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Operator: Good afternoon. My name is (Christy) and | will be your conference operator

today.

At thistime | would like to welcome everyone to the conference call. All lines
have been placed on mute to prevent any background noise. After the
speaker's remarks, there will be a question and answer session. If you would
like to ask a question during that time, smply press star then the Number 1 on
your telephone keypad. If you would like to withdraw your question, press the
pound key.

Thank you. Ms. Matheny you may begin your conference.

Angelique Matheny: Thank you, (Christy).

Hello everyone and welcome to this Rational talks to you teleconference. |

have Scott Ambler about streamlining Agile software delivery.

I'm Angelique Matheny with IBM rationale and | will your host for today's
call.
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| want to make just a quick introduction. As the time went by, joining us today
is Scott Ambler. IBM's Scott, I'm sorry. Scott is Practice Leader for Agile
Development with IBM. Scott worksin the IBM Methods group devel oping
process materials and travel s the world hel ping clients understand and adopt
the software processes which are right for them.

In today's tel econference, he discusses how going Agile can mean significant
changes for your organization. Y ou will discover how IBM Rational changein
rel ease management software like rational team sponsor can give you a
leading edge in the Agile world and how Rational (Bill Ford) and Rational

software analyzer can take you to even more advanced level.

Now, you won't find any slides for this teleconference. Please call, they’re
really for you. We want thisto be an interactive call and thisis your chance to
get your questions answered directly from our experts and discuss what's on

your mind.

As the operator mentioned, you should press star-1 and the operator will open
up the line at anytime so don’t be shy.

Also, if you would like to submit questions to our panelist after this
teleconference, please email us at askusnow@us.ibm.com. That's A-S-K-U-S-
N-O-W@us.ibm.com just with the title of this teleconference in the subject

line.

WEell, | think you've heard about enough for me so let's get started. Scott, I'll

turn it over to you.

Okay. Thank you.
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So (unintelligible) talk about today is streamlining Agile software on it. So I'm
going to talk for 10 or 15 minutes and then we'll open up the call to question

and answer.

So as | was speaking if anything prompts into your minds, you know, write

down a note and that way we can make sure we can hopefully get that issue.

So first of al, so with Agile. So one of the things that is sort of interesting
about Agile community and one interesting | have to be a potential point of

view isthat there's no official definition of Agile.

A lot of people will point to the four value-statements of the Agile alliance but
thereality isthat that’s currently the definition. It's agood set of philosophy.
So at IBM we' ve developed a, you know, several definitions | guess of what
Agileisand, you know, being definitions really going back and forth. But the

one that seems to be most popular is, you know, the one like lecture sent out.

So the Agile software out in my mind isit isincremental in nature, you know,
evolutionary. It s also highly collaborative because, you know, people develop
system and the way that they interact and work with each other is absolutely
critical to your success.

Agil€'s software organization so the people are best suited to plan and
estimate the work, people do the work so we're effectively pushing decision
making authority down in the hands of the people in the trenches, the people,
you know, who are closest to the actual problem and argue that require alittle
bit of training, alittle bit of reworking in the way that you work together but it

works quite well.
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We're having just the right amount of ceremony and one of the things that | do
is| write column for Dr. (Dale)’sjournal and we recently run a survey on
modeling documentation and one thing that we found isthat Agileisthisis
exactly the right deliverable documentation as atraditionalist and slightly
more likely actually to do modeling.

So, you know, I'll talk about that in a couple of minutes but we'll, you know,
thisis an interesting thing to see. So we do have some ceremony but | think
we're alittle bit smarter but | think when you see some traditional software

enrollment.

We focus on producing high quality software. Y ou know, we'll do things
that’ s continued integration, we'll do test and development, we'll, you know,
re-factor acodein so long. This could be sort of high quality, you know,
called coding intervention, we'll, you know, do static core analysis to make
sure that our codes still, you know, still does what it should be doing and, you

know, conforms to whatever standards are.

So wereally focus on quality and as aresult, you know, we produce higher

quality and we're alittle more productive and we have a higher success rate.

So, you know, this quality focusis | would argue a phenomenally good thing
to see.

We weren't kind of cost effective in timely manner so one thing we do iswe
have arequirement like a (prioritized) stock and we' Il work through that
stock. So as the result, we are working per the order and we, you know, focus

in integration of time and investment possible.
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Also, we'll also produce working software on regular basis. So every iteration,
every, you know, two weeks to four weeks we'll produce new working

software.

