Balancing Agility and Discipline
A Guide for the Perplexed
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Outline

* Introduction
- Why this topic is important and who should pay attention
- What exactly is discipline and agility?
- Enter perplexity...
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Outline

« The Home Grounds continued

- Management Characteristics
* Customer Relations
* Planning and Control
* Project Communication
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Outline

* The Home Grounds continued
- Misconceptions
- Five critical decision factors

* Expanding the Home Grounds
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Why this topic is important and who
should pay attention

* The battle begins...
* Choose a side?
* Should you care?
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What exactly is discipline and
agility?

* Discipline
- Provides strength and comfort

- Creates well-organized memories, history and
experience
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What exactly is discipline and
agility?

* Successful projects need both

- Discipline without agility leads to bureaucracy
and stagnation

- Agility without discipline is unencumbered
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Enter perplexity...

* Strong opinions, misunderstanding, and
marketing contribute to complexity

* Multiple Definitions
* Distinguishing method use from method misuse
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Outline
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Meet the contenders; plan-driven
and agile methods

* Plan-Driven Methods
- “Traditional” way to develop software

- Based on concepts drawn from the mainline
engineering fields
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Meet the contenders; plan-driven
and agile methods

* Plan-Driven Methods

- Important concepts
* Process improvement
* Process capability
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Meet the contenders; plan-driven
and agile methods

* Plan-Driven Methods

- Requirements for success
 Management support and infrastructure are key
* Trained and supportive staff
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Meet the contenders; plan-driven
and agile methods

* Agile Methods

- Important concepts
* Embracing change
* Fast cycle/frequent delivery
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Meet the contenders; plan-driven
and agile methods

* Agile Methods

- Requirements for success
* Close relationship with the customer
* Tacit knowledge maintained within a well-qualified
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Outline

* Introduction
- Why this topic is important and who should pay attention
- What exactly is discipline and agility?
- Enter perplexity...
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The Home Grounds

* Application Characteristics

- Primary goals
* Agile goals are rapid value and responsiveness

* Plan-driven goals are predictability, stability, and high
assurance
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The Home Grounds

- Management Characteristics

- Customer relations
- Agile encourages a dedicated collocated customer

* Plan-driven methods depend on contracts and
specifications
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The Home Grounds

* Management Characteristics

- Project communication
* Agile methods depend on tacit knowledge
* Plan-driven approaches use explicit, documented
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The Home Grounds

* Technical Characteristics

- Development
* Agile advocates simple design
* Plan-driven methods advocate architecture to
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The Home Grounds

 Personnel Characteristics

- Customers

* Both methods need CRACK performers -
Collaborative, Representative, Authorized,
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The Home Grounds

 Personnel Characteristics

- Culture
* Agilists like many degrees of freedom
* Plan-driven people need clear process and roles
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The Home Grounds

Characteristics

Agile

Plan-Driven

Application

Primary Goals

Rapid value; responding to
change

Predictability, stability, high
assurance

Size

Smaller teams and projects

Larger teams and projects

Environment
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The Home Grounds

Characteristics

Agile

Plan-Driven

Technical

Requirements

Prioritized informal stories

Formalized project,
foreseeable evolution
requirements

Development

Simple design; short

Extensive design; longer
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The Home Grounds

* Misconceptions

Misconceptions

Realities

Plan-Driven Methods

Plan-driven methods are uniformly
bureaucratic

Overly bureaucratic cultures and
methods can stultify software
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The Home Grounds

Misconceptions

Realities

Agile Methods

Agile methods don’t plan

Agile methods get much of their speed and
agility through creating and exploiting tacit
knowledge

thods require uniformly talented

Agile
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The Home Grounds

Personnel

(% Level 18} (% Level 2 and 3}
- 40 T 15
30 + 20
20 + 25
Criticality Dynamism
(Loss due to impact of defects) ot 5 (% Requirements-change/month)
M.arly Singls
- Life Essential
Funds Discrefionary

Funds Gomiort

Size : .
(Number of personnel) Culture

(% Thriving on chaos vs. order)
Figure 2-2 Dimensions Affecting Method Selection
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Outline

* The Home Grounds continued
- Misconceptions
- Five critical decision factors

* Expanding the Home Grounds
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Expanding the Home Grounds

* Using Plans to Scale Up Agile Methods
- Example introduction

- Incorrect assumptions
* The effort to develop or modify a story does not
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Extending the Home Grounds

