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The Coad Series’” mission statement is: Improving the ways people
work together. Each book in the series delivers practical keys for
building lasting value into business by building people and their
skills.

Peter Coad personally selects authors and books for this series—and
works on a strategic level with each author during the development
of his book.

About the Series Editor

Peter Coad is a business builder, model builder, and thought leader.
As business builder, Peter leads TogetherSoft Corporation
(www.togethersoft.com), growing the company nearly 12 times
revenue in two years. As model builder, Peter has built hundreds of
models for nearly every business imaginable, ever focusing on
building competitive advantages into businesses. As thought leader,
Peter writes books (six to date) and speaks at events worldwide.
You can contact Peter at peter.coad@togethersoft.com.
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Foreword

o build anything of lasting value—software, systems, companies—
Tbuilding people must be at the heart-and-soul of all your do.
“Process” is all about improving the ways people work together. A
process is the family recipe, the secret sauce, the competitive edge, of
human endeavor.

Everyone has his own collection of processes. So does every team.
Making processes—good or bad—explicit is the first step to understand-
ing what is going on, seeing what works and what doesn’t, and looking
with eyes of wisdom as to what is going on in one of life’s many situa-
tions. Considering a process—the ways you are working together with
others—is taking your thinking and going one level up. Feel pressure? Go
one level up and take a look: Things begin to calm down right away; you
begin to see more clearly. Feel panicked about what to do when, or what
is most important? Go one level up. Having problems with a peer and
just don't know where to turn? Go one level up. Having problems produc-
ing better software with others? Go one level up.

“Process” is about moving one level up, gaining new insights, invit-
ing others to join you one level up to make strategic moves that will
make the day-to-day realities so much more effective, palatable, and
dare I say it: fun, rewarding, and satisfying.

Process, going one level up, is how one begins to understand what
one is doing, what others are doing, what the people issues and dynam-
ics are, what the bottlenecks and accelerators are, what the overall con-
text is, what the expanded context is, and what to do about it all. One
level up.

Problems happening? Go one level up and find out what to do.
Goodness happening? Go one level up and discover ways you can engen-
der goodness all the more.

May we all have the courage to reach one level up, that we might
better connect with others, build meaningful relationships, build people,
build lasting value—and truly succeed.

That brings us to the topic of this book, the topic of Feature-Driven
Development (FDD). FDD is a collection of best practices, set into the

context of an overall process, one level up from the day-to-day urgency—
xvii
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at times even panic—experienced by business people and developers
working together on mission-critical software-development projects.

A Practical Guide to Feature-Driven Development reveals the process, the
secret recipe, that TogetherSoft and its clients use to produce world-class
software. Jeff De Luca and I first described the recipe two years ago, in a
short chapter in the book Java Modeling in Color with UML. Steve and Mac
have gone far and beyond that initial description. FDD, as described
herein, is significantly advanced by these two. I am most grateful for the
work they have done and the many insights they chose to share.

FDD itself is one level up.

Read the book. Consider the recipe. Try it out. Adapt it as you would
with any family recipe, making it your own, making it best fit the ingredi-
ents you have on hand. Read. Enjoy. And treasure the insights from
Palmer and Felsing, one level up.

Sincerely,

Peter Coad

CEO and President, TogetherSoft Corporation
peter.coad@togethersoft.com
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Preface

Feature-Driven Development (FDD) is a process designed and proven to What FDD Is!
deliver frequent, tangible, working results repeatedly. This is the first book

to spell out the day-to-day details of using FDD on a real project, giving de-

velopment team leaders all the information they need to apply FDD suc-

cessfully to their situations.

FDD is a straightforward approach to producing systems that uses sim-
ple, easy-to-understand and easy-to-implement methods; problem-solving
techniques; and reporting guidelines providing every stakeholder of a proj-
ect with the information they need to make sound, timely decisions.

