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Manifesto for Agile Software Development

Individuals and interactions over processes and tools
Working software over comprehensive documentation
Customer collaboration over contract negotiation
Responding to change over following a plan

(see http://agilemanifesto.org/)
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What is Agile

An iterative and incremental (evolutionary) approach performed in a
highly collaborative manner with just the right amount of ceremony to
produce high quality software in a cost effective and timely manner
which meets the changing needs of its stakeholders.

So Agile is not a method. Its more like a conceptual
framework (abstract class) with concrete Have you adopted

implementations like, Eclipse Way, OpenUp, Scrum, any Agile techniques?
... or the My Company Way ©.

No

Yes

69%

Source: Ambler ‘Agile Adoption Rate”
& “Project Success” surveys -
www.ambysoft.com/surveys/
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Agile is Not

Low ceremony
— Itis (very) formal and has (very) specific practices

Do what you want (cowboy coding)

— Requires lots of discipline

Easy to do
— See above ©
— Needs cultural changes

A silver bullet
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Core Principles

= Short development iterations (3 — 6 weeks)

= Ongoing customer / stakeholder involvement

= Ongoing investment in code quality (refactoring)
= Retrospectives (improve the process)

= Self organizing teams

software
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Short iterations — the main driver

= Allows feedback / quality checks any n weeks

= Each milestone is a miniature development cycle

— plan, execute, test, ship, retrospective

= The iteration outcome (library, product, ...) must be
shippable / consumed

ready to ship _
— Other teams, betas, demos, ...

»Short iterations reduce stress !!

software




The Eclipse Way Practices

consume your
own output

%nable

validate

sign drive with
off open eyes

reduce stress
end transparency
game
attract
show progress to lates
alway§ have feedback
a client update learn

\V‘a“dat\e
component API
centric \engfy first
e

xplore
dynamic ~___ common agile practices o
teams - common Open Source practices

I\ I
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What is behind the Eclipse Way

Practices underpinned with values
— ship quality on time

Used, developed and improved over time

Practices are from all kinds of sources

« XP, Scrum, Crystal Clear, RUP, ...
« Patterns - Organizational Patterns of Agile Software Development — Coplien

It is not low ceremony
— Approvals, verifications, reviews

It is agile: incremental, iterative, collaborative, transparent,
customizable

» Many effective teams work like this

"I\ \N e
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End of iteration
release demo

/4

sign-off

—

Retrospective

warm-up Mla

()
N
O
M
-
7))

decompression
retrospective
Initial release plan

4 weeks

M1

4 weeks

stabilize

Newé&Noteworthy >

sign-off

)
N
O
qv]
i
n

4 weeks

= 4 week iterations = end with an end of iteration demo

endgame

= 8 week milestones = announced with New & Noteworthy = retrospective at

the end

[ software
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Our Roles

= Project management committee (PMC)

—Accountable for release plan PMC

—Themes to work on Component Component

Lead Lead
—Facilitator, coordinator

* encourages participatory decisions @O”t“buto) @Ont“buw) ( )
— e.g. top 5 architectural issues

