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Product Essentials 


Managing product releases

Use this practice to manage the development of successive evolutions of a software system as a series of product releases. 

This practice allows teams to:

· develop a sound business case for their product

· plan the project as a series of major product releases each delivering real business benefit

· involve the stakeholders in the decision making process

· ensure that the product produced meets the real needs of the stakeholders

· manage the evolution of the software in a controlled, business focused fashion
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Things to Produce
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This practice involves the production of a number of business, planning and requirements artifacts:
· The business case to establish the value of the product

· Stakeholder analysis to ensure that the stakeholder community is understood and involved in the project

· The feature list, glossary and release description to define the product and its releases

· The project plan to outline how the series of releases will be produced
Key Competencies
This practice requires the team to be skilled in requirements elicitation, stakeholder management, product definition and release planning.
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This requires the following competencies to be in place:

The most important of these are the skills of the customer representative and the analyst.

Things to do

The practice starts by launching the project and establishing the product’s business case.
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It continues by specifying and planning the product releases, and concludes with the packaging of the release and its acceptance by the customer.
[image: image22.png]Opportunity

Realization

Test
Specification

Test
Results

o



[image: image23.png]Project Lead

Customer
Representative

[

Plans and Tracks [ Suviectvater 7
P Expert [
i
Proviss Efecie | Project ]
Tean Lederniy Advisor [,
i
mmvn [ Ambassacor
| Proj Uier 0,
I
Manages 'MW@W M
Large Projects [ 0 [HL Scope
T T

E

Manages

[ Drectste

Programs [ ‘

Buaness n[‘




Use-Case Essentials 


An agile, scalable approach to requirements management, development and system testing
Use this practice to capture requirements in an accessible form that can be used to drive the development of the software.
This practice allows teams to:

· work with customers to capture the truly essential requirements
· work together more effectively to quickly develop a useable solution 
· identify and deliver the value expected from the system
· establish the correct level of requirements detail to support their needs and the needs of their customers

· prioritize and sub-set requirements to identify a minimal solution and drive iterative development
· use a systematic approach to ensure the correct design, implementation and verification of requirements
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Things to Produce
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This practice involves the production of a number of requirements, design and test artifacts:

· A use-case based specification of the requirements, scenarios and test cases
· The realization of the use cases and scenarios to drive the development of the software
· Test specifications and test results to test the resulting system and record the results of the testing
Key Competencies

This practice requires the team to be skilled in software requirements capture, design, coding, integration and testing.
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This requires the following competencies to be in place:




The most important of these are the skills of the customer representative and the analyst as without these the wrong thing may well be developed and tested.
Things to do

The practice starts by finding actors and use cases, and selecting and prioritizing the use cases to be developed.
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It continues by specifying the use cases and their tests, and then implementing software to meet the tests. It concludes by executing the tests and tracking progress in terms of verified, working software.
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Component Essentials 


Simple, scalable, component-based development
Use this practice to develop complex systems as an assembly of simpler, smaller, collaborating components. 
This practice allows teams to:

· break the problem into smaller parts and solve these smaller problems one by one
· develop complex systems in an extensible and maintainable fashion
· develop and verify the separate parts of the system independently and in parallel
· develop and exploit re-usable components
· exploit third party frameworks and component libraries
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Things to Produce
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This practice involves the production of a number of implementation and test artifacts:

· A design model of the implemented system identifying components and their interfaces
· The design, source code and unit tests for each component
· Integrated builds of the system created from the components, and the integration tests and test results used to verify the builds
Key Competencies

This practice requires the team to be skilled in software design, implementation, unit testing and integration testing.

This requires the following competencies to be in place:
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The most important of these are the developer and tester competencies. Everyone tasked with developing components must have some competency in both these areas.

