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When it all goes wrong: 
Overcoming Problems at any scale



Who are these people? 

Allie Jones & Chris Urban



What are problems and 
how did we get there? 



What if Michael Bay was the Client? 



Problem: Over Budget

“ “There’ll be at least 
50 explosions 



Problem: Over Budget

Scope Creep

Poor planning and estimation

Catering to the loudest voice instead of roadmap

Poor Budget Allocations 



Solutions for Over Budget
Effort to Value 



Solutions for Over Budget

Simplify and Prioritize Features into measurable Releases 
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Simplify and Prioritize Features into measurable Releases 

Solutions for Over Budget

  Release 1 
Components:

 Users & Accounts, User Workflow, Entities

Epics: 
Content Types, Search, Third Party Integrations, User Workflow

Features: 
Article feature, Content Workflow, Media Entities



Solutions for Over Budget

Status Updates & Budget Tracking 



Clear, consistent communication 

Solutions for Over Budget

Metric Planned Burned Remaining % Complete
Budget $492,510 $171,841 $320,670 35%
Schedule (weeks) 19 Weeks 6 Weeks 13 Weeks 32%
Resources (Effort Hours) 626 Hours 206 Hours 420 Hours 33%

Metric Planned Burned Remaining % Complete
Budget $492,510 $320,670 $171,841 70%
Schedule (weeks) 19 Weeks 6 Weeks 13 Weeks 32%
Resources (Effort Hours) 626 Hours 420 Hours 206 Hours 66%



Problem: Lack of Vision

“ “When I look back at 
it, that was crap



Problem: Lack of Vision

Lack of ownership

Scope creep

No measure of success

No feedback loop



Solutions for Lack of Vision

What are we building?

What is the overall objective of the project?

Why are we building this?

What do we hope the outcome of the project to be?

What is the ultimate value of the project?



Solutions for Lack of Vision
Define the Definition of Done

Definition of 
DONE Criteria for Done Responsibility Timeframe/When

Grooming 
Tickets

User Story 

Acceptance criteria defined

Clarity on responsive design 
Scrum Team Before Grooming 

starts

Sprints
Follow coding standards

Functional and UI testing on DEV environment

Passed QA
Scrum Team Before Sprint ends

Code 
Releases

Release notes completed

Final deployment

Unit Testing and QA on DEV, UAT on Stage
Release Manager When Sprint ends



Do a Retrospective for each Sprint

What went 
well

What went 
wrong

What to 
improve on

Solutions for Lack of Vision
Close the Feedback loop



Isolate and identify business 
processes that are potential 
blockers for success
Document how processes 
should operate under duress

Accountability as a Blocker



Problem: Lack of Accountability

“ “[The consumers] 
love to hate, and I 
don’t care; let them 
hate.

“



Lack of Documentation

Unclear Roles & Responsibilities

Lack of Communication

Problem: Lack of Accountability



Problem: Demanding Client Requests

“ Guys, if I have to 
wait more than a
minute between 
shots it’s too slow

“



Problem: Demanding Client Requests

Changing client requests

Bottlenecking 

Scope Creep



Refer to defined Vision priorities

Refer back to your Definition of Done

Governance & Accountability 

Solutions for Demanding 
Client Requests



Problem: Lack of Process

“ Why isn't everything 
exploding?!

“



Problem: Lack of Process

Forcing a particular workflow on a team that doesn’t work

Tickets are blocked

Time zones 

Lack of constraints

Poor approval decision-making structure



Solutions for Lack of Process

Use your tools to automate process

BLT
Drupal 8 Acquia’s Build &

 Launch Tools
Jira

Github Slack Acquia Cloud



Solutions for Lack of Process

Divide and Conquer



Solutions for Lack of Process
Use your tools to automate communication

Slack

Github

Confluence



Be Proactive. Consistently manage and update your site 

Solutions for Lack of Process



Problem: Lack of Preparation

“ I lit the fuse, but it 
[didn’t] blow up?

“



Problem: Lack of Preparation

Do a discovery and define sprint zero

Assign and delegate roles

Set up infrastructure 

Set up meetings



Document your project

Roadmap

Product Requirements

Task Log

Roles & Responsibilities

Meeting Notes

Decision Log

Solutions for Lack of Preparation



Create a 

Source of Truth

(e.g. Confluence) 

Solutions for Lack of Preparation



Use templates to 

standardize 

documentation 

Solutions for Lack of Preparation



Be Proactive. Have an Emergency Plan

Emergency planning playbook

How to plan and manage hotfixes

How to roll everything back to a safe place 

Testing this process periodically

Solutions for Lack of Preparation





Recap:

Over Budget

Lack of Vision

Demanding Client Needs

Lack of Process

Lack of Preparation

Define Definition of Done 

Create a centralized source 

of truth 

Close the feedback loop



Join us for
contribution sprints

Mentored 
Core sprint

First time
sprinter workshop

General
sprint

#drupalsprint



What did you think?

http://nashville2018.drupal.org/schedule

https://www.surveymonkey.com/r/DrupalConNashville

http://baltimore2017.drupal.org/schedule
https://www.surveymonkey.com/r/DrupalConNashville

