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Scaling agile software development processes 
around the world



Talk Outline

• The Square Kilometre Array Observatory


• Software at the core of the SKA Observatory


• The need for scaling software development


• Selecting and prototyping SAFe®


• Future Work!



The Square Kilometre Array 
Telescopes & Observatory

Or why and how do we get 1 km2 of collecting area? 
And can we find a (radio) quiet place for it?



Observes neutrinos 
through photon flashes!

KM3NeT:2020s

SKA: 2027

Observes gamma rays through 
through  Cherenkov radiation 
particle cascade detection.

CTA: 2025

JWST: 2021

ALMA: operational

Observes GWs through 
optical interferometry!

LIGO/VIRGO: 
operational/++ 

ATHENA: 2032

ELT: 2025

21st Century Observatories



Studying HI to Enable SKA Science
Cosmic Dawn


(First Stars and Galaxies)

Galaxy Evolution

(Normal Galaxies z~2-3)

Cosmology

(Dark Energy, Large Scale Structure)Cosmic Magnetism


(Origin, Evolution)

Cradle of Life

(Planets, Molecules, SETI)

Testing General Relativity

(Strong Regime, Gravitational Waves)

Exploration of the Unknown

Broadest range of 
science of any facility, 

worldwide



SKA1 Telescopes



SKA1 Telescopes



SKA1 Telescopes

Two world-leading 
telescopes

Acting as world-
leading observatory
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SKA1 Sites
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300 km
Murchison Radio Astronomy Observatory

Geraldton

Perth

SKA1-Low
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500 km

Cape Town

SKA1-Mid site (Karoo dessert)

Canarvon

SKA1-Mid



Both sites have stringent 
Radio Quiet Zone regulations!



And we have a 50 years 
operational lifetime!



SKA Organisation
! Australia (DoI&S)

" Canada (NRC-HIA)

# China (MOST)

$ France (CNRS)

% Germany (MPI)

& India (DAE)

' Italy (INAF)

( Netherlands (NWO)

) New Zealand (MED)

* Portugal

+ South Africa (DST)

, Spain (MICINN)

- Sweden (Chalmers)

. UK (BEIS/STFC)

In discussions with:

 / Switzerland

 0 Japan

 1 South Korea
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In the process of 
becoming an Inter-

Governmental 
Organisation



.
✅✅ ✅

Treaty signed: Rome, 12 March 2019

#*' + ( !



And we passed System CDR 
in Dec 2019!



Software at the core of the 
SKA Observatory

Or how do we massage radio photons with software?



It is funny because it is true!



Software is at the core of the 
SKA1 Observatory and telescopes



Software is at the core of the 
SKA1 Observatory and telescopes

100 FTEs/year 
during bridging Share 

of FTEs

17%

16%
67%

SW MID (non-SW) LOW

100 FTEs/year for 
Data Processing ~50% total 

construction 
budget for SW



Software and the SKA
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Software and the SKA



Software and the SKA



Software and the SKA

Plus all control software!



All of this with Open Source 
and Open Development!



The need for scaling software 
development

Or how to bring autonomy and alignment to hundreds of people.
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SKA Organisation
! Australia (DoI&S)

" Canada
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In discussions with:

 / Switzerland
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 1 South Korea


In the process of 
becoming an Inter-

Governmental 
Organisation

21h timezone spread!



Zeroth Rule of Scaling: 



Zeroth Rule of Scaling: Don’t!



Zeroth Rule of Scaling: 
But we are way past that possibility…

Don’t!



Already 16 teams from 17 institutions!



Already 16 teams from 17 institutions!

• 16 Agile Teams in 2 Trains including System and Platform teams


• ~5 FTE Average team size from 16 Consultants + SKAO


• ~160 people involved - ~60% average time commitment



Already 16 teams from 17 institutions!

• 16 Agile Teams in 2 Trains including System and Platform teams


• ~5 FTE Average team size from 16 Consultants + SKAO


• ~160 people involved - ~60% average time commitment

And this is ~50% of the effort that we 
will have to lead… just on software!



