EPF European Face-to-Face Meeting Minutes

Location

Capgemini, Wardour Street, London

Thursday 9th November 12:30 to 18:00

Friday 10th November 08:30 to 12:00

Attendees

Both days:

· Julian Holmes (Capgemini)

· Ad Strack van Shijndel (Capgemini)

· Per Kroll (IBM)

· Mark Dickson (Xansa)

· Ben Williams (Telelogic)

· Ana Pereira (WhatEver Consulting Group) 

Thursday only:

· Morgan Brown (Telelogic) 

· Jared Pulham (Telelogic) 

· Charles Edwards (ProcessWave) 

Agenda

· Review of NA F2F (including Visions, Failure Patterns, Target Users, Other non-UP processes)

· Project Plan and Iteration Plan for Inception Iteration 2

· DSDM Plug-in Progress and lessons learnt

· Plans for Deployment content

· Using EPF Composer for non-software process capture

· Growing the EPF Community

· End Users, value-add, developers

· Identifying other non-RUP process that should be encouraged into EPF

· Next European F2F

Actions Summary

Collated from the minutes below:

· Document the minutes and circulate for review - Julian

· Write/circulate Vision and high-level roadmap of current perceived priorities- Per

· Make the suggestion in Bugzilla of a Search facility for EPF published content - Mark

· Begin the DSDM content submission process - Mark

· Document the DSDM IP issues, and what is being donated v documented in EPF - Mark

· Speak to Jim and Ricardo about an Architecture Description for OpenUP content - Mark

· Plan for the delivery of a first Euro EPF User Group meeting in the UK - Julian and Mark

· Identify "rock-stars" that can participate or help in finding supported of the Euro UG - Per

· Ask Eclipse for Euro UG funding - Per

· Request e-mail from Telelogic to their user community about EPF User Group - Ben

· Canvass opinion on EPF Road-show concept to epf-dev / newsgroup - Mark

· Ask our own organisations about sponsorship of User Group - All

· Ask Philippe about the use of www.openup.org - Per

· Re-submit re-factored Deployment work to EPF - Ana

· Schedule the next F2F in Euro in alignment with plans for the EPF User Group - Per

Vision - Per 

At the moment EPF composer has a number of "complete" processes being developed within the Framework: e.g. OpenUP/Basic, DSDM, XP, Scrum, Agile Modeling, …

But currently, EPF only comes with OpenUP/Basic which gives the impression that EPF is all about Unified Process.

Instead of being about developing un-integrated different processes, should we be about developing process components that can be brought together to construct a variety of "complete" process, such as OpenUP, XP, Scrum, DSDM, etc.?

The tool and the meta-model can't fully support this today, but to be successful, this probably needs to be done.

If this is a desirable vision, then this is where we should head. This vision can be fulfilled by first focusing on creating good end-to-end process, and as we go along, seek opportunities for extracting good reusable components. As the process component layer grows, more and more aspects of the end end-to-end processes (such as OpenUP, XP, Scrum, DSDM, …) can be generated partially or fully from available components.

Terminology may be an issue for the consistency across methods (e.g. role names),and needs to be discussed.

Another obstacle is that Tasks for one process are aligned to a certain role, and so to use that in a different process, will not work due to different processes use different roles. We should look for a solution to this problem, such as a much more dynamic approach to role assignments.

Mark:

Artifacts and work products also add a problem for some communities, because the process implies the delivery of specific work products.

The Open Process Framework, by Donald Firesmith, may be something that we could look at to learn lessons of why or why not this vision would work.

Ana:

A quadrant view of projects and the appropriate processes (Market Differentiation v Mission Criticality) showed that perhaps EPF currently had a specific focus on only one of those quadrants: the area for the Agile world of development. Maybe EPF could be used for exploring other quadrants as well.

Mark and Ana:

Perhaps the next 5-years of development with ERP Solutions (e.g. SAP), may need to be a focus area for EPF, including Business Change projects, and hence a different style of project management. Utilising Agile and UP practices with ERP projects may the next wave.

Per:

Perhaps we need to focus on a quadrant, Agile being the current one, but new areas should become the focus as we go along.

Determining a point along the line of "Agile to Iterative to Waterfall" may provide us with the place that we need to focus on right now. 