= Component lead / Team

.R@Jazz:Pr_oj?ct P
— Accountable for iteration plan, test plans R

Jazz Project

= Contributor

Configuration }'D . Roles

— Accountable for estimates, code, tests, design -~ 0 Roles RO

EI Project Configuration
El-f Team Configuration

— Plays many roles

il el
i contributar
f} parttime

» Developer, Tester, Architect § ot

» Customer support, Release Engineering

software
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eration Plan Input

Community

Stakeholders PMC

b arn 1402 55
B2 Junit Plan ~ Bmedw B¢
Team Area: JUnit Team | Iteration: 4.4 m2 (16.05,08 - 15.06.08) | 2 Closed | 20 Open [i
@ 4.1 missing in maven-metadata. xml on ibiblio @ 30 mins D Unassigned 218 #* Group by
[#] Ignored method fails @ 1day [ Unassigned 210
[ timeout doesn't work properly for >=2 cases in junit4,3? @ 2hours [] Unassigned 183
Sort By
. Jason Mitchell — — 4
i Closed items: 1 | Open items: 5 Progress: 24/ 41| +121 Estmated: £0% riarity
¢ ¥ [E] Improve documentation for 4.4 Unassigned 223 Bars
(5] Junit version on the website is stil 4,1 @® 1hour [] Unassigned 205 _pmgygsg v
assertEquals array imm el i i+ 1da Jnassigned 203
@ Edit Summary Alt+Enter Y G
[] assertThat signaturs 01 [l timzceigned 179 Exclude
k Item Stor Future and past items
[ CompositeRunner. il M gned 174 = ] pa
NoTestsRema Plan for »| & Track Build Ttem Resolved items
. R Markus Kent Assign to Owner »| @ Plan Item 4 More Filters. ..
o Closed items: 1| Op Change Filed Against ¥| [1] Retrospective —ml i Tags...
@ assertArrayEquals m Tags v 177
[#] testCount hard-code 4 Move Up Alt+Up Enhancement 197 | Related Work Ttems
= Task b
+ ¥ [E] Provide improved As <& Move Down Alt+Down ai 228 Show Backlog
Unplanned Closed Items
¢ P [E] Improve documenta Demote Tab SetDefault... pned 223
Should not call d - i 187 | MextPlans
[#] Should nat call deriv Sason Mitchel N F) [ Unassigned
[ B mo + e S
Overview | Planned Items |

Defect

Backlog Team

Rational.

software



lteration Plan Input - continued

= PMC

— Requirements (release plan): traceability, ...

— Themes: improve performance, ...
— Concrete tasks: externalize strings

Community / Stakeholders
— Requirements

— Enhancements

— Defect reports

= Team

— Architectural issues
— Redesigns

— Product ideas
Defect Backlog

— Previous test passes
— Self hosting

2 Junit Plan [4.4m2] &3 ] =08
E% JUnit Plan ~ ar ()| & B - | & [s2ve
Team Area: JUnit Team | Iteration: 4.4m2 (16.05.08 - 15.06.08) | 2 Closed | 20 Open [ 4
[#] 4.1 missing in maven-metadata.xml on ibiblio 30 mins [] Unassigned 218 | Group by
@ Ignored method fails © 1day |:| Unassigned 210
[#] timeout doesn't work properly for =2 cases in junit4,3? © 2hours [] Unassigned 183
Sort By
- Jason Mitchell — _p i v
a0 Closed items: 1 | Open items: 5 Progress: 24/41 | +12h EDiEE riority
¢ ¥ [E] Improve documentation for 4.4 Unassigned 223 Bars
[5] Junit version on the website is stil 4.1 © 1hour [] Unassigned 206
assertEquals array immd el + 1day Unassigned 203
IE Edit Summary Alt+Enter I}
[#] assertThat signatur 1. [ gned 179 Exclude
Add Work Item Ctrl+Enter * Stor Future and past items
[#] CompositeRunner. fil v gned 174 = O =
MNoTestsRema Plan for » 2 Track Build Ttem Resolved items
. £ Markus Kent Assign to Owner b © Plan Item 4 More Filters. ..
o Closed items: 1 | Op Change Filed Against v| [}] Retrospective e A Tags...
[#] assertArrayEqualsm  Tags 4
[#] testCount hard-code < Mave Up Alt+Up Enhancement 197 Related Work Items
- Task b |
« ¥ [E] Provide improved As 4% Move Down Alt+Down ke 223 S adu
Unplanned Closed Items
¢ P [E] Improve documenta +Z Demate Tab SetDefault... pned 223
Should not call deri - i 187 | MextPlans
[#] Should not cal deriv Jason Mitchel y B [] Unassigned
| P ST E Y m o i il

Overview | Planned Items

software
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lteration Plan

= Goal: an estimated 4 weeks plan approved by the team, PMC, and
stakeholders

= In the RTC project the steps to get there differ from team to team
— Team lead creates initial plan based on input from PMC, stakeholders
— Team decides on defect backlog, architectural issues, ...
— Team members estimate their work
— PMC buddy approves the plan
= In Scrum the sprint (iteration) plan is defined in a sprint meeting:

— Stakeholders (product owner) are part of that meeting. They manage a
prioritized list of product requirements, enhancements

— Team manages defect backlog, architectural issues, ...

