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Profitable
>$40M annualized revenue run rate
World’s largest virtual goods catalog >6M items

2.6M active users in the last 30 days
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Heliocentrism

Experimental
observation
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Renaissance
Astronomer

Heliocentrism

Experimental
observation

Afraid to
publish

until on
deathbed




Persecuted

“Copernicus FTW!” "0 BN “n Prosecuted

Burned at
the stake




Experimentation =
foundation of scientific
method of learning
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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 | think we
can all agree that the folks in charge didn’t
support hearing “bad news.”



Experiments FTW!
Share results freely!

Rapid iteration
and learning!
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Profitable

>6 million virtual
goods

2.6 million
active users last

30 days

GDC Online gig!




EXPERIMENTATION

1S GOOD







GOT
SCIENCE?

CONCLUSION

REPORT RESULTS
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SCIENTIFIC #LEANSTARTUP
@ METHOD

ANALYZE
DATA




SCIENTIFIC
METHOD

TEST AN ALLEGED "DUCK"

tLEANSTARTUP




IMVU Feature Experiment “How-To”
1. Talk to customers--use cases!
W 2. Form hypothesis to test
2

CONCLUSION
REPORT RESULTS

3. Write code, test on dev machine
4. Test in production as QA/admin
5. Roll out to a %, of customers

6. Results, conclusion

7. Share learning

LOOKS A LOT LIKE THE SCIENTIFIC METHOD (IT ISD






UKdy, 1 il run an
experip

Okay, I’ll run an

experiment! Okay, I'll run an

experiment!

Okay, I'll run

Okay, I’ll ru :
experiment

Okay, I’ll run an
experiment!
- ’ r
| {J
i !
Let’s keep this

Okay, I'll run an
experiment!

Prove your idea
‘ . is the best!






if( setup_experiment(...) == "control” ) {

// do it the old way

} else {

// do it the new way




This is Production Server
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Numbers

User Count

female

%
%

%
%
%
%
%
%
%
%
%
%
%
%

All
accounts
that singleton
logged
into client
310868 4196
17.60 19.07
2540 26.98
72.67
0.72 1.10
1.00 3.03
0.16 0.55
0.83 1.60
34.79 26.85
30.86 33.38
24 61 22.40
1.23 1.55
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 0.01219 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







OND TO FAILURE SAYS A LOT ABOUT YOUR CULTURE

HOW YOU RESP



Appears in KDD 200

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

Culture is key.
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WHAT COULD POSSIBLY GO WRONG?









“A lot of times, people
don't know what they
want until you show it
to them.”

-Steve Jobs



Start with use cases.



Don’t ask
customers what
they want.



Ask customers
what they are
trying to do.



WHAT NOT TO DO experiment

Build what customers say . A,

they want.
Experlment J

Experiment 3

o
v

iy




START WITH USE CASES xoeriment

1. Start with use cases

: A A
2. Test hypotheses to learn B w

best ways to fulfill them. Exper.mem J

Experiment 3

@J




“Learning
happens when
you have the

courage to
validate—or
invalidate—your
hypothesis.”




pxperiment 1

Systematic Exper'\mentat'\on:
validate results against your i;
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against '
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“If you design a toaster
oven and need to include
directions for making toast,
you have failed at designing
a toaster oven.”

—Laura Klein, Principal, Users Know
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ur outfit collection

ATET video

Fan on Facebook

Sweetheart Dollhouse
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shopping
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“Experiments are 3
great way to test
hypotheses:
not to form them.”
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2-3 week sprints

B , Adjust process each sprint E

. Agile and XP methods  Aha moment..
|




XP Methods

Agile &
Embrace change (and try 10 make it
ainless .
Scientific Method
o
ASK QUESTION
\l/

\ 4

plUse defects 10 drive '\mprovements
g. Rapid, continuous code integration and
deployment -
9. software cluster immuneé system: prevent A . NCLUSION
defects g l
Ile and XP sy D

r Programm'\ng

- ‘\)\itfm-t'\me scalability ex .
perimentation

11.

12. Refactoring






Gl
3 MENI
-
| E]

Self-organizing teams, short
sprints, daily standups FTW!

