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Avanade Overview

Avanade is recognized as a global leader in Microsoft Consulting, Technology and Integration industry 

and is supported by its highly skilled people and resources.

Our People:
+9.500 professionals in 22 countries dedicated to 

delivering value to our clients in the Microsoft 

practice.

Our Mission:
To create value for our customers by rapidly 

delivering mission-critical solutions that use 

Microsoft technologies.

Our Vision:
To be the premier global technology integrator for 

Microsoft solutions in the enterprise.

Company Information

Official Registered Name:  Avanade

FY2006 Gross Revenue: $483million

Number of Offices (worldwide): 44 in 22 countries

Number of Professionals: 9.500 (Global)

~350 (Nordic)

Copenhagen Address: Arne Jacobsens Allé 15

Ørestad City, Postboks 1732

DK-2300 København S

Denmark

Phone Number: +45 7221 1070

Website: www.avanade.dk

http://www.avanade.dk/
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About Me

 7 Years in Accenture as Developer, Tester, Team Lead and 

Technical Architect on Microsoft & JAVA

 Been with Avanade from we started in 2005

 Main roles in Avanade as Team Lead & Technical Architect

 Now Nordic Solution Manager for Application Development and 

Application Management

Professional Background

 Participated in many projects in different roles at customers

 Been in management team on two large (+100 people) projects

 Responsible for certifying one large project to CMMI L3

 Have designed several TFS installations

 Worked with several off-shore teams

 MCPD EA certified

Relevant ALM Experience
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Your Typical IT Project
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Avanade ALM Assessment
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Agenda

Why Large SW Projects are Hard to Deliver

ALM & VSTS & Agile – Short Introduction

Prepare for Your Project

During Project

Special Off-Shore Considerations

Other Ways to cut Costs for Large Projects

References

You have many options and we will focus on the ones for larg(er) projects

Off-shore and Agile development is mixed in
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Why Large SW Projects are Hard to Deliver

 Possible to survive without methodology, documentation 

and development processes

 Risk of failed/delayed project may not be financially 

critical

 All requirements and design can be understood by one 

person

 Projects can be “saved by heroes”, individuals working 

intensely to fix problems

Some Characteristics for Business Application SW Projects

Small(er)

<4-5 People

 Failures and/or overruns are very expensive and 

application is critical to organization

 Methodology and processes required but time 

consuming

 No-one in project understands everything

 Many dependencies between stakeholders

 Correct planning & estimation up front is not easy

 World changes during project

 Will often be required to use off-shore developers to 

lower cost

Large(er)

5 -> + 100
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Why Large SW Projects are Hard to Deliver

My Experience on Large Project “Facts of Life”

 Requirements will change regardless of your methodology

 No methodology & processes -> Guaranteed problems

 “You get what you track”: Quality, Requirements, Test, Budget

 Time-consuming processes gets abandoned at crunch time

 Often requirements exist for certain deadline, cost and scope

 Dependencies often causes delays that are discovered too late 

to remedy due to insufficient cross team progress tracking

 Transition points between teams are costly and create errors

 Most problems caused by management & quality of 

requirements and testing, not often by poor code quality

 Off-shore saves cost but adds a significant layer of complexity
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Why Large SW Projects are Hard to Deliver

What Can Help

 Use a development 

methodology that can handle 

change

 Work in iterations

 Use your methodology correctly

 Do your homework up front

 

Project Management 
Tool

(Program/Project  Mgmt.)

Repository & Reports

Requirement 
Gathering Tool
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Architects & Developers

Test Tool

Testers
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rt
 Base decision making on objective

and updated data

 Minimize time to manage 

processes and create decision

data using tools

 Reduce transition problems 

between stakeholders

 Track what you want to achieve
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Application Lifecycle Management - Introduction

It is all about Processes

 Support development

methodology whichever that is

 Automate as much process 

management as possible

 Provide process transparency

 Provide traceability across user 

groups not only for developers

Higher Quality, Cheaper 

Development, Lower Risk, full 

transparency

New scope

Traditional scope of ALM and tools

Plan Analyse Design Build Test Deploy Operate

Application Development

Application Management

Requirements

Design

Build

Test

Deploy

Operate

Optimize

Quality

Consistency
Predictability
Costs

Governance
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VSTS Introduction

“All in One” Suite

Client Tools

 Visual Studio, Office & Web Clients

Server Tools (TFS)

 One Shared Repository for code and 

process artifacts

 Build In Data Warehouse

 Build Framework

 Process artifacts (bugs,

requirements, test cases etc.) are

called work-items

Web Clients 
and XML Web 
Services

Operations and 
Help DeskPMO

Build Server

Development Realm

Test Realm

STZ

ATZ

Builds

- V1

- V2

- VX

Deploy

Operations Deploy

Deploy

Production Realm

CSZ

RTZ

File Share

TFS Server

C
ode

W
o
rk Ite

m
s
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Agile/SCRUM Introduction - Concepts

Many still works 

Waterfall approach  

even if they know it 

is not optimal

All work planned 

detailed up front and 

attempt to stick with 

plan

 Only deliverables customer values count, tracked in 

“Product Backlog”. This is ranked high level requirements

 Small self-organizing teams work in iterations  (Sprints) of 1 

month managing their own work “day by day”

 Only one sprint at a time is planned covering subset of 

product backlog, and evaluated after completed.

