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Agile software development strategies are now being applied in the majority of
organizations, and the agile paradigm will soon become the dominant one for
new IT projects. Because the agile paradigm is different from the
waterfall/traditional paradigm a new approach to governance is

required. Luckily agile approaches provide both increased visibility and
increased opportunities to steer, making them far easier to govern than
traditional approaches. This presentation overviews Disciplined Agile Delivery
(DAD), a hybrid agile process framework which embeds agile governance
strategies into the process; examines traditional governance strategies and the
challenges surrounding them; and describes agile/lean governance strategies
and how to implement them. Agile strategies around project funding, project
monitoring, roles and responsibilities, leveraging and enhancing the existing IT
ecosystem, and promoting common enterprise guidelines will be covered.



Warning!

I’'m spectacularly blunt at times
Many new ideas will be presented

Some may not fit well into your existing
environment

Some will challenge your existing notions
about software development

Some will confirm your unvoiced suspicions
Don’t make any “career-ending moves”
Be skeptical but open minded
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All survey data, original questions, and summary slide decks
can be downloaded from
—If you can’t look at the original questions and analyze the
data yourself, how can you trust the survey results?

Some surveys were done via Dr. Dobb’s Journal (DDJ), a
community with a wide range of readers, not just Agilists

Some surveys, the Ambysoft ones, focused on just the agile
community

The source survey for each chart is indicated at the bottom of
the slide
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Ensure that IT sustains and extends the organization’s strategies and objectives
Ensure appropriate return on investment (ROI) for IT expenditures
Ensure creation of business value from IT enabled investments

Enable both business and IT people to execute their responsibilities in support of
business/IT alignment

Specify the decision rights and accountability framework to encourage desirable
behavior in the use of IT

Specify the processes and organizational structure to encourage desirable
behavior in the use of IT

Monitor and guide IT project teams
Present accurate and timely information to IT stakeholders
Mitigate the risks that are associated with IT

Consider IT as a whole, not just development governance, data governance, SOA
governance, ...
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How would you rate your organization's approach to
governance of your project?

Generally a hindrance Don't know what
6% governance is
16%

Neither helpful nor
harmful

21% But:

Only 11% of
respondents indicate
that their governance
strategy works well with
agile teams.

Source: DDJ November
No governance 2009 State of the IT

Governance generally 38% B s ey

helped
19%

Source: DDJ Dec 2010 State of IT Union Survey
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Traditional IT Governance Strategies

Manage Value

DESIRED BENEFITS

Flexibility Control risk and change

v

Focus on

Authoritarianism

Rigid control mechanism

Extensive measurements

Resulting in

Command & control paradigm Bureaucracy and overhead

Reliance on reviews and inspections

Status meetings
Extensive documentation

Time-consuming and meaningless metrics

A
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Lean/Agile Governance

DESIRED BENEFITS

Manage Value Flexibility Control risk and change

| v

Focus on Resulting in
Collaboration Good software economics
Accountability Flexibility
Fact-based decision making Balanced risk
Business alignments Change as a competitive advantage
Enablement Empowered people

x |
Self-regulating and effective governance
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Iterative |

Agile |

Ad-Hoc |

: | | | |

Traditional |
N N N N

0% 20% 40% 60% 80% 100%

E Successful O Challenged B Failed

DDJ 2010 Project Success Survey
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Detailed results online at www.ambysoft.com/surveys/

Success as defined by the respondent (this is the same for all slides in this deck). See other slides for how IT
professionals define success in practice

Calculated by summarizing the weighted average of each range (i.e. 90-100% averages to 95%) times the
number of respondents. Same approach taken for other slides too.

Definitions used in the survey:
On an ad-hoc software development project the team does not follow a defined process.

On an iterative software development project the team follows a process which is organized into periods that
are often referred to as iterations or time boxes. On any given day of the project team members may be
gathering requirements, doing design, writing code, testing, and so on. An example of an iterative process is
RUP.

On an agile software development project the team follows an iterative process which is also lightweight,
highly collaborative, self-organizing, and quality focused. An example of an agile process is OpenUP, Scrum,
and XP.

