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COVER STORY
LEVERAGE THE POWER YOU DON'T KNOW YOU HAVE

Being technically gifted and performing great work may not be enough when you
consider a large part of your job is getting others to collaborate with you. Bob
McGannon presents some simple ways you can present yourself and your views
that can result in greater job satisfaction and career success.

by Bob McGannon

PROJECT MANAGEMENT IN CLOUD DEVELOPMENT
Cloud-based software development definitely changes how project managers
need to approach their projects and lead their teams. Cloud development is not
the same as traditional software product development and requires a unique
mix of traditional project management and agility. Project managers consider-
ing working on cloud-based projects need to read what Sridhar has to say.

by Sridhar Kethandapatti

HOW TO DESIGN A TEST STRATEGY

Speaking from his experience with test-centered design projects, Jon Hagar
explores some testing pitfalls that could had been avoided if the right test
strategy had been chosen. You won't find a better, easierto-understand expla-
nation of a practical test strategy.

by Jon Hagar

OVERCOMING CHALLENGES THAT IMPACT PRODUCT
DELIVERY

Eric Winquist has considerable experience not only leading his company but
also consulting with development teams. His advice to “link people to the
work” is one of many golden nuggets of information that will help your team
deliver projects on time.

by Eric Winquist

TECHNICALLY SPEAKING

A TALE OF TWO DOCTORS AND THE VALUE STREAM

Johanna Rothman compares the experience a patient has with doctors to
software development. Producing value implies that the customer believes the
software you create provides an important benefit by taking into consideration
the way a user works along with an exceptional user experience.

by Johanna Rothman

THE LAST WORD

ARE YOU DONE OR DONE-DONE?

Probably one of the most frustrating roles a manager has to master is how to
know the true status of work being performed. To a developer, completing 80
percent of the work may be good enough, but is it even close to being really
done? Masha Nehme shows techniques you can use to verify task completion.
by Masha Nehme
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....... Haepy Houpays!
As we wind up yet another year, let's all give thanks for everything we
have: family, friends, and all of the wonderful folks we work with. This
issue of Better Software is only the eighth I've worked on, and what you
probably don't know is there are more people in the Florida headquarters
who work tirelessly to deliver a quality magazine to your inbox on schedule

every two months.

Here's a quick overview of what goes on behind the scenes. A magazine issue takes about three months of work,
from the initial contact with potential authors to receiving the articles, painstakingly collaborating through four
stages of editing, laying out the magazine, selecting the art, and polishing up the final product with ads and
hyperlinks. The magazine also provides great information from our advertisers, along with advance information
about TechWell conferences you'll not want to miss.

I'd like to thank our staff listed on page 4.

This issue has some amazing articles, starting with Bob McGannon’s great advice about how you can come out of
your shell to work even better in a sometimes stressful project team environment. Sridhar Kethandapatti's article on
how to manage a cloud-based application project continues to educate all of us who work in mobile and cloudbased
computing. If you weren't sure how to approach testing a software product, you're going to love Jon Hagar's “How
to Design a Test Strategy.” And, finally, Eric Winquist presents some impactful approaches to overcoming product
delivery challenges.

Based on feedback from our readers, online distribution not only is environmentally sound but also allows you to
keep all of our issues for reference at your fingertips. | download each issue's PDF to my iPad for viewing in either
iBooks or the Kindle app. | also like to keep every issue available for instant viewing on my desktop computer.

We truly value your feedback. Let us and our authors know what you think of the articles by leaving your comments.
| sincerely hope you enjoy this issue! And please spread the word about our magazine by tweeting a message with

@bettersoftware or #bettersoftware.

Happy holidays, everyone!

Ken Whitaker

,//// e il

kwhitaker@sqge.com

Twitter: @Software_Maniac
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Contributors

ArLen BanksTon is an established leader in the application and evolution of agile software development processes such as Scrum,
kanban, and Extreme Programming. He is a Lean Six Sigma Master Black Belt, Certified ScrumMaster Trainer, and Certified Scrum
Product Owner. Arlen has led the integration of interaction design and usability practices into agile methodologies, presenting and
training frequently at industry conferences and to Fortune 100 clients. You can contact Arlen at arlen.bankston@lIithespeed.com.

For more than thirty-five years, Jon HacAR has been a software tester, thinker, and teacher supporting software product integrity,
verification, and validation. Jon works on various standards including ISO, IEEE, and OMG. He consults, publishes, teaches, and
mentors regularly and has published the book Software Test Attacks to Break Mobile and Embedded Devices. Jon can be reached
at embedded@ecentral.com.

With more than twenty years of IT industry experience, SrioHar KeTHanpaparTt has worked in a variety of industry verticals focusing
on designing and executing effective organizational initiatives. He has diverse experience in IT program management, integration,
and enterprise applications implementation. Sridhar can be reached at sriketh16@gmail.com.

Bos McGannon is vice president of Mindavation Inc. in the United States and director of Mindavation Pty Ltd in Australia. Both of
these onsultancy organizations focus on increasing business capabilities through advanced training and coaching. Bob has worked
with customers in more than fifteen countries and most recently has created business leadership and project management courses
on lynda.com. You may reach him at rmcgannon@mindavation.com.

MasHa NeHME is a project management consultant, freelance writer, and editor based in Austin, Texas. Her approach to helping
teams become successful draws on her ten years of experience in managing projects along with her background in journalism and
communication. Masha has worked in a variety of organizations across the United States and internationally. She has also served
on the board of the PMI Austin chapter. Masha can be reached at masha.nehme@abremod.com.

A longtime freelancer in the tech industry, Josiah Renaudin is now a web content producer and writer for TechWell, StickyMinds,
and Better Software magazine. Previously, he wrote for popular video game journalism websites such as GameSpot, IGN, and Paste
Magazine, where he published reviews, interviews, and long-form features. Josiah has been immersed in games since he was
young, but more than anything, he enjoys covering the tech industry at large. Josiah can be reached at jrenaudin@sge.com.

JoHannA RoTHman, known as the “Pragmatic Manager,” provides frank advice for your tough problems. She helps leaders see
problems, seize opportunities, and remove impediments. Johanna is working on a book about agile program management. Johanna
writes columns for StickyMinds and ProjectManagement.com, writes two blogs on her jrothman.com website, and blogs on
createadaptablelife.com. Contact Johanna at jr@jrothman.com.

Eric WinauisT sets the strategic vision for Jama, a company he founded in 2007 after witnessing common frustrations companies
face in delivering software products to market. With more than 20 years experience in product development and entrepreneur-
ship, he is passionate about reinventing product delivery in the enterprise by bringing people into the process. Eric’s interest and
background in the psychology of work and motivation has formed many of the innovations in Jama’s collaboration software. Please
contact Eric at linkedin.com/in/winquist.
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Technically Speaking

A Tale of Two Doctors
and the Value Stream

Have you ever visited a doctor and been completely frustrated? Does

your software leave your users just as frustrated and unhappy?

by Johanna Rothman |jr@jrothman.com

Like some of you, I see more than my fair share of doctors.
Some doctors understand what it’s like to be a patient. And
some, not so much.

Doctor X runs a practice where you go in, pay your copay,
and wait. Wait, wait, and wait. First, you see the nurse and
provide your health history. Next, you provide your health his-
tory to the attending fellow. A fellow is a doctor who has com-
pleted a residency but has not practiced medicine alone in this
specialty yet and is like an apprentice to an experienced doctor.
Finally, you get to meet with the doctor, who was the person
you thought you had your appoint-
ment with. Doctor X is a great
guy, extremely qualified, a super-
specialist, and known as one of the

2

“Best of Boston.” He is someone
you want on your side if you have a
tough medical condition.

If you need to see another spe-
cialist in Doctor X’s office, you need
to make an appointment with that
specialist. These two specialists are
related, but they don’t work on the
same days. Thus, you have to go on two separate days.

This means double the driving time, additional parking fees,
significant aggravation, and lost time from work. And let’s not
forget the waiting time. It’s the same deal for waiting for the
other specialist, past your scheduled appointment time.

Let’s contrast this with Doctor Y, a different specialist with
a different approach to medicine. Doctor Y is also called a
“Best in Boston” doctor. She also has a variety of specialists
associated with her practice. But she has a different workflow.
Oh, you still have to go through similar steps to finally see her:
first the nurse, then the fellow, and, finally, the doctor. But if
you have to see other specialists, you often see those doctors
the same day, at the same appointment. It’s like magic. This is
known as flow.

Both are great doctors, but the customer experience is dra-
matically different. With Doctor X, I was frustrated. I measure
wait times between doctor visits in weeks or months. I measure
wait times with Doctor Y in minutes.

