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Renaissance
Astronomer

Heliocentrism

Experimental
observation

Afraid to
publish

until on
deathbed




Persecuted

“Copernicus FTW!" ‘G B ) Prosecuted

Burned at
the stake




Improvement
over Bruno.

Persecuted

Accused of
heresy

House arrest
until his
death




Question: Why was it so hard for these
guys to share their data and findings?

Answer: It’s complicated, but I think we
can all agree that the folks in charge didn’t
support hearing “bad news.”



Experiments FTW!
Promoted to

Share results freely! Director

GDC Speaker GIG

Rapid iteration
and learning!
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Profitable
>$40M annualized revenue run rate
World’s largest virtual goods catalog >6M items

2M active users in the last 30 days

IMVU REVENUE GROWTH
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EXPERIMENTATION

1S GOOD




GOT
SCIENCE?

CONCLUSION

REPORT RESULTS




Rapid
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SCIENTIFIC
METHOD

TEST AN ALLEGED "DUCK"

fLEANSTARTUP







UKay, rirunan

Okay, I’ll run an
experiment!

Okay, I’ll run an
experiment!

Okay, I'll run

Okay, I’ll ru .
) experiment

experiment!

Okay, I'll run an
experiment!
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| |
{ 1!
Let’s keep this

i !
simple! Okay, I'll run an

experiment!

Prove your idea
Y . is the best!
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IMVU Feature Experiment “How-To”

m 1. Form hypothesis to test
2. Write code, test on dev machine
v

3. Test in production as QA/admin

4. Roll out to a %, of customers
CONCLUSION
REPORT RESULTS

5. Results, conclusion
6. Share learning

LOOKS A LOT LIKE THE SCIENTIFIC METHOD (T ISD






if( setup_experiment(...) == "control" ) {
// do it the old way
} else {

// do it the new way




This is Production Server
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Numbers

All
accounts
that singleton
logged
into client
User Count 310868 4196
% 17.60 19.07
% 2540 26.98
female % 72.67
% 0.72 1.10
% 1.00 3.03
% 0.16 0.55
% 0.83 1.60
% 3479 26.85
% 30.86 33.38
% 24 61 22.40
% 1.23 1.55 o -
% 472 3.72 » - :
% 3.78 12.11 Control Treatment
% 79.48 100 Samples 16114 / 130698 292 / 18838
% 12.87 28.88 Mean 0.01233 0.01550
Variance 0.0121% 0.01526
23.54 24 95 P-value: 0.000460
0.24 Significance: 99.9540%
115.89 123.38 Chance of occurring randomly: 0.0460%

20.16 20.00










Appears in KDD 200

© ACM, 2007
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Practical Gu1de to Controlled Expenments on the Web:

version of the work. Itis posted at BEtp

s published i KDD 20

Listen to Your Customers not to the HiPPO
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OND TO FAILURE SAYS A LOT ABOUT YOUR CULTURE

HOW YOU RESP



Recap:

Culture is key.




EXPERIMEN T
WITH PROCESS







2-3 week sprints

B , Adjust process each sprint b\

. Agile and XP methods  Aha moment..
l




ile & XP Me’rhods
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Projects / stories completed

Time spent on tasks

Story points delivered
Unplanned vs. planned work completed
How productive and happy do we feel?

o . Y 4V e & !
e delivered to customers 9






Sprint retrospectives

P— - v . =

5 Whys root cause anaylsis
¥ ey T — S S S
Support open commu '1.




Engineering project managers
Matrix management

Scrum of Scrums OH VEAH! PROMOTE &
Team swaps

Open floor plan

Place value on communication

SUPPORT LEARNING
EVERY DAY




postmortems &

Retrospectives:

Meeting roles

2. Metrics

3. Action items

Let’s see it
in action!



Appoint a skilled facilitator.




Foster communication
and engagement.




C4 2010 S14 Retrospective

Story Points

‘ Days ‘ Project Story
' { Points
|5+12 | Interrupts + Pulled Builders 0/0
|1 | P1 & P1 Followup 0/0

[ 1 | Farmandia 212

o | FTUX 1 00 METRICS PROJECTS,
20 {Puse phase? 55 DAYS, STORY
\2 ;:Igs:ZSpam Features :g pO|NTS’ Mlsc_"

11 Backyard Monsters 212
|2 2nd FTUX Experiment 212
110 | Project Follow-up 0/0

Total Days is 53, taking out for 20
days already accounted for in
planning

Misc

e Loaned Jinsuck to Loco Team for 4 days
Added work mid-sprint (Pulse)

BB better starting mid-sprint
Postmortems: Pulse Phase 2
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Y1
A1

Y2:
A2:

Why were logins failing?
The database has too many connections:

Why did the Database have too many connections?
A new feature had slow-running queries.

