Success

Fortune

Rolling Stone

CD
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Vaperware
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re-engineering

Opening Moves

The Middle Game

40

Ship Mode

Launch

gestalt

Moviny Day



prototype



Program Management ——
Quality Assurance ——

Development ——
Product Management/Marketing

Documentation/UserEducation ——

Programmer

Programmer Developer
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generic role

teamdynamics

Establish a shared vision



1992

Denis Gilbert

C7
classlibrary
compiler

Jeff Harbers
C/C++

“ " What You Seels What You Get  WYSIWYG

Cc7 C7
Windows C C++
MFC1.0
C/C++
AFX
Paul Allen

1992
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Caviar Caviar Visual C++ for

Windows 3.1 Caviar
Barrauda Caviar Windows NT

Caviar Caviar

Windows 3.1
Caviar
Caviar Windows 3.1 Visual C++
Caviar

Caviar

consensus style management

1993 Software Development’ 93



West Visual C++ 1.0
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15 C++

Visual C++1.0

Visual C++

Visual C++1.0
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NT

Visual C++

VisualC++

Visual C++

manage-ment-led



C++

Get their heads into the game



Create

a

empowe red consensus

multi-release tech- nology plan

technologyplan
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paradigmatic

object model
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feature



Don*t flip the bozo bit

bozo



death march



burn-out

o PC PCWeek
Infoworld Dr. Dobb® s  Midnight Engineering
Virtual Reality
MFC

Use scouts

scout
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PC

PC

MIS

100

MIS

MIS

mission critical

PC

PC

PC

Windows
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Watch the ratio



Use feature teams

C++

feature

Control C.Control

Empowerment

feature team

X.Control
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workshop

case study
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Consensus

Balance






personal liberation



facilitator

Use program managers

creator
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team= software

group psyche
Psyche

soul
teamwork  group psyche

psyche
7 . 13 ”

Be an authority
not anauthority figure



empower-ment

permissiveness

empowerment

trade-off
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" teamwork
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Alone A market without acompetitor ain' t



identification

nascent market
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Dead beat Break outof a feature shoot-out

check-box

feature shoot-out

brute-force approach

paradigm-shifting features
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Behind Ship moreoften with new stuffs

release cycles



relentless
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Ahead Don' t everlook back
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Takethe Oxygen along

PC

repeat
business

ongoingness
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Most Software
Sucks

attentive interested
convinced

desire

“ properties”

esthetics

anesthetic
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Enrapture the customer

“ just do It”

focus group
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Find the sweet spot

Visual C++ 1.0

C++
C++

template
C++
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C++
C C++

C++

exception handling

15 C C++
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Windows
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It s a relationship nota sale
C++
C++
Windows
wizard
MFC
Visual C++
Visual C++
Visual C++ “ C++
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Windows

PC
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Cycle rapidly

RAM
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PC

responsive but revolutionary

Annoyance fix

230 250 10
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Go for greatness

20
State your tyeme
George
Santayana 1896 The Sense of Beauty
George Stiny . James Gip 1978
Algorithmic Aesthetics University ofCalifornia
Press
work of
art
DeWitt H.Parker 1926 The

Analysis of Art Yale University Press
Criteria of esthetic form

unity
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VisualC++
C++

C++ Visual C++ C++

unity of purpose
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variation

evolution

balance

hierarchy

1975 : Guy Sircello A New
Theory of Beauty
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Minimize dependencies

dependency
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Propitiate the gods

23
Portability is for canoes.

multi-platform
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Design time at design time

software development



Don’ t accept dictation
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Now go play
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Be like the doctors

27



28

Remember the triangle features resources times

The Mythical Man-Month

29

Don’ t know what you don’ t know






Don’” t go dark
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Beware of a guy in a room

31
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If you build it 1t will ship

compile
C++
object code

build
build
build ——

build
build



master

build
build

0K
compile

sniff test

check-in
compile

compile

compile build

check-in
build ——

build

PC
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Get a known state and staythere



33

mi lestone

churn
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Use ZD milestones

u " ZeroDefects milestone
& ZD”

Visual C++

33

regressive things



deliverables
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Nobody reaches the ZD mile-stone until everybody does

36

Every milestone deserves ano-blame postmortem
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Stick to both the letter andthe spirit of the milestones
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Get a handle on“ normal”

M1

M1 M1

M1
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M1

M1

M1

M1

M1

M1

M1

M1

featuritis

M1

M1

M1
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M,

M1-ness
" featuritis

M1

M1 M1

M1

39

A handful of milestones is ahandful

interval

overhead
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Every little milestone has ameaning story

M1

40

M1

“ Ml ”

all its own

M1
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usingthe product under development
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Ballmer :
VisualC++
41