So we give complete and other feasibility into the project to our stakeholders
so they can certainly make coherent decisions around, you know, whether or
not they've gotten the working software yet and if so, it would we like to put it
into production. So as aresult, we get software out the door as quickly as
possible. So thisis also agood thing. It’s just many of the stakeholders seem
to like.

And finally, we build software through the changing needs of our
stakeholders. So we let the requirements change. Now, this can be aradical
departure for some organization but what we want, you know, what we
basically want is to make sure that we build software which meets the actual
needs of our users and not software that fulfills this application because the

people are not good the finance that they want.

So thisisas critical and interesting in the traditional community. For years, it's
been research that shows that one of the leading causes of failuresin
traditional software development is poor requirements management and, you
know, inability to actually build software to meet the peopl€e's needs. So thisis
something that’ s good.

It's very (unintelligible) like to say that a changed requirement laid
(unintelligible) competitive advantage as long as you enact onit. So | think
thisis one of the things that the Agile community definitely strives to do.

So another thing | would like to talk about as well isjust, you know, share

some - | would try to address some of the misconceptions that people may
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have with Agile. | think some organizations really seem to struggle with
understanding agility and understanding what' s really going on arguably
because the Agile folks can sometimes struggle to communicate what they’re
actually doing and oftentimes because the traditional folks either don’t know
what they’ re looking at or are repeating the misconceptions of other
traditional people so, you know, the misinformation continues to spread. So

anyways, | just want to talk about a couple of issues.

So thefirst, you know, the first oneis that, you know, Agile definitely write
documentation and | talked to them a couple of minutes ago, you know, and
we're done in asurvey that, you know, without a doubt Agiles are delivering

documentation.

But we are still, you know, we are alittle bit smarter about it. We're not going
to write as many detailed specs upfront. That’s often very dramatic to see but
we will, you know, we'll write user manuals, operations manuals, support
manuals, system overviews and things like that. And the type of this document
is absolutely critical to the success of your system.

We also model, you know, that with that and it was actualy, that’s kind of
interesting with the survey but that we discover that Agile seem to model
more than traditionalist, that surprise me abit. | knew we heard that that we're
modeling. | just didn’t realize that we're more likely to model than
traditionally. That’s probably because of the greater discipline that Agile team
have compared to traditional teams and that might be something you've also

heard, you know, Agile term discipline are not rigorous.

Y ou know, absolutely, you know, nothing to be (unintelligible) actually far

more discipline. It s very difficult to do test enroliment and it’s very difficult
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to deliver working software every iteration and it requires significantly more
difficult than what we seein traditional team.

And | think what happensis, you know, one of the cultural challenges that we
seein thetraditional community is that they often state bureaucracy for
discipline. So | like to say that bureaucracy is bureaucracy and disciplineis

discipline and the two components are the same.

And, you know, we have to stop thinking that, you know, submitting out a
form and reviewing it, that’s not discipline there. That’ s paperwork. So we
need to go beyond that and actually focus on the real value add stuff.

And, you know, some people believe that Agile tendsto do alot of planning.
It appears that Agile do more planning actually than traditional. They'd be
doing it in just time manner and they create different artifacts so they create
work item list or iteration task list, you know, whatever you want to call them
and they'll do it in detall just for that current iteration and maybe for the next
one but they don’t try to plan, you know, six months in advance and stuff like
that.

| still also do high level reduced planning or what we call level planning in the
unified process. Y ou know, think of the big issues and then let the details

come out, you know, just in time manner.

Agileisvery predictable, you know, far more predictable actually than
traditional.

Now, traditional recently I'm predictable, you know, all the stats show that,
you know, it’s very difficult to predict upfront, you know, what’ s the schedule

on and what’ s estimates going to be and what they’ re actually going to build.
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But - and are you the truth but as a process as well but, you know, we're
upfront about it.

And - but the thing redlly isit’s not - those aren't really the issues that people
areinterested in. What they’re really interested in is, you know, are they going
to spend the money wisely, are you going to deliver software that meets their
needs, are you going to produce good quality, are you going to get it up the
door quickly and | would predict based on actual statistics that Agile team will
do far better at that than traditional team.

So, you know, we really need to search, try, you know, getting alittle more
accurate, alittle more readlistic in the things we try to predict and, you know,

stop trying to predict things that are basically impossible.

We're going to go Agile scales very well. I'll talk with scaling a few minutes.
IBM has delivered software into production in the marketplace with Agile
team with over 200 people. We currently have Agile programsin place with
500 or 600 people. We give up software often in avery highly distributive
manner and still doing Agile.

