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Executive Summary
Invented in the mid-1990s, the agile methodology for software development has attracted the attention of IT 
organizations throughout the world. Successful implementation is another matter, however. Many companies 
have considered agile. Some of those have even run pilot projects. But beyond that, the numbers quickly drop 
off. As many a CIO has discovered, it’s one thing to convert a single development group to agile in isolation, 
but quite another to scale that effort up throughout an organization.  

Salesforce.com is familiar with the challenge because in late 2006, our entire R&D team moved en masse to 
agile development. As it turned out, few enterprise companies have adopted agile as successfully. After just 2 
weeks of training, 30 teams—the entire development staff—made the transition. Almost 4 years later, the agile 
model is a core part of our sustained development effort and the engine that drives the company’s growth. But 
especially in the beginning, we had to jump our share of hurdles.  

In terms of scaling agile to the organization level, one hurdle stands out: 
the lack of agile-worthy management software. Back in 2006, the only 
way to manage an agile project was with a conventional version control 
tool, which at best is a rough fit. So we built our own system atop the 
Force.com cloud platform. Named “Scrumforce” for the scrum agile 
project management framework we use, the tool was and is strictly for 
internal consumption, meeting the specific developer and management 
needs here at salesforce.com. We’re a strong, vocal advocate for agile 
development, but we aren’t in the agile tools business.  

Fortunately, another company now is. CA Inc., the market leader 
in project and portfolio management, has taken the best practice 
guidelines from Scrumforce to create a management tool—Agile Vision. Using the Force.com platform, 
CA designed the management tool for both new and existing agile users, thereby broadening the audience for 
agile development.

This white paper tells the story of how, through the efforts of salesforce.com and CA, agile development has 
come to the cloud, and why that matters to companies looking to take agile beyond the pilot project stage into 
their broader organization.

What is agile development?
Strictly speaking, the term “agile” refers to a set of 12 principles first set down in 2001. Almost a decade later, 
the Agile Manifesto stands out for its focus on short development cycles informed by fast customer feedback. 
Because an application is constantly subject to the reality check of actual users putting the software through 
its paces, developers are less likely to get ahead of themselves imagining what people will want. Nor are 
development teams forced to estimate what they can deliver months in advance. Instead, R&D is more likely 
to build features that customers actually want to use. Because developers are looking ahead weeks rather than 
months, major new releases are far more likely to be delivered on time.  

Agile developers call the agile process “continuous improvement,” and for organizations that have made agile 
work, there’s no going back.

The Agile Certainty Principle
For many organizations including ours, one of agile’s biggest advantages is predictability. Call it the Agile 
Certainty Principle. In conventional “waterfall” software development, an organization tries to predict what 
can be delivered 6 months to 1 year out—and often makes promises it can’t keep because of large unknowns in 
the cycle. Agile’s answer is that predictability comes when releases are “timeboxed.” You set the date, personnel 
resources, and quality standards, while allowing functionality to flex. At salesforce.com, for example, we now 
segment our releases into bite-size pieces of narrow scope that can be completed in 1 month or less. Compare 

The Agile Manifesto 
 ▪ Individuals and interactions over processes 

and tools

 ▪ Working software over comprehensive 
documentation

 ▪ Customer collaboration over contract 
negotiation

 ▪ Responding to change over following a plan

To learn more, go to: http://agilemanifesto.org/
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this agile process with a waterfall process, in which priorities are set at the beginning of the new cycle and 
never benefit from customer feedback until months or even years later1.  

Shorter cycles mean rapid customer feedback, which is immediately incorporated into the next major release. 
Shorter cycles raise the importance of maintaining a priority list of feature 
and fix requests, called a product backlog, and of giving laser-like attention 
to those items at the top. Customer feedback allows constant reassessment of 
the backlog and, if necessary, re-prioritization for the next cycle. In doing so, it 
helps to have a strong conduit to the user community, such as salesforce.com’s 
IdeaExchange customer forum. Constant feedback helps ensure that the items 
at the top of the priority list deserve to be there. 

The agile value of promising only what you can deliver can also be seen in 
the reviews held at the end of each sprint. Teams only demo the work that 
is ready to ship, rather than work that is months away from completion. 
That means customers know they’re seeing a true preview of the actual release, 
not “vaporware.”