Look for

the

natural milestones

M1
M1

" dogfooding
Dogfooding 1is
to further the
teve
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metami lestone pattern

the software dream syndrome

footbhar "
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net bug fix capacity
“ " bug find rate

bug fix rate

regression rate

bug triage
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When you slip don" t fall

ship

footbar "



OK
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bugs count
32
compile link
. " sniff test
A B
A B
B n+1 A
B A A
B n B

n+1

_ “ " radical focus ——

cry wolf syndrome

disempower- ment



awareness

M1

M1

M1

M1



psyche

surprise check-in

debug

M1



M1



M1



special war room
meeting
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Don’ t trade a bad date for anequally bad date
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After a sliP hit the nextmilestone no matter what
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A good slip is a net positive

See the forest

90
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The World changes so shouldyou

randomness



ThreePart



Ship Mode

onset
transition endgame

ship mode onset

M3 M3



shipmode transition

ship mode endgame
shipping



appropriate resistance

profound resistance

Beta “

readme.doc
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Violate atleast one sacredcow
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Beta is not the time to changeBeta

Beta
Alpha Beta Beta
Beta
Beta Beta
Beta
50
The Beta i1s for spin develop-mentBeta
Beta

Beta

Beta
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Triage ruthlessly

“ " triage
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Don’ t shake the Jell-0






launch team
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Beta
Beta

Compete with the superiorstory
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Create a winning image

with-it-ness

53

Development develops developers

adopt
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being smart



working style

racehorses
overreachers









freewheeling

supervisor

DenisGilbert
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video game level

Freud

Darwin
“ " The Selfish



Gene

Shakespeare
Lincoln
Churchill
Picasso
Arnheim “
Perception

Will Arial Durant
Civilization

Babette® s Feast

General Grant

Rudolf
Art and Visual

The Story of

Ed Wood



	微软团队:成功秘诀
	绪论——软件开发的四个时期
	软件开发的省思
	软件开发的四个时期
	第一篇 布局时期
	组织开发团队
	品保人员（QA）是少数民族？
	谁来设计产品？
	法则1 建立一个共同的目标
	法则2 使大家主动投入
	法则3 建立开发多版本的技术规划
	法则4 别做笨蛋
	法则5 刺探敌情
	法则6 注意人员的组成比例
	法则7 运用特色监督小组
	法则8 项目经理的职责
	法则9 要权威，不要霸权
	竞争
	人类学缩影
	软件竞争

	法则10 没有竞争对手？未必是好事
	法则11 竞争者紧追不舍？推出创新的功能特色
	法则12 落后竞争对手？加大投入，更快推出新版本
	法则13 领先竞争对手？不要回头
	法则14 保持新鲜
	被软件俘虏的顾客
	顾客购买模式

	法则15 给顾客惊喜
	法则16 寻找靶心
	法则17 与顾客建立关系，而不是卖产品
	法则18 加速产品推出的周期
	设计

	法则19 追求卓越
	法则20 设定主题
	法则21 不要倚赖不确定的事
	法则23 软件的可移植性
	法则24 在设计时将时间因素考虑在内
	开发

	法则25 拒绝不合理的命令
	法则26 把工作当作游戏吧

	第二篇 中程时期
	法则27 用医生的方法
	法则28 软件开发金三角：特色、资源和时间
	法则29 不懂别装懂
	法则30 建立适当的检查点
	法则31 留心没有检查点的组员
	法则32 软件要经常建构，就能顺利推出
	法则33 掌握实际情况
	法则34 零缺点里程碑
	法则35 所有组员一起到达零缺点里程碑
	法则36 完成每个里程碑后，心平气和地检讨
	法则37 把握里程碑的实质意义与精神
	法则38 培养正常的团队运作
	法则39 里程碑不宜太多，才好掌握
	法则40 每一个里程碑应有专属的宗旨
	法则41 寻找自然出现的里程碑
	法则42 如果滑了一跤，别就此倒地不起
	法则43 不要因为进度落后而更改最后期限
	法则44 延误了这个里程碑，就一定要如期到达下一个里程碑
	法则45 把延误当作宝贵的学习机会
	法则46 见树亦见林
	法则47 世界在变，所以你也得跟着改变

	第三篇 推出时期
	法则48 关怀多于要求
	法则49 测试版不是修改功能的时候
	法则50 测试是暖身活动
	法则51 急救术
	法则52 小心保持软件的稳定

	第四篇 发布时期
	法则53 伟大的软件应该有一个伟大的故事
	法则54 建立赢家形象


	结束语
	附录善用人才
	雇用聪明的人
	勇猛躁进者喜欢快节奏
	创造力的省思
	眼高手低者企图大有作为
	发掘真正的目标
	探求他对软件开发生涯的看法
	找最适合的工作给他
	新天地
	我也需要鼓励
	不耻下问
	设定短期目标
	建立长期计划
	建立评核制度