But regardless of where the focus of the EPF group is in terms of defining process content, we should be actively encouraging the use of EPF for all styles of development processes, and beyond that, other types of process

All: 

Companies are beginning to become more Agile in their drive, and so the institutional agile may be the way forward, where large organisations are trying to drive their new consistent approach.

A structured agile approach is perhaps what they are looking for.

What drives the ability to be more agile? Small teams with tacit knowledge? But can this be the case in large teams/organisations with a need for implicit knowledge that has to be documented.

Ad:

It seems that in the ideal world there will arise some kind of consensus on a collection of best practices and process components that can be used in a project. I’m not sure that’s what we should aim for. Perhaps we should stimulate ‘out of the box’ thinking and development of new kinds of process components and capabilities.

Mark, 

Even if the process development doesn't reap the full potential of moving the tool in this direction of more divisible process components, at least the processes captured will be better for it.

Per:

There may be a battle for the leading process within EPF. Is it a Consolidated Agile Framework or UP? Rather than focusing on what is the “best” process, we should have a view that each scenario needs to find its right process. Hence we need to have a collection of processes components that we can choose, or construct, from.

Mark:

What is the largest attraction of EPF? Is it the tool or the content that is coming from the project?

Many of those deep in the RUP space are seeing the EPF tool as very useful.

But are others just wanting the process output that comes from the project and contributors?

There are certainly "different" customers out there.

All:

We recognise that if it were possible to capture individual conceptual "practices" or "principles", then as we mature we could find some duplication and hence some opportunities for consolidation.

This then allows re-use and for a new collection to be constructed by anyone to suit their needs. But do we need, or could we end up with, "method-mongrels"?

Per:

Different topic, but in response to requests, EPF Composer will be developed as a Plug-in to be dropped into any Eclipse instance. This currently can't be done, but that was the plan.

Per:

We also need to ensure that the composer tools are easy to use.

We hear that people find that there is a barrier to start using the tools as they are perceived as being too complex.

Perceptions such as these are overcome quickly when the tutorials are followed. We should emphasise these tutorials further, if possible…

Ad:

Perhaps we should focus more on facilitating the process of content development by making the composer easier to use, but also by making the change mgt process with bugzilla easier and by improving usability of the EPF site. When contribution of process content is made easy, which it is not at the moment, the content itself will follow.

Mark:

Can we also consider the inclusion of search capability for EPF composer published methods?

Would the use of solutions such as Google search be the answer?

Failure Patterns - Per 

Key example: We have a collection of content that may not easily fit together, and that individually may be good, but not great, mainly because we perhaps spread ourselves too thin. 

Per then reviewed the list from NA F2F.

Additional discussion points:

As the EPF project, planning to address too many of the potential methods for inclusion will spread us too thin, but if other groups want to do that for us that will certainly help, and demonstrate the project as being a success.

We can develop OpenUP as a best practice example of structuring a process with the EPF Composer tool.

Then, we can drive other groups to develop content that fits with what we have already developed, especially if they are extensions to the OpenUP content.

Project and Iteration I2 Plans - Per 

Per reviewed the plan, specifically the key components and their owners for OpenUp.

The owners do need to find support, and a ways of building communities to allow a simple approach for contribution to the work of each contribution.

(The suggestion was revisited again about the need for a EPF User Group for gathering a community and a wider input. See the "Growing the Community" section.)

Iteration planning will be driven by "small" tasks for which someone has taken responsibility and committed to deliver for that iteration. This will relate to a collection of Bugzilla entries.

So people can get involved by seeing the Bugzilla entries and taking ownership for them.

In previous releases, tasks were assigned and people found it difficult to deliver to the assignment date. Now we want people to take ownership, and see when they feel they can deliver them. As the community grows, we hope that more people will pick-up the items that they see as ripe for completion, but yet to be picked.

Keep using Bugzilla to manage the tasks, and simple URL's to give the lists for iterations and groups of activity.

Perhaps include in published versions of OpenUP the list of what is new, and also what is outstanding so that it is clearly visible to all users.

The best way to get engaged is:

· Identify the component lead and contact them to offer help

· Review the Bugzilla list and offer to take on the work

· Add Bugzilla items if you think something needs to be done.

Also use a site that allows us to publish what we want (www.openup.org ?)