On a traditional software development project the team follows a staged process where the requirements are
first identified, then the architecture/design is defined, then the coding occurs, then testing, then deployment.
Traditional processes are often referred to as "waterfall" or simply "serial" processes.
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Agile works better than traditional

Quality 53
0.4

T e T oo

O Iterative

[ 3.9 0 Traditional
3.0 0 Ad-Hoc

Money

Time

oo
0

Bottom Line: Agile teams produce higher quality work, are quicker to
deliver, are more likely to deliver the right functionality, and more likely to
provide greater ROI than traditional teams

Source: DDJ 2008 Project Success Survey
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Detailed results online at www.ambysoft.com/surveys/
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Agile is a highly collaborative, evolutionary, quality
focused approach to software development.

How agile is different:
—Focus on collaboration
—Focus on quality
—Focus on working solutions
—Agilists are generalizing specialists
—Agile is based on practice, not theory

12 © 2011 IBM Corporation

Focus on collaboration:
Less paperwork and more conversation
Stakeholders actively involved
Focus on quality:
Have a full regression test suite for your systems
Develop loosely-coupled, highly cohesive architectures
Refactor to keep them this way
Focus on working solutions:
Greater feedback makes agile projects easier to manage
Less documentation is required
Less bureaucracy
Agilists are generalizing specialists:
Fewer hand offs between people
Fewer people required
Specialists find it difficult at first to fit into the team
Agile is based on practice, not theory:
This is a significant change from traditional
You need to see how agile works in practice to truly understand it

12
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The Disciplined Agile Delivery (DAD) process framework is a people-
first, learning-oriented hybrid agile approach to IT solution delivery. It
has a risk-value lifecycle, is goal-driven, and is enterprise aware.
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Disciplined agile delivery is an evolutionary (iterative and incremental) approach that
regularly produces high quality solutions in a cost-effective and timely manner via a risk
and value driven lifecycle. It is performed in a highly collaborative, disciplined, and self-
organizing manner within an appropriate governance framework, with active
stakeholder participation to ensure that the team understands and addresses the
changing needs of its stakeholders. Disciplined agile delivery teams provide repeatable
results by adopting just the right amount of ceremony for the situation which they face.

The disciplined agile delivery lifecycle expands upon the Scrum construction lifecycle in
three important ways:

It has explicit project phases, recognizing that agile delivery is really iterative in
the small and serial in the large.

It includes a full range of practices. This includes initial requirements and
architecture envisioning at the beginning of the project to increase the chance of
building the right product in the right manner, as well as system release
practices.

It includes more robust practices. The lifecycle of this figure explicitly reworks
the product backlog in the previous slide into the more accurate concept of a
ranked work item list. Not only do agile delivery teams implement functional
requirements, they must also fix defects (found through independent testing or
by users of existing versions in production), provide feedback on work from other
teams, take training courses, and so on.



What does it mean to be agile?

Disciplined agile teams:

1. Value: Produce a consumable
solution on a regular basis which
provides value to stakeholders.

2. Validation: Do continuous regressi
testing, and better yet take a Test-
Driven Development (TDD)
approach.

3. Stakeholders: Work closely with th
stakeholders, or a stakeholder pro
ideally on a daily basis. 4

4. Self organization: Are self organi
and work within an appropriate
governance framework.

5. Improvement: Regularly reflect on,
and measure, how they work
together and then act to improve o
their findings in a timely manner.

Survey says:
Value: 94%
Validation: 87%
Stakeholders: 95%
Self organization: 56%
Improvement: 88%
All 5: 53%

Everything but self organization: i

Source: 2010 How Agile Are You
Survey, www.ambysoft.com/surve

14
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Potential roles on disciplined agile teams

Primary roles:
—Stakeholder
—Team Lead
—Product Owner
—Agile Team Member
—Architecture Owner

Additional roles:
—Domain Expert
—Technical Expert
—Independent Tester
—Integrator
—Specialist

16
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Agile roles are different than traditional roles, even though they may sound similar to what you are used
to.

Many organizations struggle to adopt agile effectively because they're not willing to make the changes

necessary to support these new roles. This is an example of the “Organizational Complexity” scaling
factor.

Agile principle # 5: Build projects around motivated individuals. Give them the environment and support
they need, and trust them to get the job done.

Note that the Architecture Owner role isn’t likely needed on smaller teams (say 10 or less).



