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In 1508, Pope Julius I commissioned Michelangelo Buonarroti to paint the ceiling of the
Cappella Sistina (Sistine Chapel) in Rome. Michelangel o labored for five years, much of
it while lying on his back, to complete the task. In 1538, he was called back by Pope Paul
[11 to add an enhancement, The Last Judgment, over the alter. This took seven more
years. Michelangel 0’ s work on the Sistine Chapel is surely alegacy—a gift from the past—
impossible to recreate and worthy of preserving.

Software systems can also be legacies. The system you will read about, RT-1000, was
originally built by ateam of up to seventy developers, over afive year period, at a cost of
millions of dollars. Inits current incarnation, it produces millions of dollars of revenue,
provides service to thousands of users, and would be prohibitively expensive to recreate.

In 1965, the Holy See commissioned ateam of scientists, historians, and artists to restore
the paintings in the Chapel. Even though the restoration decision was controversial, work
proceeded over the next 30 years. Although no one would compare any software system
to Michelangel o’ s masterpieces, the process of restoring the paintings has striking pard-
lels with the process of reengineering software.

Over the course of the last four years, the RT-1000 devel opment team has worked to im-
prove quality and add features, turning what was a derelict into a high quality software
product. This article describes the RT-1000 legacy restoration process, comparing the
original to its current version and discussing factors that added and hindered the restora-
tion process.

System Description

RT-1000 is atelephony software system for Automated Call Distribution (ACD). An
ACD system comprises a set of software features that allows alarge number of incoming
telephone calls to be distributed to a designated set of agent positions. An agent might
handle service requests, accept sales orders, or supply information to calers. If al agents
are busy, the calls are queued according to their priority and order of arrival. When an
agent becomes available, the call that has been waiting the longest is presented to the
agent. ACD features allow a supervisor to monitor the quality of service being provided
to incoming callers. Status displays indicate how well different queues or individual
agents are performing and where potentia problems may exist. Detailed management re-
ports highlight service factors such as average waiting times and the number of aban-
doned calls. To match fluctuations in call traffic, ACD supervisors can fine-tune em-
ployee schedules or even reconfigure an entire call center in real time. Load management



capabilities allow a customer’s ACD administrator to monitor and manage call load and
configuration. Management information system (MIS) capabilities give the customer the
ability to generate real-time displays and statistical reports on the performance of a group
of agents. A typical customer for an ACD might be a telephone company that would use
it to handle customer service requests for awhole state. A typical installation might in-
clude 5000 agents and 150 supervisors. Figure 1 illustrates the context in which RT-1000
might be used.
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Figure 1: Original RT-1000 System Configuration



Initial Status

The paintings by Michelangelo in the Sistine Chapel comprise over 9,000 square feet.
Previous restoration, including efforts to censor parts of the nude figures, left doubts asto
the original conception. And centuries of grimy soot from candles that had been burned in
the chapel had done an unknown amount of damage.

RT-1000 History

RT-1000 was developed by athird-party software vendor in the late 1980' s and acquired
by Nortel in 1990. For the next three years it was enhanced and maintained by Nortel be-
fore being outsourced to another vendor to be systematically rewritten. This effort failed
and the system was returned to Nortel in mid 1994. By this time the original design team
had been disbanded and scattered, and the customers were quite unhappy.

RT-1000 was assigned to the Atlanta Technology Park laboratory of Nortel, where the
cancellation of another project had left a department without a project. No staff members
had any experience with ACD software, and, due the previous project’ s cancellation, staff
morale was quite low.

Technical Difficulties

RT-1000 is a complex system. Among the things that make it difficult to deal with are the

following.

* Theoveral size of the system is about 500,000 source lines of code which imple-
ments along list of powerful and interrelated features. The system iswritten in multi-
ple programming languages including Fortran (for the computational components), C
(for the real-time part), an SQL-like fourth generation language (for the MI1S), and
various UNIX scripting languages (for system configuration). The architecture of the
system comprises multiple architectural stylesincluding real-time (managing up to
fifty concurrent processes), MIS, computational, and an event-driven graphical user
interface. Moreover, the system must satisfy along list of difficult, non-functional re-
quirements including data integrity, real-time response, distributed processing, reli-
ability, information security, usability, performance under load, and openness to cus-
tomer and third-party extensions.

