discussion, take 
off line  
No decisions - just 
inform  

2a  90 min virtual 

2b  3 hour in 
person  

Make decisions if 
needed  

Tasks start telling 
stories by 
grouping/collectin
g, and second also 
individual task 

With secretariat  
Potentially wider 
group 

High level strategy 

Possible pivot  

In person  

When 1a  Weekly Thursday 
9 am Client Time 

1b Daily 
Everyday at 9am 
QUICK check in + 3 
Qs. 15 mins max.  

2a - midpoint 
between sprints 

2b - Monday of 
every home week @ 
10am 

Every 8 weeks, 4 
hours 

Who Roller Team Secretariat Secretariat + 
additional 
stakeholders 

Ground Rules 

Ground rules are a list of behaviours and rules a team decide are useful for working together as a 
team in a productive and respectful way. Aka working agreements. 

Ground rules don’t come about after having a big meeting to create them. They usually evolve over 
time and with the team. Most of the time a rule is added to the list when the team solves a problem 
and decides to do things in a certain way. 
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Very often new ground rules come out of retrospectives. For example a team might have 
encountered issues with some members making decisions on their own and after a discussion 
about how to avoid this in the future they decide to add the ground rule “We make decisions 
together” to the list of rules. 

A team’s ground rules are specific and unique to each individual team. As they are a product of a 
team’s history, context and experiences no two teams’ ground rules will be the same. 

Be aware that ground rules will change over time: New rules will be added and obsolete ones will 
be removed. Make sure to to keep the rules a living list and to re-factor them once in a while. 

Example rules: 
● Always have a meeting agenda
● All stories always have a “definition of done”
● Each sprint must have a goal
● Never say “no” to stories, put it in the product backlog and prioritize it later
● Be on time for meetings

Redbooth Protocols 
● One person to enter data at a time
● All stories much have a description/Definition of “done”
● Don’t add stories to the current sprint, add them to the backlog. Tasks can be added to the

current sprint if they weren’t included/thought of at the time of the sprint planning
session.

● If it is VITAL that a story is added to the current sprint then bring the team together to
discuss and agree on prioritization.
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