


Our Journey to Agile...
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Was a bit daunting at first...
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But through Teamwork...
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No Fear of Heights
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And a Clear Focus on Destination
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We found our way to Success!
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...and We Proved that Elephants CAN dance!

Louis V.
GERSTNER, Jr.

LEARK THE MAMAGIMHIPNT SECRFTE THAT
CFHOVE IRM 'S LINPREPCEODATED TLIRANWNARCFUIND

Who Says

Elephants
Can’'t Dance?

Leading
A Great Enterprise
Through Dramatic
Change
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Agenda

Current Situation
Five Best Practices
Our Transformation to agility@scale™

Drinking our own Champagne

Driving Business

\ Differentiation |
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Some of the Challenges IBM faced...

Complexity Challenges Team Challenges
= More granular service functionality = Geographically dispersed teams
in composite business applications
= Large number of projects and = Effective cross-organizational
assets (coming from all different visibility and synchronization,
sources) sharing becomes an imperative
Process Challenges Tools Challenges
= Blind adherence to process insensitive = Lack of standards impacts ability
to potential business trade-offs to collaborate, automate and report

- Need for agility at scale across teams and assumptions

= Frequent asset updates and
changing interdependencies
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Measuring Improvements...

On Time Delivery 47% 95%

Defect Backlog 9+ Months 3.5 months
Enhancements Triaged 3% 100%
Enhancements into Release 1% 21%
Customer Sat Index 88% 96%
Beta Defect(s; ;ixed Before 3% 94%
% of Agile Projects 5% 78%

Rational. EbIAVELG




Five Best Practices for Driving Change

Outside-in Development
Design Processes
Componentization Communities
and and
Reuse Community Source

Measurements and Reporting
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Agile Software Delivery and Values

Individt_lals
Interactions

Working
Software

Customer:
Collaboration

Responding
to Change

Processes and
Tools

Comprehensive
PDocumentation

contract
Negotiation

Eollowing
a Plan
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Big projects

A sense of pride
and ownership in
every aspect of
software delivery!

S¥stemidevelopmenb’test
silo organization

Individual offices

Narrow & specialized

competences
Individual accomplishment

Following a defined
& detailed processes

Agile and Lean thinking

More people initiative and
self organization

Top down control

Energy and excitement
about their work and
the results!

Openness and Wil/ingnefsg
to share experiences! = |

software




||
Al
Iy
[

What is agility@scale™?

Compliance requirement Enterprise discipline
: - - Critical, Project PR Enterprise
posISK Audited focus focus

Organization and
culture
Open <= Entrenched

Geographical

istributi
Co-Iocateg s<t—bUt>onCu‘ulobal

Organization distribution
outsourcing, partnerships)

In-house ~Gmmp-Third party

Application complexity

Simple, - gu—) Complex,
single platform multi-platform

Team size

Under 10 ey 100’s Of
developers developers
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Our Strategy for Agile Transformation

Waves of Change

v

Future
Today Wave 1 Wave 2 Wave 3 _
Vision
Change Change Change
Initiative / Initiative Initiative
Project
N J
Y] L 1 L |
Introduces 1 or I I ' I. ' .
more development :> Agree Scope Train, Pilot, Harvest, Roll out wider Final Roll Business
capabilities Business Case Package, Test scale out As Usual
High Level Plan
Define Results —— —

Development Projects
— [Best Practices for Transformation]

= Adopt process & tools incrementally in projects

= Support project teams with just-in-time training & mentoring to accelerate learning/adoption
» Demonstrate quick-wins from projects.

