great software development

Great software development is...

We've talked about several things thad }1,1|'|| necd [or suecesslul soltware
You've got the customer's big ideas to deal with, their money you're spending,
and a schedule 1.HLI-‘-'1' FOL IO WOITY about, You've aot to get all ol those Iihiuj,p

right if vou're gaing to build consistently great software.
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otherwise called +he sof bware
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delivering with fteration

Getting to the goal with ITERATION

The secret to great soliware development is iteration. You've already scen thal
viou can't simply ignore the customey during development. But eration provides
vioul a way to actually ask the question, at each step of development, “How am |

doing?” Here are two projects: one withont iteration, and one with.

Without iteration...

Suppose vou take the Big Bang approach to development

or any other approach where vou're noi constanily checking
m with the customer. The likely outeome? Missing what the
customer wanted, and by a lor non just a liole,

The development path
You aﬂﬁually took. \-,& e

i /

Start shauld have taken Buery rajeck ehinges o
NI’H’\ T:I.""ul.'f!lﬂf“

Lo F-ilr, whether i!}r lutk o skill

d!u’frﬂf‘n!hf }H i{;&
oPtim - Yed with £h
Ptimal path pretiy Closly the

Lime,

s subtly netting
{ 3‘:)11-!-{- w'ni-‘lz

detsions
albeved, or GC de 3ll the

Lo worlt on being ma
tlmf-
With iteration...
This time, your decide that every time you make significan
progress you'll check wath the customer and refine
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great software development
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an iteration delivers working software

Q__: What if I'm sure that | know what
the customer wants at the beginning of a
project? Do | still need to iterate?

A: Absolutely Iteration and getting
feedback from your customer is mportant
especially when you think you know it all up
front. Sometimes il can seem like a complete
no-brainer on a simple piece of software, but
checking back with the customer is ALWAYS
worth it. Even if the customer just tells you
you're doing greal, and even if you aciually
do start oul with 2l the right requirements,
iteration is still @ way 1o make sure you're
an the nght track. And, don't forget, the
customer can always change their mind

(J__,: My entire project is only two
months long. Is it worth iterating for such
a short project?

A: Yep, iteration is still really usaiul even
on a very short project. Two months is a
whopping 60 days of chances 1o deviate
from the customer's ideal software, or
misunderstand a customer’s requirement
Iterabon lets you catch any potential
problems like this before they creep into
your project And, better yet. before you look
footish in front of your customer

No matter how lrig the
team, or how long the
project, iteration is
ALWAYS one of the
Iu:ys to Luil:ling great

software.
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Q_,: Wouldn't it just be better to spend
more time getting to know what the
customer really wants, really getting the
requiraments down tight, than always
letting the customer change their mind
midstream?

A: You'd think so. but actually this s

a recipe for disaster. In the bad old days,
developers used to spend ages at the
beginning of a project trying to make sure
thay got all ihe customer's requirements
down completely before a single line of code
ar design decision was made.

Unfartunately, this approach shill failed. Even
if you think that you completely understand
what the customer needs at the beginning,
the customer often doesn't understand. So
they re figuning out what they want as much
as you are

You need a way of helping your team and
your customer grow their understanding

aof ther software as you buld i€, and you
can' do that with a Big Bang, up-front
reguirements approach thal axpects
everything to be cast in stone from day one.

Q__,_: Who should be involved in an
iteration?

your software meets its requirements,
and everyone who |3 involved in meating
those requirements. Al a minimum, that's
sually your customer, you, and any ofher
developars working on the progect.

Q_: But I'm only a team of ene, do | still
need to iterate?

AI Good question, and the answer is

yes (starfing fo detect a theme here?). You
might anly be a development team of ane,
but when it comes to your project there are
always, al a minimum, two peaple who have
a slake in your software being a success:
your customer and you. You still have two
perspactives to take info account when
makimg sure your software is on the nght
path, so iteration is still really helpful even in
the smallest of lzams.

Q} How early in a project should | start
iterating?

AI As early as you have 3 piece of
software running that you can discuss with
your customer. We normally recommend
around 20 work days—1 calendar manth, par
ileration as & rule of thumb—but you could
certainty iterate earlier. One- or two-week
ilerations are not unheard of. If you aran't
sure about what a customer means on
Day 2, call them. Mo sense waiting around
guessing about what you should be doing,
fight?

