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Critical paths in the application of 
Agile methods

� Agile methods: success reasons...
– The fairly wide adoption of several of them, 

especially XP, DSDM and SCRUM, proves that 
most of the “Principles behind the Agile 
Manifesto” are valued by Customers and by 
Developers.



Critical paths in the application of 
Agile methods

� Agile methods: success reasons...
– Customers love these statements in the Agile 

Manifesto:
� “Our highest priority is to satisfy the customer through 

early and continuous delivery of valuable software. 
� Welcome changing requirements, even late in  

development. Agile processes harness change for the 
customer's competitive advantage. 

� Deliver working software frequently, from a couple of 
weeks to a couple of months, with a preference to the 
shorter timescale.”



Critical paths in the application of 
Agile methods

� Agile methods: success reasons...
– On the other hand, developers very much like the 

following:
� “Build projects around motivated individuals. Give them 

the environment and support they need, and trust them 
to get the job done. 

� Agile processes promote sustainable development. 
� Simplicity--the art of maximizing the amount of work not 

done--is essential. 
� The best architectures, requirements, and designs 

emerge from self-organizing teams.”



Critical paths in the application of 
Agile methods

� Key Agile values:
– “We are uncovering better ways of developing 

software by doing it and helping others do it. 
Through this work we have come to value:

� Individuals and interactions over processes and tools
� Working software over comprehensive documentation
� Customer collaboration over contract negotiation
� Responding to change over following a plan

– That is, while there is value in the items on the 
right, we value the items on the left more.”



Critical paths in the application of 
Agile methods

� Key(buzz?)words against Agile methods
– Distributed development (offshore)
– Requirements specification process
– CMMI
– Corporate processes
– Project Management
– Corporate Governance



Critical paths in the application of 
Agile methods

� How can we solve this?
– “Give them the environment and support they 

need, and trust them to get the job done.”
– Translation: “give Developers a toolset that is fully 

integrated in the wider processes of the Company 
and let them collaborate remotely as if they were 
on the same site as their Customer, and let their 
work be seamlessly audited and controlled”



Software development tools: state of 
the art



The Live Approach

� The Live Approach consists in a set of guidelines 
(Live Guidelines) and a taxonomy (Live Levels). 

� Guidelines introduce a new philosophy in managing 
software development artifacts and development-
related information. 

� From these guidelines come a set of criteria defining 
a taxonomy to check the level of adoption of the Live 
Approach in development environments and tools.



The Live Approach

� Live Guidelines
� The Live Approach Guidelines (referred to as 

Live Guidelines) can be divided into two main 
areas: 
– Relating to the Live Information, the information 

model and storage (guidelines 1 to 4) 
– Relating to Information Availability, the way in 

which the Live Information is accessed and 
exposed (guidelines 5 and 6) 



The Live Approach

� Guideline 1: Single Ancestor
– The Workitem Class is the common ancestor in 

an inheritance hierarchy of all the information and 
artifacts related to the development activities. Its 
instances are named workitems. 

– Informally: all the artifacts to be created and 
activities to be performed in the software lifecycle 
such as for example requirements, change 
requests, tasks, test plans, are workitems.



The Live Approach

� Guideline 2: Single Source
– The instances of the Workitem Class and the 

instances of all its specializations are “single 
source”

– This implies that all project information exists only 
once in the development environment



The Live Approach

� Guideline 3: Single Repository
– The repository where workitems are stored should 

be logically unique. 
– This does not necessary mean that the repository 

is physically one, but the repository must appear
unique from the user perspective.

� Danger: do not fall back into “integrated isles of 
automation”…



The Live Approach

� Guideline 4: Custom Workitem Class 
Specializations
– Users can define their own specializations of the 

Workitem Class to match their corporate or 
project needs. 

– This possibility includes the customizability of the 
information to be stored in the Workitem Class 
specializations and the Workitem Class itself.



The Live Approach

� Guideline 5: Live Features
– A Feature is Live when is an operation applicable 

to any instance of the Workitem Class and of its 
specializations. 

