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Hipotese 1: Pandemia vai acabar!




Hipotese 2:

Legado da pandemia sera um aumento
expressivo de trabalho remoto



Algumas evidéncias



Pinned Tweet

Dropbox & @Dropbox - Oct 13

It's clear that distributed work is here to stay, and we believe that brings an
opportunity to redesign the way we work for the better. Starting today, Dropbox

is becoming a|Virtual First company

bit.ly/33Tiol
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= Jason Fried & @jasonfried - Jul 30 000

<+ Replying to @jasonfried

Some last day empty space pics.
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As of today, Shopify is a digital by default company. We will

keep our offices closed until 2021 so that we can rework them
for this new reality. And after that, most will permanently work
remotely, Office centricity is over.

11:55 AM - May 21, 2020 G

Q 403K O 9.4K people are Tweeting about this




THE GREAT REBOOT 22 DE OUTUBROC DE 2020 f 2:43 PM / UPDATED HA 11 DIAS

Permanently remote workers seen doubling|in
2021 due to pandemic productivity: survey

By Gertrude Chavez-Dreyfuss 2 MIN READ f v

NEW YORK (Reuters) - The percentage of workers around the world that is
permanently working from home is expected to double in 2021 as productivity has
increased during the coronavirus pandemic, according to a survey from U.S.-based

Enterprise Technology Research (ETR).




O que nao esta no contexto da
palestra



Nao vamos falar de trabalho remoto na pandemia

e Ansiedade

e |ncerteza

e Medo

e Criancas em casa
e etc
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Nao vamos tratar das vantagens de TR

e Mais tempo com familia
e Menos tempo no transito
e Menos interrupcoes

e eftc
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Nao vamos tratar das desvantagens de TR

e Falta de contato social
e Falta de motivacao
e Fadiga de reunides virtuais

e eftc

Trabalho remoto nao é uma bala de prata
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Ja que trabalho remoto sera mais
comum, quais as melhores praticas
que devemos seqguir?
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Trabalho remoto nao é novidade!
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Trabalho remoto - Prée-COVID

e GitLab (~1,300 colaboradores, 65 paises)

e Automattic (~900 colaboradores, 68 paises)
o Basecamp (~50 colaboradores, 32 cidades)
® Zapier (~250 colaboradores, 28 paises)

e DuckDuckGo (100-150 colaboradores)

e Discourse (< 10 colaboradores)
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Trabalho remoto - Prée-COVID

e GitLab (~1,300 colaboradores, 65 paises)

e Automattic (~900 colaboradores, 68 paises) Exce I e nte
e Basecamp (~50 colaboradores, 32 cidades) O pO rtu n idade
® Zapier (~250 colaboradores, 28 paises) para devs
e DuckDuckGo (100-150 colaboradores) brasileiros

e Discourse (< 10 colaboradores)
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Suitability of job for remote work by industry

® Cannot be @ Can only do part of
the job from home

done from home

@® Can work from home
with little or no difficulty

@ Can work from home
but with some or a lot
of difficulty

Accounting and finance
Arts and design
Business development
Business ownership
Consulting

Customer support
Education

Engineering
Health-care services

Human resources and recruiting

i
I

I
|

| IT and security

H

Legal

Marketing

Media and communications
Operations

Product management

Program and project management
Research

Sales

Other

|
|||

”

|
|

0% 25% 50% 75% 100%

Source: Slack survey of k ledge workers, d d March 23-27 (n=2,877)

Tl € uma das

industrias mais
"adequadas” para
trabalho remoto
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Como fazemos software hoje em dia?
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Fizemos a seguinte pergunta para 415 devs brasileiros

Qual é o processo de desenvolvimento usado por sua
empresa?

Resultados relativos a 415 respostas de desenvolvedores de software brasileiros

Outros

bh 0%

Waterfall

(2

g
Fonte: Surveying the Impacts of COVID-19 on the Perceived Productivity of Brazilian Software Developers.
SBES 2020




Scrum em 1 slide

stakeholders
- SPRINT
o -l £~ RETROSPECTIVE

(at least)
one mprovement

DAILY SCRUM

sprint backlog

SPRINT REVIEW

s
ncrement

4'p. :
) 080

A4 Cresced by Thas Schiumben for the Zomise Scrum Survive Cudde
by Christizan vermis jchirnes schartas b Riery Overeom

fonte: https://www.scrum.org/resources/scrum-framework-reduce-risk-and-deliver-value-sooner 20



