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Title
Introductions

Good morning and welcome.  First let me thank Carol McDonald for the kind introduction and for being our session convener.

As Carol said, I am Diane Dagefoerde and I am joined today by my colleague, Beth Snapp.  Beth and I both work for the Technology Services Office of the Colleges of the Arts and Sciences at The Ohio State University.
Overview

The title of our talk is:  The OSASC Web Advising System:  Building an Airplane While Flying.  Our presentation centers around the story of a web application development project where we learned the true value of Agile methodology.  We are not going to demonstrate the advising system here today, instead, we are going to focus on how Agile helped us to “build the advising system airplane while flying,” so to speak.  If you’d like a demonstration of OSASC, please contact either Beth or me and we will make the arrangement.
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Today’s Session
· Quick show of hands:  how many of you are currently using some kind of formal methodology on your software or web development projects (waterfall, agile, etc.)?

· The OSASC web advising system was designed to help 100 academic advisors serve over 16,000 undergraduate students each quarter at Ohio State.
· What’s most interesting is that we started the project with a traditional waterfall software development methodology, but circumstances forced us to change.  We ended up using agile methods because we had to, not because we intended to.

· I will start with a quick overview of how we structured the project originally and how circumstances forced us to change.
· Beth will take you through an overview of the main principles of Agile methodology and she will illustrate for you how we “accidentally” applied them to the OSASC project.  Next she will discuss how we have changed as a group and how we have incorporated Agile methods into our daily work.
· Finally, we will end up with concrete steps you can take away from this session to test the agile waters in your own organizations.
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Overview of OSASC
Let me start with some brief background and context for the project.

CLICK

List of Colleges

· At OSU the Arts & Sciences colleges are 5 separate colleges – each receiving its own budget from the Provost’s office.  These 5 colleges participate in an administrative structure called the federation of the Colleges of the Arts and Sciences.  Common services across the 5 colleges are centralized at this federation level.  One of those centralized services is advising…well…kinda.
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Photos of Student w/ Advisors over campus Map

· An OSU ASC student with a single major actually has 2 advisors:  one in his/her home department that helps with issues related to the major – the “major” advisor, and one in the central ASC advising office that helps with things like requirements for the general education curriculum, petitions, internships, switching majors, applying to graduate, etc.  
· Here you can see an undergraduate student meeting in Denney hall with her ASC advisor, and in the Journalism building with her major advisor.  We have over 100 advisors spread out across 30 buildings on the Columbus campus – 50 in ASC Advising and another 50+ in the departments.

· To pay for centralized services at the federation level, each college is assessed an amount based on a formula that takes into account several factors. 
· Ultimately, the deans of the 5 colleges started asking the question:  What are we paying for?  They wanted numbers and reports. 
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· Tracking advising activity and being able to generate those reports is what got all of this started in the first place.  From this need for data grew other more operational needs that the ASC Advisors expressed.  Ultimately the idea for OSASC, the Online Student Advising and Service Center was born.
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Project Environment
We had clear goals:

In addition to documenting the volume and types of advising interactions for annual reporting, we sought to:
· Handle record keeping and mundane tasks more efficiently – at this point we had mostly paper-based files and an access db
· Increase communication among advisors about each student through their advising notes (short-term, within the group; long-term, with all the advisors across the 5 colleges)

· Provide advisors with tools that would help them reach out to students proactively (e.g. emails that remind students of critical deadlines to head off crisis appointments)
· Assign each student to one advisor as a way to give students more personal attention and make OSU feel a little bit smaller.  Each advisor would have a roster of the students assigned to him/her.  The advisors felt this was really important.
We had some key constraints:

· No extra funding

· Both the advisors and the technology team had to keep current “trains” running 

· Had two release windows:  early September (between orientation and Autumn quarter) and the December break (last 3 weeks).

· Oracle Calendar

· Advisors had never been through a project like this, plus they were very busy and only had a small window of time to discuss features and workflows

· ASC Advising business processes were not documented very well – they lived in the heads of the advisors who had been in the unit the longest.
· Needed to prove ourselves as a team (our office was formed in July 2005 and this project started less than a year later).  
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A Perfect Waterfall!
· In April 2006 we got the green light to go ahead with the project!

· We decided to set up a formal project governance structure.  Why?
· The technology group, the advising group and the management group were relatively “new” to each other.  The governance structure helped us understand our different roles and responsibilities.

· The structure we put in place included:

· Executive Sponsors – the tie-breakers (me, Executive Dean Royster, Asst. Dean for Advising and Academic Services)

· Core Team – the decision makers and overall project “engine” (10 advisors, advising managers, project manager advising)

· Implementation Team – the programmers and trainers (project manager technology, a programmer and an advisor/trainer)

· Several advisory Teams -- to provide feedback on specific aspects of the program like record keeping or departmental advising

· I recommended this structure because it had been successful for OSU’s strategic hardware purchasing project – and it was the structure for the Peoplesoft implementation.  It was a structure familiar to both Beth and me – one we felt would work best for this mission critical application.  This looks familiar, doesn’t it?
CLICK

· Beth and I were also very familiar with the Waterfall software development methodology.  

· With Waterfall, a project proceeds from one phase to the next in a purely sequential manner.  You start with requirements – what do we need the software to do?  What features do we want, etc.?  Once you have a handle on what the application needs to do you begin designing screens – do a lot of mock-ups.  After designs are done you start programming (implementation).  When code is ready to roll out, you “verify” through testing and, then, through full deployment.  Finally, once the software has been deployed fully, you shift into maintenance mode (occasional bug fixes, user training, etc.)

· The key to this model is that you don’t move on to the next phase until the current phase is both completed and perfected.  In other words, you spend the time to get the requirements right because once you have moved into design, there is no going back to re-visit requirements.