0_: What hannens when my customer
comes back with bad news, saying I'm
way off on what I'm building. What do [
do then?

AI Great queston! When the worst
happens and you find that you've deviated
badly during an iteration, then you need 1o
bring things back info line over the course of
the next couple of terations of development.
How to do this is covered later on, but if you
want o take a pesk now, fast-forward to
Chapter 4



great software development

OK, T get it, iteration
is important. But you said I should
iterate every time I have werking software,
areund every 30 calender days, or 20 werk
days. What if I don't have anything that can run
after a month? What can I show the
customer?

10 *“‘*k"‘ﬂ- dajrs is D"‘-I'I'
a 5uld:lmt- You '“'5"""3

eﬂ\., choose 1w have longer or

chorker iterations for
our ?rnj:l'.{-

An iteration produces working software

With the old Big Bang .s]:t|1|-run'h to developing ?uﬁ-.-.'ur:-_ 111 0 TR
probally wouldn't have any solbware ready unil the end

bh1|dm5 and

of 1l i hich i the worst fi s testing is tovered in
al the project, which 1s the worst e o realize Hal vou've ChﬂP'i‘.m b and 7.
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oo 1 the right chirection, That means making sure your
: o . ; A werking build alse
soltware builds [rom almost day one (and more hike hour

e i vou ATAGE | (5] outledn” s long perinds makc;ahﬂdIF&T‘ﬂc{ﬂ
one il yvou can manage it). You shouldn’t h.a.u_ _lm_g period: o Leaels Fr\nﬂhﬂtl“t\f

betause you don+ have to

Bits of funetionali, \‘-—‘ ;?er.d. 2 r'l’-:\'ﬂE, SOMEANE
Then vou show your customer those lintle picoes of else's code bekore Hora
functionality. It's not much, sometimes, but you can still get— g3p, aet on with Yfour own
an OK {rom the rustomer Lacks

— Tj 5':'4'3 to tee erlhﬁ
= sot fwge ST
Heading Placeholder s, i.n;,.:c i ade
---- Lomments you Could
Logo || address vight away.

[Tees vomie | Main Content Area

] Placeholder

| comtet Us |

Hey, fhats ieoking goad.
But can we go with rounded tabs?
Oh, and I'd rather call it "Get in
touch” than "Contact Us.” Last
thing... can we add an optien for
"Order Status?”

Heve's a vgry simple portion ok
bhe Tom's Trails website. |t omly

[ ik's =tll
has the navigation, but s
wiorth seemd what Tow hinks.

Instead of building the entive

site at onte, we broke the

Falﬂem up inte smaller thunks of
m;{;rwllbl,- Eath thunk £an £hen

be demonstrated fo fhe Eustomer
swaﬁﬁ:@-
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an iteration s a complele development cycle

Each iteration is a wmini-project

With tteration, vou take the steps vou'd [ollow to build the entire project,
and put those steps into each iteration. In fact, cach iteration 1s a min-
project, with its own requirements, design, coding, testing, etc.. built right
i a0 vou're not showing your customer junk... voure showing them well-
l:|:"~'+‘|||-| wil bats of the linal soltware.

Think about how miost software 1= developed: You gather recuirements
{what your customer wants), build a design for the entire project, code [or a

long ume, and then test everything 1t looks a bit ke this: _ . -
1 This 15 miljer desion.fou Ve Ti
Mo beng o build an avchibecture For every
take i:d t‘l‘}" and 3,t+, f:a’c»rt nr the thJC-l-l'C ?'rq:}{t.*],-

L RET 50

EVERY venurement Might take weeks

S
[ EE LT, Pe—— Requirements Design

&

Each iteration is QUALITY software . . o
B T £ 3t the end

But suppose you didn't look at iteration as just a way to ot edth ieradion W g
wrile hig solftware. Think of jteration as lintle cveles, where Eustomer e - dohnﬂ ﬂk:?"a:;":'j: the
C "

wo're gathering recuirements, designing, writing code, \_;
and testing, Each eyele produces working, quality soliware: '

B
T4

IOEaS iN..  — R o c T = = , . ) ( ] =y
Rcﬁuurzmcn{; (F :
Design Code Test (what's daone)

Ain itevation contains all the
stages of a complebe process
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great soffware development