So, you know, we do it in regulatory compliance situations, things like that.
S0, you know, we got to go scales flow and if you search it online you'll be
able to find experience support and case studies from various conferences.
Peopl e have been writing books about this now so - and | would argue that
actually Agile more like the skills better than traditional.

And | think one of the, you know, and that’s probably, you know, hard to
show because - well, | don't think traditional scales very well, you know, we
actually look that back and look what actually happens on traditional, you
know, large scale traditional project. It’s not so pretty.
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The rough, you know, answers you want to make it, you know, like people
complaining about throughout being having it heavyweight but | would argue,
though, that the folks need to actually look the tailoring guidelines because
we'reincredibly clear that, you know, rep can be - that rough should be late
and rough should be streamlined but it's something often gets ignored.

Long before | joined IBM, I've been with IBM for about 2.5 years and, you
know, long before | joined IBM | was writing about how to make rough Agile
and doing thisin practice in helping organization to keep get it rough. So - and

there are alot of good scaling information in the rough as well.

So it'sagreat resource. | highly suggest that you leverageit. It’s sort of
interesting to sort of stand back and watch the Agile community reinvent alot
of the stuff that’ s in the rough, you know, just alot of time planning with
rough and then five minutes | ater they’ll tell you about this new technique that
they think gets created, you know, it have been in rough for 10 years but, you
know, what can you do.

Agileis definitely not afad. It's being adopted by the magjority of
organizations and, you know, we adopted up, you know, the running Agile

survey, Agile document surveys now for several years.

In 2008 though in the survey that we runin | believe it was either February or
March we found that 69% of organization had one or more Agile projects

underway and that 82% of the 69 had gone beyond the pilot project phase.

And that doesn’t mean that all of you projects are Agile but it means that for
whatever reasons, they bought into the concept and they’ re rolling out Agile
across their organization.
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So | think those are, you know, those are probably some of the mess on it, at
least addressing some of them that we might have heard. So just to sort of,
you know, wrap up before | go to Q&A, | just want to talk afew minutes
about some of the challenges that | see with Agilein the mainstream and
particularly around scaling and alot of people think about scaling, you know,
are you doing with large teams, are you doing with distributor teams and very

obviously those are two important scaling factors but there's afew more.

So for example, many organizations have - it’s not going to have distribution
and team size issues. They often have regulatory compliance issues. So that
increases complexity and alot of the mainstream Agile processes really don’t
address that and there'salot of hand waiving and stuff like that but you're sort
of left to figure it out by yourself but thisis a good.

The - many organizations also want to get good at the enterprise level. So for

example, we want to be good enterprise architecture that we use, the portfolio
management, the operations and support, software process improvement. So it
islong list of the cross system issues or enterprise level issues that they really

want to address.

And you can actually do that but to do that, it, you know, once again, it adds
some complexity. That complexity to your overall software process.

So thisis an important thing to observe. Y ou’'re going to, you know, you need
to beinterested in doing that | would think.

So another issue is that, you know, the Agile community talks about, you
know, having, you know, having great relationships with your stakeholders
and, you know, working effectively with other people in your department and
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al this and stuff. And that’'s been a fantastic advice but sometimes that’ s not
always a situation that we find ourselvesin, you know.

Most organizations that | work in, there's, you know, there's some poalitics,
people have different visions with the way they work, they have different
ways, they might be - they might not, you know, they would - some of them
would love to work in an Agile manner but they just don’t have the funding or

the support.

So it's not that they have afamily that we keep hearing about and to that
complexity aswell making it difficult to apply Agile.

Sometimes your, you know, your organization is distributed, maybe a multiple
division isinvolved, maybe a multiple company isinvolved because you're

partnering on something.

Maybe you've got some contractors or some consultants involved. So that, you
know, that extra management and, you know, the management of that - of
those relationships increases the complexity of your project and it’'s something

that you got to take into account when you’re trying to scale.

Governance is also an important issue. It is not a very hectic topic but the
reality isif you have more, you know, one or more IT projects, you havean IT
governance process in place and, you know, whether it’ s effective and
whether it’s explicit, those are different stories but, you know, it’ s there and

we need to step up and make that effective.

Y ou know, the good news is that Agile projects are far easier to govern than
traditional projects. Being an Agile project, the stakeholders have a much
greater roleto play and they have much greater visibility in the project.
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If you had chance - | don’t know if you had a chance but we have new product
called Rational team concert and one aspect of it is a project management
work bench which actually, you know, give you - give anybody with access

complete visibility into the project.