Agile success at salesforce.com
At salesforce.com, agile has paid big dividends in helping us regain some of the core values we’d lost sight of 
as we grew. One of the biggest of these values: getting our release schedule back on track. Salesforce.com was 
founded in a San Francisco apartment in 1999. Back then, setting and meeting deadlines was comparatively 
easy because our entire R&D organization was so small it could fit around a dinner table. But as we grew 
and the complexity of our cloud-based products increased, dates for major releases began to slip. By 2006, 
the last of the company’s “pre-agile” days, salesforce.com had gone from four seasonal releases per year down 
to just one, which goes against the very grain of cloud computing. That release, which took about 15 months 
to complete, was a key indicator that the company needed to make a radical change in its development 
methodology.  

Since our move to agile, each successive major release has been deployed on the exact day it was scheduled. 
Salesforce.com is back in a regular delivery rhythm, and R&D feels confident new releases will continue to 
be delivered on time. The related metrics are also strong. Time to market of major releases has increased by 
61 percent. Salesforce.com’s Net Promoter Score, a good indicator of customer satisfaction, is at 94 percent.  

Better transparency, energy, and productivity 
Agile has brought three other big advantages to salesforce.com: transparency, energy, and productivity.

Transparency
It’s easy to be transparent when your development team is small, but as teams multiply, the problem grows 
exponentially. Yet salesforce.com R&D chief Steve Fisher says that agile has given him the best handle on 
the state of an R&D team in his 17-year career. We achieve transparency through agile engineering practices, 
including continuous integration, unit and functional test automation, daily meetings and information 
radiators that display on a wall the state of every team’s progress for all to see, and monthly reviews of projects 
in the latest iteration or “sprint.” 

Salesforce.com has also made transparency an external value, thereby building trust with our customer base. 
For example, the company now gives customers transparency to the state of the system over the last 30 days at 
http://trust.salesforce.com. This innovative practice goes against the traditional one of hiding problems from 
the outside world. If things go wrong, customers can see what the problem is and how it’s being resolved.  

“Customer 
feedback allows 
constant  
reassessment of  
the backlog and, 
if necessary, 
reprioritization for  
the next cycle.”

1  According to Wikipedia, the waterfall model is a sequential software development process, in which progress is seen as flowing steadily downward 
(like a waterfall) through requirements gathering, design, implementation, verification, and maintenance http://en.wikipedia.org/wiki/Waterfall model
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Energy
The second agile advantage is in regaining the spirit of creativity and 
excitement that marked salesforce.com’s earliest days as a startup. As most 
companies grow larger, the centralized decision process that served them 
well early on begins to strangle creativity. Agile helps decentralize the process 
by pushing responsibility and decision making to the development teams. 
Continuous improvement, an agile cornerstone, makes for a better work 
experience because everyone—from developers and QA engineers to doc 
writers—has a chance to improve how they work and how the team functions.

Our own internal surveys of the R&D team tell the story: 94 percent of 
the people involved with agile at salesforce.com would recommend the 
methodology to their colleagues inside and outside the company. That kind 
of consensus among R&D team members is almost unheard of.  

Productivity
The third agile advantage, not anticipated in our original goals, is higher productivity across the organization. 
The increase, as measured by features produced per developer, is 38 percent. What’s going on? As it turns out, 
if you recapture the energy and excitement of your earliest days, job satisfaction rises, bringing productivity 
along for the ride. Increased productivity is the happy byproduct of giving smart, capable people the freedom 
to make decisions, which provides a tangible sense of accomplishment.  

Agile’s “Big Bang” rollout at salesforce.com
If the experience at salesforce.com has demonstrated anything, it’s that the cloud is the ideal environment 
for agile development. Why? The cost of deploying new functionality in the cloud is virtually zero. Plus, 
the cloud computing model is inherently about putting something of value in the hands of your customers 
quickly, getting their immediate feedback, and making further rapid changes based on that feedback. These fast 
development cycles are an intrinsic advantage of cloud computing and are more difficult to accomplish in a 
traditional development model because of the high cost of distribution.  

