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From the Desk of Our President

By Ram White

Welcome to the ACDM Conference Journal. This particular Journal
represents the March conference at the Shelter Point Marina and Resort in
San Diego, California. This was our third conference held here, and once
again it was a success. And of course the San Diego weather can not be
beat. Those of you who missed this conference missed a good one, but we
hope you enjoy the coverage in this Journal.

I would like to extend a personal thanks to everyone who made this
conference so successful. Connie Pitcher, the conference chair, and her co-
chair, Sam Packer, did outstanding jobs of guiding their very talented
conference committee to this success. Some special thanks go to Dick
Carlson for his able coordination and planning for making the Shelter Point
facilities fit our conference. He needs to be commended for personally
providing the outstanding scenery and weather for the conference. Steve
Konieczka did an outstanding job of soliciting and coordinating exhibitor
participation from 13 vendors. These vendors contribute tremendously to
the success of the conference by their financial contributions, but more for
the expertise and technical contributions to the program itself.

Besides the contributions of the vendors and sponsors, I feel that special
recognition needs to go to our presenters who brought so much valuable
knowledge to their presentations. Their extra efforts were greatly
appreciated by the attendees. All the attendees themselves are deserving of
major atta-boys for their interest, attendance, participation, and
contributions. The technical sessions were well attended and we received
very constructive comments from many participants.

Even as good as this conference was, we have plenty of room to improve.
The lessons we learned from attendees’ comments and our own out brief
sessions, highlighted items that we can work to incorporate into or use to
improve future conferences. Some of the positive elements were the
effective integration of the vendors/exhibitors into the program,
highlighting of networking opportunities, and technical presentations and
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education panel. Some of the conference planning to which we need to
provide more attention are; filling the Monday and Wednesday program
with more “meaty” materials, panels, or presentations, better identification
of the topic/subject for each track, and inclusion of a formal business
meeting. And as usual we have to work at finding the proper balance
between too few or too many tracks, between too casual or too formal,
between more or less social, and between variations of everyone’s
professional interests.

Cindy Hauer and I are working in the planning for the 2004 ACDM Annual
Conference for which we are anticipating returning to the Rosen Center in
Orlando, Florida. We hope to be able to announce the dates and places
soon. The Executive Board is also developing plans to conduct a couple
trial regional type symposiums. These would likely be one-day formats
targeted at a particular location with a very topical focus. The intent would
be to accommodate requests for closer and cheaper forums for those who
find the time and expense of the annual conference prohibitive. As an added
benefit, these symposiums could be used as building blocks for presenters
and topics to be incorporated into the annual conference. Any suggestions,
comments, or participation in these efforts would be much appreciated.

It is with cautious enthusiasm that I can add that the ACDM is the best
financial shape since its beginning. While not “rolling in dough,” we have
been able to manage a positive increase in our annual cash flow, largely due
to positive revenues from the increased vendor participation in our
conferences.

I would like to extend a welcome to our new board members and word of
thanks to our departing members. We welcome Nancy Hanks, as the new
National Secretary, and Richard Hendricks, as the new member to the
Board of Governors. Finally, it is with a heavy heart that I give a hardy
thank you to our two departing board members, Steve Konieczka and
Connie Pitcher. Steve has served a VP of Services for several years and has
been instrumental in implementing the new and improved membership
management systems and moving many of the ACDM administrative
functions into the “digital age.” For Connie, this closes out one more of
about three terms of service on the Executive Board, and chairing two
annual conferences. Both Connie and Steve promise to stay active
members, but will be greatly missed on the board.

Thanks,

Ram
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Announcing the Reinvention of Data Management

The creation, updating, retention, protection, retrieval, and
disposal of data all require a sizable investment in labor,
supporting systems, and time. The purpose behind enacting
consistent, high-quality data management is to make certain
that the organization reaps a return on this investment. Data
management (DM) applies consistent and appropriate
processes and tools to acquire and provide stewardship for
data. A consistent, well-thought out DM process ensures that
customers receive the data they need when they need it, in a
form they need it, and of requisite quality.

When data management principles are applied using effective
practices, return on investment in data is maximized and
product life cycle costs are reduced. This standard is intended
to be used when establishing, performing, or evaluating data
management processes in any industry, business enterprise, or
governmental organization.

