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Agile methodologies in teams with 
highly creative and autonomous members

The Agile manifesto encourages us to value individuals and interactions over processes and tools, while 
Scrum, the most adopted Agile development methodology, is essentially based on roles, events, artifacts, 
and the rules that bind them together (i.e., processes). Moreover, it is generally proclaimed that whenever a 
Scrum project does not succeed, the reason is because Scrum was not implemented correctly and not 
because Scrum may have its own flaws. This grants irrefutability to the methodology, discouraging 
deviations to fit the actual needs and peculiarities of the developers. We present our experience following 
Agile principles, reusing certain Scrum elements and seeking the satisfaction of the team members.

Accomazzi, Alberto; Kurtz, Michael J.; Henneken, Edwin; Grant, Carolyn S.; Thompson, Donna M.; Chyla, Roman; 
McDonald, Steven; Shapurian, Golnaz; Hostetler, Timothy W.; Templeton, Matthew R.; Lockhart, Kelly E.; Bukovi, K.

ADS is fortunate to have team members with heterogeneous backgrounds who can contribute to the project 
with different perspectives: data curators, software engineers/scientists with experience in the public and 
private sector, and astronomers. Most of the members are highly motivated to propose and lead the 
development of new features, perform studies and carry out research activities. This leads to a culture of 
proactive involvement in the development process, which would not fit well with a more industrialized 
approach of creating tasks/users stories and forcing members to pick the first one on the top of a prioritized 
list. A potential drawback of not following certain strict rules that methodologies such as Scrum proposes is 
that the development process might be slightly slower (e.g., it might happen that eventually there are team 
members not working on the top 1 priority), but the benefit of adapting the methodology to the ADS 
particularities is an increase in professional satisfaction and a lower degree of member rotation (which, in the 
long run, almost always have a bigger impact on the efficiency than the previously mentioned drawback).
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After multiple iterations, we have converged to sprints with 
a duration of 3 weeks. During that period, we do daily 
stand-up meetings of maximum 30 minutes where we 
share what we did the previous day, what we plan today 
and blockers that we may be facing. In addition, we have 
weekly meetings with the full team (developers and 
curators) to present progress and coordinate efforts. At the 
end of the sprint, we do a one hour retrospective to identify 
what can be done differently, followed by one hour planning 
meeting where the developers have a considerable amount 
of freedom to choose what is going to be their goal during 
the following sprint.

The project manager sets the global goals and priorities for 
the project in coordination with the project scientist, the 
curation lead, the software architect and with the advice of 
multiple team members who are developers/curators and 
astronomers, thus they can provide feedback from a user-
centric point of view. The planning facilitator structures the 
meetings where some of these conversations happen, 
helps to find consensus and maintains documents with the 
agreements.

Weekly meeting

The planning facilitator keeps a backlog of major technical 
tasks that need to be done to accomplish the goals agreed 
by the project manager, software architect, developers and 
curators. During the sprint planning, the team members can 
select the tasks they would like to work on, propose new 
tasks or redefine existing ones to include more details and 
address shortcomings. The result of this group effort is the 
ADS system, which is constantly monitored and updated 
with periodic releases.

Project Manager

Planning facilitator

Team

Poster kindly 
printed by

1

2

3


