Iterative development for CICS
The CICS team used iterative development to develop the recent release of CICS Transaction Server for z/OS V3.2. Iterative development is a practice that improves software development by reducing risk, incorporating early regular customer feedback, and by making it easier to adapt to change. The results are savings in development time and money because projects are more likely to reach their end dates on time and to a higher level of quality. Customers also tend to be more satisfied with the final product because of the higher quality. Quality is also improved because test and information development are involved from the start. 
Iterative development divides a release into small slices that focus on working software. These are called ‘iterations’ (where each iteration is a high quality, executable subset of the final product). With this process, the product functionality grows from iteration to iteration. 

Why do iterative development?
Although iterative development requires some effort to implement, it offers an excellent return on investment by providing key benefits in the areas of:

· Requirements verification: user feedback ensures the right product is being produced and increases the likelihood of customer satisfaction.

· Reduced risk: by addressing key risk items first, problems can be fixed early in the cycle when easier to address. Continual re-prioritization of risk also ensures that the most critical risks are always being addressed first.

· Early and frequent testing: test and integration on small chunks of the system locates defects early and increases the quality and reliability of the system.

· Mid-course corrections: can be implemented from feedback received at the end of each iteration. New requirements can be used for competitive advantage. An assessment of each iteration also allows process enhancements to enhance the way the team works.

What is iterative development?
With software development projects, it is notoriously difficult to make early predictions. This does not mean that a plan is not needed.  However with iterative development, it is much easier to adapt a plan if needed. The development process can also be more easily adapted as knowledge about how the team operates becomes clear.

A sequential software development project typically proceeds linearly:

Requirement  >  Design  >  Code  >  Test 
This approach typically involves limited customer feedback and tends to conceal the real risks associated with the project until very late in the development life-cycle. In contrast, iterative development makes it easy to implement changes, obtain feedback and factor it into the project. This greatly reduces risk early on in the cycle and enables dynamic adjustment of the process.

Effective software development planning is essential but the plan itself is intrinsically worthless. Planning is important, but it is impossible to anticipate all possibilities. Only when the product has been developed to a usable stage does it become possible to learn a lot. The difference with iterative development is that it applies what is learned through experience to the ongoing development process.

With iterative development a new software release is decomposed into a series of sequential component in order to reduce risk. By incorporating multiple feedback passes and subsequent testing, each component becomes increasingly refined.

Each code component undergoes design, code, information development and test in order to provide a driver that is complete in terms of quality, and which is a subset of all the requirements. As the release is built, each iteration delivers additional function. Each iteration is also used for obtaining user feedback, and also to validate that the requirements were correctly interpreted. If there was a misunderstanding during the analysis or implementation phase, it is still possible to adjust the plans or content. Iterative development is simply a staged ‘cascade’ approach. The key point is early feedback and risk assessment. The iterative development process also benefits from the inclusion of use cases and automated test processes.
When to start developing iteratively?

The best time to start applying iterative development is at the beginning of a new release because the software development plan needs to include information about the iterations that will be completed. The iterative development process also allows prioritization based on requirements and risk. In this context, the logical time to start is at the beginning of the product development lifecycle when requirements are gathered and risks are first identified.

How to get started with iterative development?

The best way to move towards iterative development is to:

1. Sell the benefits of iterative development to the team

2. Train the team in the iterative development process
3. Create a high level project plan
4. Create a plan for the first iteration 

5. Complete the first iteration

6. Create the next iteration plan
7. Complete the next iteration

8. …
Summary
Iterative development delivers the following benefits:

· A better product specification

· Reduced development risk
· Reduced costs
· Fewer product defects

· Better teamworking

· Happier customers!