= Develop internal SMEs/Mentors who deliver mentoring to project team via CoE/Tools Group
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Our Approach for Agile Governance = Managing
Uncertainty and Managing Variance

= Scope is not a requirements document, it is a continuous negotiation
Plans/Resource estimates
Scope
Product features/quality

= A plan is not a prescription, it is an evolving,
moving target

Uncertainty in
Stakeholder

.......................................................... Satisfaction Space
..... T e o
“““
““

Initial State Initial Plan

Actual path and precision of Scope/Plan
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A Detailed View of our Method

continuous
integration

consume your

validate own output
//enable

community

continuous
testing

sign
off

drive with
open eyes

end reduce stress )
e W involvement
. milestones attract
live ® first show progress to latest
betas
alwaylif; have feedback hew &
ac Ient validate update learn noteworthy
component \O\ .
iv . .
centric API adaptive End of iteration

\explore

dynamic
teams

planning

Ranked

Product Backlog

Stories

retrospectives

Daily Standup Rules of the il Adoptions PMC
Road Expectations [l Buddy Review

demos/reviews

validate

Outside-in
Scenarios
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Tracked ltems

= Planning @ Defect
— Plan items, Stories, Tasks \= Task

= Tracking =] Enhancemnent
— Build status, Adoptions °|RFs

= Feedback % Plan Item
— Defects, Enhancement, Retrospectives L Track Build Trem

52, *99043: Support task tracking as a service - Jazz Collaborati
L Java - Rational Team Concert - Rational Team Concert == .,
Flle Edt Mavigaste Search Project Rum Window Help & Plan Item 99043 ~ Ed-l R -
- - - 4| Retrospeckive
it Br®m @ i%-0-%- EHGE-  ®s =REEY nF=
= = i ~ Status
£ 64477: Adopt new web U code - Rational Team Concert 4 &

4 Adoption Ttem 64477 ~

Summary: | Adopt new web UI code v | Completed v

= Ix ~
~ Details ~ Description
Type: [ |adoption rem

Affected Teams:*

ised in M5,

» Risk Description

e

=

vevsots [ fodnad 7] . SI:DFI:"l

Context

~ Roadmap
In Surnmer [ Early Fall 2008, the Foundstion Web LI teams (Bil's Frameworks team and Dejan's common components team)

b [mome o] a, I:I|:I|:II:II'I Ikerm
did some exploratians to make early pragress on what we thought it would take Far Jazz Web UTs o work in the Jazz

G = Integration Architecture (JI4), We basically did this work in a branch and didn't try to keep Rational Team Concert (RTC) ~ Team
(ﬂ%»‘«gl\e Planning L_J 1.0.1 tode backwards compatible because we didnt know F we'd need to and we were being strateaically lazy. - . - Work ltemn Web Ul started to run as a embedded component in aniFrame in our standalone Module Test: see attachment 34998
Buid Festureeam et

B ashboard e now understand that because of RTC constraints {compressed schedule, Iots of committed high-priority product Feature Home Psge: | https://jazz.net/wiki/bin/view/Main/CALMTd |3/19/2010:
Features) and because of the relative immaturity of T4, IEs unreasonable ko expect Upstream web components o move to - crested Wik httpss//jazz. net/wiki/bin/view/Msin/CALMTaskAsService
Creation Date: Ho 17, 2008 248 FM = i e R el S e S r T R R a4 SR i e Feature Team: © André Weinand ~ discussed detailed tasks with RQM team
; © April L de Vries - implementing redirecting link clicking in embedded Ul to contziner (see item 108817
Created By il Higains = e ) iadd Comment © Craig Lawton - created library for Compact Rendering support: see https://jazz.net/wiki/bin/view/Main/ lient
Team Area: \web UI Foundation | Ration...oncert From Richard Backhause's mailing list nate: a] g — already adopted by SCM
Filed Against: UI Foundation/Web UI ~| G2 The new Web UI Foundation code has been delivered to the Foundation Stable 1,0 FM1 Stream. © lennifer Hayes 3/26/2010:
Z & John Whitfield - RQM has defined done criteria

Ouned By il Higgins

=]

Please he aware that the Web UT code now resides in iks own component called "Foundation Web UT", IF you are

Web Ulimplementation on track; discussion with UX and Web Ul Foundation teams
accepting the new changesets into your development environment you must rake sure that you alsa accept this

- investigation for ftem 108434; we are planning to provide a patch for Foundation