“Most projects have challenges,
but some teams simply handle
unexpected issues a lot easier

and without much impact.”

We’re familiar with this problem in the software world.
Sometimes you have so many projects that you never get to
be in flow on anything in one day. You can’t finish anything
without interruption.

We do this to our users in the software world, too. I bet
you’ve seen user interfaces where you started something but
needed information on another page. You couldn’t finish ev-
erything without interrupting yourself. The user experience
moved you out of flow.

At Doctor X’s office, they sometimes forget to get my tem-
perature, blood pressure, or other
basic patient data until after my
appointment is over. We don’t need
it for my health condition. It’s not
relevant. But it is for my chart com-
pleteness. On one recent visit I had
waited for an hour to see the doctor,
and on my way out, the nurse asked
me to stop so she could take that
data. T declined. I explained T was
going to miss a client call if T took
the time to let her collect that data.
You should have seen the look on her face!

But Doctor Y’s office integrates that data gathering with
welcoming the patient. It’s part of the normal workflow.

I bet you have projects just like Doctor X and Doctor Y.
Some projects, like Doctor X, can’t get out of their own way.
They start, stop, pause, and then continue. You can’t estab-
lish momentum—you have too many project wait-states. Just
as I wonder if T will ever get out of the doctor’s office, you
may have similar concerns if you will ever get to release your
product. Some projects, like Doctor Y, seem to flow without
too much trouble. Most projects have challenges, but some
teams simply handle unexpected issues a lot easier and without
much impact.

What’s the distinction?

There are two things that make a difference: understanding
that work flows through the people on the project, and what
is valuable from the customer’s perspective. In our example,
understanding the patient’s perspective is critical. What are
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Technically Speaking

the most common symptoms that bring patients to visit the
doctor? Can you organize the process and procedures so the
doctors or specialists are available to minimize separate office
visits? (In software, this is the same as understanding the most
valuable features.)

That is a value stream.

If you know how to recognize your workflow and know
what is valuable, your project should avoid rework. In addi-
tion, your team spends less time waiting for work. You will

reap another side benefit that is equally important by having
less work in progress.

All the wait times I spent at Doctor X’s office? That’s work
in progress. I was in a queue, and I wasn’t the only one. Ev-
eryone in the queue was as frustrated and angry as I was about
having to wait.

You might think we were optimizing the doctor’s time. But
this doctor is a specialist. This doctor is going to take as much
time as he needs. He’s not going to feel rushed.

If you feel rushed because you

have a ton of work in progress,
what might you do? Incur tech-
nical debt by not doing such a
good job? Create defects? Or
do a great job and queue work
’ behind the work you’re doing,
( making everything else wait?

ge What DPve  described s
working alone as specialists, as in
Doctor X’s office—which is what
many of us do, regardless of our
’ project approach. Contrast that
with swarming or mobbing, as in

Doctor Y’s office.
ﬂa Swarming is when a team
says, “Let’s work on a feature
together. How can we move this
feature across the board?” The
team might break into pairs or
triads on some piece of the fea-
ture and return in about thirty
minutes once they complete that
piece or task. The goal is always
to move the feature across the

board.

Ready to take your
software testing career
to the next level? ISTQB
Certification will lead
the way.

Amencan Software Testlng'\Quallflcatlons Board, Inc.

ISTQB Certification in the U.S.

You've proven you have basic software
testing knowledge with your ISTQB
Foundation Level Certification. Now is the
time to take your certification and career
to the next level. ISTQB Certification has
an advanced career path for every tester.
Choose 1, 2 or all 3 ISTQB Advanced
Level Certifications:

» Test Manager
» Test Analyst
» Technical Test Analyst

See the ISTQB Software Tester
Roadmap and choose your path
to greater career success:

www.astqb.org/advanced

Mobbing is when the entire
team works together to move the
feature across the board. Though
the team always works together,
there is a driver—someone with
fingers on the keys. The team
tells the driver what to type.

It works for medicine. These
approaches can work for soft-
ware even better.

When you eliminate queues
and bottlenecks, you release
faster and with higher customer
satisfaction because you work on
the most valuable work. Can you
try it where you work? {end}
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Jetf "Cheezy" Morgan

Years in Industry: 10

Email: jef.morgan@leandog.com What happens is, if we allow watered-down

practices to call themselves agile, those of us
who are out there trying to do very serious
Interviewed by: Josiah Renaudin works using agile ideas, values, and agile

Email: jrenaudin@sqge.com principles get tainted along the way as well.

“Agile really is about the people. It is about us, the way
“Agile is all about adapting. We know that that we build software, the way that we craft software, the
agile says that we should create this culture of way we delight our customers.”
continuous improvement, and that means that
whatever the original founders came up with,

we're going to continue to improve upon it.” “For me, agile is the values and principles.
If you read the Agile Manifesto, that is
“What has me the most excited what agile is, and that hasn’t altered.
[about the future of agile] What has altered is what people have

is that I'm starting to see a said helped them achieve those things.”
reemphasis on technical skills

and craftsmanship.”

“ ‘I don't believe agile
There are a lot of needs to change. I

I think we have to change the way people who are think that we need to
?ooking for what make sure that when
is next already we relabel something

change the way that we interact with = Pecause they come that's agile, we call it
in discouraged or agile”

our customer in order to be agile. disillusioned with
, , some of what has

happened in the agile
community and have
separated themselves
from it, so they're
looking for what is
really next.”

that teams are treated. We have to

STICKYMINDSCOM™

For the full interview, visit

https://well.tc/IWAE16-6
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any people associate their title or role with the

power they possess at work. Although a factor,

your role in an organization plays only a small

part in the degree of power you can utilize in
the work environment. The majority of our power comes from
the way we carry ourselves, the integrity of the knowledge
we profess to have, and the deliverables we produce that ulti-
mately contribute value to the business.

There are five factors of power that you can master
every day if you focus on and leverage them in your reg-
ular interactions with your peers, customers, and man-
agers.

Your Voice

Think back to an instance when you received a phone
call from someone you did not know. Like most of us,
you’d form an opinion about the person from the in-
formation you have at hand—specifically, the voice.
Does this person sound confident, determined, timid, or
simply desperate to make a sale?

Certainly some aspects of our voices are hereditary or
dependent on the physical structure of our mouths and
throats. However, most of the voice characteristics that
leave an impression on others are fully under our con-
trol. For example, most people can tell when the person
on the other end of the phone connection is smiling.
Slight variations in tone and speed of speech usually
communicate happiness and confidence.

Being aware of your state of mind and trying to regu-
late the pace, volume, and tone you are using conveys a
lot about your position and power. Understanding how
you come across can be extremely important if you have
vital information to relay. Sharing that information suc-
cinctly, with a tone that is confident but not cocky, dem-
onstrates not only that you have access to data that is
important for the business, but also that you are willing
and able to convey that information openly. A balanced
and confident voice can enhance the power you are per-
ceived to have within the organization.

Posture and Positioning

Picture yourself getting a wonderful piece of art from
a five-year-old and congratulating the artist on her beau-
tiful use of colors. When you share your enthusiasm for
the work of art, how do you position your body relative
to the young artist? Instinctively, you will most likely
lean in relatively close, point to the artwork, smile,
and share your congratulations. If you stood far back,
reached out with the full length of your arms, and did
not engage close to the artwork or the artist, you would
probably not be perceived as sincere in your enthusiasm
for the work.

In contrast to this example, picture yourself being
pulled over while driving and having to share your driv-
er’s license and auto registration papers with a police of-
ficer. How do you typically position your body and pos-

ture in this instance? I suspect you don’t lean in, smile,
and speak in enthusiastic tones. Rather, you would keep
your distance and try not to position your body in any
way that may seem provocative.

These two examples demonstrate how we use our
body position and posture to convey our comfort or
power level when interacting with other people. We
want the young artist to see our knowledge and enthu-
siasm, and we don’t want to inspire an undesirable reac-
tion from the police officer.

Applying these concepts to the work environment is
straightforward, but it requires you to become aware of
your posture and the proximity of your body relative to
others you are talking with. Although there are subtle-
ties involved, standing closer to someone conveys con-
fidence and trust, and implies a relationship or a desire
to build a working relationship. Standing farther away
conveys respect but also can imply a reduced sense of
power. How do you position yourself when you are pre-
senting something to a senior manager: closer with con-
fidence, or farther away to show deference? Either way,
you are communicating something about your personal
power and leaving an impression of your level of confi-
dence and authority.

