USEFUL
TECHNOLOGIES

In the second part of Agile Pragmatically -
Best Practices | dealt with practices which
help us at PosAm to get a grip of the rea-
lity which is often far away from an ideal
situation as described in literatures. | have
shown that access to a domain expert is
often not enough to prepare a prioritised
backlog, and that this takes some time. In
our situation, this stage is called HLD and
its goal is not just the backlog but a sha-
red vision of the solution. From the factual
point of view, we seek to contain related
topics in separate modules using the DDD

(domain-driven design) technique to enable
isolation of any potential changes. In order :

to attain the planned objectives, we make
use of feedback as much as possible in the

form of a ,walking skeleton®, and the Defi-

nition of Done concept. Complexity is not

necessarily being complex in terms of tech-

nology or domain, it may also be induced
by the problem of size such as that of a te-
am, which is the topic to be detailed today.
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AGILE PRAGMATICALLY (PART 3)
SOFTWARE IS NOT WRITTEN BY
NES BUT HUMANS

THE IMPORTANCE OF
PROACTIVE COMMUNICATION
TO KEEP A SHARED GOAL

The bigger the project, the more important
itis tocommunicate. Not only in the begin-

ning, but throughout all of the project's dura-

tion. Not only within a team, but also among
the teams. The ideal size of an agile develop-
ment team is 7 +/- 2 people. Major enterpri-
se projects will exceed this number without
any problems. In such a case, agile work will
not do without a number of teams working in
parallel. We support parallel team work es-
pecially by emphasising the ,,ceremonies*in
the field of planning, mutual communication
and integration - that is where the agile sca-
ling task stepsin.

Scaling is attained by creating a governance
model built on decomposition of delivery in-
to subareas referred to as functional wholes.
A functional whole is under the responsibili-
ty of a respective team led by a team leader
who assumes the accountability as an owner
of the area.

What has proven itself good at PosAm is a te-
am core model, the cores consisting of team
leaders who have defined HLD in liaison with
the solution architects, and continue to be
responsible for maintaining interdependen-
cies at sub-area interfaces (API contracts,
technological pre-conditions etc.).

The communication among team leaders
must not be limited to the preparatory stage
only, but needs to be supported in the cour-
se of implementation sprints or scheduled

releases. Teams are required to share infor-
mation concerning changes in order to be
able to accommodate to these changes and
understand their impacts.

Anideal place to make such arrangements is
arelease planning meeting before launching
anew system release, which may be as short
as a couple of hours but as long as a couple

of days too (in the case we are preparing a
sequential release from scratch or a major
change with a scope of 2-3 team-months for
alarge existing system). There is no need to
worry about planning being something bad.
Without planning and a reasonable degree of
formalism in fixing agreements, unnecessary
losses may occur in terms of money and ti-
me. This does not mean that the plan will not
change, on the contrary. The greatest signifi-
cance is not in its binding nature but its abi-
lity to communicate goals and their interde-
pendenciesin time.

AGILE ORGANISATIONAL
DESIGN AS ATOOLTO
DELEGATE RESPONSIBILITY

The agile approach also carries with itself

a stronger feeling of ownership. It is not me-
rely about the person of the team leader
(scrum master), who also bears a formal res-
ponsibility for the functional whole, but it is
also about setting up all the team’s motiva-
tion. What the agile techniques give us most
is a higher level of transparency of informa-
tion concerning the status of tasks. This le-
ads to better communication among team
members and faster action when someone
needs help.



PosAm

At PosAm we seek to strengthen team per-
formance also by creating team cores who
work together on projects in a long term.
While this is difficult in the settings of
acompany providing custom development
services, it provides better conditions for
knowledge transfer and supports a mind-set
along the lines of Pink‘s motivational theory
of Autonomy, Mastery and Purpose, the per-
ception of the mission in one‘s work.

CUSTOM SOLUTION

RATHER THAN DEVOPS

FOR AGILE DELIVERY

The projects implemented by PosAm are
mostly accepted by a customer‘s operation
in the end, and we provide a third level of
support. Therefore, we regard the introduc-
tion of DevOps (linking developers and ope-
ration specialists) in the original sense of the
word as pointless. In our projects we consi-
der the Ops to be the administrators of mid-
dleware technology the software solution is
to run on. Formerly, such a specialist would
join a project for a definite period of time
and then leave. Nowadays we strive to make
these specialists multi-occupational and em-
ploy them on a continuous basis especially
in the area of automating deployment and

configuration management. In this way, we
want to achieve the most automated form
of the deployment, monitoring and logging
process. This enhances the team’s solidarity
and cohesion in addressing any technical in-
cidents at the interface between the softwa-
re and the infrastructure. An interesting
effectis a higher level of project activity au-
tomation, streamlined commissioning, and
better monitoring coverage.

TO CONCLUDE...

I do not want to conclude this article by eva-
luating where we at PosAm stand at the mo-
ment in the adoption of agile development.
We have introduced many elements, while our
approach to this topic is pragmatic. We take
what works, but without obliterating the old
well-known truths, being true independently
of any names given to a development mana-
gement method for the time being.
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