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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!
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Agenda
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� Current Situation

� Five Best Practices

� Our Transformation to agility@scale™

� Drinking our own Champagne

Driving Business 
Differentiation
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The global IBM Rational core development team
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Canada – (14%)

Israel – (3%)

China – (8%)

Japan – (<1%)France – (2%)

United States – (46%)

India – (19%)

Switzerland – (1%)

Mexico – (2%)

Brazil – (<1%)

Poland – (<1%)

Australia– (<1%)

Sweden – (1%)

UK – (3%)
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Some of the Challenges IBM faced…
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Complexity Challenges Team Challenges

� More granular service functionality 
in composite business applications

� Large number of projects and 
assets (coming from all different 
sources)

� Geographically dispersed teams 

� Effective cross-organizational 
visibility and synchronization, 
sharing becomes an imperative

Process Challenges Tools Challenges

� Blind adherence to process insensitive 
to potential business trade-offs

� Need for agility at scale

� Lack of standards impacts ability 
to collaborate, automate and report 
across teams and assumptions

� Frequent asset updates and 
changing interdependencies
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Measuring Improvements…
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Metric
2006 

Measurement
2011 

Measurement

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 Defects Fixed Before 

GA
3% 94%

% of Agile Projects 5% 78%
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Five Best Practices for Driving Change
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Outside-in 

Design

Componentization 

and

Reuse

Development 

Processes

Communities

and

Community Source

Measurements and Reporting
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Agile Software Delivery and Values
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Customer
Collaboration

Customer
Collaboration

Working
Software
Working
Software

Individuals 
Interactions
Individuals 
Interactions

Source: www.agilemanifesto.org

Contract
Negotiation

Contract
Negotiation

Comprehensive
Documentation
Comprehensive
Documentation

Processes and 
Tools

Processes and 
Tools

Following 
a Plan

Following 
a Plan

overWe value

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

Responding 
to Change

Responding 
to Change
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Energy and excitement 

about their work and 
the results!

A sense of pride 

and ownership in 
every aspect of 

software delivery!

Openness and willingness

to share experiences!
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What is agility@scale™?
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Team size

Under 10
developers

100’s of
developers

Enterprise discipline

Project
focus

Enterprise
focus

Compliance requirement

Low risk Critical,
Audited

Co-located

Geographical 
distribution

Global

Organization and 
culture

Open Entrenched

Application complexity

Simple, 
single platform

Complex, 
multi-platform

Organization distribution
(outsourcing, partnerships)

In-house Third party

Disciplined 
Agile 

Development
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Our Strategy for Agile Transformation
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Wave 1 Wave 2 Wave 3

� 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

� 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

Today Future 
Vision

Waves of Change

Change 
Initiative / 
Project

Change 
Initiative

Change 
Initiative

Development Projects

Introduces 1 or 
more development 
capabilities

Agree Scope
Business Case
High Level Plan
Define Results

Train, Pilot, Harvest, 
Package, Test

Roll out wider 
scale

Final Roll 
out

Business 
As Usual

[Best Practices for Transformation]
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Our Approach for Agile Governance = Managing 
Uncertainty and Managing Variance
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Plans/Resource estimates
Scope
Product features/quality

� Scope is not a requirements document, it is a continuous negotiation

� A plan is not a prescription, it is an evolving, 

moving target

Actual path and precision of Scope/Plan

Uncertainty in
Stakeholder

Satisfaction Space

Initial PlanInitial State
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A Detailed View of our Method
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milestones
first

API
first

end
game

retrospectives

always have
a client

continuous
integration

community 
involvement

new & 
noteworthy

adaptive
planning

continuous 
testing

consume your
own output

component
centric

drive with 
open eyes

validate

reduce stress

learn

enable

attract 
to latest

transparency

validate
update

dynamic 
teams

show progress

enable

explore

validate

live
betas

feedback

sign
off

End of iteration
demos/reviews

Ranked
Product Backlog

Burndown Stories

Daily Standup Adoptions
Expectations

PMC
Buddy Review

Rules of the
Road

Outside-in
Scenarios
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Tracked Items 
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� Planning

– Plan items, Stories, Tasks

� Tracking

– Build status, Adoptions

� Feedback

– Defects, Enhancement, Retrospectives
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Implementation

release

Sprint1

2-4 weeks

Warm-up …

2-4 weeks 2-4 weeks

Sprint 2

2-6 weeks 2-4 weeks

Demo
Sign-off

Retrospective

Demo
Sign-off

Retrospective

Demo
Sign-off

Retrospective Sign-off
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Project Timeline Template
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Endgame Convergence
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fix pass
test pass