Eye Contact and Openness

Have you ever had a chat with someone who doesn’t
look at you during your discussion? That lack of eye
contact rarely elicits trust and confidence in what is
being shared. At the other end of the spectrum, have
you ever had the creepy experience of someone staring
at you without blinking? The degree to which you look
at someone when you are talking reflects your sincerity
and your interest in the reactions of the person you are
addressing. You have considerable power in how you are
perceived by others simply by focusing on where you di-
rect your eyes.

If you decide to look away from the gaze of a supe-
rior and spend time in your discussion looking at the
floor or at notes in your hand, you are unlikely to evoke
trust in your abilities and the integrity of what you are
sharing. Instead, if you glance at your notes periodically
and look directly at your superior as you share informa-
tion, you are likely to convey confidence in yourself and
the content of your messages. On the other hand, if you
stare, the potential power you would otherwise inspire
gets eroded as you draw more attention to your unwav-
ering gaze than to the information you’re imparting.

Questions Versus Statements

I once worked for a manager who said his secret
weapon was to ask a lot of questions, but never to ask
a question he did not know the answer to. Asking ques-
tions versus making statements can convey power in a
number of ways.

First of all, it is a respectful way to manage other
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people and their views. Even when you believe you
know the right course of action to take, asking others
for their views and perspectives rather than just telling
people your plan can be empowering without dimin-
ishing your position in the organization. Your questions
can both show your desire to confirm what you believe
and collect the perspectives of others. A question also
can allow you to provide guidance in a subtle but ef-
fective way. For example, you could say, “I believe this
software module needs to satisfy requirements a, b, and
c. Do you agree, or have I overlooked anything? I’d re-
ally like your opinion.”

The questions you pose in a discussion also can im-
prove a conversation’s efficiency and effectiveness. This
approach allows your answer to inform and steer the
group toward a good conclusion. Alternatively, if new
information surfaces, it allows you to propose appro-
priate actions with updated facts. This is especially true
for leading agile meetings, where encouraging total
transparency while providing guidance to the team is
necessary for a ScrumMaster. Both of these potential
outcomes can improve or affirm your positional power
in the organization by enabling your influence with facts
while actively including the team’s feedback.

Content and Context

Of course, having a great deal of focus on your voice,
posture, and the mix of questions and statements you
make will not enhance your personal power if what you
are communicating doesn’t connect to the listener.

You have to do your homework. Make sure you have
your facts straight, and if your data is limited to a cer-
tain business area or applications suite, make that clear
during your discussion with the team. You don’t want to
be dismissed because you have been perceived as making
a generalization that undermines your message.

Also ensure you understand the technical capability
of the people you are addressing. If you aren’t certain,
confirm their level of expertise. Avoid the use of jargon
and acronyms, and explain terms so your communica-
tion is effective to practitioners as well as nontechnical
managers. Although it may seem to enhance your power,
getting too technical to show off your capabilities actu-
ally diminishes your perceived power in the long run.

Tailor your conversation to the organizational level
of the person you are addressing. In most organizations
there are three different vocabularies you need to be
aware of.

1. Operational: People at the operational level are inter-

ested in process steps, coding standards, and meetings
that assist them in what they are supposed to do on a
daily basis. People who will respond best to operational
language are programmers, business analysts, testers,
user interface designers, authors of user documentation,
and others who are regularly producing technical deliv-
erables. Communication to operational staff members

should focus on these items and employ the terminology
used by the teams who are directly working with these
technical components.

2. Tactical: People who spend the majority of their time
operating at the tactical level are interested in under-
standing the business and technical trends that impact
their departments. They are concerned with how to re-
spond to the demands placed on their technical teams.
Managing budgets is also in the realm of tactical man-
agers, as is the estimation process to ensure technical de-
liverables are produced within cost and schedule guide-
lines. As a result, communicating with people who have
a tactical focus should emphasize things such as training
elements, overall business needs, forecasts of demands,
and the costs associated with technical proposals.

3. Strategic: Architecture elements, new technologies that
could be considered over time, and ways to respond to
marketing trends or government regulation are topics
that are of interest to strategic senior leaders. The vo-
cabulary of strategic management includes return on
investment, corporate values, customer satisfaction, and
key performance indicators.

What Do | Do Next?

The key to ensuring you use your power effectively
is to align your terms and communication focus to the
right level. For example, talking about code structures
and the format of user documentation to a senior man-
ager who is focusing on customer satisfaction likely will
not be received well. Although good user documentation
is a piece of overall customer satisfaction, it is very un-
likely that the documentation format is an area of pri-
mary interest to a strategic level manager. The presence
of documentation, the right functionality, agile respon-
siveness to a rapidly changing business, and skills short-
ages overshadow the detail of documentation structures.

In Summary

Your position in an organization constitutes a small
part of the power you yield in your organization. Fo-
cusing on your voice, the way you present and explore
facts, your posture and proximity to your conversation
partner, using appropriate eye contact, and the vocab-
ulary you use to present your information do more to
reflect your power than your position on the corporate
organization chart. {end}
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n traditional software development, the team follows

a project management lifecycle whether it is waterfall,

agile, or a ombination of both. Following a process helps

to reduce the risk so the final product is delivered on time
and within budget. By establishing a change management pro-
cess and configuration management organization, you’ll have a
better chance at achieving project success.

This has been true of typical desktop software devel-
opment, but our industry is rapidly changing to just-
in-time application updates to the cloud. Cloud-based
project management imposes a new set of assumptions
and constraints. As a result, there are risks and pitfalls
that you'll want to avoid.

Project Management Tools Supporting
Cloud Computing

With cloud development, software applications are
developed and managed in a virtual space known as the
cloud. Cloud development represents a new consump-
tion model where the software is accessed by a user
through a web browser instead of the software being
installed and executed on a user’s computer. This is a
different model from desktop, tablet, or phone apps that
utilize cloud-based services primarily to exchange data.

Technology companies such as Google, Amazon, and
Microsoft are competing to provide their own cloud-
based service offerings. As a result of this evolving
trend, tools that manage these software projects are
now becoming part of cloud solutions offering various
project portfolio management (PPM) capabilities.

This leads to the question of whether technology or-
ganizations are prepared for the cloud. Do they have
better process management to perform the transition
from traditional software development and are IT teams
ready for the transition?

Having a well-defined and sophisticated cloud-centric
PPM will help the client manage and deliver cloud de-
velopment. A PPM toolkit stored in the cloud will en-
able all the stakeholders to access the relevant data in
real time. Online tool access enables the project to begin
quickly with reduced cost during the project lifecycle.

A robust PPM can enable better standardization and
continuous improvement of a centrally-located PPM
toolkit’s services within an enterprise project manage-
ment office. As a result, any changes or updates can be
made available to consumers in an efficient manner. This
online deployment capability gives the project manager
a much more efficient delivery mechanism. This also in-
troduces widespread customer risk if deployment doesn't
go as expected.

Redefining Project Management Roles

Adapting traditional project management may not
be the right solution for cloud-based software develop-
ment, as it involves components that require both tradi-
tional and agile methodologies.

A cloud project can encounter several challenges:

¢ Obtaining security buy-in from the program leadership
team to implement the cloud

e Implementing and establishing a proper governance
process to manage data security in the cloud environ-
ment

e Adhering to vendor protocols so the infrastructure is
implemented according to the guidelines and require-
ments

¢ Business continuity planning to avoid any failover sur-
prises.

e Assessing proper risks and determining return on invest-
ment to cloud sponsors

How the Cloud Benefits Project
Management

The benefits of having more effective PPM through
cloud computing depends on the capability of organi-
zations to centralize and manage cloud projects that
are accessible from a centralized location. By using the
cloud, project managers can perform daily functions in
the central repository available to all stakeholders. This
will significantly reduce the overall time to execute the
project management activities.

Agile Methodologies for the Cloud

Not unlike agile methodology used for software
product development, each component of a product
under development has to be tested and validated in
cycles thoroughly until the final product is ready for de-
livery.

In a rapid-development agile process, customers may
have to compromise on certain features that are deemed
less important to ensure a timely project completion.
Failure to attempt to include every scope, whether im-
portant or not, can then cause unnecessary risk of addi-
tional cost overrun and can also delay the delivery of the
product to the end customer. Figure 1 shows how these
processes relate for cloud-based development.

Iterative Process —

Agile Technique

. Deployment

Iterative Process —
Agile Technique

Iterative Process —

Agile Technique &
‘ ‘Testing
@c.cciton

Iterative Process —
Agile Technique

Iterative Process — . .
" N Analysis
Agile Technique

fhitiation

1 Initiation 1 Analysis 1 Execution 1 Testing 1 Deployment
Figure 1: Project management for cloud-based development
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For cloud-based solutions, the following project man-
agement processes could be implemented to manage
better software development as phases.