Team organization
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Traditional software development teams usually contain specialists. This leads to inefficiencies from
greater management overhead, greater work queues, and increased documentation

Agile:

*Whole teams have cross-functional team members able to support multiple roles
*Fewer people required due to lower management and bureaucratic overhead
sImproved communication and collaboration increases skills and knowledge transfer
*Project risk is reduced

For example, if test cases need to be executed, any member of the team could “sign up” or “pull” that
work activity in Whole Teams: On a traditional team, there may be a resource constraint if the Tester is
busy with other things.

Advantages of the whole team approach:
eImproved communication and collaboration.
sLess documentation

sImproved flexibility

sLess risk

Recommended Reading: http://www.agilemodeling.com/essays/generalizingSpecialists.htm
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1. To be treated with respect.

2. To produce and receive quality work at all times based on agreed to project standards and
principles.

3. To estimate the activities you are actively involved with, and to have those estimates
respected by others.

4. To be provided adequate resources to do the job that's been asked of you.

5. To have commitments made to you honored, and in the case where this is not possible to
have alternatives negotiated with you in a timely manner.

6. To determine how your resources will be invested.

7. To be given the opportunity to gain the knowledge and skills pertinent to making the project
a success.

8. To work in a “safe environment” where people have the opportunity to make mistakes, and
better yet to have those mistakes recognized as valuable learning opportunities.

9. To have decisions made in a timely manner.
10.To be provided good-faith information in a timely manner.

11.To own your organization's software processes, following and actively improving these
processes when needed.

18 © 2011 IBM Corporation

From Chapter 4 of the forthcoming Introduction to Disciplined Agile Delivery (DAD).
The rights of everyone are:

1.
2.

3.

10.

11.

To be treated with respect.

To produce and receive quality work at all times based on agreed to project standards and
principles.

To estimate the activities you are actively involved with, and to have those estimates
respected by others. These estimates should be as aggressive as possible yet still
achievable.

To be provided adequate resources, including but not limited to time and money, to do the
job that's been asked of you.

To have commitments made to you honored, and in the case where this is not possible to
have alternatives negotiated with you in a timely manner.

To determine how your resources will be invested. For the people funding the project this
is how the funds will be spent and for the people working on the project (and thereby
investing their time) what tasks they choose to work on.

To be given the opportunity to gain the knowledge and skills pertinent to making the
project a success. For example, business people will likely need to learn about the
underlying technologies/techniques and technical staff to learn about the business.

To work in a “safe environment” where people have the opportunity to make mistakes, and
better yet to have those mistakes recognized as valuable learning opportunities.

To have decisions made in a timely manner.

To be provided good-faith information in a timely manner. Sometimes this is just the “best
guess” at the time, and that’s perfectly all right. This includes but is not limited to business
information such as prioritized requirements and detailed domain concepts as well as
technical information such as designs and detailed technical concepts.

To own your organization's software processes, following and actively improving these
processes when needed.

18



1. To produce a solution that best meets your stakeholder needs within the resources that
they are willing to invest in it.

To be willing to work with others, particularly those outside your chosen specialties.
To share all information, including “work in progress”.

To coach others in your skills and experiences.

o &~ 0D

To actively expand your knowledge and skillset and apply these skills in areas outside your
specialty when needed.

6. To attend coordination meetings in person if on-site or though other means if not co-
located

7. To proactively look for ways to improve yours, or your team’s, performance throughout the
project (kaizen).

8. To avoid accepting work currently outside the current iteration without agreement by the
team. Any new work should be prioritized and addressed accordingly, regardless of the
source of the work request.

19 © 2011 IBM Corporation

From Chapter 4 of the forthcoming Introduction to Disciplined Agile Delivery
(DAD).

1. To produce a solution that best meets your stakeholder needs within the
resources that they are willing to invest in it.

2. To be willing to work with others, particularly those outside your chosen
specialties.

3. To share all information, including “work in progress”.
4. To coach others in your skills and experiences.

5. To actively expand your knowledge and skillset and apply these skills in
areas outside your specialty when needed.

6. To attend coordination meetings in person if on-site or though other means
if not co-located

7. To proactively look for ways to improve yours, or your team'’s, performance
throughout the project (kaizen).

8. To avoid accepting work currently outside the current iteration without
agreement by the team. Any new work should be prioritized and
addressed accordingly, regardless of the source of the work request.

19



Are rights and responsibilities (R&R) defined for various

groups within your organization?