This standard describes data management principles and
methods using a neutral data management terminology.
Sections 1 through 9 are normative. Annexes are informative.

The methods of DM have undergone significant changes as
paper documents transitioned to digital data, and continue to
evolve. As a result, existing standards for DM, which mostly
address DM for defense products, are obsolete. They describe
procedures that were adapted to paper-based management of
paper deliverables. This standard is intended to articulate
contemporary DM principles and methods that are broadly
applicable in both the commercial and government sectors.
Development of this standard began in August 2000 when the
Electronic Industries Alliance’s (EIA) G-33 Committee on
Data and Configuration Management initiated a task to
develop a consensus standard for data management. This is
the first release of the standard.

-Foreword, EIA-Standard-859

Overview of Data Management

9. Increase the effectiveness of the
organization through improved quality and

use of data

1. Plan for,
Acquire, and
Provide Data
Responsive to

Customer
Requirements

Provide Stewardship for Data

2. Match DM processes to the business environment,
context, and policies of the organization

3. Include within DM the management of data, data
elements, data structures, and data views

4. Identify products, views, and related elements and
structures so that their requirements and attributes can
be configuration controlled

5. stablish and maintain configuration control using
approved change control processes

6. Manage data rights for intellectual property
proprietary data, and competition sensitive data as an
integral part of DM

7. Retain data commensurate with its potential value to
the organization and customer

8. Cooperate with Knowledge Management where KM
and DM intersect

Methods

Feedback

The foregoing text, above, and the figure introduce EIA-
Standard-859 (Draft), which is in final format and ready for
review and comments. After two years of hard work, the
forging of tremendous professional relationships, and a
forward momentum that is unparalleled in my experience at
least, EIA-859 has become a reality.

859 is a principles-based standard for performance-based Data
Management – a critical key to identifying and managing
product data whether it’s technical, business, management,
programmatic, or configuration management-related
information.

Principle 1 – Methods and
Processes

Principle 9 – Continuous
Improvement

Principles 2-8 – Stewardship for
Data
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859 represents the expertise and experience of 20 key
members of industry and government, working together in a
consensus forum to capture methods, document practices,
develop templates, and provide guidance for experienced or
new DM practitioners.

This past year, it has been a privilege and a pleasure to lead
these talented professionals and evolve DM to the state where
it provides critical linkage to Produce Data Management,
Knowledge Management, Configuration Management,
Program Management, and Information Technology. The sum
total of the experience of this team, incredibly, is in excess of
450 years. Many times, I have had to stop and pinch myself as
I enjoyed the privilege of seeing 859 take shape and become
the document that we have all envisioned for such a long time.
To see the amazing agreement, articulate debate, and energy
that the team displayed was a remarkable experience for me.

There is much to be done, yet – we must develop a handbook
for 859, a capability maturity model must be completed, and
we are working to bring about the visibility and availability of
training through industry and government resources. We must
address how data is “ordered” – whether it is escrowed,
delivered only digitally, and how technical data packages are
structured and used for some of our trading partner base. In
other cases, our work in the identification, use, and protection
of intellectual property is truly ground-breaking. There’s also
the tremendous task of structuring the XML data model and
building the necessary linkages to enable digital data exchange
consistently and effectively through disparate data models that
we share.

We welcome your support, your comments, and your
involvement as we move forward with the next steps – and it’s
a pleasure to announce to the ACDM membership, first, the
inception and completion of Step One – EIA-Standard-859.
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Report from the ACDM 2003
Track 2 Chairperson

Track two was exciting. The subjects were interesting and
informative. We had good interaction with the attendees and
the presenters. There were some problems with the schedule,
but the sessions were well attended and all attendees expressed
their appreciation of the presenters.

Bob Walker inspires his audience in Track 2.

Session one was presented by Steve Konieczka and Dick
Carlson. The subject was Agile CM. Mr. Konieczka and Mr.
Carlson provided a lively presentation. The subject was
provocative and sparked interplay between the presenters and
the 29 attendees.

Session two’s presenter unfortunately showed up very late and
as a result, the attendees were in other tracks.

Session three was presented by Bob Ventimiglia. The subject
was Effective QA: Building Quality into Development. Mr.
Ventimiglia is a dynamic speaker and was enthusiastic on his
topic. The 37 attendees all expressed the desire for a longer
session. There was good interplay between Mr. Ventimiglia
and the attendees.

