
Agile aðferðir hjá Marel

Vísindaferð Agile netsins  1. september 2011

- Hrafnkell,  Ingólfur, Jón Þór, Rósa, Valur



Agenda

About Marel  (Jón Þór)

The transition (Rósa)

The point of view of the developer (Hrafnkell)

Sight seeing, more refreshments  (ca. 17:15)

The point of view of the Product Owner (Valur)

Kanban in Solutions and technical support (Ingólfur)

The point of view of the manager (Jón Þór)

Questions and discussions



MarelôsVision 

ñTo be the customersô choice in supplying 

integrated systems, products and services to 

the fish, meat and poultry industries.ò



Fish processing has come a long way...

Hygiene

Efficiency / cost

Working environment



We make the technology to 
ŎƘŀƴƎŜ ǘƘƛǎΧ



Slide 6

...this



Í dag er Marel alþjóðlegt 
fyrirtæki



ÅERP
ÅWarehouse
ÅDistribution

Innova
Data Capture
Monitoring
Equipment control
Integration between equipment

Pluto
SensorX



Intelligent Production Control



Video



The transition 



Agile/Scrum, Kanban and Lean now 

Product Development:  6 Scrum teams

ïInnova 4 teams (Iceland, Aarhus, Boxmeer)

ïPluto

ïSensorX

Product Development: 1 Kanban team

ïSensorX Mechanical Design

Service: 1 Kanban team

ïSolution and technical Support Innova

Manufacturing:  Lean (5S and more)

Procurement:  Lean



Sept 2009                   Oct 2009                  Nov 2009             Dec 2009                       

Agile intro 

from Sprettur

Visit to Stiki

Start of Innova

Pilot team

Learning, 

learning and 

more learning

Coaching by

Sprettur

A Timeline - last 24 monthsé..

My 

first 

day



Q1 2010                                                          Q2 2010                                   

Formal start of 

the Innova Agile 

transition

Training and 4 

teams kicked 

off

(Feb 2010)

Colocation of 

teams 

(Mars 2010)

Development: 

The way we 

work and team 

webs published

(April 2010)

Embedded 

software team 

started

(May 2010)

Transition 

assessment

(June 2010)



Q3 2010                                                          Q4 2010                                   

Passed ISO9001 

external audit 

for the software 

process

(August 2010)

Innova Vision 

and roadmap 

workshop 

Release plan 

for all teams

(Sept 2010)

All 

ScrumMasters

Certified ðJeff 

Sutherland in 

Aarhus

(Oct 2010)

One more 

Embedded 

software team 

started

(Nov 2010)

Pluto Vision 

and roadmap 

workshop 

Release plan 

teams

(Nov 2010)



Q1 2011                                                          Q2 2011                                   

Start of Kanban

team for 

Solutions and 

Technical 

Support

(Jan 2011)

SensorX

Vision and 

roadmap 

workshop 

Release plan 

for team

(Feb 2011)

Agile Center 

established

(Mars 2011)

More  Agile 

training

(May 2011)

Start of Kanban

team for 

Product Center 

Inspection

(May 2011)

One more 

Innova team 

started in 

Boxmeer

(June 2011)



Q3  and Q4   2011                                

Start of two more 

embedded teams

(Sept and Oct 2011)

Start of 

Kanban team 

for Industry 

Center Fish

(Nov 2011)

Another Agile 

Guru!

(Nov 2011)



The Agile transition - Critical success factors 

Leadership support

Coaching (Sprettur), training and continuous learning

!ƴ LƴǘŜǊƴŀƭ ά/ƘŀƳǇƛƻƴέ ǘƻ ƘŜƭǇ ŘǊƛǾŜ ǘƘŜ ǘǊŀƴǎƛǘƛƻƴ

Starting with a pilot team

Transparency ;  All Work Visible



What  also helped

Majority of developers wanted more teamwork

The fact of Marel getting bigger 

ïSomething had to be done!

Setting up ña projectò with goals (why change?)

Creating short term wins

Visibility ïeverything on the walls 

No use of tools in the start

Reading together!



What  also helped

Agile estimating and planning

Vision, roadmapping and release planning workshops

Fixed release cycles

ïGetting constant feedback

User stories

We followed ñthe Scrum bookò almost like slaves 

ïand we are still doing it???

Knowing Kotter and laws of change management



What was difficult?

Many locations ïdistributedé and languages

Product owners overworked

Teams realizing that they are self organizing 

and self managing

Big backlogs ïhigh WIP ïpressure on teams

Knowledge ïstill need moreé

Impediments ïdo we see them?

We need more Agile/Scrum gurus!



Next iné

We still need more Agile training

ïProduct Owners, ScrumMasters, teams, the business

We need better technical practices - Software 

craftsmanship!   

ïTesting

ïContinuous Integration

We need more coordination between teams

ïnot a new thingé.

Technical infrastructure for embedded software

ïLinux,  C and C++ 

ïBuild servers and one environment for all embedded development

Deliver faster ïshorter release cycles



Next iné

We need to increase company awareness

ïThe transition was in fact more bottom up than top downé

Make Agile stick in the organizational culture

We will be starting two more Scrum teams soon

Kanban will be used more

Agile and Scrum is no silver bullet 
ï software development this is never easy!

ï but challenging and you should have fun doing it!



Working software Well-crafted softwarebut also

Manifesto for Software Craftsmanship 
ïraising the bar

Not only

Responding to change Steadily adding valuebut also

Individuals and 
interactions

A community of 
professionals

but also

Customer collaboration Productive partnershipsbut also

http://manifesto.softwarecraftsmanship.org/



Vision and roadmap

workshop