#
 b

u
g

s
  

fi
x
e

d

604

210

60

578

May 21 May 28 June 11 June 20 June 25

velocity pro
cess ru

les
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Endgame tracking dashboard of a team
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Moving from waterfall to iterative and agile trend 
measures
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ITERATIVE DEVELOPMENTWATERFALL DEVELOPMENT

Late 
scrap 
and 

rework

True 
Technical
Progress

Cost of 
Change

Maintenance
Design 

Integration

Implementation 
Unit Test

Design 
Integratio

n

Implementatio
n Unit Test

Maintenance

Escalating change costs over time
due to late integration and custom 

architectures

Reduced change costs over time
due to continuous integration and sound 

architecture

Perceived 
Progress

Against 
Plan

Requirements/Design

Coding

Test and Release
Demo Releases Test Releases

Activity Completion
(speculative point status)

Release Demonstrations
(tangible trends)
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What do you see?

25



© 2009 IBM Corporation

Building a smarter planet

What do you see?
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52% of users

don’t have 
confidence 

in their information1

42% of managers

use wrong 
information

at least once a week2

59% of managers

miss
information

they should have used2

Product
Profitability
Product

Profitability
Product 
Variance
And Health

Product 
Variance
And HealthWorkforce

Optimization
Workforce
Optimization

Distributed and
Outsourced 
Development

Distributed and
Outsourced 
Development

Contradictions result from the quest for information
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But What Should We Measure?
An Example Set of Candidate Agile Metrics…..lots of 
possibilities!
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Executive Dashboard

Project Health Strategic HealthDevelopment QualityCustomer Quality

� 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

� 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

� Sales Plays

� Partner Enablement

� Support Enablement

� Technical Enablement

� Sales Enablement

� Localization

� MCIF Index

� Competition

� Integrated into Story

� Green Threads

� LCM

� Pipeline / Multiplier

� Revenue

PracticesVulnerability Assessment
Concurrent Testing

Test Driven Development
Whole Team

Team Change Management

Evolutionary Architecture

Requirements Management



© 2009 IBM Corporation

Building a smarter planet

Measures Help Answer Key Questions
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Agile-Related
Measures

IT-Related
Measures

Business-Related
Measures

Projects deliver 
faster than today

Appropriate level 
of management 
and analysis 
activities

Agile role
adoption

Projects deliver 
with lower overall 
cost than today

Systems created 
or updated in the 
projects have the 
agreed quality

The development 
organisation is a 
learning 
organisation

Employee 
satisfaction

Agile work 
product
adoption

Agile task
adoption

Agile process 
adoption

Efficient change 
request process

Efficient 
requirements 
definition and 
signoff

Fewer breakages 
when solution 
elements are 
integrated

Less “solution 
hardening” needed

Agile practice 
adoption

Are we meeting 
business 
objectives?

Are we seeing 
the benefit 
where we 
expected?

Are we agile?
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Key Project Performance Metrics:  Agile View
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(all reported by common reporting period)
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Scope Change Rate
(Add, Modify, Remove)

Baseline Features Added / Modified Features Removed Features

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
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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.

(all reported by common reporting period)
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Reporting Period

Scope Change Rate
(Add, Modify, Remove)

Baseline Features Added / Modified Features Removed Features

Burndown/Velocity

Velocity:  Plan – – – Optimistic – – – Best Guess – – – Pessimistic – – –

Actual Burndown (Features Remaining)                    Delivered in Period

Are we on schedule?
If not, how far behind?
When will we complete?

Are scope changes 
overwhelming our 
ability to deliver?

Are our estimates good?
Do we have enough staff ?
What will it take to complete?

Do we have enough test coverage and 
execution?
Is the quality of our  deliveries good 
enough?
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Other Key Principles We Learned (Inspired from LEAN)
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Eliminate Waste

• Value Stream Maps
• Complete Solution

Defer Commitment

Keep options open

Deliver Fast

Queuing theory

Optimize the Whole

• Systems thinking
• Set-based design

Build Quality In

• Foundation Disciplines
• Continuous Validation

Focus on Learning

Product & process

Respect People

• Teams
• Partners
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Drinking our Own Champagne
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