Session four was presented by Cynthia Hauer. The subject was
Value Determination for Data Management as well as an
overview of EIA-STD-859. Ms. Hauer presented an
interesting briefing that kept the 23 attendees attention.

Session five was presented by Robert Walker. The subject was
Lessons Learned During Data Management Implementation at
AEDC. Mr. Walker discussed the problems and issues
encountered he encountered during the implementation of
DM. He provided a different look at the process of DM. (21
attendees)

Session six was presented by Cynthia Hauer for Dr. Robert
Hoff. The subject was EIA-STD-836, CM Data. Ms. Hauer
presented the information and also regaled the 19 attendees
with her trip to China that was entertaining and kept the
interest level high.

Yet more inspiring thoughts from our own Bob Walker.

Session seven was canceled.

Session eight was a presentation by KaiaSoft Corporation.
There were 9 attendees, but this session was called late and
directed towards a specific audience.
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CM and DM Education
By Dick Carlson, ACDM VP of Education

During the ACDM 2003 conference in San Diego we held an
Educational Forum that consisted of a panel of CM and DM
experts each of whom presented his or her particular views on
CM and DM education. Topics included what’s available, how
effective it is, and certification opportunities.

The panelists consisted of educational experts representing
academia, industry, and companies that offer, conduct, or
provide Configuration and Data Management related
education and training. The theme for this forum was
"Educational Needs for Contemporary Configuration and
Data Management Practitioners ." The panelists included the
following education/training experts:

Participants enjoyed this informative session.

Cynthia Hauer (Millennium Data Management, Inc.)
discussed an initiative for college-level credit courses for CM
and DM, and the background and benefits of having the
college forum for the future of CM and DM, and also to gain
understanding and involvement from those enrolled in systems
engineering or software engineering curricula. This initiative
is the realization of several years' effort in recognizing CM
and DM as professional disciplines worthy of degree status
and award.

Don enlightens the audience with insights on CM training.

Don Peck  (SCS Education Corporation) talked about the
theory and application of a blended learning model in the
delivery of software configuration management training.

Interest in this session was strong.

Ram White (Integrated Support Systems) presented a
synopsis on CM education and training opportunities, with
emphasis on CM of products other than software, i.e.,
hardware, material, processes, facilities, data, services, etc.
Ram’s presentation included descriptions and examples of
each of the different training formats and methods, including
what is generally provided and should be expected, and
highlighted some resources available to help find and locate
education and training providers.

Andre van der Hoek (University of California Irvine)
discussed a proposed new degree program in Informatics
(currently in development) that focuses heavily on software
and information design. Major focus on creativity, problem-
based assignments, and longer course sequences in which
topics, including Configuration Management, are treated in
depth.

Topics included what’s available, how effective it is, and certification
opportunities.

Louis Taborda (Consultant/Mentor) discussed the challenges
that CM/DM faces in the light of its wider adoption in
different domains. The success of marketing campaigns and
the push of new technologies have allowed CM terminology to
become increasingly blurred. Louis proposed actions that need
to be taken to "maintain the integrity of CM" as a generic
discipline.
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Report from the ACDM 2003
Tools Track

By Ram White, ACDM President

The Tools Track at the 2003 ACDM technical conference was
a very well-received part of the technical program. This was
the third year that the Tool vendors have been given the
opportunity to "strut their stuff" at the conference.

Beth Carlock discusses the benefits offered by ISS.

As before, the exhibitors were given the chance to bring a
presentation into the technical program which features their
specific software offering. These forums provided both the
vendors and potential users an give-and-take experience
regarding software tools in a public setting.

Bryan Oldham offers what’s available from KonfigCM and Auto-Trol.

Seven of the eleven conference exhibitors took advantage of
the Tools Track to highlight and demonstrate their software
solutions to meet CM and SCM challenges.

MKS has plenty to offer with CM Synergy and other services.

Making presentations in the Tools Track were McCabe,
Martix-one, PSA, ISS, Eigner, Auto-trol, Catalyst, and MKS.

Our friends from Eigner offer their tools and services.

An average of 15 people attended each of the Tools
presentations. The ensuing question and discussion session
following each were quite lively and very comprehensive.