HING. This This is ;
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You've eheeked {hls sof tware at
the end of every iteration, <o
theve's 3 muth better chance this
it what the tuckomer wants
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build & plan out of [terations and features

[t's time to bring iterations into play on Tom's Trails, Each of the featuras that Tom wants for Trails
Online has had estimates added to specify how long it will take to actually develop. Then we
figured out how important each is to Tom and then assigned a priority to each of them (10 baing
the highest priority, 50 being the lowest). Take each featura and position them along the project’s
timeline, adding an iteration when you think it might be useful,

C‘mg:are Trails
¢ L day
S tome - Prin:j_t}, 50

Buy Equipment
15 days
Customer Priority 10

Haw important this &3{"'""F
¢ ko Tom. A 10" means its

\ veally eritical
TI"“ ‘Fﬂatlﬂ‘t ‘
and i'trr&'E'ran ‘
has already been
added -|"m Tnu l

Keep an iteration areund

10 wkina d&"‘! A ?oss-i'r:l-lt.
Eemember, we've working
galendar manthe and, -Fat{nrin?,
in weekends, that's at most 20
warli'.mﬁ :I.H'jl: n eath tevation
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great software development

Oh, one other thing. Tom doesn't want customers to be able to buy equipment unless they've loggad in
to the web site. Be sure and take that into account in your plan.

List Equipment

customer Priocrity 10

lordy £
lop that
?:‘ ::‘f o kird) d'ajﬁ} SR
2 days
Customar Pricrity 20
View Raviays
3 dﬂ_rg
cilﬂt‘-mmr Priurity 20
10 is high priority, 50 ; ;
Yo 20 is low. We'll
look at why these priorities are in
ntrements of [0, Chapter 3.
—
""'-..._________

Der't forget to add as
many itevations as you
Hhimk will be u.‘.tFuL
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deciding on a iteration tempo for your profect

Your job was to build an iteration plan for Tom's Trails. You should have come

up with something like we did, below:

Lution

We had o put 3 lower
priority feature in place heve,
betause our high priority
\ Feature depended on it

Search
Trails
3 days
Pri. 20

fmnr ?'rcuttf ends
with an iteration,
where the turtomer

P ound 10 working ddys
per i{.c‘rﬂﬁﬂl‘ 5:1’.!. te ILL'ilg|l't o-F;" on
what you've built.

;r';mcse fm -Ftaf,ures will +ak,
warking r.la}u to om |
that's tlose 4, 3 l'..ﬂ]thd::&
munthr o we iterate when

we're done here.

ﬂ; a mana}eabic leng{l-. anid 35{5 the
You Lame wp with ’Q'Ht‘ﬂ'lmﬂ

dl'FF:r:nf. take 3 haed
hak
made different tholt:: tmﬁﬁ o
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great software development

I decided to have the customer check
on the project after each feature.

That's even better than iterating every
calendar month, right?

Your iteration length should be at the
right tempo for YOUR project

j‘lll il#‘]'i_llii 1n 'LE‘II]H ':.'I Wi .‘i'l.]:; LRI ||'..Hlkl LII'II:l S0 Yol 'I'Itlﬂ__ljll, l]ﬂ‘l"illl' K]
have iterations that are shorter o longer than 30 days. Tharty
diays might seem like a long tume, but lactor in weekends, and thai
means you're probably going to get 20 days ol actual productie
wirk [ree ieration. 1 youn've not sure, try 30 calendar days e
teration as a it il 5['.||'liu;_{ |jlli.!ll, aned then WO tweak {ir yviour
IJI'lb.f[‘l'l. ML !'I.l!'l:!fll‘lil.

The key here s o iterate often coough o catch vousell” swhen
vou're deviating from the goal, but not so often that you're

spending all your time preparing for the end of an iteration. [t

takes time to show the customer what Y wive dote and then make

[RNINE T 1'II|'I1‘I'1il &, 50 II'I.'lkt' SHre 1o l':n ([Nl Itlllh Wi Il'k. IiII “'l'll'l! F(!Ill-

e :lrriliing Frone Iunt_; viotar Werations should De,

Dum

(;)_'_: The last feature scheduled for my iteration will push the
time needed to way over a month. What should | do?