Things to do

The practice starts by identifying an appropriate set of the components to meet the requirements captured outside this practice in Specify the System. This includes defining the component interfaces and an appropriate set of integration tests to verify the system built.
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It continues by specifying the components including their unit tests, and then developing the components to meet these tests. It concludes by integrating the system and executing the integration tests to verify the system produced.
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Iterative Essentials


Reduce project risk by developing the system incrementally over a number of iterations 
Use this practice to break the project up into a series of smaller, self-contained, time-boxed, mini-projects.
This practice allows teams to: 
· collaboratively and objectively plan, execute and track the project
· more effectively manage time, quality and cost expectations
· demonstrate working software early in the project and gather important feedback from customers and users
· be agile in their response to change
· deliver higher quality, more appropriate solutions, more frequently
· have an operational system available early in the project, one that incrementally grows to become the completed system
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Things to Produce
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This practice involves the production of a number of management related artifacts:

· The backlog is populated with changes, defects, scenarios and other tasks representing the work to be done
· The project plan identifies the number and style of the iterations to be performed
· The plans and iterations are driven by the risks identified in the risk list. Iteration plans and assessments are produced to capture the intent and result of each iteration

Key Competencies

This practice requires the team to be skilled in leadership, planning and stakeholder interaction.
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This requires the following competencies to be in place:

Even if this practice is only about managing the project, it still requires the team to have the skills in place to develop quality, working software within the short time-boxes defined by the iterations. In other words, it is expected that the team will have whatever Analyst, Developer and Tester competency levels are required by the development practices selected.
Things to do

The practice starts by adapting existing project plans to integrate iterations into the project approach.
The objectives, evaluation criteria and work for the first iteration are then agreed.
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The practice then guides the team through the iteration where they apply other practices to achieve the iteration’s objectives.

At the end of the iteration time-box the results of the iteration are evaluated and used to help adapt the plans to the reality of the project and agree the next iteration.

This sequence is continued for each iteration the project performs until, after the results of the final iteration are evaluated, the project is concluded.
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Architecture Essentials


Create a firm foundation for the development of a robust, high-quality system
Use this practice to actively address the technical risks facing the project and establish an appropriate architecture.
This practice allows teams to: 

· establish a firm foundation for the incremental development of the solution
· effectively address the technical risks facing the project
· share the major decisions about the structure and organization of the implemented system
· verify that the system exhibits the key characteristics expected by the customer
· objectively prove that the selected approach is fit for purpose
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Things to Produce
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This practice involves the production of a number of implementation and test related artifacts:

· The architecture is documented by preparing an architecture description, defining a set of architectural test cases and a set of architectural views of the design model.
· The architecture is verified by testing the builds of the executable system produced. This starts by proving the architecture against a build of a ‘skinny system’ and continuously verifying it by repeatedly testing the functional releases of the system.
Key Competencies

This practice requires the team to be skilled in shaping systems, developing architectural prototypes and proving the architecture once it is in place.
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This requires the following competencies to be in place:

This practice requires the team to define, implement and test the architecture. Co-operation from individuals with the Analyst, Customer Representative and Coach competencies will be required to do this effectively but no specific competency level is required in these areas.
Things to do

The practice starts by identifying and clarifying those requirements that are of architectural significance. This establishes the goals of the architecture.

[image: image10]
The practice then determines the architecture to be implemented and specifies the set of tests to be used to verify and prove the implementation.

The architecture is then evolved to produce a skinny system that is tested to prove that it meets the architectural requirements. The team is then coached in the use of the architecture to ensure that all software produced benefits from the foundation it provides 
The architecture is then continually evolved by re-factoring the architecture and evolving the architectural implementation in response to the test results and emerging requirements. All system builds are subjected to the architectural tests to ensure the continued validity of the architectural implementation.
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Process Essentials


Simple, practice based process improvement
Use this practice to improve and adapt the set of practices employed by a team.
This practice allows teams to: 

· Adopt the correct practices to support the project objectives

· Introduce new practices individually, gradually and as needed 
· Balance and integrate standard and local practices, preserving the things the team does well whilst addressing the things they do badly 
· Evolve their practices based on their experiences and lessons learned
· Easily assemble an effective development process that meets their real needs
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Things to Produce
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This practice involves the establishment of an effective process and the production of a number of process related artifacts:

· The process is composed of a number of separately defined practices. Each explicit practice has its own practice description in the form of a set of cards and guidelines.
· The process as a whole is tuned by establishing the process settings for the project. These set the level of detail and rigor associated with the process.
Key Competencies

This practice requires the team to be skilled in leadership, and coaching.

