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[ A Reimagined Rainforest Alliance]
An agile project done in 6 Sprints







The Rainforest Alliance would like to build a responsive Drupal 8 
website, which will include both building out new content types and 
migrating existing content from our current Drupal 7 site at 
rainforest-alliance.org. We would like the Drupal 8 site to launch by 
the end of September 2016.



[ Agile Coaching ]





Consultative
~1 Month

~100 Page doc
~Dozens Epics*

~Hundreds of User Stories*

Backlog development
& Grooming

*Need to go back and actually count these



Guesstimates of Epics

-Notecards
-Collaborative estimation
-Collaborative grouping

Almost 9 full sprints:

-Roughed in 6 Sprint Backlogs
-Concept of Project Backlog
-Concept of Forecasting

Sprint 
Forecasting





Agile doesn’t tell us not to have a plan, 
But to always be planning



Agile
Planning

Pre-sprint grooming

Sprint Planning

Re-Forecasting

Mid-Sprint Releases







Buildup
Charting

PO Journal, for tracking:

-Daily standups

-Stories completed

-Work unit points awarded

Chart, for:

Total points, per day



Sprint 1 Sprint 2 Sprint 3 Sprint 4 Sprint 5 Sprint 6



Accepted Sprint Goal:

-Get base site setup for CTA, Article and Video content 
entry

Setup Chores
Pattern Library
Contextual CTA
Navigation
Article, not including migration
Video page, not including migration?
Featured header content (including video)
Site performance
Responsiveness
Taxonomy

Sprint 1



Accepted Sprint Goal:

-Build out The Latest, iterate on Article and Video Content 
Type

The Latest listing
Related content
Advanced filtering
Images
Pull quote
Chores: 404 Page, add redirect module
With as many WIP Stories from Sprint 1 as possible

Sprint 2



Notes from Planning Meeting: The Latest listing is larger than forecasted, 
but Related Content and Images are smaller. The sprint overall is a little 
smaller than forecasted, but will be filled with WIP Stories from Sprint 1.



WIP, Bugs, Regressions

Technical
Debt

Forecasted Goal: Build out Home page and 
Content Hub functionality, including related 
stats/impact widgets, About and Contact Us 
Landing Pages, Impact Dashboard

Accepted Goal: Build out Home page and 
Content Hub functionality, including related 
stats/impact widgets.

Technical Debt was concerning by Sprint 3 



WIP, Bugs, Regressions

Technical
Debt

Forecasted Stories

Stats / impact widget
Home Page
Content Hub (issues & regions)
About Us LP
Contact Us LP
Impact Dashboard
Basic Page



WIP, Bugs, Regressions

Technical
Debt

Accepted Stories

Stats / Impact widget
Home Page
Content Hub (issues & regions)



Notes from Planning Meeting: This was forecasted as a really full sprint, and 
the team decided to only accept the stories above to make sure that there 
would be time to completely wrap up. The team is trying to be mindful of 

the amount of WIP tasks that already exist, and avoid creating more of those 
loose ends.



Fewer Stories were committed to, but the results were beyond excellent with 
far less WIP left over to be carried into future sprints.







WIP, Bugs, Regressions

Technical
Debt

Sprint 4

Reconfigured forecast

-Moved important epics sooner

-Bumped some altogether

Tried passing tasks to a support team during S4



WIP, Bugs, Regressions

Technical
Debt

Sprint 4

Forecasted Goal: 
Landing Pages and Content Types



WIP, Bugs, Regressions

Technical
Debt

Sprint 4

Accepted Goal: 
Finish up the Article and the Latest, build out the 
Certified Products profiles, Support Us landing 
page, and Publications. SEO, Social Sharing 
Metadata, and the interactive page will also be 
worked on, and as a stretch goal, the team will 
aim to get started on the Impact Dashboard.



WIP, Bugs, Regressions

Technical
Debt

Sprint 4

Forecasted Stories
Support Us LP
Publication, including migration (impact report, 
annual report, curricula)
Social Sharing Metadata
Animation
Pre-filtered Listing Page
SEO
Interactive page
Press release page, including migration
Slide show page, including migration
In the News, including migration



WIP, Bugs, Regressions

Technical
Debt

Sprint 4

Accepted Stories
Article iteration
Latest iteration
Certified Products Profile, including migration
Support Us LP
Publication, including migration (impact report, 
annual report, curricula)
Social Sharing Metadata
SEO
Interactive page
*Impact Dashboard

*stretch goal for this sprint.



The team’s continued focus on careful commitment paid off big in this 
delivery in terms of comprehensive task completion, as well as delivering 

on a stretch goal, which nudged them just above target and leaves them in a 
great place for the next sprint.



Became possible around Sprint 5
-in hindsight

Most core functionality was in place

Became possible to squash sitewide 
bugs related to a current Sprint’s Stories

We did not take this opportunity...

Iteration



Re-Forecasted Goal: 
Complete Certified Products, Green 
Vacations, and Species. Start on Bio 
Profile and Pre-filtered Listing pages as a 
stretch goal.

Sprint 5



Accepted Goal: 

Same

Sprint 5



Forecasted Stories
Certified Products Listing
Green Vacations Profile, excluding 
migration
Green Vacations Listing
Species Profile
Species Listing
Bio Profile
Pre-filtered Listing Page

Sprint 5



Accepted Stories

Same.

We technically crushed it,

but not without consequence.

Sprint 5



Sprint 1 Sprint 2 Sprint 3 Sprint 4 Sprint 5 Sprint 6



Sprint 1 Sprint 2 Sprint 3 Sprint 4 Sprint 5 Sprint 6



Sprint 1 Sprint 2 Sprint 3 Sprint 4 Sprint 5 Sprint 6



Sprint 1 Sprint 2 Sprint 3 Sprint 4 Sprint 5 Sprint 6



Challenges

Design Specs vs Stories

Pixel Pushing vs Iteration

Who pays Tech debt

Expectation Meltdown

Agile ways

Scrum Values

Reality will always win, but are you really on its team?



Forecasted Goal: 
Remaining Content Types and Listings, 
Press and News, About and Contact 
Landing Pages

Sprint 6



Accepted Goal: 

Prepare for launch

6 Mid Sprint mini-release

True iteration every few days

Sprint 6



To increase awareness, and thereby project agility, during this final sprint, all 
Accepted Backlog Items were released and reviewed, as completed, during 

the course of this Sprint. 



End of final sprint: 
0 Criticals

3 Moderate

The final review had only 3 support questions.



http://www.rainforest-alliance.org/ 

http://www.rainforest-alliance.org/
http://www.rainforest-alliance.org/










Thank you.