Y ou can see, you know, and generate to your defect trend line, you know,
defect trends, create your, you know, backlog that shows you awork bench
that we're working on, you can see what the current build status is and the
history of the build status.

So it’sredly this sort of need. It’s all generated automatically from the
development toolsitself. So there's no extra overhead for management
reporting and it’sal onit. You can't, you know, it's phenomenally difficult to
state those metrics because the metrics are being generated by the actual

actions of the team.

So it’s sort of a- would be a nice thing that this, you know, it’ s not this, you
know, extratool that you haveto fill in the bunch, you know, do the bunch of
data entry into in order to, you know, supply statistics to the people trying to

govern the projects, those sort of needs.

One of the things that’s actually also interesting is the RTC itself work in the
open manners. They’re doing - they’re trying to process open commercial
software so you can actually go to jazz.net and see what their current statusis.
Y ou can use, you know, they’re use RTCs to develop RTC and you can get a,
you know, the project workbench, you know, of that team in a public manner
SO you can see exactly what that product team is up to right now. So it’s sort

of an interesting thing.
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And then the RTC team sideis critical and also well, application complexity.

We're also developing this fairly hard stuff and we're working this legacy
system and, you know, get to with any legacy code, you know, not exactly

perfect sometimes. Y our legacy datais not perfect.

So this, you know, advocate is constrained into what the Agile teams are
trying to do, you know, assuming of course you're trying to let your TMsif

you're trying to let them leverage this would be the legacy asset.

So anyway, that’s my - | guess that’s my quick overview of what’s going on
in the Agile community and, you know, what Agile is all about and some of

the misconceptions you might have, some of the challenges you might face.

Sowhat I'd like to do isjust open up to questions right now about, you know,
what issues are you facing with Agile and how do you streamline things and
stuff like that.

At thistime, | would like to remind everyone, in order to ask a question, press
star then the number 1 on your telephone keypad. We'll pause for just a

moment to compile the Q& A roster.

Angelique Matheny: Y ou know, | have a question that came into our AskUsNow mailbox

Scott Ambler:

earlier. We'll start with this one.

When you piloted Agile message on severa projects that are having problems
adopting them across the entire IT department, what can we do?

Oh, yeah. So thisis actually a very common question and common issue that
we run into. So what happens is the - most organizations have piloted Agile

projects now and they experimented and, you know, the usual strategies, you
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know, you apply, and then you think your best people and you, you know, get
them together, you experiment with Agile and, you know, you learn

something and hopefully this project is a success.

But then you got the issue and that’ s pretty easy. Most are not easy - | don’t
want to say easy but, you know, it’s fairly straightforward thing to do and

which iswhy | think we' re seeing such a high success rate.

But what you do, you know, how do you role it out and | think that’s where,
you know, it's complex now because, you know, your entire organization isn't

the people walk on the water.

Like | said, the, you know, other people have different views. They have, you
know, different strategies. They might not have a funding, they might not
bought into Agile, so stuff like that. Just some challenges there.

And what happens is the entire organization needs to change including
management and this is something that many organizations struggle with like
your management always wants them to stay stable and it would just change

the developers and - but, you know, we don’t need the change.

WEell, very often, management needs to change far more than the developers
because Agile in many ways, you know, to move the Agile as a cultural
change and as a, you know, sure, there are some new goals and, you know,
you need refills and, you know, new ways of working but, you know, the hard

stuff isthe cultural stuff, all the people issues.

So at Rational, we actually just started offering a service called measured
capability improvement framework. And what that isit’s atwo pronged
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service where we, you know, do initial assessment and we have, you know,

initial, you know, process assessment basicaly.

And, you know, similar though to assessment of other organizations, so we
take it one step further so not only that we, you know, help you understand
what your goals are and, you know, and what your, you know, what your
mission is and we'll help you identify potential practicesto - that you might
want to adopt like fair programming or evolution and architecture or continues

integration or, you know, good stuff like that.

We also help you to identify the inhibitors that’ s stopping you from being
successful. And | think thisis an absolute critical thing because what will
happen is, you know, you want to adopt continues integration but - or, you
know, shorter durations or, you know, what are the most appropriate for either
situation and then - but, you, you know, you'll have waterfall culture or -
which is, you know, absolutely preventing you from doing those things, you
won't have any budgeting for tooling or have any budgeting for training and
until you deal with those issues, you have basically no hope of being
successful with these processes and you basically want this up.