 Completion means  “potentially deployable”

SCRUM
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Prepare Project - Methodology

VSTS is delivered with two Project Templates and a Process Guide

 MSF for Agile

 MSF for CMMI

Each template determines which process artifacts are available, CMMI has more

For large projects always use the CMMI template or buy/customize another one

You can configure your own 

process guide and process 

template to your methodology

 Custom Work items

 Custom reports

 Custom Process Guide

Will be available to all new 

projects and ensures consistency

Avanade use our own template

Tip: Use TFS Power Tools for 

modification
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Prepare Project - Structure

Very Important – Work Item Hierarchy

One of the most important things, plain and simple, to achieve success with 

TFS for large projects is choosing a good work-item hierarchy

 Consider grouping “by Scenario” (use case) for software that is very 

process oriented (standard)

 Consider grouping “by Feature” for software where this is possible (custom 

work item)

 To track user testing end-to-end you may need some customization to have 

test-cases

Tasks

Features

Objectives Scenarios

Feature

Task Task

Feature

Task Task

TFS2008 does not support a “true hierarchy” (will come in 2010) so instead add 

custom reference fields that link up to layer “above”

If you do not do this properly it is hard to make useful reports
Excellent series of 10 articles here from Microsoft Dev Team on how they configured TFS for a 3.000+ 

person project
http://blogs.msdn.com/teams_wit_tools/archive/2008/03/27/how-microsoft-devdiv-uses-tfs-chapter-1-our-process.aspx

http://blogs.msdn.com/teams_wit_tools/archive/2008/03/27/how-microsoft-devdiv-uses-tfs-chapter-1-our-process.aspx
http://blogs.msdn.com/teams_wit_tools/archive/2008/03/27/how-microsoft-devdiv-uses-tfs-chapter-1-our-process.aspx
http://blogs.msdn.com/teams_wit_tools/archive/2008/03/27/how-microsoft-devdiv-uses-tfs-chapter-1-our-process.aspx
http://blogs.msdn.com/teams_wit_tools/archive/2008/03/27/how-microsoft-devdiv-uses-tfs-chapter-1-our-process.aspx
http://blogs.msdn.com/teams_wit_tools/archive/2008/03/27/how-microsoft-devdiv-uses-tfs-chapter-1-our-process.aspx
http://blogs.msdn.com/teams_wit_tools/archive/2008/03/27/how-microsoft-devdiv-uses-tfs-chapter-1-our-process.aspx
http://blogs.msdn.com/teams_wit_tools/archive/2008/03/27/how-microsoft-devdiv-uses-tfs-chapter-1-our-process.aspx
http://blogs.msdn.com/teams_wit_tools/archive/2008/03/27/how-microsoft-devdiv-uses-tfs-chapter-1-our-process.aspx
http://blogs.msdn.com/teams_wit_tools/archive/2008/03/27/how-microsoft-devdiv-uses-tfs-chapter-1-our-process.aspx
http://blogs.msdn.com/teams_wit_tools/archive/2008/03/27/how-microsoft-devdiv-uses-tfs-chapter-1-our-process.aspx
http://blogs.msdn.com/teams_wit_tools/archive/2008/03/27/how-microsoft-devdiv-uses-tfs-chapter-1-our-process.aspx
http://blogs.msdn.com/teams_wit_tools/archive/2008/03/27/how-microsoft-devdiv-uses-tfs-chapter-1-our-process.aspx
http://blogs.msdn.com/teams_wit_tools/archive/2008/03/27/how-microsoft-devdiv-uses-tfs-chapter-1-our-process.aspx
http://blogs.msdn.com/teams_wit_tools/archive/2008/03/27/how-microsoft-devdiv-uses-tfs-chapter-1-our-process.aspx
http://blogs.msdn.com/teams_wit_tools/archive/2008/03/27/how-microsoft-devdiv-uses-tfs-chapter-1-our-process.aspx
http://blogs.msdn.com/teams_wit_tools/archive/2008/03/27/how-microsoft-devdiv-uses-tfs-chapter-1-our-process.aspx
http://blogs.msdn.com/teams_wit_tools/archive/2008/03/27/how-microsoft-devdiv-uses-tfs-chapter-1-our-process.aspx
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Prepare Project – Plan & Estimate

Book Recommendation: “Hollywood Secrets of Project Management Success”

Did you know that for most movies, which are not unlike SW development 

projects, even a 2% overrun is considered a disaster?