Clear roles+responsibilities:
Product Owner, Tech Lead

Stay flexible, don‘t be
dogmatic.

1.



Projects / stories completed

Time spent on tasks

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

~” @ Y N, !
e delivered to customers 9



Project postmortems
Sprint retrospectives

= e __ - T

5 Why Whys root cause anaylS|s 1

il - = e I A

Support open commumcatlon
— N , ’

NEE




Engineering project managers
Matrix management

Scrum of Scrums OH YEAH! PROMOTE &
Team swaps

Open floor plan

Place value on communication

SUPPORT LEARNING
EVERY DAY




postmortems a

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
E | Farmandia 212 C
0 | FTUX 1 1 0/0 METRI . JE TS
'3 FTUX 2 111 CS PRO d
120 Pulse Phase 2 5/5 D AV S STORV
|5 | Pulse 2 Spam Features | 5/5 ]
|3 | Bugs 313 TS MlSC
| 1 Backyard Monsters 2/2 p OlN I e
|2 2nd FTUX Experiment 2/2
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 th
: They were im

: Why was cache
: James didn’t kn

Why were logins failing?
The database has too many conn

Why did the Database have too mdny nections?

A new feature had slow-running queri

slowa quen

low st be

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

ched.

: Why didn’t James know about caching slow queries?
. ROOT CAUSE:
) FIX THIS!



1. FiXx root causes.

2. Make the Size of the
A couple notes

fix commensurate With
the size of the problem.

—_—

about action items:




Recap:

Learning is key.




PROCESS
EXPERIMENIS







HANDLING INTERRUPTS

Share interrupts Everyone feels the pain, all
among teams team schedules at risk

Establish “home” team
for ICs, and rotate them

2 Create “Interrupts”

here: reduces risk for all
team other teams




MERS
MEASURING VALUE TO CUSTO

C4 2019 S14 Retrospective

Story Points
Days Project Story
Points
5+12 lmerrupts + Pulleq Builders 0/0
1 P1&pq Followup 0/0
1 Farmangia 22
0 FTUX 1 00 METR,CS pROJECT
3 FTux 2 171 )
20 Pulse Phase 5 5/5 D A y S S TO R v
5 Pulse 2 Spam Features 5/5 4
3 Bugs 3/3
‘ 1 Backyarq Monsters 2/2 p O'N TS, M'S C-- .
2 2nd FTyx Expen’mem 2/2
10 Project FoMow-up 0/0
w o Total Days js 53, taking oyt for 20
days already accounted for i
Planning
Misc

* Loaneg Jinsuck to Loco Team for 4 days
* Added work mid-sprint (Pulse)

the right —
projects?




Focus on features and value
to customers , not time.

2 Short planning meetings.
|

3 Caution: Reduced ability to
" predict progress.




KEEP YOUR TEAM TOGETHER

“ Embed designers,
QA' data analySt' *Yes, make your team a “team”

engineering and eCommunication easier
product- location *|ssues/questions resolve quickl

matters!




TECHNICAL PROJECT REVIEWS

Organized by team )
i o *In-depth revi d
technical lead—this n-depth review of code

*All engineers welcome
IS a technical *Note follow-up action items

review of the code: *Prioritize actions, and do them!
improve quality,
reduce “tech debt”




SELF SELECTING TEAMS

Let people self-
select to the Let people follow their passions

*Happy people are more engaged
teams they want and productive

to work on.




SCRUM 2.0: CONTINUOUS PLANNING

Based on successful
process experiment
2 Just-in-time
4 planning: Kanban
3 Are we working on
A3 the right stuff?



HAVE A "FIXER"

Remove blocks:
communication, technical,

planning, anything else!

Remain objective

Team happiness =
3 team productivity



SMALL TEAM + NO RULES=BIG WIN

Break out of
routine

2 Minimize process
2 overhead

3 Focus on value to
A customers




RECAP

. e ge Rapid @‘@.‘
SClent|f|C mEthOd and i“’;‘E‘i’r t  scENTRC Y
experimentation FTW! @ .

-©
2 Culture is key.
|
Learning is key.
| |
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