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Enough Process — Let's Do Practices

In the future, an ever present
but invisible process

Process becomes The team’s way-of-working
IS just a composition of
SECOnd nature Practices
We need a Practice is a First Class Citizen

the unit of adoption, planning and execution of process

new paradigm

From the successes

The Software

in modern software Enai . Process Agile Methods
gineering :
development Camp Maturity Camp Camp
Examples: Unified Process CMMI, Spice XP, Scrum
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Enough Process — Let's Do Practices

In the future, an ever present
but invisible process

Process becomes
second nature

We need a Practic
new paradigm

From the successes The Software

in modern software Engineeri Process Agile Methods
gineering :
development Camp Maturity Camp Camp
Examples: Unified Process CMMI, Spice XP, Scrum
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« A little bit of history
— Thoughts from 40 years of practice development

 What makes a good practice?
— When is a best practice a well-formed practice?

 Harnessing the power of practices
— The real enabler of sustainable change

« Wrap up
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40 years of process* development

* Process, Method, Methodology, whatever...

Late '60s .
Ericsson Approach

‘87 —'96 ‘ CMM
Objectory Process 7
v SW-CMM XP, SCRUM &
‘96 —'00 e UG Srensss A 4 “Lightweight Methods”
| XX-CMM L
v Agile Manifesto
‘01 -'06 IBM RUP CMMI *
Everyone's Agile
EssUP

¥ |

The Rise of Practices ?
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What else have we learnt? They're hard to learn...

SE CASE
MODELING

Documenting
Software

Architectures e’f’ltgggnrgmming

explained

EMBRACE CHANGE

Kent Beck
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You can get knowledge from books . . .
....or from a web-site.

A werk Pruseins
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...and hard to love

* Every process tries to be complete

— As a consequence every successful process will grow until it
dies under its own weight

 Every branded process is just a soup of ideas
"borrowed” from other processes
— With some new idea(s)

 The process is out of sync with what the team does...
— ...and the project — process gap get wider and wider

 The project has to adopt an entire process

— NoO-0one uses an entire process or limits themselves to practices
from one process

It's no wonder no-one likes process.
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A different perspective - 40 years of practice development

‘87 _'06 ‘ Use-Case Driven Development Paper,
OOPSLA, 87
The Objectory Process and
=== | Object-Oriented Software Engineering,
S S8% Addison Wesley, 1992
0600 |, UML, OOPSLA, 1995 gt
- IBM Method, 1996 —""
The Rational Objectory Process, 1997 — Tevmsiror
The Unified Software Development Process, = I
Addison Wesley, 1999 |- g
‘01-'06 e \
== ;| Catalysis, 1998
—— B crystal, 2004 { Companyx.v & Z]
‘07 —> ? \ More and more methods and processes using use cases. /

. . . Use-C
And now a simple practice again... | 2] | eccentals
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What can we conclude from all this?

 There is N0 one-true process

* Processes and practices, like the rest of our industry,
never stand still

* (Good practices stand the test of time

 We need a new way to share the knowledge
— books and web-sites are not enough

A new approach is needed — one that
frees the practices from the tyranny of processes.
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« A little bit of history
— Thoughts from 40 years of practice development

 What makes a good practice?
— When is a best practice a well-formed practice?

 Harnessing the power of practices
— The real enabler of sustainable change

« Wrap up
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There are 100’s of so-called practices...

Business Test-Driven Scrum Product-Line Risk-Driven Systems
Modeling Development Engineering Iterative Engineering
Development

Aspect Robustness Retro- Business Process Use-Case Pair
Orientation Analysis spectives Re-Engineering Driven Programming
Development

PSP User Stories SOA Prince2 Use-Case Program
Modeling Management

..but are really all the same kind of thing?
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There are 100’s of so-called practices...
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Business Test-Driven Scrum Product-Line Risk-Driven Systems
Modeling Development Engineering Iterative Engineering
Development
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We need a shared definition of “practice”

Pragmatics
» A practice provides a way to systematically and verifiably address a
particular aspect of a problem.

— A Practice has a clear beginning and an end allowing it to be separately
applied ”
« Examples of practices are 'é;gﬁgﬂ;;ﬁ;{gf;w

— lterative development MR e s 3
. m Sbm&;\umﬁmmm 4
— Use case driven development wmsCon o

— Project management a la Scrum IE 5

— Team practice incl workshops, war room,

pair programming, etc.