Y ou know, many organizations are really sort of blinding to their own
challenges or they - just to know what the problems are but, you know,
nobody is going to say it and al that kind of stuff.

So you really need during thisinitial assessment to vote what you want to do

aswell aswhat's stopping you from doing it.

The second part of MCISisaself check. So one of the really good practices
that Agile team had attempted to do is something called retrospective. So at
the end of each iteration, they’ll spend an hour and they’ |l do the lessons
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learned and they’ll try to figure out - they’ll try to identify, you know, what
working well, what’ s not working so well, what they could potentialy do to
improve. And then they’ll try one or two of the thingsin that iteration. At
least, you know, that’s the plan.

But many teams often struggle with this. Y ou know, they have all the best
intentions and, you know, they’ Il try what you think, it will be hard, you

know, to sleep, you know, they’ re only humans.

So what we found internally for IBM for six or seven years now we have been
doing a self check thing where not only are we doing retrospective at the end

of each iteration but we also track how well we're doing at various processes.

The difference, you know, each individual team would track themselves, track

their own progress against whatever it is that they’re trying to work on.

So it will be different between teams and that’ s the case because the self check
effort isfor the team itself, it’s not for management, it’s not for reporting
metrics, it'sjust - let's, you know, let's dial out the software process from that

for abit and help the team actually improve and track what they’ re doing.

Because what we found is that if you' re tracking your progress overtime,
you' re much more likely to actually make progress. So, you know, and thisis,

you know, just, you know, basic human behavior and team motivation.

So there's some really good stuff going on there. So | haven't suggested the,
you know, if you'retrying to go Agile and you consider getting some help,
you know, we're - arguably, you know, we' re obviously get sourced but, you

know, if you don’t come back and, you know, hopefully you can't find from



IBM

Moderator: Angelique Matheny
11-05-08/12:00 pm CT
Confirmation # 69941163

Page 17

them to help you but | think MCI, yeah. If you look at the MCI S offering, |
think you'll be pretty impressed with what you can do.

Angelique Matheny: (Christy), do we have any questions?

Operator:

None at thistime. Again, to ask a question, press star then the number 1 on
your telephone keypad.

Angelique Matheny: Scott, you mentioned continued integration. What is that and what tools

Scott Ambler:

exist for that?

Y eah, so continues integration is a common technique in the Agile community
and there's two flavors of it. One that’s most commonly doneisthe
continuous build. So continuous, | mean, theideais that when your code base
changes, so, you know, like checking from java code into my virtual tool
system, the - atool will, you know, therelll be atool like, you know, they’ll
forge for example which we'll keep an eye on that and it automatically rerun
and recompile the system.

And it will also rerun the task, rerun my study code analysisif | have some
study code analysistool and what it will do isit will automatically do all these
things for me which is sort of nice because what | want to do is reduce my
feedback cycle so, you know, when | make a change, | want to recap, | want
to make sure that things are working because if, you know, a defect has been
injected, it's more than likely in the code that | just put in.

So agood Agile practiceisto do alittle bit of coding and then rebuild and
then find out what happens, fix any problems and then move on and add more,
you know, and then, you know, add some new functionality. So this will
continue what build is all about.
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Now, continuous integration take it one step further where - what you not only
do to continuous build which is the common Agile practice but you also will
automatically, you know, migrate or deploy your software based on the rules

you have set up.

So for example, you might have an independent testing so every night or
every weekend if you got a successful build, it push that successful build in
the testing environment automatically and ask, you know, so in that way the

testers can, you know, validate, you know, the new person in the system.

Or | you're doing follow fund development so - we've got ateam in Toronto
and, you know, we do our thing at the end of the day we'll, you know,
hopefully, you know, to build successfully all that kind of stuff and then we'll
push, you know, push the code or push the build to the team of Bangalore for

example so in that way they can take it out and continue on.

So that’ s your stuff going on and then as well the end deployment into other
environment and, you know, particularly to the distributed team and actually
if it’ sthe distributed, you know, particularly want to have areally, you know,
not an automated bill but overall automated integration, you know, to build
the, you know, automatically build their subsystem but then, you know, if
they’re successful, push that into a shared environment where we do an
overall build of the complete system.

Thisistype of stuff that you want to automate, you want to do as often as
possible. A lot of traditional teams then gets trouble because they leave, you
know, they leave their integration towards the end and, you know, system
integration will be a phase where it'sin the lifecycle and it will be acomplete

mess because, you know, therelll be alot of problems on things want to
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integrate. It could be weeks or months to be lost from your schedule just
because you haven't been doing it.