— Team estimates

software
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lteration Checkpoints

= Daily (stand-up meeting, team lead — contributor discussion, ...)
— What have you done yesterday
— What are you going to do today
— Any road blocks
— How many work is remaining
= 2 times a week (Planning call)
— Inter team issues
— Progress on PMC and Community work
= Every two weeks
— lteration Plan walkthrough with PMC buddy
= End of iteration
— New & Noteworthy / Milestone
— Demo for PMC, stakeholders and other teams

software
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Tracking Progress

To hit the end target of an iteration it is essential for the team to
track its progress. Teams in RTC do so using
Agile Planning tools and Dashboards.

|2 2t Plan [Am3) 52 = AiCubtent e P D | Do )
5% JUnit Plan ~ — — = . Agile Planning Dashboard
=B RN g MR E Home | CummtMilestone | Trands = | Asd biew Ta
: ki g Chssed | 17 Ot ) B = e
Team Avea; JUvit Team | Iterations 4.4 m2 (5/16/08 - 6/15/08) | 5 Close! | 17 Oyeny Progress: #4208 | 18 h [ = Estimated: 71% B T o Workems By Severiy
S A= e — e R —— S — e e .
-, Closed Meme: 1| Open fass: 4 Pogrwas: B/ 12 | +7 b Eviemans: 100% woup by re | BERTT, B8 AGE 04 REH 88 REL9E RGE — - - -
Past (1 dosed) Planred Tene b - s noa
Teday Sort By
[E] Conlerence in Europe o
Out of uffice from May 19, 2008 to Jun 2, 2008
Future (2 open) _—
[B] mentout doesn't work propery for a2 cases n units 37 @ 2heors [] unassigned 13 — 3
[BF 5.1 mssng in maven-metadata.sml on bibko (i 30 mins [F Unassigned %8
impreasely Flanned Work (2 open) Excinde
» Jason Mitchell | e s H [ Future and past itams
A Closed ema: 2 | Open itema: 4 Progresmi 16/ 140 | 24 h Esmaedi 7% | ) e L, Opem vs Clossd Wark foms. .
Markus Kent — N - "
"l Closed e 2 | Cpen e & Progresm 20156 | =2h B it | MoreFltess.., -
Past (2 cosed) Tags... -
Today (2open) I
] assertaeraySquais meses differences @ 2hours = gk 7 Related Work Ttems.
8] nsserdThat faks with Claas tests (documentation peabies) @ 2dars [ unessoned 10 Show Bacidog
Cater Thia Week Goper) Unpiarnned Cosed Ttems
15 Based on the asser (That syritax L 1 @ 2days [] Unassigned 57 Mext Flans
(] javador updates for Blgre in 4.3 (3 Lhar 7] Unassgned 30 _
[B] @after method not cabed alter my best imeoutin 4.3.1 @ Lher 7] Unassigned 16 I 4400
Fulure o 441
Imprecisely Plarred Work (3 open)
+ Closed fems: 0 | Open items: 1 Pgres: 0/ 08 Cmatad: %
Overvew Fanned [tems |Charts | Contit | Formms ol e —

Single lteration Trend
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Development - Isolate Work not people

= Repository workspaces — Provides individual isolation.
You don't have to make your changes visible to the team
just to backup or use the repository features.

= Streams — Provides team / project isolation.

= Suspend and Resume — Provides task level isolation for
personal work.

