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Foreword
by Grady Booch

There’s a delightful irony in the fact that the very book you are holding
in your hands has an agile pair of authors yet requires three times as
many forewords as you’d find in any normal book.

Well, this is not a normal book; rather, it’s a very pragmatic book that is
not only quite approachable, but it is also immediately useful.

I have now personally lived through three generations of method wars.
The era of structured analysis and design methods initially found its
voice in methodoldgists such as Tom DeMarco, Ed Yourdon, Larry
Constantine, Harlan Mills, Michael Jackson, and many others. There is
an essential structured method that one can extract from their collective
experience, but in the midst of that era, there was a veritable cacophony
of competing approaches. The era of object-oriented analysis and.design
methods found its voice in methodologists such as Jim Rumbaugh, Ivar
Jacobson, Peter Coad, Stephen Mellor, Watts Humphrey, myself, and
many others. Here too one can extract some essential best practices
(which is what the Rational Unified Process is all about), but still, that
era was also characterized by dueling methods, each on a path to total
world domination. Now we find ourselves in the post-dot-bomb era, and
a fresh way of building systems has arisen, with individuals such as
Kent Beck, Martin Fowler, Robert Martin, Jim Highsmith, and many
others giving voice to the movement.

/7
I expect that this won’t be the last set of method wars I'll live through.

Actually, it’s a sign of extreme health for our industry that there exists
such a vibrant community of practice dealing with process and the devel-
oper experience. As I often quote from Bjarne Stroustrup, our civilization
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runs on software. Building quality software that has economic value
has been, is, and will remain a hard thing to do, and thus energy spent
on improving processes is energy spent on reducing the friction of soft-
ware development. y

Barry and Rich are in an excellent position to examine the current
method wars from a dispassionate, calculating way. In this book, they
extract the essential practices from the more high-ceremony methods as
well as the more low-ceremony ones. Their day in the life of the devel-
oper is absolutely wonderful in highlighting the differences and similar-
ities among methods in this spectrum of ceremony.

This day in the life work alone is worth the price of this book, but they
then go on to analyze two extended case studies from the real world. As
they explain in the following section, taking a risk-driven approach is a
pragmatic means of reconciling the strengths and weaknesses of disci-
plined and agile methods.

Being a certified bibliophile and a professional geek, I have more shelf
space devoted to books on software methods than any reasonable human
should possess. Balancing Agility and Discipline has a prominent place
in that section of my library, because it has helped me sort through the
noise and smoke of the current method wars.

—Grady Booch
Chief Scientist
IBM Rational Software



Foreword
by Alistair Cockburn

It was brave of Barry Boehm and Rich Turner to ask me to write a fore-
word for their book. They risk that as a founding agilite, I’ll take excep-
tion to their characterization of the agile position.

Actually, I agree with them. They manage to peer through the rhetoric
to uncover the strengths and weaknesses of the agile practices and to
then compare and contrast those with the strengths and weaknesses of
the plan-driven practices. They go further, showing how to borrow from
each when the situation calls for it. This is no small accomplishment.
I commend the authors for having managed it, and for making the result
readable at the same time.

A word I find interesting throughout their discussion is discipline. The
concept of discipline runs its separate way through both the plan-driven
and agile camps. My Crystal Clear methodology is as low on the disci-
pline scale as I can make it. On the other hand, eXtreme Programming
(XP) calls for high levels of discipline, as anyone who has attempted
it can attest. In fact, along with Watts Humphrey’s Personal Software
Process (PSP), I list XP as among the highest-discipline methodologies
I know. So we have both low-discipline and high-discipline examples of
agile approaches, and plan-driven and agile examples of high-discipline
methodologies.

In their thoughtful way, Barry and Rich capture this and inform us that
plan-driven and agile approaches lean on different meanings of the
word discipline:

[TThe term disciplined, whose dictionary definition includes both
“common compliance with established processes” and “self-control,”

xiii



Foreword

is confined to “process compliance” by CMM bureaucrats, and con-
fined to “self-control” by agile free spirits.

They remind us:

If one has strong discipline without agility, the result is bureaucracy
and stagnation. Agility without discipline is the unencumbered en-
thusiasm of a startup company before it has to turn a profit.

That is, both types of discipline are needed, in varying degrees. Part of
the difference between plan-driven and agile approaches comes with
highlighting one or the other meaning of the word discipline. Balancing
your approach is much about balancing the two meanings of the word.
That balancing is one of the things this book describes.

This is an outstanding book on an emotionally complicated topic. I
applaud the authors for the care with which they have handled the subject.