Programmers are provided with the information and supporting in-
frastructure they need to produce applications. Team leaders and man-
agers get timely information about their teams and projects that allows
them to reduce the project risk. Project managers and executive sponsors
see the current project status and trouble areas so that they can actually
make timely, informed decisions in a controlled, planned manner (no
knee-jerk reactions). Reporting becomes easy, relatively painless, timely,
and accurate!

Users (customers, sponsors, end users) can actually see areas of
their business automated as the project progresses and give early, con-
structive feedback about the system while it is being developed. At the
same time, the development team has the tools and information it needs
to control “scope creep!”

FDD is not yet another process that takes up resources, time, and money What FDD
but just doesn’t produce the needed results. It is not another method |s Not!
whereby administrators, bureaucrats, and process-centric fanatics can

focus everyone's time and energy on producing reams of printouts and

signatures with nothing to show for it. FDD is not another set of process

volumes that will sit on your shelf, collecting dust and impressing your

supervisor, co-workers, and significant others with your knowledge of an-

other less-than-useful set of directions for producing systems.

Xix



Why Should If any of the following questions apply to you, you will find the answers

I Read this you are looking for on the following pages:

Book? ' _ ‘ N

(What's in it e Are you in charge of a group assigned to deliver a critical sys-

for Me? tem with limited resources and short deadlines, and need help
or e‘) to organize the project?

e Are you tired of filling out so many process forms and reviewing
so many documents that you don't have time to do your real
work?

e Are you frustrated at the unfulfilled promises of process initia-
tives that claim to provide a way to deliver quality results re-
peatedly?

e Are you looking for a more efficient way to organize your team
to streamline productivity, cut down on unnecessary interrup-
tions, and improve the accuracy of reporting for your projects?

e Are you currently working on a project that is in trouble be-
cause the team has failed to produce a system?

¢ Do you want to add to the tools and techniques in your project
management or team leader toolbox?

Prego (lt'S in Although FDD was first introduced in print in Java Modeling in Color with
There!) UML [Coad 99], we give a more thorough coverage of the topic. We point

out the critical tips for success, as well as the pitfalls that may not be ap-
parent from a cursory glance. Contents include:

e Who should use FDD

e The roles, artifacts, goals, and timelines

e Why FDD includes the practices and techniques that it does
e The driving forces behind the development of FDD

e Adapting the use of FDD to different styles of projects

FDD blends a number of industry-recognized best practices used suc-
cessfully by Peter Coad, Jeff De Luca, and others in their consultancies.
These practices are all driven from a client-valued feature perspective. It is
the potent combination of these techniques and practices that makes FDD
so compelling.

John M. Felsing (mfelsiOl @sprintspectrum.com)
Stephen R. Palmer (sp@togethersoft.com)
December 2001

Preface
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Introduction

Answers: Why this book?

For enterprise-component modeling to be successful,
it must live and breathe within a larger context, a
software development process.

Coad, LeFebvre, De Luca [Coad 99|

Published in 1999, Java Modeling in Color with UML [Coad 99], often re-
ferred to as the “coloring book,” devotes the first five of its six chapters to
a discussion of a truly significant new object modeling technique called
modeling in color. Those first five chapters are almost, but not quite, totally
irrelevant to the discussion in the rest of this book. More relevant here—
much more relevant—are the contents of that sixth chapter, hidden away
at the back of the book. Chapter 6 of the coloring book was the first at-
tempt to describe in print a particularly successful way of building com-
plex software systems by significantly large development teams with
members of varying talent, experience, background, and culture. The
software development process that it described is called Feature-Driven
Development (FDD), for want of a better name.

What has become known as FDD was derived from work done on a large A Project in
software development project in Singapore where Jeff De Luca was Proj- Trouble

ect Manager, Peter Coad was Chief Architect, and Stephen Palmer (au-

thor) was Development Manager. The project was very ambitious, with a

highly complex problem domain spanning three lines of business, from

front office automation to backend legacy system integration.

The bank had already made one attempt at the project and failed.
The project had inherited a skeptical user community, supportive but
wary upper management, and what was left of a demoralized develop-
ment team.

