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Change Management — Helping teams
to adopt Iterative thinking: Lessons
Learned

Presented by: Mike Swift




Challenges for Implementation

In theory, theory and practice are the same, in
practice, they are not !!!
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The Goal: Avoid Waterfall Thinking

The most significant shift to truly adopting the
RUP (iterative development) is not in
technical skills such as doing use cases,
object modeling, and so on, or in learning the
many possible artifacts and activities that the
RUP offers (all of which are optional), but in
fundamental attitude and expectation
adjustments related to waterfall thinking.
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Does your process look like this?

We do Iterative development.

Our first iteration will be to gather all
requirements and sign them off. Our second
iteration can then be a detailed design....

SOFTWARE
FUTURES ®

The reality is that if the requirements are wrong or the business changes, we need
to develop the system in a flexible way that allows us to learn from experience as
we go along. Overcoming the conscious or unconscious superimposition of waterfall
values on the RUP and iterative development is one of the greatest challenges a
project team faces.

And it is difficult to get business buy-in on the process as the bean counters want to
know what they are in for... tricky dilemma.

Important point here is that the waterfall approach appears to have little risk as it
follows a structured approach — problem is that fundamentally all the risk is left till
the end of the project. — this can be some way down the line until failure asserts
itself in an uncompromising fashion — meaning slipped deadlines and greater costs
than lterative development which seeks to produce software faster and hence fail
faster, learn from mistakes, develop some more software and then fail again in a
different way. As such these failures provide a feedback mechanism to allow project
sponsors / stakeholders to communicate what it is that they really want the system
to do... we can then adapt our approaches / practices to suit these changing
needs... hmm sounds a lot like adaptive iterative development now hey?



The Goal: Small Steps and Easy Wins

Understand the pain and provide a pragmatic
approach and solution to the problem,
dealing with the root cause and not the
symptom.

* E.g. To much rework — we need a bug tracking

tool. Real problem: Brittle Architectures —
designs not communicated correctly

Fastest ROI and Visibility
Simple analysis — iceberg analysis or a matrix
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The major benefit that can be achieved should be the one that is aimed at — this is
the easiest way of seeing positive benefit in the shortest possible time.

Worst possible scenario is a process that takes months to analyze and fizzles as
initial excitement dies and the inertia to start again exceeds any perceived benefit.

The most important aspect is that once you have put a stake in the ground you can
make decisions around that particular point e.g.: Good or Bad - Good Learning
point, but progress is seen and reported on.

Goals such as CCM /1SO / SPICE / RUP / COBIT / etc compliance should be seen
as an end-goal and not a goal in it's own right the focus is on quick wins and
pragmatic solutions that can be implemented / measured and improved overtime.
Looking at the entire procedural specification and enforcing that in a big bang
approach leads to massive delays, process overhead as well and team rejection ,
and then sabotage, and negative publicity in an organization.

The importance here is with an adaptive model that will allow the reassessments
and measurements to drive improvements and not ad-hoc demands — hence
Urgency (who shouts loudest) with an Impact rating. This can be implemented on a
team basis or organizational (multi-team basis). Further point to note is that tools
and processes can be implemented in parallel but need to adhere to certain
standards for a particular organization.



Get the right people to do the job.

Ok. Consultants need to make money as
well.

Right skills imperative: e.g.: Large Java
Development with ex-CoBOL / RPG
developers... dream-on...

Strong project management skills

Strong Mentorship and coaching of staff into
various disciplines, processes and tools — not
just training

Small teams working in parallel.

Most successful experiences are partnerships
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Getting the right people to do the job is another critical element in managing teams
or helping teams adopt iterative development or SDLC best practices — for example
a large java project will need a good java architect, this does not happen from
someone who has read a java textbook, but from a Java architect with production
systems.

The same goes for your process consultant.... Show me where you have been
successful, where have you done this before and is it working in that environment...



The Goal: Visibility

Project Metrics and Measurements
Before and after “snapshots”
Progress reports

Helps get team buy-in (maybe we can do
better, how far can we push the graphs)

Management buy-in (big time) — | see how my
team operates — | want an objective 10%
Improvement in this aspect

Importance here is that the process is visible,
executing, documented and managed
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The last little gem | can add to the tale of helping teams adopt iterative development
is that their needs to be visibility into the process, | usually accomplish this by
automating some of the workflow aspects of the development teams | work with
using ClearQuest - IBM Rational’s Defect Tracking and Change Management
solution, that due to it’s flexibility and workflow components allows me to “see” into
the executing process and gather metrics on the teams productivity.

EG: What change requests have been analyzed by the Business, How many of
these have made it into production (this ties the entire SDLC and team into a
workflow and reporting mechanism, and gives objective metrics for team
management and progress reporting)

If you are looking at greater levels of Capability Maturity — definition and
measurement falls at level 3 and 4.



Conclusion

So to finish:

If you really want to fail miserably at
implementing lterative Development |
recommend the following guidelines
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Seven Easy Steps to pain and suffering.

Step 1. Superimpose “Waterfall” Thinking

Step 2: Apply your process as a Heavy, Prescriptive,
Predictive Process — one size fits all

Step 3: Avoid correct skill levels
Step 4: Undervalue Adaptive Iterative Development

Step 5: Avoid Mentors Who Understand lterative
Development (Especially the expensive ones with
lots of experience)

Step 6: Adopt the process in a Big Bang (and watch
it explode)

Step 7: Keep it secret (it’s the best way for bad news

to travel)
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Conclusion
Avoid Waterfall thinking

Small steps first and improve from there
Easy wins first — they provide greatest

visibility and best ROI

Right people for the right job — attitudes

Visibility
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