Defined for Development Teams

Defined for Operations and
Support

Defined for Stakeholders
Undefined, but Part of Culture
Undefined, and we Need Them

Undefined, Don't Need Them

Source: Ambysoft 2009 Governance Survey

20 © 2011 IBM Corporation
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At the end of each iteration what you have built should be “done” up to
that point:

—If your project loses funding, you should be easily able to put what you
have into production on short notice

—Implication is that software development teams need to model,
program, and test all the new functionality that iteration

Risks addressed:

—Ensures that you're building something that reflects the needs of your
stakeholders

—Visibly communicates that your team delivers

But:

—Early in the life cycle you may not have produced enough yet

—You will likely have a few weeks, not months, of clean up work to do
(documentation often lags an iteration)

—If you get going in the “wrong” direction at first, it can take several
iterations, sometimes more, to get on track

© 2011 IBM Corporation

Agile principle # 3: Deliver working software frequently, from a couple of weeks to a couple of months,

with a preference to the shorter timescale.

Agile principle # 7: Working software is the primary measure of progress.

22



A Value-Driven Lifecycle reduces several risks:
—The political risk of needing to show progress and staying on track
—The functional risk of delivering software that people actually want
—The financial risk of ensuring that you're spending the money wisely

In addition to the risks addressed by a value-driven lifecycle, a risk-value
lifecycle also reduces common risks early in the lifecycle
—Functional risk by coming to stakeholder consensus early in the project
—Technical risk by proving the architecture with working code
—Governance risk by including explicit milestones throughout the lifecycle

Provides the extended team with explicit milestones centered on balancing
risk mitigation and value creation

23 © 2011 IBM Corporation

Challenges with Scrum’s value-driven lifecycle:
» Making a “no go” decision after an iteration demonstration isn’t very common
» What about getting going in the right direction to begin with?
» What about avoiding major refactorings?
» What about deployment risk?

Observations:

» Key stakeholders frequently do not have time to carefully review and discuss
the results of every iteration.

« |teration demos are still a great idea for getting feedback.

* You actually need fewer key milestones where go/no-go decisions are made
than each iteration.

« In effect this practice supplements iterative development and release planning
practices.



Keep milestone reviews simple

—Significant danger of needless bureaucracy

—Focus on the goals, not on producing artifacts for reviews

—For a small project, this could be less than a one hour review

—For a large project, half a day

—With iteration demos and automated metrics (hopefully) throughout the
project, there will be less need for project status discussions in milestone
reviews

Potential review points:

—End of inception — Do you understand what you are building?

—Early in construction — Have you mitigated major technical risks? Do you
understand how to build it?

—Regularly (for example, quarterly) throughout construction — Are you still
on track? Does the project still make sense?

—End of construction — Are you ready to release in the near future?

—End of transition — Can you release now?

24 © 2011 IBM Corporation

Less ceremony is better.
Try to go to the main points as soon as possible
Keep the review simple

Recommended reading: http://www.agilemodeling.com/essays/modelReviews.htm

24



The team meets every day, at the same place and time
The meeting should not last more than 15 minutes
In Scrum, each team member answers three basic questions
—What did | do yesterday (or since the last meeting)?
—What will | do today (or until the next meeting)?
—What is impeding my work?
In Kanban, each team member answers:
—What problems/bottlenecks, if any, do you foresee?
The team lead facilitates the meeting
—Keeps meeting short
—Makes sure everyone gets a chance to speak
—Takes notes of issues that may need follow up after the meeting
—Create a list of issues that are assigned to team members or to managers
Team members report to the team, not to the facilitator

25 © 2011 IBM Corporation

Three questions:

1.The first question tests the team’s focus. Question anything done that was not work planned for the
iteration.

2.The second question allows you to revise the project strategy daily by reorienting the team
according to dependency changes that were revealed by the response to the previous question.

3.The third question surfaces issues that may result in new tasks in the Work Items list. The most
important result of answering this question is to create a list of issues that are assigned to the team
or to managers. The team should expect management to help eliminate bottlenecks.

The Facilitator:
1.The facilitator is there to provide order making sure the meeting is being addressed with respect
and order .