This requires the following competencies to be in place:


[image: image12]
This practice requires the team to have the skills in place to select, implement and tune an appropriate set of practices. Co-operation from individuals with the Analyst, Developer, Tester and Customer Representative competencies will be required to understand the current situation and needs of the team but only the base competency level is needed in these areas.
Things to do

The practice starts by establishing and launching the initial set of practices as part of the launch of the project.


[image: image13]
The team is then coached in the new practices, the result of using the practices is evaluated and any necessary improvements are made.
This cycle of coaching, evaluation and improvement provides the project with a framework for continuous process improvement. Additional practices can then be added as needed to address project risks or ineffective practices can be improved or replaced.
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Team Essentials


Create the right working environment to enable the team to excel
Use this practice to bring together a project team and establish an effective working environment.
This practice allows teams to: 

· adopt appropriate leadership and organizational patterns
· set up and evolve an appropriate team working environment
· introduce tools and techniques that help the team to reach their goals
· develop effective ways to collaborate and organize their work
· come together so that all team members are able to contribute at the peak of their capability throughout the project
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Things to Produce

This practice involves the establishment of effective team working practices and the production of related artifacts:

· The team is formed and the team structure and responsibilities are captured in the team charter.
· A team working environment is put in place and described in the environment description.
Key Competencies

This practice requires the team to be skilled in leadership, and have a supported environment.
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This requires the following competencies to be in place:

This practice requires the team to have the leadership and supports skills in place to bring the team together and set up and support a suitable working environment for the team. Co-operation from all the other team members will be required but there is no specific level of competency required to be able to join the team.
Things to do

The practice starts by forming the initial project team and environment as part of the launch of the project.


[image: image14]
The effectiveness of the team working and the support provided by the environment is then continuously evaluated and improved.
Throughout the project the team is guided by the project lead and coach to facilitate team working and remove any obstacles that prevent effective team working. Finally at the end of the project the team hands over any of its remaining responsibilities as the project is shut down.
Patterns and Guidelines
This practice comes with a large selection of proven team working patterns to assist the team in rapidly establishing the right relationships and collaborative environment. 



Further patterns are also supplied for communication, ownership, leadership, and team working.
Model Essentials
Use models to facilitate communication and produce useful documentation
Use this practice to establish the appropriate style and type of models to drive the development activities.
This practice allows teams to: 

· communicate the requirements, structure and behavior of the system
· view different perspectives of the system and understand how they are related to one another
· employ the right models to meet their needs
· be agile in their approach to modeling and documentation
· focus on the essentials, avoiding modeling paralysis and the production of unnecessary documentation

Things to Produce

This practice involves the production of a number of model related artifacts:

· Key to effective modeling is establishing a lightweight set of modeling guidelines detailing how the models are related and how they should be used. These guidelines influence the application of the various models introduced by the other practices adopted by the project.
Key Competencies

This practice requires the team to be skilled in leadership, modeling and coaching.

This requires the following competencies to be in place:

This practice requires the team to have the coaching skills to establish modeling as a fundamental communications technique and to tune the modeling guidelines to ensure that the models truly benefit the team. Co-operation from all the other team members will be required but there is no specific level of competency required to be able to benefit from the models produced.

Things to do

The practice starts by choosing the initial set of models to be used on the project as part of the project launch.
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The team is then coached in the application of the models and standards selected. The results of the modeling work is then evaluated and the modeling practices continually improved.
Patterns and Guidelines
This practice comes with a large selection of proven modeling patterns to assist the team in rapidly establishing the right level of modeling to meet their needs and continuously improve their modeling skills. 
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Patterns are also supplied for the modeling environment and the style and contents of the models themselves.
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