* Thesmall user base (six customer organizations) means that field trials can be con-
ducted with at most two customers prior to general delivery. And the widely varying
way in which customers use the system presented further difficulties. For example,
some customers use the workforce management feature as akey part of their business,
while others make no use of it at all. This makesfield trials problematic in terms of
guaranteeing that features are exercised from atrue user perspective prior to making
the software generally available. Moreover, when the system was first moved to At-
lanta, it was not known exactly how customers used the system. For example, one
customer used third-party (custom-designed) software to post-process reporting data.
If astandard report is modified by the RT-1000 team (such as to add an extra column
for additional precision, as requested by customers), the downstream software often
can no longer process the report. Customers in some cases base such things as payroll



on the output of the downstream software and are therefore highly sensitiveto
changes such as this. The design team often has no knowledge of these off-board
systems. Another example is of a customer contracting with a third-party company for
wallboard development (display of RT-1000 data on L ED-based wallboards in remote
offices). When a problem developed with the wallboard display due to a new screen
sequence, the development team was contacted by the wallboard company requesting
information, to the complete surprise of the RT-1000 team.

» Thethird-party software and hardware components of RT-1000 were out of date
and/or no longer supported by their vendors. For example, the system included an
out-of-date operating system, no longer supported by its vendor, with no means of
controlling changes to the version on the field-deployed machines. The database man-
agement system, supplied by acommercial vendor, was also out of date. The hard-
ware platform was no longer capable of supporting the customer demands placed
upon it. Customer terminal software was proprietary and failed to conform to the
emerging, Windows-based, industry standard. Finally, the distributed-component, in-
terconnectivity mechanism required alocal area network upgrade.

» Software process was non-existent. There was no version control on the software.
Product testing was not formalized. And over three hundred outstanding Customer
Service Requests (CSRs) existed.

» Littleif any documentation of the software architecture and virtually no commentsin
the code itself.

* And, of course, RT-1000 faced a serious Y ear 2000 exposure.

After Restoration

Restoring the paintings in the Sistine Chapel was a massive undertaking. For the Last
Judgment alone, more than a year of preparatory work was required, both working in a
laboratory and experimenting directly on the painting itself. Restoration involved ateam
of participants including scientists, historians, and artists. The restorers had to contend
with technical issues that varied across the surface of the painting. They had to develop
an elaborate cleansing process including bath of distilled water and chemical mixtures,
sometimes filtered through layers of paper and sometimes applied with sponges. Restora-
tion involved not only cleansing the painting, but removing retouchings that had been
added over the centuries. Finally, the restorers had to design an entirely new environment
for the Chapel, including filtered air and a tailored microclimate.

Restoring a software system is not merely a matter of updating lines of code. In asense, a
whole new devel opment environment needs to be constructed. And this has to be done
while continuing to support customers and to develop new features.

Current Status

Over the past three years, the RT-1000 team has restored the system to address the prob-

lems mentioned above. Among the most significant improvements are the following.

* The CSR level was reduced from three hundred to under fifteen.

» All RT-1000 software was placed into a standard Nortel version-control library and
an automated, reproducible loadbuilding process.



Over 80% of the original nine hundred test cases were automated, reduced |oad-
regression times from around ninety staff-weeks to under five. Formal capacity tes-
ing using software simulation packages was introduced to closely paralel field con-
ditions of up to two hundred users (rather than rounding up ten people on a weekend
to “stress test” the system manually, as was formerly the case).

Software maintenance and support contracts were negotiated with the operating sys-
tem and hardware vendor to guarantee that all operating systems software for field
systems can only come from the devel opment team, thus ensuring more standard con-
figurations.

System hardware and the accompanying operating system were upgraded and along-
term hardware migration plan was devel oped.

I SO-9001 certification was obtained for the development process.

Regular customer visits to the Atlanta laboratory were begun in order to build cus-
tomer relationships.

The database management system was upgraded to its | atest release.

The system architecture was published and otherwise opened up to customer and
third-party enhancements.

And significant new functionality was added.

Revised Architecture

The restoration of the RT-1000 system has enabled a much more open and flexible ar-
chitecture, asillustrated in Figure 2.