2.Meeting facilitator does NOT make decisions for the team or assume a position of power

Daily team meetings are NOT:
1.Opportunities to assign blame for slipping schedules
2.Problem-solving or issue-resolution meetings
3.Detailed status reporting meeting
4. A forum for non-team members to voice their opinions, but they are invited to listen and observe

Agile principle #6: The most efficient and effective method of conveying information to and within a
development team is face-to-face conversation.

25



Practice: Iteration demonstration

Demonstrate the solution and invite feedback
—Or, allow stakeholders to actually use the
solution

Show completed work

Capture new work items generated from
feedback

Provides visibility to stakeholders

26 © 2011 IBM Corporation

Agile principle #1: Our highest priority is to satisfy the customer through early and continuous delivery of
valuable software.

Agile principle #2: Welcome changing requirements, even late in development. Agile processes harness
change for the customer's competitive advantage.

Agile principle #3: Deliver working software frequently, from a couple of weeks to a couple of months, with a
preference to the shorter timescale.

Agile principle #7: Working software is the primary measure of progress.

26



On a regular basis demonstrate what you have produced to the larger
group of stakeholders, not just the key stakeholders that you
demonstrate to at the end of each iteration
—Holding all-hands demonstrations at major milestone reviews is a
common strategy

This addresses the following risks:
—Helps you to determine whether your product owner actually
represents the overall group of stakeholders
—Helps set the expectations of your stakeholders

However, it is not:
—A replacement for iteration demos
—Not meant to be a formal review, just a quick update and sanity
check

27 © 2011 IBM Corporation
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Standards and guidance for the architecture, coding language, data
storage, user interface (Ul) design, and client-specific needs are defined
and readily available to the team

These standards are often neglected in Agile implementations

The team is empowered to select, create, or tailor the standards necessary
to ensure consistent, quality, maintainable code (if these standards are not
already defined)

Standards should be defined early in the project
—Don't wait until the first development iteration to define standards
—Evolutionary architecture and design allow for the refinement of
standards

28 © 2011 IBM Corporation

Development guidelines should be available and understood by the core development
team.

Use existing standards and modify them according to the team and project needs.
Do this as early as possible.

Guidelines can often be “enforced” by including static code analysis as part of your
build.

Agile principle #9: Continuous attention to technical excellence and good design
enhances agility.

28



Enterprise architects should be actively involved with a development team,
particularly in the beginning

Hands-on involvement is what is needed, not just grand visions, detailed
models, and the threat of architecture compliance reviews

An enterprise architect may be in the role of architecture owner for the
team

The enterprise architecture team may produce, by working closely with
development teams:
—"“To be” vision and models
—“As is” models describing what is currently in place
—Working examples, called reference architectures, which show how to
implement an architectural aspect
—Development guidelines

29 © 2011 IBM Corporation

It is not only possible but desirable to take an agile approach to enterprise architecture (EA).
Having a viable EA, and just as important, an EA team that can work collaboratively with
development teams to help communicate and evolve their vision, can have a significant
impact on overall productivity. See www.agiledata.org/essays/enterpriseArchitecture.html for
details.

Although agile enterprise architecture is an aspect of enterprise discipline, one of the scaling
factors, following the EA appropriately is an aspect of governance, which is brought in as you
move from core agile development to disciplined agile delivery.

Delivery teams should consult with EAs regarding availability of reusable assets. Related to
this, determine availability of existing services, or negotiate design of new components &
interfaces (to be subsequently available for reuse), and determine availability of existing EA
patterns/mechanisms (to avoid reinventing the wheel, improved quality, reduced technical
risk, and reduced defects thru consistency of applied patterns)

29



All project teams, including agile ones, should be governed effectively

Problems can be detected quickly, and then acted upon when they are easier to
address, if the people managing and governing projects have easy access to
accurate and timely metrics

Integrated tooling can provide many of those metrics

Project dashboards such as the one in Rational Team Concert, and portfolio
dashboards such as the one provided by IBM® Rational® Insight, provide easy

access to these metrics
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This is an aspect of lean development governance, see
https://lwww14.software.ibm.com/webapp/iwm/web/preLogin.do?lang=en_US&source=swg-ldg
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Metrics which are generated automatically as a by-product of the work are
more trustworthy than metrics gathered manually

Metrics can make an inherently non-scientific endeavor, such as software
development, appear scientific to the uninformed

Everything can be measured, although not always directly

The value of your metrics program should be one of the very first things
that you measure

The true cost of many metrics is rarely calculated
—E.g. Function point counts for initial estimates

The true value of many metrics my not be understood by practitioners
—E.g. Timesheet management (for R&D tax credit recovery)

The value of many metrics diminishes over time
If you collect no metrics at all you're flying blind

If you collect a large number of metrics you may still be flying blind but
don't realize it

31 © 2011 IBM Corporation
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Do your project teams collect metrics to enable project
monitoring by senior management?