Whereas in the Agile world, we try to do it more often so in that way there's

no surprise at the end of the project.

So I'm just going to call it continuous integration. It’s - we' ve got a pretty
good product called build forward which really doeswell. I'd argueit’s
probably - it's at the top of its classin thistool category. So thisis definitely
something you should be looking at.

Angelique Matheny: We've got of have some more questions that came in. Is there any

Scott Ambler:

guestion on the line?

When an Agile team is distributed, doesn’t that mean you need to do alot

more modeling upfront? That’ s a good question.

Y eah, definitely. | mean, you have to do some modeling upfront even the team
is not distributed you should be doing some modeling upfront. Thisisaso
something that that’s coming out several surveys and we've got

(unintelligible) that Agile teams are definitely modeling and they’ re doing
upfront modeling.

But because the team is distributed, you, you know, you got some more risk
there. So the more distributor team is the greater the risk. So what you want to
do isthere's, you know, three basic strategies for dealing with distribution.

First strategy isdon’t doit. | mean, it’sjust a boy distribution we can but it is
risky. What we can't avoid distributing your team so if you want to have some

of your people working from home, if you want to have, you know, people
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working in different parts of the country, in different parts of the world
because you want to leverage your skillsinternationally then what you want to
do is be smart about it. So adopt better processes like to do some upfront
modeling, you do some upfront architecture modeling and then organize in

your time around the architecture, not around job function.

So the common mistake that | take on some distributor project is that the
team, you know, management will organize the team around job functions so
they'll put the, you know, the program, you know, the business analyst will be
in Toronto, the programmers will be in New Y ork, the architect will bein
California, the testers will be in Bangal ore and so what happens when you do
that, there's a phenomenal amount of communication and collaboration needs

to occur between those different states.

Wheress, if you organize around the architecture, around subsystem so the
Toronto team does, you know, one or two subsystems, the New Y ork team
does one or two subsystems, the Bangal ore team does one or two subsystem,
then what happensis most of the interaction occurs between people within the
subsystem team. They reduce the overall collaborations required and asa

result, you'll reduce your risk and you reduce your cost.

So there still some collaboration, you know, between the subsystems. There's
nothing you can do with that but you can at least reduce it and thereby reduce
your risk.

So that’s - the part of the issueis, you know, having that to process and the
only way to identify your architecture isto organize your team in the
architecture, you guys have alittle bit of requirement upfront, alittle bit of
architecture modeling upfront to identify these potential subsystemsin their

interfaces.
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Thisisactually aprocess called API first in eclipse way which is a distributed

Agile processto be clustered on the team followed.

And they’re not the only peoplein it. There's actually an interest going that
called (Conway)’slost from the 1960's. (Melvin Conway) first proposed it |
think in 1957 that thisisthe way that in the best way that to organize a

software development team.

So be smart about the way you work. It’s part of the effort but also having

better tooling is also part of the solution.

So thisiswhat we are doing distributed development. | had to just take and
look at Rational team concert. It's a distributed development tool that’s built
by distributed team and, you know, it'sgot alot of Agilefeaturesinit, it really
isfor distributed Agile development but in general for distributed
development but it's areally nice tool. Y ou know, it’s one of the thingsjust,
you know, download it from (java.net) and take alook at it and | think they’ll
be pretty impressed.

It addresses alot of the issues that the Agile team - that the Agile community
is currently struggling with just, you know, how do you get the
communication going between teams and between people that are in the same
room, how do you keep track of this, how do you continue to move forward,
you know, how do you manage your work time less your product backlog on
the distributed team so all of that stuff is automated.

There are some really nice stuff going on there so take alook at it. | think it's

worth your time.
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Angelique Matheny: Thanks, Scott. We do have a question. This question comes from (Pam).

Scott Ambler:

Okay.

Angelique Matheny: (Pam), are you on the line?

(Pam):

Scott Ambler:

Y es. Thank you. Scott, | have a question for you. One of - and | work for IBM
and one of our - the things we' re hearing from alot of our customers and one
of our own top prioritiesis given the current economic condition, that top
priority isreducing cost. | mean, we're just hearing that everywhere now. |
think everybody is experiencing that. How will adopting Agile help

companies to reduce cost?