A: Consider shifting that feature into the next teration. Your
features can be shuffied arcund within the boundaries of 2 20-day
iteration until vou are confident that vou can successhully build an
iteration within the fime allocated. Going longer runs the riak of
getting off coursa

0__,: Ordering things by customer pricrity is all fine and
good, but what happens when | have features that need to be
completed before other features?

A: Whan a feature is dependent on anoiher feature, try o group
those features together, and make sure they are placed within the
same iteration. You can do this even if it means doing a lower-pricrity
featiure before & high-prionty one, if it makes the high-prionty feature
possibie

therejare no
b Questions

This occurred in the previous exercise whare the “Log In” feature was
actually a low customer priority, bul needed to be in place before the
“Buy Equipment” fealure could be implemenied.

Q: If | add more people to the project, couldn’t | do mare in
each of my iterations?

AI Yes, but be very careful. Adding another person Lo a project
doesn't halve the fime it {akes to complete a feature, We'll falk mare
about how o factor in the overhead of multiple people in Chapier 2,
when we talk about walocity,

(»)__: What happens when a change occurs and my plan needs
to change?

A: Change is unfortunately a consfant in soffware development,
and any process needs to handle it. Luckily, an iterative process has
change baked right in__turn the page and see whal we mean.

you are here » 19



change happens

The customer WILL change things up

Tom signed oll on your plan, and leraton | has been completed,
You're now well into vour second iteration of development and
||Ii.|:|_|,_|"'.\ are ;e_‘uil'll.{ great. Then Tom calls...

Things are really starting to look great,
but I had some thoughts after that last

iteration. I think it's really important that
Tom's Trails Online haz a mailing list, so my
customers can communicate with each other.

B

Rcmc:ni:e:r. if Your software
doesn £ do what +he tustomer

wints, You re not 8eing to ao ver
-F:h‘ n .EUF'EM'FE d:‘:\'!lnﬁilhtn?ﬁ : }r

It’s up to you to make adjustments

Tom's new idea means three new features, all high-priorite
And we don't even know how long they'll take, either. But
yvou've got o figure out a way wowork these into vour projects.

Join Mailing List

Organize a Trekking Google Group
Customer Priori ty 20

Post to Mailing List
Customer Priﬂrit}r 20

_/7T

Heve are three new Ezab.-r:i.
Tom s given ther all 3 priovty
01 v ale Pretty m?qu;iht

But there are some BIG problews...
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great software development

You're already a long way into development...

You've this far down the The ﬂﬂﬁ.""il QJH.]
Fiﬂ:h {ﬂ'ﬁﬂ"rdi dth\l:ﬂnﬂ

reat sol bware L.:?

3 =4 40
4 ~0
'crrhﬁfrhﬂff?hhhq//ﬁﬁ?qﬂﬂﬂﬂﬂﬂ*ﬁﬁ

ml be h'l‘l'. iJE:‘ ‘tP
PREEES b
aﬁal has mgdf

.. and you've still got other features to build...

These features ave
still in the pipeline.

... and the deadline hasnt changed.

|

|

l
i
ki
i
i

ll.ltll-;il
o
AL
A
B
x
A
¢

|

Remember the dead| : ‘\)O I YT
from page 32 [t _— N T i

month until the
ham't thanged, even , o TrailMin eond, |
‘H’lmﬂh Tﬂm:':, m]nd haj_ —— 5 H Ir F L @ Erenie’

you are here » 21



handie change with fteration

(well, sort of)
lteration handles change automatically™

Your iteration plan i already structured around short cyeles; and 15
bunlt o handle ots ol mdmvidual features, Here's what you need to
clo

o Estimate the new features

First, vou need to estimate how long each of the new features is going
otk We'll talk a ot more about estimation i a ﬁ:‘h'1']h1pr=.‘r'5,]rIJI i
row, let's sy we came up with these estimates for the three new features:

FOSt to Mailing Lige
2 days

Vou add estimates for

Join Mailing List
7 days '&"\__‘ how muth work gath mew

Leature will take 4o add.