No 26%

Yes, majority o
manual 51%

Yes, majority
automated

Don't Know 4%

19%

Source: Ambysoft 2009 Governance Survey

32 © 2011 IBM Corporation
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Funding Agile Projects,

https://www.ibm.com/developerworks/mydeveloperworks/blogs/ambler/entry/fu

nding_agile_projects , leads to a collection of articles about funding IT

projects.
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Big Req. Up Front 27%

Descoped at end 122%
Extended schedule at end | 122%
Padded Schedule | 121%
Compromized quality | ]15%

Requested extra funds at end 10%

Padded initial budget 9%

Reworked schedule at end 3%
Reworked estimate at end [l 1%
Note: 44% of respondents did either BRUF or change prevention
54% of respondents did at least one of the other strategies

» Source: DDJ Dec 2010 State of IT Union Survey

Color scheme:
Black — Really bad ideas, although often “best practices” in the traditional world

Yellow — Indications that the team didn’t deliver on their promises. Arguably the team lied up
front.

Orange — Purposeful lies at beginning of the project. “Padding” is a euphemism for lying about
what something costs...

Red — Blatant “fixing of the books”. Fireable offense in many organizations, which may be why
it's happening rarely.

Change prevention process means that the had a “change management” process which made
it difficult for stakeholders to change their requirements. See
http://www.ambysoft.com/essays/changePrevention.html for why this is a bad idea.

Big Reqg. Up Front means that they wrote a detailed requirements and then worked to it. See
http://www.agilemodeling.com/essays/examiningBRUF.htm for why this is bad

Reworked schedule at end means that they went back and changed the original schedule so
that it matched the actuals

Reworked estimate at end means that they went back and changed the original estimate to
match the actual costs

79 of 181 respondents (44%) did either BRUF or change prevention
97 of 181 respondents (54%) did yellow, orange, or read strategies
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Effective strategies applied by IT project
teams to stay “out of trouble”

Implemented in priority order 64%
Updated schedule throughout
Evolving requirements
Flexible scope from start
Regular shippable solutions
Flexible schedule from start
Flexible budget from start
Ranged schedule

Ranged estimate

Updated budget throughout

Stage-gate funding

= Source: DDJ Dec 2010 State of IT Union Survey
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Trust and respect are the foundation of effective governance
Governance should be an enabler
Optimize the “IT whole”, not the “governance part”

Approaches to governance based on motivation and collaboration are
more effective than approaches based on command and control

We don't seem to have a good feel regarding the success rates of IT
governance

If the “governors” don’t have a good relationship with the “governed” then
effective governance is incredibly difficult to achieve

The people who want to govern are often the people you least want
governing

“Simple” strategies:
—Collaboratively set reasonable guidelines and conventions
—Collaboratively define rights and responsibilities
—Recognize that one size doesn't fit all
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Thank you!

Youl

scott_ambler [at] ca.ibm.com
twitter.com/scottwambler
www.ibm.com/developerworks/mydeveloperworks/blogs/ambler/
www.ibm.com/rational/agile/

www.jazz.net
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Lean Development Governance: IBM Whitepaper
—Scott W. Ambler and Per Kroll
—www.ibm.com

Best Practices for Lean Development Governance, 3 Article series published in the
Rational Edge:
—Part 1: Principles and Organizations,
www.ibm.com/developerworks/rational/library/jun07/kroll/
—Part 2: Processes and Measures,
www.ibm.com/developerworks/rational/library/jul07/kroll_ambler/

—Part 3: Roles and Policies,
www.ibm.com/developerworks/rational/library/aug07/ambler_kroll/

Agile at Scale Blog
—www.ibm.com/developerworks/blogs/page/ambler
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Backup slides

% IBM agility@scale™
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Lean development governance practices