© Lary Smith

Tags: Lyl : © Patrick Streule
ponent koo othervvise you wil see compls errors. Also you wil have ta make changes to your equinox
launches as new Web UL bundles are required as dependencies, The "Embedded Jetty For Web Ul Development” © Pratik Shah 4/1/2010
Pririty: =] launch can be used as & guidelin on what Is required. - embeddable Web Ul implementation done: can be explored in standalone Module Test web app. Waiting for RQM to consume it
- discussions with UX and Web Ul foundation teams: planning to base implementation on Open Social in M5
Planned For: Please contact me with any questiors - Process is willing to accept a patch for the proposal presented in item 108424
Due Date: Hone, [ Richard 4/9/2010:
~RTC3.0 M5 endgame.
Rescl_tion Date: Der 16, 2008 1:59 PM 54 i Swianern Mer 8 9008 747 00
Remove]  |4nssme

Ovenview | Planning | Execution| Done Criteria | Links| Approvals| History
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Project Timeline Template

Demo Demo Demo
Sign-off Sign-off Sign-off
Retrospective Retrospective Retrospective Sign-off
i | | N
Warm-up Sprint1 Sprint 2 l s \l, Implementation
c
o =53
—] m — m — — ﬂ .9 © o
o) <] c 9 c <) ﬁ = € 2 £
c [ = [ £ [ g 45 g §9
E 7] % (7] g (7] 8 © g S 2 g
8 2 s 2 s 2 8 $¢5%8 B¢
o (1] ) @ - (1] [ Q 8 g B
£ g £ g - g ¢ TS F s
= i Q < Q < = gsg ¢ ©QE
S > ? > ? > 8 Tc £ 37
] ] o iC |§ i

2-6 weeks 2-4 weeks 2-4 weeks 2-4 weeks 2-4 weeks
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Endgame Convergence

o fix pass
test pass

May 21 May 28 June 11 June 20 June 25
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Endgame tracking dashboard of a team

Al Dazhhoards = Jazz Project = Jazz Development =

Source Control Dashboard

T | e:><:° [ auto-save

General | Bug Tracking  EventLogs | End Game ~ | Add Rew Tah Add Yiewlet
“[lfl All RCs Fixed (543) Owned By |_—';‘|I Openvs Closed Work ltems D. New Work tems by Severity
Onened BY Count Team Area: flazz DevelopmentsSource Control Team Area: flazz DevelopmentsSource Control
. = Category: Al Category: Al
& Jean-ichel Lemisux 105 feration: 0.6 RC1, 06 RC2, 0.6 RC2, 06 RCS Weration: Al
2 Michael valenta 57 e S
2 Andrew Hoo 54 :gg 100
& Richard Curtis a0 450 :g
400
2 Stefanxenos 47 350 70
300
,% Heather Fraser-Dube 15 P gg
2 Christophe Cornu 42 200 w0
150
2 EvanHughes 39 100 D
2 John Camelon 19 sg fg
Ff“-" Cther 65 Open A Closed 1)
Unknown Bl Elocker
“[lfl All 1.0 Open {13) Owned By Vi
Owned By Count “[lfl All 1.0 Open {13) Priority Minor
£ Jean-Michel Lemieux 3 Nomal
= = : Major
2 Richard Curtis 7 y _ Lt
Michael Yalenta oy
& 2 e B righ
& Christophe Cornu 2 | O Medium —— -
8 Dmity Karasik | . .% O Lom i, Build Duration
9] John Camelon 1 ¥ 1 / [ Unassigred Team Area: flazz Dewelopment/Sounze Control
e . /B | : Build Definition: nighthy .zcm jazz
2 Ewan Hughes 1 "y |\ Yy Duration: Last Vear
pj Heathar Fraser-Dube 1 i 11 Include Incomplete Builds: Ho
9.2
6.4
ik All 1.0 Open (13) Tags il All 1.0 Open {13} Severity 5
30.8
dOC documentation no_code svt technote o :22
y N 224
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Moving from waterfall to iterative and agile trend