Organize a Trekking G:oup_'
10 days

a Have your customer prioritize the new features
Tom already gave evervihing a priority of *20,7 right? But vou really
need him 1o Jook at the other featares left o mplement as well, and

|A L= o] §
pricitize morelation o those hF I -E? UF ks
€€ remaining -F:a{;ur:: mEInS we
. Lan sprinkle one move £ at
e CAture in
o g -n'lh}"uhtrc h‘E‘FDTE f,mp'a-ring Hrails

| Ccustomer Priority 10

~
&

Tom detided that two of

wk
Fhese are move importa
Ehan anything that's left,

¥ 5;4; ald The
e b2 20,

and tan be mived in

Separch
Trails
3 days
Pri. 20

Organize a Trekking Group
10 days
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great software development

€©  Rework your iteration plan
I'thie ordermg is set based on priontizaton, and there aren't any

dependencies. 5o now you change vour plan, keeping your iteration
length and the overall schedule inomined.

The*.e [ﬂ'wr_'r Fhwrttrl
features have been |
l shuffled out

I
y_’/’_\4"_,_’_’_) Jbut what's | L1
/ The new -F:a-b-re! it nte te 3 Sv‘t Pushed

beratio e nother, NEW iteration
2 mlE ¥ L

The Lustomer alse
rr?"ﬂm'i'br.td this feature

|k wert From a 20 s all,
relative 1o what's left to de

@  Check your project deadline
Remember te TrailMix Conference? You need to see il the work
vouve got left, including the new leatures, still can ger done i e

Ohherwise, Tom's gl Ty miake soame hard chowces, F 3 .

\{. {":Erdt left L_'I &
(D&ys of work left) -

Join Mailing List
T days

Days before

[D&ys lE{t I)G'[DI'E (Iea("jne} TralMiw Con

View .R‘E"l"'i&‘ug ’
3 days

Bearch Trails
3 days

-Can you do it? -
— his mouber

u negative, You've in
9ood :ha-Fg.
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use the right process for you

You're abeut to hit me with a big fancy
development process, aren't you? Like if I
uge RUP er Quick or DRUM or whatever,

I'm magically going to start producing
great software, right?

A process is really just a sequence of steps
Process. particularly in software development, has gotien

a bival a had name. A '|'II'(:II.'I'.'1':~ 1% ill-il Fi | ﬂ'qllrl:n' ol h[i']'rﬁ

|.|!.I| AR | r(]”l'l".'t .III ll'l'[lt‘l' lis II;II'I "il'l[ll!'lli'i[lLE ili VLT EEsee,
:!:‘1'r*|,-5|,5 sollware, So when weve bheen l.'|l]»;,i1|;_l| abodll Heration,
prioritization, and estimation, we've really heen talking about
a soltware development process.

Kather than |:l'i|31.: any forimal set ol rules about whist
dhingrams, documentation, o even testng vou should

L= 1]1|ir|_u|'-.t]l|1-::1|._¢_{|| 'Ir*--li||l_|| i:- -ic::L||'I||i::_1_:: we'dl ||-~|-|r|ilt'|1_.
recomimend!), a process i really ust what to do, and when 1o
do it And 1t doesn’t need an acronyvim...it just has o work,

We don't really care what process vou use, as long as it has

the components that ensore you get great, quality solbware at
the end of vour development eycle.

It seems like iteration could be
applied to any process, right?

The riglﬂ
sof tware

b L ol Lt = Tl J o i‘h_n - PSR O
de‘ret Eﬂt =1 EaRIWE = Il % LIfEEnn & PIUH:::
l Regardless of the acmual steps nwvolved in the
PPDEESS {[’r YOU |JI'HL1"‘GF Wi I'J“Jliht', .Il'l'i'iﬂllkilll i.!‘i il |I1'!‘~| IJ]'.I'i'ﬁi il

Tr':-; an :]'l'l]']['l r:l:'!| I||.'|I |.'.'|1|.1H' :tl:-[*.-“l':] '|Il-d‘ﬂ‘.}‘

iE one tl‘lﬂl ]19'_])5 process, and 1 gives you a better chanee off

deliverimg whit is needed, on tme and

YﬂU [I'E\"EI.OP on budgel, Whatever process vou end up
¥ using, iteration should be a major part.

and deliver great

software, on time

and on budget.
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Your software isnt complete until
it’s been RELEASED

great software development

Your slcled] the new features, and now youand your weam have [nished

|!It' ]1|'I'3I|t'l.'| e |ir|]i' iI]I.[I LRAN ] .‘i['ilf‘[llllt'. ."Ll r"l.'i'l':l.' 4[1'11 |I[. [l"|1' 'L'l'.!"_-. fll"llll'ﬂ'
been getting feedback from the customer at the end of each teration,
mcorporating that feedback, and new features, into the wext iteration.