Pragmatic Align HR Policies With Iterative Development Simple And
Governance Body IT Values Adapt The Process Relevant Metrics
Staged Program Align Stakeholder Risk-Based Milestones Continuous
Deliver Policies With IT Values . ;

vey - el ! . Continuous Project
Business-Driven Improvement Monitoring
Project Pipeline

) . P . Embedded Compliance
Scenario-Driven
Development

Promote Self-Organizing
Teams

Integrated Lifecycle
Environment

Valued Corporate Assets
Flexible Architectures

Align Team Structure With
Architecture and
Requirements

Detailed paper on www.ibm.com
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*Pragmatic Governance Body — cost effective techniques, focus on enabling development teams, not
controlling them

*Staged Program Delivery — roll out the program in chunks / increments. Subprojects must sign up to
release date. If subproject misses, it skips o the next release, but this minimizes the impact to customers.

*Manage Project Pipeline by Business Value — invest in the projects that make the most sense, with less
focus on “cool technology”

elterative Development — incremental approach to development. Build a system in time-boxes, not as a
single-big bang effort

*Adapt the Process — one process size does not fit all, tailor the process to meet a team’s exact needs.
Processest rPtUSt be evaluated and evolve over time. Shouldn’'t have a “because we've always done it that
way” mentality

*Risk-based Milestones — huge feature of RUP, Mitigate business, technical, ... risk early in the lifecycle
«Continuous Improvement — Identify and act on lessons learned throughout the project, not just at the end

*Embedded Compliance — Build in compliance into your day-to-day process, do not have a separate
compliance process which causes unnecessary overhead. "Automation is critical

*Simple and Relevant Metrics — Automate metrics collection, minimize the number of metrics collected, know
why you're collecting them

«Continuous Project Monitoring — Use automated metrics to monitor projects, identify potential issues and
work with teams'to resolve them early

eIntegrated Lifecycle Environment — Automate as much of the drudge work as possible, tools and processes
should fit togethér effectively throughout the lifecycle.

*Valued Corporate Assets — People should follow guidance, reuse assets, and conform to common
infrastructure because these things add value, not because they're forced to do so. Make it easier to follow
existing guidelines rather than creating their own.

*Flexible Architectures — SOA, components, objects, patterns, ... lead to greater levels of consistency, reuse,
enhancability, and adaptability

*Self-Organizing Teams — IT professionals are intelligent people who can determine their own strategies for
working, for planning their work within established parameters (such as iteration boundaries) and are
provided the right coaching.

*Align HR Policies with IT Values — Hiring, retaining, and promoting technical staff requires different
strategies than non-technical staff. Promote rewards for people to learn new skills. Limit bureaucracy, and
put incentives/rewards in place for timely delivery or other key accomplishments.

Align Organization Structure With Architecture — Distributed teams motivate you to have partitioned
architectures
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Agile values

Individual Processes
We value ndividuais over g Tools

Interactions

Working
Software

Customer
Collaboration

Responding
to/Change

Contract

Negotiation

Eellowing
a Plan

While there is value in the items on the right, we value
the items on the left more.

Source: www.agilemanifesto.org,, e coporaion

42

Many people point to the values of the agile manifesto as a definition for agile development. The values are a
great set of philosophies, but likely do not provide a good definition of agile development.

Value #1: Individuals and interactions over process  es and tools. Teams of people build software systems,
and to do that they need to work together effectively. Teams include, but are not limited to, programmers,
testers, project managers, modelers, and customers.

Value #2: Working software over comprehensive docum entation. Documentation has its place. Written
properly, it is a valuable guide to help people understand how and why a system is built, and how to work with
the system. However, never forget that the primary goal of software development is to create software, not
documents; otherwise, it would be called documentation development wouldn't it?

Value #3: Customer collaboration over contract nego tiation. Only your customer can tell you what they
want. Having a contract with your customers is important. Having an understanding of everyone’s rights and
responsibilities may form the foundation of that contract, but a contract isn’'t a substitute for communication.

Value #4: Responding to change over following a pla  n. Change is a reality of software development, a
reality that your software process must reflect. There is nothing wrong with having a project plan; it would be
risky to not have one. However, a project plan must be malleable. There must be room to change it as your
situation changes. Otherwise, your plan will quickly become irrelevant.