Current plan:

Must complete existing bugs.

Identify as many contributions for the future.

Inception Iteration 2 - complete November 30th 2006.

Hence identify the scope for R1.0

DSDM - Mark 

An extension to OpenUP / Basic, [some feedback from Ricardo Bauldino to be incorporated].

It was announced at the Agile Business Conference as R0.9 in alignment with OpenUP/Basic.

Mark is now ready to start the donation process.

Scope of current DSDM Plugin:

· 4 business roles overlaid on OpenUp lifecycle

· new ownership within the content

· Additional guidelines and papers for supporting business collaboration

Next:

To develop full content from v4.2 into EPF.

Team being formed.

The content may need to be trimmed to fit.

Also looking to how v5 will be straight to EPF.

Keen about the idea of delivering DSDM as a library.

May cause an issue around licensing.

Content can be used for non-commercial use for free.

The full v4.2 and v5 will remain a commercial product

The EPF Plug-in will be a contribution to open-source.

Demo:

· What and Why

· Added a new tab for the DSDM plug in alongside the OpenUP/Basic

· Added Roles and Principles (9 of which 5 are already in OpenUP/Basic, with 4 adding further emphasis)

· Aligned the lifecycle with IECT.

Mark did feel that the "Effort had been greater than the result"

Even though it is called the DSDM Plug-In, it is actually a process library in itself.

Lessons:

Hard coded image maps nearly got forgotten from the lifecycle picture in OpenUP, which did not extend to the DSDM versions of the lifecycle. It had to be manually edited.

This is a minor issue for plug-in development, and would benefit the community if the graphical source were made available.

He used Extend as opposed to Contribute to allow for the change of primary performer, which would have been better with Contribute, but currently not possible.

Full DSDM method library:

Has been created as a completely independent method library.

Difficult to add the concept of task, when DSDM is about people and products.

Final Observation:

Upon starting it was a bewildering task to undertake.

Using a project plan to demonstrate the tasks of the process, helped to identify all the content to create within EPF.

Capability patterns came from re-factoring the content.

EPF Community Development - All

There is a need to develop a wider community.

We can promote through other groups, but we need to develop a separate EPF User Group entity.

A European EPF User Group is what we would aim for

Quarterly meetings, 1 perhaps 1.5 days at a time.

The kind of topics that we would present:

· EPF Intro - Content, Composer, Terminology

· Content areas - OpenUP, Scrum, DSDM, etc.

· Method Architecture and the meta-model

· Developing Plug-Ins 101

· Case Studies : How we have used EPF Composer and OpenUP in our organisations

· Breakouts for Process Consumers and Process Composer streams

Potential “Rockstars” to attract an audience:

· Per Kroll

· Scott Ambler

· Peter Haumer

· Bruce MacIsaac

· Philippe Kruchten

· Eric Gamma

· Plus regional and other community leaders.

We each need to find locations, sponsors, but retain "open" status.

Locations need to be easy to get to from around Europe, and probably a neutral location such as:

Hotels

Sponsor offices

Universities (Southampton, Brunel (Uxbridge))

Marketing money:

Can we get some from Eclipse?

Do we ask our committers to pledge some cash?

· How would we then provide the accounting for the approach?

· Is this something that could be managed within Eclipse?

Target date of February / March 2007 for first meeting. 

· 21-22 Feb

· 28 Feb to 1 March

Ensure that we align it with the F2F immediately after, on the Friday.

Interested groups that may help in the coordination:

· DSDM

· SPIN 

· British Computer Society

· IEEE

· UK Rational User Group

Can we use also use our "rockstars" to work with these groups to get them interested and to support our activity?

Roadshows:

Goal: To increase exposure of EPF and all the activities involved

As opposed to a User Group which discusses the practicalities in use the of the solutions.

Is it too much, can we get the time commitment, can we afford it?

What should be the message: The whole of EPF, Using OpenUP, Process Capture, …

Or do we place a "hot topic" as the draw-card, but then give them everything whist they are there.

"Making Agile Mainstream"

"Second generation Agile"

"Agile: The next generation"

Try to avoid any alignment to a specific process.

To get the involvement and a best use of participants time, we would need to run a sequence of sessions in multiple locations over a week.

