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Me
Galician (from Spain) 
Msc Computer Engineering 
I like diving in cold lakes



• Software Developer


• Aerospace 


• Pentas (Humsat constellation)

• Technical Student


• Fellow


• Staff

2014



• Project Lead and Service Manager


• Team of 12 people 


• 5 functional areas 

• WP3 leader (Technology and Foundation)


• Team of 10 people (from different EU institutions)


• WP3 = 204 Person-Month



CERNBox in a nutshell

• Dropbox-like use-case
• Offline access to data
• Universal access to data

Sync and 
Share

• Real time collaboration
• Office documentsWeb Apps

• SAMBA (Windows)
• FUSEX (Linux)

Online 
filesystem 

access

• ROOT
• SWAN
• LXPLUS/LXBATCH

Physics 
integration

37K 
Accounts

13 PB 
Data

1.6 
Billion 
Files

8K 
unique 
users/ 
month



The team

• 5 STAFF 


• 5 FELLOW


• 1 PJAS


• 1 TTE



Functional areas
"Un pour tous et tous pour un"

Storage EOS 
 (~4)

SAMBA 
(~2)

Web 
(~2)

Desktop/Mobile 
Apps 
(~2)

App integrations 
(~2)

ROTA 
(~All members)



Project Management

• Is the process of leading the work of a team to achieve goals in time


• As project manager


• Create project plans (why, how, what)


• Stakeholder management (for who)


• Communication (to)


• Managing teams (together with)


• Controlling schedule (when)


• Assessment of risks (what if)


• Many ways to develop this process, one is with Agile methods



Agile Software Development

• Self-organizing (per functional area) and cross-functional teams (pizza teams)


• Iterative, incremental and evolutionary (ship faster)


• Short feedback loops (daily, weekly, biweekly)


• Virtues (theory vs practice)


• Individuals and interactions over processes and tools


• Working Software over comprehensive documentation


• Customer collaboration over contract negotiation


• Responding to change rather than following a plan



Why Agile?
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How do we do 
Agile?
We don't polarize, 
we take features from both 
models to fit the dynamics 
of the team



What do we do?

1

2

3

4

Backlog creation



What do we do?
Sprint Planning

• Time boxed goals and deliverables: 2 weeks 
sprints


• Light resource estimation based on story 
points: 5 (~2 days), 10 (~1 weeks), 20 (~2 
weeks)


• Prioritisation based on:


• Epic deadlines


• Firefighting


• Removing from Sprint is forbidden, adding is 
possible


• Kanban board from Sprint overview

KANBAN



What do we do?
Sprint Review

• No formal retrospectives


• Simply review: Done? ok


• Not done? Why, blockers, help?



What do we do?
Release Cycle: QCP (Quick Change to Production)

Quality Assurance Phase 


Canary Phase


P roduction Phase



What do we do?
Feedback loops

• Daily stand-ups (what I plan to do, where I need help) - 5 min


• Weekly meetings (Mondays 16:30) - 1H


• What is going on (raise awareness)


• Executive summaries from functional areas


• ROTA debrief and add improvement points


• Bi-weekly sprint meetings (Fridays 15:00) - 1.5H


• Peace of mind



What do we do?
Delegation and dependency management

Each component has a responsible

We have a label to find issues in other services CERNBox depends on



Is Agile Really 
Worth It?



Does Agile work?
Team throughput - Agile introduced Q3 2017

Agile introduced here



Does Agile work?
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COVID &Teleworking? New fellows?



Some tips



Exploit your bottlenecks

• A local optimization unrelated to 
the bottleneck causes global 
system degradation


• Where to find the bottleneck?


• 5 Ms (Man, Machine, Material, 
Method, Measurement)



Meta-Review: Review how you review
Be open minded

• 3 simple questions:


• What should we CONTINUE doing?


• What we should STOP doing?


• What we should START?



Optimize personalities
Business Chemistry (Deloitte), Colour Personality (DISC)...



Conclusion and outlook
Agile is here to stay

• Agile helped to drive progress, manage 
complexity in a service that was (is) 
skyrocketing in usage


• Agile helped to reduce risks: avoid 
waterfall pitfalls


• Agile helped to raise team awareness: 
Just look at the sprint.


• Agile is a means to and end, not the end 
itself


• The most important aspect of your 
service is your team

• Next things to try:


• Set Quarterly Reviews


• Sprint Reviews driven by Rota 
person


• Give a try to JIRA Gannt 
diagram for Epic visualization