ACDM Journal Conference Edition  http://www.acdm.org

When is There Too Much Software Configuration Management?
Part 2

By Dick Carlson, ACDM VP of Education

In Part 1, I pointed out the main activities with which the
contemporary SCM group normally gets involved, detailed
the steps necessary for improving SCM process capability
based on the Software Engineer Institute’s (SEI) Capability
Maturity Model for Software (CMM-SW), then contrasted
activities, needs, responsibilities, and processes that are
needed for a large software project, and cautioned that if
applied to a small project overkill may result. If the
software development group’s process capability is
relatively immature and ad hoc, then product integrity and
quality are likely to suffer. What are the alternatives to the
process-heavy and document-laden methodologies
espoused on so many software projects? Are there more
efficient ways for planning and implementing SCM? Is
there hope for the small software project?

As a SCM practitioner for about nine years, I realize now
that the methods we used and employed to “help”
development teams actually got in their way. In spite of our
good intentions, the SCM group was often a bottleneck.
Our methods were arduous, slow, and error-prone, and
were based on rigorous processes backed by extremely
detailed procedures and verbose documentation. I typically
supported teams of 20 to 50 developers, without the use of
automated tools (before there were such things).

Back then we worked long hours fixing problems that we
had caused by “doing the right thing.” Often, an SQA
engineer worked with us to help locate and resolve
problems. The software systems that were constructed were
built on rigid and unforgiving timetables using a traditional
waterfall approach, which meant that if there was a minor
hiccup encountered along the way, things came to a
screeching halt and the customer held intense replanning
sessions with our senior management to resolve issues and
negotiate funding and additional resources.

Today’s tools are very sophisticated and have the potential
to bring tremendous value to software development
efforts? for a price. Unfortunately, a significant number of
these tools are affordable only to companies with sufficient
capital reserves to make such investments. And the tools,
themselves require experienced experts in their application
and use. Also, keep in mind that SCM “best practices,”

touted by vendors require serious consideration before
implementing into any culture because they may not fit into
your culture.

Implement useful best practices in your SCM domain. That
is, establish and practice the practices that work “best” for
you and your team. The entire list of best SCM practices
that follows may not apply to every domain, but should be
considered as a guide to establish good overall SCM
practices:

Workspaces (where developers build, test, and debug)
» Don’t share workspaces
» Don’t work outside of managed workspaces
» Don’t use jello views
» Stay in sync with the codeline
» Check in products often

Codelines (the canonical sets of source files)
» Give each codeline a policy
» Give each codeline an owner
» Establish a mainline

Branches (variants of the codeline)
» Branch only when necessary
» Don’t “copy” when you really mean to “branch”
» Branch on incompatible policy
» Branch late
» Branch instead of freeze

Change Propagation (getting changes from one codeline
to another)
» Make original changes in the branch that has evolved

the least since branching
» Propagate early and often
» Have the right person perform merges

Builds (turning source files into software products)
» Source + tools = product
» Check in all original source
» Segregate built objects from original source
» Use common build tools
» Build often
» Keep build logs and build outputs
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Process (the rules for all of the above)
» Track change packages
» Track change package propagations
» Distinguish change requests from change packages
» Assign “everything” an owner
» Use living documents
» Track and protect baselines

Don’t get hung up and overly excited about tools. First, be
certain that the SCM practices employed in the technical
domain bring value to the project. Second, determine if
there is anything else that can be done with existing
resources to make the SCM process easier and more
transparent. Third, check out the many “free tools”
available on the web to creative SCM practitioners that
could help make life a little more tolerable. Such tools can
be found on the web at the following locations:

www.cmcrossroads.com/bradapp/links/scm-links.html
www.cmtoday.com/yp/configuration_management.html
www.cmiiug.com/Sites.htm

If you must use existing processes and procedures, then do
all you can to tailor out everything that does not or no
longer applies or does not present any added value.

Speaking of added value, take a close look at the processes
you are required to follow. Do they make sense? Are they
current and do they reflect today’s domain? Is every step
absolutely necessary? Can you find anything that you could
live without? After making these considerations, coordinate
the proposed changes with the team, make the appropriate
changes to your defined and documented practices and
procedures, and communicate those changes to the entire
software development or content application group so they
are aware of what has changed. You may have to do some
serious “wheeling and dealing” or negotiating with team
members and management before changing these practices,
but it will be worth the effort because without their buy-in,
things will remain “business as usual.”