One of the key areas of risk that Jeff identified was the complexity of

the problem domain. This demanded a level of ability and experience in
domain object modeling beyond that of the current team. To mitigate
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this risk, Jeff persuaded Peter Coad to come to Singapore and work with
the team to produce a resilient and flexible domain object model for the
project.

To make a long story short, the result of Jeff, Peter, and others work-
ing together on this project was the discovery of the modeling in color
technique and the creation of the FDD process—an agile, adaptive soft-
ware development process that:

e [s highly iterative
e Emphasizes quality at each step
e Delivers frequent, tangible, working results

e Provides accurate and meaningful progress and status informa-
tion with the minimum of overhead and disruption for the de-
velopers

e Is liked by clients, managers, and developers

Clients like FDD because they get to see real results early and
progress reports written in terms that they understand.

Managers like FDD because it gives them a complete and accurate
picture of project progress and status—the information they need to
steer the project appropriately.

Developers like it because they get to work in small teams on small
iterations and get to use the word finished frequently; they get to work on
something new every few days. It involves them in analysis, design, and
implementation. Analysis and design are not dictated by one or two elite
analysts or architects. Developers also like FDD because it makes it easy
to supply their managers with the status information they want with the
minimum of effort and disruption.

Paul Szego, a Chief Programmer on the Singapore project, while
signing author Steve Palmer's copy of the coloring book, wrote, “Who
said software isn't fun? The best time [ have had in a long time.”

FDD answers positively the question, “What's in it for me?,” for each
role in the project. This contrasts with some processes used by managers
to control developers because they feel the developers are not compe-
tent enough to be trusted; it also contrasts with processes used by devel-
opers to prevent themselves from being controlled because they do not
feel their managers are competent enough to be trusted.

Since its introduction in the publication of the coloring book, FDD
has proven effective within a growing number of development organiza-
tions. Its value is not restricted to salvaging projects in trouble; it is just
as applicable to projects that are starting out, projects enhancing exist-
ing code, and projects tasked with creation of the second version of a
system that was thrown together in a hurry last year.



FDD's underlying focus on producing frequent, tangible, working re-
sults at each level of the project (from developers to Chief Programmers,
Chief Architects, Project Managers, Project Sponsors, and end users)
makes it worthy of serious consideration by any software development
organization that needs to deliver quality, business-critical software sys-
tems on time.

Although a number of the Singapore project team members contributed
to the development of FDD, there is no doubt that the main pair of vil-
lains involved were Jeff De Luca and Peter Coad.

Peter Coad is an industry-renowned object modeler, consultant, au-
thor, speaker, teacher, and wearer of Hawaiian shirts. Peter has designed
hundreds of component and object systems, within nearly every industry
imaginable.

Jeff De Luca, on the other hand, was schooled in the deep, dark arts
of AS/400 operating system development at IBM's lonely laboratories in
Rochester, Minnesota and is a highly successful, innovative, and experi-
enced technical consultant and Project Manager. Pete has described him
as “the best Project Manager I've ever worked with.”

Why are they not writing this book? The simple answer is that they
are both too busy building companies that build successful software ap-
plications. Jeff leads Nebulon Pty. Ltd. (www.nebulon.com) and is suc-
cessfully using FDD to produce business systems for major clients in
and around Melbourne, Australia. Pete is CEO of TogetherSoft (www.
togethersoft.com), the company that produces the award-winning To-
gether software development platform. All of the Unified Modeling Lan-
guage (UML) diagrams in this book are constructed using TogetherSoft's
Together ControlCenter software development platform.

Until now, people wanting information about FDD have been limited
to the introduction in Chapter 6 of the coloring book [Coad 99], a little
more discussion on the Nebulon Web site, and a few issues of the Coad
Letter |Palmer], a monthly newsletter archived at www.togethercommunity.
com and currently edited by Steve. The aims of this book are:

e To provide people with the in-depth information they have
asked for about FDD

e To provide many practical hints and tips for applying FDD

« To discuss its development since the publication of the color-
ing book

If you are a developer or team leader, are involved in software devel-
opment management in any way and need to make FDD work for you, or
are simply interested in the whys and wherefores behind FDD, you are
reading the right book.