MNow VoL can deliver VOor soltware, and then vou fret |'.|.'|il.’|.

/
r_] The Goal

Iteration helped you
reath an athievable yoal
that captured what Your

tustemer needed

tfvare

Dum

s

15!; What happens when the customer comes up with new
requirements and you can't fit all the extra work into your
current itaration?

A: This is whan customer priority comes into play. Your customer
needs to make a call as to what really needs to be done for this
iteration of develaprmen! The work that cannat be done then neads
to'be postponed until the next iteration. We'l talk a lot maore about
iteration in the next several chapters

Q: What if you don't have a next iteration? What if you're
already on the last iteration, and then a top priority feature
comes in from the customer?

Excellent. I'm already getting calls, and
people love the new site. And our orders are
up this week, mostly of f of new customers
that saw our enline demo at TrailMix.
Mice worlk.

fire No c!
b Questions

Tom isn'+ '|':.ﬂ|f-!ih.?i about Your

sottvadie running on Your machine..
he tares abeut fhe sof tware
Funning in the real world

A
ﬂ: If & crucial festure comes in lale to your project and you can'l
fit it into the [asi iferation, then the first thing to do is explain to the
customer why the feature won't it Be honest and show them your
iteration plan and explain why, with the resources you have, the wark
threatens your ability to deliver what they need by the due date.

The best option, if your customer agrees to it, is fo factor the

mew requirement into another iteration on the end of your project
extending the due date, You could also add more developers, of
maks everyone work longer hours, but be wary of trying lo shoehorn
fhe wark in like this. Adding more developers ar getling evenyone

{o work longer hours will often blow your budgel and rarsly if ever
results in the performance gains you might expect {see Chapter 3)
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your software development toolbox

Software Development is all about developing

and delivering great software. In this chapter,
you learned about several techniques to keep
you on track. For a complete list of tools in the
book, see Appendix ii.

“'.'l.

Dcvclofmcwb Tethniques
A Heve ave some

[teration helps }m-d:ajf on Lourse of the key

teehni s You

balante your itevations "afh;d in Lhis
;ﬂ:;?x:f} thange octurs thapter
i { somt oF the
Bugy ibevabion oS S0k from ol

those Leehpinues

%

Development. Principles

Deliver softviare that's needed
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'r . Tools for your Software Pevelopment Toolbox

Q BULLET POINTS —

The feedback that comes
out of each iteration is the
best tool for ensuning that
your soffware meets the
neads of your customers.

m  Aniteration is a complete
preject in miniature.

m  Successful software is not
developed in a vacuum. i
needs constant feedback
from your customer using
[terations.

m Good software development
delivers great software, on
time and on budget

m It's always better to deliver
some of the features
working perfactly than all
of the features that don't
work propetly

m  Good davelopers develop
software, great developers
ship software!




great soffware development

Software Development Cross

Lel's pub what you've learned Lo use and stretch oul your

left brain a bit. All of the words below are somewhere in

this chapter. Good luckl|

Across

7 I'm tha narcan ar commanag uihn Hitimatehs dacidse i wnore
s PPV WP POl W S RIERR EY TR LT RN ] W I if YL

software is worth paying for.

4 Good Developers develop, great developers ...

6. An iteration produces software thatis ...

T Aimfor ... working days per ileration.

§_The number of development stages that are executed within
an iteration.

12. | am one thing that your software needs to do,

13 The date that you need to deliver your final software on,
15, lteration is ......... than a process.

16. The single most important output from your development
process.

17. Software isn'l complate until it has been ...

1 4 ic raally inct a camwanra nf ctanc

o FY samaninne I SRR M2 O SRS L W ST,

3, When a project fails because it costs too much, itis ...
5. | contain every step of the sofiware development process in
micro and | result in runnable software,

8. Tha minimum number of iterations in a 3 month project.

10. Software that amives when the customer needs itis
11. An iteration is a complete mini-..___..

14. The types of software development projects where you
should use iteration
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exercise solutions

Soltware Development Cross
Solution

R
0
J
E
C
T

H IO

™

S0 [E
"RIE|LIE|A|S|E|D
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