Leveraging the Force.com cloud platform, the salesforce.com R&D team not only produces three major 
releases a year, but also makes incremental improvements on a monthly, weekly, and even daily basis. Customer 
feedback is now woven in at every stage: An email sent or an idea posted on the IdeaExchange today may 
drive new functionality that comes online tomorrow.

Taking the plunge
In scaling agile to the enterprise, salesforce.com took an approach that even now seems radical: We converted 
the entire R&D organization overnight. We did some prep work, of course, beginning with a newly formed 
cross-functional team that vetted the initial proposal in 45 1-hour meetings with key people at all levels of the 
organization. Feedback from each person was incorporated into the proposal, which we presented to technical 
executives at an off-site.  

Once the team had the green light, we took a “Big Bang” approach. That move wasn’t without risk. Skeptics 
argued that several teams might repeat the same mistakes that would have otherwise been caught by a few 
starter teams. They also expressed concern that there wouldn’t be enough coaches to offer daily assistance. On 
the other hand, a Big Bang rollout would avoid organizational dissonance while sending a clear signal that 
salesforce.com was taking decisive action. 

An early step in the transformation was to send a large group to Certified ScrumMaster (the agile equivalent 
of a project leader) training and to seed the office with agile books. The cross-functional team developed a 
consolidated presentation and training deck. All teams participated in 2-hour trainings, and from there, a 
wiki-based Web site served as a reference for all things agile.  

“94% of the people 
involved with agile 
at salesforce.com 
would recommend 
the methodology 
to their colleagues 
inside and outside 
the company.”
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The most difficult hurdle turned out not to be the mechanics of agile, but the mind-set of team members. 
Agile methodology requires a different way of thinking about development, which is especially difficult if 
you’ve been at it for a decade or two. Scrum team members weren’t shy about letting the agile rollout team 
know how they felt about the new approach:  

 ▪ “It seems that we spend more time talking about scrum…than we spend time talking and working on 
salesforce.com.”

 ▪ “Stop trying to implement scrum and look at how many releases we can really do in a year.”

 ▪ “The lingo is ridiculous.” 

The tipping point in favor of agile adoption came about 4 months into the transition. People voiced fewer 
frustrations as they started to master the mechanics. The rollout team got fewer negative comments. The 
release schedule became more predictable and regular. Gradually, a group-wide realization set in that agile was 
worth the effort. An early milestone was the development of Scrumforce itself, which we initially created in 
just 3 weeks on our Force.com platform using the Java-like Force.com code programming language (known as 
Apex) and the Force.com pages (Visualforce) user interface development tool.

Managing agile development
Early on, the agile rollout team also recognized the need to track and 
prioritize features to determine which fit into the current iteration or sprint. 
Such management is essential for scaling agile to coordinate multiple 
development teams across the R&D organization. Of course, the world is 
full of project management tools, but they’re a poor fit for agile development 
organizations. Conventional tools are geared toward long-term planning 
based on many unknowns, rather than agile’s short, sprint-like bursts with 
rapid feedback.  

We first tried to manage the agile process using spreadsheets, but soon 
realized that Excel is not a collaborative tool. Using the Force.com 
development platform, we built our own cloud-based management 
application. Scrumforce takes into account agile’s empirical model and fast 
cycles that range from 1 week to 30 days. It lets us prioritize the features 
we’re building for our customers, categorized by product. Teams select features off the top of the sprint 
backlog, parse those into specific tasks, and then get to work. Scrumforce tracks the progress of tasks while 
letting us reprioritize as needed.  

Because Scrumforce is built in the cloud, it’s especially useful in helping coordinate between teams. That’s 
a vital concern for a development environment in which we’re all working on the same code base: Features 
developed by one team will inevitably have dependencies on work underway elsewhere. Scrumforce lets us 
define and manage those dependencies, making sure they’re prioritized correctly for all the teams involved. 
Because Scrumforce runs in the cloud and is accessible across the enterprise, we also get dashboard views on 
the state of development. Managers and team members can slice and dice these updates by product line or 
scrum team, by the entire release, or by a specific initiative that crosses division and product lines.