Autonomy versus Alignment

Image from 
DevOpsGroup

Inspired by Spotify’s 
Engineering Culture

https://www.devopsgroup.com/insights/resources/tutorials/all/the-devops-playbook-episode-2/
https://engineering.atspotify.com/2014/03/27/spotify-engineering-culture-part-1/
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Autonomy versus Alignment

Image from 
DevOpsGroup

Classic Large-Scale 
Research Facilities

Inspired by Spotify’s 
Engineering Culture
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Autonomy versus Alignment

Image from 
DevOpsGroup

Inspired by Spotify’s 
Engineering Culture
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Autonomy versus Alignment

Image from 
DevOpsGroup

New Agile Large-Scale 
Research Facilities

Inspired by Spotify’s 
Engineering Culture

https://www.devopsgroup.com/insights/resources/tutorials/all/the-devops-playbook-episode-2/
https://engineering.atspotify.com/2014/03/27/spotify-engineering-culture-part-1/


Selecting and Prototyping 
SAFe®

Or how the Scaled Agile Framework ticks all the boxes for the SKA, 
and how well are we doing with it.
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Continuous
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The PI, Sprint, and Sync Cadence

I&P

start

exec

sprints

syncs

demos

adapt

capabilities

features

re�nement

pm

pmg

tcr

tech

ccb

R
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Ba
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g

PI
TD

T



Why the Scaled Agile Framework?

• Needed to choose a framework which is available world-wide.


• SAFe is Based on LeSS, inspired by Lean Engineering, and 
focused on Customer Centricity/Design Thinking.


• SAFe has a freely accessible Glossary so that people can 
share a common vocabulary.


• Team-level practices are just Scrum, high autonomy.


• PI Planning helps with overall alignment every 13 weeks.



There is no magic in SAFe…
…except perhaps for PI Planning.



There is no magic in SAFe…
…except perhaps for PI Planning.
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Bridging Vision and Roadmap

The previous content of this page has been moved to SUPERSEDED — Bridging Vision and Roadmap for preservation; it can also be found on the history of this page (v4).
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References
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Architectural Runway - Feature Set
DevSecOps Implementation
Technical Debt- Feature Set
Maintenance Support - Feature Set
Solution Intent
Platform

Observation Management & Controls ART Roadmap Towards T₀
Data Processing ART Roadmap Towards T₀

Introduction
This page contains a number of increasingly ambitious, increasingly more elaborate, visions for the Observatory Computing Hardware and Software. The horizon for the visions at
this moment correspond to T₀ (that is, start of construction), as per the calendar that can be found in confluence on the TDT Schedule page.

A vision for each Agile Release Train (ART) is provided at the end of the page, with further links to their detailed visions.

Please note the difference between Array Assembly n (AAn), which means that the hardware and software is ready and made available to the Assembly, Integration, and
Verification team, and Array Release n (ARn), which means that the hardware and software have already passed the AIV processes.

Note: this document was ported to Confluence from the following Google Document, which includes draft visions beyond T₀: SKA Visions (Google Doc).

Purpose and Scope
This is a base discussion vehicle for the Vision, to be used in the elaboration of the different Roadmaps. Once agreed for release, a relevant vision will be released in Community
Confluence, and further elaborations will keep happening here, incorporating the feedback from the different refinement workshops and other sources. Releases will be agreed
and sent to Community Confluence.

References
Some references used as sources of information for this roadmap:

Confluence:
2019 Schedule Development
TDT Schedule

Configured documents:
R.T. Lord and D. Gammon, Roll-Out Plan for SKA1_MID, SKA-TEL-AIV-2410001 Rev 08 (eB Link: https://ska-aw.bentley.com/SKAProd/Contents/Objects/14307B3)
R.T. Lord and D. Gammon, Roll-Out Plan for SKA1_LOW, SKA-TEL-AIV-4410001 Rev 08 (eB Link: https://ska-aw.bentley.com/SKAProd/Contents/Objects/14390B3)

Vision at T₀ (Jan 2021)

T₀ represents the starting date for SKA Construction. Therefore, we need to:

Satisfy the preconditions to start construction, both programmatically and engineering-wise;
Build one or more prototype products and/or simulations of the SKA Observatory subsystems to be tested incrementally;
Use the experience from the prototypes to refine the design, check for problems, and assess sub-system- and system-level performance; and
Develop the required enabling systems for construction and early operations.

All the activities necessary to fulfil this vision until T₀ shall be risk mitigations, as they are part of the scope of Bridging, and not part of the scope of Construction.

We elaborate those steps towards T₀ and AA0.5 below:

The processes that will enable and support the construction phase have been agreed, and they have been used to create high-performance teams:
The integration of the processes and work relationship between the Telescope Delivery Teams and the teams developing software is achieved, with
everyone at SKA Observatory working from a common roadmap and vision. The SKA Observatory provides a coherent set of common tooling and processes
across the board. The teams developing software are generating value that can be directly measured and attributed in well understood ways. Work packages can be
developed either in an agile or traditional process based on what is considered most appropriate. The teams are organised across two main delivery areas:
Observations Management and Controls, and Data Processing.
Core teams of the two software delivery areas above have been onboarded, have several PIs of experience, and are meeting objectives in a predictable manner. A
clear onboarding and training process exists for integrating new people and teams, and is used for every new team.