· We wanted to use this approach because we felt it was important to get the advisors to commit to specific requirements upfront so that we could plow through design, coding and testing and get the product released by the first release window.

· In other words, we planned what we felt was a totally doable waterfall project.  That is, until reality set in.
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· Our first mini-disaster was that our programmer resigned in April (he went to the private sector)
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· The advisors didn’t get through even half of the requirements before they got busy with orientation, which meant they had no time to continue discussions about requirements.  In hindsight, I think one key factor that slowed the requirements process down was the lack of clarity in the advising office about processes and workflows.
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· With the deadline looming and so much external pressure to deliver “something” we realized we couldn’t wait for more requirements – we had to start coding based on the requirements in hand.  Beth started working on SQL stored procedures and built some functional prototypes for the advisors to begin testing.
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· Our new programmer started August 15!  Fortunately, he came from another OSU unit and he already knew the language we used so he was able to get up and running pretty quickly.
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· We reached a critical decision point – should we delay deployment until we have everything specified and programmed, or should we start releasing in modules and get something out as quickly as possible?
· The core team decided that it was more important to release what we could in September followed by additional modules in December rather than wait for everything to be completed and potentially miss those two windows.  
· We re-focused, coded and did user testing like crazy, and released the first module in September.
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From Waterfall to Agile
Here is another way to look at the situation (thanks to Hubert Smits for this).  
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· In a Waterfall project, the plan drives everything…
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· …and the features are set in stone.  These are the features identified during the Requirements phase.
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· What changes – that is, what gets estimated - is how much it will cost and when it will be delivered.  Have you ever seen a software project release date shorten on its own?  No, deadlines typically expand and costs expand as time progresses.  Sound familiar?
· This happens because project teams bloat a project upfront with every single little feature they can think of because they know that once things move to design and coding, there is no going back to add new features or to change features.
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· In an Agile project, it is the vision and value that drive everything, not the plan.  
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· Instead of features, what is set in stone are cost and schedule.  
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· Features are negotiated and prioritized to fit within cost and schedule.  Instead of the project expanding as time progresses, what happens is that features actually start contracting.
· Why?  Instead of bloating a project with every conceivable feature upfront, project teams are able to focus on what’s most important because they know they can always add new features or change features later.

· Having a fixed schedule is what forces project teams to focus on what is truly important.  And that was the A Ha! Moment for us.
· The brick wall we hit was that we realized the release date was MORE fixed than the feature set.  It was more important to deliver something of value by the deadline than it was to keep the plan moving forward.  

SLIDE

Agile Delivers Results!
· Like I said, we had done some requirements in June, did paper and then functional prototypes in July, hired a new programmer in August, and decided to release the first module set in September, which we did.  
· October and November were more coding/testing of the next module set which we released over three weeks from late December to mid-January.

· By the end of January, all of the ASC advising office was up and running with OSASC for their daily business.

· Winter quarter we focused on tweaks, fixes and minor feature enhancements.  And the core team got busy on requirements for the proactive communications tool (procomm for short).

· Towards the end of the quarter the advising managers started filling the rosters for each advisor.  If you divide 16,000 students by 50 advisors you get an average of 320 students per advisor.  In practice, though, it ranges from 250 to 900+ depending on the advisor’s areas of specialty and other job responsibilities.
· We developed a rhythm:  take some requirements, develop/test paper prototypes, code, test, tweak, and release.  We kept this moving forward over the next 3 quarters.
SLIDE

Agile Delivers Results! (cont’d)
· Spring quarter we focused on developing the procomm tool with a lot of advisor feedback.
· We also started requirements for a summer pilot with the departmental advisors – all of those other advisors spread out across campus.  They didn’t need the appointment or rostering pieces so we basically hid those for the departmental advisor role and then put it into their hands to test over the summer and give feedback.

· As their feedback came in we made tweaks to the interface and were able to release it to all the department advisors by autumn quarter.

· We also started exploring requirements for taking just the notes module and re-working it to fit into OSU’s Peoplesoft SIS deployment, but more on that in a minute.
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Agile Delivers Results! (cont’d)
· Before we rolled out OSASC, back in December 2006, the ASC Advising office couldn’t tell the ASC Deans how many advising appointments they had or give them a really clear idea of services provided centrally that aren’t provided at the department level.  

· By December 31 2007 that story had completely changed:

· ASC advising had 37,000 student appointments in 2007 (all of which were categorized by topic)
· Advisors entered 61,000 notes about student contacts into the system.

· Needless to say, the project met its original goal of providing detailed reports.

· It met its operational goals too:
· 15,000 students were assigned to specific ASC advisors – no more ad-hoc whoever is available is who you see
· Advisors used the Procomm tool to send 10,000 reminder emails to students, which headed off a lot of crisis appointments
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Better Communication, Better Service!
· Do you remember those 2 photos from an earlier slide – the student visiting her two advisors?  Now departmental and ASC advisors know what each other is telling the student because they can see each others’ notes about that student in OSASC.  

· The ultimate beneficiaries are the students –they are getting better service.

· Perhaps the most interesting result is how much OSASC has caught on outside of ASC.

· Folks at the university level saw the success we had with OSASC – particularly the advising notes component – and we began having conversations with them about taking the Notes component and making it work with the Peoplesoft SIS system.

· Fall quarter we planned another pilot – this time for advisors across the university (business, law, education, regional campuses, etc.).  We ran the pilot this winter and we are in the process of getting all of the approvals and sign-offs to move forward.  Our goal is to release this Notes component – tied into the Peoplesoft SIS system – this September.

· So now let me turn this over to Beth who will give you a more detailed look at Agile and explain how we use it now on all of our web sites and web-based applications.

· Beth…
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