Y es, well, we're most productive actually. So, you know, if you're asking in
reducing cost, Agileis definitely something that, you know, incredibly
attractive. Now, - but it’s a good news/bad news situation because to adopt
Agile, you're going to have to invest upon in training and mentoring and, you
know, you need to do it right and, you know, invest on effort and training and
mentoring and probably some better tooling or do it hard way and try to, you
know, boot drag yourself which will be longer and slower, you'll make some

mistakes and, you know, good luck with that.

So either way. There's going to be some sort of investment and the way you
choose to make that investment will be up to the individual organization. But -

and there's way than others.

But - so | was suggesting front about it but yeah. The Agileis definitely more
effective. We have a higher success rate so just from a portfolio management
point of view, you know, the Agile process team have a 72% success rate

compared to 63% for traditional team.
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So right away, you know, 10% that could be alot of money and for a decent
fed organization on the budget so that should be attractive. We have higher
productivity, we produce greater quality, you know, | think there's a pretty
distinct correlation between greater quality and greater usability, lower cost.

We have better time to market so because we are getting systems out the door
guicker we can gain the benefit faster, you know, and then, you know, you can
get that for the value issues and all that sort of stuff. So thisis also good.

Onething that you'll see with Agile software development is that we focus on
high value activities and it’ sinteresting. One of the things that I've noticed is
that, you know, traditional teams when they’ re comfortable they’ |l spend alot
of money. They’ll be phenomenally wasteful and they’ll - the (Pokalong),
they, you know, the bill of paperwork, the holder view, everybody would be

happy, you know, just build to those scope and go along and everyone isfine.

Then that thing starts to happen, there, you know, they’re sort of running out
of time, their back hits to the wall and they start stripping away all the
bureaucracy and it starts focusing on one of the high value activities and
they’ll strip down the traditional process to something it might not be
completely Agile but it will be a heck of alot smarter than what they’ re doing.

And one of the thingsthat | always tell peopleis, you know, observe what you
do when your back is against the wall when - it absolutely counts and you can
only afford to do, you know, what makes sense and then just, you know, and
then the question becomes well, when it counts, that’s what you do, why aren't
you only doing that when your back isn't against the wall because if you're
only doing that all the time maybe you would have gotten to that trouble to
begin with.
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So - and you can sort of see, you know, people sort of think it’s true but, yeah,
we started out, you know, once you know you're doing it, you know,
obvioudly, it's alwaysin the learning curve issues but once you know what
you're doing Agileresultsin better quality, lower cost, better time to value, all
that kind of stuff, better stakeholder satisfaction. The Agile communities are
far more likely to build software that actually meets the world needs, the
stakehol ders as oppose to something build that.

So thisis pretty good. If you want to effective with your money, with your 1T
investment Agile isthe way to go. And from a governance point of view,
Agileis aphenomenally good thing because, you know, even with 72%
success rate in the Agile community, that tells you that, you know, 20 some of
percent of projects are, you know, not so good. They’rein trouble.

So you want to, you know, one of the cultural things you got to deal withis
you need to start getting good at identifying projects that are in trouble and
then you' re getting out of trouble as soon as possible or cancel them. And so
thisis something that isin the unified process where we have the explicit go
and no go decisions where you have to actually justify why you should

continue on with the project.

Now, you don’t want to be over the bureaucratic with that and you need to be
smart about it but, you know, when you're - if you’ re suffering, you know,
let's say 25% failure rate, it could be who you'd ask the question, you know,
should we continue on with each project because one in the four times you
really should have canceled that project alot long, you know, alot sooner than
you actually did.
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So, you know, | think the Agile teams are working smarter, they’ re not
working harder. So thisis agood thing. Y ou know, we are more productive

and, you know, all the cost issues are definitely on the side of the Agile folks.

So try to looking at Agile serioudly if | was, you know, interested in spending
my money wisely.

Angeligue Matheny: Thanks, (Pam) and Scott you answered one of the questions | have, the

Scott Ambler:

success rate of Agile team. Y ou gave that answer so | have one more question
that came in early.

How do Agile teams actually conform to regulations such as SO 9000 and

others?

Y eah, so regulatory issues, you know, the first in complexity end. What | tell
teams to do is read the regulations and because it's interesting, you know, |
guess | don't have alight but I' d actually spend time reading Sarbanes Oxley
and the 1SO stuff, you know, the FDA regulations as well and nowherein
those regulations is to say to be overly bureaucratic and to be suited and to be
slow and, you know, create amounts of documentation that are of question

about you. They just don’t say that.

What they do say is, you know, to have a defined process to, you know,
particularly the FDA had to be very clear that, you know, that the critical
issues risk management understand your risk managed the risks, al that sort
of stuff.