The main software risks have been mitigated, and most software and system interface assumptions validated through prototyping:
Series of learning products (Minimum Viable Products, MVPs) have been developed to validate system level interfaces and NFRs, and build understanding of
SAFe concepts such as architectural runway and enablers/features. This would include:

A demonstration of SKA1_Low that includes simulated sky data —ideally from real SKA1_Low signal acquisition hardware, but it could be from a simulated one
—, the array health and calibration subsystem (station-level Monitoring Calibration and Control System, MCCS), the Correlator and beam-former (CBF), the
Pulsar Search system (PSS), the Pulsar Timing system (PST), the Science Data Processor (SDP), and the operator-oriented subsystems (Observation Execution
Tool, OET; Telescope Monitoring and Control, TMC; and the Engineering Data Archive, EDA).
A demonstration of SKA1_Mid that includes simulated sky data —iideally from real SKA1_Mid signal acquisition hardware, but it could be from a simulated one
—, dish-level controller and health system, the Correlator and beam-former (CBF), the Pulsar Search system (PSS), the Pulsar Timing system (PST), the Science
Data Processor (SDP), and the operator-oriented subsystems (Observation Execution Tool, OET; Telescope Monitoring and Control, TMC; and the Engineering
Data Archive, EDA).
For both MVPs above, but at least for SKA1_Mid, up to 4 subarrays —virtual partitions of the telescope— have been tested, with isolation across them
proved, so that failures in any one of the subarrays do not affect the rest; different versions of software can be running across different subarrays, but
also in the same subarray, while keeping the ability to interrogate which software versions are running; and recovery mechanisms can restart software that
has stopped working, and this allows for the system to automatically resume working.
A suite of platform monitoring tools have been selected in order to aide the control system and operators to assess the health of the IT infrastructure and
the software running on it.
All products above share their code, and are only different in their configuration, and some of the components which are exclusive to each of the MVPs. We
call this join product the SKA MVP Product Integration (SKAMPI).

Different software versions of the same products can be run as different components (in the Software Engineering Institute sense) of the system (e.g. with
different sub-arrays or SDP pipelines).
Some data products can be generated by SDP from the simulated data.
Development of a mature engineering user interface product has also built expertise in Lean User Experience (Lean UX) techniques.

The development environments that support both the development, testing, continuous integration, and continuous delivery and release of software, while being
able to report on compliance, have been built:

There is a mature SKA environment for development and secure operations (DevSecOps) based on industry best-practices, including things like the following:
All relevant code is persisted in SKA repositories, with SKA compatible licenses, adhering to the SKA coding standards. Code is automatically tested daily
through unit tests and certain levels of integration testing, with artefacts made available through a working Continuous Integration/Continuous Delivery pipeline,
and there is a common sense of shared code ownership across all the teams.
There is an initial release management policy and tooling with qualification of software versions that can work run together, with the ability of running
multiple versions of software on the system, and it is easy to find which artefacts are those.
All teams are used to deploy and test their code in a virtual environment, enabled by the development of simulators where necessary, and their practices are
studied by the rest. Some basic end-to-end test of the software system is defined and executed, aided by an initial web based user interface.

There is a flexible repository for linking configuration-controlled documentation and requirements with the actual, increasingly detailed implementation of that
implementation that we call Solution Intent. The Solution Intent at T₀ is mature enough to inform the backlogs, building the architectural runway with enablers, with
enough tooling to report compliance and traceability. Options (as part of agile set-based design processes) are kept open and documented. The technology
evolution of software and computing hardware products is monitored, and incorporated to the Solution Intent where feasible..
AIV personnel, together with people from the teams, start creating initial user acceptance tests, who are able to execute them and provide feedback from them,
linking to the Solution Intent expressed as traceability to the L3-L2-L1 requirements.

The concept for early integration facilities has been prototyped through what we call Prototype System Integrations (PSIs), with regular, automated, integration of
increasingly developed signal-chain products integrated with their control and monitoring software components. The same control and monitoring components are then also
integrated with emulators for system level tests.
The Construction Proposal has been approved:

The contract structure is clear and well defined, possibly prototyped beyond the level of the MOUs in bridging.
The Work Breakdown Structure is consolidated as well as the tools and processes to measure progress in the work associated to each Work Package.
A way to transition to construction with little disruption to the momentum acquired by the SAFe framework is established.

Individual trains/teams may also develop intermediate products that are testing actual systems on telescopes.

All of the above are expected to be achieved in compliance with Scaled Agile Framework Principles, the Agile Manifesto principles, and the Lean-Agile Mindset.

Solution Roadmap Towards T₀
Solution Level activities/SAFe Program
Evolutionary Prototype/SKAMPI
Solution Intent

Figure 1 shows the high-level solution roadmap towards achieving T₀.