Scrum em 1 slide

- SPRINT

’/’ RETROSPECTIVE

(at least)
one mprovement

DAILY SCRUM

sprint backlog

SPRINT REVIEW

“done’ gg(z:
ncrement

4'p. .
) 080

A4 Cresced by Thas Schiumben for the Zomise Scrum Survive Cudde
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Scrum em 1 slide

o SPRINT
/ RETROSPECTIVE

(at least)
one mprovement

3 hr

4 hr DAILY SCRUM

sprint backlog

SPRINT REVIEW

definition "done”
of done increment

44 (n-uli,h-a!mnh n for the Zomise Serum Survive Cude
by Christizan vermis. |charnes schartas b Riery Qvereon

fonte: https://www.scrum.org/resources/scrum-framework-reduce-risk-and-deliver-value-sooner 22



Nao parece ser tao dificil, pois maior evento
dura 4 horas, para sprints de 15 dias
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Porém, nao é tao simples assim....
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Problema: natureza "sincrona" das
comunicacoes durante um sprint
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Devs

Product Owner senta junto dos desenvolvedores e
"explica” requisitos para eles Fonte: @engsoftmoderrna



Hoje (Scrum)

Stakeholders PO Devs

e Durante sprint, PO explica historias (requisitos) para devs

e Troca-se documentacao formal e escrita por
documentacao verbal e informal

e (Conversas entre PO e Devs

Fonte: @engsoftmoderrna



Mandamento #1 de Trabalho Remoto:
minimize comunicag¢ao sincrona
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Nao da para ficar o dia inteiro no Zoom,
Slack, WhatsApp, mail, etc.



Sera que temos que voltar para Waterfall?

Stakeholders

Analista de
Requisitos

Fonte: @engsoftmoderrna

Linguagem natural
(poderia levar anos para ficar pronto)

Devs
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Provavelmente nao!
Basta dar um pequeno passo para tras
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Stop Running in Circles and
Ship Work that Matters

- OB

https://basecamp.com/shapeup

Processo de
desenvolvimento da
BaseCamp
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Trés Fases
e Shape Up
e Ciclos (~ sprints)

e Cool down
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Shape Up

e Especificacdo simplificada de requisitos
e Resultado: pitch (documento simplificado de requisitos)
o Problema
o Esboco da solucao (sketches)
o Rabbit holes (solugdes para possiveis impasses)

o No-gos (limitacbes que serao aceitas)
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Exemplos de Pitches



Exemplo de Pitch

To-Do Groups

for design- is
Yeah it works, but it's messy, and it's not a refined pattern to share with customers. 13
years in, it's time to level up.

yingto d of to-d st So were »
hacking it. We're either creating *sesArtificisl Dividersessssesses” or prepending s batch of

son e » ¥ ovoik " Fieaarey specific to-dos, and QA-specific to-dos.

Sep 12,2017 - Notified 3 people [-] to-dos with a label like "QA" or our old standby, the trusty - which is code for “maybe’

2dd "Add a to-do”

the top).
For 13 years we've done stulf like this...

each group

exists,
that section. If we didn't do this, and we only had one 8dd to-do button at the top or

‘What we like about this concept overall is that it's very straightforward. it doesn't change
all. . no behavior changes if you
bottom, you'd have to add and then move into place. That's a hassle. It's much better to don't use groups.
2dd it place when we have places to add.
o a i — —
o To-do groups - B " add list. No groups no indenting - just y
0 ! Acoupl g0, Ryan and | o work an idea out to make to-do £ g"y omirbrdvpadin-bon L 9roups as youd like.
thou purity of today's H .
& to-do lists. 2 £ geevse . Things like if you . with
108 Ta-don s Morgen (17 - Aug 31 batch project this cycle. @ 87 1d say yes since its 8 group, but we have to work that out. Also, since you can't put
iy — e
- Q- Here's how it works: = Qe well Questions as wel,
=0 / . marmtaa—
— % G Deer: thoss o sewe 0.
YL - e %) O) First, to-dos without groups s to-dos. We won't add H Dot parssrmnnn—
e e additional Ul around them, no new buttons, etc. = _ .
e S s =- Bk v Desion: At BoNUS We have
g Mo [3 84 @ Dyan G i x o
eeesameeees SMALL BATOH H o SN nasm s —
Optons mas edesign 38 @ oson 2. § Gl o~ H e
Action Cable mtcmeted tests %} @ Dyan G
Py e 3 &) @ sscn . @ ot = ()| '9ee

Prosent check-n questions i Hey! Resding Lt * @ Zach W
Retacto Tratoctoa regraton

Withlabels 189 K8 - Vi fulsize - Qowsioad

ol people can
organize projects in similar ways with just a it bit of structure like this.