Y ou know, underlying have a defined process that control your evidence that
you file the process and if you change the process, you don’t have, you know,

indication with why and reporting to that.
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But that doesn’t mean you need to be overly bureaucratic. It does mean you
need to be inefficient. So don’'t do that. So let the practical people interpret the
guidelines and it will be interesting and so - and particularly in the cost
business point of view, thisis actually critical, you know, start cutting up the
bureaucracy, start cutting out the ways in your processes and, you know, the
Agile 2007 conference there is awonderful case study of an Agile team that -
at the medical device company that has been audited by the FDA and the FDA
had publicly said that that was the best project | think with those auditors who
- and then we' re seeing the auditors that was the best project that they ever

seen.

So, you know, you can in fact do regulatory stuff with Agile and if you're
smart about it, you can be significantly better and significantly more efficient
than the traditional team.

So don't let the bureaucracy create in but it does require - but, you know, the
challenge here though is it does require the practical people to invest the time
to interpret those guidelines and then put together a process that reflect them.

It also requires - it might also require you to educate your auditors so you're
going to have to push back sometime, you know, if you get an auditor that’s
only looking at, you know, an office auditor that’s only looking for paperwork
and, you know, you’re going to have to take the time to, you know, to educate
them on and here’ s what's actually going on and, you know, and make sure
that they understand that the real goal - that the real intent of the regulation is
in fact being met. So | think that’s an interesting point.
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Thereality isthat most of usworking in regulatory environment, you know,

Sarbanes Oxley, you know, just swept through the business world alone, FDA
stuff, 1SO stuff, you know, stop impose the regulation.

So you know, be smart about it and so yeah, if you can do Agile and
regulatory environment quite easily and | would argue more like the Agile
team would be significantly better in those environments than the traditional

teams will.

Angelique Matheny: Well, thank you, Scott. If we have any questions from the audience, now

Scott Ambler:

would be agood time.

We have avery shy audience today as you can tell. So Scott if you have any
closing remarks, I'll hand it back to you.

Okay. Yes, | just wanted to thank everybody for taking time out of your day. |
realize we're al busy and many people probably stay up late last night
watching the election so | suspect that’s one of the reason why everybody -
everybody is not really shy, they’re just tired but (unintelligible).

So anyways, thanks for taking time out of your busy day. | really - | hope that
you take the Agile seriously and that there's - and that you at least experiment
what'sin and give it ashot. | would argue that there's overwhelming evidence
now that Agile, you know, works significantly better than traditional and it’s
such alow risk thing to do that you should at least be experimenting with it
and take alook at some of our tooling.

Y ou know, mentioned, you know, Rational team concert is a great product
and that team is actually headed by our gamma, you know, that follow behind
design patterns and heis alot of the senior people from the clips effort. I'm
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involved to that product so that’s like areal rock and roll team and they’ve
done areally great order. So | - but yeah, obviously | work rightinsoI'm a
little bias but | would be recommending thisfor IBM if | didn’t work for IBM.

S0 - but don’t trust me, you know, take alook at it for yourself. So as|
mentioned, go forward as well, also a great product, something you should
definitely take alook at particularly if you’ re interesting with continuous
integration, you know, if you want to go beyond continued so, you know, that

we seein the Agile community asreally, you know, get that.

It might not - talk alittle bit about code analysis, it might not have mentioned,
you know, software analyzer another product from Rational which isalso
really neat. It sort of brings the, you know, brings continuous build or

continuous integration of one notch.

They not only should be doing rational testing, they should also be doing
static code analysis on aregular basis and |'ve worked in the few things now
of really benefit from that and have just been blown away with - what we
reveal about their codes that, you know, sort of new that have some issues but

didn’t quite know what the issues were and got some of the benefits.

And | was wondering, you know, take alook at that and get a chance. It’s, you
know, it’s definitely worth your while to look into that.

So anyways, thank you very much for your time and hopefully thisisavalue

or you.

Angelique Matheny: WEell, thank you very much Scott. Thiswas a very valuable session and we
appreciate you being here.
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If you would like to listen to this conference again or share it with your
colleagues, thiswill remain available for replay in mp3 format in about a

week or so on aRational Talks To You site, www.ibm.com/rational/talks. Our

previous teleconferences are avail able there as well.

We would like to thank you our audience for your interest in IBM. We hope to
see you back for another one of our events in the near future. Thank you very
much. Talk to you soon.

This concludes our conference call. Y ou may now disconnect. Presenters

please hold.

END