This high-level overview is articulated around a number of high-level milestones up to T₀:

First Council Meeting of the IGO: End of Q2 2020.
Construction Proposal (CP) Draft: Early Q2 2020.
Construction Proposal (CP) Submission: Early Q3 2020.
CP Approval: End of Q4 2020.
Start of Construction (T₀): Early Q1 2021.

The Solution Roadmap is divided in the following high-level Epics/Swimlanes:

Construction Proposal (not shown above)
Solution-level activities/SAFe Program (not shown above)
Evolutionary Prototype/SKAMPI (SKA Minimum Viable Product (MVP) Prototype Integration)

The following subsections detail what is expected on each of the items of the roadmap. The image below shows all Epics as they are structured in JIRA. The linked PDF contains
links to those Epics, as do the descriptions below.

Solution Level activities/SAFe Program
We have successfully split teams in to Agile Release Trains (ARTs), the Observations Management & Control (OMC) ART, and the Data Processing (DP) ART. There will be need for
coaching of the relevant ART-level members of the Content, Facilitation and Product Representative strands of both trains. At the same time, we expect to keep aligning the SAFe
Roadmap with those of the Telescope Delivery Teams (TDTs), including the corresponding Product Delivery Teams (PDTs) for hardware to be managed by the OMC software, or
that generates data to be processed by software in the DP ART.

In parallel, efforts will be devoted into bringing a first Prototype System Integration (PSI), for both the SKA1 Mid and SKA1 Low telescope hardware and software, again in alignment
with the TDTs.

No swim-lane is shown in the diagram above because this is just capacity reservation. This work will be logged under  SS-2 - Scaled Agile Framework IMPLEMENTING  .

Other supporting work from the SAFe Solution Management Team to the TDTs might also be linked against SS-2 - Scaled Agile Framework IMPLEMENTING  . For instance, the
work required by the TDT to the software teams regarding Workstream 1 (Planning and Reporting),  WS2 (System Development), and WS7 (Procurement Preparation) will be
logged against this Epic.

Construction Proposal
After the successful System CDR and close out, a number of activities regarding the Construction Proposal are still expected from now to T₀. In particular, we expect that some
capacity will need to be reserved for the assessment of pending Engineering Change Requests (most importantly, making way for some of the updated or new OCD requirements
into the system requirements specification.

In parallel, work on the Construction Proposal is ongoing, and some capacity reservation is also expected to assist with the engineering and document preparation work. A first
draft of the CP is expected by the end of April 2020. After CP submission, some capacity will be required to assist in the review of the CP to bring it into the level of detail required
by the SKA IGO Council.

No swim-lane is shown in the diagram above because this is just capacity reservation. This work will be logged under SS-4 - Construction Proposal IMPLEMENTING  , and
matches TDT's Workstream 5 (Construction Proposal and Operations Plan preparation).

Evolutionary Prototype/SKAMPI
A lot of effort will be devoted across multiple PIs into the maturity of the Minimum Viable Product to the point that it becomes a System-level interface MVP. In particular, the
following aspects of the MVP will be excercised in configurations relevant to deployment of the software for the SKA1 Mid and SKA1 Low telescopes. The isolation/encapsulation
also allows for multiple versions of the software, running with compatible APIs, to be used in a given subarray.

In PI4, we started some investigations for the MVP to be tested for fault isolation/containment to a single sub-array, with the additional capability of restarting software devices
that are no longer working, without interrupting observational data gathering where possible. In PI8+, we expect to be able to create and test up to 4 simultaneous sub-arrays, with
simultaneous data gathering and data product generation capabilities. Again, in case of failure, it is isolated to a single subarray, with the remaining subarrays unaffected, and for
most failures data gathering keeps processing within the failing subarray.

Actors and entities (which covers the candidate subsystems, stakeholders, etc) that will participate in the MVP in each PI should be identified and engaged in the definition and
evaluation of the relevant MVP features by all participants. It is particularly important to achieve that for the SKA1-Low flavour of the MVP.

Initially, data can be generated from a "hardcoded" recipe, or one dynamically selected by the SDP. Future versions of the MVP will allow for the particular recipe to be specified by
the OMC system.

Further refinements expected in the SKA1-Low flavour of the MVP have to do with implementing Doppler tracking, early support for Telescope State Information (Fast and Slow
interfaces), definition of the Output Packet format, definition of the Gemini protocol Instrument Control Layer; for the SKA1-Mid flavour, we expect to be able to incorporate PSS
and PST. For both flavours, additional improvements to the MVP include support for the first OSO Data Archive (ODA), support for OSO retrieval for SBs/scripts from the ODA, and
on-demand running of them, and support for several non-imaging modes.