Start each day with 2 hours of presentation, and then potentially charge for in-depth sessions running in parallel in the afternoon.

What will people pay for? 

Experts in OpenUP, DSDM, XP, Scrum, delivering in-depth sessions?

Using composer to tailor and capture methods, using OpenUP as an example?

Dates for a roadshow:

Around the time of the EPF R2.0 and OpenUP R1.0?

April prior to the effort to complete these releases?

Autumn when Europe is back from holiday?

April, avoiding Easter, could be the best option.

Check to avoid other events with similar audiences

Post the idea to the EPF newsgroups and mailing lists, and see the reaction.

Mailing lists:

Do we have access to the Eclipse registered e-mail list?

Who can promote the event to their user/customer base?

OpenUP.org

We need a better location to use for our communications to the user community.

This domain could be provided to us by Philippe Kruchten

Other available domains include:

Processframework.org

Eclipseprocessframework.org

Additional ideas discussed:

Exposing outstanding project (and specific iteration) tasks on the epf website to attract potential contributors.

Have an up to date published OpenUP/Basic website available somewhere (openup.org ?)

Make the newsgroup more accessible / better advertised.

Adding hard-to-miss announcements on the EPF homepage that we are looking for contributors (to both tool development and process content development)

Adding similar announcement somewhere in the process content for OpenUP/Basic?

Deployment content - Ana

As part of the investigation into the subject area, a few new items have been considered…

New capability patterns: "prepare release" and "rollout release", not tied to final production releases, and can be used throughout Construction and Transition 

New work-products: "installation package", "release notes", "release plan", "supporting documentation"

New Tasks: "develop documentation", "manage deployment", "package and release software", plan deployment", "release to operations", "Release to users".

New roles: "distribution manager", "release leader"

There is a need to distinguish the different kind of builds / release, how they are created, validated, and their target audience within the project.

Many builds, but they need to be released to many different audiences.

Discussed that a ‘release’ is just a specific type of build, with an installer (and some supporting documentation, even if just release notes?)

Need to capture for OpenUP the essence of what needs to be done, as opposed to the mechanics of how you do deployment for any specific technology.

Assignment of "user documentation" to a role needs to be determined between developer, analyst, and tester. An item for further discussion. 

And the term needs to be revised avoiding the terms "user" and "documentation"!

Also look at the terminology used by ITIL for release management, and what is defined within Eclipse for releases.

Much of the content for deployment will find itself within the "disciplines" of project management, and implementation.

Also need to ensure that any work in this area aligns to the existing "Build" work product and the associated guidelines.

Need to minimise what needs to go into OpenUP / Basic, but there may be an opportunity for an additional plug-in for richer deployment content.

Ana will refactor and re-submit back to the EPF team.

Capturing non-software processes - Per 

NB: EPF Composer alignment to RMC is now in place with the release of RMC v7.1

We need to consider how business processes could potentially be captured in EPF.

Or other process types. We should actively be encouraging the use of EPF beyond the areas that have been focused on thus far.

EPF composer is good at capturing:

· Text based methods

· Processes with a project focus

· Approaches that need to be tailored to the instance

· Knowledge that provides techniques and guidance

Not designed for high-graphical process capture.

SPEM is not designed for business process modeling

The use of the activity diagrams to navigate the content is a big step forward from the tree-browser, and end-users tend to us the graphics to find their content.

Mark did suggest that elements of using EPF for business process capture, and the ability to then analyse change to that process, could be part of a future vision.

But is it the space that EPF wants to be in?

Per reminded us of the fact that the direction of supporting BPEL engines are not in the current scope.

But it was stated that the tool should be open for integration to execution engines

Operational process descriptions can be created, and some examples of prototype work in this space include

Julian at Capgemini:

· Generic Project Management processes

· Governance rule sets mapped to underlying processes

· Quality Management systems

Mark at Xansa:

· Quality Management System

· Project & Programme Management

· Administrative processes 

· Submit an expense claim

· Complete a sickness report

Non-RUP content to be encouraged with a donation to EPF - All

A brief discussion, but recognition that there is still a need to drive contributors to donate their content.

We do now have DSDM, in a plug-in, and soon as a licensed library.

We need to keep looking at the commitment that is being made by others.

For example, are we to expect content about the “Essential UP” from IJC to be added to EPF?