– In other words, a feature is Live when it can be 
applied to any workitem. 

� The larger the number and the greater the power of the 
Live Features in a certain Lifecycle Management 
solution, the higher the benefits for its users.



The Live Approach

� Guideline 6: Exposure
– When using Live Features to access Workitems, 

the resulting information should be exposed in a 
way that is appropriate for every single user role.

– Live Features should be available to different user 
roles in the preferred format and with the specific 
content desired by the users covering a role 



The Live Approach

� Live Levels…
– The taxonomy contains a set of criteria against which to 

check any development environment (i.e., any kind of 
development infrastructure and access toolset) to state its 
level of compliancy with the Live Approach.

– The taxonomy contains five Live Levels:
� Level 1 "Foundation"

� Level 2 "Connection"
� Level 3 "Fusion"
� Level 4 "Control"

� Level 5 "Govern"



The Live Approach

� Live Levels…
– The taxonomy contains a set of criteria against 

which to check any development environment 
(i.e., any kind of development infrastructure and 
access toolset) to state its level of compliancy 
with the Live Approach.

– The criteria are defined separating the Live 
Guidelines according to their area: Live 
Information and Information Availability. 



The Live Approach

� Live Information…
– Here are the criteria to evaluate the level of 

compliancy of the Software Development 
Environment against Live Guidelines 1 to 4. 

– These criteria are related to the way in which the 
information is organized: data model and storage.



The Live Approach

� Live Information…
– Foundation level. At this level, Live Guideline 1 (Single 

Ancestor) and Live Guideline 2 (Single Source) must be 
supported.
So the Workitem Class is defined as common ancestor and 
all its instances and its successors’ instances are single 
source. 

– Connection level. Workitems are connected through links. 
Links must support different connection types according to 
link roles. 
So workitems can be connected with "containment" links or 
"impact" links, for example. 



The Live Approach

� Live Information…
– Fusion level. At this level, Live Guideline 3 

(Single Repository) is supported: workitems are 
stored in a single logical repository. Additionally, 
the repository must support version and history 
management on workitems and links, plus 
workitem workflow management with statuses, 
transitions, assignees and user notification 
mechanisms over at least status changes. Finally, 
the repository must guarantee a secure access. 



The Live Approach

� Live Information…
– Control level. Workitems store information 

related to time, priority and cost, support 
discussion and approvals.
The content of "time", "cost" and "priority" 
information is broad: these may include estimated 
time to completion, planned start, planned end, 
assigned project milestone, expected cost, actual 
cost, value, added value, priority, severity, etc. 



The Live Approach

� Live Information…
� Govern level. At the last level Live Guideline 4 

(Custom Workitem Class Specializations), is 
supported. Link types are user-defined as well. 
So workitem types, content, and connections can be 
customized based on user, project and corporate 
needs. Risk, resource, and financial management 
related information are added as well. 



The Live Approach

� Information Availability



The Live Approach

Level Live Information Information 
Availability

Level 1 –
foundation

The Workitem Class is defined as common 
ancestor and all its instances and its 
successors’ instances are single source

Live Search

Level 2 –
connection

Workitems are connected through typed links Live Trace

Level 3 –
fusion

Workitems are contained in the same 
versioned environment supporting change and 
workflow management

Live Track

Level 4 –
control

Workitems store time and cost related 
information

Live Plan

Level 5 –
govern

Workitem types, content and connections can 
be customized

Live Dashboard



Conclusion and discussion

1) Agile methods give great benefits
2) Agile methods need tools to “stay agile” in 

complex corporate processes
3) Actual tools are inadequate
4) Live Approach compliancy is what we need 



Useful links

– www.agilemanifesto.org - The manifesto for Agile 
Software Development 

– www.agilealliance.org - The Agile Alliance home 
– www.extremeprogramming.org - XP, a gentle 

introduction 
– www.polarion.com - try a Live tool 
– www.sei.cmu.edu/cmmi/ - CMMI resources 