Identification phase: Engaging the right team and
identifying the right team members are critical to the
success of cloud development. Similarly, onboarding a
technologically savvy project manager is crucial; a non-
technical project manager might not be able to identify
a risk at the early stage due to a lack of technical under-
standing.

Scope definition: It is important to break up the
scope into several iterations based on the components
migrated to the cloud. This includes identification of in-
frastructure and software application that will be mi-
grated to the cloud.

Analysis phase: This process has to be iterative and is
critical for cloud development. During this phase, iden-
tification and design of data security methods and the
creation of a comprehensive plan to migrate data to the
cloud need to be agreed upon for successful cloud devel-
opment.

Early mitigation of these issues is vital and involves
the following steps:

1. Identify the cloud infrastructure risk and address any se-

curity constraints.

2. Implement a data security standard and obtain buy-in
from project sponsors to ensure they are aware of the
components that will be part of the cloud versus custom
development.

3. Implement data encryption with strong security fea-
tures.

4. Update security policies and safeguards so that no pri-
vate data is ever shared.

5. Determine data to be available on demand in the cloud
such as those data elements displayed in the form of a
summary dashboard and what should be kept in its da-
tabase infrastructure.

Build phase: Similar to the analysis phase, build de-
velopment should be iterative, with the project manager
closely monitoring the progress of the development and
identifying any early warning of risks to communicate
to the stakeholders. The project manager needs to be
more vocal, interacting with the technical team to en-
sure that the proper solution is designed and crafted for
cloud development.

Execution phase: This phase is critical for cloud
development due to the fact that code may be in con-
stant change until this phase is completed and ready for
testing. Agile techniques and the traditional follow-up
process should ensure that entry and exit criteria within
release management are met for the final product de-
livery.

Testing phase: Performing automated testing instead
of manual testing is better for the final success of the
cloud development. Using agile techniques, the cloud

development can be validated to be ready for final inte-
grated testing. Utilizing a niche tool to support the au-
tomated testing can ease some of the testing challenges
and other dependent risks.

Deployment phase: This is the final handshake on the
long-awaited product that will be showcased to the cus-
tomer during the go-live process. The cloud-based devel-
opment needs to incorporate configuration management
and release management processes so that the product is
deployed into production seamlessly.

These processes may have their own challenges spe-
cific to each client and, as a result, each process can be
used to fit specific client needs.

Cloud development is still in the premature stage, and
it has its pros and cons that need to be clearly looked
into before implementing the cloud development pro-
cess, as seen in table 1.

Table 1: Pros and cons of cloud development

Managing Risks
Risk management plays a vital role in ensuring
proper risk governance identifies issues early and to sub-
sequently mitigate those issues. There are several risks
that need to be closely monitored and controlled to
avoid project failure:
e Risk in determining a private or public cloud to host the
service
e Availability of data in the cloud
e Scalability of the application on the cloud
e Infrastructure compatibility to support across the plat-
form in the cloud environment
e Upgrade capability to support new technology trends in
the cloud environment
e Lack of technical know-how to configure both private
and public clouds
® Availability of large storage space to manage the inte-
gration with other applications
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Managing Support and Maintenance

The support model and the development maintenance
plan need to be identified before the product can be
rolled out to end-users. Following the implementation,
support and maintenance will need to be provided based
on the capabilities of the hosted service. You can de-
crease the risk by using staff with cloud software devel-
opment and deployment skills.

Conclusion

It is recommended to use a comprehensive project
management approach that addresses a wide number
of risks and issues, and can position your team for suc-
cessful cloud software development and deployment.
Early adoption of cloud project management techniques
can benefit project portfolio management toolkit stan-
dardization with greater program transparency to your
team and stakeholders. The benefit of adopting suc-
cessful internal procedures unique to cloud-based envi-
ronments should result in effortless deployments with
the goal to achieve a happy customer experience. {end}
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everal years ago, I worked on a test project that had

a strategy of verification and validation based on the

risks of the system, with specific plans to use models,

test attacks, math, requirements checking, inspection,
and analysis during a traditional lifecycle development model.
It was costly, but then the system involved millions of dollars
and even risk to life. As a result, I took it upon myself to learn
everything I could about testing, standards, policies, strategies,
plans, and doing the actual validation work.

Some of the quality decisions made by the team were per-
plexing. In one case, the testers found errors in the code, which
development said would never happen. A decision was made
to not correct the errors. On the third use of the system, one of
those errors almost caused the system to crash. The customer
was not happy with the developers, and everyone, including
the test staff, revisited all the bugs that had been dismissed pre-
viously. The team took a “break it” strategy to find new errors
before the customer did.

The test group’s renewed focus on test basis and risk mitiga-
tion strategy, including multi-prong test approaches, verifica-
tion, and validation, became quite successful as it continued to
evolve over many years of the product’s use and maintenance.

What does test basis, strategy, and having multiple ap-
proaches to testing mean? How can any project or tester use
test basis and strategy to improve testing?

The Ten-Thousand-Foot View: Strategy and
Basis

For starters, consider these definitions:

Strategy: The art of devising or employing plans or strata-
gems toward a goal

Test strategy: Part of the test plan that describes the ap-
proach to testing for a specific test project or test subprocess

Test basis: Bodies of knowledge used to drive test planning
and design, including techniques and test cases leading to de-
tailed test plans

Project test strategies are the starting point to define the test
plans. Test strategies and plans can be governed by organiza-
tional test strategies and policies, including regulations and
standards. Test strategies are usually defined at a high level (the
ten-thousand-foot view) and lead to test plans that are much
more detailed (the thousand-foot level). ISO29119-1 mandates
that strategies include the test practices used, the test subpro-
cesses to be implemented, the retesting and regression testing
to be employed, the test design techniques and corresponding
test completion criteria to be used, test data, test environment
and testing tool requirements, and expectations for test deliv-
erables. [1]

Test strategies are typically documented as part of the
overall test plan.

Defining the Test Strategy

I find test groups use two common strategies, and both may
be used together. Testers use them and the supporting test basis
and concepts on a consistent basis as if they were the only vi-
able approaches to perform testing. This results in limitations

of test thinking, including missed errors, expensive testing, and
testing that takes longer than stakeholders wish it to take.

The first common strategy is verification checking of code
to the written requirements.

While this is necessary for many projects from a legal-con-
tractual perspective, by itself it is not sufficient as a complete
strategy for testing. In the safety-critical world, for example,
verification of the product being developed to written require-
ments is mandated.

The second most common strategy is done in combination
with verification checking by trying to break the software. This
second strategy drives plans that define approaches such as ad
hoc testing, exploratory testing, or even error guessing. This
combination forms a reasonable test strategy for many organi-
zations and can be successful.

IsThat All There Is to aTest Strategy?

From my experience, testers don’t consider academic dis-
cussions of test concepts, such as test schools or knowledge
certifications, relevant to their work. [2] Instead, they want to
simply test better. Better can be defined as testing that takes less
time, uses less money, or provides more information that stake-
holders will value. Testers are looking for something different,
yet they keep trying the same two strategies over and over. Ein-
stein’s definition of insanity was doing the same thing over and
over and expecting a different outcome.

Are Testers Insane?

Figure 1 shows how test strategy and test basis form the
supporting spokes for improving test plans that lead to im-
proved test designs.

Each of these approaches are some different examples of
test strategies and test basis that you may wish to consider to
improve your testing.

Modelbased

Requirements checking-

Strategy/
Test Basis

Math-based

(traditiona

or agile)

Test plan Test design

Figure 1: Test strategies and test basis support test plans
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These approaches are described below:

Risk-based testing: Testing in which the management,
selection, prioritization, and use of testing activities and
resources are consciously based on corresponding types
and levels of analyzed risk. [2]
Model-based testing: Formal models (not mental
models) are used to drive test activities, such as to
manage, design, implement, execute, or report testing
Agile lifecycle: These are software development methods
in which requirements and implementations evolve, per-
formed by cross-disciplined, self-organized, and collab-
orative teams. In agile, however, testing is typically prac-
ticed by the whole team throughout the project lifecycle.
Traditional lifecycle: This is typically a sequential de-
velopment process in which activities progress steadily
through the phases of proposal, initiation, requirements
analysis, design, implementation, testing, production,
operations, and maintenance. In traditional lifecycles,
testing is often performed by a specialized, independent
group near the end of a project lifecycle, usually after
integration takes place.

Experience-based: Testing in which the tester’s knowl-
edge, skill, and historic practice are used to plan, de-
sign, implement, learn, and report testing status. Many
testers employ some aspect of experience-based testing,
although some use it more extensively. Supporting con-
cepts include error guessing, ad hoc testing, and explor-
atory testing.