We expect to test and maintaining the following Non-Functional Requirements for the MVP: availability measured (stressed per sub-array) > 99.9%; recoverability measured (less
than 10ms); scalability measured (complexity/latencies increasing ~log(N)).

We also expect to mature the UI and User Experience (UX) of the SKA software thanks to the MVP, through performance and UI/UX improvements to WebJive (including support
for specific visitations tailored to specific data format/streams), and the eventual standardisation of an SKA design language drafted.

This work will be logged under  SS-5 - Evolutionary Prototype/SKAMPI IMPLEMENTING  .

TDT work related to work-streams WS3 (System Integration), WS4 (De-risk Products), and software-related items in WS6 (Early Construction) will be logged against this Epic,
except for those having to do with the MeerKAT+ SDP, which will be logged in the MeerKAT+ SDP Epic on the DP ART. 

Architectural Runway - Feature Set
The following activities will be required in support of the rest of the software code and/or processes:

Taking early decisions for SKA-wide standards for software and data models, such as base classes, software naming conventions, logging, error and exception
handling, observation-related identifiers, and others.  Standards for logging support diagnosability, and given the need for centralised and distributed logging, is all the more
important for it to be consistent; consistency is also the aim for an SKA-wide approach to error and exception handling, while maintaining the principle of least surprise with
respect to software behaviour. The Architecture Decision Record holds the decisions undertaken by the architecture team.
User Acceptance Testing (UAT) Infrastructure: this includes creating the relevant infrastructure for AIV and AIV-like customers to create User Acceptance Testing test-
suites, preferably written in a human-readable format, and traceable to the Solution Intent. We expect those UATs, where possible, to rely on the deployment of the
Observatory Science Observations (OSO) Data Archive (ODA), and be able to use them as test artefacts.

Work in this Feature Set will be logged under SS-6 - Architectural Runway Development - Feature Set IMPLEMENTING  . This Feature Set will be influenced by the needs of
features being developed for other Epics, but might also take on some work from WS4 (De-risk Products).

DevSecOps Implementation
For Operators, AIV/PSI engineers commissioning early array releases (ie AA0.5), SKA developers, SKA testers, SKA security and networking staff and/or contractors who are
developing, testing and integrating SKA software components, the DevSecOps strategy and related tools implementation is a set of policies and tools that enable the continuous
release of working software products in a streamlined manner, so to enable flow and fast feedback loops in the software development lifecycle. Unlike a classical stage-gated
approach where different company departments are delegated different stages in the lifecycle of software products, this process tries to shift as near to the developers as
possible the responsibilities associated to testing, security, integrations, and operations; realising those as part of the software development lifecycle and providing automated
tools that enable quick end-to-end release of software products.

The expected result of this effort will be:

A set of policies is defined for at least Software development security, Release management, and Software deployment. This will be influenced by the DoD Enterprise
DevSecOps Reference Design v1.0 (PDF), among others.
The policies are associated with a strategy that details the roll-out of specific tools and processes to support the policy implementation on PI basis.
The implementation is clearly monitored and benefits are evaluated at PI boundaries.
Teams can reliably deploy software that is tested and secured in different qualification environments.

We also expect to improve quality attributes such as Security, Compliance, and Organisational agility, increasing developer productivity, reducing cycle times, and allowing the
increase of the number of deployments per unit time.

This work will be logged under SS-7 - DevSecOps Implementation IMPLEMENTING  .

Technical Debt- Feature Set
Technical Debt is accrued whey you take into account the cost of the rework that will be needed because at a certain point, trying to meet the scope of a feature, an
implementation with known limitations —related to architectural, performance, or other issues— is chosen instead of a more architecturally sound approach that would have taken
longer. In order to avoid compromising the system's architecture, and not to slow down the flow and velocity of teams, some rework in the form of refactoring or other techniques
will be required.

When teams realise that technical debt is being incurred, they should log in their team backlogs items related with removing technical debt, and should be linked to 
SS-8 - Technical Debt - Feature Set IMPLEMENTING  . This work is not part of the planning, and is not reflected in any swim-lane above. It should be treated as capacity

allocation for the teams, shared with Maintenance Support (see below).

Maintenance Support - Feature Set
Bugs inevitably occur during software development. Teams should reserve some capacity (30%) in order to deal with such issues. When issues are created in the teams backlog,
they should be linked to  SS-9 - Maintenance/Support - Feature Set FUNNEL  . This work is not part of the planning, and is not reflected in any swim-lane above.