= Team areas — Provides process isolation.

software




Stream setup for RTC Development

1l Process
16 10 % il Coverage
: %17 4@
ikl Interop i
w149y W] Build 1l Collaboration
5314 11 ¥z 5@
it Source Contral ' :
14 14 3 1Kl Requirements
%15 3 @B
— A__ AL ¥ _F 4
2! build ¥ analysis 1 Jazz Integration i warkItem
%13 5 Fezz w7 » N .
13 1@ ¥ %17 13
. A44 ¥
: _ Integration
.,E! Jerame Lanneluc |- Stream
ikl Jazz Integration 0.6...
¥29 3 0%
1 Reparts
¥17 1@
ikl RelEng
¥1 83
Build [al build (&l Rafik Jaouani (3l James Moody ] Process 0.6 M1
workspace  [#v . = T
Developer
workspaces

Work Item
stream

Maintenance
Stream

1 wworkItem 0.6 M1
b ) 16 >

[ software
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Build Process

- -

To be able to ship a product every n weeks building it
must be absolutely painless and fully automated. And the
build quality must be verified using automatic unit tests.

i 120080613-1642 53

& Build weekly.integration.jazz 120080618-1642 ~

' Completed

Duration: 3 hours, 7 minutes, 10 seconds
StartTime: June 18, 2008 10:42:17 PM
Completed: June 19, 2008 1:48:27 AM

Status Trend:

Reported Work Ttems

[#] Mome reported against this build

[ Create a new work item

1l) associate an existng work item

) Request Build

5[]

Contribution Summary

Downloads: 81 dowrloads Build: [weekt jozz
External Links: Llink.

Logs: “los. b Build Options

Snapshot: L0 (weeklvintearat| » guild Properties

Comple: & Qerrors, 429 warni

Request that a build be executed on the first available build engine.

Repository Workspace:  WeeklyJazzIntearat| After submiffing fhe request: | Show builds of fhe requested fype |w

: Show changes
2 linduded in build
Junit: © 12632 tests, O failur,

ltion
onia Dimitrov:

heekly intearation jazz
Hizzy
L8 builds

10
kd

Associated Release
Released builds are available a5 chaices in the work item "Found In" field.

Release 1.0

Summary | Activities | © Compilation | JUnit | Logs | Downloads | External Links | Properties

Versus

13/14/20088

B8 command Prompt

-10/ x|
com.ibm.team.vorkiten.veh -]
con.ibm.team.zurich.feature .tests.tools
com,ibm. team.zurich. tests.tools
config
continuous.process.con.ibm.tean.server.osgi. feature
continuous.vorkiten.com. ibn.tean.vorkiten.client .feature
continuous.workitem.com.ibn.tean.uorkiten.server.feature
copyrightLog.txt
Javax_mail
net.jazz.ajax
net . jazz.ajax.feature
net.jazz.ajax-tests
org.apache.commons .codec
org.apache.commons .httpc Lient
org.apache.commons . logging
org.apache.derby.core
org.apache. log4j
org.apache. lucene2

-apache .naming
org.dojotoolkit
org.eclipse.core.tests.harness
org.eclipse mylar.zest_layouts
org.eclipse.releng.-tools
org.eclipse.sut.sleal
org.eclipse_test_performance
org.eclipse.test.performance.

org.mozilla.rhino
org.opengroup.arndd
releng

SilverCity

Test

update-site
website_content

webs ite_deve lopnent
zurich-Taunch—configs
zurich-smoketes
zurich-spelling-dictionary

IC:“\hone dib\Projects Jazzworkspaces HERD> hd

(10 ETN software
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Staged Builds

Team builds —team’s integration stream / n times a day
— discover component problems

Nightly builds — project continuous integration stream
— discover integration problems between compenents .

Integration builds — weekly integration stream

ikl Build 1l callaboration
— all automatic unit tests must be successfui Fremrres
— good enough for our own use 7= e s W | Work ltem
“ . stream
= Milestone builds — weekly mtegrau@ﬁ stream Intogration
— test / fix pass e mgaten . . Maintenance
* Stream
. it Reports
— good enough for the community to use - S S —
= Reality: build failures occur Fun | [Becmen ([ @avmteoy | (Hrmosn
— rebuild to create acceptable integration, milestone builds.eioper
workspaces

software




Build Tracking

Jazz Development’

General  RCA Candidates = RC4 Candidates | Open Defects by Themes | Builds -

Cpen Defects by Team

SWT Defects by Team

Equally important is to track whether a build has compile errors and/or
failing test case. The majority of the builds should be green.