Requirements checking: Testing in which the require-
ments or other software artifacts are used to verify that
the code satisfies these requirements and artifacts. There
is often a legal reason to show that contractual require-
ments are met and to demonstrate compliance with stan-
dards or regulatory specifications. Finally, the checking
tests are performed and documented in written, scripted
test procedures and reports.

Attack-based: The tester attempts to find errors by using
patterns (also known as attacks) to break the software.
This strategy is closely related to experience-based
testing and often includes aspects of risk-based testing.
Next to verification checking and experience-based
testing, it is likely the most practiced strategy.
Mathematics-based: Testing in which tests are planned,
designed, implemented, and analyzed based on math-
ematical concepts and techniques. These tests include
statistical, design of experiments, formal proofs, combi-
natorial, random, fuzzing, and domain (set theory such
as equivalence classes and boundary value analysis).
Validation: Testing in which testers try to show that the
development efforts have created the right product that
meets user and customer needs. Products being validated
can include operational concepts, requirements, design,
models, and implementations, as any of these can have
errors. Assessing the validity of a product or artifact of
development can be very difficult and subjective. Many
projects avoid this strategy.

Comprehensive project test strategies will combine several
of these strategies. You may incorporate other strategies not in
this list that are specific to your situation.

Selecting the Best Strategy

There is no single best starting point for developing a test
strategy except to consider a project at a point in time. A tester
must be agile even when performing traditional testing to select
a good mix of strategies to enter into a plan. Further, once a
strategy and test plan have been defined, testers should expect
them to change—although detailed plans will likely change
more than test strategies.

Consider a checklist I use for test strategy selection:

1. Focus on context. Context will include things such as
cost, schedule, product nature, organizational policy,
regulations and standard, test team skill set, and cus-
tomer and stakeholder expectations.

2. Consider how strategies can be mixed and matched for
an optimal mix given the context you are focused on.

3. Select those strategies that offer the most effective and
optimized approach for your testing. Some strategies
that result in effective testing may be difficult and time-
consuming to set up and implement.

4. Finally, how does the project development lifecycle of
the product impact the strategy? For example, a new
product will employ a different strategy from one used
for an existing product that requires only maintenance
testing.

Final Recommendations

I approach a test effort by first thinking about what my
strategy and test basis will be. I do not want to be trapped by
thinking there is a single best or most familiar strategy to use.
The strategy and basis will flow into the test plans and then
into the test design and implementation. Incorrectly limiting
strategy and basis can limit my test results, and product success
may suffer. Good testers should balance and optimize the test
strategy and basis going into planning.

Testers should practice more strategic thinking as well as the
bigger picture about testing approaches before jumping into
detailed test plans and test design. When appropriate, incor-
porate strategies for checking and experience-based software
testing as starting points. Testers should work on mastering
when to apply other strategic approaches and bases to both
large and small test efforts. Testers who master the skills of ap-
plying different strategies and bases will find new career doors
opening because they will be able to provide a broader variety
of useful information and quality results to stakeholders. {end}
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Ithough this may sound like a cliché, it’s a fact:

Change is the only constant in today’s technology-

driven economy. The rapid development of various

hardware devices used in the home, in the work-
place, and for personal engagement requires equally rapid and
robust software development to support these devices. Based
on a changing market and customer expectations, the software
needs to be updated in real time. According to a May 2013
report on disruptive technologies from the McKinsey Global
Institute, the number of connected machine-to-machine devices
has increased 300 percent since 2008. [1] As software becomes
more and more embedded into technology, the rate of innova-
tion accelerates.

Our industry is now firmly in what has been called the age
of the customer, when the availability of information and ease
of communications have shifted much of the power from the
seller to the customer. For technology organizations to stay
competitive, they must constantly innovate. Product delivery is
critical to success, and effective execution provides a significant
competitive advantage to become a market leader.

Executives are increasingly elevating the strategic impor-
tance of products as a key foundation to providing business
value. Product delivery is cross-functional, spanning executive
management, sales, marketing, service, support, and opera-
tions in addition to the traditional product management, devel-
opment, quality assurance, and release management functions.

The margins of operation in many areas of business are
tight, with little to no room for error. Maintaining quality and
maximizing return on investment are key business drivers, yet
shorter product development cycles require new manufacturing
technologies and techniques to balance the demands for func-
tionality and robustness. The aggressive timelines for product
delivery bring a set of challenges throughout the supply chain
as product developers face relentless demands for innovation.

This new economic reality means that most companies
across all industries are becoming technology companies. How-
ever, many organizations are having a difficult time keeping up
with the rapidly accelerating pace of change, especially when
their teams are working in silos using outmoded systems.

Obstacles to Efficient Product Delivery

Product delivery is plagued by preventable delays. In a re-

search project conducted by Forrester Consulting on behalf
of Jama, [2] senior business and IT professionals at enterprise
organizations with annual revenues of more than $1 billion
said that “unclear or changing requirements” was the most
common reason for product delays. Delays also result from
misalignment when multiple teams, across functional groups
and spread around the globe, exacerbate communication chal-
lenges. Forrester identified five factors as the major contribu-
tors to product delays:

1. Product teams often lack a clear understanding of cus-
tomer needs. Unclear or changing requirements impact
product delivery. Not being able to get timely feedback
on possible solutions results in delays and wasted time,
effort, and money.

2. Conflicting priorities caused by stakeholder disagree-
ments put product delivery teams in an unfortunate
bind. Lack of clarity about objectives, assumptions, and
possible solutions leads to a lack of focus. In particular,
priorities between “must-have” and “nice-to-have” ac-
tivities can make it appear that there is no priority at all.

3. Effective collaboration spans roles, teams, and geogra-
phies. Modern products are complex, requiring a wide
variety of expertise to deliver successfully. The reality of
the global marketplace means that collocated develop-
ment is rare; globally-distributed teams are increasingly
commonplace.

4. Unnecessary handoffs and delayed decisions reduce
speed and impair quality. Rapid delivery is an increas-
ingly competitive differentiator. Any delay in making
decisions or obtaining feedback needlessly hampers
product delivery.

5. Delivering winning products requires unprecedented
collaboration across diverse roles, spanning the orga-
nization from executives to operations and from mar-
keting to quality assurance.

The Advent of Modern Product Delivery

We’re looking at a paradigm shift in the approach to the
product development cycle that is fully collaborative, with live
data accessible to all teams at all times. The software used here
is the key differentiator and an enabler. There’s an old way and
a new way. We call this transformation modern product de-
livery.

Successful product delivery requires you to implement a
product-centric mentality, focused on the outcome and delivery
of customer value. We also frame this as a victim/victor per-
spective. If you see your company as a victim to disruption and
change, you probably will not succeed. Our customers in tra-
ditional industries saw disruption not as a threat, but as an op-
portunity. They embrace change rather than manage it.

Modern workforces collaborate and communicate across
departments and teams, they understand customer needs, and
they work together throughout the entire process.

The old way of sharing documents via email attachments
and hosting meetings to discuss decisions doesn’t work when
you need to move fast. Decision making needs to happen in
real time with everyone impacted by these decisions informed
immediately, even if they are mobile or work in remote offices.

Table 1 summarizes the features of the old way versus the
new way of approaching product development.

Table 1: Comparison of the old way versus the new way of approaching
product development
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We need to redefine product delivery to stay relevant, stay
innovative, and remain profitable. We are going to need to

change the way we work, find ways to be faster, and manage

complexity to innovate and better understand customers. The

good news is that there are things product design teams can

focus on and start doing to evolve their processes.

1.

2.

Define the why. In addition to defining all the features
and functions, take time to understand, define, and
share the why within your organization. Share why
you prioritized this project and put the other one on
hold. Why do your customers need this feature—what
problem does it solve for them? Most importantly, de-
fine the business outcomes you are hoping to achieve.

Team members want to understand and feel connected
to the outcomes and bigger picture. When they under-
stand, they get excited and are more likely to put in the
extra effort. When people are invested and committed
to the project, they’re less likely to give up. Give your
team the context to make better decisions with less
churn. Sure, you will always have missing information
and numerous questions, but if your product team un-
derstands the why and the outcomes you’ve identified
shooting for, they will make much better decisions when
they need to fill in the gaps. When you define the why, it
makes you faster.

Focus on core business value. For every initiative, find
and hold true to the core business value. By core busi-
ness value, I mean the absolute, essential set of deliv-
erables that is necessary to fully realize the idea, and
no more. This may sound like minimal viable product
because that’s associated with the first iteration of a
product. But the problem is that minimal viable product
is often associated with just the features, not the busi-
ness value. What is the core business value the release
offers customers? We want something more meaningful
for our customer than “It was functional.” We want to
provide a better business outcome.

