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What is Project Surfliner?



Project Surfliner Defined

The project is the collaboration effort. It is building and 
leveraging the strengths, experiences, and resources of the 
different campuses to focus on shared concepts and products.



Surfliner by the Numbers

18,839+ Slack messages

57 
sprints

1,000+ days 1 hidden 
shark 

5 products (2 in production)

1 Golden 
Sautter Award

2,291+ 
commits

28 team 
members



All Aboard!

1,000+
Days of
Collaboration

Relationships

Philosophy

Persistence



All Aboard!

1,000+
Days of
Collaboration

Relationships

Philosophy

Persistence



   Relationships



Relationships: Putting your ear to the rail

University of California dinner at Samvera Connect 2018



Relationships: Putting your ear to the rail



Relationships: Putting your ear to the rail



Relationships: Putting your ear to the rail



Relationships: Is Everyone Aboard?



   Philosophy



    Philosophy: Teams & Roles

Product Team
Product Owner
Technical Lead

Developers
Domain Experts

Stakeholders

Project Team
Project Owners, Project Champions + Project Sponsors
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   Philosophy: Sprint Cycle

“Scrum” by Björn Andersson & “Pocket Watch” by fauzan akbar from the Noun Project 

Sprint 
2 weeks

Combined 
Daily Standup

Combined 
Retrospective

Combined 
Sprint Review & Demo

Sprint Planning

Backlog Refinement

56-day on/off 
workcycles



   Philosophy: Tools



   Philosophy: Setting Expectations



   Philosophy: Shared Framework & Culture



   Philosophy: Iterative Reflection/Improvement



   Persistence



Challenges. 



Challenges. 
So Many. 



Calendaring

Agile 

Github → GitlabInfrastructure

Collaborators

   Persistence: Practical & Tech Challenges



Team New-ness TransparencyCommunication Onboarding

   Persistence: Psychological Challenges



   Persistence: Give and Take



Derailments Happen



Derailments Happen



But the impacts have been worth it.



Culture Shifts

Products
Knowledge Sharing

Agile 

Remote

Local Practice

DevOps 

   Persistence: Benefits

Increased 
Capacity



Learn Moresurfliner.ucsd.edu
gitlab.com/surfliner 

Learn More
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