—Alistair Cockburn
President, Humans and
Technology Project Director,
Agile Development Conference



Foreword
by Arthur Pyster

It is hard to argue against being agile and equally hard to disdain having
discipline. The challenge is finding the right mix of agility and discipline.
Many organizations have made great strides in productivity, predictabil-
ity, quality, and cost using CMM-based process improvement—an ap-
proach that fosters disciplined processes. I have helped dozens of
organizations make those strides using the Software CMM, the Systems
Engineering CMM, and most recently, the CMM Integration. When
properly applied, CMM-based process improvement works well. Of
course, I have also seen organizations use the CMM to create stifling
processes. Any tool can be misused.

For the past six years, I have worked at the Federal Aviation Admin-
istration (FAA)—the last four as Deputy Chief Information Officer.
Billions of dollars are invested annually to safely move 700,000,000
passengers throughout U.S. airspace. The systems that manage air traf-
fic share several characteristics that drive the FAA to disciplined exe-
cution of its development processes. Those systems require very high
assurance and long lead times dictated by massive capital investment by
government, airlines, manufacturers, and airports. System requirements
are constrained by international agreements that ensure air traffic con-
trol works uniformly around the world. Air traffic control systems must
be fair to all parties and must be installed while people are seven miles
in the air. Careful long-range planning, stable requirements and archi-
tecture, and detailed documentation are essential to implementing and
deploying such systems.

Nevertheless, processes for building air traffic systems can and do sup-
port aspects of agility. Ten years ago, air traffic control systems were
built with very stilted processes. Today, spiral development, incremental
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development, and incremental deployment are common. Lighter-weight
processes are used early in the life cycle to prototype systems, refine
requirements, and evolve architectures. Stakeholders are involved early
and often to ensure that requirements are valid and human jnterfaces
are effective. I expect the FAA to continue to probe where more agile
processes can reduce cost and speed deployment, while recognizing the
demanding environment in which these systems must operate.

Balancing agility and discipline is essential in any sizable project.
The authors have done a commendable job of identifying five critical
factors—personnel, criticality, size, culture, and dynamism—for creat-
ing the right balance of flexibility and structure. Their thoughtful analy-
sis will help developers who must sort through the agile-discipline
debate, giving them guidance to create the right mix for their projects.

—Arthur Pyster
Deputy Assistant Administrator
for Information Services and
Deputy Chief-Information Officer
'Federal Aviation Administration
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Why We Wrote This Book

In the last few years, two ostensibly conflicting approaches to software
development have competed for hegemony. Agile method supporters
released a manifesto that shifts the focus from traditional plan-driven,
process-based methods to lighter, more adaptive paradigms. Traditional
methods have reasserted the need for strong process discipline and rig-
orous practices. True believers on both sides have raised strident, often
antagonistic, voices.

We wrote this book for the rest of us—those caught in the middle
of the method wars, simply trying to get our projects completed and
accepted within too-tight schedules and budgets. We hope to clarify the
perplexity about the roles of discipline, agility, and process in software
development. We objectively compare and contrast the traditional, plan-
driven approaches to the newer agile approaches and present an overview
of their home grounds, strengths, and weaknesses. We then describe a
risk-based approach to aid in balancing agility and discipline within a
software development project.

We hope that this is a practical book. It is intended to be neither acade-
mic nor exhaustive, but pragmatic. It is based on our own development
experiences, current and past literature, long conversations with propo-
nents of agile and plan-driven approaches, teaching students how to bal-
ance disci})line and agility, and years of observing and measuring
software development in industry, government, and academia. We dis-
cuss the subject matter absent a need to choose sides. Our goal is to help
you gain the understanding and information you need to integrate the
approaches in a manner that best fits your business environment.

True believers
represent software
development
alternatives

This book is for
the rest of us

Our goal is

to help you in
your business
environment
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Who Should Read This Book

The perplexed— This book is for perplexed software and management professionals who

or just curious have heard the buzz about agile methods and want to separate the chaff
from the wheat. Perhaps you have a CMM- or ISO-certified organiza-

tion and want to know if and how agile methods can help you. Or per-

haps some part of your organization has adopted agile methods and you

are unsure of how they should fit in. Fundamentally, if you need to

understand how the latest software development approaches can help

meet business goals, this book is for you.

Software project managers and mid-level executives should read
this book to understand the agile/plan-driven controversy and
learn how best to apply the new approaches in your organizations.
Software developers should read this book to better understand
how your field is evolving and what it means for your career.
Computer science and software engineering students should read
this book to better understand how to make choices about your
own balance of agility and discipline, both in school and at work.
Academicians should read this book to understand some of what
your students are asking about, and how to help them make
informed decisions.

Proponents of both agile and plan-driven methods should read
this book to dispassionately look at your opponent’s ideas.

CIOs and CEOs should read this book to help you understand
what’s going on in the software world and what implications it
may have for your company.