Embrace agile and iterative processes, but approach
development with a strong viewpoint of what success
looks like based on feedback loops—customer inter-
views, value testing, and design reviews. Build with a
strong view of what outcomes the product should de-
liver to your customers.

Product development is all about negotiations and
trade-offs. You start with this beautiful idea of what you
want to build, but the reality of what ultimately comes
out at the end will require decisions and compromise.
If you and your team have a clear understanding of the
core business value of the product, you can cut through
discussions, trust that team members will make the right
decisions, and navigate through the technical complexi-
ties to obtain the business outcomes.

3.

4.

S.

Reuse. When you are ready to start building, look
around and see what you can reuse rather than reinvent.
It is not uncommon for teams within large companies to
recreate the wheel over and over and ultimately restart
projects from scratch. If you can figure out ways to start
sharing and reusing information, you will be faster and
can deal with product complexity.

Different versions of a product often share 80 percent to
95 percent of the same intellectual property. Industry-
leading companies are finding ways to reuse their intel-
lectual property at many levels. Code reuse happened
first, but now we see customers reusing design artifacts,
specifications, test cases, content for data sheets, and
process information.

A customer of ours works with satellites and found that
70 percent of the planning doesn’t change from launch
to launch. They now reuse all the launch manifest infor-
mation, update with any new information they learn,
and improve every time. This frees them up to focus their
energy on the features and services that differentiate
them: the 30 percent that’s customized for each launch.

Similarly, a semiconductor customer decreased cycle
times by creating a library of specifications that dif-
ferent teams developing multivariant product lines
reuse, resulting in eighteen times the efficiency gains.

Review early and often. Reviewing early and often with
a broad set of stakeholders can easily become the fastest
path to dramatic improvements in quality and speed.
Move away from daylong meetings to go over require-
ments line by line. You need to be nimble enough to in-
corporate feedback, get approval, and communicate the
impact of change in real time—switch to lightweight,
iterative reviews to engage your team and stakeholders.

Draw stakeholders in the project lifecycle early, then
transition to value testing, then to design reviews, then
to more formal requirements reviews. The key is to it-
erate and split work into manageable chunks.

Rethink change. Change was a completely different
beast twenty-five years ago when software products were
built using the same traditional methodology we used
to build buildings. New ideas, information, and change
requests came in the form of memos and faxes. We read
about the market and competitors in monthly magazines
and newspapers. Information was slow and infrequent.

Today, there is a constant, never-ending flow of new in-
formation feeding into your product team. The question
is: How can you and your team take advantage of this
flow? How can you disrupt your market by harnessing
feedback loops?
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You need to adopt modern tools that are inherently so-
cial so your team can share and discuss new informa-
tion in the context of their work and in real time. The
user experience matters—today’s workers need easy-
to-use tools that mirror what they use in their personal
lives.

Empower team members to make decisions. Take time
to define clear decision-making responsibilities, but
push decision making as far and wide as possible. Find
ways to make faster decisions than waiting for a bi-
weekly status meeting or change control board.

To ensure that the best decisions are being made, link
people to the work. Good decisions need to consider
context or situational awareness, an understanding
of possible impacts, and a way to receive input from
others.

If you use traceability on your projects, rethink how
you can use that information. Traceability is much
more than making sure you have a test case for every
requirement. Rather, it’s a guide that identifies who is
connected to whom at any point in the project, who is
impacted, and who should be brought together to make
key decisions. It also connects you to the why. It’s a map
that shows you who the people are who best understand
or define the core business value. By providing context,
strong relationships, and understanding of the why,
your teams will be able to react to the new information
more effectively to produce better outcomes.

Going Forward

People are wary of change. Many organizations are still
stuck in the old way of doing things by focusing on a proj-
ect’s tasks while looking for ways to stop or manage change.
Progress can be slow. Most companies still email documents as
attachments, keeping information locked up and hard to find,
and in most organizational cultures, meetings are the forum for
decision making.

To survive, technology companies need to transform busi-
ness by shifting to the new way of working. Embrace change
instead of thinking about how to manage or contain change.
Empower people to make decisions based on the new informa-
tion they receive every day. To make sure your product isn’t
straying from your core business value, bring in stakeholders
and provide context so that everyone understands what they’re
building and why.

Modern product delivery can help you fulfill customer sat-
isfaction and think differently about how you approach the
issue. The bottom line is that product delivery is a business
issue—it cannot live just in the dark caves of the development
world but instead needs to be treated as a strategic priority.

Change is taking place in the enterprise, with customers
transforming their businesses to innovate and out-compete.
You can transform your business by rethinking how you ap-

proach product delivery. If you recognize that product delivery
is a business process, products will not get built faster or better
by throwing more technology resources at the development
and product teams. You need to keep the customer at the fore-
front of every decision, and elevate product delivery as a top
five strategic initiative. At the end of the day, your business
builds value from what your team delivers to market. There is
nothing more important than doing this right. {end}
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How Can | Create Good Definitions?
Conrad Fujimoto
There is a necessity for a common understanding when it comes
to software development. It is vital that everyone—including
stakeholders, business analysts, developers, and quality assur-
ance—communicates properly if we are to efficiently build the
software applications required to meet the needs of our orga-
nizations.

Nowhere is this truer than in the area of requirements. We
know good requirements have certain characteristics; two of
these are that they be clear and unambiguous.

https://well.tc/N72

Internet Explorer Updates Help Attract
Developers and Consumers

Josiah Renaudin

For the longest time, it was almost assumed that you were
viewing your favorite websites on Internet Explorer. Clicking
on that big blue “e” sitting on your taskbar was just a part of
the daily routine. But over time, bigger and better alternatives
arrived.

Firefox and Safari are enjoyed by millions of consumers,
and Google Chrome has just recently overtaken Internet Ex-
plorer as the most-used browser in the United States. Competi-
tors have continued to show initiative to innovate while Mi-
crosoft seemingly rested on its laurels. But a fresh update for
Internet Explorer 11 has patched twenty-five of the browser’s
key vulnerabilities and even added new tools to entice addi-
tional developers.

https://well.tc/NdQ

Applying Emotional Intelligence to Your
Testing

Thomas McCoy

Is software testing an emotional activity? Pm not talking about
encountering code that makes us want to cry, but the range of
emotions we feel when undertaking our role. What “emotional
intelligence” tries to teach us is how to identify and respond to
those emotions in the most productive way.

The concept was popularized by Harvard psychologist and
author Daniel Goleman through his 1995 best-seller, Emo-
tional Intelligence: Why It Can Matter More Than 1Q, which
has much to offer the testing profession. He argues that the
first thing we need to do is listen to our emotions without let-

ting the “amygdala hijack” take control.
https://well.tc/NhN

Successful Performance Testing Begins at
Requirements

Dale Perry

Traditionally, performance testing occurs at or near the end
of a project. Attempting to do all that is required in a perfor-
mance test at the end of the development and functional testing
process rarely, if ever, succeeds.

This approach is based on the idea that a complete system
or application must exist in order to execute a performance
test. While stability of the software is an essential aspect of per-
formance testing, “stability of the software” does not neces-
sarily refer to the entire system.

https://well.tc/N6r

How to Work with Defensive People
Naomi Karten
It’s irritating to work with people who are always defensive.
These are the people who, when things don’t work out as
planned, are quick to blame circumstances, bad luck, or the
people they work with. They take comments seriously, create
excuses for things that have gone wrong, and are skillful at
repackaging their goofs and glitches to avoid being found at
fault. In a sense, they react as if preparing to fend off an attack.
So if a coworker asks a chronically defensive programmer
how he’s doing and the programmer knows he’s way behind,
he might lash out, find fault with the coworker, or point to
problems elsewhere in the project. And he’s likely to stop lis-
tening to anything else the coworker says.

https://well.tc/Nhe

Turning to the Turing Test for Agile

Cameron Philipp-Edmonds

What if there were some kind of a Turing Test for agile teams?
A test that could separate those who are just mechanically fol-
lowing the process and those who are emoting the agile es-
sence?

Just as the Turing Test asks for more than 30 percent of
unbiased participants to unknowingly mistake a computer in-
teraction for one with a human, shouldn’t at least 30 percent of
outsiders be able to look in on an agile team and think they are
profoundly agile?

https://well.tc/Ndr
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Glogster iPad App Gives Learners a Key to
Worldwide Knowledge

The Glogster iPad application gives users a library of top-
quality resources for inspiration, an editing platform for ex-
pression, and the opportunity to collaborate on an interna-
tional scale.