Figure 2: Revised RT-1000 System Configuration




Lessons Learned

Tools

At the start of the project, a study was undertaken to determine what commercial, source-
browsing software might be purchased to support the code-understanding process. Even-
tually, the most sophisticated commercially available tool was purchased. Although it
provided quite powerful analysis and browsing capabilities, it could not deal with multi-
ple processes. That is, different processes contained subprograms with the same name and
the tool confused these. Moreover, soon after delivery, the company went bankrupt. No
tool addressing the name collision problem has yet been found.

The Web

At the start of the RT-1000 effort, we knew that the development team would have to
learn alot about the system. But how could this knowledge be effectively shared? Anin-
ternal hypertext of web pages was used to address thisissue. The web has been areal aly
in managing this project. We began to use the web as an information repository and re-
trieval system, and aligned it with our 1SO-9001 processes and goals such that it made
adherence to the standard a natural part of getting our job done. Also, tools were added to
automatically keep updated problem lists for easy reference and for historical tracking.

Project Transfer

A lag of about ayear isto be expected between transferring a project of this size across
geographic and managerial boundaries. In addition, if the type of project is radically dif-
ferent than the one it replaces, large staff turnover isto be expected. In such a case, it
would likely be better to retain the geographic location and merely hire an all-new staff.
Thiswould add some complications, but would reduce others and, in the end, probably be
simpler and less costly than moving the project.

Also, higher management will need to offer extra support to a project such as thisto ress-
sure those assigned to it that the corporation deems it aworthwhile effort. A lack of cor-
porate support to back up the organizational decisionswill further delay and complicate
the project.

Organization

The most important problem we had to overcome is the lack of a point of control-
convergence. At first, every element of the team (design, verification, technical assis-
tance, and product management) reported upwards viatotally different management
structures. When a disagreement developed, there was no way of resolving it quickly.
The only practical solution was to have reporting lines converge at a managerial level
closer to the working-level groups; otherwise, avery high level manager will need to de-
vote appreciable amounts of time to administer petty details.

CSRs

Customer service requests had been piling up within Nortel prior to the project being
farmed out to athird-party company. The customers were told that "the re-write will fix



everything!". During the re-write period, problem reports continued to come in, but there
was no longer a design group tasked with addressing them within Nortel. When the re-
write failed to materialize at all, customers demanded action on their backlog of prob-
lems, which had now grown to appreciable lengths.

We took a phased approach to solving the CSRs. Weekly meetings were begun with sen-
ior managers (design, product line management, and testing) to discuss just one cus-
tomer’slist. Week-to-week, it was pared down somewhat. Also, efforts were made across
the board to solve some of the issues independent of the calls. Managers also took timeto
characterize the large pool of issues into the affected areas (database, reports, workforce
management, real-time, etc.). The area with the highest customer interest and the most
problems was targeted for a software overhaul viafeatures; which addressed some of the
CSRsaswéll. In tandem, the CSR list’ s duplicate and“non-issue”’ elements were re-
moved viareviews. During the subsequent release, the next most important set of issues
was addressed in parallel with afeature enhancement. Also the next most troublesome
customer's list was tackled, once the first was reduced. Over a period of about eighteen
months, the list was radically shortened.

Restoration of the Sistine Chapel painting took over thirty years of painstaking effort.
The result enables usto fully appreciate one of the most glorious instances of artistic en-
deavors ever realized by man. Legacy software restoration likewise entails a massive
commitment of resources by management and software developers. In both cases, the e -
fort requires careful planning, awell thought out process, deep technical understanding,
and agreat deal of patience. In the case of RT-1000, up to twenty developers labored over
three years to restore the system to full functionality. The resulting increase in customer
satisfaction and product revenue has made the effort worthwhile.

References

To learn more about the Sistine Chapel restoration, the reader can visit the following web
sitee http: //ww. chri stusrex. org/ wwl/ si st een/ 0- Tour. htni .

The restoration of the Sistine Chapel is described in the following article. The book in
which the article is contained also includes over two hundred and fifty high-fidelity pho-
tographs of Michaelangel o’ s paintings.

Carlo Pietrangeli.

“Introduction / An Account of the Restoration.”

in The Sstine Chapel / A Glorious Restoration, Pierluigi De Vecch, editor, Harry N.
Abrams Publishers, 1992.



