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Introduction

Sr. Management Consultant ATSC (formerly Number Six Software)
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Demystifying Agile Myths

Working software over comprehensive documentation means you can skip
requirements

Nonsense. The human brain cannot possibly remember EVERYTHING

Models and documentation artifacts are critical in understanding aspects of the system to
be built. It's the level of detail that makes it Agile

Favor individuals & interactions over process and t ools means skipping
modeling and traceability because you can always talk about it
This doesn’t mean you don'’t use tools — but it doesn’t mean you need the most expensive

Tools enhance speed. Imagine estimating the work effort of a change if you had to
manually go through code you didn’t write?

Responding to change over following a plan means we don’t need a plan
Ever have a customer who never changes their mind? Change happens. Get used to it

That doesn’'t mean a formal review board pushing paper to be signed off. You will probably
want to know how often something changes to predict the future. Models help this.
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What's a Model?

Are we all speaking about the same thing?
A model has different meanings to different recipients.

Definition: A Model is a abstraction depicted in a visual format in one or more diagrams or
text that is clear, concise, valuable, and understandable to it's intended audience.

Formal Models
Use a specific notation: Booch, UML, BPEL, IDEF, BPMN, OPM, CDL, Flow-chart, etc.
Typically captured using complex tools

Informal Models
Pictures drawn on paper, a white board, CRC cards, or simple tools like Visio

Basically, if you can draw it — it's a model

* AC22
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Developer: “Code Is Everything We Need “

The truth is you need a little of both - Code and Modeling
answer is to have the right level of one with the other
There is no cut/dry principle. It isn’t one vs. the other

Agile Modelers agree that code is more important
That doesn’t mean don’t do models — just what makes sense

Keep in mind, many good modelers are also developers but not all developers are
modelers
Guideline: When it makes sense to keep most of it in the code

a class has several operations with dozens of parameters. Your task: Add/modify a couple
of them

Leave the majority in the code.
Create a specialized class diagram — such as a VOPC — showing ONLY your changes
Only show the operations (without signatures) you care about
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Developer: “It's Too Much to Maintain®

This is when you ask the gquestion: “Do | have too many models?”
Agile models, that are actually kept, represent a small percentage of the entire effort
If maintaining a small number of diagrams is too painful, then either:
the team is lazy (Doubtful)
there is too much detail (More Likely)
Perhaps this is a sign that design model needs refactoring

Guideline: When it makes sense to maintain a model
Models that need to last longer than the project life

Models that will be referenced many times
When the cost of NOT maintaining it makes it's value worthless

When NOT having that model slows down progress

Geographically Disbursed Teams (not co-located)
Here is where models -- such as Architectural models -- help that divide
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Developer: “Just Reverse-Engineer What You Need”

Ever try to reverse-engineer an existing Software application using tools?
What gets shown on the diagram is a jumbled mess.
You'll most likely spend more time cleaning up the diagram than you will actually using it
Another reason why you need to keep some models
Agile models are not just models of Software Code
They include data models as well

Network topography, customized deployment diagrams — all of these are used for
reference

Configuration Managers rely upon deployment models to deploy software to
customers

* AC22
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What Should You Keep?

Model Fishing: Keepers & Throwbacks

some communication diagrams

some context diagrams

Throwbacks might last a few iterations
Persistent models are those you intend to keep

Architecture Models

High Visibility Activity steps

Complex Business Rules depicted as Activity
Diagrams or Process Flows
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Why Bother Modeling?

Models are an abstraction of a problem — just at different levels
A picture really does tell a thousand words

Primary purpose is to communicate to a wide variety of audiences

Sr. Management, non-technical customers, highly technical engineers, or RSDC session
attendees!

Helps you think through a problem or formulate new concepts

Enhances collaboration within the team
Write your tests first and often - based upon a model
As the model changes, so does the associated activities — find test cases

Clarification

avoids scenarios where developers/testers and analysts blame each other over lack of
detail in a set of requirements because they missed something in their code

To create a robust Software Architecture

* AC22
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How many Models are Needed?