yVAaaans—
ting you want, R cart be v = ymepptrtel i
Ble Lcad checked of, it's not 3 to-do itself. Any to-dos you put below the divider become part of K/MMM
sy The = — Desier —
=0 man simpiiies a bunch of behaviors, and prevents loose to-dos from being lost between o
=[] Lyt~ groups. If t's loose, it's at the top. - =
z0m o cancrae s b o ey SR . = ._Eapwmhro————
" ek the nd
E you'll see a new page with fust the to-dos in that group.
= — QA
B o
o st e it 0 G L2157 Name
But. ifyou add a group (or groups), il look ke this =z — QA
. - z g uat i place - 155 K8 - Yiew tull iz - Damciond
Old Biz Model Phase-Out [1 week] £ )35 /“'“‘ = z g T
= s tiits @-g"‘:—_—— =z gy
= Ome— AT
bord b ourie oy ket B e = o%e o k; 20
oot - O AL
QA On small screens currert pian abel signment twesk @ Jores O !-Dm =AM = =0
Ok At 19 icion g, b = - 1t ———————— \4 e
L z Qe ‘/‘b‘-m—“—
O Sty e e cormson e (@ e H meccsad v drer—
ppomer = Croufs
—————
=
wworade conemaion pagn 1) @ Jone .

QA Discount combon read corkmngly

@t
QA Froen banser missing on s >

QA Sewing o forthe $49 plan, bt unable o seect # 3

QA 463 KB  Yiew full ize - Downiond

T ways to make » divde 152 K8 - Yiew full e - Downlond

1. Click the hamburger menu next to the list title. You'l get a menu. One of the items
‘will be “Create  group" (or add a divider, exact language TBD). It then add a blank
divider at the end of the loose to-dos, and scroll right to that point so you can name

2 elect (shift

from those to-dos. If you do this, an unnamed divider will be created, and the to-dos
‘will be placed under that divider.

Oroup parma for OA 196 KB - View Sl - Damnioud



Group Notifications
B e e o

Last November | wrote a pitch for adding Groups ala BCX to 8C3: |_Groups! - Product
Steategy.

After looking at the pitch, € Jason pointed out it wasn't entirely clear where to expect
Groups to appear. Example: Suppose you could autocomplete a Group when you
@mention somebody. Does that set an expectation you should see Groups in other places
where you autocomplete people, like when assigning To-Dos?

We could answer "yes" and expose Groups everywhere we can think of. But that increases
the scope. And it's a bad product design smell to add functionality for “completeness™
sake. It's better to understand use cases and target them.

With our last BC3 cycle approaching, | wanted to take one last swing at this. Here's a
narrower use case and a narrower solution that | think sets clear expectations about
where and how Groups should appear in the app.

Narrowing down a problem case

To find a more specific use case to target, | turned to @ Kristin for perspective. She and
others in support have wanted Groups for a long time.

1 asked Kristin to demonstrate workflows she's already doing today that are painful
without Groups. The aim was to see some concrete *before” cases to design against.

She had two really good ones. Both of them involve narrowing down -50 people to 15.

Here's a video of Kristin hunting around to check off support people when posting a
Message:

< Riome Yrings Pyt ©

Toam OMG

Message Board (» e

Client-created public links
‘ oy 20 o o © e ooy smen @)

& OnCall Overview - 018
v

8 : December saw snother dip
I the number of emaiks passe3WPer to On Call There's usually a

= -

S Decem b

9 v - Jan 16 — December tends to b
slower month overall with everyon stating to wind down fo the

Feedback on 08 Help Screen

Lom OMG, We're about 1o deploy

9 Queenbee: Export all invoices downtime

Download

pients down when posting a messa

The same problem comes up when choosing who an event is “with.” Here she has to pick
15 people one by one using the autocomplete Ul

< Kvome pings Doy Ohc

Team OMG

Schedule

FriJan25  January @ 8

©C Out - Paternity Leave ©
soou 90
TG Holidey © 90 1 60

ol one by one inan event - 15.8 MB - View full-size - Downlos

Watching these videos, you see a palpable pain. With this as the "before”, it's clear how
Groups could offer a better “after"in this use case.

@Mentions: Cool, but maybe not calm enough

After this, | asked: can we find a similar pain point involving @mentions? We couldn't
come up with one as compelling.

It's easy to think of cases where mentioning everybody via a Group could be handy. But is
that good for our Hey menus or how we communicate with each other? With 15 people
behind a single @mention, it would be easy to spam each other without thinking too hard
aboutit.

With that in mind, | looked for broad design solutions for those two use cases only.

Solution for choosing Message subscribers

We could use a BCX-style approach to solve the first case. We have a single modal today
for setting Subscribers app-wide, whether you are posting a new Message or changing
who gets notified about some commentable. That “Who should be notified?" modal could
offer Groups at the top. Clicking them checks members of the Groups below.