Defect Trend Comparison | Defect Trends by Priority

Deferred fems by Team | Closed Daily | Add RMew Tab Add Wiewlet
& Jazz Development Builds [5i, Source Control [, work ltem
@ Succeeded: SIGM 20080604-11565 15 minutes agn Team frea: JJazz DevelopmentsSource Control Team frea: flazz Developmentiliork fem
Build Definition Gontinuous sem jazz Build Definition: continuous workitem jazz
~ " Durtion: Last 10 Builds Duration: Last 10 Builds
E“' Weekly Integration Include Incomplete Builds: No Inzlude Incomplete Builds: Mo
Team frea: flazz Development 0 531
Build Definition: weskly integration jazz
Durstion: Last 10 Builds
Include Incomplete Builds: Mo R B
12800 = (=
; 5 s
12600 {em—em = H
2 ) 2
g 1240 e e £ 929 e
i = =
= 1zz00
5 1zooo
= 77 a2
2 11800
5 16w
= o Build » Build
11400
e == Humber of Tests == Humber of Tests
Clean Build Range Clean Build Range
 Buid Failed Build Range Failed Build Fangs
== Humber of Tests
Clean Build Range Elj, Process F1l, ClearQuest Connector
Failed Build Range Team frea: idazz Development/Process Team frea: flazz Developmert/ClearQuest Connector
Build Definition continuous process jazz Bulld Definition: continuous interop jaz:
G Build Durtion: Lazt 10 Builds Duration: Last 10 Builds
= Include Incomplete Builds: Mo Include Incomplete Builds: Mo
Team frea: #lazz Development/Build 74 187
Build Definition: continuous buildsystem jazz
Duration: Last 10 Builds
Include Incomplete Builds: Mo e e
6500 = 2
6000 o t %3 mse 5 |
5500 2 2
o S0 | £ E o133
= 4500 { = =
w4000
y =00 arz 134
e 000 )
S 500 )
= zooo | o Build o Build

e E N software
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Agile @ Scale: Component Based Development

= Component based

— Ateam is responsible for one or more
component at one site — co-location

« “architecture follows organization”

— Components are distributed across
sites

= API first
— An APl is a commitment
— Producer / consumer relationships

= Team Concert supports component

/Eclipse Platform

Workbench

JFace

" SWT

.

(ﬁ[_/:

),

fWomspace

\

-.\

.

Team

i

Platform Runtime

-

Process

based development
— Team owns a stream

— Team shares changes in a stream

— Team owns a component
— Stream references components

Streams

Work Categories

Queries

is responsible

delivers

Te

generates

Component

Eclipse

Components

Members

am

Build

produces

defines

Release/
Iteration Plan

Events

Components

software
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Stabilization

Each iteration ends with a stabilization phase.
In the RTC project this is the last week of a 4 E R —— =

Tiors Acein: Work Fiem | Beraton: 0.5 RC2 (42508 - S/08) | 165 Coer | 0 0o Progresac 100 1 100 h [—— Estimated: -

weeks iteration i

= First two days is testing e

— Teams create test plan

e of pmermed rnsnees
Fom rrmen it

— Teams do actual testing -

harve & pendng verficaton aoproval ILERC2_Venfcason”
i B0 i o i 1 R o .

st g 2 e i o s il
Overview |Plenned Ttems |Charts | Test an

= Next two days is fixing

42k ST2UT: RCA stas. [

— Only critical defects are fixed

Summary; | RCAstatus [ |Green ;]

— Every fix requires a team lead approval e
& a code review T e
= Last day is sanity check day == o

— Rebuild only for stop ships s Tes

— All teams sign off on Milestone build

Overview |Links | Approale | Hstery

.



