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Agile’s Got Game
An amateur group. Minimal budgets. Limited  
communication. How one team turned these obstacles 
into a winning combination.

by Andrea Nicolò, Customer, Francesco Carucci, Coach, and Mirco 
Macrelli, Coach, Diamond Crush Development Team.

User Stories

WHat wE’RE aBOUt tO tELL YOU 
Is not a typical story. It’s a different ex-
perience,çlivedçinçaçûrstçpersonçperspec-
tive, about a project we’ve been involved 
with since last September, and whose 
results— despite being only 50 percent 
complete—seem already different. We’re 
creating Diamond Crush (DC), a PC puz-
zle game whose release is planned for Q4 
2006. But that’s not the real story. The real 
story is that it’s being developed with Java 
and Agile development methodologies, 
which are poorly used in the world of game 
development. Furthermore, the project is 
being completed by an amateur group with 
a minimal budget. To complicate matters, 
the project is being run in a distributed de-
velopment context with personnel spread 
throughout Italy. Our only forms of commu-
nication are forums and instant messaging 
software. What once seemed improbable, 
though, is becoming a reality.

Setup
The Diamonds Project began as a way 

to teach young volunteer developers in the 
ûeldçhowçJavaçandçAgileçmethodologiesçcanç
make complex tasks possible. We didn’t set 
out to create a video game, however. The 
projectçwasçûrstçconceivedçinçtheçComputerç
Programming section of the Italian Hard-
ware Upgrade forum as a simple software 
program for cataloging CDs and DVDs. 
That unexciting project didn’t generate a 
great deal of interest, though. After a good 
deal of discussion, we decided to try some-
thing else: a video game. All of sudden, we 
had their attention. After several propos-
als beyond our means and thus rejected 
(developing a 3D shooter would have been 
endless and a violent school-themed 2D 
shooter would have required huge art and 
level design resources), we chose a 2D puz-
zle game to focus most of the development 
on the actual programming. We used the 

old Super Puzzle Fighter 2 Turbo by Cap-
com as our primary source of inspiration 
so we’d have a concrete and vastly tested 
example to refer to.

Francesco Carucci (3D Software 
Engineer at Lionhead Studios) volunteered 
to help us externally. He suggested we use 
Java as the programming language, and 
open source tools such as Eclipse and Ant 
to compile the code and create the builds. 
He and Mirco Macrelli also suggested we 
employ Agile methodologies to ensure a 
üexibleçstructure,çtoçminimizeçtheçcostsçofç
changes, and to shorten the learning curve 
for the members. Once the what and how 
wereçdeûned,çweçonlyçneededçtoçdecideçtheç
who in terms of a Coach and a Customer. 
Francesco and Mirco, by popular acclaim, 
were chosen as Coaches; two forum us-
ers, MaaX and RaouL_BennetH (both later 
replaced by Andrea Nicolò) became the 
Customers. After putting the repository  
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