42



The people who do the work are best suited to organize how they’re going
to do the work

Command and control approach:
—A manager assigns work to people

Self organizing approach:
—Team members plan and estimate their own work
—They typically do this together as a team
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Characteristics of self organizing teams:

» The team is responsible for managing the development activities not just the Team Lead or Project
Manager.

« Team members sign up for work and update artifacts to reflect who is responsible for what work in a
given iteration.

* Individuals aren’t assigned work instead they sign up or pull work from the product backlog or work-item
list.

» Decisions are made as a team.

» Team members share a goal and a common belief that their work is interdependent and collaboration is
the best way to accomplish their goal.

» Members reduce their dependency on management as they accept accountability, and the team structure
places ownership and control close to the core of the work.

Agile principle # 11: The best architectures, requirements, and designs emerge from self-organizing teams.
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1. Our highest priority is to satisfy the customer through early and
continuous delivery of valuable software.

2. Welcome changing requirements, even late in development. Agile
processes harness change for the customer's competitive advantage.

3. Deliver working software frequently, from a couple of weeks to a couple
of months, with a preference to the shorter timescale.

4. Business people and developers must work together daily throughout
the project.

5. Build projects around motivated individuals. Give them the environment
and support they need, and trust them to get the job done.

6. The most efficient and effective method of conveying information to and
within a development team is face-to-face conversation.

(Continued...)

w Source: www.agilemanifesto.org/principles.ht@il.; ew coporaion

A principle is a fundamental assumption or an agile rule used to
choose among solutions to a problem.

All of these principles are important and others can be added to meet
the needs of your environment.
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10.

11.

12.
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Working software is the primary measure of progress.

Agile processes promote sustainable development. The sponsors,
developers, and users should be able to maintain a constant pace
indefinitely.

Continuous attention to technical excellence and good design
enhances agility.

Simplicity — the art of maximizing the amount of work not done — is
essential.

The best architectures, requirements, and designs emerge from self-
organizing teams.

At regular intervals, the team reflects on how to become more
effective, then tunes and adjusts its behavior accordingly.

Source: www.agilemanifesto.org/principles.ht@l,, s corporaion

45



Tower of Babel: Agile terminology

Important: Each agile method has its own terminology. It is highly
unlikely that the industry will ever standardize the terminology.
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The terminology is nowhere near as important as the concepts.
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Risk: Big requirements up front (BRUF)

Feature usage within deployed applications

Detailed requirements
specifications increase
project risk

Traditional “change
management”
approaches are little
more than “change
prevention” strategies

Stakeholders want
software that fulfills their
needs, not software that
fulfills a specification

The real goal is to
understand and then
implement requirements,
not document them

www.agilemodeling.com/essays/examiningBRUF.htm
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This wastage occurs for several reasons:

The requirements change . The period between the time that the requirements are
“finalized” to the time that the system is actually deployed will often span months, if not
years. During this timeframe changes will occur in the marketplace, legislation will change,
and your organization’s strategy will change. All of these changes in turn will motivate true
changes to your requirements.

People’s understanding of the requirements change . More often than not, what we
identify as a changed requirement is really just an improved understanding of the actual
requirement. People aren’t very good at predicting what they want. They are good at
indicating what they sort of think that they might want, and then once they see what you've
built they can provide some feedback as to how to get it closer to what is actually needed.
It's natural for people to change their minds, so you need an approach that easily enables
this.

People make up requirements . An unfortunate side effect of the traditional approach to
development is that several generations of stakeholders have been taught that it's going to
be relatively painless to define requirements early, but relatively painful to change their
minds later. In other words, they're motivated to brainstorm requirements that they think
they just might need at some point, guaranteeing that a large percentage of the
functionality that they specify really isn’t needed in actual practice.

You effectively put a cap on what you will deliver . Very often with a BRUF (big
requirements up front) approach, you in effect define the best that will be delivered by the
team. Then throughout the project you negotiate downwards from there as you begin to
run out of resources or time.
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Toronto Zurich India
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This is a screen shot of the summary dashboard on display in the Zurich office of the
RTC team.

This version requires the Grease Monkey script for the RTC project dashboard (to make
it look nice).

For a live dashboard, visit
https://jazz.net/jazz/web/projects/Rational%20Team%20Concert#action=com.ibm.team.d
ashboard.viewDashboard&tab=_1

Diagram used with permission
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