Scrumforce also includes a virtual version of an agile “wall,” a staple of the methodology that has proven to 
be a great management tool for remote teams. The basic idea is simple: Teams post the status of their tasks on 
color-coded cards, indicating what is complete, in progress, or yet to be started. That wall then becomes the 
basis for a short daily meeting (called a “standup”) to establish and monitor priorities. By including a cloud-
based version of the wall, Scrumforce lets remote teams fully participate.  

“An early 
milestone was the 
development of 
Scrumforce itself, 
which we initially 
created in just  
3 weeks on our 
Force.com  
platform.”
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From Scrumforce to Agile Vision
For all its benefits, Scrumforce is a creature of salesforce.com’s R&D teams—designed strictly for our 
internal requirements. So when CA approached us with the idea of building a commercial, general-purpose 
agile management tool inspired by our work, we enthusiastically gave our support. The result is Agile 
Vision, a CA-built cloud application created in consultation with salesforce.com’s Scrumforce team for both 
new and experienced development teams. One of CA’s best insights: providing strong visual representation, 
including drag-and-drop functionality, during the planning process. Managers can see at a glance team 
“velocity”—the measure of the backlog teams can tackle in a given sprint—and its waterfall equivalent: 
user utilization. By showing both, managers accustomed to assessing workforce availability in traditional 
waterfall development can see how that model translates into agile. CA Agile Vision will also be integrated 
with CA Clarity PPM to bring consistency to the process of managing resources, financials, and project 
governance.

Agile Vision is itself a dramatic example of the advantages of cloud-based agile development. The project 
team of 26 people was spread over six sites in four time zones on three continents. Start-to-finish, the work 
was accomplished in just 16 2-week sprints. The standalone version of CA Agile Vision was first announced 
at our annual Dreamforce conference in November 2009 and went live in April 2010. The CA Clarity PPM 
integrated version is scheduled to be available in June 2010. As with all cloud applications, Agile Vision will 
quickly benefit from customer feedback, resulting in continuous improvements that build on version 1.0.  

The secret to scaling agile: collaboration
Our experience in scaling agile to the organization is that strong collaboration is crucial. At every turn, you 
must pull developers away from their developer tools and get them working with each other. Promoting 
collaboration is a key benefit to both Agile Vision and its Scrumforce predecessor. That’s the starting point: 
from there, managers must make collaboration part of the corporate culture. At salesforce.com, that has meant 
a shift away from the omnipresent presentations that mark conventional planning sessions. 

When we plan a release, we first focus on the teams’ priorities and backlogs as well as on the dependencies 
each team has on the others. Then we all come together, 60 to 70 teams meeting in a single collaboration 
session. But this is a conversation, not a presentation. We don’t have a formal release plan review. We don’t sit 
through umpteen PowerPoint sessions. This meeting, salesforce.com’s unique 
contribution to agile development, is more freeform than that.  

Collaboration is both a top-down and bottom-up process, especially when 
it comes to new functionality. Executives lay out company direction and the 
broader business drivers. Developers determine what can and can’t be done 
in the next release. There’s some inevitable back-and-forth in this exchange, 
but at some point, everyone is very much aligned in where the release is 
going—with a realistic assessment of when the goods will be delivered.  

At its core, agile collaboration is not about making development teams more 
efficient, but more effective. There’s a difference. Efficiency usually means 
getting a programmer to work faster and build more stuff, whereas effectiveness 
means increasing the value proposition for customers. Too many organizations 
mistake one for the other. Yes, it’s good for the bottom line when developers 
are efficient. But truth be known, customers couldn’t care less.  

“At its core, agile 
collaboration isn’t 
about making 
development teams 
more efficient, but 
more effective. 
Too many 
organizations  
mistake one for  
the other.”
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For More Information
Contact your account executive to learn  
how we can help you accelerate your  
CRM success.

What customers really care about is that their requests for new features and 
fixes aren’t just implemented, but quickly deployed in forthcoming releases. 
And that’s where the agile methodology, scaled throughout the organization, 
really shines. When we sit down to plan our next product iteration—our next 
1-month sprint—our customers’ wishes always have a seat at the table.  

“When we sit 
down to plan our  
next product 
iteration—our next 
1-month sprint—  
our customers’  
wishes always  
have a seat at  
the table.”