Those
Responsible

Introduction
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Few, if any, of the ideas discussed are our own. Many of the ideas
come from notes made by Jeff or Peter. Many of the ideas are inspired by
the work of Fred Brooks [Brooks], Tom De Marco [De Marco], Luke
Hohmann [Hohmann], and Gerald Weinberg [Weinberg 92, Weinberg 98].
In turn, much of their work builds on the work of Harlan Mills [Mills], Vir-
ginia Satir [Satir], Philip Crosby [Crosby], and others.

To attribute an idea to solely one person is naiveté; to attribute an idea solely
to oneself is arrogance.

The principle of multiple minds taking a good idea and turning it
into a great result pervades this book and FDD.

Reading This
Book

The book is split into three sections:

1. Part 1 looks at some of the underlying principles and the im-
portant characteristics of any software development process
and asks why it is so important. It then goes on to introduce
the people, practices, and processes that comprise FDD. The
section finishes with an introduction to tracking and report-
ing progress and work, and suggestions for report formats,
design, and work packages.

2. Part 2 explores each process within FDD and provides extra
hints, tips, and techniques to use when applying FDD.

3. Part 3 widens the discussion to answer the most frequently
asked questions about FDD and to explore its impact on
other important activities within a software development
project that lie outside the process’s targeted scope.

Making an
Example

Infroduction
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Writing a book about process is almost as mind-numbingly boring as
reading one. In an attempt to keep you, the reader, awake until the end of
the book, you'll find the authors suddenly bursting into role-play discus-
sions at various points. We apologize, but it could be worse! Author Mac
Felsing is a keen amateur opera singer; fortunately, printed media does
not enable him to burst into song within these pages®.

We use these role-play discussions to illustrate points within the
context of a specific, small but realistic example project at Gary's Garage,
a car dealership and servicing and repair shop.

Other books within this series are also using a similar example so
that you can more readily compare the different approaches and
processes described in the different books. We have chosen this example
for two reasons:



1. It is large enough to present solid, real-world challenges.

2. We wanted to be able to present the contents of this book
using a tangible, believable setting—one that you might re-
late to easily.

So, welcome to Gary's Garage. Gary owns the regional dealership
franchise for a popular car manufacturer. At Gary's Garage, you can buy a
new or quality used car, have your car serviced, and if unfortunately nec-
essary, repaired. As the main dealer in the region, Gary also sells
branded spare parts and accessories to other garages and to the general
public. Gary and his team have volunteered to help specify and pilot a
new sales and servicing management software system for the car manu-

facturer's dealerships.

Introducing...

The Development Team

e Lisa, the Project Manager. She is an experienced Project Man-
ager for a small systems integrator and custom programming
shop.

o Steve, a Senior Developer. He is experienced, intelligent, eru-
dite, and British.

e Mac, a Senior Developer. He is just as experienced and intel-
ligent as Steve but more handsome.

e Various other extra staff as needed. Don't you wish that
staffing of projects was really this easy?

The Client Domain Experts

o Mike the Mechanic. As chief mechanic, Mike runs the servic-
ing and repair workshop and a team of mechanics.

e Stuart the Salesman. He is in charge of the new and used car
sales team and showrooms.

e Sandy the Storeman (Parts Manager). He is the parts man-
ager, in charge of the spare parts inventory.

« Rachel the Reception Manager. She is in charge of schedul-
ing services and repairs, and she handles customer relation-
ships.

e Anita the Accountant. She runs a back office team, doing the
books and payroll and managing the administrative side of the
running a dealership franchise.

Steve: . . . Hey Mac, I'm told I'm going to be working with you on that car dealership
project starting next week. What can you tell me about it?

Introduction
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