Solution Intent
In SAFe, the Solution Intent is the repository to be used for storing, managing, and communicating the aggregated knowledge of the behaviour of the current state (As-Is) of a
Solution, and that of its expected end state (To-Be) for the Solution. In the case of the SKA, there are numerous design documents that conform the To-Be Solution, and
traceability is required from tests to the As-Is and To-Be requirements, architectural features, behaviours, etcetera. The Solution Intent becomes the way of documenting
alignment and compliance with the As-Is and To-Be solution. Solution Intent currently lives in Confluence, and traceability of requirements and testing is done through JIRA.

This work will be logged under SS-22 - Solution Intent IMPLEMENTING  .

Platform
For SKA software developers, SKA software architects, SKA SAFe product managers, and the SKA engineering community who Are developing, testing and integrationg SKA
software components the SKA Platform solution is a Combination of hardware and software resources that enable the deployment and execution of SKA software in different
environments. The platform supports the development of the hardware, operating system, and containerisation features that are required for deploying software in test and
operational environments. We expect to improve quality attributes such as Performance and Deployability with this effort.

This work does not currently feature independently in the roadmap, and will be shown in the DevSecOps swim-lane.

This work will be logged under SS-30 - Platform IMPLEMENTING  .

Observation Management & Controls ART Roadmap Towards T₀
Excerpted from Observation Management and Controls ART Roadmap.

At Observation Management and Controls (OMC) ART Level, it is expected that we can achieve the following large scope goals at T₀, with a forward look towards
achieving a successful Array Assembly 0.5 deployment:

p. The main software risks related to Observation Management and Control have been mitigated, and most software and system interface assumptions validated through
prototyping:

a. Series of MVPs have been developed to validate system level interfaces and NFRs, and build understanding of SAFe concepts such as architectural runway and
enablers/features. This would include:

i. The SKA1_Low MVP includes simulated LFAA data —ideally from a real TPM module, but it could be from a simulated one, and MCCS, CBF-Low, PSS, PST, SDP,
OET, EDA, and TMC packages.

ii. The SKA1_Mid MVP includes simulated Dish Data, Dish LMC, CBF-Mid, PSS, PST, SDP, OET, EDA, and TMC.
iii. For both MVPs above, but at least for SKA1_Mid, up to 4 subarrays have been tested, with isolation across them proved, so that failures in any one of

subarrays do not affect the rest; different versions of software can be running across different subarrays, but also in the same subarray, while keeping
the ability to interrogate which software versions are running; and recovery mechanisms can restart software that has stopped working, and this allows for
the system to automatically resume working.

iv. The above mentioned MVPs share their code, and are only different in their configuration, and some of the components which are exclusive to each of the
MVPs.

b. Different software versions of the same products can be run as different components (in the SEI sense) of the system (e.g. with different sub-arrays or SDP
pipelines).

c. The MVPs can be configured so that some data products can be generated using code from the Data Processing ART from the simulated data.
d. Development of a mature engineering user interface product has also built expertise in Lean UX techniques.

q. The teams for the OMC ART have tooling that allows them to develop, test, continuously integrate, and continuously deliver and release their software, while being able
to report on compliance:

a. They can report compliance and traceability to the Solution Intent.
b. The OMC teams are trained in DevSecOps principles.
c. There is a mature SKA DevSecOps environment based on SAFe and DoD DevSecOps principles, including things like the following:

i. All OMC relevant code is persisted in the SKA Gitlab repositories.
ii. AIV personnel, together with people from the teams, can start creating initial user acceptance tests using TMC scripts and Scheduling Blocks.

r. The software from the OMC ART can be deployed and tested in Prototype System Integrations, PSIs.
s. The OMC train, apart from the System-Level MVP, has other products in development, such as the TALON Demonstration Correlator, or the Perentie Low CBF.

All of the above are expected to be achieved in compliance with SAFe Principles, the Agile Manifesto principles, and the Lean-Agile Mindset.

Data Processing ART Roadmap Towards T₀
Excerpted from Data Processing ART Roadmap development.

At Data Processing ART level, It is expected that we can achieve the following high-level goals by T0:

p. The main software risks related to Data Processing have been mitigated, and most software and system interface assumptions have been validated
through prototyping.

q. A number of MVPs have been developed that: validate major interfaces, investigate technology choices, address high-level system risks, and build an understanding of
SAFe concepts and practices. This would include:

a. A system-level MVP, capable of demonstrating the control and monitoring of processing workflows. This MVP will be targeted towards deployment for PSIs and AA0.5
and will be developed alongside MVPs from the Observation Management and Control ART.

b. A number of focused MVPs addressing high-level risks or uncertainties in the design such as: development of an SKA Science Data Model, development of Processing
Component Libraries, scaling of workflows towards SKA1 operations, and the use and development of SKA data processing software and workflows on SRCs.

c. Simulation tools and simulated data sets needed for the analysis of key assumptions about the operation of the observatory and quality of data products and to
support future workflow development.