Available worldwide, Glogster’s iPad app answers learners’
questions. Using the app’s sleek interface, learners can be in-
spired by over 8,000 hand-picked glogs and resources covering
eighty topics across nine disciplines. Glogpedia allows users
to instantly interact with any topic through a combination of
text, images, video, audio, and more. A simple button lets users
save glogs to their dashboard ready to be viewed, shared, or
edited using the integrated creation tool.

The app’s enhanced editing function enables users to mix
multimedia from their own files, Glogster’s library of pre-de-
signed graphics, or anywhere around the web courtesy of the
powerful Web picker browser.

Nominating a glog to Glogpedia puts users at the heart of
the library’s content, allowing them to share ideas and exper-
tise with 17 million learners and 1.9 million educators world-
wide as part of the ongoing initiative to expand Glogpedia into
a complete interactive resource.

The app integrates into English, Spanish, and Czech system
languages with more to be added, allowing worldwide users
to consume content in a truly unforgettable way within an on-
going cycle of inspiration, expression, and collaboration.

https://itunes.apple.com/us/app/glogster/id907433564

CodinGame Turns Programming into a Video
Game

CodinGame is launching the first-ever coding platform that
turns programming into a visually stunning online multiplayer
video game.

With CodinGame, all the in-game actions are dictated by
code commands developers write in real-time, allowing coders
to improve their programming skills at each level, while having
lots of fun.

The CodinGame community brings together more than
20,000 developers from 120 different
puzzles can be solved in twenty different programming

countries, and the

languages (Java, Javascript, C/C++, C#, Python...).

Code source sharing and features such as live chat and fo-
rums allow developers to give advice, help other participants,
and comment on their achievements, creating a sense of com-
munity among beginners and professionals.

Players can help Indiana Jones escape a maze filled
with rolling boulders, land the Opportunity rover on Mars,
or help Thor win the battle of Ragnarok. Gaming events
such as “Game of Drones,” or “Skynet Revolution,” plunge
developers into a unique immersive world of fun and excite-
ment, combining the atmosphere of a hackathon with a video
game, and bringing traditional coding to a whole new level.

The CodinGame platform supports a single-player mode
where participants can keep track of their results, as well as a

Product Announcements

multiplayer option. Just like in MMO games (massively multi-
player online games), a large number of gamers can play artifi-
cial intelligence games simultaneously.

An in-game Integrated Development Environment (IDE)
with its useful features such as code completion, coloring,
etc., allows developers to write, test, and compile their code
directly in the browser.

CodinGame organizes online coding contests and multi-
player battles once a month where over 2,000 students as well
as seasoned professionals from around the world come to-
gether. Some of the contests’ sponsors include major companies
like eBay, Nintendo, Sage, Adobe, and Ubisoft.

http://www.codingame.com/cg

Desktop Version of Anti-Malware Program
Gate Scanner Released

A new desktop version of Sasa Software’s enterprise security
software, Gate Scanner, has been released.

The Gate Scanner blocks, scans, and cleans all files and
ensures that data is exchanged within the network in a con-
trolled and secure way. It uses a combination of six anti-virus
programmes, mathematical processes which clean the data, file
conversion, the removal of macros and other embedded ele-
ments, and deep scans of archived material. Encryption and
verification systems allow managers to monitor and verify all
activity.

The three different versions of Gate scanner are tailored to
large or small sized networked or unconnected, stand-alone,
systems. It can also be used on remote laptops or other devices.
Regular updates are provided from a central server and, de-
spite the intensity of the scanning and blocking, system users
are not markedly inconvenienced.

http://www.sasa-software.com

Electric Cloud Launches ElectricFlow to
Accelerate and Automate Software Build,
Test, and Deployment

Electric Cloud has announced the release of ElectricFlow, a
family of Continuous Delivery applications. ElectricFlow, built
on the highly scalable ElectricCommander DevOps process
automation platform, automates build, test, and deployment
activities, eliminating software delivery bottlenecks and pro-
viding real-time visibility. For organizations developing mo-
bile, embedded systems and enterprise web/IT applications, it
makes software delivery repeatable at scale, and as routine as
pushing a button.

ElectricFlow features a new deployment automation ap-
plication called Deploy that automates and standardizes soft-
ware deployments throughout the delivery process. It features a
model-based approach that allows teams to centrally define and
manage application and environment details to reduce delivery
cost, increase quality, and accelerate time-to-market. Built from
the ground up to be mobile ready, Deploy provides an intuitive,
easy-to-use way to manage application deployments.

http://www.electric-cloud.com
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Product Announcements

Electric Cloud Launches ElectricAccelerator
Huddle

Electric Cloud announced ElectricAccelerator Huddle, a free
product that dramatically accelerates software builds and tests
for development teams. Available through public beta, it em-
powers teams to be more agile and productive by tapping un-
used desktop CPU capacity within a peer-to-peer group of de-
velopers to distribute builds and tests, and reduce cycle times.
The result is a highly efficient way of supercharging the “front-
end” of the continuous delivery process.

With Huddle, teams can accelerate builds and tests, for
free, forever, on up to eight local cores—or parallelize and dis-
tribute them across multiple machines up to a limited number
of hours, ensure correct builds through build dependency man-
agement and file system isolation, add new members to the
huddle and increase the available pool of virtual build and test
resources, plug Huddle into an existing environment with no
recoding or reconfiguration, and opt-in or out of a huddle at
any time to control the amount of CPU cycles being shared

http://electric-cloud.com/huddle

VSDC Free Video Editor 2.2.0 Offers New
Possibilities for Animation Experts

Flash-Integro releases VSDC Free Video Editor 2.2.0, ca-
pable video editing software that now allows for creating an
animated object from a set of static images forming a video
sequence. A series of optimization techniques applied to the
frame processing resulted in a notable performance increase in
the new version.

VSDC Free Video Editor already gained a good amount of
popularity because it houses more than a user would expect
from a free tool. Along with special non-linear video editing
and subpixel manipulation with video fragments and pictures,
VSDC also offers decent performance, an extremely intuitive
user interface, and a range of exporting options including one-
click DVD/Blu-ray burning.

Previously, the program allowed for adding video, images,
and audio fragments to the final footage. However, many pro-
fessionals who are experienced in the arts often need custom-
drawn animated objects on the video—rotating logotypes, ani-
mated indicators, or labels and so on.

It is this gap that the new version of VSDC Free Video Ed-
itor fills. Now, a user can prepare a set of static images in any
preferred format, including the native format of the Photoshop
editor, and import the files to the program that compiles them
into an animated object.

Just as in the other objects that the tool supports, anima-
tions are easily configurable. A user can specify the frame dura-
tion, choose key frame settings, and select the position of the
individual image in a frame thereby enabling an animator artist
to save a lot of time.

VSDC Video Editor is absolutely free and is available for
Windows 2000/2003/XP/Vista/7/8.

http://www.videosoftdev.com/free-video-editor

Innotas Announces Partnership with cPrime
to Deliver SAFe Professional Services

Innotas has announced a partnership with cPrime that for
the first time provides users with a complete solution of agile
portfolio management software and professional services. The
cPrime/Innotas partnership enables customers to solve their
enterprise agile scaling challenges with portfolio solutions and
services, including Scaled Agile Framework (SAFe).

Under the partnership, Innotas will provide customers with
Portfolio Management software, dashboards and reporting,
with an Integration Platform to interface with agile work man-
agement software, such as Atlassian’s JIRA. cPrime will offer
process consulting, training, coaching, configuration, adop-
tion, and staff augmentation.

Innotas’ Cloud Agile Portfolio Management solution de-
livers portfolio management across agile projects, providing
executives, PMOs, and program managers with improved vis-
ibility, cost tracking, and resource management.

With the complete Innotas/cPrime agile solution, customers
will benefit from increased visibility and alignment of agile
In addition, the
joint solution helps improve predictability and planning for

projects, with a top down portfolio view.

releases, and increases buy-in at all levels of the organization.
http://www.innotas.com

Quadrant 4 Announces the Launch of Its New
Cloud-Based Media Platform qBLITZ

Quadrant 4 System Corporation announces the launch of its
qBLITZ cloud platform for the media and publishing indus-
tries.

gqBLITZ is a first-of-its kind scalable cloud-based platform
targeting high-traffic digital properties with footprints on web,
mobile, and social. The unique proprietary platform tackles
three key aspects of digital media, including core services
around content authoring, storage, rights, and publishing; au-
dience engagement through social modules; and monetization
tools.