: Why were there slow queries?

: They were implemented with a cache time of\zero.

: Why was cache time'set to zero?

: James didn’t know that slow queries must be cached.

: He’s new, and we didn’t cover that in our training.

: Why didn’t James know about caching slo eries?
¥ WOt e W aboul g slow qu ROOT CAUSE:
FIX THIS!




1. FiX root causes.

2. Make the Size of the
A couple notes

fix COmmensuyrate with
the size of the problem.

—_—

about action items:




Recap:

Learning is key.




PROCESS
EXPERIMENIS
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IMVU uAs;sleS/;r:m and AT A EAl STARTUP

JAMES BIRCHLER (@JAMESBIRCHLER) AGILE

ENGINEERING DIRECTOR, IMVU
GDC ONLINE, OCT. 5-8, 2010 @IMVU




Team org, short sprints, daily
standups FTW!

Stay flexible, don’t be
B dogmatic.




Story Points
VS.
Ideal Days

USED TO MEASURE PROGRESS AND

VALUE DELIVERED TO CUSTOMERS






Story Points at IMVU

have an Interesting history. Things
that worked for included that
they gave team members a reason to
engage and discusg projects and
tasks, and planning meetings got
shorter after an mitial period of
calibration.

Some things didn’t work: it was
hard to get team buy-in for what
story points mean, swapping team
members meang recalibrating, and
the focus on points can be
distracting.

Overall, though, a success.

Time spent in meetings
7
& G
| 5

1

====Hours

3

S Engagement and Discussion




Time spent in Mmeetings

%gree on a definition. 4

1‘ horter planning mEEtianS. Engage@entandDiscussion

| Big win for engagement. — 4










Both Ideal Days and
Story Points foster
engagement and

discussion, and
that’s the real win.




Focus on work, not time.

2 Short planning meetings.
|

Caution: Reduced ability to
predict progress.




SCRUM TECHNOLOGY
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4 engineers = sweet spot

2 Don’t share infrastructure
| |




IMVU En ineerin Blo
This blog was a i 9 Bl09

Stories aboyt how great Stuff gets built wejj at IMvy

HAC
WEEK

Hack Week project.

Search Resuits

Keyworg: ‘hack week’

[ the week working on somethmg they Persona|jy, feel is valuable to the comp;,
lf d I re‘ ‘ Y harness €Xperience and Insights from aCross the Company and give gy ryone
0% self-

Week whe n we

‘v'esterdav we kicked off another Hack Week st IMvy, 5 Solid 4

deve!opment in the hands of IMvy €Nngineers, What does thjg mean? an eng

over what we gre bui!ding here, The buzz in the bu:ldmg is tangible: there 31
Meetings, less Process around group work, and People zre focused on finishj;
O put them jn front of Customers,
Hack Week hag been 3n Integraj Part of oyr engmeering Culture Since 2007, qgi
software €Ngineers 5 chance to guide product developn nt and test thejr Ide;
has resulted jn many Popular features like Outfit:

S r~!v3n.3g €ment, Turpg Produyct
assets, IMVU Badg , and shcm:pmg directly from 3 3D chat, All these feature;
: 7 S u p p o e IMvy €ngineerg durmg Past Hack Weekg and then adopted by our pro

duct tear
to all Customers,

To help foster an eny imnment of Creativity, we Use our o/ EXperiment System t

tomers, Rather thar
from Customers tq help

7 We S O m e - In order to Maximize chanceg for Success, we follow Some hght;"/eight Processeg

1. The goal in Most caseg IS to deliver valuable featureg
by the end of the g

€asy and low-risk for us to test Product innovatlong with cys
Opinions ijn the room, we prefer getting feedback directl'y

S to work on—sometrmes O S g
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RECAP

“ Experimentation works. oy
2 Culture is key.
|
Learning is key.
| |




WE RE HIRING!
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Practical Guide to Controlled Experiments on the Web: Listen to Your Customers not to the HiPPO,
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