More precisely

e A use-case module in our AOSD book
— It has a beginning and an end
— It may be a peer practice or extend an existing practice
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There are different kinds of practice

- Unified Use-Cases Model- Comp’s Comp’s
C Scrum-of : :
O Q Process _Serums for Service Driven for for
= 0O Lifecycle Def'n Arch Re-Use Net
C =
L 0O
O ©
IG_J E Iterative Scrum Use-Case User Architecture  Component Test-Driven
Essentials = Essentials = Essentials Stories Essentials = Essentials Develop’t
QA Process PSP Agile Team Measurem’t
CCD Essentials = Essentials Modeling  Essentials Essentials
— ()
=50
50
@) 8 Practice Prgggss Essential = Distributed = Virtual
N Harvesting UML Team Team
0 © Imp
O L -
at al
@
Key: Peer Practice Extension Practice
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Processes are just collections of practices

S © Unified \. Use- CaseSu Model- | Comp's :
C ; . Scrum-of | . : I . !
O Q - Process | Scrums for Service - Driven for I
- O ~ Lifecycle 1. Defn :l\ Arch | Re-Use | :
C = § > ) - ‘o )
L 0
8 ©

= Iterative Component
- Q o

Essentials Essentials

Measurem’t
Essentials

Process
Essentials

- Org N

1 1

' Process | ' |
p !
1 I

Virtual
Team

1
Practice | Essential ! Distributed

Harvesting

v UML ' Team
Imp 13

Cross-Cutting
Practices

Key: @ Peer Practice i 1Extension Practice
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Practice descriptions have many dimensions

Weight: Light I ' Heavy
Application: General j ) Specific
Depth: Essentials ¢ j ) Everything
Breadth: One Area j ) Many Areas
o . Highly
Prescri ption: Unconstrained | j ' constrained
Ceremony: Low ¢ j ) High
Flexibility: Open I | Closed
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Practice descriptions have many dimensions

Weight: Light —] | Heavy
Application: General l ) Specific
Depth: Essentials l ) Everything
Breadth: One Area Ell ) Many Areas
Prescription: Unconstrained l ) CH:?:;)t/rained
Ceremony: Low ¢ l ) High
Flexibility: open ]  Closed

Start with a lightweight, flexible definition
that captures the essentials
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Practice descriptions have many dimensions

Weight: Light ¢ I ! Heavy
Application: General l ) Specific
Depth: Essentials l ) Everything
Breadth: One Area l ) Many Areas
Prescription: Unconstrained l ) CH:i?r?;)t/rained
Ceremony: Low ¢ l ) High
Flexibility: Open [T | Closed

Add detall, prescription, ceremony, and
formality by extension
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But don’t go too far

I've got all this
guidance but it
doesn’t help me

Adding more and more detailed,
step-by-step instructions doesn’t help anybody.
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People want smart, interactive practices

-

N

Smart Practices come with
intelligent agents and automated guidance.

Architecture [ Use-Case s Iterative «
Essentials h‘. el h'. Essentials [1'

| help with | help with | help with
architecture USE Cases Iterative planning

~

/

Add active guidance, review, checking and
help by automation.
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Practices need to embrace what’s happening

Mash Ups
Smart Tools N—
Lightweight,
composable,
sociable,
intelligent

Social Networking W
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This isn’t just hot air

EssUP Practices OB A number of separate
but composable,

‘ ‘ ‘ lightweight practices
................ - are already available...

Arch|tecture Iteration Use Case

| Practices ' ith i i

| - ¥ ...some with intelligent
: Essential UML WayPomter | agents...

| Domain . Use Cases

: : : Rules Engine Test Cases

: MOdelmg : fi i Fact Servers

i SCRUM ’: \ Rules Language

N A IA Platform

________________

Start here

EssWork / EssU

/) Rose, XDE, RSX
K ClearCase, ClearQ ;‘"Mis,"h.“.; T T e

Integ

Start here

Finish here

Specify The System
Ep

1 tr poctad sctam o
tabbsh the syt Ervrley

R e

Eclipse, Web 2.0, Process
VisualStudio Kernel
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We’ve more than enough best practices...

e Separate the practices from one another

e Combine them in innovative and exciting new ways
e Stop re-inventing the wheel

e [earn from the past

e Focus on collaboration and improvement

e Stop throwing the baby out with the bath water

...let’'s make them useful.
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We’ve more than enough best practices...

