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A few words about me

e >10 years hands-on software development

« XP practitioner for >2 years

— speaker at XPDay events

— member of ‘Extreme Tuesday Club’
e Believer in agile methods

— the most pragmatic way of obtaining business value from
software projects
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What is XP?

« A low ceremony, high discipline software
development approach that stresses
— the ability to respond to change
— the need for quality
— the separation of business and technical decisions.

e Kent Beck crystallised his ideas into XP in 1996
during the Chrysler C3 project
— XP comes from real-world practical experience

— “l watched what Ward Cunningham did and wrote it
down”
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How I1s XP different?

e 12 practices

— pair programming, test-driven design, continuous
Integration, refactoring, on-site customer, priority driven
planning, small releases, maintainable pace, collective
ownership, simple design, metaphor, coding standards

e 4 values

— communication, courage, simplicity, feedback

« Focus on frequent, collaborative delivery of working
software with business value
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Learning from XP

e The first lessons are older lessons that XP has an
Innovative take on

e The second lessons are newer lessons that teams
come to learn through doing XP
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First lessons

 |nitial estimates are always poor
 Requirements specification is hard

* |Involved customers are happy customers
 The only correct system description is the code
* Project steering levers are scope and time

e Quality is free

 Too much overtime is counter productive

e Learning from mistakes is healthy
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Initial estimates are always poor

e We all know this
e But pretend it isn’t true

« How much contingency do you allow for?
— and how much is used? what is used for?
« XP recognises that estimation improves over time

« And provides a quantitative measure that allows
our planning to improve over time too
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Requirements specification is hard

« Documentation is not understanding

— typical requirements document is 15% complete, 7%
correct

« Requirements change over time - this is good!

e Some requirements have more value than others -
we can capture this

o XP specification is in both natural language and an
assertable acceptance test

o XP customers and developers communicate until
they reach common understanding
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Involved customers are happy customers

Customers have rights and responsibilities too

Involved customers get to exercise their rights by
fulfilling their responsibilities

Involved customers understand that the value they
get from software depends on their input

XP teams do not function properly without an
Involved customer steering the planning

XP customers can only steer the planning by
staying involved
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Only the code describes the system

* So keep it simple and keep it standard
— every line of code is read by 6 people

e Use test code to prove its correctness
— JUnit, CppUnit, VBUnIt, Nunit, ...

« Make sure it always compiles
— CruiseControl, Maven, Gump, ...

« XP developers know that working code is the most
Important artifact they have to deliver

— and invest in automation tools accordingly
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Steering levers are scope and time

* Project team size is not really a steering lever
e Quality is free
— If you build it in from the start

* |In XP, fixed-time increments mean that all there is
left to worry about is scope

e And scope decisions are made by the customer
through prioritisation
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Too much overtime Is counter productive

e Spot the difference
— 40-45 hours = 5 hours
— 45-50 hours = 5 hours
* Tiredness breeds forgetfulness, passivity and short
tempers
— IS this useful in a software development team?

e Overtime Is the symptom of something wrong, not
the solution
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Learning from mistakes is healthy

« As babies we learn to walk by falling over
But as adults we are discouraged from doing this

XP encourages exploration
— make small steps, only make small mistakes
— recognise mistakes and learn from them

Feedback is the key

— what are we trying to achieve? how did we get here?
where are we going?

Retrospectives can help enormously
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Second lessons

e Software can be made to be soft, not brittle

e Growing a small system into a big system is easier
than writing a big system in one go

« All of us are smarter than any of us

e Talking to people is more effective than writing
documents for them to read

* Less people can achieve more
« A good coach makes a big difference
e You really aren’t going to need it
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Software can be made to be soft

o Typically the cost of change increases over time

e This Iis what happens when software becomes
brittle

« But software can be soft
— make it work, then make it work right
— always keep it simple
« Soft software has a low cost of change
e Refactoring is a key skill for XP developers
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Grow a small system into a big system

 |f software is soft then we can grow our system

We don’t have to do big design up front

— “Inside every big, complex design is a small, simple
design desperate to escape”

We don’t have to imagine all eventualities
This is liberating and powerful
XP teams deliver big systems in small pieces

© ThoughtWorks, Inc.® 2002




All of us are smarter than any of us

 |s a single architect smarter than 4 developers
working together to solve the same problem?

e Asking the team to contribute allows them to
contribute

e You may be surprised by what happens

o XP teams share knowledge, bounce ideas off each
other, and perform collectively at a level closer to
that of the most experienced person
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Talk to people, don’t write documents

Conversation is an information rich medium
Conversations are not scripted
Conversations incorporate body language
Conversations take less time to have
Conversation precedes collaboration

NB: conversations require people to be near each
other
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Less people can achieve more

« Allow developers to be creative and their passion
will push productivity up
— “the best project | ever worked on”

« A gelled XP team with an on-site customer will
deliver more, better software faster
— less process overhead
— more direction
— more interaction

© ThoughtWorks, Inc.® 2002




A good coach makes a big difference

e EXxecutives have coaches, why not developers?
e Transition to XP is hard
— the discipline required is often not natural

e XP coaches are In the team but not on it
— guide, teacher, change agent, conscience
— their deliverable is the team itself
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You really aren’t going to need it

° Worry about tomorrow when tomorrow comes
— design and code for today

e 25-40% of features are never used

e Horses have blinkers to keep them on a straight
line
— developers often need them too

e Staying focussed on a subset of the system
clarifies progress and prevents FUD
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Q&A
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