We are often also faced with having to provide an estimate early

(and keep it) even though all requirements may not exist in detail

For Large Projects Avanade Recommends

 Define non-functional requirements as work-items and details inside work-

items for features/scenarios

 Estimate as good as you can up-front with a detailed estimate based on the 

information available and assumptions.  Find base-line scope & estimate

 Plan your project. Break it down into Scenarios & Features without 

specifying too much detail and apply estimates. This is tracking baseline

 Minimize cross scenario/feature dependencies to the middle of a feature or 

scenario. Better to split it in two so each can be closed

 Rank work with high priority to business done early

 True Agile is impossible with Fixed Scope, Fixed Budget, Fixed Date but 

illusion to think Waterfall will do better

 For large Agile projects plan a “Sprint 0” which does planning & high level 

design (Architecture, Infrastructure, Requirements) for entire project
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Prepare Project – Understand User Groups
Stakeholder Requirements
Program Management See High Level Status on TFS SharePoint portal

Project Management See Detailed Status on TFS SharePoint portal

Functional Design and 

Testing

Works via TFS Web Access or VS to create artefacts 

(work-items), design documents, test-cases etc. Also 

consumes a variety of reports

Architecture & Code Review Works from Visual Studio and must be able to see code 

and work-items. Often this is an experienced on-site 

developer. 

On-Site Developer Primarily works from Visual Studio to access work-items 

& documents. 

Must be able to access legacy from dev environment

Off-site Developer Have the same need as the on-site developer. If using

TFS Proxy cannot work on Integration to legacy. Low 

network latency can be issue

Rich UI Developer (on-site or 

off-site)

Developers that needs to work with very advanced UI 

and graphics like video etc. Virtualized dev workstation 

will not work since there is no support for DirectX 

(hardware supported graphics) 

Application Management High level of access to test & prod environments Can 

often get by with slower network speed and some 

latency on dev environment.

Ops & Dev Support & the 

ones paying for 

environments

Operations must ongoing supply developers with 

developer environments that must ongoing be created, 

patched, and maintained. Want minimized work-effort to 

create new environment and to keep cost down
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Prepare Project – TFS Infrastructure for Large Projects

TFS Server

Onsite Servers

TFS Portal TFS Web 

Access

Virtual Server(s)

Virtual Developer Workstations

Virtual Build Servers

On-Site

Non-Developer

”Normal” Developer
Citrix

Graphic and/or

Power Developer

Off-Site

”Normal” Developer &

Application

Management

TFS Proxy ”Special Needs” but

work non-integrated

Developer

VPN

Citrix

 Virtualized 

environment 

that handles 

off-shore 

developers

 Quick 

provision of 

development 

machines

 Can handle 

adv. UI dev.

 Provide 

access to all 

user groups 

via portals or 

VS

 TFS Proxy
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Prepare Project – TFS Structure & Branching

► Think about this up front can save a lot of pain: http://msdn.microsoft.com/en-

us/library/bb668955.aspx

► For most large projects do like this

My Team Project

Development – Container to isolate active 

development

Feature A – Isolated branch for development 

Source

Feature B – Isolated branch for development 

Source

Main – Main integration and build branch. All 

changes come together here. 

Source

Other Asset Folders

Releases – Container for current release and 

maintenance branches 

Release 2– Active maintenance branch 

Source

Other Asset Folders

Safe Keeping

Release 1 – Old release in safe keeping 

Source

Other Asset Folders

http://msdn.microsoft.com/en-us/library/bb668955.aspx
http://msdn.microsoft.com/en-us/library/bb668955.aspx
http://msdn.microsoft.com/en-us/library/bb668955.aspx
http://msdn.microsoft.com/en-us/library/bb668955.aspx
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Prepare Project – Build Servers

Build Server

Development Realm

Test Realm

STZ

ATZ

Builds

- V1

- V2

- VX

Deploy

Operations Deploy

Deploy

Production Realm

CSZ

RTZ

File Share

TFS Server

C
ode

W
o
rk Ite

m
s

Daily Builds, the Heartbeat of any project and among first thing to configure

 Will build and unit-test your code on a “non developer” machine

 Will add tracking data to your warehouse on code quality

Tip 1: When running unit-test 

configure it to run all test in unit-test 

directory and do not use “Test Lists”

Tip 2: Additional build profiles for 

MOSS and BizTalk etc. exist on 

CodePlex

 Do Daily Build on Main Branch and possibly 

continuous integration on Dev Branch

 Run BVT (Build Verification Tests, typically all unit-

test), Code Coverage and Code Analysis on 

automated build
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Prepare Project – Custom Reports