How to Read This Book

Several ways to Most of you are busy people, and “must-read” material attacks you

read the book from all sides, 24/7. Some of you want to quickly assess the material for

xviii
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later reflection. Others want to know how to implement the concepts we
present. For that reason, we’ve tried to make this book easy to read
quickly but with pointers to more in-depth material.

To support the various reading needs, we’ve reused a format success-
fully employed by David Taylor in his outstanding Object Technology:
A Manager’s Guide. The margins contain a “fast track” summary of the
text. We’ve included illustrations for key concepts. We’ve also included
sidebar material that amplifies the text.

In order to meet the needs of the broadest possible audience, we have
written the main text to provide basic information and relegated much of
the technical material to appendices. Because of the authors’ empirical
backgrounds, one appendix covers the latest in empirical studies related
to agility and discipline. The following icons will appear to indicate that
additional material on the current topic is available in the appendices:

X Information on tools and techniques (Appendix D)

BA Empirical material (Appendix E)

If time is short, use the fast track summaries to scan the total content of
the book, stopping to read things you find interesting or particularly
applicable to your needs, and following the icons for specific technical
information. If you find you need even more detailed material, see the
References/section for a list of additional resources.

You can also tailor your reading through chapter selection. Reading the
first and last chapters gives a pretty good idea of the material at a famil-
iarization level. You can read the chapters in any order. Here is a quick
summary:

Margin summaries
for fast track reading

More information
in the appendices

In a hurry? Use the
fast track for a quick
overview

First and last
chapters are key
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Chapter 1 sets the stage for what follows. It introduces the main
points and provides an executive summary of the book.

Chapter 2 compares the agile and plan-driven approaches and pro-
vides insight into the type of projects where each has been most
successful—their home grounds.

Chapter 3 provides an experiential introduction to the approaches
by describing how both a typical and not-so-typical day might be
spent using each approach.

Chapter 4 presents two project case studies that illustrate the limits
of pure agile and pure plan-driven implementations and the benefits
of integrating the approaches.

Chapter 5 describes a risk-based approach for making methodol-
ogy decisions that integrate agile and plan-driven practices, and
illustrates it with representative examples.

Chapter 6 summarizes the material and offers some final obser-
vations.

Appendix A provides top-level descriptions of the major agile and
plan-driven methods, highlighting their primary distinguishing fac-
tors, and a summary of those factors for comparison.

Appendices B through E provide technical and background in-
formation to support our analyses and speak to specific technical
topics.

The Notes (listed by chapter) and the References follow Appen-
dix E.
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Prelude

Once upon a time, in a land steeped in
metaphor, there lived an elephant. For
many years, this reliable elephant served
his village as the principal food gatherer
and knew just what the village needed. He
established paths through the jungle that
always led him to the best roots, vegetables, nuts, and fruits. He knew
which fruits he could reach with his trunk and which ones required

some trunk shaking. His massive strength enabled him to bring back
enough food for several days, so he always anticipated the requirements
of the village and maintained adequate supplies. He was faithful to his
task, was appreciated throughout the village, and thought his life most
rewarding.

Alas, things began to change, as they often do in life and fable. The vil-
lage cooks wanted different, rarer ingredients for their cooking, things
the elephant had heard of but were not along his well-worn trail. He
busily maintained stores of food that no one wanted but couldn’t find
time to make new paths for meeting new requests. The village grew
impatient with the discouraged elephant, who just couldn’t keep up
with the demands.

Around the same time, there was a monkey in a nearby
village whose job mirrored that of the elephant. Unlike
the elephant, however, the agile monkey flitted across
the jungle grabbing fruit as he saw it, finding the low-
hanging fruit and bringing it quickly back to the village
cooks. Rather than the time-proven trails of the ele-

phant, the monkey relied on his memory and instincts
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XXiv

to find food and brought back only the amount needed that day. Some-
times he ran off looking for increasingly exotic foods and occasionally got
lost. But his speed and agility always proved equal to the tasks the village
set for him, and like the elephant, he was greatly appreciated. ,

Unfortunately, the monkey’s life changed, too. His successful village
grew larger every day. The monkey had so many requests that he was
constantly on the move, trying to remember all the needs at every loca-
tion. He had to make many more trips because he just didn’t have the
strength to carry everything requested at the same time. The village
began to get impatient with him as well, and the monkey began to doubt
he could do the job.

As luck would have it, the weary monkey and the discouraged elephant
met one day. The monkey, trying to move quickly with a large load,
noticed how much food the elephant was carrying in the panniers on his
back. The elephant was impressed with the monkey’s speed, how far he
could travel, and how easily he could gather some of the food that the
elephant struggled to reach. Both animals, proud-of their skills, never-
theless acknowledged that there were obvious advantages to the other’s
abilities.

The elephant and mon-
key recognized the bene-
fits of working together
and decided to join forces.
The monkey would use
his agility to meet the new
requests to find distant
fruit, bringing it back to




