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Notes

This deck contains some speaker notes. Most of the real content can be found in the
paper that accompanied this deck. You can find a link to the paper on my talks page
here:

http://www.ademiller.com/blogs/tech/talks/

The speaker notes for this deck ran off the slide in several places. This PDF includes
additional blank slides that were not in the talk to allow you to read the notes.

OKé So here goes!



Letds gol!

| NTRODUCTI ONé TWENTY MI NUTESé THE TI TLE
Introduce the authors and apologies for non attendees.

This is a twenty minute talk with ten minutes for questions at the end. If you
have questions please try and save them up!

Il 6d just | ike totettleé a few words about

This isindurabofitware is bigger than your
feeling | had when | first joined Developer Division and realized that | was

working on a product that included the .NET runtime, several languages and

dozens of tools all built around a common IDE in addition to my team taking a

additional dependency on Office. As a developer | would get a new drop of

everything every week or so.

For a while this made my head spin.



Overview

Microsoft Visual Studio Tools for Office

re-engineers their process

ONE OF 15 TEAMSé 75 PEOPLEé 43 MILLI ON LOCé REALI

This talk is really about how Developer Division rolled out a new software development
process across the whole division and how our Product Unit was able to leverage that
to enable further agility within that larger process.

Visual Studio Tools for Office productunit hencef ort h r ef e’ lbeeadsetheofullat @At he
name is waaay too long - is just one of 15 teams that comprise Visual Studio.

This product unit develops the toolset within Visual Studio that allows developers to customize
Office applications using .NET code. For example; custom behavior behind and Excel
worksheet written in C#.

The PU consists of 75 people;

30 developers

30 testers

A further offshore test team of 6
Management comprising the remainder

Visual Studio as a whole is around 1200 people working on a product containing 43 million
lines of code. Both these numbers are growing.



Like many large development
teams we wanted to...

Ship more frequently

Have more predictability
"Be more agile”

WHOUSES VSé SHORTEN GAPSé DEPENDENCI ES ARE

Developer Division used the Feature Crew Model to attempt to address these issues
across the whole Division. Our PU took advantage of this and did a lot more work to be
even more agile inside this existing model.

How many people here use Visual Studio?
How many of you were OK with long gaps between releases?
One of the key drivers was start to shortenthegapb et ween rel easesé

During development we also wanted to ship Customer Technology Previews (CTPs) to
customers more frequently so that we could get feedback and potentially alter the direction
of product development earlier and more often during the product cycle.

We wanted to shorten the gap between features being implemented, tested and their
delivery to customers (in the form of a CTP, betas or the final product). We also wanted to
increase the quality and usability of the CTPs making sure that features in a CTP were
clearly defined.

As wanted to deliver a continuous stream of value to the customer.

CHALLE



Feature Grews are a scalable
modelbased on agile principles

A framework for large scale development
which uses small interdisciplinary teams

that deliver over multiple iterations.
Deliverables must meet a common set of
requirements.

FRAMEWORKé SMALL TEAMSé NOT VERY PRESCRIPTI VEé C
REQUIREMENTS

A the feature crew model is really a framework for large scale development that seek to
address these issues. It was originally developed and used by the Microsoft Office teams.

A feature crew is a small interdisciplinary team charged with delivering a single (small)
feature as part of a larger end-to-end user experience within the product (sounds familiar
right?).

Typically our crews consisted of a couple of developers, 2-3 testers and a Program Manager,
who played the role of the customer and to some extent the team facilitator.

The Feature Crew modelitselfd o e s n 6 t preseriad hlow the team builds software i
although it does make some recommendations i it focuses on the end result of the crew.

Feature Crews deliver their feature, or sub parts of it, over one or more five week iterations
and integrate it into the main product.

Feature Crews deliver features that meet a common set of requirementsidone o0, t hese a
called Quality Gates.



Feature Crews decouple teams,
featuresiand code

“Feature Crews” are teams that own a
feature

DECOUPLEé (PARTI AL) OWNERSHI Pé

In order to scale to a very large project the Feature Crews model attempts to decouple teams,
product features and code.

Each crew works on a single product feature the team is responsible for the whole feature

which is itself part of an end-to-end user experience. Thecr ewés product owner |
make changes to the feature provided this does not result in significant changes to the end-to-

end experience.

Our PU chose to handle experience changes by having crews surface them to the
management team at a weekly meeting.



Each team works in a separate
source tree

Main Visual
Studio PRODUCT

Branch

| SOLATI ON OF SOURCEé HOW THE RI BBON DESI GNER CRE'

Each crew is further isolatedby wor king in its own private sourc
When a piece of work is complete it is integrated into the parent branch and ultimately into the
main product branch from which the product is build

In order for the Ribbon Designer crew to get their feature into the main branch they
must é



FLEXI BILI TYé VISIBILITYé LEADS

Decoupling teams, features and code gives teams the flexibility to create features as they see
fit.

It creates visibility issuesas t eams dondét really see what ot her
features that are dependent on other features in the same PU or even features provided by
other PUs.

People: One of the roles of management is to watch out for breaking issues and give
i ndividual crews the heads wup. This ties in the I
agile organization, managers as team facilitators.

Leads took part i n t hendalsoeattetded advaekly managenmem d u p s
meeting to track not only progress but also cross-features issues that might impact individual
crews.

Process: Defineac ommon def i ni toi tolme ofi Quiallointey Gatesodo so t h:
code meet a common standard before they move around the tree.