Process Awareness

= Support many different practices and
processes

» Rational Team Concert is Process neutral

= Reactive, not controlling

= Specific to the team, development phase
» Reduce team member mistakes

» Free the team members minds

software



Retrospective

After each iteration teams reflect on what worked well and what didn’t.
— Retrospectives are captured in a special work item
— Define actions how to tune the process to get more effective
— PMC does a retrospective as well

b m 45392 M5 Retrospective - Jazz Project 3
J Retrospective 45392 ~

Summary: | M5 Retrospective

~ Details ~ Description

Created: Feb 22, 2005 5:58 PM

Creaked By Erich Gamma HZiE:I:ights pifasalits

Team dres: Work Item | Jazz Project - editable Wiki now available on Linx (and Mac 05 ¥ 'Leopard’) since XULRunnet is gone

- Filtering & coloring for MyWork view
M - Team Central LT overhaul
- Rensahility of Work Ikem editor components
- Uset specific mail configuration
Cwned By : |André ‘wieinand M - Structured process sper editors (instead XML editing)
v

Filed Against: |Work Ttems

- HTML based Work Item change Farmatting

- YWeb UT: more in sync with Eclipse UI

Planned For: |0‘6 MS

Resalved: Feb 28, 2008 12:19 AM :

Riesolved By: Andre Weinand - Yirbual REST service: Foundation For wark [kem export service
what worked well Overall

Quick Information - build times down to 2 hours

E Slscwileas (@ B3, ES : Eﬂzﬁﬁzﬂ?ﬂi(ts {aka deliverables) to our server

ﬂ] Attachments (13 10615 - deltas are great
£ Copies (13 50505 - short: bwin-iterations are good for getting cross keam dependencies fized early (in MSD1 instead of MS)

[ Copied From: 57453 What worked well in our teams

F‘D Mentions (2) - Mumbers: resalved Fixed APT(313), Wark Ikems & Foundation UI (483}
- iteration planning worked very wel

% Mentioned By (1) - most of the features Fram the original Jazz 0.6 release plan are finished

- endgame week: build input For "big Features” on Monday, "small fixes" on Tuesday
-» testable build available early

What didn't work well Overall
- private builds sometimes run koo long
- we should not have to debug build problems (e.q. disabled i)
- process sper pluggable editors are late
- continuous stream is often in undefined state
it would be cool of & green continuous build could automatically push & baseline to continuous stream
- provisioning war

software




Endgame
Convergence process applied before release

= Sequence of test-fix passes
— community event

= With each pass the costs for fixing are increased
— higher burden to work on fix for a problem
— higher burden to release a fix for a problem

— focus on higher priority problems

# fixed bugs 608
4 447 301 Eclipse 3.0 Release
85 I fix pass
AN test pass
3
N N N R
time
May 21 May 28 June 11 June 20 June 25



What Else is Important

= Transparency
— Who is doing what
— How good is the progress

= Traceability
— Which change sets are in a build
— Who fixed the bug

= Team First
— Joining a team
— Team controls the way it works

iw: My Team Events Events (210 unread) =~ 2

[2] Real-time access to Burndown chart (58804) 30 minutE[i]
M Christof Marti delivered '58753: Blank Slate Exploration’ to
[3] Story work item shows estimation fields when previewed in a plan

4 [11] Can't change the comment of a completed change set
[4] [Tech note] Reports Migration Issue (58242) 2 hours ai
[ 2] sametimeConnection should reuse client id (58801) = h
[7] [Tech note] Create technote on shell sharing with RAD |
4+ Broken summary for Tech Note: Installing hot-fixes in Same |
4y [53] Failed: continuous.workitem.jazz C20080702-0731 4 h

software
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Recommendations

= Make sure that you can build the product by pressing a
button

— Run integration build if necessary
= Ensure quality with automated unit tests

= Being iterative is the key. It will induce almost all the rest.

— Start with 4 — 6 weeks iteration and stick to the rhythm. Adjust
(after a while) if necessary

— Ensure that the iteration produces a deliverable that is consumed
— Plan, execute, test
— Review what you have done and improve (the process)

software