The platform is offered in the form of a PaaS (Platform-
As-A-Service) recurring revenue model coupled with a retainer
model for Professional Services. The platform will be dynamic
and scalable to meet the changing needs of media and pub-
lishing companies so they can achieve higher efficiencies while
improving audience engagement.

http://www.gfor.com
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expert answers to
frequently asked

questions

by Arlen Banksfon

arlen.bankston@lithespeed.com

Scrum or Kanban—Which Is Better?

There is no reason for a fight; the Scrum and kanban agile methodologies can be complementary.
Scrum provides simple rules imposing consistent inspect and adapt iterations and is the most
widely adopted of all agile methodologies. Contrast this with kanban that has few rules: visualize
your workflow, limit your work in process, and continually find ways to optimize cycle time.
Should you choose between them or find ways to combine them?

Role Definitions

Scrum prescribes a product owner to manage demand, a team to manage end-to-end delivery,
and a ScrumMaster to guide the process. This works as long as roles are well understood and ap-
propriately staffed. However, stark differences from existing corporate role definitions can make
adoption difficult.

Scrum emphasizes cross-functional behavior. Making activities parallel and highly collaborative
can improve development speed and quality. For instance, developers often pair with testers and do
testing on their own.

Kanban has no rules about roles at all. Team composition can be dynamic in kanban, but cross-
functional team structures like those in Scrum are often practiced.

Managing Demand and Delivery

Scrum achieves focus through timeboxed sprints, which help teams concentrate and limit multi-
tasking. Unfortunately, this can result in quality tradeoffs and last-minute heroics. Scrum requires
a sprint’s worth of work to be planned in advance, while kanban is made to deal with unplanned
work. It is easy enough to leave buffers in Scrum while establishing simple rules to deal with unex-
pected demand. The timeboxed nature of sprints can help control unwanted tendencies like gold
plating and scope creep.

Kanban, on the other hand, uses explicit limits for how many items are allowed to be in process
at once. These approaches can effectively be used together. For instance, an imbalance in develop-
ment and testing capacity in a Scrum team might be addressed through different work-in-progress
limits for each activity.

Work that flows to different individuals rather than to a team is ideal for kanban, as is work
involving repeatable processes commonly used in maintenance and operations projects. However,
kanban can handle planned work just as well by requiring process and product review sessions.

Kanban uses classes of service to define rules around different types of work, such as defect
resolution versus new development. Measuring these separately can provide more granular delivery
speed information than batch velocity measures in Scrum.

Planning and Requirements Management

The product owner manages scope and requirements in Scrum; kanban leaves the job of priori-
tizing and managing the flow of work to the team as an open-ended proposition. Scrum uses re-
lease and sprint planning meetings to identify scope and goals by bringing teams and stakeholders
together at regularly scheduled intervals. While Scrum’s sprints set a development cadence, releases
are made at the product owner’s request; kanban simply includes them as a final stage in the work-
flow.

Grooming is the process of getting stories ready for the team to accept as work. In Scrum,
preparing a few stories beyond what is likely to fit in a sprint is recommended and can effectively
allow for continuous flow of work. In kanban, grooming is necessary but undefined, as wide varia-
tion in input size can generate unpredictable delivery times.

In Summary

Scrum and kanban are ideal for different situations, but they can be blended to good effect. Let
teams start where they’re most comfortable; then allow flexibility in technique and tool adoption
while maintaining reasonable standards around the capture and sharing of information. {end}
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The Last Word

Are You Done or

Done-Done?

Don't fall victim to the “almost done” optimism prevalent in software

development. Use these techniques to ensure tasks are completed.

by Masha Nehme | masha.nehme@abremod.com

You are in an elevator with your boss and he asks, “Where
are you with your project?” You, scratching your head, guess,
“Oh, around 40 percent compete.” The boss walks away satis-
fied, but you are probably left still scratching your head. While
using a percentage completion metric is widely popular among
project manager practitioners, project management literature
doesn’t usually support this policy for status tracking, and it’s
best avoided. There has to be something better!

Why We Gravitate to Metrics

Everyone likes a number. There’s
no denying that a numeric value is a
nice reporting metric. It can sound
simple, clear, and accurate—even
when it’s not. Bosses prefer numbers
and don’t have time for details and
prefer not to hear about other am-
biguous metrics.

Numbers sell. Percent complete
is a good sell because it creates an il-
lusion of quantitative measurement.
Customers buy into a quick number
much easier than into a prospect of
working together on a product that
best fits their need. Consequently, we tell them what they like
to hear and worry later.

That’s what we’ve got time for. Guessing that your project
is, for example, 40 percent complete takes no time, while any
useful project performance analysis will require more time than
that. When project managers are putting out fires all day long,
there’s no time to properly plan and track project progress.

Everyone does it. Providing a percent complete is right up
there with other “We’ve always done it this way” excuses. If
everyone reports percent complete at your company, you might
feel comfortable doing the same.

We're not ready for anything more sophisticated. You don’t
know what your team is capable of unless you give them an
opportunity. Until then, your developer will estimate the dura-
tion of each activity at exactly the same amount of time you’ve
allocated for it in your project plan—because that’s what you
want to hear.

“There is definitely a prevailing
culture of planning a project
as a progression of tasks as
opposed to focusing

on results.”

What about Reporting Percent Complete?

Define “complete.” Gerry Boston, a project manager with
a software company in Washington, D.C., recalls crossing off
a task as completed after hearing a report that it was done,
only to discover the next day that the developer went back to
working on the task.

When asked about it, the developer said, “Yes, I am done,
but not done-done.” Defining completeness of a given task or
the entire project is a challenge.

You need to be meticulous in your documentation, and you
need to actively involve the team.
Otherwise, your reporting “around
100 percent complete” is just as
meaningless as reporting 40 percent.

You’re almost there (most of
the time). As Frederick Brooks
mentioned in his classic book, The
Mythical Man-Month, coding is “90
percent finished for half of the total
coding time.” [1]

Project managers readily ac-
knowledge that certain project activ-
ities eat up most of the project time
and resources.

This is especially true about ongoing, iterative activities,
such as coding or testing. A percent complete value assigned
to such activities is bound to be arbitrary—and, in most cases,
useless.

What you really need to know is how much of the desired
result has been achieved with all the work, resources, and time
that has been put in. This is also referred to as value.

Complete has nothing to do with done. If a project were
simply composed of a list of activities, then we could just de-
liver the promised hundred lines of code to our customer and
not worry about whether the code actually does anything for
them.

It’s amazing how many project managers get caught up in
task lists (defining, tracking, and crossing tasks off) and forget
about the project’s purpose, which is delivering its final product
and value to customers.
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The Last Word

Yes, There Is an Alternative

One clear alternative to percent complete is earned value
management (EVM). This methodology requires simultane-
ously tracking scope, schedule, and resources. In EVM, a
project is always considered within its context; you never look
at a schedule without considering costs and the volume of work
performed. The focus is on results and solutions as opposed
to mere tasks. EVM does provide numeric values you can re-
port and use in managing a project. Most importantly, EVM
gives you facts you can use to get the project back on track.
For example, you can be within budget but behind in getting
the work done due to some risk event. Alternatively, you can be
hitting milestones as planned while spending twice as much as
you had originally budgeted. Percent complete cannot give you
such a holistic glance at the project.

Why Don't Project Managers Use EVM?

There is definitely a prevailing culture of planning a project
as a progression of tasks as opposed to focusing on results.
Tools we use sometimes further propagate this problem. In
his article “Convincing Project Managers to Use EVM (and
Making No Excuses),” Jose Barato [2] recommends moving
away from a spreadsheet, which many use for project tracking.
General tools like these are not designed to compare planned
and actual values. Microsoft Project and other project manage-
ment software tools, such as Clarity PPM or Open PPM, make
EVM a lot easier to integrate into your daily practice.

Another obstacle keeping project teams from using methods
like EVM is that they appear complex, with too many acro-
nyms and formulas that look intimidating. In reality, there’s
nothing in EVM that a project manager shouldn’t already
know. EVM allows you to compare actual value to planned
value throughout the project cycle.

In quantifying scope, Williams Chirinos of INEXERTUS, a
project management consulting firm, recommends using simply
a binary completion theory. This theory states that something
is either done (you earned “a one”) or not done (you earned
“a zero”). [3] When the deliverable is complete, it gets fac-
tored into the earned value calculations. Don Cox of VPMSI,
a project management consulting agency, also recommends as-
signing additional weights to work packages to indicate high-
priority deliverables, such as those on the critical path. This ap-
proach will help portray an accurate picture of your project’s
performance at any given moment.

How about working with numbers that mean something?
{end}

sricky
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