The waste of the Definition of Done and Definition of
Ready (...when not actively used in your daily work)
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By Sebastian Radics

| guess your are already using a Definition of Ready (DOR) and a Definition of Done
(DOD)?
(If not — there are some hints at the end of this post (=

Nicely printed DOD/DORs hanging on walls or hidden in Wiki pages — but not really used
in your process are waste.

You can easily check it in your environment by asking the developers what'’s in the
DOD/DOR and how they really use it in their daily work. No answer or shrugging ... bad
sign.

This post is about ways to embed both important artifacts in your daily work.

Your vital Definition of Ready

As that definition is about story readiness it's important to use it for story preparation and
in pulling events. | highly recommend having an easy transportable, lightweight format
that everyone can use in necessary meetings (see the picture about a possible format
later on).

| use it in backlog grooming sessions. Together with the product owner we actively embed
the DOR to check for every story if the story is already in a shape that the team can pull
this story. We use it as a checklist — every point needs to be matched. Missing points are
considered as homework for the product owner.

Next point of usage is in the sprint planning, when stories get finally pulled by the team. A
final check if all DOR criteria are met and it ensures a high quality of input (if the DOR is
well formed and has explicitly stated story quality criteria).

As soon as points are missing or not longer necessary it's important to refine the DOR.
Avoid erosion right from the start, otherwise it becomes blurry and more and more

1/4


https://www.ontheagilepath.net/2015/04/the-waste-of-the-definition-of-done-and-definition-of-ready-when-not-actively-used-in-your-daily-work.html
http://www.ontheagilepath.net/wp-content/uploads/2015/04/DodDorPng.png

useless. | suggest to remove DORSs that are not really used with every story as it’s just a
false information radiator (leading to misleading assumptions about your process).

Who should finally push for using it? In my opinion the product owner (and the team
remembering her/him).

And your useful Definition of Done

As the gatekeeper for accepting stories to be done it's essential to have a living and really
used DOD too. Like the DOR — make it easy usable. It's not a catalog with 100 entries, it's
an artifact that covers the major criteria for a story to be done.

The first point of usage is the sprint planning. | recommend to check for every story that
you forecast to deliver in a sprint/iteration that you check if you can really deliver it. Clarify
for every point on your DOD that you actually can fulfill the given criteria. Recognizing
mismatches short before a story is “nearly” finished is too late and really not necessary.
As agile coach | remind the team in the beginning to use it actively — e.g. by asking the
necessary questions using the DOD. By example the team can learn and will start
following this practice.

Next point is the story review and acceptance by the team and product owner. Again use
it as a checklist and show that every point is done.

Refine if your discover new points or not longer necessary parts.

Who should finally push for using it? The team (and the product owner remembering the
team).

A handy format

| use an printed version (A5), laminated. It's created for every team member, including the
product owner and me. This way we can take it to every meeting easily, don’t need
additional technical equipment. It’s a little more effort to create new ones — but affordable.
We combine it with the working agreements and team’s goal — and voila — it’s an active
component in every meeting.
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Wir bauen nutzerfreundliche und verlidssliche Applikationen

ur S T semmt

Working Agreements {

=> immer freundiich und hiffsbereit &
miteinander umgehen

=> haufig Pair Programming einsetzen

=> kein Blaming — Fehler konstruktiv
nutzen und dabei lernen

=> offen kommunizieren (Fehler
transparent machen, Proaktiv
Informationen weitergeben)

L

2 Plnktlichkeit (z.B. Meetings starten in
Time und sind ordentlich vorbereitet)

=» Meeting-Regeln (Agenda,
Vorbereitung, Nachbereitung,
Moderation, Ergebnisse erzielen)

=> Qualitat und BigPicture einbeziehen
(keine Quick-Fixes ohne Plan)

=» spontan gemeinsames Friihstiick

=> jeder fiihlt sich fiir alles verantwortlich

=» DOR/DOD nutzen

R
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= Die Story folgt der Struktur fur User
Stories (Wer, Was, Warum) im
Format: Als <Wer> brauche ich
<Was> und <Warum>

= Akzeptanzkriterien und zugehorige
Akzeptanztests sind definiert

= Die GréRe ist abgeschatzt und
Story entspricht der GréRe, die im
Sprint aufgenommen werden kann

= Groomed, Fragen sind geklart und
Story ist klar fir das Team

= Abhangigkeiten zu anderen Teams
sind fir die Story geklart

L done g

AC sind erfullt

Tech Review ist erledigt
Integration Tests sind verftgbar
Review mit PO

Story ist auf dem Test-Server
verfugbar

Sonar Metriken sind erfillt
Dokumentation / Decision Log
ist verfligbar

Releasetermin steht fest
Release notes sind erstellt
vom Release Abhangige sind
informiert
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Let’s learn together?! Can recommend more ways to actively use the DOD/DOR? I'm

looking forward for your great ideas.

Further readings

What is the Definition of Done?
The definition of Ready (by Roman Pichler)
The definition of Ready (by Jeff Sutherland)
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Watch Video At: https://youtu.be/XkhJDbaWQj0
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