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introduction

We live in a data-driven world. The analysis and business use of
information is no longer a nice-to-have, but has increasingly become
integral to our customer-critical business processes. Not only has data
become a differentiator among businesses in terms of profitability but
also in viability and longevity. While many organizations have relied
on analysis and analytics for years, if not decades, the integration of
insight into operational environments has not kept pace.

For some time, we've seen analytics move out of the basement
and into the boardroom, as executives increasingly understand and
embrace the role that information plays in their business. However,
the execution (or operationalization) of that insight has not fully taken
hold in the domain of IT. Part of the problem is that analytics groups
have largely operated under the radar—their need for business agility
and flexibility results in shadow IT organizations. Many analytic teams
create and manage their own infrastructure. While this approach may
offer some level of agility and flexibility, it doesn’t create a sustainable
path for growth or scale. In fact, many analytics groups become the
victim of their own successes—creating mission critical predictive mod-
els or insight that cannot be easily ingested by the organization. Since
they’ve been left out of the process for so long, IT teams tasked with
supporting these new analytic projects struggle to keep up with what's
needed for the projects; how to implement them; and, ultimately, how
to support them longer-term. Business stakeholders are left unsure
how to educate their staff or their customers in how analytics change
the way they run their businesses.

Increasingly, organizations are finding that they can no longer
operate in analytic silos. Business, analytic, and IT groups once at odds
find that they are dependent on each other. Beyond addressing the
technical and operational aspects, organizations need to address the
organizational and cultural rifts that have built up over time—bringing
the business, analytic groups, and IT organizations more closely in line.

xiii
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Frustration and disappointment awaits the analysts who think
their algorithms solve all business issues or replace people. While the
modelers know how to dig into the data, the business customers know
their business and potential implications. If they work collaboratively,
the end result can provide a business with a competitive edge or at
least stay abreast of the competition. In our years working with and on
analytic teams, we know that adding the right amount of structure and
rigor to an analytic project will help increase your chances of analytic
success! Whether you're analytic pros or “new-bees,” we think you’'ll
find some opportunities to improve how you work together across
the organization. Agile delivery techniques provide teams with a
structured way to coordinate, communicate, and collaborate while
embracing creativity and innovation.

The goal of this book is to assist organizations with the journey
of integrating analytics with operational people and process infras-
tructure, allowing analytic teams to focus their time on innovative
value-added projects. This allows the teams to wrap their work in
the operational discipline essential to embedding analytics within
the organization. Our approach is to extend agile delivery methods
as a framework for execution, as it allows us to acknowledge the
ambiguity inherent in analytic projects.

WHO SHOULD READ THIS BOOK

There’s a little something for everyone inside this book:

Analytic teams

At its heart, this book is for you. Agile by Design provides a simple and
flexible approach by taking the Scrum methodology as an effective way
to execute and deliver on large analytic projects. Tools and techniques
are offered to help the team showcase the value of their work within
the organization; stay organized; and create a sustainable foundation
for analytic delivery. At the same time, we want to help you better
work with and understand the needs of your business and IT partners.



Introduction € XV

IT

For those of you who work with analytic teams, this book does not
cover any deep technical approaches to analytics—that’s a whole
different book! But we do want to show you some ways that tech-

nologists and analysts can partner throughout a project and improve
project time-to-value.

Business

Okay, business folks, you're not off the hook. After all, these analytic
projects are for you; but maybe all that math is a little intimidating?
Don’t worry, there’s no math in this book either: The intent is to help
project teams come up with a common language and an engagement
model for working together through the analytic project’s duration.

Project Managers

Perhaps you're a project manager or ScrumMaster who's been handed
the responsibility of managing one of these analytic projects, but the
analytic team is resistant to being “managed.” There are lightweight
tools and examples that you can use with your teams to encourage
engagement and keep the teams on track.

WHAT'S INSIDE

Read it all the way through, or find a chapter that’s interesting to you.
Remember, the beauty of agility is that you make it your own. If your
team is having a problem with planning or prioritization, start there. If
you need some help capturing some user stories, then go right to that
chapter.

The book starts with an introduction to some of the changing
market dynamics—your customers—that are making analytics more
important to organizations across every industry. We reintroduce the
topic of analytics to provide a definition for the types of insight and
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analysis people are generating. The analytic lifecycle is introduced
within a business value chain framework, illustrating the importance
of analytics in the broader context of implementation.

With the stage set, we kick it off with a hypothetical analytic project
that we’ll follow through to the end of the book. Customer-thinking
concepts are introduced along with techniques for visioning your
project and setting some concrete goals. The team then prioritizes
their project against other important work going on at the company by
performing some knowledge acquisition. With preliminary approval
to begin some scoping work to see how big the project is, the team
begins knowledge gathering activities. Working with their business
and IT partners, the analysts will define their target variable and
perform some initial data profiling and visualization activities to get
an idea of the quality of their data.

Traditional and agile project delivery methods as well as an
overview of the Agile Manifesto are provided. Using the manifesto
as our guideline, we outline a delivery framework for analytics that
leverages elements from two popular agile methodologies, Scrum and
XP. As our project receives the green light from our executives, we
start a formal planning cycle and define some common analytic work
activities.

Next, the team uses a story-based approach to gather hypothe-
ses from the business on what they believe to be the root cause of
the analytic problem. By capturing hypotheses, the analytic team can
start to prove or disprove some of the intuition-based reasoning with
data-driven results. In order to gather an initial set of hypotheses, the
team facilitates a story workshop to capture as many ideas as they can
from the business.

An overview of the Scrum framework our team will be using is
provided: This includes the day-to-day rhythm of the project. Roles
and responsibilities are defined on the Scrum team, including the role
of the business sponsor and product owner, and the responsibility of IT
during the engagement. Our team kicks off the first planning cycle for
their sprint and starts working. We follow the team through planning,
execution, review, and retrospective.

Additionally, we turn to some of the analytic team’s quality
practices, bringing in several key engineering practices from the
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XP methodology that will improve the overall quality of work and
delivery. Collaboration and communication is also a focus area, where
we provide some ideas for visualizing and communication day-to-day
progress with the extended stakeholder group.

Once our model is complete, we prepare for a release. But
while the model may be finished, the real work is just beginning.
We’ll initiate a business implementation planning session to deter-
mine how that model will be used by the business. This includes
ideas for test-and-learn strategies and starting to create a culture of
experimentation.

Finally, we’ll deploy our model into the real world. We’ll cover
some of the different ways that organizations deploy models, how data
is scored, and how those scores are used in other business applications.

THE COMPANION WEBSITE

Rome wasn’t built in a day, and as such, this book will provide readers
with a solid foundation of agile frameworks for analytics and how to
use them to manage analytic projects, but there are always more details
we don’t have room to include! Additional goodies and other deep
thoughts about agile analytic methodologies are available the com-
panion website for this book, analyticscrum.com. On the site, you can
download additional content and templates, read articles and posts,
contribute, and ask questions.
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