d. Where possible, MVPs will be developed in close alignment and contribute to the development of major community projects such as AstroPy, MSv3, CNGI etc.
r. Teams have adopted tooling that allows them to develop, test, continuously integrate, and continuously deliver and release their software:

a. Teams are trained in DevSecOps principles.
b. There is a mature SKA DevSecOps environment based on SAFe and other established DevSecOps principles.
c. All relevant code is persisted in the SKA Gitlab repositories with documentation hosted or linked to the SKA developer webpages.
d. Teams can report compliance and traceability to the Solution Intent.

s. The software from the Data Processing ART can be deployed and tested in Prototype System Integrations, PSIs.
t. The Data Processing Train, has a number of products in development which are intended to inform future SKA development and are tested using data from simulators

and/or current instruments. This is expected to include, but not be limited to:
a. The MeerKAT+ SDP
b. Workflows and/or the data processing subsystem for PSS
c. An evolution of the SDP JACAL prototype
d. Software for SRCs
e. A data processing system and workflow for deployment on AA0.5 and/or AAVS1.5+

SKA Organisation (SKAO) is committed to the highest standards of business ethics and as such expects everyone involved in SKAO-related business to uphold the standards and
expected professional behaviour set out in this Code of Ethics.

 Edit&  Save for later⋆  Watching(  Share) "* + ,

PI7PI6 PI8 PI9 PI10 PI12PI11 PI13 PI15 PI17 PI19 PI21 PI23

PI7PI6 PI8 PI9 PI10 PI12PI11 PI13 PI15PI14 PI16 PI17 PI18 PI19 PI20 PI21 PI22 PI23 PI24

PI24PI22PI20PI18PI16PI14

2023 20242020 2021 2022

2023 20242020 2021 2022

Q2Q1 Q4Q3 Q2Q1 Q4Q3Q2Q1 Q4Q3 Q2Q1 Q4Q3 Q2Q1 Q4Q3

Jul Aug SepApr May Jun Oct Nov DecFeb MarJan Jul Aug SepApr May Jun Oct Nov DecJan Feb Mar Jul Aug SepApr May Jun Oct Nov DecJan Feb Mar Jul Aug SepApr May Jun Oct Nov DecJan Feb MarJul Aug SepApr May Jun Oct Nov DecJan Feb Mar

PI7PI6 PI8 PI9 PI10 PI12PI11 PI13 PI15 PI17 PI19 PI21 PI23

PI7PI6 PI8 PI9 PI10 PI12PI11 PI13 PI15PI14 PI16 PI17 PI18 PI19 PI20 PI21 PI22 PI23 PI24

PI24PI22PI20PI18PI16PI14

Feature delivery
objective

Enabler or exploration
objective 

SKA
milestone
or event

External
milestone
or event

Milestone lifetimeKey

D
ev

Se
cO

ps
M

VP
/S

K
A

M
PI

So
lu

tio
n 

In
te

nt
A

rc
hi

te
ct

ur
al

 R
un

w
ay

Enabling versioning support for
artefact deployment.

Monitoring solution on the SKAMPI
deployment

Extend CI resources to more
technologies (C++, FPGAs)

Detailed performence analysis

Traceability and logging for C++

Definition of testing space as part of
the solution intent

Formalization of SUTs

Definition of simulators for
integration activities

Implementation of releases and
deployment into different
environments   

traceability
ADR-7 

state
machine
ADR-8 

deployment
configuration
ADR-5 

Investigation on NFRs
representation and testing

Investigation on recoverability

Standardise feature toggling

Simulated signal chain for
SKA1_Low creating simple data
products in SDP for visibilities,
PSS, and PST data.

First fully steerable MVP for Mid
and Low from either CLI or GUI

SKAMPI deployment configured and
accessible publicly exposing OET
control, webjive M&C dashboard,
logging interface, archiver interface,
platform monitoring data

Decouple SDP and CSP SCAN
configuration  (ADR-4, ADR-10) 

Deployment of different software
versions in different Subarrays

Exception handling standardised
through the system

MVP allows full sub-array control
model transitions, including support
for Abort, and Failure Monitoring

Tracing/observability support added
to all MVP interfaces. Includes some
level of interface testing. (with
PACT?)

PSI
PI9PSI

PI8

T0 C0

ITFMeerKAT+
SDP SW AA0.5 AA1.0

PSI
PI10

First independent configurations for
MVP-Mid and MVP-Low achieved
from the same codebase.

Improved MVP-Low with
support for all relevant
PSI-Low Hardware

Low-configured MVP deployed on
PSI-Low hardware, interfacing with
at least some PSI-Low hardware

Simulated signal chain for
SKA1_Mid creating
simple data products in
SDP for visibilities, PSS,
and PST data.