Create Custom Reports to support tracking of your work-items

 TFS Warehouse is ok 

documented

 But writing complex Analysis 

Services queries is not easy

 You can create much simpler 

“Team Queries” instead that 

are often sufficient 

 And all queries can be 

viewed in Excel

Team Query

Custom Report 
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Prepare Project – Final Comments

Even a little ALM is much better than nothing at all

 Do not try to do everything first time on a large project

 Start with “Nightly Builds”, a standard template and standard reports

Other Tools

 If requirements definition and/or test is done in another tool, set up 

sync or just use “place holder” work-items for tracking purposes

 Strive to achieve all data into TFS so you can track cross team

 Excel is your friend for “Mass Changes” on work items

 Consider to feedback data from support systems and/or operational 

tickets end-to-end tracking

VSTS help a lot, but is not a magic “fix all problems”

 You must be committed to a methodology and use it

 Your developers must see value in improving processes

 If all is chaos you may get projects delivered but it is expensive and 

with high risk
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During Project - Overview

What You Need to Do as Project Lead & Team Lead

 You may decide to add additional queries, reports and fields to get 

information

 Track progress of project ongoing and make priority decisions

 Project Lead typically work in SharePoint

 Team Leads may also choose to use Visual Studio for reporting

What You Need to Do as Designer, Developer & Tester

 Do your work in Documents, Code and Test-conditions

 Update status work-items whenever you finish something

 Developers can do all work from Visual Studio

 Designers & Tester work via use SharePoint, TFS Web Access or 

Visual Studio

What You Need to Do as Operations & Application Management

 Feedback information to development team via work-items
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During Project – PM & Team Leads

Must Read: SW Engineering with MS VSTS, Sam Guckenheimer

Track Code Quality
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During Project – PM & Team Leads

Track Progress (work closed pr. period)
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During Project – PM & Team Leads

“Unplanned Work”: Identify Scope Creep
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During Project – PM & Team Leads

Consider Custom High Level Reports to roll up overall progress

Consider creating a “Project Status” page on SharePoint with roll up of key KPI’s

* Modified Report based on Sample from Microsoft WIT Team
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During Project – Tracking Time

Not out of Box Feature yet

 Can be done by adding fields for this to work-items

 Project Connector exist on CodePlex but hard to use

 Unless you are very mature TFS user, in most cases best approach is 

to track time in another tool and track progress pr. work-item instead

 Effort is much lower and data is much more accurate than nothing
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During Project – PM & Team Leads

Will likely not want to use Visual Studio as Interface

 Remember Licensing for non-developers in your budget

TFS Web Access from CodePlexStandard SharePoint Portal
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During Project – Developer

Accesses everything from Visual Studio

 Do what you normally do but update status on work-items
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During Project – Designer and Tester

Access via SharePoint and/or TFS Web Access

 Do what you normally do but update status on work-items

 Store Documents in SharePoint and reference from work-

items

 To create work items outside Visual Studio you need either 

Excel or TFS Web Access

 TFS 2008 is less mature than other tools for managing 

tests (will improve much in version 2010)

 However benefits of cross-discipline tracking may outweigh 

the missing functionality

 Critical missing functionality can be provided as custom 

web-parts accessing TFS and deployed to SharePoint
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Off-Shore: Special Considerations

Issue: Misunderstood Requirements

Remedy with ALM:

 Ensure that requirements & specification follows a 

work-item for Scenario/Feature

Use combination of screen-shots, text and use-

cases and put all in the work-item

 A good breakdown of work into work-items 

ensures complexity on each is kept low.
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Off-Shore: Special Considerations

Issue: Unclear split of responsibility causes 

problems

Remedy with ALM:

 Treat off-shore teams as separate complete Agile 

Teams, avoid micro-management from on-shore

Use TFS to assign work-items and track progress 

on the team similar to an on-shore team
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Off-Shore: Special Considerations

Issue: Process management is hard when dealing 

with off-shore

Remedy with TFS:

 Ensure process guide is correct

 Ensure all work is covered by a work-item

Communicate via Work-items, do not use e-mails 

for e.g. requirement changes

 Ensure everything is either in TFS or SharePoint, 

nothing on file-shares
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Off-Shore: Special Considerations

Issue: Unclear expectations on when “things are done”. For large projects 

also applies to on-shore teams but usually easier to handle on-shore

Remedy with TFS:

 Create “Quality Gates” which are hard objective important criteria

 Add special fields on work-items to validate each Quality Gate

 Make off-shore manager sign-off gates before code is accepted into 

main branch

Security plan

Static code analysis

Code coverage

No performance regressions

Localization testing

API reviews

All bugs fixed

Examples

* From MS WIT Team
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