During the last three years, I did a lot of research looking
for better, more efficient methods of implementing SCM.
Most of this research involved reading articles and books
on leaner or lighter software development methods. What I
have discovered is there are a number of software
development sub-cultures that are using a select number of
techniques that are well-documented and appear to be
working well for them.

This research has enlightened me in such a way that I have
adjusted my way of thinking. As a recent signatory of the

Agile Alliance, I am now focused on developing more
efficient and value-added practices. There doesn’t seem to
be a shortage of companies in need of more efficient and
effective business solutions? and most want these solutions
cheap and right now. Agile software development is driven
by a profound manifesto that reads:

“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.”

(http://www.agilemanifesto.org)

So, how do the Agile attributes affect SCM? Can we map
SCM activities to the Agile Software Development
Manifesto?

First of all, the notion or concept of “Agile SCM” is new
and not well-defined. Secondly, SCM is not very visible to
“Agilists” who have a strong bond with their charters. That
is, SCM is not really mentioned at all in any of the seven
Agile methods. Agile software development concepts are
relatively new, but much of their framework is based on
time proven manufacturing methods.

So, before we get into mapping SCM to Agile concepts, we
need to understand that the “Agile SCM group” is more
than likely going to consist of a solo individual responsible
for the “control and integrity” domain. This person will
also be a senior member of the software development team,
perhaps even a software architect, who participates in
development activities, works directly with project
management, and one who may share her domain with
another (perhaps a junior) programmer. Let’s see how SCM
fits into the Agile framework.

Individuals and interactions over processes and tools.
The Agile SCM practitioner trains and mentors the
development team (individuals and interactions) on SCM
practices and methods. Agile SCM practitioners seek more
efficient ways of controlling and managing project work
products using learned skills. Only when the needs of the
project become more demanding and the tasks of
controlling and managing project work products become
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noticeably less efficient, should automated tools be
considered.

Working software over comprehensive documentation.
The Agile project team is focused on Agile methods (e.g.,
pair programming, small releases, simple designs,
collective ownership, communications, commitment, etc.),
and the suite of documents traditional teams are used to are
not produced in favor of creating working software. Thus,
the Agile SCM group is likewise focused on simplified
control and management mechanisms to ensure the
integrity of the working software.

Customer collaboration over contract negotiation.
SCM planning is just as important as the software
architecture or application requirements, so it is equally
important that the Agile SCM group and the customer work
together closely to actively participate in the overall
planning strategy (customer collaboration).

Responding to change over following a plan.
The Agile SCM group participates in strategic project and
technical domain planning. In Agile software development,
there may not be a CM plan. CM planning becomes an
integral part of project planning, or the planning game
(Kent Beck), where short iterations and frequent project
planning updates are the rule. The planning game is the
boundary or the point of interaction between customers and
developers (responding to change), specifying the
responsibilities of both parties.

This is not the end of the story? it’s really only the
beginning. There are some very important things to
remember about Agile SCM.

Agile SCM is not:
» A lightweight (or canned) version of traditional SCM

approaches
» An approach that can be disassembled into pieces that

can be applied piecemeal
» Measurable with irrelevant yardstick measurements
» A “silver bullet” (at least, not all the time)

Agile SCM is:
» A finely tuned and congruent process
» Vastly different from traditional SCM defined

approaches
» In terms of the CMM, it’s stable and repeatable only

through Level 3
» A process that requires a lot of work

WARNING, Agile SCM may cause:
» Dramatic improvements in engineering build and code

management practices
» Positive cultural changes brought about by

collaborative teamwork
» Positive changes in management as the organization

becomes fluid? that is, teams become empowered and
managers stop being bosses to become coaches,
mentors, and facilitators

» Management changes as projects are tightly measured
by return on investment? that is, doing the right thing
well, not just doing the right thing

» Ownership changes as business people become
responsible for project ROI on an iterative, incremental
basis, constantly balancing cost, functionality, date,
and quality to produce the greatest benefit

So, when is there too much SCM? Through careful and
prudent planning by the project manager, project team, and
SCM practitioner(s), the amount of SCM management and
control for configuration items and work products can be
gauged. Too much process and the team gets bogged down
in trying to support practices that may not be adding real
value to building products. Too much documentation and
the team shifts its focus on preparing needless or
unnecessary documents instead of producing working
software. And isn’t that what most software projects are
supposed to do?
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