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Abstract

Software configuration management (SCM) is normally regarded as a quality control discipline focusing on managing changes to products, which have been released to the market. However, with the ever-increasing need for more rapid application development, the role of SCM has changed from primarily a QA function, to a critical part of a development team’s daily operation. This means that SCM techniques must be known and used effectively by developers during the development process. 

However, most developers (and their managers) regard SCM as merely a repository for their project’s code and for internal builds. They are not trained in SCM concepts. They are not aware of how these concepts can help them avoid many of the all too familiar problems when they develop a product in parallel with their team members under time pressure.

This presentation outlines an approach to changing developers’ attitude towards SCM through participatory workshops where common problems in the daily life of developers are used to highlight and explain SCM principles and practices. This will enable developers to see the benefits of SCM from their perspective, rather than as some bureaucratic process invented by the QA department.

The principles of team based SCM are explained to developers through three metaphors. In group exercises the developers will then be able to outline a SCM plan for their team. From our experience this is an effective way to introduce SCM to a development team and thus change their attitude towards SCM. 

In June 1999 we started an experiment to improve the configuration management process at Brüel & Kjær. In order to find the real causes behind some of the configuration management problems, that Brüel & Kjær had experienced, we used a problem diagnosis technique based on interviews with developers, project managers, and persons responsible for software quality. These interviews changed the focus of the improvement project from a perspective of documenting/updating existing configuration management procedures to one of workshops creating a better understanding with developers for the value of SCM as seen from their perspective, so that they could create themselves the optimum framework and procedures for SCM on their projects. We were ready to introduce the new principles for improvement of SCM on the first projects in September 1999, but ran into resistance from the development management, who did not believe in our approach to solving the SCM problem. The planned experiment was therefore terminated before the ideas had been tried in practice. 

The interviews with developers led us to work on alternative metaphors for SCM concepts, so that we could better match the developers' own need for configuration management. We incorporated the metaphors in a workshop format, where the developers learn to work with the SCM techniques. 

The workshop is designed to be held when a project team should decide how they are going to use SCM on their project. The idea is that the project team after the workshop can formulate all their configuration management procedures so they fit exactly their project. The optimum would be to have one of the company's process consultants participate in the workshop, so the results can be incorporated in the process improvement programmes of the company. 

Bullet Points

· Configuration Management from a development team perspective

· A new way of realising the benefits of CM

· How to introduce CM on your development team
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