Separate the practices from one another
Combine them In innovative and Iti
Stop re-inventing the w
Learn from the
Focus o
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« A little bit of history
— Thoughts from 40 years of practice development

 What makes a good practice?
— When is a best practice a well-formed practice?

e Harnessing the power of practices
— The real enabler of sustainable change

« Wrap up
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Changing things Is hard...

“Many team and organization change and improvement efforts
are lost or badly bewildered. Decades of studies have
consistently shown that 50-70 percent are failing. “

Jim Clemmer, Pathways to Performance,
Macmillan Canada and Prima Publishing

“...there’s enough evidence of success to say that change is
possible — and enough evidence of failure to say that it isn’t
likely.”

Peter Senge, the ‘father’ of the learning organization

...and changing people is even harder.
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What methodologists thinks happens in an organization

You put the process into one or two pilot projects...
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What methodologists thinks happens in an organization
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You put the process into one or two pilot projects...
...and then roll it out to everyone else.
When everybody is using it the job’s done.
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What really happens

B gt Tt gt gt gt g
P T T g gt gt SN g

B Tt Tt T T T Tt Tt Tt Tt T

Whilst the first process is being rolled out other processes start
to appear and spread.
Successful ones continue to spread — others stall.
When they collide “process wars” break-out.
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Harnessing the dynamics of practice adoption

S DT W T Mg T T T
T Tt T T Tt Tt Tt Tt T

Practices can harness these dynamics to support
long-term sustainable change.

They avoid conflict and interference by enabling

seamless composition. 0 VAR JACOBSON —
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The Practices in the Essential Unified Process

/EssUP Practices @@\

& @

Architecture Iteration Use Case Technical

: ‘l Practices

Component  Product
000 :
W/ Cross-Cutting
Practices

EssUP practices have been successfully
applied by many companies in many markets.
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They all start with two or three new practices

/ESSUP Practices
3 @S

Architecture lIteration Use Case

Select the most

. ‘? valuable practices and

start using them.

Component  Product
000
Oo [§F] [Ex

\ Process Team Modeliny

“The way to get started is to quit talking and begin doing.”
Walt Disney (Pioneer of animated cartoon films. 1901-1966)

‘1 IVAR JACOBSON

CONSULTING



Different teams use different selections of practices

/Major Investment Bank\

35 @ S

Architecture Iteration Use Case

Component

KEducation services \
company

QS

Iteration Use Case

&y

Product

=

Modelingj

000

\1/j

-

~

A small team
doing maintenance

) O
o -
Scrum Use Case

Component

Team

\_ /

o

000

LY

Team

Every team is different.
Every practice adoption is different.
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How Practices Add Value

120
100
80
60
40

20

Practice 1 Practice 2 Practice 3 Practice 4 Practice5 Practice6 Practice 7 Practice 8

The majority of the benefit comes from changing a
small number of the right practices.
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Practice separation has many benefits

e You can learn practices individually
e You can apply practices separately

e You can adopt the practices you want, when you want,
and at the pace that suits you

e You can mix-and-match practices from any source
e You only have to change the practices that need changing

Practice Separation: The key to successful,
long-lasting process improvement.
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A little bit of history
— Thoughts from 40 years of practice development

What makes a good practice?
— When is a best practice a well-formed practice?

Harnessing the power of practices
— The real enabler of sustainable change

Wrap up
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L essons Learned

» Changing everything is too much and bound to falil

« Evolutionary and incremental change is possible...
...and practices provide the right unit of change

* Practice separation makes it easy to get started

« Always start from the essentials and only add more when
needed

* Introduce tools and intelligent agents to support and
sustain the change

Practice separation and incremental practice
adoption really work.

(¥ VAR JACQBSON
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Enough Process — Let's Do Practices

In the future, an ever present
but invisible process

Process becomes The team’s way-of-working
IS just a composition of
SECOnd nature Practices
We need a Practice is a First Class Citizen

the unit of adoption, planning and execution of process

new paradigm

From the successes

The Software

in modern software Enai . Process Agile Methods
gineering :
development Camp Maturity Camp Camp
Examples: Unified Process CMMI, Spice XP, Scrum
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But we need your help

Don’t be satisfied with brittle closed processes

Don’t be sucked into process wars and process
engineering

Don’t close your mind to changes and innovations in the
iIndustry

Build on the good practice you use today...

... to create new and exciting ways-of-working

....and evolve the next generation of truly best practices

Let’s capture and share all our practices.
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Thank You

lvar@ivarjacobson.com

Welcome to booth #1509
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