Escalating change costs over time Reduced change costs over time
due to late integration and custom due to continuous integration and sound
architectures architecture
Perceived 4 Activity Completion 4 Release Demonstrations
Progress (speculative point status) {tan ible trends
A gain st Test and Releas e# # A Demo Release Test Releases
ID—ID—IDN—A
Requirements/Design | N
True % +
Technical
Lat
Progress s;aj,
and
rework
Cost of 4 00 000’ * Design
Change o oI ® Integratio
oo _ Maintenance ° n
o Des:g_n L TYY
.”....... Integration ° ....o..o.... Maintenance
Implementation e 00 ee0®, .o
Unit Test > n UUnit Test >

WATERFALL DEVELOPMENT ITERATIVE DEVELOPMENT
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What do you see?
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What do you see?
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Proulcis= : — Hreefifei

“Distrbttedand, - QNI S ) e Sarfns:

Olitsofreed OPfmIZAtToNT et
DEVEIopNTENL 43

information ..VOIEH}’Je Business= = Enterprise
Sil0'S “&Wariety=*-=SVelocity WAlignment

52% of users ; ) ._'_: 59% of managers O 42% of managers |
don’t have R miss B Use wrong
¢ confidence e information g information
_'-:; in their information® |~ ey should have used? ge at least once a week?® '

I

software




But What Should We Measure?
 Executive Dashboard

= Defect Backlog

= Defect Density

= Defect Repair Latency
= Build Health

= Project Velocity

= Staffing Actuals

= Process Timeliness

= Milestone Status

= Severity Analysis

= Security Vulnerabilities
= Static Code Analysis

= Requirements Met

= IPD Timeliness

Transactional Survey
PMR / Call Rates
Critical Situations
Cost of Support
Installability
Enhancement SLA
Useability
Consumability
Perceived Performance
Scalability
Integrations with other
products

User Experience / Doc
Time to Resolution

Defect Backlog

Test Escapes
Functional Test Trends
Critical Situations
System Test Trends
S-Curve Progress
Automation
Percentage

Customer

Testcases
Consumability
Scorecard

Defect Latency

Quality Plan Commitments
Test Coverage

Sales Plays

Partner Enablement
Support Enablement
Technical Enablement
Sales Enablement
Localization

MCIF Index
Competition
Integrated into Story
Green Threads

LCM

Pipeline / Multiplier
Revenue

Evolutionary Architecture i Test Driven Development
Vu}llnerability Assessment P ractices Whole Team
Concurrent Testing Requirements Management Team Change Management
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Measures Help Answer Key Questions

organisation integrated

Employee
satisfaction

Agile process
adoption

Less “solution
hardening” needed

)
| Business-Related : | IT-Related \: { Agile-Related \:
| Measures | | Measures | | Measures |
|
I | | Appropriate level | | :
I | : of mana | : |
I | I and anal | I |
I | I activities | : |

I |
. | . .
Are we meeting | Are we seeing i Are we agile?
. I .
business i the benefit i
. . |
objectives? | where we |
or updated in the | e}(péat'ﬁ epts | product
projects have the I | . bt adoption
agreed quality | signoff
The development | Fewer breakages )
organisation is a : when solution Agile task
learning : elements are adoption
|
|
|
|
|
|
|
|
|
|

|
|
|
|
|
|
|
|
|
|
|
|
|
|
|
|
|
\
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Key Project Performance Metrics: Agile View

Burndown/Velocity

Velocity: Plan Optimistic - — - Best Guess - - - Pessimistic
Actual Burndown (Features Remaining) Delivered in Period

This is a sample view. Metrics can take different forms. The intent is ensure that the
charts address core management concerns and associated questions.
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Agile Performance Metrics: Core Answers

Burndown/Velocity

Velocity: Plan Optimistic — - - Best Guess - - - Pessimistic
Actual Burndown (Features Remaining) Delivered in Period

Here are the key management questions answered by each chart. An inability to answer
any of these questions serves as a source of fundamental risk.
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Other Key Principles We Learned (Inspired from LEA

Eliminate Waste Build Quality In Defer Commitment Deliver Fast
* Value Stream Maps * Foundation Disciplines Keep options open Queuing theory
» Complete Solution  Continuous Validation

Focus on Learning Respect People Optimize the Whole
Product & process * Teams « Systems thinking
* Partners * Set-based design
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Drinking our Own Champagne
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Go see for yourself 4

@
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