UML 2.x has 13 different type of diagrams, organized by model categories, Tools
add even more tool-specific diagrams. Do we need them all?

The actual number of possible types diagrams is much higher when you add in specialized
profiles

You will need more than one model
Each model only expresses one point of view. There are no totally inclusive models
You only need what makes sense for the Agile project. At least 1 but less than 13

Enough to support the effort
Context models if you need a big picture
Activity diagrams to express dynamic logic — including rules
Class models to show design or domains — but only if necessary
Package & Component models to show layering and organization, mechanisms
Subsystem models to show key interfaces

* AC22 11
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Agile Model Characteristics

Enough for the Intended Audience

Don’t dumb it down if your audience is technical. Use technical terms on your model to
increase it's value

Good enough to get the point across

Doesn’'t have to be exact. If your Garmin GPS is missing a new subdivision, would you
throw it away? No. You would note the discrepancy and decide what to do.

Detailed enough — but not TOO detailed

To meet your Audience’s needs for communication. Not to specify every nuance of the
model notation

Clean enough — easily understood
Don’'t have a bunch of lines crossing each other making it hard to follow
Add enough complexity but not make it complex
Use logical organization techniques, and apply a consistent style

* AC22
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Agile Model Characteristics

Barely good enough — until it hurts
Model with a purpose, not because a defined prescriptive process says you have to
Key is to put just enough detail for your audience to get your point. No more, no less

Reliable enough

100% traceability is not a requirement unless your organization deems this necessary —
and even then you don’t need 100% accuracy

However, some traceability is more important than level of detail

Classic example might be use-case refactoring due to size — splitting a use case into two —
after the activity diagram was created. Steps and behavior don't really change — just
moved somewhere else

Persistent enough
Not all models will be kept — nor should they.

Significant models you intend to keep should have sufficient detail and accuracy within it
that is maintained over time. Not doing this makes the models worthless

* AC22
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Agile Model Characteristics

Simple enough
This doesn’t mean less complex. It means — “Can | understand what is being conveyed?”

Model Notations all have several elements that can be displayed, stereotypes,
decorations, symbols, optional text, etc. You don’t need them all

This doesn’t mean you can break the notation syntax

If a UML interface specification says you can’t have attributes — DON'T PUT THEM IN
because you feel it “extends” the model. Keep to the notation semantics.

Has enough value
Models are not a checkbox to tick off. They must add value or they're not worth doing

There is a cost with creating a model in time and resources. Therefore the cost of creating
the model (including model maintenance) must be equal to or outweigh any benefits of
using it in the future by the Agile teams

Bottom Line
Model when it's faster/better than words
This is WAY more efficient that writing scrolls

* AC22 14
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Right Level of Modeling

Obviously “right” is
subjective term to the team,
environment, and project

Consider the use case
approach

50 page document or 7 page
model? — which adds value?

This model shows
preconditions, actor, flow, and
inclusions.

Which can be coded faster?

Models stimulate
conversation with the
Customer (XP) or Product
Owner (Scrum)

* AC22
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Right Level of Modeling

Understanding how a
business works is sometimes
necessary to understand a
problem

This is especially true for
green-field development

However, don’t model the
entire business domain — just
what you need

AC22



Sometimes overviews are necessary
to understand the big picture

Exact details aren’t necessary in
order to convey results

It merely requires the right level of
abstraction



Agile modeling efforts usually
don’t start in a tool

Whiteboards, Paper are perfectly
acceptable

The emphasis is to describe
visually an idea so that
conversation can begin

Sample Depicted by Ali D. Ali— ATSC



Right Level of Modeling

Model when it’s
faster than writing
text

Original text was too
confusing. It needed
a model to be
explained



Agile teams are already small by definition. Why not extend that metaphor to:
Less models than traditionally done
Shorter modeling sessions  this is a great feedback loop mechanism