Improved MVP-Mid with
support for all relevant
PSI-Mid Hardware

Mid-configured MVP
deployed on PSI-Mid
hardware, interfacing with
at least some PSI-Mid
hardware

SKAMPI MVP with
integration of the
Engineering Data Archive
with Elasticsearch, with
Slow and Fast metadata
interface support.

Support for externally
generated triggers of new
behaviour.

RFI Monitoring Tools

Science Operations Tools

Calibration procedures available as SBs

Verification platform able to run all tests needed for
AA0.5

Full integration of ODA, EDA, and EMS

First release of Shift-Log Tool

Helpdesk selection, configuration, deployment, and support

Requirements for data management

- No labels.

Write a comment…

Powered by a free Atlassian Confluence Open Source Project License granted to SKA Organisation. Evaluate Confluence today.
This Confluence installation runs a Free Gliffy License - Evaluate the Gliffy Confluence Plugin for your Wiki!

Powered by Atlassian Confluence 6.15.2 · Report a bug · Atlassian News

Agile Release Trains

Bridging Meetings

Roadmap Development

SUPERSEDED — Bridging Vision and Roadmap

Bridging Vision and Roadmap

Program Increments (PIs) and cadence

Communities of Practice (CoP)

Sync Meetings

User Interface Development

Jira and Confluence Usage Guidelines

System & PI Demos

Onboarding

SKAO Domain Specialists for Support

Miro PI planning board usage overview

Bridging organisation

Software Engineering Process development and harmonisation

Software Safety

TANGO

SAFe

SKA Office Unrestricted Meetings

SKA Office Restricted Meetings

Retrospectives

Software Construction Planning Meetings

Improving the context-awareness of our teams and collaborators

SKA Software Engineering Way of Remote Working

Software Engineering

SPACE SHORTCUTS

⋆/

Pages

Blog

Calendars

Software Engineering

TDT

Configuration Management

ADRs pre-SAFe

Retrospectives

PAGE TREE

!

0

0

!

0

0

0

0

0

0

0

0

0

0

0

0

0

0

0

0

Space tools1 2

Horizon Planning: 

Only until T0 for now



Other normal DevSecOps stuff that we do…

• SKA Developer Portal with ReadTheDocs.


• Distributed Version Control

‣ Git hosted on Gitlab with Merge Requests workflow.


• Continuous Integration

‣ Gitlab Runners running on dedicated hardware on ENGAGE‑SKA’s platform.

‣ Behaviour Driven Development testing, using Gerkin, part of acceptance.


• Containers (Docker, Kubernetes) and Deployment

‣ Hosted on Nexus on ENGAGE‑SKA’s platform. Deployed using Helm.

BSD 3-clause license for code; Creative 
Commons International Attribution 

license for documentation

See Marco Bartolini’s talk on Tuesday 28th!

https://developer.skatelescope.org
https://gitlab.com/ska-telescope
https://nexus.engageska-portugal.pt
https://developer.skatelescope.org
https://gitlab.com/ska-telescope
https://nexus.engageska-portugal.pt
https://indico.in2p3.fr/event/21698/contributions/84617/
https://indico.in2p3.fr/event/21698/contributions/84617/


Future Work!
Or how do we all get to keep our jobs 3



Construction is coming!

• Construction Proposal going out in early September!


• Milestones at Array Assembly level (number of antennas/system capabilities)

‣ Software roadmap needs to adapt to those capabilities, but also potential changes in 

priorities.

‣ Release policy still TBD, but we are working on it. Happy to learn from others!


• Software work to be conducted through NEC4 Professional Services Contracts

‣ We will keep doing PI plannings.


• Potential changes to team numbers, team compositions, trying to keep moving 
away from silos.



Earned Value Management is coming!

• Linking of Business Value towards Earned Value, versus 
Planned Value.


• Still need to estimate the effort for the full Roadmap!


• Using example of LSST, but again we are happy to learn 
from others.



DevSecOps still needs to evolve

• Lots of automations to do!


• Onboarding improvements


• Ability to deploy to multiple environments:

‣ Testing

‣ Online Production environment


‣ Prototype System Integration facilities


‣ System Integration and Test Facilities
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Conclusions
Or here is where I run out of ideas for the subtitle.



Conclusions

• We have yet lots to do!


• Agile practices with the SAFe Framework are giving a 
structure to software development even before 
construction


• Cadence and Planning gives teams autonomy AND 
predictability


• Prototyping it before construction makes a lot of sense!



www.skatelescope.org

Thank you!

http://www.skatelescope.org
http://www.skatelescope.org


www.skatelescope.org

Questions?

http://www.skatelescope.org
http://www.skatelescope.org