* Using Plans to Scale Up Agile Methods
- Summing it up...
* Architecture necessary
* Define what finished really means
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Expanding the Home Ground

* Using Agqility to Streamline Plan-Driven
Methods

- Example Introduction
- Agilesk principles
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Expanding the Home Ground

Personnel
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Figure 4-2 Home Ground Charis for the Case Studies
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Expanding the Home Ground

* Combining Agile and Plan-Driven Methods:
Misconceptions and Reality

Misconception Reality

Agile and plan-driven methods are Agile and plan-driven methods have
completely unmixable. been successfully combined in a
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Outline

* The Home Grounds continued
- Misconceptions
- Five critical decision factors

* Expanding the Home Grounds

ELECTRICAL ENGINEERING
AND COMPUTER SCIENCE 34




Using Risk to Balance Agility and
Discipline

 An overview - risk based method

- Uses risk analysis and a process framework to
develop strategy

- Uses risk analysis to balance too-much or too-
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Using Risk to Balance Agility and
Discipline

Step 1 Rate the environment, if uncertain
prototype

Step 2a If agility risks dominate go risk-based
plan-driven

Step 2b If plan-driven risks dominate go risk-
based agile
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Using Risk to Balance Agility and
Discipline

[ s : Step 2. Plan-driven risks
L Risz dominate

Risk Analysis

o

Agility risks
dominate

Neither dominate

Note: Feedback
loops presert,
but omitted for

simplicity

Tailor Life Cycle

Figure 5-1 - Summary of Risk-Based Method
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Using Risk to Balance Agility and
Discipline

« Step 1
- Provides basis

- Risk categories
* Environmental
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Using Risk to Balance Agility and
Discipline

e Step 1
- Risk categories

* Plan-driven risks
P-Change - rapid change
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Using Risk to Balance Agility and
Discipline

* Step 3
- Deals with hybrid risks
« Step

ELECTRICAL ENGINEERING
AND COMPUTER SCIENCE 40




Using Risk to Balance Agility and
Discipline

* Case study
- Meet SupplyChain.com
- Step 1

« Environmental Risks
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Using Risk to Balance Agility and
Discipline

e Step 1
- Plan-driven risks

* Needs to be developed quickly enough to keep up
with market competition (P-Speed)
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Using Risk to Balance Agility and
Discipbline

Risk Items Risk Ratings
Environmeiital risks

E-Tech. Technology uncertainties HE
E-Coord. Many stakeholders ’ a

E-Cmplx. Complex system of systems |

Risks of using agile methods

A-Scale. Scalability and criticality ' ' Em

A-YAGNI. Use of simple design

A-Churn, Personnel turnover

A-Skill. Not enough people skilled in
agile methods

Risks of using plan-driven methods

14

P-Change. Rapid change

P-Speed. Need for rapid results

P-Emerge. Emergent requiremients

P-Skill. Not enough people skilled in
plan-driven methods |

Risk rating scale: ME—Serious but nanageable risk
O~—Minimal risk WEE—Very serious but manageable risk
#—Moderate risk EEmE—Showstopper risk
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Using Risk to Balance Agility and
Dlscmlme

Personnel
(% Level 1B} (% Level 2 and 3)
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Criticality
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f
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Figure 5-2 Home Grouﬁd__ Chart for SupplyChain.com
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Using Risk to Balance Agility and
Discipline
* Step 2

- Simple step, based on the chart, plan-driven
risks dominate so risk-based agile is chosen
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Using Risk to Balance Agility and
Discipline
 Step 4
- Risk mitigation strategies are developed for risks
identified in step 2

E-Tech Risk-driven technology prototypes
E-Coord Results chain; CRACK
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Using Risk to Balance Agility and

Discipline

P-Change Short iterations; balance simple
design and change-prescient
architecture

P-Speed Short iterations; pair programming;
timeboxing

P-Emerge Short iterations; dedicated customer
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Using Risk to Balance Agility and
Discipline

* Step 5
- Monitor risks and track progress, adjust plans
as necessary
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Outline

* The Home Grounds continued
- Misconceptions
- Five critical decision factors

* Expanding the Home Grounds

ELECTRICAL ENGINEERING
AND COMPUTER SCIENCE 49




Conclusion

* No agile or plan-driven silver bullet

* Agile and plan-driven methods have home
grounds

* Future applications will need agility and discipline
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Questions?

KU
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