Unless the creative juices are REALLY flowing (and the TEAM agrees), try to keep the
modeling sessions to 60 minutes or less

Adopt Pair Programming techniques — call it “Pair Modeling”

Recognize that not everyone is a modeler. Staff your team with a pair of ringers

These ringers don’t have to be excellent at everything but they must be good at multiple
things

Single skilled modelers tend to focus on their model rather than the ultimate goal of
creating software

This is why developers who understand software make better modelers than non-technical
analysts who have never written code — though that’s not always the case



Listen to your Customer or Product Owner
Don’t take the stance that you know better their job

Don’t let arrogance get in the way of a solution. Sometimes power users have a solution in
mind.

That doesn’'t mean they are imposing a design

In most cases, they are trying to use jargon words because they think that’s how to
communicate with you

More often, they are expressing a desire flow — but from a limited technology
perspective. That doesn’t mean you can’t use Spring, Struts, or Ruby on Rails

Have a Dedicated Area to model, test, and develop
Resource it with Whiteboards, a projector — and coffee!

Dump all radios, iPods, - even the phones. People who are tuned out won't talk to each
other

Schedule time breaks for email, phone mail
Remember, dedicated teams should be focused on one goal — software production



Recognize that producing software must be the Modeler’s Primary Goal

Secondary goals would be to prepare for the next iteration/sprint/release
This is where the critical decision of what models to keep come in.
If you keep it, you'll have to maintain it. It's rare that new releases of software are never
done after the initial release
Create several models in parallel
Remember, no single model tells all. This is not a sequential thing.
Consider developing a UC Model, Activity diagrams at the same time
Consider developing class diagrams and sequence diagrams at the same time

Create your models as a group session

Nothing makes a better model that a group of domain & technical experts all working on it
at the same time

This enforces team ownership which is critical to quality models



Sometimes it's more important to go through the modeling exercise than it is to
actually have (and keep) the models produced

Keep in mind that Models foster more communication which is ideal
Keep it Simple — the approach as well as the models
Make it fun

This isn’t a tetanus shot

Modeling on low-tech devices like a whiteboard is stimulating for some, for others it’s cool
to use a tool. Who says you can’'t do both?

Don’t think it's perfect
Agile models aren’t supposed to be
When you first start them, it'll almost immediately change



Agile Model Diagrams to Consider

Diagram Why Throwback or Keeper?

State Chart When you need to monitor status of an object

Collaboration | Shows cohesion between objects Depends

Package Architectural Layering — associating Depends
mechanisms (Non-Functional Requirements)

Component Shows major interfaces and dependency on Depends
other components




Highly prescriptive, process heavy organizations
SElI's CMM, CMMI
ISO 9000, 900x
Heavy Six Sigma, or PMI based proccess

In these situations, the trick is to separate the process from the artifact need. Sometimes
this might be mitigated by speaking with the “Process Police” representative to get their
buy-in and acceptance

Large teams, perhaps not co-located
Outsourcing is now a fact. That doesn’t mean you can’t do Agile Models

Now becomes essential to have Architectural models if the distributed teams are each
working on separate components — with specific interfaces

Split the team into smaller teams that ARE co-located
Leverage online collaboration tools, Web Meetings, Video Conferencing

Occasionally, fly a representative from the remote site in. Nothing replaces face to face
communication — especially when it's augmented with tools



This model has common
behavior that will be
factored out

Diagram appeared too
messy

No additional steps will
be added



Here, a UML Note is
used to denote the
portion to be re-factored
later

Behavior has not
changed

No immediate need to
update model now



Visual models on projects enable agility

They can augment or replace existing documentation

Visual models should NOT be considered documentation. That word scares developers
Call it Visual, Technical, or Data Requirements

Don’t have to be explicitly detailed — just good enough to meet their purpose
Can be persisted for re-use purposes or discarded when transient in nature
Facilitates conversation with the Customer/Product Owner

Enables closer team collaboration

Improves software quality through better communication



QUESTIONS
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