WHo sdovid GE WoTFIED?

o Geowes
D <

6 wwwm D

© v d

© ravn s =}

O i~ (]

& &=

Do Events get a different solution?
Solving the Events “with® field case is not as straightforward. The current Ul is a single
autocomplete field.

Mon, Feb 18,79 230pm

Ends  Mon Feb18. 19 3.00pm

Repeat  Don rpast :
With @ Ryon Singer e—— Tk ‘LTl FIED
Notes

© When | postthis, don't notify anyone.
Let ma choose who to noty.

We could offer Groups inside that autocomplete, but a whole bunch of problems follow.
We don't want to set the precedent that a Group might appear inside any autocomplete,
per JF's concerns in the intro above. And if we did ... there are still UX problems. Suppose
you chose a Group in the autocomplete. Would the Group name appear then in the With
field? That'd be misleading because maybe only 2 people from the Group are on the
project. We could insert the people from the Group into the autocomplete field instead of
the Group... but then it's hard to see which Groups you already added. So
autocompletable Groups are out.

Next idea: What if we replaced the autocomplete with a modal picker ala "Who should be
notified"2 Then we could re-use the same solution as messages.

Technically that could work. Some *Choose participants...” button would launch the
modal and then populate the field.

However, this could be a UX step backwards from today. Suppose the vast majority of
people are autocompleting one or two names. That's a very different behavior from
choosing Message subscribers, with everyone checked by default. Depending on the
number of people on the project, you might have to scroll through a few screens in the
modal to check the one other name you want. It's easier to autocomplete.

1 took a look at the data for perspective. Indeed, the majority of Events have one or two
participants. And the pattern is the opposite for Message subscribers. Here's a peek
(explaining the analysis would take another write-up).

The data also showed that our use case — choosing 14 people in the With field — is
extremely rare. So we don't want to rethink the Ul just for us on this one.

Workaround: This is only about Subscribers

1 came back to Kristin with a proposal: if she had to stop using the “With" field and instead
relied on the *who should be notified" featured, would that still work for her when she
posts events?

She said it would be fine for us. For others, it could conceivably be a problem because
setting vs. pants isn't the same — pants get a calendar

integration that Subscriber don't. But in our case — and we're the outliers here — it's not a
problem,

This suggests we can confine the Groups feature entirely to "Who should be notified?” —
the Subscribers modal,

Proposed solution

We could define these "Subscriber groups” in Adminland, as pitched previously:

(rebs
ADMWLAND SRus
Geor e Dengaets
Grwrs w o quckey -0
e Compan gt Dol ]
ok wenen S

CREATE 4 Gt

Adding Groups on Adminland - 435 K8 - View Dow

At a minimum, we could confine the new functionality to that Subscribers modal.

If we want to, we could expand to also invite people to projects with the same approach.
The modals are nearly identical. JZ's sketch for that is on the prior pitch.

What we're not doing
This goes a step further narrow than the last pitch. No autocompleting Groups anywhere.
still no connection with Teams. Just a better way to narrow down Subscribers any place in

the app that we let you choose Subscribers via the "Who should be notified?” modal.

Last chance for this one in the next cycle! Hope this sharpened it down enough.



Shape Up

e Quem propode e escreve o pitch?

o (Gerentes séniores (produto)

o No caso da Basecamp: 4 pessoas
e Processo de escrita:

o Assincrono

o Reuniao final, sincrona, para decidir os pitches do
proximo ciclo
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Ciclos

e Duracio: 6 semanas
o Mais longos que sprints de Scrum
o Embora possam existir ciclos de duas semanas

e Nao existe prorrogacao na duragao de um ciclo
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Times

e Tamanho: 2 devs + 1 designer

o Ainda menores que os times Scrum
e Autonomia:

o Implementar pitches

o Definir horarios de trabalho, reunides, daily, etc
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Como os devs recebem o pitch e como os times
sao menores, necessidade de coordenacao e
comunicacao sincrona € também menor




Cool Down

e Duracao: 2 semanas

e Tempo para os devs "respirarem”

O

O

O

Corrigir bugs
Refactorings
Estudar um nova tecnologia

etc

42



Concluindo

43



Boas praticas para trabalho remoto [dentre outras]

e Trabalho remoto ~ Trabalho assincrono
e Algumas praticas:

o Documento simplificado de requisitos

o Micro-times

o Periodo de cool down, entre sprints
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Obrigado!

Marco Tulio Valente

ASERG, DCC, UFMG
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Foco: Praticas de desenvolvimento de software

e Nao vamos tratar de recomendacgoes genericas:
o Ter um bom espaco de trabalho
o Ter boa conexao com a Internet
o Ter bons equipamentos

o etc
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